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" “11 men—one mind...”

Shared:
Trust
Purpose
Competence
Confidence



Presenter
Presentation Notes
Decentralization
Skilled Judgment
Recognition of a different type of decision making-Not just analytical MDMP but intuitive decision making

What has not changed is the need for T/P/C/C among teams. What has changed is how quickly we need to develop those qualities and and the distance by which our teams can form and operate thanks to technology.
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Decentralization
Skilled Judgment
Recognition of a different type of decision making-Not just analytical MDMP but intuitive decision making

What has not changed is the need for T/P/C/C among teams. What has changed is how quickly we need to develop those qualities and and the distance by which our teams can form and operate thanks to technology.
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()
Evolution of KM-IT-Advanced Learning

Web 3.0
Web 2.0

3rd Generation

. Tacit to Tacit

Teams have gone global...

Web 1.0 2nd Generation
. .. » Collaboration
Tacit to Explicit * “Knowledge to knowing”
* Knowledge transfer through deliberate
Pre-web ® shared practice

. * Focus on Teams enabled by IM/KM
15t Generation

Explicit Knowledge capture

» Conversation
* Knowledge transfer through conversation

* Focus on capturing experiences and mass
distribution
e Community focus

* Knowledge as an artifact

* Heavy IT focus
» Data and information management

------ Learning ------
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Next Generation KM
 Explicit to explicit - Data/Information  management-IT focus on managing artifacts
 Tacit to explicit- Conversation/discussion connecting people sharing experiences
 Tacit to tacit- Collaboration-Knowledge to Knowing (as Richard McDermott taught us yesterday) Focus here is building expertise and actionable understanding.
Teams have gone global… 
Becomes another tool in the tool bag





How Digital Natives Operate

“Data Cloud” of online information and applications

flickr- AOL &

Computer YouTube ichat Linkedin
xBox
WIKIPEDIA Playstation
Blackboard Gaming GO Ugle

photobucket
Second Life

s

MobiIeSmart
Phone

What's Next?

Most kids have access to these web based collaborative capabilities
and use them to create a “common operating picture” with their friends.
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Teams: where work gets done...

High Performing Leader Teams have:
v' Shared Purpose
v Shared Trust

v' Shared Competencies
v' Shared Confidence

v High performance enabled by KM & IM

High-

v The art & science Hﬂm?mu
| eade 1-;'-" ..

v Recognition of the “work around” \ e
v The ability to connect with expertise )
v  Tools to help teams communicate, _
collaborate, and develop team qualities Rt ormation.
v Integrated with professional forums, unit Management
networks, and structured learning.

Time=0 Distance =0
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Presentation Notes
Gen Brown wrote that “The objective for America’s Army AC and RC is high performing teams of leaders  prepared to deploy as peer and hierarchical teams - Army as well as JIIM - prepared at no or negligible reduction of dwell time.”  So basically :  Increase dwell time while simultaneously increasing preparedness and camaraderie within the team.   Advanced learning drawing on ToL tools is structured to  generate  and sustain high performance.

Adaptable & Make Sense of the situation

http://search.barnesandnoble.com/Americas-Army/Zeb-B-Bradford/e/9780313350245/?itm=1

Leader Team Development Exercises

Confidence

D

Share
Confiden

O/Ode)(
Competence

Shared KSAAs
(Knowledge, Skills, Abilities ,and Attributes)

\Shared Trust
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People, purpose, links and time juxtapose Gen Brown’s thoughts on Trust, Vision, competence, and confidence like this…

Leader Team Exercises are those judgment exercises, decision games and vignettes I mentioned earlier.

People bring competence to the team… individual competence, through LTXs become the team’s shared competence.
As each individual comes to understand their role, their purpose in the team and more importantly the overall mission of the team (through the launching exercises)…Shared Vision is born.
Links… the interactions and relationships developed, also through LTXs, build the shared trust the team needs.
And finally, meeting deadlines, working through phases of the project help the team develop confidence in each other, in themselves as a team and help external members develop confidence in the team.



Transformed Expertise Building in the US Army

Learning Learning Learning
Before During After

Live, Virtual,
Constructive
Exercise

(Coached)

Networked Stories

and Decision Games
(Online, Coached)

Networked Stories

and Decision Games
(Online, Coached)

Applies unit training

Applies KM to _ Applies KM to
for Teams of to unit Team of Teams of
Leaders Teams Leaders
Improve team performance, BCT Warfighter Forums Integrate with

grow team capabilities,
improve individual
expertise, support
organizational learning programs

training centers

(Generates Best Practices and Coached, Collaborative .
and home-station

Stories and Decision Games)

omblnes Knowledge Engmeermg, Net-Enabled and Knowledge -Coached Team
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Truly 3rd Generation KM

The right skills to capture this type of tacit knowdge


Captain Wilson...

