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INTRODUCTION

This paper will discuss in detail the learning, skills, and competencies achieved over the last nine months by attending the Pacific Leadership Academy.  The focus will be broken into three sections; leading people, leading the organization, and leading for results.  Within these three core areas the author will attempt to describe the competencies learned, applied and how these competencies relate to overall leadership principles.  The author would also like to thank the Academy for creating a program, which fostered a growth environment for future government leaders. 

In the book Contemporary Leadership for Chaotic Times, W.K. Childress defines leadership as “Leadership, simply defined means showing others the way to go. It is the process of getting others to move in the specific direction by guiding, conducting, coaching, inspiring, convincing, influencing, and directing. A leader is anyone who initiates actions in which others participate.” ¹
To become an effective leader it’s important to first conduct some introspection.  The Myers-Briggs Type Indicator Interpretive Report was a tool used to help derive my own personality preferences. Discovering that I was an ISTJ type helped give me an internal perspective on myself and helped me to understand my assets and liabilities and my typical reactions in given situations. It also helped me to understand others and that it’s ok to be different and that as a leader I need to capitalize on those differences instead of seeing them as annoying and restrictive.  It also gave me additional perspective on other people’s points of view and that there are more ways than one to reach desired outcomes or reach goals.

Another self-assessment tool used at the beginning of this course was the OPM Leadership 360.  This provided additional insight into not only how I see myself but also how others see me.  Through this tool I learned about my strengths and areas where I need to further develop myself. In putting this learning into practice I concentrated on a number of the established competencies and their associated behaviors and choose them based on their importance to the organization, consistent with my personal and career goals, and whether I could really change them.  I was able to work on these core competencies by completing assigned IAP’s after each session.        

DESCRIPTION

LEADING PEOPLE 

There are numerous books written on leadership and what it really is.  Theories on whether it’s a learned behavior or something we are born with, or a combination of the two have been debated for years.  This session focused on the differences between a good leader and a boss or a manager.  W.K. Childress one of our instructors took part of the course from the book Contemporary Leadership for Chaotic Times.  Organizations are only as good as their leaders and in this session we learned that “a strong leader will make a weak organization stronger, but a weak leader will make a strong organization weaker.” ¹.  There are many definitions of leadership but according to Mr. Childress “leadership simply defined, means showing others the way to go.  It is a process of getting others to move in a specific direction by guiding, conducting, coaching, inspiring, convincing, influencing and directing. A leader is anyone who initiates action in which others participate.” ¹
During this week I learned the key difference between the old approach to leadership or the conventional model (command/control) or transactional leader and the current model (inclusion/influence) or transformational leaders. Each of these models has their place in leadership, but a new contemporary model (focus/facilitation leadership) is a combination that utilizes the advantages of both the conventional and current styles of leadership.

To be an effective leader you need to discover the power, passion and purpose of leadership.  Effective leaders also lead from the inside out.  This is a very important principle to remember and one that has caused me to consciously reflect on the example I set to my subordinates.

As the regional Environmental Business Line Manager I have the responsibility to initiate actions that involve others. In order to accomplish this I have the responsibility to provide the vision, set the values, and vital strategies of our organization.  During my first IAP I focused on team building, conflict management, negotiating/influencing, and interpersonal skills.

This project required employee support and a willingness to listen to alternatives.  I also tried to be flexible, however in this case, where the issues involved employees pay it was hard to win total support. When dealing with rice bowl issues its important to gain chain of command (CoC) approval/support before implementing changes.  Changes in an organization structure must be seen and proven to be more effective or efficient in order to sell the project.  Changes, which involve grade issues or monetary compensation, are hard in terms of gaining buy-in from all parties.  Negotiations don’t always work and at some point in time you have to pull rank.  Trying to influence and win support from other team members is not always easy when the issue involves pay. The project or goal is achieved once the vision is communicated correctly and persistently and when you have buy-in. 

I learned that although you may think you have support that might not always be the case. Employees will tend to agree with your goals, but sometimes will go behind your back.  Communications can become adversarial once an employee thinks you are not supporting him/her even if that support is only a perception.  I also learned correctly communicating disagreements is essential and can change attitudes and direction of the organization.

