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FOREWORD 

 

Honorable Leadership in the Profession of Arms 

 

On the 9th of February 2009, during Operation Iraqi Freedom, the 3rd Battalion of the 8th 

Cavalry Regiment was securing the western part of Mosul, Iraq as part of the famous “surge”. 

Coalition casualties and enemy contact incidents had dropped significantly throughout most of 

Iraq, but northern Iraq, specifically Nineva Province with its capital city of Mosul, was still 

seeing relatively high numbers of contact. The battalion commander of 3rd Battalion was a 

tough, no-nonsense scrappy officer who was truly loved and admired by his Soldiers, and in the 

couple of months he had been in Theater, significant progress was being made in western Mosul 

under his leadership.  LTC Gary Derby was the Soldier’s Soldier, who always led from the front, 

and through his constant presence and leadership, always brought confidence, hope, and 

optimism regardless of whatever circumstances his unit was facing. 

The 8th Calvary Regiment is a storied U.S. Army unit. Formed shortly after the civil war 

in 1866 in California to fight in the Indian Wars and to facilitate western expansion, it fought 

honorably in every war the United States fought in except WWI, where it secured the Mexican 

border during that time. The Regiment has earned six Presidential Unit Citations, and 18 medals 

of honor. 

LTC Derby was not only a great warrior, officer and leader, he was a loving husband and 

father of three children. 

About 0100 in the afternoon of 9 February, I received the call that any commander never 

wants to receive. LTC Gary Derby was en route to a combat outpost in western Mosul to conduct 

a combined operations patrol with the Iraqi Security Forces his unit was partnering with, when 

his vehicle was hit by a Suicide Vehicle Borne Improvised Explosive Device (SVBIED). LTC 

Derby and the 3 other Soldiers and 1 interpreter in his vehicle were all instantly killed. As soon 

as I got the news that this battalion lost their beloved commander, I immediately got in a 

helicopter and flew up to his battalion headquarters to meet with the leadership of his battalion, 

to console and put my arm around them, and to assure that our Division and the rest of the 

Theater leadership would do whatever we could to assist them through the battalion 

commander’s loss, and to as quickly as possible, get another commander for the battalion. 

When I arrived and met with the battalion’s leadership, it was clear how much Gary was 

loved and respected. The impact he had on the culture and values and effectiveness of his unit 

was obvious, and the Cavalry troopers were clearly taken back knowing their beloved leader was 

no longer with them. A couple days later, during the memorial service for Gary and the other 
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Soldiers who were killed in the attack, the Brigade Commander, Colonel Gary Volesky, 

summarized what Gary meant to the unit and to his boss. “Today we honor LTC Derby and the 

members of his personal security detachment who made the ultimate sacrifice in the defense of 

freedom for not only the people of Iraq but for the lives of our citizens in America as well,” he 

said. “Of all the Soldiers I have known and lost during my time in the Army, I have never lost a 

closer friend than Gary Derby.” 

I’ve always known that the impact a leader has on the men and women in his or her 

organization is significant, but I learned that in crisis and stress, this impact is exponentially 

higher. Crisis and stress bring people closer, they allow themselves to become more vulnerable, 

and they are more attuned to what leaders are doing. This occurs simply because there is 

increased dependability on a leader to guide and lead through the minefields that can potentially 

bring uncompromising circumstances. But the glue that holds these people together is the trust 

that exists with their leader. Trust – perhaps the most important ingredient in effective 

leadership. The love and respect the troops had for Gary Derby was because Gary delivered for 

them again and again. Their trust factor was about as high as one can imagine. 

But there is another element of trust that is as important as competence – the competence 

that Gary Derby demonstrated every day as a battalion commander in combat – and that is 

character. Quite simply, you can be the most effective and competent battalion commander in 

my Division in combat, but if you fail in character you fail in leadership. Let me illustrate with 

the 3th Battalion 8th Cavalry Regiment battalion commander that followed Gary Derby. 

3rd Battalion, 8th Cavalry is traditionally assigned to the 1st Cavalry Division but was 

placed under my Division’s (the 25th Infantry Division – nicknamed “Tropic Lightning”) 

operational control while it was assigned to conduct operations in Mosul, Iraq. The 1st Cavalry 

Division headquarters was currently responsible for operations in Baghdad, while my Division 

was responsible for operations in northern Iraq, including Nineva Province and its provincial 

capital, Mosul. Working with my sister Division Commander from the 1st Cavalry Division, we 

worked hard to find a commander who we could quickly place in charge of the battalion and get 

it back into the fight. We were fortunate to find an officer who worked in the 1st Cavalry 

Division headquarters who was already selected for battalion command, although scheduled to 

take over a year or so later. But because he was selected for command, and already in Theater, 

we were able to divert him to take command of the 3rd Battalion, 8th Cavalry now. For me, this 

was a critical event. The battalion lost its beloved leader and was obviously set back on its heels. 

Western Mosul was a critical location in the fight against radical Sunni Islam, and we needed to 
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get this battalion back into the fight as quickly as possible. Bringing this commander on board 

would facilitate the gap in effectiveness because of Gary Derby’s death. 

The new commander was tough, personable, and accepted by the battalion’s leadership. 

He quickly proved through his competence that he would be an effective leader in this critical 

location in western Mosul. But he hadn’t been in command a couple months when I received a 

call from his brigade commander of an issue that needed to be looked into. 

In combat, security of one’s weapon and the authorized use of lethal force is not only 

critical in defeating the adversary, but it is also critical in the safe application of lethal force to 

prevent accidental fratricide. The “negligent discharge” of a weapon is one of the leading causes 

of a safety violation that can easily cause accidental injury or death of one’s friendly force. As a 

result, Army units increase awareness, training, and safety to prevent this accidental injury, and 

will also discipline those who commit negligent discharges to demonstrate to the command the 

seriousness of such an offense. 

So, the report I received from the Brigade Commander was that this new battalion 

commander had a negligent discharge with his personal weapon and ordered his subordinates 

who were with him when the incident occurred not to report it and not to disclose to anyone 

under any circumstances that the incident had occurred. 

When I received the report, we obviously had to initiate an investigation, and during the 

investigation, it was disclosed that in addition to the negligent discharge and ordering his 

subordinates not to report it, the commander was also having an inappropriate relationship with 

the spouse of one of his staff officers. Enough was enough, and for the remainder of the 

investigation, we had to suspend him from command, and we sent him home while the 

investigation was completed. And sure enough, the investigation substantiated the allegations, 

and the commander was relieved of command. 

It does not matter how competent you are as a leader, because if you fail in character, you 

fail in leadership. This couldn’t have been more obvious than what occurred with 3rd Battalion, 

8th Cavalry Regiment.  

When the second battalion commander was relieved, the battalion not only lost its trusted 

and competent leadership in Gary Derby, but it now lost its moral compass with the character 

defects of the second battalion commander. The battalion would continue to work hard at its 

mission, but it was never the same. I recall conducting battlefield circulation and went out on 

patrol with the battalion for a day and left concerned about the discipline of the unit I was with. 

The Soldiers were out of uniform, the Non-Commissioned Officers were not making corrections, 
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disrespectful comments were made over the radio that we all were able to hear, and it was 

concerning. The Brigade commander and I had a long conversation of what was needed to bring 

standards and discipline back to the battalion, and fortunately under his leadership, he addressed 

the situation appropriately. But the battalion had never been the same, and this taught me another 

important lesson about character defects in leadership. 

Quite simply, the failure of character in leadership not only has an impact on the leader 

himself or herself, but it also has a significant impact on the unit’s organizational climate, as well 

as its ability to accomplish its assigned task and mission. And in combat, a unit with a defective 

organizational climate, because of defective character in leadership, can have uncompromising 

consequences that not only impact mission accomplishment, but also the lives of each and every 

subordinate. Let me give you another key example of failure in character with devastating 

consequences in both the leader and the effectiveness of the unit.   

One of the most important and influential leaders in an infantry battalion of about 800-

1,000 Soldiers is its senior non-commissioned officer, commonly referred to as the Command 

Sergeant Major (CSM). Many in the battalion feel, next to the commander, that the CSM is 

indeed the most influential leader. So, when this leader finds himself or herself under 

investigation for some type of moral or ethical issue, the entire battalion is adversely impacted.  

This is their leader. This is the one they are told to emulate.  This is the leader who not only 

establishes the standards but enforces the standards. This is the leader whom all the enlisted 

Soldiers want to be like. He is their role model and the person they will aspire to be like. All 

non-commissioned officers memorize an NCO Creed that says, “I am proud of the Corps of 

noncommissioned officers and will at all times conduct myself so as to bring credit upon the 

Corps, the military service and my country regardless of the situation in which I find myself. I 

will not use my grade or position to attain pleasure, profit, or personal safety”. So, when the 

senior NCO is charged with character issues contrary to the standards, values and culture of the 

unit and the NCO Corps, you can imagine the devastating impact it would have on the morale 

and discipline of a unit. And when that unit is in a combat environment, where stress and life and 

death situations face the troops daily, morale and discipline are exponentially affected. Such was 

the case with one of the infantry battalions in my Division. 

Sexual violence is not only a crime that violates a fellow teammate, but it is also a 

scourge that will impact the victim in still unknown crippling ways for years. And knowing that 

one of your own teammates is a victim of sexual violence, also has a crippling impact on the 

morale of the unit itself. Such were the alleged charges against this Command Sergeant Major. 
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As we began the investigation, we had to suspend this leader from his position as the 

unit’s Command Sergeant Major. And interesting, allegations not only surfaced from one female 

Soldier in the unit, but from a number of others from other units. And they surfaced from not 

only this deployment, but from previous as well. 

Exposing his conduct which was now under investigation did not create the most 

devastating impact of the character issues of this particular CSM. In the middle of the 

investigation, the CSM took his own life, which really put a knife directly into the heart of this 

unit. I will never forget the impact on this unit when they found out their CSM was not only 

under investigation for alleged unethical and immoral activity, but who took his own life instead 

of facing the charges and allegations. It was devastating. As with 3rd Battalion, 8th Cavalry, the 

impact on the morale and discipline of a unit, particularly a unit in combat, is more devastating 

than the impact on the unethical Soldier himself or herself. 

When cadets graduate, they will become members of the Profession of Arms. As with 

any profession, the Profession of Arms has a unique service it provides its clients, and that 

service is the ethical application of lethal force for the protection of its client, the American 

people. On graduation day, when the cadets take their oath of office, they swear allegiance – not 

to the Commander in Chief or the Chief of Staff of the Army – but to the Constitution of the 

United States. And it is that Constitution that puts the military subordinate to its civilian officials 

who are elected by the American people. So in the Profession of Arms, our client is the 

American people.  

As with any profession, it is important for members of the profession to have a 

relationship with their client, and that is a relationship that is built on trust. Trust is a function of 

both competence and character. It is earned and does not happen automatically. And it is earned 

by the competent, professional, and ethical application of lethal force in the protection of its 

client: the American people. 

Effective leaders must earn the trust of not only those they lead, but they must also earn 

the trust of their bosses, or supervisors. I can be one of the most competent subordinates in my 

organization, but if my boss discovers that I lied about something, it would be hard for him or 

her to ever trust me with anything. I can make a promise to my subordinates that I will back 

them up or be there for them, but if I am not there for them when they need me, it would be hard, 

if not impossible, to ever have their trust again. 

Likewise, my troops expected me, as their leader, to be competent in my duties. They 

trusted me to lead them in the harshest of circumstances, in the crucible of ground combat, and 
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they trusted that I would make decisions that would give them every chance of not only 

accomplishing the mission, but also every chance of coming home and seeing their families 

again. If I failed to lead them physically in those harsh circumstances, or if I made poor decisions 

in the application of lethal force that unnecessarily caused them harm or even death, I would 

have lost their trust and it would have been nearly impossible to get it back. Trust is critical to 

leadership effectiveness, and trust comes about from both competence and character. 

One other critical element of our profession is our commitment to it. In our profession, 

we choose to hold ourselves accountable. If we do not, then someone will, whether it is 

Congress, other agencies, or even the American people. If one within our profession exhibits 

behavior that is outside our values and norms, and that person’s behavior goes uncorrected, in 

most cases it will usually catch up with the Soldier. However, the damage that can occur 

between our client, the American people, and our profession, goes much further than the damage 

to the individual leader. I call this the Bank of Public Trust. As mentioned earlier, our 

relationship with the American people is built on trust. If a member of our profession, especially 

a senior officer with high visibility, commits egregious acts outside of our values, it not only 

brings harm to himself or herself, but to the entire profession. It also puts a “chink” into the trust 

that exists between our client and our profession. Continued bad behavior can ultimately drain 

the trust, where eventually the American people no longer have any trust or confidence in our 

profession. Those of us who served in the Army during Vietnam know all too well what it feels 

like to serve in an Army that is not trusted by its own client, the American people. 

It is hard to earn America’s trust. It takes consistent behavior and performance of the 

highest values and standards, always meeting the expectation of the American people. And even 

when we do, it will almost always go unnoticed. But hundreds of valued acts will slowly 

increase that trust. And unfortunately, one single egregious act by a senior leader, or even a 

misaligned junior Soldier, can and will eradicate the entire trust deposit within the Bank of 

Public Trust. It is a funny dynamic how this works, but it is also tremendously important for all 

of us to realize the potential damage and consequences in public trust created by the maligned 

acts of a single Soldier or officer. And it is a terrible indictment to lose the trust of our client. We 

never want to go back to that again. 

Let me give you an example of a huge drain on the bank of public trust. While 

Superintendent of West Point back in 2014, the freshman class (or plebes) performed an annual 

ritual in one evening at the beginning of the academic semester. Their ritual was an entire class 
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pillow fight after taps and was designed to reduce the stress from the tough difficult Beast 

Barracks summer. 

For whatever reason, this pillow fight produced a number of concussions and head 

injuries, and like many events today, it was captured by social media and posted someplace on 

the internet. But as you know social media today, once on the internet, it can go viral, and if it 

appeals to the public’s interest, it can easily go out of control. And that’s what happened to the 

pillow fight video. To make matters worse, the NY Times ran a hugely negative story on their 

front page that was quickly picked up by CNN, Fox News, and every other news outlet out there. 

This was not the behavior the American people had expected of the future leaders of their Army. 

This was not the behavior they expected at one of their treasured institutions – which by the way 

is a public institution with an annual budget of over $200M paid for by the taxes of the American 

people. 

The consequence? The withdrawal of every ounce of trust between West Point and its 

client – the American people. Or said another way, a complete withdrawal of the Bank of Public 

Trust. 

The battalion commander and battalion CSM character issues I referred to earlier were 

unfortunately not the only ethical issues of senior leaders I had to deal with during my 12 months 

in Iraq as a Division Commander. As a Division Commander, I was in charge of 23,000 mostly 

Army Soldiers (and other service members, contractors, and civilians). While in command, I 

assumed responsibility for the adjudication of any senior leader misconduct within my Division. 

Senior leaders were not only the battalion commander or command sergeant major, but all senior 

non-commissioned officers, all officers, and all warrant officers. About three quarters of the way 

through our one-year deployment, after writing general officer letters of reprimand and reading 

Article 15 of the Uniform Code of Military Justice charges about once or twice a week, I asked 

our Judge Advocates what was going on in the Division. I was astonished with their reply that 

our senior leader misconduct was comparable to any other deployed Division in theater. 

Most of the misconduct were not violations of the law of land warfare, but simple 

character issues linked to living in close quarters while on our Forward Operating Bases. 

Treating subordinates improperly, hostile command climates, inappropriate relationships, sexual 

harassment, and sexual assault were common themes. Failure to report for duty, or violations of 

General Order #1 were also common offenses. They were mostly moral issues of inappropriate 

behavior, all of which illustrated defects of character. 
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But the consequences of this misconduct were what surprised me the most. As mentioned 

earlier, not only did these incidents have a severe consequence and in most cases a termination of 

a career for the senior leader, but they also negatively impacted the health, welfare, morale, and 

discipline of their units. Morale and discipline are critical to a unit’s success while in combat, 

and anything that detracts from it has a significant impact on the unit’s ability to perform its 

combat mission. 

So, this is one of the most important reasons why building and developing one’s 

character is so important in military leadership in the Profession of Arms. Some organizations 

will have an honor or ethical code to help remind the employees of the ethical values of the 

organization, and to highlight a set of values that defines that organization’s culture. The United 

States Military Academy at West Point, for example, has as its Honor Code that “a cadet will not 

lie, cheat or steal, nor tolerate those who do”. Although the honor code serves as the foundation 

of the Corps of Cadet’s values and culture, it does not encompass or define the entire character 

necessary for effective ethical leadership in today’s complex environments that leaders will find 

themselves in. We like to refer to the character we expect in leaders today, as “living honorable”. 

Living honorably has its foundation in West Point’s Honor Code, which says that a Cadet will 

not lie, cheat, or steal, nor tolerate anyone who does. But living honorably goes much further. It 

is the internalization of West Point’s values of duty, honor, and country, and the values of our 

Army, which are loyalty, duty, respect, selfless service, honor, integrity, and personal courage, 

so that they become part of our very essence. So that if we are faced with a compromising 

situation, we do not have to think about what right or wrong is, our natural reaction is the 

manifestation of what we have internalized. 

Think of holding a cup of coffee filled to the top and someone accidently bumps into 

your arm. What is in that cup is going to spill out whether we want it to or not. And what comes 

out is what is inside. We may not like what comes out, but what does come out is indeed the true 

essence of what was inside. Likewise, we may not like how we reacted in a compromising 

situation, but I would maintain that our actions are the true manifestation of the values we have 

internalized. Therefore, our character must be developed, so that in these compromising 

situations, our actions are consistent with the values of duty, honor, and country, and the other 

values of our Army and the Profession of Arms. 

Let me give you an example of an issue that was contrary to what we would consider 

“living honorably”, but would not be a violation of moral or ethical character conflicts. I had a 

staff officer in my Division who was tremendously competent and demonstrated the highest of 
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standards every day. But he was such a perfectionist that any of his subordinates who failed to 

meet his high expectations were talked to in a hostile adversarial way. It is what we refer to as a 

hostile command climate. There were no violations of lying, cheating or stealing, nor of 

inappropriate relationships or moral or ethical issues. But if you found yourself in his staff unit, 

you would find any way possible to try to get out from under his authority, simply because of the 

antagonistic and hostile way he treated his subordinates. Not violating our fundamental character 

values, this would certainly be considered a violation to “living honorably”, simply because this 

is not how we treat those we work with and is demonstrated behavior that destroys the trust 

between a leader and his or her subordinates. 

This therefore is another key reason why character is so critical to effective leadership, 

and that is because trust is such a critical component to effective leadership. If you were in a 

hostile work environment where you were constantly belittled and demeaned, even in front of 

your peers and others, would you be able to have a trust relationship with your boss? Can you 

then imagine an effective leader if his or her subordinates do not trust him or her? Or can you 

imagine a leader trying to lead if his or her boss does not trust him or her? But the mission 

statement does not say that to “educate, train and inspire leaders who are militarily competent, or 

intellectually competent or physically competent”. Because one can be number one in his/her 

class academically, or number one in his/her class physically, but if one fails in character, one 

fails in leadership. So, building leaders of character is the most important thing military 

academies should do. 

LTG(R) Robert L. Caslen, Jr. 

Superintendent of the U.S. Military Academy at West Point  

(2013-2018) 
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INTRODUCTION 

 

The Program of the International Military Leadership Academy is the outcome of 

cooperation among three military education institutions from three European Union countries: 

Greece, Poland and Portugal, within the framework of Strategic Partnership. The partner military 

academies and universities are responsible for educating cadets and preparing junior officers for 

their respective armed forces. Their education programs are designed to address current and 

future challenges as well as threats to the security of their nations and to global security. 

Moreover, their aim is to develop a well-educated, trained, open-minded and effective leader as 

well as a citizen of their respective nations and the European Union. These three military 

education institutions bring their experience and expertise into the Partnership to extend the 

competencies of future military leaders. 

Taking account of Sectorial Qualifications for level 6, which had been selected, drafted 

and approved by the international military community of the Implementation Group, four areas 

of leader development were identified. These four areas were addressed by the workshops 

focusing on education and training related to communication, managing crises and stress, and 

motivating and influencing other people. 

The key activities of the Intensive Course focus on supplementing and strengthening 

existing leader development processes of the European military academies. Leadership education 

is based on practical activities that center on shaping and developing skills and competencies of 

future leaders. Although theoretical preparation is also very important, it is not the purpose of 

such intensive programs, so it is left to the main dedicated modules of the International Military 

Leadership Academy, such as Crisis Management, Stress Management, Leadership in 

Communication and Leadership, and Motivation and Influence. 

The modules are designed in such a way as to optimize the effects focusing on practical 

activities in residence, preceded by theoretical classes supported with ICT technology. This 

“Leadership in Practice” handbook is intended to serve as a practical guide, allowing students to 

prepare for practical classes and use it for reference in their future careers. It provides practical 

tips and guidelines to time, stress and conflict management, communication within a unit, team-

building activities and motivation. Therefore, it guides students in an easy and practical way 

throughout most of their future challenges and activities as commanders, bosses and leaders. 

This handbook also includes a foreword by the former Superintendent of the United 

States Military Academy at West Point, LTG Robert L. Caslen, for inspiration, as well as two 
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articles on Mission Command prepared by experienced leadership practitioners and members of 

the American officer and NCO corps. 

The author hopes that readers will find this publication useful and inspiring, and will use 

it as a basis for creating their own set of tools and methods for self-development and leading 

their teams. 
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CHAPTER 1 – STRESS MANAGEMENT TECHNIQUES 

Stress is omnipresent and it is useful in some situations to drive us through action and 

situation, but when it affects us in non-life-threatening situations or its duration is long, then our 

body excessively burns energy to counter stress-causing factors. All of us respond to stressful 

situations differently. Some become hyperactive, some freeze in inaction, some with better 

training and resilience endure longer without much effect on their efficiency. Despite these 

differences, there are some common symptoms. They include the following: 

 Difficulty concentrating 

 Difficulty sleeping 

 Excessive sleeping 

 Irritability 

 Distancing from others 

 Teeth grinding 

 Panic attacks 

 Excessive sweating 

 Headaches 

 Heartburn and stomach pain 

 Weight gain or weight loss 

 Weariness 

 Nausea 

 Feeling overwhelmed 

 Obsessive or compulsive behaviors 

Facts about stress and burnout1 

 Stress is sometimes called the “silent killer” because it can quietly cause heart disease, 

high blood pressure, chest pain or arrhythmia. 

 Telogen effluvium is the result of hair loss caused by stress, which can occur up to three 

months after a stressful event. 

                                                 
1 www.positivepsychologyprogram.com. 
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 Stress is claimed to account for 30% of all infertility problems. In the case of women, 

stress can cause cramps in the fallopian tubes and uterus. In the case of men, it can affect 

the amount of sperm and cause erectile dysfunction. 

 Scientists have found that stress aggravates acne. More than the prevalence of oily skin. 

 Stress can also cause weight gain. It has been found that the stress hormone – cortisol – 

causes both the accumulation of fat in the abdominal area and the enlargement of fat 

cells, causing the so-called “disease” fat. 

 There is a correlation between stress and the six main causes of death: cancer, lung 

disease, heart disease, liver cirrhosis, accidents and suicide. 

 In the case of children, chronic stress has been found to have a negative effect on their 

development due to a reduction of the growth hormone in the pituitary gland. 

 In the case of chronic stress, dominant hormones are released into our brain. These 

hormones are intended for short-term emergency situations and, if they exist for a long 

time, they may decrease, impair and kill brain cells. 

 Stress can increase the likelihood of blood clots forming, because blood gets ready for 

injuries and becomes “better”. 

 Chronic stress can put pressure on and cause damage to arteries and organs. This happens 

because of an inflation in our body caused by cytokines (a stress result). 

 Stress is also responsible for changing blood sugar levels, which can lead to fatigue, 

hyperglycaemia, mood swings and metabolic syndrome. 

 On the bright side, stress levels can be reduced with laughter. It lowers the level of stress 

hormones, including cortisol and adrenaline, and strengthens our immune system by 

releasing positive hormones. 

 Dark chocolate reduces stress hormones. 

Stress management – useful methods2 

Several methods of reducing stress, which are more or less effective, are offered by 

authors and practitioners (coaches and mentors). We have to understand that there is no universal 

technique to domesticate stress, because each of us reacts to it and deals with it in so many 

different ways. First of all, we need to analyze the stress factors that affect us or other people and 

try to remove them or limit their influence. Then cope with the results. 

This chapter presents different approaches – methods – that might come in handy in 

difficult situations, regardless of whether you deal with your own or somebody else’s stress. 

                                                 
2 https://positivepsychologyprogram.com/ 
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Please keep in mind that selecting the right one requires a thorough analysis and some 

experience. 

Seven methods 

1. Identify the moment when the stress began 

Identifying stress is not as easy as it might seem at first glance. We often notice that we 

are stressed when we have reached a high level of this unpleasant phenomenon. Stress 

management requires prior recognition of this phenomenon. Stress manifests itself both 

physically and emotionally. It can grow quickly or stay at the same level, somewhere in the 

background. The physical symptoms of stress include muscle tension, especially in the jaw, neck 

or shoulders. In addition, stress can cause facial tension, often making the lips into a thin line. 

When it comes to stress at the emotional level, there is a sensation of irritation combined with 

anguish. These emotions tell us that time has come to stop stress. 

2. Use appropriate breathing techniques 

Breathing is something we do all the time, so it is always handy as a tool to deal with 

stress. It’s a great way to restore peace in your life. It has been proven that slow, rhythmic 

breathing activates the vagus nerve. It is this nerve which is good at stress. Sometimes all you 

need is to find a comfortable position and breathe deeply. Try to focus on the lungs that fill with 

air. Then breathe out slowly. After two or three minutes, your stress will decrease. 

3. Direct your attention into a different direction 

Stress is associated with reactions of fight or escape. That is why we focus all of our 

attention on the thing that has caused this tension. The more you focus on these sources of 

anxiety, the more you get stressed. That is why it is so important to direct your attention into a 

different direction. Look closely at something nearby. Try to describe it mentally, with as much 

detail as possible. Then repeat the same exercise with two other objects. It will help you deal 

with stress, regulating impulses and expanding your immediate emotional outlook. 

4. Look at a relaxing picture 

Images convey some impressions to their observers. That is why it is always good to have 

a photo or other image of something relaxing at hand. Landscapes, especially abandoned places, 

connected with cold weather, lots of greenery or a lot of water will be good. When you feel 

stressed, looking at these pictures will help you relax. It is also a way of focusing on something 

pleasant, which reduces anxiety. 
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5. Interpret your feelings again 

Sometimes concentrating on stress only worsens the situation. You feel too much 

suffering and want to get rid of it as quickly as possible. As it is not always easy, you feel more 

and more fear instead of trying to calm down. 

That is why it is important to identify and accept our stress and then start using methods 

to control it. Try to recognize all the situations in which stress occurs. What do you feel in your 

body? How do you feel sitting or standing? How fast does your heart beat? What thoughts come 

to your mind? These questions will help you re-interpret what you feel. Then the feeling of 

tension can gradually dissipate. 

6. Take the anti-stress physical posture of the man in the wheat field 

There are stress postures and anti-stress postures. The first one is, for example, sitting 

cross-legged and contorting the body. Moving your leg at a rhythmic pace can also be a sign of 

stress. A slouched back and strained facial muscles are another sign. On the other hand, standing 

with your back straight and moving your face will help cope with stress. It is a position that 

brings confidence and security. According to the studies carried out by Health Psychology, this 

position also inhibits the production of cortisol. 

7. Perform a simple exercise with your hands 

It has been proven that clenching the fists of both hands and then opening them reduces 

stress. It is a gesture that means aggression, which is why it helps to release tension. All these 

little tricks are very effective in dealing with stress. Feeling it is something completely normal in 

the modern world, especially if we live in a big city. It is important not to let stress take over us, 

and instead use appropriate tools to control it. 

Short-term stress relief 

1. Count your breaths. It can be considered as meditation and can be used everywhere. Find a 

comfortable place to sit, relax your body and breathe through your stomach while your arms 

relax. Count “one” during inhalation and “two” during exhalation. Then count “three” 

during the next inhalation and so on. It can help you focus on the present moment, bring 

thoughts inward and relax your body at the same time. 

2. Make a list. In particular, list the things you are grateful for. Those who feel gratitude 

usually experience less stress. By diverting your attention away from what is stressing you 

now, you can minimize the feeling of being overwhelmed and remind yourself of the 

resources you have to manage stress in your life. 
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3. Go for a walk. Owing to a quick walk, you can change the scenery and do some exercises at 

the same time. Forcing your body to change and shifting your focus will provide a quick 

mood change and provide an opportunity to enter into a new state of mind. Both of these 

things can quickly help you feel less stressed. 

Mindfulness 

Generally speaking, mindfulness is a careful presence. Thanks to the awareness of 

everything that happens to us, more acceptance and less judgment appear in our lives. For it to 

become possible for us, we need to learn formal meditation, that is just start practising 

mindfulness. This, in turn, will help us to use what we achieve on the meditation cushion, in our 

everyday life, so it will become informal practice – simply life in itself. 

Formal practice may look like, for example, meditation: in a sitting position, with closed 

or semi-closed eyes, focusing on our breath, we try to notice the thoughts appearing and let them 

go (do not get attached to them). 

The example of 8 mindfulness pillars. Each of them begins with the sentence: Every 

single moment of my life, I practise… 

 ...trust in myself; 

 ...accepting myself; 

 ...kindness to myself; 

 ...a beginner’s mind; 

 ...an unbeatable attitude; 

 ...patience; 

 ...letting go; 

 ...resignation from pursuing a goal. 

Thanks to mindfulness training you can achieve emotional balance, learn the art of 

concentration and relaxation, how to deal with stress, how to reduce nervous tension and work 

out the ability to calm down when anger or nervousness arise. Mindfulness training teaches you 

to draw energy from life, enjoy the simple, even the most banal things that every moment brings 

with it. Thanks to mindfulness training you can learn to lead a quiet life, in harmony with other 

people and the environment. 

Tap into your senses 

 What can you see? Look at close and distant objects, colors, shapes, and lights. 
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 What can you hear? Hear as many sounds as you can and try to catch new ones, do not 

focus on a single one for too long. 

 What can you taste? Try this when you are not eating, at least try to distinguish tastes. 

 What can you smell? Concentrate on the various smells around you, name them – what 

are they and what causes them? 

 What can you feel? Focus your attention on the parts of your body, contact something, 

touch something. 

Long-term stress relief 

 Exercise. You know that exercise is good for your body, but you can forget that exercise 

is also healthy for your stress levels. Regular exercise makes you less responsive to stress 

and offers a useful technique to focus attention, frustration and even connect with others. 

 Self-Care. Taking care of your body is more important than you can imagine. Practising 

self-care in the form of sufficient sleep, a healthy diet and staying away from things that 

are not good for you can help you lead a healthier and happier life. You may not be aware 

that lack of sleep can exacerbate stress, but it does. Maybe you do not realize that 

everything seems more stressful if you eat a diet that is too heavy in sugar and does not 

contain adequate nutrition, but your body will experience it regardless of whether you 

make the connection right away. Take care of your body and see how little you are 

stressed. 

 Meditation. Those who practise meditation once or twice may feel less stressed in a few 

minutes. However, those who regularly practise meditation can build resilience to stress, 

which helps in the long run. Meditation improves mood, diverts attention away from 

stress and creates other changes that help you to be less reactive to stress. Regular 

practice also facilitates meditation when you feel overwhelmed, making it more effective 

when you need it. 

