BUILDING A LEADERSHIP TEAM

Medical students responsible for a large event discover early in the planning process that if they were to do every thing by themselves, they would be overwhelmed and frustrated.  The means to creating balance between the passionate attention required to plan a retreat and the persistent duties intrinsic to being a medical student is sharing the responsibility of the event with a core group of students.

We will spend a few minutes during the training session identifying the likely players on your retreat planning team to investigate and plan the retreat and promote it to other students.  You have options.  If you choose, you can create the vision for your retreat and work with others to make it happen.  If you choose, you can share the vision and the work becomes a group effort with everyone having a vested interest.  Both can be too challenging, both can work well.  Keep in mind, that it will be important to recruit collaboration with other schools in your region early in the planning stages so that they have a shared interest in creating the retreat (read share the work involved in having a successful event).  

This is really where you retreat is born! This is the FIRST step in creating your retreat. You need a small group of committed people to form your core team. Being part of a retreat planning team is hard work, but truly an incredible experience, different from being a retreat participant. You will probably need about 3 people to plan a small retreat.

Getting Started: The Core Planning Committee

· Choose other coordinator(s) for the retreat (immediately after the National Retreat)
· Chapter officer – remember, s/ he has other responsibilities for the year also, but at a minimum it will good to enroll them as endorsing your retreat

· Active member(s) – super-organized, experienced, energetic, delegates well.  Draw on your experience or word of mouth.  Bring students with previous experience and success planning events into the fold early.  Ideally, your core group will all be holistically inclined folks of the same mindset, however do not rule out collaboration with a skilled event planner who thinks inside the box. 

· If possible, consider choosing students from different years or programs so that both aren’t busy at the same times.

· A good team = less burn-out and more fun, plus you get to share the vision and planning experience with others.  A good number is 1 core member: 10 student participants expected.

· Select your Core Planning Committee to
· Choose a Theme– “provocative and fun, stimulating yet concise”.  Cultivate humility and inclusion.  We recommend that you repeat the quick group consensus exercise from Tab 1 so that a shared vision is created. 

· Choose the Date(s) – keep in mind 1st, 2nd, and 3rd year exam schedules, main events at the school (home football games), other AMSA events, etc.   Once this is place, meet again to create a Timeline and solidify central roles and responsibilities.

· Discuss Mentors 

· Choose potential Locations 

· Create a Budget and appoint one person to attend to Finances and Fund Raising.  This is often the least desired and most important responsibility.

· Get Input – throughout the process, share your ideas and questions with the people in your medical school community (Dean of Student Affairs, listserves) and the National HuMed community
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Delegation

Delegating responsibility is essential to success of any large event and it makes the coordinators' lives much easier.  It also makes for a better retreat. When members are given responsibility, it entices them to get involved in the retreat and in AMSA. It also gives them a sense of ownership in the final product. Most importantly, members get to share in the fun when they contribute to the retreat.  Encourage first year students to get involved in AMSA by assigning them specific tasks or coordinator positions.  

Depending on the workload of the retreat team, regular meetings can help ensure that work is getting done and is spread out appropriately.  Additionally, regular meetings (monthly or even bi-monthly) can serve as the most important and rewarding catalyst for developing a community.

Previous retreats have grouped some of the following responsibilities into jobs: 

· Budget/Fundraising Person: Coordinates fund raising, solicits and manages contributions, collects registration fees, keeps track of cash and receipts, and writes thank-you letters to all contributors**

· Communications/ Publicity Persons:  Advertises and cultivates interest in the retreat at each school and throughout the region. You can put one person in charge of creating the emails or organizing, but really EVERYONE needs to advertise, this cannot fall on the shoulders of just one person. You can find out more about advertising in the Budget and advertising section**
** these two positions are CRITICAL to the success of the retreat!!

· Facilities Person:  Locates a site for the retreat, reserves rooms for specific sessions if necessary, reserves any school or rental equipment needed.  Serves as central contact for the site person/ school administrator throughout the planning and implementation process. 

