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			PREFACE


			Leadership is about people, pure and simple. It involves having the right people in the right place doing the right thing at the right time. It is hard work, requiring constant effort sustained over long periods—and it is not easy. There are some who say leaders are born. Yet while we are indeed born with the skills needed to lead, we prove, time and again, that leadership can be taught and learned. And nowhere is this more evident than in our nation’s military.

			We are both products of some of the best leadership laboratories anywhere: United States military service academies. As cadets and midshipmen, we studied civilian and military leadership in great detail. More importantly, we have put that study to work “out in the real world” and have honed our skills in the crucible of combat and through battles in the boardroom. Our lifetime of military and civilian leadership experience has taught us lessons we feel compelled to share. Our intent here is to provide simple, practical, time- and battle-tested tools you can use right now to improve your leadership skills.

			We chose Joint Force Leadership as the title of our book because we wanted to highlight the need for people with different experiences to unite behind a common goal. In military parlance, a “Joint Force” is the combination of forces from different service branches into a single unit. Each comes with its own culture, identity, and vocabulary. And just like corporate teams, getting these diverse groups to work together creates a unique problem set, and leading these teams is varsity-level work.

			Plenty of ink has already been spilled over the science of leadership. And so, rather than taking a purely academic approach, we will share a framework for leadership. We will also share the stories and lessons learned by us, and those we’ve worked with and for, in an effort to make these leadership concepts come alive and show how you can apply them to your own life.

			If you focus on our framework, trust in the fact we can all learn something new about leadership, and believe, as we do, that communication is the linchpin of leadership, we are certain this book will help you navigate the challenges and opportunities of your lifelong leadership journey.
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			The stories which follow are designed to drive home our leadership model of focus, trust, and communication. Mark’s SEAL stories are denoted with the Navy SEAL Trident while Boots’ fighter pilot stories are marked with pilot wings to make it easier for the reader to identify who is telling the story. To better understand our perspectives, it might help to know a little more about us.

			Mark McGinnis is a graduate of the U.S. Naval Academy and four-year varsity football player with twenty-four years of Special Operations experience as a Navy SEAL. As a SEAL, Mark held leadership positions at all levels of command and has led SEAL missions worldwide. Following his active-duty service, Mark worked for a Fortune 500 medical devices company as a frontline sales representative and regional sales director. He is the founder and managing director of the SEAL Legacy Foundation, a nonprofit providing direct support to the families of fallen SEALs.

			Jim “Boots” Demarest is a graduate of the U.S. Air Force Academy with over twenty years of military experience and currently serves in the Florida Air National Guard. He spent ten years as an active-duty F-15 fighter pilot, was a distinguished graduate of the Air Force Fighter Weapons School “Top Gun” program, and served in Operation Desert Storm. Following his active-duty service, Boots graduated from Cornell Law School, where he served as managing editor of the Cornell Law Review. He then spent nine years as a commercial litigation attorney in a national law firm before entering the professional speaking and consulting world in 2002.

			Together, Mark and Boots are the founders of Joint Force Leadership, a full-service leadership and consulting company.

		


		
			INTRODUCTION


			The view from the surface is different than the view from the air. Our dilemma is to appreciate and reconcile these differences when we team up to accomplish a mutual goal. Nowhere is this dilemma more evident than when comparing SEALs to fighter pilots. For the sake of simplification, we will offer general observations to make our point, understanding that any time we generalize, it is easy to find exceptions.

			We tend to think of air power as a strategic asset, somewhat limited in scope and duration but available over a large area to create wide-ranging effects. SEALs and ground forces, on the other hand, have a more tactical focus, although they often bring effects of strategic significance. Just ask Osama bin Laden or the Somali pirates who kidnapped Captain Phillips of the cargo ship Maersk Alabama.

			Culture for ground forces tends to be more structured, while pilot culture tends to be more fluid. Leadership in airpower is developed deliberately, while leadership on the ground is hyper-accelerated. Ground teams boast a collective accountability, while air power focuses more on individual accountability. Finally, ground forces tend to communicate horizontally, at the line of sight, while air power necessarily communicates over a more vertically developed network.

			Our point here is simple: we have vastly different perspectives, yet we regularly come together to execute complex, no-fail missions, and our results speak for themselves. The key to successful missions, whether conducted on land or water, is leadership, plain and simple. And the same holds true in business when teams collaborate on any project, especially when the teams are made up of people with highly specialized yet divergent skill sets. However, this all starts with focus.

			Our Dilemma
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			PART ONE


			FOCUS


			Be the Master of Right Now

			—U.S. Navy SEAL leadership principle

		


		
			CHAPTER 1


			HAPPY BIRTHDAY
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			Saturday night. I’m at home in Coronado, California, surrounded by friends, about to blow out the candles on my birthday cake when I get a call from the command.

			My Platoon was recalled to conduct a rescue of an American citizen who was on his private yacht. The only other passenger on board, his eleven-year-old grandson, had managed to radio the Coast Guard for help. Unfortunately, their choppers were out of range. It was up to us.

			As a young Lieutenant just days into commanding my first Navy SEAL platoon, I was appointed leader for this H. A. op (humanitarian assistance operation). Within minutes, my team was assembled, and within an hour, we were aboard an Air Force transport headed for the Pacific.

			The world of a SEAL moves fast. Constant change and challenging environments are the spaces we thrive in. As a young Lieutenant with little “real world” experience, to say that I needed a leadership framework to help guide my decision making is the understatement of understatements. Fortunately for the yacht owner and my team, SEAL training taught me everything I needed.

			Thirty-six hours later, I was back home finally getting to dig into that birthday cake. I’d just turned twenty-seven years old.

