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Overview


The Pacific Leadership Academy Senior Leadership core curriculum, which consists of three sessions, Leading People, Leading Organizations and Leading for Results unquestionably met all of my expectations.  The training proved invaluable by providing me with the latest tools and skills required to replace the projected human capital crisis pertaining to the leadership skills and corporate memory loss caused by the exodus of retirees from the federal workforce.  

The challenge of today’s culture requires organizations to be constantly evolving, highly dynamic, non-contiguous, asymmetrical and extremely diverse.  External environmental factors such as the bombing of the World Trade Center and Pentagon on September 11th as well as an unpredictable economy have significantly impacted the way we do business.  In order for corporations and federal organizations such as ours to survive, we must be prepared to face the challenges of society and be willing to adapt to the ever-increasing demands.  Utilizing the tools and skills learned at the academy will better prepare us to overcome whatever threats we encounter both internal and external that could influence the success of the organization.  

Organizational change is a constant transformation cycle that occurs in the business world in response to the dynamic and ever changing global environment.  In order for businesses to survive and compete they must accept and adapt to the challenges associate with change.  Webster defines change as, “to undergo transformation, transition, or substitution.” (Webster 186)  Organizations are also faced with similar challenges of having to undergo transformation, transition or even substitution in order to be competitive in today’s global climate.  The bottom-line is that organizations are faced with two choices, “Change or Die.” (Robbins 626)

This paper will articulate the trials and tribulation experienced while developing and implementing the individual action plans required in this course.  The action plan evolves from issues within the organization with the objective of finding a resolution.  I intend to emphasize the lessons learned throughout the process pointing out the strengths, weaknesses, opportunities and threats of the plan, as well as highlighting leadership and management tools that were used in the process.

Individual Action Plan (IAP) #1


My objectives in the first Individual Action Plan (IAP) will focus on enhancing communications with superiors and eliminating barriers to effective listening, in order to establish positive interaction between and among subordinates.  It is important that we focus on improving mid-level leader communications because it is the foundation that allows an organization to streamline operation and forge relationships as well as integrating emotional intelligence characteristics and leadership competencies.  The initial plan was very ambitious and vague, resulting in delays and less the positive outcomes.  The problem became evident as I attempted to undertake the big issues rather than concentrating on the little things that I could control and affect.  As a result, I revamped and refocused my objectives toward a more user friendly and practical approach.  “I can’t change the direction of the wind, but I can adjust my sails to always reach my destination.” (Jimmy Dean)  Without losing site of my objectives, I decided to take a different approach by exploring workers’ attitudes and how they affect organizational behavior, culture and communications.  In order to become a more effective leader and an efficient change agent in my organization, I needed to learn how to manage attitudes.  Attitudes affect the behavior and culture of an organization, which influences the manner that we communicate and transcend our overall organizational core competencies. 


Time was a factor in the outcome of my plan.  The plan was very ambitious and required addition time to materialize and complete.  I was forced to revamp my plan; this caused me to slip back to my old leadership style, because it was easy and in my comfort zone.   This was detrimental to my planned objectives, because the issues previously cited as critical existed internally within me requiring me to resolve this issue prior to developing and implementing my plan.  “Lasting improvements do not take place by pronouncements or official programs.  Change takes place slowly inside each of us and by the choices we think through in quiet wakeful moments lying in bed just before dawn.”  (Peter Block, The Empowered Manager)  The realization of having a simpler plan would have allowed me the opportunity to remain focused on my objectives, achieve positive success and prevent me from reverting back to my old tactics and style of leadership, that would threaten the validity of my objectives and compromised my plan.  

Individual Action Plan (IAP) #2


Based on my experience during the first IAP, I decided to continue the same objectives in the second IAP while incorporating a simpler approach to the plan, integrating the tools and training I attained during the second session.  Determined to continue the implementation and assessment of my plan, I was determined not to go beyond the previous IAP in order to revitalize my organization and renew my commitment toward positive growth in achieving effective communications and emotional intelligent characteristics.  The nucleus remained on promoting effective communications and enhancing the cultural climate within my organization.  All previous internal and external assessments indicated that these areas were critical to the success of my plan. 


Using the team dimension profile in my plan helped emphasize some of the barriers that prevent effective communications.  The exercise provided employees a better understanding of their own personalities as well as the most natural approach they will use, based on the history of that personality trait, when working with others to accomplish a specific task.  Given the ability to detect the different profile patterns such as an advancer, refiner, executor, flexer or the various combinations.  Employees became more sensitive to roles they or other team members’ would likely take part of within a group.  They also learned about weaknesses and instinctive characteristics of each pattern.


