BSU Portsmouth Comptroller Division
Leadership Guiding Principles 

The Commander’s Intent (BSU Portsmouth’s website) is a broad statement on those issues important to the CO and that should be important to all of us.  It is addressed to the entire crew enabling all-hands to get a snapshot of the fundamentals required of them as members of the BSU Portsmouth Team.  These Leadership Guiding Principles are specifically for the Comptroller Division senior leaders.  I define a senior leader as E-6 and above for military and GS-7 and above for civilian employees.  While I respect the fact that there are many leadership “styles”, I expect general conformity with my convictions on these foundational leadership tenets.  I am always willing to discuss issues, kick around recommendations and clarify my position.  I will not compromise on Core Value issues and demand the same from you.
1. Be a person of Character – that goes above and beyond our Core Values.  I define Character as Integrity, Selflessness, and Moral Courage.  Know where you stand on these virtues, patch any chinks in the armor if you need to, and never, ever compromise on character.    

2. Embrace the Service’s Core Values, the Commander’s Intent, Comptroller Waypoints (forthcoming), and BSU’s overall unit vision as your own.  Certainly exercise your leadership within your particular sphere of influence, and feel free to provide thoughts on areas to improve or initiatives to pursue, but develop your goals within the framework of your position and my direction.   

3. Display your competency.   We are all trained professionals.  Many of you are required to be technical experts within your field.  The absolute best means of earning respect as a leader is to display your competency by teaching others.  Take the time to educate, not only those you work with but our customers as well.  Mistakes occur.  Assume responsibility when appropriate and take the time to learn and find ways to prevent re-occurrence.  An old saying; “never let the same stick beat you twice” always applies.

4. Listen and connect with your people.  There’s an awful lot of communicating and ordering you have to do down the chain, but never let that be to the detriment of your hearing what’s coming up from the sailors.  Know the needs of the people you supervise.  I understand that we have many junior people, some of whom need frequent (or constant) direction.  But we still need to listen.  

Corollary #1:  Lead - don’t just manage.  Leading is about people.  One manages things – time, money, tools, etc.  As a Coast Guard leader you have to like working alongside sailors and enjoy the privilege of having some great young Americans working under your authority.  Embrace the mantle of leadership and connect with your people.  Find out what makes them tick – take a sincere interest in their personal and professional goals.  Don’t let good work go unnoticed or unacknowledged.  

Corollary #2:  You will absolutely, unequivocally, shut down communications with your people, leaving no possibility to actually listen to their concerns or ideas, if you’re an absolutist, authoritarian leader.  Authoritarian leaders get good short-term results by getting people to do exactly what they’re told – and no more.  They are exceptionally attuned to things that are wrong and require correction, but aren’t very good at garnering max effort, cultivating teamwork, or stimulating innovation to overcome problems.  I’ll give you a hint to consider:  If you find that you have most of the answers to nearly all of the problems, you’re potentially flirting with arrogance and self-delusion.  Certainly leverage your experience and find/correct problems, but do it without a rigid and controlling bent.

5. Servant-leadership … Take care of your people.  Careers are important; ensure quality and timely EPEFs/OERs/civilian evals, and the constructive counseling that goes along with that.  Ask questions – see how things are going with folks.  Be observant of their behaviors and patterns – you should be watching and attuned to the fact if someone is having a rough day (or week).  Take time to occasionally explain how their jobs/tasks, however mundane, fit into the overall scheme.  People need to understand they are having an impact.    Address weak or sub-optimal performance with early and aggressive corrective counseling.  Do not shy away from documenting this counseling in writing.  Help our junior members overcome work-related or personal “baggage” so they perform to their potential.  Recognize superior performance in a timely manner; cash awards, Commanders Intent, formal military awards, etc.
6. Cultivate thinkers and doers.  As a general rule, ask your subordinates for specific results that you want to see accomplished.  Take ample time to clearly articulate and specify the result you’re looking for.  Don’t get in the habit of telling them how to do it.  Sure, sometimes we need to coach and instruct, but we also don’t want to stifle ingenuity or individual enthusiasm.  In other words, lead without micromanaging.  Groom your people to think on their feet, develop solutions, and get the job done without constant supervision.  

7. Delegate, but don’t abdicate.  You can’t do it all, and I don’t want you to do it all.  If you’re overwhelmed don’t just work extra hours.  Train your people to help you – challenge your subordinates and prepare them to step up to the next level.  We all hold jobs w/ immense responsibility and unbelievable challenges, particularly given our constrained resources.  Delegating may be difficult at times, because sometimes training and encouraging is more time consuming than just doing it yourself.  Avoid that pitfall though – the long-term return on investment of time and mentoring will be huge.  Just remember you cannot delegate responsibility – stay engaged and follow-up on tasks you’ve farmed out.

8. Be passionate about making your division a preferred place of employment.  Passion for excellence is infectious.  Your positive attitude will be the catalyst that keeps your division moving forward while maintaining excellent morale.  Do not misunderstand – I’m not asking anyone to develop charisma – that’s a lesser trait in my opinion.  Leaders should simply have a sincere and fervent desire to see their people pursue success and enjoy achievements.  This inevitably leads to success.

9. Be self-disciplined.  The first person we all learn to lead is … ourselves.  If you can’t manage your temper, habits, or work ethic, while also working to stamp out your innate weaknesses, you’re not going to succeed in leading others.  

Corollary:  Don’t rest on your laurels.  We’ve all done good things in the past that allowed us to promote to our current position.  But there are new avenues of achievement and knowledge still unexplored.  Discipline yourself for self-improvement – read books, pursue new qualifications, learn your boss’ job.  And if you’ve never developed sound leadership practices before, start right here/right now.
10. Recognize that you’re a leader first – a specialist second.  The nature of our world of work puts a heavy emphasis on being technical specialists.  It is assumed that you are already extremely competent in your job or you would not hold that position.  Your subordinates need your expertise in specialty, but leadership is more important.  One can be an exceptional technician without being a leader, but you can’t be a great leader without being an exceptional technician (see Principal #3).  Your expertise in an area will be of greatest benefit if you’re teaching and challenging others – you’re a force multiplier when you couple your technical skills to superior leadership.  
11. Make a difference.  Do not waste your time trying to solve “world hunger”.  If issues are beyond your sphere, raise them through the chain-of-command.  We have enough issues within our sphere of influence to keep us extremely busy.  Focus your efforts on the issues and problems that you can control.  Please understand that I am not condoning the “not my job” response to work, merely stating that we need to focus on issues and problems that we can control.  The same applies to leadership.  Some times people will not succeed no matter how much time and effort we devote as leaders.  Recognize this as a possibility.
12. Take care of yourself.  Get the exercise and rest you need to sustain physical endurance.  Plan  your work so you can use the vacation time that you have accrued.  Dedicate time to your family.  Pursue your educational goals.  Consider your spiritual health as well as physical health.  Our people count on us to be leaders of integrity, selflessness, and moral courage.  You must carve out time for your spiritual, physical and mental well-being in order to effectively lead … and remember that your subordinates need to strike the same balance.  
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