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As Marines go through their careers, most are caught up in the moment at work and at home and thoughts of retirement seem distant.  The reality is, however, that all of us must leave the Marine Corps at some point.  What is even less considered is that the average global retirement age is between 55 to 70 years meaning that Marines can expect to spend as long a time in a second career as a first.  As life after the Marine Corps draws closer, are we prepared to lead outside the Marine Corps?  Are leadership traits and principles taught to all Marines relevant in civilian work?  Is leadership defined differently depending on the industry or does understanding and becoming an effective leader change with the emerging integrated global economies?  Finally what can we as Marines do to prepare ourselves to lead in our next careers?   
  Influencing Others  

After selection to the Corporate Fellowship Program I began to wonder whether I was prepared to enter corporate America after retiring from the Marine Corps.  The Fellowship Program consists of nine officers representing all the services who are assigned to corporations for a one year period.  The intent is for those officers to bring best practices back to the Department of Defense.  Beginning in July there is a month long orientation consisting of three weeks in Washington DC meeting with military and civilian leaders from across government and a week spent in an executive education business program at the University Of Virginia Darden School Of Business.  As we discussed the basics of financial performance and accounting that week at the Darden School, I continued to question whether I was prepared to lead in a second career.  


 A Google search for leadership during the spring of 2010 produced 139 million entries. The large number of results was predictable. Take a stroll through any book store business or self help section and look at all the material aimed at helping you become a leader. Or sift through your e-mail solicitations for experts’ advice on what will make you a better leader. A multitude of authors such as John Maxwell or Steven Covey provide their thoughts on what makes leaders successful, each providing a list of leadership traits and principles to follow. General Tony Zinni’s book, Leading the Charge: Leadership Lessons from the Battlefield to the Boardroom, suggests Marine leadership traits and principles are a good start and argue that the changing context of the world demands the inclusion of other attributes for effective leadership. Everyone seems to have a different take on what makes us better leaders.

 I interviewed several retired Marines who currently work or have worked outside the defense industry.  Some of these former officers felt what made them successful as Marines would make them successful in any endeavor.  The former Commandant of the Marine Corps, General Charles Krulak, who has also served as CEO for MBNA Europe and is a director on several corporate boards, stated, “Marines are in high demand in the corporate world because of their leadership (understanding of authority, responsibility and accountability), focus and discipline.”  Gen Krulak applied his style of getting out and “kicking boxes” as his method for learning and gaining an understanding of business.  He believed that leaders cannot be held captive by their schedules and encouraged a technique to get out and seek information from others.  “Kicking boxes” meant blocking time in the daily schedule of a certain number of days a month to visit outlying offices.  During his visits he would tell employees that they know more than he does and he was there to learn from them. The general would publish his schedule so everyone knew when he was not in his office.       


Brigadier General Thomas Draude, a former senior executive with USAA serving in their Federal Savings Bank and Property and Casualty Department and current President and CEO of the Marine Corps University Foundation, believes leadership does not change because of the times or business because leadership is all about people.  As leaders he thinks that we need to remind ourselves that knowing our people is more than just knowing their names (reinforcing the Marine Corps leadership principle of “know your Marines and look out for their welfare”).  


Joining DuPont in 2009 and being immersed in a new environment led me to better understand the basics of business management (easing my earlier concerns regarding my preparation for entering corporate America).  Further throughout the year as I visited other corporations and listened to the experiences of my peers in their assignments, I came to believe that Marines are indeed well suited for leadership roles in any industry. 
Marines as Executives: Experience 
     
