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Prologue

This essay provides the first glimpse of my leadership portfolio.  I developed it through the synthesis of modern theory, painful soul searching, and my previous leadership observations and experiences.  I look forward to applying it against my future leadership challenges, continually incorporating new lessons and experiences into my maturing beliefs.

I wrote this essay from a perspective ten years in the future.  I took this standpoint, believing it is easier to reflect on our past than project into the future.  Additionally, I believe that reshaping our values or “double-loop learning” (a willingness to confront [our] own values)
 is often initiated by a traumatic experience.  Consequently, I placed myself into an aircraft ejection, to instigate reflection.  I choose it because an ejection may cost me my life, flying status, or military career.  Relatedly, the three portions of the assigned essay; my leadership portfolio, the leadership challenges in my next assignment, and the leadership needs of the Air Force during the next ten years are intertwined within the ejection story-line.  However, the causes and details of the ejection are not included, to avoid providing any distraction from the actual leadership portfolio.

I looked up and counted all the parachute risers.  Thirty-two! They were all there, a perfect canopy.  I was fortunate, last month (March 2009), I had received life support training.  What had happened?  I was flying a jet to the training area when… I can’t remember anything else...   I looked down, at least 12,000 feet to go.  I quickly calculated my descent; 1000 feet per minute into 12,000 feet, it would be about…   I felt groggy and my head seared with pain.  As I faded out of consciousness, I started to reflect on my last ten years of leadership.  What was my personal leadership profile? What demands were placed on me during my first command? And in retrospect, what had been the leadership needs for my service?

My reflection started with my individual leadership portfolio.  Since leadership involves both the leader and the follower, I developed my profile by discovering my personal beliefs.  This included both my leadership behaviors and desired follower attributes.  Within these two areas I included my own personal strengths and weaknesses.  Finally, organizational culture, which shadows a leader’s profile, was exposed during my later reflection on my first command leaving ACSC.  I began by reviewing my individual leadership behaviors.


Attributing specific traits to effective leadership is theoretically unfounded.  Theorists who focus exclusively on characteristics have found little actual correlation to effective leadership.
  Two of these were labeled “Great Man” and “Trait” theory; which were developed with either a historical bias or evaluated leadership from a vacuum, respectively.  However, modern theory shows that leaders do have certain characteristics that form behavioral clusters or groupings.  Sashkin found three clusters in his visionary leadership theory: personal, situation, and behavioral.  He also found five separate areas required for leadership: risk or creativity, focus, communication, consistency or trust, and caring leadership.
  Using a combination of his behavior clusters and areas of effective leadership, I encapsulated my leadership profile into vision, servant leadership, and personal balance. 

Visionary Leadership is what Sashkin calls “effective executive leadership, as leadership that truly transforms organizations through a synergism [of] personal, situational, and behavioral factors.”
  I agree with him, because I believe my best leadership attribute is vision or innovation.  The Myers-Briggs instrument, like a horoscope, has broad behavioral applicability but little actual leadership relevance.  However, it does allow us to make generalizations about our own personalities.  It labeled me an introvert, innovator, thinker, and perceiver.
  Of these, I was found to be extremely innovative.  Leadership is about change,
 and I revel in finding new and better answers to persistent problems.  Unfortunately, my wife calls my innovation, “rebellion.”  Stewart defines it as “sees the need for change, a troublemaker.” 
  Nonetheless, I apply my vision by quickly projecting future goals and the intermediate steps required to attain them.  

Vision also relates to creativity.  I enjoy generating creative new ideas from discussions with team members.  As we combine our expertise, we create synergy and consensus for solutions.  Unfortunately, sometimes I find difficulty communicating my “vision” to subordinates and team members interested in only maintaining the status quo.  This forces me to weigh continuous change or improvement with the instability it causes these members.  I also understand that sometimes a good solution today is much better than the perfect solution tomorrow.  Vision, creativity, and innovation are key to visionary leadership.  It directly relates to risk and focused leadership.

My second behavior bundle I call “servant leadership.”  I believe that leaders are selected to serve their people and organizations, not visa versa.  Even our President is referred to as “a servant of the people.”  My basis for this concept comes from studies of Christian philosophy, but it ties directly to leadership theory.  We know that Great Man theory uses the values of past historical figures to imbed them into current organizations.  Lafferty states “who you emulate is where you want your culture to go, build ICONS for the future.”
  Therefore, I have chosen Christ as my Great Man.  His philosophy ties directly to Sashkin’s behaviors of trust, caring, and communicating leadership, which is my basis for “servant leadership.”  