I have learned that persistence pays off and thinking through the process and correctly communicating that vision will at least gain the respect of your bosses.  I understood the risk from the beginning of this project and was willing to do the right thing even if it meant not being appreciated for it.  A manager cannot always be liked by everyone all the time because of the job he/she has to do and the decisions that have to be made.   

Another topic learned was about the difference between teams and teaming.  Teaming is a spirit and teams are structured units. What makes a successful team is clear, concise, and consistent communication.  An effective leader chooses participants in order to maximize collaboration and minimize conflicts.

In the session “Be the change you want to see” by Annie McKee we learned about Emotional Intelligence and how self-development, social awareness, self management, and relationship skills all connect together to have either a positive or negative impact on how we perform leadership roles. Emotional competence is twice as important as cognitive abilities for leaders in all vocations. 

This course has helped me personally in defining and realizing the characteristics of emotionally intelligent individuals.  Through the various tools we have used and the projects and hand on interaction with others I feel I truly know myself better.  I am also in a much better position to manage my feelings and impulses.  I have developed more self-confidence and have more knowledge to advance socially.

In the book Emotional Intelligence by Daniel Goleman “Leadership is not domination, but the art of persuading people to work toward a common goal. And, in terms of managing our own career, there may be nothing more essential than recognizing our deepest feelings about what we do—and what changes might make us more truly satisfied with our work.” ²
Perceptions and empathy are critical to good leadership. It is our thoughts about, or interpretations of, people and situations that determine our emotions and behaviors.  

Learning about perceptual distortions, i.e., selective perceptions, stereotypes, halo effect, and projection has helped me stop and consider feelings before making decisions. I have learned that my emotions are contagious and that I can be the source of resonance or dissonance in my organization.  The more enthusiasm, optimism, and authenticity I portray the more my people will, and the better chance we have of having resonance in our organization. 

“Great leaders read the emotional landscape and respond to it authentically, they inspire people to action through powerful, positive messages, and they act consistently with their values and they aren’t afraid to talk about them.” ²
In the book Enlightened Leadership by Ed Oakley and Doug Krug the authors suggest, “Nearly all of us can develop into Enlightened Leaders.  It actually represents a normal step in the human maturation process.  The innate abilities to be Enlightened Leaders are already within us.  We just have to drop our protective barrieries, be who we are, and let those natural abilities surface.”³
LEADING ORGANIZATIONS

The second week focused on leading the organization with topics that included How to Neutralize Ideas Killers and Implement Killer Ideas, Powerful Conversations, Tools for Engagement, and Coaching.

In my position as the Regional Environmental Business Line Manager one of my roles is to help develop other employees. In order to accomplish this the section on powerful conversation was most relevant.  During this section we were able to learn and practice the Two-Tower Exercise.  This model has the user first develop a “Click” statement and then has you answer questions based on you own preferred conversation and how you see the other persons preferred conversation. The questions are What’s Up? What’s so? What’s Possible? And Let’s Go! 

Powerful conversations happen only when there is shared learning, and shared learning can only happen when there is candor, clarity and commitment.  In order to become a high impact leader you have to be able to develop powerful conversations.  

This also requires the leader to build high levels of trust through professional commitment, loyalty, and belief.  As a leader I have learned to recognize my communication liabilities and have been able to work on them.  One of the more important principles, which I have learned, is the 70-20-10 rule.  Listen 70%, inquire for 20%, and convey for 10%.  Another principle learned is that you can get what you want and need in conversation if you give others what they want and need first.  

Part of the Tower model is called the Swamp and if you end up there you may have to drop your agenda.  Key learning’s from this topic were always put the other person’s agenda first, be a little vulnerable, ask good questions, check for commitment, use 70-20-10, go step by step, remember there are always two conversations, and prepare for difficult conversations.

As leaders we will constantly have situations arise where there will be difficult conversations and this will be the time to apply the skills acquired from the session on principled negotiations. We have to separate the people from the problem, but be able to deal with both. We need to focus on interest, not position.

