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 z185john {enters}

 z185diane {enters}

 z185diane  good morning!

 z185john  good morning

 z185john  Diane do you have your leader analysis paper almost done?

 z185ken {enters}

 fac17 {enters}

 fac17  Morning all -- Joe is in training and asked me to just sit in with you today. I am M-B Dupre faculty for seminar 17.

 fac17  Who is your designated facilitator for today?

 z185mary {enters}

 z185john  I think it is Andrea Foster

 z185sharont {enters}

 z185nam {enters}

 z185dave {enters}

 z185diane  Not quite...I did the charts first so I would 'reign myself in' and have yet to put fingers to keypad

 z185diane  Morning M-B and welcome

 z185sharont  Goodmorning.

 z185john  What charts are you talking about?

 z185andrea {enters}

 z185don {enters}

 z185andrea  Good Morning! I made on time I left home at 0713

 z185tina {enters}

 z185diane  the ones we have to brief in October when we are down there...summary of our paper

 z185tina  Hi everyone.  :-)

 z185john  Ohhhhhh yea

 z185sharont  Diane, are you talking about the powerpoint presentation?

 z185mike {enters}

 z185diane  yes ma'am

 z185nam  good morning!

 z185mike  Good morning, all!

 z185don  Happy Wednesday to you all.

 z185andrea  Looks like we have a majority so we can start.

 z185dave  Good Morning all. I noticed that fac17 is on with us. Is Joe out today?

 fac17  yes Joe is in traiing -- this is MB

 z185andrea  Hopefully, I typed everyone's email address correct and you received the questions for today.

 z185mike  Lead on...

 z185ken  You did well Andrea

 z185sharonw {enters}

 z185sharonw {leaves}

 z185andrea  WHAT DOES THE PHRASE "BE, KNOW, DO" MEAN? WHERE DID IT COME FROM?

 z185sharonw {enters}

 z185dave  I found it in FM 22-100

 z185tina  It's in FM 22-100 Army Leadership.

 z185don  "Be, Know, and Do" are the characteristics of an Army leader.

 z185sharont  It's part of the title of the Army Leadership field manual

 z185andrea  WHERE DID COME FROM "MEANS" IT ORIGIN, WHY DID THE ARMY CHOSE THIS?

 z185dave  The FM talks to the Be as Character, the Know as competence and the DO as action

 z185tina  It has to with a Leader acheiving excellence out his/her employees/subordinates.

 z185sharont  I think it is based on soldiers doing the best they can in the toughest situations

 z185andrea  WHY IS THE CHARACTER, KNOWLEDGE AND ACTION OF A LEADER IMPORTANT?

 z185diane  These are what influence the people below the leader

 z185tina  Values and attributes deal with the "Be" portion.  "know" pertains to the skills a leader has and "Do" are the actions a leader takes based upon all of those.

 z185mary  I think it is to "be" the type of employee you want your subordinates to be, to "know" not only your job but also your employees and human nature in general, and to provide ("do") purpose, direction, and motivation to them.

 z185sharonw  The leader sets the example and his or her action sets the tempo for other to follow

 z185sharont  A good leader sets the stage for those he is leading and good character is very important along with knowledge of what is going on and taking aappropriate actions

 z185don  The phrase "actions speak louder than words" says it all.

 z185andrea  BASED ON SHARONW'S RESPONSE THE EXAMPLE THAT THE LEADER PROJECTS HAS A DIRECT IMPACT ON THE ACTIONS OF THE FOLLOWERS.

 z185sharont  agree

 z185dave  Andrea, I missed something in my preparation for today. Why did the Army choose this phrase?

 z185dave  I can imagine that they choose it as it sums up what a Leader is and should be

 z185diane  isn't it a summary of the noncommissioned officer creed...no one is more professional than I...therefore as a leader I must Be..Know...DO

 z185andrea  BASED ON  MY RESEARCH OF OTHER MATERIAL THIS CONCEPTS LOOKS AT THE WHOLE PERSON.  IT FOCUSES THE LEADER AND NOT JUST TASK TO BE PERFORMED BUT THE TASKS OF THE FUTURE AND HOW WELL THE WHOLE PERSON CAN BE DEVELOPED.