The Marine Corps has 11 leadership principles and 14 leadership traits that are taught to all.  Many Marines will remember the leadership traits being a unit of measure for performance captured on fitness reports.  If you compare the leadership principles and traits in the myriad of books, you will find many similarities with those of the Marine Corps. The companies visited during the fellowship also used similar traits and principles as the core of their leadership programs. That makes sense because basic characteristics such as integrity, initiative, judgment and decisiveness are important for any leader.  These similarities should serve to reinforce the message that while there is no magic solution for effective leadership, there are basic character traits and principles required—regardless of who is being led, Marines or civilians.  For Marines, the message should be that the Marine Corps’ leadership traits and principles are highly relevant as the foundation of their leadership skills.  
Despite the parallels, there is one important differentiating factor I observed separating Marines from other organizations or corporations—experience.  Experience enables a leader to determine how to apply leadership skills to given situations.  The amount of experience as a leader is what separates Marines from their corporate peers making Marines well suited for leadership positions in second careers.  
Marine officers are placed in leadership positions upon entry to the operating forces and have subsequent opportunities at each rank in their careers.   The corporate world does not usually place new hires directly into leadership positions with as broad a responsibility as their Marine counterparts.  As an example, any well trained Marine unit can operate successfully across the spectrum of conflict.  The tempo of operations, flow of information, integration of technology, and the complexity of organizations are factors in the corporate world similar to the variation in the spectrum of conflict Marine leaders, regardless of rank, are expected to operate within.  This is not to say the corporate world does not grow good leaders; I have met some outstanding individuals during my fellowship who have been in several leadership positions in their careers from shift supervisors to plant managers or district and regional sales managers.  The time I have spent to date as a fellow in the business world, however, reinforces my view that leadership does not change because of the times or industry.  In my work in a corporate setting, I have not observed a single situation where I did not have an experience from my career as a Marine to draw upon for reference.  
Marines as Executives: Managing Change
     
If  one believes that leadership encompasses more than traits and characteristics and that it is really about leading strategic changes (who becomes a leader to keep everything the same?) then a strong argument can be made that the Marine Corps prepares its people with the needed skills to manage the change process.  Members of the Marine Corps face a variety of situations throughout their career.  Deployments and two-to-three year tour lengths means Marines can expect to serve in numerous billets and be exposed to multiple cultures throughout their careers.  The corporate world does not have an up or out environment so individuals tend to stay in the same position or location for longer periods.  While conducive to building expertise in a particular field, that practice does not provide the broad experience base of development gained by having multiple jobs.  Global companies do provide opportunities for some of their employees to be exposed to other cultures especially for those who actually live abroad.  Yet those opportunities are becoming limited—the costs associated with it and a desire to hire locally in order to develop regional expertise is limiting the number of ex-patriots working overseas.  
     Each summer Marines check in and out of units creating changes in the organization.  Additionally units change their leadership every 18-24 months thereby creating organizational change.  On a larger scale units are rotating in and out of theater also creating change.  Change is a given fact of life in the Marine Corps and a leader’s ability to deal with change is a critical skill. With Marines changing jobs and locations so often (experiencing both personal and organizational change), we learn to internalize two traits necessary to lead successful change—flexibility and adaptability.

While at DuPont this year I witnessed a corporate reorganization. How the personnel piece is handled during reorganization is as important as delivering the financial results.  It took a long period of time to get everyone placed into their new positions and establish the new management procedures and processes.  Part of the reorganization is the reality that some employees lost their job in the new structure.  This was a particular challenge during my fellowship as the new structure went into effect after the New Year.  It became clear that employees must see respect and dignity as managers and the company deal with employee cuts.  Negative effects often associated with downsizing and restructuring were limited because managers offered departing employees dignity and remaining employees the support and guidance they needed to work through the loss of friends and peers in their workplace. The business delivered on all its corporate financial goals for the first time and it was cause for celebration, the festivity was measured due to many colleagues leaving the company.  This was a valuable leadership lesson for me as the business leader thanked everyone for their performance while acknowledging that a larger sacrifice was made by some for the good of the company.   


Another aspect associated with DuPont’s reorganization was the evolving approach to change while determining a comprehensive plan and executing.  Change always has some element of friction and frustration associated with having to do something different from the way it was being done.  However, the faster you can initiate the change the quicker an organization can deal with the issues associated with it.  The longer the change process takes, the harder it is to deal with because employees were comfortable with the old routines and “way of doing things” and may become resistant to change efforts.  Additionally, a positive message needs to go out to employees reinforcing the change action and encouraging the importance of their efforts to making the change process successful.  This goes hand in hand with having a champion for employees to rally around during the change.  The challenge for effective change managers is to understand the tools for effecting change and the importance of managing resistance to change—another leadership lesson reinforced during my fellowship. 
 Marines as Executives: Seeking and Taking Responsibility   
 