Serving means empowerment, providing resources, genuine concern, and mentorship.  First, empowerment involves passing authority and responsibility to assigned subordinates to accomplish tasks.  Leaders find this difficult because it requires unconditional trust, and followers may pursue various methods to accomplish their assigned tasks.  Leaders must forego micro-management to support them. With the leader’s authority delegated, followers now take responsibility and feel proud of their accomplishments.  However, leaders must weigh the level of empowerment with the individual’s capability, willingness, and depth of crisis.  Fielder believes the greater the situational extreme, the more directive leaders must be.
  Therefore, I must temper the level of empowerment with each individual situation and crisis level.  Empowerment is critical to developing followers and relates to Sashkin’s areas of risk and trust leadership. 

Secondly, as a servant leader, I must provide all the necessary training, equipment, and coaching for my subordinates, while promoting their contributions and creativity.  Providing this critical attention allows my subordinates to participate in organizational leadership.  My team members dedicate themselves toward the mission, knowing I will support them.  Although this sounds transactional (contractual leadership), when the leader provides for a unit’s safety and security concerns, the followers can transform themselves beyond their own perceived capability.  This belief incorporates Sashkin’s critique that “transformational leaders exist primarily to focus and help carry out the visions of followers [as well as] what followers might wish to envision but have not and perhaps cannot.”
  A possible flaw of this concept stems from members taking advantage of empowerment and trust.  I have seen this happen but will not let it dissuade me.  Providing resources links with trust and risk leadership.

Additionally, I must continually strive to provide genuine concern for my people, even when it means dropping work or other tasking.  Bass believes that “individual consideration” is a critical component of transformational leadership.
  Similarly, I must support my followers, yet allow them to make mistakes.  Typically, I want to help them overcome their struggles.  But I realize that making mistakes is part of improvement (assuming a permissive environment).  Individual consideration with genuine compassion and concern is critically important to leadership.  It directly applies to the areas of trust and caring leadership.

Finally, servant leadership involves mentoring.  Mentoring is defined as becoming your follower’s trusted counselor or guide.
  It helps promote followers with balanced personal and professional development, organizational vision, and allows leaders to gain insight to their followers goals and expectations.  This communication helps fulfill follower’s needs for survival, security, and belonging (transactional leaderships relation to Maslow’s hierarchy).
  Mentoring is critical for both leaders and followers, which promotes Sashkin’s areas of caring and communication leadership. 

My last critical leadership area is personal balance.  I believe that balance involves equal promotion of family, physical fitness, professional and spiritual development, social relaxation, and personal reflection.  Balance creates my personal enthusiasm, credibility, and emotional stability.  It is a compellation of many aspects of modern theory, directly relating to self-efficacy and transformational power.  Although Sashkin links self-efficacy to self-confidence, he also compares it to internal control.
  I believe a balanced lifestyle directly develops internal stability.  For example, physical fitness produces clarity of thought and enthusiasm.  Spiritual development and reflection allows for double-loop learning, critical to growth (examining undermined values, unlearning them, and changing them to desired values.)
  Professional development builds personal credibility and competence.  It is the combination of physical, mental, emotional, and spiritual balance that leads to character (moral strength and integrity).
  Kuhnert and Lewis illustrate that transformational leaders obtain their source of power from character and competence.
  Therefore, balance provides not only self-efficacy, but also transformational power.  Sashkin states that when self-efficacy, power, and vision are combined, these “three characteristics mark the difference between exceptional transformational leaders, average leaders, transactional leaders, and nonleaders.”
  Consequently, balance is critical to my leadership profile.  

Unfortunately, maintaining constant balance is not easy. It seems I must constantly weigh perfect balance with daily crisis, requiring emphasis in critical areas.  Therefore, although I ideally strive for daily balance, I also realistically focus on specific areas when required.

Finally, followers are an extremely important part of my leadership profile.  We can involve followers in culture building and promote “buy-in” by participatory leadership.  This idea has developed as society changes.  Agrarian society prospered from primarily directive leadership.  As centralized industry changed our culture, it also changed the required leadership.  Large corporations became hierarchical and centralized to manage these large bureaucracies.  With information now readily available, effective companies are shedding hierarchy, involving subordinates in all levels of leadership.  Thus, we must change modern organizations to more participatory styles.
  Visionary leadership is one method which reflects this construct.  First, it involves empowering followers toward a vision.  I expect my subordinates to participate by expressing their doubts and concerns with no fear of retribution.  Secondly, I must surround myself with complementary followers who fill in for my weaknesses.  This may include people with detailed organizational skills and short-term planning ability.  I can accomplish this by assigning cognition levels or strata to appropriate positions within the organization as discussed in Jaques’ Stratified Systems Theory (creating a frame of reference or time horizon for each level within the unit).
 As we approach crisis level, I expect my followers to limit their suggestions to only those which are most critical.  Consequently, as tasks are less extreme, I will spend more time building consensus (Fielder 1972).  Therefore, follower participation is an important part of my leadership profile.

