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Judy - {enters}

Judy - {leaves}

Tony - {enters}

Tony - {leaves}

Tracy - {enters}

Betty - {enters}

Steve - {enters}

Tracy - Good Morning Betty and Steve.

Steve - Hello everyone! I'm glad to be back to my normal computer and not on TSACS.

Tracy - Were you able to access the VSM via TSACS okay?

Marsha - {enters}

Steve - Not really. I was at a friends place on the way to the volcano. I got dropped twice during our last week's  VSM session.

Nancie - {enters}

Paul - {enters}

Kristine - {enters}

Kristine - Hi, Betty ... I meant to call you this week and see how you thought your VSM fac role went, but we've been tied up with this JCS exercise.

Pam - {enters}

Marsha - {action}  waves at everyone.

Betty - Hi Kristine - it went ok but with learning things will go smoother as we move forward

Judy - {enters}

Fac17 - {enters}

Kristine - I don't know about the rest of you, but I am on SBLM overload!

Judy - Hi Kristine, I feel the same way!!!

Tracy - Kristine- I'm with you!

Kristine - Hi, M-B

Fac17 - hi all

Paul - {leaves}

Paul - {enters}

Tony - {enters}

Paul - not sure why I went flying out...I was just typing a response to SBLM overload!

Tony - aloha folks

Kristine - I saw you go for a snack!!

Pam - Paul, we thought you were so overloaded you couldn't take any more and decided to leave.

Judy - Maybe it was some sort of sign Paul th

Ron - {enters}

Paul - tell me about it! too much year end close fun and games...

Kristine - Ron -, how are you?

Ron - Hi, Ya'll

Steve - Aloha Tony! Glad that you made it in! Was also good chatting with a fellow sufferer today! It did cheer me a bit.

Tony - thanks Steve, me too.  just glad to make it to one of these

Marsha - {leaves}

Marsha - {enters}

Fac17 - are you all typing? i am not seeing much.....

Ron - M-B, thanks for sending out the recap of the deliverables you received so far, really helpful.

Fac17 - welcome ron

Mike - {enters}

Ron - Hi Mike

Vic - {enters}

Ron - Great! coffee is ready - I'll be right back

Kristine - M-B, Sean is still having tech difficulties, so he will sit with Paul or me.

Pam - In response to Kristine's statement about overload, do any of you feel like you're in an infinite loop?  Seems like every time I read something there are links to other things to read which then have links to other things which then have ...

Fac17 - thanks Kristine

Kristine - Pam, I was OK until I got to the Profile of the US Army section!!  I am just going to buy it from AUSA.

Nancie - Pam, I agree completely.  You think the reading is only x number of pages and then you start going to all the links!

Ron - Well, I read somewhere this is designed to take about 8 to 10 hours a week, seems like much more, but hopefully it will get better as I get more familiar with the processes

Paul - sean is here with me

Tony - Pam, agree.  Seems like we're digging, and digging, and digging...

Kristine - M-B, looks like we are missing 4, but I'd like to start ...

Fac17 - go ahead

Fac17 - you are missing 7 but some may be tdy or on leave

Fac17 - oops 6 with sean incognito

Kristine - MOST OF US ARE ON BOARD WITH THE MOVIE DISCUSSION AND HAVE HAD TIME TO GLEAN SOME LEADERSHIP THOUGHTS ... SO LET'S START WITH CHARACTERISTICS OF GOOD LEAD

Judy - How about inspiring?

Pam - Competent

Paul - how about the ability to influence people

Nancie - Good communicator

Tony - in control of their emotions

Pam - Willing to stand up for what they believe and for their employees.

Nancie - Uses good judgement

Mike - Honesty

Paul - the will to follow through

Vic - A firm vision

Betty - Nancie good point - communication is key to a good leader

Tracy - Compassionate

Paul - sean says - human

Marsha - Trust

Nancie - Self-aware

Tony - exhibit the Army values

Nancie - Pam, I like that one.

Steve - I'll go with Judy's inspiring

Betty - Innovative - broadening horizons

Judy - Betty, I like that one

Paul - intelligent and culturally aware

Nancie - Sean - can you expand on human?

Pam - Provide employees with training,  resources, and authority needed to do their jobs.

Steve - without throwing in a political comment - decisive - not flip-flop

Vic - excellent Pam

Paul - the ability to understand employees/soldiers life experience

Judy - Pam, is that the same as empowering?

Tony - I like that one, Steve

Betty - stimulates organizational learning - similar to being innovative

Pam - Yes.

Nancie - Respectful

Paul - thinking out of the box

Ron - culturally aware

Paul - as someone that set the example - healthy,, physically fit

Tracy - Culturally aware is really, really important for military leaders!

Judy - "a role model"

Ron - emotionally stable

Vic - True to tradition, but acknowledging the need for change

Tony - good listener

Judy - "a mentor"

Ron - Vic, yes

Nancie - Vic, I like that.

Ron - vic, Yes!

Steve - thinking out of the box sounds so trite but is so necessary

Pam - Excellent comment, Ron.  Emotional stability is vital.

Paul - don't think i've seen it - loyal

Tracy - Open minded.

Kristine - SO WHAT DO YOU ALL THINK ... CAN WE TEACH OR TRAIN THESE QUALITIES OR IS LEADERSHIP "INBORN"?

