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Presenter
Presentation Notes
Gen Craddock decided Eucom  great to fight cold war but not so good at new missions. 
Challenge : how to transform the COCOM both organizationally and culturally
Vehicle: teams of leaders
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ToL is NOT KM
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3 circles 
Labeled slightly differently
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Teams of Leaders

Team of Leaders Effectiveness: 
• High performance
• Team grows in capability
• Individuals learn
• Organizations learn

Team of Leaders Generate: 
• Actionable Understanding
• Innovative Solutions
• Shared Trust
• Networked Expertise

High Performing Leader Teams (HP LT) + KM + IM = ToL

Presenter
Presentation Notes
Everyone knows a lot about the first two circles
IM : more science than art
	rules, policies, even federal laws about storing data
	authoritative data bases
	what information are we going to collect
KM: still in creation/ more art than science
	how do we get the information to the right people
	how do we display it
TOL:  breaks boundaries and crosses/breaks stovepipes (cylinders of excellence)

two types
	Formal : problem that span across J codes or entire command
	Informal: AOs talking
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Leaders 
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Shared Purpose
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Shared Confidence
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Presenter
Presentation Notes






5

What is Teams of Leaders..in EUCOM
• Collaboration among leaders  - up, down, right, left using 

all available means. Each leader draws upon shared 
ROLODEXs.

• Applying Information Management and Knowledge 
Management tools to build high performing leader 
teams…people, enabled by  technology and processes

• Primary focus: Maintaining a bottom up perspective

• Security as required 

• What you and your team want ToL to be in supporting 
the accomplishment of your mission (s)

UNCLASSIFIED

UNCLASSIFIED

Presenter
Presentation Notes
#1 Key: no boundries.  Let’s talk to the people we need.  Build rolodexs by doing something for someone else without a payback. 

#2  If done right : time = 0/distance = 0. immediate contact with what you need.  

#3  Here is one of the major shifts: support to the guy on the ground, Not feed the EUCOM beast.  

#4 Not all your team members are created equal.  Coalition, NGOs, SIPR vs NIPR

#5 Not a static concept.  Apply to many different types of challenges. Still works.  What you do everyday, all day



Initial Planning Guidance 
From the Commander

• ODCs are EUCOM’s forward deployed units

• Inter-agency focused –
– ODC Net to get started
– Return on investment larger than EUCOM HQ

• Experiment – learn as we go, implement where 
we find success

• Potential to lead a HQ transformation

UNCLASSIFIED
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EUCOM Teams of Leaders 
Vision/ Mission Statement

VISION
Enable joint, interagency, intergovernmental and multinational 

(JIIM) operations within the EUCOM AOR through a network of 
high-performing Teams of Leaders (ToL)

MISSION
EUCOM will establish, enable and sustain a Teams of Leaders
(ToL) culture to generate actionable understanding through the 
shared trust, intensive collaboration and networked expertise 
among leaders in order to advance the United State’s foreign 

policy, security assistance and cooperation.

UNCLASSIFIED

UNCLASSIFIED



Proposed ToL Action Plan

SEP    OCT    NOV    DEC    JAN    FEB    MAR    APR    MAY    JUN    JUL    AUG    SEP

ToL
Engagement

and Introduction

ODC/EUCOM Centric ToL Operations

IA/ NCR Centric ToL Operations

ToL Pilots
And ODC Engagement

Phase 1 Phase 2 Phase 3

ToL Integration 
and Resourcing

Planning and Gathering Information ToL Pilots
And IA Engagements

ToL Integration 
and Resourcing

UNCLASSIFIED

UNCLASSIFIED

Presenter
Presentation Notes
Proposed plan pending same senior leader and COM approval and support.

Two parallel efforts.  Starting with the ODC

A phase 0 was conducted this summer with ToL Senior mentor traveling to ODCs to learn effective, challenges to incorporating ToL



EUCOM ToL Getting Started

• Start with a bottom up focus
– Visit 10 ODCs throughout Europe

– ToL Workshops at all levels (ongoing today)

• ODC Support Initiatives

Presenter
Presentation Notes
Senior, Ldr, Desk Officers, KM, ToL Visits
ToL Workshops
Included Host Nation, State Department, others beyond the ODC core team

All 36 different.  
Each different levels of training if any
Training program at Wright Patterson  a standard scenario: sell F16s to Israel.  
Learn by doing
No comm infrastructure

