

[image: cover]




 


Praise for Bullets, Basketballs, and Boardrooms




“The lessons in Bullets, Basketballs, and Boardrooms are forged in the crucible of leadership’s toughest tests. They have my highest endorsement for anyone who aspires to lead fearlessly and effectively.”


—SEAL Master Chief Steph Bass (Ret)


Former Command Master Chief of the Naval Special Warfare Center (Navy Cross recipient and presented the British Military Cross by Queen Elizabeth)


“I deeply appreciate the insights from Bullets, Basketballs, and Boardrooms where the authors leverage their diverse experiences to deliver powerful leadership lessons through practical examples and analogies. The emphasis on character and connection in building high-performance teams resonates strongly with me, reflecting values I hold dear. Additionally, the chapter on Authentic Leadership, particularly the memorable boxing glove analogy, effectively highlights the importance of genuine leadership qualities in fostering a positive workplace.”


—Jason McCleod


Former Sr VP, Player Personnel at the Chicago Cubs


“As a former professional basketball player and Emmy-winning television analyst for the Los Angeles Lakers, I attest to the critical roles of dedication, desire, and determination in achieving success. I’ve observed Jim Brogan’s exceptional commitment firsthand, watching him relentlessly master every challenge during his NBA training. I highly praise the leadership book coauthored by Brogan, Dave Hubinger, and Andrew Pence, emphasizing that their combined insights into leadership make it a must-read. I encourage applying the book’s principles to enhance business success through exceptional leadership at all levels.”


—Stu Lantz


Retired Los Angeles Laker


“Jim Brogan’s mastery in leadership shines through his transformative work with top-tier athletes in the National Football League. As an elite instructor and motivator, he specializes in elevating human performance. His innovative techniques in enhancing focus, awareness, and confidence have proven to be instrumental in driving exceptional execution on the field. Bullets, Basketballs, and Boardrooms encapsulates the expertise of the three authors’ approaches to leadership, making it an essential read for anyone looking to lead with impact in any arena.”


—Dirk Koetter


Retired Head Coach, Tampa Bay Buccaneers
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INTRODUCTION


In today’s business world, there is an undeniable need to cultivate the next generation of exceptional leaders. Great leaders possess the magnetism to inspire and attract other remarkable individuals, build great teams, and foster a sense of connectedness among fellow employees. This, in turn, bolsters organizational resilience while reducing the turnover of valuable personnel. The net result is a culture of continuous improvement that permeates every facet of the organization and increases its overall performance.


However, despite recognizing the need for leadership development, many organizations suffer from an absence of effective and dedicated leadership training programs. What currently exist are often disjointed half-measures that fall short of their intended purpose, which is to mentor a vibrant cohort of leaders capable of propelling their organizations into the future.


A survey conducted by Bersin, a division of Deloitte, revealed an alarming statistic—over half of CEOs consider leadership development as their foremost challenge. Astonishingly, even though 83 percent of businesses acknowledge the importance of cultivating leaders at all levels, less than 5 percent invest the necessary time and resources to do so.1 The repercussions of this lack of commitment have not escaped the notice of the current workforce: a staggering 63 percent of millennials believe their companies are neglecting their development as potential leaders for management positions.


A conspicuous absence of formal leadership education pervades our society. It is this void, coupled with our passion for leadership development, that compels the three of us, who have immensely benefited from exceptional mentors, to take action and pay it forward. When considering the development of this book, we recognized that our unique contribution to the field of leadership development was through the triangulation of our individual insights and expertise, where all three professional disciplines converged. This approach led to the development of many “leadership truths” that, while often straightforward and seemingly simple, can be employed with confidence in the most demanding and complex situations.


Leadership is an indispensable skill set for attaining success in life, irrespective of one’s profession. Yet, we find ourselves witnessing an alarming dilution of leadership expertise. This problem is primarily driven by overwhelming external pressures that cause leaders to shy away from making difficult decisions that would otherwise benefit themselves, their teams, and their organizations. Navigating the complex landscape of leadership demands an intimate understanding of oneself and one’s organization. Leaders must be well-acquainted with their own values, stand firm in what they believe, project a compelling image to their teams, and possess a diverse set of skills to solve problems and forge connections with the teams they lead.


