THE F.L.O.P. CLUB
SpeedLead Event

On a monthly basis, Third Air Force offers its CGOs professional development opportunities through our F.L.O.P. Club construct [Followership-Leadership-Officership-Professionalism]. For the most recent session, we created SpeedLead, a speed-dating inspired event that was chaotic fun and provided our CGOs multiple (quick) opportunities to interact with a range of senior JAGC leaders. Essentially we set senior leaders (O-6/O-7 JAGs) in individual Zoom breakout rooms and the CGOs went from room to room every five minutes asking leadership questions. It is easily reproducible, though the logistics can be a challenge, so a walkthrough follows if you are interested in setting up a session for your CGOs.  

- Get a head count of the number of CGOs and senior leaders who will participate. We set the session for 1500CET (Germany) so with the 6-hour time difference we could still include East Coast US (mostly NCR) O-6/O-7s. We ended up with 14 senior leaders and 29 CGOs. [Atch 1 is the Info Flyer and Atch 2 is the Team invite; Col BT subbed in for Gen Vernon at the last minute because of an unexpected conflict, definitely a poor alternative].

   - Easy to flex if someone drops out at the last moment. You can triple up the CGOs, or move them to singles and doubles, and if a senior leader has to drop, you can just leave their breakout room empty and the CGOs can use it as a “Green Room” to catch their breath before the next switch.

- Get the CGOs thinking of the questions they are going to ask during the session. We put together Atch 3 to help get them get started … in the end, about half of the CGOs accepted the challenge and came up with their own questions … but putting this together, and sending it to the senior leaders in advance so they could think through what their answers might be, was a useful exercise in and of itself. 

- Plan a technology run-thru about a week before to allow attendees (particularly the CGOs who will jump from breakout room to breakout room) to be comfortable with all the Zoom features they will need to know. [We did not do this, assumed the CGOs were tech-savvy, not so much].

- Put together a summary of the bios of the senior leaders, and a list of the CGO attendees and their bases, and get that out a week before (so the CGOs can realize the firepower coming to mentor them). Atch 4 is our version and we also downloaded their official bios and combined them into one PDF file … some of the standout CGOs had reviewed the bios and tailored their questions accordingly, nice touch.

- If you can do one-on-one (same number of senior leaders as CGOs), that is great, but once you get above 10-15 of either the math becomes harder. You want to work it so that the CGOs switch rooms about every five minutes, and you can run it as long as you like, but 90 minutes is probably the maximum. With a ~5-10 minute intro (to review the rules, thank everyone for attending, and handling late arrival and tech issues when you first send folks to their rooms) and a couple minutes to close it out, you probably should work the math to complete all the switches within 80 minutes. We had an overwhelming positive response from the senior leaders (14) and CGOs (29), so doubling up the CGOs made the most sense. Frankly, once the thing starts it’s hard to keep everyone going in the right direction at the right time, but as long as you set it up right and have a plan after the initial chaos and once everyone gets used to the plan of movement it runs more “smoothly.”

- Our plan was five minutes in each room and then switch to a new room. In Zoom, the host (and co-hosts) can send a message that appears on all the breakout room screens. We sent one at 4 minutes 30 seconds that said “Switch in 30, 29, 28 …” and then another that said “Switch” at the 5-minute mark. It took a while for folks to pay attention to the messages (some folks talked longer than others, not unexpected, so expect a bit of chaos). Teamed up, once everyone figured out how to switch themselves (see earlier note about a trial run a few days before), we found that five minutes per room gave each CGO a chance to ask one question. If we had more time, or fewer participants, we would have gone with a five-minute-per-room period with a one-minute switch period between each.  

- In Zoom, a host or co-host can manually move people from room to room. We did this to put people in rooms (mostly the senior leaders) at the start or when folks were having trouble with the technology. We did not mind the chaos of letting people move themselves around (gives it more of that speed-dating feel), but if you are uncomfortable with that, you could devise a schedule, assign x number of co-hosts the responsibility of moving x number of CGOs at every switch, and they could manually pluck them out of one room and into another (problem with that is you likely cut off a conversation in mid-sentence). I say embrace the chaos. 

- However you do it, have a Breakout Room guide that lists who is in what Breakout Room, and where each CGO or CGO team starts. Atch 4 (Logistics) was ours. You can and should name the Breakout Rooms the same way (e.g., 1 Col Smith, 2 Col Green, etc.). We found having the Logistics lineup helped us put people in the right place when inevitable tech issues arose.

- Technology-wise the best way for people to join is through a Zoom app on their personal computers or phones. [We have a Zoomgov account, but it has fewer features than the personal Zoom account which we used]. The next option, which most used, was through their browser (we found Chrome to be the best browser for this). A word of warning, there was a tech glitch a couple of our folks had that when they tried to move from breakout room to breakout room they would be kicked out of Zoom completely and would have to log back and land in the Main Room, and then would go to or be placed in their next Breakout room. Unclear whether this was a computer or browser (or user) error; it was inconvenient, but did not prevent those couple folks from participating (again, a dry run a couple days earlier would have been a smart move on our part). 

- GAME DAY:  Open the room early, say an hour ahead of time. As people log in, offer them an audio/video check. We had no problem with everyone having their video on. Solicit a couple FGOs (DSJAs) to serve as “moderators” to sit in the Breakout Rooms to help the senior leaders with any tech issues (and really keep everyone on track and moving…we only had a couple and really should have had one in each Breakout Room). Expect a bit of chaos and folks to miss the room switch notice, and some rooms to back up and some rooms to be empty. About half way through we extended one of the five-minute periods to 10 minutes to allow everyone to get back on track—probably was not necessary as people figured out the flow after a few switches, but giving a few extra minutes to allow folks (like our host/co-hosts) a few minutes to catch their breaths was worth it. 

