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ABSTRACT

An empty bench of future senior executives necessary to lead public and private organizations has placed leadership development close to the top of many organizational agendas. Solving the talent problem is complicated by depth of knowledge and skills needed by future leaders to address issues of intense competition, global economics, high citizen expectations of government, and new attitudes among younger workers.

To meet these challenges it is becoming apparent that new leaders will need to develop a new mind set which will help them imbed an organization's vision, values, and mission into an organization's DNA. One public university saw leadership development as an opportunity to contribute to the community while showcasing faculty. 

The model develop by the university utilized data gathered in interviews from a broad base of organizational leaders, formation and use of a guiding consortium, and development of a curriculum which answered the question posed to current chief executive officers "What skills, knowledge and abilities should your replacement possess?"

The result of the university's effort was a ten-day future focused leadership seminar.  The jointly developed curriculum was trifurcated into seminars focusing on building dynamic leaders, helping leaders thriving on change, and tools to assist leaders in creating high-performance organizations.

This high profile academic program provided the university the opportunity to act as a community builder by bringing together future leaders from for profit organizations, government agencies and not for profit organizations. Relationships built by mixing of public and private sector participants has contributed in a meaningful way to the University's image as a link pin between business, government and not for profit organizations. 

This paper will expand on the concept of collaborative curriculum development, seminar content, participant selection, participant evaluation and the reaction of participating organizations to the program. 
INTRODUCTION

The issue of development of next generation leaders in public and private organization has become a major concern of senior management (Conger & Benjamin, 1999).  Government and industry leaders in the Sacramento, California region became concerned when they noticed a shallow bench of future leaders.  What make this region unique is the rate of change in the composition of employers and employees.  Since its selection as the Capital City of California, Sacramento has relieved on government as its main industry.  With the recent closure of three significant military bases in area and the migration of high technology firms to the area the type of jobs available and the skill sets of current and future organizational leaders changed significantly.

To help the region address the problem, California State University, Sacramento's College of Regional and Continuing Education started to explore the possibility of providing a high quality, senior level executive development program.  A model was found at San Diego State University who provided that region with a leadership institute supported by a consortium of business and government leaders.

The project was assigned to a senior program developer who contracted with the former program director at San Diego State to create a similar program.  A consortium of ten government agencies and fifteen businesses was formed.  One of the first orders of business of this group was the selection of a faculty coordinator whose assignment would be to develop curriculum, recruit faculty to teach in the program, and ensure the quality of the program.  A faculty member was selected and the development of the curriculum started.

THE PROCESS OF DEVELOPMENT OF A LEADERSHIP CURRICLUM

The development process started with a meeting of consortium members to solicited their ideas of course content and organizational leaders in the community who they felt would contribute thoughtful recommendations.  The consortium's ideas generated some general categories of topics to explore with this group of senior executives.  With guidance from the consortium,  twenty five executives were selected to be interviewed.  The most significant question asked this group of chief executive officers was: " What skill, abilities, and behaviors would you like to see in the person who succeeds you?"

The data collected in these interviews provided the basis for a leadership literature search. The search revealed that Posner and Kouzes (1997) had created a well research and tested framework for exemplary leadership behavior.  This five-behavior framework provided the structure to hang other skill and behaviors on.  The model also provided a 360 degree evaluative tool which could be used to base line the behaviors of future participants in the program.  This framework indicates that leaders are able to get extraordinary things done when they: Challenge the process, Inspire a shared vision, Enable others to act, Model the way, and Encourage the heart (Kouzes, Posner, 1997). The Kouzes/Posner framework provided direction for further research into significant leadership topics, leadership competencies, and leader behaviors. 

Conversations with current chief executive officers also revealed a very pragmatic concern that participants in the program would become very attractive potential employees in the region.  To assuage that concern it was agreed that participants in the program would conduct a significant internal work project.  There was also a concern that government agencies could easily take over the program.  This had been a problem in other management courses offered in the region.  To address this concern the consortium established a no more than 40% of participants being from government agencies guideline.

An analysis of the research and the field data provided the basis for creating three focus areas for seminars.  Each target leadership competency would have three seminars written specifically to the leadership issues related to the competency.  The first critical competency addressed was the need for the individual to become a dynamic leaders.  To accomplish this goal three seminars were developed: the future role of leaders, communication in times of crisis, and leading in a different world. The target was to help leaders create organizational focus in periods of chaotic external change.  This module’s three seminars were: designing organizations to constructively respond to change, building trust, and understanding technology’s role in change.  The last set of seminars focused on creating high performance organizations. Attention in this block of seminars was helping the leader achieve focus, measure assets, and modeling quality.  The program ends with a two-day intensive retreat, which provides participants a chance to share their work products, share their personal leadership development plans, and commit to continued support for cohort members.

THE CURRICULUM

The first offering of the program did not include an orientation session.  This was viewed as a weakness and corrected in the second offering. The new session was used to explain the program and introduce the concepts of: personal responsibility for learning, creation of a learning community, and abstract thinking.  The orientation session concluded with half day team building exercises conducted by an experienced team builder.