One of problems encountered with this planned approach was the introduction of too much information in a short amount of time.  There was insufficient time for my employees to effectively absorb, accept and/or adapt the new concepts.  Skepticism from supervisory teams, who initially were reluctant to accept the new concepts, created negative results due to lack of effort and commitment from the employees to integrate the new concepts into workplace environment. 


The outcome, though disturbing indicated that the key to success in achieving my planned objectives depended not only on the establishment of effective communications, but also on perceptions that occur as a result of communicating.  My plan did not take into account the cultural perceptions that govern the way employees perceive and think, which gives explanation to the negative reaction towards my plan.   My attempts to change the outward attitudes and behaviors of my employees fell short of the objective because I did not consider exploring the basic paradigms of perception from which those attitudes and behaviors flow.


The importance of this IAP communicated the need to employ a new level of thinking.  To successfully achieve my planned objectives, I needed to examine the problem and/or situation from the inside out beginning with me.  This includes, but is not limited to, paradigms, perceptions, character traits and motives.  My perception of the problem shaped my view of the situation and approach, creating an obstruction to the problem itself.  In order to communicate effectively, I must learn to listen effectively to what message employees’ are trying to convey to me.  That requires emotional strength and involves patience, perseverance, openness, and the desire to understand highly developed qualities of character without prejudice.  “The fountain of content must spring up in the mind, and he who hath so little knowledge of human nature as to seek happiness by changing anything but his own disposition, will waste his life in fruitless efforts and multiply the grief he proposes to remove.” (Samuel Johnson)

Individual Action Plan (IAP) #3

The final IAP emerged after our Adjutant General announced his vision for the Hawaii National Guard of the future.  His plan outlined his initiative to transform the State Headquarters into a joint organization aligning with the Chief National Guard Bureau’s vision of 2003, and the Secretary of Defense’s vision that joint and combined fighting is the path of the future.  The purpose is to provide the Pacific Command (PACOM) Commander, Governor, and authorized tasking authority ready forces to react to civil support missions and other operational contingencies throughout the Pacific Area of Operations (AOR).  To accomplish this task, he propose that we integrate as much as practicable, the Joint Forces Headquarters Hawaii (JFHQ-HI) with representatives from the U.S. Reserve forces in the Pacific, Coast Guard, and other elements of Homeland Security, First Responders in Hawaii, FBI, FAA and similar organizations.  The vision further specifies that the State Department of Defense would reorganize, find efficiencies, integrate Hawaii Air National Guard (HIANG) and Hawaii Army National Guard (HIARNG) headquarters, in order to plan, coordinate and conduct support mission with other services, Coast Guard, law enforcement agencies, first responders, FAA and other stakeholders.


Based on the Adjutant General’s guidance, my objectives focused on redefining our mission commensurate with his overall organizational strategy.  Evaluating the impact of the general’s transformation strategy as it pertains to our organization, in order to identify the best courses of action to take in developing an action plan that parallels our organization’s core competencies.  Finally, develop a strategy to ensure that the plan synchronizes with our efforts to improve communications and information flow both vertically and horizontally throughout the transformation process.


 I decided to divide my workforce into work teams in order to execute my objectives.  It was challenging from the start in view of the fact that we were exploring a new subject matter and introducing new challenges and issues requiring 100% participation.  Each team was given the responsibility to examine the current mission and provide input whether or not it needed revising.  They also were required to analyze the impact of the general’s transformation initiative on our organization utilizing the military decision making process and SWOT analysis as a guide.  Finally, they needed to develop a strategy that will streamline the information flow and promote effective communications throughout the organization.


One of the tools that I implemented within the work teams was the 70-20-10 Rule concept.  This concept was invaluable in providing the work teams’ adequate support toward accomplishing planned objectives.  The 70-20-10 Rule served as the rules of engagement (ROE) for each team and team leader.  With emphasis on how to listen better, the rule required that each member talked less (70% of the time), ask related questions that advanced the agenda (20% of the time) and summarized and added value (10% of the time).  This kept the work teams focused on the issues and instilled confidence in the employees’ ability to successfully share responsibilities and encouraged commitment and ownership of the plan.  “We must be the change we whish to see in the world.” (Mahatma Gandhi)


Once the rules of engagement were established I introduced another tool called the Tower of Power exercise to stimulate the conversation.  Emphasizing the importance of the 3 C’s (Candor, Clarity and Commitment), each member was required to utilize it within their groups while discussing the issues.  I challenged them to focus on the facts (What’s really so) and Assumptions (Why are they so) as well as think about the possibilities in order to stimulate the group dynamics and discussions.  The final step was to allow them to facilitate their own collaboration of thoughts into an action plan or strategy concerning the IAP objectives to be presented to me.  “No great improvements in the lot of mankind are possible until a great change takes place in the fundamental constitution of their modes of thought.” (John Stuart Mill)