- We had a soft script to start and end the session. We have included part of it as Atch 5.

- The overall goal of this is to get the CGOs thinking about their own leadership philosophies (a focus area for The F.L.O.P. Club). So Session 2 is the same but different – same in logistics in that the senior leaders stay in their Breakout Rooms and the CGOs go from room-to-room, but different in that this time the senior leader will be asking the CGOs leadership questions. Yes, the CGOs will regurgitate probably a lot of what they heard the senior leaders talking about in Session 1, but at least they are thinking about all the different philosophies and what may or may not work for them. Frankly, a lot of this is forcing the CGOs to think about these topics with the side benefit of allowing them to interact with O-6/O-7s, which you may recall is not something you likely had much of an opportunity to do during your early CGO days. We provided them some materials to help them think through their philosophies, Atch 6.

- If you are interested in setting up something like this within your NAF, for a small fee (really just candy) MSgt Adam McConnaughy and I are happy to work with your POC to make it happen or even run it for you … The Helpful NAF™. 


Atch 1 (Flyer Info)





Atch 2 (Teams invite)
[image: ]



Atch 3 [Sample Questions]

Sample Questions for Discussion with Senior Leaders*

· What does leadership mean to you?

· What do you think the top couple keys are to being a successful leader?

· How would you describe your leadership philosophy? [Elevator speech or shorthand phrase]

· What is one of your greatest strengths and how does it influence your leadership philosophy?

· What is one of your greatest weaknesses and how does it influence your leadership philosophy?

· What is your natural leadership style and why? How does this impact your leadership philosophy?

· As a leader, how if at all would you adjust your leadership style to ensure they you are reaching everyone, understanding that the military brings together a diverse group of backgrounds and experiences?

· What is a leadership style or technique that you find challenging to employ? How did you overcome this challenge? How does this impact your leadership philosophy?

· What was your process to develop your leadership philosophy?

· How has your leadership philosophy evolved over time? How can you tell when it’s time to try a different approach [how do you judge success or failure].






*Feel free to use any of these, but feel even more free to ask questions that you think will better help you build your own leadership philosophy. These are definitely NOT the required questions/script.


Atch 4 [Attendee Bios and Logistics]

Senior Leader All-Star Line Up
[image: https://roster.jag.af.mil/pls/rosterdad/ROSTER.showPhotoThumbnail?person_key=15228]
Brigadier General Rebecca Vernon is the Director of the Military Justice and Discipline Domain. She entered the Air Force in 1996, is a graduate of National War College, and has served as an SJA at the Wing, Deployed, and MAJCOM level.

[image: https://roster.jag.af.mil/pls/rosterdad/ROSTER.showPhotoThumbnail?person_key=12623]Brigadier General Gail Crawford is the Director of the Operations and International Law Domain. She entered the Air Force in 1997, is a graduate of Air War College and the LL.M. program, and has served as an SJA at the Wing, Deployed, Center, and MAJCOM level.

[image: https://roster.jag.af.mil/pls/rosterdad/ROSTER.showPhotoThumbnail?person_key=14587]Colonel Natalie Richardson is an AFCCA judge. She entered the Air Force in 1995, is a graduate of ACSC, served as a Wing and Deployed SJA, was the AFLOA Vice CC and then Commander, and has been on the bench for numerous assignments.

[image: https://roster.jag.af.mil/pls/rosterdad/ROSTER.showPhotoThumbnail?person_key=13647]Colonel Jamie Key is an AFCCA judge. He entered the Air Force in 1993 after graduating from the Air Force Academy and joined the JAGC in 1998. He is a graduate of the LL.M. program and has served as the Chief of both the Environmental Law and Litigation Division and the Special Victims’ Counsel Division.
[image: https://roster.jag.af.mil/pls/rosterdad/ROSTER.showPhotoThumbnail?person_key=13831]
Colonel Michael Lewis is a Senior AFCCA judge. He entered the Air Force in 1995, has served as an SJA at the Wing, Deployed, and NAF level, and was the Chief of the Military Justice Division. 

[image: https://roster.jag.af.mil/pls/rosterdad/ROSTER.showPhotoThumbnail?person_key=14326]Colonel Jeff Palomino is the Chief of the Trial Defense Division (and former Chief of the Appellate Defense Division). He entered the Air Force in 1999, is a graduate of ACSC and the LL.M. program, served as a Wing SJA, and White House NSC Legal Advisor.

[image: https://roster.jag.af.mil/pls/rosterdad/ROSTER.showPhotoThumbnail?person_key=17757]Colonel Cynthia Kearley is the Director of Legal Services USAFE-UK Host Nation Coordination Cell. She entered the Air Force in 2000, is a graduate of Air War College, served as a Wing and Deployed SJA, and was recently the AFJAGS Deputy Commandant [and of course our The F.L.O.P. Club co-founder].

[image: https://roster.jag.af.mil/pls/rosterdad/ROSTER.showPhotoThumbnail?person_key=20602]Colonel Paul Condie is the AFDW SJA. He entered the Army in 2001 before seeing the light and transferring to the Air Force JAGC in 2007, and has served as an SJA at the Brigade and Wing three times before his current NAF-level SJA assignment. 