The Marine Corps leadership principle of “seek responsibility and take responsibility for our actions” is behavior resident in the corporate world yet one that varies from corporation to corporation based on environment and culture.  Marines are taught to constantly seek more responsibility as a way to gain more experience and to set yourself apart from your peers.  And the up or out military environment reinforces that behavior.  In the corporate world, the difference is that sometimes employees are content to stay in their lane and current job—many don’t want the stress that may come from added responsibility or indeed the pressure of leadership.  While on the surface it may appear as simple laziness or lack of self confidence, there are really several very valid reasons why some employees don’t progress. For example at DuPont there are chemists and engineers who are the top in their fields and have no desire for management positions because they love the intellectual and academic pursuit of their work and don’t want to leave their laboratories.  Marines may experience similar behavior as promotions stop and family decisions become more important; however, that is usually not until the end of a career.     
Marines as Executives: Succession Planning 

The Marine Corps expects leaders to develop subordinates to be ready to fill billets laterally or vertically in a unit. We are taught that everyone is replaceable. Leaders in the Corps learn to know a commander’s intent two levels up to ensure continuity of leadership and action. The constant drive to make certain that subordinates are developed to replace the next level of command is not as common in the corporate world.  
Corporations conduct succession planning to address employee progression and fill in personnel gaps. That process includes identifying  employees who are top performers (called high pots).  At DuPont, and many other Fortune 500 companies, succession planning takes place within  human resources that support the business leadership team.  It is not human resources’ job alone to place or track an individual’s career.  Employees are indentified as being capable or unable to do the job at a particular level.  Those believed to have potential for more responsibility but need more time in a billet are left in place or given a particular project to learn attributes necessary and build leadership skills.  For employees who are deemed fast movers or top performers greater opportunities are provided either within a business or in another business unit within the corporation with an eye to groom those individuals for top management.  This methodology takes place at all levels.  Leaders are encouraged or required, depending on the corporation, to ensure subordinates have a personal development plan.  

     
Leader involvement in career progression and development is an area I think the Marine Corps could learn from industry.  Some Marine leaders do better than others communicating on behalf of their Marines with the monitors and manpower.  During my fellowship I observed that corporate leaders are more hands on in determining the future for their subordinates.  
An area corporations don’t address well is filling positions when there are sudden gaps due to illness, injury or retirement.  Whereas when the Marine Corps fleets someone up, or in the case of command the executive officer steps up, a replacement is always at hand to take over the vacancy. Corporations don’t necessarily function that way.  What happens is functional leaders absorb the duties and responsibilities created by the unplanned gap within the business. For example a finance manager would absorb the responsibility of the subordinate financial manager until the finance leadership could find a replacement.  
Marines as Executives: Accountability     
The Marine Corps ingrains in all Marines that they are leaders regardless of billet— whether in command of a unit, supervising an office section, or executing a task with another Marine, someone is always in charge.  The Marine in charge is accountable for the actions of the Marines below them both good and bad.  There is no substitute for being in a leadership position and accountable for the actions of others.  

This is not the same in the corporate world.  Accountability is more a view of ownership.  While authority and responsibility are concepts commonly understood, accountability is not as widely understood by corporate leaders in the same sense that Marines are taught.  In the Corps accountability cannot be delegated and a leader is accountable for everything the organization accomplishes or fails to do.  Ownership of a process that is not always as clear in the corporate system means that accountability for results is also unclear.  In some instances, the organizational structure creates confusion over who is accountable. Several of the other fellows made similar observations although there was one or two who said that accountability was crystal clear at their corporations. For example at Apple Inc. employee accountability was understood and actions were swift for those who failed to deliver.  

     
A pitfall for any organization, Marine or civilian, is empowering subordinates by giving a junior leader responsibility for a project without the authority required to successfully accomplish the job.  The more experiences Marine leaders gain, the greater the understanding of authority, responsibility, and accountability.  Further, as they get experience, Marine leaders gain an appreciation for delegation.  Delegating without micromanaging is widely written and spoken about however only through experience is it truly learned.  Junior Marines experience the difference between hands on leadership and micromanaging.  Eventually they find the balance between trust but verify without creating an environment of distrust or micromanagement.  

