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LEADERSHIP DEVELOPMENT
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Real Learning

In order for a Leadership Development process to have any lasting effect, it must begin with the following:

· Clear Understanding of the Future Desired State

· Clear Assessment of Current State

· Process to develop, implement and follow-in moving from Present to the Future

[image: image6.wmf]Developmental 

Processes

 

 

Cultural Transformation 

Personal/Organizational

 

 

Experiential 

Learning

 

 

Awareness 

Development

 

 

Future Desired State

Assessing where we want to go is really our first step.  Organizations today have been inundated with “leadership competency” models, all claiming to have the right mix of knowledge, skill and ability to take any leader and make him or her exceptional.  But all organizations are different.  They have different values, different cultures, differing results needed.  The developmental process must begin with a clear understanding of:

· What are the Expected Results that must be achieved

· What are the Core Values and Principles which must be maintained or developed

· What “Competencies” when “normalized” within our leadership will get the “Right Results” – through the “Right Ways” or methods.
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Assessment of Present State

Second in this process, a clear picture of the present state must be created.  This assessment has the following components:

· Have the opportunity to “self-assess” against the defined competencies

· Receive “balanced” feedback from “outsiders” who see them and share some common association over time.

· Create specific Learning and Skill gaining objectives based on areas of need and interest.
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Developmental Process – Adult Learning

With a clear understanding of the future state, and the present assessment, we are ready to engage leaders in the developmental process.  This is accomplished in the following ways:

· Awareness Development – Communicating the Need

· Most of this occurs through the Communicating the Future Desired State and involving people in the assessment against those criteria.

· Experiential Learning 

· Exploring real Issues and Developing Skills

· Materials and Framework must be focused on the needs that have been identified by the organization and the individuals.


· Must be more than “role play” of “theoretical situations”

· Confidentiality and courtesy are required

· Openness and vulnerability must be present

· Cultural/Personal Transformation

· Requires learners to meet in “interdependent” groups to:

· Learn new Skills

· Assess Progress, Feedback and review past commitments

· Make Commitments for the future

· Requires willingness of “All Levels” to look at whether what they are doing connects with the communicated expectations.

· Requires a “Time Horizon” beyond the current “budget period” or “crisis.”  These time Horizons have to look out 5+ years to truly change the culture.

Role of STS in creating a Learning Framework

STS seeks a collaborative partnership with each of its clients.  To us a true collaboration exists when we share responsibilities for defining the future state, assessing the present state and creating the real materials and processes for use with the client.  We have our own Leadership Competency model and think it is really pretty good.  As such we are ready to use our model with clients who are not sure what they really want to achieve.  However, our desire is to use our knowledge of building an effective model and truly connect our experience with the needs of the organization.  Below is a basic outline of our role in creating this framework.

· Help Gain Vision Clarity

· To create the “Future Desired State” it is necessary to have clarity on not just the attribute we want to achieve, but to clarify what that attribute really means in terms of skills and performance.

· All organizations want “Collaborative Decision Making.”  Gaining meaning to that is a process of defining what it is, what it is not, being able to “see” it when it happens.

· Assist in creating a process to assess both the current organizational performance against these attributes, but also the personal performance.

· Part of this assessment is to determine the key (20%) of improvements needed to be the greatest (80%) of the results.  This allows us to “front” load the improvements.  

· If “effective meeting facilitation” is determined to be key to our moving ahead – we should help leaders lead meetings better.  But if conflict resolution skills were most needed – why would we have a meeting facilitation class.

· Develop supporting materials and methodology for this process.

