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Abstract
Creating and developing leaders seems to betamousnecessity in the workfor¢and based on
the amount of literature in bookstores and workshops condunctey workplacealong it is
apparent that effective leadership is paramount for suc8essg an effective followedoes not
seem to beguite asunderstoodr discussed After research and practical observation, it became
clear that the keto developing good leaders wasensure future leaders were good followers.
In my experience, | have been told on multiple occasions that a great degeat fesm
enlisted personnel goes out to officers who were prior enjisesduse they hawan
understanding of both sides of tieaderfollower relationship The purposef this projectwas
to develop a curriculurto be included as a coursetire Lea@rship At All Levels(LAAL)
program withinMarine Cops Systems Commandn that training, specific guidance and
educatiorwasprovided on the meaning and importance of followership in helping leaders
achieve success, and how effective followership cem laleed future leader# part of that
curriculum includd a brief section omnprovingleadershigcommunication t@group of
followers, taking into account the amount of diversity among the workforce. Quite often,
diversity isthought to bdimited torace or ethnicity, but the training provilia briefinsight to a
variety of other areas that leaders need to take into account when communicating. Additionally,
leaders need to consider the various methods of delivery available irftberdry. In order to
validate effectivenesdh¢ curriculumwasevaluated by panel of six experts withihe
Commandto include the Commartdaining lead, an outside training consultamig four
currentleaders

Keywords leadership, followership, diversity, comunication, delivery
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Chapter 1: Introduction

Leadership in the 2icenturybrings with ita vast array of challenge®vhile we are
faced with he prevalence of social media, the shift from Baby Boomers to Millennials, the
increase of diversity among workeasd advances in technology, leadership challenges can
change with the timesTop challenges include: creating a shared purpose, meaR@hgf
soft skill development, identifying and communicating what success looks like, building
trust, and perspective management (Boss, 2016). Other challenges may be determining
situational leaders, followers with more knowledge or subject matter esgtréin the
leader, and the increase in virtual teams (Westcott, 2@But)the idea of leadership and
doing it effectively presents timeless challengasl it is up to the leader to determine which
style is the right style for the person and the mom&he same style may not work for the
same person every time (Westcott, 2014). A common theme for leadership i3 iraist.
issue of trust focuses on the leaftdtower relationship.Globalizationand the
aforementioned increase in virtual teanas redced the amount of iperson interaction,
which may have an impact on trust and create an increased challenge in bu{Bass it
2016) Communication isyst as important in the trust relationship. Perspective
management is also kegerspectivampacts our attitude, which can impact how we work
and interact with otherdn 2017 | walked out of a meeting led by the Director of our office,
and | was amazed at the feedback | overhaadivas directly told. | sat in the same
meeting yet heard tw completely different perspectives on the exact same message, which
both differed from my own. Was it the fault of the leader for his delivery? Or the
perspective of the follower for their receipt? Or a combination of the two? On whom is the

onus plaed for the assurance the messageceived in the way thatig intended?
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Statement of the Problem

One can walk into a | ocal bookstore and qu
developing strong leaders. hatl found through researching various leadership topics is that
one areavith lessfocus or studys the idea of developing strong followers. Without
effectivefollowership,effectiveleadershigseems to be more challenging/hether at the
highest level ohational governmerdr the lowest level of elementary school student council,
everyone has to answer to someoKellerman stated in héreadership Perspectives
webinat hat | eadership study has been fAdreadf ul
the followert her e are fia billiond books on | eader s
(ILAOfficial, 2012). Chaleff (2009) points out that there are hundreds of books under the
leadership category in the Library of Congress, but only a handfdiidea and books with
no specific category for followershifhis has translated to the training sphere within the
Department of Defense. There are numerous opportunities for advanced education on
leadership, but none that focuses on followership atidaorps Systems Command.
However the lack of education does not signify a lack of importance on the conkept.
Hurwitz andHurwitz (2015) describe, not focusing on followership is like teachimgntire
ballroomroutineto only the male (lead) in a separate room and expecting the partner to be
able to follow along seamlesslit can happen and it may happen, especially when dealing
with individual leader development, but for effective leadership, the leader shouldtfiame

follower just as a dance floor lead should frame his partner.

Department of Defense (DoD) Instruction 1430.16 lays out the framework to Grow
Civilian Leaders. It develops procedures for educating, training and developing civilian

leaders that are hget at the executive level. DoR009)p ol i cy st ates that I
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diverse cadre of highly capable, higarforming, andresukis r i ent ed <ci vi | i an
which will be developed to lead effectively in increasingly complex environments, and tha
there will be planned, programmed and budgeted civilian leader development programs. The
framework laid out by the DoD as describedhajournal of the American Society of

Military Comptrollers Armed Forces Comptrolleis cleari the idea is to leadhange, lead

people, be results driven, have a high business acumen, build coalitions, and engage in an

enterprisewide perspective (Rude, 2012).

