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Commentary

Leaders energized
by conference

By Annabeth Lee
Southwestern Division

Recently T had the opportunity to attend the
Emerging Leaders/Senior Leaders Conference
(SLC) held in Dallas. Initially, I was not particu-
larly thrilled with the prospect of relinquishing my
weekend and working from 7 a.m.
to 11 p.m. each day, and I am
pretty old to be emergingjust now.

But, I have seen the light; I
am an Energizer bunny and
I have a cadre of 1998
Emerging Leaders who
will help me keep
charged. What was
afledgling two-day
workshop a few
years ago has
been trans-
formed into
an eight-day
journey of
discovery
and learn-
ing.

I could
tell about
everything I
learned, and
that is ex-
tensive.-
However,
what I feel
about the con-
ference and the
program is prob-
ably more signifi-
cant.

The emerging leaders
participated in numerous
workshop activities including team
interaction, taking the Myers-Briggs personality
test, Nap’s Line, fundamental interpersonal rela-
tions orientation behavior, project planning and
feedback, and goal setting. We took the Herrmann
Brain Dominance Instrument, which was a stretch
for some of us.

These exercises were introspective and reminded
us of things we might already know but may need
a subtle reminder. For example, “When we, as a
team, determine the rules of the game and adhere
to them, we are winners. Keeping commitments
is key to team and organization success.” Relat-
ing to the Myers-Briggs types, “Understanding our
own and others’ preferences enhances our social
interaction and effectiveness.” On project planning/
feedback, “Teams are often smarter than individu-
als.”

We had exercises on the dynamics of leadership

and situational leadership. We learned about cre-
ating “whole-brained” teams, which simply means
a team whose members have different cognitive
styles. We did a lot of networking, team building,
and scenario-based planning.

But I think the best exercises were those deal-
ing with self-awareness and introspection. This is

an excellent program for anyone, and I en-
courage all of you to get involved
in this process. Many of the
participants indicated that
this was the best training
they have received in the
U.S. Army Corps of
Engineers.

The theme
of the Se-
nior Leaders
Conference
was “Con-
solidating
Gains and
Producing
M or e

- Change.”
" The emerg-
ing leaders
objectives
. were to
build rela-
tionships
with Corps
senior lead-
ers; develop
an under-
standing of cor-
porate strategy;
and, identify future
roles and options for
emerging leaders.
Lt. Gen. Joe Ballard, Chief
of Engineers, focused on this theme in
his opening remarks along with the Corps’ three
strategic goals -- revolutionize effectiveness, seek
growth opportunities, and invest in people. He em-
phasized four primary objectives -- stay focused on
the Vision; think strategically (broad-based/future-
oriented, think two levels up/look two levels down);
walk-the-talk (make it happen, consolidate gains and
execute action plans); and, empower and engage.

When the conference ended there were lots of
hugs, a few tears, but mostly we carried a feeling
of camaraderie and accomplishment. When is the
last time you left a conference feeling that way?

I am empowered. I am buzz-word compliant.
The Chief of Engineers challenged me to “ride the
ragged edge of audacity.”

I am an agent of change!

(Annabeth Lee is a computer specialist in Res-
ervoir Control Office at Southwestern Division.)

LETTERS
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How to stop smoking

I was one of those people who really enjoyed
smoking a cigarette; I had done it for almost all
of my life. It was as much a part of me as eating
or breathing. Taking a smoking break at work -
was as common for me as answering my cc:mail
or getting into CEFMS. It was just part of my
day. T had been doing it a long time, since I was
15 years old. Even back then, 43 years ago, kids
took up smoking to be part of the crowd.

One day in 1996 1 took a three mile walk and
felt short of breath. I knew it was the cigarettes,
but I didn’t want to admit it. T also knew I had
to quit, but when? And how?

As a start, I decided to pick a day to quit that
I wouldn’t forget, so I picked my wife’s birth-
day, Oct. 11, 1996. Then I formed a plan. T'd
start my vacation the following day so that for
the next 10 days I wouldn’t be around anyone
that smokes. '

Then I decided to cut back on my smoking
before the actual day I would quit. And about a
week before my wife’s birthday I did some seri-
ous cutting back. First, a half-pack a day for a
few days, then eight cigarettes a day, then six.