Visionary leadership has been the primary influence in developing my personal leadership construct.  I have just reflected upon how I created this profile at ACSC using modern day theory and personal experience.  Now, with ten years of experience and application, I have found…

The rush of wind battered my face.  I looked down and realized I was seconds from impact.  I put my legs together, tore the mask from my mouth, and grabbed the risers.  I voiced a quick prayer and glanced down to see the ground accelerating toward me.  I pulled the risers over and turned the chute into the wind.  I focused my eyes on the horizon and felt my legs crush against the rising earth.  As the pain paraded into my body, everything turned black.  I slipped into darkness thinking about my first leadership experience leaving ACSC…

In 2002, I took command of an F-15C squadron, the Air Forces basic fighting unit.  It was truly the highlight of my career.  As a commander, leadership demands fell in three areas: building an organizational culture, obtaining credibility from my enlisted force as well as the officers, and communication.  Each area proved critical to my success.

I had accepted Edgar H. Schein’s statement that “the only important thing leaders do, may well be constructing culture.”
  Organizational culture also seems to be the constant that Bass missed when developing his transformational leadership instrument (MLQ).
  Sashkin built Organizational Culture into his “TLP”, creating another instrument to measure leadership, which transcended generational change.
  Using this framework, I emphasized three areas of organizational culture in my squadron: leadership philosophy, squadron heritage and esprit, and promoting character through a balanced lifestyle.  These areas parallel Sashkin’s four elements of organizational culture: adaptation (how people deal with external forces and the need for change), goal achievement, coordination (how people work together to get the job done), and the strength of shared values and beliefs.
  

The first requirement for building organizational culture was my leadership philosophy. As Sashkin states, “leaders must develop [a] clear, simple, value-based philosophy, a statement of organizational purpose or mission that everyone understands.”
  Therefore, immediately upon taking command, I made my vision clear to all members of the squadron.  I tore the old quality board off the wall and replaced it with a simple five-word statement: “Warriors, Exceptionally Trained and Ready!”  These words encapsulated my vision and philosophy.  To imbed it, I added it to correspondence, slides, metrics, and even new squadron coins, which were distributed to all members.  I explained how each word importantly depicted who, what, and how of our mission.  Who?  We were warriors.  As an operational combat squadron, our mission transcended civilian attitudes.  We promoted every squadron member’s job as essential to launching jets into combat.  This meant that each of us had to focus on our warrior spirit while maintaining personal balance, as described previously.  For example, the Air Force now recommends that it’s personnel workout six days a week; therefore, I allowed my team members to do this during their duty hours.  Professionally, I had other units come and brief us on their missions so we knew other combat perspectives.  We took Friday afternoons off from flying to promote professional development and tactics.  This also allowed us to finish our weekly duties so our weekends could be dedicated toward family and relaxation.  We became balanced warriors.  What? We were trained and ready.  I was willing to promote resources and equipment for fulfillment of this task.  It meant taking advantage of every opportunity and providing support and funding to get my people the best possible training.  I also emphasized readiness.  During Air Force’s Global Engagement era, we were on a 48-hour call.  Mobility and plans were given top priority, and exercises were endorsed with positive enthusiasm.  Asymmetric threat training, like chemical warfare, was aggressively practiced.  To accomplish these tasks, we eliminated fluff and unimportant work wherever possible.  Sometimes, this forced me to reject wing tasking when it didn’t apply.  I took heat from senior leadership, but cited the importance of operations tempo and retention.  If I didn’t stand-up for my critical resources (personnel) who would?  Finally, how?  We did it exceptionally.  This cascaded from the Air Force core values of “Excellence in All We Do.”  Exceptional soon became our standard of performance.  My entire philosophy was reflected within that simple slogan and all members easily understood it.  

The second part of building organizational culture was reviving squadron camaraderie and esprit.  Combat effectiveness is dependent upon team synergy.  Our unit had to develop as a team.  I did this by promoting historical unit pride, bonding activities, and family social events.  Locke labeled these areas as characteristics of the transformational leader, “the use of emotional appeals, symbols, metaphors, and rituals.”
  I asked the wing historian to provide a detailed account of our unit’s combat experience and individual heroism.  We used this history to underpin monthly rituals and required new members to learn and recite certain unit facts.  We even developed individual unit awards named after historical achievements of heroic members.  Next, we developed unit-bonding activities.  Every Friday, the functional areas got together in the squadron bar to discuss weekly events.  Each meeting was started with a toast to fallen comrades.  It was during this time, we transformed ourselves into a tightly bonded unit.  

