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"As a U.S. Marine Corps officer for 30 years, | dways looked on
military operations as projects—abeit of a more dangerous and
uncertain variety. This book, which | found to be engaging and
never dull, draws powerful, practical relationships between
Napoleon's war planning, execution, control and leadership, and
modern project management principles. It is a bright light on the
project management landscape! ™
—BiLL BAHNMAIER, Col, USMC (Ret), and retired Professor of
Defense Acquistion Management, Defense Acguistion Univer Sty

“An insightful, well-done and much-too-rare examination of the
vaue of revigting the lessons of history. While others chase the
‘newest, latest, grestest,’ Jerry Manas reminds us that we may be over-
lookinginva uablethought leadership that preceded us. Heinevitably
challenges us to apply these agdess lessons not only at work, but at
home, in our community, in worship and in athletics as wdll."
—EROME JEWELL, Productivity Improvement Consultant

"Don't overlook this book! Comparing Napoleon and project man-
agement may be unigue; but isnt that what were looking for—new
and fresh insights?This book has relevant content to dl of usin the
industry. Read it and see how helpful thistext can be to your career
in project management. Youll learn alot.”
—aN KnuTson, Author, lecturer, and consultant, PM Guru Unlimited
Author of Succeedingin Project-Driven Organizations(John Wiley and Sons)




"Who can resigt a book that highlights Mr. Manas’s clever integra-
tion of the awe-inspiringfigure of Napoleon to the most important
concepts that are the foundation of the science of project manage-
ment?If you are looking for a deep yet easy read that brings dive
the timeless events of 19* century Europe to splash color on a
potentially dry subjecrlike project ﬁ?in%ig‘%%ent, this book is #smessstwn
read Managing aproject isin many ways akin to fightingawar, and
indeed sometimes seems more like the conquest of Europe or even
Waterloo than it doeslike just another businessinitiative.”

—Gus CicaLa, CEO, Project Assstants, Inc.

"This book takes us on an inspirational tour of Napoleon's life and
works, bringing us insightful and vauable project management les-
sons. Jerry Manas’s academic and well-read understanding of both
history and project management has provided us an excellent tool for
learning. | urgedl thoseinterested in improving their ability to per-
form projectssuccessfully to read and reread this remarkablestudy.”
—TOM VANDERHEIDEN, Chairman, PMI Aeroypace & Defense SIG,

Conaultant to the Aerospace and Defense indugtry

"An intriguing perspective from which to view the concepts of proj-
ect management. These concepts are as valid today as they were 200
yearsago.” L

—PETER PacITTI, Assigtant Vice President/Project Manager, PNC Bank

"Jarry's method of assgt}:Tagutrﬁg reql-HéeERgrical events to modern-
day project management methods is brilliant. This is a must read
for anyone in the field of project management who has grown
weary of the repetitive nature of currently published material. | was
engaged and simultaneously entertained. As a past president of a
very large component of the Project Management Institute, | have
read many articles and books in thisfield. No author has taken the




fresh approach that Jerry hasin correlatinglseal project managdment
examplesto a previoudy unconsidered and unrelated field, military
tactics. It should dso be noted that Jerry's material has been
researched extensively and depicts a very accurate account of the
actual events. It's great to see someone doing something different
that presents project management in the perspective and reative
importance that it deserves.”

—PHILLIP L ONG, Chief Solutions Architect, LogicaCMG
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FOREWORD

-

Those who have studied Napoleon's career are usudly left in awe of
the sheer brilliance, work ethic, and tenacity of the man. No doubt
there are many lessons to be learned. But how do we apply them to
modern-day project management?Jerry Manas has made a careful
study of Napoleon's career, learned those lessons, and, in engaging
gyle, combines history and businessin this unique work.

When Napoleon took over asfirst consul, Francewasin adread-
ful state. Over a million people had died during the French
Revolution. France was beleaguered, surrounded by enemies, not
least of whom were the expatriateswho had lost power and clam-
ored for a restoration of the old monarchy. The recently formed
government was in a state of collapse, the economy of France was
in ashambles, and another revolution was breaking out.

Napoleon had undoubtedly been a brilliant young general, but
what did he know about politicsand diplomacy, much less govern-
ing and business?As it shortly turned out, everything.

The master of organization determined to turn chaos into order.
One can measure his success by the fact that by the time he was
eected emperor, he was wildly popular among civilians as wel as
the army.

Jerry Manas has approached Napoleon on Project Management as
would Ngpoleon—dearly, methodicaly, rdentlessy, and accurately.
Mr. Manas makes the case that Napoleon's diplomatic skills were
first rate, an unappreciated talent. He uses, among other examples,
the Egyptian campaign, where Nagpoleon's innate curiosity and
andyds of multiple constituencies (his army and the Egyptians)

ix



X FOREWORD

resulted in tactics to address key issues of concern to each. That
soundsalot like atop marketer with outstanding PR sKills.

When it cameto warfare, Napoleon claimed that he"listened to
no one," but we know that to be an exaggeration. What he meant
was he made his own decisions, no management by committee for
him! However, Napoleon was constantly in communication with
his commanders, adjusting his battle plan according to events,
which accounts in large measurefor his phenomenal success. The
author identifieswhat traits he used, why, and with what results. It's
more than instructive; it's an education.

And results, after all, are what Napoleon was dl about. Between
hisassumption of power and the end of the disastrous Russian cam-
paign, Napoleon restored France to solvency, and then to great
wealth. As Manas points out, he met with shopkeepers, mayors,
industrialists, and troopers, dways listening; and he achieved mira-
cesin jump-startinga formerly moribund economy —not to men-
tion astarving, shoeless army.

Napoleon's mastery of prioritization was perfected in warfare, but
employed in business and politics as well. Manas Uses as one exam-
ple the army created for the invasion of England. Austriadecided to
take advantage of Napoleon by attacking him on the eastern front
while he was tied up with England. Napoleon responded by chang-
ing his strategy to conform to breaking events, and marched his
army across Europe to meet the enemy on his own ground. The
author points out the research, flexibility, decentralized command
(but centralized planning), and economy of forcethat achieved such
breathtaking results. Mr. Manas explains how the reader can apply
the same methods when managing projectsin acompetitive market.

Asyou read Napoleon on Project Management, keep in mind that
he was fighting (and beating) codlitions of the greatest military
powers on earth. It took them nearly twenty years and a disaster of
cataclysmic proportions in Russato defeat him.
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I'n addition to words and examplesfrom Napoleon himself, Mr.
Manas uses many examples from business experts to explain and
supplement the lessons of the magter. He then pulls the lessons
together into a statement of the Six Winning Principles that
Napoleon followed—and which any astute manager can learn by
reading this book.

As | started the draft, | thought that, although the premise wes
sound, such a book would be difficult and very likely boring. | can
give no greater accolade to Jerry Manas’s achievement than to sim-
ply say that he has succeeded in his goal, and boring its not. The
Emperor would approve.

But enough of this. .. On to Ngpoleon's unrivaled career and
the many lessons to be learned fron—as Will Durant observed—
perhaps the greatest practical mind the world has ever known.

Advancel

DOUGLAS JAMES ALLAN
Presdent

The NapoleonicSociety of America



INTRODUCTION

What isit about Napoleon Bonapartethat hasled recognized lead-
ersto study his principlesand countless books on management and
leadership to quote his maxims?How did such arenowned military
genius, who rose from obscurity to rule al of Western Europe, fall
30 quickly and suffer such defeat?M ost importantly, what lessonscan
today's leaders and project managers learn from Napoleon's suc-
ceses and failures?

According to Stephen Covey, author of The Sven HtS d
Ky Effective Peopl €, " Project Management continues to beacrit-
icd functionin organizations. Almost any new product, service, sys-
tem, or technology must be introduced and implemented through
aformal project management process™ Al theleading businessand
information technology research groups, such & the Gartner
Group, Forrester Research, Cutter Consortium, and Meta Group,
have targeted formal project management as a key factor behind
organizationa success

Napoleon knew dl about formal project management tech-
niques. He not only successfully led more than fifty military cam
paigns, but he aso led hundreds of development and rebuilding
effortsthroughout Europe, includingfinancial reforms, construction
of roads, infrastructure setup, bridges, marinas, museums, and
more—dl during a period of constant warfare. And he succeeded
by using sound principles and techniques that are as applicable
today as they were then. Napol eon used advanced project portfolio-
management practices before the term "portfolio management”
even existed, except he usad the practices to manage an entire

xiii




xiv INTRODUCTION

empire. Furthermore, he did dl thiswithout e-mail, telephones, or
computers. Surely, Ngpoleon's vagt accomplishmentsmust contain
awedlth of lessons. And indeed they do.

There are lessons in the way Napoleon conducted extensive
research before each campaign and in the way he organized hisarmy
for maximum effectiveness. There are lessons in the way he turned
chaos into order and in the way he communicated to his troops,
dlies, and the generad public. There arelessonsin the way he moti-
vated his soldiers, building fierce loydty amid challenging times.
And there are lessonsin the way he kept track of al the activitiesin
his vag empire, using ssimple and effective means. Perhaps most
importantly, there are lessonsin the way he began his fall at the very
height of his power.

Theselessonsnot only addressissuesthat many project managers
struggle with, such as adequate planning and leadership skills, but
a0 address needs that ageneral leader faces regarding the achieve-
ment of objectives through sound project management principles.
In other words, these lessons can help us achieve better leadership
through stronger project management, and better project manage-
ment throughstronger leadership. Throughout thisbook, well explore
the principlesthat led to Napoleon's riseand the wesknessesthat led
to his fdl. Well learn techniques that every project manager or
leader can useto assureasuccessful completion of hisor her project—
beit asoftware project, amilitary battle, asportsevent, afilm project,
or the creation of a new product.

Of courseg, like Napoleon, we each want to achieve lasting suc-
cess and leave our mark on the world. As leaders, we have a unique
opportunity to make a differencewith every endeavor we attempt.
And as project managers, we have an opportunity to proudly leave
our signatureson each of our undertakings.

An excdlent way to turn these opportunities into achievements
is to study the events that led to Napoleon's rise, the key principles
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that enabled his repeated success, and the ill-fated actions that
causad his downfall. We can augment this sudy by learning mod-
ern techniques for improving upon Napoleon's methods. Our goal
isnot merdy to imitate Napoleon; it isto be better than Napoleon.
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CHAPTER I

The Skills to Succeed

My businessis to sucoead, and 77 good at it. 7 create my
lliad by ny actions, creste it day by day. — NaroLeon

apoleon Bonaparte perhaps achieved more objectives with

amazing successthan anyonedsein history. He undertook an
effort to bring order to Francein atime of postrevolutionary chaos.
He led numerous battles and continuously emerged victorious,
often against larger armies. He rose from relative obscurity to
becomethe ruler of all Western Europein but afew years, using an
army that had never before achieved such greatness. He imple-
mented efforts to build dliances, eventually increasing his army to
an unprecedented Sx hundred thousand strong. He created a civil
code that is il in useand provided the inspiration for many civil
codes worldwide.

It is through countless documents and memoirs, written by
Napoleon and many others, that we get a sense of what made
Napoleon so successful. As a result, we can gain agood understand-
ing of the methodsthat brought him such successand the skillsthat
made him rise above the pack. And it is these same skills that will
make us successful in our organizations today. Let's begin by exam-
ining the skills Napoleon viewed as essential for any leader—particu-
larly as they apply to project management.

3



4 NAPOLEON ON PROJECT MANAGEMENT

NAPOLEON'S TIMELESSTOOLS
FOR PROJECT MANAGEMENT

Theforma titleof "project manager" is not required to benefit from
project management lessons. On the contrary, anyone who must
lead an endeavor —whether as a CEQ, a sports coach, afilm direc-
tor, or any other typeof leader--can benefit from these universd les-
sons. So, when we refer to project managers, we are referring to all
leaders who choose to manage their efforts as "projects” And,
according to today's experts, ranging from Tom Petersto the Gartner
Group, management-by-projectsis the surest path to achievingorga-
nizational (and yes, even personal) gods. The lessons from
Napoleon's rise and fal can show us how to be successful with this
approach both in our organizationsand in our persona lives.
Asour journey progresses, we will explore how Napoleon rose to
power, how he grew his empireas much through shrewd diplomacy
asthrough victoriesin battle, and how helostit d| with severd costly
midakes—migtakes that many of us makein our daily workinglives.
We will examinethe Sx Winning Principles that guided Napoleon
to repeated success, and 1ook at case studies detailing where he went
wrong. But first, we will begin with the basics, as Napoleon walks us
through his philosophieson leadership. In thisway, we will build a
solid foundation before embarking on our journey. Following are
excerpts from Napoleon's memoirs, written as he contemplated the
abilitiesand vauesthat he felt made him successful: developingsolid
sKills, such as a good memory and knowledge of mathematics;
upholding key values, such as calmness and predictability; being vis-
ible to thoseyou lead; and understandingthe nature of palitics.

A GooD MEMORY

A singular thing about meis my memory. As a boy, | knew the loga-
rithm of thirty or forzy numbers; in France, | not only knew the names
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of the officers of all the regiments, but afse where the cops had bemn
recruited had distinguished themsdves; | evern knew their spirit.

Napoleon knew, as do most modern salespeople, that agood mem-
ory is critical in building relationships. The best sdespeople not
only know their customers names, but know their customers fam-
ily members names, their likes, didikes, hobbies, and any other bits
of information that help build a relationship. Using the same
approach, a project manager can develop better relationships with
stakeholders, project team members, peers, and management.

A good memory isaso valuablefor team sdection—for example,
remembering certain nuances about individuas that would make
them more or less valuable at one task or another. Remembering
people's past successesin generd is important. All too often, man-
agers judge people by only their most recent activity, ignoring al of
their past accomplishments and capabilities. It is aso critica to
remember the factorsthat motivate each individual, as each person's
needs may be different.

Remembering things about people is only one benefit of having
agood memory. Another is the ability to remember the small details
that can make or break a project—for example, some obscure fact
that may come back to cause havoc later. The saying " The devil is
in the details" holds true when talking about project management.
Napoleon perused relevant data and detailed reportsfrom the field
daily (and often throughout the night). It isto hiscredit that he was
able to recdl these smdl detailson a moment's notice, often giving
the impression of spontaneous ingenuity.

An area that most project managers ignore is the art of making
presentations. Building memory skills can go a long way toward
avoiding the overused crutch of PowerPoint. There is nothing worse
than making a presentation with your back to the audience and
reading bulletsfrom a dide projection--other than perhaps having
to sit through such a presentation. A good presentation should
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appear natural and energetic, with toolslike PowerPoint dides used
as propsto illustratekey points through meaningful graphics, rather
than the presenter merely narrating bullets the audience can read
for themsdves—athough handouts should dways be provided. A
presentation should be built on a good memory and should avoid
the overuse of notes and bulleted dides.

Perhaps Peter Norvigs humorous parody of Abraham Lincoln
giving the Gettysburg Address as a PowerPoint presentation illus-
trates this point best (http://www.norvig.com/Gettysbur g/)Norvig
is the Director of Search Quality at Google, Inc., and a fellow and
councilor of the American Association for Artificia Intelligence.
His parody isincluded as part of Edward Tufte’s courseon informa-
tion presentation.

So, how can you improve upon your memory and utilize it as
efficiently as possible throughout all these activities?Today, people
try al kinds of things to improve their memories, from herbal
remedies to mental exercises. Probably the best way to remember
things is to use the association method, since we al tend to
remember things by associating them with something— usualy a
word or a visual cue. In effect, by doing this, we are subcon-
scioudly building bridges in our minds between the cues and the
memory associations.

Another method that helps solidify thingsin our mindsis repe-
tition—which is the reason actors and singers learn their lines by
endless practice, and the reason advertisements use jingles and
catchphrases. Through associationand repetition, we can remember
key facts that would otherwise be lost to oblivion.

Even with the above methods, there is no reason to leave things
to chancewhen you can simply write something down, even if it's a
small "trigger” key word, assuming you remember to look at what
youve written. Today, we have dl sorts of toolsfor keeping track of
things, from appointment books to Persond Digital Assstants
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(PDAs). In addition to calendarsand to-do lists, dl PIDDAs comewith
amemo section that is invaluablefor capturing notes about people,
projects, ideas, or anything elseyou may need to recdl at a moment's
notice. Of course, when you are giving a presentation, it isidea not
to rely on the use of notes, but index cards with brief trigger words
arequite acceptable. It ishard to dispute that agood memorycan do
well to serve any leader, whether in businessor otherwise, and fortu-
nately there are many toolsand techniques that can help.

THE POWER OF MATHEMATICS

1o be a good general, a man must know mathematics; it is of dzly help
in straightening ones ideas. Perhaps| owe my sucoessto my mathemati-
cal conceptions; a general must never imagine things, that is the most
faral of all. My great talent, the thing that marks me mog, isthat | s
things clearly; it is the same with my doguence, for | can distinguish
what is eseential in a guestion from every angle.

Mathematics probably isn't high on most project managers and
leaders lists of important skills to build. Yet, amost dl phases of a
project —project selection, task estimates, risk analyss, decision
making during project execution, and so forth—require some sort
of mathematical sKills.

For project selection, knowledge of return on investment (ROI),
the internal rate of return (IRR), and other selection techniques is
essentid. For cost estimates, it is important to calculate costs accu-
rately, including variations based on risk factors. For quality anayss,
it iscritical to understand statistical sasmplingand control charts. For
proper decision making, it isimportant to understand risk probabil -
ity and have the ability to perform decision-tree analysis. Planning
should not be based on hunches, but, as much as possible, on calcu-
lations and actual facts.
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During project execution, you should be able to calculate where
you should be versus where you are in terms of budget and sched-
ule. A tool such as Earned Vaue Management can help you deter-
mine this as early as 15 percent into the project. A good book on
this is Earned Value Project Management, by Quentin W. Fleming
and Joel M. Koppelman.'

For dl of these needs—saince many of us are not armchair mathe-
maticians—it's useful to keep alist of handy caculations and ago-
rithms, most of which are included in any Project Management
Professiona (PMP) exam study guide. A couple of good ones that
include all the calculations a project manager would need, among
other tools and techniques vita to any project manager, are: PMP
Exam Prep (4th edition), by Rita Mulcahy; and Preparing for the
Project Management Professional (PMP) Certification Exam (2nd
edition), by Michagl W. Newell. Type the most useful calculationsinto
your PDA or notebook, and you will be wdl equipped for success.

As Napoleon so astutely pointed out, a great leader cannot
underestimate the value of building the mathematical skills neces-
sary to make proper decisions, whether selecting, planning, or exe-
cuting a project. Facts and calculated estimates are dways better
than guesses and hunches.

STAYING CooL AND COLLECTED

The first qualification in a general-in-chief is a 000l head—that is, a
head which recdvesjust impressons, and etimatesthingsand objectsat
their real value. He must not allow Aimself zo be dated by good news,
o depresed 4y bad. The inpressions he recaives. . . should be © classi-
fred asto take up only the exact placein his mind that thq deserveto
oocupy; Snce it is upon a just comparison and consideration of the
weight due to different impressons that the power of reasoning and of
right judgment depends . . .
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| could listen to intefligenceof the death of my wife, of my son, o all
of my family, without a change of feature. Not the dightest sign of emo-
tion, or alteration of countenance, would be visible. Everything would
appear indifferent and calm. But when alonein my room, then 7 suffer.
Then the feelings of the man burgt firth.

Napoleon was often surprisingly candid in his memoirs, such asin
this case, reveding how he suffered internally while appearing cool
and collected to others. He often spoke of this as a necessary trait
for a great leader. This is an extreme example and probably a great
exaggeration, but the point is that aleader cannot appear vulnerable
to subordinates--or worse yet, unpredictable. People do not trust a
leader who isinconsistent, irrational, or weak.

It isimportant for the leader to show strength and confidenceif'
problemsarise, either with the project or with some external factor
that could impact the team or the leader. Nothing can unravel a
team more quickly than a leader who overreacts or becomes dis-
illusioned.That isnot to say the leeder

should display fadse bravado or in- PR—
apprf)prlate cheerfulness, but merely Nothing can unravel a
asolid, even temperament. .

I n addition, Napoleon pointed out team more quickly

, » Napoieon poir than aleader who

the. wpportance of categorlzmg and overreacts or becomes
weighing news, not only accordingto disillusioned
its rightful value, but aso after con- '

sidering potentially varying impres-
sions of the same news. There may be unseen benefits in what
appears to be bad news, and there may be dangers lurking behind
seemingly good news. Overreacting to good news or bad news can
take away from the true picture and can have an unpredictable
impact on the morale of ateam.

For example, aleader may want to rejoicewhen amajor milestone
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is achieved, and certainly there is some benefit to celebrating small
victories, but the project is not over until al the loose ends are
resolved and the expected results have been delivered. The team
must still maintain focus.

A leader may go on atirade or appear convinced that a project
cannot succeed upon hearing that a team member forgot to do
something or that a stakeholder issued a complaint, but the fact is
that these are merely triggersto see if a process needs correctionor if
communication needs to beimproved. A negativeor cynical attitude
tends to spread throughout a team like a disease and becomesa sef-
fulfilling prophecy. Cooler heads must prevail.

So, the next time you find yourself getting dl worked up or dis-
illusioned, take time to examine the factsfrom dl angles. Keep things
in proper perspective. Consider the impact of your reaction on your
team's morae and the potential effect on their behavior. If you find
yourself becoming elated by good news before the project isfinished,
just be cautious that the team doesnt misinterpret your elation as an
opportunity to rdax and losefocus. Most importantly, don't let your
emotions--good or bed—get in theway of sound judgment.

“GO AMONGST THE SOLDIERS"

Natureformedall men equal. It wasalwaysmy custom to go amongst the
soldiersand the rabble, to converse with them, hear their little histories,
and speak kindly to them. This found to be the greatest benefit to me.

One of the things that made Napoleon so popular with his troops
was that he was always visble. He'd frequently go to the front lines
and minglewith the troops, first to inspire them, but second to get
asense of how they werefeeling and what was on their minds. This
relates to building relationships by finding out the details of your
team members lives. Many companiesin today's business atmos-
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phere havea"bevisble' policy for their managers. Some companies
call it "management by wandering around or MBWA—a term
used at Hewlett-Packard and popularizedin the landmark book In
Search & Excellence by Tom Peters and Robert Waterman.? As the
correlation with Napoleon's theories can tedtify, this is certainly a
good approach to adopt.

One thing to be cautious of when wandering around, though, is
not to micromanage. There is a tremendous difference between
being visble and micromanaging. It is one thing to mingle, to ask
how things are going or if there is anything you can do to help. In
this way, you are in a position to remove any barriers your team is
facing. It is another to hover over peoples backs and nitpick about
what they are doing wrong. Better to ask if help is needed.

If a correctionin course is needed, clarify the objective privately
or generically to the teem—if you fed the team could benefit from
theclarification. Training could dso besuggested as needed. Another
way to get apoint acrossis to schedulea joint workingsession where
you can work with the team member (or team) to accomplishsome-
thing; meanwhile, they're learningfrom you during the sessionin a
noncombativeway.

Therearethree primary purposesfor minglingwith your team: (1)
to build relationshipswith them, whichin turn buildstrust; (2)tosee
if there are any barriers that you can remove for the team; and (3)
to get asense of the team's morale. It isimportant not to let micro-
management undermine these goals.

THE FUTILITY OF TYRANNY

Rule cannot be despotic becausethereis neither a feudal sysem, a medi-
atory body, nor a precedenton which it can act. Assoon asa government
becomes tyrannical, it must suffer in public opinion and will never
regain confidence. Therefore,a Council is necessary for unforeseen cases,
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and the Senateis mogt suitablefor this purpose. In my opinion, thereis
no such thing as despotism pure and simple. Ideas are relative. If « sul-
tan has head cut off 4¢ his pleasure, his own head isin most danger of
all, for that very reason, of suffering the samefate.

Napoleon was perceived by many to be tyrannical in his own right
(he wes strict, but dways observed caution regarding treatment of
his soldiers and staff). But even he knew that in truth, power is
given and not taken. A project manager or leader cannot let the
position go to his or her head. Power must be earned by building
trust and respect. Trust and respect must be earned through actions
and fair treatment of others. That is true power.

Although a sense of purpose is good, one can become overly
ambitious, tossing dl good judgment asideto achieve that purpose.
Even Napoleon redized the dangers of absolute power and sug-
gested somesort of council for keeping thingsin check—in hiscase,
the Senate. In business, of course, we have executiveboards and vari-
ous leadership councilsfor this purpose.

Following this principle, a project manager would be wise to
appoint a core team, especialy for large projects, to ensure that al
things are considered and to balance idess. It is quite easy to come
up with anideaand becertainit iscorrect until someone pointsout
the dangers or some new perspective.

There can be only one leader; it isineffective to lead by commit-
tee. Full consensus usually cannot be achieved, and operations can
become stagnant. The leader must consider the opinions and per-
pectives of the core team, yet must be able to make the final deci-
sion if needed. That is not to say the team should not work together
first to solvea problem, nor isit to say the leader should totally dis-
regard the wishesof the team. As Napoleon pointed out, any leader
who uses a position of power to act against public opinion isin dan-
ger of losing that power.
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The issue of aleader having the ultimate authority is a tricky
one, and some may point to modern democratic governments
where asenateand/or some other ruling body has the power to veto
or even remove a president or prime minister. For example, let's
examine the United States government's system of checks and bal-
ances. The president can veto hills approved by Congress, the
Supreme Court can declare a lav

passed by Congress or an action by

the president unconstitutional; and fou ™

Congress can impeach the president As Napoleon

or federd court justicesand judges. pointed out, any
This is indeed a valid precaution leader who usssa

against any one individual or group position of power to

running away with power, although act agang public

it's not foolproof. But with the excep- opinionisin danger

tion of a public company with an of losing that power.

executive board and shareholders, J

thereis nothing closeto it in the cor-

porate world, and there probably never will be. The best we can do
isget as close as we can to asituation where everybody must answer
to somebody.

In the leader's case, as Napoleon pointed out, becoming tyranni-
cal serves no one and will usually lead to failure, through recogni-
tion of such by superiors or peers or through lack of support by
subordinates. The most enlightened leaders will implement a 360-
degree feedback system, in which the leader gathers feedback from
peers, subordinates, and his or her manager, and then comparesit
with hisor her own sdlf-evaluation and makes adjustments accord-
ingly. There are countless software products available on the
Internet exclusively for this purpose, as will be evident if you do a
search on " 360 feedback." A simple Zoomerang survey would work
quite adequately. Zoomerang is a valuable, inexpensive tool that
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dlowsyou to tailor and send surveysviathe Internet. It collectsand
categorizes the results for you, and you can download them as
needed. Zoomerang is available at www.zoomerang.com.

Even with dl the best intentions and listening to the feedback of
others, sometimes aleader faces a dilemmawhen the apparent right
decisionisan unpopular one. A tricky subject we will explore next
is how far to go in pleasing the mgjority versus making the right
decision.

POPULARITY

What is popularity?What is gentleness?. . . One must serve a nation
worthily, but not take painsto flazzer the people. 7o win them, you messz
do themgood. For nothingis more dangerous than to echo peoples opin-
ionsand say just what t hy want to hear. When afferwards, they do not
get all they want, zhey get restless and believe you have broken your
word. And fyex Opposethem, they hateyou i n proportionast hq think
themsalves decelved.

Thefirgt duty of a princeis doubtlessto do what the people wish, but
the common peoplescarcdy ever want what #4ey sy thy do. Their will
and needs should less be expressed by themthan fels by the ruler . . .
My policy consists iN ruling according to the will of zbe grear majority. In
thisway, | believe one recognizes the sovereignty of thepeople. In order to
end the war in La Vendee, | made myself a Catholic, asa Mussulman |
managed to edtablish mysdf in Egypr, and asan Ultramontanist | won
all heartsin Italy. If I were ruling a Jewish people, | would resore the
Temple of Solomon.

Atfirst glance, Napoleon'sideasappear to conflict with one another:
be aware of public opinion, but dont merely echo it in your deci-
sons, perceivewhat is best for the people, rather than listen to what
they are saying. Napoleon was admitting that it is vita to be aware
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of public opinion, yet hewas cautioningnot to blindly followit. Just
because the great mgjority fedsa certain way does not mean they are
correct. Yet, Napoleon said that his policy was to rule according to
the great mgority.

Is this an inconsgtency, or was Napoleon merdly throwing the
public abone, echoing the Roman sentiment for keepingthe masses
happy with bread and circuses? Upon deeper examination, it
gppearsinstead that Napoleon was saying yes it isvita to be avare
of public opinion; it is even vauable to cater to public opinion
wherever possible; yet it is equaly important not to blindly follow
public opinion, & the public is not dways aware of al circum-
stances, nor are they aways correct.

Does this mean that a leader should follow his or her instinct,
even if it ssemsasif the world is opposed?Agan the answer is no,
as Napoleon has dready warned us of the dangersof going against
public opinion. It is the rare case indeed that aleader has been suc-
cessful going againg public opinion in the interest of doing what is
right. Former United States President Franklin Delano Roosevelt's
decision to temporarily dose banks during the Great Depression to
dlow time to regroup would seem to be an example of this.

When the right decison appears to be over the heads of your
audience—a project manager's audience may be peers, subordi-
nates, or cusomers—the answer, and certainly the safest solution,
would seem to be to first verify that you are indeed right and they
arewrong. And then, assumingthat to be the case, you need to con-
vince them. To verify that you are right, it isimportant to hear the
viewpoints of others. This is where the core team approach comes
in handy. It is dso important to consider the long-term conse-
quences and potentially damaged relationships that could occur;
successin business, asin life, isdl about relationships.

If you gtill believeyour decision is correct efter reviewing the dan-
gers the next step is to convince peoplethat they are wrong and you
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areright. Thisis the equivaent of convincing a conservative market
that they need a new, disruptive technology-one that forces them
to do things differently and enter a new paradigm of behavior. Not
doing this, but attempting to force the decision, is a risky endeavor.

Fortunately, there are severa vauable tools availablefor creating
acompelling case for an unpopular decision:

* High-tech marketingguru Geoffrey Moore? Crossingthe Chasm
model. This modd is used for marketing disruptivetechnolo-
gies Mooresuggestsfully walking through ahypothetical sce-
nario to test the ideds vaue and effectiveness, finding a
champion to back and test theidea, and marketingto increas-
ingly broader audiences using past successesand peer-group
pressure to convince them. The "chaam” represents the gap
between the early adoptersand the early majority.?

* Information design guru Edward Tauftes approach to presenting
data and information. Tufte provides detailsin severa books.
In his book Visual Explanations: Images and Quantities,
Evidence and Narrative, he illustrates how scientists could
have convinced NASA not to make the ill-fated decison to
launch the space shuttle Challenger by clearly showing causal-
ity in asmple, graphic manner.*

 Change-management gurus Dean Anderson and Linda
Ackerman-Andersons Transformational Change model. This
model is detailed in their books Beyond Change Management
and The Change Leader? Roadmap, which stress the need to
address the peopleissues and consider stakeholder perspec-
tives when introducing a paradigm-shifting change.’

Thesetoolsare not mutually exclusive, aseach illustratesa unique
point when trying to turn an unpopul ar decision into a popular one.
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Moore's Crossing the Chasm model addresses the marketing per-
spective, Tufte’s model addresses the presentation perspective, and
the Andersons’ Transformational Change model addressesthe people
issues involved. Any leader or project manager would be wise to
study all three approaches.

At this point, some project managers may be asking how this
appliesto them. After all, they are merely implementing a project.
The problem comes when the project is introducing a product or a
result that is unpopular. Unhappy or unconvinced people, whether
they are customers, peers, or team members, can be one of the most
disruptivebarriers to the successful compl etion of a project. It isthe
project manager's responsibility to remove barriers to success, and
therefore the project manager must address these issuesin whatever
way possible. These toolscan help, and they will be covered in more
detail later in this book.

Another thing that can help ensure stakeholder buy-inisto cre-
ate a compelling vison of the project's desired product or result.
Although circumstanceswere certainly with him, Napoleondid this
effectively when he created the vision of an organized and free soci-
ety instead of the postrevolutionary chaos that existed. In the next
chapter, we will explore thisin more detail.

Meanwhile, to answer the question posed by Napoleon: What is
popularity and what is gentlenesswhen one isfaced with leadership
decisions?It islistening to public opinion; keeping the great major-
ity happy; maintaining good relations with customers, peers, and
subordinates; and at the sametime,

* recoghizingwhen a change is needed, even when the
majority may not seeit;

* doing sanity checks to assure that your thinking is sound;
and

¢ convincing the stakeholders that change is needed.
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Doing this effectively is the mark of a true leader, and one that
will have a lasting impact on his or her organization.

EXECUTIVE SUMMARY

Thelessonsto be learned from Napoleon's career are timdess—just
as applicableto amodern-day project manager or businessleader as
to amilitary generd in the nineteenth century. Napoleon's adviceis
as relevant today as it was two hundred years ago—the vaue of a
good memory and mathematical skills, the importance of being
cam and visible, and the virtues of making difficult but informed
decisionsand sdlling them accordingly. With this solid foundation
laid, we can begin the next leg of our journey and discover how
Napoleon used these skillsand philosophiesto become the ruler of
all Western Europe—and how we can use the same skills to assure
successfor our projects.

MARCHING ORDERS

DEVELOP A GOOD MEMORY
Increase your memory through association, repetition, and use of
a PDA or memo system. It will help you to:
* build relationships by remembering people's names and
interests.
* sdect the right peoplefor your team by remembering their
backgrounds, work habits, strengths, and weaknesses.
* motivateyour team by remembering peoples individual
needs.
* recall small details that might come back to haunt you later.
* make better presentationshby avoiding the overuse of
PowerPoint as a crutch.
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HARNESS THE POWER OF MATHEMATICS
Calculate—do not guess. Increase your mathematical skills by tak-
ing statistics dasses and learning useful algorithms. This can help
you:
¢ sdlect the right projects, based on calculated costs and
benefits.
¢ produce accurate estimates that consider risk and
probability.
* judge quality using statistica controlsand messures.
* determine the impact of adding resources, by calculating the
additional communication channels required.
¢ plan for potentia problems using risk-probability andysis.
* make better decisions using risk and decision-treeandysis.
* predict cost and schedule overruns as early as 15 percent into
the project using earned value andyss.

STAY COOL AND COLLECTED

Remain cool and collected at dl times. This can help you:
¢ promote a positive atmosphere.
* avoid unnecessary panic by your team.
e inspire othersto act the same way.

GO AMONG THE SOLDIERS
Be visibleto your team. Use the MBWA (management by wander-
ing around) approach. This can help you:

* inspire your team.

* build trust by getting to know your team persondly.

e beavailable to address questions.

* get asense of how your team is feding—their concerns

and needs.
* remove barriersthat may be impeding your team's success.
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UNDERSTAND THE FUTILITY OF TYRANNY
Don't let a position of power trick you into thinking you can go it
done. Appointing a core team can help you:
¢ balance out ideas and gain various perspectives.
* build trust and respect by demonstrating participative
leadership.
* become more efficient by sharing the leadership workload
with others.
* implement a 360-degree feedback process Thisdlowsyou to
—s2 how you are perceived by others.
—make needed adjustments to your style.
—grow &s aleader and manager.

CATER TO POPULARITY — WITHIN REASON
Listen to public opinion, but recognize when a change is needed.
¢ Do sanity checks to ensure that your thinking is sound.

If your project's proposed product is unpopular, confirm the ideais
agood one, then implement tools to sl it to the public. Consider
the marketing, presentation, and people angles. This can help you:
* be certain that you are implementing the most effective
solution.
* decrease resistance to your initiative.
* maintain relationshipsthat are crucia for ongoing success.



CHAPTER 2

A Compelling Vision

Sprung from the lower ranks of society
| became an emperor, because circumstances,
opinion, werewith me. — NaroLeon

apoleon had it essy. He had an ambitiousvision of afree and

united Europe unconstrained by monarchy —and that vison
jelled perfectly with the desires of the French people. In the chaos
following the French Revolution, with rebels and royaigstill bat-
tling, the people were more than ready to accept someone who
could give them a sense of order and hope and yet still meet their
needs for equality. And this was precisdly what Napoleon offered.
After dl, it was Napoleonwho said, "A leader isadealer in hope."

Tofully appreciate thisphrase, it isimportant to understand that
the word hopedoes not signify unsupported optimism or dreaming
of the impossible. Hopeimplies a sense of expectation. And to give
people a sense of expectation, you must give them a clear vision of'
what will come—a picture they can grasp.

A vision without a purpose—a need to fill—is not compelling to
anyoneexcept itscreator. Any vision of adesired end statetherefore
must have a purpose—a problem or need that it is meant to address.
In Napoleon's case, the need was clear and shared by dl. As project
managers, we are not dways so fortunate and must work harder to

21
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defineand communicate the problem and to craft aclear picture of
the future.

But even with a problem to solve and a clear vison of what the
end state should look like, we still need a draegy—a way to get
from the problem to the desired result. There isasaying: "A vison
without a strategy is a halucination." We need to develop a solu-
tion to the problem —idedly severd alternatesolutions, from which
the best can be chosen.

We have defined three elements of a compelling vision:

1. A problem to solve—a need to fill, giving rise to a purpose

2. A dtrategy to solve the problem

3. A vison of the future—a clear picture of the end state of
the solution

These three stages also need a basis for reliable and consistent
direction. If this problem-strategy/solution-vision combination
sarvesas the ship's compass, then guiding valuesare needed to serve
&s the rudder. Ken Blanchard and Jesse Stoner recognized this in
their book Full Seam Abead! in which they tout the importance of
having "a significant purpose, cear vaues, and a picture of the
future” as the key ingredients of any compelling vison." In
Napoleon's case, the vaues of liberty, equdity, and fraternity —the
battle cry of the French Revolution—served as the rudder that
would guide hisactions, at least for awhile.

For the time being, Napoleon had dl the necessary elements for
auccess: he had a problem to solve, astrategy to addressit, avison of
thefuture, and guiding vauestoliveby. Wecan learn much by exam-
ining each of these in more detail. \We will start where we should
dways begin when establishing a vison—with a problem to be
solved.
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THE PROBLEM TO SOLVE:
POSTREVOLUTIONARY CHAOS
Napoleon sad i N his memoirs: "My t‘hronc was raised by the unani-
mouswishes of the French people.” Indeed it was In order to under-
stand the problem that so rapidly needed to besolved, it isimportant
to understand the environment ar the tine. In the late eighteenth
century, the French people were tired of injustice and inequality
after years of being ruled by a royal and privileged class, so they
rebelled. This led to the overthrow of the Bourbon dynasty, in par-
ticular, LouisXVI. You probably knowthisas the Fr ench Revolution.

Thestormingof the Bastilleptison by the revolutionaries on July
14,1789, marked a symbolic victory againg tyranny, but chaosper-
dgted for several moreyears. Although the revolutionariesformed a
new government, royalists posed a serious threat—backed by the
kings and queens of other countries, who were not about to seean
antimonarchy precedentset in France;. M ore threats came from revo-
lutionaries who favored total anarchy and from those who grew
impatient with the sowness of change.

By 1793, a new government wasformed in France, led by aruth-
less left-wing extremist, Robespierre. Not only did he have anyone
suspected of being a roydist beheaded, but he dso began murder-
ing even the moderate |eft. All over France, people rebelled against
the new government, bringing France into further turmoil.
Eventudly, Robespierré's own peoplesent him to the guillotine, and
the Terror—as this erawas cdled—wes over.

THE ARRIVAL OF NAPOLEON

In 1795, a new congtitution was created and a new government,
cdlled the Directory, was formed. The|govcrnment |leaderswerefaced
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with two difficult tasks. First, they needed to protect Frances new-
found freedom by heading off the persistent roydist plots, many
aided by England. Second, they needed to bring a sense of order to
this chaotic environment—an environment torn apart by civil war
between roydists and revolutionaries. And the people want ed order.
They neededorder. After years of suffering the whims of a privileged
monarchy, and later the ruthlessness of an unbalanced extremist,
consistent ruleswould have been a blessng. Unfortunately, thiswesak
and unpopul ar government was not up to the task. Enter Napoleon
Bonaparte.

Napoleon earned a good reputation in the French army, deftly
defeating France's adversaries one by one, beginning with dislodg-
ing the English from Toulon, an important Mediterranean port.
Napoleon adso won respect in that battle. When his superior officer
wanted to postpone an attack because of bad weether, the French
government offered Napol eon the chance to assume command and
issuean immediate attack. He declined, saying that he had full con-
fidencein his senior officer and instead would convince him of the
need to go forward. Napoleon did exactly as he promised, and the
battle was won. The senior officer sang Napoleon's praises, writing
to the Ministry of War of Napoleon's intelligence, bravery, and
character. Napoleon eventually worked hisway up the military and
political ladders through a combination of rousing victories, word
of mouth, and clever propaganda.

In 1799, a few members of the government secretly identified
Napoleon as the only man capable of saving France. The soleway to
do this, they said, was through acoup. Napoleon agreed to their plan,
after assuring that the most influential military figures approved.
The coup was successful, and a new government was formed. This
government would be aconsulateof three members, with Napoleon
as Firgt Consul. A few years later, the 3.5 million people of France
who voted would unanimously elect him to this position for life.
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His mission?To bring order to France; to protect the vauesof the
French Revolution—Iliberty, equality, and fraternity; and to craft a
new and brighter future for France, where privilege by heredity
would have no rank. Thiswas the problem to solve—Napoleon's rea
son for being. Francewasin desperateneed of change, and Napoleon
weas the one to help bringit about.

[DENTIFYING THE PROBLEM:
TOOLS FOR SUCCESS

This has been an interesting story, and it clearly illustrates the
pressing need at the time. But what of us, a project managers?
How can we learn from this? First, Napoleon rose to power by
addressing a problem—in his case, the postrevol utionary chaos of
France. It is the same in business. A project, whether undertaken
to provide a product, service, or result, existsto solve a problem—
beit agap in the market, a needed improvement, or a risk or afear
that needsto be addressed.

The chalengefor the project manager is to determinethe specifics
of the problem to be solved, with the ultimate god of communicat-
ing the need the project is meant to address. This is often done as
part of the businesscasefor the project, and in theory is done before
the project manager is even assigned. In redity, however, the bus-
ness cae is often weak, if one existsat al, and it is critical for the
project manager to assist the customer with completing the business
case. Not only does this help assure that the project is aligned with
atrue need, but it helps motivatethe team and get stakeholderson
board as wdll.

For Napoleon, the problem wes clear. But because we are not
aways so fortunate, we need a few tools to help us get to the bot-
tom of the red problem. One tool for extrapolatingthe red prob-
lem is the application of the Five Why's popularized by Peter
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Senge, author of The Fifth Disapline This involvesasking, *Why?"
five times until you get to the root of the problem.?

Another tool is the business case, often part of a request/gover-
nance System or portfolio management system. Idedly, the need
should be tied to some fundamental businessdriver. Thisiswhereit
helps to have some business acumen. A small but powerful book,
What the CEO Wants You to Know, by Ram Charan, is an excellent
tool for building business acumen. Charan’s book explains business
in its most fundamental terms, using a fruit vendor as an example,
and should be mandatory reading for anyone in business, including
project managers.” A mission statement is another tool that is good
to have, once the problemisidentified and the need documented. A
mission statement is not meant to be an inspiring paragraph of fluffy
words that everybody ignores—as spoofed in numerous Dilbert car-
toons—but rather astatement of purpose. An effectivemission state-
ment should address the question: Why do we exig?—at least from
the perspective of the project. This differs from avision statement,
which depicts what the end state is supposed to look like and
addresses the question: Where are we going?The vision statement
should be developed after the mission statement, sinceit is hard to
know whereyou are going until you know why you are going there.

Therewas no doubt about the problem facing Napoleon and his
staff. As project managers, we need to get to that same point. Once
weve identified and communicated the problem, the next step isto
develop a solution. In Napoleon's case, this meant getting orga-
nized. This next step will often be the samefor us as wdll.

DEVELOPING A STRATEGY':
GETTING ORGANIZED

Before avision can be crafted, there must be a problem to address,
ultimately elaborated into specific requirements. In addition, there
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must be asolution to the problem—and this becomesthefoundation
of any vison. Ngpoleon's solution wes to first organizewith his core
teem—the consulale—which, in addition to Napoleon, included
Emmanuel Sieygs and Roger Ducos. They knew that quick and fre-
quent communication was critical, and they addressed the people of
France with this smpleinitia statement, which dso served to com-
municate the guiding principles of their regime:

People of France: Sivear with s to betrue to the Republic one and indi-
visible, founded on equality liberty, and the representative system.

Note that the consulate specifically mentions "the representative
system.” The origina battle cry of the French Revolution was
"Liberty, Equality, Fraternity!" Thisisakey point in that without a
strong representativesystem, aconstitution giving rights of equality
and liberty would forever bein jeopardy.

The problem was clearly identified and the guiding principles
were communicated. The next order of business was to creste a
capableorganization. The consulate assigned a Ministry of Finance,
aMinistry of War, aMinistry of the Interior, and a Senate and leg-
idative body.