The learning climate created in the next nine sessions was based on the theory that senior executive want to take control their educational experience.  The theory was applied by breaking each session broken into three highly inter-active parts.  The first module provides the opportunity to have an intensive three-hour conversation with a scholar who had researched the subject and applied the concepts through consulting or actual management experience.  The theoretical part of each session is supplemented by a no holds barred conversation with a local executive who has wrestled with the topic of the seminar.  The last two hours of the session is set aside for the participants to be placed in teams and provided the opportunity to apply newly learned theories to their projects. The validity of theory application could then be tested against the experience other participants assigned to their team.  Team discussions were facilitated to help the participants integrate new information to their projects using information from past presentations, their experiences, and the experiences of team members.  The college of business is exploring using the role of facilitator to introduce new faculty to the business and government community.  It is hoped that this visibility will provide new faculty to establish relationships that will lead to research opportunities.

The Dynamic Leader.  In the first formal workshop the cohort is provided the opportunity to explore the Kouzes/ Posner Exemplary Leadership model.  The session explicated each of the five dimensions of exemplary leadership behavior and links it to specific applications.  The session ends with each participant receiving the results of the 360-degree evaluations sent to their boss, peers, and individuals they manage.  The end of session project time is focused on a discussion of individual strengths and weaknesses with their new colleagues.  The individual then works on creation of a personal development plan, which they will share with a teammate at the concluding two-day retreat. 

The strength of the Kouzes/Posner leadership models lies in care used in its development. Data for the models was collected using a twelve-page questionnaire containing thirty-eight open-ended questions.  The researchers had 2,500 respondents to the survey.  In addition, 5,000 individuals responded to a shorter form of the survey.  The survey was followed up with 300 depth interviews.  This cross sector analysis of leadership provides an instrument, which has been used in 3,000 case studies and has been administered to over 100,000 participants.  The 100,000 data points provide a valid base line to compare the scores of program participants (Kouzes & Posner, p. 343).

Communication in Times of Crisis. Session two focuses on the ability of leaders to effectively communicate their vision for the future and to clearly articulate their message during times of crises. The foundation for this session is the need for future leaders to understand the symbolic nature of communication.  Two scholars accomplished this by team teaching the session.  One scholar focused on the theories of symbolic Interactionism using the seminal work of Hayakawa (1990), and Blumer (1969) for a theoretical framework.  Recent work by Stone, Patton and Heen (1999), Fairhurst and Sarr (1996), and Harkins (1999) provide texture to the use of symbols by political and business leaders.  The second half of the three hours is spent with a scholar specializing in crisis management.  Participants were provided practical theories and examples of how organizations have effectively handled a crisis.

Diversity  Session three started as a discussion of the skills leaders need to operate in different cultural settings.  It develop concepts related to lead people of very diverse ethnic, racial, and professional backgrounds.  Foundation for the session was provided in Hosfstedes (1991) and Trompenaars & Turner’s (1998) work culture and the application of Western management theory to different cultural contexts. Because of limited international operations headquartered in the region this session has been changed to a seminar focusing on power, politics and money.  The rational for the change was the need for a leader to understand the need to acquire personal power and how to use that power once acquired.  While politics tends to be a pejorative term it is a concept leaders must understand and become skilled at using.  Scholars familiar with Pfeffier”s (1992) work on organizational politics and someone accustomed to working in powerful environments is selected to teach this module.  The combination of solid theory and experience appear to best equipped the scholar to assist participants in understanding the corruptive influence of power.

Designing for Change.  Session Four brings forward the need for a leader to carefully design work, policies, rewards, punishment, and practices to reflect the values they are attempting to instill in the organization. Herbert Simon (1969) provided insight into organizations when he pointed out, the essence of the man-made sciences – whether engineering, medicine, or management – is design. The session explores design issues from the individual to organizations. Guidance for discussion is provided by Mintzberg’s (1985) explication of designs in effective organizations.  Nohria and Eccles (1992) introduce a collection readings which facilitate a discussion on structure, form and action. 

The initial applied structure for this module was  Kotter’s  (1996) change model. This module was provided to participants to assist them in moving their organizations from their current state to one more responsive to their changing enviroment.  It has recently become apparent that regional leaders need to pay close attention to  virtual organizations, partnerships, and strategic alliances.

Recent applied literature Helgesen (1995), Lewis (1999), Dent (1999), and Segil (1996) help frame the discussion on alliances and provide insights into experiments with alternative organizational designs.

Trust  Session Five brings the issue of trust to the leader's plate.  This difficult session holds a mirror up to participants and asked them to explore their personal beliefs about humankind, the role of their organization in society, and the policies and practices they will use to guide the organization.  The seminar provides a safe environment to discuss concepts such as truth, loyalty, hope, and individual accountability. Greenleaf’s (1977) seminal work on leader as servant provides the foundation for the flow of this seminar. Greenleaf’s views are supported by Fukuyama (1995) who placed trust in a social context.