· Materials might include (but not be limited to)

· Personal assessments for competency and for leadership style

· Organizational competency (to be created with you)

· Meyers / Briggs – style preferences

· Lifescripts – Inventory of Personal Strengths

· Thomas-Killman -- Conflict style assessment

· Personal Leadership – Hands on capability assessment

· Leadership Curriculum – Including topics such as

· Coaching

· Transformational Leadership

· Continuous Roles

· Leading

· Monitoring

· Transitional Roles – changing based on Team Growth

· Directing

· Coordinating

· Partnering

· Enabling

· Allowing

· Conflict Leadership

· Performance Management and Success Dialogue

· Purposeful listening – a strategic imperative

· Personal Competencies 

· Clarifying results needed

· Building Action Plans

· Implementing and Follow-through

· Interpersonal Competencies

· Communicating effectively

· Team Building and joint problem solving

· Enabling and Coaching to insure results

· Stewardship and Accountability

· Develop a process for leading and delivering these learning opportunities

\

· Account with you for the results of the process.

· Help to see the results as more than what happens within the classroom

· Develop a process to assess “competency improvement” over time

· Adapt and improve the process with feedback.

Learning – A Continuous Cycle.
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THE QUEST
“These leaders are by no means ordinary people.  They work out there on the frontier where tomorrow is taking shape, and they serve here as guides — guides to things as they are and as they will be.  As diverse as they are in terms of background, age, occupations, and accomplishments, they are in accord on two basic points.

“First, they all agree that leaders are made, not born, and made more by themselves than by any external means.  Second, they agree that no leader sets out to be a leader per se, but rather to express himself freely and fully.”

—Warren Bennis
The Quest for learning begins within each of us and it takes only a moment.  But it’s a special moment.  A moment of openness, of inquiry, of spontaneity, of creativity.  A moment where you can say to yourself “I don’t know and that’s all right —I’ll figure it out.”  A moment of LEARNING!!

STS International developmental processes are designed to create “learning moments” for each participant.  They provide an opportunity to see our interactions and ourselves differently.  To understand how we gain a vision of something new, how we build new habits and processes to be competent with new skills, how we come to master a new paradigm.  But each person must take the journey themselves.  Only then, and after the struggle, may we reap the rewards.

THE MAP — UNDERSTANDING HOW WE LEARN
Learning is a continuous process.  When we are young the new excites us.  The challenge of doing something we see others do is a part of our natural existence.  

Tying shoes is a simple example of this process.  A young child may have watched his mother tie his shoes for him dozens of times during his first few years.  Then suddenly, an awareness creeps into his mind — the awareness that he can tie the shoes himself.  And so, grabbing the laces and winding them together, he tries to simply combine the laces together to look like what his mother did.  But to no avail, they won’t stay together.

With some instruction, the child begins to go through steps with the mother’s help.  Suddenly, the shoe is tied.  With some more coaching, it is tied again, not too well but successfully.  And again, and again, and at once, it seems, the child is capable and no longer needs coaching to tie the shoe properly.  This pattern continues until the child can literally tie the shoe unconsciously, without thinking.  And even begins to change, modify, improve the way he goes about it.  Maybe a double bow, or a special knot, maybe he just changes the lacing pattern.  The Child is becoming the master of the shoelace.  Later, he will have to rethink how he ties the shoe in order to teach the next generation.

[image: image10.wmf]In

-

Competent

 

Competen

t

 

Conscious

 

Unconscious

 

Blind

 

Unaware

 

Naive

 

1

 

4

 

Comfortable

 

Normalized

 

Cultural

 

Aware

 

Unable

 

Unskilled

 

2

 

3

 

Able

 

Stuggling

 

Know

-

how

 

Awareness Development

 

Traditional Training

 

Builds Knowledge but not Skills

 

Cultural Transformation

 

Personal and Organizational 

Integration of the New Learning

 

Experiential

 

Learning

 

 

Building Real Skills

 

Learning in 

 

“White

-

Water”

 

Conditions 

--

 

 

Struggling but 

Beginning to 

Demonstrate 

Competency

 

Continuous

 

Learning

 

 

The Maturity to

 

Realize that

 

Comfort leads to 

Blindness of the 

New 

--

 That the 

Future Belongs to 

Those Cont

inuing 

to Learn.

 

This diagram may be helpful in understanding this learning process.  