Momentum was key, and afinancial system wes the first order of
business. Napoleon declared, "Every day must be marked by one
step forward in the creation of a generd system of finance." For
motivation, Napoleon ordered that a plan be devised to placedl .cap-
tured enemy flags under the dome of the Invaides (now Napoleon's
resting place) and that the chronol ogy of each victory be engraved on
marble tablets. He dso had the Ministry of War draw up a plan of
operationsfor the new army. Things were quickly gettingin order.

In the coming months, Napoleon's administration would create
the Bank of France and a new constitution. They introduced the
congtitution with a brief but powerful statement. It managed to
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address the peoplés fears, emphasize strong guiding principles,
paint a pictureof stability, and declare an important symbolic mile-
gone—the end of the French Revolution and the beginning of the
new future—al in six short sentences:

o the peopleof France: A congtitutionis submittedto you. It will bring
to an end the uncertaintiesthat attended the provisionalgovernmentin
all its dealings, exterior, military, and interior. The Condtitution is
based on the true principles of representativegovernment, on the sacred
righes ofproperty. of equality. of liberty.

The powersit providesfor are srong andstable, asthey should beto
guarantee the rightsof citizensand the interedsof the Sate.

Citizens, the Revolution is now anchored to the principles which
gaveit birth. The Revolution is finished.

Napoleon and his consulate continued to implement further
improvements, including the creation of the Legion of Honor and
the establishment of educational reforms, such as uniforms for
teachers and students, and dassss in the letters, arts, and sciences.
In 1804, the Code Napoleon was established, which introduced a
civil codethat is still in use today in France and provided the inspi-
ration for many civil codes worldwide. This code introduced prin-
ciples such as separation of church and state, freedom of religion,
no recognition of privileges of birth, rules of inheritance, divorce
laws, and, most important, equality of al in the eyes of thelaw. In
essence, Napoleon organizedthings.

CHoOSE A CORE TEAM
AND COMMUNICATE EARLY

Project managers can learn many lessonsfrom Napoleon's steps for
getting organized. First, Napoleon waant aone. He had acoreteam
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to work with—the consulate. As the First Consul and leader, how-
ever, he set the pace and was able to make final decisions. It iswise
for project managers to assemble a small core team, especialy for
large projects, as we discussedin Chapter 1.

Next, Napoleon met with his core team to draft a quick commu-
nication. At this point, the ultimatevision didn't need to be part of
the communication, merely a brief statement of purpose—a cdl to
action. Early and frequent communication is critical when manag-
ing projects. In fact, according to the Project Management I nstitute,
90 percent of a project manager's job is communication, and right-
fully s~ .As Napoleon knew, people need to fed asense of order, and
this need is met by frequent communication.

ESTABLISH AN ORGANIZATION

Once the core team is assembled and stakeholders have been
addressed, the next stepisto establish an organization capable of not
only carrying out the work, but often contributing to defining the
work aswdl. Napoleon needed an organi zationappropriatefor man-
aging a country. In our cases, the organization may need to be tai-
lored for each instance, because the need will differ by project. For
example, a project for developing a software product might require
an architectural lead, a testing lead, a quality/configuration lead, a
security lead, and leadersfor other major areas. A project for design-
ing a new building might consist of a planning lead, an engineering
lead, aconstruction lead, an administrativelead, and so forth. Often,
theseleads are added to the core team.

DEVELOP SOLUTIONS

The next step is to begin devel oping solutionswith the assistance of
the core team. We can assumethat Napoleon and hisstaff spent hours
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going over the current situation and various plans and aternatives
before decidingon the appropriate courseof action. Their solutions
initially were to develop the constitution and a system of finance,
and then to rebuild their military. Later, other needswere addressed.
It isat this point that we, too, work with constituentsto review alter-
natives and propose one or more solutions. The ultimate vision
haan't necessarily been established yet, but this processshould get the
team going in that direction.

This brings us to another issue to consider at this sage: momen-
tum. Remember, Napoleon stated that each day had to be marked
by one step forward in the development of afinancid system. He
knew people sometimes tend to get lax just as things are getting
organized. The project manager must be the catayst for keeping
thingsmoving. Thisis dso atimeto use any sources of motivation,
just as Napoleon had requested captured flags to be hung in the
Invalides and victories to be engraved on marble tablets. This early
in the game it is not dways practical or feasible, but it is something
to think about.

Thisisdso agood time to develop any administrativetools neces-
sary for carrying out the project, just as Napoleon asked the Ministry
of War to develop a plan of operations and asked other leaders to
developappropriate plans, forms, and operating procedures. With the
need defined, the team assembled, a solution chosen, and tools and
procedures in place, the foundation is set. It is now time to begin
craftingand communicating a dear vison of the end Sate.

A VISION OF THE FUTURE:
NAPOLEON'S VISION

We began this chapter talking about Napoleon's vison of afreeand
united Europe. But this vison didnt come out of nowhere. It
evolved. An overal vision of a better and glorious France certainly
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would have been tempting, but much too broad to start with.
Napoleon needed to focus on only a few important things, begin-
ning with improving France's economy. Thus, he began to build his
vision for amore prosperous France. He concentrated on the thirty-
sx thousand communes of France, with each commune represent-
ing one thousand people. This gave him thirty-six thousand points
of measurement.

Napoleon cdledfor hisMinistry of the Interior to draft aspread-
sheet showing the status of these communes, listingthem under the
following categories: thosewith assets, those whose accounts merely
baanced, and those in debt. He also asked that the spreadsheet
include the situation within each commune, depicting the number
of incidents and gravity for each mgjor issue—wha we refer to
today in risk management as " probability and impact.” This would
alow him to focus on only the critical issues and establish a good
set of requirements.

Napoleon caled for the remova of mayorswho were not in line
with the reforms, knowing that alignment of al management was
critical to success. He established an annual system of rewards for
thosewho reached midterm milestones. He then was able to declare
his short- and long-term visions. The short-term vision was to have
dl communes out of debt within five years. The long-term vision
was to make all communes prosperous within ten years, bringing
those communeswhaose accounts merely balanced to the category of
"communes with assets" Here was the vison--clear, measurable,
and redlidtic.

The economy began to improve, and with systems in place to
sustain those improvements, Napoleon began to focus on a broader
vison. Specificaly, he wanted to create a federation of nations and
put an end to monarchy once and for al. He recalled that vision,
which could, for dl intents and purposes, be caled a™ United States
of Europe':
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One of my faverite idem was the fusion, the federation of the nations,
which had been separated by revolution and politics. There are in
Europe more than 30 million French, 15 million Spaniard, as many
Italians, and 30 million Germans. | wanted to unitethemall into one
drong, national body. The accomplisher of this work would be awarded
by Poderity with its most beautifil wreath, and | felt mysdlf srong
enough and called on to undertake this work. When this was done,
people could devote themsdves to the realization of the édeal, at present
only a dream, of a higher civilization. Then there would be no more
vicisstudesto fear, for there would be only one st of laws, one kind of
opinion, one view, one interest, the interest of mankind. Then perhaps
one could realizefor Europe the thought of an amphictyony, a North
American Congress

Unfortunately, somewhere along the way, through a combination
of circumstances,dealsgonewrong, and the lure of power, Napoleon
lost hisway. But the point is he had avision, and so must we

Our vison needsto begin redigticdly. We don't want to createa
pie-in-the-sky illusion. Remember, Napoleon built his vison over
time. He started with specific gods and objectives, detailing not
only how to get the communesout of debt, but what the wholesit-
uation should look like in five years. He then went on to establish
his ten-year vison—having all communes profitable. As things
began to fall into place, only then could he focus on the broader
vision of aunited Europe, and even that was only after fate, circum-
stance, or whatever it was, led to the assimilation of other countries
into Napoleon's empire.

To create a vison of our own that can evolve and flourish over
time, we should account for and consider some other factors. First,
as project managers, we must understand our rolesand limitations
with regard to thevision, and, at the very least, we must communi-
cate the vison and ensure that it is redlistic and measurable. Next,
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we need to assure that every team member and participant is truly
working cohesively and in support of the vision. And to facilitate
that, we must understand how to inspire team members with our
own passion for the project. We must keep our eyes on the strategic
gods, and not just focus on short-term needs, to help sustain the
longevity of the vision and thus the results of the project. Findly,
we must establish a routine for monitoring the overal status of the
project against the vision and for being sure the vision still makes
sense. Let's explore each of these areasin more detail.

THE NATURE OF PROJECT MANAGEMENT
AND VISION

How can we as project managers—and our leadership teams, if
applicable-create a compelling vison if the projects are usualy
assigned by way of acharter?

The answer is that we won't aways have the opportunity to cre-
atethevision, but we can—and must — understandand articul ateit.
If we don't understand the problem that is being addressed, the
rationale for doing the project, and what the end result is supposed
to look like—by way of customer-driven requirements—then we
won't be able to relay it to our team. And we will be fighting an
uphill battle to get our team and our stakeholderson board.

How can we get this data? There are severd ways. Much of it
should be found in the business case that was used to accept the
project. If thereisnt one, it may beagood timeto institute aformal
request and approval process that requires the requester to state the
problem the project is meant to address, any tangible or intangible
benefits, and any known risks. This is dso useful in determining
which projects to undertake. Many organizations have a formal
portfolio management and governance process to address this. The
problem can dso be confirmed via surveysof the user community,
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management, and the project's sponsor, or via a series of meetings.
Make certain the project's sponsor agrees as to the people who
should be consulted. Thiswill ensure that the project is meetingthe
needs of dl stakeholders.

In some fields, design samples or mock-ups are used to toss
around for comment and feedback. Thisisided, in that the vision
can be fine-tuned based on peoples feedback. To avoid a runaway
project, what we call "scope creep,” an agreement must be madein
advance as to how many times it will go back and forth before
agreeing on the scope of the vision.

Finaly, to guarantee that the parameters of a vison—the sup-
porting goals and objectives—are optimized for success, they
should abide by certain basic rules. Remember Napoleon's god of
improving Francgs economy?Notice that this goal was qualitative
and not quantitative. Goals state what we want to accomplish in
genera terms. Objectives, which support the gods, are more
detailed. Napoleon's key objectives—getting the communes out of
debt within five years and making them all prosperous within ten
years—obsarved the modern-day rules that we refer to as SMART.
That is, they were Specific, Measurable, Aligned (with the gods
and overal vision), Redistic, and Time-bound. Just like
Napoleon's, our objectives, and our overal vision, should follow
these basic guidelines.

TEAM COHESION AND VISION

Napoleon knew the importance of ensuring that the management
team was on board with hisvison. He offered incentivesfor those
who embraced the vison and dismissa for those who didn't. As
project managers, we don't often have that amount of latitude, nor
isit the best method we have today, but it is critical to have your
leadership team buy into the vision, and Napoleon knew that.
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It would be incorrect to assume that Napoleon made dl of his
decisionsin isolation just because he expected his managers to sup-
port hisvison. Quite the contrary. In his memoir, Napoleon: How
He Did It, Baron Fain, Napoleon's secretary, said: "After hisrise to
commander-in-chief, he feared nothing so much as reveding the
opinionsof his bygone youth, and his policy in this respect went so
far asto cultivate and even to seek out men of opposing opinion.™
In other words, he made sure he had buy-in from others, before
expecting his managers to follow his leed—at least until his later
years, when the trappingsof power took hold.

One way we can assure buy-in is to make certain that our vision
is inclusive to begin with—that it considers the needs of al stake-
holders. Books such as Dean Anderson and Linda Ackerman-
Anderson's Bgond Change Management and Peter Senge's The Fifth
Discipline suggest using aWhole System Model that considersthe
vision from the perspectivesof dl stakeholders, with the ided situ-
ation being a cocreated or shared vision? Kaplan and Norton echo
thisin their landmark book, The Balanced Scorecard which suggests
tying vision and strategy to four perspectives. Learning and
Growth, the Busness Process, the Customer, and the Financid
Perspective’ These books should be the foundation for anyone
seeking to craft atruly inclusive vison. Napoleon could have bene-
fited from them, especidly later in his career.

Fundamentally, Napol eon excelled at awareness, so no doubt he
would have admired these sudies—especidly since they provide
an organized, systematic way of keeping others perspectives in
mind. The key point is that just as it is important to be aware of
changing circumstances and external events, it is critical to be
aware of how a project impacts people, systems, and the future.
There are a million ways that an otherwise well-run project could
meet resistance and be seen as afailure, evenif it ends up on time
and on budget. Project management is about much more than just
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managing the triple constraint of time, cost, and scope. Ultimately,
it is about people.

PASSION AND VISION

Speaking of people, thereis nothing that makes avision more com-
pelling and a team more cohesive than passion. If avisionis based
on some passionateneed or drive, or is meant to ease a deep-seated
fear, it is automatically compelling. Napoleon knew dl too wel
what the French people were fedling after the Revolution. He had
been therein Corsica, so hewas able to play to the peoples fedings.

| was born when my country wes dying. Thirty thousand Frenchmen
disgorged upon our shares and drowning the throne of Liberty in a s
of blood—auch wes the hazefil pactade that offended my infant efes
My cradle wes surrounded from the very day of my birth, by the cries
of the dying, the greans of oppression, and the tears of despair®

At age twenty, Napoleonwrote the aboveletter to Genera Peoli, a
former family friend and freedom fighter on Corsica, Ngpoleon's
birthplace. At thetimeof theletter, Napoleon wasayoung soldier just
returning from holiday, and Paoli wasin exile. Theletter continued:

Our compatriots, weighed down by the triple chain of soldier, Zzwyer,
and tax collector, live despised--despised by thase who wield the power

of government.’

Napoleon wrote the | etter seeking feedback about acampaign of
protest he intended to begin. It is no surprise that Napoleon, who
practicaly grew up fighting oppression, was passionate about the
mission of fighting monarchy, or that he was able to inspire others
to thismission. We can apply thisto business. When undertakinga
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project, is there some passionate need or fear that the project
addresses?Can one be identified—and not fabricated?If so, it can
be a powerful tool for making avision compelling. If you can show
peoplean examplethat clearly illustrates the need, all the better. As
John P. Kotter and Dan S. Cohen said in the book The Heart of
Change Real Life Soriesof How People Change Their Organizations,
"People change less because they are given andysis and facts about
why change is needed and more because we show them atruth that
influences their feelings.”*

What they are sayingis that emotions motivate people more than
datistics. One way to help trigger emotions is through stories.
People tend to remember stories. They are moved by stories, which
iswhy Jesus spoke in parables. Consider aso what Harry Beckwith
hasto say in his book What Clients Love:

Stories . . . reach places that no description can: peopl€s hearts.
Congider, for example, the many attempts to define "love" One
author devised one popular definition, calling love " unconditional
postiveregard.""

What kind of storiescan we tell ?Perhaps stories of past eventsor
other companiesor projects, either those we should emulate or those
we should avoid. The bottom line is if we can find a story or an
example that clearly shows the need for our project and inspires
some sort of emotion, well bewdl on our way to getting peopleon
board —with dedication and passion.

CosST REDUCTION AND VISION

When Napoleon becamethe First Consul, it wasatime of economic
uncertainty in France, much like most of our world today. Knowing
this, he created avision that at the end of five years, all communes
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would either have their accountsin balance or have assets. Napoleon
had aspreadsheet devised to anadlyzethe situation and used it to craft
aplan to get thingsin order. He even had aten-year god of dl com-
munes becoming profitable, ultimately leading to a prosperous and
economically independent France.

Certainly these improvements would involve cost reductions.
But they were tied to a need and sold as such, and were in harmony
with other, more uplifting gods, rewards, and milestones. These
uplifting gods included the civil codes and reforms that supported
Napoleon's guiding principlesof equdlity, liberty, and the represen-
tative system. Napoleon never lost sight of Frances future. Today's
companies would be wise to follow the same path.

In our own times of economic uncertainty, it is not surprising
that cost cutting has become epidemic across the globe. Unfortu-
nately, thisis making its way into vision statements everywhere. A
target cost reduction could indeed be part of a vison statement,
but unless framed correctly, it's not very motivating. It is a chal-
lenge to project managersto make avision that is centered on cost
reduction sound compelling, just as it is a challenge for organiza-
tions to consider long-term strategies during economic uncer-
tainty. Consider the following excerpt from an article by Jonathan
Tate of PricewaterhouseCoopers, titled "Strange Days. Are
Businesses Equipped to Catch Opportunity in an Unpredictable
World?":

Maogt codt cutting gopearsto be driven by the nesd to placate share-
holders and andyds rather than by a red nead to contain codts.
Companies are failing to differentiate between good costs and bed
cods, and shareholder gopeasament is winning out over long-term
drategic management. Manegers worldwide are resorting to "dash
and burn cogt-cutting” ingtead of gpproaching cogt control Srategi-
cdly and for thelong term . . . Vay few of these reductionsare actu-
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dly helping because many of the actions taken are done s without
adear vidon or understanding of what adds vaue to the busness
and what does not . . . "Thisambiguity and lack of direction hesa
svardy negative impact on daf loydty and the best people will
often be tempted avay to more forward-thinking competitors”
according to Kevin Delaney, a PwC Partner in Human Resources

Consulting."

The solution would seem to be to consider target cost reductions
only as needed, and in the context of the long-termvision, much as
Napoleon did. It is better to focus on improvement initiatives or a
strategic need, with cost reduction as a by-product. The trick is to
frameit appropriately. For example, Napoleon's true goa was not to
cut costs; it was to get France out of debt and for Franceto become
ultimately prosperous. Cutting costs was merely a stepping-stone
toward a more positiveand uplifting god —and one geared toward
the future. Since many of today's organizationstend to focus only
on the short-term needs, it becomes even more critical for the proj-
ect manager to identify and articulate whatever vision thereis, and
to frame it in the context of a brighter future.

CHECKING YOUR VISION

Napoleon's vision evolved over time. As circumstanceschanged, old
visions were no longer appropriate and new ones began to take
hold. Once the communes were out of debt and the empire grew,
he was able to focus on loftier visons that would have been
unthinkable earlier.

The same holds true in project management. Ensuring that the
vison is SMART (Specific, Measurable, Aligned, Redlistic, and
Time-bound) can help to avoid miscues. But even then, circum-
stances can change, and what seemed reasonable at one time may
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no longer be vaid. Of course, to know this, we must keep tabs on
how things are going. We can assume, based on Napoleon's docu-
mented passion for staying on top of changing events and altering
plans accordingly, that he regularly checked that hisvision and dl
related plans were till sound. In some cases, he had key perform-
ance indicators that let him know if things were on target. For
example, since he was striving to improve Francgs economy, he
used the price of wheat across the country as an economicindica-
tor. Every two weeks he would check for trends and comparisons,
aong with the average price for all of France and the two counties
representing the highest and lowest prices. In thisway, he could see
if his debt-reduction plans were working, and if his five-year vision
was still appropriate.

For today's project managers, a simple and effective way to
monitor our high-level vision is to have a periodic vision check,
perhapsat certain milestonesthroughout the project. During such
a checkpoint, which is ideally done with the project team and/or
key stakeholders, it is good to ask questions such as Are we on
track? Is the vision still appropriate? Is there a more redlistic or
better vision that can be defined? If changes are needed and the
vision itself is not under the control of the project manager, as is
often the case, then perhaps it is a good time to suggest scope
changes to the project sponsors. Of course, at the more detailed
project plan level, we have specific performance indicators we can
use to monitor how we are doing against schedule and budget
(using the Earned Vdue method), but from a macro level we are
just concerned about making sure the overall vision remains
sound.

To ensurethat avision remains redlistic throughout the length of
a project, spot checks are often needed to assure that it still makes
sense. Often, circumstanceschange or new information is obtained
that will lead to a better, more appropriate vision.
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EXECUTIVE SUMMARY

We have explored the need to define the problem, devisea strategy,
and craft aclear and inclusivevision that considerslong-term objec-
tives. We have dso benefited from seeing Napoleon and his con-
sulate do likewise, following the postrevolutionary chaosin France.
The next step would be a heavy and ongoing campaign of commu-
nication. Napoleon knew that the consulate needed to addresstheir
stakeholders—including their people, their dlies, and, most of dl,
their enemies.

This combination of organization, planning, and communication
paid off in dividends. By 1810, the French Empire had amost com-
plete domination over the European continent. Only England and
the Spanish guerrillas resisted. Next, well explore how careful and
exhaugtive diplomacy and networking led to such unprecedented
success, and how we as project managers can do the same.

MARCHING ORDERS

DEFINE THE PROBLEM
Always start by defining the problem or need being addressed.

e Usethe FiveWhy's. ask "Why?" five times until you get to
the root of the problem.

* Consider aformal business case as part of arequest/
governance process. This helps confirm the problem's
criticaity and validity.

* Writea mission statement that declares the problem being
addressed —the project's reason for being.

DEVELOP A STRATEGY
Organizefor success.
¢ Build a coreteam and subteam |eads as needed.
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Address stakeholdersearly and often.

¢ Define and communicate guiding principles.
Establish processes, systems, and tools.

¢ Maintain momentum; look for sources of motivation.

Strategizeon a solution.
¢ Determine the requirements.
* Anayze the situation, focusing on the critical issues. This
may requirea preliminary risk anayss.
* Define alternate strategiesand select the best one.

CREATE A VISION
Craft aclear and inclusivevision.

e |f you are not in a position to create the vision, be sure that
you understand and can articulate the vision.

¢ Remember SMART —Specific, Measurable, Aligned,
Redlistic, Time-bound.

* Build ashared or cocreated vision if possible. At the very
least, consider the perspectives of al stakeholders.

* Find the passionate need or fear that the project addresses.
Sl the vison with examples and stories that clearly show the
need.

e |f cost reduction must be part of thevision, besureit is
framed in context with along-term strategy and combined
with positive rewards and other uplifting goas and mile-
stones.

Check your vison with periodicvision checks.
* A if the visionison track and still appropriate.
¢ Adjust the vision as needed.
e |f you are not in control of the vision, consider submitting a
scope change request as needed.




CHAPTER 3
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Diplomacy and Networking

In military operations| consult nobody; in diplomatic
operations| consult everybody.—N aroreon

en people hear the name Napoleon, diplomacy is usualy

the last thing that comes to mind. Ye it is diplomacy and

networking, even more so than expertise on the battlefield, that

enabled Napoleon to rise to the position of First Consul for Life
and eventually to the position of emperor.

Once he became Firgt Consul, Ngpoleon's focus was on peace.
Thiswas evident in his meetingswith his Council of State, hisend-
lessletters of diplomacy, and the ultimate treaties with the Church
and even his archrival, England. And peace he did achieve for a
time, no small feat consideringthat his empire changed the way of
lifefor virtualy al of Europe.

As project managers and leaders, we dso can benefit from net-
working and building relationships. Projects can run more
smoothly —from the proj ect selection and approva processto imple-
mentation and ultimately postproject evaluations—if Stakeholders
are on our side. And "stakeholders' means customers, functional
managers, team members, senior managers, technicians, vendors,
contractors, end usrs—anyone who can impact the success or per-
ceived success of our project. How can we best do this?We have

43
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much to learn from Napoleon's methods of diplomacy, 0 let's see
how he went about winning friendsand influencing enemies.

Firgt, well examine Napoleon's early days as a generd, when he
built crucia diplomaticskills during the Italian and Egyptian cam-
paigns. Then well return to Napoleon as First Consul, where well
explore how he turned enemies, particularly the Roman Catholic
Church and his archrival England, into dlies. Findly, well take an
up-close look at how Napoleon conducted his Council of State
meetings, whichwill give usvauablelessonsin exercisng diplomacy
when running meetingswith our project teams and stakeholders.

PREPARING FORDIPLOMATIC SUCCESS

By the time Napoleon was First Consul, he was no stranger to diplo-
mecy. He had built these skills over time as he devated through the
ranks—partly through his well-known successes on the battlefield,
but greatly because of knowing the right peopleat the right timeand
making politically astute choices. Le's examine this more closaly by
looking back at Napoleon's days as a generd. First well examinethe
Italian campaign, which resulted in a treaty with Austria and the
establishment of two sister republicsin Itdy. Then well take alook
at the Egyptian campaign, which doubled as a scientific expedition.
Each brings us valuablelessons.

THE ITALIAN CAMPAIGN

Toward the end of the French Revolution, Napoleon had sensed the
government's new constitution gaining momentum. He embraced
the movement and had an opportunity to contribute his consider-
able artillery <Kkills, thus gaining recognition by the new leader-
ship—-not to mention the reputation he had built from his bravery
and integrity in battles such as Toulon. Meanwhile, Frances ene-
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mies, Austriaand Piedmont, who were committed to restoring the
royalist regime, were just north of Italy preparing to invade France.

Opportunity knocks. Sensingagol den opportunity, Napoleonasked
his leadership for permission to command the army against Austria
and Piedmont in northern Italy. At this time he reported to Paul
Barras, who was happy with the job Napoleon was doing command-
ing the Army of the Interior and was reluctant to part with Napoleon.
Barras ds0 knew, however, that Napoleon was planning to propose
marriageto Josephine, amutual friend and Barass former mistress.
Barrassuspected he had much to gain from such awedding, not only
in removing his own entanglementswith Josephine, but from thefact
that hewould have another dly in the noble dass—Josgphine was of
noble birth, as was Barras. Napoleon, being in the right placeat the
right time and knowing the right people, was given command of the
French army in Italy as a wedding present. Thus began the Italian
campaign, and thefirst red test of Napoleon's diplomatic skills.

Building a reputation. Napoleon won the battles (turning an
army of misfitsinto a motivated fighting force), but the red lessons
here concern Napoleon's diplomatic negotiations. First, despite the
fact that some unscrupul ousgovernment leaders wanted Napoleon
to secure dl sorts of monetary gains in a treaty with Piedmont,
Napoleon negotiated a moderatetreaty. Napoleon kept hisintegrity
and principles intact and followed up with this statement to the
Piedmontese:

People of Italy! The French army has come to break your chains. . . We
shall respect your property, your réligion, and your customs. We wage
war with generous hearts, and turn oursdves only againg the tyrants
who sk to endave us.

Next, under orders to oust the pope once the papa states were
under control, Napoleon instead decided to secure the popes
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friendship and offered another moderate treaty. Even the Bourbon
spies were surprised by his moderation.

Napoleonwasn' trying to destroy or conquer apeaceful country.
He was trying to protect France and its new philosophies from a
very red and impending threat and liberate the Italian peoplein the
process. Keeping this goa in mind, he knew that he could catch
more flies with honey. Napoleon was in essence turning enemies
into allies. Many others have tried such a thing before and sinceand
have failed.

What made the difference was that Napoleon followed up by
keeping his promises. Once he defeated the Austrians, he com-
pletely rebuilt Itay, lobbyingfor funding, planting trees, abolishing
feudal dues, establishing freedom of the press, working with the
people to adopt a new flag—inspired by the French Tricolor and
dill the flag of Italy today--cuttingdown on crime, and declaring
two Italian republics representing the north and the south. Staying
true to his principles, he also abolished any persecution of people
based on their dass, whether it was the despised noble dass or
people of certain cultures, such asJews, who beforethat had to wear
the Star of David and remain in a locked ghetto at night; or
Muslims, who were treated as second-class citizens. These reforms
proved so successful that other regionsof Italy petitioned to join the
republics. It is through such diplomacy that Napoleon turned ene-
miesinto friends.

Managing up. Napoleon's diplomacy also extended to his supe-
riors, as he knew he needed to "manage u p as well as "manage
down." Severd timesduring the Italian campaign, he had to make
astrong caseto hisdirectors. At one point, they wanted to split the
war effort, giving command of the battlesin the north to another
general while Napoleon led the campaignsin the south. Napoleon,
having been burned before, lobbied to keep sole command. He
remembered an incident during hisfirst major battle, in which the
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mission was foiled because a senior officer he shared command
with refused to providecover in bad weather. He had learned then
that unity of command was critical, and this time he was able to
make his case, astutely stating, " One bad generd is better than two
good ones."

After the battles were won, Napoleon lobbied again, this time to
get funds and support to help win the peace and rebuild Itay. He
had seen too many failuresin that areain Corsica, hishomeland, and
knewthat civil war could ensue otherwise. Fortunately, he was given
what he wanted, but only after a government spy reported that
Napoleon was indeed not paliticaly tied to any party nor his own
ambitions, other than retaining the reputation he had won. The spy
said in his report, ""He has only one guide—the Constitution."

On October 17, 1797, Napoleon signed the Treaty of Campo
Formio with Austria, resulting in Audrids recognition of the two
Italian republics. Napoleon returned to France to critical acclam
unprecedented for agenera and made thisstatement to hisdirectors:

Religion, the feudal sysem, and monarchy have in turn governed
Europe for twenty centuries, &ut from the peace you have just concluded
dates the era of representativegovernments.

Napoleon was by then not only agenerd —he was a diplomat.

LESSONS FROM THE ITALIAN CAMPAIGN

There are severd vauable lessons to be gleaned from the Italian
campaign. Fird, lef's remember how Napoleon came to lead this
campaign. He began by embracingthe movement for the new consti-
tution. Hegained visibility by beingcompetent in the battlefield and
demonstrated that he was to be counted on when it came to the new
philosophy of France. We, too, can increase vishility for oursdves
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and for our teams by embracing change and ensuring our projects
are adligned with an important strategic goa. This takes awareness of
key movementsin our organizations.

Also, Napoleon sought the opportunity to lead the Italian cam-
paign and was given approval based only on his directors' perceived
gains from Napoleon's relationshipwith Josephine. We, too, should
seek visible opportunities and not be afraid to take on something
that stretchesour abilities. After al, well have the support of stake-
holders and subject-matter experts. And while we cant dways
marry somebody to gain favor at work, we can increase our influ-
ence by networking as much & possible, either informally or
through various organizational groups.

Napoleon's actions during and after the campaign aso bring some
good lessons. Napoleon made a strong case for retaining sole com-
mand. As Napoleon knew, unity of command is critical in joint

operations. Many diplomatic issues

can be avoided by first determining
.2 who has ultimate authority over mul-
A good rule of tiple related initiatives. In the project
thumbisto try to management field, this can be trans-
focuson the positive, lated to mean there ultimately can be
speak from experi- only one project manager for each
ence, and dways project, and where there are severd
come prepared with a related projects, the overall command
solution. Napoleon is best grouped as part of one pro-
did all three. gan—a group of related projects
with a central administration point.

Furthermore, Napoleon was able
to gain credibility not only with his superiors, but aso with the
local country's leadership and population, by sticking with good
principles and not being afraid to speak up when he felt the wrong
decisionswere being made. We, too, need to speak up when neces-
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sary and make a case based on logic and not emotions. The confi-
dencethiscan inspireand the integrity it shows can pay off in divi-
dends. Be cautious, however, that you have the complete picture.
Often, an inexperienced project manager will make astrong caseto
senior management, not knowing or considering al perspectives,
only tofind that therewere other circumstancesgoverning manage-
ment's decisions. A good ruleof thumb isto try to focuson the posi-
tive, speak from experience, and dways come prepared with a
solution. Napoleon did all three.

THE EGYPTIAN ADVENTURE

Following the Itaian campaign and upon his return to France,
Napoleon was put in charge of commanding the army against
England, the only country till at war with France. After surveying
the situation and seeing the futility of trying to invade England,
which had total command of the seas, Napoleon proposed striking
at England another way. He proposed invading and occupying
Egypt. This served severa purposes. it would put France within
striking distance of the English in India; it would free Egypt from
the control of the foreign elite class, the Mame ukes, who favored
England; and, findly, it would enable France to learn about
Egyptian history and in return teach the Egyptians modern medi-
cine and technology.

As an added benefit, since the Mamelukesweren't exactly popu-
lar in Egypt, thiswas diplomatically alow risk, aslong as relations
could be maintained with nearby Turkey. Unfortunately, Napoleon's
treacherous foreign minister, Tallyrand, never fulfilled his assigned
diplomatic duties in Turkey, which caused some problems. But
that's another story.

Although there were some miilitary setbacks—Napoleon’s fleet
was destroyed by England, leaving his troops and him stranded in
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Egypt fighting the invading Turks—diplomatically this was
Napoleon's finest hour.

On the long journey to Egypt, Napoleon studied whatever he
could about the people, theterrain, and pagt battles. Most notably, he
studied the Koran. Once the Egyptians redized that Napoleon had
taken the timeto learn their cusomsand their ways and as they saw
the improvementshe was able to bring, they accepted him as one of
their own. Napoleon dso made sure his troops followed sound prin-
ciples. Upon arriving in Egypt, he made the following speech:

The peogle among whom we are going are Mahometans; the chiefarticle
of thelr arexd is God is God, and Mahomet is his prophet. Do not con
tradict them; deal with them as we have dealt with the Jens, with the
Italians, shOw respect for their muftis and their imams, asyou have for
rabbisand hishops. The legions of Rome protectedal | rdigions. You will
meet With customs different from those of Europe you maust learn to

accept them.

Morethan a conquest, the Egyptian campai gn was an educational
expedition, both for the French and the Egyptians. Ngpoleon's team
of researchers, which included the greatest minds in France, discov-
ered the Rosetta stone, which had text in three different scripts—
hieroglyphs, demotic (modern Egyptian), and Greek. This enabled
the first interpretation of hieroglyphics, which until then had never
been solved. An entire universe of Egyptian history was opened.
Modern Egypt evolved from this discovery and from other medical
and scientific advancements Ngpoleon's team brought.

LESSONS FROM THE EGYPTIAN CAMPAIGN

We, as project managers and leaders, can dso benefit from this
expedition. First, remember that Napoleon studied the people and
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culture of Egypt, even studying the entire Koran. Just asin military
battles, where he studied the topography intently before an inva-
sion, here he studied the "topography" of the people and their cul-
ture. When he went to Egypt, he becamean Egyptian, at one point
even wearing the loca attire. We, too, can do this--on many lev-
ds—whether learning the language of business, the culture of vari-
ous organizations or functional groups, the perspectives and
interests of senior management, personal details about our team
members or customers, or the language or culture of our global
stakeholders.

For example, someonein the marketing department may prefer
to see only a high-level summary of issues, while an engineer may
want to see the fine details. Senior management is typicaly inter-
ested in thingsthat affect the bottom line. Peoplefrom certain Latin
American countries may have loose rules regarding time. These are
all things that can be learned from books on business acumen,
global cultures, or other topics related to understanding a specific
group. The more we can learn about the perspectives of the people
we ded with, the more successful we will be in any diplomatic
endeavor. The key is to do the necessary homework.

Let's dso remember that Napoleon had severa reasonsfor tar-
geting Egypt: to strike a blow to England, to liberate Egypt from a
strict foreign ruling class, and to exchange scientific advancements
for an understanding of Egyptian history and knowledge. Our
projects, too, often have more advantages than are readily appar-
ent. In the search to bring projectsin on time and on budget and
to meet financial objectives, let's not forget the intangible benefits
that our projects often provide, whether it is customer loyalty, cus-
tomer satisfaction, employee satisfaction, or another benefit that is
hard to measure but can pay back in multiple ways. Where pos-
sible, it isa good idea to try to quantify these intangible benefits
by giving them some estimated value—perhaps identifying the cost
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of not doing the project, or measuringthe cost of errors, lost time,
or the number of employee or customer defections, just to list a
few examples.

There is no doubt that the Italian and Egyptian campaigns
shaped Napoleon's diplomatic career. It is dso plain to see that his
diplomatic skillswere just as important on his road to successas his
renowned military prowess. And now that weve seen these forma-
tive events, let's revist Napoleon's subsequent rise to First Consul.
Then well see how he usaed these newfound skills to address some
other brewingsituations.

CREATING ALLIES

Near the end of 1799, Napoleon's timein Egypt was cut short when
he received news that his government had made a mess of France
through their mismanagement and improprieties. Francewas on the
brink of a civil war, and now England had taken advantage of the
situation, amassing additional dlies, including Russa, Turkey, Naples,
and Austria.

Addingfuel to the fire, the French government had broken rela-
tions with the Church, disillusioned after years of oppression and
corruption by the dergy. Asaresult, most churcheswere closed, and
people began to rebd. Thiswas the situation Napoleon faced when
he was asked to become First Consul after his return from Egypt.
He had a rea mess on his hands with threats from afar and unrest
in France.

From the time Napoleon was nhamed First Consul, he had been
working to rebuild France by addressing financial issues, establish-
ing a Senate and a new constitution, creating the Bank of France,
establishing educational reforms, and creating a civil code with the
help of hisCouncil of State. Surely these thingshel ped to get France
under control. Now he had afew more issues to address.
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PEACE WITH THE CHURCH AND ENGLAND

First, Napoleon knew he needed to resolve Frances internal reli-
gious wars, which were still going on despite the vaiant rebuilding
efforts. He began studying reports and conducting surveys to sese
what the people redly wanted. It was evident that the people
wanted their churches back and that the government had misread
what the people wanted, especialy those in the south.

Napoleon negotiated a treaty with the pope, declaring
Catholicismthe majority religion in France as endorsed by the con-
sulate—carefully worded to protect freedom of reigion—and
reopening the Roman Catholic churches. In exchange, the pope
would recognize Napoleon's authority to appoint new bishops, who
would be chosen on merit and worthiness, thus ending the sup-
posed corruption issue. This treaty was called the Concordat.

After the Concordat, Napoleon had to ded with another prob-
lem. England was still determined to restore a Bourbon king to
power in France. Wanting to secure peace onceand for al, Napoleon
decided to send a Christmas message to England's King GeorgeI1I:

Isthe war zhat for eightyearspast has devastated the four quartersof the
world to be ezernal? Is there no possibility of coming to an agreement?
How can the two most enlightened nations of Europe, both mere pow-
erfied than is needed to secure their safery and independence, sacrifice
their trade, zheir prosperizy, and their domestic happinessto some vague
notion of superiority? How can #hey fzil to see that peace is the first
necessity and the greatest ofglories? Your Majesty must sein this over-
ture nothing but my sinceredesire by prompt action to effeczsvely con-
tribute. . . to a gener~¢onciliation.

King George III and his First Minister, William Pitt, were not
impressed. Bitter over their defeat in the American Revolution and
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concerned about Napoleon's gains, includingsister republicsin Itay,
Holland, and Switzerland, they were not about to appear soft and
negotiate with this upstart from France. They dso had dlegianceto
certain French noblesin exile Most importantly, if Napoleon were
to establish peace in Europe and spread his revolutionary principles,
wherewould that leave England?

They responded to Napoleon with a demand to restore the
Bourbon monarchy and to return to the borders of 1789. Having
received England's response, Napol eon began writing diplomaticlet-
ters to other countries throughout Europe, confirming existing
friendshipsand securing new ones. T he people of England began to
pressuretheir government for peace. It wasnt until Pitt resigned that
his replacement, Addington, finally gave them what they wanted.

In March 1802, England signed the Treaty of Amiens with
Napoleon, agreeing to a mutual return of gained territory by both
ddes to their rightful owners. Triumphantly announcing both the
Concordat with the Church and the Treaty of Amienswith England,
Napoleon was more popular than ever in France. The assemblies
proposed that Napoleon be named "Consul for Life" (in essence,
dictator), and the French people overwhelmingly voted in favor of
this, by amargin of 3.5 million to eight thousand. Napoleon wason
top of theworld, and dl of Europewas at peace. It would remain so
for more than ayear.

In his days as First Consul, Napoleon consulted all levels of
stakeholders—the people, his government, his alies, his staff, and
his enemies. He dways sought popular opinion. He communi-
cated frequently, through letters and face-to-face meetings. He
established relationshipson dl levels, and perhaps of most impor-
tance, with his soldiers. When issues surfaced, he addressed them
head-on, trying to avoid potential conflicts by inviting the other
party to dinner to discussthe issue at hand, and at timeseven cdll-
ing in a mediator—as well see in the next chapter. Napoleon had
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to wear many hats, including soldier, leader, planner, and adminis-
trator, but none were &s critical to his success as that of diplomat
and communicator.

LESSONS FROM NAPOLEON'S PEACE EFFORTS

Weve covered quite a bit here, from Napoleon's efforts to make
peace with the Church and England to his rise to Consul for Life.
Clearly, we can see that without considerable diplomatic accom-
plishments, Napoleon would not have arrived at this place. There
are some specific lessons worth pointing out from these endeavors
that can help us make our projects more successful.

FinD OuT WHAT YOUR CUSTOMERS WANT

Let's note Napoleon'sinitial step when trying to resolveissues with
the Church—he found out what the people wanted. As project
managers, we often have a charter that says what the project is sup-
posed to deliver, and we jump right into developing asolution. All
too often, we don't take the time to find out what is redly wanted
or needed. Moreover, sometimes customers come with a desired
solution, and even they don't quite know what they need or if it is
the best solution to their problem. We must dig deeper to deter-
minewhat they redly lack or what is causing them difficulty. In this
case, Napoleon sensed that the people needed their religion back,
and he confirmed thiswith a survey.

It takes effort to find out what customers want and even more
effort to balance that with the needs of other stakeholders, assum-
ing we even remember to poll the stakeholders for their needs.
Weve dready examined the requirement for a needs-based vision, but
without involving stakeholders up front in determining the needs,
a project is sunk from the start. Before we can develop technical



56 NAPOLEON ON PROJECT MANAGEMENT

specifications, which elaborate on how to do something; or even
functional specifications, which detail what must be done, we must
first get feedback on what the people want—and that means dl
stakeholders. A written process for identifying stakeholders and
their gods, including checklistsof standard questionsto ask, can be
of help in accomplishing that.

PRIORITIZE CUSTOMERS AND THEIR NEEDS

Another thing to consider is that not everyone's voiceshould neces-
sarily be equal. Some people have more at stake or have more influ-
ence. Some in the organization tend to speak louder than
others--or at least are heard louder than others. It isagood idea to
have some sort of system for ranking stakeholders based on influ-
ence and need, and prioritizing stakeholder wishes accordingly.
Likewise, these prioritized needs can be used to identify and prior-
itize the design elements that must go into your project.

A tool called "House of Quality," part of the Quality Function
Deployment tool used in Six Sigma, can help facilitateal of this.
Six Sigmaisaquality methodology created by Motorolaand popu-
larized by GE under CEO Jack Welch. The House of Quality tool
involves listing the customers' requirements by priority and iden-
tifying which design essentials can best meet those needs. It isa
way to ensure that "'the people's voices' are heard and are incorpo-
rated into the product, and is especidly valuable when devel oping
a complex product that needs to meet the demands of a varied
audience.

Lef's use coffee as an example. If your customers have stated the
requirements for their coffee in order of dedrability —hot, strong,
flavorful, and so forth—the next step would be to weigh thisagainst
the importance of various customers. For instance, customers who
rarely drink coffee may not weigh as heavily in the decision. Once
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you have a good, prioritized set of requirements, with the cus
tomers importance leves factored in, the next step would be to
identify design elementsto meet those requirements. For instance,
if strong coffee is a high-priority requirement, you would want to
be sure that you use fine grounds.

BUILD SUPPORT FROM THE GROUND UP

Let's also remember that when Napoleon tried to make peace with
England, the English government initially replied quite negatively.
Knowing that further pursuit would befruitless, Napoleon began to
ensure peace with other regions of Europe. It wasnt until
Addington replaced Pitt in England, and with pressure from other
parts of Europe and the peopleof England themsdves, that England
finally agreed to adeal. There isacrucial lesson here.

Despite our best intentions, thereare going to be some people or
groupsthat will resst our ideas or efforts, often for reasons beyond
our knowledge. The best thing to do, after it becomesapparent that
diplomatic efforts will not succeed, is to invest those diplomatic
efforts elsewhere. Severd things can result from this.

First, you can build enough of a critical mass that either youll
gain sufficient influenceyoursdf, or there will be pressurefrom the
masses for your " opponent™ to be more amenable to your pursuits.
Second, your opponent could end up being replaced by the time
that happens or at least may lose influence, putting things morein
your favor. Even marketing people recognize the vaue in this
approach. Geoffrey Moore, in Crossing the Chasm, points out the
futility of trying to sdll to "laggards’ or skeptics. Instead, hesuggests
going after the true fans, then the champions who may have some-
thing to gain from your idea, then those who are willing to buy in
if they see otherson board, and soforth." Beforelong, you have criti-
cal mass and the skeptics becomeirrelevant.
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COMMUNICATE FREQUENTLY
AND EFFECTIVELY

Napoleon spent countless hours communicating to dl leves of
stakehol ders, addressing conflicts head-on when they arose and con-
sulting his constituentswhen faced with mgjor decisions that could
have diplomatic impact. Communication is key in any project, no
matter how small. A project that meets all other criteriafor success
could be viewed asadismal failureif communication is inadequate.
Think of the adage"If atreefdlsin theforest and nobody's there to
hear it, did it makeasound?'The sameis true when managing proj-
ects, which iswhy the Project Management Institute rightfully con-
siders communication to be 90 percent of a project manager's job.
Perception is everything.

Even with the best communication, occasionaly conflictsoccur.
When they do arise, address them immediately and face-to-face, as
Napoleon did, not via e-mail or written communication. Use the
proven conflict management skills of raising your concern, letting
the other person state his or her position, offering your position,
and working together to solve the problem. Many conflicts can be
resolved by focusing on true, collaborative problem solving—as
opposed to compromising, withdrawing, or forcing—and by avoid-
ing"you" messagesin favor of "I"" messages. Conflictsare acceptable
and sometimes are needed in order to get broad viewpoints.
Unresolved conflicts are not.