Ron - Well, isn't that what we are doing now, trying to learn?

Tracy - I think it's both.

Vic - I believe it's a combination of the two

Paul - some of these can be taught - all of them require practice to do them well

Nancie - I don't think everyone can do all of these but in general leadership can be taught.

Betty - Depends on the circumstance a leader forged in battle may lean on training - but the actual ability to lead his/her troops will come from within

Tony - I agree, a little of both

Steve - it's all. some come to the table with great qualities, others learn.

Mike - Tony, I agree with you, in that a good characteristic to have is be a good listener

Judy - I think it's all too

Pam - Some of the things you may be able to learn, but things like emotional stability and respect would be hard to teach.

Ron - The FM says leader attributes are learned and can be changed.

Ron - I say some more than others

Tracy - Pam- I agree.  Some things just cannot be taught.

Marsha - I believe in a way there are some born leaders, but there is always room to grow and learn through the proper training.

Nancie - I agree, some more than others.  You can teach someone to be a good listener but you can't make them want to be one.

Judy - I think the learning is life long and cumulative.  Starting with childhood where come of these characteristics are instilled by family values.

Ron - Nancie, thanks, good example

Steve - leaders learn and as changes are made, it's more learning

Betty - The FM ignores factors outside the control of individuals as you touched on Ron emotional stability - how is that taught ... perhaps it can be modified

Mike - Steve you are right.  No one is born a leader

Ron - a good leader is always in teaching mode, and in learning mode

Nancie - Ron, agreed.

Steve - Great comment Ron!

Kristine - LOOKS LIKE THE CONSENSUS IS THAT AT LEAST PARTS OF LEADERSHIP CAN BE TAUGHT.  WHAT DO YOU ALL THINK ABOUT TEACHING METHODOLOGY ... IS THERE A MODEL YOU THINK IS MORE EFFECTIVE?

Vic - sometimes the situation(s) we find ourselves in will bring out our leadership qualities.  Consider President Bush.  Who would have imagined?

Ron - Betty, right, it is a matter of degree, depending upon the learner brings to the table (values, etc.)

Tony - I think there is a difference between being a leader and being a GREAT Leader - most people can learn to be a leader, but very few have the tools to become a great one.

Ron - I really like the way the FM talks about various aspects of leadership, then tells real life stories as an example

Paul - learning about leaders is helpful but it's the experiences one goes through that make one a leader

Ron - real life, I mean

Tracy - Tony- I completely agree.

Vic - Ron agree fully

Nancie - Tony, that is a great comment.

Paul - sean says - need trial by fire

Mike - Yes, institution, assignment and position help increase individual awareness and leader skills

Ron - Paul good point, the best way to develop tomorrow's leaders, is for today's leader's to provide experience

Tracy - Can you teach leadership in a classroom?

Vic - Paul well put

Nancie - When you learn the hard way, you really learn.  I agree with Paul you need experiences.

Vic - The fundamentals can be taught in a classroom

Ron - Tracy, don't think so, classroom provides tools, but student has to go out put them into practice and learn by experience

Fac17 - tony-- when they learn to be a leader vs great leader are they really learning to be a manager? all  - is there a difference?

Mike - Paul, good point.  I feel that experience is one of the best was to learn leadership skills

Pam - Teaching methodology for leadership is like everything else, different people learn through different methods.  Some like hands on, others want to read it in a book or manual.  I think one of the greatest teachers is learning by example.  Some of my leadership characteristics were learned by bosses who taught me what NOT to do.

Judy - Ron - I agree..

Ron - Pam:  So right.......................

Steve - Vic - I was searching for the correct words. Only fundamentals can be taught in a classroom.

Betty - Is being a leader based on position?  Personally I believe even a private can lead and even be a great leader.  Sometimes the Army focuses too much on senior enlisted and officer
Tracy - Pam- Great point!

Ron - Vic has a way of finding just the right word

Nancie - How many people have taken a class, learned great ideas, and come back and never put them into practice?  I know I have.  You need experiences to go with any classroom training.

Vic - Nancie, so have I

Judy - Isn't the Army of One idea that all are leaders?

Nancie - Great point Pam - learning what not to do is as important as learning what to do.

Tony - M-B - to me, managing is a mechanical process and can be learned through schooling and experience.  Leadership requires lots of soft skills that are harder to acquire and take real effort to adopt.

Steve - Vic & Nancie - so with fundamentals and experience as a combination! Excellent! I like that!

Paul - you also have be given the opportunities to use what you have learned

Nancie - Betty, I think you're right - anyone can be a leader - it isn't necessarily based on position.

Ron - and then, there is vicarious experience (like this discussion

Mike - Betty you are right.  Anybody at different levels have good leaders.  It does not matter if you are a senior enlisted or officer.

Betty - Judy - I always took the "Army of One" as being one team incorporating active and reservist together to complete the same mission.  Being a leader isn't necessarily a requirement to be in the Army.  Some folks are satisfied not leading but may become "the leader" when situation requires it
Pam - Position does not equate to leader.

Steve - Tony - well put on the difference between a manager and a leader. Well said.