Purpose of the Project

The purpose of this projeatas to develop a training program to educate the workfofce
Marine Corps Systems CommafMCSC)on the importance of followership, what it means
to be a good follower, strategies for improving followersthp, differences between good
and poor followerslp, and how effective followership can improve leadersHipis training
will then be presented to the Command Training lead to be considered for inclusion in the

Leadership At All Levels program as a course option.
Project Objectives
The objectives oftis project are as follows:

1. Createoneday training program on Followershignd
2. Have a panel of experts assess the training for effectivandssform a formal

proposal for inclusion in the Leadership At All Levels program
Definition of Terms

Collaborationi When interdependence between individuals or groups is so great that without

a shared purpose, the intended goals could not be achieved (Shreiman, 2014).
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Cooperatiori When two or more people share information and resources in pursuit of

individual goals (Shreiman, 2014).

Courageous FollowershipModel of following that provides support for leaders with

constructive truth spoken to power (Chaleff, 2809

Followershipi Discipline of competencies and respoiabdities (Maroosis, 2008)

Leader Developmerit Development that focuses on the individual, human capital (Huang,

2015)

Leadershig The art of motivating a group of people to act towards achieving a common

goal (Ward, 2017)

Leadership DevelopmeiitDevelopment that focuses onatonal leadership, social capital

(Huang, 2015)

Social Impact Theory The basic rules for explainirtge likelihood a person will respond to
social influencebased on three key variabletrength, immediagyand numbers

(Straker, 2016)

Teamworki When individuals work together to share a common goal (Shreiman, 2014).

Review of Literature

AYou can be appointed to a position of | eade

deadebupon you; It can only b®&onaldAleraaddr f r om t ho

Followers are what make leaders. Without a follower, there is no one to lead.
Determining who to follow and how can be challenginge #low those with character,

those who help us grow by respectinghringing out the best in wd overcoming our own
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weaknesses, and those who have their own strengths and weaknesses, making them relatable

and Areal o .(Treiger, 2014)

According to Slater (2011), followers are essential to successful leadership. If effective
followership skills @ not learned and put into practice, leaders are destined to fail and the
mission will be ultimately negatively impacted. In order to gauge success of followership,

one must ask the followingjx questions:

1. Do | know and understand what my leader expetiae?
2. Have | earned my | eaderos trust by displ a
3. Do I present solutions or courses of action when | present challenges?
4. Do | provide relevant and timely information to my leader before he makes
decisions?
5. Do | champi on myhrolghcatdng orgasizatreas if teely wenesny t

own?

6. If | disagree with a decisigulo | champion in public and critique respectfully in

private?

Additionally, there aremumerouscharacteristics considered to be inherent for a good

follower. McCallum (2013)dentifies the following

1 Judgement Knowing the difference between how to carry out a directive with which
you do not agree versus a directive that
from experience,; experience comes from ba
1 Work ethici Good followers are good workers, and the onus to be a good worker is

on the follower. A bad worker cannot be a good follower.
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1 Competencé Followers must be competent in the requested task in order to follow
properly. If a failure resultsdm a lack of competence, the leader is to blame for not
providing adequate resources for success.

1 Honestyi A follower owes it to the leader to be honest, with respect. A good leader
is open to criticism and suggestion.

1 Courage Followers need courage b® honest and be able to confront a leader about
agenda and/or the | eader himsel f. Wi nsto
the virtues, for wupon it, all others depe

1 Discretioni Knowing when to and when not to talk, and not speaking neggati
Good followers cannot be indiscreet, indiscretion is careless.

1 Loyaltyi Good followers understand loyalty, which is not the same as a lapdog. Itis
an allegiance to the goals of the organization.

1 Ego managemeiitGood followers keep their egoséheck, are team players, have

good interpersonal skills

Another area of relevance to the idea of Followership is theD@&gfdee Leader
introduced by John Maxwe|R005) In his book, he discusses leading from three different
directions: across, up ané dv n . 't is within the idea of dl
closely follows. He discusses nine different principles for leadingngbthey align closely
with the concept of effective followership presented in this project. -UgaBrinciple #2
discusses lifting the load, which in turn helps your leader succeed. This is done in four ways:
doing your own job well, providing solutions to problems or challenges, standing up and for

your leader when appropriate, and asking a leader how to help (Ma29a5). Principle #8

involvesbeing a team member who is competent, responsibtereliable Delivering
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results creates an individual that a leader will turn to when a deadline needs to be met and
demonstrates the ability to get things done (Maxv2€lD5). Lifting the load and being
productive are ways to help leaders be more effective, and in turn helps the follower learn to

be a better leader.

The Skills Approach presented by Northouse (2015) outlines the foundation for an
effective follower. Although the idea is to develop leadéra,t z 6 SKillbModeé
encompasses all the concepts | am presenting asbecessful follower andh turn, ceate
successful leaders. Technical skill is having the knowledge to complete tasks and do the job
that is being asked. Human skill is having the ability to relate to others, above, &etbw
alongside. Conceptual skill is being able to think and aealgrticulate ideas. This is the
foundation for understanding all the areas of followership. The skills are different from traits
in that traits ar e i nnoatwhaskiteappradach issbghaviormat ur a l

(Northouse, 2015).