While sharing practical leadership lessons in written form is powerful, we recognize that in-person leadership development provides another method to reinforce these principles. As such, we founded TRIDIS Leadership, a consulting firm focused on building great leaders. The name, an acronym derived from our use of three disciplines (TRI-DIS), embodies the belief that diversity is foundational to exceptional leadership. We also believe that leaders are not born, they are forged through development. As you will find within this book, we hold the conviction that effective leadership is the most crucial component for individual, team, and organizational success. Our mission for this book and our firm revolves around fostering the growth of high-performing teams, fortifying organizational cultures, and equipping current leaders with innovative and unconventional approaches to accomplish their objectives. This undertaking is uniquely accomplished through our triangulated approach, which synthesizes more than ninety years of collective real-world experience across three professional domains: military special operations/Navy SEALs, professional sports, and executive business. By capitalizing on our diverse perspectives, we are able to provide our readers a wide range of unique yet complementary approaches to the myriad of leadership challenges and opportunities that exist in today’s workforce.


The short biographies here provide a brief introduction to the three of us:
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ANDREW PENCE, a decorated retired U.S. Navy SEAL captain, recently concluded an impressive thirty-year military career. He has held esteemed positions such as the Commanding Officer of a Navy SEAL team, Chief Strategy Officer for the Naval Special Warfare community, and Chief Operations Officer for multiple commands. Andrew is an ICF-accredited leadership coach, holds three master’s degrees, and is a fifth-year PhD candidate in leadership studies at the University of San Diego. Beyond his professional pursuits and research, he has attained a black belt in Brazilian jujitsu and tae kwon do.
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JIM BROGAN, once a professional athlete with the NBA, has seamlessly transitioned into a neurological performance analyst and leadership coach. Devoting over four decades to the study of the brain and mental performance, he has developed distinctive methodologies that leverage the principles of incremental theory and compound effect, yielding sustained positive outcomes. Jim’s expertise in mental performance has made him one of the most in-demand consultants, sought out by professional coaches, athletes, and top-tier companies and executives worldwide.
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DAVE HUBINGER, a former president of the multibillion-dollar Nestle USA Confections and Snacks Division, boasts an illustrious thirty-year tenure with the company. Throughout his career, he has held key positions in marketing, sales, and executive management. Following his successful journey at Nestle, he assumed the presidency of Distribution Plus Inc., the primary distributor of specialty grocery items to The Kroger Company. Furthermore, he led one and cofounded another biotech start-up specializing in comprehensive human immunity profiling. He holds a PhD in leadership studies from the University of San Diego.


A Guide to Navigating This Book


Within the following pages, we share profound wisdom gathered from our diverse perspectives. Each chapter is crafted to stand independently, rendering it unnecessary to follow a consecutive sequence. Instead, you may read them at your choice, aligning with your preferences or immediate needs. Each chapter commences with three distinct “leadership truths” that encompass concepts and best practices universally applicable to all three professions; the apparent simplicity of some may veil their importance and potency. We then provide our own unique narratives comprised of individual insights and experiences to enrich your reading experience while providing exposure to various leadership approaches. To easily identify the author of each subchapter, a distinctive symbol annotates our respective contributions (swim fins = Andrew, basketball = Jim, and bar graph = Dave). Finally, we conclude each chapter with three “action items,” challenging you to promptly institute transformative measures, elevating your performance and that of your team and organization. With unwavering confidence, we believe you will find these strategies remarkably useful as you embark on your leadership journey. Let’s get started.




 


CHAPTER 1


BUILDING A HIGH-PERFORMANCE TEAM


“It is amazing what you can accomplish if you do not care who gets the credit.”


—PRESIDENT HARRY S. TRUMAN


In order to have a winning company, you need a winning team—a team that consistently excels despite the challenges placed before it. High-performance teams require great leadership at every level, which begins by developing team members who have strong and steady character and are consistent in their messaging. These traits elicit trust and create paths the team feels confident in following. Part of that path creation involves recognizing where the interests and abilities intersect for each team member and then leading at that intersection.







LEADERSHIP TRUTHS


1. Leaders need to identify the intersections of ability and interest within their team members; it’s at this intersection where success is found.





2. If you want to create a consistent winning team, then you as a leader must develop a personal connection with each member.