 z185mike  Be, Know, Do also speaks to a system whereby one can work to become a leader and to improve as a leader.  That's important in our Army.

 z185dave  I think that also leadership can be learned and this is a guidepost for action

 z185andrea  AS CIVILIAN WE WILL NOT END UP IN A COMBAT SITUATION. BUT FOR A LEADER OF SOLDIERS IT IS IMPORTANT TO BUILD TRUST, HAVE INTEGRITY, HONESTY AND BE TECHNICALLY AND TACTICALLY COMPETENT. SHOWING THIS THROUGH ACTION.  WOULD YOU WANT TO FOLLOW YOUR COMMANDER INTO BATTLE AND HE NEVER UNDERSTANDS ANYTHING.

 z185diane  ALso in our civilian service although not focused on as much after intern programs

 z185sharont  I think whether in combat or at work we all prefer to follow leaders who have the characteritics that Andrea mentioned

 z185dave  Although most civilians will never see combat, the actions our Leaders take(and us as leaders for our subordinates) have a direct impact on the soldier

 z185mike  But trust, integrity, technical competence and a "follow me" style are useful for civilian leaders as well.

 z185mary  I'm not sure we do such a great job grooming our civilian leaders!  A good leader should set employees up for success not failure.

 z185dave  Yes, Mary, I agree. The leader should be shining the light on the good works of subordinates

 z185sharont  I agree with Mary, and certainly some leaders are better than others

 z185andrea  LET'SMOVE ON TO THE SECOND QUESTION.

 z185mike  As a culture, i think the Army tends to confuse command (in the strict military sense) and leadership (which can be exercised at many levels.

 z185diane  Good point Mike

 fac17  good insight MIke

 z185andrea  COMPARE AND CONTAST SITUATIONAL LEADERSHIP TO "BE, KNOW, DO".

 z185ken  Each individual is an importnat part of the team, inspiring others and commanding their respect.

 z185tina  Leaders do not have to be in a leadership position.  Some people who are not managers lead by example to colleagues and subordinates.

 z185dave  If you posess the character, the knowledge and take action when needed, then most situations could be addressed

 z185john  Be, Know, Do is a set of values, situautional leadership is more just reacting to the situation

 z185tina  I think Mike and Don both made good comments that are right on target for this.

 z185andrea  TINA I AGREE.  DEPENDENT ON THE SITUATION A DIFFERENT LEADER MAY EMERGE BASED ON THEIR KNOWLEDGE AND ACTION.

 z185don  "Be, Know, and Do" is a more formal process where situational is more hands on.

 z185dave  I still think that the two should be totally integrated

 z185sharont  But don't you need a good basis of Be, Know, Do to react well in situations?

 z185diane  I think the BE and KNOW determine the outcome of what the DO will be in situational leadership

 z185sharonw  I agree with Don.  That is an excellent way to phrase it

 z185mary  Situational leadership not only deals with what the task is, but also who it is that must perform it.  A good leader will understand what type of style (directive vs supportive) will work in the given circumstances.

 z185ken  I think that every person is capable and responsible to live by the Be Know Do principles, situational leadership allows the opportunity to do so!

 z185mike  Situational leadership focuses more on the moment, and less on constant relationships.  Be, Know, Do tends to build the kind of relationships that enable instant response under stress.  Situational leadership is often more considered.

 z185john  I think be, know, do has more to do with being prepared for when the situation arises you will know what to do.

 z185sharont  I agree, John.

 z185dave  You will not only know what to do but also have the character to do the right thing

 z185john  I think it is the difference between being reactive and proactive

 z185andrea  DOES TRANSACTIONAL OR TRANSFORMATIONAL LEADERSHIP MORE CLOSELY FOLLOW "BE,KNOW"DO"? WHY?

 z185john  Tranformational

 z185mary  Be, Know, Do assumes that everyone is capable of improved performance, but how and how long that improvement process takes can vary from individual to individual depending on their personality and past experiences.  A good leader will understand that, apply it to each "situation" and groom their subordinates to succeed.

 z185sharonw  John, Why Tranformatioonal?

 z185tina  It depends on the individual and if they themselves are still "transforming" or trying to better themselves as leaders.