In theArmed Forces ComptrolleRude (2012) stated tha&ading change means leading
creativityandinnovation, having awareness of your surroundings, using strategic thinking,
having a vision, being flexible and resilient. Leading people deals with condithgement,
using diversity to your advantage, developing othemd building strong teams. Being
resultsdriven focuses on accountability, being decisive, promaiigepreneurshijp
providing custorer service, problem solvingnd having technical crdallity. Developing a
high business acumen deals more withidlea of what it means to haweanagement
perspectiveversudeadership in financial management, human capital management,
technology management, and computer literacy. Building coalitiongisriant and deals

with political savvy, influenceand negotiation, as well as partneridgcorporating an
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enterprisewide perspective is a big picture vision for the DiBtinvolves a joint
perspective and national securiBude 2012). Within that framework are Leadership Tiers:

lead self, lead teams/projects, lead people, lead organizations/programs, and lead institution.

Among the differentjualitiesandattributesthat are part of this framework, the
LeadershipAt All Levels program at Marine Corps Systems Command provides education
and training for many of the different subject topi¥ghat is lacking and not discussed
specifically in leading teams and people is the idea of followership. One cannot lead without
having peofe that follow(Westcott, 2014) The importance of understanding the role of the

follower and of each individual person as a follower is crucial to the success of a leader.

To be successful as a leader, you have to be successful as a follower. Guadelines
standardoperatingprocedures of a workplace are often spelled out, just as the Department of
Defense has directives and the Marine Corps has orHensever, there are unwritten laws
of business that are not learned in an employee mamndhbeing able to follow is a part of
that. According to Kingind Skakoor§2007), there is a laundry list of rules that people
should follow to succeed. When it comes to work, an employee (or follower) needs to
demonstrate the ability to complete tasks matter how menial they seem, and communicate

with efficiency without fear or shyness (KiggSkakoon 2007).

A variety of theories have been developed to explain the dynamic of the follower and the
i mpact it has on t he Theory &ituational LeadersHipdieeorg s Con't
and PathGoal Theory all clearly define the role of the follower, but view the follower as a
nonactors and features of t he Dobresah€008)distsc ont e x
a range of theories that arégaled with their degree of emphasis on followership, from the

most leadecentric to the most followecentric. The Contingency Model falls left of center
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and incorporates Situational Leadership Theory and8ati Theory. This touches on the
effectiveress of a leader and it being dependent on the situation, of which the followers are
included. Having a good relationship with followers is a favorable condition, along with
having significant power and directing structured tasks. -§adhtheory suggesthat

motivation from the followers comes from a desirable objective upon completion of the task.
The leader would need to determine his or her style based on the followers. Situational
Leadership Theory addresses the ability of the followers to falwvtheir willingness to do

what is asked, which will impact how the leader leads (Johnson, 2009).

OcandBashshur (2013) discuss implicit | eader
social constructionist approach to leadershipadership is efféive when there is a
reciprocal relationship between leader and follQwesardership outcomes should not be
operationalized as the sqdérceptions of the leadetsut of the followers. This follower
centered approach argues that follower perceptionrprees, or attitudes can shape or
restrain leadership processes. With thahind, theLeadership At All Levels program can
belegitimized by stressing the importance of the follower for leadership development and
effectiveness, and also the importan€éollowers recognizing their roleQuite often,
leadership training focuses on the individual le@dszlfawareness and is incorrectly
classified as leadership development instead of leader development. True leadership
development is about sociatémaction and focuses on the environment, in aweald
application setting (Williams, 2016). Followership training forces the conversation to be
about the social interaction by drawing attention to the relationships between leaders and
followers, and ot necessarily the skill of the individual leader. As stated by the great

phil osopher Aristotle, AHe who cannot be a g
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Social Impact Theory proposes another aspect of followership in that followers can be
influenced o follow by the actions and motivations of other followers. Social impact theory
states that the level of social influence one can receive is a function of the strength (status or
expertise), immediacy (physical or psychological distance) and numbergémoing the
influencing (Karau, 2013). A study done on consumer influence through social media
satisfied the immediacy aspectsafcial impact theorpy determininghat people who
provide their opinion on a particular product or service through soedia can influence
greater because multiple individuals can provide their review at one tinseiatimedias
far-reachingMir & Zaheer, 2012). The same can be said for following a leader. Because
social media use has increased, as well as tlitaldage of email and videeleconferencing,
the impact of influence among-eerkers and cdollowers is far reaching. Leaders need to
be mindful of the immediacy of communication and understand that information can travel
much quicker. Followers ne¢d be mindful of their influences. Another interesting point is
t hat soci al i mpact can al so depend on the fiu
Zaheer, 2012p. 6, which also speaks to individual follower motivation. In order to be

aware of ouinfluences, we need to be aware of social impact.

The motivation to follow seems obvious. Everyone has a boss or a leader or a supervisor.
Everyone has to answer to someone. Where people differ is in the rationale. According to
Straker (2016)there ae five levels of rationale that one can ascribe to. As a leader, itis
important to know to what level your followers are following. The first level is Fear of
Retribution. This is the idea that a follower does what he or she is told in oedarido
punishment or consequenéel f | do not foll ow, I may | ose

Hopei We must do somet hing. I hope this works
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for a solution and is willing to settle for the lesser of two eifithose are the only options.

