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| Lesson 2: Leader ship & Follower ship NOTES

Followership & L eadership:
Expedition Mindsets & Warrior Spirits

Look at thetitle again... those first two words spell the success or failure
of al difficult projects, of whatever type. Both are grossly misunderstood by
most people, through no fault of their own, as they have not been taught what
each is—and what each is not. Both are equally important to success, in our case
in providing remote medical care.

We call understanding and living by the ideals expressed in the concepts
of follower ship and leader ship as *“having the expedition mindset” in the world
of remote expeditions and projects; “having awarrior spirit” in the military
special operations community; and “stepping up to the plate” in common speech.

It means doing the right thing, rather than the easy thing, ‘ causethey are
rarely (if ever) the same thing.

It means doing whatever is needed to get the job done, successfully,
completely, regardless of your personal desires.

It means actively participating in finding solutions, and then keeping your
mouth shut and supporting the plan even if you don’t agree with some of it, asa
team member.

It means doing your assigned duties to the best of your ability, every
moment, even if that means hours of boredom, years of patient waiting, or an
instant willingness to do the job now.

It means putting the needs of the mission, the needs of the team, and the
needs of those whom you are responsible for ahead of your own needs, every
minute, every day.

It means ‘earning your spurs and learning your job with patience and
good humor, even the *dirty’ parts... because somebody does haveto do it... and
right now, that’s you.

It means sucking up hardship, hurt feelings, ego blows, little recognition,
physical stress, failure by others, and failure by yourself.

It means learning from the situation and pressing on, perhaps both wiser
and sadder, but without useless regrets.

It means being a quiet achiever, who seeks not just competence of a
knowledge or skill set, but mastery.
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As aremote medicine professional, you will be expected to be an
effective follower, a competent leader, and a satisfactory manager for whatever
team, unit, or organization you find yourself involved with.

Military or civilian, expedition or non-governmental organization, paid or
volunteer, planned or emergent, your training and experience will generate an
expectation from al othersinvolved that you will do the right thing, at the right
time, in the right way.

It's aburden —and a privilege — to be that person.
A few general leadership points:

- You manage things, you follow people & you lead people. You
MUST understand the difference.

- The single greatest comment about a person regarding these matters that
we have ever heard is this— “He knows how to take orders, and welcomes the
chanceto give them.”

- Thereis no such thing as a“borne leader” athough your personality
certainly can help or hinder. Followership, Leadership, and management are
learned skills that build upon personality traits and prior experiences

While afew individuals may rise to the top of an organization, most of us
will never be the CEO of a multi-national corporation, nor command thousands
of troops on the field of battle.

What we will do is find ourselves starting from below and working our
way to somewhere in the middle — taking orders, developing and implementing
some policies, serving as both afollower of those above us and aleader for those
below us.

Y et so little is ever taught on how to be an effective team member — a
follower — or how to make that transition into being both afollower and aleader.
And what passes for |eadership these days in many organizations... well, let’s
just say that it is not acceptable. That whole “manage things, lead people’ thing
went right by them...

Our intent in this lesson is to give you some introductory material to
think about regarding followership, leadership, and teamwork, and direct you to
readings that will be of valueto you, aswell as alowing you to write your own
‘leadership field guide’ that will be of use to you as you step into the roles of a
remote medical professional.
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FOLLOWERSHIP

To begin with, read the article “ The 10 Rules of Good Follower ship”
included at the end of this chapter. Although written from amilitary perspective,
thisexcellent article is equally applicable to everyone, and deserves your careful
attention. Then come back to this section for some comments

Did you read it? We fed that thisis an excellent article, and wish every
student, we ever had ain a class had read it before starting a program. They do
now!

Important take home points:

- Learning how to follow — how to be an effective team member —isjust
asimportant aslearning how to be aleader.

- When the decision is made, your job is then to support and implement it
with your mouth SHUT —even if it isn’t how you would do it —and don’t
undermine confidence in, and authority of, the system. This does NOT mean
putting a sack over your head while the team drives off a cliff. It DOES mean
supporti ng the decision makers and doing your best to implement your part of
the decision

- Keep conflict in private, take concerns up your chain of command by all
means, but don’'t air them in front of your personnel. Praisein Public, Criticizein
Conference.

- Keep conflict in private, take concerns up your chain of command by all
means, but don’t air them in front of your personnel. Praisein Public, Criticizein
Conference.

- Take theinitiative, develop solutions, and present them to your
superiors. That means being committed to the result, not the process, and being
focused on the mission’s objectives. It also means using your initiative without
assuming more authority than you have — so put the piecestogether and get find
approval BEFORE committing your team to an irrevocable path...

- Seek out and accept responsibility for new challenges. Leaders want
staff that seek out problems, identify needs, and volunteer to take on challenges.
Those who avoid challenges and responsibilities will inevitably be passed over
for both... and much more.

- Know and use the difference between “I Think” and “I Know” —don’t
try and vacillate between the two. Y our chain of command needs both facts and
opinions from you, but need to know which iswhich. Don’t commingle them.

- Asastaff member, prepare ahead of time, gather possibly needed
information, and anticipate the need of your superiors.
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- When you take information to them they will have questions— have the
answers ready. They will want your assessment —have it ready.

