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Presenter
Presentation Notes
Good afternoon! I am Rich Yarger.  I am at the US Army Peacekeeping and Stability Operations Institute at the Army War College in Carlisle, PA. This breakout session is designed to develop an appreciation of the role of networking and collaboration in the development of DoD leadership.
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Defining the future of Civilian Leadership in the DoD

To understand the 215t Century strategic
environment and its implications for DoD
contributions to national security.

- To understanding the changing roles of DoD
leaders in a more complex world.

- To comprehend networking and collaboration
competencies and their practice.

- To understanding how to develop networking and
collaboration competencies in subordinates and
self.

DoD Executive Management Training Center, Southbridge, Mass.

April 26-29, 2010 ‘
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Presentation Notes
These are the objectives established for this breakout.  I have a power point presentation. It will be fast—so stop me if you have questions! We will end with discussion of some rules of thumb.

Leaders at this level fail because they do not understand the nature of the strategic environment, fail to grasp what their role is within this environment, or do not cultivate and apply the skills and competencies applicable to this level!

I hope to provide you insights into each of these and, in particular, help you grasp the importance of networking and collaboration in a successful US security strategy. We will end up with some handy specifics in regard to these two competencies—one is about being linked correctly , and the other is about using those links effectively to do the national good. 
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Presentation Notes
Here I would like to focus your attention on the left and right colored panels and their content—note the strategic leader is always concerned with  not only a rational statement of ends, ways, and means (a strategy) but that this statement must take into account both the external and internal environments—the international and the domestic environment.

Decisions at this level do not just affect your organization—it affects others who are part of the greater strategic environment.

You have to understand what this environment is and how it works.
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Discuss slide:

Everyone knows what they know what “globalization” is but few under what the nature of the strategic environment really is today and how it manifests itself. It is really a system of systems that is constantly interacting—an interaction of continuities and change seeking a new balance---or degree of stability.  

Since the level of change ongoing now with the end of the Cold War—political and social change--and innovations in technology, information, and openness is great, the VUCA is great.  VUCA has always existed and confounded governments and others, but it is particularly bad right now. Such changes in earlier periods led to a hierarchical management system for governments in the past—we called it “bureaucracy.”

The key point here is that in 21st century a new model is required to deal with the VUCA. You have already heard about these approaches in a series of buzz words—comprehensive, whole of government, organizational enterprise, networks…we are not pushing these, but want to point out networking and collaboration are at their cores.  So how does government need to work.
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role is within this environment...

Leader, consensus-builder & integrator
on multiple levels & various forums...

Comprehensive—Whole of Government—Enterprise—Public

horizontal LG

Across:

*Geographic boundaries
*Strategic operational and
tactical levels

*Short, mid, and long-
terms

Leads to integrated, holistic solutions and effective and efficient action -
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Here is the bottom line—whatever it will ultimately be, it is no longer enough to be a hierarchical leader oriented. What this star diagram indicates are the key issues with government effectiveness today. How do you get the right policy things elevated correctly for high decision makers—and not waste their time with lesser things—and then how do we execute new and continuing policy decisions across the complexity of the environment.  This is not a technology problem but a humanistic one—and a problem that needs to be solved sooner rather than later.  Technology may be a tool in any solution, but the solution will lie in preparing ourselves and our subordinates for their new roles.  Both the hierarchical and horizontal systems of management need to be better integrated—a challenge for leaders at all level. 

What is actually interacting in effective government is a complex interaction between things like nations, populations, civic society, and organizations writ large within the bounds of national interests, cultures, procedures, and personalities. The goal is to make all this work together as opposed to against one another.  The first things are actors in global and domestic issue--nations, populations, civic society, and organizations—and the latter--national interests, cultures, procedures, and personalities—demonstrate how people come at these issues from different perspectives. For example, for NGO’s their “culture” is most important.  In one sense, just the fact “they are there trying to help” is more important than adhering to good procedures that make them more effective or actually accomplishing something good (interests)—that is why their new code had to adopt “first do no harm.” Now consider organizations—that would be us—our purpose is to pursue interests of government, but organizational culture, procedures, and personalities often trump interests. 
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cultlvate and apply the skills and
competencies...