[image: https://roster.jag.af.mil/pls/rosterdad/ROSTER.showPhotoThumbnail?person_key=16973]Colonel Ted Richard is the Ramstein (86 AW) SJA. He entered the Air Force in 2001 after 10 years in the Wisconsin Army National Guard, and before that worked as a private detective! He is a graduate of the LL.M. program, and has previously served as a Wing SJA and C/AOC Legal Advisor. 
[image: https://roster.jag.af.mil/pls/rosterdad/ROSTER.showPhotoThumbnail?person_key=18879]
Colonel Chelsea Bartoe is the Deputy Director of the Military Justice and Discipline Domain. She entered the Air Force in 2003, is a graduate of ACSC, and has served as an SJA at the Wing (Alconbury!) and Deployed level, as well as a NAF Deputy.
[image: https://roster.jag.af.mil/pls/rosterdad/ROSTER.showPhotoThumbnail?person_key=17629]
Colonel Michael Burnat is the Chief of the Appellate Defense Division. He entered the Air Force in 2002 and served as the DSJA RAF Lakenheath and the SJA at RAF Mildenhall … a Third Air Force alum!

[image: https://roster.jag.af.mil/pls/rosterdad/ROSTER.showPhotoThumbnail?person_key=17888]Colonel Tiffany Wagner is the Director of the AF Review Boards Agency’s Legal Support Directorate. She entered the Air Force in 2002, is a graduate of the LL.M. program and National War College, and served as a Wing SJA and two assignments as a military judge.
[image: https://roster.jag.af.mil/pls/rosterdad/ROSTER.showPhotoThumbnail?person_key=18035]
Colonel Damon Scott is the Chief of the Environmental Law and Litigation Division. He entered the Air Force in 2002, is a graduate of the LL.M. program, and in addition to numerous deployment has served as an SJA at Mountain Home AFB.

[image: https://roster.jag.af.mil/pls/rosterdad/ROSTER.showPhotoThumbnail?person_key=17880]Colonel Kevin Catron is the 316 Wing SJA, the JAGC Legal Office of the Year 2020. He entered the Air Force in 2002, is a graduate of ACSC, and has served as an SJA at the Wing three times (including in Norway), and is an Honorary Member of 3AF!

[image: ]Colonel Brian “BT” Thompson is the Third Air Force SJA … and of course King FLOP. He entered the Air Force in 2001, completed the Legislative Fellowship Program, and has served as a Wing, Deployed, and now NAF SJA, and was the AF’s Chief Senior Trial Counsel [which he never fails to mention].
The FLOP’ers
Capt Vincent Bennett (31 FW--Aviano)
Capt Sarah Swyers (31 FW--Aviano)
Capt Logan Myrick (31 FW--Aviano)
Lt Kiarra Brown (31 FW--Aviano)
Capt Marcus Williams (316 WG--Andrews)
Lt Katarina “Kat” Marczeski (316 WG--Andrews)
Capt Sarah Needham (316 WG--Andrews)
Capt Diandra Romero (48 FW--RAF Lakenheath)
Capt Christine Austin (48 FW--RAF Lakenheath)
Capt Chase Haggard (48 FW--RAF Lakenheath)
Capt Bryan Bowyer (48 FW--RAF Lakenheath)
Lt Sarah Barrett (48 FW--RAF Lakenheath)
Capt Ashleigh Berglund (100 ARW--RAF Mildenhall)
Capt Eric Trudrung (100 ARW--RAF Mildenhall)
Capt Joseph Klein (100 ARW--RAF Mildenhall)
Capt Tyler Gass (52 FW--Spangdahlem)
Capt Christian Horde (52 FW--Spangdahlem)
Capt Therese O’Brien (39 ABW--Incirlik)
Capt Steven Shilling (39 ABW--Incirlik)
Capt Jennifer Schuelke (39 ABW--Incirlik)
Capt Taracina Bintliff (JAJS, Ramstein AB)
Capt William Thompson (86 AW--Ramstein)
Capt Stephen Tomasek (86 AW--Ramstein)
Capt Doug Bryson (86 AW--Ramstein)
Capt Rachael Swiatek (86 AW--Ramstein)
Lt Ashley Hartshorn (86 AW--Ramstein)
Capt Raquel Muscioni (86 AW--Ramstein)
LOGISTICS
BREAKOUT ROOM	TEAM START 
1. Col BT	Capt Swyers/Capt Gass #1
2. Col Kearley	Capt Bennett/Capt O’Brien #2
3. Col Condie	Capt Myrick/Lt Hartshorn #3
4. Col Richardson	Lt Brown/Capt Williams #4
5. Col Wagner	Lt Marczeski/Capt Klein #5
6. Col Key	Capt Needham/Capt Haggard #6
7. Col Richard	Capt Romero/Capt Horde #7
8. Brig Gen Crawford	Capt Muscioni/Lt McHenry #8
9. Col Catron	Capt Austin/Capt Thompson #9
10. Col Lewis	Capt Bowyer/Capt Bintliff #10
11. Col Scott	Lt Barrett/Capt Shilling #11
12. Col Bartoe	Capt Berglund/Capt Clark #12
13. Col Burnat	Capt Trudrung/Capt Swiatek #13
14. Col Palomino	Capt Schuelke/Capt Bryson #14