- If you have devel oped a solution, know what you need to implement it,
and be ready to show initiative and accept responsibility to do so

- The higher up the chain of the command, the more out of touch superiors
are with the day to day need of the staff — be proactive in keeping them up to date
of both good and especially problem areas

- Solve now, get credit later

- Stay centered and balanced in your life and maintain perspective on the
job aswell ason your persond life

On the following pages is a copy of the article “ The 10 Rules of Good
Followership.” Wefed that thisis an excellent article, and one you need to take
to heart. We all answer to someone else, just as most of us have someone else
answering to us.

Using and teaching the principals outlined here will go alongway in
making your jobs, expeditions, and even home lifealot smoother...

So read and ponder it. Perhaps even write down the 10 rulesin your field
reference notebook.

After that, we will pick up with the logical flipside, leadership.

A few references you may wish to take alook at:

“Outdoor leadership” by John Graham

“AMC Guide To Outdoor Leadership” by Alex K osseff

“The Backcountry Classroom, 2™ Ed.” by Jack Drury

‘Leadership and Training For the Fight” by Paul Howe

Thelast isfrom amilitary perspective rather than an expedition one, but

is an amazing book by one of the most highly respected special operations
soldiers. It is short, pithy, and to the point. Highly recommended.
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The Ten Rules of Good Follower ship

Col Phillip S. Mellinger

| have often come across articles written by great leaders—
generals, politicians, businessmen—that list the properties
and attributes of good leadership. Theselists are usually sim-
ilar, noting the importance of intelligence, physical and
moral courage, stamina, compassion, and so on. These char-
acteristics are not only fairly general, but also seem to fall
into the “great leaders are born, not made, category,” with
the implication that if a person is not born with these charis-
matic qualities that make great leaders, it would be exceed-
ingly difficult to acquire or develop them. How does one
develop a sense of bravery, for example? How does one
develop intelligence? Moreover, the entire subject of |eader-
ship principles always strikes me as a bit grandiose, because
the authors are indeed great men or women who have per-
formed great deeds. Although they provide useful advice for
those very few who will someday command thousands of
troops in battle or direct the operations of great organiza-
tions, what about the rest of us?

It occurs to me that there is a subject more relevant to the
men and women of all ranks who populate our Air Force:
how does one become a good follower? This is a responsi-
bility no less important than that of leadership—in fact it
enables good |leadership—yet it is often ignored. Moreover,
itislikely that all of uswill be followers more often than we
will be leaders. For my part, | have had 23 years of experi-
ence in taking orders, implementing policy guidance, and
serving as an intermediate supervisor. Here are my Ten
Rules of Good Followership gleaned from those years.

1. Don’'t blame your boss for an unpopular decision or
policy; your job is to support, not undermine. It is insidi-
ously easy to blame an unpopular policy or decision on your
superior: “1 know this is a dumb idea and a pain for every-
one, but that’ s what the boss wants, sorry.” This may garner
some affection from your subordinates (although even the
lowest one-striper is wise enough to eventually see through
such ploys), but it is certainly showing disloyalty to your
superior. Unquestionably, the desire for popularity is strong,
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AFB, Alabama He received a BS from the US Air Force Academy,
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served as a C-130 aircraft commander and instructor pilot in both
Europe and the Pacific. After atour at the Air Force Academy, hewas
assigned to the Doctrine Division of the Air Staff at the Pentagon.

but it must be guarded against because of the unpleasant
effects it can have on unit cohesion. One colleague with
whom | served several years ago would indulge in periodic
gripe sessions with his subordinates at which time he would
routinely criticize the commander and his decisions in front
of the youngest troops. When asked why he was undermin-
ing the boss, he would reply sanctimoniously that his in-
tegrity would not allow him to lie; he thought the policies
wereidiotic, and he had aduty to tell his people how he felt.
He said he was exercising “good leadership” by telling the
truth as he saw it. Rubbish. Leadership is not a commodity
to be bought at the price of followership. If a subordinate
asks you whether or not you agree with a particular decision,
your response should be that it is an irrelevant question; the
boss has decided, and we will now carry out his orders.
That's what good subordinates are expected to do. Loyalty
must travel both up and down the chain of command.

2. Fight with your boss if necessary; but do it in private,
avoid embarrassing situations, and never reveal to others
what was discussed. Chronologically this rule should come
before the first, but | felt the first principle so important it
deserved priority. Before the decision is made, however, you
will generally have the opportunity to express your opinion
to the boss. Speak honestly and frankly. Don’'t be a
“yes-man.” There is aways a tendency to tell the boss what
you think he or she wants to hear; resist the temptation. In
fact, if you have strong reservations about an issue under dis-
cussion, you have an obligation to express them. Fight for
your people and your organization; don’t roll over on princi-
ples or on any issue that you believe will be detrimental to
accomplishment of the unit’s mission. As a rule of thumb,
you should be willing to revisit an issue three times: don't
give up after thefirst discussion or even the second if you are
in earnest. (I'm obviousdly not considering here decisions that
are either illegal or immoral; there are other avenues to
resolve those issues.) At the same time, however, remember
to do thisin private. A weekly staff meeting is usually not
the time to challenge the boss. Human nature will take over;
your stance may be seen as athreat, and the boss will dig in
his heels. At the same time, however, if you are able to sway
a decision or deflect a policy, it will be natural to boast to
your troops: “ The boss wanted to institute a new policy that
you wouldn't have liked, but | was ableto talk him or her out
of it.” Once again, you may have just won points for your-
self, but you have done so at the expense of your superior.