Handy (1997) and Badaracco (1998).  Move the discussion of trust into current future organizations.  This transition allows participants to deal with trust issues in their organizations and provides an opportunity for reflection on personal behaviors.

Technology.  Session Six introduces technology uses and abuses in organizations.  The fundamental question raised in the seminar includes: How does the leader manage the trade off between human effort and technology?  What emerging technologies are threatening the organization’s competitive position?  What technologies are needed to meet citizen expectations? How fast can my organization absorb new technologies? 

Individuals in the MIS field teach the seminars with the guest executives coming from high technology firms in the area or organizations that have introduced significant new technologies.    

Creating High-Performance Organizations. Session Seven helps the new leader understand the dynamics associated with cross-functional teams, alignment of organizational rewards with individual and group performance and the need for the leader to be an effective manager of internal and external conflicts.

Session Eight provides the leader with metric options.  In addition to traditional financial and human metrics the seminar pushes the participants to attempt to measure those unmeasurable organizational attributes and behaviors which create competitive advantage and help ensure an organization's viability.

Session Ten brings Dr. Deming's view of quality and leadership to the attention of the next generation of chief executive officers. Understanding the need for continual improvement and human dimensions of building a critical mass behind high performance standards and performance is the core of this seminar.

PARTICIPANTS

Class size was set at twenty-five.  This number was arrived at through interview with organizational leaders and instructors in other programs used to train senior management.  In addition to the maximum class size the consortium limited the number of participants from one organization to four. Because of the significant number of state government agencies headquartered in the Sacramento region it was determined that be a further restriction which limited a class to no more than 40% of any one class would be composed of government employees.  This strategy was employed to counter the trend in other seminars offered in the area where government employees dominated class discussion.  The strategy was also used to help with community building.  Past experienced revealed a bias on the part of public sector managers against strategies used private industry and a perception on the part of private managers that public managers had a less challenging job. By creating a balanced learning environment it was theorized that each sector would gain an appreciation of the difficulties their colleagues faced and could learn for joint success and failure.

Selection into the program was let to each organization.  To be accepted by the program each candidate did however need to be sponsored by a senior member of his or her parent organization and present a project topic. It was explained to both the participant and the sponsor that the role of the program was to provided assistance to each participant in completing their project.  It was also clarified that the instructors would not grade the work of the participants.

Because of difficulty in filling early classes the 40% rule was waived, as was the four participants guideline.  As the popularity of the program increased the four and forty percent rule was followed.  While more than four participants from one company attended earlier classes, it did not have a deleterious effect on the group dynamics.  A possible explain could be that the individuals selected by one organization were from departments that did not regularly interact with each other and were often times located in parts of the region.

LESSONS LEARNED

Should a college chose to present a program of this caliber to the region there are some strategies worth considering;

· Ensure that the central administration of the university is supportive

· Find a group of enthusiastic supporters in the community

· Assign administrative duties to a department within the university which has experience working with the community

· Select a faculty coordinator with experience working with senior executives

· Use the consortium to support selection and replacement of instructors used in the program

· Select the best faculty available to teach without being limited to use of sponsoring university faculty

· Commit significant resources to marketing the program.

A program operating at a high level of content and participants requires passionate true believers in both the administrative and content positions. Programs such as these can threaten senior faculty because they may be presenting information beyond what is currently offered in traditional classrooms.  In may also create tension with the faculty who may want to teach but who do not possess the attributes necessary to relate to senior executives.  The program may also create discomfort within the university because senior executives require a learning environment, which often times exceeds what is offered in a traditional learning setting (classroom accommodations, food, beverage service)

The program may also present at challenge to the college and university because of the heavy marketing cost.  Executive programs tend to be sold by personal referral.  This type of relationship selling requires a member of the university or college to move in the same circles as senior executives.  It also requires that advertisement be placed in magazines read by senior executives.  

SUMMARY AND CONCLUSION

The "Leadership for the New Millennium" was designed to bring together future senior leaders of business and government.  The program offered a rigorous set of seminars, which challenged the values, and skills of participants.  The curriculum focuses on the human aspects of leadership and the leader's ability to facilitate change in organizations.  The ten seminars in the session incorporated cutting edge theories on management and provided participants the opportunity to engage in a meaningful dialogue with scholars and practitioners.

Participants are selected by their organizations for their potential to fill senior leadership positions.  During the program they work on interpersonal skills and are provided the opportunity for reflection on their own leadership behaviors.  By seminar end they tend to be more reflective in their decision making, connected to other emerging leaders, and produced a significant project for their organization.

The university sponsor of the program has gained positive exposure in the community as a contributor to community building, cutting theory development, and a safe place for future leaders to come and learn.  While programs such as these tend to expensive to start it appears that the short-term investment in producing long-term benefits to participants, the community and the university.
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