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My Army Experience

Battalion Paralegal, 2010—2015

Trial Defense Service Paralegal NCO, 2016
Special Victim Prosecution NCO, 2017—2020
Military Justice Operations NCO, 2020-2023

Senior Paralegal NCO, 2023-Present
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Presentation Notes
Experience is wide. The leadership philosophies were too.  Some leaders, I would do anything for.  

Where I was able to lead, formally or informally, I tried to connect on a personal level—small group, focused on individual development, not blanket approaches.  


The Army Definition

Leadership is the activity of influencing people by providing purpose, direction, and
motivation to accomplish the mission and improve the organization.

What does that mean?

How is someone effective at leading?
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Presentation Notes
Influencing:  more than passing orders.  Inspire through example and words.

Purpose:  The why.  
Why it’s important to the mission and why the subordinate needs to achieve this.  Instilling a higher purpose that rises above self-interest. 
Some instances will not lend themselves to the time to explain “the why” in the moment, but leaders can circle back (requires trust in the leader and develops the subordinate).  

Direction:  
Assign responsibility, 
supervise, 
enforce standards (not letting someone off the hook when they fall short).  Execute without continuous guidance.  Understand, train, and employ mission command in their duties. 

Motivation:  The will and initiative come from within.  
impact directly (imagine an old-school Drill Sergeant telling a recruit to move faster) or
indirectly, by setting a personal example when leaders share hardship and risk with subordinates to demonstrate to subordinates that they are invested in the outcome and willing and able to do what they ask subordinates to do. Indirect approaches such as these build confidence about the judgment, commitment, and attitude of the leader. 

In a nutshell, we, as a team, need to do this, we all have our role we’re going to do this part to standard.  


Army Leadership Requirements Model

Be: Disciplined, Professional, Resilient, Humble
Know: Interpersonal Tact, Expertise

Do: Build Trust, Develop, Improve Performance

CHARACTER—
Army Values,
Empathy,
Warrior Ethos/
Service Ethos,
Discipline,
Humility

LEADS-
Leads others,
Builds trust,
Extends Influence,
Leads by example,
Communicates

DEVELOPS—
Prepares self,
Creates a positive
environment,
Develops others,
Stewards the
profession

Op

PRESENCE—
Military bearing/
Professional
bearing, Fitness,
Confidence,
Resilience

INTELLECT—
Mental agility,
Judgment,
Innovation,

Interpersonal tact,

Expertise

ACHIEVES—

Gets results: anticipates,
integrate tasks, roles,
resources, and priorities;
improves performance;
gives feedback;
executes; adapts
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The Army breaks everything down.

Be:  Character and Presence - be the example others want to follow.  

Know:  The craft and the team to get 

Do:  
Leads
Develops—self and others; a steward of the profession develops the individual and the system;
Achieves—results matter


Character

Presence

Intellect

Attributes & Competencies

CHARACTER—
Army Values,
Empathy,
Warrior Ethos/
Service Ethos,
Discipline,
Humility

LEADS-
Leads others,
Builds trust,
Extends Influence,
Leads by example,
Communicates

DEVELOPS—
Prepares self,
Creates a positive
environment,
Develops others,
Stewards the

profession

Oo

PRESENCE—
Military bearing/
Professional
bearing, Fitness,
Confidence,
Resilience

INTELLECT—
Mental agility,
Judgment,
Innovation,
Interpersonal tact,
Expertise

ACHIEVES—

Gets results: anticipates,
integrate tasks, roles,
resources, and priorities;
improves performance;
gives feedback;
executes; adapts

Leads
Develops

Achieves
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ATTRIBUTES
Character: the moral and ethical qualities of the leader.  Can it be trained?  Is it just how someone is wired? 
Do we identify individuals with character flaws?  Then what?  

Presence: characteristics open to display by the leader and open to viewing by others.  Some leaders viewed favorably by their leadership, avoided by peers, and loathed by subordinates?  Others are sought out despite not being in the “formal leadership” position (by virtue of assignment to positions of responsibility).   
Informal leadership is personal initiative, special knowledge, unique experiences, or technical expertise specific to an individual or team.  
Commanding Presence: Is this someone I am going to follow?   Is the leader organized, or disheveled?  In emergencies, you pin the responsibility on someone, “Hey you, call 911.”
Presence—maintain composure and “find the remedy”.  Be humble—ego is the enemy.