This article was prepared especially for AU-24, Concepts for Air Force Leadership.
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3. Make the decision, then run it past the boss; use your
initiative. No one likes to work for a micromanager. We al
believe we are smart enough and mature enough to get the job
done without someone hovering around and providing
detailed guidance. Thereisanother sideto that coin, however.
One reason commanders tend to become micromanagers is
because they see their subordinates standing by and waiting
for specific instructions. They then feel obliged to provide it.
Y ou can short-circuit this debilitating spiral by simply show-
ing initiative, accomplishing the task, and then briefing the
boss on what you did. Very few people actualy like to be
bombarded with problems that require them to devise solu-
tions. Even the most “hands-on” supervisorswould generally
prefer that someone present them with a workable plan and
ask for their ratification. Help out the boss and take aload off
his or her mind. A word of warning here, however: you may
have to know your boss fairly well before you begin showing
too much initiative. Thereisat times afineline between seiz-
ing the moment to get something done and becoming a loose
cannon. You don’t want to gain areputation for the latter. In
sum, always try to provide answers and not questions. As
trust and understanding develop between you and the boss,
begin acting on those answers once you've arrived at them;
then tell him or her what you’ ve done. A sense of initiativeis
something | always look for in a subordinate, but, as the next
rule notes, it is often in short supply.

4. Accept responsibility whenever it is offered. When |
was in basic training an instructor gave me what he thought
was sage and sane advice: don’'t volunteer for anything. It
took me several yearsto realize his suggestion wasworthless.
Neither the military nor any other top-flight organization can
work effectively or continue to grow and evolve unless it is
composed of risk takerswilling to assume responsibility. This
will often be difficult, because people do not wish to fail or
embarrass themselves. Mot of us have a certain amount of
self-doubt, combined with a healthy dose of humility, that
often causes usto hold back when a challengeis offered. Will
we measure up? | used to worry about feeling unworthy
whenever given a new task. Then | read the memoirs of for-
mer Air Force chief of staff and war hero Gen Curtis LeMay.
His comment that he had never been given ajob that he felt
qualified to handle put my mind at rest. Nonetheless, the fear
of faillureisreal and must be overcome. When working in the
Pentagon during the Persian Gulf crisis of 1990, we scram-
bled to devise a suitable response to Saddam Hussein's
aggression. In those hectic days | often saw leadership and
responsibility lying on a table, waiting to be picked up by
anyone who wanted it. | was amazed at how few people were
willing to walk over and grasp it. The reasons given were
plausible: “It'snot my job,” “That's above my pay grade,” or
“I’'m not an expert in that area,” but these were rationdiza-
tions, not reasons. Their call to glory came, but they weren't
listening. Be arisk taker, accept responsibility, volunteer.

5. Tell the truth and don't quibble; your boss will be giv-
ing advice up the chain of command based on what you said.
Mighty oaks from little acorns grow. The same could be said
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for major miscalculations that have been based on minor
indiscretions. Another unfortunate human reaction is to hide
or cover up mistakes before they are discovered. When
asked if you accomplished a certain task, wrote a point
paper, made a phone call, reserved a conference room—and
you haven't done so—the temptation will be great to respond
in the affirmative, curse softly, and hurriedly do what you
had forgotten about earlier. Such instances of deceit are
minor and not likely to cause misfortune, but it is not hard to
imagine how similar white lies can easily become magnified.
For example, imagine the result of telling your commander
the aircraft is ready, when in fact it is not—it's almost
ready—and the Klaxon goes off! In an organization as large
and multilayered as the Air Force, each level must scrupu-
lously adhere to the exact truth. If each supervisor exagger-
ates his unit’s achievements or capabilities even a little, the
combined error of the message will be enormous by the time
it reaches the chief. We have al seen examples of this phe-
nomenon, but the most publicized recently are those regard-
ing procurement programs for new weapons systems in
which wishful thinking and sloppy reporting allowed things
to get out of control. Because those at all levels bent the truth
or told the boss what he or she wanted to hear, great harm
was done to the nation and the military’s reputation.

6. Do your homework; give your boss all the information
needed to make a decision; anticipate possible questions.
Being a good staffer is harder than it looks. When the boss
gives you a problem to solve, it is essential that you become
an expert on the subject before you attempt to propose a
course of action. Read up on the issue, talk to the offices that
will be affected by the decision, talk to your friends and
coworkers to gain insights; do your homework. Most impor-
tantly, think through the implications of the problem, what it
would mean and to whom—mnot just now but down the road
aswell. Anticipate the type of questionsthat will be asked by
your boss and prepare suggested answers. Be creative here,
asking the second- and third-level questions, not merely the
obvious ones. Remember too, if your boss will be making
this proposal to his or her boss, you must prepare him or her
properly so as to avoid his or her being embarrassed (and
guess who will pay for that!). You might find it surprising
how often your supervisor will rely on you to actually make
policy. When arriving for a tour at the Pentagon, | was told
my task would be “to lead the generals.” Few flag-rank officers
have the time to study closely all of the dozens of issues they
are confronted with each day. As a consequence, they will
expect you to become the subject-matter expert and propose
the appropriate course of action. More often than not, they
will listen to your recommendation and simply state: “Make
it so, Number One.” Be careful what you wish for because
you may get it. And that leads me to rule seven.