ZOOM & MOVEMENT PLAN
Please join us in the Main Room at 0900/1500, we’ll zip through a short introduction and then send everyone to their Breakout Rooms above. At 0910/1510 we’ll start the clock and we’re off to the races. The plan is to rotate every five minutes…we’ll give a warning with 30 seconds left and then a direction to move. CGOs move to the next room (e.g., #1-->#2, #2-->3 … #14 -->#1). If you hit an empty room, just hang out for the five minutes and switch at the next 5-minute mark. At the end, all please return to the Main Room for a short sendoff.  If this works right, we should be done within 90 minutes.
Join Zoom Meeting
https://us02web.zoom.us/j/83474780766?pwd=b2xpYThVQVU4ZVlEeWIrbi9xeURjQT09

Meeting ID: 834 7478 0766
Passcode: leadership
[Note the name of the Zoom site is Club2442; that’s us, it’s not a trendy nightclub]
Atch 5 (Soft Script)

BT: Really excited about today, and I know I say that about every FLOP Club event, but today I really mean it. I’m pretty sure we have the greatest collection of senior JAGC leaders and CGO ever assembled to talk about leadership … as in ever in the history of the United States Air Force. 
AM:  Wow, is that true?
BT: I don’t know if that’s true but it sounds true so we’ll say it is.  Our senior leaders collectively have more than 300 years of JAG time, and have served as SJAs and equivalents about 50 times. Wow. And our CGOs from 3AF and our honorary Wing there at Andrews, of course, hands down represent the best of the JAGC’s future. So thanks to everyone participating today, we really appreciate you taking the time from your busy schedules to help develop the next generation of JAGC leaders. 
BT: I know I’ve emailed the instructions until you’re sick of hearing them, but one more time. Each senior leader is assigned a breakout room and you get to stay there. To get to the breakout rooms, you should see a little, three-dot icon there at the bottom of the screen and if you click on it one of the options is hopefully breakout rooms, just pick the one assigned to you and off you go and if there is a problem we can just send you there manually. The CGOs are teamed and will start in a particular breakout room and then switch every 5 minutes. We’ll send a text that will appear at the top of everyone’s screen with 30 seconds left and then another at the 5-minute mark for the CGOs to move to the next room down the list, so from 1 to 2, 2 to 3, and 14 to 1 and so on until we’re done. If you hit an empty room, just hang out and move when directed at the next 5 minute mark. When we dry-ran this 5 minutes seemed to be the sweet spot, couple questions, time to discuss but not a ton … it will move fast so be ready with your questions.
BT: And remember FLOP’ers the goal is to hear lots of different perspectives on leadership today so over the next month you can think about what yours may look like, before we turn the tables.  And it’s probably nice for you all to talk to colonels and generals who don’t have the initials BT [APPLAUSE]
BT:  Ok, it’s now ____ please head out to your breakout rooms and be ready to move at the first switch at 0915 or 1515 or 1615 or 1415 … lots of time zones today.  I expect chaos. Couple extra minutes in the first one.  MSgt McConnaughy will stand by here in the Main Room in case there are any issues and I’m going to swap in for Gen Vernon, poor substitute I know, sorry about that.  Off you go.  See you back here in the Main Room when we’re done.
 

BT:  All welcome back.  I won’t put anyone on the spot so I’ll just assume that was the greatest leadership/mentorship event in the history of the Air Force. Really appreciate everyone participating in our little experiment, seemed to work. Special thanks to all our senior leaders … [name] … [APPLAUSE]  We’re next up on the schedule Tuesday 16 Nov for Session 2 of SpeedLead. I’ll send out some details and helpful templates by the end of the week.  


Atch 6 [Session 2 Prep Material – Developing a Leadership Philosophy Exercises]
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Leadership Philosophy Prep Notes and ExercisesFINAL.pdf
F.L.O.P.CLUB

SPEED SR LEAD

SESSION TWO

For this session we'll flip-flop the script. We'll still have you going room-to-room
(now that you are all experts at it), but this time for a couple minute conversation
to answer questions from the senior leaders about what your budding leadership
philosophy looks like and how you would apply to certain situations ... and give
some guidance and feedback ... quickly.

As promised, what follows and what is attached will help you think about that
next session (as well as all the material on the Teams page).

1. WITH THE QUALITIES LISTED BELOW, OR ANY YOU THINK OF, COMPLETE
THE FOLLOWING MADLIBS.

To me, leadership means , , and . I believe, as a leader I should
, , and in order to be effective. I will inspire my team to ,
, and . In myself and in my team members, I value , , and
. I will not tolerate from myself or those I lead. My ultimate goal as a
leader is

Key leadership qualities

While there are many different qualities that can contribute to a great leader, there are a few
common ones that can be helpful when developing leadership skills:

1. Accountability

It is important that leaders hold themselves and their teams accountable for the work each is
responsible for. Ownership is a key part of leadership.

2. Active listening

Leaders may receive feedback from team members and they need to not only hear them but
really listen. What is the person trying to tell you but may not be saying exactly? Leaders do well
when they learn how to ask the right questions to find out helpful information.

3. Collaboration

“If you want to go fast, go alone. If you want to go far, go together,” African Proverb. Many
leaders need to collaborate across direct reports, the organization and outside the organization
with vendors, third-party companies and contractors. It is key to find the common goal and
create a partnership instead of unhealthy competition or confusion on responsibilities.





4. Courage

Leaders must have courage in many various instances, such as correcting behavior or making
unpopular decisions.

5. Communication

Communicating in an articulate and positive style creates a clear path for the rest of the team,
project or meeting you are leading to follow.

6. Empathetic

It is important for leaders to understand how the people around them are feeling about projects,
decisions, morale, direction and company or team vision.