5-minute stress relief strategies3 

 Breathing Exercises. 

 Progressive Muscle Relaxation (PMR) is a technique you can learn that, with practice, 

enables you to completely relax all of the muscles in your body quickly, thereby releasing 

tension from stress. It can also be done at virtually any time or place, once you have 

learned the technique and practised it. 

 Mini-Meditation. 

                                                 
3 https://www.verywellmind.com/aromatherapy-for-stress-research-and-techniques-3144598. 
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 Aromatherapy. 

 Rapid Exercises. 

 Have a Good Laugh. 

It is important to practise at least one of these habits in your daily life as a way of dealing 

with the response to the stressors you are facing. These immunity-promoting practices can not 

only help you get rid of stress during your activities, but can also help you be less reactive to the 

stress you will face in your future actions and daily life. 
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CHAPTER 2 – MANAGING CRISES 

Crises can appear in many different forms and often happen suddenly. Many large 

organizations have developed contingency plans for emergency situations. However, most of 

these plans do not include an important factor for effective crisis management: Emotional 

Intelligence (EI). Intelligent coping with the emotions associated with crisis is extremely 

important. An emotionally intelligent leader can cope with any crisis, big or small, better than 

someone without EI competencies. The four areas of Emotional Intelligence – self-awareness, 

self-management, social awareness and relationship management – each can help a leader face 

any crisis with lower levels of stress, less emotional reactivity and fewer unintended 

consequences. 

Self-Awareness 

You demonstrate self-awareness when you are aware of your feelings and thoughts. The 

saying, “Knowledge is power,” is true here. Awareness of your feelings puts you in control, not 

your emotions. 

Self-Control 

When you are in a crisis, you want the good boss to come to work and control the evil 

boss. You can train your brain to strengthen the ability to control anger. Research shows that the 

regular practice of simple but powerful mindfulness exercises can make workers more resilient. 

All of this can lead to leadership that is much more emotionally and effectively balanced. 

Social Awareness 

Many times you are in contact with people who are worried or upset, including 

potentially ill and panicky building ones. It is important to approach people with empathy for 

their fears. It will be much more effective in getting their help to solve the crisis. Similarly, if 

one has a sense of social awareness for all the ways in which the crisis affects business, people 

and systems involved in correcting the problem, it will be much easier to deal with it without 

losing something important. 

Relationship Management 

When crisis arises, it is necessary to manage many relationships among various people. It 

is called management of “kindness with a purpose” relations, the ability to inspire others, 

conflict management, supporting teamwork and other competencies, moving people towards the 

direction in which you want. Each of these competencies requires self-awareness, self-control 

and social awareness. The development of competencies requires time and effort, but you will be 
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rewarded for your work. You may not be able to reverse a crisis, but emotional intelligence will 

make the transition process through the next one smoother. 

This may be the most volatile and deep crisis most leaders have faced. When observing 

the leadership behavior of successful crisis leaders, 10 critical characteristics emerge4:  

1. Seeing things for what they are. Strong crisis leaders live on the front end of reality. They 

recognize events and their significance and do not shy away from the consequences of 

what they see. They think of what is best for the organization, not their own personal 

gain. 

2. Strategy and detail. They are able to see the big picture. They can see all of the moving 

parts and understand what is cause and what is effect. They get to a lower level and can 

dig deep into detail without being mired in it. They quickly develop a very detailed 

knowledge of the issues. 

Fig.1. Leader approach to conflict resolution. 

 

                                                 
4 https://www.lifehack.org/articles/productivity/10-ways-successful-leaders-skilfully-manage-crisis.html.  
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3. Multiple options. When they have identified the problems, they are willing to consider 

multiple approaches to how these may be addressed. Initially, they engage others in 

brainstorming potential solutions without judgment, even though they may have a 

preferred solution in mind. They are confident enough to know and accept that their way 

may not be the best way. 

4. Decisiveness. Taking ownership of the solution means being decisive. When they feel 

they have listened to the best advice they are willing to make a decision. Strong leaders 

will use a combination of real-time data along with their “gut feeling”; the wisdom built 

on years of leadership experience. When they make that decision they know they need to 

convey it to key stakeholders and work tirelessly to ensure organizational resistance does 

not block the effectiveness of the decision. 

5. Collaboration. Strong leaders take ownership of the problem. They understand, however, 

that a long-term solution requires the input and involvement of many stakeholders. They 

identify those individuals and work together towards a solution that most support and 

most can live with. 

6. Listen to unpopular advice. Unsuccessful leaders listen only to those who agree with 

them and often encourage one-dimensional thinking. The successful crisis leader seeks 

out individuals who have a different perspective on an issue. They include individuals 

with whom they may not agree and whose advice may be contrary to that of their closest 

advisers. 

7. Calm, courageous and positive. They feel a sense of urgency and remain even tempered. 

They recognize that an organization, a country or the world is watching them and know 

that how they present themselves will provide non-verbal signals to the audience. They 

will deliver bad news when they need to and do it in a way that avoids panic and provides 

a realistic level of hope for the future. Above all, they are courageous enough to make 

decisions they believe to be the right ones, regardless of whether they are the more 

popular ones. 

8. Take risk in the face of risk. Crises often bring the leader face-to-face with a set of 

situations they have not previously seen. There are questions to which they do not know 

the answers. Gathering contrarian viewpoints from individuals with whom they might not 

agree, but respect, likely means they may create solutions not previously tried, and 

outcomes of which may be unknown. If it is the best solution, however, the strong leader 

is prepared to take the calculated risk. 
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9. 80% rule. Leaders certainly want to make the right set of decisions. Strong leaders 

understand they will not always have all of the information they might like. They know 

that making an imperfect decision can often be better than making no decision at all. 

Even if the decision needs to be “fine-tuned” for implementation they are comfortable 

making it. 

10. Prepare to admit mistakes. Courageous leaders who take calculated risks will 

undoubtedly make mistakes at some point. Deep crises require continuous decision 

making. Strong leaders are prepared to admit their mistakes. 

Not every leader will have all ten characteristics in equal proportion; some will be 

stronger in one area than another. However, most leaders who are successful managing through 

deep crises will possess a majority of these characteristics.  

The ten characteristics can provide you with a vehicle for your own personal crisis 

management audit. Rather than using it to evaluate someone else in the organization, see things 

for what they are. Evaluate your own crisis management leadership. If you are in doubt about 

your own objectivity, get input from others. Most especially, include those with views that differ 

from your own.  

A different way of managing conflicts is another ten-factor-approach. If you are facing a 

crisis, there are ten reliable ways in which successful leaders manage a crisis5.  

They face up to bad news 

The first step is to acknowledge there is a crisis. Very often, problems are swept under 

the carpet until it is too late and the emergency can get out of control. The first thing to do is to 

assemble the team and look at the possible causes. All team members must be committed to 

telling the truth. Facing up to reality is the first step in overcoming any crisis. Don’t spin the 

truth. 

They know that things may get worse 

The successful leaders know that emergency corrective measures just may not be enough. 

They have to plan for the worst case scenario. This can mean taking radical action which will 

ensure a sustainable turnaround. Redundancies have to be made. There may be an urgent need to 

get legal advice and/or change public relations policy. Overall, they know that they will have to 

be committed, disciplined and above all, courageous. 

They ensure that there is no breakdown in communication 

                                                 
5 https://www.lifehack.org/articles/productivity/10-ways-successful-leaders-skilfully-manage-crisis.html 
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Poor communication in a company can have devastating effects. Many team members 

may withhold or just not forward messages for various reasons: 

 Expectations are not clearly set out so seemingly minor problems are ignored. 

 Misuse of data on a defective product. 

 Information overload may lead to messages being overlooked. 

 An ‘us vs. them’ mentality hampers communication. 

 Some employees fear retribution if they mention a problem. 

 Some managers may ignore input because they know it all. 

The successful manager takes the lead in ‘no surprises management’ by making sure that 

communication is open at all times. 

They know when to make sacrifices 

Encouraging and motivating the team to get through the crisis may mean sacrifices. The 

successful leader will take the initiative by making the first sacrifice and then encourage team 

members to do likewise. 

They mobilize their team by inspiring them 

Successful managers lead by example. There may be drastic changes to be made. They 

know how to adjust procedures, policies and objectives in line with the emergency. By being 

dedicated and professional at all times they will inspire and motivate their team to be the same. 

They know how to adapt their management style 

Sometimes immediate changes have to be made and a more autocratic style of leadership 

has to be adopted. There are advantages in saving time and rescuing the company from disaster. 

The downside of this is that there will be no consultation. This may cause difficulty in building 

trust, respect, and dedication among the team members. 

They know how to build trust 

Build trust among the team. This is the mark of a truly successful leader and will stand 

him or her in good stead when a crisis looms. It is important to be fair, open, keep promises, and 

treat people with dignity and respect. 
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They know how to communicate with the media 

Inevitably, if your company is in the mainstream, you will need to be able to 

communicate effectively and let the public and your stakeholders know what is happening. The 

wise leader will know how to answer media questions: 

 Avoid using jargon or fluffy language. 

 Aim for clarity. 

 Be confident and speak to the camera with strong eye contact. 

 Never use ‘no comment’ as it may be interpreted as trying to hide something. 

 Reduce disfluencies like ‘ah’ and ‘um’. 

They are not afraid to try new strategies 

Intelligent leaders know that desperate situations call for bold new strategies. They do not 

let fear distract them. This may involve improved systems or innovation. They know that speed 

will be key and are not afraid to be move decisively. 

They are confident and optimistic 

If a successful leader is emotionally intelligent, he or she will be able to lead the team 

with great empathy. He will be able to radiate energy with an upbeat attitude. 

In order to quickly contain crisis and take over control over the situation you should: 

 Get situational awareness – Start by gathering and assembling the key facts about the 

incident, which is often under conditions of great confusion and uncertainty. It is very 

important to use many sources because some of them may be confusing or contradictory. 

These should include media, emergency services, employees, vendors, customers, etc. In 

addition to getting information, decision makers need to take in the data and “advance” 

the implications of the information they have acquired and anticipate possible 

consequences of a fast-moving and still-moving incident. 

 Creativity and adaptability – Crisis management requires addressing new problems with 

new thinking. One of the key aspects is to make sure that different opinions about the 

crisis are heard. This requires having a diverse crisis team with diverse backgrounds and 

experiences. 

 Communication – Communication is the basis of crisis management. No one will ever 

complain about excessive communication during a crisis, if communication is clear, 

concise and timely. 
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Crisis management plan6 

A crisis refers to a sequence of undesirable events that lead to serious troubles and 

uncertainties in the workplace. A crisis is a surprising event that not only causes damage to the 

organization, but also evokes feelings of fear and insecurity among people. Organizations must 

be well-prepared to face inevitable threats and get out of tough times without much difficulty. 

Units must immediately begin action; at the moment of detecting a crisis in the workplace. 

Individuals have to take a step-by-step approach in critical situations. Planning is 

necessary. Bringing haste does not solve any problem, instead worsens the situation. It is an 

offense to make impulsive and hurried decisions during a crisis. It is important to think rationally 

and develop strategies that work best in crisis situations. Complaints and cheating do not lead 

you anywhere. 

A crisis management plan refers to a detailed plan that describes the various actions to be 

taken in critical situations or a crisis. Any plan prepared by supervisors, members of a crisis 

management team and related employees to help the organization overcome a crisis in the best 

possible way is called a crisis management plan: 

 A crisis management plan helps employees concentrate on crisis situations. 

 A crisis management plan sets out actions to be taken by management and employees to 

protect the reputation of the organization and its position in the industry. It gives a 

detailed overview of the roles and responsibilities of employees during a crisis. 

 People representing the crisis management team develop a crisis management plan to 

reduce the impact of crisis in the workplace. 

 A crisis management plan helps managers and supervisors to take quick and appropriate 

actions depending on the situation. 

 A crisis management plan protects the organization from imminent threats and ensures its 

security in the future. 

 Such plans reduce instability and uncertainty among employees and help them 

concentrate on their work. 

Characteristics of a crisis management plan: 

 A crisis management plan should be developed in the presence of all managers. Each 

member of a crisis management team should have the right to express his/her opinion on 

                                                 
6 https://www.managementstudyguide.com/crisis-management-plan.htm 
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the plan. It is important that each of them gives his/her valuable comments and 

suggestions. 

 A crisis management plan should take into account all identified problem areas and 

suggest a possible solution for all of them to help the organization emerge from a crisis as 

quickly as possible. 

 Make sure that the plans are realistic and will save the organization’s reputation and  

purpose. 

How to prepare a crisis management plan? 

 Identify problem areas and various factors that led to a crisis in the workplace. 

 Discuss issues and areas that interest you in an open forum where everyone can share 

their opinion. 

 Make sure you have accurate information. Do not rely on guess works and assumptions. 

Check the information carefully before submitting the final plan. 

 A crisis management plan should focus not only on how to overcome a crisis, but also on 

ensuring process reliability to avoid future crises. 

Role of the leader in conflict management 

A series of unintended and unexpected events leading to instability in the organization 

and serious disturbance among individuals is called a crisis. A crisis occurs within a short time 

and causes serious disruptions in the workplace. Leaders play an extremely important role during 

crises7: 

 Lead from the front. Show confidence and stability. Take full control of the situation. 

 Leaders should have full control over employees. They should know what is going on. 

Any issue neglected at an early stage can be a serious problem later. Problems should be 

taken into account immediately. Do not underestimate even minor problems or wait for 

someone else to take the initiative. Any issue left unattended can lead to a crisis and 

serious unrest later. 

 Be vigilant in the workplace. The leader should be able to sense the early signs of crisis 

and warn employees against the negative consequences of the same. It is his/her duty to 

take precautions to avoid an emergency situation. The leader should be able to predict a 

crisis. This stage is also called signal detection. 

                                                 
7 https://www.managementstudyguide.com/role-of-leaders-in-crisis-management.htm 
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 Leaders need to try their level best to prevent a crisis. Encourage effective 

communication in the workplace. Let employees discuss problems with each other and 

find the best possible alternative to overcome a crisis. 

 Ask employees not to panic during a crisis. Encourage them to face difficult times with 

courage, determination and smile. Let them act as one whole. The leader’s duty is to 

provide employees with a sense of direction. 

 Leaders should more often contact employees. Let them feel that you are for them. 

Provide employees with necessary training in crisis management. 

 Planning is necessary to avoid an emergency situation. Learn to make quick decisions. 

Make sure everyone in the workplace is well informed about emergency situations. 

 Identify important processes and systems that should function in an efficient 

organization. Develop alternative plans with correct and accurate information. 

 Do not let negative attitudes appear in the organization. Motivate employees to believe in 

themselves and the organization. Confidence in such situations is important. Take tough 

action against those who spread rumors and try to destroy the organization’s image. 

 Do not avoid stakeholders, external parties and, most importantly, the media. Go out, 

meet them and explain the whole situation. Ignoring people makes matters worse. 

Develop strong partnerships with external parties and ask for help. 

 Never lose hope. Be a strong support pillar for your team members. They should be able 

to fall back on you. 

 Leaders should try to get out of difficult times as quickly as possible. Learn to take risks. 

Explain the roles and responsibilities of the people at this time. 

 When the organization emerges from a crisis, it is the leader’s responsibility to pass on 

the experience so that employees do not make the same mistakes again. Work hard and 

re-live the image of your organization. Adjust well to changes and new situations. 
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CHAPTER 3 – MOTIVATING AND INFLUENCING SUBORDINATES AND TEAM 

MEMBERS 

 

Management has to offer the following two categories of incentives to motivate 

employees8: 

Monetary incentives. Those incentives which satisfy the subordinates by providing them rewards 

in terms of rupees. Money has been recognized as a chief source of satisfying the needs of 

people. Money is also helpful to satisfy the social needs by possessing various material items. 

Therefore, money not only satisfies psychological needs but also the security and social needs. 

Therefore, in many factories, various wage plans and bonus schemes are introduced to motivate 

and stimulate the people to work. 

Non-monetary incentives. Besides the monetary incentives, there are certain non-financial 

incentives which can satisfy the ego and self-actualization needs of employees. The incentives 

which cannot be measured in terms of money are under the category of “Non-monetary 

incentives”. Whenever a manager has to satisfy the psychological needs of the subordinates, 

he/she makes use of non-financial incentives. Non-financial incentives can be of the following 

types: 

 Security of service. Job security is an incentive which provides great motivation to 

employees. If his/her job is secured, he/she will put maximum efforts to achieve the 

objectives of the enterprise. This also helps since he/she is very far off from mental 

tension and he/she can give his/her best to the enterprise. 

 Praise or recognition. The praise or recognition is another non-financial incentive which 

satisfies the ego needs of the employees. Sometimes praise becomes more effective than 

any other incentive. The employees will respond more to praise and try to give the best 

of their abilities to a concern. 

 Suggestion scheme. The organization should look forward to taking suggestions and 

inviting suggestion schemes from the subordinates. This inculcates a spirit of 

participation in the employees. This can be done by publishing various articles written 

by employees to improve the work environment which can be published in various 

magazines of the company. This also is helpful to motivate the employees to feel 

important and they can also be in search for innovative methods which can be applied 

                                                 
8 https://www.managementstudyguide.com/motivation_incentives.htm 
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for better work methods. This ultimately helps in growing a concern and adapting new 

methods of operations. 

 Job enrichment. Job enrichment is another non-monetary incentive in which the job of a 

worker can be enriched. This can be done by increasing his/her responsibilities, giving 

him/her an important designation, increasing the content and nature of the work. This 

way efficient workers can get challenging jobs in which they can prove their worth. 

This also helps in the greatest motivation of the efficient employees. 

 Promotion opportunities. Promotion is an effective tool to increase the spirit to work in 

a concern. If the employees are provided opportunities for the advancement and growth, 

they feel satisfied and contented and they become more committed to the organization. 

The above non-financial tools can be framed effectively by giving due concentration to 

the role of employees. A combination of financial and non-financial incentives helps together in 

bringing motivation and zeal to work in a concern. 

Positive incentives 

Positive incentives are those incentives which provide a positive assurance for fulfilling 

the needs and wants. Positive incentives generally have an optimistic attitude behind and they are 

generally given to satisfy the psychological requirements of employees. Examples include 

promotion, praise, recognition, perks and allowances, etc. It is positive by nature. 

Negative incentives 

Negative incentives are those whose purpose is to correct the mistakes or defaults of 

employees. The purpose is to rectify mistakes in order to get effective results. Negative incentive 

is generally resorted to when positive incentives do not work and a psychological setback has to 

be given to employees. It is negative by nature. Examples include demotion, transfer, fines and 

penalties. 

Motivation is very important for the organization because of the following benefits it 

provides: 

1. It puts human resources into action 

Every concern requires physical, financial and human resources to accomplish the goals. 

It is through motivation that the human resources can be utilized by making full use of it. This 

can be done by building willingness in employees to work. This will help the enterprise in 

securing best possible utilization of resources. 



Handbook for Intensive Course IMLA – Leadership in Practice 

 

 

 
 

32 
 

  

2. It improves the level of efficiency of employees 

The level of a subordinate or an employee does not only depend upon his qualifications 

and abilities. For getting best of his/her work performance, the gap between ability and 

willingness has to be filled, which helps in improving the level of performance of subordinates. 

This will result in:  

 An increase in productivity; 

 Reducing the cost of operations; 

 Improving overall efficiency. 

3. It leads to the achievement of organizational goals 

The goals of an enterprise can be achieved only when the following factors take place: 

 There is the best possible utilization of resources; 

 There is a cooperative work environment; 

 The employees are goal-directed and they act in a purposive manner; 

 Goals can be achieved if coordination and cooperation take place simultaneously, which 

can be effectively done through motivation.  

4. It builds a friendly relationship 

Motivation is an important factor which brings employee satisfaction. This can be done 

by keeping into mind and framing an incentive plan for the benefit of the employees. This could 

initiate the following things:  

 Monetary and non-monetary incentives; 

 Promotion opportunities for employees; 

 Disincentives for inefficient employees. 

In order to build a cordial, friendly atmosphere in a concern, the above steps should be 

taken by the manager. This will help in the following way:  

 It will ensure effective cooperation, which brings stability; 

 Industrial dispute and unrest in employees will reduce; 

 The employees will be adaptable to the changes and there will be no resistance to the 

change; 
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 This will help in providing a smooth and sound concern in which individual interests 

will coincide with the organizational interests; 

 This will result in profit maximization through increased productivity. 

5. It leads to stability of the workforce 

Stability of the workforce is very important from the point of view of the company's 

reputation and goodwill. Employees can remain loyal to the company only if they have a sense 

of participation in the management. The skills and effectiveness of employees will always be 

beneficial to employers and employees. This will lead to a good public image in the market that 

will attract competent and qualified people. As it has already been said, “Old is gold,” which 

suffices with the role of motivation here, the older the people, the more experience and their 

adaptation to the care that can bring benefits to the company. 

From the above discussion, it can be said that motivation is an inner feeling that can only 

be understood by the manager because he/she is in close contact with the employees. Needs, 

wants and desires are interrelated and are the driving force for action. These needs can be 

understood by the manager and he/she can tailor incentive plans accordingly. It can be said that 

motivation is therefore a continuous process, because the motivation process is based on the 

needs that are unlimited. The entire process must be continued. We can sum it up by saying that 

motivation is important to both an individual and a company. Motivation is important to an 

individual because: 

 Motivation will help him/her achieve his/her personal goals; 

 If an individual is motivated, he/she will have job satisfaction;  

 Motivation will help in self-development of an individual; 

 An individual will always gain by working with a dynamic team.  

Likewise, motivation is important to a business as:  

 The more motivated the employees are, the more empowered the team is.  

 The more the team works and individual employees contribute, the more profitable and 

successful the business is. 

 During periods of amendments, there will be more adaptability and creativity.  

 Motivation will lead to an optimistic and challenging attitude in the workplace.  
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Staff motivation – motivation tips for employees 

Employees are the building blocks of an organization. Organizational success depends on 

the collective efforts of the employees. The employees will collectively contribute to 

organizational growth when they are motivated. 

Below mentioned are some tips for motivating the staff/employees in an organization: 

 Evaluate yourself. In order to motivate, encourage and control your staff’s behavior, it is 

essential to understand, encourage and control your own behavior as a manager. Work 

upon utilizing your strengths and opportunities to neutralize and lower the negative 

impact of your weaknesses and organizational threats. The manager should adopt the 

approach “You’re OK – I’m OK”. 

 Be familiar with your staff. The manager should be well acquainted with his/her staff. 

The more and the better he/she knows his/her staff, the simpler it is to get them involved 

in the job as well as in achieving the team and organizational goals. This will also invite 

staff’s commitment and loyalty. A cordial superior-subordinate relationship is a key 

factor in job satisfaction. 

 Provide the employees certain benefits. Give your staff some financial and other benefits. 

Give them bonuses, pay them for overtime, and give them health and family insurance 

benefits. Make sure they get breaks from work. Let them enjoy vacations and holidays. 

 Participate in new employees induction program. Induction proceeds with recruitment 

advertising. At this point of time, the potential entrants start creating their own 

impressions and desires about the job and the organization. The manner in which the 

selection is conducted and the consequent recruitment process will either build or damage 

the impression about the job and organization. Thus, the manager must have a say in 

framing the advertisement and also in the selection and recruitment process. After the 

decision about the candidate is made, the manager must take personal interest in the 

selected person joining date, the family relocation issues, cost of removal, etc. Being 

observed by the new recruit and your entire team to be involved completely will ensure a 

persuasive entry in the organization. 

 Provide feedback to the staff constantly. The staff members are keen to know how they 

are performing. Try giving a regular and constructive feedback to your staff. This will be 

more acceptable by the staff. Do not base the feedback on assumptions, but on facts and 

personal observations. Do not indulge in favoritism or comparing the employee with 
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someone else. Sit with your staff on a daily or weekly basis and make sure that feedback 

happens. This will help in boosting employees’ morale and will thus motivate the staff. 

 Acknowledge your staff on their achievements. A pat on the back, some words of praise, 

and giving a note of credit to the employee at personal level with some form of broad 

publicity can motivate the staff a lot. Make it a point to mention the staff’s outstanding 

achievements in official newsletters or the organization’s journal. Not only acknowledge 

the employee with the highest contribution, but also acknowledge the employee who 

meets and over exceeds the targets. 

 Ensure effective time management. Having control over time ensures that things are done 

in the right manner. Motivate your staff to have “closed” times, i.e. a few hours when 

there are no interruptions for the staff in performing their job role so that they can 

concentrate on the job, and “open” times when the staff freely communicate and interact. 

Plan one-to-one sessions of interaction with your staff where they can ask their queries 

and also can get your attention and, thereby, they will not feel neglected. This all will 

work in the long run to motivate the staff. 

 Have stress management techniques in your organization. Create an environment in 

which you and your staff can work within optimum pressure levels. Ensure an optimistic 

attitude towards stress in the workplace. Have training sessions on stress management 

and ensure a follow-up with group meetings on the manner stress can be lowered at work. 

Give your staff autonomy at work. Identify stress symptoms in employees and try to deal 

with them. 

 Use counselling techniques. The employees’ feelings towards their work, their peers, 

their superiors and their future can be effectively dealt with through staff counselling. 

Counselling provides an environment, incentive and support which enable the employee 

to achieve his/her identity. 

 Give the employees learning opportunities. Employees should consistently learn new 

skills on the job. It has been well said by someone that with people hopping jobs more 

often than required and organizations no longer giving job security to employees, the 

young blood employees specifically realize that continuing learning is the best way to 

remain employable. Opportunities should be given to the employees to develop their 

skills and competencies and to make best use of their skills. Link the staff goals with the 

organizational goals. 

 Set an example for your staff. Be a role model for your staff. The staff will learn from 

what you do and not from what you say. The way you interact with your clients and how 
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you react later after the interaction is over have an impact upon the staff. The staff more 

closely observes your non-verbal communication. Being late, wasting the organization’s 

capital, mismanaging the organization’s physical equipment, asking the staff to do your 

personal work, etc. all have a negative impact on the staff. Try setting an example for 

your staff to follow. 

 Smile often. Smiling can have a tremendous effect on boosting the morale of the staff. A 

smiling superior creates an optimistic and motivating work environment. Smiling is an 

essential component of the body language of confidence, acceptance and boldness. Smile 

consistently, naturally and often to demonstrate that you feel good and positive about the 

staff who works for you. It encourages new ideas and feedback from the staff. The staff 

does not feel hesitant and threatened to discuss their views this way. 

 Listen effectively. Listening attentively is a form of recognizing and appreciating the 

person who is talking. Reciprocal listening develops cordial and healthy personal 

relationships on which employee development rests. If managers do not listen attentively 

to their subordinates, the morale of the subordinates lowers down and they do not feel 

like sharing their ideas or giving their views. Effective listening by the manager boosts up 

employees’ morale and thus motivates them. 

 Ensure effective communication. In order to motivate your staff, indulge in effective 

communication such as avoid using anger expressions, utilize questioning techniques to 

know the staff’s mindset and analysis rather than ordering the staff what to do, base your 

judgements on facts and not on assumptions, use a relaxed and steady tone of voice, 

listen effectively and be positive and helpful in your responses. Share your views with the 

staff. 

 Develop and encourage creativity. The staff should be encouraged to develop the 

creativity skills so as to solve organizational problems. Give them time and resources to 

develop creativity. Let them hold constant brainstorming sessions. Invite ideas and 

suggestions from the staff. They may turn out to be very productive. 

 Don’t be rigid. Be flexible. Introduce flexibility at work. Allow for flexible working 

hours if possible. Let the employees work at home occasionally if need arises. Do not be 

rigid in accepting ideas from your staff. Stimulate flexible attitudes in the employees who 

are accountable to you by asking what changes they would like to bring about if given a 

chance. 

 Adopt job enrichment. Job enrichment implies giving room for a better quality of 

working life. It means facilitating people to achieve self-development, fame and success 
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through a more challenging and interesting job which provides more promotional and 

advancement opportunities. Give employees more freedom in their job, involve them in 

decision making processes, show them loyalty and celebrate their achievements. 

 Respect your team. Respect not only the employees’ rights to share and express their 

views, and to be themselves, but their time too. This will ensure that the employees 

respect you and your time. Make the staff feel that they are respected not just as 

employees/workers, but as individuals too. 

Effective motivation in the workplace requires: 

 Linking rewards directly to performance. An organization should adopt a fair reward 

structure which provides incentive to the most deserving employee. Having an incentive 

structure in place does not solve the problem... what makes it workable is the employees 

trust in the system and believing that they will be rewarded if they perform well. 

 Complimenting employees. Even though an employee’s name has not appeared in the list 

of people getting incentives, go ahead and compliment that employee for a job well done 

– no matter how small. There is nothing more satisfying to an employee than a pat on 

his/her back. 

 Being transparent. While there may be some strategic decisions which you might want to 

share with the employees at a later stage, make sure the employees do not give in to the 

rumors. Stay in touch with the employees. 

 Working on your Personal Development Plan. Every employee is responsible for his/her 

own career. He/she should work towards his/her Personal Development Plan as discussed 

and agreed by his/her manager. Find out what are the training company offers and which 

is best suited to his/her development needs. How this will motivate you – remember that 

training always increases your marketability and enhances your career. 

 Participating and networking. Remember you work for a company where a one-on-one 

attention might not be possible. Do not wait for an invitation to participate in a 

discussion. If you are a part of a forum, then you have full right to express your opinion 

and be a part of the process. Expressing yourself is a good way of motivating yourself. 

Following are the ways/techniques for self-motivation: 

 Communicate and talk to get motivated. Communicating with someone can boost up your 

energy and make you go on track. Talk with optimistic and motivated individuals. They 

can be your colleagues, friends, wife or anyone with whom you can share your ideas. 
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 Remain optimistic. When facing hurdles, we always make efforts to find out how to 

overcome them. Also, one should understand the good in bad.  

 Discover your interest area. If you lack interest in the current task, you should not 

proceed and continue with it. If an individual has no interest in the task, but if it is 

essential to perform, he/she should correlate it with a bigger ultimate goal. 

 Self-acknowledgement. One should know when one’s motivation level is saturated and 

one feels like on top of the world. There will be a blueprint that once an individual 

acknowledge, he/she can proceed with his/her job and can grow. 

 Monitor and record your success. Maintain a success bar for the assignments you are 

currently working on. When you observe any progress, you will obviously want to foster 

it. 

 Uplift your energy level. Energy is absolutely essential for self-motivation. Do regular 

exercises. Have proper sleep. Have tea/coffee during breaks to refresh you. 

 Assist, support and motivate others. Discuss and share your views and ideas with your 

friends and peers and assist them in getting motivated. When we observe others 

performing well, it will keep us motivated too. Invite feedback from others on your 

achievements. 

 Encourage learning. Always encourage learning. Read and grasp the logic and juice of 

reading. Learning makes an individual more confident in commencing new assignments. 

 Break your bigger goals into smaller goals. Set a short time deadline for each smaller 

goal so as to achieve a bigger goal on time. 

Some tips for effective team motivation are as follows9: 

 The team’s objective should well align and synchronize with the team members’ needs 

and requirements.  

 Give in written the team’s mission and ensure that everybody understands it (as a mission 

is the foundation stone on which the team performs). 

 For maintaining motivation, the team should be given challenges (which must be difficult 

but achievable) consistently. 

 Giving a team responsibility accompanied by authority can also be a good motivator for 

the team to perform. 