7. When making a recommendation, remember who will
probably have to implement it. This means you must know
your own limitations and weaknesses as well as your
strengths. Since you have just finished studying a problem in
some depth and are about to make a recommendation you



want the boss to ratify, it's probably wise at this point to
remember that you will likely be tasked to implement your
own suggestion. After al, who better to carry out apolicy than
the person who just became an expert on it? In other words,
don’t propose a solution that isimpracticable. It's one thing to
recommend a course of action that is designed for an idea
world, but it is quite another to suggest something that is
doable under the present circumstances and constraints. This
certainly is not to imply that you should aways look for easy
fixes or latch on to the lowest common denominator. Y et,
thereis a calculus you must make that will reveal whether the
ideal solution is worth the effort, or if a 90 percent solution
might be more efficient. Be prepared to brief the perfect
answer, but note how much extra it will cost. At the same
time, bearing in mind your own role in this process, you must
have aclear understanding of your weaknesses as well as your
strengths. Some people are originators, while others are or-
ganizers, some are drivers, while others are facilitators, and
some work better in groups, while others perform more
successfully alone. Know who you are; try to put yourself in
positions that maximize your strengths while masking your
limitations. Thiswill make you amore successful subordinate.

8. Keep your boss informed of what's going on in the
unit; people will be reluctant to tell him or her their prob-
lems and successes. You should do it for them, and assume
someone else will tell the boss about yours. One of the things
you will notice as you advance in rank and responsibility is
that people will be less inclined to talk to you. As a result,
most of what you hear regarding what’ s going on in the unit
will be heavily filtered. Staying informed on the true state of
affairsis aconstant but essential challenge. To really stay in
touch, a boss needs subordinates who routinely drop a note
or mention while passing in the hall that so-and-so had a
baby, or lost a mother, or had a daughter who won a schol-
arship, or was complimented by an aircrew as the best crew
chief on base, and so on. Most of us feel a bit queasy about
blowing our own horn to the boss: if something important
happensin our life or career we are embarrassed to tell any-
one for fear it will sound self-serving; and similarly, we hes-
itate to mention our troubles because it will sound like we're
complaining. Humility is an attractive virtue. That's when
we need to take care of each other: tell the boss about your
coworkers, and assume they will reciprocate for you. This
type of mutual support will help build esprit and cohesion
within the unit. At the same time, however, remember that
the boss needs to know everything that is going on, the bad
as well as the good. If there are problems in the unit, don’t
let the boss be the last one to know. Most difficulties can be
short-circuited and solved early-on—if the boss knows about
them. Keep him or her informed.

9. If you see a problem, fix it. Don’t worry about who
would have gotten the blame or who now gets the praise. Gen
George C. Marshall, the Army chief of staff during World
Wear 11, once made the comment that there was no limit to the
amount of good that people could accomplish, aslong as they
didn’t care who received the credit. Although this rule might
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look similar to my earlier calls for initiative and accepting
responsibility, my point here is to stress selflessness. When
you see something has gone wrong or is about to go wrong, fix
it. Too often when we notice a bad situation developing, we
shake our heads and mumble, “It's not my problem.” It is our
problem. Don’t get wrapped around the axle wondering if you
are directly affected by the problem, or if you stand to benefit
from its solution. We al serve for the greater good so every
time difficulties are straightened out, the service, our unit, and
ourselves are better off. Asyou can no doubt tell by now, I'm
an optimist who truly believes that good deeds will eventually
be rewarded. The military really is an equal opportunity soci-
ety that recognizes and responds to merit. It's not necessary to
have the attitude of one big-league baseball player of whom it
was said: “He'd give you the shirt off his back; then call a
press conference to announce it to the world.” The essence of
military life is teamwork. Do your job quietly, confidently,
and professionally, and trust that your colleagueswill do like-
wise. But if you come acrossaproblem, just go ahead and take
care of it. We're all in this together.

10. Put in more than an honest day’ swork, but don't ever
forget the needs of your family. If they are unhappy, you will
be too, and your job performance will suffer accordingly.
Americans believe in hard work. It is a matter of great pride
for us that we have a strong work ethic and are among the
most productive societies in the world. The military is cer-
tainly no exception. It has always been an honor for me to be
associated with military men and women of all ranks and
services because I’ m constantly amazed at how hardworking,
conscientious, and dedicated they are. That's a high standard
to maintain and that is why | exhort all of you to give more
than an honest day’ s labor—you have a habit of doing so in
any event. But be careful that you don't become a “worka-
holic” and let your job become your life. Certainly, there will
be times in war, in crisis situations, or during inspection vis-
its when you will have to double your efforts and work over-
time for days or even weeks on end. Don't make a habit of
that, and don’t let your subordinates make a habit of it either.
There was a popular tee shirt afew years back that stated: “1f
mama ain’'t happy, ain't nobody happy.” That's the way it
was in my house growing up, and indeed still is. In addition,
if things are miserable at home, you will probably bring those
troubles to the office. Your family is married to the service
every bit as much as you are; they too must pick up and
move, change jobs and schools, leave friends behind, and
start over. That periodic turmoil exacts a price from them;
make sure you pay your family back for all they’ve done for
you and your career. Remember, families are forever.

