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Skills Improvement # TWO

Assessment and Change
Objective

The objective of this assignment is to introduce ASOC participants to the Leadership Development and Assessment Instrument, enlist others to evaluate them using this tool, and to understand its relative value in creating positive personal development and change in organizational leadership approach.
Assignment

(This assignment is in two parts)
Part 1: One of the first steps to improving ones’ leadership abilities is a clear and honest self-assessment.  Review the attached U.S. Coast Guard Auxiliary Leadership Development and Assessment Instrument and, for your own interest, use it to evaluate yourself in terms of the competencies listed.  Self- assessments are a starting point for initiating positive change, but they are not enough.  Research tells us that it is human nature to rate ourselves higher than others would rate us because we usually concentrate on our intent rather than our actions; and we all intend to do a good job.  Others, however, are in a better position to evaluate the impact of our actions because that it what they observe.  Others can then provide us with their perception of the impact of our behaviors.  Accepting this feedback from yourself, supervisors, peers and subordinates gives you a full perspective of the leadership impression you are leaving on the organization and its members.

To improve self-awareness, ASOC students will participate in a 360º assessment.  You and others with whom you work in the Auxiliary will complete this assessment form electronically, relative to your leadership competencies.  The survey will be posted on a secure website.

For the District Chiefs of Staff: your EXCOM, DIRAUX, three DSOs and three DCDRs of your choice, will complete your survey.

a. For the District Commodores: your EXCOM, DIRAUX, and your choice of two DCOs from your area, plus three DSOs and three DCDRs of your choice, will complete your survey.  

b. Where you have a choice, do not choose your best friends exclusively.  Think diversity and remember that you want a well-rounded perspective of your competencies, a realistic picture that will help you to develop your leadership abilities.  You may even want to choose at least one person with whom you disagree on a regular basis.  

c. Remember, this feedback is a learning tool and no one will see your results except you.  Be assured that the individual’s responses will be kept confidential.  COMO McElroy is the only person who will have access to your personal data and will transmit the results to you.  

d. When you ASK people to participate for you, be sure to share this copy of the survey, as it will help you explain what they will need to do.  Get in touch with the people you chose, explain what is going to happen, ask them to participate, and then send COMO McElroy the list of those who have agreed.  Each person that you invite to participate in your assessment must fit in one of the categories on Think-Sheet #1.  (Please remember, districts have anywhere from two to five district captains, so some will have blank spaces on their completed lists.)

Part 2:  Submit Think-Sheet #1 by 10 February 2017 to asocleadership@gmail.com.   Once Think-Sheet #1 has been received by the Course Coordinator, the survey letter will be returned for forwarding to your evaluators.  They should complete their part of process by March 10, 2017.  

ASOC Think-sheet 1

List the Auxiliary leaders who have agreed to complete the U.S. Coast Guard Auxiliary Leadership Development and Assessment Instrument for you.  Submit this page to asocleadership@gmail.com  on or before February 10, 2017.
DCOS NAME: 

DCOS DISTRICT:

	POSITION
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This Assessment will be posted on a secure website and conducted electronically in March.  This copy has been provided to you for review and understanding.  Please share the concepts with the individuals who will participate in your evaluation. 

US Coast Guard Auxiliary 
Leadership Development & Assessment Instrument
Name of person being rated:
_____________________________

Position of person doing the rating: __________________________ Date: ___________

(ARCO, DIRAUX, District EXCOM, selected Division Commanders and District Staff Officers)

Following are competencies that represent knowledge, skills, abilities, and attitudes of successful leaders. Please read the description of each competency and then rate the individual identified above, using the following key:

5 = Exceptional;  4 = Very Good;  3 = Good/Average;  2 = Needs Improvement;  

1 = Very Weak

___ 1.
Creating a Vision and Setting Goals. Without clear goals, members perceive their work to have less purpose, do not see themselves as having an impact on the organization as a whole and are less inclined to participate. A good leader has a clear vision about what needs to be accomplished and sets realistic district or department goals to achieve that vision, in alignment with the national Strategic Business Plan.

___ 2.
Communicating and Explaining Expectations. Members want to know and understand expectations for individual and group performance. Without these expectations, feedback is not as meaningful as it could be, making it difficult for individuals or a group to achieve goals and successes. Good leaders are clear about reporting relationships, and they establish evaluation criteria that are fair and appropriate.

___ 3.
Written Communication. The successful leader writes clearly and concisely at the level needed by the person(s) receiving the information. In other words, the leader writes to express, not impress.

___ 4.
Oral Communication. Good leaders inform others about what is going on and why. The leader engages in frank discussion about issues and how those issues affect members as well as the organization, and structures meetings to provide for needed dialogue.

