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Raphael Pollock, MD, PhD, tells a story about Leading Self

Dr. Pollock served as Chair of the Dept. of Surgical Oncology from
1994-2010 and Head of the Division of Surgery from 1997-2012.
In an interview conducted in 2012 he talks about a lesson he
learned about exerting his leadership authority in a productive
way.

Learning to Exert Authority

I learned how to accomplish some goals without having to have them quite so much
of a zero-sum proposition, where someone had to lose for someone else to win.
Inherently, that’s who I was, but executing on that at times I found difficult.

There were two faculty members in the department who were both working in the
same disease site and were very critical of each other. What ended up happening was
they would make rounds on all of the patients that had the specific type of disease,
including the patients of the other person, and then, in front of the fellows, they
would criticize the management, which was very destructive. The way that | handled
that—this was one of the early tasks—the way that | handled that was | pulled them
both in my office and said, “This is going to stop immediately or else there will be
repercussions. These are the tools that are at my beck and call—your salary, your
tenure, your employment. What about that don’t you understand?” And they both left.

Now, it accomplished the purpose, but I think in some ways it was very alienating for
them to have been on the receiving end of that. | think it would have been much more
constructive to have spoken to them individually and demonstrated how destructive
their actions were and how much consternation it was causing the trainees who felt
like they had to pick sides in this process and how unfair it was to them and
detrimental to their education and that | really had higher expectations because |
knew that they could do better. Yeah, | was going to have to monitor it now that this
had come forward, but please let’s make this the last time that we have to talk about
this. Now, that has a very different feel.
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