So these are my Ten Rules of Good Followership. All of
us are subordinate to someone, and learning how to serve our
bosswell isan important responsibility. If we can master this
task, and master it well, then we will, in turn, be better lead-
ers when that challenge confronts us. We'll be ready. After
al, even the greatest of military leaders must start at the bot-
tom. We must learn to follow before we can lead. | hope you
find these thoughts useful in your own journey to the stars.
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LEADERSHIP

Hand in glove with followership is of course leadership. Volumes of
books and entire courses of study have been written on the topic, most of which
isuseless at best, because it focuses on the highest reaches and abstractions of
leadership theory, rather than practical aspects of “how to do it.” We will
introduce you to some practical tools that you can use as aleader, but like
medicine, leadership is the study of alifetime.

First, let’s define nine areas that comprise the core of competent
leadership. These have been derived from decades of study by leadership
specialists, through actually asking thousands of individuals — from the lowest
employee to CEO’s, Privates to Generals— what factors they considered the most
critical in effective leadership. They are, in no particular order:

- Communications

- Supervision

- Teaching & counseling

- Team devel opment

- Technical & operational proficiency

- Decision making

- Planning

- Use of available systems

- Professional ethics

Mastery of these areas s critical to become, and to be, an effective |eader.
They are not the only skills needed of course, but they encompass the major
ones. Within each area you will find sub-areas, such aslistening, transmitting

information, delegating, inspecting, motivating, giving feedback, and so on.

Let’s ook at each area abit closer. The next section takes a closer ook at
each of the nine areas, and after that a discussion on leadership styles.

Following that are some questions which are really a checklist of some
things you need to consider....
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COMMUNICATIONS

Communicationsis the exchange of information and ideas from
one person to another. Effective communications occurs when others
understand exactly what you are trying to tell them and when you
understand exactly what they are trying to tell you.

Y ou communicate to direct, influence, coordinate, encourage, supervise,
train, teach, coach, and counsel. Y ou need to be able to understand and think
through aproblem, and trand ate that ideain a clear, concise, measured fashion.
Y our message should be easy to understand, serve the purpose, and be
appropriate for your audience.

SUPERVISION

Y ou must control, direct, evaluate, coordinate, and plan the
efforts of subordinates so that you can ensure the task is accomplished.
Supervision ensures the efficient use of materiel and equipment, and the
effectiveness of operational procedures. It includes establishing goals
and evauating skills.

Supervising lets you know if your orders are understood and shows your interest
in your personnel and the mission. Remember that over-supervision causes
resentment and under- supervision causes frustration. By considering your
teams competence, motivation, and commitment to perform atask, you can
judge the amount of supervision needed.

TEACHING AND COUNSELING

Teaching and counseling refer to improving performance by
overcoming problems, increasing knowledge, or gaining new
per spectives and skills. Teaching your personnel is the only way you
can truly prepare them to succeed and survive in remote medicine. You
must take a direct hand in your teams professional and persona
devel opment.

Persona counseling should adopt a problem solving, rather than an advising,
approach. Y ou aso need the judgment to refer a situation to your leader, the
chaplain, or aservice agency if it is beyond your ability to handle. Y ou will, of
course, follow up on this action.
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TEAM DEVELOPMENT

Y ou must create strong bonds between you and your personnel
so that your unit functions as ateam. Since remote medicineis usually ateam
activity, cohesive teams are a requirement. Y ou must take care of
your personnel and conserve and build their spirit, endurance, skill, and
confidence to face the inevitabl e hardships and sacrifices of remote
care.

The effectiveness of a cohesive, disciplined unit is built on bonds
of mutual trust, respect, and confidence. Good |eaders recognize how
peers, seniors, and subordinates work together to produce successes.
Team development is significant in training and orienting members to
new tasks and units. Y ou can help new members become committed
members of the organization if you work hard at making them members
of your team.

TECHNICAL AND OPERATIONAL PROFICIENCY

Y ou must know your job. Y ou must be ableto train your
personnel, maintain and employ your equipment, and provide needed
services. You will gain technical proficiency in formal training
programs, self-study (like this), and on-the-job experience. Y ou have to
know your job so that you can train your team, employ your diagnostic
and therapeutic systems, and help your organization employ your team.

Operationa competence requires you to know remote medical doctrine
so that you can understand your organizations intent and help win the
“battle” against illness and injury by understanding the mission,
resources, and time available.

DECISION MAKING

Decision-making refers to skills you need to make choices and
solve problems. Y our goal isto make high-quality decisions your
personnel accept and execute quickly. Further, it isimportant that
decisions be made at the lowest organizational level where information
issufficient.

Like planning, decision-making is an excellent way for you
to develop your leadership team. Include subordinates in the decision
making processif timeisavailable and if they share your goals and
have information that will help produce hiah-aualitv decisions.
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PLANNING

Planning is intended to support a course of action so that an organization
can meet an objective. It involves forecasting, setting goals and objectives,
developing strategies, establishing priorities, delegating, sequencing and timing,
organizing, budgeting, and standardizing procedures.