We also need to seek options for mutual gain, rather than for individual advantage, and we need to learn to rely on objective data, not subjective feelings.

Remember, “The more arguments you win the fewer friends you will have” (anonymous)

0ne principle that is enforced in our electronic age is the proper use of e-mail and the damage an e-mail can cause by being miss-interpreted.  I have actually used this knowledge in training my staff about being careful not to make assumptions, use sarcastic humor, criticize, express anger, or make accusation in using e-mail. 

The goal of all business is to create value for clients and customers through people, process, and tools. As depicted by the Westwood Model, “the best leaders find the right people, create effective processes, and utilize efficient tools in order to create value for the customer.”


Coaching is an integral part of leadership. As a person who guides others, you have to get things done through them.  Your success as a leader depends on how well you coach and develop your employees to improve performance.  If you were to define coaching it would be an individualized, on going influence process that focuses on changing specific behaviors (as opposed to attitudes) to improve performance.  This is a critical job skill in my current position. To become an effective coach you have to be respectful, caring, and demanding. An effective coaching relationship is characterized by trust, loyalty, mutual respect, and open communications. 

All coaching should focus around the ABC’s of coaching.  (A) Stands for activator, a clear set of goals, a set of instructions or a training experience. Whatever gets the performance going can be an activator.  (B) Stands for behavior, the performance that occurs or follows your coaching. (C) Stands for consequence, or your response to the performance.   In any coaching environment the leader needs to realize how important attention is, the more attention you give the more response you will normally have.  Also, the coach needs to balance his/her feedback and focus feedback on behavior not personality. 

My second project and IAP focused on team building.  The exercise went very well and follow up feedback sessions were very informative.  The team building itself revealed that the trust level was low at the beginning and by using follow-up meetings the trust level increased a substantial amount. 

The organization as a whole gained by being able to put things on the table without fear of reprisal. The organization needed this time in order to re-group, establish new goals, and build trust after the long painful process of a re-organization.  The team building session was held at a hotel away from the work environment.  It gave everyone a neutral place to meet and socialize for the three-day period. A lot of the trust building happened after hours and the overall impact was the team developed more trust and respect for each other.  I also had the opportunity to do some coaching and this was essetentil in building the level of trust.

I have learned to be more honest with myself and more able to communicate this to the whole organization.  I learned to trust in my co-workers more and learn from their experiences and take into account their feelings and actions regarding the situations they are faced with.  Building teams takes everyone’s buy-in and support and without everyone on-board you may be marching ahead but sometimes by yourself.  Most of all I learned to communicate my ideas in a way that will foster support.  This experience gave me some self-awareness that was previously lacking. Overall it was a creative process that taught us all we all need to be more flexible on certain issues. 

During the team building session I created a survey and had it completed by all my supervisors. This survey assessed levels of trust, communication, and customer service.

The results of that survey were eye opening.  I have been marching ahead thinking everyone has been on board and these basic requirements were not at the level I would have expected.  Working with these results the team was able to work through some of the misconceptions and start to open up the lines of communication that resulted in the level of trust increasing.  I learned the importance of setting aside work and enjoying time with the team. Through the follow-up sessions I gained some additional insights that were not brought up at the initial meeting.  This feedback also helped in developing the personal relationship I have with each of my supervisors.   

LEADING FOR RESULTS

During our third and final week we were instructed in topics such as Strategic Leadership, Vision, Values and Vital Strategies, Organizational performance, and Entrepreneurship. 

I was able to put these skills learned into practice in conducting my final IAP.

Strategic Leadership session taught a number of very important principles.  One key point was that leadership aligns people.  

In the book The Power of Alignment by George Labovitz and Victor Rosansky, “Alignment gives you the power to get and stay competive by bringing together previously unconnected parts of your organization into an interrelated, easily comprehensive model.  Alignment gives you the power to create an organizational culture of shared purpose.” 4
Leadership will create networks of people and relationships that can accomplish an agenda.  Leadership also sets direction by developing strategies for producing the changes needed to achieve that vision.  Vision also requires motivating and inspiring your people.  Leaders can accomplish this by appealing to basic, but often-untapped human needs, values and emotions.  Keeping people motivated and moving in the right direction even in the mist of change is a challenge all leaders have to deal with.  