Knowledge shared at the Point of the Spear..the rest of the story

[LT] TURKEY S

Sinjare
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In the early days of 2004 when the insurgency was heating up, enemies of the coalition used every trick they could think of to kill or main our troops thinking we would beat a hasty retreat if we suffered too many casualties. Al Quada and the insurgents watch us closely and learned our patterns and habits. One pattern they noticed was in northern Baghdad the US and coalition forces were tearing down Saddam Hussein and anti American  posters with regularity. So in one neighborhood the insurgents started removing bricks from the wall behind the posters and placing explosives with a trip wire across the back of the poster. Initially this tactic had some success and more than one US soldier was killed or lost an arm. The word of success quickly spread among the insurgents and the tactic was employed in other areas. Yet after those initial successes this tactic had little effect thanks largely to the use of a distributed unit Network forum called CAVNET (a web based knowledge network designed for rapid dissemination of lessons and Best Practices).
After a patrol suffering casualties from the tactic debriefed his leadership the new enemy tactic and a Best Practice solution was agreed upon at the BCT level (within hours) the word of this new tactic and Best Practice was distributed via CAVNET before the day ended. 
Each morning Soldiers of 1-41 Infantry, an Arkansas National Guard unit attached to 1 CD and located in the south west portion of Baghdad would check CAVNET for changes to enemy tactics and new Best Practices.  This morning was no exception. CPT Wilson and his patrol leaders scanned through the site for the new entries discussing each as they went, making notes on their patrol notebooks. When they rejoined their men they discussed the new enemy tactics and decided how they would deal with such situations as they prepared and rehearsed their daily patrol.   It was not until over a week later when one of CPT Wilson’s patrols encountered a new poster that a new soldier walked up to and began to tear it down when others in the team shouted “freeze”. The Patrol leader dispatched the engineer sergeant to check out the poster and sure enough, an explosive was lodged in a area of missing wall.

CPT Wilson and his leaders saved soldiers lives that day because he had internalized knowledge learned by others experience, discussed in the online Forum CAVNET and then combined this new knowledge with other knowledge, lesson learned and experiences through local conversations as they prepared for patrols. They then disseminated and deliberately practiced this new knowledge until it was embodied in their troopers.

This is only one of the examples where we have direct evidence of how the rapid transfer of knowledge in time for the next patrol has had an enormous impact of lives and the missions. MG Pete Carelli, the Division Commander for 1CD at the time attributes CAVNET and other similar professional forums linking practitioners in and out of combat to saving over 500 lives just during his divisions tour of duty.
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The Way Ahead

Developing High Performing Teams Qualities:
_ v’ Shared Purpose

Develop, integrate, and field a dynamic knowledge enabling capability to support high-performing teams. / S h are d Tru St

M @ v’ Shared Competenues

e v' Shared Confidence

A key component in Army Transformation

\\\\\\\\

mmmmm

Key Do-Cuments

* Virtual Team Room enables team operations

« Teams of Leader Handbook

* Pilots

« Alibrary of stories, scenarios, vignettes, and digital stories for all

« ATraining Support Package to teach leaders how to build HPLT
 Integration with professional forums, knowledge networks , wiki, blog
tools, and structured learning
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Next Generation KM
 Explicit to explicit - Data/Information  management-IT focus on managing artifacts
 Tacit to explicit- Conversation/discussion connecting people sharing experiences
 Tacit to tacit- Collaboration-Knowledge to Knowing (as Richard McDermott taught us yesterday) Focus here is building expertise and actionable understanding.