7. Flexible

Working with a team of people means tasks, goals and responsibilities will shift. A flexible
leader is able to adjust and maintain ownership of the team, project or meeting as needed.

8. Focus

Being clear on goals will help the rest of a leader’s team be efficient and focused.

9. Growth mindset

Leaders do well when they adopt a growth mindset. Circumstances often change from when a
project, challenge or issue originally surfaced. Leaders have to take into consideration that
technology may have evolved or personal issues may have arisen for their team. If they can keep
a growth mindset and are willing to adapt, they can usually keep the project moving—even if
adjustments need to be made.

10. Humility

Great leaders admit their mistakes and elevate those around them. Humility is essential when
leading a team.

11. Innovation

Leaders should be able to develop ideas, filter the ideas of others, solve problems and complete
many other tasks that require innovation and creativity.

12. Passion

Teams are motivated by a drive towards a common goal. The leader of a team should be
passionate about the goal, creating unity among their team to work together.

13. Patience

Mistakes, miscommunications and failures are inevitable. It is important for leaders to be patient
and offer guidance through these times.

14. Problem-solver

Developing problem-solving skills allows teams to move past roadblocks with minimal
disruption.

15. Resilience

Leaders bear the responsibility to improve the areas of the business or team that they own. This
might mean creating new processes, hiring new people or changing the status quo.

16. Respect

Great leaders treat their teams with respect, gaining respect in return. They value feedback and
want to hear the opinions of their teammates.

17. Transparency

Being open and honest makes work more efficient and enjoyable.

18. Trust

Leadership requires delegation. When leaders trust their team to complete what they are
assigned, it encourages positive morale and mutual respect.




https://www.indeed.com/career-advice/resumes-cover-letters/communication-skills

https://www.indeed.com/career-advice/resumes-cover-letters/problem-solving-skills



19. Self-awareness

Many leaders are leaders because they express the skills and knowledge required for a certain
role in an organization or a specialty. Consider authors or keynote speakers. These “experts”
need to possess the self-awareness to be able to hone in on what they really know, what they may
not be an expert in and how to bring in that knowledge. It’s ok to not know everything and a
leader relies on the other subject matter experts around them.

20. Hunger for knowledge

Leaders are effective and inspirational when they stay knowledgeable of moving trends and the
topics they are leading. Not only does this help leaders hone their crafts and contribute to their
purposes, but it also helps to inspire the team to continue learning too.





2. TIPS FOR WRITING A LEADERSHIP PHILOSOPHY

Find your leadership style. Along with leadership philosophies, leadership styles are important
in understanding how you lead.Leadership philosophies are unique to you, and you craft them
yourself, but leadership styles tend to be broad categories and ways of leading that you can
identify with and adopt. Knowing your leadership style can help you form your leadership
philosophy.

Think about how you work currently. To start, you should consider how you lead presently or
how you’ve led in the past. Your most effective leadership philosophy will be one that feels
natural to you, so starting with what you already do is a great start.

Think about your future. How do you want to be perceived as a leader? Thinking about the
future of your leadership and skills is a good way to get on a path that will lead you there.
Consider how you would like to lead in the future and how you want to work with your team.

Talk with other leaders [DONE!!]. Getting advice from other leaders is a great way to think
about your leadership values. Ask them about how they lead and what general principles they
bring to all of their leadership roles.

Consider your goals. Think about where you want to be in the future and how you can get there.
Your leadership goals should fall in line with your broader career and life goals, so make sure
everything is consistent.

Think about your personal values. At the end of the day, leadership philosophies are extremely
personal and reflect who you are. Turning to your values is a good way to incorporate your
beliefs into the way you lead others.

Find leaders you admire. Just like looking at leadership philosophies can help you determine
your personal perspective. Looking at the leadership styles of leaders you admire can help you
find what you like.

Look at prominent figures and take them as a leadership model. Think about what you like about
them and incorporate those characteristics in your leadership philosophy.



https://www.zippia.com/advice/legal-job-cover-letter/

https://www.zippia.com/advice/short-and-long-term-goals/

https://www.zippia.com/advice/work-values/



3. THE STEPS TO DEVELOPING A LEADERSHIP PHILOSOPHY
First, why even have a written leadership philosophy:

o Putting it in writing provides clarity, objectivity.

o Putting it in writing implies you are serious.

o Putting it in writing makes a commitment.

o Putting it in writing keeps it consistent.

o Putting it in writing causes you to self-reflect, to be sure you mean what you say.
o Putting it in writing makes you accountable.

o Putting it in writing makes it easier to share.

Hopefully, the above would have convinced you about the importance of having a leadership
philosophy. We’ve talked about the characteristics of the framework, but how do you develop it?
Here are the four steps you need to take in order to draft a proper leadership philosophy, which
will guarantee you succeed as a leader.

