Standard Debrief & Evaluator Guidance

FLAC Leadership Evaluation 

A.  Standard Debrief:
1.  After the allotted time for the FLAC has expired, advise the team leader being evaluated that he/she is going to be debriefed and direct him/her to move away from their team and prepare note-taking gear (direct the subordinate team members to reset the FLAC).
2.  Instruct the team leader being evaluated to write down these three (3) things: “DM” (for decision-making), “CS” (for communication skills), and “LCP” (for leadership and command presence).
3.  Then ask the team leader, “Of these three areas I am evaluating you on, where do you think you are the weakest and need to improve based off the FLAC you just conducted?”
4.  Try to foster self-analysis / self-improvement and accountability for his/her own actions.
5.  Limit your Debrief to the topics on the FLAC Leadership Evaluation (on the front of this form).  Keep the Debrief under five (<5) minutes.  Give constructive criticism to the leader.  Identify which abilities the leader has problems with and the abilities he/she displayed well.  Give the leader recommendations on how to improve. 
B.  Evaluator Guidance:  Below are some questions you as an evaluator can ask yourself during and after the evaluation about the team leader being evaluated.
    I. Decision-Making: 
        a) Planning / Preparation Decisions:

· When given a period of time to plan for an event, how is the Leader’s planning skills?  Was the initial plan well thought out or merely a check in the block?
· Was the plan developed from founded assumptions?  Were they accurate assumptions? Why/Why not? (Refer to knowledge and preparation)
· Is the leader making comfort-based decisions or legitimate decisions? Was the leader able to make decisions in a timely manner? Did the leader make effective use of his/her time?
· Leader’s reaction to feedback (Does the leader use advice of team/squad members, look to peers for answers, or completely turn internal because leader fell “in love” with the initial plan?)

        b) Bias for Action / Execution Phase:

· How is the leader’s decision-making ability at the point of friction?  Does the leader hesitate or become indecisive at the point of friction or does he/she adapt, react and excel in the face of adversity? Provide an example.
· Does the leader’s decision-making ability change when the pressure is turned up during the execution phase? (Some struggle with a changing situation while others strive in the face of conflict.  Does the leader’s OODA-loop become tighter or unravel when requiring a bias for action).  OODA-loop is a four-step mental process:  Observation, Orientation, Decision and Action.  Each party to a conflict first Observes the situation, then, on the basis of that observation, Orients (make an estimate of the situation).  On the basis of the orientation, a Decision is made.  Finally, the decision is implemented- the leader Acts.  The OOD loop cycle is a continuous process.
· Does the leader focus on comfort-based decisions?
· Does the leader look to highly respected peers for answers/guidance?
· Is the leader hesitant due to a lack of knowledge/experience?  If so, if suggestions are offered/explained, does the leader become more decisive or does the leader still rely on others or let others lead him/her to the water?  
· Was the leader dysfunctional outside his/her comfort zone?

II. Communications:
        a) Briefing Delivery:

· Did the leader’s briefing have enough content for the mission?  Did the brief make sense?  Did he/she leave out any crucial information?  Did the brief have a logical progression?
· If the leader made a major deviation from the elements of a proper briefing (IE: IRPG inside back cover), did he/she do so for a good reason or was it done out of ignorance?
· Did he/she take too long to issue the brief? 
· Did the leader confidently present the brief and inspire confidence in his/her team members?
· What were the leader’s overall communication skills during the brief?  Was the leader confident, comfortable and/or commanding?  

        b) Execution Phase:

· How did the leader communicate during execution of the training evolution to his/her peers?  
· Did the leader change/adjust communication tone when facing adversity?  Did the leader become more directive or commanding? Did the leader internalize, allowing peers to overrun his/her communication? 
· How were the leader’s non-verbal communication skills throughout? (Posture, poise, presence, physical courage)

III. Leadership and Command Presence:
· Did the leader display command presence (Poise, posture, pronunciation, confidence) throughout the FLAC?  Examples can be eye contact, issuing tasking statements to team members, etc.
· Was the leader able to "take charge" of the situation?  Does the leader realize he/she, alone, is accountable for mission success/failure?
· Was the leader able to make the "unpopular decision" if called upon to do so?  Did he/she take the easy way out?
· Did the leader display command presence, influence, and confidence throughout the evolution?