By Oct. 11, I was down to four cigarettes a
day. At 3:30.p-m. on that.day, I smokedamnlasty
cigarette. : : .

I will never forget that time and day for the
rest of my life. Idid something that would make
a positive impact for the rest of my life and I'm
happy about that!

If you say that you enjoy smoking and don’t
want to quit, I understand. It’s not easy to quit,
especially cold turkey. But if you think that
you might want to try, go for it. IfI can doit,
you can do it, too.

It feels so good to be free. You have my bless-
ing, and I wish you good luck.

Ken Weirich
Vicksburg District

Congratulations on kicking the habit, and
thanks for sharing your quit-smoking plan.
We’d like to add that the Great American
Smokeout will be Nov. 19. Editor

(The “Engineer Update” welcomes letters to
the editor, commentaries, and editorials on any
subject of interest to Corps people. All letters,
editorials, and commentaries must be signed so
we can call for clarifications or to check their
authenticity.

The easiest way to send articles to the “Engi-
neer Update” is via e-mail to
bernard.w.tate@usace.army.mil. Or they can
be mailed to:

Headquarters

U.S. Army Corps of Engineers

Attn: CEPA-C (Engineer Update)

20 Massachusetts Ave., N.W.

Washington, D.C. 22314-1000)

ENGINEER UPDATE is an unofficial publication under the provisions of AR 360-81. It is published
monthly by offset for the Headquarters, U.S. Army Coms of Engineers.

Editorial views and opinions expressed are nat necessarily those of the Corps of Engineers or the De-
partment of the Army. Letiers to the editor are encouraged.

Deadiine for submitting articles is the 15th of the month preceding publication. Subscriptions are avail-
able free of charge but must be requested in writing. Circulation: 35,000.

Address mail to: EDITOR, ENGINEER UPDATE, CEPA-C, Washington, D.C. 20314-1000. Telephone
(202) 761-0015. Photographs are U.S. Army photos unless otherwise credited. Available on the Internet
at http//www.hg.usace.army.mil/cepa/cepa.htm.

Commander, USACE Lt. Gen. Joe N. Ballard
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GS-14/15 selection polic

‘Corporate assets’ glven top emphasis

“Finding the right people to carry
the Corps into the future may be
the most important thing | do as a
senior leader.” -- Charles Hess

By Becki Dobyns
Headquarters

“I was not prepared for the uproar,” Chief of En-
gineers Lt. Gen. Joe N. Ballard said recently re-
garding last year’s controversial selection policy de-
cision. The new policy elevated the selection of GS-
15s to the Headquarters and supervisory GS-14s to
the division level.

Lt. Gen. Ballard believes higher-level leaders are
corporate assets, not district or division assets. “The
reason we select them at this level is because we
get a broader pool of applicants, and we break the
good o’ boy network. Down at the district level, it
wasn’t a process at all. It was a right of passage.”

Louise Crowell, Chief of Career Management in
Human Resources (HR), administers the new policy.
She said it improved the selection process by level-
ing the playing field. “It’s no longer who you know
but what you know that counts,” she said. “There
is no more heir apparent.” She agrees that the re-
sult is a broader pool of applicants, particularly those
from other agencies who would not have applied pre-
viously because they assumed the Corps would hire
from within.

The process, modeled after the selection process
for members of the Senior Executive Service (SES),
requires much more involvement from commanders
and other senior leaders in the selection, Crowell said.
For GS-15 positions at divisions and districts, divi-
sion commanders must chair a selection panel. (The
USACE Deputy Chiefs of Staff chair the selection
panel for GS-15s at Headquarters and other field el-
ements, including labs.) The chair must approve
the selection criteria and panel composition in writ-
ing. The panel must have at least three members -
- the chair, the position’s supervisor, and an SES from
Headquarters. The panel makes its recommendation

to the Deputy Commanding General in Headquar-
ters who makes the actual selection.

For supervisory GS-14 positions, panel chairs can
be district commanders, lab directors, division
chiefs, or office chiefs, depending on the vacancy’s

By Becki Dobyns
Headquarters

The U.S. Army Corps of Engineers has been us-
ing the Gallup Leadership Competency Interview
in executive selections since 1991, Using the pro-
cess to help select all GS-15s and supervisory GS-
14s became mandatory last May. The profile is
used along with information on experience, educa-
tion, and training, to help the selection panel make
the best choice.