The first, and perhaps the most important part of the process is defining your values and
priorities. You need to look deep inside you to discover the values you want to highlight and
which you think make leaders great. You need to be able to answer the following questions as
part of this step:

e What are the values I think are the most important in life and business?
o What are my personal strengths and weaknesses when it comes to values and behaviors?
e What do I feel are the priorities of a leader?
But how do you define the core values and priorities? It’s easy to create a list of things
you think are important, but you need to dig deeper when it comes to a leadership
philosophy. First, you need to actually understand why you think a specific value has
value. Second, you can’t have a list of 20 values as this doesn’t truly clarify your
position, but instead, you must focus on just a few core priorities. Entrepreneur and
author Kevin Daum has written a great post on Inc. on how to define your values. Daum
suggests taking the following steps:
¢ Identifying the following moments from your life and describing them in
detail:
o Three greatest accomplishments
o Three greatest moments of efficiency
o Three greatest failures
o Three greatest moments of inefficiency
o Consider the above moments and examine the possible common themes between
them.
o Using these common themes, identify the advice/tips you would give yourself.
For example, if you find yourself avoiding conflict situations, your advice might be
“Don’t walk away from difficult situations.”
» Refine your advice into a value. For instance, the above advice could become
“Confront difficulties”



http://www.inc.com/kevin-daum/define-your-personal-core-values-5-steps.html



Furthermore, once you have these core values and themed outlines, it’s auspicious to take a
moment to define them properly. Let’s say you realized ‘authenticity’ is a value you cherish.
Define what you mean by it by writing down a few sentences. You can use the formula:

“Authenticity to me means...”

You can do this with all of your values, whether the value is ‘communication’, ‘family’, or
‘competitiveness’. It is definitely worthwhile doing this all on paper because it will help
you better communicate your ideas to yourself.

When you’ve selected your values, you need to prioritize them further. If you have around 3-7
values selected, you should consider which ones resonate the most with you or which you think
are the most essential in terms of leadership. An effective way to prioritize your values is by
comparing them with each other. You can do it by simply taking two values, such as
‘authenticity’ and ‘respect’, and make the following statements with your chosen values:

. Authenticity but NO respect
. Respect but NO authenticity

Would you pick the first or the second sentence? The value you choose is the one you rank
as more important. You can do this prioritization with all of your values by comparing
them against each other. You should eventually have a value on top that beat all the others
in comparison.

As well as defining your values, you also need to examine the outcomes you wish to achieve as a
leader. In order to do this, you need to study the outcomes you want to achieve in the light of
your chosen values. First, you should identify the goals for your leadership and the possible
operational goals your organization is looking to achieve.

What are the actions you want to or should achieve as a leader? An auspicious way to set goals is
by using the SMART method, described in the image below:

SMART Goals Definition
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Furthermore, once you’ve identified the objectives, you need to outline and write down the
actions required to achieve these goals. The actions can range from finding tools to motivate
your team to enhance innovation.

When you have the goals defined, you must reflect on the ways your values relate to and impact
these objectives. You can do this by answering the following questions:

. How do my values support the key goals of leadership? Remember leadership was
about influencing others to follow your vision. You need to pick each value and examine how it
would help inspire others and move you closer to your vision. If you value ‘honesty’, then you
want to consider how it is demonstrated in influential leadership.

. How do my values support the operational goals? You should consider the same in
terms of the specific organizational objectives you’ve identified.
. How can my values strengthen the actions required to achieve the objectives? Look

at each action and consider the different ways your values would have a positive impact on it.
‘Honesty’ could be seen as a way to strengthen trust, which in turn would boost motivation, for
example.

. How do my values show in the way I communicate with my teams? Think about the
above and the positive or negative impact your values, actions and objectives will have on the
team. You want to identify the routes that uphold your values, but create a meaningful
partnership with your followers.

. What are the behaviors and actions I expect from my followers? Your followers
don’t necessarily have to subscribe to the exact same values as you do or prioritize the values the
same way. Nonetheless, you need to consider the behaviors and actions, which are in conflict
with the objectives you want to achieve as a leader and as an organization, and the behaviors,
which are not sustainable in terms of your own values.

The above helps you to clarify what your leadership philosophy should look like in action. It
makes the values turn into concrete examples in terms of behaviors and actions.

With the above steps concluded, you can start putting your leadership philosophy on paper. We
briefly mentioned the importance of having a written statement in the previous section. Writing
down your philosophy helps clarify your ideas and makes it all just a bit more concrete. It can
improve your focus and help you keep yourself more accountable, since you can always go back
and read what you’ve created.

To help you write down your leadership format, we propose using the format below, although
you can always just write a document in your own style. The format is based on the four core
elements of leadership philosophy: theory, attitude, principles and behavior.

Theory: / believe in .

Write the specific elements of leadership you believe are at the heart of being a good leader; the
values you prioritize. An example sentence could be: / believe in confronting issues head-on is
the key to better communication.






Attitude: My thoughts will and my words will
These sentences refer to the attitudes you want to foster in the workplace; the example you want
to set with your own attitude. The aim is to focus on the attitude you think will boost your
success as a leader and help to achieve the objectives you’ve set out. You might say, “My
thoughts will focus on finding solutions and my words will be based on honesty and integrity.”

Principles: / will lead by/with
The focus is on writing down the guiding pr1nc1ples you will use as part of your leadership.
These are the top priorities to you as a leader; the principles you won’t negotiate on and which
you’ll consider each time you make decisions. You’ll most likely end up writing a few of these
and an example sentence might be: / will lead by understanding and embracing change and how
situations and people can change over time.

Behavior: / expect to and in situations.

Finally, you need to write down how you will behave and react in the workplace, no matter what
the situation is. The behaviors should reflect your leadership philosophy and highlight the core
ideas in action. The identification of your past successes and failures during Step 1 will help with
the last point. You could state, “I expect to consider the different options and listen to feedback
in challenging situations.”

When it comes to drafting the document, there are a few things to keep in mind. First, keep it
concise; you don’t want the document to be more than one page. You should be able to state the
essence of your leadership philosophy in a few sentences. The other crucial point is to aim for
clarity and this is why you also want someone else to have a look at your philosophy.