Faith in the Leader is the middle of the road rationale. Even if the idea or solution does not

seem feasible, a follower believes in the person leading enough to buy into the path that is

being directedi What a gr eatyomer $omws tfhe answer, thi
potential for disappointment is not as great as in Blind Hope, it still exists but will likely be

tied to situational explanations rather than failures of the leader. The opposite idea is the

Intellectual Agrement. In this rationale, the follower buys into the idea regardless of the

individual leader. Here, the follower might séiyWh at a good i dea. That
This rationale often follows those individua
Lastly, we see Buying the Visioh What a brilliant i dea. I don

The big picture future is appealing to the follower and pulls them in that direction. Itis
critical that the vision is sustained over a long period in ordeeep the faith of the

followers Straker,2019.
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Chapter 2: Project Overview

In this chapter| introduce the target population of the project and the audience who
would participate in the training curriculum. | also provide a listingstiuctional methods
that are used in the project and the benefits of each. Lastly, the section on data collection

provides a summary of the results of the expert panel evaluation of the curriculum.

Targeted Population and Participating Audience

The memlrs of Marine Corps Systems Command consisief 2,000 mployees,
ranging fromentry-level employeesand internghroughGeneral Officer and Senior
Executive Service (SES). sAeflected ithe Command Organization Chéfppendix A),
there areamyriad of levels of leadership, which indicates a strangilableaudience for
leadership training and educatiofhe targeted population for the Follower training is all
employeesvho have a desire to learn, but specifically those who are enrolleg in th
Leadership At All Level§LAAL) program sponsored by the Commaridhe participants
would be those individuals within the program who opted to take this colineee would
bea minimum ofone offering depending on the level of interatermined bytte number
of registrationsand the actual date would be coordinated with the Training Leader, based on
the schedule of other coess The handbook for the program describes the same framework
and also provides a list of alreadyovided course subject8gpendix B). The first iteration
of LAAL took place in 2017 and graduated 77 employ&eMcWilliams, personal
communication, January 8, 2018 the event that the next program offering sees more than
the standard 280 students interested in this gdt by registering online and being added to

a waitlist,the director can determine if additional offerings are feasible.
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Instructional Methods

This project involves a variety of methods. First is experiential learning, where
participants will engage in hands activities with their classmates to gain a better
understanding of followership in a practical sense. Interactive presentation usktes
the main instructional tool to provide different views on followership and how it can improve
leadership of both the follower and the leader. Reflection and discussion will be done in the
form of a large group setting to enhanceittieractivepresentation, but also small group

discussions in the area of the Courageous Followeassdssmen{S€haleff, 2009).

The second objective used purposive sampling to select the panel of six experts based on
their leadership experience and knowledge (Aagobs, Sorensen, & Walker, 2014). The
individuals were contacted via email, regting participation. Attached to the email were
theFollowership Lesson Plan (Appendix C) and the Followership Presentation Slides
(Appendix D) The panel of experts were asked to review the attachments and provide their
feedback and inputs by using the hyperlink included in the body of the email, which
connected them to the Curriculum Critique/Survey (AppendixAihoughthere was a
short wndow with which they could respond in order to meet the deadline required for the

project each respondent completed the survey within thedasewindow.

Data Collection

Collecting data consisted of gathering thoughts and opinions of human subjeets. As
result,prior to collecting datal, submiteda package tthe InstitutionalReview Board (IRB)
for approval Included in the package wethe curriculumandpresentation slidg the

curriculum survey, the script used to request participation, andseent form. Because
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there were human subjects involved in the course critique, an IRB review was necessary.
Unfortunately, because the submission occurred at the end of the semester and prior to the
winter break, as well as being understaffed, the agptook longer than normal. The IRB

came back with suggestions for changes and updates to the submission package, which were

all made and returned within 24 hours.

The data collection of this project consi$of the feedback provided laypanel of
experts consisting of six (6) individuals in supervisory positions with-aeth familiarty
of leadership education who were wellited to evaluate and critique the course. The panel
was provided theurriculum(Appendix C) and irclass presentatioslides(AppendixD) for
evaluation Upon completion of reading the material, each of the individioaigpletech
guestionnairéAppendix E) where they provideteedback on the perceived effectiveness of

the instruction.
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Chapter 3: Summary of OutcomesDiscussion and Recommendations

At the onset of the project, the intent was to create the lesson plan forday&idining
class on the concept of followership. What developed was-ddulinstructional curriculum
on not only the concept of followdrip but how it relates to leadershipstarted with an
outline to determine what my main points would be. Having experience in building briefs
and using lessons learned from previously attending training workshoyot a PowerPoint
presentation todused for the Htlass instruction. To accompany the slides, | put together a
Word document with the lesson plan, providing enough detail so the plan could be provided
to any teacher to conduct the course. | also incorporated notes to each Powedeomt sl
order to facilitate the discussion and presentation in class. | included activities, which will
require supplies, in order to keep the course engaging. On paper, the course length is
scheduled for seven hours, to includef@odlr lunch break anagular 10minute breaks to

keep the participandsttenton fresh.

| then requested assistance frograup of leaders within Marine Corps Systems
Commando review the Lesson Plan and Project Slides in order to provide feedback in the
form of an electrnic survey. A panel of six expertarasasked and all responded by
completing the survey and providing additional feedback for the courseprtitecontent
andthepresentatonTher e wer e demographic questions
of leadership experience as well as employment history with the Comrii&edevaluation
guestions were based on-pa&int Likert scale: strongly agree, agree, neutral, disagree,
strongly disagree. Thesponsof A Not Avasndtinctuded in thdnal evaluation

metrics. Table 1 displays the responses to the questions, shown as a percentage out of six.
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There was also an opportunity at the end of the survey foremeded commentsnd those

are listed after Table.1
Survey Responses

How long haveyou been employed at Marine Corps Systems Command?