Play Latvia




ODC Support Initiatives

July 08 Feb 09Oct 08 Dec  08

ECJ5 Visits to all ODCsODC Engagement J-5/8 ODC Conf 
15 Oct

Aug 08 Sep 08 Nov 08 Jan 09

ODC Training Program FMC

Inspection Program ECIG Integration    Inspections BeginSelf Assessments Completed

Align ODC Personnel w/ SAS WBB Manpower Study     Begin Moves Summer 09

Empower ODC Chiefs ODC Chiefs viewed as supported commanders

Optimize EC Staff Structure and Processes to Support ODCs

Technical Enablement—ToL Collaborative Mindset FY09 $ Funds ODC Comm Initiative

Presenter
Presentation Notes
4 month reserve duty – desk officers.  
Processes were painful and designed to benefit EUCOM HQ



EUCOM ToL Getting Started

• Start with a bottom up focus
– Visit 10 ODCs throughout Europe

– ToL Workshops at all levels (ongoing today)

• ODC Support Initiatives

• EUCOM Directorate Workshops (ongoing 
today)



Teams of Leaders (ToL)
Staff Workshops

DAY 1 (approx 3-4 Hours)

DAY 2 (approx 2-3 Hours)

• ToL Presentation (Dr. Brown)

• Staff directorates provide an overview 
of their major issues and challenges to 
Dr. Brown

•Directorate Division Chiefs discuss with 
the staff Director ways to apply ToL in 
solving the major

• Dr. Brown serves as an advisor to the 
Director

Introduce ToL and develop a 
common understanding of ToL 
concept throughout the 
directorate.

Introduce Dr. Brown to EUCOM 
Directorate and current 
challenges and allow for a ToL 
discussion to learn and enhance 
understanding.

The Division Chiefs brief and 
discuss with the Director their plans 
to apply ToL within their sections and 
gain guidance and approval to 
proceed.

Dr. Brown serves as an advisor to 
the Director and Division Chiefs

PURPOSE

- Scheduled for Fall 2008 

UNCLASSIFIED

UNCLASSIFIED

Presenter
Presentation Notes
Dr Brown Senior mentor

America's Army: A Model for Interagency Effectiveness (Hardcover)




Way ahead
• Support ODCs – Reinforce J5 programs

• Embed ToL in EUCOM HQs ‐ Creating staff actionable 
understanding of ToL through Workshops.  Influence EUCOM’s 
organizational transformation, specifically new NATO, and 
frontline capacity building drawing on ToL practices.

• Initiate building ToL vertically from ODC to NCR in three 
development program areas:

– BMD ToL incorporation based on shared actionable 
understanding in a new area of National interest. (J3)

– J5: Coalition partner capacity building (J5)
– Federal and State Support to Ammunition Removal. ( ECRA‐
CIEG)



Possible ToL Pilots
Broader IA and CONUS Centric

• Poland-Ukraine NCO development
– Marshal Center east virtual training capability
– Engagement by TRADOC to develop NCOES for 

former Communist countries

• Functional working groups (i.e C130 sales to 
Poland, Romania, Bulgaria)

• Balkans, Baltic Regional Working Groups

UNCLASSIFIED

UNCLASSIFIED

Presenter
Presentation Notes
Poland is working on professionalizing their Army, we have experience in doing that in ours.

Could we build a training and education capability to support the transformation from Socialist leadership style to western simular to what the Marshal Center did post WWII

Align functionally and regionally, and potentially operationally to leverage and share knowledge and expertise.  For example Deputy ODC talked about the need to communicate with Romania and Bulgaria to support C130



Questions?
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Way ahead

• ODC engagement before, during and after assignment
– Training for staff officers and ODC personnel
– In-processing

• Improve ODC Net Collaboration and support
– In prove administrative processing
– Reach back to EUCOM HQ

• ODC “in country” engagement plan

• ODC Lessons Learned initiative

UNCLASSIFIED

UNCLASSIFIED

Presenter
Presentation Notes
Rather than waiting for an ODC to arrive in Europe we can reach out while there at language school or other places in CONUS to understand how what they are learning applies in EUCOM - - Stryker

ODC.Net to enable communication and collaboration -  -already starting in J5.  Worked in the JOC for a year and never knew the wealth of material available to integrate into current operations—discovery at the bottom’s up level.

How do we engage ODCs?  Are we willing to travel physically and/or virtually?  Virtual Town Hall

Lessons are rampid, but not captured
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