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z185diane {enters}

 z185will {enters}

 z185dave {enters}

 z185will  good morning everyone.

 z185dave  Hi

 z185will  while we wait for the rest of the group, has anyone received travel orders?

 z185ken {enters}

 z185ken  Good morning all.  Looks like we might be a bit light today!

 z185john {enters}

 fac18 {enters}

 z185don {enters}

 fac18  Hi folks!

 z185don  Good morning all.

 z185dave  Will, I have yet to receive orders.

 z185sharont {enters}

 z185diane  Hi everyone

 z185mary {enters}

 z185sharont  GOOD MORNING.  I MADE IT ON TIME.

 z185mary  Good morning all!

 z185sharont  WE'LL WAIT A MINUTE OR SO AND LET OTHERS HAVE A CHANCE TO LOG IN.

 fac18  I recieved messages from two people who won't make it - Tina and Mike.

 fac18  And Janice's server is giving her problems.

 z185sharont  OK.  I DIDN'T HEAR FROM ANYONE.  MAYBE THIS IS IT THIS MORNING.  SO LET'S GET STARTED.

 z185sharont  WHAT IS PROBLEM SOLVING AND HOW DO WE USE IT AS A PROCESS?

 z185dave  Problem solving is first defining the problem, then data gathering leading to examination and analysis of the data and finally making the decision.

 z185john  It involves critical thinking, analysis and then coming up with solutions.

 z185don  I think that problem solving is building better solutions.

 z185mary  How do you know something is a "problem"?

 z185diane  I agree with johns definition and submit that we don't just use it a a process , that it is a process in and of itself

 z185dave  That is why I believe that it is important to first define the problem

 z185john  I think whether it is a problem or you are looking to improve the process is pretty much the same.

 z185diane  "something " is a problem when you re cognizae you are not achieving the results you anticipated

 z185ken {leaves}

 z185will  Dave.  Agree.  Just like you stated define it, the examine/analysis, then decision.

 z185ken {enters}

 z185andrea {enters}

 z185dave  Just the act of defining the problem often gets you started down the correct path

 z185andrea  goodmorning!

 z185nam {enters}

 z185ken  Problem is when a desired outcome is currently not within your control.

 z185sharont  JOHN STATED THAT IT INVOLVES CRITICAL THINKING, HOW DOES THAT COME INTO PROBLEM SOLVING ALONG WITH ANALYSIS, PLANNING AND LEADERSHIP?

 z185john  I think critical thinking is a part of analysis

 z185diane  one must utilize critical thinking skills in the problem solving process as well as analysis , and planning which if utilized correctly and often enough will hopefully result in good leadership

 z185don  Critical thinking, analysis, planning and leadership are all important tools used in problem solving.

 z185ken  They are interrelated.  You need a good understanding of what needs to be accomplished and how the team can achieve success.

 z185andrea  You have to be able to look at the problem from different angles and critical thinking help you do that.

 z185mary  I agree, Diane.  That's why every decision we make to do something a certain way, must have good metrics attached to it so we will recognize when a "problem" exists.  Then we must also have a process in mind to re-evaluate what your original approach was and a method of changing it.

 z185dave  Also, I believe that the process of problem solving depends on the criticality of the problem along with its complexity.

 z185will  Evaluating the problem from different angles/views is very import.

 z185diane  I think Mary touched on something...too often we look to solve the problem without anticipating the "re-evaluating" part

 z185sharont  I AGREE DAVE WITH YOUR STATEMENT ABOUT THE COMPLEXITY OF THE PROBLEM BEING SOLVED.

 z185andrea  I agree with Dave additionally what type of problem dictates the evaluation method whether it is process related or interpersonal.

 z185ken  This emphasizes the importance of feedback to see where we are and if we are achieving what we think.

 z185dave  Don't want to make mountains out of mole hils

 z185john  Sometimes your problem is getting to the solution that you want.  You already know the results you want but don't know how to get there.

 z185ken  But are the results you want the "best" result?

 z185dave  Unfortunately, John is correct

 z185sharont  I THINK WHAT JOHN SAID HAPPENS MOST OF THE TIME.

 z185nam  One of the most imporatnt in solving a problem is to get the right people in place.

