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The main point of this project is to develop our skills which is in our lowest score leadership type. According to the “Robinson Leadership Style Profile,” my highest one is “affiliative helper” and the lowest one is “intuitive innovator”. Due to my “high, low, high, low” Robinson leadership style profile data, my leadership style profile type is – relational leader. Because the skill of leadership cannot be taught, I practice each skill with a group of people and here is the report of it. 

SKILL 1: BRAINSTORMING

“The best way to have a good idea is to have a lot of ideas.” – Dr. Linus Pauling

WHAT IS BRAINSTORMING


Brainstorming is a technique for stimulating creative thinking within groups. It invariably produces more information than we can use. Brainstorming usually involves a group of people who suggest many different options and scenarios for a solution.

The brainstorming procedure is simple. Concentrate on our situation, and jot down every thought. Don’t stop to judge relevance or worth, and don’t worry about complete sentences or spelling. Just write everything that comes to mind. The more, the better. Trust our imagination; even the wildest idea might lead to a valuable insight. 


In brainstorming, everyone involved in the decision-making process is able to contribute both extreme and moderate options. The essence of brainstorming is that judgments on each proffered option is suspended until there are sufficient options available. Each person should have the opportunity to explore and understand all the options. Consequently, elements of one idea may be combined with those of another to produce a third, even more creative solution.

MY APPLICATION OF BRAINSTORMING


Brainstorming is a technique designed to enhance the creative potential of any group trying to solve a problem. Follow by the theory stated above and the rules in the textbook, I decide to use this technique to stimulate the best idea for this year’s Chinese New Year party.  

I ask five Chinese friends to help me with this “brainstorming exercise,” and also we can actually apply our outcome on the Chinese New Year party. The first rule of conducting a brainstorming session is to from a group which consist of five to seven people. I have our group consist of six people included me. We have two who came from Taiwan, three who came from Mainland China, and one came from Hong-Kong. 

The second rule of brainstorming session is everybody should be given the chance to contribute. Because brainstorming is idea generation, and group members should be encouraged to spontaneously contribute ideas as soon as they get them. We have three subgroups in our group, even we are all Chinese, but different province/state usually have different custom. We decide in the first phase of our brainstorming meeting is to bring out our own local custom for Chinese New Year and what we wish to be done in this year’s Chinese New Year party. Everyone jot down the idea came to our mind, the objective in this phase is quantity, not quality. And this is the phase we can be very wild and unlimited and unrestrained and vigorous to generate our ideas

The third rule of brainstorming session is no criticism is allowed during the idea generation phase. This not only helps to clearly separate the activities of imaginative thinking and idea production from idea evaluation, but also encourages all group members bring as many idea as we can. Freewheeling and outlandish ideas are encouraged in this group meeting. Also we encourage each other combine or extend others’ ideas, usually this results in better solutions. Since there is no criticism allowed during the idea generation phase, we are feel more free and more bold to record any idea comes to our mind. 

After two hours brainstorming session, we came out a bunch of ideas we want our Chinese New Year party to be. Some ideas are practical, however; some are really unreachable. But only if we are allowed freewheeling and outlandish ideas be recorded in the “idea generation phase,” we cannot produce a whole new and creative idea. Now it’s time for us to decide which one will be the most possible solution for our party. We evaluate each idea in terms of pros and cons, costs and benefits, feasibility, and possibility. Because the people we are going to invite to our party will include Taiwanese, Chinese, and Hong-Kongnese, our final decision is to make our party variety. 

We are very happy with our first brainstorming session. We learn from each others ideas at the same time we learn more from each others custom. Also we make this brainstorming exercise very efficient and enjoyable. We decide to have another meeting during the Thanksgiving holiday so that we can actually assign the job to whom is suitable for it. 

In this brainstorming exercise, I feel this is a good technique for solving complex problems, such as how to conduct a party that will make people came from different province/state will feel comfortable and more homelike. 