                                                 
9 https://www.forbes.com/sites/joefolkman/2016/04/13/are-you-on-the-team-from-hell-5-ways-to-create-a-high-

performance-team/#6dab0a817ee2 
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 The team should be provided with growth opportunities. The team’s motivation level is 

high when the team members feel that they are being promoted, their skills and 

competencies are being enhanced, and they are learning new things consistently. 

 Effective and true leaders can develop environment for the team to motivate itself. They 

provide spur for self-actualization behaviors of the team members. 

 Devote quality/productive time to your team. Have an optimistic and good relation with 

your team members. This will make you more acquainted with them and you can get 

knowledge of how well they are performing their job. Welcome their views and ideas as 

they may be fruitful and it will also boost their morale. 

 Motivation is all about empowerment. The skills and competencies of the team members 

should be fully utilized. Empowering the team members makes them accountable for 

their own actions. 

 Provide feedback to the team consistently. Become their mentor. Give the team 

recognition for good and outstanding performance. Give the team constructive and not 

negative feedback. 

 Discover and offset the factors which discourage team spirit such as too many conflicts, 

lethargy, team members’ escape from responsibilities, lack of job satisfaction, etc. 

The reasons for motivation being a challenging job are as follows: 

 One of the main reasons for motivation being a challenging job is due to the changing 

workforce. The employees become a part of their organization with various needs and 

expectations. Different employees have different beliefs, attitudes, values, backgrounds 

and thinking. But all the organizations are not aware of the diversity in their workforce 

and thus are not aware and clear about different ways of motivating their diverse 

workforce. 

 Employees’ motives cannot be seen. They can only be presumed. Suppose there are two 

employees in a team showing varying performance despite being of the same age group, 

having the same educational qualifications and the same work experience. The reason 

being that what motivates one employee may not seem motivating to other. 

 Motivation of employees becomes challenging especially when organizations have 

considerably changed the job role of employees, or have lessened the hierarchy levels of 

hierarchy, or have chucked out a significant number of employees in the name of down-

sizing or right-sizing. Certain firms have chosen to hire and fire and paying for 
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performance strategies nearly giving up motivational efforts. These strategies are 

unsuccessful in making an individual overreach himself/herself. 

 The vigorous nature of needs also poses a challenge to the manager in motivating his/her 

subordinates. This is because an employee at a certain point of time has diverse needs 

and expectations. Also, these needs and expectations keep on changing and might also 

clash with each other. For instance, employees who spend extra time at work to meet 

their needs for accomplishment might discover that the extra time spent by them clashes 

with their social needs and with the need for affiliation. 

Features of a good motivation system10 

Motivation is a state of mind. High motivation leads to high morale and greater 

production. A motivated employee gives his/her best to the organization. He/she stays loyal and 

committed to the organization. A sound motivation system in an organization should have the 

following features: 

 Superior performance should be reasonably rewarded and duly acknowledged. 

 If performance is not consistently up to the mark, then the system must make provisions 

for penalties. 

 Employees must be dealt with in a fair and just manner. The grievances and obstacles 

faced by them must be dealt with instantly and fairly. 

 A carrot-and-stick approach should be implemented to motivate both efficient and 

inefficient employees. Employees should treat negative consequences (such as fear of 

punishment) as a stick, an outside push and move away from it. 

 A performance appraisal system should be very effective. 

 Ensure flexibility in working arrangements. 

 A sound motivation system must be correlated with organizational goals. Thus, the 

individual/employee goals must be harmonized with the organizational goals. 

 A motivation system must be modified to the situation and to the organization. 

 A sound motivation system requires modifying the nature of individuals’ jobs. The jobs 

should be redesigned or restructured according to the requirement of the situation. Any of 

the alternatives to job specialization – job rotation, job enlargement, job enrichment, etc.  

– could be used. 

                                                 
10 https://www.frontstream.com/30-inspirational-employee-engagement-quotes/ 
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 The management approach should be participative. All the subordinates and employees 

should be involved in the decision making process. 

 A motivation system should involve monetary as well as non-monetary rewards. The 

monetary rewards should be correlated with performance. Performance should be based 

on the employees’ action towards the goals, and not on the fame of the employees. 

 “Motivate yourself to motivate your employees” should be the managerial approach. 

 Managers must understand and identify motivators for each employee. 

 A sound motivation system should encourage supportive supervision whereby 

supervisors share their views and experiences with their subordinates, listen to 

subordinates’ views and assist subordinates in performing the designated job. 
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CHAPTER 4 – COMMUNICATION WITHIN THE UNIT AND BEYOND 

Effective communication in the unit or workplace is essential for any leader. An ancient 

aphorism says, “It is not what you say, but how you say it.” Good communication is what 

separates a poor leader from a unique one. Having effective communication skills is the key to 

good leadership. When you communicate well with your team, it helps to eliminate 

misunderstandings and may encourage a healthy and peaceful work environment. Efficient and 

open communication with your team will allow you to work quickly and professionally. After 

opening the lines of communication with the team, the process of task and project 

implementation will most likely go by smoothly. In addition, you will be surprised how 

achieving goals will be much easier. 

 

 

 

 
 

 

Fig.2. Communication within an organization. 

 

1. Open meeting 

It is easier to communicate your passion and how you feel to the team through open 

meetings. In this forum, you will not only hear what you are saying, but will also see and feel it. 

This approach is still one of the best ways to effectively communicate with the team. 
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2. E-mails 

In official settings, communication via email remains strong. It will allow members of the 

team to forward messages without pulling them out of their workstations. 

3. One on one 

Experts have been able to prove that some people understand better when you move them 

away and talk to them in private. Make sure you keep eye contact with them so that you can get 

the message across. 

4. Create a receptive atmosphere 

To communicate effectively with your team, you need to create a friendly atmosphere. 

Avoid a busy environment at all costs, because when you communicate in too intense a way, the 

message you are trying to convey may not be well understood or preserved. 

5. Communication through training 

Training should be adapted to provide certain information to members of your team. 

Most employees take training seriously, especially when it is part of their assessment. 

6. Show trust and seriousness 

Make sure that you show confidence and seriousness to ensure that you will not be taken 

for granted. When members of your team notice uncertainty and lack of seriousness when 

communicating with them, they probably treat this information with contempt or disregard. 

7. Use simple words 

The truth is that everyone cannot be on the same page when it comes to vocabulary. 

Therefore, to communicate effectively with team members, use words that they can easily 

understand. When you use ambiguous words, you may be misunderstood and/or spend valuable 

time explaining yourself. 

8. Use visual aids 

Place visualizations in strategic positions around your team’s workstations. They should 

not just hear the message, they should also see it. This gives space for better understanding. 

9. Listen to your team members 

Communication is to be a two-way street. Do not just talk because you are the leader, not 

listening to anyone else. Encourage them to open themselves so that you can guide them well 
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when you communicate with them in the future. You have two ears and one mouth – you have to 

listen more than you say. 

10. Use body language 

Your body language will pass your message faster and better. Master the art of using 

body language when communicating with your team. Stand straight, use smiles, handshakes and 

eye contact. 

11. Act on your message 

Someone once said, “Tell me what you want me to do, and I might forget about it, but do 

it before me and I will never forget it.” Passing on your message is a very powerful way of 

communicating with your team. Let them see how you do what you want, and watch their 

excuses disappear. 

12. Use the appropriate tone of voice 

One word can mean another thing when you speak with a different tone of voice. Make 

sure you use the right tone of voice to send a message to your team so that you do not get 

misunderstood and discourage or demotivate members or cause them to shut down completely in 

fear. 

13. Avoid unnecessary repetition 

If you want your team members to take you seriously, never sound like a broken record 

and do not flog a dead horse. Inform members of your team about what you want them to know 

or do, and ask them if they understand it clearly. If not, only then repeat what you have said. 

14. Use presentations 

Some people understand messages easily when images and sounds are involved. Using 

presentations such as Microsoft PowerPoint to communicate with your team will give them the 

opportunity to refer to it if they are not clear about certain things. 

15. Be humorous 

Using friendly jokes when communicating with team members will help you convey the 

message in a more relaxed way. It has been proven that this method of communication is a very 

effective way of relieving pressure. When the atmosphere is unfriendly and intense, being 

amusing solves the problem. If you must use jokes, do not overdo it. Remember that you are not 

a stand-up comedian. 
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16. Be articulate 

Communication is indeed a skill that everyone must learn, especially if you want to lead 

any group of people. Expressing yourself in an articulate manner when communicating with 

team members makes it easier for them to understand your message. 

17. Avoid muttering 

Your team members should be able to hear you clearly. When communicating with them, 

try to speak as clearly as possible. When you mutter words or speak too fast, you can assume that 

they are clear about what you are telling them. But the truth is that they may not be. It also shows 

a lack of confidence on your part. 

18. Encourage feedback 

Do not talk and go away. Allow for feedback so that you can measure the effectiveness of 

your communication style. It will also give you the privilege of knowing if your message has 

been well understood. 

19. Gesticulate 

Use your hands to demonstrate your message. Make hand gestures and signals to 

establish the seriousness of the topic when communicating with team members. This shows that 

you understand what you are trying to tell them. Just do not let the movement of your body be 

too exaggerated and intense. 

20. Be grateful 

After each communication session, regardless of all the means that you have decided, 

always remember to thank your listeners for their time. It will not cost you anything and it is 

simple politeness. Remember that the goal of working as a team is sharing ideas and increasing 

productivity. When effective communication in the workplace is difficult, it can undermine all 

the effort. You need to work hard on communication tactics and create basic principles so that 

everyone is up to date, which helps to avoid confusion and ensures easy completion of the 

project11. 

  

                                                 
11 https://ikonsolutions.wordpress.com/2016/01/27/communication-tips-to-effective-motivation/ 
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CHAPTER 5 – TIME MANAGEMENT 

We all have the same amount of hours each day. You cannot accumulate time, borrow it, 

or save for later use. You can only decide how to allocate it, spending it on activities of higher 

rather than low value. Time management is a game of choices: projects to pursue, tasks to 

accomplish, routines to follow. 

Adopting good time management techniques in your life is not about squeezing as many 

tasks as you can into your day. It is about simplifying how you work, getting things done faster, 

and doing things better. By doing so, you will have more time for playing, resting, and doing the 

things you love. Do not try to work hard, invest in working smarter. 

Time is a subjective phenomenon and your brain has the ability to manage its perception 

of this phenomenon. Therefore, the ability to manage time is first and foremost a thinking 

strategy. To learn it, you need specific and non-standard exercises that will require real 

engagement from you. By implementing the following methods, your mind will start organizing 

itself more effectively in every 24 hours of your life. 

The exercises and methods that are proposed are not complicated, although they 

sometimes require dedication and commitment. The use of these methods was great fun and the 

science of time management on real experience. It is important that you perform these exercises 

thoroughly and from the beginning to the end, even if during their implementation there will be 

moaning, whining or discomfort. The brain learns the most in difficult conditions, and 

sometimes it is worth preparing for it. 

Owing to the following exercises, you will get a gift of at least seven additional hours a 

week, so there will be no more excuses that you do not have time for this or that. Consider it an 

investment in one of the most important currencies in our life. Quite important note – the 

methods described are supposed to be one-time experiences rather than your new habits. Use 

them for a short time (from one to several days), then set them aside. 

1. Enter extreme conditions. Start new, additional projects or set new goals. Give yourself a 

short time to complete these tasks and get yourself into a situation where you will have a 

lot of things to do. If you do not have an idea for such additional activities, simply 

organize a surprise party for someone, plan a weekend trip or do tasks from a to-do list 

for the next month. It will not be the most enjoyable experience in your life, but believe 

me, in such conditions time management is quickly in the blood. The development of 

these skills will be a natural response to the existing situation. Therefore, even if you are 

moaning and whining, focus your attention and organize yourself in this mess. 
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2. During the day create short, but specific visualizations of the nearest hours. Regardless 

of whether you have the time already planned on paper or not, just close your eyes and 

imagine yourself performing each subsequent task over the next 3-5 hours. It greatly 

enhances the ability to manage time and the organization of your work, and after a while 

it becomes a habit and a part of your internal system of action. At the beginning you can 

swim in these visualizations a little longer (about 15 seconds per one activity), but then 

you only need a short moment to sort your tasks out on the mental timeline. 

3. Plan the day down to the minute. Write down every piece of activity that you will 

perform tomorrow morning. Go through this day with a ready plan with you, marking 

each successive activity with a triumphant bird. In the evening, look carefully at the 

whole schedule of the day and draw conclusions. Prepare a similar plan for the next day. 

Repeat it for three consecutive days. Then do the same, but this time without paper, and 

only in your imagination. Skip irrelevant details, such as morning brushing your teeth or 

making sandwiches, and focus on planning the most important tasks of the day ahead. 

4. Every time you waste your time on something, do five sit-ups. Yes, this is not a joke. 

Unnecessary checking of your e-mail inbox? Five sit-ups. Pointless browsing of 

Facebook? Five sit-ups. The benefits of this quite controversial method are twofold. First, 

you will finally realize how often you do it. Your increased awareness of this habitual 

continuous interruption will make it easier for you to give up the habit. You will be 

surprised how much of your time you waste. Second, physical movement means faster 

circulation and more oxygen into your brain, resulting in higher motivation and better 

concentration during further work. Hardly anyone realizes how important it is with good 

time management. 

5. Get a stopwatch and use it all day long. Taking on a task, determine how much time you 

want to spend on it. Turn on the stopwatch and stick to the original plan. The time of 

each task should be determined on an ongoing basis, before the activity itself. Also, take 

into account the activities related to wasting time, i.e. various types of time wasters. 

Think about how much time you plan to spend browsing funny pictures on the internet, 

then turn on the stopwatch. This will teach you how to control the passing time during 

your work. This is another important building block for your proficient time management 

skills12. 

                                                 
12 https://michalpasterski.pl/2012/06/zarzadzanie-czasem-w-5-cwiczeniach/ 
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Many people do not like submitting to the rules, have problems complying with 

established behavior, do not like schedules, and then, when reality calls “Check!”, it turns out 

that both their life and work lack harmony, on which they would care very much for them. 

If you belong to this group and cannot come to terms with – and even follow – your 

routine, perhaps it is time to abandon time management as developing a set of strict rules to 

follow and start thinking about increasing productivity as a process of finding and cultivating 

your own unique rhythm of action – your pace and rhythm of life. 

Monthly rhythm 

Within a month you can do much more if you plan to do fewer tasks. Most people have 

their own natural rhythm that allows them to complete one major professional project or one 

personal goal a month. If you tell yourself that you will complete three such tasks this month, 

most likely you will not make much progress in any of them. And if you get involved in one 

thing, there is a good chance that you will complete it in four weeks or at least reach the final 

phase. Start applying the rule of the monthly rhythm, and you will feel a lot more satisfaction. 

What is more, it is also important to respect the rhythm that governs our energy within a 

month. Of course, there are exceptions, but basically one or two business trips a month is the 

maximum for everyone, so as not to get too far out of the normal rhythm of work. Also, 

remember to choose the right pace for the events you host or when you invite guests. All these 

events give life a pleasant sense of breaking the monotony, but they can also make you fall out of 

the rhythm of normal work, if the exceptions become your daily bread. 

Weekly rhythm 

From week to week, you can deal with various projects, hold meetings or meet other 

obligations, but in any case live well with the feeling of having a general rhythm of the week that 

helps at work. It can be treated as a design template. It is a format that can be extended or 

modified later, by adapting it depending on the needs of a given project – in this case, your week. 

After longer experiments, you will notice that your best rhythm of the week consists of: 

 Time for “start-up”, so that the first hours of the week are intended for regular weekly 

planning and reflection after the weekend. 

 Planning work on projects on Wednesday afternoon. Work on smaller projects 

throughout the week, but when you have to focus on a large project, for example on a 

new book proposal, spend the whole afternoon, so you do not make any appointments at 

this time. Thanks to this, you can go to a coffee shop, where you can work a lot, because 
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nobody cares. Thanks to this, you push forward some bigger initiative, and by the way 

you serve yourself a pleasant break from everyday duties. 

 Finish work on a Friday afternoon. Reserve three hours on Fridays to finish everything 

that took more time, or do not-so-urgent administrative tasks that are good for you to 

complete before the weekend. 

 Allocate at least one evening during the week to settle all matters from a personal list of 

things to do and recharge the batteries. Even extroverts need a day off. 

Of course, you can make changes to your work schedule if the situation requires so. But 

the one described above serves you and brings you a lot more satisfaction, because you close 

everything before the weekend. 

Daily rhythm 

There is no such thing as a recipe for a great day. Some advise never checking e-mail in 

the morning, while others recommend something exactly the opposite. In essence, however, you 

must be honest with yourself and know what works best for you to make the most of your 24 

hours. Only in this way we can improve our time management. 

Regardless of which way you prefer, it is worth realizing when you are doing the most 

valuable, focused work, when you prefer to have meetings, and when you give yourself time to 

think about and plan things that make everything go in the right direction. 

Returning-to-routine rhythm 

Finally, you need to know what action patterns can help us get back to the rhythm when 

there is a serious disruption to the daily plan. Honesty to yourself and allowing yourself to be 

reorganized when needed may help protect you from the feeling that you are still lagging behind 

and guilty about it. 

For example, in order to minimize this type of pressure, it is best to reserve a day before 

and after your holiday, so that no one can meet you at any time. Thanks to this, you will have 

time to finish work before the holiday and return to it when you are back. Also, make sure to 

book at least half a day after a conference or a bigger event to summarize it, ask about something 

or review your notes. It will give you an opportunity to extract the maximum value from what 

has just happened. Someone once told me that he always booked one more night at a hotel when 

he was going to a conference so that he could finish everything before returning home. The more 

disruptive the event, the more time it takes to return to the balance and rhythm of everyday life. 



Handbook for Intensive Course IMLA – Leadership in Practice 

 

 

 
 

50 
 

  

Compliance with monthly, weekly and daily rhythms can provide us with both the order 

and flexibility we need at work and the time to act in a harmonized way. 

You can also employ several minor techniques that in return will allow you to win several 

hours a week, due to regulations and feelings of wasted time. They may be annoying simple 

changes to your daily routine, taking you off your small amusements, but in the end you will feel 

more free and relaxed. Keep in mind, however, that everyone is different. These are the time 

management techniques that are useful to some, but not necessarily to others. Adopt the ones that 

work for you and tweak your own practices by regularly thinking how to improve your time 

management skills. 

1. Organize work around energy levels 

Productivity is directly related to your energy level. Find your most productive hours – 

the time of your peak energy – and schedule intensive work for those periods. Do low-value and 

low-energy tasks, such as responding to emails or unimportant meetings, in between those hours. 

Plan your work around your energy levels, scheduling critical work for peak productivity times. 

2. Plan your day the night before 

Before going bed, spend five minutes writing your to-do list for the next day. These tasks 

should help you move towards your professional and personal goals. By planning ahead the night 

before, you will be better prepared mentally for the challenges ahead before waking up and there 

will not be any room for procrastination in the morning. As a result, you will work faster and 

smoother than ever before. Make planning a part of your night-time routine and save yourself 

time and worries in the morning. Once you wake up, you will be able to just get to work. 

3. Start the day with critical work 

This is a golden time management technique: Find your most important task (MIT) for 

the day and tackle it first. Your MIT should be the one thing that creates the most impact on your 

work. Getting it done will give you the momentum and sense of accomplishment early in the 

day. That is how big life goals are achieved: small continuous efforts, day after day. Each day, 

identify the most crucial tasks to complete and tackle them first. Once you are done, the day has 

already been a success! Put these at the top of your list so you can focus on them first. Resist the 

temptation of tackling the easiest tasks first. 

4. Prioritize tasks 

Knowing how to prioritize your work is an essential time management technique. 

Projects, however small or large, need clear priorities. When everything is a priority, nothing is. 
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You want to prioritize your true tasks first, the tasks that actually move the needle of your goals. 

To help you find them, use a productivity table called the Eisenhower Matrix (Fig. 3). 

 
Fig. 3. The Eisenhower Matrix. 

Source: www.dansilvestre.com 

Here is the step by step: 

 Write down all your tasks. Do not worry about the order, just write everything you need 

to do. 

 Now identify what is urgent and what is important. After each task, mark them with “U” 

for Urgent and “I” for Important. Tasks can have one, both, or none. If none, you will 

need to purge them. 

 Now we need to assess value: look at your “I” tasks and identify the high-value drivers of 

your work. You want to find which tasks have priority over others and how many people 

are impacted by your work. 

 The next step is to estimate time to complete each task. Order them from most effort to 

least effort. 

 Finally, insert the tasks into the Eisenhower Matrix. You now have a complete overview 

of all your work tasks. 

5. Delegate or outsource tasks 

Using the Eisenhower Matrix, you will find that some tasks are urgent but not important. 

When that is the case, the best you can do is find someone who can complete these tasks for you. 
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You do not have to do everything yourself. Delegating or outsourcing some tasks can be a great 

way to multiply your efforts and get more done. Delegate or outsource urgent but not important 

tasks to multiply yourself and keep you focused on the most important work. Here are the top 

things you need to know to delegate efficiently13: 

 Find to the right person: whoever you are delegating the tasks to should have all the 

necessary skills and is capable of doing the job. 

 Provide clear instructions: write down the tasks in a step-by-step manual; be as specific 

as possible. 

 Define success: be specific about what the expected outcome is and the deadline to have 

the task completed. 

 Clarity: have the tasks explained back to you and offer clarification when something is 

unclear, rewriting the specifications if needed. 

6. Automate repetitive tasks 

Technology has finally reached a point where we can automate a lot of our daily 

operations. By automating a few of your tasks, you save hours per week. You can then use that 

time for intensive work or taking breaks. Putting some of your daily tasks on autopilot is key to 

working smarter. Use technology to automate daily repetitive tasks and use the newfound time to 

perform intensive work or rest. Here are a couple of tasks you can automate in under 10 minutes: 

 Create automated responses in your mailbox. 

 Set reminders on calendars so you never forget anything. 

 Proofread your writing automatically. 

 Use special functions to schedule and automate your social media posts in advance. 

 Automatically fill online forms, saving all your passwords in one place. 

 Create spreadsheet templates for reports you have to do weekly/monthly. 

7. Set time constraints 

You become more productive when you allocate a specific amount of time to complete a 

specific task. That is why we create deadlines. Set deadlines even when you do not need to. 

Schedule less time to complete tasks and force your brain to focus. The timer creates a sense of 

urgency and pushes you to focus and be more efficient, even if you end up having to go back and 

                                                 
13 https://medium.com/@dsilvestre/time-management-techniques-for-insanely-busy-people-cc7d9985b3be 



Handbook for Intensive Course IMLA – Leadership in Practice 

 

 

 
 

53 
 

  

add a more time later. Use deadlines and time limits to your advantage. Even when you do not 

have a deadline, set one. Your brain will acknowledge it. 

8. Eliminate distractions 

Distractions hurt your productivity and focus. When you lose your focus, it can take you 

twice as long to get back into the groove. Half an hour completely focused on a task is more 

productive than 2 hours switching between tasks. Eliminate distractions from your work to avoid 

task switching costs. Here are a couple of hacks to eliminate distractions from your life: 

 Turn off all notifications on your phone, computer, and tablet. 

 Leave your phone in odd places that prevent you from immediately finding it. 

 Work with headphones as people are less likely to approach you with a non-urgent 

question or gossip if you look plugged in and on-task. 

 If you find interesting articles, save them to read later, such as during the commute. 

 The internet is a distracting place. Turn-off your Wi-Fi when your tasks do not require 

internet connectivity. 

 Do not browse social media at work at all. If you cannot resist, designate distraction time 

and browse it for a couple of minutes. Take out of social media exactly what you want. 

 Use “Do Not Disturb” functions on chat systems. 

 If you have an office, shut the door. 

9. Make quick decisions on things that do not matter 

We make hundreds of small, medium, and big decisions every day. 90% of the decisions 

we make do not matter. Success comes from identifying and focusing your energy on the 10%. 

Small decisions impact you for a day, such as what to wear or where to eat. Medium impact your 

life for a year, such as deciding to go back to school or rent a different room. In the long term 

though, very few decisions matter. Those are the big decisions: they are worthy of serious 

pondering, discussion, investigation, investment, and decision making. Invest your focus on big 

decisions and make quick calls on medium and small decisions. Busy people do not spend a lot 

of time pondering over small and medium decisions. A great time management technique is to 

train yourself to be quick when making them as well. 
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10. Track your time 

Do you know how much time you spend on each task? Most of us can guess, but our 

estimates are normally way off. A time-tracking app can help you take out the guesswork and 

provide real data on your productivity. Track your time to have real data on your work and 

uncover insights on how you can improve your productivity. Time tracking is a powerful time 

management technique that forces you to take a hard look at how your work and how you can 

optimize it. 

11. Beat procrastination with the 2-Minute Rule 

There are two parts to the “2-Minute Rule”. 

Part 1: If it can be done in two minutes, just do it. Do not add it to your to-do list, put it 

aside for later, or delegate to someone else. Just do it. Here are some examples of tasks you can 

do in two minutes or less: 

 Answer an email from your boss. 

 Send an update to a colleague. 

 Make a plan for the day while having your morning coffee. 

 Load the dishwasher right after the meal. 

Part 2: If it takes more than two minutes, start it. Once you start acting on small tasks, 

you can keep the ball rolling. Simply working on it for two minutes will help you break the first 

barrier of procrastination. 

12. Say “no” more often than “yes” 

Most CEOs will tell you that saying “no” is one of the most important time management 

techniques. Saying “yes” often can be counterproductive, especially when you agree to do things 

that do not contribute to your work and goals. Your time is a limited resource and you cannot let 

people set your agenda in life. Focus on doing great quality work rather than rushing through it 

all. Quality wins over quantity every single day. 

13. Take advantage of gap time 

We have a lot of downtime throughout our days: commuting, lines, waiting rooms, in-

between tasks, small breaks in the schedule, etc. If we add all this time up, we have around 1-3 

hours of “gap time” every day. Be as strategic about your breaks as you are about your day in 

general. While these short periods might not be enough to do intensive work, we can still work 

on little things that contribute to your work, development and growth. 



Handbook for Intensive Course IMLA – Leadership in Practice 

 

 

 
 

55 
 

  

14. 80/20 your time 

The 80/20 rule states that “80% of the output or results will come from 20% of the input 

or action”. In other words, the little things are the ones that account for the majority of the 

results. 

 
Fig.4. 80/20 Rule. 

Source: dansilvestre.com 

This is one of the best time management techniques you can use to help you regain focus 

and work on the things that bring the most impact. Do 20% of your tasks bring 80% of the 

results? Then prioritize your time to work on them. Use the 80/20 rule in your life and work to 

prioritize the input that brings the majority of the output. 

15. Automate decisions 

Force your brain to make a lot of decisions and you end up depleting your will-power and 

suffering from decision fatigue. This hurts your decision-making ability: as the day wears on, 

you will start making fewer smart decisions. To avoid mental exhaustion, automate decisions to 

free yourself from cognitive burden and not rely solely on your self-discipline. Let decisions 

happen automatically and smart decisions will happen by themselves. 

16. Single task 

The brain is designed to focus on one thing at a time. Switching between tasks can have 

damaging costs to our work and productivity. Develop the habit of single-tasking by forcing your 

brain to concentrate on one task and one task only. Put your phone away, close all the browser 

windows and apps that you do not need. Immerse yourself in this task. Only move to the next 

one when you are done. Force your brain to single task in order to do intensive work and avoid 

task switching costs. 
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A really great productivity hack that forces single-tasking is the Pomodoro Technique. 

Turn off all the distractions and set a timer for 25 minutes. In that time, you can only work on a 

single task. 

17. Break down big tasks 

We all have huge tasks that we get tired just thinking about the amount of work needed to 

complete them. We postpone by doing mindless tasks instead of starting them. To avoid this, 

break down your larger goals into small manageable tasks with realistically achievable 

milestones. This will help you map out all the small activities that need to be done and creating a 

timeline to do them. As a rule of thumb, each small task should take less than one hour to 

complete. 

18. Work from the calendar 

Another great time management technique of insanely busy people is scheduling their 

tasks, working from their calendar instead of the to-do list. Using your calendar forces you to 

rethink your work from tasks to time units. That small change increases the likelihood of getting 

things done. 

19. Take fewer, but better meetings 

If the purpose of the meeting is not either to make a decision or complete an action 

together, cancel it and communicate over email. As for outside the office meetings, switch to 

phone calls or video conferences. As for the meeting that you do have to take, make them highly 

efficient and productive by following these simple rules: 

 Do not schedule more time than needed. Most of the times 20 minutes is the sweet spot. 

 Keep the number of participants small. 

 Send everyone an agenda and main points the day before. 

 Keep conversation on-track by reminding the participants of the topic. 

 Group your meetings back-to-back to have a clear start and end point for each one. 

Only take meetings that have a clear agenda and a decision needs to be made. To run 

better meetings, have an end time and keep the number of participants small. 

20. Let go off perfectionism 

Perfectionism keeps you from being perfect. It is easy to be caught up in an endless cycle 

of trying to do everything perfectly. But being a perfectionist can delay your work and make you 
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miss important deadlines. The sooner you realize that delivering high-quality work on time is the 

most important skill, the faster you will advance on your goals and career. 

21. Have a to-don’t list 

There is a problem-solving technique called inversion. You start with results and work 

backward to calculate the causes. Inversion is a powerful tool because it forces you to uncover 

hidden beliefs about the problem you are trying to solve. You need to think how to minimize the 

negatives instead of maximizing the positives. Enter the To-Don’t List. Create your own by 

writing down all the habits you want to quit and activities you wish to eliminate from your life. 

Think about your possible workday and work from there. 

22. Batch similar tasks 

The main idea behind this time management technique is to collect up a group of similar 

activities and do them all in one swoop. You can work efficiently on multiple tasks without 

losing your flow if the activities require similar mindsets. Batching forces your brain to be 

focused on one type of task at a time. Batch similar tasks and complete them at one time. 

Batching reduces the start-up and slow-down time, daily clutter, and improves focus. 

23. Take time off to recharge 

Our body and mind need rest to function properly. Taking time to recharge is crucial to 

sustaining motivation, passion and productivity. Quick breaks during a stressful deadline can 

help you maintain focus, renew creativity and make you feel more refreshed when you return to 

your task. For longer periods of recharging, take regular work vacations of at least a week off 

throughout the year. Schedule breaks throughout your day to help you recharge and take regular 

vacations throughout the year. Rest is the best medicine for sustainable long-term productivity. 

Other time management methods include: 

 4-Ds: Delete, Delay, Diminish, Delegate 

 SMART goals 

 POMODORO 

 To-do lists 

 Prioritizing 

 Chunking activities 

 Avoiding procrastination 

 Considering why you procrastinate 

 Persevering 
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 Understanding the difference between efficiency and effectiveness 

 Using organizational and planning tools  

 Celebrating small achievements 

 18 minutes 

 Domino reaction 

 Getting things done (collecting, processing, organizing, reviewing, doing) 

 Time-boxing 

 POSEC 

 COPE technique 

 Triage technique 

 A-B-C method 

 Pareto analysis 

 

  



Handbook for Intensive Course IMLA – Leadership in Practice 

 

 

 
 

59 
 

  

CHAPTER 6 – TEAM BUILDING ACTIVITIES 

Most of the activities associated with team building induce embarrassment rather than 

enthusiasm. Regardless of the impact they may have, this is the result of the reluctance of your 

teammates to participate in them. 