 z185sharont  WHAT IS NECESSARY TO SOLVE A PROBLEM?

 z185dave  Nam- good point on team building

 z185will  right people or the right team is good.

 z185diane  definition,

 z185john  Sometimes the boss says here is your problem and your solution now you figure out how to get there.  That puts a real crimp in your analysis and critical thinking

 z185sharont  I THINK NAM ALREADY PROVIDED ONE ANSWER TO THE LAST QUESTION.

 z185diane  and direction as to what is the expected end result

 z185nam  1st, identify the problem

 fac18  Is there an element of personality type and consideration of long versus short term fixes that plays into what John says?

 z185andrea  People that understand the issue.

 z185mary  I think first you have to have a way to ensure you are aware that there is a problem (that's the metrics part), then an agreed upon process to solve it.  I also think what that process is, must depend on how critical the problem is, how much time you have to solve it, and what restrictions there may be on your chosen solutions.  In other words, you may think it is a problem for installation folks to complete some tasker, but your only options for a solution may be not to eliminate the tasker, but to extend the completion time.

 z185don  After identifying the problem, you need to search through a large set of possible solutions for the right one.

 z185ken  A good analysis of alternatives is imperative

 z185diane  I believe you have to identify and categorize the solutions you want..the optimal ones, the I can live with that ones , and the unacceptable ones

 z185andrea  You also need the  background.  The problem could exist because something waschanged in the past that  caused the problem.

 z185nam  Don, agree then you find the costs and schedule for various solutions

 z185dave  Joe brings up someting that United States businesses are often faulted for ie short term thinkning

 z185ken  Cooperation is also important.  If the team does not band together, even the smallest problems are compounded

 z185don  Ken, I agree, the first step here being that all agree that there is a problem to begin with.

 z185mary  I think everyone is right.  You need to keep in mind the short-term (the so-called 80%) solution and the long-term solution.

 z185diane  Unfortunately, the short-term long term fix is affected by the rating process....

 z185mary  Sad, but often true, Diane!

 fac18  It's also an Army issue, Dave.  Certain MBTI types are great at implementing a solution quickly with bad long term implications but that fixes the immediate problem.  There are other personality types that tend toward long term solutions that miss immediate impacts.

 z185andrea  Ken, I believe that is one themost difficult task.  Unless the  team has a personal  connection to the  seeing the problem solved ,they can delay the progression of the resolution or short-term and long-termfix.

 z185ken  The short term "fixes"  are often developed to placate a leader who will be gone soon.  It may not be the right decision.

 z185dave  Yes in business you are only as good as the next terms numbers and in Gov. this years rating

 z185sharont  HOW ABOUT COMMUNICATION - WHAT IS REQUIRED TO COMMUNICATE A GOOD SOLUTION TO A PROBLEM?

 z185diane  patience and and understanding of the personalities that you are trying to communicate the solution to

 z185don  Clear, consise dialogue

 z185andrea  People need to understand why a particular course of action or  changes to processes occur.  This develops buy in.

 z185ken  Dialogue, as a leader you cannot conduct a fillibuster, let the group flush out the solutions.

 z185mary  I think you have to explain the solution fully, giving the impacts (short and long-term), the costs, an implementation plan, and a time line.

 z185dave  I wonder which MBTI types make it to the top decision making positions, my intution thinks it is the short termers

 z185will  Open communication is required.

 z185sharont  I THINK GOOD TEAMWORK AND PERSONS WHO ARE NOT AFRAID TO SPEAK THEIR OPINIONS AND THOUGHTS.

 z185mary  You're probably right, Dave.  But it should be either who could as long as they recognize which they are and can ensure they collaborate with someone who is the opposite type!

 fac18  Depends, Dave.  Short term works for the middle levels of a corporation and agency, but other types are more preferred for the highest positions.  The challenge any organization faces is how not to get rid of the long-termers in the mid-levels of development.

 z185diane  Picking up in what Dave and Joe said about MBTI types it appears that the those who excel at iumplementing the short terms solutions are also great at selling their solution

 fac18  And what works truly best is a mix of the types.  The challenge is to have that occur as organizations migrate to success and success is defined differently by different organizations and cultures.