3. Great teams are built on a foundation of character and absolute trust; without these attributes, your team will always be average.
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Mission to Accomplish


Under the veil of darkness, an elite special operations force (SOF) prepares to undertake a time-sensitive mission. Months of intelligence derived from clandestine networks, electronic signals intercepts, and close target reconnaissance operations have provided a diverse team of analysts the location of a high-level Al Qaeda terrorist in northern Iraq. After conducting a detailed mission brief, rehearsals, and equipment checks, the assault force departs a forward operating base. It immediately checks in with its airborne overwatch, an AC-130 gunship, which is responsible for providing surveillance and fire support. Upon reaching its objective, the assault force breaches the compound and begins its clearance. After suppressing minor resistance and capturing the sought-after terrorist, the team quickly collects anything of intelligence value, conducts a final headcount, and exfiltrates the objective by way of a heavily armed ground convoy.


Although the described mission is notional, it reflects the type of missions that occurred nightly during the height of the Iraq War and, in some instances, continue to occur in other conflict zones throughout the world. Although complicated, inherently dangerous, and requiring expert precision, nothing described above would be considered particularly unique in the world of special operations. The reason for this is because the U.S. special operations community expects this level of proficiency by all members of the team.


The U.S. special operations community possesses a culture of high performance. For new members, the expectations placed upon them often seem daunting; however, over time, these expectations become normalized. A fitting analogy would be that of a competitive runner joining an elite team that trains far more intensely than they are accustomed to. Initially, the workouts may seem overwhelming but, over time, the runner improves their speed and endurance. Eventually, the team’s higher standards become adopted by the runner, who, in turn, perpetuates a culture of high performance to others.


HIGH-PERFORMANCE CONCEPTS


While a doctrinal definition of a high-performance team may be elusive, certain concepts readily come to mind. These teams exhibit exceptional proficiency, possess unrivaled success in their domain of expertise, and serve as a standard to emulate. One key factor that many such teams share is the ability to recruit, select, and develop prospective members. Equally significant is the capacity to remove individuals who fail to meet the team’s expectations.


The Naval Special Warfare (NSW) community is fortunate to have the luxury of selectivity in its accession process, given the surplus of applicants compared to available positions. However, despite this advantage, NSW invests substantial time and effort in recruiting SEALs, Special Warfare Combatant Craft-crewmen (SWCCs), and combat enablers. These recruitment efforts encompass a wide range of approaches, from creating informative and captivating social media content to deploying small “scout teams” to venues such as state wrestling championships, competitive swimming events, and triathlons—sports known for cultivating grit. Notably, these sports have historically produced higher success rates among SEAL and SWCC candidates compared to others. Over the years, NSW has refined its selection process by engaging sports physiologists, academics, and psychologists to gain deeper insights into not only who stands the best chance of completing the training but also who possesses the humility, moral character, and ethical judgment necessary to be an outstanding teammate and ambassador of the U.S. Navy.


An equally crucial aspect of the selection process for SOF is the uniqueness of skill sets. In an increasingly complex operating environment, professional diversity is no longer a mere preference; it is an absolute requirement. This becomes evident when examining the aforementioned mission. For example, identifying the terrorist’s location would necessitate the expertise of various intelligence professionals, including all-source analysts capable of synthesizing intelligence across different disciplines, as well as specialists in cyber operations, electronic signals, and human intelligence collection. The airborne overwatch would possess a range of professions: pilots, navigators, mission specialists, communicators, weapons experts, logisticians, and maintenance crews. The assault force would be comprised of individuals with distinct specialties, such as demolition experts, snipers, medics, linguists, and experts in coordinating airstrikes. Lastly, the mobility or convoy team would be highly skilled in off-road driving and heavy weapons. To achieve such a comprehensive level of proficiency, each team member must undergo rigorous screening, selection, and development—especially since the failure of just one individual can lead to catastrophic consequences for the entire team.


While professional diversity and a proven methodology for building high-performance teams are vital, cohesion within the team is equally critical. This requirement becomes particularly important when team members hail from diverse organizational backgrounds and cultures. Unsurprisingly, one of the fundamental elements in fostering cohesion lies in recognizing and valuing everyone’s contributions. Establishing a unifying mission or vision statement can help set the stage for a cohesive culture. While some may harbor skepticism toward the value of such statements, particularly when the team’s leadership fails to align its actions with the written words, I have found these statements to be important when crafted thoughtfully and adhered to consistently.