 z185john  Transformational is about developing people and that is what I see be, know, do is all about.

 z185mike  Well said, John

 z185diane  I'm not sure it has to apply to one more so than the other.....you still need Be, Know DO to be an effective transactional leader

 z185sharont  Agree, anything that challenges and develops a person to perform to the best of their abilities, they will be ready totake on leadership challenges le

 fac17  how so Diane?

 z185sharonw  Ok, I see your point.  I associate transformation with change.  Which would require a development process.

 z185andrea  BURNS DESCRIBES FOUR CATEGORIES OF TRANSFORMATIONAL LEADERSHIP: INTELLECTUAL, REFORM, REVOLUTIONARY AND HEROIC (CHARISMATIC).  DO YOU SEE THESE IN THE BE, KNOW, DO MODEL.

 z185diane  IIf you are assigning a task as a transactional leader  you need the KNow to define it for the employee and also to know if it was done correctly.  You need to set the example of how to Be in a transactional environment and also be able to Do that same task you are asking the employee to perform

 z185john  Transactional looks like the leader is doing most of the work, ie. pushing, pulling, etc.  Transformational the person is encouraged to grow, improve

 fac17  good points diane and john -- thanks

 z185dave  The Intellectual is the know, Charismatic is the be and the do is to reform and be revolutionary. So I see all of them in the be know do model

 z185mike  "Improving" is an important part of "DO".  The 4 categories of transformational leadership draw on different aspects of BE and KNOW to enable change

 z185andrea  I AGREE THE TRANSFORMATIONAL AND BE KNOW DO IS LOOKING AT THE WHOLE PERSON AND HOW TO YOU GET THEM TO ANOTHER LEVEL OF EXCELLENCE.

 z185john  It also depends on the person, some people transactional is all that will work, others want and prefer transformational

 z185john  Like show me the money

 z185jr {enters}

 z185mary  I think it goes back to setting the example.  The leader must "Be" the ideal (set the standard), and at the same time help the others transform to that standard.  Meanwhile they must also recognize where each individual is in terms of development in order to assign task that they can successfully perform in such a way that will also challenge them and further them along in their developmental process.  Not easy!!!

 z185diane  very good point...not every employee is looking to become a leader and a good leader will recognize that and still motivate them to perform at their best level without making them feel as if they are left behind or not as valuable an employee

 z185ken  Situational?  There are times when each is the best approach.

 z185john  Have to look at what motivates a person

 z185andrea  EARLIER I THOUGHT SOMEONE MADE A COMMENT ABOUT THE ACTIONS OF THE LEADER.  YOU THEN SAY THAT WE HAVE A RESPONSIBILITY TO THE PEOPLE WE LEAD TO DISPLAY THOSE ATTRIBUTES IN FM 22-100.

 z185mike  The Army used to have professional privates - very competent soldiers who were not and did not want to be leaders.  Now it's "up or out".  Is that the right answer?

 z185john  I think a leader always sets the tone.

 z185dave  We certainly have responsiblities to not only those who we lead but to a much wider field

 z185diane  I believe MIke has made a great point...up or out is spreading to the civilian workforce as well

 z185don  I think that the FM 22-100 attributes are applicable for all Army leaders, both military and civilian.

 z185sharonw  Mike, that would not be the answer but what is the alternative?

 z195lynne {enters}

 z185dave  It is going to be interesting to see how the new NPS changes the up or out for civilians

 z185ken  We can encourage professional development but if a person is highly effective in their current role and wishes to stay there, we can still provide them with the resources to remain successful.

 z185john  A few years ago when organizations were trying to flatten out, they were telling people be happy where you are.

 z195lynne {leaves}

 z185tina  I think it truly depends on the Leaders that you work for and whether or not they are trying to do the right thing or are just interested in punching tickets.

 z185diane  I think the answer is to recognize that growing an individual does not necessarily have to result in a leader...we need to grow people to their greatest potential which will not necessarily mean we end up with all leaders...still need a tactical workforce that is ""relevent and ready"

 z185ken  The problem thers is it leads to stagnation!  There is no innovation in these organization.