The Outcome

Breaking down the workforce into work teams initially was a challenge.  Team leaders and members were skeptical at first.  They all had experience working in a team and/or as a member.  The difference was they were given an opportunity to frame their own future by providing input and recommended changes or policies that impacted organizational strategies.  “The best way to predict the future is to create it” (Peter Drucker)  The teams began to develop due to constant coaching and mentoring, as well as better understanding of how to effectively implement the Tower of Power concept.  Collectively they began to demonstrate an exceptional understanding of the core competencies that has made our organization what it is today.  They were able to refocus their initial uneasy reaction and channeled their energy towards redesigning the future of the organization.  The teams evolve from being isolated and began to collaborate between each other.  Complying with planned objectives turned into commitment and ownership of the plan.  Instead of simply going through the process, I observed progress throughout the teams.   


The feedback from the teams concluded that no changes to the mission statement were needed.  The mission was succinct not only for current operations, but also aligned with the general’s vision of the future.  The teams as a whole learned through the process that individual perceptions and leadership competencies varied between work teams due to the duties within the organization and experience.  Nevertheless, they discovered a direct link between the overall organizational competency characteristics and their ability to achieve the mission.


Dividing the organization into work teams established a foundation for competencies such as team building, integrity and honesty, conflict management, influencing and negotiating, creativity and innovation, flexibility, resilience, problem solving, vision, strategic thinking, external awareness, accountability and partnering to take place.  Leadership competencies began to develop and teams began to communicate more effectively, inspiring people and other teams to reach their fullest potential.  Innovation and change evolved from the encouragement of new ideas and approaches for the betterment of the organization.  Members embraced the changes, and were more willing to take intelligent risk and often motivated others to engage in the change process.  They seized the initiative to coach, support and recognize one another, which enhanced team involvement and encouraged members to be accountable for their own progress. Shared individual efforts resulted into group dynamics and accomplishments.  Effective communications between and among the groups promoted a greater understanding and appreciation of the general’s initiatives, empowered the workers to think strategically while formulating a plan to achieve organizational goals and promoted collaboration throughout the organization.  “Collaboration is a mutually beneficial relationship between two or more parties who work toward common goals by sharing responsibility, authority and accountability for achieving results.” (Chrislip and Larson, 1994, Collaborative Leadership)


Although we did not complete all the objectives in the specified time, I feel that we benefited from the process.  We have the catalyst to continue our strategic thinking and planning utilizing the established work teams that we created.  The strong relationships and refined leadership competencies will make it easier for us to forge through the future and provide the basis on which we can readily react to organizational changes in a more effective and efficient way.  I’ve learned that organization’s competencies are what drive our ability to successfully achieve mission goals and maintain that competitive advantage we need to survive in this changing environment.


One of the key principles that I got from conducting this IAP is that prior to implementing any new concept or strategy, I must consider the impact to the organization’s core competencies and appreciate the value that workers, mid-level managers and supervisors play in developing and maintaining these competencies in support of organizational initiatives and mission objectives.  If I had this to do over, I would simplified the plan and focus more on the organization’s core competencies, critical to the effective and efficient functions of an organization.  As a result, we did arrive at a crossroad in which we had to adapt and change our focus in order to clarify the objectives and realign with the general’s strategy.  


Finally, the greatest achievement of this IAP was learning the value of work teams as an effective leadership tool.  Empowering work teams to think strategically while integrating leadership competencies that synchronizes with the new vision creating the foundation to forge relationships and enhance morale throughout the organization.  Work teams inspire members to be a proactive agent of change, strengthen relationships and commitments, and promote opportunities for collaboration.

Strengths


The strength of the curriculum is definitely the dedication and professionalism demonstrated by the faculty and cadre of the academy.  The lessons and lectures were very organized and corresponded to core training objectives.  All of the professors were extremely qualified and possessed in depth knowledge of their respective subject areas, which allowed them the opportunity be more creative and develop innovative approaches to learning.  The hands-on practical exercise not only emphasized the lesson but provided a vehicle to develop emotional intelligence competencies, build trust and fosters relationships and collaboration.  


The support staff consisting of Pamela Wilhelm and L.A. Burke provided outstanding support to the faculty and fellows of the academy creating an optimal professional learning environment conducive to effective interaction and collaboration. The classroom setting, coordination, and scheduled events were outstanding.

Weakness


The only weakness of the curriculum is the time constraints between IAPs.  Once the draft IAP is approved from our consultants, we have 30-days to gather and report the information, which is not enough time to successfully complete and analyze the plan.  Aside from the day-to-day work schedule, we are task to develop an action plan that incorporates the leadership competencies learned in our work environment.  However, I cannot fully attribute this weakness to the curriculum.  Through the three IAPs, I learned how to streamline my objective and focus on the little things in my work environment that will bring about significant value to the organization.  