Secondly, I promoted time for family social engagements.  As the squadron deployed and families separated, everyone understood that we would watch over those left behind.  This simple transaction of trust and concern paid dividends during later tough deployments and contingency demands.  Through development of history, symbols, and camaraderie we built an exceptional organizational culture.

Finally, I promoted individual character.  This meant taking my espoused theory of balance and living it (theory-in-use.)  An old commander told me that the squadron would reflect my personality after six months.  Schein’s statement that “the leader’s entire personality becomes embedded in the culture of the organization” substantiates this thought. 
  I used myself as the example.  We started professional reading groups, running teams, and promoted intramural events as a squadron.  Our own lives were transformed into internally stable warriors.  Balance is what cemented the transformational change to our organizational culture.  

My second major task was building unit trust and loyalty through competency and credibility.  Unfortunately, I had never commanded large numbers of enlisted troops prior to this job.  Also, I only had about 700 hours of F-15 flight time, compared to many of my subordinates with over 1500 hours.  I had to convince unit members of my credibility.  Competency and credibility can be related to intelligence, judgement, and openness to experience, which Sashkin equates to visionary leaders.
  In order to acknowledge my limitations, I used my subordinate experts to advise me in areas where I lacked experience, while I focused on organizational and cultural values. I accomplished this by stratifying individual responsibilities by cognition levels, empowering my experts, and remaining open to new ideas (as discussed earlier).  These ideas helped me to obtain the loyalty and trust of the unit.

Finally, communication was the last major personal hurdle for me in this job.  All of my ideas depended upon clear communication.  Sashkin believes that “communication leadership” is one of the five transformational leadership areas.
  Because I typically internalize my thoughts and feelings, I had to carefully express my expectations.  Therefore, I aggressively advised all squadron members on important decisions, especially those that might possibly harbor resentment.  I used open-door policies, commander’s calls, and the previously discussed fraternal and social events.  Most importantly, I also forced myself to look and listen before talking or acting.  As Lafferty stated “that’s why God gave us two eyes, two ears, and only one mouth.”
  Command hinges on clear communication.

Through organizational culture building, overcoming limited initial credibility, and aggressive communication, I found my command time extremely rewarding…

 The fragrance of heather and lilacs filled my senses.  I opened my eyes and made a quick inventory: feet, legs, arms, head, all seemed ok.  In the distance, I now saw dark smoke rising above the rolling hills, evidence of my fate.  As I stood, I saw a small house with a thatched roof down in the valley below.  I drank the water stored in my survival pouch, it was supposed to prevent shock.  As I neared the home, I saw cars parked next to the home.  I smelled the birch burning in the fireplace and realized this must be an old pub.  I then felt the rain starting to spray my hair and noticed the blood running down my face.  As I stumbled and fell back to the ground I dazed off, reflecting about how the Air Force had changed regarding leadership during the last ten years…

I believe the USAF had failed in leadership prior to the last 10 years.  As it rested upon its technological laurels after Desert Storm, it failed to notice that it’s irreplaceable commodity of personnel had not been transformed by military service, but transported to the civilian sector.  The USAF had failed in three critical leadership areas.  It broke many contractual and implied promises with people who joined in good faith.  It failed to impart its airman with the transformational experience expected when it advertised service and patriotism (aim high).  Finally, it destroyed its culture and identity by embracing political correctness and mission creep.  These problems led to a mass exodus of airman from all jobs, who now look for security, esteem, and self-actualization elsewhere.

Initially, the Air Force has a responsibility to fulfill its contractual obligations.  Before, transformational or visionary leadership can take place; safety, security, and belonging must be guaranteed (contingent rewards).
  The Air Force has lessened people’s retirement benefits, decreased health care, not matched civilian pay raises, promised quality, promised voluntary assignments, promised stability and family time while actually increasing operations tempo; yet nothing seems to have improved.  It explicitly guaranteed no more Vietnams by requiring contingencies have objectives, time-lines, and end-states.  Yet, we find ourselves manning no-fly zones over Iraq, Bosnia, and soon Kosovo, without either clear objectives or end-states.  To solve these transactional problems, Air Force leadership must fulfill those promised contractual and implied agreements.  Our leaders need to stand-up and become personally accountable for these dilemmas, before they shrug off their mess and retire.  On the other hand, recent leadership has recognized some of these shortfalls and offered significant pay raises and returned some retirement benefits.  The Air Force Chief of Staff has also expressed his public concern over Air Power employment in Kosovo.  Perhaps top leaders are beginning to understand the importance of honoring leadership transactions.  

