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Introduction to My Journey

When asked if I was interested in being nominated for this course, I thought, “Why me?  I’m not a supervisor or manager, and I’m not even sure that I ever want to be one.”  I was assured by my supervisor that it didn’t matter and was encouraged to put my name in as a nominee.  Once I was selected as a candidate, I started hearing little tidbits about the class from others that were selected and people who had been through it the year before.  Everything I heard was positive.  It was supposed to be a great class and those that had taken it really had a good experience, gained a lot of valuable information and even had fun along the way!  Although I was now starting to look forward to the class, there was still that nagging voice saying “But I’m not a supervisor…”

My leadership journey began with the first week of class.  On the first day of class, very early on, that nagging question was answered.  It was my first “a-ha.”  Management and leadership are not one in the same.  In fact, they are very different.  I wasn’t in this class to learn how to become a supervisor; I was here to learn how to influence, to be able to effect real changes.  This was something I could use in my job everyday!
Now I had new nagging questions, “How can I be a successful leader, how can I effect real change?”  This question was partly answered during the first week of class…the first and most important step is to learn about and understand myself.  I learned about my behavior and temperament through the use of tools such as the Fundamental Interpersonal Relations Orientation-Behavior (FIRO-B) and the Myers-Briggs Type Indicator.  I also learned about my physical and emotional dimensions of leadership.
  The rest of my questions were answered during the second week of class…I am going to lead through others.  I learned how others view my behaviors and competencies through the OPM Leadership 360o.  I also learned that leadership involves both leading and following.  To be a leader you have to have willing followers (a-ha!).  Additionally, being a good leader sometimes actually means being the follower.  Another important lesson was that the starting place for becoming a good leader is building rapport.
My understanding of leadership versus management, of how to be a successful leader and effect change, was reinforced through my two Individual Action Plans (IAPs) and my book review.  With my first IAP I learned a lot about myself, my own behavior and temperament, and how to modify my behavior to effectively interact with and influence others.  My book review was an excellent follow-up to the first week of class.  David Keirsey and Marilyn Bates’s Please Understand Me, Character & Temperament Types taught me so much about the differences between all of us and how to deal with those differences.  With my second IAP I learned how to be flexible in dealing with my work environment, from the behavior of others to changes in policy.

I realized very quickly, on day one of my journey, that I did belong in this class.  I can make a difference and can effect change, and I was ready to learn how!
My Journey – Week One
My first week of class was full of both excitement and nervousness.  I was excited about all of the learning ahead of us and all of the fun to be had.  I was also very nervous though, I was in a room full of new people that I was going to have to get to know!  The FIRO-B confirmed that I am inhibited in social settings, and the Myers-Briggs confirmed that I am a definite introvert.  How was I going to make it through the week with all of these new faces?!

We started off right away addressing the issue of leadership versus management.  They differ in many ways.  A leader focuses on change and innovation where a manager focuses on maintenance.  A leader challenges himself where a manager accepts status quo.  A leader brings ideas to the table where a manager brings facts.  A leader is an innovator where a manager is an administrator.

With the differences between leading and managing understood, we dove into the main part of the first week, learning about and understanding ourselves.  The FIRO-B assessed the extent of our need for inclusion, control and affection.  The Myers-Briggs assessed our personality types, or how we prefer to do things, with the following key areas:
· Where you focus your attention – Extraversion or Introversion

· The way you take in information – Sensing or Intuition

· The way you make decisions – Thinking or Feeling

· How you deal with the outer world – Judging or Perceiving

I don’t think either assessment necessarily taught me anything new about my behavior or temperament.  Although it was fun to see how strongly they support the way I view myself.  They did teach me a lot though about how my personality might affect other people, how others may prefer to do things differently, and how I might compensate and deal with these differences.  It is important to remember that we are all different, but that is a good thing (a-ha!).
I really enjoyed the sessions on the physical and emotional dimensions of leadership.  “It takes a lot of physical energy to be a good leader” said Dr. Jacqueline Berning.  I hadn’t ever thought of it in terms of leadership, but I definitely had in terms of making it through my normal work day.  I am a runner and it has become a very important part of my life, both physically and emotionally.
The last day of the first week brought me back around to being excited and nervous.  Chicken Lips Entertainment was excellent; they brought a lot of laughter and creativity to the class, and taught us the importance of leadership and laughter.  They forced us to think outside the box.  Unfortunately for my introverted self, they also brought a lot of class participation that involved creativity and word games, not my cup of tea.  Although I was worn out by the end of the day, it was a great way to end the week!
My Journey – IAP #1

My first IAP addressed the change in management of a data system I dealt with on a daily basis.  My objective was to ease the transition from the old system to new by making use of several of the competencies learned during our first week of class.  I wanted to promote interaction concerning the new system, to encourage questions and comments, and to market myself as a source of information.
I was able to make great use of customer service.  The main purpose of a Major Command (MAJCOM) is to serve and support the bases.  That is my number one goal every day that I am at work.  I supported this mission by keeping program managers informed, encouraging feedback, and responding to their questions and concerns.