THE MISSION STATEMENT


Early in my career, I had the honor of commanding one of the most diverse SEAL teams in NSW—Special Reconnaissance Team TWO. Comprised of over three hundred personnel and twenty-eight different professional specialties, the team required me, as the Commanding Officer, to emphasize the significance of each member’s contributions from the moment they joined. As part of the onboarding process, my Command Master Chief and I personally met with every new member, providing them with an overview of the command, explaining expectations, addressing their questions, and reciting the command’s mission statement. The mission statement was not a mere decoration on the walls; it served as a guiding principle, regularly reflected upon, referenced, and reinforced throughout the command. These in-briefings provided us with an opportunity to convey what mattered most to our team, with a strong emphasis on fostering a culture of inclusion. As an example, one paragraph from our single-page mission statement read:


Our command comprises individuals possessing a multitude of unique skills, each making a distinct and invaluable contribution. We understand and value the strength derived from operational diversity. In our unwavering support of the world’s finest special operations forces, we hold ourselves and our teammates to the highest standards—both professionally and personally. Membership in the NSW community is a privilege that must never be taken for granted, and humility serves as our keel.


The principles underlying the development of high-performance teams are not exclusive to the special operations community. While I benefited from a robust selection process, these principles possess broad applicability and can be adopted by most teams. Ensuring a diverse array of skills, upholding high standards, and fostering cohesion form the bedrock of a great team, even outweighing the ability to handpick the individual team members.


THE INTERSECTION


Building high-performance teams also necessitates identifying the intersection of people’s interests and abilities. This becomes particularly vital when a recruitment and selection process is unavailable. Merely possessing an interest without corresponding ability, or vice versa, is insufficient. As a leader, your task is to discover your team’s “intersections,” thereby allowing you to place individuals in positions that align with their talents and their passions. This seemingly simple principle stands as one of the most effective and indispensable methods for developing high-performance teams.
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Together We Win


Stepping onto the hallowed courts of Lower Merion High School, where the legendary Kobe Bryant once dominated, I was immersed in the foundational concepts of teamwork. Each basketball game I played, each huddle I stood amidst, brought to life the monumental responsibility I bore while addressing my fellow athletes in every program across the high school.


The most profound conversations were those with the younger athletes, in which the spotlight remained firmly on allegiance to the team. Each of us was part of a whole, a cog in the wheel, and our victories stemmed from our unity. The mantra “together we win” echoed in our minds as the coaches instilled in us the essence of team spirit. The implication was clear: alone we may fall, but together we stood strong. I recall the vivid sting of reproach when a player was singled out for being self-centered. That visceral reaction served as a potent reminder of our shared purpose.
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TEAM IS PARAMOUNT


My high school years were awash with athletic talent. Yet, despite not being the star player during our victorious years, I somehow ascended to the coveted ranks of the NBA, a testament to the power of teamwork. We had players with a Midas touch on the court, two of whom dominated the Central League. They could’ve kept the glory for themselves, but they understood that the team was paramount.


The journey of a competitive athlete is flanked by coaches, trainers, and managers, each providing essential support to fine-tune one’s performance. These leaders work closely with athletes to highlight their strengths, diminish their weaknesses, and enhance their overall contribution to the team. Such a synergy acts as the lifeblood for sustained success.


Nowadays, athletes have a plethora of options to amplify their physical prowess, from rigorous weightlifting to therapeutic yoga, all designed to give them a competitive edge. However, building a team goes beyond physical prowess; it involves mental fortitude as well. The quintessential coach constantly pushes the notion of team spirit, invoking thoughts on how individual actions influence the collective performance, or how working out together can enhance cohesion.


In the present-day world, where self-promotion often overshadows collective achievements, managing a team is no easy feat. The proliferation of social media has emboldened the “me-first” mentality, complicating the task of fostering a “we-first” attitude. At both amateur and professional levels, handling such disruptive forces can be daunting and largely unsuccessful because a solitary ego can infect the entire team’s morale.


The antidote? Opt for the humble team player over the self-obsessed superstar. The popular argument that raw talent trumps all else holds little water. Instead, focus on nurturing the potential in a dedicated team player through meticulous training and expectation management, which, in turn, can yield significant results.


In the face of these challenges, coaching necessitates fostering character and trust among all players, bridging differences, and mitigating distractions. Coaches often yield more influence on athletes than their peers, parents, and even fellow players. It’s a significant role to fill and one that can have lasting effects on an athlete’s development.


MIRRORING THE COACH


Athletes look up to two key figures on their team: the best player and the coach. Over decades of observation, it’s clear that teams often mirror their coach’s temperament. Coaches shouting from the sidelines rarely lead their teams to glory because players struggle to process the information while focused on the game. Moreover, inappropriate behavior from a coach can negatively impact a player’s focus on and off the field.