As for consulting constituents, as Napoleon did time and time
again, we, too, must consult otherswhen making key decisionsthat
could have political impact. Just as we included stakeholders up
front in determining project gods, we need to includethem in other
key decisonsthat could impact them. If we make them part of the
solution and/or decision, they'll belesslikely to criticizeit later.

And now that weve discussed the need to involve stakeholders
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early and often, let's explore another element of dealing with stake-
holders, one that we face routinely in our work lives—running
effective meetings. Fortunately, Napoleon's Council of State meet-
ingsoffer us many lessonsfor this routine yet frequently mismanaged
affair.

RUNNING EFFECTIVE MEETINGS

During Ngpoleon's time as First Consul, agood part of hisday was
spent dictating and answeringletters, issuing orders, checking mini-
ders reports, reviewing budgets, and performing various other
administrative duties. Another major task Napoleon performed—
initially daily and later severd times a wesk—wes to conduct his
Council of State meetings, with the purposeof reviewingand draft-
ing laws and decrees, starting with what would become a new civil
code. Council memberswere civilians chosen by Napoleon from al
over France and from various ranks, each chosen for an area of spe-
cidty. In thisway, the right peoplewould be gathered to make effec-
tive decisons. Napoleon's government was truly inclusive and thus
represented the will of the people.

One can imaginethat therewere varying opinions when it came
to creating a civil code. During the meetings, Napoleon would let
otherstalk freely about an issue, and then would offer histhoughts.
Although he dways read in advance on the topics at hand, he
wasnt afraid to admit he knew nothing about a certain subject and
would often ask the experts to explain the basic concepts. He
would continue to ask questions until he understood enough to
offer intelligent input. He also encouraged finding the most effi-
cient way to do something and was not interested in reinventing
the whed.

The council voted on decisions, with Napoleon usualy abiding
by the mgjority vote and occasionally spending time to make his
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caxeif he disagreed. Meetings were long, but thiswas by necessity,
as there was much to do.

INCLUDE THE RIGHT PEOPLE

Napoleon's Council of State meetings carry some vauable lessons
for usas project managers. First, when conducting meetingsor even
when assembling a team, it is important that we, too, include the
right people—and this may mean including people from various
departments or different ranks. This inclusiveness will not only
ensure that key areas will be adequately addressed, but it also will
serve to get the proper buy-in early in the project.

We need to consider who actually needs to be at any given meet-
ing, as there may be more efficient ways of communicating with
certain audiences. There are some proven project management tools
today that help facilitatethis. A communication plan can help iden-
tify what types of communication are needed and the most receptive
audiencefor each, the communication method (e-mail, face-to-face,
etc.), and the appropriate frequency of the communication (weekly,
monthly, as needed, etc.).

Another good tool isa RACI (pronounced "raci€") chart, which
identifies roles and responsibilities. For each major deliverable,
a RACI chart outlines who is responsible (the doers), who is
accountabl e (there can be only one owner), who needs to be con-
sulted, and who needs to be informed. Combined, these docu-
ments can help manage dl stakeholder communications, including
who needs to attend which meetings.

PREPARE ... PREPARE . .. PREPARE

In preparingfor meetings, we should learn as much as possibleabout
the topics at hand, create a forma agenda, and distribute it to dl
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invitees. Napoleon immersed himsdf in a topic before conducting
meetings and still learned more from the subject-matter experts at
the meeting.

ASK QUESTIONS AND STATE YOUR CASE

At the meeting, after presenting the topic(s) to be discussed, it isa
good rule to let the experts discuss the issues at hand and then
weigh in once the various sides have been heard. Also, like
Napoleon, don't be afraid to ask questionsor request an explanation
of anything you don't understand. There is nothing wrongwith ask-
ing what may seem to be abasic question. Often othersin the room
are wondering the same thing. That's not to say you shouldn't read
up on the topic in advance of the meeting to become as literate as
possible on the subject. It is often the less-experienced project mana-
gers, lacking confidence, who tend not to ask questions, then leave
the meeting not having offered anything and not fully understand-
ing what was discussed.

There is a difference between asking questions and entering a
debate on atopic that you know little about. Consider thisfatherly
advice Napol eon once bestowed upon a young prince:

Foeak as little as possble you have not swfficien: knowledge, and your
education has bean too much reglected for you to plungeintoimpromptu
debate. Learn how to ligten, and remember that Slence offen producesas
much effect as knowledge. Don't blush to ak questions, however. Though
a viceroy, YOU are but twenty-threeyears old, and whatever flattery may
tell you, peopleare perfectly aware of just how muchyou know, and think
better of you for what you may becomethan fir what #bey knowyou to be

At first, this may seem like conflicting advice, but what Napoleon
was saying is that the less experienceyou havein an areg, the better
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it isto listen and avoid debate—but do not hesitate to ask plenty of
questions. This is sound advicefor any of us.

If the majority of peopleat a meeting, however, reach adecision
that you do not agree with and you fed you understand the issues
reasonably well, it cant hurt to try to make your case. Either you
will raise issues that nobody thought about, or they will convince
you that their decisionisthe correct one. It is generally agood idea,
if at dl possble, to concede to the majority after presenting your
cae It is the manager's right and responsibility to make the ulti-
mate decision, but keep in mind that going against the majority is
not without diplomatic risk. Theseare dl guidelinesthat Napoleon
tried to follow during his Council of State meetings and his com-
municationswith peoplein genera. They certainly are applicableto
us today.

EXECUTIVE SUMMARY

Napoleon rose to the position of First Consul for Life as much from
his diplomatic skills as his successeson the battlefield. Although we
may not become First Consulsfor Life, we can achievegreat success
in the project management field using these vauable lessons in
diplomacy, such as the importance of networking, learning the lan-
guage of our stakeholders, and understanding the people aspect of
our projects. We can also build more credibility by running effec-
tive meetings, which requires that we engage the right peopleat the
right time, listen to dl parties before judging, and ask plenty of
questions.

So far, weve seen how Ngpoleon's effortsdlowed him to subduea
revolution, change the face of Europe, and end up with a peaceful
continent—a peace that would last for more than a year. Weve dso
seen how Napoleon's campaigns to this point were defensive in
nature, just as he professedin his memoirs. We will next explore the
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period known as the Napoleonic Wars, a series of campaigns that
resulted, againgt all odds, in Ngpoleon's territory growing to unprece-
dented proportions. We will see how Napoleon became emperor,
how coalition after coalition formed against him, and how he consis-
tently came out on top.

These great campaigns, widely known as the greatest achieve-
ments of Napoleon's military career, offer us many lessons as appli-
cable to today's businessworld as they have been to military leaders
for years. Well discover how Napoleonstructured his Grande Armée
for speed and flexibility, and how they were able to conquer armies
much greater in number. Well see firsthand the importance of act-
ing quickly, providing focus, and enabling decentralized command
and control. Most of all, well learn how we can use these principles
and techniguesto bring success to our projects.

MARCHING ORDERS

PREPARE FOR DIPLOMATIC SUCCESS
Embrace change.

* |f your organization is movingin a certain direction,
assuming it's of sound principles, embraceit. Immerse
yourselfin it.

* Don't be afraid to take on a major initiative that may seem.
over your head. Make good use of subject-matter experts.

Get to know peopleat dl leves.

* Many jobsarewon or lost based on relationshipswith peers,
subordinates, and management.

* Try networkingwith variousgroups within and outside your
organization. These can be formal groups or informal socia
gatherings.

Many positive relationshipsare built during dasses.
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Speak up.

* Don't be afraid to make a case for something you believe will
make or break the success of your project, especialy when it
adheres to good principles. But first, hear the other side to
assure you have the complete picture.

* Focus on the positive, speak from experience, and always
come prepared with asolution.

Aim for unity of command to avoid unnecessary disputes.

¢ Determine who has overdl command when thereare multiple
operations that are dependent upon one another. Idedly, there
should ultimately be only one project manager.

* Consider grouping related projects under one program,
where each project can haveits own project manager, but
program level oversight consolidates redundant efforts and
ensures alignment.

Learn the language of your stakeholders, including:

* business acumen--or the acumen of whatever field you're in.
¢ organizational, functional, or department-specificcultures.
¢ foreign cultures and languages.

* personal details about team membersand customers.

Consider intangible " people" benefits your project will deliver.

* Find the intangible benefits that can impact dl levels of
stakeholders.

* Try to quantify the benefits by giving them an estimated
value, or perhaps use the cost of not doing the project.

CREATE ALLIES
Find out what is important to people.

* Bring stakeholdersin early to get a broad view of the need.
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* Have awritten processfor interviewing stakeholdersand

confirming the gods of your project.
Listen to your stakeholders.

* Categorize stakeholders based on influence and/or need.

* Prioritize the overdl list of requirements based on stakeholder
importance.

* Prioritizeyour design elements based on the requirements.

¢ Consider using a House of Quality approach to tie design
elements to requirements.

If one person or group is giving you difficulty, build support dsewhere.

e Don't waste timetrying to sdl ideasto a skeptic.

* Read Qassing the Chasm, by Geoffrey Moore, for
information on how to build mass support. When you gain
mass SUpport, your "opponent" either joinsyou or losess
influence and becomesirrel evant.

Relationships take work. Communicate constantly to al levels.

e Communication is 90 percent of a project manager's job.

* Address potentia conflict situations promptly, directly, and
diplomatically; use"|" messages; state the problem; let the
other person talk first; and work together to solve the problem.

* Always consult others when making diplomatic decisions.

RUN MEETINGS EFFECTIVELY
Engage the right people at the right time.
¢ Don’t involveacast of thousandsif they don't al need to be
involved at once.

Engage people in the right way.
* Some people may need to be invited to a meeting; otherscan
simply be updated viae-mail.
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* Consider havingacommunication plan to list all types of
communication, the audience for each type, the frequency,
and the method.

* Consider a RACI Rolesand Responsibilities chart, which can
help provideinput to acommunication plan. For each magjor
deliverable, this detailswho is responsible (the doers), who is
accountabl e (the owners), who needsto be consulted (for
input), and who needs to be informed.

Use best practices when running meetings.
e Preparein advance; learn about the topics at hand.

Have a set agenda, distributed in advance.

Include the right people--only those who will have input or

some rolein the meeting.

Let otherstak first to hear dl sides; then offer your input.

Don't be afraid to ask questions.

* Try to go with the mgority, but don't hesitate to make your
caeif you disagree, epecialy if you understand the issues at
hand. Ultimately, you own the final decision.




CHAPTER 4

—

Lessons from the Great Campaigns

My son should often read and meditate on higtory; it isthe

only real philosophy. And he should read and meditate on

the campaigns of the Great Captains. Thisis the only way
to learn theart of war. — NaroLeon

e have seen Napoleon rise to glory on a solid set of ideds,

hard work, and exhaustive diplomacy. Now we will explore
Napoleon on the battlefidd—and preparing for battle. We can
learn much from Napoleon's battle preparations, strategies, and
motivation techniques, al applicable to modern-day project mana-
gement. This is especialy true of his greatest campaigns, particu-
larly the 1805 campaignsin Ulm and Austerlitz against the Third
Caodlition.

Therewere seven codlitions againgt France, from the French Revo-
lution through the Napoleonicera. The Firgt Coadlition (1792-1797)
began toward the end of the French Revolution, when Napoleon
wasstill an arti [lery magjor fighting the English in the M editerranean
port of Toulon (the battle in which he was first recognized), and
continued during the Italian campaign, when he was promoted to
generd. Toward the end of the Revolution, Frances neighbors, led
by a p}ivileged roya dlass, were not about to dlow revolutionary
activity to spread to their countries, and thus formed a coalition

67
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againgt France—laer referred to as the Firg Coalition. Napoleon
was instrumental in turning thingsaround, both at Toulon and dur-
ing the Italian campaign, and the coalition ended with the Treaty of
Campo Formiowith Augtria.

The Second Coalition (1798-1801) formed while Napoleon was
in Egypt, when the new French government neglected to maintain
adequate diplomatic relations during this crucial postrevolutionary
period. Once again Napoleon saved the day: returning to France,
taking over as Firgt Consul, organizing successful campaignsto put
down the coalition, rebuilding Frances infrastructure, and estab-
lishing relations with England and the Church. Peece lasted for a
while, but soon therewould be aThird Coalition. Thisled to the
two greatest campaigns of Napoleon's caresr.

THE THIRD COALITION

In 1803, Napoleon discovered that England had no intention of
fulfilling its obligationstied to the Treaty of Amiens, particularly its
promises to return Alexandria to Turkey and to return Malta, a
recent English capture, to France. Even worse, England was now
encouraging antirepublican sentiment throughout Europe.
England's King George III began preparing for war, justifying his
actions based on reports of massve French military preparations—
reports that were fdse and meant to stir up fear throughout
England and rdly the public's support for a war. From the English
perspective, Napoleon's expanding reddm was a threat, and they
were ill reding from recently losing the colonies to America
Napoleon tried to negotiate with England severa timesto no avail,
even offering to have Russia, one of England's dlies, mediate. In
May 1803, England declared war on France, and the period of
peece officially ended.
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THE CAUSES OF THE THIRD COALITION

Therewere two eventsthat led Austriaand Russiato join the British
in the war against France. First, when Napoleon discovered that a
Bourbon prince, the Duke of Enghien, was involved in a royaist
plot to assassnate him, he had the prince kidnapped and brought
to trial in amilitary court, where he was found guilty and executed.
This event angered many peoplein Europe, as they deemed the evi-
dence circumgtantial —amatter still debated today.

Scéond, there was Napoleon's appoi ntment as emperor. When the
people of France became concerned about continued plots against
Napoleon's life, they called on him to establish a hereditary monar-
chy. Napoleon accepted the idea, but with the caveat that his rule
would be supported by a senate and a constitution, so as to be more
of ampublic. He consulted his generdsand his Council of State. All
were in favor. He then put the vote to the people. The vote came
back in favor by more than 3.5 million to three thousand. Supported
by an overwhelming magjority, Napoleon was proclaimed emperor of
the French on May 18, 1804. Between the Duke of Enghien affair,
Napoleon's designation as emperor, and misinformation, Russaand
Austria were convinced of the need to stop Napoleon. By August
1805, the campaigns of the Third Coalition and the period com-
monly known as the Napoleonic Wars had begun.

THE ULM CAMPAIGN

In August 1805, Napoleon was in Boulogne, a coasta town in
northern France, waiting for his squadrons at sea to clear the way
for his huge invasion force to cross the Channel into England.
Through his sources in Itay, he wes dso aware that Austria was
prepaging for war. He wrote to hisforeign minister, Taleyrand:
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Themorel| reflect on thesituation, the more ] fee/ it urgent to take deci-
siveaction. By April, | shall find 100,000 Russians in Poland paid by
England, 15 or 20 thousand Englishin Malta, and 15,000 Russansin
Corfu. | shouldthen bein a critical situation.

THE PLANS BEGIN

Audtrids plan wasto attack the Frencharmy in Itay, simultaneously
invade French-controlled Bavaria, and wait therefor the Russiansto
arrive from the east to assis. With the combined forces of Austria
and Russia, and full control of Italy and Bavaria, they could invade
France.

Napoleon knew he needed to act at once. He decided to pull his
entire army of nearly two hundred thousand men from Boulogne,
go east across France and Germany, and defeat the Austrians before
Russia could arrive. Thus, the French were approaching from the
west and the Russiansfrom the east, both trying to get to Austriain
the middle.

SETTING THE OBJECTIVES

Napoleon set two objectives. His primary objective would be to
invadethe Audtriansin the Danube Vdley before the Russans could
arrive, which is where he would focus his two hundred thousand
troops. A secondary objectivewould be to simultaneoudly attack the
Austrian troops who were farther south in Itay to prevent them
from joining the main forces to the north. To accomplish this, he
would have Marshal Massena command the fifty thousand troopsin
the French-infused army of Itay. Also, Napoleon would use reserves
to support thissecondary objective, so as to make use of all possible
troops. Thiswould help ensure the success of this secondary objec-
tive, and thus protect the primary objective to the north.
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ENGAGING KEY STAKEHOLDERS

The first thing Napoleon did after determining the objectives was
to engage the support of key stakeholders. He negotiated agree-
mentswith the southern German territories, including Bavaria, to
dlow use of their land as a battleground and to secure their asss-
tance. He also negotiated secret treaties with the Prussians to the
north, to assurethat they remained neutral.

DoiNG THE RESEARCH

Napoleon then issued orders for an advance guard to march to the
Rhine and sent his brother-in-law, Marsha Joachim Murat, to per-
form reconnai ssancemissions around Bavaria, reportingon thetopol -
ogy of the roads and rivers. He sent yet others to inspect bridges,
riverbanks, and surrounding territories. Napoleon paid so much
attention to detail that he instructed Marshd Berthier, the director of
his Imperial Generd Staff, to create an index of each of the Austrian
amy's units and current location, to be reported on adaily basis.

SETTING PROTOCOLS

Napoleon laid out an initial plan, identifyingwhich troopswere to
be in which regions by specific dates (some of his troops were
aready in the northern German states waiting to meet up with the
reg of hisarmy) and establishingcommunication protocols. Hisarmy
would march in parale lines—saven corps across a one-hundred-
milefront—with each corps commander regularly updated via mes-
sages from Napoleon's Imperial General Staff as to the position and
current directives of the other corps. Likewise, each commander
had to keep the Imperial General Staff updated. This was truly an
integrated army.
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EQUIPPED FOR SUCCESS

Napoleon's Grande Armée, as it was now caled, marched 375 miles
from the Channel coast to the Rhine, which ran along the
French/German border, in less than sx weeks, at a rate of fifteen
miles per day—ean unprecedented feat. Napoleon made sure his
troops understood the importance of the mission, werewel trained
to live off the land, and had their basic needs met —especidly good
walking shoes, although some rode in wagons. What aso helped
was that the French had reengineered their artillery to use lighter
material, making the trek less burdensome than with traditional
equipment.

STAYING FLEXIBLE

During the march, Napoleon learned from his dly, the Bavarian
eector, who fled to a nearby town and was able to keep in touch
with Napoleon's officers, that the Austrians had indeed crossed the
Inn River and invaded Bavaria A week later, Murat informed
Napoleon that the Austrianshad pushed farther ahead into Ulm, a
nearby Bavarian town, under the command of Generd Karl Mack,
an old warhorse. Napoleon immediately redirected his troops to
loop around and surround Ulm from the eadt.

AN EASY VICTORY

The rapid march of his Grande Armée, the extensive reconnaissance,
the keen diplomacy, and, above al, the up-to-the-minute reports,
al paid off. By late September, Napoleon's troops had Genera
Mack's armies surrounded, and the battle was practically won
before any fighting began. Mack wasfacingwest, from which direc-
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tion he expected the French to appear, but they surprised him by
arriving behind him from the east, the direction from which he
expected the Russian reinforcements to appear. For added effect,
Napoleon had some troops appear from the west a a ploy.
Furthermore, by arriving from the east, Napoleon cut off Mack's
line ofl communication with Vienna, the Austrian capital, and sepa
rated Mack from the oncoming Russians.

Where were the Russans during al of this?Unfortunatelyfor the
Austrians, the Russians were running eeven days behind because of
acommunication problem. Asit turned out, they weretill using the
Julian calendar. They had not yet switched over to the Gregorian
calendar that the rest of Europe was following (and the Western
world tises today). They were till a hundred miles away.

FINISHING THE JOB

With Ulm under imminent control, Napoleon needed to address
the threat of the approaching Russians. His objectivewould be to
proceed eadt to take Vienna. Napoleon immediately reorganized his
amy. He left Murat in charge of finishing the job at Ulm, with
detailed instructions as usual. Unfortunatel y, although Murat was a
heroic officer and soldier, he was far from a strategic thinker. He
decided to improvise and didn't follow Napoleon's orders—some-
thing Napoleon routinely chided him for. As a result, some
Austrians escaped and took a bridge just northeast of Ulm, and
others escaped southward into Italy. Napoleon shortly returned,
bombatded Ulm, and forced Mack to surrender.

In alfew days at Ulm, Napoleon defeated Mack's army, which
represented half of the Austrian army. Napoleon accomplished this
victory with minimal losses—and those were only because of
Murat’s errors.
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LESSONS FROM THE ULM CAMPAIGN

Let's examine the lessons the Ulm campaign carriesfor us, such as
the importance that avarenessand speed played in Napoleon's suc-
cess, the flexible but unified structure of his Grande Armée; and his
pioneering use of Economy of Force—a concept still valued today
in both military and, yes, project management circles.

THE IMPORTANCE OF AWARENESS AND SPEED

Napoleon quickly became aware of Austrid’s intent while his army
was in Boulogne. He was able to do this because of his network of
soies that kept him abreast of the

o ever-changing situation in Europe.
ltisin thisvital bl- Whl'leeng.agl Ng piesis not appropri-
ate in business, there are other ways
ance of avarenessand . .
. we can stay in touch with events that
peed that sucoessis ) )
could impact our projects, whether
to befound, as speed : .
through informal networking or rely-
done can bedanger- . .
ing on input from our teams and/or
and ! colleagues, which, in essence, is not
doesnt do much good unliieg tf; ue of spies With this
inesswe have the knowledge, we are t:zn in a position
good senseto know ’
° to take action when needed, assum-
when to act. . .
ing were astute enough to redize the

dangers of inaction.

Consider Ngpoleon's letter to Talyrand about the need to take
action. Napoleon thought about what would occur if he did not act.
He knew that if hedid not act, it could have broad implicationswith
the Russians in Poland and Corfu as well as the Englishin Malta.
We, too, must consider the risk of not acting when contemplating a
project. Idedly, we would do this during early planning, as part of
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risk analysis, or by building the cost of not doing the project into a
business case for the project. If the cost of not acting can be quanti-
fied, it is wen better.

In addition, let's bear in mind that after Napoleon did think
about the risk of inaction, he moved quickly. He knew the impor-
tance of speed, and that wars can be won or lost based on a matter
of minutes. The sameis true for projects. Aswell explorein detail
later, many thingscan go wrongwith just the dightest dday. In this
case, Napoleon's speed enabled him to both surprise the Austrians
and take advantage of the Russians tardiness.

Itisin thisvital balance of awareness and speed that successisto
be found, as speed aone can be dangerous, and knowledge doesn't
do much good unlesswe have the good senseto know when to act.
Most importantly, we need to recognize the risks of dday. Well
examinethisin moredetail in Part 2.

FLEXIBLE AND UNIFIED:
LESSONS FROM THE GRANDE ARMEE

In addition to awareness and speed, there were many other factors
that led to the success of the UIm campaign, some from the way
Napoleon structured his Grande Armée. Never before was an army
structured for such flexibility, yet still kept unified by a common
high-level goal. Today, we refer to this alignment of activitieswith
high-level gods as "strategic management.” While there were
others in revolutionary France who began developing this con-
cept, Napoleon was the first to execute it on such a grand scale,
which required orchestrating all of hisforcesto operate in concert
with one another. His forces needed to operate as separate, sdlf-
contained units with the ability to make decisions on the fly, yet
they needed to work in harmony with one another. How was this
accomplished?
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DECENTRALIZED COMMAND AND CONTROL

Firg, in additionto infantry (foot soldiers), cavalry (soldierson horse-
back), and artillery resarves (weapons specialists), each corps had its
own commander and full staff, including achief of staff, intelligence
officers, and engineering, logigtics, and other daff-leve officers. In
this way, each team wes a self-contained unit, capable of caring for
itsdf. Also, Napoleon made sure to convey the project's concept in
detail before actions commenced, which meant that throughout the
campaign his communicationswere able to be brief and to the point.
As a result, his teams were empowered for decentralized decision
making through this combination of up-front clarification of purpose
and principles, and ongoing broad directives.

For thisto work, al groups and leaders needed to follow a com-
mon set of goads and objectives as well as common guidelines, and
there needed to be some central body managing the whole affair.
Napoleon's central body was his high command, which consisted of
a cabinet with three bureaus. the Intelligence Bureau, the
Topographic Bureau, and the Secretariat, which dispatched all
orders. Furthermore, he had an Imperial General Staff, directed by
Marshal Berthier, which managed the day-to-day operationsof the
army and served as a central communications point. Today we refer
to this combination of decentralized decision making and central-
ized planning and administration as "'decentralized command and
control" —and the UIm campaign was the first use of this concept.

CENTRALIZED PLANNING
AND ADMINISTRATION

The constructionof Napoleon’s Grande Armée could correlateto seve-
ra thingsin project management. Firdt, lef'slook at centralized plan-
ning and administration. For multiple mgjor efforts within a large
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project, various project leaders could be assigned, reporting to a
single project manager. They would dl follow a common policy
manual and a common set of gods and objectives. For example, if
we have a project to develop two new productsthat will be released
together, we could have a project leader for each product, both
reporting to the overal project manager. The guidelines and policies
would be the same for both efforts, and the project manager would
track the combined effortsin one project plan.

The project manager could dso establish a core team, which would
conduct unified planning, communications, qudity, research, admini-
stration, or any other items that make sense to consolidate. This is
much like Napoleon's cabinet, which managed planning efforts; and
hisImperial Generdl Staff, which managed operations. The coreteam
could keep each of the project leaders up-to-dateon progressand cur-
rent directives of the other teams, assuring that dl effortsare being
donein harmony —much as Napoleon's Imperial General Staff kept
the corps commanders up-to-date. I n addition, amember of the core
team could be responsiblefor centralized project control, including
managing the project schedul e, risks, issueslist, and other itemsthat
could dleviate the burden for the project manager.

Another thing to consider is whether or not to manage multiple
projectsas a”program,” which isagroup of separate but related proj-
ects. Often, its atoss-up whether to manage the overdl effort as a
large project with multiple subprojects or asa program with multiple
projects, and generdly the same rules apply. A program typicdly
works best when there needs to be some facility to launch and end
multiple projects throughout the life cyde of the effort. An example
would be an annual program of multiple newdetter issues, each one
representing a project.

A program dso workswdl if the individual projects require heavy
leadership and planning within themsdves and have only minor
touch points between them. Ultimately, it often comesdown to the
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cultureof an organization. The key point is that related effortsin an
organization should be grouped together in someway and adminis-
tered centraly.

In addition to centralized planning and administration of a proj-
ect or program, in many organizationsa PM O (Program Manage-
ment Office or Project Management Office) will serve as the unit
responsiblefor setting policy and ensuring that acommon method-
ology is used for managing projects across the organization. In this
way, not only will multiple projects within a program share com-
mon planning and administration, but al programsand projectsin
the organization will share a common doctrine. PMOs often serve
other functions as well, such as training, auditing, mentoring,
resource management, or even centralized management of projects.

DECENTRALIZED DECISION MAKING

As for "decentralized decision making," various project leeder —+
project managers, in the case of a program—would be given high-
level ddiverables to achieve and would be responsiblefor leading
their gaff accordingly. Of course, the clearer the ddiverables, the
more chance of success, but the key is that the project manager can-
not be micromanaging all efforts, so instructions must be clear and
simple up front. Most importantly, we need to communicate the
gods, objectives, and guiding vaues and principles. This enables
decision making on the fly by the respectiveproject leaders. Findly,
to make dl thiswork, we need to be sure that the variousteams are
not operating in isolation, and that a mechanism is in place for
sharing frequent updateson status and changesin events.

These methods, when used in concert with centralized planning
and administration, can provide us with a proven, scaable way to
successfully lead our projectswithout getting bogged down in micro-
management.
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ECONOMY OF FORCE:
THE NAPOLEON/GOLDRATT CONNECTION

So far, the Ulm campaign has brought us some vauable things to
consider, including the importance of awvareness and speed, central-
ized planning and administration, and decentralized decision mak-
ing. Now, let's examine one more crucia lesson from the Ulm
campaign—the use of Economy of Force.

Napoleon took his entire Grande Armée with him when he left
Boulogne for the long march to the Rhine. He chose not to leave
half hisarmy in Boulogne because he knew that concentration of
forcesis critical in war; otherwise, efforts are, diluted. He focused
most of his forces (two hundred thousand troops) on the primary
objective—invading the Austrians via the Danube Vdley in the
north. And heinvested the minimal effectivenumber of forces (fifty
thousand troops) in the secondary objective—to prevent the
Austrians to the south in Italy from joining the others. This was a
strategy Napoleon often used: concentrating hisforceson the most
important objectivesat the strategic point of impact and giving only
the minimal effective number of forces to secondary objectives.

Napoleon didn't waste his reserves, but studied the situation and
used them srategically. He committed al of his reserves, but at the
points where they would be needed most; for example, to support
a secondary objective to prevent it from impeding the associated
primary objective, or for some strategic need later on. At Ulm,
either to use his reservesas part of the main body of troops--or not
to use them at dl—would have been wasting them.

Napoleon's strategic use of his forceswas admired and studied by
many, including the Prussan generd Karl von Clausewitz, whose
book On Wear is gtill considered the leading book on miilitary strat-
egy.” The French generd AntoineHenri deJomini's dassic book, The
Art of War, expanded on these conceptsto include the importanceof
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diplomacy.? These works exposed Napoleon's principlesto theworld
for thefirst time, especidly the principleknown in military circlesas
"Economy of Force"

Economy of Force consists of using dl available resources, but
giving secondary objectives only the minimal amount needed. This
preserves the mgjority of resourcesfor the most important work. In
other words, the secondary objectivescan bear some risk in favor of
focusing on the primary objective. " Concentration of Force," which
involves focusing the majority of resources on the primary objec-
tive, goes hand in hand with Economy of Force. The one remain-
ing variable is the use of reserves, which, while they shouldn't be
wasted, should be strategically used, often to supplement the sec-
ondary objectives or held for some strategic planned activity. The
key point is that we don't want the secondary objectives to become
so critical that they impede the primary objective.

EconoMY OF FORCE
AND PROJECT MANAGEMENT

What does this have to do with project management?Everything.
Not only are the concepts of Economy of Force, Concentration of
Force, and the associated strategic use of reserves relevant to project
management; indeed, there is an entire movement dedicated to the
project management field that tekes fundamentally the same
approach. The methodology is called "Critical Chain Project
Management”" (CCPM), which is part of Dr. Eliyahu Goldratt’s
Theory of Constraints management philosophy. Its applicability to
managing projects is documented in his landmark book, Critical
Chain.' Critical Chain Project Management carries the promise of
nearly doubling the throughput of projects and greatly improving
on-time accuracy, and has been proven to do so by awide variety of
government and Fortune 500 organizations.
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The basic concept of Critical Chain Project Management is to
focus your key resources on the critical tasks, removing al other
interruptions, whileadding a protectivetime buffer (reserves) to the
end of each chain of noncritical work to prevent it from impeding
the flow of the critical work. A buffer isalso added at the end of the
project, whereit is most likely to be needed. Sound familiar?

All of these buffers necessitate removing any hidden padding
that peopleinherently put into each task estimateto accommodate
unpredictability — padding that typically gets wasted because of
procrastination or other reasons. In this way, by considering the
psychologica issues involved and by acknowledging that uncer-
tainty is a given, we achieve a more haolistic plan. Even Clausewitz
recognized the dangers of any formulathat doesn't take into account
people and uncertainty, when he said the following about tradi-
tional war plans.

They aim at fixed values, but in war everythingisuncertain,and cal-
culations have to be made with variable quantities. They direct the
inquiry exclusively towards physical quantities, whereas all military
action is intertwined with psychological forces and effects. They
consider only unilateral action, whereaswar consstsof a continuous
inter action of opposites.*

Certainly thesamecan besaid for traditiona project management.

THE AUSTERLITZ CAMPAIGN

After Napoleon's army defeated General Mack at Ulm, it then
headed east to face the Russans. Meanwhile, the Russians had
gathered in Moravia—northeast of Vienna, in what is now the
Czech Republic—aong with the remaining Austrian army. The
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Austro-Russian army was ninety thousand strong. Since Napoleon
had to leave troops to hold Viennaand protect the army's rear, he
had only seventy-fivethousand troops at his disposal.

By now Napoleon was in Vienna, where he established his head-
quarters. Again, he sized up the situation and knew he needed to act
quickly. He decided to march histroopsto Moravia. Much like his
preparations for Ulm, Napoleon had spies survey the situation.
Then Napoleon surveyed the area personaly and determined an
ideal battle spot from which he would have good visbility. It was
near the village of Austerlitz, now called Savkov, which was situated
just to the east of a large plateau known as the Pratzen Plateau.
Napoleon could see everything from atop the plateau.

Napoleon had Berthier's Imperial General Staff issueinstructions
to the corps commanders. The plan was to give the appearance of
weakness on the right flank, luring the Austro-Russian army into
attacking this supposedly wesk spot to the south. Then reserves
from Vienna would arrive to attack the enemy from the south,
while Napoleon's massve army to the north would loop around and
attack their center.

The Austro-Russian army situated itsdlf just east of the plateau.
Napoleon's army, initially located on the plateau for observation,
backed down to a nearby river. Napoleonwould give the impression
that he was retreatingby moving down from the plateau. Alwayson
top of things, Napoleon then received word that the Austro-Russian
army was gathering a bit farther south than he expected, so he sent
revised instructions to his reservesin the south. Otherwise, every-
thing was going as planned.

MOTIVATING THE TROOPS

On December 1, 1805, Napoleon made a rousing speech to his
troops, a gpeech that would later be published, illustrating Napoleon's
keen foresight to theworld.
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Soldierd The Russiar army is facing you to avengethe Austrian army of
Ulm. . . The position we occupy isa farmidable one; whilethe enemy
merchestoturn my right, he will eqosehis flarnk to me. Soldierd | will
command your battalionsin person, and | shall not eqose myself if.
with your usual courage, you throw the enemy’s ranksinto disorder and
confusion. But should victory be for one moment uncertain, you would
seyour Emperor eqpose himself in the front rark, for there must be no
questionof uictory onan occason when the honor of the French infantry
isat gtake. . . Thisvictory will end our campaign, and we can go into
winter quarters where we shall be reinforced by the new armiesforming
in France Then the peacethat I shall make will beworthy of my people,
of you and of me.

Later that night, around nine o'clock, Napoleon did something
that was unheard of for acommander of hisstature. Herode up and
down the entire six-mile front along his line of seventy-five thou-
sand soldiers. He didn't want to take any chances, and wanted to be
sure everyonewas reedy and knew the plan. As he rode past them,
the troops went crazy with enthusiasm, waving their torches and
shouting, “Vive [Empereur!”

THE BATTLE BEGINS

That night wasfreezingcold, and both partiesset firesto stay warm.
The next morning there was a tremendousfog from the mist and
from the campfires. The Austro-Russian army began its attack.
They were confused from the start, as they had a complex plan that
was much too detailed for such a large army to follow effectively.
Beddes, their instructions had to be delivered in Russan and
German, and they were marching in thick fog. The day before,
Napoleon had his army mostly grouped to the north, intentionally
exposing his southern right flank. The Austro-Russian army took
the bait and set their plan in motion. They ordered their troops to
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begin descending from the plateau to attack Ngpoleon's right from
the south.

The fog worked in Napoleon's favor. Many of his troops to the
north kept on low ground, disguised by the fog. By the time the
Austro-Russian army committed themsdlves and attacked his right,
he had made his move and sent his left onto the Pratzen Plateau to
attack the enemy's center. As the sun came up, Napoleon's troops
rose magicaly out of the mist and took the plateau, much to the
Russians surprise. Within afew hours, the French had total control
of the plateau, and the enemy's center was completely destroyed.
Napoleon's armies then looped around as planned and took the
enemy from behind.

Intense fighting ensued, and even though Napoleon's troops
were outnumbered, they appeared to be everywhereat once because
they used their infantry and cavary drategically, and because they
had divisionsof troopsthat moved rapidly from one scene of action
to the next. This unified army made full use of its troops and gave
the impression of superior numbers against a disorganized larger
amy. By four o'clock that afternoon, it was dl over. What was left
of the Austro-Russian army fled south across an icy lake, where
many perished.

THE AFTERMATH

Napoleon wandered among his victorious army, tending to the
wounded. That night, he drafted a proclamationto hisarmy:

Well done, soldiers! In the battle of Austerlitz you have accomplished all
| expected of your valor: you have crowned your eagles with immortal
gory. An army of 100,000 men commanded by the Emperors of Russia
and of Austria has been dispersed or captured in less than four hours.
What escaped your armswas drownedin the lekes. Forty flags, the stan-
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dards of theRussan Imperial Guard 120 guns, 20 generals, morethan
30,000 prisoners are the result of this eternally gorioav battle. This
famous .infantry, that outnumbered you, was unable to resst your
attack, and henceforth you have no rivals t0 fear.

Soldiers! When We have completed all that is necessary to secure the
happiness and prosperity of our country, | will lead you back to France
thereyou will be the constant objects of my loving care. My people will
hail your return with jq, and you will have but to sy, ‘7 was at the
battle of Austerlitz,” t0 hear the reply, "Heis one of the bravel"

The morning after the battle, a meeting was arranged between
Napoleon; Alexander |, czar of Russa and Francis |, emperor of
Austria. At the meeting, it was agreed that the Russianswould with-
draw to Poland and Napoleon would negotiate a settlement with
Francis |. These negotiationsled to the Treaty of Pressburg, under
which Austriawould lose territory to Itdy, Bavaria, and the south-
ern German states. Also, Napoleon would give Hanover to Prussia
in order to pacify them—provided they agreed to close their ports
to England. The settlementsof the Treaty of Pressburg guaranteed
that Austriawould not remain a threat to France and, moreimpor-
tant, that France would be secure from the east, surrounded by
friendly states.

As for France, Napoleon waant kidding when he said in his
proclamation that hissoldiers would be the constant objectsof his
loving care. He more than lived up to his promise. He distributed
fifteen million francs among his soldiers. In addition, he gave al
wounded soldiersa bonus equal to three months' pay. He arranged
for the wives of thosekilled in battle to receive substantial lifetime
annual pensions and declared an annual memoria service to be
held in the Notre Dame cathedral. Most unusudly, he literaly
adopted the children of the dead—paying for their education and
living expensesand allowing them to add the name of Napoleon to
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their own. Finally, he issued numerous bulletins recounting brave
deeds of people and army units, including those of his dliesin
Bavaria Napoleon assured that this was an accomplishment that
would not be forgotten, nor would the efforts of his soldiers go
unnoticed.

LESSONS FROM THE AUSTERLITZ CAMPAIGN

As we can see, many of the lessons from the Ulm campaign were
repeated in the Auderlitz campaign. Once again, Napoleon had a
primary objective: attacking the Austro-Russian army at Austerlitz.
And he had just afew related secondary objectives, such as protect-
ing his rear and flanks, and securing his headquarters back in
Vienna. Again, speed saved the day and dlowed for the element of
surprise. From Napoleon's march aong the front, we were able to see
the power of being vigble to our teams, something we discussed in
Chapter 1. There are two additional lessons here worthy of explor-
ingin moredetail. First, well see how Napoleon inspired moral force
through his preparatory speech to his troops; then well see how his
Grande Armhwas able to appear superior, even against an army that
was larger in numbers.

MoORAL FORCE:
THE IMPORTANCE OF THE KICKOFF SPEECH

Let's look more closdly at Napoleon's rousing speech to his troops
before the action began. He was able to accomplish the following
with that one brief speech:

* He madesure hisarmy understood the concept of the mis-
sion and that the plan was sound: “Seldiers’! The Russan
army isfacing you to avenge the Austrian army of Ulm . . . The
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position We occupy is @ formidable one; while the enemy
marchesto turn ny right, he will eqose his flank to me"

* He declared his personal leadership role in the mission, but
asked for their help in keeping him safe, expressing his con-
fidence in them in the process: "Soldierd 1 will command
your battalionsin person, and | shall not equose myself if, with
your usual courage, you throw the enemy’s ranks into disorder
and confusion.”

¢ He stressed the importance of the mission by committing
himsdlf to do al that was necessary to make it successful:
"But should victory be for one moment uncertain, you would

se your Emperor equose himself in the front rank"

* He painted an uplifting picture of the future: "This victory
will end our campaign, and we can g into winter quarters
where we shall be reinforced by the new armies forming in
France”

* He talked about what would follow: "Then zhe peace that |
ghall make will be worthy of my people, of you and of me"

This brief, ssimple speech carries many lessons that we can use
when communicating with our team before or during the formal
kickoff of our project—idedly, after planning, but before execu-
tion. We can get our team's buy-in and inspire confidence by com-
municating the project's concept, declaring our commitment as
leaders, asking for the team's help in making the project success-
ful, stressing the importance of the project, painting a picture of
success, and discussing what is to follow. Through this, we can
avoid the usual skepticism and apathy that so often accompany
projects, especially large ones. Most importantly, we can get off on
the right foot.
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Moral forceis critical in business, just asit isin war. Peoplewho
are inspired with a sense of purpose, and have the confidence that
they areworkingin an environment of order and not chaos, will go
out of their way to help make the project a success. Those who are
merdly given tasks to do, without knowledge of why or how the
tasks fit in with the big picture, are not only less inspired but less
capable, as they are operating with blinders on.

MAXIMIZING RESOURCES

Another key lesson from the Austerlitz campaign was that once the
battle began, Napoleon's army, although outnumbered, appeared to
be everywhereat once. Thiswas mainly becauseof their strategicand
coordinated use of cavary and infantry, and their rapid reassignment
of important forces. In other words, Napoleon maximized the use of
his resources.

How can we apply this to project management?To begin with,
lef's assumethat rather than cavary and infantry, we have other tar-
geted skill sets that we need on multiple efforts, such as business
analysts, software architects, or computer programmers, and that
we need these people for multiple software devel opment projects.
Now, |et's assumewe have alimited number of these resources, and
not enough as may be required for each project. Of course, some of
these skill sets may be more constrained than others—that is, the
demand exceeds the availability.

Adopting Eli Goldratt’s Theory of Constraints model, we would
begin by determining what our biggest constraints are—idedly no
more than one or two at a time—and scheduling our projects
around the availability of that constraint. For example, let's say we
have enough computer programmers, but only afew architectsand
businessanalysts. We would schedule our projectsaround the avail-
ability of the architects and business anadysts and have those
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resources do their part on one project at a time. They'd jump to
each project in sequence—idedlly in the order of earliest project due
date firsda—and loop around between these projects as needed. The
key is that everything would be scheduled sequentially, so they are
not spread so thin that nothing gets done. Some attempt should be
taken to group their tasks together within any given project where
possble, to minimize the mental setup time that occurs when
switching back and forth between projects.

This assumes that were sharing our resources across the organi-
zation and not hoarding them in one specific department. In this
way, by using a combination of shared resources and the "'mobile
unit" approach, each project then has the types of resources it
needs—via strategic use of *combined ams'——and it appearsthere
are enough architectsand business anaysts to go around.

This approach dso requires that an organization have a broad
view of dl projectsin the pipeline, otherwise any efforts to coordi-
nate things in harmony would be fruitless, much like the Austro-
Russian army's misguided attempts. We cannot hope to rapidly
redirect our forces when needed without this broad vishbility. But
with broad visibility, identification of our critical resources, avoid-
anceof multitasking, better sharing, and rapid redeployment of tar-
geted key people, we can truly maximize our resources and enjoy
the same advantages Napoleon had at Austerlitz.

EXECUTIVE SUMMARY

Weve witnessed the creation of the Third Coalition, Ngpoleon's rise
to emperor, the structure of his Grande Armée, and his greatest
achievementsat Ulm and Austerlitz, dl of which have brought us les-
sonsto usein our daily lives I n particular, from Ulm, we've seen how
acombination of awarenessand speed, flexiblebut unifiedteams, and
resources focused on the most critical work can lead to remarkable
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auccess. From Augterlitz, weve learned how effective up-front com-
munication to our team can get things off on the right foot and how
assemblingour key resources into mobile teams can give theimpres-
sion that we have more people than we do. Certainly, these lessons
apply as equaly to us today as they did in Napoleon's time, and
indeed, many of them are already encapsulated in current move-
ments, such a Eli Goldratt's Theory of Constraints and Critical
Chain Project Management. Yd, there are even more lessons to be
learned from these campaigns—and from everythingweve seen sofar.

In Part 2, we will explore Napoleon's Six Winning Principles—a
basic set of guidelinesand tools that we can use as a daily compass
while managing our projects. When exploring the six principles,
which are based on Napoleon's own maxims, we will refer back to
the events weve studied in Part 1 and clearly see how they led to
Napoleon's unprecedented success—and how they can help us as
well.

MARCHING ORDERS

LESSONS FROM THE ULM CAMPAIGN
Stay aware—act quickly.
* Make use of your team and/or colleaguesfor input on
current events that could impact your project.
¢ Quickly determine the risk or cost of not doing the project.
This can be used in the business case.
¢ Decide quickly if action is needed, as even minor delays can
have broad implications.

Enable centralized planning and administration.
¢ Asaure centralized planning and administration and asingle
doctrine acrossdl related efforts.
¢ Group related efforts under one project where possible.
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e Consider a core team to handle central communications,
planning, operations, risk and issue management, and overall
leadership across the related efforts.

¢ Consider managing the related efforts as individual projects
within a program, especialy when there needs to be some
facility to launch and end multiple projects throughout the
life cycle of the effort, or if the individual projects require
heavy leadership and planning within themselves and only
have minor touch points between them.

* Consider usinga PMO for acommon project management
methodol ogy and doctrine across the entire organization.