Opportunities


The Senior Leadership Curriculum at the Pacific Leadership Academy gave me the opportunity to learn a lot about myself and my leadership qualities.  I am more comfortable with the emotional intelligence and able to talk freely on those characteristics because of the tools and concepts attained at the academy.  I am more aware of the competencies and how they help shape the climate culture and determine the success of an organization and its ability to perform its mission.  Competencies = TICNIC which stand for the following:

Team Building

Interpersonal Skills

Conflict Management

Negotiating & Influencing

Customer Service  


One of the biggest opportunities gained at the academy is the realization that change is a reality that I can affect.  The key to my feeling of success is mostly due to my ability to balance and successfully complete my personal, organizational and team goals.  Finally, the key to influence others requires effective communications.  These are great opportunities that I intend to take with me from this training.  


Finally, I had the opportunity to learn through the execution of my IAPs the distinct linkage between competency characteristics and organizational success.  Senior executives need to appreciate the central importance of middle managers in developing and maintaining the organization’s competencies.  This is definitely a TEAM effort and requires a buy-in among all parties involved.

Together

Everyone

Accomplishes

More

Threats


Throughout this entire curriculum, I began to realize that one of the biggest threats to leading people through change was my inner self.  Faced with cultural, social and psychological influence, I have the tendency to follow the norm or revert quickly to my comfort zone despite following the planned objectives.  It is simply seeking the path of least resistance and do not have the resilience and courage to stand and fight for what is right.  As you begin to change your thinking, start immediately to change you behavior and/or perceptions.  Begin to act the part of the person you would like to become.  Take actions for you behavior.  Too many times people want to feel, then take action.  This never works.


Organizational threats to leadership competencies and effective communications of command and control hierarchy promotes negative barriers to communication and organizational segregation.  Organizational practice or customs such as, “That’s the way it’s always been done.”  “It worked for that section, why doesn’t it work for you?”  Sometimes we look and big picture and disregard the little things that are important and within our grasp to change.  In efforts to resolve the big issues, it will be the answer to all the other issues.  “The only man I know who behaves sensibly is my tailor; he takes my measures anew each time he sees me.  The rest go on their old measurements and expect me to fit them.” (George Bernard Shaw)

Conclusion

Management plays a major role as key agents to change.  Organizational change cannot be accomplished without the commitment and involvement of its’ organization’s leaders.  As an organization transition from an old way of doing business to a new way, management becomes the catalyst that holds the organization together.  They must be able and willing to assume the responsibility for managing changed activities within an organization.  They should have a model, which will guide their restructuring initiatives of the situation and assist in formulating the process of change to be implemented.  Management must have a clear idea of the results that this change that they are about to implement will generate.  Whatever method management decides to incorporate change in an organization, they need to understand that the decision they make and their role-modeling behavior impacts the organization’s culture.  Cultural change does not come only as a result of a change in the system.  It comes as a result of consistent incremental changes in the way an individual feels about the organization.  Management must be able to influence employees into realizing that there is less pain and more benefits associated with the change than not changing.

Timing and balance is also important when implementing change.  Management should initiate change at the point where they have the most control and can make reliable predictions about the consequences of the actions.  They must be prepared for unanticipated consequences as a result of their actions.  “Management decisions, policies, and practices will determine the degree to which the organization learns and adapts to changing environmental and cultural factors.” (Robbins 664)  However, the most important challenge for management is creating a climate conducive to the change being implemented.  An atmosphere in which employees believe that management is empathetic and nonjudgmental towards them and their needs, promoting a climate in which individuals will be more open about their feelings and resistance.

Management must understand that an organization cannot expect people to change the way they have been doing things for years, over night.  It is a very sensitive issue and if managed properly, can be very beneficial to the employees and the organization.  For example, you can have the most efficient process in the world, on paper, and still have a dysfunctional organization.  Management must remember that individuals have to execute the plans, perform the activities and provide the interface to the customer.  If they failed to incorporate an improvement process plan on how to change the behavior of their employees, the change will not succeed.  Marilyn Ferguson, an American Futurist stated it best, as she described organizational change, “It’s not so much that we’re afraid of change or so in love with the old ways, but it’s that place in between that we fear… It’s like being between trapezes.  It’s Linus when his blanket is in the dryer.  There’s nothing to hold on to.” (Ferguson online 22 Oct 99)

The Pacific Leadership Academy’s Senior Leadership curriculum is dedicated to providing world class leadership training to inspirational leaders of the future.  As a student of the academy, I confirm that the training is second to none offering the highest quality university-level leadership training.  The training has given me a profound outlook on life and the way that I view my organization.  I’ve developed a better knowledge and understanding of the concepts, applications, and techniques of leadership from the fellows and faculty of the entire academy and feel confident that I can successfully apply it to my professional life and work environment.
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