Ron - Mike, yes, I've seen Corporals who are good leaders, and Colonels who suck

Tony - agree.  being a leader doesn't necessarily come with position or rank.  we all know when we meet a leader.

Tony - Thanks Steve

Nancie - Betty, to me that's one definition of a leader - answering the call when the situation requires it - no matter what your position.

Vic - At what point do we know that we are good leaders or managers?

Betty - Pam - I agree I have known individuals including - "the boss" who can not lead .... some personnel in position micro-manage and by no way can that be leading

Fac17 - betty can you expound a bit more on situational leadership?

Ron - Tony, yeah, some people just have that "charisma"

Mike - I agree position does not equate to a leader. But it helps in grooming leaders

Paul - vic - you don't need to know you are a good leader, you just do what’s necessary as the situation dictates

Kristine - IS CHARISMA A POSITIVE QUALITY?  EXAMPLES?

Vic - Thanks Paul

Betty - An example is the posting on PVT Legere ... the odds were against US forces in Korea but he took the initiative to put the flag atop the US embassy ... the troops needed encouragement - needed hope in that situation he gave them something to motivate them ... he led

Nancie - Charisma can be positive or negative.  Hitler had charisma.

Judy - It depends on how it is used to influence others.

Tony - yup, ron.  the greatest leaders I've met just make you feel good about yourself just being around them and I just feel driven to bust my butt for them.

Tracy - Ron- Being charismatic is often a trait of a good leader.

Steve - Vic - do you need to know, or is it all part of the process of managing transitioning to leading?

Vic - Betty, do you mean Iraq?

Betty - PVT Legere may have never been a leader - perhaps may not have taken charge again but in the situation he did ... Vic no it was Korea

Mike - No Charisma is not a positive quality.  I say this because everybody don't have charisma no matter what they do.  I look at the President, he has no charisma, but is an effective leader to me.

Ron - Mike, don't think charisma is necessary to leadership, but it sure helps

Tracy - Mike- Not all would agree that he is an effective leader.

Tony - I feel it can be positive or negative.  In my mind, it is not the litmus test for a great leader.  But it helps.

Betty - Charisma helps make an effective communicator which can help lead but doesn't make the leader ... then again leadership is not one trait

Tracy - IF you are a good leader and have charisma people will follow you anywhere.

Ron - Some of our greatest Army leaders had charisma, Patton, MacArthur, Abrams, and it part of what them great

Judy - I agree, Tracy
Mike - Just my opinion

Vic - Bad thing, if this Charisma is taking everyone in the wrong direction

Betty - Tracy - who did they say that about ... Patton?

Kimberley - {enters}

Steve - Ron - you had the best statement on charisma - not necessary but it sure helps!

Tracy - Betty- Gen Tom Schwartz is who came to my mind regarding a good leader who is charismatic.

Paul - isn't Patton an example of good side and bad side of Charisma?

Kristine - ON THE LINE OF NEGATIVE CHARACTERISTICS, CAN THEY OVERSHADOW A GOOD LEADER?

Vic - They sure can, and often do

Kimberley - Sorry....I have just entered...I'm at another federal agency building and had problems with their digital phone line

Betty - Tracy - thanks I knew I had heard that about someone ... a someone who is considered a great leader by many

Ron - Kristine, absolutely! and you end up with autocrats to can only use the directive leadership style

Nancie - Absolutely.  I can think of a few recent Presidents that had this problem.

Nancie - Paul, I agree Patton is an example of both good and bad charisma.

Tony - yes

Judy - And some who had great charisma and poor leadership

Steve - Ron - maybe change that to a directive management style - not necessarily leading?

Ron - Judy, really good point

Tony - charles manson

Paul - plenty fo examples: Hitler, Mussolini, Stalin...

Mike - I agree Paul

Vic - Jim Jones

Ron - Steve, OK, point conceded :<)

Betty - On the  negative side - Kristine - lacking charisma ... inability to effectively communicate can all hamper effective leadership

Tracy - All- I see your point about charisma.  It can be good or bad.

Nancie - betty, most definitely.  I think there are many people who could be good or great leaders but have little or no charisma.

Judy - Charisma makes a good leaders job easier

Nancie - so no one really notices them (hit return too quickly).

Tracy - Judy- I agree!

Ron - Judy, yes

Steve - Charles Manson and Jim Jones in one session - need to change the topic as I start getting the heebie-jeebies...

Mike - Nancie, good point

Betty - Judy good point effective communication - charisma all make people want to listen ... to want to listen will make people more apt to follow

Ron - Betty, wish I'd said that

Betty - I just type fast - Ron

Vic - ability to help subordinates see the vision may be good charisma

Mike - Betty excellent point

Kristine - LET'S SHIFT A BIT TO LEADERSHIP STYLES ... IS THERE A BETTER STYLE OF LEADERSHIP?  WHAT MAKES IS BETTER?

Betty - Leadership styles go along with characteristics they vary depending on the situation and if applied correctly will make a great leader

Paul - again - that's situational

Nancie - I think different styles match different situations

Tony - I like transformational.  Self motivated people are steady high performers.

Marsha - Tony, I agree with you.

Tony - thanks marsha

Ron - Every leader has a comfort zone associated with a particular style, trick is getting out of that zone when needed by the situation OR the foll

Nancie - I agree with Tony - of the 5 I really like transformational.  The point about motivating people to do more than they ever thought they would.

