MEMORANDUM FOR RECORD






26 April 2004

Subject: Leadership 101: Preparing For the Challenge (PFC) Senior Panel Discussion Findings, Class 0401, “Frozen Chosen”

Consolidated Response

1. Challenge 1:  “Communications; it is very difficult, uniformly, to get the word out to all the work force. This is not unique to NGA, I am continuously surprised and disappointed to see examples of this time and time again, despite all the ways we communicate with employees.  Certainly our dispersed locations contribute to this challenge.”

Numerous Networks

· The agency’s numerous telecommunications networks pose daily communication challenges

· Multiple security levels contribute to communication challenges

· The agency needs to continue to find viable methods for connectivity with external counterparts

Information Overload

· A more centralized, web-based access link on NGANet and/or SBU would be a more effective means to distribute all agency e-mail information.  

Inconsistent Supervisor to Employee and Employee to Supervisor Communication Flow

· The responsibility falls on everyone’s shoulders at all levels.

· More effective filtration decisions can be made to gauge what information is pertinent and for what audience it is intended.

· Everyone should check their e-mail accounts frequently 

· Team interaction is vital in order to achieve success via team meetings, whether daily or weekly.

2. Challenge 2:  “Getting people to work as a team, and getting them to believe that doing so works to everyone's ultimate advantage is another challenge.  We continue to have internecine combat between and among offices over turf, jurisdiction, etc.”

· There is a perceived climate of promoting personal agendas over that of the organization

· What hinders team commitment is the idea of compartmentalized information where one individual hoards all the information giving them the feeling of power.

· Some solutions to promote teambuilding include:  shared vision, leading by example, accountability, communication, uniformity, training, and occupational rotation.

· Bi-directional communication is key to teambuilding because it not only communicates the vision and direction downward, but also allows feedback and information sharing upward.

· Moving people around in the organization enables them to gain a more objective corporate mindset and gives the agency a better-rounded workforce.

3. Challenge 3:  “We will promote a culture of professional integrity, risk-taking, continuous learning, candid communication, maximum workforce participation, and equal access to the systems and processes that contribute to employee competitiveness.”

Create opportunities and accept challenges

· Break down particular processes and allow each person the opportunity to be the leader and a follower.

· Supervisors can develop an environment that encourages less experienced personnel to express their ideas

· Empower your people to take responsible risks and operate outside of their comfort zones.
Breakdown Barriers

· Remove all labels by eliminating the atmosphere of negatively labeling people by treating everyone as equals allowing each a chance to be a leader.

Share successes corporately

· Inform the entire workforce when a group builds a new product or enhances a process in newsletters, messages of the month, or various other publications.

· Shared successes may help answer questions for others working on related projects.
Market available training

· Ensure the whole organization is aware of every learning opportunity available whether through NGA or outside vendors.
Cross-training/Succession planning

· Leaders need to ensure their personnel are cross-trained to allow other personnel the opportunity to attend training without inhibiting the workflow of the office with their absence.

Entire Response

1. Challenge 1:  “Communications; it is very difficult, uniformly, to get the word out to all the work force. This is not unique to NGA, I am continuously surprised and disappointed to see examples of this time and time again, despite all the ways we communicate with employees.  Certainly our dispersed locations contribute to that.”

The group consensus is that, yes, effective communication throughout the workforce is an issue.  Certainly there are numerous factors that contribute to these circumstances.  For example, our dynamic community and customer base, our numerous dispersed locations, and the very nature of our agency’s roles and responsibilities can often inhibit the path of consistent communication.

Three primary issues of discussion are (1) Numerous Networks, (2) Information Overload, and (3) Inconsistent Supervisor to Employee and Employee to Supervisor Communication Flow.  

(1) Obviously our agency’s internal, multiple telecommunication networks to include telephone and computer (both database and email) pose communication challenges on a daily basis; not to mention the Intelligence Community’s and our many customers’ differing networks.  Multiple security levels also contribute to this challenge.  This is not a new issue, however, with increasing numbers of forward-deployed analysts and expanding external support teams, the need for effective communication links are vital for continued customer support.  Recent developments such as the migration from SCEN to NGA-Net with some duplication from SBU allow for a more centralized network; in addition, the Long Rifle initiative has allowed for members of PNN to access the new NGA-Net via an NSA-Net portal providing first time direct contact with NGA electronically.  This may be the model for additional inter-agency network issues.  Increased notification on ICE-Mail via JWICS is also a viable means of connectivity for external counterparts.

(2) Information overload is a relative term describing repetitious mass agency-all emails.  Information such as sick and annual leave contributions, death notifications, retirement notifications, money matters, etc… (although sensitive issues), may not be of interest to the entire work force.   Factors such as urgency and need-to-know may or may not be attributed to such notifications.  Perhaps a more centralized, web-based access link on NGA-Net and or SBU for each issue would be a more effective means of distribution.  Thus, active participants in such matters would be made aware of updates at the click of a mouse while effectively eliminating multiple emails to the entire work force on a daily basis.


(3) Inconsistent supervisor to employee and employee to supervisor communication flow may perhaps, always be an issue on a micro scale.  Questions usually arise such as: Am I getting all the information?  And do I need to know?  These questions often echo in both directions, both up and down the chain of command.  Ultimately the responsibility falls on everyone’s shoulders, both supervisor and employee at all levels.  Perhaps more effective filtration decisions can be made to gauge what information is pertinent and for what audience is intended.  Nevertheless, everyone has the responsibility to check various email accounts daily if not twice a day.  In addition, team interaction is vital in order to achieve success.  Some branches may implement consistent weekly and or daily team meetings, verses none at all.   Fifteen to thirty minutes at the beginning of the day or every other day can go a long way in keeping a cohesive and informed work force on the cutting edge.