Intellect: the mental and social abilities the leader applies while leading.  
Interpersonal Tact—do unto others, that which you would want done unto you; or inversely, don’t do unto others that which you would not be done unto you. 
Know your team’s limits, as individuals.  Their experience, competence, and commitment.
Expertise—know your craft, but balance that with humility (character).  


COMPETENCIES
Competencies can be developed in a leader through experience (good or bad—what not to do)

Leads:  Provides purpose, direction, and motivation; builds trust; provides an example; communicates. Trust within a team is given quickly, if not automatically, to subordinates, earned by superiors; the collective team must earn it.  Trust is lost when we fail to meet expectations like honorable service & loyalty.  

Develops:  Develops themselves, creates a positive climate, develops subordinates, and stewards the profession. 

Achieves:  Executes, adjusts, and gets results to accomplish tasks and missions on time and to standard.  Feedback.  



The Army Leaders

Officers command units, establish policy, manage resources. Responsible and
accountable for everything their command does or fails to do.

Noncommissioned Officers (NCOs): Maintain standards and discipline. They
train, educate, and develop.

Civilians provide organizational stability and continuity. They manage programes,
projects, and systemes.

--Soldiers count on [leaders] they trust and admire. They look to leaders for
solutions, guidance, and inspiration.
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Officers give intent. 
“Turn the ship around” by David Marquet.  Mindspring adaptation called “Greatness” is 10minute YouTube video.  Inspiring, but assumes a lot of risk.  Is it too “hands-off”?  He kept the order to launch.  

NCOs lead the team to accomplish tasks within that intent.  Not just middle managers or another body to throw at a task.  
NCOs have their own scope of responsibilities, including training the next gen leader.  Train the folks that will replace you when you retire.
I underwrite honest mistakes, but not dereliction.  

Civilians are the continuity—10, 15, 35 years where Army Officers and NCOs move every 3.  They know a thing or two because they’ve seen a thing or two. What was tried and failed, what wasn’t considered last time … .

Some Soldiers will seek guidance wherever they can get it.  If a “leader” is not providing that guidance, who is and what are the 2nd and 3rd order effects of that?


But Not Everyone Is In The Army

Direct leaders develop others through coaching, counseling, mentoring, and
setting the example

Organizational leaders, [like commanders] are responsible for communicating
intent two echelons down and understanding intent two echelons up

Strategic leaders are important catalysts for change and transformation. They
follow a long-term approach to planning, preparing, executing, and assessing
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The Army structure breaks it down from Strategic to Organizational to Direct leadership.

Some axioms are just universal.  Regardless of the size of the team or echelon, the Leader is responsible for what is done or not done.  

Credit goes to the team.  Failures belong to the leader. Praise in public, criticize in private.  

At some point, the joy of receiving recognition is surpassed by the joy of watching your teammates, subordinates, mentorees receive positive recognition. 



Foundations of Character

Army Values

Empathy

Warrior Ethos and Service Ethos
Discipline

Humility
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THE VALUES:  
Loyalty to the Constitution, to 
leaders (EARNED through training, fair treatment) and subordinates (GIVEN), things like rank and Ranger tabs play a part in the Army; 
Duty--fulfill your obligations; 
Respect -- do unto others …  .  Treat everyone with dignity and respect…includes adversaries, 
Selfless Service;      Honor;           
Integrity -- do what is right, legally and morally; 
Personal Courage--face fear, danger, or physical or moral adversity.  Moral adversity--Leaders, who take full responsibility for their decisions and actions, even when --things go wrong, display moral courage. Moral courage also expresses itself as candor—being frank, honest, and sincere with others.  Carefully considered professional judgment offered to subordinates, peers, and superiors is an expression of personal courage).

Empathy--genuinely relate to another person’s situation, motives, or feelings.

Warrior Ethos and Service Ethos—dedication to the team, the mission; acting honorably.

(SELF) Discipline--the ability to control one’s own behavior—to do the harder right over the easier wrong.

Humility—possesses honest and accurate self-understanding.  Eager for input and feedback from others (see Dunning-Kruger effect--a cognitive bias in which people with limited competence in a particular domain overestimate their abilities).


Foundations of Presence

Military and Professional Bearing
Fitness
Confidence

Resilience
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Military Bearing and Professionalism:  A professional military demeanor establishes credibility, sets expectations, and reduces organizational ambiguity.  
People want to follow the cool head in the room.