Enabl e decentralized decision making.
* Give broad but clear directives.
* Communicate the gods, objectives, and guiding valuesand
principles.
» Enablefrequent communication to ensure teams are up-to-
date on changing events.

Focus your resources on what is important.

* Concentrate your resources on the most critical work —the
maximum effective amount to guarantee success—and give
secondary objectivesonly the minimal effective amount of
resources.

¢ Commit dl your resources, but use excess resources strategi-
cdly, 'either to supplement noncritical work or for some
strategic need later in the project.

LESSONS FROM THE AUSTERLITZ CAMPAIGN
Make your kickoff speech inspiring.
* Convey the project's approach and the reliability of the
approach.
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Express confidencein the team.

Don't be afraid to ask for the team's help.

Stress the importance of the project and your commitment to
itssuccess.

¢ Paint a picture of a successful to-be state.

Discussthe aftermath of the project—what will follow once
the project is complete in terms of follow-up items, anything
that will be of benefit to the team members, and so forth.

Maximize your resources.

* Identify your key resources, especially those in short supply.

e Share key resources acrossdl projects.

e Don't attempt to have key resources multitask —schedule
project tasks around their availability.

* Usethe key resources as mobile units, marching from project
to project for tasks that require their services.

¢ Address the projects with the earliest target completion dates
first.

¢ Develop or purchase asystem to provide broad visibility
acrossadl projectsin the pipdine.




PART 2

W
Napoleon's

Six Winning Principles




CHAPTER 5

Introduction to the Six Winning Principles

Get your principles straight. The res
isa matter of detail. — NaroLeon

I n Part 1, we observed many factorsthat led to Ngpoleon's success,
including the right foundation of raw skills, the ability to develop
acompeliing vison, astutediplomacy and networking, and awesalth
of other dynamicsthat led to his achievements on the battlefield.
Weve seen Napoleon's rise to emperor, the structure of his Grande
Armée, and hisgreatest achievementsat Ulm and Austerlitz. The rele-
vance to s today is plain to see, especialy given that many of the
lessons lel those of modern-day leadership and management
gurus, suth as Eli Goldratt, Tom Peters, and others. Now, in Part 2,
wewill explore Napoleon's Six Winning Principlesthat made him so
successful. But firgt, Iet's take note that a principleis not a hard-and-
fast ruleto be obeyed religioudly, as Napoleon cautioned us

[t iS true that Jomini always argues for fixed principles. Genius works
by inspiration. What is good in certain circumstances may be bad in
others, but one ought to condder principlesas an axzs, which holds
certain elations 0 a curve. It may be good to recognize that on this or
that occasion, one has Sverved from fixed principlesof war.
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Although it is critical to explore lessons learned from past proj-
ects, what will eventually make us successful is to habitually use the
fundamental, timeess principles that apply to our art, with the
cavedt that we may intentionally stray from them if circumstances
dictate. And nowhere are these principles better explained than in
an exploration of Napoleon's rise to power.

The good newsis that the many lessonswe have explored dl boil
down to six primary principles that are universaly applicable to
anyone who leads people—principles that can serve as a compass
for us to consistently steer our projects safely into port.

Napoleon's Six Winning Principles

* EXACTITUDE—awareness, research, and continuousplanning

* SPEED — reducing resistance, increasing urgency and
providingfocus

* FLEXIBILITY — building teamsthat are adaptable, empowered,
and unified

* SIMPLICITY — dear, simple objectives, messages, and processes

* CHARACTER—integrity, calmness, and responsibility

* MORAL FORCE—providing order, purpose, recognition, and rewards

These principles work together and feed off one another like
interlocking gears. A lack of any one of them will impede success.
We can have a highly motivated team, but without the proper plan-
ning and adequate, simple systems and processes, they can fail. We
can do extensive planning, but without the flexibility and speed to
sustain the effort, the project can sink under its own weight. Thus,
we need to consider dl six principles to be truly effective.

We need to keep in mind, however, that even being well versed
in dl gx principlesis not aguarantee of success. Knowledgeof prin-
ciplesis just theory. To be truly successful, we must use the princi-
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plesin practice and build experience, to the point where it becomes
second nature. Only then can we hope to develop what is known as
coup 4’seil (pronounced koo-doy, literally "strike to the eye" a
French expression for "glance”). Coup dbeil refers to the ability to
instantly analyzea situation and make correct judgment cals. Even
Jomini, a passionate advocate for principles, acknowledged these
limitations, as evidenced by his statement below:

A general thoroughly instructed in the theory of war, but not pos-
sessad of military coup d'oell, coolness, and skill, may meke an
excellent strategic plan and be entirely unable to apply the rules of
tacticsin the presence of an enemy; his projectswill not be success-
fully carried out, and his defeat will be probable.’

Jomini also pointed out that principles alone--even without the
requisite experience—will help identify errors to be avoided, and
thus increase the chances of success.

It is true that theories cannot teach men with mathematical predi-
sion what they can and should do in every possblecase but itisdso
certain that they will dways point out the errors which should be
avoided; and thisisahighly important consideration, for these rules
thus be¢ome, in the hands of skillful generds commanding brave
troops, fneans of dmost certain success.?

!

So, knowing that the use of principles can serve as ageneral com-
pass to guide our paths, that sometimes we may need to stray from
them, and that experience using them can help us make correct
judgment cdls, let's proceed to examine the six principles that
worked S0 well for Napoleon time and time again. Then we can
begin usiri‘g them as our guides to build experience and reach our
maximum) potential as leaders and project managers.



CHAPTER 6

Exactitude

If I always appear to be prepared, it is
because before entering on an undertaking,
| have meditated for long and have foreseen
what may occur. It is not genius which reveals
to me suddenly and secretlly what | should do
in circumstancesunexpected by others it is
thought and meditation.— NAPOLEON

N apoleon often spokeof theimportance of exactitude. By exac-
titude, he meant pinpoint precision through constant situa-
tional awareness, extensve research, and continuous planning—not
just once, but throughout the entireinitiative. He knew that if such
precision were to be reached, it would be dependent on acombina-
tion of preliminary investigation and up-to-the-minute knowledge
of events. In thisway, he could increasethe chancesof zeroingin on
the right target at the right time.

It should go without saying that these same concepts can bring
exactitude to our projectsaswell, so it isworth further examination
to find out just how Napoleon accomplished this. Discoveringthat,
wewill learn how to build the awarenessthat made Napoleon so suc-
cessful and how to conduct the leve of research at which he excelled.
Both of these elements can give us the knowledgewe need to make

98
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the right decisions. We'll dso see how Napoleon planned his objec-
tives in a progressive fashion, not just once at the beginning of his
initiative. This ensured that his plans were dways digned with the
most recent events. And so, with theselessonsawaiting us, lef's begin
our journdy with an exploration of how awareness, ressarch, and
continuous planning can lead to exactitude—the first of Nagpoleon's
Sx Winning Principles.

AWARENESS

We have séen how Napoleon's awareness led him to recognize the
need to act quickly when required, to sense the spirit of his troops
or the needs of his people, or to instantaneouslysum up asituation
with a gl ance through his tdescope—the coveted ability of coup
d veil. We have probably seen othersin our work environment who
dwaysseem to be"in the know," raisingissuesin meetingsthat we
may never have thought of. But how do we, too, build that aware-
ness, which helps us zero in on the accuracy we need?The answver
is that it is like climbing a ladder. The rungs are visihility, observa-
tion and analysis, and experience, and the ultimate god is situational
awareness We will now examine each of these in more detail.

VISIBILITY

Napoleor. began his financia reform of France by asking for a
spreadsheet showing the financial information for each region.
Similarly, before each battle he made sure he would have a good
position from which he could see dl actions, and he asked for reports
on the positionsof all opposingtroops. Napoleon knew that in order
to beaware of events, he needed to begin with afoundation of good
visihility. We, too, need good visibility —but in our case that means
visibility of projects, organizational events, people, and any external
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information that could be relevant to our needs. There are various
ways to obtain each of these types of vighility.

For example, for visibility of projects, we first need to be sure
thereis some central repository whered | projects can beviewed and
idedlly arranged into strategic portfolios. There are numerousenter-
prise project management and portfolio management tools on the
market that can help accomplish this.

For visghility of organizational events, we can increase our net-
working activities by simply wandering around more, joining certain
groups, or talking to colleagues or people on our teams about orga-
nizational activities going on—especially those that could impact or
be impacted by our projects. Some organizationshave regular semi-
nars or intranet sitesfor each department. Some even provide Web-
based seminars cdled "webinars' that advertise or explain certain
departmental or functional initiatives. These are dl excdlent sources
of information. And while corporate espionage is a touchy subject
matter and to be avoided, some well-placed contacts can adso be of
assistance, provided information is passed on in an ethica manner.

The best method for obtaining visibility of peopleissmply to be
present among them as much as possble—the classic" management
by wandering around" or MBWA approach, popularized by Tom
Peters” Certainly, project management software—specificaly,
resource management software-can help identify who is doing
what, provided this information is being kept current. Communi-
cation, however, is critical aswell. Napoleonwas able to redirect his
troops immediately upon hearing that the Austrians had entered
Ulm. He dso was able to redirect his reserves at Austerlitz upon
hearing that the Austro-Russian army was positioned farther south
than expected. Without constant communication, he would not
have had visibility of thoseevents, and correctiveactionswould not
have been possible.

Asfor vishility of external information, the best thing is to read
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the trade magazines or any other publicationsrelated to your field
of endeavor. Anyonein the project management field would bene-
fit from jbining the Project Management Institute (PMI), which
issues a regular magazine and offers additional specific-interest-
group (SIG) membership for a vari-
ety of industries. General business
publicatidns dso offer input as to
what is happening in various indus-
triesand can bring awealth of idess.

(e |
Vidhilityis one thing;
the ability to observe

The combination of al these :S;?yziesv;qh;zgj
avenues rr}kention.ed will help pr(?vide As Sher?gd( H dmes.
visibility of projects, organizational _
events, people, and external informa- sad... "You S8 but

S Peop's, you do not observe.”

tion, and with that we have the foun-
dation for|the ability to become fully
aware. But thisis just the beginning. Visibility is one thing; the abil-
ity to observe and andyze what you are seeing is another. As
Sherlock Holmes said through the magical pen of Sir Arthur Conan

Doylein A Scandalin Bohem a, "You see, but you do not observe."
l

OBSERVATION AND ANALYSIS

Napoleon bnce said, "In war, everythingis perception — perception
about the enemy, perception about one's own soldiers.” And percep-
tion goesl‘:'cyond just seeing; it implies a certain insight and form-
ing of an opinion. That is the difference between seeing and
observing.We can s=ealist of projectsor a bunch of activitiesgoing
on in the brganization, but unless we process that and are able to
digest whatt it meansto us, it is usdess.

The key is that we need to be able to make decisions based on
what we see. The U.S. Navy describes effective decision making as
"the abﬂiq{‘ to use logical and sound judgment to make decisions
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based on avalable information.” Company Performance at the
National Training Center: Battle Planning and Execution, by Brian
W. Hallmark and James C. Crowley—a study done by RAND for
the U.S. Department of Defense—goes further to caution us that
these decisions should not be based solely on some signa that
givesavagueideaof the situation—what it refersto as"the bat sig-
na approach,” for those familiar with Batman. Rather, it suggests
using a"searchlight” approach, scanning over the data to look for
relevance.’

Edward Tufte, the world's leading expert on presenting data and
information, suggests that we avoid the overuse of signds, such as
red, yellow, and greenlights, in favor of indicesthat mean something
and give a bit more detail about the red situation. Reliance on red,
ydlow, and green lightsalone can mask potentialy important infor-
mation. That's not to say that these should be eliminated. On the
contrary, they can give aquick view of certain problem aress. Rather,
they should be used in conjunction with more meaningful indices.

Napoleon was wdl familiar with the use of indices as well, as we
saw how hewas able to measure the progressof hisfinancia reforms
by using the price of wheat as an index. In thisway, he was able to
quickly compare how well each region was doing. We can use the
same approach when observing and analyzing information about
our projects. For example, the Critical Chain methodology uses a
flow index to measure how much buffer has been used versus how
far along the project is. The Earned Vaue method for tracking cost
and schedule uses a Cost Performance Index (CPl) and a Schedule
Performance Index (SPI) to indicate how well the project is doing
versuswhereit should be Critical Chain and Earned Vaue are not
mutually exclusve. Some organizations use both, with Earned
Vadue being used to satisfy required reporting of time and cost
progress, while operational decisions and project "heath-checks'
are based on Critical Chain's buffer and flow indices.
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The intent here is not to explain everything there is to know
about these methodologies—that alone would take an entire
book. The aim is merely to show that tools such as these provide

CoL . .
effective indices for making sense out of alarge amount of infor-

mation. df course, wWe must be able to observe more than projects
aone; we must do the same with organizational events, people,
and external information. With those elements, however, we are
not so lucky as to have automated indices to use as a guide; we
must rely én experience.

The abiﬁity to recognize which organizational events are relevant
to our projects, which people-related issues may impact us, or
which external information is significant, is proportiona to the
amount of our experience. Even project indices won't be of much
use unless e can comprehend what to do afterward, and that, too,

takes expeﬂience—the next rung on our awareness ladder.

EXPERIENCE

It is a common cliché that there is no teacher like experience. As
much as we read and study theory, the only way to achieve success
consistentl} is to learn from mistakes and practice firsthand what
we have read about. Perhaps Napoleon put it best when he said:

Onemay teachtactics, military engineering, arzillery work, about asone
teaches geometry. But knowledge of zhe higher branches of war is only
acquired Jib_y experienceand by a study of history of the wars of the greet
generals. W is not in learning grammar that ene learns to compose a
great poerm, to Write a tragedy

Thus, we can conclude that theory is to practice what grammar
is to poetry, or any other written art form. Theory is agood guide
for what to| avoid, but ultimately we must observe others who have
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done it successfully, practice a great deal, and learn from mistakes.
Then we can create our own "postry."

Even Napoleonwaant ableto fully exploit his knack for grasping
thewholesituation at a glance, his coup 4ve#l, without having been
through the wringer afew times. Ashesaid, " On thefield of battle,
the happiest inspiration [coupdeil] is often only a recollection.”
What seems to be asudden insight is often based on some memory
from a past experience, whether conscioudy or subconscioudly.

For example, when Napoleon was given command of the Italian
campaign and his superiorswanted to split efforts between another
genera and him, Napoleon balked, declaring, " One bad generd is
better than two good ones” This waat a sudden insight. He
remembered that during hisfirst mgor battle as a captain during the
French Revolution, the mission failed because the other senior offi-
axr—in charge of providing cover—refused to proceed in bad
weather. Not only did Napoleon learn the perils of lost opportunity,
but he dso learned the dangers of combined operations. And by the
time of the Italian campaign, he was able to benefit from the vaue
of experience. We can deduce from this that not only is experience
the best teacher, but failure is often the best experienceto learn from.

Successor failure aside, we can increase the chances that we will
learn from experience by working from a sound set of principles,
such as those listed here, and having periodic "principle checks'
throughout our projects. As my old boss, Lou Ockey, used to sy,
"There's a difference between someonewith twenty years of experi-
ence and someone with one year of experience twenty times.”
Principle checks can help ensure that we do not become the latter.

Experience really becomes essential when we need to make a
judgment cal without having the benefit of full visbility.
Clausewitz said, "Whatever is hidden from full view . . . must be
guessed at by talent, or smply left to chance.” While some things
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indeed mLLt be left to chance—athough uncertainties in general
should be prepared for via strategic buffers or contingency budg-
es—there are times when we need to make decisions on the fly
without h:iving dl the facts. Only the combination of principles
and cxperi(]encc can help us then.

The ultimare level of experience is to have been through the
details involved in our projects. Napoleon had hands-on experi-
ence with everything he oversaw, whether making gunpowder,
constructirig gun carriages, using a cannon, or applying various
tactics. Wj can be successful without such hands-on experience,
and many successful project managershave only surface knowledge
of the specific technology or business involved in their projects,
but hands-on knowledge certainly helps.

Le's say theré's a certain areg, beit project management, lead-
ership, or some businessor technical area, in which we just don't
have the right experience to be successful on a given project-or
our team lacks experience. What can we do in that case?With a
lack of experiencein any endeavor, the best thing we can do is to
receive training—idedly, instruction that includes drills to mimic
red-life sitdations. Thisisa technique that has worked for armies
for thousands of years, and, while not a substitute for experience,
itis indeed‘ helpful. Although principles, theory, and training can
help us become successful, it is the practice of those principles
combined with the various experiencesweve been exposed to that
makes us continuously successful. As Napoleon said:

The knowledge of higher leadership can only be acquired by the study of
military Aistory and aczual experience. Thereare no hard and fasz rules;

everything depends on the plans of the general, the condition of his
troops, the:season of the year, and a thousand other circumstances, which

have the effect that no one case will ever ressmble another
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So, with adequatevisibility of projects, events, people, and infor-
mation; the ability to process and analyze that information; and
experience using the principles of project management, we are now
ready to proceed to the ultimate rung on our ladder —situationa
avareness.

SITUATIONAL AWARENESS (Coup D'OEIL)

Situational awareness, or coup 4 vezl, refers to the ability to quickly
digest and classify information, so as to make a correct decision on
the fly. This can dso be referred to as "Srategic intuition” and
assumes a broad view of events at any given time—the pinnacle of
true awareness. It was Napoleon who first referred to thisintuition
as coup dveil, and in military and business circles, the term became
synonymous with "Napoleon's glance." Clausewitz, in his book On
War, credited this rare ability as a key enabler to Napoleon's suc-
cess.” But can coup dbeil belearned, or isit inherent only in certain
people?Let's consider Napoleon's view:

My great talent, the one that distinguishes me the mog, is to s the
entirepicturedistinctly.. . Thereisa giff of being able to sseat a glance
the possibilities offered by the terrain . . . Onecan call it the coup dbeil
anditisinborn in great generals.

Alas, from Napoleon's standpoint, and from much literature on
the subject, it seems that coup dbeil is a combination of learned
habitsand inborn talent. Ye, dl is not lost. We can greatly improve
our chances of achievingthislofty goal—mimicking it, as it ware—
by building the foundation that weve covered thus far: namely,
broad visibility, observation and analysis, and experience. But there
isone moreingredient we need that holdsit al together like glue—
frequent communication.
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Lets recall from the Ulm campaign that Berthier's Imperial
General Staff kept al corps commanders up-to-datewith the posi-
tion and current directives of adjacent troops. Just as important,
they kept Napoleon aware of dl activitiesthrough regular updates
from the corps commanders. This gave Napoleon and his corps
commandlers the situational awvareness they needed to be successful.
They did_nJLt have the benefit of e-mail and cdll phones, so dispatches
had to be Ldelivcred on horseback. Maintaining close lines of com-
munimtioLx was key, especidly since the Grande Armée consisted of
seven corps spread out over a one-hundred-milefront.

Not wanting to take any chances, Napoleon asked for frequent
updates, with instructionsto report detailslisting the time, not just
the date. He needed to know about tomorrow's problems today.
This was not micromanagement. On the contrary, he gave simple,
clear orders—not the endless minute details that were typical of
generdsof hisday. He knew that thingsin war were unpredictable,
and that—ILeven though extensive research was critical—extremely
complex, rigid plans early on would be a waste of time. Better to
have broader directionsand more frequent communication.

Certainly, it was frequent communication that allowed
Napoleon to redirect histroopswhen hearingthat the Austrianshad
entered Uﬂ-n. Likewise, it was the knowledge that " communication
is power” that led him to circle his troops around Ulm, cutting off
the Austrians line of communication with Viennato the eest—not
to mention adding the element of surprise. And it was miscommuni-
cation that caused the Russians to arrive eleven days late because
they were using a different calendar.

To obtain the coup d'veil that Napoleon possessed, or at least get
close to it, we need to ensure frequent communication, and this
means communication to and by dl parties. This not only guaran-
tees wus simﬁtional awvareness, but our team as well. Following are
sorme exambles of thistype of communication:
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= Recelvingwork completion updatesfrom project team

members

leads

Receiving status updates from project leaders and subteam

¢ Recelving news of related current events

Issuing new or changed work orders

¢ Communicating status to customers, management, and

other stakeholders

Issuing marketing materials or news dispatches to the public

Any or dl of theseitems can lead to greater awareness by dl par-
ties and increase the chances that course corrections can be made
when needed. Thus we can see that project management is not

Communicationis
the key to keeping
everything on track.
It isnowonder
that the Project
Management
Institute views
communicationas
90 percent of a
project manager's job.

about getting people to adhere to
some rigid plan set forth before dl
details are known, but about situa-
tional awarenessand making the plan
follow redity. Projects are by nature
fluid and uncertain, and communica-
tion is the key to keeping everything
on track. It is no wonder that the
Project Management Institute views
communication a 90 percent of a
project manager's job.

As for the frequency of updates
from our project teams, remember
that Napoleon asked peopleto report

detailsto the hour levd. This may be overkill in most project envi-
ronments, but we can greatly improve our planning ability by ask-
ing for daily updates, and certainly no less frequently than weekly.
Our teamsshould, for their active tasks, communicate hours spent
to date (for cost reporting purposes), time remaining or percentage
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complete (for planning purposes), and any issues they've encoun-
tered (for excepti on and ri K handling). Frequent reporting of time
remaining or per cent age completeiscritical, asit enables usto look
at our project plans in red time and see the impact on the remain-
ing schedule.

We can come very close to mastering the art of coup 4veil, or
maintaining situational awareness, by obtaining good visbility of
projects, events, people, and information; using proper indices to
identify status and problem areas; building experience to be able to
identify what is relevant; and establishing frequent two-way commu-
nication. Thisisour first step toward achieving exactitude. The next
step, after ensuring we have a good foundation of awareness, is to
improve our chances even more through specific, targeted research.
Thus we come to our next enabler for exactitude—research.

RESEARCH

Napoleon once said, "Intelligent and intrepid generds assure the
success of actions. One must be dow in deliberation and quick in
execution.” We can see the extent to which Napoleon prepared for
acampaign, whether researching the subject matter in detail, as he
did with the Egyptian campaign, or extensively investigating the
terrain, as he did with dl his campaigns. He dso read at length
about past battlesin the areaor against the same generals. All of this
information tipped the scdes in his favor. One can talk about
awvarenessand intuition, but without the proper research on agiven
endeavor, these genera abilitiesare diluted. Indeed, avareness and
research are indelibly linked, and each relieson the other.
Napoleon knew this better than anyone. Although he spoke of
the innate ability to see the whole playing field, he still spared no
expense researching the territory in advance. " There is no greater
coward than | when | am drawing up a plan of campaign,” he
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said. "l magnify every danger, every disadvantage that can be con-
caived." It becomes obvious, then, that he was able to do this
through a keen insght—awareness—into what might ensue,
aided by the extensive research he typically conducted of the ter-
rain and of past projects. And during his research he dways kept
an eye out for risks that could come back to haunt him later. With
this combination of awareness and research, we can conduct the
kind of risk assessment Napoleon spoke of, and thus improve our
chances for ascertaining asituation correctly —and obtaining coup
doeil,

The dements that contribute to effective research are study of the
terrain, study of past projects, and preliminary risk identification.

STuDY OF THE TERRAIN

Beforethe UIm campaign, Napoleon sent Marshal Murat to inspect
the topology of the land and others to inspect bridges and river-
banks. Likewise, he had Berthier gather an index on the locations of
theAustrian troops. At Austerlitz he sent spies to the Austro-Russian
camp to inspect what they were up to. And even then, he persondly
ingpected the territory, looking for a suitable place for battle. These
are dl examples of the ways in which Napoleon studied the territory
before battle.

In project management, we must aso study the territory in ad-
vance. This does not necessarily apply to the physica territory—
athough it could be relevant, depending on the nature of the
project. More broadly, this refersto getting familiar with the subject
matter of the project, the players involved, and the nature of the
people well be dealing with. This may mean reading up on a cer-
tain business areawere not familiar with, a specific technology, the
organizational structure, or the nature of certain types of people,
depending on their functional or geographical culture. This could
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includefinding out specificindividuas likes and didikes, if thiscan
be done discreetly Some project managers even create a "political
plan,” which outlines the organizational culture, stakeholder roles,
potential issues, approachesto take, and any other information that
will help manage the political arena. It can dso be helpful to tak to
others familiar with the territory or with the key stakeholderswell
be working with.

We can learn quite alot by investigating past projectsin addition
to inspecting the poalitical, business, and technical landscape. Thus,
our next area of research is the study of past projects.

THE STUDY OF PAST PROJECTS

Before every battle, Napoleon did an exhaustive study of other
battles that had been fought in the same area or against the same
armies. He didn't want any surprises, and valued the opportunity
to learn from others' mistakes—or successes. We can use the same
approach by studying relevant past projects before undertaking
ours. Much like Napoleon, our study of past projects may include
researching similar projects that were undertaken or projects that
dedlt with the same players. Both can provide unique, relevant
information from different perspectives. The ideal situation is to
have a searchable database of archived projects, preferably catego-
rized by various topics. Many Enterprise Project Management
(EPM) toolsoffer categorization of lessons |earned by subject area,
such as plant start-ups, staffing, communication, or any number
of other relevant topics. This enables a knowledge base that can be
quickly mined for information when beginning a project.

We might aso tak to people who were involved in these proj-
ects, especialy the project manager, to see if there were any issues
that could impact our project as well. Or maybe the project had
some lessons regarding how best to work with specific departments
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or people. Much can be learned from a brief conversation with a
project manager who has managed projects dealing with the same
topic or audience.

Along with any data weve gathered on our own regarding the
territory, thisinformation can be used to assemblealist of risksthat
could pose a threat to our project. This takes us to our third and
final area of research—the identification of preliminary risks.

PRELIMINARY RISK IDENTIFICATION

Once weve done the prerequisite reading and have examined past
projects, we are now ready to identify possiblerisks, which is neces-
sary if our plans are to be effective. This will be based mostly on
the input we collect from our research; much the same way that
Napoleon gathered information before a battle and spent hours
and sometimes weeks meditating on what dangers could occur.
Preliminary risk identification is a natural next step after research.

Some organizations use a risk checklist with categories such as
schedule, cost, or quality risks, technology risks, project manage-
ment risks, externa risks, for example, vendors, consultants, and
weather; and organizational risks. Industry-specificriskscan aso be
considered. Fortunately, some good risk questionnaires and check-
lists are availablefor free via the Internet, so there's no need to cre-
ate one from scratch. RitaMulcahy’s book Risk Management: Tricks
of the 77ade® for Project Managers, also contains some vauable tem-
plates and checklists.* The bottom line is that a risk checklist or
questionnaire can save an enormous amount of time and can gen-
erate ideas that otherwise may go unnoticed.

Remember Napoleon's maxim of being "dow in deliberation and
quick in execution"?Le’'s not forget that it is possibleto get caught
upin"andyds pardyss” spendingso much timeanayzing thingsthat
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we delay execution and missa potential window of opportunity-or
run into other dangersthat delay can bring. A good rule of thumb is
to invest time up front for research and planning, but to go forward
once you have 60 to 80 percent of the information you need, and
certainly don't wait until you have 100 percent.

Some experts, such as former U.S. Secretary of State Colin
Powell, suggest that even 40 to 70 percent knowledge is adequateto
begin moving ahead. Much depends on the industry, the risk toler-
ance of an organization, and the time

avdlable. It is important to under- o
stand that if we spend too much time A - e thuth
on risk anaysis, the delay itsdlf ,gfofjr;et_ Lum
becomes a risk. Napoleon recognized flsni)fmv md](:t:d
this when he said, "The torment of o (?rre;—)jtrt
precautions often exceeds the dangers fp 4 5 Ofgl
to be avoided. It is sometimes better oer:r gomey;de
to abandon ones sf to destiny.” © fogo pe
. o . theinformation you
Besides, planning is not a onetime need. and cartain
activity; it should be done throughout anderany
. o . dont wait until you
aproject, as planningin detail closer to hea et
the point of action givesus the benefit €100 percat.

of greater accuracy. That doesn't mean

all phases of a project shouldn't be examined at a high level early on
& part of an initial risk assessment, merely that finer details can be
considered as events get closer.

All in dl, by taking some time up front to conduct adequate
research--of the terrain, past projects, and preliminary risks—we
can greatly improve our chances of successand be much more capa-
ble when dealing with uncertainties, which are bound to happen.
Having done that, we are ready to do further planning, which takes
us to our next enabler for exactitude— continuousplanning.
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CONTINUOUS PLANNING

As much as Napoleon spoke of extensive planning, even he didn't
plan every detail in advance, only asfar out as he could see. He did,
however, think about the ultimate goa from a broad perspective.
For example, when planning the UIm campaign, hisinitial plan—
after doing some quick but extensive reseerch—was to invade the
Austrians before the Russianscould arrive. Only as he got closer did
he find out that the Austrians had entered Bavaria and then Ulm.
Then he was able to refine his plan. More importantly, he didn't
even think about planning the details for addressing the Russians,
& he didn't know for sure where hed be facing them. Certainly he
had it in the back of hismind, as his broad plan was to address the
Russians next, but he didn't worry about those details early on.

It is the same with projects. If we maintain awvarenessand do the
proper research, our initia project plan should contain enough detail
to get arough timeline and cost estimate, but with much more detail
about the early phasesof the project than phasesthat are farther out
into the future. This requires that planning be an ongoing process,
with afluid project plan, constantly changing to match current cir-
cumgtances—as opposed to the wishful thinking that circumstances
will somehow magically conform to our plan. Plans should not be
created and etched in stone to befollowed verbatim. Napoleon knew
thisinstinctively. So did Dwight D. Eisenhower,who said, "Plansare
nothing—planning is everything." PMI dso endorses this logic,
referring to the evolutionary project plan approach as *'progressive
elaboration.”

For example, | laid out the entire table of contents and outlined
each chapter when | was preparing this book— needed to anyway
for the book proposd. | set a schedule to follow, knowing that it
would probably change as the book progressed. Sure enough, &s |
wrote, | found better waysto structureit. | removed chapters, added
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chapters, and merged contentsinto other chapters. As | began each
of the three sections of the book, | outlined the upcoming part in
finer detail, which made thewriting effort much easer. | knew more
about what | wanted to say, based on what | had written so far. One
might cdl it "just-in-time planning.” This is much different from
"wingingit." Theentireproject should belaid out up front. It would
be foolish, however, to assume that it would not need refinement as
things progress.

There is actually a technique that has become common practice
in project management circles, caled "rolling wave scheduling,”
that uses this same approach.

ROLLING WAVE SCHEDULING

The idea behind rolling wave scheduling is that a project will be
broken into phases—typicaly ninety days but sometimesaslong as
sx months. The firgt phase will initially be much more detailed
than future phases. Midway into each phase, the next phase will be
refined in greater detail, such that it resemblesarolling wave, with
anew wave forming beforethe current wavefadesinto thesea This
issimilar to the way Napoleon planned and executed the Ulm cam-
paign before addressing the details of the Austerlitz campaign.

A rolling wave schedule offers the benefit of having later tasks
planned closer to the point of activity, when estimateswill be more
accurate. It is often difficult to plan and estimate future phasesin
finedetail up front, aswe can't always know what the circumstances
will be. As the saying goes, " The map is not the territory.” We can
have a plan or amap, but oncewe get into the territory, that's when
well redly know what were facing. To make this approach success-
ful, however, there are some guidelineswe should follow.

Firgt, we should start with aWork Breakdown Structure (WBS).
This is a hierarchical list or picture of al the deliverablesof our
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project, including the management of the project, all major cate-
gories of work, and the major ddliverables for each category. The
WBS, typically noun-oriented, represents the entire scope of the
project and should be created with the collectiveminds of the proj-
ect team. After the WBS is created, we then create a master plan,
which outlines the major eventsthat must happen throughout our
project in order to accomplish the deliverables. Often, it isin the
form of ahigh-level timeline or milestoneslist. This should be rda-
tively easy to do for the entire project, and enough to get a rough
time and cost estimate. Then—assuming our project is approved —
we proceed to develop a detailed master schedule. This is where
rolling wave scheduling comesin.

Thefirst thing we need to consider is how many phasesour proj-
ect should have. The number of phases in a project can vary, but
generdly each phase should be ninety days. That's about asfar aswe
can se into the horizon with any levd of certainty, although for
some projects the horizon could be shorter or longer. There is a
standard guideline for how much detail to include for the nearest
horizon (thefirst phase): tasks should be no less than eight hoursin
length and no more than eighty. The idea is that smaller tasks can
be managed offline and larger ones should be broken into chunks.
Phases that are farther out on the horizon can be at a higher leve,
until that horizon approaches.

That is not to say we cannot provide an "order-of-magnitude’
estimate early on (typically in arange of —25 percent to +75 percent
accuracy), when we create our master plan, or even a "definitive
estimate” (typically in a range of -5 percent to +10 percent accu-
racy), when creating our full master schedule. We can even commit
to ahard due date, which well often be required to do. We might
find ourselves needing to reforecast the project, however, as each
phase approachesand we refine the detailsfor that upcoming phase.
In a perfect world, a rolling wave refinement would just involve
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refining the detailsand not changing the overdl time, cost, or deliv-
erable~Since we have project sponsorsto satisfy, we should first try
to resolve any issues, perhaps by overlapping some tasks (which can
add risk), or by using more resources (which can aso add risk and
increase the cost). As alast resort, we may need to negotiate trade-
offs in scope, time, or cod—known &s the "triple congtraint” —and
submit a project change regquest accordingly.

The rolling wave approach is a mgjor factor in continuous plan-
ning. It provides a more redlisticapproach to project scheduling and
it increasesexactitude as well, since the detailsare planned closer to
the point of action. Asaside benefit, it also servesto keep the proj-
ect manager involved throughout the length of the project, not just
during the early phases. All too often, a project manager will focus
on assembling the perfect project plan and then become compla-
cent during the all-important execution phase. Then, as the project
winds to a close, he or she gets a second wind, scurryingto resolve
last-minuteissuesto at least give the illusion of success. By using a
rolling wave approach, we manage efforts throughout the project
and avoid that fate.

If arolling wave scheduleis aso set up to provideinterim deliv-
erabl ewith each phase, further fine-tuning can be done when plan-
ning subsequent phases, based on the lessons learned. This brings
even more exactitude. This takes us to another important element
of continuous planning— phased deliverables.

PHASED DELIVERABLES

Whether planning a series of objectives for a battle campaign or
scheduling construction projects, such as creating a museum or
building a road or canal, Napoleon dways insisted on tangible,
piecemeal results, instead of waiting for the entire project to be
completed to yield benefits. As his secretary, Baron Fain, noted in
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his memoirs, Napoleon was often frustrated when he saw prepara-
tions being made on too large a scde, which would result in a
bunch of wasted effort if the project were somehow interrupted pre-
maturely. Fain noted that if Napoleonwereto build afortification,
hewould have each phase result in some ddliverable, beginningwith
adefensiveditch, then ahighwall, and so on.” Napoleon said:

By beginning everything, we risk finishing nothing. . . It is better to
achievea canal of ten leagues every ten years, than to haveto wait a cen-
tury for a canal of a hundred leagues to be finished.

Likewise, when addingagdlery to the Louvre, although Napoleon
planned thewhol e project from ahigh levd, heinstructed the archi-
tect to completesectionsin phases, and said: "If | cannot complete
it, at least | don't want to leave behind me along line of unfinished
pillars, waiting sadly upright to be crowned by their vault and the
rest of the buildings.”

We should consider the same approach when managing projects.
How many times have we begun a project so broad in scope that
after a year passed, nothing was delivered?Then, with the cost soar-
ing, the project was canceled. It isfineto think broadly, but it is bet-
ter to planin phases, with each phase providing tangibledeliverables.

This can dso be used as away to measure the progress of a proj-
ect. According to Baron Fain, Napoleon had a system by which he
monitored the ratio of money spent versus how much work was
accomplished. Fain explained that if a project were planned to take
ten years, Napoleon would check to be sure that each year would use
one-tenth of the total funds and deliver one-tenth of the total work.'
Thisisan excellent way to measure project success. It not only shows
how much you've spent, it shows how much youve received for what
youve spent. With traditional "planned versus actua™ methods, it
could look as if you are on schedule (the right number of hours
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logged) and on budget (the right amount of money spent), but it's
not clear how much work was actualy accomplished. Napoleon
focused on deliverables versus money spent, as opposed to just track-
ing money planned versus money spent. The same approach could
be usad to track schedule progress by looking at ddliverables versus
time spent.

How can we adopt this method for monitoring our projects?It
just 0 happensthereis a modern-day method that mirrorsthisfor-
mul a, giving evidence that thereis nothing new under the sun. This
method is called " Earned Vaue Management,” originally developed
for the U.S. Department of Defense, and now an international
standard for project management. The concept behind Earned
Vdueis that it measures how much work has been accomplished
based on the planned value at that point in time. This can be made
easier by having phased milestones, each offering at least one deliv-
erablethat has somedefined val ue-either afixed vaueor weighted
percentageof the overdl funds.

To build on Baron Fains example, let's say we have a ten-month
project, and we plan to complete one deliverable each month, each
taking one hundred hours and costing one thousand dollars. The
total project budget is ten thousand dollars. By the end of two
months, we should have spent two hundred hours and two thou-
sand dollars, and completed two deliverables. But let's say we did
spend two hundred hours (right on schedule) and two thousand
dollars (right on budget), but completed only one deliverable. Isthe
project in good shape?lsit redly on scheduleor on budget?Alas, it
is neither. This is where Earned Vaue M anagement comes in.

Earned Vdue represents the vaue of what was accomplished to
date—measured by the percentage of work completed multiplied
by the total funds of the project. In this case, the Earned Vaue
would be one thousand dollars—10 percent of the work completed
multiplied by the total budget of ten thousand dollars. This can be
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compared with the Planned Vaue--cost that should have been
incurred by thistime—to determineif a project is redly on sched-
ule. Since the Planned Vaue after two months is two thousand dol-
lars, we are indeed behind schedule by one hundred hours, using a
rate of ten dollars an hour. Likewise, since our actua cost is two
thousand dollars, we are one thousand dollarsover budget, sincewe
delivered only one thousand dollarsworth of product but spent two
thousand dollars. Traditional methods would have shown us to be
on schedule and on budget.

Therearequite afew booksthat offer more detailson implement-
ing Earned Vaue Management, including the definitive book on the
subject, Earned Value Project Management, by Quentin W. Fleming
and Joel M. Koppelman.? This method, which mirrors Napoleon's,
is an effective tool for reporting budget and schedulestatus to man-
agement, and phased ddliverables are a key way to make thiswork.

By having phased ddliverables, we can achieve early wins, begin
redizing benefits sooner, and dlow for measuring completion of
work, which gives us a true picture of our project's health. And by
combining phased deliverableswith rolling wave scheduling, we can
exercise continuous planning, which gets us closer to the exactitude
we need. But there is one final element of continuous planning to
consider—-ongoingrisk management.

ONGOING RISK MANAGEMENT

Le's examine Napoleon's view on theimportanceof risk andysis

Military science condds in ealeulating all the chances accurately in the
first place, and then in giving accident exactly, almost mathematical&
its place in one? calculations. 1t is upon this point that one must not
deceive oneself, and yet a decimal moreor less may changeall. Now this
apportioning of accident and science cannot get into any head except
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that of a genius . . . Accident, hazard chance, call it whaz you may, a
mydery to ordinary minds, becomes a resality to superior men.

We can concludethat we must not only spend as much effort as pos-
shle identifying and responding to risks, but we must dso plan for
those risks we cannot identify, which Napoleon refers to as "acdi-
dent." We can address unidentifiablerisks only by having strategic
buffers or some sort of management reserve, which is different from
acontingency budget that is to be used only for identified risks. We
can greatly improve the chances of our project's success, however, by
a least keeping a close eye on those risks we can identify. And this
should not beaonetimeactivity.Just asweve seen the benefit of plan-
ning throughout thelife of our project—not just once asan up-front
endeavor —we need to extend the same approach to management of
risks

We can do this by scheduling periodic times throughout a proj-
ect to identify and assess risks. Some experts suggest doing this at
every status meeting, which is ided, but the next best thing is to
build it into the schedule, even if it isat the beginningof each phase
or during each "gsage gate' —periodic checkpointsinserted into a
project schedule. Often, project managers, if they identify risks at
dl, never develop a plan to respond to them; develop a response
plan but never executeit; or develop a response plan and executeit,
but never check to see if new risks have surfaced or if other risks
have been caused by resolving the initial risks. Unlessrisk manage-
ment is inherent in the culture of the organization, we can avoid
these typical bad habits by scheduling periodic*risk-checks.”

How do we actually conduct a risk assessment?Fortunately, there
is a proven process for this, and it is simple. We take the risks we
identified during our research and then assign probability and
impact to each one: the likelihood that each will happen and the
leved of impact if it does. Wecan simply use high, medium, and low
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ratings, although numbers may work better since they can be scored
more easily. Then we can decide, based on how tolerant our orga-
nization is for risk, for which ones we need to develop responses.
We then develop our responses. This isstraightforward, as there are
only five possible responses to any risk:

1. Avoidance—do something to avoid the risk completely;
change your plan so that the risk won't happen.

2. Mitigation--do something to reduce the probability or
the impact of the risk.

3. Transference—transfer the risk to someone ese, for
example, purchasing insuranceor outsourcing, provided
the contractor bearsthe risk.

4. Active Acceptance—accept the risk, but develop a
contingency plan for if it happensor put asdea
contingency budget.

5. Passive Acceptance—acoept the risk, but decide what to
do only if and when it happens.

The response we choose for each risk will depend on the rik's
probability and impact and the risk tolerance of the organization.
For example, passive acceptance may be a perfectly acceptable solu-
tion for something with low probability and impact, depending on
the organization's risk tolerancelevel. Once weve chosen the risks
to address, we can then decidewhat actions to take or determine if
any actions need to beincluded in our plan.

Some industries take things a step further and perform detailed
guantitativeandyssby investigatingnumerous"what-if" scenarios—
typicaly using simulation software—and performing decision-tree
analysisto determine the coursesto take. What we covered is quite
adequate for most industries and a good step forward from what's
typically being done—nothing.
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We can assure that were planning continuously throughout our
project and staying on course by performing ongoing risk anaysis
in combination with a rolling wave schedule and phased deliver-
able~And this, combined with the knowledge that awareness and
research offer, can provide the exactitude valued by Napoleon.

EXECUTIVE SUMMARY

At the beginning of thischapter, we determinedto show how we can
achieve exactitude— pinpoint precison—through increased aware-
ness, extensive research, and continuous planning, which includes
risk management. It is evident that these combined elements make
up a powerful toolbox for keepingour projects on target. Beforewe
move on to our next principle, let's recap these eements.

First, by awareness, we mean visibility of projects, organizational
events, people, and external information; observation and andysis
of that information; adequate experience to know what is relevant;
and, viadl of that, the strategic intuition to be able to make deci-
sions on the fly—wha we cal situational awareness or coup 4 oeil.

In addition to this broad awareness, we need to conduct specific
and targeted research for the project in question. This moves us
closer to our goa of pinpoint precision. By research, we mean a
detailed study of the "terrain™ —the terminology, people, and cul-
tureswell be dealingwith—a study of past projects, and identifica-
tion of preliminary risks. Yet, we dso need to avoid getting stuck in
"andyss-parayss," so we should be prepared to go forward with 60
to 80 percent of the information we need, depending on the time
available.

We dso need to practice continuous planning by adopting a
rolling wave approach (refining each project phase as its horizon
approaches), providing interim deliverables with each phase, and
identifyingand assessing risksthroughout the project lifecycle. And
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if things look as though they might deviate from what weve told
stakeholders, we can take corrective action and, as a last resort,
negotiate trade-offs in scope, time, or cos—the triple constraint.
This should be kept to a minimum, however, if weve done the
proper research, alowed for risks and uncertainty, and are monitor-
ing the progress of our ddliverables (not just time and cost).

In summary, we can achieve better accuracy and thus exactitude
by increasing our awareness, conducting adeguate research, and tak-
ing a continuous planning approach. Let's keep in mind, however,
that many projects begin with al the tools necessary for exactitude
and still fail. This is why we have six principles and not just one.
The next principlewell discuss, and one that must be consideredin
order for exactitudeto achieveits full potential, is speed

MARCHING ORDERS

BUILD AWARENESS
Vishility —maintain visibility of projects, organizational events,
people, and external events.
* For projects, use acommon repository and enterprise project
management/portfolio management software.
* For organizational events, view intranet sites and increase
networking.
* For people, use resource management software in addition to
more face-to-face contact.
* For externa events, subscribe to trade magazines, business
publications, and join PMI.

Observation and Analysis
* For projects, use meaningful indices, not just red, yellow, and
green indicators.
* For organizational events, people issues, and externd
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information, experience is needed to be able to separate what
is relevant and/or what needs to be addressed.

Experience—nbuild experience, as only experience can tell us what
information is relevant. And only experiencecan enable true avare-
ness—drategic intuition.
e Use the principles. Consider doing a periodic " principle
check” to be sure they're being used.

Situational Awareness (0oUp 4 veil)—gain the strategic intuition
necessary for making correct decisionson the fly. Do this through
broad visibility, keen observation and analysis, experience, and fre-
quent two-way communication.

* Stay aware of current related events.

¢ Keep your team and stakeholdersaware of changing events.