However, there are several team building activities that people will actually enjoy. Some 

of them will take only a few minutes, whereas some may take several hours. Some of them will 

affect your communication, while several others will improve your cooperation skills. A huge 

list of such activities related to team building is shared in this chapter. They may be freely taken 

advantage of during the next team retreat, weekend team break or extracurricular activities. 

In general, team building activities can be divided into two categories: indoor and 

outdoor activities. Classes in rooms, due to where they are run, usually have a different nature 

from outdoor activities. Usually you will conduct these activities during normal business hours 

or at most during a weekend. If you are at a team retreat, your activities will largely be outside, 

not inside a conference room. 

Because of this, indoor activities are more serious. The goal is the same – improving  

communication, trust and cooperation skills – but they are definitely more formal in character. 

Table. Team-building activities 

18 and under Active listener Battle of the air 

bands 

Blind retriever Community 

service 

Ask your 

employees to share 

their biggest 

accomplishment 

that occurred 

before they turned 

18. 

 

Schedule what your 

team thinks is a 

routine meeting. 

Deliver a boring 

speech filled with 

jargon, but sprinkle 

random unrelated 

sentences in every 

so often. Quiz your 

team to see who 

was listening. 

 

Split your team into 

groups of four. 

Have them pick a 

song and do their 

best impression of 

performing it with 

air instruments and 

lip-syncing. Props 

and costumes are 

encouraged. 

Split your staff into 

small teams, 

blindfolding one 

person on each 

team. The first 

team that can 

successfully direct 

their blindfolded 

colleague to a 

hidden object wins. 

No matter where 

your office is, there 

are undoubtedly 

people in your 

community who 

are less fortunate. 

Pick a deserving 

cause, rally the 

troops, and give 

back to the 

community 

whenever time 

allows for it.  

Egg drop Group juggle Group timeline Human knot Jigsaw puzzle 

pieces 

Can any of your 

employees build a 

device that can 

keep a raw egg 

intact when it’s 

dropped from a few 

stories? 

Have your team 

form a circle. 

Throw one 

employee a ball. 

Have them say 

their name and then 

throw the ball to 

the next person, 

who says their 

name, and so on. 

Keep introducing 

Have different 

teams sort 

themselves by 

height, age, how 

long they’ve been 

with the company, 

how many states 

they’ve been in, 

etc. Quickest team 

wins. 

Have your team 

gather in a circle. 

Tell everyone to 

put their right 

hands in the air and 

grab onto 

someone’s hand 

across the circle. 

Then tell them to 

link left hands with 

someone else 

Give different 

teams plastic bags 

with puzzle pieces. 

Unbeknownst to 

them, they’ll end 

up having to 

partner with other 

teams to complete 

the puzzle 
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new balls into the 

mix to make things 

interesting. 

 across the circle. 

See if they can 

untangle 

themselves without 

letting go of 

anyone’s hand 

No smiling Pair up Potluck Scavenger hunt Show-and-tell 

Before you start a 

meeting, tell your 

employees they’re 

not allowed to 

smile. See who can 

last the longest. 

 

Write a bunch of 

pairs on different 

pieces of paper. 

Tape them to your 

employees’ backs. 

Have them walk 

around trying to 

figure out who they 

are – and find their 

complementary 

colleague. 

Let your employees 

show off their 

cooking skills or at 

least their skills at 

tracking down 

good food. 

Schedule a potluck 

once a quarter. 

 It was awesome in 

elementary school. 

Now, we’re all 

adults, and we have 

cooler things. Have 

your workers bring 

in a prized 

possession and let 

them tell a story. 

Team lunches The dinner party Two truths, one 

lie 

Water balloon 

toss 

Work Jeopardy! 

Everyone needs to 

eat. The easiest 

team building 

activity? Take your 

team out to lunch 

and pick up the tab. 

 

Take turns asking 

which three people 

(dead or alive) your 

employees would 

have dinner with 

and why. 

 

Take turns telling 

your co-workers 

two things about 

you that are true 

and one thing that’s 

false. Have them 

guess the lie. 

On a warm summer 

day, fill up water 

balloons. Split your 

team into pairs, and 

have them throw 

balloons to each 

other, taking a step 

back with each 

successful 

exchange. Last 

balloon standing 

wins. 

Come up with five 

questions for six 

categories that 

pertain to your 

business. Break the 

group up into 

teams, and select 

one lucky 

employee to play 

the main figure. 

 

Usually most of the activities focusing on team building induce embarrassment rather 

than enthusiasm. Regardless of the impact they might have, this is the result of the unwillingness 

of your teammates to participate in them. 

However, there are several team building activities that people will actually enjoy. Some 

of them will take only a few minutes, whereas some may take much longer. Some of them will 

affect your communication with others and will improve your cooperation skills. This chapter 

presents an extended list of such activities related to team building. Select them freely during the 

next team retreat, weekend team break or extracurricular activities. 
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Table. Indoor and outdoor activities 

Outdoor Activity Indoor Activity 

Back-to-Back Drawing Back of the Napkin 

Blind Draw Campfire Stories 

Body of Words Code of Conduct 

Buckets & Balls Magazine Story 

Build Bridges, Not Walls Make Your Own Movie 

Daredevil Memory Wall 

Guess the Object Low-Tech Social Network 

Hole in Many Odd Couples 

Perfect Square Office Trivia 

Photo Finish Office Trivia: Remote Team Edition 

Scavenger Hunt Radio Play 

Shipwrecked Shark Tank 

Sneak-a-Peak Silver Lining 

Team Emblem Spectrum Mapping 

Team Jigsaw Truth and Lies 

Tied Together  

Source: https://www.workamajig.com/blog/team-building-activities 

In general, team building activities can be divided into two categories: indoor and 

outdoor activities. Exercises in rooms, due to where they are run, usually have a different nature 

from outdoor activities. Usually you will conduct these activities during regular duty hours or at 

most during a weekend. If you are at a team integration event, your activities will largely be 

outside, not inside a conference room. 

Because of this, indoor activities are more serious. The goal is the same – improving 

communication, trust and cooperation skills – but they definitely have an official nature. Outdoor 

team building activities have a distinctly different taste from their indoor counterparts. First of 

all, you usually do these activities during the retreat of the team. The mood at these retreats is 

more relaxed and casual than at weekend workshops. Because everyone is in a calm mood, 

selected activities must use and strengthen this energy. Therefore, team building activities 

outside are usually more fun and active. Business is pushed into the background when you focus 

more on helping the team get closer and have fun. 
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Building a strong team cannot happen without effort. Sure, you can have a team that 

meshes organically, but in order to cultivate a team that supports each other through and through, 

you will need to reinforce relationships with team building activities. 
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Dale Retzlaff 

MISSION COMMAND 

 

Mission Command Principles 

Today’s military leaders employ a variety of different leadership styles and mission 

methodologies. These leaders must alter their behavior to meet the challenges of the situation in 

the precise moment. Nowhere is this more prevalent than in today’s military. With the 

complexity of an uncertain 21st-century world, military personnel must be developed and 

encouraged to take initiative, make choices, and lead for victory. 

Military organizations have a wide variety of leaders, and leadership styles have changed 

considerably over the years. Some leaders are more mission-oriented, while others may focus 

more on developing personal relationships within the team. Both styles are needed. Combat 

leaders who can recognize the unpredictability of circumstances and acclimatize and improvise 

accordingly have a distinct advantage for success on the battlefield. As such, the initiative for 

leaders to develop the ability to think, decide, adapt, and react (T.D.A.R.) during combat 

operations is the coveted outcome of using the warfighting philosophy and approach of mission 

command. 

 

 

 

 

Mission command is a leadership-based approach committed to empowering leaders and 

teams to complete military operations. This is done through decentralized execution using the 

mission order process. Mission command focuses on the desired outcome of the mission and not 

necessary the outputs of how to achieve such results or performance. Contrastingly, a detailed 

command approach exists where a level of certainty is warranted, and unknowns are avoided. 

The detailed command depends strictly on a rigid chain of command and obedience, where lower 

level decision-making and flexibility tend to be shunned. This is not the case when employing a 

mission command philosophy. 

The term mission command is not new to the military, and military leaders have used 

principles associated with mission command for quite some time. Mission command is defined 

as the “exercise of authority and direction by the commander using mission orders to enable 

disciplined initiative within the commander’s intent to empower agile and adaptive leaders in the 
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conduct of unified land operations.”14. The primary focus is on the desired outcome of the 

mission, often disregarding the performance and the outputs stemming from the achieved results.  

In its simplistic approach, mission command involves everyone knowing what needs to 

be done and why it must be done; leaving the freedom of application (how) to be developed by 

the individual leaders. Mission command in itself is a philosophy that depends on certain 

principles (rules to succeed by). Components forming the foundation of the mission command 

approach include trust, understanding, intent, initiative, mission orders, and risk. Per se, the 

principles which guide mission command have developed as follows15:  

1. Build Cohesive Teams Through Mutual Trust. 

2. Create A Shared Understanding. 

3. Provide A Clear Commander’s Intent. 

4. Exercise Disciplined Initiative. 

5. Use Mission Orders. 

6. Accept Prudent Risk. 

Leaders must create an environment that allows soldiers to apply these principles 

spontaneously. Soldiers will then be motivated in often highly unpredictable circumstances for 

strategic battlefield decisions in the absence of detailed directions from their leaders. To 

understand how the application of the six principles of mission command work collectively, it is 

important to study the elements of each principle and their relationship to leadership and a clear 

expression of the commander’s intent within mission command. 

How do leaders build cohesive teams through mutual trust?  

While no principle of mission command is singled out as the most critical, cohesive team 

building through mutual trust is vital if mission command has any chance of being effective. It is 

this first principle and the elements that comprise it which must be present to take the initiative 

on the battlefield and motivate others to follow. Building cohesive teams in an atmosphere of 

mutual trust of others takes time and does not occur in a vacuum. It is gained or lost through 

everyday actions with strict training and team building. Cohesion is what bonds soldiers 

together. It is about sharing a common vision motivated by trust, unity, allegiance, and 

teamwork. Effective leadership and training are fundamental in building cohesion, generating 

                                                 
14 Mission Command, Headquarters, US Department of the Army (HQDA), Army Doctrinal Reference Publication 

(ADRP) 6-0 (Washington, DC: HQDA, 2012), p. 1. 
15 Ibid., p. 2. 
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confidence, and improving military performance. Cohesion leads to success and cohesive units’ 

train better, fight better and win.  

Today’s military operations involve the collaboration of outside forces under a unified 

command. “Effective commanders build teams within their own organizations and with unified 

action partners through interpersonal relationships. Unified action partners are those military 

forces, governmental and nongovernmental organizations, and elements of the private sector 

with whom Army forces plan, coordinate, synchronize, and integrate during the conduct of 

operations. Uniting all the diverse capabilities necessary to achieve success in operations 

requires collaborative and cooperative efforts that focus those capabilities toward a common 

goal.”16 

Elements for Building a Cohesive Team 

 Build Trust; 

 Instil Vision; 

 Infuse Morale; 

 Communicate; 

 Build Relationships; 

 Ongoing Realistic Training; 

 Develop Others; 

 Exercise Military Values And Principles. 

Failing to invest in building trust is to guarantee failure in a leader’s value, credibility, 

and overall effectiveness. Leaders must continue to authenticate earned trust by demonstrating 

and doing what they say, and not just by talking about it. Consistent and proper leadership 

behavior, which is founded on integrity, ethics, principles, and truth, will help build trust. 

Without it, mission command will not be fully useful. 

It has been said many times that leaders who do not walk the talk, lose trust. When 

leaders say one thing and do another, trust and confidence quickly erodes. Soldiers will start to 

second-guess a leader who is not truthful, which leads to questioning the trustworthiness of the 

mission and the organization. Eventually, they will stop listening. Establishing trust is a critical 

element for mission command and overall leadership success. Trust is a process to be earned 

over an extended period but can be lost in an instance. 

                                                 
16 Ibid., pp. 1, 3. 
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Comparable to establishing trust is the establishment of acceptable behavior, with a 

leader’s actions setting an unspoken standard for what is appropriate and what is not. 

Subordinates learn about acceptable behaviors through observation of a leader’s actions which 

are unspoken standards. For example, a leader can consciously or unconsciously set the dress 

code for a unit by making sure their uniform and neatness of dress is second to none. It is vital 

for leaders to check their behaviors, actions, and lifestyles. Followers will watch, learn and 

imitate what leaders do. 

As trust builds, so does leadership efficiency and loyalty. Leaders must continue to 

authenticate earned trust by demonstrating and doing what they say, and not just by talking about 

it.  

“Four brave men who do not know each other will not dare to attack a lion. Four less 

brave, but knowing each other well, sure of their reliability and consequently of mutual aid, will 

attack resolutely.” – Ardant Du Picq 1870. (French Infantry Colonel).17 

Elements to Build Trust  

• Lead by Example; 

• Develop your Team; 

• Display Confidence; 

• Tell the Truth; 

• Instil Unit Values; 

• Collaborative Communication. 

There is no doubt that one of most important elements of any successful leader in 

building trust, is their ability to lead by and set the example. The balance of knowledge and 

ability are both important for any leader to lead by example. Given both, it is what a leader does 

that matters most. How a leader makes others feel, and their observed actions are what people 

remember. Leaders are founded by their ability to teach by real example. Leading by example, 

however, is not about intentional acts of leadership – it is about action. At its foundation, 

leadership is about a collaboration linked by a vision to create change and obtain results. In 

relation, so is mission command. 

What does it take to achieve success as a military leader? “Leadership, [is] the most 

essential element of combat power, [which] gives purpose, direction, and motivation in 

                                                 
17 Ardant Du Picq, Battle Studies: Ancient and Modern, Harrisburg, PA, Military Service Publishing, 1947, 1947, p. 

11. 
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combat.”18 Leaders take responsibility for the failures of others while giving credit to those who 

are successful. Leadership deals with moral influence and leaders must lead by and set the 

example in their deeds, intentions, capabilities, and service to others. Without good values, a 

leader will be blind and lead others right into failure along with themselves. Leaders are required 

to follow through on all promised actions and exhibit good ethical conduct. How can a leader be 

dependable and trusted without moral personal values? Without good values, a leader’s moral 

compass will never work. 

Leading by example is not about having the capacity to do every job that each person in 

the organization does in which one leads. An experienced sports coach cannot physically 

perform the duties of a younger athlete. The coach leads by and sets the example by sharing their 

experience and having earned a level of creditability to lead. 

Elements of Leading by Example 

 Don’t Ask Others To Do What You Won’t; 

 Demonstrate In Actions What You Say In Words; 

 Lead How You Expect Others To Lead; 

 Take Responsibility; 

 Listen To Others; 

 Know Your Job. 

How can leaders create a shared understanding? 

The ability to create a shared knowledge for an individual or group is a combined and 

collaborative process, which can be a tedious undertaking. Commanders must build and 

maintain shared understanding within the force and with unified action partners by maintaining 

collaboration and dialogue throughout the operations process.19 As such, a shared understanding 

of all the ranks involved is critical for mission success. Soldiers will be more comfortable and 

motivated as decision-makers and problem-solvers when their leaders convey a clear collective 

and supportive approach to the vision and mission purpose. 

Responsibility for a successful military operation must be collectively owned by all 

involved. Commanders and staffs actively build and maintain shared understanding within the 

force and with unified action partners by maintaining collaboration and dialogue throughout the 

                                                 
18 Ranger Handbook, Headquarters US Department of the Army (HQDA), Ranger Training Brigade Feb 2011, p. 1-

1. 
19 Mission Command, Headquarters, US Department of the Army (HQDA), Army Doctrinal Reference Publication 

(ADRP) 6-0 (Washington, DC: HQDA, 2012), p. 2-2. 
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operations process (planning, preparation, execution, and assessment).20 If done correctly, a 

shared understanding of necessity or severity will be integrated within all engaged parties, 

thereby acknowledging the need for the mission and its risk. 

Although distinguishable from a mere group-shared understanding of a mission, the 

confidence, connection, dependability, and Esprit De Corps amongst soldiers are essential to 

success. To that end, commanders are tasked with ensuring that all of these factors are 

maximized, allowing the soldiers to work as a unit toward a common goal. Creating an attitude 

of collaboration within the ranks of a military unit does not happen hastily. It is founded on the 

first principle of mission command in establishing trust and building cohesive teams. 

Soldiers quickly distinguish who they can trust and who can be counted on to look out for 

the welfare of each other. Through collaboration and dialogue, participants share information 

and perspectives, question assumptions, and exchange ideas to help create and maintain shared 

understanding and purpose.21 If done correctly, a shared understanding of obligation will 

be integrated within all engaged parties for an understanding of the need for the mission and 

the risks inherent therein. 

Elements of Creating a Shared Understanding  

 Communicate; 

 Collaborative Approach; 

 Provide Purpose; 

 Motivate; 

 Build Trust; 

 Mean What You Say; 

 Maximize Strengths; 

 Share information; 

 Answer questions. 

What does clear Commander’s intent mean? 

Never tell people how to do things. Tell them what to do and they will surprise you with their 

ingenuity. General George S. Patton, Jr. 

A commander, simply put, is the central leader who has authority over the entire intent, 

which often depends on the leader’s ability to see the overall picture of what needs to be done. 

Successful commanders understand they cannot provide guidance or direction for all 

                                                 
20 Ibid., p. 1.3. 
21 Ibid., p. 1.3. 
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conceivable contingencies. They formulate and communicate their intent to describe the 

boundaries within which subordinates may exercise disciplined initiative while maintaining unity 

of effort.22 A clear plan of intent communicates the vision purpose (operations objectives/goals) 

and relays that intent to direct their subordinates’ actions in achieving preferred results. The 

intent should be communicated in writing with a precise statement of purpose. 

Presenting the rationalization as to why an operation is to be conducted creates clarity of 

purpose and frames wanted outcomes. This intent then becomes the basis for mission planning, 

which is eventually implemented on the battlefield. The commander’s intent delivers the 

stimulus on which leaders can build their approach. No commander can foresee and address in 

the mission orders all of the difficulties that soldiers may unearth on the battlefield when 

completing the mission. As such, training is an integral part of the mission and effective mission 

command. For example, understanding how to do a textbook raid, ambush or reconnaissance is 

essential. No such operations on the battlefield will occur as they do in training, and having the 

foundation of how the operation should look under perfect conditions allows soldiers and leaders 

to adjust their tactics as obstacles arise. 

Understanding the commander’s intent with a shared understanding is necessary for 

soldiers who strive to adapt and overcome obstacles during combat conditions. It conveys the 

higher purpose (why) of the mission and allows expectations to be well-defined while identifying 

operational limitations. Without a commander’s intent, soldiers will be left to question 

the reasons for the mission and easily second-guess decisions. Without having instilled the 

initiative to make necessary alterations on the battlefield, mission success is less likely. 

Elements of Establishing Intent  

 Well-Defined Communication; 

 Identify Limitations; 

 Recognized Goals And Outcomes; 

 Use Plain Talk; 

 Make Well-Timed Decisions; 

 Collective Vision. 

How can you exercise disciplined initiative? 

The ability to exercise disciplined initiative is best achieved through leadership training 

and supporting soldiers by affording them the necessary trust and freedom to do what is required. 

                                                 
22 Ibid., p. 1.4. 
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Disciplined initiative is action in the absence of orders, when existing orders no longer fit the 

situation or when unforeseen opportunities or threats arise.23 It is based on soldiers having the 

ability to act in the absence of a clear direction. This is supported with command consent to 

deviate from the mission orders/plans to overcome battlefield challenges which arise. 

When subordinates feel trusted and able, they perform at a higher level than if they were 

to be micromanaged and continuously supervised. Instructions to clean the barracks, for 

example, would likely be carried out with initiative and enthusiasm when those doing the 

cleaning are entrusted to make decisions that they feel would result in the best and most efficient 

outcome. Similarly, since we know that small things often affect bigger, more serious things, 

orders to destroy that bunker or ambush that convoy, might result in more precise, more 

confident work being done because subordinates feel entrusted and empowered to do the job. 

Without fear of consequence for adjusting their approach to the given situation, soldiers with 

disciplined initiative tend to get the job done more effectively when events don’t go according to 

plan. 

Elements of Exercising Disciplined Initiative  

 Create Opportunities; 

 Maintain Operational Initiative; 

 Creative Problem Solving; 

 Define Boundaries/Limits; 

 Ethical Approach. 

What are Mission Orders? 

The foundation of mission command relies upon initiative within the context of command 

intent. As such, the use of mission orders must be flexible to allow latitude for leaders to plan 

and execute operations based on understanding and ever-changing situational awareness. Mission 

orders are directives that emphasize to subordinates the results be attained, not how they are to 

achieve them.24 In other words, mission orders specify the “why” but do not prescribe the “how” 

for mission accomplishment results be attained, not how they are to achieve them. In other 

words, mission orders specify the “why” but do not prescribe the “how” for mission 

accomplishment. 

Mission orders determine the instructions to help guide the focus of the mission but not to 

diminish initiative or the freedom to complete the objective. The orders will follow the layout of 

                                                 
23 Ibid., p.1.4. 
24 Ibid., p. 1.5. 
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a military operations structure and start within the function of mission planning (operations). 

However, the primary means of mission orders occur in the execution (Leading) stage. 

Elements of Mission Orders  

 Clear Communication; 

 Specify Purpose; 

 Focus on the Objective/Goal; 

 Provide Suitable Resources; 

 Maximize Initiative; 

 Coordination at All Levels;  

 Accountability. 

What does accepting prudent risk involve? 

All military operations involve a level of risk with some more than others. However, the 

willingness to accept prudent risk does not mean the process cannot be risk mitigated and 

predictable as much as possible. Prudent risk is a deliberate exposure to potential injury or loss 

when the commander judges the outcome in terms of mission accomplishment as worth the 

cost.25 The capability to accept prudent risk involves a level of risk and uncertainty in the 

mission process. Combat exposure and the possibility of injury or loss of life is a risk that 

commanders must calculate for when developing their mission intent. Understanding of risk is 

essential for strategic mission planning to help with managing and regulating risk as it relates to 

key mission objectives. 

Elements of Prudent Risk 

 Predict And Prevent; 

 Directing Risks; 

 Align With Objectives; 

 Mission Awareness. 

Leadership Development for Mission Command 

The foundation of mission command rests development of critical thinking on leaders 

who can comprehend the information they receive and embrace multiple views and search for 

alternatives. Since military leaders are continually collecting and analyzing data, they need to be 

able to think, decide, adapt, and react quickly under stressful conditions. Developing leaders to 

                                                 
25 Ibid., p. 1.5. 
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embrace the principles of mission command, and employ them in real-world missions, involves 

extensive training and demands an atmosphere of understanding among all ranks. 

Leadership has many elements and connecting them defines the leader’s ability to think 

critically. Critical thinking is founded on a variety of methods to contemplate, reflect and 

identify possible alternatives. It further helps develop innovative thoughts which can apply 

awareness for decision-making. A critical thinking leader can reflect on past experiences and use 

that information to enhance their thinking process while looking at options and be flexible on the 

battlefield.  In layman terms, the concept of critical thinking can be defined simply as the 

capability to think about how one thinks. 

There is a conjoined relationship between leadership and critical thinking. Therefore, the 

development of essential leaders with critical thinking ability is crucial. Leader development in 

critical thinking skills should be applied early and continued until it becomes routine. Leaders 

that learn critical thinking skills become better military decision-makers and creative problem-

solvers. There must be a priority in developing thinking abilities, as a leader needs to be in 

charge of their thoughts. The leader who can critically think in challenging times and situations 

may be the difference between a failed or successful mission. 

Strategies for Critical Thinking  

 Value opposite views; 

 Acquire others input; 

 Look for alternatives; 

 Fuse new information with old;  

 Examine your conscious. 

There are two core leadership competencies which pertain to successful behavior 

performances of leadership in “development of others and preparation of self.”26 Both deal with 

leadership ability to grow and responsibility for the development of subordinates. Leaders 

encourage development and set conditions while performing missions.27 Thus, it is important that 

the leader has a clear understanding of how knowledge, critical thinking and leadership 

development closely relate to mission command. 

As a basic necessity military leaders need to formulate the right response and execute the 

appropriate course of action. As previously mentioned, leaders who don’t embrace critical 

                                                 
26 Field Manual. No. 6-22, Headquarters. Department of the Army, Washington, DC, 30 June 2015, Leader 

Development, p. 5-3. 
27 Ibid., p. 8. 
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thinking will find themselves in an unnecessary and dangerous paradigm shift, as one cannot just 

turn on these skills when needed, without training. Metaphorically speaking, the time to learn 

how to swim is not when you are thrown in the deep end of the pool. 

It is essential that leaders understand that there are multiple ways to improve critical 

thinking skills, and that no one way is best. Leaders need to study and measure what has worked 

for others, and learn what works best for them. Thinking critically gets better with experience 

and exposure, and will eventually develop into a habit.  There is no excuse for leaders not to 

develop their critical thinking abilities, and those that do become more valuable leaders over 

time.  

Mission Command Application and Leadership 

Mission command is a learned behavior, based on effective leadership and clear intent. 

Mission command provides freedom for leaders to plan and conduct military operations, while 

allowing others to focus on how to get the job done. It is the responsibility of the commander to 

provide the intent (vision) of the operation and make sure the necessary resources (materials) are 

available to complete the mission, as well identify the desired end goals (results). The focus of 

the mission command must be simple, clear, and understandable. Simplicity produces clarity; 

clarity develops understanding, and understanding equals results.  

This process provides commanders the freedom to concentrate on the strategic intent, 

leaving the frontline leaders to focus on mission tactics and their application. Understanding the 

concept of mission command is essential, but there is much more to the process than just being 

able to define its philosophy and principles. Everyone involved, from the highest ranking officer 

to the lowest-ranking member, needs to understand the mission command approach. The result 

of ordering someone to do something can be much different than empowering them and trusting 

him or her to do the task. The ability to motivate, empower and instil a vision in those being led 

is what leadership is all about. 

Mission command calls for leaders with the ability to build a collaborative environment, 

the commitment to develop subordinates, the courage to trust, the confidence to delegate, the 

patience to overcome adversity, and the restraint to allow lower echelons to develop the 

situation.28 If the mission command principles are successfully implemented, leaders will build 

the confidence to think, decide, adapt, and react to overcome challenges on the battlefield when 

events don’t go according to plan. 

                                                 
28 ADRP 6-22. Army Leadership, 1 August 2012.  
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Leaders continuously build their competencies, and this starts early in a leader’s 

growth. Without leadership competence, there’s no trust; without trust, there’s no respect; 

without respect, there are no followers; no followers, no change; no change, no results; no 

results equals leadership failure. Upcoming leaders need to understand the importance 

of leadership initiative and being competent in what they do. As someone once said, lead 

or follow, or get out of the way. The ability to be a mission command style leader is a talent that 

must be learned. After all, a leader is a leader only all of the time! 

For developing leaders to embrace the philosophy and principles of mission command 

and employ them in real-world missions takes time and extensive training. As in leadership 

development, the practice of mission command is a learned behavior that demands an 

atmosphere of shared vision and understanding among all ranks. 

The mission command approach embraces the disorder and uncertainty of combat, 

accepting the notion that war is unpredictable. The mission command approach focuses on the 

intention of the military action and not on the mechanics of how to accomplish the job. For this 

visionary approach to leadership to work effectively, however, certain conditions must be 

present. These include the freedom to make decisions, the provision of proper resources, 

and operational support from the chain of command at all levels. 

This environment cannot exist within a vacuum and must be cultivated through ongoing, 

realistic military training that emphasizes never-ending leadership development. The following 

chart identifies the difference between a mission command approach and a detailed (Direct) 

command, which assumes war is more predictable. 

Table. Mission Command vs. Detailed (Direct) Command29 

vs. 

Probabilistic 

Unpredictable 

Assumes war is Deterministic 

Predictable 

Disorder 

Uncertainty 

Accepts Order 

Certainty 

Decentralization 

Spontaneity 

Informality 

Loose rein 

Self-discipline 

Initiative 

Cooperation 

Tends to lead to Centralization 

Coercion 

Formality 

Tight rein 

Imposed discipline 

Obedience 

Compliance 

                                                 
29 Adapted from Marine Corps Doctrinal Publication 6, Command and Control (Washington, DC: GPO, 04 Oct. 

1996) p. 81. 

Mission Command Detailed Command 
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Acceptable decisions faster 

Ability all echelons 

Higher tempo 

Optimal decisions, but later 

Ability focused at the top 

Implicit 

Vertical and horizontal 

Interactive 

Communication types 

used 

Explicit 

Vertical 

Linear 

Organic 

Ad hoc 

Organization types 

fostered 

Hierarchic 

Bureaucratic 

Delegating 

Transformational 

Leadership styles 

encouraged 

Directing 

Transactional 

Art of war 

Conduct of operations 

Appropriate to Science of war 

Technical/procedural tasks 

 

Mission command cannot be approached or implemented as a short-term fix for success. 

The concept is instilled over time and becomes engrained in the culture of an 

organization, relying directly on leadership development, training, and support of 

military commanders. It is essential that this culture is developed over the long term. If this does 

not occur, there will be confusion, indecisiveness, lack of confidence, disorder, and a loss of 

mission focus.  

Within military operations are the separate categories of military readiness and mission 

command principles. For illustrative purposes (See next diagram), the six principles of mission 

command can be further broken down into three categories under military readiness to include: 

 Preparing and Pre-Mission (Vision); 

 Mission Planning (Operations); 

 Mission Execution (Leading). 

The preparing segment of military readiness section is related to the overall vision. 

Preparation consists of those activities performed by units and soldiers to improve their ability 

to execute an operation.30 There are two (2) principles of mission command found in this stage 

to include: 

1. Build Cohesive Teams Through Mutual Trust. 

2. Create A Shared Understanding. 

The Mission Planning phase or operations includes the process from the receipt of the 

mission to the orders disseminations. Planning can be defined as the art and science of 

understanding a situation, envisioning a desired future, and laying out effective ways of bringing 

that future about.31 There is one (1) mission command principle associated with this stage, which 

is:  

                                                 
30 ADP 5-0, The Operations Process (Washington, DC: GPO, 17 May 2012), p. 10. 
31 Ibid., p. 6. 



Handbook for Intensive Course IMLA – Leadership in Practice 

 

 

 
 

76 
 

  

3. Provide A Clear Commander’s Intent. 

The last phase is Mission Execution. Execution is putting a plan into action by applying 

combat power to accomplish the mission.32 Although leading is present and important in all three 

stages of Preparing (Pre-mission), Mission planning, and Mission execution, it is within this 

phase that it is critical for mission command. There are three (3) mission command principles at 

play in the phase to include: 

4. Exercise Disciplined Initiative. 

5. Use Mission Orders. 

6. Accept Prudent Risk. 

  

                                                 
32 Ibid., p. 12. 
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Mission Command Principles/Military Readiness 
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Mission Command Quick Reference for Leaders 

Q: What should commanders’ role be in the Mission Command process? 

A: It’s a commander’s role to provide the intent (vision) of the operation and make sure the 

necessary resources (materials) are available to complete the mission and identify the aimed end 

goal (results). 

Q: What is Mission Command? 

A:  The exercise of authority and direction by the commander using mission orders to enable 

disciplined initiative within the commander’s intent to empower agile and adaptive leaders in the 

conduct of unified land operations.33 20 

Q: What are the principles that guide a commander’s Mission Command process? 

1.  Build Cohesive Teams Through Mutual Trust 

2.  Create A Shared Understanding 

3.  Provide A Clear Commander’s Intent 

4.  Exercise Disciplined Initiative 

5.  Use Mission Orders 

6.  Accept Prudent Risk34 

Q: What is building cohesive team through mutual trust commander’s intent?   

A: Shared confidence among commanders, subordinates and partners.35 

Q” What is a shared understanding?   

A: Communal acceptance and support from all parties of the mission intent.36 

Q: What is a clear commander’s intent?   

A: Clear and concise expression of the purpose of the operation and the desired military end 

state.37 

Q: What is disciplined initiative? 

A: Action in the absence of orders.38 

_____________________________________________________________________________               

Q: What are mission orders? 

A: Directives that emphasize to subordinates the results to be attained, not how they are to 

achieve them.39   

                                                 
33 Ibid., p.1.1. 
34 Ibid., p. 1.2. 
35 Ibid., p. 1.2. 
36 Ibid., p. 1.3. 
37 Ibid., p. 1.3. 
38 Ibid., p. 1.4. 
39 Ibid., p. 1.5. 
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Q: What is accepting prudent risk? 

A: A deliberate exposure to potential injury or loss when the commander judges the outcome in 

terms of mission accomplishment as worth the cost.40 

Mission Command Thought Process  

 Think 

 Decide 

 Adapt 

 React 

Strategies for Critical Thinking  

 Value Opposite Views 

 Acquire Others Input  

 Look For Alternatives 

 Fuse New Information With Old  

 Examine Your Conscious 

Elements for Building a Cohesive Team  

 Build Trust 

 Instil Vision 

 Infuse Morale 

 Communicate 

 Build Relationships 

 Ongoing Realistic Training 

 Develop Others 

 Exercise Military Values And Principles 

Elements for Building a Cohesive Team  

 Build Trust 

 Instil Vision 

 Infuse Morale 

 Communicate 

 Build Relationships 

 Ongoing Realistic Training 

 Develop Others 

 Exercise Military Values And Principles 

Elements to Build Trust   

 Lead By Example 

 Develop Your Team 

                                                 
40 Ibid., p. 1.5. 
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 Display Confidence  

 Tell The Truth 

 Instil Unit Values 

 Collaborative Communication  

Elements of Leading by Example 

 Don’t Ask Others To Do What You Wont 

 Demonstrate In Actions What You Say In Words 

 Lead How You Expect Others To Lead 

 Take Responsibility 

 Listen To Others 

 Know Your Job  

Elements of Creating a Shared Understanding 

 Communicate  

 Collaborative Approach 

 Provide Purpose 

 Motivate 

 Build Trust  

 Mean What You Say 

 Maximize Strengths 

 Share Information 

 Answer Questions 

Elements of Establishing Intent  

 Well-Defined Communication 

 Identify Limitations  

 Recognized Goals And Outcomes 

 Use Plain Talk 

 Make Well-Timed Decisions 

 Collective Vision  

Elements of Exercising Disciplined Initiative 

 Create Opportunities 

 Maintain Operational Initiative 

 Creative Problem Solving 

 Define Boundaries/Limits 

 Ethical Approach 

Elements of Using Mission Orders 

 Clear Communication 

 Specify Purpose 
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 Focus On Objective/Goal 

 Provide Suitable Resources 

 Maximize Initiative 

 Coordination At All Levels 

 Accountability 

Elements of Prudent Risk 

 Predict And Prevent 

 Directing Risk 

 Align With Objectives 

 Mission Awareness 
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William O’Neal 

 

 MISSION COMMAND APPLICATION TO THE LOW-LEVEL LEADERSHIP 

The missions in Afghanistan and Iraq have brought a renewed sense of focus on 

leadership and mission command, with the campaigns on multiple fronts making it more 

challenging since lower level commanders serving under Regional Commands covering massive 

amounts of land make senior commanders have to be more creative when issuing out guidance in 

line with their intent. Mission command is the exercise of authority and direction by a 

commander using mission orders to enable disciplined initiative within the commander's intent to 

empower agile and adaptive leaders in the conduct of unified land operations. But what does that 

mean? It means that commanders at all levels have trust in subordinates who can plan, 

coordinate, and execute flexible and disciplined decision making throughout a complex 

operational environment. This is accomplished through the development of adaptive leaders that 

have a shared understanding with their senior commanders. Because trust is the key factor that 

holds mission command together, it requires commanders to understand and be involved with 

their Soldiers and adjacent units in order to effectively deploy their combat power in the best and 

most effective way possible. Trust is not only important for unit cohesion but also mission 

accomplishment. In this chapter we will cover a basic understanding of mission command, the 

history, how leadership is critical to success and some of the challenges faced with mission 

command. 

Mission command is the United States Army’s answer to the problems caused by a 

complex battlefield. Military operations seldom go as planned because of the human component 

of a battlefield. Both the enemy adapting to an attack, and friendly mistakes can cause great 

problems to an operation. When mission command is employed subordinate commanders can 

react to developing situations without taking the time to brief, or even worse – ask, their unit 

commander their planned response to the changing situation on the battlefield, especially in 

situations where time is critical. The ability to identify what needs to happen for mission success 

and then acting upon that realization is called exercising a disciplined initiative. Each 

subordinate commander needs to exercise a disciplined initiative when the situation calls for it, 

or they risk defeat. This is not to say that each subordinate commander on a battlefield merely 

decides what is best for the unit as a whole, the subordinate commanders need to operate within 

their commander’s intent. When all subordinate commanders on a battlefield understand their 
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unit’s mission and have a clear commander’s guidance, they have created a shared understanding 

which should guide their actions in any particular mission. 

As stated previously, mission command is the exercise of authority and direction by the 

commander using mission orders to enable disciplined initiative within the commander’s intent 

to empower agile and adaptive leaders in the conduct of unified land operations. That definition 

lays out six principles of mission command. They are: build cohesive teams through mutual 

trust, create shared understanding, provide a clear commander’s intent, exercise disciplined 

initiative, use mission orders, and accept prudent risk. Those six principles work together to 

create an atmosphere where a commander can clearly express what he wants to happen, in the 

form of a clear commander’s intent, and as long as the other five principles are observed his 

subordinate commanders and staff will be able to deliver true mission success – a mission 

success that fulfils the commander’s intent. 

 

Mission command is built upon six principles, the first of which is to build cohesive 

teams through mutual trust. The two key components to this principle are cohesive teams and 

mutual trust. So what is a cohesive team and why is it important to mission command? A 

cohesive team is a group of individuals that work together in order to accomplish the mission. 

Mission accomplishment is the bedrock of the United States Army, earning it’s place at the top 

of the Warrior Ethos – “I will always place the mission first.” Cohesive teams are required for 

mission command because when a unit truly practises mission command, the unit commander 

does not need to be involved in every decision. A cohesive team is able to operate within its 

commander’s guidance in order to accomplish the mission. 
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Unit cohesion is the responsibility of a unit commander. The foundation of a cohesive 

unit is trust between Soldiers and their leadership. The emphasis of mutual trust as a principle of 

mission command is that the commander must have trust in his subordinates, while his 

subordinates also have trust in him. Mission command allows commanders to give minimal 

guidance as to how to do a task, because a commander trusts that his subordinates will 

accomplish whatever mission they are charged with. The Soldiers trusting in the competence of 

their commander removes any doubt in the necessity and validity of the orders that they are 

charged with. 

The next principle of mission command is to create a shared understanding. Creating a 

shared understanding is to develop an environment that encourages collaboration. If all the 

Soldiers on a mission understand not only their individual tasks, but the tasks of their comrades 

and the unit’s mission as a whole, that unit now has as many creative solutions to a problem as it 

has Soldiers. 

The United States Army has a standard operation order and a set process for receiving a 

mission and developing a plan called the troop leading procedures (TLPs). Step five in the TLPs 

is to conduct a leaders recon. Each leader chooses Soldiers for his reconnaissance party, based 

upon the strengths and responsibilities of those Soldiers. The sixth step in the TLPs is to 

complete the plan. This step is where a shared understanding and an environment of 

collaboration is most important. Different Soldiers see different things, and have their own 

knowledge about what they see. Following the leaders recon, the members of that reconnaissance 

team need to come together, create a shared understanding of what they saw and how it will 

affect the mission before the plan becomes final. If a commander returns from his leaders recon 

and makes a plan without the input of his reconnaissance team, he risks making errors that could 

be avoided if he solicited the input of his team. 

The third principle of mission command is to provide a clear commander’s intent. A clear 

commander’s intent consists of an operation’s purpose, key tasks, and desired outcome. The 

commander’s intent provides the reason for a particular mission and helps Soldiers focus their 

efforts. It is possible for a Soldier to follow a commander’s order without achieving the 

commander’s intent. The commander’s intent is vital to mission success, because battles seldom 

play out the way that they are planned. If a platoon is charged with defending a city by blocking 

a road to the east, but the enemy takes the city without using that road, they successfully blocked 

the road but did not achieve the commander’s intent because the city has fallen. A clear 



Handbook for Intensive Course IMLA – Leadership in Practice 

 

 

 
 

85 
 

  

commander’s intent gives subordinate leaders the guidance that they need to achieve mission 

success, as the commander sees it, when things have not gone as planned. 

Providing a clear commander’s intent is arguably the most important principle of mission 

command. It is certainly the commander’s most important responsibility in the operations 

process. When a commander cannot clearly express his vision for mission success, his staff will 

make plans for their own visions of mission success. If the two visions do not match, the 

commander will set his staff back at the task of planning a mission. This process will erode any 

trust that the staff once had in that commander and hurt the cohesion of their team. The 

commander’s intent is also used to create the common understanding shared by that team and 

gives subordinate leaders a common goal throughout the mission towards which they can 

exercise disciplined initiative to further the team’s goal towards mission success. Without a clear 

commander’s intent, there is no common end state among subordinate commanders and they are 

both left guessing what their commander wants, and the best way to achieve that end state. 

Exercising disciplined initiative is the fourth principle of mission command. Initiative 

taking action without guidance, so disciplined initiative is acting in the absence of orders for the 

purpose of furthering the mission. If the purpose of mission command is to allow commanders to 

give their intent, and not a step by step plan of how to achieve it, then exercising disciplined 

initiative is the action that allows the system to function. We previously discussed a platoon 

operating under orders to block a road to the east in order to defend a city. In that situation, when 

the platoon leader realizes that the enemy is not using the road in order to take the defended city, 

that platoon leader needs to exercise disciplined initiative and redirect his forces to stop the 

enemy and achieve the commander’s intent. 

The next principle of mission command is to use mission orders. Mission orders assign 

tasks, allocate resources, and issue broad guidance. Proper mission orders focus only on what 

needs to be completed, not on how to complete a task. If properly given, a mission order will 

empower a subordinate leader to formulate his own plan. The use of mission orders in the United 

States Army Doctrine goes back almost a century to 1939 where FM 100-5 states: 

An order should not trespass upon the province of a subordinate. It should 

contain everything that the subordinate must know to carry out his mission, but 

nothing more… Above all, it must be adapted to the circumstances under which it 

will be received and executed. 

FM 100-5 (1939) 

 

The final principle of mission command is to accept prudent risk. Though it is the final 

principle, and seems to have been added as an afterthought, accepting prudent risk is vital to any 
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operation. Risk is inherent to everything that we do in the Army. Every time that a Soldier drives 

a vehicle, we risk that Soldier getting injured or killed in a vehicle accident. To not accept risk is 

to not function at all. Prudent risk however, is “a deliberate exposure to potential injury or loss 

when the commander judges the outcome in terms of mission accomplishment as worth the cost” 

(ADP 6-0). It is necessary to differentiate between accepting prudent risk and gambling. To 

gamble is to “stake the success of an entire action on a single event without considering the 

hazard to the force should the event not unfold as envisioned” (ADRP 6-0). Calculated prudent 

risk is vital to the success of a mission because no military action in history or in the future was 

or will be risk free. 

A commander accepts prudent risk every time that he demonstrates mission command. 

Enabling subordinate leaders to interpret your commander’s guidance is inherently risky. This 

risk is mitigated through the other principles of mission command. The first principle, building 

cohesive teams through mutual trust, requires that you trust your subordinate commanders to 

perform their mission well. Truly trusting your subordinate leaders means being able to give 

them a commander’s intent and accept that they have a cohesive team that will exercise a 

disciplined initiative to further your unit’s progress towards mission success. 

All of the principles of mission command work together to produce an adaptive unit 

capable of fighting in a modern battlefield. Mission command is the United States Army’s 

response to the problems caused by a rapidly changing situation on the ground. When a cohesive 

team is given clear commander’s intent from a commander using proper mission orders, they 

share a common understanding which enables them to take disciplined initiative while accepting 

prudent risk in order to achieve mission success. 

In order to fully grasp and understand what mission command is, a closer look at its 

origins and where the first examples of mission command came from should be in order.  

Identifying early examples of mission command is not really a hard task.  Mission command, as 

a recognized methodology, traces its roots back to Prussian Generals Johann David von 

Scharnhorst, August Graf Neidhardt von Gneisenau, and Carl von Clausewitz. Following the 

Prussian defeat at the battles of Jena and Auerstedt, Germany, in 1806, the generals began an in-

depth review of Prussian doctrine and, in 1837, updated the Prussian field service regulation. 

Central to their findings was that the “French achieved high tempo through rapid communication 

of Napoleon’s intentions and rationale. Perhaps most important, the exercise of initiative by 
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junior officers was tolerated, the result was an operational tempo which left the incredulous 

Prussians bewildered."41 

Based on these findings, the Prussians added to their own field service regulation that “if 

an execution of an order was rendered impossible, an officer should seek to act in line with the 

intention behind it.” Officers were then expected to exercise thinking obedience and “mistakes 

were preferable to hesitancy to enable decisive bold action.”42 In other words, lower level leaders 

were allowed to make decisions in line with the commander’s intent on the fly. This allowed 

units to move more rapidly without waiting on orders to come down from the upper level 

commanders, a process that take a lot of time when units are spread across the battlefield and the 

only way to send information was by runner. 

This was highly unusual for an officer corps that was built off taking and executing direct 

orders from higher. This meant that senior leaders understood and took a certain amount of 

calculated risk knowing that their subordinate leaders may make mistakes and thus started the 

implementation of fully trusting your lower level commanders. This allowed units to move 

faster, cover more ground and take control of their units with the ability to be fluid and adaptive 

to ever changing conditions. With the advancements in technology and leadership, this only 

enhanced the ability for upper level commanders to communicate with their subordinates across 

the battlefield, allowing them to take their commanders’ intent, plan operations and execute 

based off that intent. This, in turn, gave commanders more confidence and freedom, as the unit 

on ground, to execute based off their knowledge of the enemy and terrain in front of them. Next 

we will look at a historical example of mission command and how a commander allowed his 

subordinate units to exercise initiative while working within his intent. 

Thunder Run in Bagdad (2003) 

MG Buford “Buff” Blount was the 3rd Infantry Division Commander during the invasion 

which fell under the U.S. Army’s V Corps commanded by LTG William S. Wallace. After the 

700-kilometer race to Bagdad, 3rd ID had overrun the Bagdad international airport and secured a 

key piece of terrain which was the intersection of Highways 1 and 8 just outside the city. As 

allied forces started to dig in outside the city, there was a problem that needed to be addressed. 

MG Blount and the V Corps Commander had no concrete intelligence about the capability and 

intent of Iraqi forces protecting Bagdad. To collect intelligence about the conventional and 

                                                 
41 Col. (Ret.) James D. Sharpe Jr. and Lt. Col. (Ret.) Thomas E. Creviston, Understanding, Mission Command, July 

10, 2013, https://www.army.mil/article/106872/understanding_mission_command 
42 Col. (Ret.) James D. Sharpe Jr. and Lt. Col. (Ret.) Thomas E. Creviston, Understanding, Mission Command, July 

10, 2013, https://www.army.mil/article/106872/understanding_mission_command 
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paramilitary units inside the city, they planned an armored reconnaissance in force.43 In order to 

collect intelligence within the city they planned on conducting reconnaissance mission, also 

known as “thunder runs”. The order was given to the 3rd ID 2nd BDE commander to execute the 

following morning.  An interesting fact was this was to be the first time an armored unit had 

been within a city since World War II. With LTG Wallace’s intent in place and the mission 

understood it was execution time. However, as the mission moved into the latter stages the 

Commanders on the ground decided to deviate from the plan based off the conditions on the 

ground. LTG Wallace engaged the 3rd ID Commander, Blount, who in turn explained the turn of 

events. As the room went silent and tension filled the room, LTG Wallace signaled his approval. 

According to COL Russell Thaden, the V Corps Deputy G2 (intelligence officer who was 

present at the time of the conversation), Wallace replied “Go ahead, I trust your judgement. If 

you think you can get to the palace and hold it, it’s your call and I’ll clear it.”44 This was a true 

example of mission command and what it is intended to accomplish. Trusting your commanders 

on the ground and not focusing on the method used to achieve his intent but the overall mission. 

LTG Wallace trusted his commanders, saw an opportunity for success, and through disciplined 

initiative and a shared understanding capitalized on the moment that a decision had to be made 

while accepting prudent risk. 

 

                                                 
43 Wright, Donald P., 16 Cases of Mission Command, July 2013, https://usacac.army.mil/organizations/lde/news/05-

28-2014_16-cases-of-mission-command 
44 Ibid. 

https://usacac.army.mil/organizations/lde/news/05-28-2014_16-cases-of-mission-command
https://usacac.army.mil/organizations/lde/news/05-28-2014_16-cases-of-mission-command
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The Mission Command principles were ever present in this operation and show the 

effectiveness of leaders trusting in their subordinates. Again, the commanders on the ground 

have the most up-to-date information. At the Command and Staff College, a group of senior 

leaders were able to dissect how each principle played a role in the operation. 

“1. Build Cohesive Teams Through Mutual Trust. After assuming command of 2nd Brigade 

in June 2001, COL Perkins benefitted from a low turnover of battalion commanders, fostering 

stability, continuity, and mutual trust. A six-month period of intensive training in Kuwait prior to 

the invasion of Iraq in March 2003 also reinforced mutual trust and unit cohesiveness. Perkins 

trusted the collective capability of his Soldiers because he had seen them repeatedly participate 

in focused training missions. Later, he would describe mutual trust as “the bedrock of mission 

command.” 

2. Create Shared Understanding. The corps, division, and brigade commanders clearly 

conveyed their intents, objectives, and key tasks to subordinate commanders. For instance, 

during the thunder run missions, COL Perkins’ battalion commanders understood that 

maintaining a high tempo and handing off targets to trailing armored vehicles and units was 

critical for mission success. 

3. Provide A Clear Commander’s Intent. Both LTG Wallace and MG Blount provided clear 

and concise commanders’ intents for both thunder run missions. Their intent was to attack into 

Baghdad in an armored column to test Saddam Hussein’s urban defense, collect intelligence 

about the paramilitary and military units, and maintain pressure on the regime. COL Perkins’ 

intent closely mirrored those of his senior commanders. For the first thunder run, his intent was 

to attack up Highway 8 to “create as much confusion as I can inside the city, because I had found 

that my Soldiers or my units can react to chaos much better than the enemy can.” Perkins’ intent 

for the second thunder run was also clear and succinct. “You get on that road and you attack as 

fast as you can, and push right through to the center of the city,” he stated. “If a vehicle becomes 

disabled due to enemy fire, you immediately take the crew off, put them on another vehicle, and 

you just leave it.” 

4. Exercise Disciplined Initiative. Perkins exercised disciplined initiative by creating an option 

for his task forces to go and stay downtown during the 7 April thunder run. As the armored 

column approached Objective MOE, Perkins assessed the situation, considered his options, and 

made a determination to go downtown. He believed that positioning two US armor task forces at 

the regime’s seat of political and military power would expedite the accomplishment of 

Wallace’s intent, which he judged more important than the specifics of the tactical operation. 
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“The center of gravity for the regime is Baghdad,” he stated. If you get in there in what we call 

the regime district… and if you could stay there, then no one could say that you’re not there or 

that you’re not in control over the city… Saddam can still be alive, but he’s irrelevant. 

5. Use Mission Orders. Perkins issued written and verbal mission orders for both thunder run 

missions. For the first reconnaissance in force, he directed TF 1-64 AR to attack up Highway 8 

all the way to the Baghdad Airport in order to collect intelligence about the composition and 

disposition of the Iraqi forces defending the city. The orders emphasized maintaining 

momentum, handing over targets to trailing armored vehicles, and avoiding pitched battles, but 

they also maximized individual initiative. Indeed, during the 5 April thunder run, Perkins did not 

micromanage the details of the movement. His mission order for the second thunder run included 

similar directions and guidance, with the two armor task forces attacking all the way downtown 

while TF 3-15 IN seized the three overpass objectives on Highway 8, opening the LOC between 

the TOC and Saddam Hussein’s palace complex. As commander of TF 4-64 AR, LTC de Camp 

explained, “the mission was to bypass and not get into a pitched battle.” 

6. Accept Prudent Risk. Perkins accepted the risk of attacking into downtown Baghdad and 

spending the night because of two mitigating factors: his first hand knowledge of the Iraqi 

resistance and the fulfilment of the four preconditions he had set for spending the night. Because 

he accompanied TF 1-64 AR on the 5 April mission, Perkins was able to conclude on 7 April 

that the Iraqi resistance had diminished in sophistication and coordination, justifying a turn 

downtown. Upon arriving at the downtown objectives, he mitigated the risk to his Soldiers by 

basing his decision to remain overnight on meeting the four preconditions. A V Corps after 

action review (AAR) briefing dated July 2003 praised the strategic implications of Perkins’ 

prudent risk taking: “The decision to leave an armored brigade in the center of Baghdad 

overnight seemed unthinkable one day and obvious the next. We must never underestimate the 

psychological impact of an American armored force holding the ground it takes.”45  

The leadership component of mission command must be understood as a major forcing 

function in the process by which will have a serious impact on mission success. Within the realm 

of leadership is the attribute of trust and trust arguably is the most important part of the entire 

process of mission command. Trust occurs when one person willingly makes themselves 

vulnerable to the actions of another based upon a subjective assessment of the other person’s 

competence and character. Trust is both dynamic and contextual. Although people tend to differ 

in the degree to which they initially trust or distrust new people, it is generally believed that trust 

                                                 
45 Wright, Donald P., 16 Cases of Mission Command, July 2013, https://usacac.army.mil/organizations/lde/news/05-

28-2014_16-cases-of-mission-command 
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emerges over time. Trust increases as the trustor accepts increasing amounts of risk as long as 

the trustee continues to meet the trustor’s positive expectations. However, trust can also be 

reduced or eliminated should the trustee fail to meet the positive expectations. A subordinate 

leader might therefore trust his superior at one point in time, but, based upon the superior’s 

actions, might not trust him in the future. Additionally, a leader might completely trust a 

subordinate to perform one task without supervision, such as preparing slides for a high-level 

brief, while still not trusting that same subordinate to perform a different task such as operating 

independently and making tactical decisions. This situational dependence renders the question, 

“Do you trust your commander?” incomplete, requiring clarification of “to do what?”46 

Graham Dietz’s “Trust Process” is a great example and the most applicable model for the 

analysis of vertical trust within the Army. According to this model, one person’s decision to trust 

another person in a given situation can be influenced by a wide range of variables, including 

those relating to:  

 

Fig. 8. Dietz's Trust Process, 2011. 

                                                 
46 Human Dimension Capabilities Development Task Force, Capabilities Development Integration Directorate, 

Mission Command Center of Excellence (MC CoE). 

https://usacac.army.mil/sites/default/files/publications/HDCDTF_White%20Paper_Building%20Mutual%20Trust%

20Between%20Soldiers%20and%20Leaders_Final_2015_01_09_0.pdf 
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The trustor. People tend to differ in the degree to which they view others as generally 

trustworthy. This propensity to trust appears to be formed through their early life experiences 

and is thought to be generally stable by the time one reaches adulthood. 

The trustee. When deciding whether or not to trust, a person typically assesses the other 

person’s ability, benevolence, and integrity (ABI). People differ, however, in the relative 

importance that they place upon each of these characteristics. Additionally, the same person 

might weight the individual characteristics differently in different situations. 

The relationship between them. For vertical trust, this relationship is of leader and 

follower. 

The situation. Although the decision to trust involves the dyad of trustor and trustee, in 

organizational settings these two people are not isolated but rather part of a complex institutional 

and social system.47 The table below illustrates some of the potential outcomes from the level of 

trust, or lack thereof, between different levels of command. 

   

Fig. 9. Potential Trust Decisions with Tactical, Operational, and Strategic Outcomes.48 

                                                 
47 Human Dimension Capabilities Development Task Force, Capabilities Development Integration Directorate, 

Mission Command Center of Excellence (MC CoE) 

https://usacac.army.mil/sites/default/files/publications/HDCDTF_White%20Paper_Building%20Mutual%20Trust%

20Between%20Soldiers%20and%20Leaders_Final_2015_01_09_0.pdf 
48 Human Dimension Capabilities Development Task Force, Capabilities Development Integration Directorate, 

Mission Command Center of Excellence (MC CoE) 
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In order to maintain trust between the levels of command there is a need for consistent 

and continuous information flow to the lowest levels of command. Establishing a culture of 

collaboration is difficult but necessary. Through collaboration and dialogue, participants share 

information and perspectives, question assumptions, and exchange ideas to help create and 

maintain shared understanding, resolve potential misunderstandings, and assess the progress of 

operations. Shared understanding takes time to establish. Successful commanders invest the time 

and effort to visit with Soldiers, subordinate leaders, and partners to understand their issues and 

concerns. Through such interaction, subordinates and partners gain insight into the commander’s 

leadership style and the issues and concerns of the commander.49 Over time the higher level 

commander will have a better understanding of his attributes and competencies that lower level 

commanders possess, thus using their strengths to better serve his intent, hopefully resulting in 

mission readiness and success.  

As this process takes shape, lower level commanders start to feel empowered, resulting in 

confidence when making decisions based off the commander’s intent. Leaders start to consider 

their decisions because they “know” what is acceptable to their leadership and the relationship 

grows from there. One of the results in this style is not feeling like they need to “micro-manage” 

their subordinates, leaving them time to focus on the needs of their commanders, because in 

reality everyone works for someone in the army. This is the difference between the art and 

science of leadership. For the science of leadership we have doctrine but the art requires 

commanders to be creative when exploiting the strengths and weaknesses of lower level 

commanders. “Our country needs agile and adaptable leaders to lead us in this changing world – 

the 21st Century. The Chief of Staff of our Army has used the analogy that our force must 

resemble a middleweight fighter. We must be a lean, agile, and rapidly adaptive force with the 

endurance and knockout power to take on and defeat any opponent, regardless of weight class. 

By carefully studying his adversaries and with modification to the fighter’s training and diet, the 

middleweight can easily move between weight classes and defeat any opponent. Just as with that 

middleweight fighter, our Army needs to be equally versatile, equally decisive, and equally 

lethal.”50 

In order to build these adaptive leaders there are qualities that are necessary for success. 

For example, Critical and Creative thinking: 

                                                                                                                                                             
https://usacac.army.mil/sites/default/files/publications/HDCDTF_White%20Paper_Building%20Mutual%20Trust%

20Between%20Soldiers%20and%20Leaders_Final_2015_01_09_0.pdf 
49 Mission Command: ADRP 6-0, Washington, DC: Headquarters, Dept. of the Army United States (May 2011). 

https://usacac.army.mil/sites/default/files/misc/doctrine/CDG/cdg_resources/manuals/adrp/adrp6_0_new.pdf 
50 LTG William B. Caldwell IV, Building agile and adaptive leaders, Lincoln Hall Auditorium – Fort Leonard 

Wood, MO 23 APR 09. https://usacac.army.mil/cac2/Repository/SelectedSpeeches/ENFORCE.pdf 
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 Problem-solvers that understand answers are situationally dependent, not 

memorized from doctrine. 

 Leaders with critical and creative thinking skills introduce new solutions to 

complex and dynamic problems. 

 Challenge assumptions and anticipate 2nd and 3rd order effects and ask “why”. 

 Education that focuses on how to think vs. what to think. “Break the mold” 

thinking. Old world thinking cannot solve new world problems. 

We must build and empower these leaders through an education, training and a 

knowledge based approach. Next I will talk about some of the challenges with mission command 

and how management and culture play a role in the success and failure of what is trying to be 

accomplished by senior commanders and their intent. 

One of the contributing factors to why mission command is at times so hard to integrate 

into lower level units is the mere pace at which the military has been operating for the past 

seventeen years. LTC James R Wright stated, “The U.S. Army, like the rest of the U.S. military, 

is undergoing significant strain owing to a variety of factors. A breathless, decade-long pace of 

operations superimposed with budgetary pressures, constrained resources, changing missions, 

and dramatic reductions in force structure and personnel are affecting the organizational climate 

of the U.S. Army and may well have a longer term impact on its underlying culture. Fourteen 

years of war have exacerbated long-standing institutional tensions between initiative and 

discipline, centralization and decentralization, and authority and individual responsibility. All of 

these factors affect the U.S. Army’s ability to inspire and motivate a generation of combat 

seasoned junior leaders who are accustomed to operating with autonomy. It further calls into 

question whether the U.S. Army has the right organizational culture required to effectively 

institutionalize mission command.”51 What could go wrong? Another challenge is that as a 

senior commander you are accepting a certain amount of risk, which is at times what we do; 

however, the trust that is put into lower level commanders maybe not well thought through. Not 

everyone leads the same and there may be some unforeseen issues at these lower levels that is 

not taken into account when empowering the commanders on the ground to make decisions.  

Supervisors may genially feel nervous at how their subordinates are going to perform when 

given this power. What if you don’t know the full capabilities of that lower level command? 

Combat is fast paced and senior level commanders may fall in on units that are several hundred 

miles away and may not have face to face contact with them for months in this scenario. For 

                                                 
51 LTC James R Wright, The Cahllenges of Adapting a Culture of Mission Command in the US Army, 2015-01 US 

Army Command and General Staff College. http://www.dtic.mil/dtic/tr/fulltext/u2/1001931.pdf 
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relationships where trust has not yet developed, or when supervisors require direct control to feel 

safe, there can be serious discomfort with mission command’s processes. Additionally, there 

may be subordinates that feel if they make a mistake or fail it will have a negative effect on their 

career, because, let’s face it, most commanders want to be successful. This is risky based off the 

current requirements for being selected to LTC and even more a battalion command. Selection to 

this level often requires “top blocks” across the board and many commanders do not and cannot 

afford a blemish on their record, so some choose to be micromanagers and attempt to control 

everything that happens in their subordinate units. This practice goes in the opposite direction of 

what mission command is supposed to be; instead of trusting and empowering, these leaders are 

discouraging and controlling. This suggest that the general climate in units that are under this 

style of leadership is struggling and again discouraged. Sometimes it is necessary! L Burton 

Brender shares one example of where empowerment can go wrong. “One prominent example is 

the battle of Little Bighorn. In 1876, U.S. Army Lieutenant Colonel Custer’s 7th Cavalry was 

part of a large operation pursuing Chief Sitting Bull’s native coalition. During his 19 years in the 

Army, Custer had built a reputation as a daring commander. At age 23, he was one of the 

youngest generals in the American Civil War, establishing himself as an extremely aggressive 

leader in such engagements as Hunterstown and East Cavalry Field in the Battle of Gettysburg. 

Though a willingness to think for himself had won him success during the Civil War, later it cost 

his and his men’s lives in the battle with the Sioux. 