· Logistics Person:  Coordinates the retreat agenda.  Serves as contact for faculty-mentor(s) and serves as on-site and logistical head during the event.  This person can also contact regional action committee and interest group leadership and coordinates participation of national AMSA officers if desired.  This person will work closely with/can be combined with the next person.
· Student selection Person:  Will decide if applications and essays are needed, as well as determine the criteria for selection of participants (will it be first-come, a cap for each school in your region, strength of application/ HuMed/ CAM experience,...?).  An Assessment survey has been created for you by HuMed leaders, this person may coordinate the survey as well.
· Housing/Transportation Committee:  collects sleeping bags, gets parking passes and local maps if needed, prints up directions to get to the school (from north, south, east, west, plane, train, bus, car), arranges for any transportation needed. Helps organize carpooling if possible

· Food/Entertainment Person:  Makes menu, determines shopping list, plans fun!  
General AMSA Rules for Leadership Teams

Be Kind

Every person in your team is a medical student, who be definition has tremendous demands on their time.  You are all volunteering to do a tremendous service to your local and regional community.  If someone needs help, provide it or reevaluate your goals and timelines to something that is more pragmatic in light of the limitations of medical school.

Be Organized and prepared 

· Take care of money matters by creating a budget and stick to it.

· Create a realistic timeline and stay ahead of schedule.   Let go of any unnecessary delays, as they will deflate momentum quickly.

Be Persistent
· Write, call, e-mail

· Follow up with a phone call

· Confirm those chosen as participants and denote the one person that will serve as their contact

Be Resourceful 

· Use the recommendations listed in the Budget Tab and exhaust your options.

· Ask for more donations than you are comfortable

Be Thankful  

· Send a "thank you" to all professionals who helped with the retreat; include a program, agenda or summary if one is created

· Consider including contributors’ names if you advertise the retreat

· Thank every student and faculty member who gives you their time

Be Creative

This is a once in a lifetime experience.   Get the most out it you can.  Prepare early, stay on task, empower those willing to be a part of your retreat to ‘own’ their contribution (even if it might differ slightly from what you might have done), and enjoy yourself.   Make your highest priority to have fun and get to know the amazing people on your planning team.  These relationships will last far longer than the event.


Some key resources for your leadership journey

Great tips on time management, stress management, and more!

http://www.mindtools.com

More time management and delegation tools...follow through all the links:

http://www.tsuccess.dircon.co.uk/timemanagementtips.htm

Running an effective meeting and all your other meeting needs:

http://www.effectivemeetings.com
All you need to know about giving presentations: 

http://www.premier-presentation.co.uk/TIPS.htm
Ten tips for giving computer presentations:

http://busboy.sped.ukans.edu/~601/601_notes/prestips.html
Toastmasters International: 

http://www.toastmasters.org 

Group building games: 

http://www.iml.uts.edu.au/learnteach/groupwork/resources.html
15 DO's and DON'Ts of DELEGATION

(disregard the corporate lingo:)

(http://www.orgcoach.net/delegation.html)

"No man will make a great leader who wants to do it all himself, or to get all the credit for doing it."

--Andrew Carnegie 

1. Select the right person for the job. You select the delegatee for one of two reasons: 

This individual is best qualified and can deliver the best results...OR...This individual will most benefit from the learning experience of taking on this job.  This project will contribute to his/her experience and development, which the company will draw on at a later time. 

2. Provide enough information.  Provide the "big picture" so the delegatee can see how the work fits into the overall operation.   Don’t hoard information or keep them in the dark.  Determine what success looks like so he/she has a clear picture of what you want to accomplish.

Point out the win-win. What's in it for him/her. "Having you take this responsibility will allow me more time to focus on XYZ, and you'll have the opportunity to learn more about what's going on outside of our department, which will better position you for that promotion you are working towards."

3. Delegate the entire job to one person and give them full authority.  This will heighten the individual’s interest in the project and provide a deeper sense of accomplishment and satisfaction when the task is completed.  Although the ultimate responsibility lies with you, when you delegate something to someone, be sure that others know that you’ve given the responsibility and authority to that individual, and that they area accountable for producing the results. 