¢ Ask for frequent task updatesfrom team members.

* Frequency of team reporting depends on the nature of the
project and the culture of the organization, but should be at
least weekly.

* For each task, ask your team to report time spent to date (for
budget tracking), time remaining or percent complete (for
planning), and issues (for exception and risk handling).

CONDUCT EXTENSIVE RESEARCH
Study the terrain.
* Read up on the business area and/or technology as
appropriate.
* Find out who the stakeholderswill be and their likes and
didikes.
¢ Consider creating a political plan, outlining the
organization's culture, stakeholder roles, issues to address, and
approachesto take.
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* Read up on the functional or geographical culture of the
peopleyoull be dealing with.

Study past projects.
* Study similar projectsand those that involved the same
players. Both can bring unique lessons.
* Consider building alessons-learned database, searchableby

category.

Identify preliminary risks.
* Consider using arisk checklist or questionnaire.
* Beware of andyss-pardyss Don't aim to know everything, go
forward with 60 to 80 percent of the information you need.

PRACTICE CONTINUOUS PLANNING
Use the rolling wave scheduling method by planning each horizon
asit approaches.

* Begin with aWork Breskdown Structure—a hierarchical list
of dl thework that makes up the project—and a master
plan—a high-level timeline and milestones. Then create the
master schedule.

* Bresk your project into phases (typically ninety days each).

* Early on, plan thefirst phasein detail and future phasesat a
higher level.

* Midway into each phase, refine the next phasein grester
detail.

* If refinement causes a deviation from the promised time, cost,
or scope, try to resolvethe problem by overlapping tasks or
adding resources.

* |f that seemstoo risky, negotiatetrade-offsin scope, time, or
cost with the project sponsor.




EXACTITUDE

Include phased deliverables in your project plan.

* This dlows benefitsto be achieved earlier and reduces the
risk of ending up with nothing if the project is canceled
unexpectedly.

* Consider using Earned Vaue Management to measure the
value of thework performed (deliverables achieved) versus
the time and money spent. This gives a more accurate picture
of the project's health.

Practice ongoing risk management.
¢ Use predetermined checkpoints throughout your project.
¢ |dentify new risks, assess probability and impact, and develop
appropriate responses—avoid, mitigate, transfer, accept with
contingency, accept without contingency.



CHAPTER [/

—
—

Speed

The loss of timeisirreparablein war. The reasonsthat
one gives are always poor, because operations misfire only
through delays. The art conggssmply in gaining time
when one bas inferior forces—NaroLeoN

I t is dear that Napoleon dways kept a broad awareness of events,
which, combined with targeted research and ongoing planning
and risk management, enabled him to make correct decisionsand
thus achievethe exactitude he often spoke of. But exactitudeisonly
part of the equation. Napoleon was able to surprise Genera Mack
at Ulm because of the speed with which the Grande Armée acted
and moved across Western Europe. It was this same speed that
dlowed Napoleon's army to take advantage of the Russians tardi-
ness. Likewise, it was a rapid march to Austerlitz by Napoleon's
reserves that became an essentia part of Napoleon's plan.

Speed means much more than just surprisingthe competition, as
Napoleon was wdl aware. Many things can go wrong because of
project ddlays, in warfare or in business.

* The political, economic, or organizational environment can
change.
* A window of opportunity can belost.
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* The team can lose focus.

¢ Opposition can build.

e Stakeholder interest can fade.

* New riskscan evolve

* An important deadlinecan be missed, causing a domino
effect.

Any or dl of thesecan lead to project disaster. In addition, we
must remember that speed begets speed. Once momentum takes
hold, barriersand distractionshave less impact. As the Borg said in
Star Trek, "Resigtanceis futile.” Napoleon knew this ingtinctively:

The strength of an army, like the power in mechanics is estimated by
multiplying the mass times the rapidity; a rapid march augments the
morale of an army, and increasesall the chances of victory.

Napoleon recognized that the scientific definition of momen-
tum—mass times veocity —applies to achieving gods with people
aswedl. And he knew that without adequate mass, velocity becomes
even morecritical. Massand velocity alonedo not completethe pic-
ture, because regardless of the mass and velocity, there is dways
some sort of resistance that will cause the momentum to fade—
unlessthereis quite a bit of mass.

A Wiffle ball, familiar to most Americans, is alight plastic hol-
low bdl with holesin it, used for backyard basebdl gamesin close
quarters. It sails dowly through the air when thrown or hit with a
plastic bat, and it won't break anything or hurt anyone since the
material is light. The holes in the bal are there for air resstance,
which serves to dow down the bdl. Of course, the bal must be
thrown or hit for it to go anywhere.

Lets say we want the bal to go faster. Throwing a Wiffle ball
faster can increase the speed, but because of air resistance, not by
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much. If wewant the ball to go significantly faster, we need to either
remove the holes (reduce resistance) or use heavier material (more
mass), sSince mass can help overcome resistance. A combination of
both would beided.

We can deduce that to achieve and maintain speed, we need to
reduce resistance, create a catalyst for inspiring movement (thus
increasing our velocity), and increase mass. The same s true when
managing a project. We must find ways to reduce resistance,
whether the resistance is coming from our stakeholders, the use of
inadequate tools, or any other barriersthat may stand in the way of
our team. We must dso provide acatalyst for movement by increas-
ing the urgency levd of our project. And finaly, we must increase
our mass by focusing al of our resources on the critical work to be
done.

Before we explore how to do this, let's take note of the dangers
of concentrating on speed alone. Going back to our Wiffle bal
example, adding more speed to the ball won't do much good if our
am is't true and if we don't use proper technigue. Thus, speed
must be balanced with exactitude.
Applying this to managing projects,

[
) if we ignore the up-front research
"Hasteis speed
. el . and planning we need to be success-
without planning.”

ful, we end up with haste and not
speed. And, as Genera George S.
Patton once said, "Haste is speed
without planning.”* While the "go
forward with 60 to 80 percent” guideline we discussed can help
with achieving speed and not haste, this is only a guideline.
Ultimately, the decision is an art more than a science and depends
on the circumstances. This fine baance is the secret to success in
both war and project management.

Meanwhile, with those cautions, let's examine further how to

— GENERAL GEORGE

S. PATTON
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achieve the speed that made Napoleon so successful. Well do this
by exploring the three areas weve mentioned —reducing resistance,
increasing urgency, and providing focus for our projects.

REDUCING RESISTANCE

The Grande Armée marched at a rate of fifteen miles per day to
reach the Rhine in less than six weeks during the Ulm campaign.
They were able to do so because Napoleon worked hard to reduce
any resistance they might have encountered. He did this in two
ways. Fird, he negotiated agreementswith important stakeholders,
like Bavariaand Prussia, to be sure they would be partnersand not
obstacles. Second, he ensured that his troops had every advantagein
their favor, whether this meant better training, superior equipment,
adequate clothing, or the removd of anything else that might serve
as a barrier to success. When leading projects, we, too, need to
reduce resistance by managing stakeholders and removing barriers
for our teams. Let's learn how we can best do that.

MANAGING STAKEHOLDERS

One of thefirst thingswe must do when undertaking a project isto
identify our stakeholders and make sure they’re on board with our
gods, and, if possible, modify our goals to accommodate their
needs—ijugt as Napoleon secured agreements with Bavaia and
Prussia before undertaking the Ulm campaign. We spoke earlier of
the need for a communication plan—to identify who needs to
know what, when, and how—and possibly even a political plan—
to outline the politica structure and potential issues. Certainly,
thesetools, as well as the ability to speak the stakeholders language,
as we discussed in Chapter 3, can help pave the way. After weve
done that preparatory work, we must, however, take the next step
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and meet with our stakeholders, idedly as a group, to discuss the
rationale for doing the project, address their concerns, and try to
create a shared vision for the project.

We are making stakehol ders partnersand increasing our chances
for success by including them in the up-front goa setting and
requirementsdefinition of the project. Likewise, we can design our
project around these collective needs, which may be prioritized
according to stakeholder need or importance. This goes back to the
House of Quality approach we discussed in Chapter 3, where we
use stakeholder requirements to determine the design priorities of
our project.

Sometimes, though, even this ian't enough. If our project intro-
duces mgjor cultural changes or a paradigm shift in an organiza-
tion's way of thinking, we need to haveafull plan for addressingthe
people-change aspects of our project, along with a designated
"change champion" —someone responsible for influencing the
change throughout the organization. Targeted and ongoing com-
munication is key.

This is where Dean Anderson and Linda Ackerman-Anderson's
Transformational Change approach can come in handy. In their
book Beyond Change Management and its related workbook, The
Change Leaders Roadmap, they offer a systematic approach to
addressing the resistance that typicaly accompanies such massive
change. Their approach includes conducting readiness-assessment,
building change management skills, resolving barriers, mapping
design requirements to stakeholder needs, and many other items
that weve discussed here.? Anyoneimplementing a major changein
an organization would be wise to use the Andersons system, or
something similar.

With stakeholders on board, the next way we can reduce resist-
ancefor our project is to assure there are no remaining barriersfac-
ing our team.
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REMOVING BARRIERS

Napoleon made sure histroopswerewdl providedfor before embark-
ing on a campaign. He made sure they had the knowledge they
needed to compl ete their assignmentsand ensured that they had good
shoes, excdlent training, and knowledge of how to live off the land.
And because they could live off theland and had lighter artillery than
most, they were able to travel lighter and faster. He ensured that his
troops had the tools and training they needed to be successful, had
their basic needs met, and would be unencumbered. Wdl equipped,
well trained, well informed of the mis-
gon's need, and assured that stake-

holderswere on their side, Napoleon's (;Of/ v
army was motivated to take the un- Aword of caution is
precedented journey and cross 375 thl eeded cor']certrr]:;g
miles in fifteen days. This demon- egﬁt'm a
stratesthe power of removing barriers | 1o Software peckege
will beacure-dl for
for your team. | _ .
what alsan organiza-

As project managers, we must find |
out what barriers stand in the way of
our teams success. Barriers can take
many forms, including inadequate
training, lack of the right toolsfor the
job (equipment, clothing, software,
etc.), political barriers (conflict among superiors or peers, mixed
messages, uncommitted stakeholders, etc.), or process barriers
(excessve bureaucracy, interruptions, multitasking, etc.). A word of
caution is needed concerning the perception that a new software
package will be a cure-all for what ails an organization. The tool
won't necessarily help if the underlying processes aren't resolved
first. We must first remove the barriers of ineffective processes and
excessive bureaucracy, and then we can choose a tool that best suits

tion. The tool won't
necessxily hepif the
| underlyingprocesses
’ aren't relvedfirst.




134 NAPOLEON ON PROJECT MANAGEMENT

our new way of working. By removing barriers up front, we can tip
the scalesin our favor before we even begin.

Although removing barriers up front can help, resstance can
return very quickly as the project proceeds. We must constantly
keep an eye out for things that are impacting our team: conflicts,
difficulty solving a problem, constant interruptions, or any other
barriers. A significant part of a project manager's job is removing
bariers—another reason that it is a good idea to have a Project
Control Speciaist who can maintain the project schedule, manage
the issues list and risk plan, and perform other functions that can
weigh down the project manager.

In summary, by getting stakeholderson board; having the right
training, processes, and tools in place; and continuously removing
any other barriers for our team (political or otherwise), we can
reduce resistance for our project. We can how examine another ele-
ment to consider when trying to achieve speed: increasing urgency.

INCREASING URGENCY

When Napol eon wanted to increase his troops sense of urgency, he
first ensured that they understood the importance of the mission,
then made sure they were focused on the objectives at hand, and,
finally, he provided specific dates by which certain deliverables or
objectiveswereto be met. Thefirst two items are certainly relevant
today, but recent thinking has offered new perspectiveson the third
item—managing by target interim dates.

Consider Eli Goldratt’s Critica Chain Project Management
(CCPM) approach. According to Goldratt, focusing on target dates
for each task doesn't work and indeed can be counterproductive,
unless, of course, the task happensto be time-critical. Thisis because
of two related tendencies inherent in human nature—Parkinson's
Law and what Goldratt cdls" Student Syndrome."
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"Parkinson's Law," coined by British historian Cyril Northcote
Parkinson, states that "work expandsto fill the time availablefor its
completion.” In other words, when peoplecommit to adeadlinefor
atask, they will, by nature, spread the work out accordingly. They
sometimes wen add additional "bells and whistles' just because
there's time. Smilarly, the " Student Syndrome™ dictates that they'll
often wait as late as possible to begin, much like college students
cramming at the last minute for an exam.

Goldratt dso pointed out that people tend to add padding to
their estimatesto assurethat they will meet whatever date they com-
mit to. Unfortunately, in the case of either Parkinson's Law, where
they spread out their work, or the Student Syndrome, where they
procrastinate, this padding gets wasted, and thus we end up with
longer project durations. Goldratt suggested that by removing the
padding from the control of the resources and putting it in the
hands of the project manager, we would encourage the resourcesto
focus more on the task at hand. His suggestionisthat we do this by
asking for aggressive but possible estimates— defined as those with
a 50 percent probability of success—and by isolating any padding
in theform of "drategic buffers.” We achieve project control by ask-
ing resources to frequently report time remaining on their tasks,
and by measuring the consumption of the buffers.

We need to be aware that this is a theory —abeit one that has
proved successful for those organi zationsbrave enough to attempt it—
and, likedl theories, there are red-life exceptions. One such exception
is that not dl task estimates can be reduced. Some taskssmply take
what they take. We obvioudy should not ask for reduced estimatesfor
these tasks. There are some tasks that absolutely must have specific
deadline dates. We need to make people aware of the deadlinesfor
these. Findly, not d| people add padding to their estimates, spread
out work to fill the time, add bdls and whidtles, or procrastinate.
Reducing those peopl€e's estimates by haf would not be appropriate.
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Considering these exceptions, it may be best to implement these
changes on a limited basis, pinpointing only those resources and
tasks for which the changes are appropriate. For now, suffice it to
sy that we can significantly increase the sense of urgency on our
projectsif we ask for frequent updates of time remainingor percent-
age complete, in addition to time spent and any issuesencountered;
and if we try to get better control of the hidden padding that many
peopleinclude, asking instead for redistic estimates. And by com-
bining thiswith clarifyingthe importance of the project up front—
stating why, not just that it isimportant — andallowing resourcesto
focus on the tasks at hand, we can amost guarantee an increased
sense of urgency.

To learn more about implementing the full Critica Chain
methodology, | suggest Eli Goldratt's book Critical Chain and/or
searching the Web for the numerous consultants and softwareven-
dorsthat support thisapproach.> Now that weve seen how to reduce
resistance and increase urgency, lets examine the final ingredient
necessary for achieving and maintaining speed: providingfocus.

PROVIDING FOCUS

As discussed in Chapter 4, one of the most important things
Napoleon did to dlow his Grande Armée to achieve its legendary
speed was to provide unrelenting focus on the primary objective at
hand, giving only the minimal resources necessary to secondary
objectives. In thisway, he could achieve the mass he needed at the
critical point of contact. This concept became known as " Economy
of Force" which enables Concentration of Force, and is still the
most important principle in military strategy today. The key point
is to centralizeyour forces on the most critical work and not dilute
the effort by scattering resources over a million initiatives.
Goldratt's Critical Chain model echoesthis approach in the proj-
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ect management arena by scheduling projects around the availability
of the key resources that tend to be bottlenecks—constraints— and
not attempting to have those resources multitask. In this way, the
critical tasks can be focused on--one at a time and uninterrupted.
This modd is based on Goldratt’s " Theory of Constraints,” which
suggests that we initially focuson the top one or two resource con-
graints, making sure the most critical work will be focused on in
sequential order, and then progressing to do the same for the next
most frequently used resources, and so on.

It is imperative not to activate more projects than we have the
capacity to handle, since were staggering our projects around the
availability of our resources—known in the project management
field as "' cross-project resourcelevding.” Also, when activating proj-
ects, we should consider grouping related efforts under a common
god wherever possible, as either onelarge project or a program. But
dill, the same rules of resource contention apply. For example,
Napoleon had a primary objective to attack the Austrians at UIm,
yet the ultimate goa was to defeat the Audtrians and Russians. In
this case, he ran the Ulm and Austerlitz campaigns as part of an
overal "program.” The ultimate goal of defeating the Austriansand
Russians never left his mind. He focused on that goal and attacked
each objective piecemeal. Most importantly, he didn't dilute his
efforts by trying to attack England as wdll.

Another exampleis the way in which Napoleon addressed reju-
venating France after becoming First Consul. He addressed France's
financia issues, created a civil code, reformed education, and ulti-
mately rebuilt France, all in afew short years. Each of these was a
small victory, giving further confidence to hisstakeholders, yet each
was amajor effort in itsown right. Therefore, Napoleon did not try
to address dl of them together. He knew that interest would be
diluted across the multiple efforts and resource conflicts would
occur—many of the same people were required for al of those
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efforts. As Napoleon knew from the battlefield, major initiativesare

best done one at atime.

Napoleon said:

Itisthesamewith strategyas with thesege of a fortress concentrate your

fire againg a Sngle point, and once the wall is breached all of the rest
becomes worthless and the fortressis captured. It is Germany that must
be crushed; once this is accomplished Spain and Italy will fz/ &y them-
sves Therefore it is essential not to scatter our attacks but to concen-

trate them.

The sameis true today. Simultaneoudy attacking too many major
effortsleadsto alack of focus, not only by the resourcesinvolved, but
by stakeholdersas wdl. Energy is scattered, and we lose momentum.
We need to activate fewer projects, focus on the critical ones, group
related onestogether where appropriate, and have key resourcesfocus

]

LT
We should never
smultaneoudy
atempt two mgor
goels—which could
be likened to taking
on two mgor wars
a thesametime.

on onetask at atime—moving across
projects as scheduled.

Perhaps of most importance, we
should never simultaneously attempt
two major gods—which could be
likened to taking on two major wars
a the same time. This was not only
one of Nagpoleon's maxims--one he
wes later forced to violate with dire
consequences—but  this was aso a
well-known axiom of the Romans, as

Jomini pointed out in his book The Art & War® An exception, as
Jomini noted, iswhen amajor goal isaddressed by bringingin addi-
tional resources—-either separate resources in the organization that
are not needed for the first objective or an outside contractor that
provides the capacity to do both. If both major initiatives are un-
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related and involve the same stakehol ders, however, werun into the
same trouble—Iloss of focus.

This concept of centralizingyour resources toward one strategic
initiative at a time is not unique to the military strategies of
Economy of Force and Concentration of Force or to the project
management Critical Chain method. Geoffrey Moores popular
book on high-tech marketing, Crossing the Chasm, supports the
same approach for trying to “attack” a mass audiencewith adisrup-
tive technology. His method is to concentrate an overwhelming
amount of force on the smallest strategicaudience within a specific
niche, capture that audience, move to broader audiences, then to
adjacent niches,” which is fundamentally the same concept.

Now that weve discussed the need to focus our resourceson the
most important work, let's not forget that thereaso can be too many
resources. In our attempts to focus attention on the critical tasks,
what we need to do is focus the right number of resources to abso-
lutely ensure success, but not so many that we reach the point of
diminishing returns. Jomini explained that if you are facing three
separately led armies of thirty thousand to thirty-five thousand each
(totaling around one hundred thousand), it is better to have a cen-
tral army of one hundred thousand attacking those armiesin suc-
cession than an army of four hundred thousand stumbling over
themselves.® Having too many resources raises issues with logistics,
mobility, communication, and more. The key is that your forcesare
central, united, and have the right number of troops to guarantee
SUCCESS.

Frederick Brooks pointed out the same phenomenon in his
timeless book The Mythical Man Menth.” Adding resources does
not dways solve a problem and often makesit worse by increasing
communication channels, adding learning curve issues, and gener-
dly compounding complexity. So, the key for critical tasks is to
find the maximum effective amount of resources, while the key for
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noncritical tasks is to find the minimum effective amount of re-
sources. Thisis Economy of Force.

This leads to the question: What do we do with excess resources
after the critical tasks are adequately staffed? In that case, we can
either supplement the noncritical work up to the maximum effec-
tivelevd (but no more), reserve the excess resourcesfor some strate-
gic need, or use them for some unrelated, but still important, need.
The key is not to waste them, as this causes poor morale and wastes
money. |f welook hard enough, there is always some need.

EXECUTIVE SUMMARY

We began the chapter by discussingthe importance of speed and
the fact that many thingscan go wrong as a result of even the small-
est ddays. We dso used a Wiffle bal exampleto illustratethe three
elements that contribute to achieving and maintaining speed:
reducing resistance; increasing urgency, which acts as a catalyst and
helps increase vel ocity; and providing focus (mass).

We can use the same concepts when managing projects. We can
reduce resistance by proactively managing stakeholdersand remov-
ing barriersfor our teams, such as ineffective processes, inadequate
tools, and interruptions. We can increase the sense of urgency on
our projects by asking our resources for frequent updates of time
remaining and by getting better control over the hidden padding
that many peopleinherently put in their estimates. Findly, we can
providefocus by adopting the Economy of Force principle, which
states that we dedicate the maximum effectiveamount of resources
to the primary objective and assign only the minimum effective
amount of resources to secondary objectives. Excess resources can
be used to supplement noncritical work, for some targeted strategic
need, or for some unrelated, but still important, need. Thekey isto
make use of dl resourcesand to use them wisdy.
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UnderstandingEli Goldratt’s Critical Chain Project Management
(CCPM) methodology can help, since it endorses many of these
same principles, including frequent updates, control over hidden
padding, and the Economy of Force approach. The primary selling
point of the CCPM mode is that it has been proven to greetly
increase project throughput—-or speed. We need to observe caution
when using it, as there are dways exceptionsto any rule.

Let's not forget that speed needs to be balanced with exactitude;
otherwise, we get haste. And even with speed and exactitude, we
need to remember that were dealing with the organization, coordi-
nation, and motivation of people. To assure that were successful
from a holistic standpoint, the remaining four principles—flexibil-
ity, smplicity, character, and moral force-deal with just that.

For example, flexibility assures that our resources are organized
to meet varying needs across multiple projects. Flexibility adso
asauresthat our teamsare empowered to adapt to ever-changingcir-
cumstances, yet still held together by common doctrine and leader-
ship. With that in mind, let's explore the principle of flexibilityin
more detail and see just how we can accomplish these important
gods.

MARCHING ORDERS

REDUCE RESISTANCE
Ensure stakeholders are on board.

¢ Start with a good communication plan, a political plan, and
an understanding of the stakeholders perspectives.

* Meet with the stakeholdersto clarify the rationae for the
project, hear their concerns, and jointly fine-tune the goas
and requirements.

¢ |f the project introducesa cultural change, appoint a change
champion.
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¢ Consider Dean Anderson and Linda Ackerman-Anderson's
Transformationa Change approach.

Remove barriers.

* Eliminate process barriers firs —ineffective processes,
excessive bureaucracy, interruptions, multitasking, etc.

¢ Give people the right tools for the job, including software
and equipment.

* Make sure people are well trained.

¢ Resolve palitical barriers-conflict among superiorsor peers,
mixed messages, etc.

» Assig with troubleshooting.

¢ Consider assigning a project control speciaist to handle
specidized duties— maintaining the project schedule,
managing issues and risks, etc.—allowing the project
manager to focus on execution.

INCREASE URGENCY
e A for frequent updates of time remaining or percentage
completed on tasks.
* Try to get better control over hidden padding that people
inherently put in their estimates; ask for realistic estimates.
¢ Clarify the rationale and importance of the objectivesup
front.

PROVIDE FOCUS
Practice Economy of Force.
¢ Concentrate your resources—the maximum effective amount
to ensure success--on the most critical work, and give
secondary objectivesonly the minimal effective amount
of resources.
» Commit all your resources, but use them strategically, either
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to supplement noncritical work, to serve some strategic need
later in the project, or to serve some unrelated, but still
important, need.

Activatefewer projectsand focus on the most critical ones.
Group related efforts as a single project or program.

¢ Focuson asingle primary objectiveat atime.

Don't attempt two major gods at the same time, unless one
of them is addressed by separate resources not needed for the
other. Even then, if that separate initiativeis unrelated but
shares the same stakehol ders, loss of focus can occur.




CHAPTER 8

Flexibility

Ras of campaign may be modified ad
infinitum according to circumstances, the genius
of the general, the character of the troops, and
the features of the country. — NaroLeon

hn Lennon said, "Lifeiswhat happens to you while you're busy
making other plans.”' Napoleon knew thisdl too wel and made
it a point to dways be prepared for changing situations. Knowing
that plans are worthless unless kept fluid, he planned continuously
and remained aware of the situation at al times. Weve seen evi-
dence of this. But just as important, he made sure his army was
structured for maximum flexibility. He made certain they were able
to quickly react to avariety of situations, yet ill operate according
to astrategic plan. There were three ways he accomplished this.
First, he made sure his troops were adaptable. For example, at
Austerlitz, he organized his soldiersinto mobile units. This allowed
them to jump from one area of need to the next (as opposed to stay-
ing within their own division), which gave the illusion they were
everywhere at once. They were aso ready for change at a moment's
noticeand werewell trained in the ability to swiftly regroup to meet
any given situation.
Second, he made sure they were empowered. By arming them

144
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with knowledge of the misson's concept and structuring them so
they could operate independently, he was able to give brief, simple
instructions to his commandersand know that the mission would
be followed through. And by receiving regular communications
from his commandersas to any variations, he made his army con-
tributorsto the plan, not just followersof arigid processthat didn't
take redlity into account.

Findly, he made sure they were unified. His armies operated
under acommon doctrine and were integrated through centralized
planning and administration. Most importantly, they served under
one ultimate leader —Napoleon.

Let's examine these three elements in more detail and see how
we, too, can gain maximum flexibility by ensuring that our teams
are adaptable, empowered, and unified. In doing this, well apply
the same approaches that worked for Napoleon.

ADAPTABLE TEAMS

Adaptable teams are those that have access to shared resources and
are ready and trained to handle avariety of situationsas they arise.
Mobility and readiness are key to adaptability, and both enabled
Napoleon's Grande Armée to succeed at Austerlitz and completely
overwhem the Austro-Russian army on the Pratzen Plateau. Let's
now see how we, too, can make maximum use of our resourcesand
ensure that they're ready for avariety of circumstances.

SHARED RESOURCES

We must first make sure we are able to shift our resources quickly
across multiple areas of need, if wewant to achieve the same adapt-
ability Napoleon did at Austerlitz. This requires a pool of resources
that are shared across the organization and not dedicated to one
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soecific department. Once weve established that, we also need to
make sure that these resources are used strategically and not just
assigned to projects and tasks in ascattershot, impromptu manner.
For example, if we need a certain role fulfilled across multiple key
projects, we would determine which resources we have that can fill
the role and where in those projects they'll be needed. We would
aso determine theimportance of each project with relation to other
work. The key, as we discussed earlier, is to stagger the project
schedules around the availability of these key resources and to not
activate more projects than we can accommodate.

Here is a more specific example: we have three projects that
require someone who can write technical instructions, but we
have only two people in the organization who can adequately do
that. We need to plan the project schedules around the availabil-
ity of those resources. |dedlly, these peoplewould befreed up from
their other work to serve on these important projects, but if the
other work is aso important, the project may need to wait until
they're available. It al depends on what is most important to the
organization, and some negotiation or governance may need to
take place. The same might apply to a group of resources that
combine their roles to serve a specific purpose. This group could
be moved from one project to the next as a mobile unit, much
like Napoleon did at Audterlitz. This gives each project the true
resourcesit needs, instead of using anyonewho is available, regard-
less of qualifications.

Fortunately, most enterprise project management software alows
this to be done eadly. To make it work effectively, we need to have
our resources regularly update the time remaining or percentage
completefor their current task, so we know what they're redly allo-
cated to; and we need to avoid multitasking wherever possible,
which only serves to extend everything and make forecasts un-
predictable. Unfortunately, many organizationsidentify al the roles
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they'll need in a given project, and then solicit dl of those people
for the entire length of the project instead of only where they're
needed. Then they have these same people booked on ten other
projectsat the sametime. Theresultsarethat all of the projectsend
up takinglonger; the resourcefindsit more difficult to predict how
much timeisleft on any given task because of al the interruptions;
and enterpri se resource management becomesimpossible.

We can simultaneously gain more control and moreflexibility by
thinking of resources as shared, mobile units. We gain more control
because we are using our resources strategicaly and not haphazardly.
And we gain more flexibility becausewe then have the right kind of
people for our projects when we need them. That is the power of
mohility. But, to redly beadaptable, we need to go beyond just mak-
ing sure our resourcesare shared and mobile. We need dso to ensure
that they are trained in a variety of situationsand ready for change
at amoment's notice.

ReEaDY FOR CHANGE

Napoleon spared no expensein training hisarmy for avariety of situ-
ations and terrains. At one minute they could be in one formation,
and at the next minute they could completely reorganize to adapt
to adifferent terrain or opposing formation. This quick switch was
one of thewaysin which they could continually surprise the enemy.
Extendve situational training and the fact that they were well
equipped for decision making enabled them to do this. As project
managers, our teams must aso be ready for change and able to
adapt to a variety of situations. We can create the greatest plan in
the world, but if our people cant recognize when a situation cals
for the need to vary from the plan, or if they aren't trained to handle
various circumstances, were sunk. This is why the greatest type of
training is simulation training, which mimics various conditions
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and truly tests peoples ability to adapt. This hasworked for yearsin
the military, and the same approach can work anywheredse

Our peoplewill be much better equipped to ded with change by
being trained in various conditions through effective simulations.
This doesn't have to be fancy; a ssimple walk-through of various
hypothetical scenarios can be quite effective. There are organiza-
tions that offer simulation training based on a wide variety of cir-
cumstances for various industries, and this can be wdl worthwhile
because it brings some outside perspectivesto the table that might
otherwise be overlooked.

Training is only one element of being ready for change.
Napoleon's troops were able to re-form into different configura-
tions, depending on the need at hand. We can do the same. We do
not need to have people permanently assigned to positionsor need
to be stuck with the same team we began with. If the needs of a
project suddenly change and cal for adifferent team configuration,
by dl means, we should reconfigureaccordingly. Maybe peoplecan
be brought in as"'guest” members as needed, or perhapswe can ease
up in a particular area and move thdse team members to a grester
area of need. We can even plan these configuration changes in
advance if certain phases of a project cal for adifferent team struc-
ture. We should always be on the lookout to see that our team con-
figuration is appropriate for the situation at hand.

The bottom lineis that we can be ready for changeat a moment's
notice by assuring that our people have had extensve simulation
training and that our teams can be reconfigured as needed. A team
that is ready for changeand built from shared, mobile unitscan give
us the ultimatein adaptability.

Adaptability is only one of the three eementsof flexibility. To be
truly flexible, we dso need our teams to be empowered. We need
unity aswell, because empowermentwithout cohesion breeds chaos.
When dl three elements of adaptability, empowerment, and unity
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ae in place, then we can say weve obtained maximum flexibility.
Weve |earned how to make our teams adaptable. Now let's learn how
to be certain they are empowered.

EMPOWERED TEAMS

Napoleon's commanders, as we saw from the structureof the Grande
Armée, were given both the authority and the ability to operateinde-
pendently when needed. Each corps had a full staff of officers and
support personnel, and their commanders were wdl briefed in the
purposeof the mission with guiding principles to observe and warn-
ingsignsto look out for. In the case of Austetlitz, al the soldierswere
a0 briefed, as Napoleon didn't want to take any chances. He was
able to coordinate his armies over a broad territory by arming his
troops with the knowledge needed to be successful and empowering
them to make decisions on the fly. He knew he couldn't be every-
where at once and that empowering his troops would enable him to
manage a large force more effectively. In addition, since his troops
reported their progressand position back to Napoleonwith great fre-
guency through Berthier's Imperial Genera Staff, he wes able to
adjust his plans accordingly. His plans could be fluid, based on
reportsfiom the field.

To make thiswork, Napoleon made sure they were all unified and
working under a common strategy, but the point is that his teams
were equippedfor decision making and treated as contributorsto the
plan, and thisempowerment led to greater flexibility for the army as
awhole. Let's consider both of these elementsin more detail.

EQUIPPED FOR DECISION MAKING

In order to equip his teams with the ability to make effective deci-
sions, Napoleon fully briefed his teams on their misson's concept
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and gave them guiding principles to follow. Following is an exam-
ple of thisin amessagethat Napoleon had Berthier deliver to agen-
erd just before the UIm campaign:

| haveno faith in waiting until the Zasz moment to informyou of the plan
of campaign adopted by the Enperor; it is advantageow that you be
instructed fifteen days in avancein order that you can make all of your
preparations . . . Dthat when| transmit the Emperor’s ordersto commence
hotilitiesyou Will be prepared to play theimportant role that His Majesty,

in his vast plans from the Baltic as far as Naples, has entrusted toyou. . .

The intention of the Emperor is that you will enter Naples at the same
timethat he cresses the Rhine, which will ocour in laze September.

The note went on to explain how many men the general would
have, what he could expect under variousalternate possibilities, and
what he should do in each condition. The letter closed with this
statement:

Thisletter isthe principal instruction for your pkn of campaign, and f
unforeseen eventSshould occur, you Will be guided inyour conduct by the
spirit of thisingtruction.

By arming the generad early on with al he needed to be success-
fu, Napoleon greatly improved the chancesthat the genera would
bewel equipped to make the right decisionswhen needed. We can
do thesameand let our teams be guided by the spirit of our instruc-
tion. To learn how to accomplish this, let's refer to astudy done for
the United States Department of Defense by RAND’s National
Defense Research Institute: Command Concepts: A Theory Derived
from the Practice of Command and Conzrol? The study applied to
military C2 (Command and Control) systems, but the principle
appliesequally to project managementin generd.
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In essence, the study recommended the use of a" command con-
cept" approach, which we can adapt to the project management
world as the " project concept approach.” The ideaisthat after plan-
ning but beforeexecution, it iscritical for a project manager to con-
vey the whole concept of the project to the team, not just the tasks
that they must do. Studies have shown that this approach enables
better cross talk, greater accuracy, and better decision making by
team membersand staff. A general guideline is that when convey-
ing the concept to the team before execution, the project manager
should act s if it is the last time he or she will get to address the
team—much the same as Napoleon issued his instructions to his
general. What would a project concept look like for us? Idedly, it
would include the following:

* Thesituation
— The problem or needs being addressed
= What to expect from unfolding events (anticipatory)

* Thesolution and plan

— Purpose (the mission)

= Approach (how thiswill be achieved, from ahigh level)

— Strategic gods and tactical objectives

— Important checkpoints (stage gates)

— Measures (What is considered success?What expectations
need to be met?)

— Alternatives reviewed and why this approach was chosen

- Guiding principles/priorities/constraints

— Communication protocols (how to communicate and
handle risk events and emergencies)

e Enablingfactors (words of wisdom)
— Timing considerations
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— What-if scenarios
— Prioritiesif faced with tough decisions

These are the types of details Napoleon shared with his com-
manders before the execution of a campaign was about to begin.
Then, once activities began, he just needed simple, concise mes-
sages to keep things on track. And since his commanders would
update him with any details that might change the overall plan,
they were able to be contributors to the plan instead of being sub-
servient toit. Let's examine thisin more detail.

CONTRIBUTORS TO THE PLAN

We saw how conveying the project's concept up front can help
equip our teams to make proper decisionson short notice. Now let's
see how we can subsequently issue broad directivesand not fedl that
we haveto micromanageour teams. At the sametime, well see how
we can collect the right feedback to engage our teams in keeping
our overdl plans fluid. Fortunately, we have a proven tool for this,
caled a*"work package.”

A work package is a broad directive that states a fina deliver-
able, along with genera instructions, objectives, and guidelinesto
follow. The project manager needs to be concerned about only the
final deliverable as far as the overal project plan goes. The work
packageis then assigned to a team leader or an individual, who is
responsible for managing the work package and establishing an
independent plan to complete the work. Then, the work package
owner needs to report only whether anything in carrying out the
work package will cause a need to change the overdl plan—if it
changesamgjor deliverableor milestone. I n thisway, we gain flexi-
bility and lose the constraints of arigid plan. More importantly, we
make our team contributors to our plan.
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To take this one step further, we can even solicit input from the
work-package owner before issuing the authorization to begin.
Consider Napoleon's statement when issuing a directive to Vice
Admira Latouche-Tréville during the falled attempt to invade
England, just beforethe Ulm campaign: " Think over carefully the
great enterprise you are about to carry out; and let me know,
before | sign your fina orders, your own views as to the best way
of carryingit out." Napoleon valued his peoples input, as he knew
they were closest to the action and could have much to offer.
Likewise, he favored broad, simple directives, since he knew he
couldn't be everywhere at once and that micromanagement would
be futile.

Unfortunately, in this case, his admirals werent up to the task,
and the mission was botched, similar to how Murat’s foolishness
amost undid the great efforts of the Ulm campaign. This should
serve as a caution to us that broad directives work only if we have
reliable people managing them. If wedon't have peoplewe can dele-
gate work to without heavy intervention, were behind from the
start. So, before attempting to usework packages, we need to weigh
the ability of our people to independently manage the work we
need them to do--or at least make the work package instructions
appropriate to the leve of the person executing the work package.
Then, we need to make sure we brief them effectively so that they
can be successful.

We are enabling our team to thrive with broad directives by
equipping them with a better understanding of the project's con-
cept. And we are relaxing the need to have an overly detailed proj-
ect schedule by keeping their directives broad through the use of
work packages. Better yet, we are off-loading much of the detailed
planning to the work-package owners, who are most capable of
planning at that leve of detail. Furthermore, when they update us
with aneed to changeour overal plan, they become valued contrib-
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utors to the plan and thus reduce our need to feel as if we must be
everywhere at once.

This combination of decentralized decision making and partici-
pative planning makes a team fully empowered. A team that is
adaptable and empowered is flexible indeed. But let’s not forget that
an adaptable, empowered team can also become unmanageable
unless held together in some way. We can end up with chaos instead
of flexibility. So, to achieve true flexibility, we also need our people
to be unified.

UNIFIED TEAMS

One of Napoleon’s most well-known maxims was Maxim 64,
quoted in David Chandler's book The Military Maxims of Napoleon:
“Nothing is so important in war as undivided command: for this
reason, when war is carried on against a single power, there should
be only one army, acting upon one base, and conducted by one
chief.” Napoleon was speaking from experience. Having seen a for-
mer mission fail when his co-commander refused to proceed in bad
weather, he later insisted on sole command during the Italian cam-

paign, saying:

Kellerman would command the army quite as well as I do; for I am cer-
tain that our victories are due to the bravery and the daring of the men.
But I am convinced that to combine Kellerman and myself in Italy
would be to court disaster . . . In any case, I am certain that one bad

general is better than two good ones.

We would be wise to follow the same advice, as many projects
have failed due to mixed messages from multiple chiefs and having
related projects driven separately and operating under separate rules
and strategies. Consider the scientific concept of entropy, which
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refersto thelevd of disorder in any system. While some disorder or
freedom is needed to increasethe probability of good thingshappen-
ing—thus the energy and creativeness we get from having empow-
ered teams—without somesort of immobilizingforce to keep things
together, chaos will ensue. Whatever isnt held together will ulti-
mately break apart. Thiswould seem to be common sense, but many
organizationsattempt to addressa multitude of interconnected proj-
ects in dissmilar and often conflicting ways Or they have severd
leaders responsiblefor a single project, which serves to generate the
same conflicts. Clearly, thisis not flexibility —it is confusion.

We need to do two thingsto avoid this confusion. Firgt, we need
to ensure that dl parties are operating under a common set of
guidelines and protocols—shared doctrine. Second, we need to
avoid having related initiatives driven by different leaders, unless
those leaders report to one overdl leader who can resolve conflicts
and define strategy.

OPERATE UNDER A SHARED DOCTRINE

A shared doctrine can be established in different ways A PMO
(project or program management office) can institute a common
methodology, along with templatesand principles, for managing dl
projectsin the organization. A particular program might requireaset
of standards that apply to the projects in that specific program. A
specific project might dso benefit from additional guidelinesor tem-
plates appropriateto that project, including common terminology.
For example, the Russians didn't arrive at UIlm on time because
they were till operating on the Julian calendar. Something similar
happened in 1999 when NASA lost a $125 million Mars orbiter
because their contractors used the English unit of measurement
while NASA's team used the metric system. The bottom lineisthis:
for projects that deal with multiple countries or that span severd
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organizations, it is especialy important to establish a common set
of terminology and protocols.

UnNiTY OF COMMAND

We can avoid the confusion that goeswith mixed messages by doing
dl we can to determine who is ultimately in charge of related proj-
ects, even if that means bringing severd superiors together to facili-
tate some sort of agreement. We owe it to them to make sure our
projects are successful. And if we are asked to co-lead a project, we
need to politely ask that one person be given the ultimate responsi-
bility for resolving conflicts and leading the overdl effort. Even a
coreleadership team needs one person at itshelm. We can offset any
risks that go with empowerment by ensuring that our teams are
operating under acommon doctrine and under one ultimateleader.
And then, we have true flexibility.

EXECUTIVE SUMMARY

In this chapter, we have seen how to build a more flexible force by
ensuring that our teams are adaptable, empowered, and unified.
Firg, thereis no doubt that we gain the ability to take on broader
initiatives by assuring that our teams are adaptable and empowered.
We are ensuring that our teams have the same adaptability that the
Grande Armée did a Austerlitz by drategicaly assigning our
resources across multiple projects, restructuring our project teams
when needed, and providingtraining in a variety of situations. We
are ensuring that they are empowered by conveying the projects
concepts to our teams in advance and using a work-package
approach to make them contributors to our plans. Finaly, we need
to balance thisfreedom by providing acommon doctrine and unity
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of command, which keeps things from getting out of control. This
balance of freedom and unity that Napoleon managed so well can
give us the flexibility we need to be successful.

So fat, we have examined three of Napoleon's Six Winning
Principles. exactitude, speed, and flexibility. Surdly, it is a powerful
combination to have pinpoint precision through awareness,
research, and continuous planning; increased speed through
reduced resistance, heightened urgency, and better focus; and true
flexibility through teams that are adaptable, empowered, and uni-
fied. Ye, it is possible to have al three of these elementsin abun-
dance and dtill fail. The history books are peppered with such
examples. To be truly successful, we need to add the principles of
simplicity, character, and mora force. In the next chapter, well dis-
cuss the need for smplicity, and that means straightfonvard objec-
tives, concise messages, and uncomplicated processes.

MARCHING ORDERS

MAKE SURE YOUR TEAMS ARE ADAPTABLE
Assure that your resources are shared and mobile.

* Begin with a shared resource poo —as opposed to having
resourcesfully dedicated to specific departments.

* Plan out the roles needed across key projects.

¢ Determine the importance of the projectsin relation to
other work —this may require some levd of governance.

* Negotiatefor the resourcesyou need, and schedule the
projectsaround their availability; free them up as their work
compl etes.

¢ Consider using related groups of resources as mobile units,
moving from project to project sequentially to do their piece
of the work.
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Ensure that your team is ready for a variety of situations.
e Consider ssimulation training or at least prepare
walk-throughs of variousscenarios.
* Don't be afraid to restructureyour team as needed, or even
plan for different team configurationsfor certain phases of
the project.

MAKE SURE YOUR TEAMS ARE EMPOWERED
Convey the project's concept early on in the project.
¢ |nclude the situation or problem being addressed, what to
expect from unfolding events, the mission's objectives and
approach, how to handle various possible scenarios, and
guiding principlesto go by.

Issue broad directives, not detailed how-to instructions.

¢ Consider the use of work-packages—high-level deliverables,
where a work-package owner manages the detailed t asks
outside of the master schedule.

* Be sure the work-package owner can comprehend the overal
concept and requirementsand is capable of driving the work
package to completion.

* Besure the work-packagehas guidelinesand instructions as
needed to complete the deliverable accurately.

¢ Ask the work-package owner for input on how to carry out
the deliverable.

¢ Ask the work-package owner for progress updates and
warningswhen a change will affect the overdl project plan,
milestones, or deliverables.

MAKE SURE YOUR TEAMS ARE UNIFIED
Establish acommon set of processesand guidelinesat the organiza-
tional, program, and project levels as appropriate.
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* Consider usinga PMO to establish acommon project
management methodol ogy.

* For multiple related projects, consider grouping them as a
program with common principlesacrossal projectsin the
program.

* For projects that span geographical or organizational
boundaries, be sure to establish common terminology
and protocols, including time zones, units of measure, and
so forth.

Ensure unity of command.

e Determine who is ultimately in charge of multiple related
projects, and if necessary, bring the partiestogether to
facilitate agreement on one owner.

* |If asked to co-lead a project, politely ask for one person to be
given responsibility for conflict resolution and ultimate
accountability.



CHAPTER 9

Simplicity

Theart of war does not require complicated
maneuvers, the smplest are the bes, and
COMMOonN SN is fundamental. From which one might
wonder how it is generals make blunders; it is
because they try t0 be clever—NaroLEoN

From Napoleon to Patton to Jack Welch, great leaders have often
cited smplicity as akey element of success. Simplicity can take
variousformswhen it comesto managing projectsand people. It can
mean straightforward objectives, as opposed to trying to get overly
complicated; or it can mean concise, clear, and focused messages,
something that top leaders and marketing people have stressed for
years. It can also mean simple processesfor managing and executing
our plans. In all of itsforms, simplicity isaway to reduce confusion
and misunderstanding. Napoleon knew this better than anyone, as
things were confusing enough in battlewithout the added complica-
tions of intricate maneuversand unclear messages.