· Ability of leader to inspire his/her team members through use of the three leadership styles (Directing, delegating, participating) and/or strength of character.  
· Did the leader accomplish or not accomplish the mission?  Did the team/squad accomplish the mission in spite of or because of the leader?
· Did the leader inspire confidence in his/her team members?
· Did the leader make effective use of his/her team members?  (strengths, abilities, capabilities)
· Did the leader earn the respect of his/her peers?  Did the team members respond well to his/her orders or did they obey only because they had to?
· Did the leader set a good example?  Could you, as the evaluator, see yourself following this leader based on his/her leadership potential (try not to let your tactical knowledge/experience bias your assessment)?
	Last Name, First Name
	Agency
	Unit / Identifier

	
	
	


	I. Decision Making:  Ability to rapidly develop a plan tempered by sound judgment.  Willing to execute a 70% solution and make adjustments as needed.  A rash or reckless decision is undesirable.  The purpose is to develop a bias for action, while under stress, that will make the difference between success or failure in many circumstances.

	Assessment:
	Observed
	Did Not Obs

	A. Independent Problem-Solver (made decision on the initial plan as the leader)
	
	

	B. Effective use of time (time to develop or change plans/ bias for action)
	
	

	C. Effective decisions (came up with a solution to the problem)
	
	

	D. Decisive at points of friction or changing situations
	
	

	E. Reaction to unknowns and/or uncertainty
	
	

	Comments: Supporting information in regards to grading.

	


	II. Communications:  Ability to take in information and convey necessary elements to others in a clear and concise manner using direct statements.  Organization is present in communication following the elements of a proper briefing.  The ability to communicate effectively is an integral part of being a competent and effective leader; a leader must be able to redeem the five communication responsibilities and put a decision into action.

	Assessment:
	Observed
	Did Not Obs

	A. Briefed  team on situation and communicated “Leaders Intent”
	
	

	B. Covers the elements of a proper briefing (IE: IRPG inside back cover)
	
	

	C. Tasks delegated to team members in accordance w/ their skills and abilities
	
	

	D. Redeems the five communication responsibilities
	
	

	E. Ensures there is a skilled facilitation of the After Action Review 
	
	

	Comments: Supporting information in regards to grading.
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	III. Leadership & Command Presence:  Ability to take charge of a situation.  The appearance of leadership through confidence and strength.  Leaders are expected to decide, communicate and perform under stressful conditions by overcoming fog and friction and adapting to ever-changing situations. Leader should clearly be the one in command.  Soliciting input from others is acceptable; leadership by committee is not.  Leaders focus actions on the immediate threat while maintaining good situational awareness of the overall mission / environment.  In confusing and uncertain situations, a good leader will provide purpose, direction and motivation.  Leader should keep the team moving toward success by balancing tact, supervision and personal example.  Not based on tactical mission success or failure.

	Assessment:
	Observed
	Did Not Obs

	A. Confident & Authoritative appearance
	
	

	B. Take charge (of assigned resources)
	
	

	C. Demonstrate initiative
	
	

	D. Supervision at scene of action (focus on mission accomplishment)
	
	

	E. Sought after by team members for directions and/or guidance 
	
	

	F. Willingly accepts suggestions from team members
	
	

	G. Establishment of situational awareness (focus actions on immediate threat)
	
	

	H. Communicate by giving specific instructions and asking for feedback
	
	

	Comments: Supporting information in regards to grading.

	
	
	


	Overall Evaluation of FLAC Leadership Performance:




