MEMORANDUM FOR RECORD






27 April 2004

Subject: Leadership 101: Preparing For the Challenge (PFC) Senior Panel Discussion Findings, Class 0402, “20 + 1”

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.”

The Director’s message that NGA’s employees are valuable, competent, encouraged to grow and an integral part of the operations and success of the agency does not seem to emanate through middle and lower management.

Possible solutions include:

· Management getting to know their employees by walking around

· Place effective advocates and trained supervisors in the right positions

· Increase frequency of Director’s town halls.

· Simplify the language of the Director’s message into layman’s terms

· Increased use of the NGA Homepage “Splash” page.

· Quarterly “gab sessions” with randomly selected employees.  

· Employees need face time to be able to feel they can know and trust their supervisors and upper management.

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.”

Communicate Agency goals and motivate new employees

· There is a NGA Leadership to employee disconnect.

· The Agency must develop mechanisms and vehicles so that all employees have a clear understanding of its goals.

· All employees should know where they fit in and where their contribution is made.

Move workers to other offices for a better overall view

· Develop and implement a short-term (2-3 month) rotation program so that employees can experience the challenges of other offices, especially those that are related or impact each other.

Reward knowledge sharing

· Develop a program that recognizes efforts in teamwork to help foster a culture of leadership and sharing of knowledge.

Review critical elements

· Develop core performance management elements to measure and encourage leadership, teamwork, and knowledge sharing.

· The NGA performance management system should be reflective of the Director’s goals, especially for leadership, teamwork and culture building.

Define our name…. NGA who?

· Employees still feel there is not one NGA team

· Continue the education of the NGA workforce to help them understand where they fit in as team members

Motivate management to broaden networks and share knowledge

· Many senior managers are rotated with very little feedback to the workforce on their experience. Senior leaders need to develop a way of sharing their experiences with the 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.”

Encourage Risk taking

· Recognize the risk taking that is taking place

· Reward personnel for taking risk, not necessarily just for success

Continuous Learning

· Supervisors need to be aware of their employees EDP and must work with them on it

· Employees need to take responsibility to solicit their supervisors support and assistance

· Both supervisors and employees need to utilize the Leadership Development Centers

Professional Integrity

· Everyone must encourage honesty, trust and respect in themselves and their coworkers

· Everyone must encourage others to do the right thing and reward them for it

· We must strive for integrity in our products by using quality assurance and customer feedback

Workforce Participation

· The agency needs to provide more equal opportunities by encouraging rotational and developmental assignments

Equal access to the systems and processes that contribute to employee competitiveness

· Their must be equal access to all computer systems

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 this challenge.”

Although the director of the agency has communicated that NGA’s employees are valuable, competent, encouraged to grow, and an integral part of the operations and success of the agency thereby worthy of being a part of things, that message does not seem to emanate throughout middle and lower level management. We believe that the core of the issue is trust and support at the core level of the agency – on the work floor between supervisors and employees. Once that trust is established and all levels of the workforce are communicating the same message verbally and in action, any message should come across with the impact intended by the original communicator. As demonstrated by our PFC class and those available at every level, there is an active move to create one common belief system and we applaud that.

SUGGESTIONS:

· Walk around theory: Management getting to know their employees by simply walking around and getting to know and communicating with their employees. (At all sites)

· Putting those who are effective advocates and trained supervisors into those positions. (Not all managers are leaders and not all leaders are managers)

· Increase frequency of director’s town halls. These have been great trust building sessions.

· Simple language. The director’s messages are good but unless one has corporate knowledge sometimes they don’t make much sense to the layperson. “What does this mean for me?” Bullet format?

· Increased use of the splash page. GREAT tool. Keep using it!

· Quarterly “gab” sessions with randomly selected employees. At one time, there were “lunch with the director” sessions.  Some small informal chat session, not only at the executive level but even at the directorate level. IE: Director of HD meet with a group occasionally to check in on the pulse of the employees vs. filtering it through supervisors and mid-level managers.

BOTTOM LINE: Face time. An employee who feels they know & can trust those above them will trust that they’re getting the information that they need.

We truly appreciate the time that you spent with our class and are aware of how busy your schedule is. The time you spent with us is exactly the example we respect. We’d like to see more of your down to earth attitude farther down in the agency.
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.”

· Communicate Agency Goals. Motivate new employees: There appears to be a NGA Leadership-to-the-general employees disconnect. Continue to develop mechanisms and vehicles so that the total Agency has a clear understanding of its goals. Employees should know where they fit in, where their contribution is made.

· Move workers to other offices for a better overall view. Matrix/Rotational: Develop and implement a short-term (2-3 months) rotation program so that employees can experience the challenges of other offices, especially those that are either related or impact each other. If employees can view the work they do from different perspectives and gain an appreciation for what their NGA co-workers’ challenges are, they’d be enriched with a greater understanding. P’s GIAT currently has a six-month rotation matrix. An adaptation of this or a similar program would serve.

· Analyst Awards – foster team/sharing. Reward knowledge sharing: Most NGA recognition appears to be individual awards. A program that recognizes efforts in teamwork would help to foster a culture of leadership and sharing of knowledge.

· Review Critical Elements: Knowledge sharing: Develop core performance management elements to measure and encourage leadership, teamwork, and knowledge sharing for all employees. A few years ago there was a performance element called Work styles. It was for all employees and set the tone for measuring a “good NIMA employee.” The NGA performance management system should be reflective of the Director’s goals, especially for leadership, teamwork, and culture building.

· Define our name – NGA who?: Relative to communicating Agency goals and a short rotational assignments program, employees still feel there is not one NGA Team. It is difficult for them to explain to folks outside of NGA (and even amongst themselves) what NGA is about. Recommend continuing the education of the workforce in terms as a team and help them to understand where they fit in as team members.

· Motivate management to broaden networks. Share knowledge. Seniors need to share their knowledge: Many of the senior managers are rotated around with very little feedback on their experiences to the workforce. Implement a program where these leaders hold more frequent “What I See” Town Halls and develop other vehicles to talk about their experiences. They could also “reach back” to their old workforce after a period to share their new knowledge and perspective.

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.”

CHALLENGES
· Encourage risk taking

· Continuous Learning

· Professional Integrity

· Workforce Participation

· Equal access to the Systems & Processes that contribute to employee compositeness

SOLUTIONS
Challenge 1 - Recognize the risk taking that we are doing for crisis

- Enlist support:




- Briefing Management




- Keeping in the loop

  
- Lessons learned:

- Provide positive feedback 

- Advertise risk takers (Splash; email):




- Reward for taking risk not necessarily success

Challenge 2 - Supervisors aware of Employee Development Plan and works with them on it.



- Quarterly review:

- Employee takes responsibility to solicit supervisor’s support



- Utilize Career Development Center:




- Supervisors




- Employees



- Supervisors enable others to act

Challenge 3 - Encourage honesty.



- Trust & respect co-workers:




- Encourage doing the right thing




- Reward



- Know when to lead, follow or get out of the way.



- Strive for integrity in our products:




- Quality assurance




- Customer feedback

Challenge 4 - Provide more equal opportunities.



- Enable others to act



- Encourage rotational/developmental assignments:




- Short term




- Tie back to promotion/performance evaluation




- Provide tools & equipment

Challenge 5 - Equalize access to all computer systems
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