In late June 1876, Custer’s force was part of a brigade-sized element attempting to 

destroy Sitting Bull. Colonel John Gibbon, Custer’s brigade commander and direct superior, 

ordered Custer to use his cavalry regiment to drive the enemy into the bulk of his waiting 

brigade. As Custer approached the enemy’s camp, though, he believed that hostile scouts had 

already compromised his element of surprise. He reasoned that if he did not act immediately, the 

enemy would escape, as it had so many times before. 

Operating well removed from direct supervision, Custer acted upon his judgment. He 

disregarded his commander’s plan and ordered his regiment to attack what he thought was a 

weak-willed enemy. Unfortunately for the 7th Cavalry, though, instead of a frightened band of 

renegades, Custer encountered a stalwart force of thousands of natives who killed nearly 

everyone in his command. 

The same audacity that had served Custer so well in the past ended in his unit’s ruin on 

that Midsummer Day. Both Gibbon’s and Custer’s Auftragstaktik resulted in failure, which 

brings us to an unpleasant reality: the chance that plans can fail horribly is a real and indelible 
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risk associated with mission command. However, equally bound up with the risk of failure is the 

possibility of great success.”52 

Mission Command has to be adapted and understood for it to work seamlessly. As seen in 

this text, most of the time it works, but sometimes it does not. Communication, trust and 

understanding are key. Different leaders are just that, different in their intent, different in their 

approach and different in their leadership style. This may be a result of past experience or just 

simply a personality adopted by that senior leader. Either way the end result is the same, mission 

success is critical to combating the Global War on Terror. 

  

                                                 
52 L Burton Brender, The Problem of Mission Command, September 1, 2016. https://thestrategybridge.org/the-

bridge/2016/9/1/the-problem-of-mission-command 
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Renato Raggi53 

 

THE EUROPEAN UNION COMPREHENSIVE APPROACH AS SYNERGY BETWEEN 

THE MILITARY AND POLICE COMPONENTS OF CRISIS MANAGEMENT 

OPERATIONS 

 

 

Introduction 

All major international organizations – United Nations (UN), European Union (EU) and 

North Atlantic Treaty Organization (NATO) – have developed new doctrinal frameworks to try 

to better respond and manage conflicts and crisis over the last 20 years, entailing new actors, 

planning methodologies and Tactical/Technical Procedures (TTPs). Many of these concepts have 

in common what is frequently called a “comprehensive approach”, which requires, among other 

things, synergies across military and civilian institutions. At field level, this is particularly true 

for ensuring security that is a task shared by the police and the military. This article examines 

how this comprehensive – somewhere defined “integrated” - approach has evolved and how it is 

implemented within contemporary international crisis management operations and missions. The 

study focuses mainly on the European dimension and underlines the need of a constant 

integrated Civilian-Military (Civ-Mil) response, from the strategic to the field level. The 

European process towards a comprehensive approach is outlined in a historical way with 

particular reference to the Lisbon Treaty (2007) and to the European Union Global Strategy 

(2016), elaborating on similarities and differences between the civilian and the military 

strategic/operational planning and command structures. NATO and UN’s developments are also 

mentioned. Furthermore, the comprehensive approach is also presented in its two dimensions: 

vertical and horizontal. The verticality refers to the synergies between the different planning 

bodies within EU institutions, such as the EU Military Staff (EUMS) and the Civilian Planning 

and Conduct Capability (CPCC). The horizontal dimension is explained from the field/tactical 

perspective, elaborating on separation, cooperation and coordination between the military and 

the police/civilian components operating in the same Area of Operations (AoR) in a post-conflict 

phase. This phase can present two different scenarios: stabilized and not-stabilized. Several types 

of police units are deployed according to the security situation and different levels of 

coordination with the military are required. In particular, joint operations (“blue box – green 

box”) are described as intended to settle violent riots and crowds where EU Integrated Police 

Units (IPUs) or NATO Multinational Specialized Units (MSUs) are deployed along with army 

                                                 
53 Colonel Renato Raggi, Chair of Peace Operations, Carabinieri Officers School. 
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units. The role of gendarmerie forces is described in detail for their natural disposition to work 

with the military. This nexus between “robust” policing and military operations is also studied 

with an eye on the use of force for the Protection of Civilians (PoC). Apart from TTPs in 

executive operations, even ways to coordinate in strengthening missions are described, stressing 

the importance of a round problem-solving approach for common issues. The Roger 

Fisher/William Ury’s method is illustrated as recommended by UN for its Peace-keepers. The 

article closes underlining the importance of a joint training between all the components of a 

Peace operation, in order to overcome obstacles and create a common view about the 

implementation of the mandates. 

Development of the EU “comprehensive approach” 

The EU “comprehensive approach” has different meanings. It can be a complimentary 

integration of objectives according to the phases of a conflict addressed be the EU action (i.e. 

conflict prevention, Peacekeeping, Peace-building, development, etc.). It can be intended also as 

an integration between actors, both internal (i.e. EU bodies and structures, member states) and 

external (i.e. other international organizations, third states, civil societies organizations, etc.). A 

third interpretation - more relevant for the purpose of this article - is the integration of means of 

different nature, such as military and civilian, and, among those, the police. In order to have a 

round comprehension of this concept, it is necessary to analyze its evolution referring to the 

European defence. 

The first idea of European security and defence was already in the minds of the UK, 

France and the Benelux countries in 1948 when the Western European Union (WEU) was 

founded. It was also one assumption behind European integration in the 1950s that generated 

interest within the field of security. In 1954 the European Community of Defence didn’t succeed 

in creating a standing European army, a too ambitious goal. During the Cold War the security of 

Western Europe relied mainly on Article 5 of the NATO treaty whereby security was intended as 

a static military defence of the European territory.  The end of the Cold War, with the collapse of 

Germany’s inner borders and the onset of the Balkan conflicts, changed the approach drastically. 

The military static dimension of the response was not enough. The management of security 

crises became a more dynamic concept requiring also a political and/or civilian approach. 

EU members states took on new responsibilities with the 1992 Maastricht Treaty. This 

defined the Common Foreign and Security Policy (CFSP) which embedded the European 

Security and Defence Policy (ESDP). In the meanwhile, the WEU added humanitarian and 
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rescue tasks, crisis management, and peacekeeping operations to the traditional task of collective 

defence with the so-called ‘Petersburg tasks’. 

It was evident that Europe required new capabilities. Two options were available: one led 

by the UK and other countries to develop and reinforce the pillar of a transatlantic bridge, 

looking for complementary capabilities, separable but not separate from NATO and suitable for 

EU-led operations. From another perspective other countries pointed to the WEU’s armed 

capability to develop independently from NATO. This debate was carried out at a strategic level 

in the 1990s. In 1994, at the North Atlantic Council (NAC) meeting in Brussels, the joint 

combined task force concept was conceived, which indicated that a separation of some of the 

forces from the North Atlantic Alliance to be used by WEU for European operations where US 

allies were not involved. In 1997, in the Amsterdam Summit, the Petersburg tasks were included 

in the Treaty of the European Union and in 1998 the representatives advocating the 

aforementioned approaches met and reached an agreement that boosted the European Security 

Defence Policy (ESDP). Subsequently, new capabilities and institutions were set up under the 

so-called ‘Madeleine Albright 3rd vision’. The new EU capabilities noted that:  

 the transatlantic link should not be uncoupled; 

 some non-EU countries including Turkey should not be discriminated against but able to 

participate in the ESDP; 

 the creation of dedicated institutions was needed to further pursue this policy. 

In 1999, after the Councils of Cologne and Helsinki, the Political and Security 

Committee (PSC) was established along with the EU Military Committee (EUMC) and the EU 

Military Staff (EUMS). The PSC, formed by representatives of EU member states at 

ambassadorial level, had the task - among others - of exercising political control and strategic 

direction of crisis management operations/missions, civilian and military. For military 

operations, the PSC was advised by the EUMC, formed by the EU Chiefs of Defense (CHoD) 

while the EUMS had the task of planning them. At those times there were not dedicated 

structures for planning civilian operations. They will come years later, with the creation of the 

European External Action Service (EEAS) 

Another debate was initiated in relation to having a permanent body to manage EU and 

overseas operations. In 2000, at Santa Maria de Feira, the importance of civilian capabilities was 

outlined within wider security concepts so that political, economic and social issues could be 

considered alongside those of a military nature. These capabilities were: 

- Police 
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- Rule of Law 

- Civil Protection 

- Civil Administration. 

By the time of the Berlin Plus Agreement in 2002 it was decided that NATO military and civilian 

assets could be deployed within EU operations. 

After the second Iraq war, the debate regarding transatlantic cooperation intensified as 

many EU countries were divided in their opinion. In 2003, in a meeting in Naples, an agreement 

on options on how EU countries could lead military operations was reached. Those options are 

still on the table and include reliance on NATO assets under the Berlin Plus agreement.  It was 

agreed that there should be five operational headquarters to ‘plan, conduct and terminate a 

military crisis response operation. Italy provided the first headquarters of this type.  

With the establishment of the European External Action Service (EEAS) after the Treaty 

of Lisbon in 2007, it became clear that the EU could provide added value by conducting civilian 

missions. Many missions have been launched by the EU since that period of either a civilian or 

‘hybrid’ nature. From 2007-08, an operations centre within the EEAS was created for hybrid 

operations whilst the Civilian Planning and Conduct Capability (CPCC) created a unique chain 

of command for civilian missions. Finally, the importance and need for an ‘integrated’ approach 

to conflict management was noted by the High Representative of the EU Common Foreign and 

Security Policy, Federica Mogherini, as a priority in the 2016 European Union Global Strategy. 

She called for a more effective ‘comprehensive’ approach to crisis and conflict management and 

the need for EU-NATO cooperation. 

Development of the civilian capabilities and synergies with the military 

The shift of crisis management from the military to the civilian has followed the 

transformation of modern crisis towards a type of hybrid warfare, where a belligerent’s military 

power or tactics can be significantly different from those of a conventional conflict.  

Most current conflicts are internal where many armed groups (who may be insurgents or 

terrorists) can be described as having greater similarity with organized criminal groups than 

armed forces. These groups self-sustain with criminal activities, operating in environments often 

characterized by civil disturbances where an absence or weakness of the local police or security 

services creates additional challenges. So, stabilizing a country after a conflict means tackling 

problems that are not strict military responsibilities. Apart from those situations just mentioned, 

actual scenarios - Balkans, Iraq and Afghanistan - have demonstrated the need of rebuilding 
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public institutions, such as public administration or courts. It is clear that such challenges can be 

addressed only by specialized assets.  

In order to counter these new threats to stability, current EU doctrine endorses the use of 

a ‘comprehensive approach’ across all military and civilian capabilities (including the police) to 

deal with the challenges. As said before this comprehensive approach comprises different 

meanings. Its essence is the creation of synergies between the relevant civilian and military 

institutions from the strategic to the tactical and to deal with and cover all the aspects of a crisis 

and the international response to that crisis. 

Member States have interpreted this concept in different ways which have had the effect 

of slowing down capability response.  In 2013, the European Council stressed the importance of 

increasing Civilian - Military (Civ-Mil)54 synergies and capabilities. This was further reinforced 

by the 2016 European Union Global Strategy55 where ‘taking an integrated approach to conflicts 

and crises’ is considered a strategic priority. 

This affirmation of the importance of the comprehensive approach stems from a current 

perception that the EU has a unique ability to combine political, economic, diplomatic, legal and 

security tools within the current crisis management environment. In fact, the EU pursues a 

comprehensive policy that applies to all phases of the conflict cycle, and tries to anticipate, 

prevent and seek to resolve crisis in the longer term, rather than merely responding to the 

emergence of the crisis. A new strategic scenario characterized by a range of threats: hybrid, 

asymmetric and unconventional, including terrorism and regional conflicts, social dissent and 

organized crime, creates the need for new solutions that are not necessarily military. There is 

recognition of the ability to employ a mix of activities drawn from both military and civilian 

capabilities. The author believes that in a post-conflict phase, military tools represent important 

enablers, avoiding a possible disintegration into a situation of instability. However, the use of 

civilian crisis management tools is also essential. Today the comprehensive approach has shifted 

from being a concept to crisis-solving into a method or even a mindset. The author posits that the 

most effective EU response to crisis is achieved when all available instruments are considered 

and used in a comprehensive, coherent and coordinated manner from the onset of strategic 

planning.  

Yet synergies between the military and the civilian components could benefit from joint 

operational planning that today occurs largely in isolation particularly with the Council’s 

                                                 
54 EUCO 217/13 European Council 19/20 Decemebr 2013. 
55 “Shared Vision, Common Action: A Stronger Europe” A Global Strategy for the European Union’s Foreign and 

Security Policy, June 2016. 
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approval of the common Crisis Management Concept (CMC) at a strategic level. In this regard, 

even if the civilian and military efforts are complementary, the existing artificial divisions 

appear to create limitations. It is fortunate that cooperation in the field can be achieved through 

the willingness of operators at a tactical level. Some examples of this coordination that later 

became doctrine have been demonstrated during the Balkan conflicts.   

At EU level, overall, there is a need for further standardization of all the core processes 

including financial mechanisms, logistics and manpower. There is also a lack of common 

training policy to develop the use of common and interoperable doctrine as well as no common 

mandate and the consequent compartmentalization of activities undertaken in a crisis area. 

Moreover, there are different chains of command for missions and operations, even within the 

same geographical area. Improving coordination is insufficient and there is a need for deeper 

synchronization. Bringing together these two different mindsets within a common planning 

pattern is not simple. In fact, on the military side a consolidated planning tradition, as well as an 

appropriate body of doctrine, lessons learned and procedures, allows for timely and rapid force 

generation, if the political will is clearly articulated. On the other hand, whilst civilian planners 

may have successfully adapted the military planning process to their needs, different financing 

mechanisms and more complicated force generation processes mean that any attempt to merge 

with the military will be challenging and complex.  

In an attempt to better synchronize the military planning and command structures with 

the civilian ones has come the creation of the new Military Planning and Command Capability 

(MPCC). In some ways, the MPCC mirrors the Civilian Planning and Command Capability 

(CPCC) which provide the EU military training operations a chain of command, enhancing the 

capability of the former European Union Military Staff (EUMS) that had only planning 

responsibilities. Considering the financing mechanisms, civilian crisis management is fully 

supported by the EU Commission which facilitates new initiatives and member states 

engagement with the requested expertise. Military operations rely in part on the Athena 

mechanism and on the principle that ‘cost lies where it falls’ linking all military initiatives to the 

member states that can contribute and absorb some of the related costs within their own budgets.  

There are challenges, however, with the military force generation process and the 

application and selection mechanisms based on the offers made by member states to ensure rapid 

and effective EU engagement. It is well known that the selection and deployment of civilians 

poses difficulties for member states that cannot always fill the requisite number of positions. In 

fact, candidates with the required skills are not always available, for example judges and 
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prosecutors. This implies that there are significant gaps in meeting the necessary establishment 

which can prevent the launch of a mission. In this regard, the Gendarmerie Forces, due to their 

structure, have demonstrated that they have the capacity to deploy formed police units in a 

similar way to the military.  

Capacity building provides a good example of possible integration and coordination in 

the Civ-Mil arena in the wake of the comprehensive approach. In this phase of crisis 

management activities are normally carried out in the medium to long term by both civilian and 

military components undertaking different but interrelated functions, which are aimed at building 

stability. The long-term solution I would argue is always the responsibility of the civilian 

component with the aim of rebuilding the social, economic, political and cultural fabric of a 

country emerging from a crisis or conflict. In this respect, the ‘military’ in its widest form have a 

leading role in providing security to bring about early stabilization and an indirect role in the 

reconstruction process. There are several activities where the military and civilian components 

can interoperate including wider Security Sector Reform (SSR), Disarmament, Demobilization 

and Reintegration (DDR), Security Force Assistance, and Stability Policing.  

The field dimension 

Three different levels of interaction between the civilian and the military components are 

recognized by the EU in the field: cooperation, coordination and police temporary under the 

operational control of the military. 

Cooperation means that the interaction operates when required. The two components - or 

the two missions, if separated - act independently, fulfilling different tasks, under separated 

chains of command. This implies that information/intelligence are nor shared on daily basis. If 

and where necessary, one component calls in the other to support. 

Coordination means that there is an active and permanent sharing of tactical information 

between the two components. This is carried out by Liaison Officers (LOs). In order to 

understand the coordination between the police and military components in the field, it is 

necessary to describe what kind of operations can be performed by Police assets when deployed 

by the European Union.  

Two generic models of police missions emerged after the European Council meeting in 

Nice in 2000 that involved the strengthening and substitution of local police forces. The 

‘strengthening concept56’ within a mission requires that local police are educated, trained, 

                                                 
56 Comprehensive Concept for ESDP Police Strengthening Missions, Council Doc 15031/09. 
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monitored and advised with the aim of enhancing their capabilities to international standards 

recognized by the EU and, ultimately, by the UN. 

In particular, originally the “strengthening concept” comprehended three types of 

activities: 

 Monitoring and mentoring local police, with aim of raising professional standards and 

ensuring adherence to international human rights; 

 Police advising, in specific fields and/or for total restructuring in accordance with the 

mandate and international standards; 

 Police training, with the aim of improving local capacities. It can cover the full range of 

police activities and levels. 

In 2014, the head of the CPCC, the Civilian Operations Commander (COC), has issued 

new guidelines for Monitoring, Mentoring and Advising (MMA)57 that are considered as parts of 

a cycle. Monitoring is oriented to needs assessment and identification of gaps to be filled through 

mentoring and advising. Mentoring is intended as an activity of long-term support to key 

positions – not necessary at the top of the hierarchy - within the police structure, while advising 

is oriented to entire units. As soon as the goals are considered achieved, monitoring is carried out 

again to verify the improvements or to identify other gaps. MMA is the actual trend of civilian 

CSDP missions and are conducted in stabilized areas.  

The “substitution concept”58 regards an executive role of police when local police don’t 

exist or is not able to ensure public security. This concept covers a full range of police duties. It 

regards post-conflict scenarios where local services are failing or failed and is intended as a first 

response paving to way to successive MMA missions. Indeed, these two concepts can be 

complementary and elements within a substitution mission can carry out strengthening activities 

even in destabilized scenarios.  

In order to implement the above-mentioned mandates, three types of police assets are 

deployed by EU: single police officers - commonly referred to as LEOs, Law Enforcement 

Officials -, Specialized Teams and Formed Police Units (FPUs)/Integrated Police Units (IPUs). 

While LEOs and Specialized Teams (i.e. forensic, trainer, etc.) are deployed mainly in 

strengthening missions, a major role is played by FPUs/IPUs in substitution operations.  

                                                 
57 CivOpsCdr Operational Guidelines for Monitoring, Mentoring and Advising in Civilian CSDP Missions, EEAS 

Doc 15272/14. 
58 Comprehensive Concept for Police Substitution Missions, Council Doc 8655/1/02. 
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Even if every police component could interact with military units (let’s think about 

Security Forces Assistance, SFA, programs), particularly critical for the field coordination with 

the military are the IPUs and FPUs that could be engaged in situations where the use of force is 

required. I will refer to these units as part of the bigger family of the “Stability Police Units 

(SPUs)” that also comprehends NATO and UN assets of which I will elaborate on in a 

successive paragraph.  

An Integrated Police Unit (IPU) is:  

 a structured pre-existing unit with its own chain of command employing standard Tactics, 

Techniques and Procedures (TTPs), training and availability of logistics; 

 robust, rapidly deployable, flexible and interoperable; 

 suitable for deployment in unstable situations; 

 may be placed temporarily under the responsibility of a military authority entrusted with 

the protection of the population; 

 capable of self-protection in performing standard police operations; 

 able to perform a wide spectrum of police functions through a mobile element 

responsible for Crowd and Riot Control (CRC) and security police tasks, and a 

specialized element responsible for other police tasks according to the needs and mandate 

of the mission.  
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A Formed Police Unit (FPU) is: 

 a police unit with common TTPs, training and availability of operational equipment and 

weapons, which can be constituted through integrating several smaller sized units, from 

one or more member states; 

 rapidly deployable, flexible and interoperable; 

 not necessarily pre-existing, set up to deploy to a specific theatre outside the EU; 

 not normally deployed to unstable situations, though this may occur if the appropriate 

self-protection capability is established; 

 always a civilian asset and cannot be placed under military command; 

 able to perform executive police tasks as mentioned in the ‘substitution mission’ 

scenario, usually CRC, patrolling, site protection, escorting personnel, etc. 

 

Therefore, there are some differences between an IPU and an FPU. IPUs are considerable 

bigger than FPUs: 450 police officers vs. 100. Deploying such big units is not always easy, so 

the doctrine foresees a smaller IPU, namely “type B”, manning only 150 men.  
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Significant is the characteristic of an IPU to operate in a destabilized scenario where 

normally the military operations are present and higher is the risk of engagement with hostiles 

that could require the use of force. From this perspective, these kinds of units can be considered 

a bridge between typical military duties and civilian police activities when joint police-military 

operations are carried out, like in the Balkan War. 

An example of these is the so-called ‘Blue Box/Green Box’ arrangement. This concept 

applies to crowd and riot control operations that can potentially degenerate into a conflict-like 

situation. At the onset, this is managed by the police component, coordinating with the military 

that acts as a back-up. If the demonstration runs peacefully then there is no need for the military. 

In the case of demonstrators exceeding lawful use of force and employing firearms against the 

international police, the military takes the lead using their own procedures.  Technically the 

police component goes under TACON (Tactical Control) of the military. The handover is 

coordinated in an Incident Control Point (ICP) where police and military commanders monitor 

the situation and make decisions. 
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Gendarmerie forces, like the Italian Carabinieri or the Polish Żandarmeria Wojskowa, 

are particularly suitable for performing these tasks. They operate as a police service in their own 

countries and can provide military support in the defense of national territory. Their military 

capability identifies their use as preferred organizations to be deployed in high risk or 

destabilized scenarios. Furthermore, most gendarmeries are national organizations with a strong 

logistical back-bone that allows them to rapidly deploy to crisis areas, enabling units to be self-

sustaining at least during the early phases of an operation.   

The aforementioned capacities have led to EU gendarmeries having created the European 

Gendarmerie Force (EUROGENDFOR, EGF) which has its operational headquarters in Vicenza, 

Italy. Members States are France, Italy, the Netherlands, Poland, Portugal, Romania, and Spain. 

Lithuania is a partner member, while Turkey is an observer. The EGF, counting on more than 

360,000 police officers throughout the European Union, operate according the highest EU police 

standards, combining and taking benefits from the long experience of each of its members. EGF 

is not only a potential EU asset, where this force can operate within both military and civilian 

operations, but it can be a useful tool at the disposal of the Organization for Security and 

Cooperation in Europe (OSCE), NATO and the UN.  

The Crisis Management Planning Directorate (CMPD) and the EGF have drafted a 

framework paper to enhance cooperation within the EEAS and there is now full administrative 

support between the EGF and EEAS to allow participation in EU missions. This led, for 

example, to the EGF engaging in the military operation EUFOR CAR in the Central African 

Republic. 
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Cooperation and coordination between the military and police components is becoming 

more and more important in modern scenarios, where there is a tendency of dissolution of 

borders between areas of competences, both in substitution and strengthening scenarios. 

Protection of Civilians (POC) mandates require the possible use of force for their 

implementation, presuming a joint action where necessary. Not always this joint action is easy, 

because there are difficulties to overcome when these two different elements, the green and the 

blue, are put together. 

Armed forces and law enforcement institutions have different missions, organizations, 

mindsets, procedures and legal frameworks, a strong “esprit de corps” or sense of belonging, not 

to mention the doctrine that for law enforcement organizations is, in essence, the criminal 

procedures code. Normally, armed forces and police organizations don’t know each other so 

well.  

So, the first answer to these issues is an effective joint pre-deployment training where 

Tactical and Technical Procedures (TTPs) are tested together. This is relatively easy at national 

level. It becomes more sensitive on international scale, where only UN administration 

(Department of Peacekeeping Operations DPKO, Integrated Training Service ITS) has adopted 

some Standard Training Modules (STM), especially for the police.  

This phase should also comprehend a legal education. Military forces are normally 

trained in implementation of International Humanitarian Law (IHL), the law of conflicts, while 

police officers are more oriented to the International Human Rights Law (IHRL). These two 

legal branches have overlaps (i.e. the ban of torture) but many differences as well. Particularly 

critical is the use of force whose principles (Proportionality, Legality, Accountability and 

Necessity, PLAN) must be well known for protection of human rights in the consideration that 

modern scenarios require this approach. This should be reflected in the Rules of Engagement 

(ROE) for the military and in the Directives for the Use of Force (DUF) for the police. 

Tactical planning must be trained. Police and military use different procedures and 

languages, and in operations this could bring to real challenges. In order to avoid mishaps, it is 

quite important to develop a very open mind-set. Soldiers and police officers should make an 

effort to think with a different perspective. Some negotiations capacities are required in order to 

find solutions to common problems, not only between the two components but even with 

civilians outside the mission. This negotiating approach is strongly required by UN DPKO that 
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ask all police operators to manage an effective “problem-solving”. The theory behind it is based 

on the famous four bullets as developed by Roger Fisher and William Ury59 in the ‘90s: 

 separate people from the problem; 

 focus on interest, not positions; 

 generate a variety of solutions; 

 choose a solution because it is logical.  

Another important topic to be taken in consideration during a joint pre-deployment 

training is the cultural dimension or cultural awareness. This issue can be understood in different 

ways. What I think is critical for the mission’s success, is the awareness of the impact that the 

international presence could have on the local population and the security institutions. Soldiers 

and police officers should be trained to avoid behaviors or activities that could jeopardize the 

success. Everybody should be aware of the risk of a “strategic corporal”: even the lowest rank in 

a military or police hierarchy could seriously affect the entire operation if the knowledge of his 

misbehavior or misconduct is spread among population, maybe by national or international 

media (i.e. Abu Ghraib).  

At European level, many attempts have been carried out in order to develop a common 

CSDP knowledge among different police services. Apart from the courses offered by the 

European Police College (CEPOL), the European Commission has financed long term trainings 

(European Union Police Training, EUPST) that, since 2008, has trained at least 6,000 police 

officers for CSDP deployment, trying to identify minimum common operational standards. 

Maybe, for the police, this is much more difficult than for the military. European Armed Forces 

belong to NATO and for this reason they share already TTPs.  

This is not true for the law enforcement whose primary mission is serving the national 

people. Policing in common law countries is different from policing in civil law countries. Codes 

and legal procedures are different, and tactical standards don’t exist for CSDP missions. As 

mentioned, they partially exist for the UN missions, but they are not automatically adopted by 

EU. Very few joint military-police training initiatives exist at European level, apart from the 

courses offered by the European Security and Defense College (ESDC) that address senior 

officers on strategic/operational issues. 

In the deployment phase, every occasion should be taken to training together or sharing 

knowledge, even if the two components are considered separated. This is a commander’s 

                                                 
59 Roger Fisher, William Ury, Getting to Yes: Negotiating Agreement Without Giving In, 2008; UN DPKO Police 

STM. 
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responsibility, and many initiatives have been successfully undertaken in this direction on the 

field out of the plans’ provisions. A “lessons identified-lessons learned” should be set up in order 

to learn from experience and avoid future problems. 

At the end, where there are not established procedures for joint operations, the daily 

practice is the only way to learn how to be effective. The two components must respect each-

other and every initiative should be adopted for keeping a high level of relationship and an 

honest common “problem-solving” approach. 

The UN and NATO approaches 

NATO formalized its comprehensive approach in the “Comprehensive Political 

Guidance” in 2006 to whom followed, at operational level, the “Comprehensive Approach 

Action plan” in 2008 and the “Effects Based Approach to Operations” in 2006.  

At tactical level, NATO deployed its first police assets during the Balkans war. After the 

Dayton Agreements, the SFOR (Stabilization Force) multinational contingent guaranteed the 

peace in Sarajevo with “Operation Joint Guardian” (1996-1998) and “Operation Joint Force” 

(1998-2004). At the end of the ‘90s, NATO was essentially a military organization that had 

shaped itself during the Cold War, ready to fight conventional conflicts. 

The crisis brought to the attention unexpected aspects very soon. After the cease-fire, 

many situations occurred that found the powerful military machine not ready to cope with: 

turmoil, organized crime, black-market, weak security institutions, war crimes. All these 

problems could be approached effectively only by a police force. Italy offered to deploy a new 

type of unit, the MSU (Multinational Specialized Unit), a regimental size Force Commander’s 

asset formed by selected members of Gendarmeries, with the special task of substituting the 

weak local police in providing security to the population and, in case, investigating crimes.  

The formula was so effective that MSUs had been deployed to Kosovo and Iraq as well, 

paving the way to similar units successively designed and deployed by EU and UN. It refers 

respectively to the before mentioned IPUs and FPUs.  

The idea behind these robust police units was the bridging of what it has been defined by 

the doctrine the “security gap”. The “security gap” was the grey and blurred zone between the 

SFOR military capabilities, on the one hand, and the UN IPTF (United Nations International 

Police Task Force) mission in Bosnia and Herzegovina (BiH), with no executive powers, as well 

as the capabilities of the local police forces, often either incapable of or unwilling to enforce the 

law, on the other hand. 
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As said, since 1997, this scheme has been applied several times; the MSUs in operations 

have received the contribution of the MP and of infantry forces that had received training for the 

specific mission. The idea of military forces performing police duties to fill the “security gap” 

has evolved up to the current concept of Stability Policing (SP). SP is conceptually framed 

within the stabilization and reconstruction post conflict process, which tries to fulfill the needs of 

the civil populace. 

The SP is defined as “a set of police related activities for the restoration and/or upholding 

of the public order, security and rule of law as well as the protection of human rights through 

supporting and, when necessary, temporarily replacing the indigenous police forces, when the 

latter are either unable or unwilling to perform the function themselves”60. The aim of SP is to 

establish a safe and secure environment (SASE), restore public order and security and contribute 

to create the conditions for effective governance. The SP’s goals change according to the 

evolution of the conflict. Initially, SP aims at re-establishing and maintain a sufficient level of 

security for the local population. Afterwards, re-establishing law and order and enforcing the law 

become the priorities. The final approach is the reinforcement of the local security institutions.  

The SP is implemented essentially by the gendarmerie-like forces, as it has happened 

with the MSUs experience over almost twenty years and in consideration that it deals many with 

the civil population. Nonetheless, SP can be performed also by the Military Police (MP) and 

other military forces with their specialized capabilities. When the MP performs SP, it is not, 

conceptually, performing MP activities but civil police activities.  

The SP is not a current MP’s function, but a discussion within NATO is ongoing, due to 

the fact that SP requires a civil-oriented approach and mindset. The SP is a concept that can be 

applied to any NATO operation and its added value resides in contributing to enable the Alliance 

to have a holistic or comprehensive approach to crisis response, giving the Force Commander the 

availability of military forces with a special capability of civil policing.  

For the United Nations, the concept of comprehensive is better defined as integrated 

approach. The number and complexity of United Nations peacekeeping operations has increased 

exponentially over past few years. The idea of an integrated approach is based on the multiple 

and diverse tasks posed by modern mandates and the need to involve different actors across 

sectors. Rather than considering a continuum from conflict to peacekeeping and successively to 

peacebuilding, the borders between these phases have become blurred, requiring the deployment 

                                                 
60 See NATO AJP 3 Doctrinal series (AJP-3) & NATO Stability Policing Centre of Excellence, ‘Stability Policing’.  
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of a multitude of capacities. The integrated mission approach addresses both the substantive 

means by which these situations are addressed by the UN and the structural adaptations that 

should be adopted to respond effectively.  