 z185sharont  I ALSO SEE IN OUR COMMANDERS WHAT JOE SAYS.  SOME SHORT TERMS CHANGES ARE MADE BUT THEY HAVE A GREATER IMPACT ON THE LONG TERME

 z185dave  That is why leaders need to know their people when they set up teams so to get the proper mix for the best solutions

 z185diane  Creating the mix is only possible if the leader is "good enough" to realize that there needs to be a mix and not just surround themselves with their own MBTI type

 z185mary  Sounds like every leader needs to be a psychologist or have one on staff!  Someone who can put together a team that covers all types.  Or maybe a Myers/Briggs test should be required for every resume!

 fac18  Maybe not required, but awareness can be very useful.

 z185nam  picking up on Sharont.  if the evironment created for "freely" opinions and thoughts then yes

 z185ken  Right Diane, often the leader knows his or her people but the team is not constructed properly, with many people of the same personality type put together.

 z185sharont  WHILE WE ARE TALKING ABOUT LEADERS - HOW DO LEADERS DEVELOP PROBLEM SOLVING SKILLS IN SUBORDINATES?

 z185john  I like Mary's solution, have everyone take the Myers/Briggs

 z185john  The Government way is to throw someone in the middle of problems and let them fight their way out.

 z185ken  Let them make decisions, then discuss them to see if and how they could be improved.

 z185will  Hopefully a leader will understand the problem and see what needs to be done/solved with right group of people

 z185don  Leaders should do this by making sure that all subordinates are involved the problem solving process.

 z185andrea  Ask a lot of questions that gets them to thinking.  If they    know you will do this eventually they will try to think of  what you will ask and answer it before you can ask it.

 z185dave  There are many leader tools to develop people-- lead by example, training, let them learn on smaller jobs etc.

 z185diane  the only way to develop a skill is to practice it, so unfortunately that would mean continually challenging them to solve problems

 z185ken  Unfortunately teams are often thrown together in the heat of a crisis!

 z185diane  amen ken

 fac18  It's a good idea, John.  The challenge then is to not expect them to only operate in a given way.  You appreciate the means by which each looks at the world and the synergy that different methods of looking at the world has on the decision process and problem solving.

 z185mary  I agree, Ken.  Given someone the opportunity to solve a problem, and have them not only explain their solution, but maybe more importantly, how they arrived at it (in other words, what their personal problem-solving method is).  Then in the future, the leader will know if that person is the best suited for each individual problem.

 z185diane  I think the drawback of the being thrown together in the heat of crisis is burnout,

 z185sharont  HOW VITAL IS IT THAT SUBODINATES UNDERSTAND AND APPLY EFFECTIVE PLANNING SKILLS?

 z185ken  Absolutely Diane, a BIG problem in many organizations

 z185don  I agree Diane, stress can be a killer.

 z185ken  As a leader we cannot be everywhere and need to rely on our subordinates to make the Right decisions in our absence.

 z185dave  We must train our subordinates to replace us so I would say that it is vital that they become effective planners

 z185diane  What's the point of having a leader/manager with great planning skills ,if the people tasked to actually execute don't.  Leaders and managers have to develop those skills in their subordinates

 z185mary  I think everyone needs some degree of problem-solving talent.  There will, however, always be those who are not comfortable with problem-solving, but are very good at carrying out the solutions.

 z185ken  Very true Mary

 fac18  Migrate Sharon's question to subordinates and problem solving.  How do you empower subordinates to get better at problem solving?

 z185andrea  Assign them task that challenge their skills and then guide them through the process.

 z185john  Giver subordinates that authority to solve problems and then give feedback.

 z185ken  Encourage them to work out solutions on their own whenever possible.

 z185diane  by not micro-managing once you've assigned the problem to be solved and by encouraging them in whatever solution they come up with

 z185mary  On the flip side, there are those who thrive on the excitement of challenges, crises, and problem-solving, but then are ready to pass off the more mundane activity of carrying out the solutions, and are ready to move onto the next crisis!

 z185sharont  GIVE THEM THE RESOURCES AND TIME TO STUDY A PROBLEM AND TO COME UP WITH SOLUTIONS

 fac18  Is allowing a subordinate to fail a good method of teaching better problem problem solving?