Leader Competencies

Conceptual: Thinking skills; intellectual integrity; visioning;
ethical and cultural astuteness

Technical: Systems understanding; Joint, multinational and
civil-military relationships; political and social competence;
and professional competence in area of expertise

e
< erpersonal: Communication, consensus-building,
pedotiation, and cultural competence
atiation, and cultural competence

Networking and Collaboration!

Why is it so hard and what does it look like?....

A
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In this “new” environment, US government personnel are going to have to have the right skills and competencies. We know what they are—and they fall into three broad categories: conceptual, technical, and interpersonal—which brings us to networking and collaboration.  Why is networking and collaboration so hard—its pretty obvious!
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Building Coalitions

Definition: This core competency involves the ability to build coalitions internally and with other Federal
agencies, State and local governments, nonprofit and private sector organizations, foreign governments, or
international organizations to achieve common goals.

Competencies

Political Savvy Identifies the internal and external politics that impact the work of the organization.
Perceives organizational and political reality and acts accordingly. Uses diplomacy in
dealing with issues involving others.

Influencing/Negotiating | In representing the organization, establishes and maintains relationships with key
individuals/groups; understands what motivates them. Persuades others; builds
consensus through give and take; gains cooperation from others to obtain information,
find solutions, and accomplish goals.

Partnering Develops networks and builds alliances; collaborates across boundaries to build strategic
relationships and achieve common goals.

DoD Civilian Leader Development Competency definitions
http://www.cpms.osd.mil/lpdd/cldf/Framework_and_Continuum.aspx A
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Not new idea—I “googled” this from DoD on the internet.  What does this look like?
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Presentation Notes
Networking and collaboration is essential in multiple environments. This is the comprehensive approach—who you are involved with when you work issues external to the US government. It’s the same kind of problem as internal, but more complex!  For example you would have to reach out to NGO’s and other states.

Abbreviations/Acronyms:
JS – Joint Staff
HHS- Health and Human Services
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Whole of Government is about Interagency at all levels.  This is formal structure. Relate to star model.
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NSC membership has grown significantly with the current administration.
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New faces---turnover

dLack of subject matter expertise often requires
“backstopping” by technical experts

dTakes time to build trust /traditional barriers
dBureaucracy

Leader/Manger Styles

dCultural differences

" Military v. civilian agency response

» Rivalries & tensions among and within agencies
» Differences in roles, priorities & footprints

» Hesitant buy-in

= Coordination = ‘s ceding control

4 Tight resources with declining trends — unless clear,
costs trump benefits

 Resistance to collaborative planning culture and tools

4 Inter-department security policy and procedures

A
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Here’s what makes interagency so difficult—most are obvious when stated.  Focus on cultural differences.
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constituent and options *Fiscal
pressure versight

«Small/Limited resources
*Plan in general terms
oLittle value of training
*Finesse

s Accepts ambiguity
eSustained presence

eLarge and r rc
*Planning centric
*Training & Preparation
*Overwhelming

*Seeks certainty
*Mission oriented

 Frequently Department/Agency interests come first
* Irrevocable decisions are rarely made

Fact: Different cultures in US interagency

Challenge: Coherency and legitimacy - for unity of effort
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Here is the challenge in the interagency environment.
Cultural realities are difficult to overcome in order to achieve unity of effort.
Just look at the differences in DoD and State.
But it is also organizational.

Abbreviations/Acronyms:
NSC – National Security Council
OMB – Office of Management and Budget
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The vertical arrows represent the sub-cultures within DoD itself—each with its own peculiarities. Everyone knows how the services differ, so lets focus on political appointees.
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Environment at the Top

0 Political Appointees = substance +
= Political appointees speak for their ‘Principal’

0 Uniformed Military & DoD Civilians = substance
= Hatch Act
o in your job
= Develop red-lines

0 Be sensitive to political context of decision-
making

0 Be cautious of media engagement _
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Understanding how these different “cultures” play out is important.  Here is an example of the differences in “political” cultures and DoD civil/uniformed service.