Throughout his career, Napoleon focused on achievingsmplicity
in three mgjor areas. Firgt, he made sure his objectiveswere simple.
He knew that complicated objectives carried many risks and were
often unnecessary, 0 he dways planned for the most straightfor-
ward, basic path wherever possble.

160
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Second, to support these objectives, Napoleon madesurethat his
messages were simple. Napoleon knew that cluttered or vague mes-
sages could undermine even the most straightforward objectives.
Beforeany battle, he conveyed clearly and concisely what the objec-
tives were, why they were important, and how they were to be
achieved. He didn't confuse thingsby talkingabout future detailsor
other topics. Once the mission commenced, he simply offered fre-
quent, brief communications to keep things on track. It was the
same during his administration years, when he issued a series of
clear, simple messagesto the public upon establishment of the new
government. He knew that people need clarity and focus, not long-
winded messages that say alot but communicate nothing.

Findly, Napoleon's processes were simple. He redlized that even
if the objectiveswere straightforward and well communicated, con-
fusion could still arise if the underlying processes to achieve them
were overly complicated. Thissimplicity was evident in his uncom-
plicated battle plans, his effective organization of the GrandeArmée,
and his efficient administrative policies and laws.

Napoleon was able to greatly diminish the chances of confusion
among dl parties, including the Grande Armée and the people of
France, with straightforward objectives, concise messages, and
uncomplicated processes. We can bring needed clarity to our stake-
holders and project teams using the same techniques. What worked
for Napoleon, Patton, and Jack Welch can work for us as well.

Let's explore how we do this by assuring simplicity in al of our
objectives, messages, and processes.

SIMPLE OBJECTIVES

Napoleon knew that the more complicated an objective was, the
morelikely it was to go wrong. Therefore he dwaysfavored the most
straightforward objectives. For example, at Ulm his god was to
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defeat the Austrians before the Russansarrived. To reach that god,
he devised dlear, smple objectives—to get there fast and invade via
the Danube Vdley to the north. Then, upon hearing that the
Austrians had taken Ulm, his objectivewas to loop around and sur-
round General Mack from behind before he knew what had hit him.
All of the underlying planswould be geared toward these objectives.

At Austerlitz, Napoleon knew he needed to lure the Austro-
Russian army into attacking on histermsso he could split their ten-
ter. To accomplish this, his objective was to feign weaknessto lure
the enemy into attacking his right. Once they committed, hewould
attack them with the bulk of his troopsto the left, which were hid-
den from view. He would supplement this with surprise reinforce-
ments from the south. Again, dl plans were supportive of these
objectives.

Napoleon had other secondary objectives during both of these
campaigns, but they, too, were supportive of these primary objec-
tives. The key point is that his primary objectivesweresimpleto the
core, especially as compared with what other leaders were doing at
the time; and therein lay the beauty. Consider this statement by
Napol eon:

Theart of war is like everything that is beauziful and smple. Thesim-
plest moves are the best. If MacDonald, instead of doing whatever he
did, had asked a peasant for the way to Genoa, the peasant would have
answered, " Through Bobhie" --and that would have been a superb
move.

Napoleonwas referring to his marshal, JacquesMacDonald, who
was routed at Trebbia, Italy, by the Austro-Russian army in 1799.
As he pointed out with this example, the most straightforward
objectivesare usualy the best, and sometimes this just means ask-
ing someone who has done it before. Unfortunately, this often
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eludes people, and they try to get fancy. When developing objec-
tives, we must consciously ask ourselves, Why build 2 complex s/gem
when we might have an alternate, Sm-
pler way to solve a problen’?Why spin
our wheds looking for a solution when
we can smply ask someone who’s bean
thereand donethat? It often goes back
to the need to identify what the root
problem is that we are trying to solve
and then determine the simplest way
to go about solving it. The minimal-
ist approach is often best and more
likely to be achieved.

Once weve assured that our objec-
tives are as straightforward as pos-
sible, the next step is to communicate them effectively. Again, the
principle of simplicity applies.

e

Why spin our whedls
looking for asolution
when we can smply

ak someonewho's
been thereand done
that?. .. The mini-

maligt approach is
often best and more
likely to be achieved.

SIMPLE MESSAGES

Napoleon said, “Any order that can be misunderstood will be mis-
understood.” He made sure that his orders were clear and focused,
as he knew that messages too vague or too expansive could cause
confusion.

Le's examinetheissueof clarity. We spokeof the need for straight-
forward objectives, and certainly we want to communicatethosein a
concise manner. But sometimes, in an attempt to be concise, a man-
ager will communicate an extremely simple objective in a manner
that's so vague that it isn't obvious to anyone what it actually means.

For example, let's say you asked someone to bring you some large
rocks. That's a seemingly simple request. Y, since you havent clari-
fied what you mean by large rocks or how you intend to use them,
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they may bring rocksthe sizeof golf balsor they may bring boulders.
Jaclyn Kostner used a smilar example in her enlightening book
Virtual Leadership: Secrets from the Round Table for the Multi-Site
Manager, in which King Arthur caled upon hisknightsto bringlarge
rocks, but didn't indicatethat the purposewas to build Camelot.' Yau
can guess the results. So, even though our objectives may be simple
and straightforward, we dso need to communicate them dearly.

Let's takealook at an order by Napoleon to Marshal Soult when
the Grande Armée was preparing to embark on the journey from
Boulogneto the Rhine for the Ulm campaign:

Let me know whether the hones, the supplies, the men, will all be ready
for embarkation in two weeks Don't reply in terms of metaphysics, but
inspect your magazinesand depots.

Thiswasa brief, clear communication that was not clutteredwith
unnecessary details. From this communication, Marsha Soult knew
that he needed to conduct an inspection and ensurethat horses, sup-
plies, and men would be ready for departure. An unclear communi-
cation might have been, " Please make sure everythingis ready for us
to depart in two weeks"" Certainly, this would have been brief, but
could have been misinterpreted. Likewise, Napoleon could have
cluttered this message by adding unrelated information. The pri-
mary request might have been lost, buried in aseaof details.

This takes us to the next key factor for simple communications:
they must be focused. As service marketing guru Harry Beckwith
stated in his book Selling the Invisible, " Saying many things usualy
communicates nothing.” Beckwith suggests that al communica-
tions focus on one clear message, and that any details included
should be conciseand supportive of that one message. Indeed, this
mirrors our Economy of Force philosophy of focusing on one pri-
mary objectiveand just afew supporting secondary objectives.
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Napoleon subscribed to this communication philosophy, as evi-
denced by the previous example and by his messages and ordersin
general. When he had established the new consulate in France, he
first issued a brief statement announcing the republic and its princi-
ples. Then, in a separate communication, he announced the consti-
tution and its benefits. Subsequently, he announced other items as
they were devel oped. By focusing on one message at a time without
alot of noise, he ensured that the people were able to digest it and
savor it. We must strive to do the same thing wherever possible.

We have discussed the need for simplicity in our objectives and
messages. Certainly thiscan go along way toward avoiding unneces-
sary confusion. But there is one more area where simplicity can help
us avoid confusion: our processes. And that can mean making sure
our plansare easy to maintain, our administrative proceduresare essy
to understand, and our persond organizationa systems are efficient.

SIMPLE PROCESSES

If our objectives are smple and understandable, and weve clearly
communicated them to our team, the next step is to ensure that our
underlying processes are uncomplicated aswell. Napoleon excdled at
developing efficient processesthat were ingeniousin their smplicity.
First, he made sure his plansof campaign were kept at ahigh leve; he
merely issued broad directivesto his commanders. He had asimple
system of frequent communicationwith his commanders to facilitate
this, via Berthier's Imperial General Staff. This was simplicity at its
finest. We, too, can use this approach by keeping our master sched-
ule at a high levd and using the work package approach to off-load
the fine details to a work-packageowner, as discussed in Chapter 8.
Napoleon aso established efficient and easy-to-follow adminis-
trative systems. Although some bureaucracy is needed to assure
order, excessive bureaucracy is not. Napoleon once astutely said,
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"The ancients had a great advantage over us in that their armies
were not trailed by asecond army of pen-pushers.” He understood
theimportance of order better than anyone, but aso recognized the
need to move quickly. The trick is to have enough administration
to avoid chaos, yet not have it hinder progress. And this fine ba-
anceistruly an art. One of Napoleon's dreamswas to smplify the
legd system. He felt there were ssimply too many laws, as echoed in
hisstatement "Why should one-third of the population livewdl off
of the quarrelsof the other two-thirds?'His civil codeis notablefor
its smplicity, and is still the code used in France today and is the
basisfor codes in many other countries. Napoleon said:

In the discussions over the drawing up of the Civil Code the objections
chiefly made werethat it did not give the judge sufficient SOpe Extreme
exactness in the laws has been found unpleasant and oppressive by all
nationssinceancient times, and they have sherefore introducedinto their
lawsonly main features Of an OViOUSand productive Character. . . One
would try in vain to introduce a definize application of the laws to z4
offences, and one would soon be forced to se that the laws made in this
spirit and with thiskind of exactress would beincomplete. . . When a
law doesnot. . . makeitsintentionsdear,a judge will offen give a deci-
gon againg his own will through acting on the strict letter of the law.

In other words, if we declared policy based on only the most
obvious and productive rules needed, then we would dlow people
to make more decisions based on sound judgment. And if we
focused on building people's cognitive skills and ensuring the right
principlesarein placeinstead of tryingto make everything dummy-
proof, which would be a futile exercise, wed have a simpler, more
flexible, and more effectivesystem. The same goesfor our processes
and methodologies. As much as possible, we need to try to avoid
bureaucracy in our processes, and we can limit this by focusing on
only the most important thingsto assure success.



SIMPLICITY 167

In Chapter 4, we saw how Napoleon's sysem of running the
Grande Armée worked: the Intelligence Bureau, Topographic Bureau,
and Secretariat made up his cabinet; and the Imperial General Steff
provided centraized communication and control. Hisadministrative
affairs were equally well organized, as documented by Baron Fain.

Every other week, Ngpoleon's ministers would send him records
for their respective areas. war, interior, or finance. The war records
included marching ordersand troop movements by day, health sta-
tus of each regiment, soldiersand divisionsthat distinguished them-
sdves in some way, and updated personnel records. There was a
common record book listingal branchesof the serviceand separate
booksfor each areg; yet they dl followed the sameformat. Fain said,
"Napoleon's consistency of method and simplicity of organization
were remarkable; the same procedure served for dl uses, like a mas-
ter key that opens dl locks.”™ Finance records showed the price of
wheat in each region of France, with color-coded referencesto the
maximum, minimum, and average prices for each region. At a
glance, Napoleon could make decisions based on those areas with
immediate need.

I'n addition to the recordssubmitted by his ministers, which were
supplemented by Napoleon's regular brief communi cationswith his
commanders, Napoleon held weekly operational meetings with the
administrative councils for each aea—wa, interior, and finance,
each held on different days—to review needs and make decisons.
He held monthly fund allocation meetings, aways making sure to
have subject-matter experts present as needed. Project engineers
would present their plans and estimates, and judtify their projectsat
these meetings. Only the most important projects were accepted, as
Napoleon was cautious about starting too many endeavors at once.

Napoleon's personal organizational systems were just as sSimple.
Again, Fain gives us a clear picture of the way he worked. Each
morning, Napoleon would answer his mail, which he first sorted
into three categories: current (mail he needed to address that day),
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pending (mail he needed to ook at in the near future), and answered
(mail he had replied to or that needed no reply). Letters that were
delusional or written by lunatics were smply disposed of —even

Napoleon had spam. He would then peruse issues that were
reported by the variousfactions of the government. Hed prioritize
these issues as high-profile/urgent, to be delegated, or irrelevant.
Following that, he held adaily "doctor's in" sesson—cdled a"smal
leved' —with his servants, assistants, and those who needed to sse
him about some matter. He dso held a "great levee' weekly, which
anyone could attend. After lunch, which was usualy held with his
family and friends, Napoleon would spend time reviewing the
record books and status reports and taking appropriate actions.

Napoleon said, "The craft of emperor has its tools like all
others." This craft comes very closeto the way in which most busi-
nesses would operate. It is simply a matter of good time manage-
ment. Napoleon's typical day of checking mail, reviewing issues,
holding a"doctor's in" session, reviewing recordsand status reports,
and taking actions is not unlike the typical day of a project man-
ager, and certainly it is a good model to follow. His monthly fund
dlocation meetings, similar to portfolio reviews, and his weekly
operational meetingswith his various councils, which were used to
review actionsand make decisions, were an efficient way to manage
multiple projects.

The bottom line is this: we can greatly avoid the confusion that
goeswith complex structuresby ensuring that our processesaresim-
ple, including streamlined policies, undemanding methodologies,
and well-organized administrativeand persona systems.

EXECUTIVE SUMMARY

The power of simplicity is exponential. It eliminates confusion,
increases morale, and generally promotes progress. Ngpoleon's ten-
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dency toward straightforward objectives, clear and focused mes-
sages, and efficient processes madelife easier, not only for hisarmies
and staff, but for himself. We, too, can reap many rewards by apply-
ing simplicity to our objectives, messages, and processes.

We can achieve simple objectives by focusing on the root of the
problem and aiming for the easest way to solve it, which often
means speaking to those who have done it before. We can simplify
communications by assuring that our messages are clear, concise,
and focused on one thing at atime. And findly, we can smplify our
processes by keeping our plansat a high level, focusing on only the
rules and principles that matter, streamlining our methodol ogies,
and practicing good time management with well-organizedadmin-
istrative and personal systems.

Thus far, weve covered four of Napoleon's Sx Winning Principles:
exactitude, speed, flexibility, and smplicity. These principles work
together like an intricate clock. If one piece is missing, things cant
function properly. We may get lucky and succeed once or twice, but
not consistently. But thereare two more crucia piecesto this"dock™:
character and moral force. Together, thesewill give us the " soft kills'
we need to be consistently successful. In the next chapter, well see
how character traits, such as integrity, cadmness, and responsihility,
can build trus—a vital element of success.

MARCHING ORDERS

SIMPLE OBJECTIVES
Aim for the most straightforward approach.
* Remember the problem you are trying to solve, and meditate
on the simplest way to go about solvingit.
* Don't forget to ask otherswho have "' been there and done
that."
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SIMPLE MESSAGES
Make sure the message is dear.
* If it can be misunderstood, it probably will be.
* Don't confuse concisenesswith vagueness. Be brief but clear.

Focus on one messege at atime.
¢ Supporting detailsare okay, but not extraneous details.
¢ Remember the Beckwith principle: Saying many things
usualy communicatesnothing.

SIMPLE PROCESSES
Keep plansat a high leve.
* Use work’packages to off-load the details to other task
owners or leeders.

Simplify administrativesystems.

¢ Usethe"lessis more” approach when it comes to rules. Not
everything needs to be dictated by policy. Leave room for
good judgment. Enable thiswith training in cognitive skills
and sound principles.

¢ Aim for simple processes and methodologies: only implement
that which is crucia to success.

* Practice good time management: try to organizeactivities
into weekly or daily events, such as daily e-mail and issues
reviews, "doctor's in" sessions, afternoon project record
reviews and actions, and weekly operational meetings.
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Character

Amilitary leader must possess as much character as
intellect. Men who have a great deal of intellect and little
character are the least suited. . . Itis preferableto have
much character and little intellect. — NapoLeon

raits such as integrity, calmness, and responsibility are often
associated with the greatest leaders throughout history.
Napoleonwas no exception. Driven by hisambition to leavea posi-
tive mark on the world, he dways maintained his honor and
integrity. He knew that any looting or pillaging by his troopswould
leave a permanent stain on hisimage, and he went out of hisway to
encourage respect for different cultural backgrounds. Equality was
awaysforemost in his mind and the guiding value of his adminis-
tration. Any persecution of individuas or groups based on their
heritage would have been out of harmony with that vaue—it
would have displayed a lack of integrity. He dways stuck to his
principles, doing the right thing even when pressured to do other-
wise. Hewas open-minded enough to solicit the opinions of others
in generd, but hewas unbendablewhen it cameto actionsthat vio-
lated the core principleof equality.
Although prone to minor outbursts on occasion, Napoleon gen-
erdly kept a cool head, especidly when faced with danger and,
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aboveadl, when among histroops. He knew that aleader who didn't
maintain composure could quickly demoralize people and cause
general concern among the masses. Another key to his success was
his sense of responsibility. He assumed full responsibility for his
actions, bearing the weight of Franceand itscitizens—especially his
troops—n hisshoulders. Integrity, calmness, and responsibility are
central to good character, and thereis no doubt that Napoleon had
these traitsin abundance.

The Project Management Institute dso recognizes the impor-
tance of such traits, and hasadded Professiona Ethicsand Responsi-
bility as a key component of its project management certification
exams. As made evident by the exam questions, thiscan be particu-
larly tricky when | eading projects across multiple countriesand cul-
tures, as Napoleon certainly had to ded with. But whether were
leading amajor international project or just ahandful of people, the
same general principles apply. Lef's explore further how we can
build the three essential character traits of integrity, calmness, and
responsbility.

INTEGRITY

When we spesk of integrity, we are referring to the need to be inte-
grated or whole. This means that our vaues, actions, and words
must bein complete harmony. Napoleon demonstrated thisin three
ways. Firgt, he made sure that his actions and the actions of his
troops adhered to his core vadues. We need to do the same, as our
integrity depends not only on our actions, but on the actions of our
teams as well. Second, he made sure that hiswords and actionswere
digned. He knew that to say one thing and do another would dis-
play alack of integrity and break peoples trust. We need to do this
aswell, asit isvery easy to say the right thing, but often difficult to
avoid old habits. Finadly, Napoleon made sure that this integrity
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extended to any promiseshe made, implied or otherwise. Let's exam-
ine, through Napoleon's example, how we can dign our actionswith
our vaues, integrate our words with our actions, and reinforce this
by sticking to our promises.

Let's begin with Napoleon's key vaue of equdity. Of his well-
received civil code, Napoleon said, " The Civil Code is the code of
the century; its provisions not only preach toleration, but organize
it—toleration is the greatest privilege of man.” Of religion he said,
"Faith is beyond the reach of the law. It isthe most personal posses-
sion of man, and no one has the right to demand an accounting for
it." These were not merely words. Napoleon lived these words. He
fostered an environment of equality, and this meant tolerance and
respect for all peopleand cultures. Wherever hewent, hefreed Jews
and Musdlims, protecting their heritage despite cries of objection
from the French people.

Napoleon dso made surethat hisamy's actionswerein linewith
hisvaues. For example, during the Italian campaign, he reprimanded
adivision of soldierswho were conducting atrocitiesin Mantua:

Soldiersof Victors division, | am not pleased with you! The only glory
you can reap in our present expedition is that which comes of good con-
duct. | zherefore order: every soldier convictedof any injury 2o persons or
property of the conquered shall be shot at the head of his battalion.

Soon after, he wrote a letter to the Genoese after they toppled a
statue of Genoese Admird Andrea Doria Smply because he was an
aristocrat. In the letter, he pleaded with them to rebuild it and wen
offered to pay the expense. He later issued another reprimand to the
Genoesewhen hefound out that they were excluding membersof the
aristocracy from public affairs: "'To exclude dl the noblesfrom pub-
lic functions would be a shocking piece of injustice: Yaou would be
doing what they did themsdvesin the past." Remember that before
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the Egyptian campaign he announced to his soldiersthe importance
of respecting the culture of the Egyptians (sseChapter 3). Thesewere
but afew of the many ways Ngpoleon's actionswere in line with his
belief in equdity.

There are several lessonsfor us to learn from this. First, we need
to determinewhat our corevaues ae—and certainly, toleranceand
respect should be among them. Second, we need to send aclear mes-
sageto our teamsthat these values must be adhered to. Our integrity
dependsonit. If weinvolveour teams up front in determining those
values, this becomes less of a chalenge. Then, to sustain this har-
mony, we need to repeat our vaues frequently and take corrective
action if we see our teams straying from those vdues—this doean't
have to go so far as shooting them, as Napoleon's example was an
extreme cae.

For example, if respect is among our core vaues and we berate
one of our team membersin front of others, we are blatantly demon-
strating that these values mean nothing and we are not to betrusted.
If one of our team members does the same, and we do nothing, it
makes our vauesimpotent and damagesour reputation. In that case,
we need to remind the team member of our core vauesin an even-
tempered but straightforward way.

Weve discussed makingsurethat our actionsarein harmony with
our vaues, now let's recdl that Napoleon dso made sure his words
and actions were aigned. For instance, he aways said that his sole
am wasfor the glory of France, not himself. As examplesshow, his
actions supported this. When asmdl arch was built in front of the
Tuileries garden to celebrate Auderlitz—the Arc de Triomphe du
Carousdl, not to be confused with the larger Arc de Triomphe—the
architect added a statue of Napoleon. Napoleon immediately had it
removed, saying that the arch was to represent the armies of France,
not himself.When he heard of plansto changethe namePlacedela
Concorde to "Place Napoleon," he vetoed it, saying, “ Concorde is
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what makes Franceinvincible." Even becomingemperor was not out
of harmony with his declaration of his love of France, contrary to
what some bdieve. Indeed, becoming emperor was a meansto solid-
ify Frances security.

Just as Napoleon backed up his statements with appropriate
actions, so must we. When we make statements to our teams or
gtakeholders, we are declaring that our actionswill follow suit. People
expect that what we say is an indication of whowe are, 0 it isimpor-
tant that our actions do not stray from our declarations. We must
make a consciouseffort to double-check ourselves, asit is very easy
to fal victim to the temptations of glory or the heat of the moment.
For instance, if we are managing a construction project and we tell
our team that safety is first but then cut corners to comein under
budget, we are showing alack of integrity and breaking trust with our
team. Whether our decision was based on glory or panic doesnt mat-
ter, asthe distrust lingerson long after the event has faded.

Napoleon also demonstrated integrity by living up to his prom-
ises. Sometimes, he had to fight to do this, but he knew it was
important for integrity's sake. For example, at the end of the Italian
campaign, Napoleon offered alenient proposal to the pope despite
his directors wishesto the contrary (seeChapter 3). In addition, he
offered a moderate treaty with the Piedmontese rather than goug-
ing them, as his corrupt directors would have liked. Findly, he lob-
bied for the funds needed to rebuild the country, employing loca
artisanswherever possible. He promised liberty in his proclamation
to the people of Italy; he knew that not to perform these actions
would have broken that promise and thus destroyed trust. If we
make a promiseto our team or our stakeholders, we need to live up
to that promise or they won't bdlieve us the next time around. And
if we get pressurefrom our superiors to do something that standsin
the way of keeping that promise, we need to speak up or risk dam-
aging our reputations.
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Sticking to our promises dso implies an unwritten--or some-
times even written--oath to those we work for. For example,
Napoleon gained respect in hisfirst major battlefor the French army
by dislodging England and her dliesfrom the Mediterranean port of
Toulon. Also, this respect was boosted when Napoleon was offered a
chanceto take command over hissuperior officer, whowasflounder-
ing—hesitant to proceed in bad wesather, as discussed in Chapter 2.
Napoleon could have taken advantage of that opportunity —if his
ego were haf what hés been accused of over the years, he would
have. But hedidn't. He declined the opportunity and instead offered
to convince the superior officer of the need to proceed. He did con-
vince the senior officer and the battlewas a resounding success. This
was integrity at its finest. We can apply this lesson by observing the
proper chain of command, and instead of running around a prob-
lem with a senior manager, addressing it head-on. This is often the
harder route but the correct one. Nobody said integrity was essy.

We, too, can display integrity and build the trust of our teams
and stakeholdersby stickingto sound principles, aligning our words
and actions, and living up to our promises. But integrity isonly one
part of character. We aso need to be calm in the face of danger and
responsiblefor our actions and commitments.

CALMNESS

We discussed in Chapter 1 the need to keep acool head, something
Napoleon felt was a critical skill for any leeder. We display pre-
dictability by remaining calm in the face of danger anti not getting
overly excited at thefirst sign of good news. Predictability,as much
& integrity, generatestrust. But the point is not merely to be pre-
dictable; it is to be cam. Otherwise, one could panicin the face of
danger and get overly confident upon any hint of success, and be
entirely predictablein both cases.
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We inspire hope in those around us by remaining predictably
composed and thinking through the true situation and impact when
faced with news. We send a message that all is wdl and that things
will be resolvedin due course. Napoleon had momentswhen hed go
into a tirade about one thing or another, but with his staff and his
troops, he remained cam--especidly on the battlefield. It was
Napoleon's cam demeanor before the Austerlitz campaign that gave
his troops the confidence they needed for the big battle ahead.
During that campaign, upon hearing that the Austro-Russian army
was headed farther south than expected, he merely redirected his
troops accordingly. And during the Ulm campaign, when hed heard
that the Austrians had taken Ulm, he didn't panic. Instead, he
thought through the situation and redlized that it would alow him
to circlearound behind them and cut off their line of communica-
tion with Vienna. He turned seemingly bad newsinto an advantage.

There are many times when were faced with news and immedi-
aely assume the worst, especidly when it involves change. Often,
after we think it through, it turns out not to be so bad, and indeed
may not impact us at al. So, being cdm not only offers hope to
others; it ds0 helps us to make wise dedisons—were not making
judgmentsor overreactingin the heat of passion. There aredso many
distractionsthat could end up beingirrelevant in the great scheme of
things, and a cdm, logicd perspective helps us avoid getting sSde-
tracked. We can support this by having a big-picture view, and fortu-
nately we will have that view if weve taken the time to build our
awarenessand conduct adequate research (seeChapter 6). Thisallows
us to first examine the facts before we begin to develop misguided
theories. As Sherlock Holmes said in A Scandal in Bohemia, "It isa
capita mistaketo theorize before one has data. Insensibly, one begins
to twist facts to suit theories, instead of theoriesto suit facts™

Many "magjor" problemsturn out to belesscritical than originally
thought. Therefore, it's better to think through asituation logically—
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even if it means practicingsome deep-breathing techniques—if that's
what will help us dow down and examine things in proper context.
We must dso keep in mind, however, that the same principleis true
when receiving good news. To become overly confident upon hearing
of ashort-term accomplishment isto risk becoming complacent and
erasing dl of the good gains achieved to date. We must take dl news
in stride, with the same sense of composure.

There is no doubt that calmness, and the predictability and wis-
dom it offers, is an essentia ingredient of good character. Another
essential ingredient is responsibility. By responsibility, we mean full
ownership of our work, accountability for our actions, and dedica-
tion to salf-improvement.

RESPONSIBILITY

Responsihility is a central part of good character. As project man-
agersand leaders, we are responsiblenot only for our commitments,
but for the peoplewho are counting on us to lead them safely to vic-
tory. We owe it to them to look out for their interests by taking full
ownership of our projectsand assuring that we take our jobs as lead-
ersserioudy. Sometimesthis requires usto stand up for what is right.

A good example of thisisfound in the Italian campaign, when
Napoleon, knowing full well the dangers of combined operations,
insisted on retaining full command (see Chapter 3). It took gutsto
convince the French government, but he knew that to proceed on a
course of certain failure would not be doing his country or his
troops justice. Napoleon said:

A commander isnotprotected by an order from a minister or prince who
isabsent from the theater of operationsand haslittle or no knowledge of
the most recentt ur n of events. Every commander responsiblefor execut-
ing & plan that he considersbad or disastrousis criminal: he mustpoint
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out the flaws, indst that it be changed, and at Jasz resort resign rather
than be the instrument of the destruction of his own men. Every com
mander i n chiefwho, asa result of superior orders ddiversa bastle con
vinced that he will loseit, islikewisecriminal.

But does this mean that we should revolt every time were given
instructionsthat we do not agreewith?Absolutely not, as Napoleon
goes on to say:

It does not follow that a commander in chief must not cbey a minister
who ordershimto give battle. On the consrary, he must doiit every time
that, in hisjudgment, the chancesandprobabilitiesare as much for him
as againg him, for our observation only appliesin the casee where the
chancesappear to be entirely againgt him.

Keepin mind that in Napoleon's case peoplecould lose their lives
if thingsdidn't go right, but the general principleremainsthe same:
we are responsiblefor the outcome of our projects, and with this
responsibility comes the need to convince management of the right
thing to do.

Responsibility also carrieswith it the need for salf-disciplineand
thoughtfulness-especially regarding the need to think before we
speak. Consider Ngpoleon's advice to his brother Joseph, soon after
Joseph was made king of Naples followingthe Austerlitz campaign:

| have read your peech, and you must permir meto sy that I find some
of its sentences bad. Yo» compare the attachment of the Neapolitansto
you withthat of the Frenchto me; it sounds likean epigram! What affec-
tion do you expect from a people fir whom you have done nothing,
among whom you are 4y right of conquest, at the head of 40,000 or
50,000 foreigners? As ageneral rule, the lessyou speek, directly or indi-
rectly, of meand of France in your documents, the better.
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Napoleon offered similar advice to his niece (and adopted
daughter), Princess Stephanie of Baden, when he said, "Accustom
yourself to the country and think well

. of everything, for nothing would be

Many otherwisesuc- more impertinent than constantly to
cessful projectshare speak of Paris" The point was that to
et resisancel win over these countries, it was
of iresponsible important to be empathetic to their
communication that points of view. It is the same for us
simply preached an Responsibility means being account-
apendarather then able for our actions and our words,
considkring the needs and this means thinking about the
of its audience impact before we speak. Many other-
wise successful projects have met

resistance because of irresponsible
communication that ssimply preached an agendarather than consid-
ering the needs of its audience.

This considerationfor people also applieswhen giving criticism.
Napoleon certainly offered his share of criticism, but he dwaysdid
so privatdy. Praise, however, was given publicly. For example, when
offering constructivecriticism to one of hisgeneras, Napoleonsaid,
"1 have now made public my approval of your conduct; what | write
confidentiallyisfor you done.” Thisisagood examplefor usto fol-
low. Without adoubt, public praiseand privatecriticismisa policy
that should be adopted by any leader, and indicates a sense of
responsibility and good character.

I'n addition to being responsibleto others, we must dso be respon-
sble to oursdves. This makes us more capableof being responsibleto
others. We can do this by staying sharp, and that means being dedi-
cated to our professon and staying on a path of salf-improvement.
Thisisdso an element of one of Stephen Covey's"7 Habitsof Highly
Effective People' —what he cdls "Sharpening the Saw.” In fact,
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Covey goes even further to sy that this meansaconstant self-renewd
of mind, body, and spirit.? This means that—in addition to sharpen-
ing our minds—we should eat well, exercise, and generaly maintain
asense of baancein our lives. Napoleon would hardly disagree, and
certainly he subscribed to thisin terms of socia needs, spirituality (if
not religion), and learning. The only area he fdl short in was asense
of balance between work and relaxation, and perhaps this was alead-
ing cause of hisdownfall, as we shdl seelater. When it cameto ded-
ication to learning, however, he was without peer, acting like a
sponge, absorbing knowledge wherever and whenever he could.

We can assume responsibility by taking full ownership of our
projects, evenif it means convincing management of the right thing
to do; being fully accountablefor our actions, including the need to
think beforewe speak; and staying sharp by being dedicated to our
profession and sdlf-improvement in general. We exude a sense of
good character—a key ingredient for any leeder—by combining
this responsibility with integrity and camness.

EXECUTIVE SUMMARY

We began the chapter by lookingat examplesof Napoleon'sintegrity,
especidly in areas of equality and tolerance. We saw how he aligned
hisvaues, words, and actions, never waveringfor a minute. We dso
witnessed this integrity in the way he kept his promises and made
ethically sound decisions, such as when he stood behind his com-
manders during hard times. In addition, we saw how maintaininga
sense of calmnessand addressing problemslogicaly helps build trust
and ensureswiser and fact-based decisions.

Findly, we examined examples of responshility, such as when
Napoleoninsisted on sole command in Itay, or offered adviceon the
need to be empathetic to peoples needs. We dso saw how being
responsible to oursdves, through dedication to our professon and
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constant self-improvement and sdlf-care, makes us more capable of
being responsibleto others. Integrity, cAmness, and respongbility are
indeed the three primary ingredientsof character. Character is one of
the most important of our 3 X Winning Principles. As Napoleonsaid,
its even more important t han intellect, which our first four princi-
ples—exactitude, speed, flexibility, and Smplicity —are based on.
We have onefinal principleto discuss moral force. Moral forceis
how we move people—how we motivatethem. It goes hand in hand
with character. And with highly motivated people, wecan surpassall
odds. JeromeJewd|, productivity improvement consultant, refersin
his leadership dass to a study that was performed by Chip Bdl on
the attributes of high-performance teams. The study involved the
American Bdlet Theater, the Tom Landry-era Dallas Cowboys, and
the U.S. Eighty-second Airborne Division. It was discovered that
they dl shared four identica attributes: self-confidence, mission
commitment, belief in their leadership, and confidence in their
teammates. Thesewere motivated teams, rooted in trust and loyalty.
Character provides the foundation for trust, and, as well see
moral force inspires fierce loydty. With the combined principles of
character and moral force, we, t00, can build such trust and loyaley—
and thus help our teams rise to this dite category. And what better
high-performanceteam to learn from than Napoleon's Grande Armée

MARCHING ORDERS

INTEGRITY
Makesurethat your actions, and the actionsof your team, areaigned
with your core vaues.
¢ Includeyour team in the development of core vaues. Consider
making tolerance and respect key parts of those vaues.
* Repeat your vaues often, so the right culture spreads through
your team.
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* Take correctiveaction if someone on your team straysfrom
the core vaues, remind that person of the valuesin an even-
tempered but straightforward way.

Make sure that your actions are aligned with your words.
¢ Don't say one thing and do another.
* Be observant, so as not to be led astray by glory or the heat
of the moment.

Always keep your promises.
* |f you make acommitment, be sure to follow up.
* Your job isa promise—don’t undermine a superior; address
your problem head-on.

CALMNESS

Don't overreact to good news or panic at the sight of bad news.
* Logicdly think through the situation and its impact.

Don't get sidetracked by irrelevant events. A big-pictureview

can help keep thingsin perspective.

¢ Examine the facts before devel oping theories.

* Maintain asense of tranquillity; deep breathing can help.

* Don't become overconfident after short-term accomplishments,
complacency can undo dl the gains achieved. Takedl things
in stride.

RESPONSIBILITY
Be responsiblefor your actions.
¢ Assumefull accountability for the outcomes of your projects.
* Do the right thing; lobby for it if necessary.
* Insist on changing anything that would give your project less
than a 50 percent chance of success.
¢ Look out for your team's welfare.
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Be responsiblefor your words.
* Practice empathy and thoughtfulness when communicating.
e Don't just focuson your agenda; consider the audience's

perspective.

* Alwaysddiver public praise and private criticism.

Be responsiblefor yoursdlf.
* Be committed to your profession; never stop learning.
¢ Strive for continuous self-improvement; broaden your
horizons.
¢ Take care of yourself—exercise, eat well, and maintain a sense
of baance.




CHAPTER I1

Moral Force

In war, everything depends upon morale;
and morale andpublic opinion comprise
the better part of reality. — NaroLeon

ora force is perhaps the most important of Nagpoleon's Six

Winning Principles. It iswhat dlowsteams to surpass expec-
tations and overcome the inevitable obstacles; it is what gets every-
oneon boardwith the mission and excited by the potential outcome.
People do their best work when they have self-confidence and fed
that what they're doing is worthwhile and important —and are rec-
ognized accordingly for their efforts. Napoleon understood this
when he said, "It is moral force more than numbers that wins vic-
tory ... The mordl is to the physcd as threeisto one.”

Although Napoleon noted that a general “does not require spirit
in war, but exactitude, character, and smplicity,” overal, he
acknowledged that teams need spirit in order to succeed. He said,
"There are only two forces in the world, the sword and the spirit.
In the long run, the sword will dways be conquered by the spirit."”
In business, we can think of our obstacles as the swords opposing
us Our teams need passion and fortitude to rise above these obsta-
cles. Asleaders, we are responsiblefor instillingthis passion and for-
titude, and thus providing the ever-powerful moral force. We can
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do this by providing asense of order, clear purpose, visible recogni-
tion, and coveted rewards.

Napoleonknew this. When hefirst took command of the French
army asagenerd, he promised histroops' honor, glory, and riches."
Wecan do the same by ensuring that our teams are given work that
is worthwhile and in adherence with the right principles (honor),
widely recognized (glory), and adequately rewarded (riches). We
can give our teams the confidencethat they are in good hands by
supporting thiswith a sense of order, much as Napoleon did.

Unfortunately, many leadersignorethiscrucia part of their jobs,
focusing instead on the mechanics of management or those items
that can be measured. Perhapsiit is because the moral elements are
immeasurable that leaders so often ignore them. Clausewitz said of
these incal culable but important elements, " They will not yield to
academicwisdom. They cannot be classified or counted. They have
to be seen or fdt.™

To be sure that we do not ignore them, we will explore in more
detail how we can inspire moral force by providing order, purpose,
recognition, and rewards.

ORDER

One might be surprised to see order listed as an element of moral
force. But, just as the French people needed stability after the chaos
of the French Revolution, our teams, too, need to know that things
are wdl organized and under control. Pioneering psychologist
Abraham Maslow, as part of his Hierarchy of Needs, listed safety as
one of the basic needs of human beings, surpassed only by the physi-
ologica needs of air, water, food, deep, and so forth. This referred
to the need for stability or structure, much as achild needslimitsin
order to truly fed secure. Napoleon met this need by providingdisci-
pline. Discipline should not be looked at strictly in the context of
punishment, as it often is Rather, discipline implies control or
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restraint, and thisis achieved by regulations, training, and rehearsdl.
Discipline is what helps people fed prepared, and that gives them
sdlf-confidence.

Discipline is not to be found in speeches, however. As Napoleon
sad:

Discipline fixes the troops to their colors. They are not to be rendered
brave by harangues [lectures] when the firing begins—the old soldiers
scarcely listen to them, the young ones forget them on zhe first discharge
of cannon . . . A gesture by a beloved general, esteemed by his troops, is
asgood as the finest peech in the world.

In other words, if we provide order, and peopletrust that they can
be safe under our watch, good discipline will result.

This meansthat we must beleadersin the most fundamental sense
of the word—meaning "to lead." Asleaders, we must be ahead of our
team, leading the way. As General George S. Patton said, "An army
islike a piece of cooked spaghetti. Yau
can't push it, you have to pull it after

ou.”? Ngpoleon's troops were aways —
yot. o Asleaders,we must be
wel prepared and disciplined. They
ahead of our team,
trusted that he was dways one step eecina th As
ahead and had them prepared for any- Ing the way
Generd George S

thing. With that, they were more
than happy to fallow.

In summary, we can ingtill asenseof
order by providingaset of regulations,
ensuring that our teams are trained
and wedl rehearsed, and setting agood
example with good character and
leadership. Order is the basic foundation of moral force. Once weve
established order, we are then ready to provide purpose, recognition,
and rewards.

Patton oncesad,"An
amy islikeapiece of
cooked spaghetti. Yau
can't pushit, you heve
to pull it after you."
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PURPOSE

We discussed earlier the need to convey the project's concept to our
team, so that they understand why it is being initiated. This dso
helps give them a sense of purpose. But understanding the project's
concept isonly one part of the picture. People must dso fed that the
mission isworthwhileand important. They must fed asenseof honor
at beinginvolved in the project. In fact, many leadership dassesteach
the acronym MMFI, which stands for "Make Me Fed Important,”
and thisis avauable tool to remember when leading people.

INTEREST VS. FEAR

Napoleon said, " There are two leversfor moving men, interest and
fear." It should go without saying that we are aways best pursuing
theformer route, becauseinterest boostsmoraleand fear destroysit.
Jomini said in TheArtd War. ""'No system of tactics can lead to vic-
tory when the morale of an army is bad.”™ We can gain peoplés
interest and thus boost their morale by giving them a sense of pur-
pose. Sometimesfear can be used to generate interest as well, which
Napoleon redlized, but this should be done as a secondary resort.
Even then, it should be a dtrategic fear, such as the fear of what
might happen if the project is not done. Thisis the typeof fear that
Napoleon spoke of. This can be conveyed as "the cost of not doing
the project.” The intention of thisis to "rdly the troops,” which is
different from traditional management-by-fear —"Do this or dse”
We have to convey purpose.

STIRRING THE MASSES

This effort should not be limited to our teams, as our stakeholders
a0 need to fed a sense of purpose. It is this shared purpose that
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unites organi zationsaround a cause and gains the critical mass neces-
sary to resist obstacles. We must build this mass from the bottom up.
Napoleon knew theimportanceof thiswhen hesad: *Men who have
changed the world never achieved their success by winning the chief
citizensto their side, but dways by stirring the massss" He knew that
to <l the top leaders on an endeavor would be minimally effectiveif
the massss weren't sold. Indeed, it becomesless of an effort to sdl the
top leadersif the masses are tirred.

Geoffrey Moore used the same approach in hisbook @ 0ssi ng the
Chasm. We are better prepared to "cross the chasm™ and begin ap-
proaching the mainstream market by first getting our “fans' on board
and then approaching those influential people who have an agenda
that our mission hdps—in Moores words, the "visonaries."* This
bottom-up approach not only works for marketing products and
sarvices, but it dso worksfor selling our endeavor to the stakeholders.

When we speak of sdling, le's not forget that the most com-
pelling purpose is a shared purpose. According to Baron Fain,
Napoleon would typically open a session with his contemporaries
by saying, "Messieurs, it is not to convince you of my opinion, but
to haveyoursthat | have caled you! Tel me your views; | will then
e if what you propose to me is better than what | think.” It is
important, especialy early on, to get the opinions of key stakehold-
ers when determining the goas and purpose of any undertaking.

GIVE AN IMAGE MAKEOVER

Once we have created a shared sense of purpose and stirred the
masses, we can solidify thisfeeling of importanceand honor with an
"image makeover." People need to fed that they are part of some-
thing big and excitingto fed truly important. They need something
they can be associated with. This is why organizations spend so
much money on branding, and why sportsteams have certain colors
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and logos. It gives team membersa sense of common identity —not
to mention that it offers a recognizable image to the public. Even
Napoleon had a"'logo” for his Grande Armée—the eagle. He estab-
lished acommission to determinethe proper symboal for theempire.
After much deliberation, the eagle was chosen over a host of other
dternatives. We, too, should consider giving our projects a brand
and our peoplesomethingto identifywith. Thisinstitutespride, and
pride goes hand in hand with honor and purpose.

In addition to branding, wecan advertisethestrength of our teams
as part of this image makeover--even magnifying it when appropri-
ate. Ngpoleon never failed to exaggerate hisamy's triumphs, through
numerous bulletins and proclamations. This sarved the purpose of
magnifying his strength to the enemy, but it gave his people confi-
dence as wel. It is aknown phenomenon that if we labe people as
high performers, they'll continue to act that way. Their impressons
of themsdveswill go up sgnificantly —and self-confident people are
effective people.

Just as Parkinson's Law di ctatesthat work expandstofill thetime
allotted, peoples effortsexpand to fill the labels they've been given.
Unfortunately, the oppositeis dso true. Understating the value of
our peopledemoralizesthem and weakenstheir resolve. Thisiswhy
we must strive to boost our team's image; within reason, of course—
nobody will believethat a collegestudent isaseasoned veteran, least
of dl the collegestudent.

We can ingtill a strong sense of purpose and honor by ensuring
that our teams fed that their work is important; by stirring the
masses from the bottom up—beginning with our wildest enthusi-
ads, by involving key stakeholdersin god setting; and by giving our
teams pogitive identities through branding and advertising. This,
aong with order, can go alongway toward infusingour teamswith
mord force. Two additional elementsare needed in order to sustain
thisforce: recognition and rewards.
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RECOGNITION

Maslow’s Hierarchy of Needs—from the most basic to advanced
need—includes. physiologica (air, water, food, etc.), safety (secu-
rity and stability), belonging (socia acceptance and love), esteem
(self-confidence and attention), and ultimately self-actualization
(the intrinsic desire to constantly grow). If providing a sense of
order speaks to the basic need for safety, providing recognition
speaks to the more advanced need of esteem. Recognition not only
addresses the need for attention, but it breeds salf-confidence as
wdl—for the same reason we mentioned earlier: people see them-
sdves as they are labeled.

Consider Napoleon's speech to his troops after the battle of
Augerlitz. He didn't just sy, “Congratulations, well done!" There
was much moreto this speech. Le's examine the variouselements.

* He began by stating in generd that they had met the high
expectations he had for them and that their accomplish-
ment would have lasting significance: "Well done, oldierd In
the battle of Austerlizz you have accomplishedall | expected of
your valor: you have crownedyour esgleswith immortal glory.”

* Then he proceeded to recite exactly what they had accom-
plished, so the magnitude did not go unnoticed: ‘Az army
of 100,000 men commanded by the Emperorsof Russa and of
Austria has been dispersed or captured in less than four hours.
What escaped your arms was drowned in the lekes. Forzy flags,
the gandards of the Russan Imperial Guard, 120 guns, 20
generals, morethan 30,000 prisoners are the result of this eter-
nally glorious battle.”