Medical personnel like to have order in their lives, so they depend on you
to keep them informed and to plan training and operations to ensure success.
Including your subordinate leaders in the planning processis an excellent way
for you to develop your leadership team. Remember, one of your tasksisto
prepare your subordinates to replace you, if necessary.

USE OF AVAILABLE SYSTEMS

Y ou must be familiar with techniques, methods, and tools that will give
you and your personnel the edge. Use of available systemsliterally means that
you know how to use computers, analytical techniques, and other modern
technol ogi cal means that are available to manage information and to help you
and your soldiers better perform the mission.

This competency may vary dependent upon your leadership position. You
must use every available system or technique that will benefit the planning,
execution, and assessment of results.

PROFESSIONAL ETHICS

Medical ethicsincludesloyalty to yourself, your patient, and
your organization; duty; selfless service; and integrity. Thisleadership
competency relates to your responsibility to behave in a manner consistent with
the professional medical ethic, and to set the example for your subordinates. As a
leader, you must learn to be sensitive to the ethical elements of situations you
face, aswell asto your orders, plans, and policies.

Y ou must learn to use an informed, rational decision making process to
reason through and resolve ethical dilemmas and then teach your subordinates to
do the same.

So, these are the nine areas you must become competent in, and
hopefully master, to become an effective |eader. Take time now to consider
yourself and your abilitiesin each of these areas. What are you strong in, and
what do you need to work on? How can you improve your specific needy areas?
Can you make plan of study and action to improve these areas?
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LEADERSHIP STYLES

OK, now lets take a step forward, and look at styles of leadership, and how you
can implement the above skills. There are three basic |eadership styles suitable
for use in aremote medical care environment include:

- Directing
- Participating
- Delegating

Leadership style is the personal manner and approach of leading
(providing purpose, direction, and motivation). It isthe way leaders
directly interact with their subordinates.

Effective leaders are flexible in the way they interact with
subordinates. They deal with subordinates differently, changing the way
they interact as a subordinate develops or as the situation or mission
changes.

Y our manner and approach of leading will obviously depend
on your training, education, experience, and view of the world. You
have to be yourself, yet flexible enough to adjust to the people you lead
and to the missions you are assigned.

Experience should have taught you by now that you should not
deal with al people the same. For example, you know it is not effective
to dea with a new team member the same as you would deal with an
experienced remote physician.

For years, when people talked about |eadership styles, they
thought about two extremes—an autocratic style and a democratic style.
Autocratic leaders used their legitimate authority and the power of their
position to get results while democratic leaders used their personality to
persuade, and involved subordinates in solving problems and making
decisions.

Thinking like thisfailsto consider the possibility of aleader
using different styles and being flexible enough to be autocratic at times
and democratic at other times, or to combine the two extreme styles at
still other times.

Let’stake acloser ook at the three professional medical |eadership styles:
directing, participating, and delegating.
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NOTES

DIRECTING STYLE

A leader is using the directing leadership style when hetells
subordinates what he wants done, how he wants it done, where he wants
it done, and when he wants it done and then supervises closely to ensure
they follow hisdirections. This styleis clearly appropriate in many
situations,

When time is short and you alone know what needs to be done
and how to do it, this style is the best way to accomplish the mission.
When |eading subordinates who lack experience or competence at a
task, you need to direct their behavior using this style. They will not
resent your close supervision. Y ou will be giving them what they need
and want. In fact, asking inexperienced subordinates to help you solve
complex problems or plan an operation would be frustrating for them.

If aleader announces that the unit will deploy to a satellite clinic
site tomorrow for an 8-hour indigenous peoples clinic, heis using the
directing style of leadership. He did not ask for any information or
recommendations before making and announcing the decision. Some
people think that aleader is using the directing style when he yells, uses
demeaning language, or threatens and intimidates subordinates.

Thisisnot the directing style. It issimply an abusive,
unprofessiona way to treat subordinates, and is not only unnecessary; it
also interferes with accomplishing the mission.

Instead, use short clear directions, broken down into small tasks, clearly
assigning who is responsible for each task, when it isto be finished by, and any
standards for completion that you need to set.

PARTICIPATING STYLE

A leader is using the participating style when he involves subordinatesin
determining what to do and how to do it. The leader asks for information and
recommendations; however, he still makes the decisions. He simply gets advice
from subordinates before making the decision

This styleis appropriate for many leadership situations. If your
subordinates have some competence and support your goals, allowing
them to participate can be a powerful team-building process. It will build their
confidence and increase their support for the final plan if they help develop it.
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Do not be concerned that asking a subordinate for advice or using a
subordinate’ s good plan or idea shows weakness. The oppositeistrue; itisasign
of strength that your subordinates will respect. On the other hand, you are
responsible for the quality of your plans and decisions. If you believe an idea one
of your subordinates offersis not agood one, you must reject theidea and do
what you believe isright, regardless of pressure to do otherwise.