Ron - the follower

Kimberley - self motivated people probably need less direction

Tracy - I agree with the FM that a combination of styles is effective.  Depends on the situation.

Judy - Tony, I agree with you too, but think that day to day you need situational leadership knowledge too

Steve - Paul - situational leadership style is a great concept for me.

Vic - Ron excellent point, how can we forget the comfort zone

Paul - transformational is great if you have the subordinates that will make it work - sometimes directing is necessary

Tony - great points

Ron - I'm in the Nike zone - "just do it"

Pam - Great comment paul.  I wholeheartedly agree.

Mike - I don't think there is one leader style better than one.  Like Paul noted.  The situation will dictate which one to use.

Betty - Paul you make a good point - a great leader will know his/her team members and apply style accordingly

Ron - some mules just need to be called softly, some need the proverbial 2x4 upside the head

Tracy - The FM made a good point about treating people fairly does not mean you treat them all the same.  Different strokes for different folks.

Tony - how about calling it adaptive leadership

Betty - Some team members will thrive on empowerment while others will shy away ... they want to be told and take no risk on their own

Nancie - And in the same situation, a different leadership style may be necessary with different employees.

Ron - Tracy, I used to say always give a soldier what he needs, not what he wants, what he needs

Pam - Good point, Nancie.

Kristine - ADAPTIVE LEADERSHIP -- I LIKE THAT TERM! ... ARE WE SEEING THAT WITH OUR GREAT LEADERS?

Paul - in my mind transactional is least effective - maybe over short term, but over long term doesn't work

Betty - Organizations are moving toward becoming adaptive systems - it makes sense that leaders move there too ...

Ron - Kristine, in our Patton discussion group, think we determined Patton is not a good example.  In researching my paper, Abrams is a great example

Tony - On the national scale, I think so.  Who would of thought we would've been attacked on 9/11.  I think we adapted very well in a very bad situation.

Steve - Yup - I believe that our great leaders all exercise some form of adaptive leadership

Ron - betty, totally agree with your insight

Mike - Good point steve

Kimberley - I would disagree...I think what's happening is that people are adjusting more to leaders

Judy - Betty, that's a good point, I agree.

Kristine - IS THERE A BAD SIDE TO ADAPTIVE LEADERSHIP?  PRESIDENTIAL CAMPAIGNING?

Tracy - Kimberly- Interesting point.

Marsha - With the transformational leadership style, this can lead to an environment where employees work for the good of the mission, as well as, for the mission.  I am not sure that putting this before your own self interests is positive though.

Tony - ahh, politics.  I like to call that "gumby politics" - bend any way you want...

Ron - Kristine, you read my mind, I was just thinking of the campaign and \ leadership adapted to garner votes

Steve - Kimberley - I need to think your comment a little further. Good thought point.

Tony - I meant gumby leadership

Betty - Kristine - what connection are you making between adaptive leadership and the presidential campaign .... I see two individuals marketing themselves as potential leaders

Ron - gumby politics, LOL

Judy - I see them adapting to whatever they need to make them look good.

Kristine - RON READ MY MIND.  PRESIDENTIAL LEADERSHIP IS INTERESTING, I THINK.

Paul - but a good leader finds a way to make a turn A bad situation into a positive one

Tracy - What kind of leaders the candidates will be remains to be seen. As Betty said, they are marketing themselves.

Betty - Ron is it leadership that is adapting .... adapting is changing to meet the needs of your team members .... campaigning is not leading ... it is trying to win our vote so that they can take position as number one leader in US

Mike - Betty, I believe I see one candidate ADAPTIVE and the other FIRM on many points.

Nancie - Unfortunately that's the problem, they are marketing themselves and we don't really know what they're like.

Kristine - CAN EFFECTIVE LEADERS CHANGE THEIR STYLE?  OR WOULD PATTON HAVE BEEN EFFECTIVE AS A TRANSFORMER?

Betty - Mike - they are not leading ...at least I see no leadership ... I see a bid for my vote

Nancie - I think Patton was a transformer to some extent.  He really motivated his people.

Judy - Hopefully effective leaders can use different styles effectively as needed.

Nancie - They sure didn't perform because they liked him!  At least not most of the soldiers.

Ron - Betty, in terms of viewing presidential candidates as trying to influence people to do something, they are leaders,

Judy - Or trying to become leaders

Ron - and adapt their leadership style to maximize that influence (to get me to vote for them)

Steve - Judy - I agree that good leaders change - or as we earlier said - adapt.

Fac17 - is there a difference in transforming people or processes and "being" transformational?

Kimberley - I think Presidential Leadership, like athletic coaches, surround themselves with the actual  action leaders...if you have bad advisors...then it may effect the perception of the presidential leadership

Tony - I think Patton is an example of a leader that has some innate skills mixed with specific leadership techniques that made him a great leader.  He wouldn't do as well using other techniques.

Nancie - Judy, I agree.  They use styles needed for the situation.

Betty - Hmm Ron .... the connection doesn't settle with me ... that would mean every commercial is a leader because it is trying to make me decide for his/her idea ... not well put but I think it makes the point I am trying for

Ron - I think applying transformational leadership style is a change enabler

Judy - M-B I think transformational leadership is goal and vision oriented as well as people oriented

Fac17 - or do leaders become seen as leaders because their style happened to fit or match what was needed?