Each of us is currently in Quadrant 1 in one or more areas of our life.  We are Unaware of a new technology, a new philosophy, a new tool or method for accomplishing a task.  We are comfortable with that state and may even tend to feel that “the King is in his castle and all’s right with the world.”  This is a safe place, a secure place, but it is blind to the “new,” the exciting, even the devastating which may be around the next corner.  When a new idea, or talent, or methodology is realized, we find ourselves in Quadrant 2.

Quadrant 2 is an uneasy place.  We are now aware of something new, but we are entrenched in habits, which were comfortable in Quadrant 1.  We have seen something different, exciting, scary, important, or maybe essential to the survival of our company, and we don’t have the new habits, skills, abilities or knowledge to take advantage of it.  This is the result of many “Benchmarking” activities.  We have found a way to see something new, a different way to do something, a desirable set of benefits, which might be derived from utilizing this method.  But the path for us to integrate this into our lives or our company has not yet been constructed.

This “uncomfortableness” leads us to Quadrant 3.  Here we must make the knowledge and awareness practice.  Here we identify specific goals to seek, habits to break, habits to learn, and new patterns of living and working to incorporate.  Here we face discouragement.  We try, but fail.  We may even decide to take haven back in Quadrant 1 since it is too painful to change.  Here is where we concentrate and build the new skills necessary to be “competent and capable” in the new methods or habits.

Our continued efforts begin to pay off as we begin to be, act, and perform more according to the new methodology than to the past.  We begin to do it without thinking.  We tie the shoes without a thought for the steps in the process.  We are quickly becoming masters of the “new” way.  We are at Quadrant 4 and doing well.  Quadrant 4 feels good again...  and here is the next danger.

PERSONAL LEARNING — TAKING THE JOURNEY YOURSELF
Being a learner is “child’s play” for the young.  They have less fears of the unknown, less responsibility, less at stake if they make a mistake.  As we grow older we cling to the “tried and true” methods of our past.  Being a learner for adults requires giving up some security and  moving outside the “box,” outside the comfortable, outside the familiar, outside of Quadrant 1.

There seems to be a high wall between Quadrant 1 and Quadrant 2.  As high, it seems, as we have been willing to build it.  It’s made of brick, much like the house of the third little pig, and ready to protect us from the outside.

Learners don’t have to tear down the wall, but they have to be willing to climb up on it, to look beyond and to “see” what lies on the other side.  Learners move themselves from Quadrant 1 to Quadrant 2 by exploring, and opening their minds to something new.  They do not betray their box, but do not need to defend it either.  They recognize that their Quadrant 1 point of view may not be entirely accurate, current, or, at least, is not the only point of view and they are willing to see the new view.  Once they’ve seen it, they are no longer completely comfortable in their box.  One songwriter recognized this during the big war when he wrote: “How ya gonna keep ‘em down on the farm...After they’ve seen Paris?”
Learners, in moving from Quadrant 1 to Quadrant 2 now have a quandary.  Is it better to keep what I was doing, or to incorporate some or all of this new information into my life and activities.  Learners make a choice, and when the choice is that the new information is worth pursuing, they take on the challenge to move from Quadrant 2 to Quadrant 3.  This move involves the gaining of skills and abilities/competencies/knowledge (rather than just awareness).

They get specific.  What does this new paradigm look like?  Why is this new approach better?  Why should I quit doing it this way?  What results can and do I expect?  And after the questions, they take a stand, set their hand to the plow, and try to make it work.  There is no brick wall between Quadrant 2 and Quadrant 3.  But there are hazards.  The ground is unstable and may tip as you step across.  It may rise up suddenly and roll you back to the protection of Quadrant 1.  A wave of discouragement may strike without warning from the side and you retreat.  Gusts of wind may make it hard to see your way clearly.

If you persist, concentrate, practice, fail, err, and try again... you build the skills.  If you recognize that you are not “perfect” yet, you may avoid the hazard of hypocrisy.  If you associate yourself with others who are making the same journey, you will find support and strength in numbers.  “When the going gets tough, the tough get going.”  This is where the challenge is. The victory and rewards go to the persistent and new skills to the disciplined.  Integrity is renewed through aligning how you act with how you have decided to be.
Learners master their new habits.  They move consciously, from Quadrant 3 to Quadrant 4 through this alignment of skills and abilities to desires and beliefs.  There is no wall here, no hazardous terrain, but the slope is upward.  The learner can always roll backward and have to repeat the struggle, the uncertainty, the pain.  Not the struggle of learning the skills, but the struggle of leaving the old patterns.  