To conduct a brainstorming session is one of very important leadership skill. A good leader in the brainstorming session can encourage group members to bring out more new ideas, let group members to see things in new ways, and use an open mind to see others insight ideas. The reason it is a good skill for a leadership is to build a friendly environment so all the group members will feel more easily to say what they have in their mind. 
SKILL 2: CRITICAL THINKING

“To act is easy; to think is hard.” – Goethe

WHAT IS CRITICAL THINKING

Critical thinking requires us to use our imagination, seeing things from perspectives other than our own and envisioning the likely consequences of our position. Critical thinking is enhanced by collaboration. Successful collaboration brings together the best that each team member has to offer. It enhances critical thinking by providing feedback, new perspective, group support, and the chance to test one’s ideas in group discussion.

Critical thinking is a process of testing the worth of information or the strength of our ideas. Instead of accepting the idea at face value, we examine, evaluate, verify, analyze, weigh alternatives, and consider consequences – at every stage of that idea’s development. 

Thinking critically involves a twofold activity:


analysis, separating the parts of the problem, trying to see how things fit together; and

evaluation, judging the merit of our assumptions and the weight of the evidence in their favor. 

If we engage in imaginative, analytic, and evaluative thought, we will have second and third ideas; almost to our surprise we may find ourselves adopting a position that we initially couldn’t imagine we would hold. 

MY APPLICATION OF CRITICAL THINKING

From what I learned above, I try to apply it to my group in other class. In this particular group with eight group members, we are required to write at least 15 pages formal report and do the presentation at the end of quarter. 


In this relatively large group, the situation is critical enough. Usually a best group size is from five to seven people. We have eight people in one group, and most of our group members have full-time job. It is hard for us to meet each other outside of class session. We have to reach an agreement on what we want our final report look like, and how we are going to present the report. 


After we came out the idea of our report topic, the problem is how to narrow it down, and how to deliver the information and ideas in both report and presentation. Most of our group members are very confidence and very interested in how to do the presentation. They like to do it by role-playing and it sounds really fun so we spend the first 3 weeks talk about how to do the presentation. It’s almost at middle of the quarter, we still haven’t done anything; we don’t even know what is our scope of this report. 


So, we start to focus on the paper, by gathering all the information we have, instead of accepting the idea we had in the beginning – role-playing, we examine, evaluate, verify, analyze the new way we might be more easily to do on the report itself. We weigh those alternatives of all the ideas and consider the consequences of each idea – at every stage of that idea’s development.
We use critical thinking to examine our evidence and our reasoning, to discover new connections and new possibilities for each idea, and to test the effectiveness and the limits of our ideas. 

To solve this writing problem as critical thinkers, we work through the four stages:

(1) We work with the all the information

(2) We plan the report, put the useable ideas into a paper

(3) We draft the outline of the report

(4) We revise the report. 

Each stage calls for careful and unhurried decisions. And during this process our best ideas often occur. 

After we have a proper scope of our report, we analyze and evaluate it. 


The whole process before we reach the agreement is where I exercise the “critical thinking” with my group members. We tested the worth of information and the strength of our each idea then we examine, evaluate, verify, and analyze each idea. We weigh the alternatives and consider consequences of each possible idea, then we reach our final agreement on our paper. 


Just like the quote in the beginning of this section, “To act is easy; to think is hard,” we all feel the same.  That’s why it is easy for us to spend over three weeks talk about “role-playing” but it is really a hell for us when we were trying to narrow it down and actually to scope the topic on our paper. 


So, I think “critical thinking” is a very important skill for a leadership. With good critical thinking, a leader can help his/her followers/group members to think and find out what is the best idea for their project. And I think I learned a lot from this practice not only the “critical thinking” itself, but also the communicating with a relatively large group. Especially we have to reach an agreement on one topic when there are two or more good idea on different idea. How to choose and make a good decision also is an important part to learn from critical thinking. 

SKILL 3: SYSTEMS THINKING


“The brain is a wonderful organ; it begins working the moment you get up in the morning and does not stop until you get to the office.” – Robert Frost


“Try it. There’s more than one way to skin a cat.”  – Unknown

WHAT IS SYSTEMS THINKING

Systems thinking is both a way of thinking, and a recognition that we are systems, we are made up of systems and we live in a world of systems. 