Ron - Betty, I see where you are coming from.

Betty - M-B ... rising to the situation ....

Kristine - M-B, GOOD POINT.  DO WE CHANGE STYLES TO MEET SITUATIONS?

Nancie - If you define leadership as trying to influence behavior, then every commercial is an example.  Hmm, this doesn't sit well with me.

Tony - M-B - believe you are right.  it's situational

Kimberley - Leader from history would agree with what M-B suggests...what was Germany needing at the time Hitler rose to power????

Ron - Nancie, Betty, ok, ok, I give

Paul - since every situation is different you have to change styles

Tracy - Leadership is situational. Great leaders can adapt to varying situations.

Nancie - Kimberley, agree.

Judy - I agree tracy!

Tony - but isn't that what we mean by adaptive leadership?

Paul - wouldn't Washington be an example of a leader that adapted to different situations

Steve - Tracy - I agree! Good two statements!

Kristine - THOSE OF YOU WITH PRIOR MILITARY EXPERIENCE -- DO YOU FIND YOURSELF USING DIFFERENT LEADERSHIP STYLES AS A CIVILIAN EMPLOYEE DEALING WITH MILITARY?

Judy - Are we messing with semantics between adaptive and situational?

Betty - adaptive leadership - great leaders ... the connection is good many times but not all

Vic - Paul, yes, and it appears that Abe Lincoln was a good example of this.

Nancie - I think adaptive leaders have a better chance at being great leaders than leaders who never change their style.

Paul - sean - the Washington example is great because he was asked to be king, but he declined because of the good of the nation, n

Tony - totally agree, nancie

Ron - Kristine:  yes, yes, yes

Kristine - RON, DESCRIBE!

Steve - Kristine - again, adapting to the situation various leadership styles and approaches are used to fit the situation

Fac17 - how so ron?

Nancie - Interesting question Kristine.  I've always been a civilian.  Who is/was military?  Do we civilians need different styles?

Ron - As a military leader, I could rely on the visible authority symbols, as a civilian, I really have to apply good technique

Paul - sean - he choose to lead the nation as a republic for the good of all, not as king for his own self interests

Kimberley - ron---I can see that

Ron - "cause I said so" just doesn't work as a civilian

Judy - Ron I agree, authoritarian leadership would not be as effective with civilians.

Steve - Ron - good point

Tracy - I was in the Army for a couple of year and have been a civilian for 11 years.  I don't think things are really that different.  We may not wear our rank on our collar, but we all know the chain of command.

Tony - sheesh , my boss doesn't think so...

Nancie - If your supervisor is a strong leader, "cause I said so" can be enough even for civilians.

Vic - If you've been properly empowered, technique is then similar for both

Paul - "cause I said so" may work once or twice, but eventually subordinates need to know why

Tony - Nancie - if he was a strong leader, he wouldn’t have to say "cause I said so"...

Fac17 - nancie -- strong in that you trust him/her or strong in dictatorial?

Ron - Also, a uniform tells someone else a lot about you, experience levels, etc.  As a civilian, I have to constantly demonstrate competence, it is never assumed

Kristine - I AM BOTH A DA CIV AND A RESERVIST ... AND I AM TREATED VERY DIFFERENTLY WHEN IN UNIFORM.

Fac17 - that is a good point ron - had not thought of that

Nancie - Well either would work.  I guess I was thinking strong in trust.

Fac17 - ok

Judy - How so Kristine?

Mike - I find myself dealing with civilian and military differently.

Paul - frankly, I have been around long enough not to assume competence just because of uniform

Nancie - Tony, agree.  He wouldn't have to say so - you'd just do it.

Nancie - Ron, Excellent point!

Ron - Paul, right, but don't you give the SGM the benefit of the doubt to start?

Steve - Kristine - as Ron indicated, the uniform gives a lot about you. Your civilian attire does not.             i

Kristine - NOT BY FOLKS IN THE UNIT, BUT WHEN I GO TO THE USFK HEADQUARTERS AND NEED ASSISTANCE (OR FOR SOMEONE TO DO THEIR JOB), IT IS MUCH EASIER AS MAJ GOULD.

Kimberley - I think it all goes back to human nature...whether you're civilian or not....it's trust issues

Tony - and integrity

Paul - Ron, I guess you are right - first look gets the rank benefit of doubt...

Ron - the directing leadership style is a tool, it has it's useful place, but it more available to soldiers than civilians

Ron - thanks, Paul

Fac17 - mike -- how so -- as our only active component?

Paul - But what am i to think about a SGM that is grossly over weight?

Nancie - We don't treat people all the same whether it's military rank or position in the organization.  We assume certain things based on position.

Betty - I think prior military members - maintain the attitude of senior position therefore you do - there is a difficulty in adjusting to dealing with professionals .... My favorite is the "Because I said so" or the "This is what I want you to do"  Makes me want to ask for his/her help in tying my shoes

Kimberley - but, even in uniform, you can loose that trust even from the ranks

Ron - Paul - understood

Nancie - Ron, agreed.  Directing leadership won't play well with civilians even if we do work for a military organization.