Becomes another tool in the tool bag




ﬁ%«« Netags | Teams of Leaders Handbook and Team

Section 1: ToL Handbook Overview
Teams of Leaders

Section 2: Develop High-Performing

Handbook Leader Teams
Section 3: Collaborate

Performmng
Leader Teams

(” e Section 4: Communicate

Section 5;: Leader Team Exercises

~ Teams of Leaders

(J.";:;;‘.;’.i:::. )‘“E'rﬁ“: Section 6: Context and Contacts

Rick Morris
Battle Command Knowledge System Mike Prevou
Commbiined Arms: Contor - Hnowionpw Michelle Hannah
Fort Leavenworth .
& Bob Veitch
Version 1.1 - 15 October 2008
PLEASE NOTE! FIRST COORDINATING DRAFT Jeff Stamps

Jessica Lipnack
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NetAge diagram developed with Shell Oil Co, 1998
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{.  NetAge

Section 1: Teams of Leaders (ToL)

Section 1: ToL Handbook Overview First section provides overview of
why teams of leaders are necessary,
how they become a powerful
Chapter 1.2: Structure of the Handbook multiplier of organizational capability,
and introduces the stories.

Chapter 1.1: Why Teams of Leaders?

Chapter 1.3: Section Stories

Generates high performance

through processes of

HiEHEPET OTIING Advanced Learning
F

. the next multiplier leaderaieams

Actionable

Understandin
JIIM and | 2irns of Lazielars g
Army

Developed from

Inifarzigion) MOWIEGSE Bradford & Brown,
America’s Army: A
Model for Interagency
Effectiveness (2008);
and Ibid., Landpower
y Essay. Teams of
. Leaders: The Next
N— Multiplier (2007)

Vianagement vianagement
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Teams of Leaders, the next multiplier according to Retired General Rick Brown, can be thought of as a stool supported by 3 legs.  The 3 legs are KM, IM and High performing leader teams.  These 3 legs correspond to the 3 legs of KM… people (HP CLT), processes (KM) and Technology (IM).
The IM and KM legs of the stool are manifested in Teams Net.  Later this summer and fall we will focus on the People, and the “how to”  of building High performing Teams of Leaders through a simple handbook.


& _' NetAge

ToL — Filling the Gap

High Performing Leader Team

Extraordinary -Shared Vision / Purpose

-Shared trust and respect between team

Filling the gap... members

-Team competence > sum of individuals

........................................................ nn.. ~-Confidentteam members understand
Today’s Typical Team what they are responsible for and are
mutually accountable

- Differing views of team mission / purpose ) B
9 burp -Effective Communication

- Vague goals, responsibilities and

assignments not defined Establis S

- Misunderstanding between team members “Organizugi

- Availability is a skill (location)

- E-mail is only form of communication ... with technology
_ _ and behaviors

- Disorganized content

- Lack of common workspace
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How many of you work all by yourself, in a vacuum, so to speak, and accomplish all your projects by yourself?  Raise your hand…. No hands, huh?  That is because the majority of what we do today is accomplished by teams. You might be on big teams of hundreds or thousands of people, or small teams of just a handful of members.  From Co-located teams with members all working n the  same building, to geographically dispersed teams with members located all over the country or possibly the globe, to anything in between, the challenges and rewards of working on a team are vast!  

So think about a team you have been on that was just a real challenge.  Maybe some of the team members did not get along.  Perhaps there wasn’t a clear purpose or mission established up-front and the team members floundered for a while figuring out what exactly they were supposed to be doing.  


Virtual teams have all the same challenges as face to face teams…
Leading and participating effectively up, across, down, out
Building and deepening trust
Speaking same language
Shared terminology, meaning 
Similar experiences
Common standards & tools
Behaving according to agreed norms
Operating agreements, guidelines
Making decisions that benefit both team and its members
Managing conflict, responding to crises
Evaluating team, member performance
Providing performance incentives for team, member

Plus purely virtual challenges
Lack of daily face-to-face,  people losing touch
Time-shifts, extra long “days”
Misunderstanding frequent without established communication norms
Trust delicate to maintain without informal socializing
New tools carry overhead of having to learning them
No blueprint exists for how to do it
New field of leadership being invented on the fly





{ " Netage Section 2: Getting Started Quickly

The second section answers why we need to develop HPLTs and offers three quick how-to’s.