You need to define the philosophy in a manner that will help others to understand it without the
need to ask multiple questions. Even if you decide not to publish it, you want at least one person
to view it. Aiming for clarity will guarantee you truly understand what you are looking for with
your philosophy and this will guarantee you are focused on your intentions.

Finally, it’s not enough to write your leadership philosophy and continue with your daily
activities; you need to actively evaluate how well you are holding on to your ideals. You must
regularly reflect on how well your actions and behaviors follow your statements. Essentially, you
need to hold yourself accountable.

Take time to review your leadership philosophy and go back to your previous actions. Are you
practicing what you preach? What are the things you excel in and which behaviors and actions
do you struggle to follow? You could look at these questions each week or every month. Write a
list of the major actions you took that week; for example, consider the three successes for the
weak and the three possible failures for the week.

Reflect on which principles you held on to and which actions or behaviors went against what you
believe in. As you identify the actions and behaviors where you didn’t follow your leadership
philosophy, consider what were the reasons leading to this situation. Why didn’t you remember
your philosophy at that moment or why did you reject it? This will help you understand what are





the areas where you need to work harder on or even identify the values and priorities that might
be unattainable for you.

Furthermore, you should occasionally have a chat with people who know you or who work with
you. Finding out what they think your guiding principles are can reveal a great deal to you about
how they view you and whether your philosophy shows in action. If your followers identify
values that are counter to everything you’ve written in your statement, then you are properly
doing something wrong as a leader. On the other hand, if people relate values to you, which are
at the heart of your philosophy, you get confirmation you are on the right path and achieving
success as a leader.

As eluded to earlier, evaluating your leadership philosophy will help you realize whether your
philosophy is working or not. If it’s not, you need to carefully think about the reasons behind the
failure. It might be that you are simply failing in staying true and you need more time to instill
these values deeper into your actions. Just continue to be more mindful of your philosophy and
think more about the ways you can stick to your principles. But your failures might not be due to
lack of motivation.

It could well be the actions and behaviors you chose are not truly you and do not fit into your
leadership strategy. Therefore, you might have to re-evaluate each value and principle, adding in
new ones and removing the ones that don’t reflect your philosophy. Successful leadership is a
fluid strategy and the philosophy shouldn’t be too rigid either. As you gain more experience,
both in business and in life, you will develop and grow as a person. This personal development
might well change the way you approach leadership and therefore, you should be willing to make
small changes to your philosophy if you feel like it.

FINAL THOUGHTS

Leadership philosophy is a crucial element, as it acts as the foundation for your leadership. It
helps you determine the guiding principles, behaviours and actions you want to put at the heart
of your leadership. By carefully considering your values, priorities and objectives, you can create
a framework for effective and focused leadership.

Having a leadership philosophy creates clarity to your decision-making and your actions, which
help you to inspire and to motivate the followers to support your vision. You will be a leader
with a clear mission and way of operating, which makes it easier for people to respect and trust
you because they will always know where you are coming from.

When it comes to drafting a leadership philosophy the key is to spend time analyzing yourself
and writing down the things you believe in and value. Creating a document will ensure you are
not only accountable, but can easily remind yourself to focus on the essentials. It ensures you
aren’t just thinking about specific actions and behaviors, but to actually implement these in your
leadership.





Leadership philosophy is often based on intuition, but also a careful examination of what your
strengths and weaknesses are. It’s about finding the voice that truly speaks for you rather than
pretending to subscribe to things you don’t believe in or can’t achieve.
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Developing a Personal Leadership Philosophy

A philosophy is a theory or attitude that acts as a guiding principle for behavior. A leadership
philosophy, therefore, guides actions, behaviors, and ideas based on one’s expectations, values, and
beliefs.

To develop a personal leadership philosophy, you must first explore and determine who you

are/want to be as a leader. What qualities or characteristics do you value and refuse to
compromise? What ideas do you assume or believe to be true? What beliefs shape your reality?

Exercise: Identify Your Leadership Values

Identify five core values that you feel describe and guide who you are as a leader (examples are
provided in the list below). Place them in the following chart and answer the questions in the matrix.

Achievement Balance Creativity Integrity

Activity Challenge Diverse perspectives Justice

Advancement Change Duty Love

Adventure Collaboration Economic security Loyalty

Affiliation Community Friendship Personal Development
Affluence Competency Health Recognition

Authority Competition Humor Self-respect
Autonomy Courage Harmony Wisdom

Identifying Your Leadership Values

Your Values Personal definition of values How do these values influence your
leadership?

Adapted from Leadership Paradigms, Inc. by M. Matthews, PhD 1





Exercise: Explore Your Leadership Assumptions

This exercise is intended to help you reflect on the assumptions that drive your leadership thinking.

1. Describe one story that describes a positive experience you've had with leadership and another
story that describes a time when you had a negative experience with leadership. What kind of impact
did these two experiences have on you? How does this influence your views on leadership?

2a. Write your definition of leadership and the key characteristics needed to lead.

2b. Using your definition of leadership, describe how you have come to understand your definition of
leadership. Has it changed over time?

3. Describe individuals or organizations that influence how you view leadership.

Adapted from Leadership Paradigms, Inc. by M. Matthews, PhD 2





Exercise 4: Write Out Your Leadership Philosophy

Your leadership philosophy doesn’t have to be formatted in a certain way - but should clearly
describe what you believe in and what you stand for. You can write one sentence statements, or you
can write a narrative explaining your philosophy.