Kristine - M-B, WE HAVE TOUCHED THE POINTS THAT I PLANNED TO RAISE.  :)  NOW LET'S TAKE THE MOMENTUM INTO OUR VIDEOS AND LEADERSHIP PAPERS.

Fac17 - ok

Ron - lively discussion this morning, and I only got slapped upside the head twice

Fac17 - good questions raised here that should help with the other projects

Nancie - Ron, we really agreed with you - we just didn't like that we did.

Ron - glad this is "virtual"

Mike - In the military because of the volume of people I am dealing with I fine myself strict wanting to get the job done.  I trust the process because I have not have much dealing with civilian in the workplace.

Paul - ron - you made some excellent points!

Tracy - Ron- Are you sure it was only twice. :)

Fac17 - thanks mike -- i am sure you will have more green insights as the year goes along

Steve - Ron - I was aiming for a back pat - sorry that I got your head.

Ron - slow on the duck

Kristine - RON, MAYBE WE NEED SOME EMOTICONS FOR THAT ...

Ron - no please

Mike - M-B I am looking forward to this experience
Tracy - {action}  laughs hysterically.

Tony - experience it is...

Judy - Krisine I liked having the questions in advance for today's session.  Great Job

Kimberley - not sure what I've added to this conversation but....Kristine...are we suppose to be talking about the movies and papers?

Paul - we made it through a whole VSM without emoticons - bonus!

Ron - Mike, glad you're in our group, appreciate the perspective you bring

Tony - yeah, Kristine, good job

Nancie - Yes, Kristine, great job.  It made the session much more focused I think.

Kristine - THANKS ALL FOR PARTICIPATING.  OK, FOLKS ... SEE YOU AT CAUCUS (MOVIES THERE, KIMBERLEY)

Tracy - Mike, didn't realize you are military.

Paul - are we done?  can i go home?

Ron - Kristine, thanks - really appreciated the e-mail ahead of time with the questions, helpful

Kristine - PAUL, WE ARE JUST STARTING ... SO GET TO WORK!!

Nancie - Who's leading next week's VSM?

Tracy - Yes, the e-mail helped make this a more focused discussion.

Kristine - OOPS, A GOOD QUESTION.  ANY VOLUNTEERS?

Paul - bye from sean and paul, over and out

Vic - I will, what’s the topic

Steve - Kristine - the read ahead was great for today's VSM process

Nancie - I thought someone volunteered last week I just don't remember who.

Ron - Vic, I think it is Be, Know, Do

Mike - Yes, Tracy I am active duty military.  And look forward in sharing much as we progress this year.

Betty - {leaves}

Kimberley - M-B can you stay on-line

Tracy - Mike, where are you stationed?

Kristine - IF THERE ARE NO OBJECTIONS, I NOMINATE VIC.

Fac17 - for a few

Judy - Mike, my military peers say they know all this stuff!!!

Vic - Thanks, Kristine, great job.  I'll take it for next week.

Marsha - {leaves}

Vic - I mean week

Kristine - BONUS.  GOOD LUCK!

Nancie - Kristine set the bar high.

Vic - Sure did, learned a lot from her

Steve - Aloha! See y'all next week!

Steve - {leaves}

Mike - Thanks kristine, Good VSM

Kristine - AH, BUT I HAD BETTY TO SET THE TONE.

Tony - mahalo - "see" you all next week.  Aloha

Fac17 - good job kristine

Judy - Thanks everyone - see ya next week.

Judy - {leaves}

Ron - Bye everyone, "see" ya'll next week

Kristine - THANKS, M-B.  SEE YOU ALL LATER.

Kristine - {leaves}

Nancie - Have a great week!  Bye.

Ron - {leaves}

Paul - {leaves}

Nancie - {leaves}

Pam - {leaves}

Fac17 - what do you need kimberley?

Tony - {leaves}

Mike - {leaves}

Vic - M-B, I'll attempt to call at a good time, to explain my connectivity problem from home, and the academic situation it's causes, though temporarily

Tracy - {leaves}

Kimberley - since I miss the first part....do I need to submit some comment to you on it?

Fac17 - no you do not

Kimberley - No I don't to me?

Fac17 - ok vic -- let's do that next week

Fac17 - yes kim no to you

Vic - Ok, out

Vic - {leaves}

Kimberley - thanks....

Fac17 - you are welcome

Kimberley - {leaves}

Fac17 - {leaves}

From Lorie

02 September 2004

Seminar 17

Summary response/addendum 

In response to Kristine’s comment about being on SBLM overload…DEFINITELY agree!!!  This past two weeks I have been taking an advanced Systems Engineering course that is mandatory for my position and command.  I had homework with that course as well as real work that demanded my attention (end of year close outs and follow-on work plan preparation, as well as trying to make sure my team finished up the last few deliverables on all three of my projects), as well as the usual family stuff to include soccer, youth group, and homework with the kids.  Trying to fit SBLM in there just did not work well at all!  I have managed to get pretty much caught up this weekend but I must admit that spending my three-day weekend on “catch up duty” was not what I had in mind!  But alas, it is almost over and I am almost caught up so all is well in the end!