1 The responses ranged from 3 to 23 years, with an average of 14 and a median
of 15.5. With the exception of the one outlier, all respondents have been with
MCSC for at least 10 years and would have wirdghe transition of
multiple Commanding Officers and various leadership structures.

Do you currently serve in a supervisory role?

1 All respondats are supervisors. Leadership training is a requirement for
supervisors at MCSC and this contributes to tbepertise in evaluating the
curriculum.

How long have you been a supervisor?

1 The responses ranged from 2 months to 23 years, with an averaggeaird 0
and a median of years The value of ranging levels of supervisory
experience benefit in that allvevarying perspectives on leadership as well
as followership. This allows for a different aspect of diversity in
understanding leadership concepts.

How many employees do you lead?

1 The responses ranged from 3 to 45 years, with an average of 13 andm media
of 6.5. There should have been clarification in the question to determine the
number of people that are direct repassusthe number that are supervised.
Within MCSC, there are multiple levels within a chain of command. A
portfolio manager is responsible for all the employees within that department,
but would only be the first line supervisor of the managers. There is a
likelihood the responses would be different and would therefore change the
outcome of perception when it comes to being directly responsible for the
followership of particular employees.

Did you participate in the Leadership At All Levels program at MCSC?

1 5out of 6said yes This is helpful so that the panel of experts can speak with
firsthand knowledge of the program to provide an opinion on the value of the
curriculum as it relates to the program.

If yes, would you take additional course of interest aithbeing formally enrolled in the
program?
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1 All 5 who responded yes in the previous question also responded yes to this
guestion. This speaks to the value of the program itself as well as the course
offerings within the program.

If no, would you be willigy to participate in the program if particular courses were
offered?

1 The oneespondenivho had not participated LAAL indicatedthere would
not be interest, regardless of what courses were offered. There was no
additional response as to whin assumpbn could be made that this
particular expert has received advanced leadership training and LAAL may
not provide any additional value to him or her. However, without having
asked Awhyo the response was no, there
For future surveys, this would be a valuable addition to the survey.



FOLLOWERSHIP AND LEADERSHIP 21

Table 1.

Summary oFollowershipCurriculum Survey Respons@gs=6)

Strongly
Agree

Strongly

Agree  Neutral Disagree Disagree

| am familiar with the concept of
Followership as it relates to 33% 17% 50%
effective Leadership.

I hqv_e received formal leadershig 100%
training.

I am familiar with the LAAL

program within Marine Corps 83% 17%
Systems Command.

| found all coursework in the

0,
LAAL program to be beneficial. 8% 20%

| would be interested in going
through the LAAL program if this  67% 16.5% 16.5%
topic of Followership was offered

The Followership Curriculum is

0

clear and easy to understand. 83% 1%

The P(esentatl_on Slldgs are 50% 50%

engaging and interesting.

The course material is an 83% 17%

appropriate length.

There was a suffl_C|e_nt amount of 50% 3% 17%

data contained within the lesson.

| have gained a better

understanding of Followership 83% 17%

after reading through this lesson

plan.
Note.LAAL is an acronym for the Leadership At All Levels program offered to the Marine Corps Systems
Command.

The final section of the survey allowed for opamded comments and suggestions. All

but one provided feedback in this area. The panelist with the most experience who leads the
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largest group of employees chose not to provide any additional commenesl dBeihe

nature of the survey, there is no way to determine the cause, but one logical conclusion is that
this particular individual may not have had enough time to be thorough in his responses or
provide detailedomments The other five responspsovided helpful improvements and

positive feedback.

An expert who has ten years of supervisory experience stekrall, an excellent job!
| would also recommend after each section to tie the concept into why understanding
followership is important and hoivhelps to build leadership competenales. Addi t i onal
she providd a number of suggestions, which are listed below along with the actions taken to

improve the curriculum:

1 Include more debriefing questions from the dancing video. | didn't see any
guesions from the dancing video even though both the curriculum and ppt
slides indicate questions at the end.

0 The video link was updated to the version that included the discussion
guestions.

1 A lot of the notes within the powerpoint slides would be usefthénesson
plan. | think the lesson plan is lacking in some of the detail. For instance,
Slide #8- lesson plan should include the notes from the ppt

o All the notes from the slides were incorporated into the lesson plans.

1 Recommend adding a slide for thédik" activity and ensure there are

debrief questions afterwards
o A slide was added to the presentat:i
activity.

1 Slide 13- Include further discussion on how social media and technology
impacts leadership and followership; oty from a multigenerational
viewpoint, but more emphasis on how important it is to build relationships
between leaders and followers.

0 Added discussion questions on social media and technology but
ultimately decided that topic would require another cewfs
instruction.

1 Slide 16- 1st follower video will elicit a good discussion, but not sure if the
quote supports the value of being a follower.

0 Quote was deleted.
1 Slide 17- Immediacy- change "group are" to "group is";
o Correction made
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9 Slide 20- I though the assessment was s&tbring, So not sure why you
would have to distribute the results? See notes section.

0 Assessment is seficoring but the participants would not receive the
scoring sheets with their assessments in order to maintain the integrity
of the results.