___ 5.
Personal Integrity. Good leaders demonstrate and model integrity in day-to-day interactions by:

· Establishing a relationship of trust;

· Being honest (even if it means making a different decision than the one recommended);

· Treating everyone fairly;

· Delivering on promises and meeting commitments;

· Placing personal needs (ego) in second place to needs of the overall group;

· Admitting mistakes and accepting constructive criticism.

___ 6.
Creativity and Experimentation. Good leaders value and establish an organizational climate built on trust and openness in order to ensure that creativity and new ideas flourish. Leaders encourage others to experiment and learn from mistakes, without fear of retribution. They are known for their out-of-the-box thinking.

___ 7.
Respect for Others. Auxiliary leaders create an environment that supports diverse perspectives and individual growth and contribution to the organization, by: 

· Exhibiting understanding and empathy for a variety of personality types;

· Noticing the work and accomplishments of the individual as a person and     providing positive, as well as constructive negative feedback where appropriate;

· Caring about individuals’ personal and professional growth; 

· Seeking input on decisions that will affect others;

· Guiding others to see the value of diversity, building and maintaining a nurturing environment for all members.

___ 8.
Decisiveness. Leaders make decisions in a timely and effective manner and explain the basis for their decisions. Ideal leaders base decisions on facts and priorities, rather than trying to please everyone or relying on personal biases. They know when to seek consensus as part of the decision-making process.

___ 9.
Making Appropriate Interventions. Leaders must trust subordinates. Good leaders know when to leave a subordinate or team member alone to get the job done and when to make an intervention to resolve issues that are beyond the subordinate’s or team member’s control.

___10. Active Listening. Good leaders are available, attentive and responsive. They recognize the need to allow input as well as to follow up on the input given. Good leaders are open-minded and encourage other points of view. They frequently paraphrase what is being said to ensure that they understand the speaker’s point.

___11.
Conflict Management.  Good leaders understand that personality and other conflicts do not go away, that they typically get worse if not addressed. Leaders must be able to mediate problems between people fairly. Ideal leaders are assertive in using mediation skills when warranted. Leaders deal with conflict in a timely, straightforward manner, do not take sides, but keep an open mind, gather all the information in a thorough manner, and facilitate collaborative resolutions.

___12.
Delegating. The ability to delegate effectively and focus on performance and results is a key element of leadership. Leaders demonstrate trust by delegating authority along with responsibility. However, the leader must know subordinates and their capabilities in order to delegate effectively. Good leaders understand that effective delegation enhances team and individual members’ skills and ultimately leads to a higher success rate.

___13.
Fostering Team Building. The best leaders are known for promoting team efforts. They recognize and reward individuals for outstanding performance, while they work to minimize and eliminate harmful competitiveness that may undermine the team. Leaders continuously discourage the ‘us vs. them’ attitudes.

___14.
Acting as an Advocate. Leaders are expected to be the “point persons” and to be responsible to the needs of the team. They have a dual loyalty, to team members as well as to others, particularly upper management. Leaders are advocates not only for an individual, but also for the project team, the district, department or directorate and the organization as a whole.

___15.
Appraisal and Feedback. Good leaders are knowledgeable about what is required to get the job done and who is doing what. They also solicit input from internal as well as external customers concerning satisfaction. They use this data to provide appropriate and timely feedback to everyone concerned. Good leaders also distinguish between good and poor work and take the appropriate action (e.g., reward or recognition for good performance; coaching or corrective action for poor performance).

___16.
Coaching. An ideal leader spends considerable time in devising professional development guidance for staff. The leader engages in the following types of activities, as appropriate:

· Tell the purpose and importance of the activity.

· Explain the process to be used (or allow freedom to design one).

· Show how it is done, completely and accurately (if it must be done a specific way).

· Ask whether the person has any questions and clarify if necessary.

· Observe while the person engages in the process.

· Provide immediate and specific feedback (coach again or reinforce success).

· Express confidence in the person’s ability to be successful.

· Agree on follow-up action(s) as necessary.

___17.
Learning. The ideal leader is a lifelong learner who:

· Continues to build personal skills;

· Is open to change;

· Engages others in problem solving;

· Views ideas from different perspectives;

· Experiments and learns from mistakes.

___18. Dealing with Critics. Every leader gains some critics. Successful leaders, however, do not tear others down in public. They remain objective. They learn to distinguish between those who are attempting to provide constructive advice and those who have more selfish agendas. They then take the appropriate steps to deal with the situation, appreciating constructive criticism and answering selfish agendas with fact and logic rather than emotion.

___19.
Technical Competence. Leaders are expected to have technical competence. This does not mean that they can do the actual work better than their team members. Rather, it means that they have a basic understanding of what is required and can make informed decisions.

___20. Customer Focus. 

Leaders are aware of their customers and make every effort to determine their needs, measure and monitor the degree to which their needs are met.  Leaders positively communicate their willingness to meet their needs.
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