Section 2. Develop High-Performing Leader Teams

Chapter 2.1: Why High-Performing Leader Teams? <:I Why the need for HPLTs
Chapter 2.2: Developing Qualities of High Performance <:| Start developing qualities
Chapter 2.3: Hasty Team Launch <:I Get going quickly

Chapter 2.4: Facilitating Virtual Meetings <:| Conduct better meetings

Shared Purpose
= Four qualities identified by LTG (RET)

Fredrick J. Brown as fundamental to
Shared Q Shared

Corr]ré%ete Trust high-performance
= SHARED character of Purpose, Trust,
Competence, and Confidence critical to
Shared P
Confidence leader teams
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f . NetAge

Leader Team Development

Combination of Dr. FJ Brown'’s four qualities of high-
performance and NetAge network model

Leader Team Shared Purpose
Development
Purpose
Shared Purpose
Competence Shared Trust
Teams of _
Leaders Shared Confidence
Handbook
Competence
Shared Skills,
Knowledge, and
Attitudes
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{ ) Netage Section 3: Collaborate */BCKS

AR | | W L T

Section 3: Collaborate

Chapter 3.1: Basic Principles and Model The third section addresses processes
and issues of collaboration...

Chapter 3.2: Leader Team Launch Process

Chapter 3.3: Virtual Team Room
Chapter 3.4: Consensus Building

Chapter 3.5: Intercultural Differences

Exercise 7

Exercise 6

Exercise 5 Establish
Identify Relationships

Members

Purpose

Step 4

\ Exercise 4
Set
Objectives

ASSsess

Draft
Mission

Step 2 Step 1
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ToL Team Room Template in SharePoint
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{ ) Netage Section 4: Communicate JOB LD

Section 4: Communicate

Chapter 4.1: Common Team Communication Tools ...while the fourth focuses on the tools
_ o of communication for teams and
Chapter 4.2: Process for Choosing Communication Tools organizations.

Chapter 4.3: Evaluating Available Technologies

Chapter 4.4: ToL Communication and Information Services

Common Team Chart 1 Chart 3

Communication Tools Regular Processes Collaboration Factors
= Brainstorming = Place

% Face-to-face *  Planning = Time

4% Phone =  Scheduling = Size

4 Email = Tracking = Schedules

S A C oG = Situational = Interaction

# Video Conferencing Awareness

# Screen Sharing Chart 2 Chart 4 Chart 5

# Document Repository Work Processes Information Types Tool Characteristics

L 2 D_isr:ussian Threads = Launching = Verbal =  Memory

4 Virtual Team Room *» Gathering = Textual = Identifiable
= Developing =  Graphical = Structured
= Distributing = Pictures
=  Training = \fideo
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@ netage Teams of Leaders
a | Information Services Wheel

Transparent

<,
Common 990/
% Operational ée,.
o Picture %
)
o
BN G
Blog Services Ikipedia Services
Message Services Professional
Forums
o
LLI 0\(\‘
= ¥ e . o
= Virtual Team vt S G0
& Services Services

Opaque




. Netage Section 5: Leader Team Exercises *|BCKS

AT | | — e

Fifth section contains exercises that develop
the four qualities of high performance:

Shared Vision To develop shared...
Shared Trust
Shared Confidence
Shared Competence

Confidence
Competence

Vision
Trust

Rapid Planning

X
X
X
X

Exercise
Section 5. Leader Team Exercises Team Calibration N
Chapter 5.1: Building Leader Team Expertise Exercise
Chapter 5.2: Selecting Your Leader Team Exercises Pre-Mortem X | X X | X
Chapter 5.3: Leader Team Exercise Toolkit Hasty Vignettes X [ X X [ X

Chapter 5.4: LTX Facilitation and Coaching Techniques Deliberate

Chapter 5.5: Developing Leader Team Exercises Vignettes
Chapter 5.6: Creating Vignettes Decision-Making < |Ix |x
Critique

Leader’s Intent
Note: The bold X indicates which Exercise X X X
qualities the specific LTX is best
suited to develop. Each LTX used
properly develops confidence

After Action Review X X X X
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" Netage Section 6: Context and Contacts '-."ifi-::EEEﬁ:

Section 6: Context and Contacts The sixth, and final, section that describes the
o _ larger context of change, the logic of leader
Chapter 6.1: Hierarchies and Networks teams, and ToL resources.

Chapter 6.2: Transferring / Sharing Across
Learning Organization

Common
Root

Training Pre-deployment Coalition Iraqi
Command Structure Command Structure Command Structure Command Structure

! !

' '
.'%. T % ﬁs
'?é):rrnc ’ | o ~ o o Team

Leader ‘k . Feedback ."—- . Reachback ‘4—_ ‘ Feedback ‘k .
) = ) ) )
® ® [ ®
Instructor team Instructor trainee team In-country Instructor team Iraqi Trainee team
Relatively permanent New team to train 12-month tour as trainers Relatively permanent
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Jessica Leads Discussion
of ToL Learnings from the Day
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