		


		
			CHAPTER TWO


			ZULU ALERT
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			Bitburg Air Base in Germany was a “go to war” environment in the 1980s. The base hosted the 36th Tactical Fighter Wing, which was equipped with three combat-coded F-15C squadrons. Cold War tensions ran high in Europe during this time, and Bitburg was center stage. Seventy-five percent of our dedicated air-to-air fighter aircraft were housed in hardened shelters littering the base, and every three months we conducted major exercises preparing for World War III. As a young Lieutenant, my first job was to become a mission-ready pilot, fully qualified to fly any mission required, and my single focus was on being ready to fly, fight, and win. Nothing else mattered.

			Our “go to war” mentality was supported by action. Four fully combat-loaded F-15 Eagles sat on Zulu alert, a 24/7/365 quick-reaction force where pilots and crew chiefs sat ready to scramble against any threat. When the horn went off, we had to be airborne in five minutes, day or night, good weather or bad. By late 1985, I was a mission-ready flight lead sitting alert every couple of weeks, honed and razor-sharp.

			“Three Six, Copper Ring,” crackled over the squawk box. Go time. I raced for the pole as the claxon sounded, sliding down a floor to the alert bay where my Eagle lay waiting. I scampered up the ladder, crew chief in tow, stepped on the ejection seat, and reached over to activate the jet fuel starter (JFS) before sitting down. As the JFS spun up, I slid into my harness with the help of my crew chief. As the crew chief raced down the ladder, I donned my helmet and cranked the right motor.

			As the motor spun up, the hydraulic system came to life and the flight controls shuttered to the ready position. The generator quickly came online, and the cockpit lit up. I raced through the scramble checklist and checked in the flight. “Lima Alpha Zero One ready for words,” I called.

			I read back the words and signaled my crew chief to pull chocks. Chocks out, I rolled out of the barn, through the gates, and down the high-speed taxiway toward the departure end of the runway. “Four minutes,” called the command post, letting me know that four minutes had passed since the alarm had sounded. I had less than sixty seconds to get airborne. I looked over my shoulder to see my wingman taxiing out behind me. We were good. I made the turn onto the active runway, slammed the throttles forward to full afterburner, and, just fifteen hundred feet later, lifted off into the German sky, ready for whatever action lay ahead.

			* * * * *

			Focus Starts by Targeting Mission Success with Specific Goals

			Our leadership journeys started in different places and took very different paths, yet in many ways our destinations have been the same—we have led military and civilian teams through incredible challenges and consistently delivered results.

			We have taken our teams into harm’s way and returned intact after every mission. Between the two of us, we have completed four hundred SEAL missions and fourteen hundred fighter sorties and brought our teams home after every single one. We have, of course, suffered bumps and bruises along the way, and haven’t always enjoyed complete victory, yet we have enjoyed sustained excellence over time by being the master of right now. Step one of focus is to attack challenges with specific goals.

		


		
			CHAPTER 3


			MERIDIAN GOLD


			Meridian Gold was a midsize gold-producing company headquartered in Reno, Nevada, with worldwide operations focused in South America. The company was small, about 350 employees, captained by a seven-person leadership team headed by CEO Brian Kennedy. Brian was a 1965 graduate of the Naval Academy determined to grow the company. When I started my work with the company in 2003, Meridian was producing about 350,000 ounces of gold per year. Brian’s goal was to get to one million ounces a year, but he knew he needed complete buy-in from the team to reach that milestone.

			Brian started by gathering his leaders from around the world for a round of strategic planning. He knew that his goal was attainable but was equally sure that, unless the entire team bought into the goal, it was just a dream. Our strategic planning work began with a hard look at the internal environment at Meridian Gold and the external environment of the global gold mining industry. Next was the challenge of getting his team to think beyond what they thought they could do and “discover” that they could take the company a lot further.

			After a few months of strategic planning, his team had created a vision. Instead of drafting a long document that nobody would ever read, they elected to simply draw a picture. Meridian’s picture was of a mountain. On the slopes were the major milestones the team would have to hit along their way to the top, and at the summit was a flag that bore the number 1,000,000. Meridian’s mountain was posted everywhere. It was prominently displayed at the company’s headquarters in Reno, at its major mining operation in Chile, and at any place they did business. It was their mountain and became the focus of all their energy.

			Just three years after I finished my work with Meridian, they were bought out by Yamana Gold, and all my C-level friends were rewarded with, quite appropriately, very nice golden parachutes.1

			
		


		
			CHAPTER 4


			HELL WEEK
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			SEALs learn plenty about goal setting during Hell Week. Hell Week starts on a Sunday, but you don’t know what time it’s going to start. It ends on a Friday, but you don’t know what time it’s going to end. It is 127 hours long with four hours of sleep—not four hours a night but four hours total. Ambient air temperatures during the day average 70 degrees in San Diego, dropping into the high 40s to low 50s at night. The water temperature is a steady 55 degrees, so you are cold all the time. Your body shakes uncontrollably as you can’t generate enough heat. You’re chafed everywhere, with open and oozing sores, including on top of your head from carrying around your boat everywhere you go. You can’t pick up your neck from the weight of the boat bouncing on your head.

			When you start Hell Week, the idea is, “I want to make it to Friday.” But what you learn pretty quickly, starting on Sunday night, is that “I just want to make it to Monday.” And then you make it to Monday and start thinking, “I want to make it to Tuesday.” And then what happens is you start realizing that you need smaller goals that you can accomplish faster to keep you moving forward. And then as you wear down, more and more, you just want to make it from breakfast to lunch. “If I can make it to lunch, I want to make it to dinner.” And then it goes even further down to, “I just want to make it through this evolution. I’ll deal with the next one when it comes. If I could just make it through this evolution, then I can push the reset button and make it to the next one.” And then the last twenty-four hours, it simply becomes, “If I make it through this hour, then I can work on the next hour.”
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