     
Today many corporations utilize a matrix organizational model for their organizational design.  This organizational model is effective for firms that are project–driven but requires discipline and leadership to make sure that all important information is shared.  This model makes multiple leaders responsible and accountable for operational performance which in turn can create an environment where everyone is accountable and yet no one is accountable.  It is clearly a senior leader’s responsibility to prevent these situations by clearly defining who is accountable for what actions.  This reinforces two Marine Corps leadership principles:  1) “Develop a sense of responsibility in your subordinates” and 2) “ensure assigned tasks are understood, supervised and accomplished.”       
Marines as Executives: Human Capital
     
The Corporate Fellowship Program provides an opportunity throughout the year to visit the other participating corporations in the program.  These visits consist of discussions with senior executives covering a wide variety of subjects.  A common subject discussed at each corporation is the development of human capital.  DuPont has had excellent development programs over the years but cost cutting measures have rendered these programs as easy targets.  DuPont, like most successful corporations, recognizes the need to develop their people in order to retain and cultivate future potential in their top talent.  DuPont is in the process of reinstituting a corporate program for their top performers from entry level leaders to senior executives.  However, observations both at DuPont and other corporations lead one to believe only top performers are offered development program opportunities leaving the larger population to seek development on their own.  The Marine Corps’ approach to professional military education (PME) where all Marines are required to complete requirements for each grade is a foreign concept to some organizations.  The requirement to complete PME and leaders reinforcing the use of the Commandant’s reading list is a critical component of the Marine Corps being a learning organization able to adapt to changing environments.    
     
With the downturn in the economy, some corporations continued to invest in education and development for their employees in order to have employees well trained and ready to exploit the economic recovery.  Many corporations, such as Caterpillar, NCR and Accenture, have campuses for training and education similar to the Marine Corps University in Quantico.  As a point of reference, Marine Corps University has a total of 301 hours devoted to leadership specific instruction at the Expeditionary Warfare School (28 hrs), Command and Staff College (159.5 hrs) and Marine Corps War College (113.5 hrs).  The Marine Corps’ institutional emphasis on professional development is an area that sets us apart from corporate America.

Marines as Executives: Recommendations
     
Much as we mapped our trajectory path to become the best in the Marine Corps, we can ready ourselves with the same energy for a second career outside of it.  Given my year in the corporate world, I have several recommendations that could act as a guide for Marines who are thinking about what is next.

The first step would be to conduct a mission analysis.  This analysis begins with Marine leaders taking an introspective look to determine who they are and what is important to them—be clear about your own values.  If a second career field has been chosen, begin to indentify educational gaps to focus self study.  Next leaders must understand their environment and human terrain which can be done with focusing on the culture (Corporate, office and local cultures) and subordinates.  Then the leader must understand their industry, key players, and how they compete.  The last part is about learning the new organization’s capabilities.  
As part of the introspective look preparing for a second career, leaders must identify their absolutes—what they will and will not tolerate.  This personal reflection reinforces the Marine Corps leadership principle of “know yourself and seek self improvement.” Marines need to establish a plan to prepare themselves for their second careers covering how they will learn the business of the business.   Reading should be at the foundation of a Marine’s plan.   Gaining an understanding of business reinforces the Marine Corps leadership principle of “be technically and tactically proficient.”  Additionally, Marines need to stay in tune with technology in the work place as it may require them to be more tech savvy than they were as Marines.  

     
As part of the leadership principle “knowing yourself” a Marine leader needs to ask if they desire to be world wide deployable in their second career?  Coupled with this question is how hard do they want to work to learn a new business?  These are fundamental questions in shaping what a Marine does in their second career.  Several Marines interviewed stated they would not change the job they took but said they had underestimated the amount of work associated with learning the drivers of their new business.  The decision to not move anymore also directly impacts the type of position a Marine can expect to receive after retirement.  To be promotable in most corporations, Marines must maintain a willingness to relocate as required.         