This course has given me the knowledge and skills to become a more effective leader. Some of the more important personal leadership qualities taught was the importance of leading by example, knowing one’s own strength and weaknesses, being committed to continuous learning, and being motivated by strongly held principles and beliefs.

In Leading for Results we learned that practice, passion, and potential are three components to capturing the internal dynamics that stimulate people to act. Practice reflects what a particular group of people wants to accomplish or become.  The vision is rooted in the group’s practice of its professional or technical function.  Passion focuses on what could be, not what is.  Passion excites the mind and energizes the body.  Potential focuses people on possibility not probability.  It serves as the perfect picture of what the group can become.  A compelling vision can be reduced to a form of expression that emphasizes such potential.  This is the real purpose of a vision statement.  Jonathan Swift said, “Vision is the art of seeing things invisible”.  A leader champions a vision and takes every opportunity to express it. 

In the book Enlightened Leadership by Ed Oakley and Doug Krug “an organization vision should employ the collective values and aspirations of its individual.”  “It should be a “mental Image” held by the whole group and appealing to all its human aspects—physical senses, emotional needs, and spiritual quest.” ³ 

“Vision inspires us to reach for possibilities and to make them realities.  It brings out the best in us and in our organizations.  Vision helps men and women rise above their fears and preoccupations with what can go wrong and focus on what can go right.”

“When the organization culture promotes a shared vision, then teamwork, effectiveness, and a renewal consciousness can flourish.  People are eager to make that vision a reality.” ³
In our study of teams and the different types we discussed the six secrets of highly successful team which include competent and compatible leadership, creative and committed participants, clear, concise, and consistent communication, camaraderie, comfort with and creativity in conflict, and collaboration within diversity.

This project enabled me to use almost all the skills gained from the last session on Leading for Results.  The project itself was entrepreneurship in that it proposed something outside of the box and there was always an inherent risk of failure.  However, the benefits were also quite evident as the project was explained in detail and the numbers were provided that clearly showed a benefit to the activity and to the Navy.  Vision was/is a key part of this project.  Without conveying this vision to others and getting others to accept this organizational change the project would have failed.  This project forced me to focus on strategic thinking by formulating a position that would be accepted by the CNFJ Business Office and other claimants.  I had to develop and be able to plan for both threats to the plan and opportunities for success.  In the process of gaining support for this project I had to partner with a number of people and gain their support in order to build a unified front.      

The selling and partnering of the idea went very well and I was able to use the skills learned in gaining the commitment and agreements required.  Strategically the project was accepted and the other CNFJ Business lines are planning on going down the same path.  

I learned that taking a risk is just part of a mangers job and even the wildest ideas have some merit. All ideas might not attain fruition but planning, and strategic thinking through the issues will give credit to your vision.  I have learned that most people will give you support when you do your homework and if you can show benefits, whether in cost or other resource savings. 

SUMMARY

In the book Enlightened Leadership by Ed Oakley and Doug Krug they define the ultimate leader as follows, “We feel the Enlightened Leader is appropriate terminology for the ultimate leader.  Such leaders know the true power of an organization lies within its people, and they continually quest for better understanding about what it takes to bring out the best in these people ³

This course over the past nine months has given me the knowledge, tools, and skills to become an enlightened leader.  By learning and applying key core competencies I have been able to not only perform self-awareness, but also have learned to look for the positive in people and to bring out their full potential.  This course has forced a change in me, one that has caused deep reflection and one that has instilled within me the desire to accomplish more.  I consider myself a better leader by having taking this course.  I have a much greater understanding of all the key principles on leadership and how they fit together and help the organization achieve its vision and goals.  One of the key learning experiences I had was by watching the video “What’s Right with the World” this touched me on many levels and has inspired me to try and look for the good in all people, things, and situations.  I have also gained a broader understanding of how important it is to grow leaders and that even leaders with many years of experiences can always learn to be better at what they do.     
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