1 Slide 20- What are the reflection questions? See notes section.

0 Questions were added.

1 Curriculum pg.16 (slide 22fstates to distribute assessment results; however,
results were distributed on slide 20
o Noted.

Another expert was able toquide practical suggestions for the functionality of the

course:

1 There were some issues loading the files inserted into the PowerPoint file; the
movie clips did not play and the links did not work. This might be due to the
security restrictions imposed loyr command, so this comment could be a
nortrissue for those using it on their private computer.

o0 As aresult, | tested the presentation on two different computers on two
different networks to make necessary adjustments to the hyperlinks to
ensure their furtonality.

An expert with 22 years of supervisory experience feltttiafollowership concept is
interesting and would be beneficial within Marine Corps Systems Command or any
organization that is primarily built on Integrated Project Teahes providedgrammatical

corrections and suggestions that were all incorporated into the final product.

A panelist with four yearhscosse paearialiseryr y exp
good.... It should be even better with a dynamic and energetic preseritetodéd The
final expert stated: il have developed currtr

conceived and presented. It is highly profe
Project Analysis

Thefirst objective of this project was tweatea oneday training program on

Followership Based on the feedback, theposed curriculum is likely to keffective and
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engaging. By reviewing the available classes for LAAL, this topic is something that is not
touched upon bus sorely neededyased orthe work environment at Marine Corps Systems
Command The consensus from the reviewers was that the topic is pertinent and interesting
However, some changes are needed in both style and content before an official submission
can be made. As a result, this course may not be ready for the LAAL program until late 2018

or possibly the 2019 session

As a followup for the course in LAAL, a laslership Forum will be conducted on
followership. This will give the participants an additional option to satisfy that requirement
of the LAAL certification. It is intended for some time to pass between taking the courses in
LAAL and attending a forumAt that time, discussions will take place to gauge the
effectiveness of the training and what transformations, if any, occurred in behavior or
mindset as a result of the Followership education. The Forum is facilitated by an instructor
or the Command Traing director, who will begin by providing an overview of the main
points of the topic. There will then be a list of talking points in order to spark conversation,
but the bulk of the approximater®ur time block will be spent in open discussion. Thls w
provide an opportunity for participants to give their own thoughts on the topic, openly relate
it to their current work climate, and provide the facilitator with-teak feedback on the
concept of followershipased on the influence they may haveotiver followers as outlined

in Social Impact Theory

The second objective washave a panel of experts assess the curriculum and
presentation slides to determine the effectiveness of the matedigdovide the MCSC
LeadershipAt All Levels program uth an additional course optiorin its current state, there

is a sufficient amount of materiahd interest in the topic.
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Although the research suggests that there is far less data on followership than other more
prominent leadership topics, theretil & sufficient amounbf informationthat could be
presented over two days, or possibly offering a second course. The feedback on the
curriculum suggests this topic is of interest,aithough it may be understodtiere is still
more to learn Knowing that employees of Marine Corps Systems Command are required to
maintain acertainnumber of Continuous Learning Points for employment and advancement,
offering leadership courses can provide an intriguing option, not just within Leadership At
All Levels. Civilian Marines are required to leaand this topic is just as important as any
other leadership topieven if it is not widely taughtAs articulated masterfully by Chaleff
(200) , ANo serious student otfs | esagdenrtsih@.lp ocawnn
xiii). The climate of the command is such that leaders can change at any given time
depending on the Commander (who only serves ayfear term), the needs of the Marine
Corps and the direction of the Department of Defersea result, iying employees the
tools to succeed in any area can set them up for suoadksés Command and in all future
endeavors Followership seems like an obvious tgfniat to be consciously aware of the
benefits and strategies for improvemisnhot as simple. | believe this course conient

important and relevant and will give employees one more weapon in their arsenal.

The least positive response was in regards to how engaging the presentation slides were
perceived to be. If the course wdreing formally conducted, it would be beneficial to work
with an individual who has expertise in graphics or has artistic prowess to improve the visual
appeal of the slides, so the presentation appears more like mstaasl of dypicalannual

training briefing
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Recommendations

All six (6) experts provided responses, and all feedbackswatarin that Followership
is a topic of interestThe respondents all had formal leadership training saéfesto
assume that they have been exposed to a variety of leadership topics and as a result, their
recommendation that Followership be incorporated is a positive indication that this course
should be offered. Additionally, all had been employed by thar@and for 10 years or
more, so they have awarene$svhat topics may require additional training in the realm of
leadership.If this curriculum is accepted for use by the Leadership At All Levels program,
recommenavorking with the Command raining teaand possibly a training consultant to
improve the irclass presentatiorideally, the course would be conducted to a test group,
maybe selecting a few representatives within one department, and administaeahgia tr
before presenting as a filedged class. Additionally, a second course on Followership
could be formulated with input from other primary Followership experts. While it is
apparent there is not an equal amount of information on followership as with other leadership
topics, the conceptre important for an organization such as Marine Corps Systems
Commandgbecause of its collaborative nature and leadership hierarchy. For organizations
that hire from within as much as this one, ariterepromoting leadership is held in such
high esteemynderstandindpllowershipmust bea priority. There is a great deal of
information on social media th#tis projectbarelyuncoveredand needs to be researched
further and presented as a leadership course. Using social media responsibly and
appropriately has distinct and immediate advantages in the workforce. Understanding how it
can be incorporated in a military structure will regua different set of protocothan a
private organizatioyrbut still useful, nonetheless. Anyone teaching this course, or any

course, to employees at a military command such as this, with seasoned professionals, many
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of whom have prior military experier, requires a different approadhfound in other