This first IAP definitely taught me flexibility.  The majority of my action plan involved weekly emails.  Different personalities responded to my emails in different ways, some with jokes, some with organized tables of comments, and some with unorganized lists of comments.  Some people stuck to the facts, their comments were more technically oriented.  Some told me how they felt, what they did or did not like about parts of the new system.  It took flexibility to see each type of input as positive and constructive in its own way.

I also learned more about interpersonal skills.  Although the focus of my action plan was communication through emails, I soon learned I needed to include all forms of communication to make the most of my interaction with the program managers.  I learned to improve my interpersonal skills, by communicating with the program managers in different manners depending on their personalities.  All forms of communication serve a purpose and everyone has preferences.  I learned to be flexible and willing to communicate using all forms.

There is no doubt I am a Preserver!  I thrive on organization, order, and structure.  I am constantly making lists.  This temperament was very useful in carrying out my action plan for this IAP, making sure I got my emails out when scheduled, including all the necessary information I had planned.  Where I am lacking is as a strategist.  Both the first week of class and my first IAP made me realize how much I need to work on developing innovation and big picture thinking for all of my future endeavors.

Overall this IAP taught me the importance of relational capital, how I deal with people, how I make it work for me.  I think I do a decent job of recognizing different personality traits and dealing with each differently to make the most of my work relationships.  This is essential for being a successful leader.

My Journey – Week Two

Ahh…the second week of class, this one started with only excitement, no more nervousness.  I knew everyone in the class, no more new faces, and they even let us start out with the same group of people from week one!  I was back in my comfort zone.  Okay, so this comfort zone was put to the test as they moved us around to different tables during the week, but at least I knew the faces, so it was still a good experience for me.
One of the first things we did in class this week was talk about feedback.  We used both the Johari Window and OPM Leadership 360o assessments to learn a great deal about this topic.  One of the most important points I learned was to think of feedback as a gift (a-ha!).  The OPM Leadership 360o drove this point home and was a lot of fun to go over.  I was pleasantly surprised by my supervisor and peer ratings and the comments I received regarding my strengths.  These results and the results of my Johari Window showing I have a “small arena,” helped me to realize I need to open up more, by both giving more feedback and asking for more feedback.
One of my favorite sessions out of the two weeks was with Warren Blank.  He talked a lot about leadership skills but also about leadership involving both leading and following.  In his book he states, “Without followers, a person with an idea, plan, strategy, or vision, even if it is correct, is simply someone trying to provide a direction.  Leadership occurs when others willingly follow that direction” (Blank, 2001, p. 8).  This is where influence comes in; if we can’t successfully influence others then we can’t expect to gain followers.
Being able to influence…this led to Blank’s discussion of rapport building being the groundwork for becoming a good leader.  In his book he states, “Rapport binds people to the leader like a magic glue.  It creates the interpersonal bond and sense of unity that is basic if a leader wants to gain willing followers” (Blank, 2001, p. 60).  People tend to follow those they trust and respect.  A huge part of my job is building rapport.  Working at a MAJCOM means I am dealing with several different bases on a day-to-day basis.  For me to successfully lead these bases, it is imperative that I gain their trust.  I also need to be able to walk in their shoes.  To be able to see issues we deal with from the base level view, not always from the overarching MAJCOM view.
One of the action ideas that Blank talked about in class was to conduct a “Stranger Audit.”  This is a great idea that I have tried to employ at work.  I have made mental notes of who I need to have on my side within the MAJCOM, at the base level, and at the Air Staff level and am slowly trying to build a rapport with these people.  The first week of class comes in to play with building this rapport.  The better I understand myself and understand the personalities of others, the more successful I will be in building rapport.
The last day of the second week…oh no, was it going to be like the last day of the first week?  Was I going to have to be creative, was I going to get stuck in front of the class trying to come up with crazy words and sentences?  Alas, no, these were my kind of games, puzzles, bridges and mazes, hands-on activities!  It was a great day, a fun way to end the week, full of teamwork and more laughter.
My Journey – Book Review

The book review extended my understanding of personality types from week one but also built on the rapport concept from week two.  It seems we are always trying to change one another, be it our spouse, family, friends or co-workers.  It is a hard habit to break.  The point I got from Please Understand Me, Character & Temperament Types, is that we are all different and we are never going to change that in each other.  Further there is no reason to try, our differences are good things.  The following is one of my favorite quotes from the book which effectively summarizes the point:
To put up with me is the first step to understanding me.  Not that you embrace my ways as right for you, but that you are no longer irritated or disappointed with me for my seeming waywardness.  And in understanding me you might come to prize my differences from you, and, far from seeking to change me, preserve and even nurture those differences (Keirsey & Bates, 1984, p. 1).