     
Another aspect of preparing for a second career is leaders must understand the drivers of their business and the levers they can pull to effect change.  An example is a business leader who knows what drives profit and loss and understands actions available to affect better financial performance.  Marines are also taught to seek an understanding of an issue and be aware of what levers or actions they can utilize to influence a situation.  One way to improve experience is to learn through others—informing one’s self.  Reading programs such as the Marine Corps Professional Reading Program provide Marines an informal self-paced opportunity to read about a variety of subjects important to the Marine Corps.  While some businesses do have corporate reading lists, this means for professional development is not as widely used in corporations.  However, many corporations do have development programs designed to provide tools for their leaders and develop depth in leadership talent.  These programs in many corporations are limited to only the top performing unlike the Marine approach of ensuring all officers participate in professional military education.  

     
As Marines we have been taught leadership traits and principles that include the principles of warfighting that represents the application of leadership.  I recommend Marines reread MCDP 1 Warfighting as part of the preparation for a second career.  That book highlights the similarities between the Marine Corps’ philosophy on warfighting and what I experienced in the business world at DuPont.  Although I would not define business as war, many of the principles have applicability.  And there are plenty of business books that refer to Sun Zu making parallels between war and business.  There are, however, few books as easily read as MCDP 1.  Marine leaders should use the characteristics and concepts of the nature and theory of war as another lens to reflect on leadership in their careers.  In MCDP 1, chapter 3 “Preparing for War,” Marines can find concepts such as professionalism, organization, training and doctrine they can use to think about how to lead successfully in corporate organizations.  The book reminds Marine leaders it is important to have a philosophy for conducting business underlying operations such as the Marine Corps philosophy of maneuver warfare.   
     
Marines preparing to lead in their second careers need to also understand current process improvement tools such as six sigma.  Six sigma is a methodology for improvement with associated tools for problem solving.  Many companies require their managers to have a certain qualification in six sigma.  DuPont required at least a green belt.  Along the same lines it would be wise to become familiar with “lean management.”  There are several books on lean processes which are essentially a way to add value to a business through waste reduction, reducing inventory (raw material or finished product), increasing production with efficient layouts, and ultimately improving quality.  Six sigma and lean management are examples of areas or potential certifications that Marines should know a little something about as they approach industries they are seeking to work at in their second career.    

There are several lessons from the Marine Corps Family Readiness Program leaders can take with them in their second careers for example the volunteer management and recognition and family programs.  Corporations have numerous employee benefits programs and it is important to ensure subordinates be kept informed of what is available.  

     
A challenge for corporations is their diverse and dispersed work force.  Many employees and work sites are geographically separated making it critical for employees to know they are not forgotten and their leadership supports them.  The dispersed work force makes the Marine Corps leadership principles of “knowing your Marines” and “keeping them informed” a challenge.  Technology has provided many tools to connect with distant locations such as video teleconferencing or using “netmeetings” on personal computers.  However, technology is not a substitute for leaders getting out to experience first hand the environment of the work force—an area where Marine Corps trained leaders can add tremendous value to any corporation that hire them.   

 Marines as Executives in Second Career
Corporations look to hire Marine leaders and expect them to apply their discipline, focus, and leadership skills developed throughout their career in the Marine Corps.  It is important for Marines to realize they have all the tools to be successful in a second career and it starts with taking time to reflect on his or her journey as a Marine. Companies are looking to hire Marines for their qualities and tenants learned as a leader of Marines. Corporations look to hire Marines as leaders—not necessarily as experts in the field of business.  These corporations are looking for individuals with experience in leading people and making decisions verses the best marketing or finance person for executive positions.  The Marine Corps places a premium on decision making as reflected in the Marine Corps leadership principle of “make sound and timely decisions.”  The ability to make a decision should not be underestimated as some organizations have risk adverse cultures that cause leaders to be hesitant.

During the Marine’s career they should identify gaps requiring self study.  Leadership does not change based on what industry a Marine chooses or the social times since leadership is about people.  The leadership traits and principles taught to Marines are valid regardless of the generation of Marine.  As Marines, we are in the people business—leading people is what we do.  As such, what makes a Marine leader successful in the Corps will make them successful as a leader in a second career.  While the context may be different, the experiences and tools gained through leading in the Marines can be directly applied to the corporate world.  The fundamentals of effective leadership do not change. 
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