There have been several practical examples of the integrated concept over past years; the 

earliest missions include Kosovo and Sierra Leone. Based on such experiences, important 

refinements of the concept of integrated missions have taken place.  

An integrated mission has been defined in the 2005 Report on Integrated Missions as:  

...an independent instrument with which the UN seeks to help countries in the transition from 

war to lasting peace, or address a similarly complex situation that requires a system-wide UN 

response, through subsuming various actors and approaches within an overall political-strategic 

crisis management framework. 

Consequently, an integrated mission requires the UN to develop an overarching strategic 

vision of each peace operation and to put together all the appropriate tools available across the 

UN spectrum. An integrated mission is based on a common strategic plan and a shared 

understanding of the priorities.  

The United Nations Mission in the Democratic Republic of Congo (MONUC) represents 

the apex of integration, in what has been probably one of the most distinct and serious challenges 

to date: peacebuilding in a country that is vast, has little infrastructure, and in which there 

remains areas of extreme instability. MONUC rose to a force level of 18,000 troops and 1,000 

police 

In the case of large peacekeeping operations, such as in the Democratic Republic of 

Congo, Sudan, or Afghanistan, civilian and humanitarian actors have challenges to integrate, 

Over the last years, UN and external actors, such as national agencies, regional organizations, 

and NGOs, engaged in cooperation in UN missions only when the tie between development and 

security became clear.  

From the perspective of the deployment of police components, UN police – or UNPOL – 

is always a civilian asset. Even UN Peacekeeping missions deploy single LEO, teams or FPUs 

but, differently from EU or NATO, more complex and robust units, such as IPU or MSU, don’t 

exist so far. UN FPUs can only perform patrolling, crowd and riot control operations and 

defending UN facilities. The size is similar to the EU FPU, manning around 120 police officers.  
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In view of the actual mandates that imply PoC61 as a priority, FPUs could play a more 

executive role, coordinating with the military in a manner similar to the above-mentioned green 

box – blue box system as foreseen by NATO and EU.    

Conclusion 

A coordinated relationship between the military and the other components of a crisis 

management missions is a necessity in modern scenario. This cooperation is rooted in the fact 

that borders between competencies is more and more blurred. The concept of security is 

broadening and so do the responsibilities of all the components. This becomes particularly 

evident in multidimensional missions. The Protection of Civilians is common task and the best 

pursuing of it requires a synchronization of actions. In order to achieve it, the reciprocal 

knowledge is fundamental, and training is essential to integrate the common skills. The 

establishment of a dedicated cycle of lessons learned will help to overcome all those difficulties 

that can arise in the field. No mission mirrors another one, but similarities exist and should nor 

stay in the personal background of the participants only. The best way to be successful is 

avoiding jalousies, willing to solve together the common issues and developing the right 

mindset. 

 

 

 

  

                                                 
61 UN Security Council Resolution 1296, 19 April 2000. 
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Arrigo P. A. Gareffi62 

 

COORDINATION AND COOPERATION IN THE PEACE SUPPORT OPERATIONS 

HIGHLIGHTS ON THE EU SYSTEM AND THE EUTM-S 

 

 

Introduction and Assumptions 

Towards the turn of the century, the demands for Crisis Management and Peace Support 

Operations have been changing. Since the end of the Cold War, most armed conflicts or wars 

have been intra-state, and thus in many cases have been more complex and more challenging for 

the international community intervention than traditional inter-state armed conflicts. 

For this reason, Peace Support Operations (PSO) have also become more complex and 

multidimensional, the multinational efforts may include different actions and phases, varying 

from conflict prevention and resolution to post-conflict capacity building and reconstruction 

operations. 

Actions related to rehabilitation more and more often encompass aspects of state and 

capacity building, as a result, the military instrument, traditionally seen as the primary actor in 

crises, in many operations recently deployed conjointly with civilian and different 

implementation subjects.  

The presence of various international actors representing the military and different local, 

national and international civilian organizations and agencies means that the civil-military 

interaction is a crucial element of operations, and that coordination and coherence between the 

different international realities as well between the civilian and military entities is one of the 

keys to the success of such operations. 

In this framework, the European Union (EU) has progressively shown an incremental 

commitment and involvement. 

The EU international Crisis Management engagement 

The EU has developed its Crisis Management capabilities as a part of the European 

Common Security and Defense Policy63 (CSDP), under the so-called Common Foreign and 

Security Policy64 (CFSP). 

                                                 
62 LTC Arrigo P. A. Gareffi, Stability Police Chair, CoESPU. 
63 The Common Security and Defence Policy (CSDP) is the European Union's (EU) compact and attitude in the 

fields of defence and Crisis Management, it is a main component of the EU’s Common Foreign and Security Policy 
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The Treaty of Lisbon, signed by the EU member states on 13 December 2007, and 

entered into force on 1 December 2009, revised the entire EU structure, included both military 

and civilian Crisis Management assets and tasks. The beginning of the EU Crisis Management 

history saw a more visible role of the Military component; today the Civilian component is also 

playing a crucial role at the top of the expectations. 

The EU appropriate structures for deploying operations according to the CSDP were 

established since the end of 2001, and in January 2003, the EU launched the first operation, the 

European Union Police Mission in Bosnia and Herzegovina (EUPM), the situation evolved quite 

far from that time. 

Since the 2003 the EU has therefore undertaken a number of overseas missions and 

operations, drawing on civilian and military capabilities, in several countries across three 

continents (Europe, Africa and Asia), as part of its Common Security and Defense Policy 

(CSDP). The operation or mission deployed works in agreement and coordination with the EU 

delegations, 

This short essay mainly examines the Coordination and Cooperation at the 

Operational/Tactical level in the Peace Support Operations focusing on the European Union 

Training Mission in Somalia (EUTM-S) experience. 

On 10 April 2010, the European Union launched a military training mission in Somalia, 

EUTM-S, with a mandate to support the Somali Transitional Federal Government (TFG65) and 

assist in strengthening national institutions. EUTM-S originally developed training activities, 

initially, due to the political and security situation in Somalia, the mission conducted training 

abroad in Uganda with the headquarters temporarily based in Kampala. On 22 January 2013, the 

Council of the European Union extended EUTM Somalia’s mandate for a third time to March 

                                                                                                                                                             
(CFSP). The implementation of the CSDP involves the deployment of military or civilian missions for 

peacekeeping, conflict prevention and strengthening international security in accordance with the principles of the 

United Nations Charter. Military missions are carried out by EU forces established with contributions from the 

member states’ armed forces. The CSDP also entails collective self-defence amongst member states as well as a 

Permanent Structured Cooperation (PESCO) in which 25 of the 28 national armed forces pursue structural 

integration.  
64 The Common Foreign and Security Policy (CFSP) is the organised, agreed foreign policy of the European Union 

(EU) for mainly security and defence diplomacy and actions. CFSP deals only with a specific part of the EU’s 

external relations, which domains include mainly Trade and Commercial policy and other areas such as funding to 

third countries, etc. Decisions require unanimity among member states in the Council of the European Union, but 

once agreed, certain aspects can be further decided by qualified majority voting. The EU’s High Representative 

chairs and represents the Foreign Policy. 
65 The Transitional Federal Government (TFG) was the internationally recognized government of the Republic of 

Somalia until 20 August 2012, when its tenure officially ended and the Federal Government of Somalia was 

inaugurated. 
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2015, in the process adding strategic advisory and mentoring activities to the mission's areas of 

focus. 

In the first months of 2014, EUTM-S Mission HQ was relocated to Mogadishu, along 

with all advisory, mentoring and training activities, which lead to the closure of all locations in 

Uganda. Overall EU developed a comprehensive Crisis Management approach to Somalia, 

which comprises diplomatic efforts, development support, humanitarian aid as well as 

engagement in the field of rule of law and law enforcement. 

The first temporal EU involvement, under the CSDP66, is another initiative in Somalia; 

since 8 December 2008, EU established a Naval Force (Operation ATALANTA) dedicated to 

Somalia; this mission is conducted in accordance with United Nations Security Council’s 

resolutions. 

Currently, the operation has been extended by the European Council until December 

2020 and has, as envisioned in the EU Council Joint Action 851 the following objectives: 

- Protects vessels of the World Food Programme (WFP) and other vulnerable shipping; 

- Deters, prevents and represses piracy and armed robbery at sea; 

- Monitors fishing activities off the coast of Somalia; 

- Supports other EU missions and international organisations working to strengthen 

maritime security and capacity in the region. 

Moreover, in the same framework and time overlap, starting in July 2012, the EU 

launched EUCAP Nestor, a civilian mission that assists host countries develop self-sustaining 

capacity for enhancement of maritime security. 

At its launch, EUCAP Nestor (now EUCAP Somalia) was mandated to work across the 

Horn of Africa and Western Indian Ocean. As of the end of 2015, following a strategic review of 

the Mission, activities focus solely on Somalia, including the Somaliland. The Mission 

Headquarters is currently located in Mogadishu; recently the Council assigned to this Mission a 

budget of €66.1 million for the period 1 January 2019, until 31 December 2020. . 

Additionally a European Union Somalia Delegation operates within the Delegation of the 

European Union to the Republic of Kenya. It was created in 1993, pursuant to two related 

occurrences: the closure of the Delegation of the European Commission in Mogadishu brought 

                                                 
66 Additionally to what had been quoted before it should be kept in mind that the CSDP, among others, enables the 

Union to take a leading role in peacekeeping operations, conflict prevention and in the strengthening of the 

international security. It is an integral part of the EU's comprehensive approach towards crisis management, drawing 

on civilian and military assets (www.eeas.europa.eu). 
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about because of security concerns of employees particularly in view of the outbreak of civil war 

and the decision taken by the European Commission to appoint a Special Envoy for Somalia. 

Starting from 1 December 2009 with the Lisbon Treaty entering into force, the Delegation 

of the European Commission to the Republic of Kenya developed into the Delegation of the 

European Union to the Republic of Kenya. The Somalia Delegation continues to operate within 

it. 

Coordination and Cooperation between the different European missions is of utmost 

importance, and experiences from co-existence of the missions have revealed some 

inconsistencies in the comprehensive approach of the EU in Somalia as well the corrective 

approach taken since 2016. However, in a process of learning by doing, the relationship and 

coordination between the different missions, at least on the operational level, has significantly 

improved. To properly evaluate the complex coordination environment we should now analyze 

the more general Somali Peace Support Operations framework, and doing that we will start from 

a condensed historical analysis of Somalia. 

Somalia historical background 

Somalia is part of the Horn of Africa; it has a rich, precolonial history of great empires 

and sultanates that participated in centuries-old trade networks across the Indian Ocean and 

Persian Gulf. In the late 19th century, Great Britain and Italy entered into a series of treaties and 

agreements with the sultanates and gradually established two colonies - British Somaliland and 

Italian Somalia.  

During the Second World War, Italian forces briefly occupied British Somaliland and 

neighbouring Ethiopia before being defeated. After the war, the United Nations allowed Italy to 

resume authority over Italian Somalia as a Trust Territory. Britain, meanwhile, continued to 

control British Somaliland as a protectorate. 

In 1960, British Somaliland and Italian Somalia united to form an independent nation, the 

Somali Republic. Nine years later, unrest, mainly caused by tribal interests, rocked the nation. 

President Abdi Rashid Ali Shermarke was assassinated, and a military coup followed. Major 

General Mohamed Siad Barre and the Supreme Revolutionary Council transformed the country 

into an authoritarian socialist state. 

Barre’s regime collapsed in 1991. A deadly civil war followed as clan-based factions 

fought for power and resources. Piracy also increased off the Somali coast. The fighting and 
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banditry led to a famine that threatened the lives of half the population (4.5 million Somalis). An 

estimated 300,000 Somalis died, and two million people fled their homes. 

The United Nations (UN) tried to intervene in order to mitigate the humanitarian disaster 

and restore peace in Somalia. The United Nations Operation in Somalia I (UNOSOM I) was 

created in order to oversee a cease-fire and ensure the safe delivery of humanitarian aid. Aid 

convoys and UN forces, however, continued to come under attack. 

In December 1992, UNOSOM I was replaced by a U.S.-led multinational force - the 

Unified Task Force (UNITAF). UNITAF was authorized to use military force to create a safe 

environment for humanitarian aid operations. Approximately 37,000 troops from over 20 

countries operated in Somalia. UNITAF was replaced in March 1993 with UNOSOM II, the 

mission did not change, restore peace and ensure the safety of humanitarian aid efforts, 

additionally UNOSOM II was also charged with rebuilding Somalia’s democratic government, 

economy, and infrastructure. 

During the course of the mission, over 145 members of UNOSOM II were killed in 

Somalia, including 18 American soldiers in the Battle of Mogadishu in October 1993 (The battle 

was the subject of the film, Black Hawk Down.). The American government answered 

withdrawing its military forces from Somalia six months later. The UN followed in 1995, 

leaving Somalia without any concrete solution and any kind of stable governance in place. 

Several interim governments struggled and fought to establish peace and stability in 

Somalia in the early 2000’s. Violent opposition arose from the Islamic Courts Union in 2006, 

and extremist groups that splintered from it, most notably the today famous Al-Shabaab. 

The African Union (AU), through a Peace and Security Council decision, established the 

African Union Mission in Somalia (AMISOM) on 19 January 2007, the UN Security Council 

authorized its mandate the following 21 February endorsing the African Union to undertake a 

specific mission to stabilize the country. AMISOM is an active, regional peacekeeping mission 

which main aim is to support transitional governmental structures in order to implement a 

national security plan, train the Somali security forces and to assist in creating a secure 

environment for the delivery of humanitarian aid. 

As part of its duties, AMISOM also supports the establishment firstly, and subsequently, 

the support and strengthening of a Federal Government of Somalia’s forces in their battle against 

Al-Shabaab militants. 
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AMISOM had an initial mandate of six months and from then, subsequent six-monthly 

renewals followed without interruption up today. The current mandate expires on 31 May 2019, 

with an interim goal to reduce troop levels to a maximum of 20,626 by 28 February 201967. 

In this environment of strong but also multiple international stabilization efforts, the first 

permanent Federal Government of Somalia stemmed in August 2012. On 3 June 2013, following 

the UNSCR 2102, the United Nations Assistance Mission in Somalia (UNSOM) was established. 

UNSOM mandate includes the provision of policy advice to the Federal Government and 

the African Union Mission in Somalia (AMISOM). Particular attention is expressed on 

peacebuilding and state building in the areas of governance, security sector reform (SSR), rule of 

law (RoL), the disengagement of combatants and the development of a federal system through a 

constitutional review implying a wider democratisation process in the light of a coordinated 

international donor effort. 

Among its other mandated functions, UNSOM is helping build the Federal Government’s 

capacity to promote respect for human rights and women’s empowerment, promote child 

protection, prevent conflict-related sexual and gender-based violence, and strengthen justice 

institutions. Further, it is monitoring, helping investigate and reporting to the Council on any 

abuses or violations of human rights or of international humanitarian law committed in Somalia, 

or any abuses committed against children or women. The Mission is also supporting the 

implementation of the National Security Architecture that was endorsed by the Federal 

Government and Federal Member States in April 2017 and the Comprehensive Approach to 

Security framework. 

Definitively the Somalia general framework has sensitively improved in the last five 

years, nevertheless the conflict against extremist groups and Al-Shabaab continues today. The 

political situation remains fragile and volatile; issues deriving from two northern regions that 

claim independence or some kind of strong autonomy, Somaliland and Puntland, is far to be 

completely clarified and a lot of management is ongoing. 

Civil Military Coordination in EU Crisis Management effort in Somalia 

One of the primary objective of this short essay is to highlight the cooperation and 

coordination between the CSDP missions operating in Somalia. Paramount key issues to be 

highlighted are how the coordination is conducted and regulated in the mandates of the 

                                                 
67 Unanimously Adopting Resolution 2431 (2018) – Security Council Extends Mandate of African Union Mission in 

Somalia - 30 July 2018. 
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operations, and how the mandates have been adapted as EU engagement has been expanded and 

prolonged to tactical level. 

In respect of the mandates of the operations and concepts for coordination, the study 

assess what kinds of solutions the actors have developed for mutual coordination and 

cooperation in the theatre, and how the coordination and cooperation between the missions has 

developed through the years. Finally, the current situation of the cooperation and coordination 

between the different international and European CSDP missions is also addressed. 

Civil-Military Cooperation and Civil-Military Coordination 

Because of the complex nature of Crisis Management operations and the requirement for 

different types of Crisis Management instruments within the operations, civil-military 

interactions are nowadays a crucial element of EU operations. 

Even though Somalia is one of the most complex framework and environment, many 

military CSDP operations take also place in an environment in which an ongoing civilian 

mission exists, under the lead of the United Nations (UN), the African Union (AU) or other kind 

of international organizations (NATO, or as well a regional one). 

The Civil-Military Cooperation (CIMIC) has been, all along the last decades, the first 

kind of mutual interaction among the local civilian community, the military operations and the 

civilian ones particularly at tactical level. 

It is insofar imperative to define a clear distinction between the two terms, Civil Military 

Cooperation (CIMIC) and Civil Military Coordination (CMCO), which apply to this area and 

often become confused. Moreover, both concepts exist within the framework of EU Crisis 

Management activities. Civil Military Cooperation or CIMIC has many definitions, according on 

the organization, civilian, humanitarian and military communities have developed different 

concepts of CIMIC, and the concept has been interpreted in different ways at national and 

international levels. 

The NATO’s definition of CIMIC, greatly developed through the organization’s 

experience on the field in Balkan regions is the following68: 

The coordination and cooperation, in support of the mission, between the NATO Commander 

and civil actors, including national population and local authorities, as well as international, 

national and non-governmental organizations and agencies. 

                                                 
68 NATO AJP-9, Chapter 1 – 102 Definition and Application. 
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The NATO CIMIC doctrine also defines the purpose of CIMIC, and mainly presents 

CIMIC as a tool for the commander and a tactical doctrine, not as a strategy for coordination as 

such. The UN concept differs quite a lot, the Department of Peace Operations (DPO, the former 

DPKO) has developed a doctrine for peace operations, the Civil-Military Coordination Policy - 

2002, but nonetheless most UN peace operations still use the abbreviation CIMIC to avoid the 

confusion of adopting a new acronym. 

Overall, the coordination of activity in a UN peacekeeping mission is a core 

responsibility of the Head of Mission and the purpose of coordination is to ensure that the 

military and civilian components can concentrate on their primary tasks but, where needed, can 

contribute in the most effective manner to non-primary tasks, specifically those related to 

humanitarian and development activities. 

The broaden UN definition quotes from the UN Civil-Military Coordination Policy: 

The system of interaction, involving exchange of information, negotiation, de-confliction, mutual 

support, and planning at all levels between military elements and humanitarian organizations, 

development organizations, or the local civilian population, to achieve respective objectives. 

It is rampant clear that in this case the focus is the concepts and mechanisms for 

interaction, between military and civilian elements deployed in the field, in order to ensure the 

humanitarian and development action towards the communities. 

UN-Civil-Military-Coordination for this vision actually is the essential dialogue and 

interaction between civilian and military actors in humanitarian emergencies that is necessary to 

protect and promote humanitarian principles, avoid competition, minimize inconsistency, and 

when appropriate, pursue common goals. It is not a priority understand if the humanitarian crisis 

is due to a human factor, as instability, or to another cause as a natural disaster. Basic strategies 

range from coexistence to cooperation and Coordination is a shared responsibility facilitated by 

liaison and common training. 

Usually where a civilian UN mission is present, a body called UN Office for the 

Coordination of Humanitarian Affairs (OCHA) is in place to coordination of the international 

humanitarian assistance. OCHA doesn’t use anymore the concept of CIMIC and created new 

guidelines for cooperation between military and civilian actors always adopting the term Civil-

Military Coordination with the meaning of a more general framework that enhances a broad 

understanding of humanitarian action and guides political and military actors on how best to 

support that action. It assists in developing context-specific guidance based on internationally 

agreed guidelines, it establishes humanitarian civil-military coordination structures, and ensures 
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that UN-Civilian-Military Coordination Officers and Focal Points are trained to make that 

coordination work. 

Humanitarian civil-military coordination is the action and management supporting 

OCHA’s overall capacity in humanitarian operations with a military presence, where OCHA 

leads the establishment and management of interaction with military actors. Obviously, the 

relationship among the different actors will change depending on the type of emergency as well 

the roles and responsibilities of the military. OCHA supports humanitarian and military actors 

through training and advocacy on the guidelines that govern the use of foreign military and civil 

defence assets and humanitarian civil-military interaction. OCHA also seeks to establish a 

predictable approach to and appropriate use of these assets during contingency-planning and 

other readiness activities. 

This overall assumption define a civilian primacy in the Crisis Management, that is 

perfectly understandable and agreeable in case of an already established overarching safe and 

Secure Environment (SASE). 

The EU demonstrated and defined its different vision of CIMIC defined in the CIMIC 

Concept for EU-led Crisis Management Operations endorsed by the European Council in 2002. 

This is the EU definition: 

Coordination and cooperation, in support of the mission, between military components of EU-

led Crisis Management Operations and civil role-players (external to the EU), including 

national population and local authorities, as well as international, national and non-

governmental organizations and agencies. 

Even though the EU definition of CIMIC resembles the NATO concept, the EU 

perspective is more inclusive and wider, highlighting the selection of civilian and military 

instruments at its disposal in Crisis Management Operations. 

The EU has also declared its ambition to develop both civilian and military crisis 

management capabilities, and in this respect has developed a concept for internal coordination – 

Civil-Military Coordination. The European Union’s definition of Civil-Military Coordination is 

as follows69: 

Civil-Military Co-ordination (CMCO) in the context of CFSP/CSDP addresses the need for 

effective co-ordination of the actions of all relevant EU actors involved in the planning and 

subsequent implementation of the EU’s response to the crisis. 

                                                 
69 Civil-Military Co-ordination (CMCO), Council Doc. 14457/03, Brussels, 7 November 2003, Para 1. 
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It could be maintained that in EU language CIMIC is mainly a support function to the 

military mission and covers the cooperation with external actors in the field on the tactical or 

operational level, whereas CMCO is primarily designed for internal coordination, covering 

planning, political decision-making and implementation of EU actions in crisis management. 

In the following pages we will not specifically focus the actions related to the CIMIC 

concept, neither we will explicitly focus on CMCO, but rather it will be highlighted the 

coordination and cooperation effort between the EU and other international actors, particularly 

referring to the Somali crisis, using a comprehensive approach. 

The Structures for Civil-Military Coordination in the EU 

The relevance of a consistent and clearly developed instruments and procedures for 

effective civil-military coordination in the CSDP context emerged throughout the last fifteen 

years’ deployment on field operations. A concrete landmark in developing the CMCO was the 

adoption of the Action Plan for further strengthening of Civil-Military coordination in EU Crisis 

Management in the autumn of 2002. The Action Plan contained both tools and guidelines for 

civil-military coordination, such as an improved Crisis Management Concept, inclusion of 

CMCO aspects in training and EU exercises and improving institutional coordination in 

Brussels. Although the Action Plan provided advice on internal coordination in different phases 

of conflicts, it introduced no mechanisms for enhancing such coordination. 

In November 2003, the Council adopted a document for Civil Military Coordination; this 

was the first document providing some fundamental principles to develop a framework for civil-

military coordination. Instead of emphasizing the structures or procedures of coordination, the 

document highlighted that: 

CMCO, as a culture of coordination is an essential element in ensuring overall coherence in the 

EU’s response to crisis. 

This culture of coordination should be created at the earliest possible stage of an 

operation and for the whole duration of the operation, and is based on continuous cooperation 

and common political objectives. 

In addition to the concept of a culture of coordination, the document also provides some 

fundamentals of CMCO in operations, both in the planning and operational phases. The status of 

the High Representative/Vice President (HR/VP) as the initiator of the EU response to crisis is 

defined, and the Political and Security Committee (PSC) was assigned a central role in ensuring 

the coherence of the EU’s response to crisis. Additionally the cooperation between the Council 
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General Secretariat and the Commission in the planning and implementation phase of an 

operation is also emphasized. 

On the operational level, the EUSR70, where and if appointed, maintains oversight of all 

the EU activities within an area of operations. The EUSR acts under the direction of HR and 

receives strategic guidance from the PSC. The EUSR’s activities are closely coordinated both 

with the Presidency, Commission and diplomatic Heads of Mission and with the Force 

Commander, the Police Head of Mission and the Heads of Mission for other civilian operations. 

A central task of the EUSR is to chair a Coordination Group comprising all the EU actors 

in the field. Even if CMCO primarily deals with internal coordination within EU, it also serves 

as a prerequisite for cooperation with external actors engaged in resolving the crisis. 

Despite the fundamentals laid down by the CMCO on a documental level, some practical 

constraints remains to complicate the coordination, above all the different national cultures of 

civil-military relations present in Europe. Even though the military and civilian staffs at the 

Council Secretariat Directorate-General in Brussels share the same premises, the different 

institutional cultures aggravate coordination efforts. 

Much of the coordination still takes place through informal meetings at a lower level, as 

the formal guidelines directing this coordination are less effective. The emphasis of EU Crisis 

Management efforts focused for a long time, from 1999 to 2010, on developing the military 

capacity, also endorsing or collaborating with NATO initiatives; and the fact of the imbalance of 

resources between military and civilian components is demonstrated by constant understaffing 

on the civilian side, and especially in the Police Unit. 

To assist in strategic planning and operational tasks in both civilian and military 

operations, the European Council in December 2003 decided to create a Civilian Military Cell 

(CIVMIL Cell) within the EU Military Staff71 (EUMS). The main role assigned to the CIVMIL 

Cell is to develop a capability rapidly to set up an Operations Centre (OPCEN) for any operation. 

                                                 
70 The European Union Special Representatives (EUSR) are emissaries of the European Union with specific tasks 

abroad. While the EU’s Ambassadors are responsible for affairs with a single country, Special Representatives 

tackle specific issues, conflict areas or regions of countries. They answer directly to the High Representative of the 

Union for Foreign Affairs and Security Policy. Alexander Rondos was appointed European Union Special 

Representative for the Horn of Africa on 1 January 2012. His mandate was extended several times and currently is 

on place until 29 February 2020. 
71 The Military Staff of the European Union (EUMS) is the directorate-general of the European Union’s (EU) 

External Action Service (EEAS) that contributes to the EU's Common Security and Defence Policy (CSDP) by 

providing strategic advice to the High Representative (HR/Vice-President VP) and commanding operations through 

its Military Planning and Conduct Capability (MPCC) operational headquarters. Presently the MPCC may only run 

non-executive operations. By the end of 2020, the MPCC will also be capable of running executive operations of up 

to 2500 troops, i.e. the size of one Battle Group. The EUMS also reports to the European Union Military Committee 



Handbook for Intensive Course IMLA – Leadership in Practice 

 

 

 
 

126 
 

  

The establishment of the CIVMIL Cell was delayed because of strong negotiations on the 

OPCEN, however, the CIVMIL Cell is now perfectly working, and the facilities for the OPCEN 

have been ready since the beginning of 2007. One potential handicap of the CIVMIL Cell, even 

though it consists of both civilian and military staff, might lie in the fact that as part of the 

EUMS, it represents the military side of CSDP, which could once again emphasize the military 

component and approach in operations. 

Nevertheless, the CIVMIL Cell and the OPCEN, in the last ten years, have been loaded 

with high expectations, especially in the field of strategic planning for joint Civilian/Military 

Crisis Management operations. The Cell can also contribute to the development of doctrines and 

concepts enhancing the civil-military interaction. In addition, the Cell can also act as an 

interlocutor between the civilian and military components, since it reports to both the Committee 

of Civilian Aspects in Crisis Management (CIVCOM) and the European Union Military 

Committee (EUMC), and has a permanent link to the Commission. 

In June 2007, the European Council decided to establish the Civilian Planning and 

Conduct Capability (CPCC), a civilian equivalent to EU Military Staff, within the Council 

Secretariat it is responsible for planning and conduct of the civilian CSDP operations. The 

Civilian Operations Commander heads the CPCC exercising strategic level command and 

control over civilian CSDP operations. 

The reason to create the CPCC was to systematize the planning and command of civilian 

crisis management operations. More in general, however, how the CPCC can contribute to the 

coordination of the use of civilian and military CSDP instruments remains uncertain. Up to now 

the system presents some criticalities and a positive outcome mainly rely on the professional 

attitude in cooperation of the deployed leaders and commanders. 

Finally, the strongest implementation of the Treaty of Lisbon came in 2010 with the 

establishment of the European External Action Service (EEAS), it is formed by merger of the 

external relations departments of the European Commission and of the Council, which were 

joined by staff seconded from national diplomatic services of the Member States. Although it 

supports both the Commission and the Council, the EEAS is independent from them and has its 

own staff, as well as a separate section in the EU budget. The EEAS acting as a diplomatic 

service does not propose or implement policy in its own name, but prepares acts to be adopted by 

the HR/VP. 

                                                                                                                                                             
(EUMC), representing member states’ Chiefs of Defence, and performs “early warning”, situation assessment and 

strategic planning. 
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The EU delegation (EU embassy) fall under the EEAS management, insofar it also 

absolve widely a coordination function in the Crisis Management framework. The future of 

CMCO, and further coordination of civil-military interactions within EU, will rely on the 

enhanced CPCC capability as well in the proper integration in the planning phase of the different 

contribution provided by the CIVMIL Cell. 

Deploying a joint operation containing all the different instruments of EU crisis 

management seems to be the next great challenge. Several lessons concerning coordination 

between the different EU actors have already been identified based on the experiences from 

Balkans, Afghanistan and more recently Somalia and other Sahel African countries, even if a 

thorough follow-up study of coordination between operations still needs to be conducted. 

Framework for coordination between the EU-CSDP actors and EUTM-S 

The elements of coordination between the civilian and military components in the case of 

EUTM-S are contained in the EU Horn of Africa strategy; it is structured in four pillars: 

 Political Engagement, to support directly Somali led national strategies as part of the 

Transition compact; 

 Security, to create an environment conducive to governance by supporting AMISOM and 

the Somali Police Force, and by complementing these with three integrated CSDP 

missions: the Military Training Mission (EUTM) to support the Somali security forces, 

the EU Naval Force (EU NAVFOR) operation “ATALANTA” to fight piracy at sea, and 

the EUCAP Somalia mission to develop regional maritime capacity; 

 Development, to develop state building, peacebuilding, resilience and education with an 

envelope of more than 500 million EUR; 

 Humanitarian Aid, to help Somalis to cope with two decades of conflict, cycles of 

drought and flooding, famine and malnutrition and a tremendous lack of health services. 

In order to support Somalia in emerging from its current fragile situation the EU 

organized a conference in Brussels, the last autumn, providing in this light a “Transitional 

Compact” as part of Somalia’s New Deal Process that will help to deliver political, security and 

development support. 

This will bring together the international community and will offer support for the people 

of Somalia in ways that best serve their interests. EU teams are working hard to prepare this 

event in order to achieve a practical and durable solution for Somalia. 
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Actually, the past three years have seen some remarkable achievements in Somalia, 

including the peaceful transition of presidential power, improved finances, and the formation of a 

Government with a compelling reform agenda; this was possible through an enhanced 

coordination end cooperation in the different international assets supporting the stabilization 

process. 

Some experience of cooperation and coordination between EU actors are now commonly 

in place, mainly between the EUTM-S and EUCAP Nestor that had co-existed for a six years and 

a half. At the beginning, the two missions barely knew each other, now the training programs are 

jointly discussed and coordinated to avoid redundancy and duplications. The same process is 

now in place for coordinating any CIMIC or external donors’ humanitarian aid project. 