Point is that both bring something essential to the table, but both need to understand the other—lets follow that argument.
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World-Views of Political Appointees

- Personal networks & loyalty
—Young: bright & energetic, but often inexperienced
— Older: Genuine experts with more rigid opinions

- Near-term time horizon
— Election “mandate”
— Little tolerance for bureaucratic interests or structure

- Senior ‘political’ staffs are flat, flexible,
responsive, and personality-dependent

“Highly charged” political environment

A
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Here are a few key observations—you do not have to agree, but they should make the point of how culture affects collaboration.  Remember—we are all trying to do good!
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o Situational awareness
= Maintain broad strategic perspective
= Preserve ‘freedom of maneuver’ when appropriate
= Coordinate upward, laterally, and downward
= Cultivate informal networks (internal & external)

0 Ability to Forge Interagency Consensus

= Be receptive to views of other players
= Pro-active engagement at multiple IA levels
= Critical thinking inside and outside DoD “lane”

o Sharp communication skills
= Speak with clarity, directness, and... briefly
= Concise prose

0 Embrace VUCA A


Presenter
Presentation Notes

If you want to be successful at the top you have to understand the environment and the cultures of the players—and develop the skill sets to make a contribution.  Lets talk to a few of these--
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Based on the presentation and your insights and
experience:

What does collaboration mean to you?

What ideas do you have for effective
networking?
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Rules of Thumb for Networking & Collaboration

Be an expert in your own organization’s capabilities and
limitations.

Develop negotiating and facilitation skills.

Develop complex problem solving skills; be part of solution,
not the problem.

dMaintain a holistic perspective and place yourself and other
stakeholders in proper context over the short and long-terms.
OAccept adversity as part of environment and representing
opportunities.

dOpen-mindedness and patience are virtues in the long-term.
dUnderstand others’ perspectives before collaboration efforts
begin and spend your time clarifying points of agreement and
difference—seek consensus, identify differences.
WDistinguish between stakeholders and attendees: stakeholders

have this title for a reason.
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What builds good networking and collaboration competencies—of course professionalism, experience, and education—but you might also look at these rules of thumb. 
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Rules of Thumb for Networking & Collaboration

Seek opportunities to build relationships.

dUnderstand & harness both informal and formal networks.
LBuild relationships up, down, and across the comprehensive,
whole of government, and organizational landscapes.

dTarget those who wield informal as well as formal power.
dBuild relationships based on competence and trust, not favors.
dGive credit where credit is due for sure, and encourage
progress with praise.

dSpeak the truth, or do not speak—it is ok not to be able to
“speak” for others or to not know everything, but carry the mail
home so some one can respond. It is not alright to be “wrong” or
to leave someone hanging.

dShare and collect business cards, note on the one’s you
receive nicknames, dates, events, and “notables.”

A
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Bwldlng Skills and Networks

dSchooling (Education & Training)
dWar Colleges
dEXxercises
JdContract
din-house
JAssignments/Deployments
JCross-development in house
dinter-agency Transfers

...a blending of progressive and sequential work assignments, formal training, and self-
development for individuals as they progress from entry level to key positions.

A
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Seek opportunities yourself and “push” others toward international, cross-governmental and cross-agency assignments and development opportunities. We need a much more talented work force in the 21st century and the only way we are going to get it is to create it.  That means we have to do the things that develop ourselves and others.  When we do it right—and we have every faith we will get it right—networking and collaboration skills and competencies will be a key part!  Thank you
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Defining the future of Civilian Leadership in the DoD

Dr. Rich Yarger
U.S. Army Peacekeeping & Stability
Operations Institute
Rich.yarger@us.army.mil
http://pksoi.army.mil/

DoD Executive Management Training Center, Southbridge, Mass.
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