Example of a Personal Leadership Philosophy:

| believe that leadership is a journey that consists of followers and leaders.

| believe open, respectful collaboration can solve any problem.

My thoughts will focus on what is possible even when things seem impossible.
My words will try to encourage everyone to do their best.

| will lead by always trying to do my best in whatever | do.

| will lead with empathy, and listen attentively, seek to understand, and leverage the
experience and talents of others fully.

| spend time reflecting on my leadership and its implications on others.

| value integrity in personal and professional development.

| respect leadership from different perspectives and ways of knowing.

| listen with respect and gratitude to others.

| expect to respond rather than react in challenging situations.

Adapted from Leadership Paradigms, Inc. by M. Matthews, PhD





		Leadership Philosophy Prep Notes and Exercises

		SESSION TWO

		For this session we'll flip-flop the script. We’ll still have you going room-to-room (now that you are all experts at it), but this time for a couple minute conversation to answer questions from the senior leaders about what your budding leadership ph...

		As promised, what follows and what is attached will help you think about that next session (as well as all the material on the Teams page).

		1.  WITH THE QUALITIES LISTED BELOW, OR ANY YOU THINK OF, COMPLETE THE FOLLOWING MADLIBS.

		Key leadership qualities

		1. Accountability

		2. Active listening

		3. Collaboration

		4. Courage

		5. Communication

		6. Empathetic

		7. Flexible

		8. Focus

		9. Growth mindset

		10. Humility

		11. Innovation

		12. Passion

		13. Patience

		14. Problem-solver

		15. Resilience

		16. Respect

		17. Transparency

		18. Trust

		19. Self-awareness

		20. Hunger for knowledge



		3.  THE STEPS TO DEVELOPING A LEADERSHIP PHILOSOPHY

		Step 1: Define your values and priorities

		Step 2: Define the desirable outcomes you want to achieve

		Step 3: Write down your leadership philosophy

		Step 4: Evaluate your leadership philosophy



		FINAL THOUGHTS



		Developing a Leadership Philosophy Exercise




image1.emf
FLOP Club  SpeedLead Invite.pdf


FLOP Club SpeedLead Invite.pdf
FOLLOWERSHIP LEADERSHIP

HrLop crue

SPEED SR LEAD

SpeedLead™ is a fast-paced mentorship opportunity for CGOs looking to start
developing a concrete leadership philosophy for use as they move forward to
whatever their future holds, in or out of the Air Force. Every JAG is a leader and it is
never too early to think about what your brand of leadership is going to look like.

For the first session, we will have a dedicated group of senior leaders, each corralled
in their own Zoom room, ready to talk about their leadership philosophies, how it
guides them, and how they apply it in certain circumstances — WHATEVER YOU
WANT TO ASK THEM ABOUT. Each participating CGO will go room-to-room for 5-
to-7 minute conversations with these leaders to ask them specific questions (don't
worry, we'll provide you a long list of sample questions you can ask if you get stuck).

For the second session, we'll flip-flop the script and have the participating CGOs in
their own Zoom rooms for those senior leaders to go room-to-room for 5-to-7 minute
conversations with the CGOs to talk about what their budding leadership philosophies
look like and how they would apply to certain situations ... and give some guidance
and feedback ... quickly. So yes, there will be a minimal amount of homework
between the sessions, but again don't worry as we'll be providing you templates and
suggestions on how to craft your own leadership philosophy documents. By the end,
you'll have an "elevator speech" ready to answer the question "what is your
leadership style?" ... a question many senior leaders do not have good answers for,
you'll have one already!

FIRST SESSION: Tuesday 5 October @1500CET
SECOND SESSION: Tuesday 16 November @1500CET

POC: Please RSVP by COB 28 Sept via email to 3AF.ja@us.af.mil or Col BT (Brian.Thompson.3@us.af.mil)
[as well as to be added to The F.L.O.P. Club Teams Page]
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THOMPSON, BRIAN M Col USAF USAFE 3 AF/JA 9/21 11:52 AM
You're invited, but please RSVP so we can know how many are participating and plan the movement from Zoom room to Zoom
room. Zoom address to follow.

SpeedLead™ is a fast-paced mentorship opportunity for CGOs looking to start developing a concrete leadership
philosophy for use as they move forward to whatever their future holds, in or out of the Air Force. Every JAG is a
leader and it is never too early to think about what your brand of leadership is going to look like.

For the first session, [THIS ONE] we will have a dedicated group of senior leaders, each corralled in their own
Zoom room, ready to talk about their leadership philosophies, how it guides them, and how they apply it in certain
circumstances — WHATEVER YOU WANT TO ASK THEM ABOUT. Each participating CGO will go room-to-room
for 5-t0-7 minute conversations with these leaders to ask them specific questions (don't worry, we'll provide you a
long list of sample questions you can ask if you get stuck),

For the second session, we'll flip-flop the script and have the participating CGOS in their own Zoom rooms for
those senior leaders to go room-to-room for 5-to-7 minute conversations with the CGOs to talk about what their
budding leadership philosophies ook like and how they would apply to certain situations .. and give some
guidance and feedback ... quickly. So yes, there will be a minimal amount of homework between the sessions, but
again don't worry as we'll be providing you templates and suggestions on how to craft your own leadership
philosophy documents. By the end, you'll have an “elevator speech” ready to answer the question "what is your
leadership style?" ... a question many senior leaders do not have good answers for, you'll have one already!
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