The interview gathers information on the
person’s leadership skill, which is then considered
during the selection process. The interview, con-
ducted telephonically by a Gallup executive inter-
viewer, typically lasts more than an hour. For
fairness, everyone receives the same questions,
which are asked without probing. A Gallup ana-

\—

Gallup profile used to weigh
candidates’ leadership ability

~

lyst later codes the interviews and writes a devel-
opmental profile for the candidate.

Candidates’ competencies are evaluated in four
general areas:

® Direction (includes vision, focus and strategic
thinking).

® Drive to execute competencies (includes ego
drive, desire to win, internal drive to achieve, and
proactivity).

® Relationship (includes helping others grow, get-
ting people to work together, creating good feel-
ings in others, and responsibility and ethics).

® Management (includes the ability to coordi-
nate work efficiently, being results-oriented, and
the need for structure).

Representatives from the Merit Systems and Pro-
tection Board reviewed the process in 1994 and
againin 1996. The interview passed validity tests.

/

location. Accordingly, the selection official may be
the Director of Military Programs, Civil Works,
Research and Development, Chief of Staff, or the
division commander.

“Finding the right people to carry the Corps into
the future may be the most important thing I do as
a senior leader,” said Charles Hess, Chief of Opera-
tions in the Directorate of Civil Works. Hess said
that he has served as the Headquarters SES repre-
sentative on about 10 selection panels.

One of the criteria used by the panel is feedback
from a required Gallup Leadership Competency In-
terview (see sidebar). According to an HR memo-
randum, the tool is “designed to identify leadership
competencies, and by using this tool you will be able
to make selections based on leadership capability
and competency, as well as experience, education
and training.”

All these additional requirements mean that it
takes about three months longer to fill a vacancy,
said Crowell. “But when you think about the in-
vestment the organization is making in such an
individual for the years ahead, three months is a
minor sacrifice, and the cost of the wrong selection
is considerable.”

Hess admits that serving on selection panels has
taken its toll on his business calendar, but says it
is rewarding nonetheless because he gets to see
great talent and enthusiasm, and he knows he is
giving the Corps of the future the focus it deserves.

So why the controversy?

“There was a considerable hew and cry that this
was simply an affirmative action program, rather
than an.effort to systematically create a corporately-
aligned candidate pool from which to draw senior
executives,” Crowell said. While increasing diver-
sity is a major goal of the new policy, she said, di-
versity means more than affirmative action.

An October, 1997 memo from Lt. Gen. Ballard
clarified the term -- “Accomplishing multi-function
missions requires a workforce with diverse talents,
abilities and skills. In this context, the term ‘di-
verse’ has much broader implications than race and
gender; it is intended to describe broad and varied
life and work experiences. It is our intent to look at
senior selections from a broad, corporate perspec-
tive. Our corporate recruitment policy for GS-15
and supervisory GS-14 positions ensures that we
consider, select, train, and develop a work force with
diverse attributes and talents who will exemplify
the competencies required to support our strategic
direction.”

“Significant outreach efforts have helped to en-
sure that our jobs are more open,” Hess said. “And
the result is just what you’d expect -- additional well-
qualified people applying for our positions.”

Since Lt. Gen. Ballard issued the new policy, the
command has made 27 selections of GS/GM-15s; 18
are white males, three minority males, and six white
females. Their average age is 47. All have under-
graduate degrees and more than half have gradu-
ate degrees as well.

“We have made some excellent selections during
the past year, and I am confident that we will con-
tinue to build a leadership team which fully reflects
our corporate strategy of a talented, productive and
diverse workforce,” Lt. Gen. Ballard said in a re-
cent memo to Corps leaders.

The policy’s real test is found in the long haul,
Crowell said. She is confident, however, that the
new corporate selection policy will ultimately mean
better prepared, more capable, and more corporate-
minded leaders for the Corps, now and 20 years from
now.

Readers may view the policy memos and other
information about the corporate selection policy at
http://hqmp2.hq.usace.army.mil/cehr/corpsell.htm.






