Fitness – In the military, you can’t lead if you can meet the standard and set an example

Confidence— Confidence grows from professional competence and a realistic appraisal of one’s abilities.  
Balance with humility.

Resilience—endure and ultimately prevail over hardship. Recover quickly from setbacks while maintaining focus on their jobs and the mission, but also to learn and grow from experiencing difficult situations.


Foundations of Leader Intellect

Mental Agility
Sound Judgment
Innovation
Interpersonal Tact

Expertise
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Mental agility helps leaders effectively react to change and adapt to the dynamic situations (inherent to military operations). 
Critical thinking examines a problem in depth from multiple points of view.  Are you adaptable or open to input?

Sound Judgment requires the capacity to assess situations accurately, draw rational conclusions, and make decisions. 
Knee-jerk reaction may be counter-productive or wasted energy.  Experience matters.

Innovation describes the ability to introduce or implement new ways to challenge subordinates with alternative approaches and ideas. 
We’ve always done it this way (but nobody knows why).

Interpersonal tact relies on understanding the character, reactions, and motives of oneself and others.  
Recognized diversity in talent, skill, and perspectives/ experiences. Emotional self-control, balance, and stability enable leaders to make sound, ethical decisions.  Leaders must remain calm under pressure and expend energy on things they can positively influence rather than those things they cannot affect 
Reset and find the remedy.

Expertise is in-depth knowledge and skill developed from experience, training, and education. 
Subordinates generally expect their organizational leaders to be technically competent, 
and their direct leaders to be technically expert. Joint knowledge comes from experience in joint organizations. 


Competencies of Leading

Influencing
Builds Trust
Leads by Example

Communicates
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INFLUENCING:
Pressure (negative consequences for missed deadlines).   Long night / weekend?  
Legitimating (expressing the supervisor / subordinate role). 
Exchange (Incentive).  4-day?
Personal appeals (generally out of loyalty).  
Collaboration (sharing the work and offering resources).  
Rational persuasion (logical argument).  
Apprising (why this will benefit the team). 
Inspirational appeals (team safety).  
Participation (unit cohesion). We’re all in this together.

UPHOLDING STANDARDS:  Performing Checks and Inspections;  Instilling Discipline
BALANCING MISSION AND WELFARE: Taking Care of Subordinates.  Preparation entails creating disciplined conditions for learning and growth and enforcing standards in training. Identifying High Risk Behavior 

BUILDS TRUST:   Trust builds over time through mutual respect, shared understanding, and common experiences. 
WHAT ERODES TRUST?  Overpromising.  Self-serving behavior.

LEADS BY EXAMPLE:  
Displaying Character,
Leading with confidence; displaying courage (endure that pressure and remain objective and fair in test procedures and conclusions, owning the mistakes); 
Demonstrate Competence

COMMUNICATES:  Listening actively; creating shared understanding;


Competencies of Developing

Prepares Self
Creates a Positive Environment / Fosters Esprit de Corps
Develops Others

Stewards of the Profession
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Self-Development:  Begins with self-awareness about one’s strengths and limitations, followed by focused self-development.  Continuous and requires motivated individuals.  Self-Development includes seeking mentorship.  
EDUCATION to sharpen intellectual capacity and relevant knowledge.  
What happened and how did I react?  How did others react?  What did I learn and how will I apply it?

Creates a Positive Environment / Fosters Esprit de Corps-
Promotes and rewards mental agility, ability to break for the established paradigms, adopt new solutions; 
rewards delegation of authority on part of leaders; 
rewards leaders who provide clear priorities and focus time and energy on mission; 
demands diversity of knowledge and perspectives to accomplish missions ethically, effectively, and efficiently. 
Leaders are concerned about the group’s welfare and has the group’s best interests at heart. 

Develops Others – 
Empower Learning; 
Assess Developmental Needs; 
Counsel (ID strengths and weaknesses, create plans of action; follow-up), Coach (enhance capabilities, eliminate developmental barriers), and Mentor (voluntary developmental relationship between persons of greater and less experience);  
Develops Teams (Forming, Enrichment, Sustainment [or Forming, Storming, Norming, Performing].

Stewards of the Profession  -- Supports professional and personal growth, improving the organization for the long-term providing for a strong Army team both now and in the future (beyond their tenure).     