This is implementing the general EU Comprehensive Policy defining that all the EU 

actors/instruments, whether political, military, police-related or economic, will contribute to 

implementing the overall EU policy towards the Somalia Compact. 

In ensuring the maximum coherence of the different actors on the strategic level, the 

council and the Council of Permanent Representatives (COREPER), as its preparatory organ, 

have a strong role, as has the HR/VP together with the European Commission. The political 

control and strategic direction of the CSDP missions is the responsibility of the PSC, which will 

remain in direct contact with EU missions in Somalia. 

On operational and tactical level in Nairobi and Mogadiscio, the EUSR is promoting the 

overall EU political coordination in Somalia, assisting the HR/VP and the PSC in their task, also 

providing political advice for the EUTM-S Commander (a military Brigadier General), without 

prejudice to the chain of command and the communication line with the EEAS. 

In relation to the ECAP Somalia the Civilian Planning and Conduct Capability (CPCC) 

Director is the Civilian Operation Commander, working under the political control and strategic 

direction of the PSC and overall authority of the HR/VP. 

The Civilian Operation Commander is ensuring, with regard to the conduct of operations, 

proper and effective implementation of the Council’s decisions as well as the PSC’s decisions, 

including by issuing instructions at the strategic level as required to the Head of Mission and 

providing him with advice and technical support. 

Further, informal meetings between the operational actors in Somalia (EUTM-S 

Commander, EUCAP Somalia Head of Mission and EUNAVFOR ATALANTA Commander) 

are also to be organized on periodical basis. 
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It has to be realized that the Comprehensive Policy in its time only set out certain 

preconditions for coordination and cooperation between the EU actors. The mandates of the 

respective organizations also included coordination elements, and have since been amended to 

better meet the requirements or set out the conditions for coordination. 

Now we will pass to examine the more challenging coordination with external 

international organizations from the EUTM-S point of view. 

The EU Training Mission in Somalia, Mandates and modalities for coordination and 

cooperation 

The EU’s involvement in the country has steadily increased, which has been motivated 

by many factors. Initially and firstly, the European Community’s sensitiveness for the piracy 

threats in the Horn of Africa, secondarily the interest in a more stable Somalia as a primary 

factor in tackling terrorism and last but not least the long time affecting humanitarian crisis, 

referring only to could be enough. 

The EU expresses its biggest capacity building effort in Somalia through the EITM-S 

dedicated to the tactical-operational training of the SNA and a coordinated mentoring and 

advising effort in favor of the Somali ministry of Defense at intermediate level. The average 

yearly budget of EUTM-S is around 21 million €. 

The European Union Training Mission in Somalia 

As seen in the previous chapters, security issues require an integrated approach, taking 

into consideration local and global factors, civilian and military dimensions as well societal 

factors and new models of post-conflict stabilization strategy, all very relevant for the overall 

Crisis Management framework. 

As already quoted the EUTM-S started in 2010 as a part of a European strategy for the 

Horn of Africa. The EU, collaborating with other international partners, contributes to the 

development of the institutions in charge of the security in Somalia. By the second half of 2011 

EUTM-S managed to train 900 Somali soldiers, graduated from the Bihanga Military Training 

School in Uganda. The inception of the mission, for security reasons allocated in Uganda, saw a 

training capacity of around 2,000 Somali troop per year with a full-dedicated body of about 150 

European instructors. In the period 2010/2012 the Mission allowed to improve the security and 

life conditions in Mogadiscio and other areas of the Country. 

The activities finally transferred all of its advisory, mentoring and training activities to 

Mogadiscio in December 2013. From September 2014 a small portion of the Somali federal 



Handbook for Intensive Course IMLA – Leadership in Practice 

 

 

 
 

130 
 

  

soldiers also began training courses in Djibouti, which were and are organized in close 

coordination with the Government of Djibouti. 

In February 2014, EUTM-S began its first Train the Trainers programme at the Jazeera 

Training Camp in Mogadishu. Sixty Somali National Army soldiers that had been previously 

trained by EUTM-S would take part in a four-week refresher course on infantry techniques and 

procedures, including international humanitarian law and military ethics. Following the course’s 

completion, the Somali soldiers qualified as instructors to train SNA recruits, with mentoring 

provided by EUTM-S international personnel. 

In the capacity building consolidation process, responding to the requests of the UN 

Political Office (UNPOS), African Mission in Somalia (AMISOM) and the Somalian 

Government, since 2013 EUTM-S also provides political and strategic advice to the Somalian 

Authorities. Specifically it addresses the institutions responsible for the security (Ministry of 

Defense and General Staff) as well as support and advice in the Security Sector Reform (SSR). 

The advising activities started in May 2013, deploying the headquarters of the Mentoring 

Advising and Training Element (MATE) in Mogadiscio, in the very same camp where most of 

the assistance activities have been carried out in the second half of 2013. 

Since January 2014, after having reached the expected security level and completed the 

necessary structures for the activities of MATE, EUTM-S increased the presence in Mogadiscio, 

in accordance with the Somalian Government, by deploying the mission Command and the 

remaining staff. 

The Training Team (TT), in liaison and coordination with AMISOM, UNSOM and other 

actors plays an active role to support the Somali military authorities in the design, development 

and delivery of general and specialist training, particularly through course conducted at the 

Jazeera Training Camp (JTC), located in Mogadiscio. Additionally, TT provides mentoring of 

Training Camp Commanders and their staff, as well as to SNA trainers who previously trained as 

trainers in BTC and JTC. The agreed SNA training calendar for 2017-2018 has already been put 

in place with the beginning of NCO, Battalion Commander, Company Commander, Platoon 

Commander, Military Intelligence, Combat Engineers, and Administration courses which 

involve more than 700 trainees in a year and 16 trainers coming from different EU countries. 

More in detail for the advisory role EUTM-S has an expert team specifically dedicated on 

purpose, the Advisory Team (AT). It provides strategic advice to the Somali authorities within 

the security institutions in coordination with other international players, for which key outcomes 

are the development and drafting of keystone documents, along with advisory and mentoring 
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activities in the Ministry of Defense and in the SNA General Staff. A project aiming at 

increasing the MoD capacity to exert civilian oversight over the Armed Forces funded by the EU 

and monitored by EUTM-S advisors, started in the biennium 2015-16 and it is still ongoing with 

profitable advancements. 

The EUTM-S insofar adapted to the newest challenges, in the last four years it moved 

from a classical training effort to a more complex mentoring, advising and training one. Insofar 

the mission is continuing to train companies level units (integrated and multi clan), carrying out 

courses to train future trainers (Train the Trainers Program), additionally the Mission is now 

conducting its advising and mentoring role in favour of Somali Ministry of Defence (MoD) and 

Somali National Army (SNA) personnel. 

All these activities, led by the Mission, are now proceeding in close coordination with 

others International Partners based in Somalia and under the overall security umbrella provided 

by AMISOM. 

The SNA companies trained by EUTM-S personnel will be a further instrument at 

disposal of Somali Government and authorities, both for struggling against Al-Shabaab and to 

reach a level to be able to operate alone to grant a sufficient safe and secure environment; at that 

point there will be an hand over of security responsibilities to Somali Defence Forces. 

In this context in August 2017, the UN Security Council issued resolution 2372 enabling 

the gradual handing over of security responsibilities from AMISOM to the Somali security 

forces contingent on abilities of the Somali security forces and political and security progress in 

Somalia. The AMISOM presence on the contrary directly, if not exclusively, addresses the 

security maintenance in the region, nevertheless because of the training and advisory needs there 

are surely occasion to coordinate, the following paragraphs will escribe this coordination effort. 

EUTM-S experience in Coordination and Cooperation with external International 

Organizations 

The heart of the coordination function stands on different key players and structures: 

- The EUTM-S G3 and related Operation Room; 

- The EUTM-S G5/G7; 

- The AMISOM G3; 

- The AMISOM Operation Room; 

- Operational Unit; 

- Training Units. 

A concise description of each follows. 
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The EUTM-S G3 is a typical military manned branch at disposal, through the COS (Chief 

of Staff), of the EUTM-S Commander, it is established for planning, monitoring, and guiding the 

current operations in execution of the Commander's decisions, it is located inside the EUTM-S 

premises bordering the Mogadiscio International Airport. 

The external interface of the G3 is the Operation Room, actually a small control 

room/operation centre, serving as a pivotal space where the external dispersed services, training 

units and patrols are constantly monitored and controlled. All the Mission’s operational needs 

are here faced and managed in synchronization with the other missions acting in the area. 

The need for coordination, due to the coexistence and simultaneous deployment of CSDP 

and other international missions, began in practice since the very beginning of the EUTM-S 

deployment, but before the year 2015, the real cooperation effort was very scarce and mainly 

related only to the strictly security and force protection issues. Eventually this vulnerability was 

mitigated sharing a simple but common VHF radio system and with the agreement to 

communicate in advance to AMISOM G3 and Operation Room the planned training activities, 

all detailed with routes, training activity location and possible relevant information. This new 

standard allow a quick response in case of any kind of accident, since 2014 is also provided the 

helicopter MEDEVAC capability. 

The EUTM-S G5/G7, it is also a very simple structure, manned with few but competent 

military personnel in charge to define all the future plans and incoming training activities, 

because the training is the main reason of the Mission is understandable the unification of the 

two cells. Actually also the Mission general dimension allows, for practical reasons, this 

coexistence. 

The AMISOM G3 is the robust and strongly manned joint and combined operational 

branch of the AU mission in Somalia, located, as the other AMISOM HQ branches, in the large 

base neighboring the Mogadiscio international Airport it absolves all the current operations. 

The AMISOM Operation Room, almost nonexistent at the beginning of the Mission, is 

now properly shaped and manned even if it still present some weaknesses residing in the strong 

national ties present in the different contingents. It is the first point of contact for all mission 

ongoing operational and tactical information, working on a 24 hours/7 days uninterrupted roster 

it serves as a situation information hub for all relevant stakeholders in AMISOM area of 

competence. 

Operational Units, currently the military component is comprised of troops drawn from 

Uganda, Burundi, Djibouti, Kenya and Ethiopia who are deployed in six sectors covering south 
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and central Somalia. A dedicated Nigerian Formed Police Unit (FPU) grants the police duties, 

particularly in case of civilian disturbance events and CRC intervention. Ugandan troops work 

on Sector 1, which comprises the regions of Benadir, and Lower Shabelle, they grossly express 

6,200 soldiers and 200 police officers. Burundian contingent, in charge of Sector 5 that include 

the Middle Shabelle region, is numbering around 5400 soldiers and 100 police officers. The 

Ethiopian forces rank around 4,400 soldiers, located in the Gedo, Bakool and Baidoa regions, 

Sector 3. Kenyan forces, quoting roughly 3,700 soldiers, are responsible for Sector 2 comprising 

Lower and Middle Jubba. Sector 3 comprising Bay and Bakool as well as Gedo (Sub Sector 3) 

are under Ethiopian command. Djiboutian forces, with a strength of about 1,000 soldiers, are in 

charge of Sector 4, which covers Hiiraan and Galgadud. 

Deployed since March 2007, the AMISOM military component absolved and faced the 

principal task to turn down Al-Shabaab power on the region and restore a minimum safe and 

secure environment (SASE) in Mogadiscio as well in the most relevant areas of the country; it 

has moreover been instrumental in helping Somali National Security Forces gain momentum 

after the 2006 collapse. 

This military operational experience is the ongoing AU’s biggest stabilization effort. The 

operational management improvement was nevertheless achieved only after several flaws and 

mistakes, even in between the different national AMISOM contingents the initial cooperation 

and coordination was scarce, and even from the information and intelligence capabilities the 

mutual effort was insufficient. 

Now the situation has sensitively improved and in last four years significant resources of 

the force has been also addressed to train the Somali Security Forces (SSF), that is possible 

primarily not only because of the progressive weakening of Al-Shabaab, but also in reason of the 

slowly nevertheless gradual improvement of the Somali Federal Government military human 

resources management capability.  

As a general assumption the now sufficient acquired military e operational experience 

allows to provide a relatively secure environment, that remains however to be strengthened and 

consolidated and the real effective challenge is the SNA capability to operate independently of 

any external support. About the Training Units and activities, the following paragraph will 

examine them deeply.  

The difficulties and constraints of training and advising in the Somali environment 

We will now examine in details how the complex Somalia environment influenced and 

continue to affect the development of an effective training and advising program. The Federal 
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Government of Somalia was established in August/September 2012; consequently, on 6 March 

2013, the UNSCR 2019 was passed. This resolution lifted the purchase ban on light weapons for 

a provisional period of one year, but retained restrictions on the procurement on some kind of 

high potential arms such as surface-to-air missiles, howitzers and more in general on the heavy 

weapons. 

An appropriate Somali safe and secure environment (SASE) could only develop if and 

when the NSA and other local security forces will be able to maintain a sufficient control of the 

country, on the major cities as well on the open land and coast. Is insofar clear evident the 

relevance of an accountable armed forces system. 

On 13 March 2013, Dahir Adam Elmi was appointed Chief of Army at a transfer 

ceremony in Mogadishu, where he replaced Abdulkadir Sheikh Dini (that was in charge during 

the handover from the Transitional Government to the Federal one). The following years seen as 

Chief of the Army Maj. Gen. Mohamed Adam Ahmed and, from 2017, Brig. Gen Ahmed 

Mohamed Jimale. All the previous quoted incumbents share the common ground of an acquired 

experience in western military school or academies; commonly one of their first target was to 

improve the SNA standards and operational capability through a decisive action aimed to 

decrease the tribes ties on the security sector. 

In August 2013, Federal Government of Somalia (FGS) officials and Jubaland72 regional 

representatives signed an agreement in Addis Ababa brokered by the Government of Ethiopia, 

which said that all Jubaland security elements would be integrated into the Somali National 

Army. The Juba Interim Administration would have remained in control of the regional police. 

This evolution and regional integration is now largely a reality, with all the difficulties due to the 

different sub ethnic group pressures some security forces coordination is in place. 

In November 2013, the United Nations Support Office for AMISOM (UNSOA) took a 

specific initiative to support the SNA, particularly across the South Central Somalia. The 

international community provided a force of 10,900 Somalis with better equipment and military 

gear to fight Al-Shabaab forces. 

AMISOM tried quite soon to address the SNA training and logistic need; on the passing 

of specific UN requirements and standards. Designated SNA battalions then participated in joint 

operations with AMISOM along the biennium 2015-2017. UNSOA’s logistic support was very 

                                                 
72 Jubaland (Somali: Jubbaland), the Juba Valley (Somali: Dooxada Jubba) or Azania, is an autonomous region in 

southern Somalia. Its eastern border lies 40–60 km east of the Jubba River, stretching from Gedo to the Indian 

Ocean, while its western side flanks the North Eastern Province in Kenya, which was carved out of Jubaland during 

the colonial period. 
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relevant and comprised food supplements, shelter, fuel, water as well medical aid. From the 

EUTM-S side, initially the training activity was conducted independently from any other 

analogous initiative, but it was soon realized that a coordination plan would had been very 

profitable, not only to avoid duplication in the training activities that in this case were not very 

relevant, but mainly to avoid to train always the same units. 

All the advising initiatives were and are done under constant terrorist attack threats, every 

team movement should be carefully planned and coordinated including an extraction plan in case 

of ambush, the AMISOM Operation Room is always noticed about the EUTM-S movements. 

Since the 2015 an exchange of training programmes at J7 level started and by the end of the 

same year also the EUTM-S and AMISOM future-plan cells were involved. 

Some results and achievement started from the second half of 2015, Somali security 

forces and AMISOM troops launched a robust joined operation against Al-Shabaab in southern 

Somalia73. According to the Somali Federal Government the stabilization, efforts obtained 

consistent results in the newly liberated areas, a particular consolidation occurred in other 

already liberated areas, among them: Rab Dhure, Hudur, Wajid and Burdhubo. The pro-tempore 

UN SRSG, Mr. Nicholas Kay, highlighted that in the biennium 2014-15 occurred the most 

significant military gain since AU troops began operations in 2007. 

However, the general situation remained sensitive, with porous borders towards Ethiopia 

and Kenia and wide areas completely unpatrolled, there were continuing concerns that not 

enough was being done to revitalise and secure the newly liberated areas. 

From a more general security perspective, also the still pending fragmentation of the old 

Somalia in Somalia, Puntland and Somaliland is critical; another course of action was to 

harmonize the cooperation and coordination among this autonomous governments. 

On this issue, in October 2014, Federal Government officials signed in Garowe an 

agreement with Puntland, which said that the Federal and Puntland authorities would work to 

form an integrated national army. 

In April 2015, another bilateral treaty agreed and defined that Puntland would contribute 

3,000 troops to the Somali National Army. 

In May 2015, President Hassan Sheikh Mohamud and the heads of the Puntland, 

Jubaland and the Interim South West Administration signed a seven-point agreement authorizing 

                                                 
73 The first significant military operation took place in middle 2014, Operation Indian Ocean, where the American 

Forces conducted a consistent effort. The 1st of September 2014, a US drone strike in Southern Somalia killed Al-

Shabaab leader Moktar Ali Zubeyr. 
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the immediate deployment of 3,000 troops from Puntland for the Somali National Army, 

political leaders also agreed to integrate soldiers from the other regional states into the SNA. 

The reality beyond political intents and declarations was that the SNA still presented at 

the time a sufficient training but a very scarce operational capability, which was mainly due to 

the severe lack of equipment and resources and even worst a complete absence of a human 

resources management standard and lack of an effective Command & Control system. The 

Economist, in 2016, stated that the SNA did not exist as a cohesive force due to high rates of 

desertions and many soldiers being primarily loyal to clan leaders rather than the government. 

Several time the UN officials were not able to know where and if the trained units and 

soldiers had been deployed. 

The EU examined the strategy how to boost up the SNA capability, the only solution was 

to increase the training effort, quantitatively, and qualitatively, the quality requirements were 

addressed through the deployment of several advisers. In the same time a more strict reporting 

protocol was put in place. 

On 16 March 2015, the fourth Mandate of EUTM-S clearly addressed that whilst 

maintaining the bulk of the training activities a new focus would have become the SNA 

leadership. Insofar the mission has increased the focus of its advisory component on building 

long-term capability and capacity within the Somali Ministry of Defence (MoD) and SNA 

General Staff. This advisory will attention all the areas of the General staff including operations, 

plans, logistics, administration, and legal affairs. 

Additionally, a specific effort to pass the responsibility of all the training activities to 

SNA has been carried out through the Train the Trainers activities. By the end of 2018 the 

Mission, extended for an additional two year mandate, is beginning to plan to expand the 

activities outside of Mogadishu. 

A mentoring and training outcome analysis shows clearly that one of most negatively 

affecting factors resides in the powerful stakes and corrupt commanders. A generational and 

behavioural change was due. A very negative case occurred in the year 2011, when some officers 

had sold some newly delivered weaponry. This news reached the open source and media 

broadcasting with devastating effects, a in depth report from the International Crisis Group74 also 

                                                 
74 The International Crisis Group (ICG; also simply known as the Crisis Group) is a transnational non-profit, non-

governmental organization founded in 1995 that carries out field research on violent conflict and advances policies 

to prevent, mitigate or resolve conflict. It advocates policies directly with governments, multilateral organisations 

and other political actors as well as the media. The full report quoted in the main text could be found at: 

https://www.crisisgroup.org/africa/horn-africa/somalia/somalia-transitional-government-life-support 
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said that: “AMISOM’s efforts at assisting in formalizing the military’s structure and providing 

training to the estimated 8,000 SNA soldiers were problematic”. 

The evidence of an internal resistance against the establishment of an effective and 

accountable chain of command, affecting among others the composition of military units and a 

meritocratic troop roster, is given by the General Mohamed Gelle Kahiye case. Kahiye a former 

colonel in the Somali National Army, after the start of the civil war he moved to Germany, 

where he worked a Mc Donald’s company assistant manager. Subsequently he returned to 

Somalia, and was appointed Chief of Army on 6 December 2009 by the Transitional Federal 

Government (TFG). He was later dismissed along with other top commanders on 6 September 

2010 despite of his attempt to ameliorate the SNA adopting some kind of human resources 

management an reforms. He was definitively marginalized and criticized by colleagues and 

several political leaders. 

Since the inception of the EUTM-S a real a concrete difference in the training standards 

was achieved with the foundation of a new military camp for the army in the Jazeera District of 

Mogadishu. The 3.2 million $ construction project was funded by the EU and was completed in 

about two years work. 

In February 2014, EUTM-S began its first Train the Trainers course at the Jazeera 

Training Camp. Sixty SNA soldiers that had been previously trained by EUTM in Uganda took 

part in a four-week refresher course on infantry techniques and procedures, including 

international humanitarian law and military ethics. Sixteen EU trainers conducted the training 

and at the end of the course the Somali soldiers qualified as instructors to train SNA recruits, 

with mentoring provided by EUTM-S personnel. 

In February 2014, Chief of Staff General Dahir Adan Elmi announced that Somalia’s 

Ministry of Defence began holding military training inside the country for the first time, with 

Somali instructors now teaching courses to units that joined the armed forces. He also indicated 

that SNA leaders had created new numbered units for the army, and that the new soldiers’ 

uniform had the family name and unit number placed visibly on the front side. 

Through a coordinated initiative among UNSOA, AMISOM and the EUTM-S, the 

military implemented a new biometric registration system. Each new trained and armed soldier is 

photographed and fingerprinted. More than 27.000 national army soldiers and police officers had 

registered for the new biometric remuneration system. 

A team of EUTM Somalia advisors also started offering strategic advice in legal and 

managerial subjects to the Somali Ministry of Defence and General Staff. More in detail along 
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the biennium 2015-2016 a new Disciplinary Code of Conduct for the SNA was provided to the 

Somali authorities and a complete organizational chart of the Chief of Defence Staff was 

elaborated. 

The coordination among different international mentors and advisers was and is not easy, 

differently that the on-field training in this case is paramount a political synchronization or 

shared guidance in order to avoid submitting different policies affecting the same subject or 

application. In this case are also frequent the competition among different national systems, think 

only about in the different standards present at the same time in any international mission. 

In April 2015, the federal Ministry of Defence launched its new Gulwade Plan (Victory 

Plan), which provides a roadmap for long-term development of the military. It originated and 

developed with UNSOM technical support. The framework stipulated that international partners 

would have provided capacity building as well as assistance for joint operations to 10,900 SNA 

troops; these units come from various regions in the country. 

UNSOM coordinates international security sector assistance for the SNA in accordance 

with the SFG’s priority areas. It also provides advice on recruitment of female officers, general 

policy on recruitment minimum age and others appropriate disciplinary instructions for the 

military personnel as the general legal frameworks vis-a-vis the defence institutions, and a 

development strategy for the Ministry of Defence. At the same time, the U.S. Government 

funded the payment of 9,495 army allowances. 

Observing the large international commitment it could be said that after more than five 

years, the synchronization of the training activities with AMISOM and among the different EU 

CSDP initiative is largely accomplished it remains nevertheless completely untried with other 

players mainly operating through the bilateral cooperation strategy. 

Just to quote some case, in July 2014, the governments of the United States and France 

announced that they would have started to provide training to the Somali National Army; 

American military advisers were also dispatched in Somalia. The United Arab Emirates in 

August 2014 initiated a strong training project75, inclusive of the establishment of a new 

camp/facility in Mogadiscio and a complete military gear supply, analogous initiatives were and 

are done by the Government of Turkey and Egypt. 

                                                 
75 In May 2015, President Hassan Sheikh Mohamud officially inaugurated a new military training camp in 

Mogadiscio. Construction of the centre began in 2014 in conjunction with the government of the United Arab 

Emirates. Situated in the Hodan district, it is one of several new military academies in the country. 
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In September 2014, a Somali government delegation led by the current Prime Minister 

Abdiweli Sheikh Ahmed attended an international conference in London hosted by the British 

Government; the main focus of the initiative was the rebuilding of SNA and the enhancement of 

the security sector in Somalia. Ahmed presented to the participants his administration’s plan for 

the development of Somalia's military, as well as fiscal planning, human rights protection, arms 

embargo compliance, and ways to integrate regional militias. The summit also aimed to increase 

financial support for the Somali military. British Prime Minister David Cameron in turn 

indicated that the meeting sought to outline a long-term security plan to strengthen Somalia’s 

army, police and judiciary. 

The Italian Government took similar initiatives since the establishment of the FGS, and 

beside the Italian involvement in EUTM-S, we should also quote several bilateral reconstruction 

initiative. The most recent event was the three-day state visit of the Somalia President in Rome 

the last 19-21 of November 2018. The occasion was profitable to stress Somalia and Italy strong 

friendship based on mutual interests, trust and respect and to confirm the willingness to 

consolidate the cooperation in the SSR. 

All these efforts could only by coordinated on a second time at country level, mainly with 

a political guidance, when accepted by the parties, by UN. This is the reality of the international 

framework, all that is outside the Mission is eventually self-standing, operates by itself and not 

necessarily the coordination is welcome. Having told that the aforementioned initiatives have 

been in the complex properly integrated, through a wise exchange of information, in the overall 

international reconstruction effort. 

In the last three years, starting from 2015, the Federal Government committed hardly, 

following UNSOM and EUTM-S guidance, to establishing a sufficient logistic international 

standards, the initial effort concerned the ammunition and weapons storage and management. To 

this end, capacity building for the physical management of arms and bookkeeping was being 

developed, and new depots, facilities and armouries were being constructed. 

The real situation on the field is today transformed, with a local economy booming and 

affecting all the country. Securing the capital allowed AMISOM to move into the second phase 

of its original concept of operations, deploying across the country and expanding the authority of 

the state. 
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Maximize the Coordination and Cooperation Sinergy the present time and future 

challenges 

Currently all the international actors involved in the Somalia Crisis emphasize the overall 

good coordination and cooperation between UN/UNSOA, AMISOM, EUTM-S and the other EU 

Missions, that is actually true, but we should not forget that the international commitment is now 

entering in its ninth year of deployment in that region. 

The first mandatory question is insofar: why it did take a so long time to obtain this 

coordination between the different international organizations? Why also from the military 

civilian cooperation the initial results were very scarce? A definitive answer is not easy to be 

provided. Surely the different national standards and perspectives influenced the deployment as 

well the operational mood, at the same time it should be stressed that the pivotal point for a 

successful Coordination and Cooperation effort reside largely in the Mission Mandate, it should, 

since the very beginning of the mission, contemplate and provide specific coordination structures 

and processes. The Somalia case remains however a complex mission arrangement where several 

international entity plays at the same time. 

Surely, a clear and direct UNSC Mandate, together with other strategic guidance, are 

paramount for successful operation on the field. In the EUTM-S case, instructions and provisions 

for field-level operational synergy are also included in the EU Joint Action and in the form of 

EU-AU exchange of letters. 

Furthermore about the coordination and cooperation in the field, the most relevant factor 

remains for the different executives and HoMs to agree and share common operational 

procedures for a proper interaction and information sharing. 

The mechanism for cooperation could vary from a dedicated telephone line to regular 

meetings in a formal forum with a common agenda, in this case the forum might benefit from 

being convened on an overall and comprehensive implementation plan. 

Also the deployment of dedicated liaisons officers usually pays high results, definitively, 

however coordination and cooperation are always dependent on personalities. 

As a general recommendation, these are the golden rules for a successful coordination 

and cooperation but is far easier to discuss them from a theoretical point of view than to 

formulate and to apply in the concrete case of intervention and deployment. We conclude this 

short survey saying that we would be happy enough if future missions will at least avoid the 

rampant mistakes done by previous negative experiences. 

  



Handbook for Intensive Course IMLA – Leadership in Practice 

 

 

 
 

141 
 

  

LIST OF ABBREVIATIONS AND ACRONIMS 

 

AMISOM  African Union Mission in Somalia 

AoR   Area of Responsibility 

AU   African Union 

CAR   Central Africa Republic 

CEPOL  European Police College 

CFSP   Common Foreign and Security Policy 

CHoD   Chief of Defence 

CIMIC   Civil-Military Cooperation 

CIVCOM  Committee of Civilian Aspects of Crisis Management 

CIVMIL CELL Civilian-Military Cell 

CIV-MIL  Civilian - Military 

CMC   Crisis Management Concept 

CMCO  Civil-Military Coordination 

CMPD   Crisis Management Planning Directorate 

CoE   Center of Excellence 

COS   Chief of Staff 

CPCC   Civilian Planning and Conduct Capability 

CRC   Crowd and Riot Control 

CSDP   Common Security and Defense Policy 

DDR   Disarmament, Demobilization and Reintegration 

DPO    Department of Peace Operations (Former DPKO – Department for  

   Peacekeeping  Operations) 

DUS   Directive for the Use of Force  

EC   European Commission 

EEAS   European External Action Service 

EGF   Eurogendfor 

ESDC   European Security and Defence College 

ESDP   European Security and Defence Policy 

EU   European Union 

EUFOR  EU Force 

EUMC   European Union Military Committee 

EUMS   European Union Military Staff 
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EUPST  European Union Police Services Training 

EUSR   European Union Special Representative 

EUTM-S  European Training Mission in Somalia  

FGS   Federal Government of Somalia 

FPU   Formed Police Unit 

HQ   Headquarters 

HoM   Head of Mission 

HR/VC  High representative/Vice-President 

HR/VP  High Representative /Vice President 

ICP   Incident Control Point 

IHL   International Humanitarian Law 

IHRL   International Human Rights Law 

IPTF   International Police Task Force 

IPU   Integrated Police Units 

ITS   Integrated Training Service 

LEO   Law Enforcement Official 

LO   Liaison Officer 

MATE   Mentoring, Advising and training Element 

MEDEVAC  Medical Evacuation 

MMA   Monitoring, Mentoring and Advising 

MoD   Ministry of Defense 

MONUC  UN Mission in the Democratic Republic of Congo 

MP   Military Police 

MPCC   Military Planning and Conduct Capability 

MSU   Multinational Specialized Unit 

NAC   North Atlantic Council 

NATO   North Atlantic Treaty Organization 

NGO   Non-Governmental Organization 

OCHA   Office for the Coordination of Humanitarian Affairs 

OPCEN  Operation Centre 

OSCE   Organization for the Security and Cooperation in Europe 

PLAN   Proportionality Legality Accountability Necessity 

PoC   Protection of Civilians 

PSC   Political and Security Committee 
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PSO   Peace Support Operations 

ROE   Rules of Engagement 

RoL   Rule of Law 

SASE   Safe and Secure Environment 

SFA   Security Forces Assistance 

SFOR   Stabilization Force 

SNA   Somali National Army 

SP   Stability Policing 

SPU   Stability Policing Unit 

SSR   Security Sector Reform 

STM   Standard Training Module 

TACON  Tactical Control 

TFG   Transitional federal government 

TT   Training team 

TTP   Tactical and Technical Procedures 

UN   United Nations 

UNITAF  Unified Task Force (US lead) 

UNOSOM I  United Nations Operation in Somalia I 

UNOSOM II  United nation Operation in Somalia II 

UNPOS  UN Political Office 

UNSOM  Unite Nations Assistance Mission in Somalia 

UNSCR  United Nations Security Council Resolution 

UNSOA  United Nations Support Office for AMISOM 

USA   United States of America 

UN   United Nations 

UN DPKO  UN Department of Peacekeeping Operations 

UNPOL  United Nations Police 

WEU   Western European Union 

WFP   World Food Programme 
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