He stated how they exceeded dl odds and gave them full
credit for the accomplishment: "This famous infantry, that
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outnumber edyou, was unableto ress your attack, and hence-
Jforth you have no rivak to fear. ”

* He confirmed what was to follow, and promised that their
work would be rewarded: "Soldiers When we have completed
all that is necessary to sscure the happinessand prosperity of our
country, I will lead you back to France there you will be the
constant objectsof my loving care.”

* He closed by echoing his opening statement, reiterating the
lasting significance this would have: "My people will hail
your return With joy, and you Will have but to sy, 7 wasat the
bastle Of Austerlizz,” 10 hear the reply, 'He is one of the brave™

Whilewe don't need to promise our people immortal glory, cer-
tainly this is a good model for us to follow. People need to be rec-
ognized for their efforts and made to fed proud. If they are
forgotten, we can be sure they won't be as motivated the next time
they are caled to action. Napoleon said, “A great reputation islike
agreat noise: thelouder it is proclaimedthefurther it isheard. The
laws, constitutions, monuments, actions—al have their limit, but
glory spreadsitsalf through many generations.” He made surewith
speeches, bulletins, triumphal arches, and annual commemorative
eventsthat the glory of his Grande Armée would spread though gen-
erations—and indeed it has.

We can use this same approach by publicizing our teams' suc-
cesss and possibly even having an area, either physical or on the
Web, to permanently commemorate those projects that have gone
exceedingly well. We are giving our people the self-confidence and
attention they need and deserve by acknowledging them in this
manner. But self-confidenceand attention are only two of the bene-
fits of recognition. There is an additional benefit that often goes
unnoticed: ambition. Recognizing people for their efforts inspires
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othersto emulate their success. When discussingwhat he would do
if hewerein chargeof reorganizingthe British army, Napoleon said:

Ambition is the main drivingpower of men. A man expend his abili-
ties as long as he hopes to rise but when he has reached the highest
round he only asks for red. | have created senatorial appointmentsand
princdly titles, in order to promoteambition. . . Instead of the lash, |
would lead them by the stimulus of honor. | would instill a degree of
emulation into their mind. | would promote every deserving soldier, as
| didin France. . . Whatever debases man cannot be serviceable

In summary, weingtill self-confidence,give our team deserved and
needed attention, and inspire ambition in those around us by
acknowledging our team publicly and frequently. But is recognition
enough?As Napoleon dludes, it is not. Some may say that verbd or
written recognition isitsown reward. Certainly, anicely written com-
mendation hdps—but to show true commitment to people, more is
needed, especiadly on amajor project. Thisiswhere rewardscomein.

REWARDS

Rewardsare away to expressour gratitudefor ajob well done, while
written or verba recognition addresses peoples need for attention
and gives them credit for their accomplishments. Combined, they
are a powerful source of motivation. A reward does not have to be
monetary, but somesort of tangible acknowledgment can go along
way, such asagift or, better yet, something that benefitsthe person's
family as well. Sometimes a promotion or a role on a coveted proj-
ect isin order —assuming it is the person who covets the project and
not the other way around. A celebration certainly helps, too, but
remember to leave the team with something tangible for their
efforts. If it issomething that will last asaconstant reminder, dl the
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better, since this will serve to reinforce performance for years to
come—not to mention that they deserveit.

Rewardsdon't haveto be huge; they can and should be commen-
suratewith the sze of the project. While alarger project might war-
rant a substantial monetary award, promotional items with the
name of the organization and the project are quite appropriate in
many cases. Besides, other peoplesee them, and thisserves asinspi-
ration. Napoleon established the Legion of Honor for this purpose:
""Show me arepublic, ancient or modern, in which there have been
no decorations. Some people cdl them baubles. Well, it is by such
baubles that one leads men . . . A soldier will fight long and hard
for abit of colored ribbon."

It is dso important to reward everyone who contributed to the
auccess of the project, not just the immediate project team. This
sends a message that a project's success dependson the collaborative
efforts of various groups, and that such collaboration will not go
unrewarded. As the adage says, "Tdl me how I'm measuredand I'll
tell you how I'll behave." Napoleon understood this fully when he
established the Legion of Honor. His advisers wanted him to make
the award exclusively for soldiers, in order to inspire othersto join
the service. Others wanted him to establish separate honors for sol-
diers and civilians. Napoleon vetoed both ideas and said: "If we
make a distinction between military and civil honors, we shall be
instituting two orders, whereasthe nation is one. If we award hon-
orsonly to soldiers, that will be still worse, for then the nation will
ceee to exist.” He knew that if he wanted the nation to pull
together, he needed to treat them as one. And so he did.

The Legion of Honor was establishedin 1802, with the medd —
afive-pointed star with a ribbon—aong with asmall monetary gift,
going to civiliansand soldierswho had distinguished themselves. It
was, and ill is, an extremely coveted award in France, with honors
now extended to those outside France as well.
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We can learn from this by rewarding dl thosewho helped on our
project, not just the immediate project team or one department, as
some organizationsdo. Thisisespedidly trueif we aretryingto inspire
collaboration, asit sends the messagethat it paysto contribute. If we
combineamonetary award with atangibleitem that will last, people
will remember the message long after the money has been spent.

Of course, specid projectswarrant specia rewards. In addition to
the Legion of Honor, Napoleon issued great rewards to those
involved in major campaigns. Napoleon followed the Austerlitz
campaign by providing significant monetary rewards, publicity,
annual commemorative events, and other actions that showed he
truly cared for hissoldiersand their families (see Chapter 4). Hedid
this not only for hissoldiers, but for hisdliesin Bavariaas well.

Findly, let's remember that a reward doesnt have to follow the
"big bang approach, with everything coming at the end of a proj-
ect. Celebrating frequently during a project is an excellent form of
reward as well, and aso serves to make the project fun. In the end,
thereis no greater reward than having fun.

If giving our people a sense of purpose addresses the "make me
fed important” (MMFI) requirement, providing rewards addresses
another key requirement: an answer to the question "What's in it
for me?' (WIIFM). People will clamor to join our projects if we
providevisible and lasting rewardsand celebrate frequently.

EXECUTIVE SUMMARY

Echoing Napoleon's statement that "the mora is to the physicd as
threeisto one," thereis no doubt that even the greatest plan in the
world will be for naught unless we have a motivated team behind
us. We can provide this motivation by giving our teams afeeling of
stability, instilling asense of purpose and meaningfulness, publicly
recognizing their efforts, and providing lasting rewards.
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Weve seen that we can achieve stability —and thus establish a
sense of order —by providingappropriate policies, making sure our
teams are fully trained and well-rehearsed, and remaining one step
ahead as true leaders. Likewise, we can instill asense of purpose by
ensuring that our teams view their work as worthwhileand impor-
tant and by providing a feeling of shared identity for everyone
involved with the project—idedly through branding and early
stakeholder participation. Once our teams have a sense of order
and purpose, we can recognize their efforts publicly by stating in
writing their specific accomplishmentsand the magnitude of the
results. This aso servesto inspireambition in others. Findly, weve
seen how we can reward our teams by providing lasting, tangible
tokens of gratitude to go along with any monetary handouts, and
by scheduling celebrationsthroughout and after our projects. We
must also remember to reward everyoneinvolved in the project —
not just the immediate team or one department —to encourage
wide participation.

We can effectively deliver Napoleon's promise of honor, glory,
and riches by providingour teamswith asense of purpose (honor),
visiblerecognition (glory), and appropriate rewards (riches), assum-
ing the necessary order is in place to make our teams fed secure.
Thus, we can say that we have moral forcein our favor by provid-
ing order, purpose, recognition,and rewards. And, with exactitude,
speed, flexibility, smplicity, and character, and the winds of moral
force at our backs, we can fully exercisethe power of Napoleon's S X
Winning Principles.

We have seen how Napoleon rose from obscurity to become the
leader of the world's largest empire, using a solid set of principles
and vaues. We have explored the lessons from this extraordinary
rise, and have mapped them to six fundamental but powerful prin-
ciplesthat we can useasaguiding compassin our everyday lives To
assd in this, I've included a handy map of the principles and their
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components on page 257. But first we must see the events that led
to Napoleon's extraordinary downfall, for therein lie equally valu-
able lessons.

In Part 3, well explore exactly what went wrong and examine
crucia lessons from the failed Russian invasion and Waterloo cam-
paigns, just aswe gained insightsfrom Napoleon's greatest triumphs
at Ulm and Audterlitz. We will then summarize theselessonsin four
critical warning signs to watch for, which will help us avoid falling
into the same traps that led Napoleon astray. We would be remiss if
we didn't learn from Napoleon's mistakes, just as we have benefited
from his triumphs.

MARCHING ORDERS

ORDER

Provide an environment of stability.
* |ssue aset of regulations, ground rules, policy, etc.
¢ Besureyour teams are trained and well rehearsed.
¢ Show good character and lead by example.
* Always stay one step ahead.

PURPOSE
Make sure peoplefed their work is worthwhileand important.
* Remember MMFI (Make me fed important).
* Only usefear in a"'rdly the troops' way, for example, to
indicate the blesker dternativeif the project is not done, not
ina"doit or ds8' way.

Stir the masses from the bottom up.
* Apped to the most enthusiastic peoplefirgt, then those
influential peoplewith an agendathat your project supports,
and then to the stakeholders at large.
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* Read Geoffrey Moores Crosingthe Chasm to formdizethis
approach.

Createa sense of shared purpose.
* Get key stakeholdersinvolved early.
* A for their input on the goas of your project.

Give your team an image makeover.
* Consider creating a brand for your project—an imageand a
possibletagline.
* Advertisethe strength of your team, magnifying it within
reason; they will live up to that image accordingly.

RECOGNITION
Makeyour praise effective.
* Addressthe team in writing, recounting their specific
accomplishmentsand stating the magnitude of the results.
* Givethem full credit for the accomplishments.
* Confirm what rewardswill follow.
¢ Announce the accomplishments publicly.
* Remember that recognition instillssalf-confidence, gives
deserved and needed attention, and inspires ambition.

REWARDS
Don't forget to reward your team for a job well done.
* Monetary rewards are good, but should be accompanied by
something tangible, visble, and lasting.
* Promotional itemswith the organization and project name
work quite well in most cases
* Rewards should be commensurate with the sze of the
project; mgjor projects should be rewarded more
sgnificantly.




MoraL FORCE 199

e Individuals can be rewarded with a promotion or arole on a
coveted project, if appropriate.

Make rewardsavailableto all who contributeto your project's success.
¢ Include key stakeholdersas wel as other departments and
individualswho contributed in some way.

* Thisencouragesfuture collaborationand contribution, &
opposed to the traditional departmental "'slo" approach,
where each department operates as its own entity as opposed
to working collaboratively.

Don't forget to celebrate.
¢ Celebration makes our projectsfun.
* Celebrate frequently —after each milestone, not just at the
end of the project.
e Remember WIIFM (What's in it for me?).



PART 3

()

The Downfall




CHAPTER I 2

What Went Wrong?

The greatest mistake of my career was the
interference in Spanish affairs. . . All my defeats
came from this source. — NaroLeon

Thus far, we have seen Napoleon's rise and have benefited from
the Six Winning Principlesthat catapulted him to glory. That
he rose to such heightsin such a short period of time is amazing,
and, as weve seen, it brings us many lessons. The fact that acharis-
matic leader with such intelligence, strong vaues, and energy could
lose an entire continent is startling. Surely, the lessons must be
equally valuable. And so they are. Abraham Lincoln said, "Anyone
can overcome adversity, but if you want to test a man, give him
power." For atime, Napoleon handled the chalenge quite well; one
does not rule a continent for fifteen years without wide support.
But ultimately, his power, and the very gains that he had accumu-
lated as a result, led to his undoing. One by one, the very principles
that brought him success began to unravel.

There are many theories on what actually triggered Napoleon's
downfdl. Somesay that it was his kidnapping and execution of the
Duke of Enghien (see Chapter 4), but this is arguable, s there
appeared to be just cause and, after al, it followed severd attempts
on Napoleon'slife. It isstill debated whether or not the evidencewas

203
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circumgtantial. At any rate, Ngpoleon's actions caused alarm at the
time, but didn't seem to have lasting effect. Some say the catalyst for
his downfdl was when he became emperor. Again, there was just
cause, and it elevated Napoleon to a status from which he could
negotiate equally with his peers. No—it seems instead that
Napoleon's downfall began after histremendousvictory at Austerlitz,
and perhaps even because of it.

Two magjor stepping-stones triggered Napoleon's ultimate down-
fal. First, there was the elevation of his power following the success
at Auderlitz, which led to the fedling that he could force wesker
countries like Prussa and Audtria to comply, and dso led to
increased isolation from his troops. Second, there was the unwise
decision to take over Spain when cdled upon to mediate a locd
rebellion againgt its corrupt government—completely misudging
the sentiment of the Spanish people. Not only did thisillustrate the
wrong way to address a political conflict, but it dso highlighted the
need to consider the people aspect of any endeavor. This not only
applied to the Spanish people, but to hisown people aswell, as their
moralewas beginning to decline because of the lack of effectivelead-
es. Le's examinethese areas in more detail and see what lessonswe
can learn.

THE PERILS OF SUCCESS

Following the battle of Austerlitz, Napoleon was at the top of his
game. He had defeated Austria and Russia and, with the Third
Cadlition in tatters, was now the undisputed leader of Western
Europe. Even England acknowledged this, although it continued
fruitlesdy to try to raly support against him. In May 1806,
England, still master of the seas, declared a blockade of al French
ports, seizing products and even stopping neutral ships. Napoleon
responded by establishinga blockade of his own—the Continental
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System, whereby al of his dlies and countries within his empire
would cease trade with Britain. Even Prussia was on board, paci-
fied by recelving Hanover as part of the post-Austerlitz Treaty of
Pressburg.

Also around this time, Napoleon solidified his control even fur-
ther when, upset at hearing that his appointed leadersin Naplesand
Holland were following their own agendas, heinstalled his brothers,
Joseph and Louis, as kings of those countries, repectively. Joseph
and Louis instituted the same reforms Napoleon had brought to
Itay, and were generally well received by the populace. Louis even
became known to the Dutch as " Good King Louis."

Things went fine for awhile. But, nearly ayear after Austerlitz,
there would be a Fourth Coalition. The Prussans, nervous about
Napoleon's gains in southern Germany and rightfully upset upon
hearing that Napoleon recently had offered Hanover to Britain in
exchange for peace, joined forces with the Russians to declare war
on France. Napoleon's Grande Armée, however, made quick mince-
meat of the Prussiansin simultaneousbattles at Jena and Auerstadt
and then soundly defeated the Russiansat Friedland —after fighting
them to a draw earlier. Thus ended the Fourth Coalition.

The end of the Fourth Coalition brought the Treaty of Tilsitin
July 1807, when the Russian czar Alexander | agreed to join the
Continental System if England refused to let Russa mediatein its
conflict with France. Russa joined Napoleon's blockade when
England made it clear that they still opposed any negotiation with
Napoleon. Prussia, having lost land to Napoleon as part of the
treaty, was forced to join the embargo as well.

With all of Western Europe aigned with Napoleon in some way,
there is general consensus that this was the zenith of Napoleon's
career. He was the undisputed leader of Western Europe, had
formed an dliancewith Russia, and most of Europewas participat-
ing in his Continental System. What could be better? But, even
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with dl of that, the seeds of hisdestruction had already quietly been
planted. To be precise, there were two, and they were both a direct
result of hisincreased power following his success at Austerlitz.

Firgt, there was the disregard for Prussa and Austria, in essence
forcing them to be dlies, which would come back to haunt him
later. Second, as his armies grew, Napoleon became more isolated
from his associates, which led to poor morale and some bad deci-
sons. Both of these eements, creating forced dlies and becoming
isolated from associates, bring us valuable lessons.

FORCED ALLIES

Whileit is to Napoleon's credit that he was able to use a combina-
tion of charisma and diplomacy to win over the Russan czar at
Tilst—especidly after dl the battles they had been through—
Prussia and Austria were reduced to mere pawns by now. As men-
tioned, this would come back to haunt him later. Perhaps this is
what led him to declare, "It is better to have a known enemy than
aforced dly.” In Itay and Egypt, Napoleon had invested time in
diplomatic and rebuilding efforts, creating awin-win situation. He
won them over diplomatically, although he destroyed them mili-
tarily. He didn't make thiseffort, however, with Prussaand Austria.
As aresult, he was unable to turn them into true allies, so he kept
them as forced dlies. Moreover, by offering Hanover to the British,
Napoleon betrayed Prussia, which damaged his integrity.

Napoleon left Prussa and Austria weakened and angry, unlike
other conguered countrieswhere he had put forth exhaugtive effort
getting the loca populace to embrace his reforms—"girring the
masses' from the bottom up, as he put it. It is possiblethat with the
power he now had, he no longer felt the need to invest in such
efforts. Perhaps he felt there was enough momentum and critical
mass behind hisinitiativesthat he didn't need to worry about "the
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little guys." Wdll, in war—as in busness—thelittle guys can some-
times cause more harm than we think.

The more power we gain in our position, the eesier it is to ignore
thisfact. It iseasy to forceothers to adhereto our will, especialy those
who don't carry much weight. And it

is easy to ignore their perspectives, as

Napoleon had done with Prussawhen L

he offered Hanover to England. But Inwa—as in
when we adopt a compliance mental- busness—thelittle
ity and don't follow up to ensure that gUyscan sometimes
peoples issues and frustrations are cause moreharm
addressed, we run the risk of leaving thanwethirk
wounded enemies—a danger pointed

out by Machiavelli. This is true
whether rolling out a new product, instituting new policies, or intro-
ducing any new initiative that requiresothersto change their habits.
All too often, leaders of an organizationwill implement a new ini-
tiative or policy, and assume that, because they announced it, people
will comply. But if our initiative impacts them negatively, and they
werent part of thedecision, it can beexpected that they'll resist. Soon,
as more people become frustrated with their situations, they'll begin
to fed hopdess. Unfortunately, negativity spreads like a virus, and
before we know it, morale begins to decline. As weve seen, moral
forceisavita element of success, so we certainly don't want that.
Theway to avoid this scenario is to make sure peopl€s voices are
heard, and to follow up to address their concerns appropriately.
This may mean modifyingour initiative, or it may mean providing
a better explanation of the purpose. It may aso mean providing
additional assistance or support in order to address their needs. But
if we ignore them, or assume they'll quietly acquiesce, we risk los-
ing them as dlies. And to have lasting success, we need peopleto be
on our Sde—true dlies, not forced.
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Let’s now take alook at the other seed that would germinateand
cause problemsfor Napoleon: increased i sol ationfrom his associates.

GOING IT ALONE

As Napoleon's armies grew, he had to rdy more on his chief of staff,
Berthier, for dl communications, and this meant that he had lost
persona touch with his troops. Even his generds now had to go
through formal processesto be able to speak with him. Not surpris-
ingly, they soon began to get frustrated and began quarrelingwith
one another. Furthermore, because of the separation resulting from
his rise to power, Napoleon began to focus more on hisideds than
on diplomacy, which led to some bad decisions. If he had involved
his close associates more, as he had in the past, some of those ten-
dencies might have been counterbal anced. | nstead, whatever humil-
ity he had shown before by involving othersin decision making had
now taken a backseet to his new status.

This isolation extended to the French Senate as well. Indeed,
when Napoleon decided to make his brotherskings, he acted alone
and didn't consult the Senate. Perhaps they could have convinced
him that whileit made sense from amilitary standpoint, it was haz-
ardousfrom a political standpoint. Although Napoleon had made
sure these family membersacted fairly, and while his actionswould
prove successful in those countries, this alarmed his dlies, as they
wondered what would be next. Of course, they wereright to worry.
Over time, Napoleon would give his family members increased
privilegesto secure their status. That subtledeparturefrom the revo-
lutionary value of equality would soon begin to cause aarm in
Europe and would further jeopardize Ngpoleon's integrity, But for
now, the seed had just been planted. The point is that he made this
decisonin isolation.

As we will see, Napoleon's increased separation from his troops
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and his associateswould lead to poor morale and impulsive deci-
sons. And, with similar actions, the same results can befdl us. If
were managing a large program or leading a large-scde effort, we,
too, need to set up an infrastructure so that we don't get bogged
down in details. But we must not lose sight of the fact that we till
need to be visble to our teams and, above dl, readily availableto
the immediate leaders reporting to us. The personal touch is criti-
cd in leadership, as it kegps morae up and solidifiestrust.

Furthermore, we must not become so enamored with our status
that we forget were most effective when relying on the advice of
others, not barking out orders. Indeed, it isour relianceon our lead-
ership team and subject-matter experts that will make us successful,
not our ability to make decisionsin isolation. Of course, we must
make snap decisions when needed—sometimes even unpopular
ones (see Chapter 1) —but if we consistently isolate ourselvesfrom
those around us, we will increasingly make wrong decisionsand our
reputationswill suffer.

The bottom lineis that if we adopt a compliance mentality as a
result of our power, isolate ourselves from our leaders and subject-
matter experts, and forget to involveour stakeholdersin major deci-
sions, wewill turn around one day and there will be nobody behind
us. And with nobody behind us, we can no longer cal oursdves
leaders.

Now that weve seen the pitfallsof power, aswel as the two seeds
of Napoleon's eventual destruction, let's explore the next major
stepping-stonethat led to Napoleon's downfal: the Peninsular War.
Without adoubt, thiswould be the went that would set Napoleon's
career into a downward spiral, and, unlike the campaigns he had
fought to date, thisonewould be of hisown making. From this, we
will learn the dangers of getting involved in political intrigue and
then well see the domino effect that can be caused by forgettingthe
people-perspective of our endeavors.
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THE TURNING POINT:
THE PENINSULARWAR

We have seen how Napoleon ignored those countries that he felt
carried no weight, and how he began to isolate himsdf from his
asociates. Soon, this change of focus from consensus building to
isolated decision making would dso extend to his relations across
Europe. Nowhere was this more evident than in his relentless pur-
suit of anyonewho didn't adhereto hisembargo of Britishtrade, the
Continental System.

The problem was not necessarily the establishment of that sys-
tem. Napoleon didn't have many aternatives. After all, England was
il trying to bring about his defeat through its own blockade and
had declined dl of his peace offerings. Furthermore, the system wes
actualy beginning to work. Many countries across Europe were
benefiting from increased trade with one another. Anti-British sen-
timent was spreading; in England itself, peace petitions had begun
circulating. If Napoleon had let thingsgo at that, things might have
turned out in hisfavor. Unfortunately for him, he didn't.

Upon hearing that Portugal was still a mgjor source of British
trade—the British were large consumers of port wine—Napoleon
decided to issue Portuga an ultimatum: either voluntarily join the
Continental System or be forced to. The Portuguese responded by
stalling Napoleon and secretly asking the British for help. Needless
to say, the British were happy to oblige. Meanwhile, Napoleon occu-
pied Portugal .

Adopting a compliance mentality is no way to win friends and
influence people (to use Dale Carnegi€'s term), and this situation
was no exception. The invasion of Portugal was thefirst truly offen-
dve campaign undertaken by Napoleon. All of his campaigns to
date had been defensivein nature. Now, fueled by the confidence
that he gained at Austerlitz, he felt he could inflict hiswill by force.
With most of Western Europe at his feet and a point to prove,
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Napoleon didn't fed a need to takethe time to build support among
his dlies before deciding to invade, and he certainly didn't think
about the implicationsof the invasion. Perhaps he felt theinvasion
was necessary in order to cripple England or to set an example, but
if he had done the research, he would have seen that it was not. This
was an aggressive move and would begin to turn European opinion
against him.

Occupying Portugal was easy enough (the royd family had aready
fled to Brazil), but the British were on their way, and Napoleon was
about to compound this mistake with an even greater one. A rebd-
lion in Spain brought an opportunity Napoleon couldn't resist. Spain
had awesak and unpopular Bourbon king, Charles IV; a treacherous
prime minister, Godoy, who was openly deepingwith the queen; and
a prince, Ferdinand, who despised his parents to the point that he
once considered poisoning them. Moreover, Ferdinand was riling the
mases againgt the oppressive Godoy —and therefore the king and
queen.

When Ferdinand wrote a letter seeking Napoleon's protection,
the king and gueen found out about it, and alocal scanda ensued.
Charles |V accused Napoleon of plottingwith Ferdinand, which led
Napoleon to redize that this chaos must stop. Consequently,
Napoleon ordered troops into Spain under the guise of protecting
Ferdinand, but in reality to conduct reconnaissanceon Spain's politi-
cd and military situations. To add to the chaos, Ferdinand, think-
ing Napoleon was there to boost him to the throne, stirred the
public to even greater passion. This set the stage for Napoleon to be
hooked into a political maelstrom that would ruin his career. What
lessons can we learn from these tumultuous events?

THE DANGERS OF POLITICS

During the rebellion, Charles and Ferdinand—both claiming rights
to the crown—decided with Murat’s encouragement to set out for
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France to ask Napoleon to mediate. The meeting took place in
Bayonne. They didn't make a good impression, arguing constantly
throughout the meeting. Napoleon said, "When | saw them at my
feet and was able to judge mysdf of their complete incapacity, an
unspeakable compassion filled me for the fate of a great people. |
seized the only opportunity offered me by Fortune to cause Spain to
rise again, to separate her from England, and to bind her closely to
our policy.” Napoleonforced Charlesand Ferdinandto abdicatetheir
rights to the Spanish throne. He had multiple reasonsfor doing this.

First, he knew that Spain was the only other European country
il accepting British goods. Furthermore, he knew that Godoy had
originaly planned to attack the Grande Armée, should they have
come up short against Prussia at Jena, so this government couldn't
be trusted. And finally, since he was now unfortunately caught up
in the politics of this corrupt government, he figured he could
destroy it with the same ease that he had destroyed Prussa and
Audtria, and create a new, democratic Spain. After all, hisagentsin
Spain assured him that the Spaniardswere fed up with the local gov-
ernment and would embrace a change. As Napoleon would learn,
nothing comes without a price.

On alesser scde, thissame thing can happen to usin businessif
we are not careful. It's so easy to get caught up in political intrigue,
and even moreso if were asked to takesdes. It's tempting to engage
in duplicity, making each side think that were behind them. Its also
tempting, especialy if were in a position of power, to simply force
the feuding parties to yield to our will. Machiavelli would suggest
takingsideswith the stronger party--or at least the one that would
be of most benefit to us. Any of these solutions can lead to danger
if we abandon good principles. But, as leaders, we must make a
decision.

Ultimately, the best thing to do, and the thing that will preserve
our integrity, isto attempt to facilitate both partiesto an agreement
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if at dl possible--to search for a win-win solution. If the parties
cannot come to agreement and they are within our sphere of influ-
ence, then we must stand firmly behind the right principles, which
may mean siding with one party or making an executive decision.
If the parties are outside our sphere of influence and cannot agree,
as was the case with Charles |V and Ferdinand, then it is best to
decline involvement or to refer to a higher authority.

In Napoleon's case, there was no higher authority, so it would
have been best to either ask athird party to mediate or decline get-
ting involved. Even helater said, "My most dignified and safest plan
for Spain would have been akind of mediation. . . | ought to have
given the Spanish nation a liberal constitution and commissioned
Ferdinand to put it into practice.”

At the time, however, seeing the Spanish government as a threat,
Napoleon thought it more important to take advantage of the
opportunity to remove their corrupt government and make Spain
an dly. Consider his reflection on the situation:

In the crisisin which Francefound herself a¢ that time, that is to s,
during thefigh for new ideasand theszruggle of the century againg the
res of Europe, we could not leave Spain out, and abandon her to our
enemies; we had to bind her to our policy either of her own free will or
byforce.. . Moreover the code of lawsfor the salvation of nationsis not
always the same as that for theindividual.

Certainly, the principles seemed sound. As Napoleon later red-
ized, however, he had chosen the wrong methodsto carry them out.
As hesaid in his memoirs, " Circumstances have proved that | erred
in the choice of means, for the mistake lay rather in the means
employed than in the principles.”

Most criticaly, he was greatly mistaken--or at best, misled—
about Spain's readiness to roll over and join the revolution. As a
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result, by not giving enough attention to the cultural sentiment in
Spain, as he had with Egypt, and by not getting his dlies on board,
the effort was magnified exponentialy. Likewise, his increased iso-
lation from his troops, the need to fight battles on multiple fronts,
and a generd lack of effective leaders led to morale problems that
would increase as time went by. Napoleon had prophetically said,
"In war, everything depends upon morae; and morale and public
opinion comprise the better part of redity.” Hewould find out the
hard way that thisisdl too true.

THE IMPORTANCE OF PEOPLE

With French troops in Spain, the Spanish people were naturally
beginning to get upset. When Murat, who was commanding
Napoleon's troops, overreacted to a rebellion by launching vicious
attacks on a crowd on May 2, 1808 (the famous revolt of Dos de
Mayo), anti-French sentiment began to boil over. Murat, in Spain
without any specificinstructions, would continue to conduct shows
of force to intimidate the Spanish people. Napoleon later said of
this recklessness, “Murat spoiled a great deal of my work." After a
few months of brutal fighting, Napoleon gave his brother Joseph
the Spanish crown and sent Murat to Naples in Josgph's place.
Needless to sy, the Spaniards didn't takewdl to their new king.

Napoleon didn't redize that although his contacts from the
upper echelon of Spain indicated that most of the country would
welcome a new French government, the peasants, and especidly
those in the northern Navarre region, were vehemently opposed to
French philosophies. They viewed apparently forward-thinking
concepts, such as " separation of church and state”” and "'freedom of
reigion,” as a threat to their traditions. Indeed, they were not in
favor of any so-called reforms.

Uprisingscontinued and evolved i nto what would becomethefirst
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use of the term "guerrillawar —meaning "littlewar." The atrocities
that followed—by both Sdes—were immortalizedin the paintings of
the Spanish artist Goya. With Napoleon's armies totaly unprepared
for such away of fighting, the war continued for sx years. To make
matters worse, the British sent troops to Portugal, under the com-
mand of Arthur Wellesley, the Duke of Wellington, and Napoleon
found himsdf fighting battles on two fronts—Portugd and Spain.
Napoleon said, " The unfortunatewar in Spain ruined me. . . The
Spanish War destroyed my reputation in Europe, increased my
embarrassments, and provided the best training ground for the
Englishsoldiers. | mysdf trained the English army in the Peninsula.™

Two other things happened around this time that made things
wen worse for Napoleon. Firdt, because he waant readily available,
his leaders began quarreling among themselves, which deteriorated
morale. He knew he needed one person ro lead the affairs in Spain,
but he could not find anyone capable of filling the role. Napoleon
said, "l cannot appoint a commander-in-chief for dl my armiesin
Spain, because | can find no onefit for the job." Second, because he
couldnt find adequate leaders, he began to micromanage, not alow-
ing anything to be done without his approval.

Unfortunately, Napoleon was spread way too thin to effectively
resolve the situation. First, he was focused on the situation in
Portugal —made more critical by the arrival of the British. At the
same time, he was busy trying to negotiatefurther agreementswith
Russa Then, he needed to bein Pariswhen word cameto him that
Tdleyrand and Fouché, Napoleon's security chief, were plotting
againgt him, anticipating that he would fal. Findly, things became
even more complicated when, in 1809, Austria decided to take
advantage of Napoleon's entanglementsin Spain by declaring an
dliance with England, thus forming the Fifth Coalition. Their first
action would be to invade Bavaria While Napoleon suffered his
first serious setback in a battle at Aspern-Essling, he ultimately won
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the campaign with avictory at Wagram, forcing Austriato join his
Continental System. It would be hislast mgjor victory.

All of these things would distract Napoleon from effectively
resolving the situation in Spain. It seemed that wherever Napoleon
was personally involved, thingswould progress, but he couldn't be
everywhere at once. Additionally, because he was spread too thin,
his diplomatic negotiations began to get doppy. Thus, the critical
auccess factorsof moral force and public opinion suffered.

Thereare severd lessonsfor us here, and al of them relate to the
importance of people. First, we need to be cautious that we don't
become so focused on our goal that weforget the need to build sup-
port from the bottom up. Napoleon excelled at this in his early
days, whether it was appealing to the Italian public, learning the
culture of Egypt, or satisfying France's need to restore the churches.
But, for severd reasons—partly because he was preoccupied with so
many things, partly because he was ill advised by his agents, and
partly because he was under pressure to seize the opportunity —he
didn't do thiswith Spain. The result was disastrous. We cannot let
our ideds, assumptions, or a need to hurry cause us to ignore the
people aspects of our endeavors. It will hurt usin the long run.

Second, if we begin taking on many endeavors, we need to rely
on effectiveleaders to manage some of them. We should be build-
ing effective leaders anyway as part of a succession plan, but thisis
critical if we are to scde our efforts across multiple endeavors.
Besides, without effectiveleaders, we tend to begin micromanaging,
which leads to other problems, not the least of which is poor
morale. Building effective leaders takes workk—we need to be sure
our leaders are capable of making correct judgment cals and share
our general philosophy. Often, peoplewill promote their best per-
formersto aleadership role, only to find out that the best perform-
ers do not dways make great leaders. Nowhereis this more evident
than in the case of Murat.
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Murat was certainly heroic, but a hero does not aleader make. A
leader needs to have a combination of people skills, analytical and
planning ability, an aptitude for strategic thinking, and other things
0 often written about as attributes of good leadership. Having
"been thereand done that" is just one element of agood leader, and
not adways a required one if the other elements are in place. In
Murat’s case, he was an excellent soldier and good tactical leader of
cavarytroops, but hewasfar from astrategic thinker. Indeed, it was
his penchant for heroism and his short-term focus that frequently
caused him to go outside the boundaries of Napoleon's broad direc-
tives, and it nearly botched the otherwise flawlesdy executed Ulm
campaign and definitely aggravated situationsin Spain.

A third lesson is that not only must we have good leaders, but we
must dso indst on unity of commandfrom thetop down. Otherwise,
as with Napoleon and his generds, if were not readily available, our
leaders will begin to develop their own agendas and begin arguing
among themsalves. The risk of potential problems is lessened with
good leadership and unity of command.

The importanceof people cannot be underestimated, whether it
is the people who will be impacted by our project or the people we
need to effectively lead our project. As Napoleon said, " The mord is
to the physical asthreeisto one.” Unfortunatelyfor him, thisturned
out to be true in the case of the Peninsular War. With the people of
Spain up in arms and hisleaders quarreling, the handwritingwas on
thewadll. Fortunately for us, however, hindsightis 20/20, so we now
have the opportunity to benefit from Napoleon's mistakes.

EXECUTIVE SUMMARY

We began the chapter by exploring how Napoleon's power follow-
ing his tremendoussuccessat Austetlitz ultimately planted the seeds
that led to hisdecline. It led him to adopt awin-lose approachwith
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Prussia and Austria, which would come back to haunt him later,
and soon caused him to isolate himsalf from his associates. We also
studied how he became so caught up in hisideasthat he made the
shortsighted decision to invade Portugal when the country contin-
ued to conduct tradewith England. The major turning point, how-
ever, was when he decided to take advantage of the turbulencein
Spain and uproot the corrupt government, not realizing the inten-
sity of the antirepublican and particularly anti-French sentiment
among the general Spanish population.

This underlines the risk of letting our idedls, assumptions, or a
need to hurry get in theway of good judgment. It dso highlightsthe
dangers of getting involved in political intrigue, and how the best
thing to do—if we cannot bring the parties to agreement—is either
to bring in athird party to mediate or decline to get involved, some-
thing Napoleon acknowledged. In addition, we learned how the lack
of effectiveleaders, combined with Napoleon's overloaded schedule,
led to quarrelingamong histroops, poor morale, and other problems.

We could see how Napoleon's principles became increasingly
compromised as hefdl into the inevitable traps that accompany such
power. One by one, exactitude, speed, flexibility, smplicity, charac-
ter, and moral force began to dissolve. For example, he didnt have
the time to do the exhaustive cultural research that he had done in
the past, so exactitudesuffered. He then let hisidedls cloud his judg-
ment, so speed gave way to hagte. The scarcity of effective leaders
forced him to micromanage, which took away the flexibility that the
Grande Armée had in its prime. The sheer number of issues that he
was attempting to address—not to mention the uncertainties that
accompany guerrilla warfare—hindered his ability to provide sm-
plicity in his plans and objectives. And with his motives beginning
to be questioned and his troops quarreling among themselves, both
his character and the moral force of his armies suffered.
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We can e that athough Napoleon's core motives remained
sound, circumstancesslowly but surely led him astray from hisown
principles. Fortunately, if we pay attention to the warningsignsout-
lined, we should be able to remain on course and not suffer the
samefate.

In the next chapter, we will see how Napoleon, double-crossed by
the Russian czar Alexander |, made the ill-fated decision to invade
Russia while still embroiled in the Peninsular War. We will also
explorethefina battlethat Napoleon fought at Waterlooafter abrief
return from exile. Both the Russian invasion and Waterloowill not
only reinforce the lessons weve learned thus far, they will o bring
us yet additional lessons and warning signs to watch for.

MARCHING ORDERS

BEWARE OF FORCED ALLIES
Don't adopt a compliance mentality.
¢ Don't ignore the perspectivesof those who may not carry
much weight; they can come back to haunt you later.
* Once a new change is implemented, follow up to address
peoples issues and frustrations.
* |nvest timein changing the culture so that it sticks; don't fed
that it will stick becauseyou said it would.

DON'T GO IT ALONE
Don't isolate yoursdlf from your team and team leads.
* Infrastructureis necessary, especialy for large projects, but
remain visible to your team and availableto your team leads.
* Remember that the personal touch is critical to morale.
* Dont forget the subject-matter expertswho got you where
you are; the higher you go, the more they're needed.
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HEED THE DANGERS OF POLITICS
Beware of getting caught up in political intrigue.

e The best option isto try to facilitate the parties to solve the
problem in awin-win fashion.

* |f the parties cannot come to an agreement and they are
within your sphere of influence, then stand firmly behind the
right principles, which may mean siding with one party or
making an executivedecision.

¢ |f the partiesare out of your sphere of influence and cannot
come to an agreement, it's best to decline to get involved or
to refer to a higher authority.

DON'T UNDERESTIMATE THE IMPORTANCE OF PEOPLE
Don't let your ideals, assumptions, or a need to hurry causeyou to
ignore the people aspects of your endeavor.
* To be successful, we need to be aware of the impact on
people, not just focus on our deliverables.

Don' forget the need to build effectiveleaders.

* Resid the temptation to make your best performersleaders.
L eadership requires people kills, anaytical and planning
ability, an aptitude for strategic thinking, and other such
skills,

¢ Without effectiveleaders, we cannot scale to broader
endeavors and we must begin micromanaging to keep
control.

Make sure the leaders are aligned with your approach.
¢ Top-down unity of command is critical in order to avoid
confusion and bickering among leaders.




CHAPTER I3

Lessons from the Russian Invasion
and Waterloo

Forethought we may have, undoubtedly,
but not foresight. — NaroLeon

e have seen how, to agreat degree, Napoleon was avictim of

hisown success. As'hispower grew, hefdl into the trapsthat
typically accompany such heights. We saw thiswith his disregard for
Prussaand Austrig, hisincteased isolationfrom histroops, hisinva-
sion of Portugal, and his ihterference in Spanish affairs. Ironically,
the Russian invasion, which led to the near decimation of the Grande
Armée, was a return to form, of sorts, for Napoleon. He employed
most, if not al, of hiswinning principles. And yet he still failed.
Indeed, it reads like a riddle. How does one use such sound prin-
ciples, assamble the largest force in history, win every battle in the
campaign, and yet come back with but afraction of his men?

No doubt, the story of the Russian invasion brings us some vau-
ablelessons, sswe, too, can fed we haved| oddsin our favor and till
come out behind if were not careful. We'll begin by examining the
eventsthat led to the Russian invasion. Then well sse how —little by
little, despite exhaudtive preparation—things began to go wrong,
things that perhaps could have been avoided. Fndly, well wrap up
the chapter, and our exploration of Ngpoleon's career, with a brief'
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look at theinevitable events that followed, including Napoleon's find
battle at Waterloo. Let's explorethe situation Napoleon was facing in
1809.

PRELUDE TO AN INVASION

With Austriadefeated and hisarmiesstill embroiled in the Peninsular
War, Napoleon would soon be faced with more challenges. Redizing
that the Russian czar Alexander | had been reluctant to help in the
recent war with Audtria, despite his promise to provide assistance,
Napoleon began to grow concerned. Meanwhile, Alexander | was get-
ting pressure from his overbearing mother and his Russan noblesto
bresk theTreaty of Tilsit and go to war against Napoleon.

There were two reasons for this. First, they were furious at the
fact that Napoleon, through the Treaty of Tilsit, had created the
duchy of Warsaw and instituted his libera civil code there. They
viewed Napoleon's reforms as a threat, especially his egalitarian
principles. With these reforms the Jews and serfs, who were peasant
laborers bound to duty, would gain freedoms unheard of in Russia,
and Warsaw was simply too close for comfort. Second, the nobles
were opposed to the Continental System and had aready forced
Alexander into not only accepting British trade, but levying huge
taxes on French trade as well. After dl, the embargo on Britain was
hurting them economically.

Ultimately, Alexander gave in to the pressure and on April 8,
1812, issued an impossibleultimatum to Napoleon: either give up
the duchy of Warsaw or Russia would break peace with France.
Napoleon knew that Russiawas already negotiating allianceswith
Sweden and England, and soon they would do so with Prussia.
He aso knew that they were preparing to invadeWarsaw. I n addi-
tion, he knew that Alexander had expansionist ideas of his own.
Last but not least, Napoleon had made a promise to the Poles to
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establish a Polish state, and giving up Warsaw to Russia would break
that promise.

Napoleon offered countless peace proposals to Russia, always
within the constraints of the Tilsit agreement, but stopping short of
supporting Poland’s pleas for an independent kingdom. He received
no response. Thus, he made the difficult decision that he needed to
invade Russia if he were to preserve all that he had done so far and
protect his empire and the democratic way of life.

THE BEST-LAID PLANS

But Napoleon would not let it be a reckless folly. First, he knew that
he had never lost to the Russians and that he understood their fight-
ing techniques. Second, he conducted extensive research on Russian
roads, past battles, and weather patterns over the previous twenty
years, and arranged his logistics accordingly. Third, he used persuasive
diplomacy to assemble the largest army known to man, increasing his
Grande Armée to nearly six hundred thousand strong, made up from
more than twenty countries—even including Prussia and Austria.
The fact that some of his troops were still mired in the Peninsular War
didn’t thrill him, but he saw no choice. Napoleon said:

Let it be said once more: it was against my will that I undertook war with
Russia. I knew better than anyone that Spain was a gnawing cancer that
must be healed before one could enter upon such a terrible war in which
the first battle would be fought at a distance of 500 leagues from my fron-
tier . . . I should have been afool if I had begun the war of 1812 to obtain
something that I could easily have got by friendly negotiations.

Thus began the invasion that would be immortalized in
Tchaikovsky’s 1812 Overtyre. Having done his research, Napoleon
developed a prudent plan. He knew that Charles XII, the king of
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Sweden, attempted to invade Russia in 1709, but lost his horses
during the brutal Russian winter. As a result, Charles XII had to
abandon his ammunition. Without horses and ammunition, and in
the crippling cold, thousands of troops perished. Determined not to
suffer the same fate, Napoleon planned to take his troops no farther
than Smolensk, which was still a few hundred miles from Moscow.
There, he thought, he could wait for the Russians to come, defeat
them, renew peace discussions, and return before winter.

He planned extensively. He would bring food and supplies in
trains that would lag behind the army, and as a contingency the
troops and horses would live off the land, just as they had in previ-
ous campaigns. Furthermore, each soldier would carry a four-day
ration of food, just in case. He would also leave troops in Warsaw
and at each village to maintain his line of communication, which is
why he needed such a large army. He planned to send a total of four
hundred thousand men across the Polish border into Russia. Little
did he know, only ten thousand of those men would return.

LESSON: THE IMPORTANCE OF RISK ANALYSIS

Napoleon’s decision to invade Russia wasn’t necessarily a bad one. He
had come to the realization that he really didn’t have much choice,
despite the dangers of fighting a war on two fronts. Also, his plan
seemed sound and he prepared extensively, as was his nature. But the
few questions that he didn’t think to ask ended up causing disaster. It
is true that some risks are indeed unknowable, and Napoleon could
hardly be faulted for not expecting the Russians to destroy their own
villages. And he was probably aware of the dangers of an un-
disciplined, multinational army, but he might have felt it was a risk
worth taking. But he could have asked more “what if” questions,
such as: What if we get to Smolensk, and there’s no sign of the
Russians? Do we turn around and go home, or do we remain in
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Smolensk? In either case, what would happen then? Do we need to
pack for winter? What are the dangers of staying so far from home?
This is the level of detail we need to contemplate when under-
taking a major project—and to Napoleon's credit, the level of detail
he usually considered. We|can’t think of everything, but the more
we meditate on the possible risks, the more likely we'll increase our
chances of being successful. We need to think through the entire
scenario, asking ourselves “what if” questions and any subsequent
questions that are generated, such as: What if we create this won-
derful software product, and people in our company don't use it?
How will we ensure that it's used so we can gain the promised bene-
fits? What if we put together a project team of superstars and none
of them get along? How can that risk be avoided or reduced?
Notice that many of these questions revolve around people. That's
because people are typically the most unpredictable variable in any
endeavor. Of course, in some industries, it may be the weather or
some other uncontrollable factor. When contemplating these scenar-
ios, we need to constantly remind ourselves to consider the different
ways people may act—or the way in which weather can impact us,
and so forth—and plan accordingly. This is not to say that we should
become so afraid that we never get started, merely that we need to
take the time to think about the possible scenarios. And, with large
projects, the time spent doing so should be accordingly greater.
What actually happened when Napoleon took his army into Russia?