Systems thinking is: Paying attention to relationships and not parts. What something does and how important it is depends on how it fits with other parts. The properties of a system are the properties of the whole. None of the parts have them. When you take a system apart it loses these properties. If you took your computer to pieces and laid them on the table it wouldn't work, because its working depends on those same pieces being assembled and connecting in a particular way.

Looking beyond isolated events to deeper patterns. Understanding what happens is caused by how a system is made up, not by outside influences. When you understand how the system is made up, its structure, then you can influence and predict events and not be at their mercy.

Thinking in circles of mutual influence not straight lines of cause/effect/stop. What you do has effects that come back to influence what you do next. Appreciating the big picture as well as the parts. Seeing both the wood, and the trees. Recognising that at one level everything is related and you define the boundaries of any system you deal with. So you may decide to focus on the leaves, the bark, or the whole forest. Seeking to understand how things work. Being aware of how your own beliefs and mental models influence and are part of any system you deal with.
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MY APPLICATION OF SYSTEMS THINKING

From what I learned above, I know that a system is something that maintains its existence and functions as a whole through the interactions of its parts. I am a system; I am composed of systems and I live in a systemic world. Here are some other example of systems: you, a cell, the nervous system, a belief system, a plant, an animal, a business, (and each department within it), the heart, a road traffic network, the digestive system, a management team, a family, two people talking, computers, a government, the weather, a forest, a community, and more.

Here is a popular team exercise for system thinking called “Taboo.” One member of the team draws a card with a word on it, for example “umbrella.” There are four or five other words on that card closely associated with that object for example, “rain”, “parasol”, “shelter” and “dry”'. She then has to describe the object, without using those taboo words, within a certain time, (usually a minute), to the rest of the team. The team wins a point if they correctly guess the object. This is often difficult and can be hilarious. 

I decided to use this exercise and to challenge and stretch myself. 

The requirement for this exercise is using the words from my field of study, for example, “Frame Relay,” associated with other four taboo words: “switching”, “protocol”, “packet”, “transmission.” 

Next step is to write a credible explanation of “Frame Relay” that does not include those taboo words. 

Here is a paragraph I wrote for this exercise, explain “Frame Relay” without using those taboo words. 

“Frame relay is a newer technology that send data fast across a wide are network which connects multiple local area networks and systems network architecture (SNA) services. Like the older X.25 standard, which also is a technology used to send data across a network, frame relay uses the links which used to send data from and to,  only when they are needed. But frame relay networks do not perform error control, while X.25 does.”

It is really hard to do it, when I try to explain what is “frame relay.” I know this technology very well, at least I already wrote two research papers about “frame relay” before. Now, when I try to explain this familiar concept by avoiding use those “taboo” words, or we can say “jargon,” it actually took me more time to figure out the other words to substitute for.

Jargon, (a.k.a. specialized vocabulary) can be an advantage - one word can represent a complex concept, helping to make communication easier between fellow professionals. It can be a curse when it creates an artificial barrier between those professionals and everyone else.

But the main idea is: if systems are indeed a part of our experience then they can be described in simple language, so that anyone can understand the concept. All the world's important ideas should be comprehensible to the average eleven years old; this is what the most important idea of system thinking.

SKILL 4: VISUALIZING


“There can be no leadership without vision.”  – Manfred Kets de Vries
WHAT IS VISUALIZING

Visualization is the ability to see or form a mental image of something which does not presently exist in its entirety. This is the natural power of the brain to create an idea or mental picture. Unlike verbal images, the human mind can recall visual images with a great deal of accuracy. To maximize this human potential, images can also be used to reprogram the brain. It is often culturally unacceptable to fantasize and dream, especially in the workplace.

However, the use of and the importance of visualization are becoming widely recognized. It is being used for many purposes such as the treatment of disease, weight loss, and developing athletic skills. In management, visualization can be used for increasing one’s self-esteem, making decisions, and managing time.

