Leadership Innovation – Self Awareness Workshop

Introduction - In the summer of 2000, after piloting programs on a smaller scale the previous two summers, the formal summer leadership training for cadets at the Coast Guard Academy was doubled from 40 hours to 80 hours.  This increase is significant when you consider that junior officers only have a 20% chance of getting the 5-day LAMS course, and that there are no other formal leadership courses available to officers.

Impact - The impact of this program has been significant, widespread and uniformly positive.  Level 1,2 and 3 evaluations have documented the success of the program.  The Commandant of Cadets has made the leadership development program the number one priority for summer training for 2/c cadets.
· Life-changing experiences reported by cadets

· Met all of the primary objectives of the program

· Significant evidence of gains on secondary objectives

· Played a role in improved teamwork during swab summer as reported by officers working with them

· Noticeable impact on Week 2 Leadership, especially:

· Openly, constructively, and maturely give & receive feedback when required

· Obviously comfortable w/ their own style of leadership; a significant validation effect that they their leadership style was okay, even if it didn’t match perceived organizational norms or stereotypes

· Highly positive cadet feedback, in multiple forums

· At the end of the week

· Verbal debrief

· Written critiques

· Months later – formal written feedback

· Impact evident in a follow-on, junior year academic leadership course – Reference to concepts, ideas, models covered in SAW are referred to in written assignments and leadership journals in this class

Who Benefits

· The 2/c cadets who’ve been through the training

· The 4/c cadets they supervised during the Swab Summer military indoctrination program

· The Academy staff officers working with the 2/c cadets, who found it easier when there is less conflict, more teamwork, etc.

· The peer relationships between the 2/c cadets

· The personal relationships of the 2/c cadets

· Ultimately, the Coast Guard benefits when more mature and more self-aware leaders arrive at their first unit

Background - The extra week added to the summer leadership development program is called the Self-awareness Workshop, which takes an internally-focused look at leadership, to compliment a more traditional, and externally-focused look at leadership delivered in the second week.  The course was based on the premise that the best leaders are the ones who are the most self-aware.
The course was developed in response to identified gaps in cadet leadership performance during 2/c summer, which is the summer where transition from a follower to a leader role is a program goal.  Cadets performing leadership roles in indoctrinating the incoming class of cadets were struggling with interpersonal conflict, communications, teamwork, and peer leadership.

The three common threads for the week are:

· Leadership

· Self-awareness

· Psychological type, as measured by the Myers-Briggs Type Indicator (MBTI), as a central model for understanding human behavior.

Primary Objectives

· Increase cadet self-awareness

· Increase awareness of others

· Increase understanding of self-other impacts

· Improve teamwork & peer relationships

· Improve communications skills

· Improve conflict management skills

· Improve leadership skills

Secondary Objectives – Secondary because this impact is in the hands of the cadets themselves and of a more long-term nature.
· Increased self-acceptance

· Increased acceptance of others

· Initiation of self-change

· Improved relationships with others

Content – Content included the introduction of multiple models in addition to psychological type, but all of the models were connected back to psychological type model.  Type became a framework into which all other learning was integrated.  Content blocks included:
· Self-awareness – Maturity Continuum and ‘Umwelt’ models designed by the course developer

· Self-development – Johari Window model

· Awareness of Others

· Impact of Differences

· Perception – Utilizing exercises from a one-day sensing-intuition workshop taught at TRACEN Petaluma

· Emotional Intelligence – Including an Emotional Awareness self-assessment

· Communications – type and communications with extensive review of movie videotapes

· Dialogue – Collaborative communications

· Giving & Receiving Feedback – Positive and negative feedback was exchanged between all members of a section of cadets.  This turned out to be the highlight of the week, with a significant trust and team building, and maturing effect

· Problem-Solving – Energy International exercise with extensive discussion of type impact on group process

· Decision-Making – Utilizing exercises from a one-day thinking-feeling workshop taught at TRACEN Petaluma

· Conflict Management – Thomas-Kilman Conflict Mode instrument, with extensive type and conflict exercises, and correlation between TK modes and type.

Methodology

· Six Self-Assessments were administered to heighten self-awareness:

· Defense Mechanisms

· Fears

· Emotional Awareness

· Communications Style

· Native Tongue (communications)

· Conflict Style

· Reflective learning – A leadership journal is kept for the entire week with opportunity to reflect on exercises and self-assessments

· Small group work – More than a dozen interactive, experiential exercises

· Large group work, including group discussion

· Extensive use of movies, both as a review of basic type concepts, and to examine communications styles

· Exchange of positive & negative feedback among peer group of 24 cadets

· Leadership plan – Based on new learning, self-assessments, feedback from peers, etc., cadets are to develop a leadership development plan for the summer

· Meditation – The concept of meditation for stress release is introduced and cadets are lead through an actual meditation as part of the preparation for receiving negative feedback from their peers

Challenges

· Resources, both time in a tight schedule for cadets, and staffing resources, including expertise in the content

· Acceptance of perceived ‘touchy-feely training’ in an environment that is uncomfortable with it

· Acceptance of internally-focused leadership when externally-focused is the paradigm

· Initial cadet resistance to training they did not ask for, and is outside their paradigms for leadership training
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