The group summary of characteristics of a good leader include:  inspiring, competent, ability to influence people, good communicator, in control of their emotions, willing to stand up for their beliefs and their employees, uses good (sound) judgment, is honest, has the will to follow through, a firm vision, compassionate, human, trustworthy, self-aware, exhibits the Army core values, is innovative and believes in broadening horizons, intelligent and culturally aware, provides employees with training, resources, and authority needed to do their jobs, capable of making a decision without “flip flopping” , has the ability to understand employees/soldiers life experience, empowers his subordinates, stimulates organizational learning, is respectful, thinks out of the box, sets the example, is a good role model, emotionally stable, is true to tradition but acknowledges the need for change in a changing world, good listener, a mentor, loyal, and open-minded.  I would also like to add responsive.

In response to the question on whether or not we can teach the above-mentioned qualities or if leadership is “inborn” the group mostly agreed that some qualities were inborn, some were teachable.  The real question was whether or not a leader wanted to learn them.  In addition a really good point was brought out that no matter whether one was born with the qualities or had to learn them, practice and practical application were the things need to sharpen them, thereby making the ability for one to be a “great leader” possible.  I would like to add that we have all taken the various assessments, and most of us have proven that we are at least in the position or capable of being in the position of leadership in order to get selected for this class.  However, there are areas that we are all weak in, areas that we do not favor that we must learn to grow in so that we can have all of the aspects of a “great leader”.  Maybe we can grow in those areas, maybe we can modify them through experience, practice and training.  Some people in management/ positions of authority never learn to do these things, whether by choice or just because it simply is not in their makeup to do them.  I have a supervisor that had to be chastised by his boss in order to get him to respond to emails from the lead engineers in our group.  One day I finally asked him point blank why he didn’t respond to the emails and he told me he preferred to speak to the engineers in person if it required a lengthy response.  Unfortunately he didn’t send an email telling any of us that!  He just ignored us until we went in.  Some of my coworkers cannot/will not confront their boss.  Typical engineers are somewhat introverted and avoid conflict at all costs.  Since he didn’t respond most of them took it personal.  This of course led to a few of us A-typical engineers going over his head for assistance.  It has caused a lot of trauma and conflict, not to mention low morale and high turn over in our group.  Unfortunately he was forced to send out an email apologizing and promising to “do better”…three weeks later and he is in the same old pattern again.  So he has not learned the skills and necessity of responding to his subordinates, meeting the needs of his people, communicating, or anything else along those lines.  Back to the question someone posed in the VSM last week; does he want to learn or is this something he cannot learn?  I don’t have the answer to that question.

In my opinion there is not a teaching method that can be applied across the board.  It cannot be a “one size fits all” scenario.  Just as when we are children we all learn different, so it is when we are adults.  As Nancie pointed out in the VSM, I have also been to several classes on leadership to include LEADS and PME I but have not had the opportunities to apply the things I have learned in those classes at an appropriate time so I’ve had to go back and review some of the materials for certain situations I have come across in my present job.  (My current position has given me several opportunities to learn from both my supervisors and my subordinates!)  In order to really grasp the concepts we have to be able to apply them.  Agree with the whole group on that conversation.  I think I have already addressed my opinion on whether or not being a leader comes with the position.  

The topic of charisma brought about some interesting conversation.  Most people seem to agree that it was both a positive and a negative trait, depending on the leader using it.  Mike was the only one that was convinced it was strictly a negative connotation.  The group line was pretty much that a charisma did not make a good leader, but it helped.  Charisma makes people want to work hard for that person because he makes them feel good about themselves, good about the job they are doing and the mission they are fighting for, 

A good example that I would not have thought of was Betty mentioning PVT Legere and his ability to give the troops hope and encouragement by putting the flag atop the US embassy.

Tracy added that if you are a good leader and have charisma people would follow you anywhere.  And like it!

Charisma makes a good leader’s job easier by aiding in the communications arena.  Charisma makes people want to listen, thereby making people more apt to follow.  

On the different leadership styles the group pretty much decided that the ability to change leadership styles to match the situation or personnel involved was key.  I agree with that view.  Transformational leaders work best when applied to self-motivated people who are high performers and have the ability to achieve more than they ever thought they could based on the leader’s urging and encouraging.  Every leader has a comfort zone, as we have learned from our assessments in this course.  Tracy brought up the fact that the FM states that a combination of styles is most effective and that treating people fairly does not mean treating them all the same.  Betty and Paul brought in the reasoning that good leaders will know what their subordinates are capable of and apply the correct leadership style accordingly.  I agree with this view as well.  Ron with his “sobering” examples came up with the comparison to mules…”some mules just need to be called softly, some need the proverbial 2x4 upside the head”.  We decided that different people respond differently to different situations and therefore different leadership styles will need to be applied based on the person’s abilities, personality traits, and perhaps experiences.  Adaptive/situational leadership will apply at one point or another.  It has to.  I did have one comment in response to Marsha stating that she is not sure that putting transformational leadership styles, which can lead to an environment where employees work for the good of the mission, as well as, for the mission before your own self interests is positive.  Isn’t that what we are called to do as Army civilians?  

Kristine then opened up the can of worms on the Presidential election.  I think I will just summarize that part by saying that in my opinion we are not seeing them lead.  I have not heard either of them tell me what they can do…only what the other one cannot do. I just hope whichever one wins figures out what he can do before he has to do it.  