 z185john  Like Dave said we need to train our subordinates to replace us.

 z185ken  That's where our knowledge of the team is critical to both solving problems and implementing solutions

 z185diane  absolutely Joe, people have to know that they won't be crucified for trying

 z185don  Failure is one of the best teachers.

 z185dave  We must allow our subordinates the opportunity to grow by assigning them challenges and allowing them to fail (but not tprogram failure)

 z185john  I think allowing a subordinate to fail is very important.   We learn more from failures that successes.

 z185sharont  YES, I AGREE, YOU NEVER FORGET WHEN YOU FAIL.

 z185mary  Depends on how you define "failure".

 z185ken  I would rather try to allow them to succeed, give them the opportunity to make good decisions on small things and they will be better at making the bigger decisions.

 z185diane  and you never forget when you propose a solution and someone's first reaction is the word "no"

 fac18  So how do you engrain that in an organization, Diane?  We're all aware of "zero-defects" metalities and organizations?

 z185nam  Failure is one of the good thing  but one must learn from it to get better.

 z185john  That has to come from the top down, otherwise everyone is afraid to screwup.

 z185diane  People have to learn how to fail as well...if you build someone up with only successes, they may become comepletely disillusioned at their first failure on something bigger

 z185mary  Are there truly "failures" or just results that are "less ideal"?  Every time you make a decision, you can probably reflect on it after the fact, and come up with a better way.  (Yes, I confess, I am an INFP!)

 z185dave  A "No" may be OK if it is followed up with educational experiences and thus learning and growth

 z185will  Yes.  you must learn from every experience.

 z185ken  Hard to overcome, the desire to "WIN" trumps many good solutions

 fac18  Good point, Nam!  Someone who makes a different mistake every day and learns from it might be more useful to an organization than a person who repeats the same mistake day after day.

 z185diane  It's not easy to engrain that in an organization unless the leadership is cognizant of the fact that its workforce is human, that it does and will always make mistakes and that evrything is a learning process

 z185mary  Wow, great point, Joe!

 z185john  I think if you don't make a mistake every once in a while you just aren't trying very hard.

 z185sharont  THE PERSONS THAT MAKE THE SAME MISTAKE OVER AND OVER ARE THE ONES YOU NEED TO WATCH OUT FOR!

 z185don  That reminds me of a quote from

 z185diane  not only watch out for , but if they aren't learning from their mistakes you have to get rid of them...for the good of the organization....gone are the days when you could carry dead weight in an organization

 z185sharont  THAT IS SOMETIMES HARD TO DO IN GOVT

 z185andrea  Iagree Sharon. Repeated mistakes may be lack of interest in the success of the organization or intentional sabotage.

 z185diane  hard and time consuming, but not impossible

 z185mary  Of course if you can't fire them, at least they are predictable, and maybe you can ensure they don't work on areas where they have the opportunity to make those predictable mistakes.

 z185dave  It will be interesting to see how the new NSPS plays out-- I am going to AUSA to get the latest onit

 z185diane  very true mary...you have to manage your misery as well

 z185ken  Or perhaps they need additional more intensive training.  I had one individual who constantly made the same mistakes until he was sent to training and it was lack of understanding, not motivation.

 z185will  Again.  you have to adapt to/solve the problems in the environment that you are place in.

 z185sharont  HOW ABOUT CONFLICT?  IF THERE IS CONFLICT AMONG A TEAM IS THIS AN IDINCATION OF SOMETHING LACKING IN THEIR PROBLEM SOLVING SKILLS?

 z185dave  I believe that there is constructive and destructive conflict-- it depends on which kine

 z185diane  it may be, but not necessarily...conflict can come from lack of clear direction from leadership

 z185ken  No, personalities play a critical role in this process.

 z185don  Not necessarily, could be a personality issue

 z185will  conflicting points of view is good.  it makes the group look at different solutions.  However, if not properly addressed from the team leader can kill the group.

 z185nam  No, conflict is a bad form of communication.  Team members need to communcation better.

 z185andrea  Some people enjoy being adversial.       I participate in   a lot of    command wide teams and the same individuals seem to stifle progress.  I attribute to unwillingness to change.