 z185dave  We should not forget how important that private or GS-2 is to getting the job done

 z185andrea  I THINK WHEN YOU HAVE PEOPLE THAT ARE NOT INTERESTED IN FURTHER DEVELOPMENT YOU HAVE TO WORK THEM INTO THE GOALS OF THE TEAM AT THE LEVEL THEY WISH TO REMAIN.

 z185tina  Not everyone has to be a leader but they do need to have the ability to take charge when needed which I think has to do with developing your people and their skills.

 z185diane  just because a person does not aspire to a higher grade does not mean they are not open to further education or knowledge in how to do their job

 z185john  I think Ken is right people can still grow even staying right where they are, up or out is not always good.

 z185mary  I think the civilian tract is like the "professional privates" you mention Mike.  The personnel system does not allow for advancement as a technical expert.  It seems the only way to advance is to go into supervisory roles.  That's how we end up with "leaders" who can't lead (and ones that often do not want to lead).  The job series for managers and supervisors should be different.  I know things are in the process of changing and I hope for the better.

 z185mike  I think "up or out" has to apply for officers and NCOs, who are by definition leaders.  The old Specialist ranks (through E-7) provided a system to keep and reward skills without requiring those people to lead.  That should still be an option for some percentage of the force.

 z185dave  I know of many very competant workers who greatly contribute to the soldier but who also do not wish to be make that jump into supervision. These are still key people

 z185jr  A lot of those personnel who were career specialists and privates were either technicians or tradesman.  They did not have the desire to be combat leaders but were extremely competent in their jobs skills.

 z185john  Dilbert calls management the dark side.

 z185andrea  LET'S GET BACK TO THE NEXT QUESTION.

 z185tina  Management and Leadership though are two different things.

 z185tina  Sometimes they cross over but you can see the difference between a leader and a manager.

 z185andrea  HOW IS THE METHOD THE ARMY HAS TRADITIONALLY USED FOR DEVELOPING ITS LEADRSHIP GUIDANCE DIFFERENT FROM THE ACADEMIC APPROACH?

 z185diane  I believe it is the "sink or Swim school of thinking

 z185john  I think the army is about pushing people into leadership, academic is wait your turn.

 z185mike  Academia tends to reward the "knowers".  Army rewards the "Doers".

 z185sharont  I thinkk it depends if you are in the military or you are a civilian.  Military leaders are pretty well guided in wwhat they need to do to achieve leadership, civilians are on the sink or swim that Diane talks about

 z185andrea  MIKE BASED ON THAT STATEMENT. IS A DOER EFFECTIVE WITHOUT KNOWLEDGE?

 z185dave  I suspect that the academic approach is geared more toward the business world where profit is the bottom line. We work to a higher goal

 z185ken  There may be some difference here between military and civilian roles.  In the trenches, a mistake is deadly while in the civilian workforce it could be a learning experience.

 z185mary  I'm not sure academia has a handle on it either.  Professors get tenure for publishing etc, which does not necessarily make them capable of teaching or managing an academic department!

 fac17  Andrea -- do you mean academic in terms of going by the theories or academic as Mike intertpretted it as being in academia -- very different notions...

 z185diane  A doer can be effective w/o knowledege, but most likely it is luck or the work of of some knowledgeable people supporting the Doer

 z185sharonw  So basically Academia rewards those that are seeking leadership and the Army rewards those that have gained it

 z185jr  I believe that the Army has greater latitiude at the junior level for failure compared to the professional world.  Using those failures as learning tools in peacetime to try and prevent major failure in time of war.  Unfortunately with the constant deployments facing the military today there is little room for failure.

 z185mike  In the long run, i think a balance between Be, Know and Do is essential.

 z185john  I agree Mike

 z185andrea  FAC 17 I MEANT IN ACADEMIC TERMS OF GOING BY THE THEORIES.  THE STUDY OF LEADERSHIP HAS MOVED FROM TRAIT THEORIES, BEHAVIOURAL THEORIES, CONTIGENCY THEORIES TO TRANSFORMATIONAL THEORIES.