One manager brings little plastic footballs to his staff meetings.  When he delegates a project to someone, he writes the project name on the football. Then he tosses the ball to the delegatee and says, “You’re responsible for the XYZ Project.  Don’t drop it."  -- a dramatic way to let the delegatee and other staff know that he/she has been given responsibility, authority, and ownership for the project!  

4. Focus on results, not on process.  Delegate responsibility, not work.  Too many managers confuse delegating responsibility with offloading work onto someone else.  When assigning a project, allow the delegatee the freedom to exercise some personal initiative. Focus on what you want, not how to do it. Let him/her develop the methodology for how to achieve the goal.  

There are exceptions to this.  For example, if you work in an industry that requires tight control over certain processes and procedures which must be followed, then the how becomes important.  (An example would be how to draw blood at a blood bank.  Not following sanitation procedures could create disastrous results.)

5. Delegate through dialogue.  Don’t do all the talking, and don’t delegate in the hall.  Delegate in an environment that is conducive to fully explaining the project.  Minimize interruptions and allow plenty of time for dialogue.  Involve the delegatee in the discussion and encourage his/her suggestions and comments.  Instead of asking “Do you understand?”ask questions such as, “Any ideas as to how you’ll proceed?”; You’ll get a better sense of whether or not your request was clear.

6. Establish deadlines and build in accountability. Don’t leave due dates uncertain or open-ended.  Don’t say, “Can you get this to me as soon as possible?”; or “Please do this whenever you can get around to it.”; Be specific about when you want it done by.  “I trust

you to take full responsibility for getting this done. If you foresee any problems or need help, you know how to reach me.  Do you see any problem in getting this done by May 31st?”;

7. Establish check-in dates.  Be aware of the status of the project, but don’t hover.  Without checking on progress, you have not delegated; you’ve abandoned! Keep a Delegation Log to help you track each task you delegate.  Ask the delegatee to report progress on specific check-in dates you’ve negotiated.

8. Give positive and corrective feedback.  Do not focus on what is wrong, but rather on what can be done to make it better.   “It looks like there's a problem here. What do you need to do to get back on track?” 

9. Provide the necessary resources.  Point delegatee in the right direction if the work involves other people or resources needed to get the job done.  “See Jim in Accounting.  Sue in Purchasing can provide you with the necessary forms you’ll need.”;

10. Offer guidance and advice without interfering. Point out the roadblocks they may encounter.  “James in Purchasing never checks his e-mail, so it’s best to call him for anything you need back in a hurry.  You may need to light a fire under Rick in Marketing to keep this project moving forward.”;

11. Establish the parameters, conditions and terms before you delegate.  Don’t impose controls after you’ve delegated.  State those up front.

12. Keep the monkey on their back.  Don’t let them delegate back to you. If someone brings a problem to you, you can listen without assuming responsibility for solving the problem. The delegatee may stop you in the hall and ask, “What do you think?” Turn the

question around and say, “What do YOU think?” Or the delegatee may ask if it is possible to delay the deadline for another week. Again, turn the question around and say, “Is it? Will that help us reach our goals?”; Or you can ask questions like: What recommendations do you have for how to handle this situation? What are some feasible alternatives?  Which move do you suggest we go with?  In other words, don’t rescue, have a dialogue.

13. Provide back-up and support when necessary. There’s a difference between rescuing and supporting. If something is not going well, provide support from behind the scenes, such as placing a discreet phone call to someone involved who is not cooperating with the delegatee.  Let them know they don’t have to fight their battles alone.  

14. Give full credit and recognition to the person who gets the job done.  Don’t take the credit yourself. If the delegatee is unsuccessful, take the brunt of the blame yourself rather than using him/her as a scapegoat.  If the delegatee has not developed their skills fully enough to accomplish the task, you as the manager can assume the responsibility for that. Learn from the experience so you can more effectively delegate the next time.  

15. If you can’t delegate, renegotiate.  Delegation is a great way to let go of some of the things that are cluttering up your life.  But what about those things that rob your time that you really cannot delegate to someone else?  Perhaps it’s time to get the magnifying glass out to search for that hidden clutter. 