LAAL courses that positive reactions were given to instructors who understood the dynamic
of our work environment and the challenges we facecdmmend that when conducting
training or teaching a greuof GS13 through GS15 professionals in this environnasnt,

much research and background should be conducted about the organization intmrder to
relatable and relevantThis will help keep participants engaged. The last thing an instructor
should ainfor is yet another required training that employees feel obligated to attend just to

put a check in the box.
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Appendix A: Marine Corps Systems Command Organizational Chart
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Appendix B: Marine Corps Systems Command Leadership At All Levels Catalog
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Section |: Leadership at all Levels Program Background

IMandate for Leadership

Developing dvilian leadership competency is both a Department of Defense (DOD) and Office of
Personnel Management (OPM) priority. The below list the references outlining cvilian
leadership training reguirements:

*+ DOD Directive 1430.16p * OPM Regulation 5 CFR 412 201
* DOD Instruction 1400 _25v310 * MARCORSYSCOMO 12410.1 Individual Development Plan
* OPM Statute 5 U.S.C. 4121

History

The Leadership at all Levels concept began in 2013 to meet the unique need at Marine Corps
Systems Command to develop leaders and meet both the DoD and OPM reguirements for
civilian leadership training. Over the course of 2014, senior leaders met to determine the top
leadership competencies for the command, along with the organization’s core values. In 2015,
miid-level leaders participated in the pilot program, which included a 360-degree assessment to
determine strengths and areas of improvement for individuals in the workforce, and a tailored
training program to address the leadership competency gaps identified in the leadership skills
inventory.

Purpose and Goal

The purpose of the Leadership at all Levels (LAAL) program is to provide a framework for
leadership development throughout the command that is relevant and sustainable to improve
command performance, cdimate, and culture, and supports the reguirements for civilian
leadership training.

The goal of the Leadership at all Levels is to develop high-performing leaders who develop
others, achieve results, and foster communication, collaboration, and cohesion throughout the
command that results in high-performing teams and a high-performing organization.

Description

The Leadership at all Levels program is an B-month, Command-wide leadership development
program intended to cultivate high-performing leaders who can manage change, improve
performance and morale, and develop highly effective people and teams. The program
supports the DoD and OPM mandates for civilian leadership training and an Individual
Development Plan, and is tailored to the unique aspects of Marine Corps Systems Command.
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Section Il: Leadership at all Levels Program Plan

Program Details — Each participant must complete:

1) Leadership 5kills Assessment. The Leadership Skills Assessment focuses on identifying areas
of improvement in 10 core leadership competencies. Supervisors and team leads will take an
online is a 360-degree survey. Non-supervisors and team leads will take an individual leadership
assessment. If a participant has taken a recent 360-degree survey from another program, they
are exempt from taking this one.

2) Mastering Leadership Course | or Il. (Required) This one-day course provides a commaon
understanding of leadership and a holistic framework for leadership development. (See course
descriptions for maore information)

3) Choice of (1) Core Leadership Skills Course. These one-day core leadership skills courses help
build a strong foundation for personal leadership development. Choices include:

+ Leading with Character + Effective Leadership Communication &
+ Leading with Emotional Intelligence Interpersonal Skills
+ Leading Innovation

4) Choice of (3) Leadership Skills Courses. These one-day leadership skills courses that address
areas of improvement identified in the leadership skills assessments. Choices include:

+ Developing High Performing People  + Leading Change

+ Mentoring for Leaders + Personal Responsibility & Holding Others Accountable
+ Motivating & Influencing Others + Providing Strategic Direction

+ Leading High Performing Teams + Creating Healthy Organizational Culture

+ Resolving Conflict + Communicating Strategically

+ Leading Diversity + Critical Thinking for Problem Solving

5) Choice of one (1) Leadership Forum. Leadership Forums are 2-hour guided
discussions focusing on critical organizational issues intended to reinforce learning and
cultivate a healthy organizational culture. (Hosted by MCSC leaders)

+ Ethics & Values + Vision & Foresight
+ Agility & Adaptability + Work-Life Balance
@) Choice of one (1) Developmental Activity.
+ Mentor or mentoree + Peer-to-peer partnerships
+ Shadow a Leader / Job Rotation + Teach Backs

7) Follow-up Leadership Skills Assessment. (Optional) Recommended six months after training.
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Program Reqguirements

+ The program runs for B-months; however, if a participant cannot complete the program
within & months, they can complete it with the next cohort the following year.

+ The program must be completed within two years to get full credit

+ MCSC employees can participate in the program more than once, provided they have their
supervisor's approval.

+ To get credit for taking the Mastering Leadership course, participants must have also
attended a leadership Forum and a at least started a developmental activity.

+ You may substitute additional Core Leadership Courses for Leadership Competency Specific
Courses if no Leadership Competency gaps are identified in the Leadership Skills Assessment.