Secondly, the Air Force knows it can never match the civilian sector regarding straight contractual or transactional compensation.  So, if pay and benefits aren’t the answer, what is?  I believe that military members find purpose in service, patriotism, camaraderie, or perhaps adventure.  It is obvious that they want more than long hours and limited compensation.  “Transformational leaders go beyond basic emotions such as fear, jealousy, or greed to appeal to such ideals and moral values as justice and liberty.”
  It is already proven that current military members already have higher moral character than that found in civilian society.
 Military members unknowingly demand a transformational experience.  Leaders have the opportunity to take these eager airmen and make their military time profound.  They can accomplish this by creating a vision supported by values, provide policies and procedures that support these values and beliefs, and finally articulate them in their own personal behavior.
  Recognizing this, the Air Force has created a reasonable vision with potentially transformational core values.  However, their policies and procedures do not focus on long term solutions and are not congruent with their values and beliefs.  Many leaders who lead by fear and micromanagent are promoted because of their quick results with no accountability of their long-term mistakes.  Even professional military schools spout teamwork yet reward people on individual achievement.  The system also forces great Air Force leaders, who stand for what is right, into retirement as their civilian leadership caves to media’s scrutiny and hypocrisy.  Military members just want leadership to support the values and policies they espouse.  Is no-fly zones enforcement viable at the expense of Air Force readiness and retention?  It is obvious that these Air Force personnel are demanding transformational leadership.  We need leaders who can provide it!

Thirdly, the Air Force has lost its historical culture by embracing political correctness.  As the military reflects on social actions, DUIs, women in combat, and gays in the military, it has been forced to dismiss much of its past underlying culture.  Facing these changes has been difficult, as drinking, smoking, and fraternizing have changed from acceptable to almost criminal.  But this painful organizational shift was extremely important.  It has allowed the military to regain it moral fortitude.  However, we must recapture our positive heritage and promote it.  We can begin by recognizing great men in our military past that stood for the values we wish to imbed.  We need to stress professional development and learn about our historical experiences, while recognizing what makes the Air Force unique.  Lets plant new seeds to grow from the dead thickets in our past.

Finally, mission creep has taken us from a perspective of excellence after Desert Storm to a frustrated and worn force.  We must either slow the operations tempo or demand the resources to accomplish the job properly.  Leadership must find the root cause to this frustration.  They can be found by analyzing our true national interests, contingency objectives, and accountability by leadership.  Is the Expeditionary Air Force (EAF) concept a long-term solution to this problem or a Band-Aid to temporarily hide our bleeding?  If the hopes of our Airmen are crushed because the EAF concept fails to provide stability and reduced tempo (like its predecessors: TQM, volunteer assignment system, new uniform, etc) the damage to the Air Force culture will be catastrophic.  Military leadership must stand-up to civilian authority with explanations and factual evidence to our dire need.  Mission creep is a critical dilemma that needs to be solved before our service erodes further.  By using its positive heritage, developing moral fortitude and integrity, and finding long range solutions over temporary fixes, the Air Force can turn into the transformational organization that America expects for its young men and women.

In conclusion, Air Force leadership must embrace its vision, provide value based supporting policies and procedures, and support these policies through individual accountability.  If accomplished, the synergy of these simple concepts will transform the Air Force and develop an honorable military culture worthy of defending the democratic ideals of liberty, freedom, and justice.

The man was shaking me, “here y’ar laddie, drink this.”  I put the Scotch to my lips and warmed by its harshness.  I looked around the old dark pub; it must have stood hundreds of years.  I noticed about a dozen farmers and herdsman gazing at me. I saw comfort and compassion in their eyes.  They had bandaged my wounds and called the base on my behalf.  Would they judge me as a pilot, a leader, or more importantly, as a human being?  I recalled my thoughts about the last ten years and reflected over a few questions.  Was I the leader I had planned to be?  Did I provide and communicate my vision, serve my people with enthusiasm and genuine concern, while living that balanced internal stability that I had espoused?  Had I created the organizational culture that truly transformed my followers to something greater than they had initially believed?  Finally, did I contribute to the leadership required to solve the problems of my service during the last ten years?  I took the visionary tools of leadership from ACSC, but had I used them?  The future begins today  Visionary Leadership, My Way.
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