 z185ken  It gets back to the dynamics of the leader, if you can motivate your team and have effective team members, you do not need to know all the jobs , just be able to reach the desired outcome. d

 z195bob {enters}

 z195bob {leaves}

 z185andrea  Z185NAM WHATS YOUR TAKE ON ALLTHIS?

 z185john  A smart person just knows where to find the answer

 fac17  thanks andrea -- so based on your question -- does the Army not do that? Anyone -- not just Andrea.

 z185diane  MB..which andrea question?

 z185john  fac17 I don't understand your question

 z185ken  I think that the Army is getting better.  We are good examples of this change in mindset.  As the future "leaders", we need to develop the Be Know Do in ourselves.

 z185mary  Good point, Ken.  Fac17....ask me again at the end of this course!

 fac17  Andrea asked if the army's method for l'ship dev differed from a theory based approach -- so I now rephrase taht to ask therfore if the army's is not based on theories of lship?

 z185don  Isn't that what we are doing right now -- developing the Be Know and DO?

 z185john  Someone already pointed out the military has been doing it right for awhile but the civilian side has been lacking

 z185diane  That would be me, but hopefully things area changing

 fac17  so what is different about the civ side - in or out of DoD - that is not doing as good as the army?

 z185john  I agree Diane things are changing because of schools like AMSC

 fac17  what is the army doing right with be know do that the reat have not figured out?

 z185andrea  I THINK THE CIVILIAN SIDE HAS AS MUCH TRAINING AVAILABLE TO US ACCEPT FOR SENIOR SERVICE SCHOOLS.  IF YOU FOLLOW THE ACTEDS MODEL OF LEADER TRAINING MANY OF THESE CONCEPTS HAVE BEEN ADDRESS. IT IS UP TO US TO APPLY THEM AND JUST PUNCH A TICKET. MY OPINION.

 z185dave  From what I have experienced (both form senior leaders in Govenment and Industry) I believe that the Army is quite often not only on the cutting edge of leadership but often leading the way

 z185tina  I think the CIV side has alot of dead weight in leadership positions and it's taking time to get the right people in those positions who truly are concerned about their people and doing the right thing.

 z185sharont  The path that civilians need to take as far as training is not a clearly idnetified to incoming civilians, but that path is laid out for Army officer

 z185andrea  LAST QUESTION!

 z185mary  It probably goes back to the life or death nature of the military tasks.  I always try to keep things in perspective if I miss a suspence by determining if someone will march me out to the parade field and shoot me!

 z185tina  It all goes back to who you have a leader to you and if they want to do the right thing and offer the opportunities needed for you as an employee.

 z185andrea  AT WHICH LEVEL OF LEADERSHIP IS "KNOW" MOST IMPORTANT TO MISSION ACCOMPLISHMENT?

 z185john  Mary I guess you haven't missed one of the bad suspenses.

 z185mike  Another key difference is that the Army sends its uniformed leaders to school as assignments.  Civilians have to take a break from accomplishing their mission to go to school.

 z185tina  There is no more important - know is important at any level it's just a matter of how much "know" needed.  :-)

 z185nam  Be, know, do is a tool or model that someone can learn from.  A good leader is someone who can take the "class room" theories and apply into the "practical" world.  As in school we know some professors are very smart and very intelligent but they can't "teach" or "lead"

 z185sharont  good way to say it Tina

 z185diane  My opinion is all levels however, a leader cannot know all things, therefore a 'little bit of knowledge is agood thing" and a good leader surrounds himself with people who are truly knowledgeable in their respective areas

 z185andrea  THEN TINA WHICH LEVEL IS MORE KNOW MOST IMPORTANT?

 z185john  you have to know your job where it is techinical, managing, etc.

 z185mary  "Know" is important at all levels, but keep in mind that it should refer to "knowing" your job, the context of it, AND the people you are leading.

 z185jr  I agree w/ NAM.  I've had many professors in management course work who knew the theories but had no practical experience and therefore could not relate to the government employees in the class.

 z185sharont  I think the techincal levels have to have the more "know", the leaders just need the ability to understand and then act

 z185mike  There are different kinds of KNOW.  A direct leader may have to know how to teach field stripping a weapon in the dark.  A strategic leader may need to nkow how to avoid causing an internatinal incident by accident.