The learner meets this challenge by looking quickly toward the next awareness.  Quadrant 4 becomes Quadrant 1 without a struggle, without a wall, without even an upward grade.  It becomes Quadrant 1 when we have built our new box, and “rest” within it.  The new becomes our present, it becomes comfortable.  As William Wordsworth put it:

“The glory and the dream fade, the prison-house closes in after childhood, and custom lies on us ‘heavy as frost’.”
We have grown; we have struggled; the world should recognize our effort, and how easy it is for us to feel we’ve made it.  Eugene O’Neill struck hard at this cord with the following challenge:

“Those who succeed and do not push on to greater failure are the spiritual middle classers.  Their stopping at success is the proof of their compromising insignificance.  How petty their dreams must have been!  Only through the unattainable does man achieve a hope worth living and dying for and so attain himself.”
LEADERS AND THE LEARNING PROCESS
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Leaders are always moving from Quadrant 1 to Quadrant 2.  They are challenging themselves to look at things in new and different ways.  They want to see both the new inventions and the new de-ventions (the things that have always been done, but we have found ways to do more with less).  They don’t have to create the new paradigm, but they are always searching to understand how it applies to themselves, their company, family, and community.

Once they are aware of the new paradigm, they plan ways to incorporate it into their activities.  More than that they push themselves to move into Quadrant 3 and “DO IT.”  
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Leaders move from Quadrant 3 to Quadrant 4 and become Masters over and over again.  By taking their awareness, moving it to action, and then practicing it they integrate it in their style and being.  They strengthen their understanding and grasp of it by learning to see the new paradigm and their fit within the paradigm through the eyes of their followers.  They get feedback and continue to fine tune.  The way of mastery is continual self-improvement, building deeper integrity between actions and beliefs, between what they say and what they do.  

Inexperienced or ineffective leaders may try to “sell” everyone on the new paradigm before trying to live it themselves.  They are still acting in the old paradigm and can only be seen as hypocritical in the eyes of their followers.  They function like “Sheepherders” who push their followers into the unknown.  They hide their struggle from others, wanting to seem adept, capable — even perfect — in the new paradigm.  

Better leaders know that they must begin to try and demonstrate the new before they attempt to convince others.  They function like a “Shepherd” who leads the way and experiences the unknown with the followers.  They trust their own instincts before they ask others to trust them.  They recognize and reveal their own struggle to change.  They talk openly about the struggle and encourage others to struggle and win.  They enlist others in helping them change and allow themselves to be coached.

LEADERS MASTER THE PRINCIPLES OF LEARNING
Masters demonstrate patience with their followers, but do not sanction incompetence.  They realize that they cannot improve in themselves what they do not see, and they depend on others to help them see it.  They provide this service to their followers by giving them direct, clear, supportive, and honest feedback.  They all share responsibility with their follower for understanding and learning to function in the new paradigm.  

To the leader, there are no problem people. There are teams with problems and people with problems.  Leaders build an open environment which supports both the team and the individual to resolve their problems if they choose to do so.  When they choose not to solve the problems, the leaders allow them to face the consequences of such decisions.  They do not solve the problems for them and they do not overlook the problems.  

SUMMARY POINTS IN LEADING LEARNING
	Leading Learning Is:
	Leading Learning IS NOT!!!

	There are no final answers

All solutions are provisional

That Worked well!!!

How can we do better?

That Failed!!  How can we repair the damage and move on??

That was a Great Mistake!!!

We sure Learned a lot.

Green and Growing – 

Vital and Changing.
	I’ve got it!!!

We used to do it that way!!!

When will they get it?

We had it, how did we loose it?

You try it.

If you succeed — we will share the glory; if you fail — you are accountable.

Ripe and Rotting.  

Stale and stalled.
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