I really enjoyed this book.  It taught me to try and accept others for who they are, to appreciate how others are different from me instead of trying to change them.  It also taught me how to be a more effective leader by using the strengths of my temperament, recognizing the weaknesses of my temperament, and understanding and appreciating temperaments that differ from mine.

My Journey – IAP #2

My second IAP addressed funding strategies for fire safety deficiency (FSD) projects.  My objective was to provide a fair and objective strategy for funding projects and maximize the amount of projects funded by making use of several of the competencies learned during our second week of class.

A big part of the second week of class was discussions on building rapport.  I was able to put that skill into practice with this IAP by building rapport between the different parties involved with the FSD projects.  In the past, base programmers would request funding for certain FSD projects while the fire department might be tracking a different set of FSD projects requiring funds.  By building a rapport between the programmers and fire experts, and keeping open lines of communication, everyone was in agreement about the list of FSD project requirements.  Having a solid requirements list was crucial in moving on to the objective of deciding which projects to fund.


I was also able to practice my strategic thinking with this IAP.  The amount of FSD project requirements was much greater than available funds.  Therefore it was very important to come up with sound reasoning as to which projects carry the highest priority, which are most important to the Air Force to fund.  This is where the strategic thinking came into play.  The decision was made to concentrate on dormitory projects.  The strategic reasoning being that these projects focus on protecting our airmen, not property…they focus on saving lives instead of reducing property damage.

This IAP was an excellent exercise in partnering and continual learning.  Being new to my division, it was a great way to start learning the ropes.  I started learning different go-to people within the MAJCOM and also got to know some of the base programmers.  Besides the people aspect, I started the continual process of learning about programs related to my job.

Overall this IAP taught me that I am not afraid of asking questions, building rapport, using my interpersonal skills to get a job done.  Since I am so new to my division, I have very little background or knowledge of the programming world or FSD projects.  I had to rely on the knowledge of others to finish the task at hand.  If I had been unwilling to seek out the help of these experts, to ask questions, send emails, make phone calls, search the internet, I would not have been able to complete the task.  Knowledge is power…use all of your competencies to seek it out!

The Future of My Journey
Ken Blanchard’s Leadership and the One Minute Manager talks about what makes someone a “whole manager,” that it takes being flexible and being able to use different leadership styles.  In other words, it takes situational leadership or tailoring ones management styles to different individuals.  I’m not in a supervisor position so I’m not looking to become a “whole manager,” but I am looking to become a whole leader!
One of my “what nexts” is to sharpen the skill of diagnosing a situation before acting so that I can become a better situational leader.  I don’t recall which lecturer said this, but it is one of my favorite scribbles in my notes, “Do unto others as they’d like done unto them!”  
Such a subtle change to the original saying, but it makes such a difference in the meaning.  I want to continue working on my ability to decipher the personalities of the people around me, learn their temperaments, and treat them as they want to be treated, deal with them in the manner which is most effective.
Another “what next” is to use what I learned about my behavioral tendencies through the DiSC Profile.  I scored very high in the C-Conscientiousness style.  The positive aspects of this style are that I tend to think things through, pay attention to details, and favor logical systematic approaches.  These traits are good for the data intensive and number crunching environment that I work in.  Where I could use some work, to enhance my effectiveness, is in my strategic thinking or my big picture outlook.  I need to stretch toward new challenges, bring more ideas to the table, and try to be a stronger influence on others, more motivating
.
I am proud to have been chosen for this class and feel it was a very worthwhile effort.  It was a both a great networking and an excellent learning experience.  With several new contacts and lots of new insight, it was a wonderful opportunity and one in which my organization will get their return on investment.  I wasn’t born a leader, none of us were, but I know now I can definitely learn to become one and thanks to this class I am well on my way.
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�Elizabeth, This is leveraging Diversity!


�This is a great example of how using guiding principles and assumptions will naturally drive leadership decisions. Use this whenever you notice decisions are being delayed. Ask what are our guiding principles and assumptions before making your recommendations. If there are hard questions that have not been answered yet, turn them into assumptions and present them to your leadership.


�One thing missing from your “Future” section below is “how will you share your new found knowledge?” Gloria consistently asked you throughout the program “what will you do to pay-it-forward?” Someone recognized a potential in you to be a great leader and started you on your journey. I challenge you to do the same. You know how powerful this kind of feedback can be – not everyone recognizes their own potential and your encouragement could make all the difference.


�This is another great Diversity item!


�Refer back to my comment above. Be specific in addressing what you plan to do. Otherwise, it’ll just be good intentions without any tangible results.