 z185ken  Each member is receiving direction from his or her stove pipe and these directions are often conflicting.  The goal is to mesh these competing interests.

 z185mary  Conflict is a problem in itself.  Maybe the group should start with an agreed on plan to address conflicts within the group.

 z185diane  very good point ken, but not an easy task

 z185ken  often the hard issue

 fac18  Is there a certain amount of power and prestige in their being adversarial, Andrea?

 z185ken  I think that an adversarial position often quashes dissent, quicker but often poor solutions developed.

 z185diane  perhaps perceived power/prestiege in that playing the devil's advocate all the time can give the appearance of more knowledge on the subject matter , meaning ...I'm asking this question or taking this stance because I know more of the big picture than the rest of you

 z185dave  I never thought about it in that way(adversarial leading to a type of Power)--that could explain a lot I see in certain meetings

 z185andrea  I think so.  The individuals tend to get the group to follow their lead.

 z185sharont  I THINK WILL HIT ON IT.  CONFLICT CAN BE GOOD, BUT THE LEADER OF THE GROUP NEEDS TO BE ABLE TO HANDLE IT

 z185will  Being adversarial.  they are usually trying to hold the status quo.  no change.  I guess this could be see as holding or maintaining power.

 z185mary  I have encountered some people who perceive themselves as more powerful if they continuously through a wrench in discussion.  There can be value in someone playing the Devil's Advocate, but as long as the intent is to improve on the decisions in order to avoid potential problems and criticisms, and NOT to stymie the whole effort.

 fac18  Good point, Diane.  Being the organizational speed bump is ego building for some.  And this is just one reason why being obstructive pays off.  We're all aware of squeeky wheels that get grease.

 z185john  I agree Mary

 z185sharont  HOW DO ETHICAL STANDARDS APPLY TO THE PROBLEM SOLVING PROCESS?

 z185dave  I wonder if being adversarial could be an indication of insecurity

 z185ken  These folks often need reinforcement.  If you know this,  a pat on the back goes a long way.

 fac18  Nice insight Dave!  I'll bet if you reflect on that a bit you'll come up with some very important considerations.

 z185john  Ethical standards apply in everything we do, every solution needs to be measured against that

 z185don  Ethical standards are importmant because you want to ensure that you come up with the "right" solution the right way.

 z185mary  Do you think ethical standards influence your problem-solving technique or just the solutions you come up with?

 z185diane  Hopfully your integrity will result in your finding an ethical solution to your problem

 z185john  Good question, Mary

 z185ken  I think it effects everything we do from identifying the problem to implementing the solution.

 z185will  yes diane, I agree.

 z185sharont  I THINK BOTH.  YOUR STANDARDS WILL INFLUENCE YOU IN YOUR TECHNIQUE AND SOLUTION

 z185dave  Maybe we should give our solutions the "60 minutes/ 20/20 test" to see how ethical they are

 fac18  Let me propose the annual ethical question to problem solving:  it is Sep 1 and you get told $200,000 is available in end of year funds for office improvements although you've done almost everything you can to improe your office.  What do you do?

 z185diane  well you stated "almost in your scenario so there must actually be something that remains..determine what that is and see what you can do with 200K

 z185dave  See if the funding could be reprogramed for some other needs

 z185andrea  You find another project to commit the funds to.

 z185john  If you really don't need it then let someone else use the money

 fac18  My point is, is it ethical to throw more money at facilities that don't need it knowing the old Army proverb that if you give money back, you don't get it next year?

 z185andrea  Yes,but at the same time you don't waste it either.

 z185will  That is really a trick question.  Because in the Government, if you don't spend it you will lose that much and more next year, since you did not spend it.

 z185sharont  I HATE THIS ABOUT GOVT AND WAITING END OF YEAR FUNDS.  OUT OF FEAR  OF LOSIN MONEY THE NEXT YEAR EVERYONE GOES ON A SPENDING SPREEG

 z185diane  If you definately don't need it, give it back....if you truly have a need that you can justify next year, there is usually always a way to get the $

 z185don  I don't think it is ethical from a taxpayers perspective but it is practical from a government managers perspective.