DISASTER IN RUSSIA

With the decision made and preparations completed, Napoleon'’s
army began their march to Smolensk. They would have stopping
points at the villages of Kovno, Vilna, and Vitebsk. Everything had
gone quite smoothly by the time the massive army made it to Kovno.
Then, when they left Kovno for Vilna, things became worse. Heavy
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rains fell, making the roads muddy and impassable. Then summer
came early, bringing stifling heat and burning out crops. Men and
horses perished in the mud and heat, with many troops suffering
from outbreaks of dysentery and influenza. To make matters worse,
the Russians had adopted a scorched-earth policy, destroying their
own villages and burning crops as they retreated toward Moscow.
Since Napoleon’s supply trains were unable to progress in the mud,
and eating off the land wasn’t an option, more men and horses
perished.

This was also when the disadvantages of such a large army
became evident. Again, there was a shortage of effective leaders, but
this time it was made worse by the fact that two-thirds of the
Grande Armée consisted of foreign troops, most of whom didn’t
even speak French. Undisciplined and untrained, they ate their
four-day food rations the first day. And discouraged by the heat,
sickness, and confusion, many of them began deserting. After all,
they didnt have the same stake in the matter as the French troops,
especially the Prussians and Austrians. When the army did get into
skirmishes with the Russians, nothing came of it, and through dis-
organization, the Russians were allowed to flee.

LESSON: MANAGING LARGE TEAMS

As Napoleon discovered, there are inherent dangers in having a large
team. First, a good leadership staff is required to inform and moti-
vate the respective sub-teams, as the leader cannot be everywhere.
Second, mission commitment and self-discipline are required of all
team members, as their duties are typically more widely distributed
than on a small team. Third, planning is required to keep everyone
engaged over the long haul, as people quickly become demoralized if
not actively accomplishing something. If they cant be engaged in
something, then frequent communication becomes critical.
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Napoleon had everything going against him. Although he had
plenty of heroes, he lacked effective leaders, especially among the
foreign units. In addition, two-thirds of his army now consisted of
foreigners who had a minor commitment at best, as was evident by
the level of desertion—and this included their leaders. They also
lacked self-discipline, as was evident by their rapid consumption of
food rations. To make matters worse, since they didn’t speak French,
many important factors were lost in the communication. As the
march continued amid heat} hunger, and exhaustion, and with poor
communication and no clear indications of success, people lost
hope. That is a dangerous state of affairs for a team about to embark
on a major endeavor.

This situation is not unique to the battlefield. Whether in busi-
ness or government, we will often have a large team distributed
among various locations and/or organizations, and wonder to our-
selves how we'll coordinate such an effort and keep everyone focused
on the mission. The answers are the same as they were for Napoleon.
We need an effective leadership team. We need to confirm the com-
mitment of vendors, part-time resources, and remote team mem-
bers, making sure they understand the protocols and policies we
establish. We need to keep everyone engaged through the long haul
with frequent milestone checkpoints, and, most importantly, we
need to communicate frequently. No doubt, there are challenges
with large and widely distributed teams, but with these precautions,
we should be able to reduce the risks.

NAPOLEON PRESSES ON

When Napoleon and his army arrived in Vilna, they found an aban-
doned town, with stores and houses destroyed by the Russians.
Napoleon decided to wait a/bit to see if Alexander would respond to
his peace offerings. After staying in Vilna for eighteen days, Napoleon
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decided to continue on to Vitebsk. Again his armies got into skir-
mishes with the Russians, and again the Russians were allowed to
flee. Even worse, another eight thousand horses were lost. Through it
all, Napoleon remained optimistic and promised the troops rest
when they got to Vitebsk. This optimism didn’t spread to his troops,
though, as they were discouraged and hungry. Even more critical,
they weren’t combat ready.

Just as at Vilna, Vitebsk was demolished and devoid of any food
or supplies aside from flour, which the men cooked with water into
a soup. Napoleon decided to wait in Vitebsk until the few remain-
ing supply trains caught up, which wasn't until a week later. At this
point, Napoleon’s staff argued that it would be best to call the mis-
sion to a hale, declare mild success, and wait for reinforcements.

LEssoN: KNOWING WHEN TO CUT YOUR LOSSES

It’s clear that at this point in the journey Napoleons troops were
exhausted. The decision to continue to Vitebsk wasnt necessarily a
bad one. Once they got to Vitebsk,

however, and waited for the food to
!

“Nothing is more
difficult, and therefore
more precious, than
to be able to decide.”

arrive, it was time to consider halting
the mission and developing a new
plan. Napoleon’s staff recognized it,
and later even Napoleon realized it; he
said in his memoirs, “I should have

—NAPOLEON ) .
remained in Vitebsk.”

It is one thing to set outrageous
goals, and even desirable if one wants to achieve greatness, but it is
another to recognize when to scale back and set a more realistic tar-
get. Sometimes, it may make sense to stop the project, rethink it,
and take a new approach. Other times, it is best just to bring the
project to a halt and cut your losses. All too often, a project contin-
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ues even after it is obviou$ that the targets are not going to be
achieved. In the end, therels nothing but wasted time and money
and a bunch of demoralized people. Just as Napoleon should have
stopped at Vitebsk, we neeci to know when to stop and regroup. As
Napoleon said, “Nothing is}more difficult, and therefore more pre-
cious, than to be able to decide.”

SMOLENSK AT LAST

After a two-week rest in Vitebsk, Napoleon led his army toward
Smolensk, an ancient walled city, where the Russians were now
entrenched. After some heavy fighting in the suburbs, the French
finally arrived at Smolensk, only to find that the Russians had
retreated once more. Once again, they had destroyed their own city,
this time setting fire to it. And once again, this was an opportunity to
call the mission to a halt. First, this was as far as Napoleon said he
would go to avoid the fate of Charles XII. Second, his army was not
prepared for winter travel, since he had expected to return before win-
ter. Worse, they were burned out and felt that enough was enough.

Napoleon thought about halting the mission, but he felt to remain
there for an extended stay would have increased the chances of fur-
ther intrigue in Paris. Besides, he didn’t want his army stranded hun-
dreds of miles from home, taking a chance that the Russians would
gain reinforcements. With the Russians heading toward Moscow, 280
miles away, Napoleon decided to pursue them.

LEssON: THE DANGERS OF DRIVING Too HARD

If it is true that Napoleon should have remained at Vitebsk, then he
certainly should have gone no farther than Smolensk, which was
where he had originally intended to stop. All of the concerns that
he now raised about the risks of staying in Smolensk should have
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been addressed before the campaign began. Now Napoleon was so
obsessed with pressing on that he was blind to the sentiments of his
staff and the condition of his troops.

In the business world, we can equate this to the practice of forced
overtime. How many times have we seen a project where people
were forced to work long stretches of overtime in order to meet an
objective? Could there have been other solutions, such as scaling
back the objectives, making the targets more realistic, or bringing in
additional resources? Sometimes the target date is less flexible, such
as a need to meet a government regulation or a need to get a prod-
uct on the market quickly. But these targets should not be at the
expense of our most valuable resource—our people.

If people need to put in extra effort over a short duration, are given
incentives to meet certain targets, or are grouped in a collaborative
setting so as to gain productivity, that is one thing, and quite appro-
priate. It is also appropriate to raise a sense of urgency, which can
serve to motivate some people to voluntarily work extra hours. But to
drive people to the point of exhaustion is not only unnecessary; it is
counterproductive. According to the American Federation of
Teachers (AFT) Web site, “Mandatory overtime has been linked to
poorer general health, increased injury rates, greater levels of illness,
and even increased levels of mortality.”' The site goes on to link
mandatory overtime with job performance problems. The U.S.
Healthcare Workers Council stated similar findings.

This is not surprising. Parkinson’s Law dictates that work expands
to fill the time allotted. If people are expected to work twelve hours
a day, they’ll find ways to fill that time, but be less motivated, make
more mistakes, and still accomplish only about six to eight hours of
real work. Earlier, we spoke of moral force being achieved through
order, purpose, recognition, and rewards, but even those elements
arent enough to compensate for an exhausted team. Although we
need to drive toward our goals, we cannot drive so hard that we lose
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sight of our people’s morale and well-being. Napoleon made this
mistake, and it cost him dearly.

THE AVOIDABLE CONSEQUENCES

Now that we've explored the lessons from the Russian invasion,
namely the importance of risk analysis, the dangers of large teams,
knowing when to cut your losses, and the potential impact of driv-
ing too hard, let’s briefly look at the results of these omissions on
Napoleon’s part—results that were entirely avoidable. We'll return
to Napoleon and his exhausted army as they chased the Russians in
the ninety-degree heat, encountering one burned-out village after
another.

THE FRUITLESS BATTLE OF BORODINO

Under pressure from his nobles to defend Moscow and stop retreating,
Alexander finally decided to take a stand. He sent his armies out to
meet Napoleon at Borodino, seventy miles from Moscow. Finally,
Napoleon would have his battle. The battle was brutal, lasting nearly
twenty-four hours. By the battle’s end, the Russians had lost forty-four
thousand men and the French thirty-three thousand, including forty-
three generals. What remained of the Russian army retreated to
Moscow. Napoleon’s troops, in no shape to bring about a decisive vic-
tory, were now so deep into Russia that there was not much hope of
returning to Paris before winter. This was truly 2 no-win situation that
never should have happened. Unfortunately, things would get worse.

THE BURNING OF MOSCOW

If everything up to now had dampened the troops’ spirits, the sight
of Moscow, with its glistening domes and glorious architecture,
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renewed them. On September 14, 1812, approximately one hun-
dred thousand men entered Moscow—a far cry from the four hun-
dred thousand that had begun the journey. Not surprisingly,
Moscow was abandoned. Soon, fires began to erupt, and after a
while, it became obvious that the Russians were burning their glori-
ous city. Even Napoleon could not have predicted this. The fires
spread for three days, destroying four-fifths of Moscow.

Napoleon and his troops eventually found shelter in the few
houses that remained, where they found an abundance of food in
underground cellars. Napoleon wrote to Alexander and waited for a
response, but received none. Finally, after more than a month in
Moscow waiting for a response, he made the decision to head back
to Smolensk, which would at least shorten the line of communica-
tion back to Paris. It was now October, and Napoleon’s research had
shown that winter typically came in late November, so this would
have seemed to be a safe assumption. Unfortunately, winter came a
month early, bringing snow and freezing temperatures.

THE ATTACK OF “GENERAL WINTER”

Napoleon's troops marched through decimated villages with no food
or water. Men and horses froze to death in their tracks. And, just as
had happened to Charles XII, the lack of horses forced Napoleon’s
troops to abandon their ammunition. By the time the troops finally
arrived at Smolensk, the temperature had reached -26 degrees
Centigrade (-15 degrees Fahrenheit). Smolensk was uninhabitable,
and the little food remaining had been eaten by the advance troops.
Worse yet, the Russians had three approaching columns that out-
numbered Napoleons army, now reduced to about fifty thousand
men, three to one.

At this point, without ammunition and horses, Napoleon’s army
wasn't really an army at all. Victory was no longer even a consider-
ation. Now the goal was simply to survive.
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THE LONG RoAD HOME

Napoleon’s army fled west toward Vilna, where an abundance of
food awaited. But first, they would need to cross the Berezina River,
which Napoleon had naturally assumed would be frozen. Un-
fortunately, the weather had warmed just enough to turn the river
into icy slush. When one of Napoleon’s staff heard from a local
peasant about a shallow point nine miles to the north, Napoleon
had his men construct a makeshift bridge there. At the same time,
he had a separate unit create some fires farther south to set up a
diversion for the Russians.

Sure enough, the Russians saw the flames and headed south.
Meanwhile, the bridge was constructed, and by the time the
Russians realized they had been duped, many of Napoleon’s men
had crossed the bridge, with Marshal Ney heroically fending off the
Russians from the rear. The Russians chose not to follow. After their
amazing feat, the thirty thousand men who made it across the
bridge now headed for Vilna, where they would finally get some
food and shelter. Unfortunately, the temperatures dropped again, so
many more perished on the way. Ultimately, only ten thousand men
returned to Kovno.

FINAL OBSERVATIONS ON THE RUSSIAN INVASION

Nobody could have predicted the Russians’ burning of Moscow, the
early winter, or the unusual thaw that melted the Berezina. All of
this could have been avoided, however, if the right questions had
been asked up front, or if Napoleon had chosen to remain in
Vitebsk when it was obvious the mission should have been halted.
Napoleon later realized this, and hopefully, we can benefit from it
as well. We cannot underestimate the need to ask pressing questions
when planning a project, or to recognize when the project looks as
though it will not meet its targets. Napoleon did this to a degree,
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but a combination of overconfidence and wishful thinking clouded
his judgment.

THE WATERLOO DEBACLE

We've seen the disastrous Russian Campaign of 1812, but surpris-
ingly, that wasn’t the end of Napoleon’s career. To his credit, he was
able to rebuild a sizable army of about three hundred thousand
men, and in the following year, defeat the Russians and Prussians in
Germany. Russia, Prussia, Austria, and England, however, then
formed an alliance that would become the Sixth Coalition. Worse,
Wellington, who had emerged victorious in Spain, was now threat-
ening to invade France. Napoleon’s marshals, sensing the futility,
called a meeting and declared to Napoleon that they were no longer
willing to fight. They asked Napoleon to voluntarily abdicate in
order to save France. Not wanting to penalize France by his pres-
ence, Napoleon agreed to a voluntary exile on the island of Elba,
with the title of Emperor of Elba. This exile would be short-lived.

THE NEW, IMPROVED NAPOLEON

After several months on Elba, Napoleon grew concerned. First, he
heard that Tallyrand, who now had a position of influence, was plot-
ting to have him moved to a more remote island and possibly even
assassinated. Second, Louis XVIII, the new king, had not paid
Napoleon or his family any of the agreed-upon allowances as stated
in the treaty. Then a moment of opportunity came. Napoleon heard
that the people of France were so upset by the restored aristocracy
that they had begun a strong movement calling for his return, and
he decided to act.

He made a daring return with the eleven hundred troops accorded
him on Elba. They landed in the south of France and made their way
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north. In a dramatic moment when French troops—now under
Louis XVIII—were sent to arrest him, they embraced him instead,
shouting, “Vive ['Empereur!” (Long live the Emperor!). From that
moment on, all of France rallied around Napoleon, and Louis XVIII
fled. It was nothing short of a miracle. Napoleon declared, “A great
many foolish things have been done, but I have come to put every-
thing right.” And he did.

For the next period of time, known as the Hundred Days,
despite being sick and worn out, Napoleon spent all of his efforts
making peace offerings throughout Europe, even agreeing to the
original borders that existed before the Revolution. In addition, he
made good on his word in France, abolishing censorship, expand-
ing the electorate, and establishing trials by jury. For a while, the
rest of Europe considered his offers. Tallyrand convinced them oth-
erwise. Then, when Murat stupidly took it upon himself to attack
Austria, Napoleon’s fate was sealed. In March 1815, the coalition
declared Napoleon an international outlaw and prepared to invade
France. Once again, Napoleon had to reluctantly prepare for war.
And once again, we are offered a valuable lesson.

WATERLOO: THE FINAL BATTLE

Napoleon knew that the Russians and Austrians were amassing an
army of four hundred thousand troops. Also, the British, led by
Wellington, were much closer in Waterloo, Belgium; and the
Prussians were coming to join them. This was the seventh and final
coalition against France. Napoleon needed to act quickly. As usual,
his plan would be to attack the British with most of his forces, send
a small army to delay the Prussians, and then use his combined
forces to attack the Prussians. There were several problems.

First, he didn't have the services of Berthier, who had leaped from
a window to his death—some say he was pushed. Second, because
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Napoleon was exhausted during the Hundred Days, he had made
some less-than-astute decisions regarding placing the right people
in the right positions. As a consequence, there was one mis-
communication after another, at times even resulting in conflicting
orders. Finally, because he was tired, Napoleon made the uncustom-
ary decision to delay when rain had washed out the roads.

Because of the delays, Marshal Grouchy, who was sent to head off
the Prussians, ended up overshooting them by miles, allowing the
Prussians to join forces with the British. It was not helpful that
Grouchy, clearly the wrong man for the job, did not display any sense
of urgency. Until then, despite the setbacks, Napoleon’s army had
been making progress against the British—even Wellington called the
battle a “near run thing.” But it was all over once the Prussians
arrived. Napoleon’s army fled, and there ended the battle of Waterloo.

LEssON: THE IMPACT OF BURNOUT

Although the Waterloo campaign was doomed by several factors,
including the wrong people in the wrong positions, excessive delays,
and miscommunication, the root cause for all of this was burnout
on Napoleon’s part. According to eyewitnesses, Napoleon was
lethargic and unsure of himself toward the end of the Hundred
Days. This was obvious in his random assignment of personnel and
his uncustomary delays. And not only was Napoleon burned out,
but his marshals and his troops were as well. Year after year of fight-
ing battles will do that to anyone, especially when there seems to be
no end in sight. If Napoleon had not lost at Waterloo, it would have
happened soon thereafter.

Those of us in leadership and management positions tend to be
more driven than others. We find ourselves working at night to
catch up, since we're in meetings all day. Like Napoleon, we often
live our work. But it’s a dangerous habit that can get out of hand if
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we're not careful. Putting in some extra hours may be fine, espe-
cially if we're inspired to accomplish great things. But we also need
to make time for our families and leisure activities. We won't be able
to maintain our level of effectiveness in the long term without this
sense of balance.

EXECUTIVE SUMMARY

As we learned from the events in this chapter, the decision to invade
Russia wasn’t necessarily a bad one. Napoleon fell short, however, in
four key areas.

First, he omitted some important “what if” questions during his
campaign preparation, especially involving the potential response
by the Russians. Second, he proceeded despite the dangers of hav-
ing a large, multinational force. Third, he didn’t know when to halt
the mission and cut his losses. Fourth, and finally, he drove his team
too hard when it was obvious they were no longer in fighting shape.
As a result, his once-invincible Grande Armée was no longer an army
at all by the time they reached Moscow, and those who survived had
to endure ice, numbness, and death on the long march home.

These four mistakes have taught us some valuable lessons, since
we also must ask “what if” questions; manage large, distributed
teams; know when to cut our losses; and recognize when we’re driv-
ing our teams too hard. Without these things, we can follow all of
the Six Winning Principles and still come up short. Although
Napoleon was able to rebuild his army, his marshals—tired of fight-
ing the world—refused to fight any longer. And by the time
Wiaterloo came along, Napoleon was burned out as well. This brings
us another lesson, as all too often we get so caught up in our work
that we forget the need for a sense of balance in our lives. We can’t
maintain our effectiveness in the long run without it.

In the next chapter, we'll explore the Four Critical Warning Signs
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that can help us avoid falling into the same traps that Napoleon did.
Then, in the final chapter, we'll see the aftermath of Waterloo and
the legacy that Napoleon left for the world and for us.

MARCHING ORDERS

UNDERSTAND THE IMPORTANCE OF RISK ANALYSIS
Don't forget to analyze possible alternative scenarios when planning
a project.
e Pay special attention to those factors that are unpredictable,
such as people and weather.
* Ask plenty of “what if” questions.
* Spend the time appropriate to the size of your project.

RECOGNIZE THE DIFFICULTIES OF LARGE TEAMS
If managing a large and/or distributed team, take the necessary pre-
cautions.
e Assure that you have an effective leadership staff, capable of
leading and managing their respective sub-teams.
¢ Confirm the commitment of vendors, part-time resources,
and remote team members, and make sure they understand
the correct protocols and policies.
¢ Keep everyone engaged through the long haul with frequent
milestone checkpoints.
e Communicate frequently.

KNOW WHEN TO CUT YOUR LOSSES
Don'’t continue a project past the point of realization that your targets
will not be achieved.
* Setting outrageous goals may be good, but know when it is
time to scale back to a more realistic plan.
* Once it is realized that your targets will not be achieved
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under the current course of action, either develop a new plan

or end the project.

BEWARE THE DANGERS OF DRIVING TOO HARD
Don't force excessive mandatory overtime or you'll burn out your
team.
* Mandatory overtime has been linked to health problems and
has been proved to decrease productivity.
* Instead, raise a sense of urgency, which will inspire some to
voluntarily work extra hours.
* Consider scaling back the objectives, setting a more realistic
target date, or bringing in additional resources.

DON’T UNDERESTIMATE THE IMPACT OF BURNOUT
To ensure long-term effectiveness, keep a sense of balance in your
life.
* Putting in extra hours may be fine, but make time for family
and leisure activities.
* Burnout leads to rash decisions and impatience with others.
* Burnout can lead to health problems, for you as well as your

team members.



CHAPTER 14

P
—

The Four Critical Warning Signs

Great ambition is the passion of a great
character. Those endowed with it may perform
very good or very bad acts. It all depends on
the principles that direct them. —NaroLroN

obody could accuse Napoleon of not being ambitious. Yet,
Nthroughout his rise, the Six Winning Principles kept him on
the right path. Unfortunately, at the height of his power, he fell
into the traps that often accompany such heights. It happened so
quickly that even he didn't realize his principles had been compro-
mised. It was too late by the time he did realize it. Perhaps his fall
was inevitable, just a reminder of the futility of trying to bring about
a major culture change without buy-in from key stakeholders—in
Napoleon’s case, the other monarchs of Europe. But it is quite pos-
sible that he could have succeeded in his goals if he hadn’t fallen
into some of these traps.

Fortunately for us, these failings carry lessons that are just as
valuable as those from his triumphs. Just as we've learned how to
boost our chances of success through Napoleon’s Six Winning
Principles, we can learn how to avoid failure by observing certain
warning signs. These warning signs can serve as triggers to remind
us that we may need to take some action to stay on course.

240
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Specifically, there are Four Critical Warning Signs we need to watch
for:

1. Power—leading to separation, self-righteousness, and
impatience

2. Overzealousness—leading to grandiose ideas, obsession,
and impulsiveness

3. Scarcity of effective leaders—leading to disorder, mistrust,
and micromanagement

4. Unbalanced lifestyle—leading to burnout, loss of composure,

and loss of health

Any one of these conditions can undermine our abilities to stay on
target with the Six Winning Principles. Let’s consider each in more
detail.

POWER

As Napoleon found out, power can bring with it many unwanted
side effects. This doesn’t have to defeat us, however, as long as we
curb that power by taking certain precautions, which is why we
must consider power a warning sign. If we are in a position of
power or even imagine ourselves to be in a position of power, we
need to be aware that subtle changes can occur that produce nega-
tive impacts.

With increased responsibility, we can find ourselves becoming so
busy or thinking at such a high level that we unwittingly isolate our-
selves from our teams. This tends to lead to impatience, as we become
more focused on our own goals and needs and don’t have time for
the details “the little people” are struggling with. Ultimately, if we
allow this to happen, we are more susceptible to becoming caught
up in our own self-righteousness, thinking that our view is always
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the right view and making rash decisions as a result. It is this deadly
trio of separation, impatience, and self-righteousness that has
caused many leaders to falter at the height of their power. It is cer-
tainly worth a brief exploration of each of these three elements.

SEPARATION

As we saw with Napoleon following Austerlitz, power often requires
us to move to another plateau, which can isolate us from our close
associates. As a result, we tend to lose our sense of empathy and
ignore the plight of those who are laboring in the details. As people
grow frustrated, morale and productivity suffer.

To avoid this fate, we need to recognize when we're beginning to
isolate ourselves from the people around us. But this is not always
so easy. It can happen without our even realizing it. This is why the
best cure for separation is to prevent it before it happens. We can do
this by scheduling specific times to be available to others and listen
to their concerns. Some busy leaders have scheduled regular “doc-
tor’s in” sessions, when staff can come to them with issues, or set up
public forums for people to share concerns. Napoleon did this in his
carlier days, but he had to curtail the practice as his power grew and
his attentions were focused on Spain and Russia. Unfortunately, his
relationships with his staff suffered for it.

To summarize, if we want to avoid the downward spiral that sepa-
ration can lead to, it is critical that we make time for the people who
rely on us—and this is usually best accomplished by scheduling spe-
cific times to do so.

IMPATIENCE

Another by-product of power is that it often leads to impatience,
as we find we no longer have time to get caught up in people’s
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concerns or debates. It is too easy to simply decree what we want
done. When separation and impatience are combined, it is a lethal
combination, as we find ourselves inflicting our will on people
who no longer feel comfortable voicing their concerns. As they
begin to realize that we're out of touch with their needs, they
become frustrated and disillusioned, which leads to further sepa-
ration. It’s truly a vicious circle.

To a degree, we saw this in the way Napoleon treated Prussia and
Austria after his successes at Austerlitz. This could perhaps be
excused because Prussia and Austria had been perceived as a
national threat, but his win-lose approach with them caused prob-
lems later. Of more concern was the fact that he was beginning to
do the same with some of his generals. As Napoleon’s power grew
and his distractions increased, he didn’t have the time to build their
leadership skills and began barking out unrealistic orders, especially
during the Peninsular War.

Napoleon’s growing impatience also extended to his treatment of
those countries that didn’t adhere to his Continental System, such as
Portugal and Spain. Until then, the Continental System was begin-
ning to take its toll on England, and waiting a little longer might
have brought Napoleon the results he desired. Instead, he decided to
push the issue and invade Portugal and Spain because he had the
power to do so.

Making snap decisions is one thing, but doing so in a way that
makes others feel uncomfortable and raises general concerns is an
abuse of power. And sometimes we do this without even realizing
it. If we do find ourselves getting impatient, we need to stop and
think about what is making us that way and slow down if possible.
Most importantly, we need to be rational and think before we act—
or speak. And if we avoid the separation that so often goes with
power and make time to listen to others, we'll be less likely to grow
impatient in the first place.
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SELF-RIGHTEOUSNESS

Perhaps the greatest danger of power is that it tends to lead to self-
righteousness. Especially with successes under our belts, we think
we can do no wrong. We tend to feel that our way is best and thus
disregard the cautions and perspectives of others. For example,
Napoleon was so caught up in his Continental System and with
spreading the values of democracy throughout Europe that he no
longer felt the need to negotiate. Nowhere was this more evident
than in his invasion of Portugal and the ill-fated takeover of Spain.
He began to see himself as God, bringing liberty and equality to the
world merely by his declaration.

It is good to believe in ourselves, but we need to be aware of the
dangers of self-importance. In his Harvard Business Review article
“Narcissistic Leaders: The Incredible Pros, the Inevitable Cons,”
Michael Maccoby, author of The Productive Narcissist, pointed out
that narcissistic leaders—those visionaries who dream of changing
the world and leaving behind a legacy—can be extremely valuable,
provided they take necessary precautions. He suggested finding a
trusted sidekick who might be more grounded in reality; sharing
philosophies with the team (“indoctrinating the organization”); and
seeking counsel to build listening skills and overcome character
flaws, such as a need for perfection or a feeling that only we can do
the job correctly.!

These are good suggestions. We can decrease the chances of suc-
cumbing to self-righteousness by surrounding ourselves with one or
more trusted associates with temperaments different from ours and
listening to their input, by sharing our philosophies so that others will
understand us, and by seeking to understand our own character flaws.

Overall, we can greatly reduce the chances that power will defeat
us with decreased separation, more patience for those around us,
and better control of our own weaknesses. The key point is that with



THE FOUR CRITICAL WARNING SIGNS 245

power comes great responsibility, and that means the responsibility to
limit separation, impatience, and self-righteousness. With that in
mind, we should consider power as the first warning sign that we
need to watch out for these three harmful side effects. The next crit-
ical warning sign is overzealousness.

OVERZEALOUSNESS

There is a fine line between passion and overzealousness, and it is
not often easy to tell when we've crossed that line. Suffice it to say
that if we're extremely excited about a project or an idea, we need
to be aware that it can lead to some negative side effects. Just as
power can lead to separation, impatience, and self-righteousness,
being passionate about a project or an idea can lead to other traps.
What makes this difficult is that, as leaders, it is important for us to
be passionate. In fact, it is vital, since passion on the part of the
leader can inspire a whole team to greatness. But trouble can ensue
if that passion evolves to the point where we develop grandiose
ideas, become obsessed with achieving our goals at all costs, and
begin making impulsive decisions. This is when passion becomes
overzealousness.

So, if we notice that we're extremely excited about a project or an
idea, we need to assume that we are in danger of developing those
unwanted by-products. But how do we tell if we've gone too far?
How can we tell if our ideas seem grandiose, if we're becoming
obsessed with our goals, or if were becoming impulsive? Let’s
explore each of these in more detail and find out.

GRANDIOSE IDEAS

Consider Napoleons vision of creating a democratic Europe. There’s
nothing wrong with that vision, but he might have had better
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chances of achieving that vision if he had scaled back his plans to
focus on securing his empire’s borders, making improvements within
the empire, and improving relationships with his enemies, much as
he did in his earlier days. Instead, he tried to force the issue once he
had the power to do so. Although it is important to have big goals,
we need to know when it is time to scale those goals into something
more realistic—this is where a sidekick can come in handy. Perhaps
we need to break a project into separate, sequential projects in order
to gain interim successes and slowly build toward our overall vision.
Or maybe we need to limit the scope of our project. The challenge
is that as leaders we are taught to think big and to aim for the skies,
but those grandiose ideas need to be tempered with a dose of reality.
This is more an art than a science. Fortunately, we can control this
to a degree by having a project scope statement that is validated by
key stakeholders and signed off on by the sponsor. And a rigorous
change management process should be followed that requires sign-off
and approval for all changes, in order to keep the scope of the project
from escalating as new ideas develop—the dreaded “scope creep.”

OBSESSION

Another sign of overzealousness is that we become so obsessed with
our goals that we don't know when it’s time to cut our losses or
when we're driving our people too hard. Nowhere is this more evi-
dent than in Napoleon’s Russian campaign. Several times he had the
opportunity to halt the mission and regroup, but he could not
accept failure and kept driving his army farther into Russia (see
Chapter 13). Like the mythical Icarus, who flew too close to the
sun, or a gambler who wants just one more chance to win his
money back, Napoleon was lured deep into Russia. By the time the
troops reached Moscow and winter arrived, a strategic military cam-
paign had turned into a deadly fight against the elements.
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As leaders, we need to know when to cut our losses and recog-
nize when our teams are suffering. Most important, we need to rec-
ognize when we're becoming obsessed, so we can avoid these
situations before they happen. That’s easier said than done. Perhaps
the first warning should be if we're passionate about something and
others are voicing concerns. If this happens, it’s time to stop, look,
and listen. If we notice that our people are always absent or sick, or
are growing doubtful that our mission can be achieved, its a sign
that we may be driving them too hard. We discussed the impact of
mandatory overtime in Chapter 13, but we also need to consider
whether our people are burning themselves out trying to reach an
unrealistic goal.

We also discussed knowing when to cut our losses and ending a
project as soon as we realize that its value will not be achieved. We can
assure that this happens by establishing a stage gate process—at pre-

defined points throughout the project, a steering committee evaluates
whether the project should be ended or deferred to a future date.

IMPULSIVENESS

The final indicator of overzealousness is impulsiveness. Nowhere
is this more evident than in Napoleon’s decision to take over Spain,
his ignorance of the sentiment of the people, and his ignorance of
the risks when preparing for the Russian invasion. In all these cases,
he was so caught up in his own goals that he overlooked important
risks and the human aspect of his decisions. We need to watch out
for this as well. If we're managing a project and become so caught
up in its goals that we bypass getting the appropriate buy-in, issue
insensitive communications, or ignore key risks, we are setting our-
selves up with a severe handicap.

There’s something to be said for speed and spontaneity, but this
should not be confused with impulsiveness. For example, all too
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often an overzealous project manager will jump right into the
design phase without consulting others or thinking of potential
risks, or will send an organization-wide memo that doesn’t con-
sider how people might react. Such impulsive actions can under-
mine an otherwise brilliantly executed project. We must think
before we act, and we must deliberate with others appropriately.
Most importantly, we need to consider the potential long-term
impact of our actions.

It is plain to see that all of these elements—having grandiose
ideas, being so obsessed with our goals that we have a “win at all
costs” attitude, and making impulsive decisions—are driven by an
excessive amount of passion, which we can call overzealousness. We
should consider overzealousness a critical warning sign that can lead
to trouble if left unchecked. Fortunately, as we have learned, there
are ways to avoid such trouble. Now let’s explore another critical
warning sign—one that caused Napoleon much grief: scarcity of
effective leaders.

SCARCITY OF EFFECTIVE LEADERS

As Napoleon’s army grew, the lack of effective leaders caused him
myriad problems (see Chapter 12). First, because his leaders weren’t
strategic thinkers, they made foolish decisions and began creating
their own interpretations of what they thought Napoleon wanted.
And because they lacked people skills, they weren't effective at carry-
ing Napoleon’s message across. Disorder ensued, which was evident at
Spain and Waterloo. As Napoleon began to lose trust that these lead-
ers could execute his plans appropriately, he started to micromanage,
which was a futile exercise since he couldn’ be everywhere at once.
Finally, his micromanagement began to frustrate his leadership staff,
and they grew skeptical and disheartened.

This vicious chain of disorder, mistrust, and micromanagement



THE FOUR CRITICAL WARNING SIGNS 249

can be avoided if we simply take the time to either build or obtain
effective leadership teams. As we learned in Chapter 12, we can't put
people without soft skills or strategic thinking ability in leadership
positions. At the very least, we need to invest the time and money in
building these skills. We can also invest more time in sharing our
philosophies, so that these leaders will be better equipped.

This may not be an issue if we are managing a small project, but
for a large project or a major program, we need to rely on other lead-
ers to accomplish our mission. Besides, we need to build leaders now
if we want to take on larger projects in the future. Otherwise, our
teams are not scalable to larger efforts, and neither are we.

There were several reasons Napoleon lacked effective leaders.
First, good leaders were scarce, just as they are today. Second, he was
so busy that he hadn’t taken the time to select those with leadership
potential and hone their skills. And third, he felt that a great soldier
could inspire others to greatness. He later realized that this was not
the case. Ultimately, he kept those soldiers in leadership positions
because he had no other choice. He suffered for it in Spain.

We need to consider it a critical warning sign if we look around
and discover a lack of effective leaders we can rely on. This means
that our team is not scalable to larger projects, and that we'll most
likely end up with disorder, mistrust, and micromanagement. To
avoid this fate, we need to make sure we take those who have a com-
bination of people skills and analytical ability and invest some time
and money in building their skills. If no candidates exist, we may
need to recruit leaders from elsewhere in the organization. We
should avoid micromanagement, however, at all costs. It is better to
set up regular mentoring sessions with those we choose as leaders
and make sure they understand our philosophies.

Now that we've seen the importance of effective leaders, let’s look
at the final critical warning sign, one that tends to affect us all: an
unbalanced lifestyle.
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UNBALANCED LIFESTYLE

In the preceding chapter, we saw how Napoleon’s burnout led to his
mistakes at Waterloo, especially in his delays and his assignment of
personnel. But fortunately, we can do something about burnout
before it happens. We just need to recognize when we're leading an
unbalanced lifestyle. Napoleon said, “Work is my element. I was
born and made for work. I have recognized the limits of my eyesight
and of my legs, but never the limits of my working power.” Perhaps
this was part of the problem.

Despite a million books on the subject, leading a balanced life-
style is not complicated. It boils down to four things: a healthy diet,
moderate exercise, adequate sleep, and a balance of work and play.
Unfortunately, these four simple things elude us more often than
not. If these things don’t come naturally—and usually they don’t—
then we need to tilt the scales in our favor with good time manage-
ment, especially with regard to making time for moderate exercise,
play, and sleep. If we do that, the diet and everything else will prob-
ably fall into place.

Napoleon was known to sleep very little—many nights only get-
ting two to three hours of sleep. He cautioned his family members
to take time for leisure activities but didnt do so himself. Because
of the burnout caused by years of such abuse, Napoleon began to
lose his composure more frequently. For example, when he met
with Metternich, the Austrian foreign minister in charge of settling
affairs, following his defeat at Waterloo, he shouted, “How much
are the English giving you?” Even Napoleon later admitted, “My
righteous anger was no excuse . . . One should never humiliate any-
one whom one wishes to win over.” This outburst was clearly an
example of burnout.

The loss of composure caused by an unbalanced lifestyle can be
deadly. If we find ourselves getting overloaded to the point where
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we're short with people, or say things we regret—whether it’s with
colleagues or with our families—it’s time to examine our lifestyles
and see if they’re out of balance.

Perhaps the worst risk of leading an unbalanced lifestyle is to our
health. It is one thing to go through a stressful period during a major
project, but to go years without making time for family and vacations
can ultimately affect our health, whether it is in the form of repetitive
injuries, heart disease, or mental health. It simply is not worth it.

We need to make time for leisure and we need to take care of
ourselves, or we won't be any good at work or at home. And as busy
leaders, we're in danger of this more than anyone.

EXECUTIVE SUMMARY

As we've seen in the last several chapters, there were some clear warn-
ing signs that, if observed, could have enabled Napoleon to achieve
his goals. In this chapter, we've narrowed those warning signs down
to four root causes: power, overzealousness, scarcity of effective lead-
ers, and an unbalanced lifestyle. Just as Napoleon’s Six Winning
Principles are interconnected, so are these warning signs. For exam-
ple, power can easily evolve into overzealousness. And both power
and overzealousness can cause us to skip important details, such as
grooming effective leaders. Ultimately, with busier schedules and no
effective leaders to support us, we put all of our energy into our work
just to make ends meet. And thus we end up with an unbalanced
lifestyle.

We can augment our chances of success using the Six Winning
Principles effectively if we are aware of these Four Critical Warning
Signs and take precautions accordingly. It certainly would have
helped Napoleon.

In our next and final chapter, we will learn what became of

Napoleon after Waterloo and explore the legacy he has left for the
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world—and for us. The chapter includes two useful maps: a map of
the Six Winning Principles and a map of the Four Critical Warning
Signs. These maps can help guide us to success in any project we

undertake.

MARCHING ORDERS

BEWARE OF POWER
Power can lead to separation, impatience, and self-righteousness.

* Reduce separation by scheduling time to be available to
others.

* Curb impatience by slowing down and thinking about what
is making you that way; think before you act or speak.

* Avoid self-righteousness by surrounding yourself with
levelheaded associates, sharing your philosophies, learning
to listen, and getting counseling for dealing with
perfectionism—or the “Only I know how to do it”
syndrome.

WATCH OUT FOR OVERZEALOUSNESS
Overzealousness leads to grandiose ideas, obsession, and impulsive-
ness.

* Scale back grandiose ideas by restricting the scope of your
effort or breaking the effort into multiple projects. Have an
agreed-upon scope statement that defines the boundaries of
the project’s scope, and a rigorous change management
process to avoid scope creep.

* If you're passionate about something, pay special attention to
knowing when to cut your losses or ease up on your team;
don’t adopt a “win at all costs” attitude. Have an objective
stage gate process for deciding at predetermined points
whether your project should continue, end, or be deferred.
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* Watch out for impulsiveness, such as bypassing attaining
the appropriate buy-in, issuing insensitive communications,
or ignoring key risks; impulsiveness is a sure sign of

overzealousness.

TAKE NOTICE IF EFFECTIVE LEADERS ARE SCARCE
A lack of effective leaders brings about disorder, mistrust, and micro-
management.

o Select leaders with people skills and an ability to think
strategically.

* If no such leaders exist, find those people who most qualify
and invest the time and money in building their leadership
skills.

* As a last resort, obtain leaders from elsewhere in the
organization.

* Rather than micromanage, set up mentoring sessions and
share your philosophies.

AVOID AN UNBALANCED LIFESTYLE
An unbalanced lifestyle can lead to burnout, loss of composure, and
health problems.
e Strive for a fairly healthy diet, moderate exercise, adequate
sleep, and a balance of work and play.
* Be sure to schedule time for exercise and leisure activities.
* If you find yourself getting short with people or getting

frustrated easily, it’s time to examine your lifestyle.




CHAPTER I§

Napoleon’s Legacy

What will history say? What will
posterity think? —NaroLeoN

frer Waterloo, Napoleon returned to Paris. He knew his days

as a political leader were over. His supporters, in the mean-
time, were hopeful. They created an interim French government
and asked the allies to let France keep its independence and choose
its next leader. The request was denied. Instead, the allies chose to
put Louis XVIII back on the throne. Once again, Napoleon agreed
to a voluntary exile in order to spare France from any further disas-
ter. After a week of negotiations, he agreed to be exiled to the
English countryside. Little did he know that plans had been made
to send him to the remote, dreary isle of St. Helena, fifteen hundred
miles off the coast of Africa.

On St. Helena, deprived of the respect and niceties of life that he
was accustomed to, and under close guard by the British, he grew
increasingly depressed. To lift his spirits and pass the hours, he began
writing his memoirs. St. Helena was a desolate place, and Napoleon
was getting sicker by the day—doctors attributed it to stomach can-
cer, and although later DNA tests uncovered traces of arsenic in his
hair, more recent research seems to confirm the doctors’ original
findings. During this time, he reflected on his career and his life,

254
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often proudly, but other times going over countless “what if” scenar-
ios in his head—how he could have won at Waterloo, and what he
would have done differently throughout his career. Most of all, he
used this opportunity to clear his name for posterity, and to explain
the reasons for some of his decisions. It is through these memoirs
that he finally achieved the immortality he hoped for, and it is to our
benefit that he did.

Napoleon died at St. Helena on May 5, 1821, at the age of fifty-
two. His final words were, “France . . . army . . . head of the army
. . . Josephine.” As mandated by the British, he was buried in an
unmarked grave on St. Helena. Years later, in 1840, his body was
taken to Paris amid great ceremony. A glorious state funeral was
held, cannons were fired, and bells rang throughout Paris. The pro-
cession wound its way through the city, under the Arc de Triomphe,
and ultimately to St. Jerome’s chapel, where he was laid to rest until
his tomb was ready. The elaborate tomb was completed in 1861 and
Napoleon was moved there permanently. Napoleon’s coffin remains
on display to this day under the dome of Les Invalides in Paris.

Napoleon knew his legacy would be debated for years to come.
He was well aware of the negative propaganda spread by Tallyrand
and the aristocracy of Europe. But he was hopeful that his accom-
plishments would ring loud and true. As he put it, “In whatever way
I may be distorted, suppressed, or mutilated, my enemies will find
it a difficult matter to make me disappear completely; for actions
speak, they shine like the sun.”

And what were Napoleon’s accomplishments? In addition to more
than fifty battles, most of which he won, he crafted a civil code that
is still used in France and that is the basis for most civil codes today.
He brought order out of chaos after the French Revolution. He was
the forefather of modern military and business strategy, and he used
concepts such as Economy of Force, Earned Value, and Critical
Chain before they were established in modern times. He led the
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creation of countless bridges, roads, marinas, ports, museums, and
monuments, and changed the face of modern Europe. His troops
discovered the Rosetta stone, which led to the deciphering of hiero-
glyphics and an understanding of Egyptian history. About the only
thing he didn't achieve was his ultimate dream of creating a united
and democratic Europe. But even that would ultimately come to be.

In 1950, more than a century after Napoleon’s death, French for-
eign minister Robert Schuman proposed creating an integrated
Europe, in hopes of assuring lasting peace after seeing the destruc-
tion of World War IL. That evolved into what is known today as the
European Union (EU), which serves to unite Europe under a com-
mon set of trade policies, a common currency, and common laws
on civil liberties and justice. Napoleon would have approved.

Napoleon had extraordinary abilities, and his sheer breadth of
accomplishments will probably never be repeated. Even his greatest
adversary, the Duke of Wellington, when asked who the greatest
general of his day was, responded: “In this age, in past ages, in any
age, Napoleon.” Perhaps that is why countless military leaders
throughout history have studied and benefited from Napoleon’s
principles and techniques, and why many modern leadership and
marketing books quote Napoleon to this day.

And what of our legacy? As leaders and project managers, we can-
not underestimate the importance we have to our teams and our
organizations. We are in a unique position to change people’s lives,
either positively or negatively, depending on our actions. Everything
we do has a potential domino effect. And if we follow Napoleon’s Six
Winning Principles and observe the Four Critical Warning Signs, it is
more than likely that the effect will be positive. To assist with this, I've
provided handy diagrams (maps) for both at the end of this chapter.

Napoleon said, “Peruse again and again the campaigns of
Alexander, Hannibal, Caesar, Gustavus Adolphus, Turenne, Eugene,
and Frederick. Model yourself upon them. . . . Your own genius will
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be enlightened and improved by this study, and you will learn to
reject all maxims foreign to the principles of the great commanders.”
He should have added his own name to this list. And now, through
our study of Napoleon’s triumphs and his failures, we have done as

he suggested. The rest is up to us.
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