MB asked whether leaders become seen as leaders because their style happened to fit or match what was needed.  I have to agree that that is part of it.  If a leader cannot change to fit the situation at hand is he a good leader?  I think not.

Kristine then asked if those of us with prior military experience found themselves using different leadership styles as a civilian employee dealing with military.  Several people felt that they treated military differently, and they themselves were treated different in uniform.  I have never been in the military so I cannot address the question specifically from personal experience.  The group decided that the authoritarian leadership would not be as effective in the civilian world because “because I said so” would not work well.  In addition, the military display their rank and get the respect that goes with that.  As civilians we have to constantly prove ourselves.  I agree with Tracy in that although we do not wear our ranks as civilians, we know the chain of command and most of us respect that.  I do not believe that a good leader has to use his stars or the “because I said so” line.  I believe an empowered team will respond accordingly.  I have been involved with the military daily because we all work as integrated teams in this command.  Contractors, military, and civilians all work together.  There have been several times when a civilian is “removed” from his duties of authority to put a military person in that space so it does not destroy his career as a military officer by not being in a position of authority, but most of those times the civilian has still carried the team.  Not all of them, but several.  

Overall this VSM seemed to go much smoother.  Mind you I was online for the first one that was an introduction and I don’t remember really discussing the topic of time management except very briefly at the end.  However, I think Kristine did a great job of keeping everyone on track and sending out the outline early of what she intended to cover helped me out since I knew I was going to miss it.  I knew what I was missing, what I would be expected to comment on, and what material we would be covering in the readings.  In addition the “chitchat” was kept to a minimum.  I reviewed last week’s log and there were a lot of “pats on the back” throughout.  This one kept more on task with minimal agreements.  I also saw some of the group norms the group established last week being implemented.  That was cool!  I’ll be back online with the group next week.  Looking forward to that!

From Karen
z175karen's comments for 9/2 VSM - Enjoyed reading the log, which seemed to flow much better than the actual VSMs I have participated in, either because the class is getting better at this forum (I hope) or simply due to my ability to read it at a constant speed. Nonetheless, i was very impressed with the brevity and substance of the initial comments on the qualities of leaders. Charisma isn't really a charachteristic but an aspect of one's personality, and has luttle to do with leadership. As with all in life, the ability to claerly communicate such that others can receive your messages is a powerful skill, and a critical one for leaders to possess. I once had a charismatic mentor who failed me miserably by actions taken in his professional and persoanl life such that I lost all respect for him, and quaetioned my reasons for looking up to him. I have not found someone I will allow myself to consider to be a mentor since. 
I have participated in numerous situations where positional power feels forced upon others because a non-leader was put in a position and expected to lead others. The discussion about civilians vs. military staff was interesting - I feel I have been very fortunate in my civiliam career with the Corps of Engineers in that the majority of the military leaders I have worked directly for were also leaders. And I have seen those same fellows move thru the ranks to be Commanders at HQ, which pleases me. The hiring and promoting process in the civilian ranls all too often seems based on convenience, a desire to avoid conflict and a facade of selecting the best qualified. I am proud of the integrity I have seen in my peers/managers when selecting staff for field positions in my program, but see this as an anomoly in my world. I agree that leaders need to have the abiloty to adapt or change depending on a situation - in the Corps the buzz word used by management is 'situational awareness' as we all need to know what is going on organizationally speaking and internalize it (which leads to lessons learned). I felt uncomfortable reading the political commentary - I suppose I agree with the norm that topics like religion and politics (isn't tjere a third?) shouldn't be discussed among freinds or family. I am not familiar with the acronym SGM so was not sure I understood all that, nor do I have much knowledge of historical events in the military world (I have no interest, but trust I will gain an appreciation thru this class). I did not rewad the facilitator's questions prior to reading the log, but agree it is the way to go.
From Stephen
Z175Stephen  Characteristics of a Good Leader: 

Can we develop a "top 10" list of characteristics of good leaders? Open, honest, trustworthy, good communicator, able to set realistic goals and timelines, charismatic, Always willing to learn, disciplined, responsible, and positive are some of the most important characteristics of a good leader.  I cannot prioritize these characteristics because a lot of the character is dependent on one's self. 
Why do these qualities make a better leader? Influence drives a force to perform.  When you emulate these characteristics, it is hard for a follower not to believe in you.
Of the following Presidents, where do we see these qualities?  John Kennedy, Richard Nixon, Jimmy Carter, Ronald Reagan.  
Ronald Reagan is the effective "Communicator." 

Do some negative impressions that we have of leaders overshadow their positive qualities? It causes one to doubt.  Followers stop to assess their surroundings and understand negative effects.  Believing in one can be charismatic and will follow one without question; can this be good?
Is teaching these characteristics the answer to making better leaders?  Learning about traits and characteristics of leadership is more like it.  Never too old to learn.  

If so, what are some effective methods?  Practice what you preach.  
FM 22-100 lists five leadership styles.  Is one more effective for DA civilians, or do we just need to recognize (and perhaps appreciate) the differences among the styles? 
We need to recognize and learn from it.  Select the traits and characteristics that you believe are true characters of leadership; follow to lead.
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