2. Challenge 2:  “Getting people to work as a team, and getting them to believe that doing so works to everyone's ultimate advantage is another challenge.  We continue to have internecine combat between and among offices over turf, jurisdiction, etc.”

As we rapidly move toward a network-centric, knowledge-sharing organization, teamwork will be essential. Currently, building and fostering a team framework or environment seems to be an issue throughout NGA. Whether it is corporate or office teamwork, there is a perceived climate of promoting individual agendas over that of the organization. Our Preparing for the Challenge (PFC) focus group addressed the issue of teambuilding with in NGA.

One thing that hinders team commitment stems from the legacy idea of compartmentalized information. Having that information or knowledge gives perceived power to the individual entity.  This coupled with the feeling of not being heard or counted can be extremely detrimental to team cohesion.

To solve the teambuilding issue, our PFC focus group came up with several concepts. These ideas included: shared vision, leading by example, accountability, communication, uniformity, training, and occupational rotation. We focused on a couple of key concepts. Bi-directional communication, horizontal and vertical, is a key component of teambuilding. Not only is it important to communicate vision and direction downward, but to also allow feedback and information sharing upward. Having a voice does wonders for that sense of belonging. Another key teambuilding concept is Uniformity. Everybody gets treated with equal worth and given equal opportunities and resources. As far as teambuilding for the organization as a whole, moving people at all levels can help promote a great organizational team. Not only will they get to know more people, but will also gain a more objective corporate mindset. A positive byproduct of moving workers would be a well-rounded workforce, experienced in several areas, and a workforce willing to support NGA policies that are not always fully or clearly understood.

Teambuilding is vital and critical to mission success, because as the saying goes, “one of us is not as strong as all of us”

3. Challenge 3:  “We will promote a culture of professional integrity, risk-taking, continuous learning, candid communication, maximum workforce participation, and equal access to the systems and processes that contribute to employee competitiveness.”

(a) Create opportunities and accept challenges.

The National Geospatial-Intelligence Agency (NGA) has numerous opportunities to demonstrate leadership at every level. Possible techniques to create opportunities at the Band 1 and 2 levels may include breaking down particular processes and allow each person the opportunity to be the leader and a follower.

The size and complexity of the work done in the intelligence community provides many opportunities and challenges that offers all employees a chance to be in leadership roles both small and large. Supervisors that develop an environment that encourages less experienced personnel to express their ideas may find more effective ways to solve problems or address organizational challenges that may be overlooked by more experienced workers based on results from past situations.

An example may be to empower your people to take responsible risks and operate outside of their comfort zones to assist them in reaching their full potential.

(b) Breakdown barriers.

As leaders, the removal of all labels is essential in shaping a dynamic and effective workforce. Often when a project does not succeed, we label employees as failures. A responsible leader will eliminate this atmosphere realizing if we continue to negatively label people we can lose great leaders before they realize their true potential. By treating everyone as equals and allowing each a chance to be a leader, you may find that people least likely to succeed will do the best job.

(c) Commit mentors and coaches.

The NGA formal Mentoring Program has only existed for a couple of years. Based on the Leadership Development Center’s definition of mentoring it is not necessarily a long time commitment and an employee could have many different mentors throughout their career depending on avenues they take. As leaders, we need to convince our employees from day one that mentors are important and that they do not have to wait until there is a roadblock in their career path to seek out a mentor. Also as leaders we need to ensure that there are mentors available for our employees.

(d) Reward failures up the chain.

Allowing the workforce to be forward thinking, inventive, and challenging the status quo my lead to organizational transformation. If the employee falls short and does so spectacularly, it is not a complete loss as long as they sincerely tried to succeed, and took away lessons learned. If an organization does not all for failure then the workforce is not likely to take prudent risks and the organization will unfortunately become obsolete. As NGA, the leader in Geospatial Intelligence (GEOINT) we need to continue to allow our people to take risks with a possibility of failure. Communicating less than desired results of a project (an after action review) throughout the agency is an effective way other groups are not likely to make the same mistakes.

(e) Share successes corporately.

Hand in hand with rewarding failures up the chain, sharing successes corporately improves overall effectiveness in an organization. Informing the entire workforce when a group builds a new product of enhances a process in newsletters, messages of the month, and various other publications is a great way to share success. If we are able to share successes within the agency, that success may answer questions for others working on related projects. Not communicating successes throughout the agency, we could run the risk of different groups duplicating efforts, the possibility that one fails, and the other succeeds due to the lack of communication. 

(f) Market available training.

The training is out there for the workforce to take to improve interpersonal and technical skills. We need to make sure that the whole organization from the newest employee to the director are aware of every learning opportunity whether it is offered through NGA or and outside vendor.

(g) Cross-training / Succession planning.

Cross training and succession planning allows employees to take advantage of opportunities when they come up. Historically, the lack of cross training has hindered people from taking courses and learning additional tasks because supervisors fell they cannot run their branch of office without that person. What happens if that person becomes seriously sick or wants to take leave; that work tends to stop and sit on that person’s desk until they return. If your work built up to the point that when you return to your assignment it took you twice as long to catch up with the workload than it did to take the course would you be hesitant to take another course. Of course you would, we need to make sure that this does not happen on that scale. As leaders we need to make sure our people are cross-trained, so if one person is gone the group can still operate at the desired level.
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