 z185john  The know for a leader is how to motivate and lead, not necessarily knowing the specific task that they are doing

 fac17  that is why many of us in the ivory tower of academia here at AMSC learn so much from our students! :)

 z185tina  You don't neccessarily have to know everything but where to find the answer or how to utilize your resources to get the answer needed.

 z185ken  At the technical level, you need to KNOW the job,  at the managerail level you need to know the goals of the organization and help the group reach those goals.

 z185tina  well put Ken.

 z185diane  and the leader sets the goals

 z185sharonw  Should we not identify the levels of leadership where we feel "KNOW is important

 z185andrea  YES

 z185dave  It is important at all levels, but the higher up the chain you go the less technical your job becomes

 z185mary  Great attitude, fac17!  The roles of teacher and student should be intricately intertwined.  That way everyone gains!

 z185john  I thought we agreed that Know is important at every level

 z185andrea  USING THE LEVELS IN FM22-100 - DIRECT, ORGANIZATIONAL AND STRATEGIC

 z185sharonw  We identified technical, mangerail, what other levels of leadeship are discussing?

 z185jr  KNOW is important at all levels - it's the degree of relevancy to the position of leadership

 z185tina  Knowing can also pertain to knowing your personnel and how to utilize their skill sets or what tasks are best suited to them.  How to stimulate them so they don't stagnate.

 z185diane  agree with Tina , know is not just technical knowledge, therefore even more important and releveant at all levels of leadership

 z185andrea  A SHORT SUMMARY OF OUR DISCUSSION TODAY WOULD BE.  KNOW IS IMPORTANT AT ALL LEVELS, OUR CHARACTER AND ACTON INFLUENCE THE PEOPLE THAT WE LEAD.

 z185ken  Good points Tina, but we must also be sure to give our folks enough diverse tasks to keep them fresh.

 z185tina  totally agree Ken.

 z185diane  great summary..ANOTHER productive VSM

 z185sharonw  Ok using the levels in FM22-100.  I would say the KNOW is the most important at the Strategic level.  Strategy is a planner and this would be difficult to accomplish without the know or a sol1id technical and tactical background.

 z185mary  Per the FM, "know" refers to: know the 4 factors of leadership and how they affect each other; know standards; know yourself; know human nature; know your job; and know your unit.  Seems to me they apply at all levels.

 z185tina  Way to go Andrea!  Great questions.

 z185andrea  DID ANY VOLUNTEER FOR NEXT WEEK YET.

 z185john  Good job Andrea

 z185dave  Great questions Andrea

 z185sharonw  Very good discussion, that went really fast

 z185tina  If no one has volunteered for next week I'll take it.

 fac17  Good job -- I will get your log posted by 1300 eastern

 z185diane  thanks Tina...see everyone next week

 z185andrea  NEXT WEEK IS CRITICAL THINKING, ANY TAKERS

 fac17  yes -- need a volunteer

 z185tina  I'll take it.

 z185diane  Tina voluinteered

 fac17  thanks tina

 z185diane {leaves}

 z185andrea  TALK WITH YOU NEXT WEEK.

 fac17  thank you for letting me sit in with you -- I enjoyed it

 z185john {leaves}

 z185tina  See everyone next week.

 z185mary  Thanks Andrea!  Have a great week all.

 z185mike  bye

 z185mike {leaves}

 z185dave  "Talk" to all next week. Good Bye

 z185sharont  bye everyone-talk with you next week

 z185sharonw {leaves}

 z185don {leaves}

 z185dave {leaves}

 z185sharont {leaves}

 z185andrea {leaves}

 z185nam  bye

 z185ken  Have a good week.

 fac17 {leaves}

 z185nam {leaves}

 z185mary {leaves}

 z185tina {leaves}

 z185jr {leaves}

 z185ken {leaves}

 z185mike {enters}

 z185mike {leaves}

 z195debbie {enters}

 z195debbie {leaves}

 z195lynne {enters}

 z195lynne {leaves}

 z195debbie {enters}

 z195debbie {leaves}

 z195jason {enters}

 z195jason {leaves}

 z195lynne {enters}

 z195lynne {leaves}

 z195steven {enters}

 z195steven {leaves}