 z185mary  Very good question!  Since you're d*&^$%ed if you send money back, and d*(&(&ed if you use it on something when you know there are greater needs out there.  What I always try to do is have something worthwhile ready should (and it inevitably does) money drop out of the sky at the end of the FY.

 z185sharont  SORRY ABOUT ALL THE MISS SPELLS:)

 z185ken  Isn't that a leadeship problem.  It often seems that we run our mission as a bottom up versus top down process.  If we don't define our needs, how can we be successful at providing the resources to accomplish them?

 z185dave  I would say send the money back. But we should be proactive and have a list of unfunded needs that are real.  So the funding could go there But i would not waste it just to ensure next years funding

 z185diane  too often at the last minute, it comes down to what is the "easiest" way to obligate the money

 z185nam  Everyone knows about the spending at the end of FY.  Why then anything should be done about it?

 z185diane  and with GSA out there...customers can bank it

 z185mary  I agree, Dave, and that's where that "60 MInuetes" "20/20" test comes in handy.  Would you want to explain the expenditure on national television?

 fac18  Is "easiest" ethical Diane?

 z185diane  not in my opinion

 z185nam  one can look at the spending rate and can see the pattern therefore should take a right steps to correct it.

 z185will  Again, the solution is based upon the environment that you work.  In Gov you lose it.  In the private world, the savings is put against the bottomline.

 z185mary  Easiest can be ethical too, that's why you have a plan because then you can actually accomplish good things.

 z185diane  It takes a strong willed contracting officer to say "no"

 z185sharont  IT'S ALMOST TIME TO GO AND I WANTED TO SUMMARIZE:  PROBLEM SOLVING IS DEFINING THE PROBLEM, GATHERING DATA, ANALZING AND COMING UP WITH A SOLUTION.  COMMUNICATION AND THE ABILITY TO THNK FREELY ARE KEY.  CONFLICT CAN BE GOOS AS LONG AS IT IS MANAGED AND ETHISC ARE A MUST.

 z185dave  and a whole lot of management support

 z185mary  Right, Diane, and the contracting officers should be the ones to keep us in line.  I also think everyone should have some training in fiscal law.

 fac18  I must tell you all that you are amazingly forthcoming in answering tough questions and developing a really great discussion each week!  I'm really looking forward to what you'll do when you're here.

 z185sharont  I AM LOOKING FORWARD TO FINALLY MEETING EVERYONE

 z185diane  watch we'll all clam up

 fac18  I doubt that...

 z185don  Speaking of that Joe, do you know what the status of our orders is?

 fac18  Orders were signed yesterday and should be faxed today to you.

 z185ken  That's when the introverts disappear.  Can we keep doing the online discussion, gives folks like me time to think!

 z185don  Great, thanks!

 fac18  If you don't see something very soon, give me a call at 703-805-4785.

 z185diane  great...have a good week everyone

 z185diane {leaves}

 z185mary  Hey, Ken, I've never seen you at a loss for words!

 fac18  Sure Ken.  We'll all sit in a seminar room on separate computers and talk. :-)

 z185will  thanks.  everyone have a good weekend.  enjoy the holiday.

 z185andrea  good discussion

 z185sharont  SEE YOU NEXT WEEK - ANYONE UP FOR LEADING THAT ONE

 z185mary  Have a great week everyone.  Thanks, for leading Sharon...good job!

 z185will {leaves}

 z185ken  Isn't next week the planning session for the onsite?

 fac18  Next week is prep for attending.  I can run that one and take the heat off.  We'll set up a schedule for future VSMs while you're all herre.

 z185sharont  THANKS - GOT TO GO.

 z185sharont {leaves}

 z185don  See ya.

 z185andrea {leaves}

 z185don {leaves}

 fac18  You did a great job, Sharon!  Thanks!

 z185ken  sounds good, see you next week!

 z185ken {leaves}

 z185dave  Thanks and good job Sharon, "Talk"  to you next week

 z185dave {leaves}

 z185mary {leaves}

 z185john {leaves}

 z185nam {leaves}

 fac18 {leaves}

 z195jan {enters}

 z195jan {leaves}

 z195lynne {enters}

 z195lynne {leaves}