DELEGATING STYLE

A leader is using the del egating style when he del egates problem-solving
and decision-making authority to a subordinate or to a group of subordinates.
This styleis appropriate when dealing with mature subordinates who support
your goals and are competent and motivated to perform the task delegated. While
you are always accountable to your leader for the results of any task you
delegate, you must hold your subordinates accountable to you for their actions
and performance.

If aleader tasks an experienced and motivated subordinate to plan,
organize, and run the traumatraining, heis using the delegating style of
leadership. Some things are appropriate to delegate; others are not. The key isto
release your subordinates’ problem-solving potential while you determine what
problems they should solve and help them learn to solve them.

CHOOSING A STYLE

Y ou (the leader) must size up every situation and subordinate
(the led) carefully to choose the right style of leadership to usein any given
situation. Consider how competent, motivated, and committed those you lead are
at the task (the situation) you want performed. Havethey done it before? Were
they successful? Will they need your supervision, direction, or encouragement to
accomplish the mission to standards?

The answers to these questions will help you choose the best |eadership
style and manner to communicate so that your personnel will understand your
intent and want to help you accomplish the mission.

As aleader you want to develop and train your subordinates so that you
can confidently delegate tasks to them. The delegating style is the most efficient
of the three leadership styles. It requires the least amount of your time and
energy to interact, direct, and communicate with your subordinates.

Becauseit isthe most efficient style, it isin your best interest to use the
this style with as many of your subordinates and as much of the time as possible.
But before you can use the delegating leadership style, you must develop your
subordinates.
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An inexperienced subordinate needs your direction. Y ou must
tell him what needs to be done and how to do it. After he gains some
competence, and if heis motivated and shares your goals, you can
reduce the amount of supervision you give to him. Encourage him, ask
him for advice, and allow him to participate in helping you make plans
and decisions.

With time, experience, and your skillful leadership, this
person will gain even more competence and become even more
motivated and committed to helping the unit accomplish its missions.
When you have trained and devel oped a subordinate to this level of
competence and commitment, use the delegating style of leadership.

As missions change or as new tasks are assigned, you will need
to continue to be flexible in the leadership style you use. Even though
you have successfully used the delegating |eadership style with a
subordinate, you may need to temporarily return to the directing style of
leadership if you give him an unfamiliar, or anew, task.

Because the team member is unfamiliar with the task, you will
need to tell him what to do and how to do it. Asthe subordinate gains
competence, confidence, and motivation in this new task, you can
gradually shift your style again to the participating or delegating style.

By ng the leadership needs of your subordinates, you can
determine what |eadership style to use. Do not confuse emotion or anger
with styles of leadership. A team leader frustrated with a poor
maintenance program in his unit might angrily say to hisjunior leaders,
“The state of maintenance in thisunit isterrible! |1 do not have the
answers, but you are going to develop a plan to fix it, and then make it
happen! Nobody is leaving this office until you all develop a plan and
agree onit!” Heisusing a delegating style because after he identifies
the problem, he delegates to his staff to find a solution, and gives them
the responsibility to implement it.

Another leader might announce that the unit will observe the
team’ s day off with a barbecue followed by three hours of athletics and
recreation. Thisis an example of the directing style since the leader
makes the decision without asking for advice or recommendations.

There is no one best leadership style. What worksin one
situation may not work in another. Y ou must develop the flexibility to
use all three styles; further, you must devel op the judgment to choose
the style that best meets the situation and the needs of the subordinate.
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NOTES

LEADERSHIP DUTIESCHECKLIST

Thefollowing isavery useful series of question to ask yourself,
both when you assume a new position and periodically over the course
of your duties. Many of them can be compressed into a much shorter
checklist, which will be one of your homework assignments following
this chapter. Think about each question in reference to your prior
experiences... you will find your own answers interesting and valuable!

GLOBAL LEADER DUTIES

- Do you take time to listen to your personnel? Do you listen for
suggestions, concerns, or complaints of team membersthat can assist in
maintaining ahigh level of teamwork?

- Asaleader, are you sensitive to the persona problems of your
team members? Do they fedl that you care?

- Do you know your team members? The way they react and
think? Personal data? Strengths and weaknesses? Reliability? Do you
continuously assess them for leadership potentia? Do you periodically check
on the progress of each soldier to ensure that persona goas and team goals are
compatible?

- Areyou fair in the assignment and treatment of all team members,
regardless of race, sex, or religious belief?

- Isyour team confident that you know what you are doing? Do
you demonstrate competence that wins the respect of your personnel ?

- Do you know enough about the job of your subordinates to teach
and guide them asthey develop?

- Are you aware of the effects of change on teamwork? Do you
actively work to minimize its negative impact?
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INTEGRATION OF NEW TEAM MEMBERS

INTAKE

- Does your new member reception address the needs of both
single and married members, who have very different concerns?

- Are mentors carefully selected to ensure they are good role
models for new team members? Does your unit have aworking buddy system to
assist the new member as he adjusts to the uncertainties of operations?

- Are your team members given adequate time to deal with administrative
and personal detailsinvolved in moving into the unit?

- Are you taking actions to make any family with the team member feel
welcomed into the unit?

- Are your current team members prepared to recelve and assist

new members who enter the unit?

VALUES & STANDARDS

Y ou must aso remain flexible enough to adapt your leadership style as
you continually assess the competence, motivation, and commitment of your new
team member.