Counterproductive Leadership

Counterproductive leadership is the demonstration of leader behaviors that
violate one or more of the Army's core leader competencies or Army Values,
preventing a climate conducive to mission accomplishment.
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It can have an adverse effect on the unit with cascading results, such as lowering morale, commitment, cohesion, effectiveness, readiness, and productivity. 

Counterproductive Leader behaviors include being 
Abusive 
cruel or degrading; 
bullying and berating others, 
creating conflict, 
ridiculing; 
domineering, 
showing little or no respect, 
insulting or belittling, condescending, or 
retaliating 
Self-Serving 
placing their own goals and needs above those of others, 
taking credit for others’ work, distorting information to favor own ideas; 
exaggerating accomplishments or abilities, putting own work and accomplishments ahead of others’ and the mission,
displaying narcissistic tendencies, or 
exhibiting a sense of entitlement 
Erratic
blaming others,
deflecting responsibility, 
losing temper at the slightest provocation, 
behaving inconsistently in words and actions, insecurity, or being unapproachable), 
Corrupt (dishonesty, misusing government resources or time, creating a hostile work environment, EEO / SHARP violations (Equal Employment Opportunity and Sexual Harassment and Rape Prevention), Demonstrate Leadership Incompetence 
ineffective leadership behaviors that result from a lack of experience or willful neglect; 
a failure to act or acting poorly; 
being unaware of shortcomings and do not seek to correct their shortcomings or attempting to cover up their short comings through negative behavior; 
unengaged leadership, being passive or reactionary;
neglecting leadership responsibilities; 
displaying poor judgment, poorly motivating others, 
withholding encouragement, 
failing to clearly communicate expectations, or 
refusing to listen to subordinates.


What Does It All Mean?

Know Your Team—Background, Competence, Capabilities, Goals
Understand the Mission—Give the Team Ownership

Support Your People—Training, Loyalty, Education, Development
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Build trust, develop yourself and your team, get involved (not a taskmaster).  You may try to run through a wall for some leaders and nothing more than absolutely necessary for others.  

The good:  “Mandatory Fun” at first.  Close team, more familial, learned a lot and felt cared for.  Even remote, was in constant contact with my tech chain.  Unit leadership looked out for me, facilitated my mission, developed me as a Soldier.  Close-knit due to stove-piping.  Everyone looked out for one another personally (Hurricane Matthew Oct 2016), technical development was a priority.  Great mentorship from Mil Justice NCO E8.  Cared for by larger OSJA as an individual and part of a team. Small subset of OSJA (3 personnel, hard cases).   1st—2nd new challenges and responsibilities everyday.  Sprint and Reset.  Group outings.  Resource protected.  Coaches and Mentors to rest of OSJA.  Checked on rest of the formation after 2018 earthquake in Anchorage.  Support from Leadership across the country, support from other SV teams. Learned about myself, what kind of leader I want to be, self-regulation and discipline.  Meeting people at their point of friction. Given wide berth to develop systems and processes, for my own and fellow development, learning everyday from mentors, coaches. Team felt cared about, Leader owned team mistakes

The bad:
Limited development led to some stagnation. Hands off leadership, NCOIC was in the back corner (new to the Paralegal job himself), leadership had favorites. No accountability by or of leadership.  Wanted to be friends rather than leaders.  Emboldened negative behaviors, led to investigations., little individual development or stewardship. Could not assess the mission—prioritize everything. 

The ugly:
“We get paid to yell”.  Yelling in general.  Can you take this to your boss—I don’t want to deal with them today.  JAs and Paralegals left the Army over bad leadership—it won’t get better; this is the type of Leadership the Army allows / values”.     Self-serving and erratic, shifted blame, had a favorite that could do no wrong (what does that do to the rest of the team & how do they feel about that person?  Morale crashed, team became reliant upon small subset to take care of one another, led to changes in personalities outside of work,. Senior Leadership level was unengaged or passive, I only have so much influence (cut down by more senior leadership).  Have this done by the time I get back from leave. 

Do you value your teammates as people or only value the work they did?

“At the end of the day people won't remember what you said or did, they will remember how you made them feel.” –Maya Angelou.  



Questions




Sergeant First Class Matt Dutcher
Senior Paralegal NCO
United States Army Trial Defense Service

matthew.dutcher.mil@army.mil
571-723-1934
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