Real visualization is not daydreaming, but rather it is picturing and imagining a future event. When visualizing, the use of all five senses is recommended. First, the leader/manager pictures an event that he/she desires. The desired end should be a realistic, credible goal, but one that may seem slightly out of reach, something for which to strive.

MY APPLICATION OF VISUALIZATION

My application of visualization is to form a small group with my best friends. We briefly introduce ourselves to each other, and I give to them one question to answer and do the visualization exercise together.

I asked them, included myself, to think one thing we will or we want or we may to do in our job or school but we did not do it yet. 

The only requirement for this exercise is we have to use all our five senses: visual, listening, taste, touch, and smell. We all use our right brain power of visualization to vivid describe what thing we will or want to do in our life but we did not do it yet.

One of my friend, Tina, works at hospital and hold a position of manager, this nurse leader/manager wish to be the driving force behind a new program to enhance the quality of patient care throughout the hospital. So by using this visualizing exercise, she can visualization to “rehearse” her argument to the chief executive office and other department heads.

While visualizing the scenario, she uses all five senses. She actually did a very good job in this visualizing exercise. She described the place she is working, and tells us about the people she works with. She also described the smell of the hospital air so we all can visualize the environment she is working. Then she continue picturing the setting of her office, hearing her co-workers voice, smelling the air, feeling the upholstery of the chair and even tasting the coffee. She, then, further visualize the successful acceptance of her proposal by the others.

Another friend, Steven, works at paper mill as an internal auditor. He has to go to different department at different state and different countries to audit the operation procedure. Every time before he leaves for auditing a department, he needs to prepare for in advance. 

Here is the visualizing exercise Steven did, he makes an initial contact through email with auditee. The questionnaire includes the transportation arrangement, lodging arrangement, workplace arrangement, presentation equipment (power point projector or overhead projector), timeline, and preparation of supporting documents. 

When he prepares for the kick-off meeting, he visualizes the real situation. He images what materials he is going to present. He images how many auditees will join the meeting, what questions will be asked, and how to answer these questions. He told us about the environment of conference room. He told us about the feedback from auditees for the slides he uses to present. He told us about the interaction between he and auditee during the audit is in process. He images the closing meeting is handled very successfully. 

During the meeting, attendees discussed the control weaknesses against control standards, where is the control risks, what actions need to be taken to cure the current situation. Auditor concludes the overall rating of the whole audit result. Attendees appreciate the effort made by auditor to going through the whole process for auditees.

He also told us about wrapping up the workpaper for the audit after finishing the field work. Manager reviews the workpaper and put comment on each section. He told me about team work evaluation.  Each team member needs to evaluate the performance of each member.  

In my personal experience too, visualizing my goal helps a great deal. I spent a few minutes and totally relax my mind and body to visualize my goal that I wish to accomplish. The goal of my current life is to finish this quarter and getting a good grade as possible. This quarter had been particularly tough on me because I take 19 credits or and there are 3 are my major and 2 required a lot of writing and presentation. For me, write a paper and presentation can cause me a lot of time to do it since English is not my native language. There have been times when I just wanted to give it all up; or at least drop one or two classes. 

So by visualizing my goal of the graduation ceremony, I can think about situations in the graduation ceremony. I see the crowd, other graduates. I can feel the fabric of graduate gown I’m wearing. I can see my parents are there with me, I can see the expression on their face. 

Now I image all the graduates are in the ceremony, I can feel the texture of the chair I might be sitting on, and the floor under my feet. I feel so exciting. Now each graduate is called by principal, and ready to receive his/her diploma. They call graduate’s name by alphabetical order. I know it almost “L” now, I start to feel nervous. I am nervous but exciting, I am graduating……

The more clearly and vividly I can imagine the detail, the more deeply I will experience it, the less I will see it as a spectator. Because of this visualization of me graduating, it is leading me to a good job, successful career and the joy on the faces of my parents boosts my self esteem and motivates me strive harder. 

In effective personal leadership, visualization and affirmation techniques emerge naturally out of a foundation of well thought through purposes and principles that become the center of a person’s life. 
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