- Do you know and live by medical/ethical values?

- Do you know how to communicate appropriate organization and
unit values to the team? Do you do it?

- Do you communi cate standards of conduct clearly to the new
member during orientation?

- Do you recognize and reward team members for exemplifying
unit values and standards?

- Does your team accept the values and standards of the unit?

- Do your team members require acceptance of the unit values and
standards as a condition for acceptance of anew member into the unit?
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NOTES

MISSION & GOALS

- Do you communicate unit mission and goals to your new members
during the orientation period?

- Do you spend personal time with each of your new members to

tell him what is expected and to find out what he expects?

ORGANIZATIONAL HERITAGE

- Do you utilize unit patches, colors, crests, and mottoes to develop pride
and spirit in your team members?

- Do you teach the unigque history of the organization as a source of pride
and identification for team members?

- Do your personnel talk with pride about successful accomplishments of
the recent past?
STANDARD OPERATING PROCEDURES

- Does your unit have asimple, clear SOP that team members are
required to read? Do leaders at all levels ensure that the member readsit?

- Do you communicate the more informal SOP—the way the
individual, shift, and working groups do business?

- Are you and your team members prepared to orient the member
in unit operational procedures and guidance for surviva and success?

- Do you use the new member in productive activity as soon as he
finishes hisinitial in-processing and orientation?
TEAM STRENGTHENING

- Do you take care in stressful times on the job to reassure newer
members and recelve them as welcome additions to the team?

- Do you retain the control and respect of your personnel as you
allow them to express their questions and concerns?
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NOTES

- Do team members know who is next in line for leadership in case of
leader incapacitation?

- Do you periodically spend time with each member to help clarify his
expectations of you and the team and to help him understand your expectations
of him?

- Do personnel trust one another, you, and other leaders?

- Do your palicies and practices communicate trust to the personnel?

- Do your actions and words encourage acceptance?

- Do you make every attempt to protect your unit from over-tasking, or
taskings beyond availabl e resources?

- Are you concerned about each team member’ s devel opment so
that the member is best equipped to become a productive team member?

- Do your team members share a commitment to the team mission?

TEAM TRAINING

- Does unit training challenge the team member? Is he actively
involved, or does he spend time sitting around and waiting?

- Do you productively use lullsin the training scenario?

- What benefits do your personnel feel they get from training
experiences?

- When you give missions or tasks, are they unit missions? Does
the team do things together or are they fragmented to do different tasks?

- Do you reward your unit for team accomplishmentsin training?
- Does your unit keep training detractors to a minimum?

- When team members talk about a training experience, do they
view it as“we” and “our” rather than “1” and “my” ?

- Do you continually upgrade the training situation to ensure that
the newer and older members are challenged?
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- Do you emphasize safety awareness for all training activities?

- Do your team members share a commitment to the team mission?

- Are you present for training events?

- Does your unit redlistically train for your mission

- Do you train your team members to cope with fear through training? Is
their confidence stronger as aresult of training events?

- Do you give leadership responsibilities to team members during
training?

- Does your unit utilize and reinforce the chain of command in al
training exercises? Do team members respect supervisors as competent leaders?

- Do your team members eval uate themsealves and seek better ways of
doing things?

- Do you assess your training program to challenge your personnel and
minimize boredom?

OPERATIONAL SUPPORT & SUSTAINMENT

- Do you do things during operations and missions to ensure that
the team retains its focus as ateam? Do you make your presence known to your
personnel during operations?

- Do you keep your personnel informed of needed facts and ‘the
big picture’ while not overloading them with unneeded and distracting
information?

- Do you resist ateam’s normal desire to pester you for details and
minute-to-minute input & attention?

- s maintenance a day-to-day routine with your personnel? Do they see
its value?

- Do your personnel observe and learn from actual experiencesin
operations?
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- Does your unit have aredistic plan for sleep discipline in continuous
operations?

- Are your personnel prepared to react to emergencies in conjunction with
other team members?

- Do your personnel spend time talking about immediately prior
operations in order to adjust to and overcome the stress of it?

- Do team members know what to do in case of an injury to
another member?

- Are you prepared for team member reactions to injury or death
of ateam member?

- Are you prepared to counteract boredom during lulls in operational
activity?

- Areyour personnel aware of stress-reduction techniques?
- Do you take decisive steps to deal with rumors and bitching/
negative opinions? Are you alert to disruptions in your unit that might cause

teamwork to suffer? Do you take decisive action to restructure the unit situation?

- Do you discuss aspects of operations, such as fear and panic,
with your team?

- Areyour personnel prepared to deal with fear as anormal
reaction to the possible dangers associated with remote medicine?

- Areyou adert to critical incidents that might trigger panic among
your personnel ?

- Do you take decisive action to prevent or to cope with despair
and panic among your personnel?

- Do you have a short to intermediate term plan for response if one of
your team needs to be temporarily relieved? How about more than one?

- How about one or more permanently being relieved? What then?
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WEell, that’sit for thislesson! It's the most important — and least read —
lesson in this course. It's not tactisexicool. It doesn’t involve stainless stedl,
gnarly toys, exotic trips, or getting you picture on the cover of a magazine.

It's about getting the job done.

Next up: Physician Medical Control for remote medical care!
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