As a seasoned athlete, I can attest to the notion that coaches are tasked with molding winners, and their words command our attention. However, just because athletes can hear the coach’s instructions doesn’t mean they’re truly internalizing them. The coach is the linchpin who sets the expectations, shaping the team’s practices, culture, and attitudes toward competition and gossip.


Effective coaching transcends the mere issuing of orders; it involves building a supportive, disciplined, and trusting environment. Coaches are not mere taskmasters but rather architects of teams, tasked with inspiring, guiding, and managing their players. Crossing lines of discipline should be handled with caution; one ill-tempered outburst can tear down the trust that took so long to build. Emotional regulation, then, is crucial for a coach.


COMMUNICATION IS CRUCIAL


Legendary team builders like Greg Popovich, head coach of the San Antonio Spurs, prioritize getting to know their players and fostering a winning culture. As with emotional regulation, consistency and relevance in communication are crucial to ensure that each athlete feels like part of the team. Establishing this environment requires an open mind, frequent communication, and understanding your athletes’ “whys.”


The mental aspect of team building should not be neglected. Understanding an athlete’s emotional well-being and cognitive approach to situations can lead to significant performance improvements. Good leadership can make the difference between a collection of individuals and a cohesive unit.


Remember, the essence of teamwork transcends the court or field; it is a universal truth, and sports merely serve as a powerful metaphor. Ultimately, our lives are marked by team interactions—within our families, among our peers, within clubs and religions, and at our workplaces.
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Multipliers


The leader is the master architect for building a great team. The challenge is to discover how to captivate, inspire, and cultivate a team capable of achieving extraordinary feats. It starts with the leader: The caliber and effectiveness of a team are inherently linked to the leader’s capabilities. The team is also a direct reflection of the leader’s persona and style; therefore, the leader must be competent, motivating, and trustworthy.


As I look back on my professional journey, the most gratifying moments were those spent as part of an exceptional team. Most individuals yearn to be a part of such a team and, in an effort to attract talent, prospective teammates often scrutinize the leader’s track record, evaluating the preferences and opinions of past and present team members. Does this leader exhibit a management style and personality that aligns with principles of mutual respect, accomplishment, and growth? Can this leader be trusted? What will the leader’s conduct be like during times of stress and pressure? To retain high-quality talent, prospective teammates need to be able to answer a strong affirmative to each question.


TEAM CONSTRUCTION


Teams possess diverse objectives, roles, and characteristics. The objectives and roles of a team of accounting clerks differ from a team of sales professionals. A team of scientists dedicated to curing a disease will exhibit distinct characteristics from a cross-functional team endeavoring to launch a start-up. Individuals who find themselves on the wrong team, harboring erroneous expectations or divergent missions, will prove ineffective, so the leader’s responsibilities encompass attracting and motivating talent to construct a team to accomplish the task at hand.


THREE CRUCIAL ELEMENTS


In the pursuit of building an exceptionally effective team, the leader must prioritize three crucial elements:






CHARACTER, TALENT/SKILLS, AND ATTITUDE MULTIPLIERS.







OEBPS/html/docimages/imgviii.jpg
CLEARED
For Open Publication

May 15,2024

Department of Defense
OFFICE OF PREPUBLICATION AND SECURITY REVIEW





OEBPS/html/docimages/imgsec3.jpg





OEBPS/html/docimages/imgsec2.jpg





OEBPS/html/docimages/imgsec1.jpg





OEBPS/html/docimages/imgtitle.jpg
SUPERCHARGE YOUR LEADERSHIP

TTTTTTTTTTTTTTTTTTTTTTTTTTTTTTTTTTTTTTTTTTTT
SSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSSS

BULLETS,
BASKETBALLS,

BOARDROOMS

JIM BROGAN + DAVE HUBINGER + ANDREW PENCE

Forbes | Books






OEBPS/html/docimages/cover_ader.jpg
SUPERCHARGE YOUR LEADERSHIP

TRIANGULATING THE BEST LEADERSHIP STRATEGIES FROM
THE US NAVY SEALS, PROFESSIONAL SPORTS, AND EXECUTIVE BUSINESS







OEBPS/html/page-template.xpgt
 

   
    
		 
    
  
     
		 
		 
    

     
		 
    

     
		 
		 
    

     
		 
    

     
		 
		 
    

     
         
             
             
             
             
             
             
        
    

  

   
     
  





OEBPS/html/docimages/img14.jpg