Program Leadership Philoso

The U. 5. Marine Corps views every Marine as a leader. This also applies to Civilian Marines.
Marine Corps Systems Command expects all workforce members to be competent leaders, and
demonstrate proficiency in all 10 MCSC core leadership competencies, as well as demonstrating
the WSMC and MCSC core values.

How to Enroll in the Leadership at all Levels leadership program

** REGISTER BY 13 JANUARY 2017 **
1) Get your supervisor’'s for approval for participating in the Leadership at all Levels program.
2) Go to the Command Viper site at: hitps.//mcsoviper ysme mil/Pages VIPER asox
3) Click on the Learning Center lcon under “Shortcuts” at the bottom of the page.
4) Click on the View link associated with the session “Leadership at all Levels leadership
Program 2017,” and click Enroll.
5) Enroll in Mastering Leadership. {listed in the Learning Center)
6) Enroll in your Core Leadership Course. (listed in the Learning Center)
7) Take your Leadership Skills Assessment. You will be sent an email between 9-13 lanuary to
take your Leadership Skills Assessment. Follow the instructions in the email. If you take the
online assessment, your results will be emailed to you.
8) Review your Leadership Skilis Assessment results and attend an optional Leadership Skills
Assessment Results Session to better understand your results.
9) Complete your Individual Development Plan based on your Leadership Skills Assessment
results and submit to your supervisor for approval.
10) Enroll in (3) three Leadership Competency Specific Courses by 17 February 2017
11) Enroll in a Leadership Forum by 17 February 2017.
12) Enroll in a Development Activity.
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Continuous Learning Points

= Participants in the acquisition workforce can receive eight (B) continuous leaming points
(CLPs) for each course taken for a total of forty (40) CLPs.
# Courses must be entered individually using the eDACM system.
+ To add Continuous Learning Points via the eDACM website:
1. Log onto the eDACM web site at:
https:/ fwww.atrrs_army.milfchannels/navyedacm/Public/ DODConsentForm.htm

. From the drop down menu choose Manage Career, then DoMN Continuous Learning.
. Click on Manage CL Points.
. Click on Add Continuous Learning Point Request.
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MCSC Core Leadership Competencies®

The following 10 MCSC leadership competencies are those leadership competencies
determined most important to the command. They are in alignment with the leadership
competencies and executive core qualifications established by the Department of Defense and
the Office of Personnel Management. (5ee Appendix 1 more information)

* The DoD and OPM describe leadership competencies as clusters of knowledge, skills
(abilities), attitudes, attributes, and behaviors that relote to how well o person can function in
a given area.

+ Problem Solving + Accountability

+ Customer Focus + Team Building

+ Character + Conflict Management

+ Motivating & Influencing + Leading Diversity

+ Developing Others + Strategic Direction
MCSC Core Values

The U. 5. Marine Corps core values are honor, courage, and commitment. In line with this,
MCSC specifies its core values as:

+ Honesty + Faimess

+ |mtegrity + Respect for others

Enterprise Level Behavior

Exercise behavior that considers the larger impact and benefit at the Integrated Product Team
[Tier 2), Product Manager (Tier 1), Program Manager (Tier 0), and Command levels, supporting
the overall mission. Perform team level behavior induding:

. Create an environment of teamwork, trust and cooperation.

. Uphold high standards of integrity and ethical behavior.

. Promote cross competency communication at all levels of the organization.

. Act as a good steward of public assets.

. Share existing Command resources (people, skills, time, money, and equipment) in a manner
that works for the greater good of the command as a shared enterprise.

6. Foster an environment and behave in a manner that consists of ethical behavior, mutual
respect, professional communications, accountability, and belonging.

7. Employ sound leadership principles: Be technically proficient in your skills, be self-aware
and seek improvement; set the example; seek and take responsibility for your actions; make
sound and timely decisions.

LA L pa
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Section lll: Individual Development Plan

The Individual Development Plan (IDP) is a tool to assist employees in their personal and
professional development by specifying short-term and long-term professional goals and
creating a plan with specific actions to achieve those goals. MARCORSYSCOMO 124101
specifies that all MCSC military and civilian employees must create and maintain an IDP
annually using MCSC's template on Viper. Supervisors will review all IDPs and either approves
the IDP or recommend changes until the |DP is finally approved.

The IDP for the upcoming year must be completed by 30 January 2017. For detailed instructions
for completing the IDP and begin the process login to the Command’s SharePoint site Viper at
https:/{mescviper usmc mil/sites/cs/wmdcrc fic/SitePages/IDP#20Home. aspx
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Section IV: 2017 Class Schedules

All Quantico Classes will be held in Building #2207 unless noted below.
Class hours are 0800-1630.
All classes are 1-day long.

Quantico Schedule

January

Leadership at all Levels Kickoff (0900-1000 at the Gray Research Center Auditorium)

Leadership Skills Assessment begins

Mastering Leadership

Mastering Leadership

Mastering Leadership

Mastering Leadership

Mastering Leadership

February

Mastering Leadership

Mastering Leadership

Leadership Skills Assessment Ends

Mastering Leadership

Leadership Skills Assessment Results Sessions at Quantico (Morning)

Leadership Skills Assessment Results Sessions at Tech Parkway [Afternoon)

Mastering Leadership

Mastering Leadership II

Leading with Character

Leading with Emotional Intelligence

March

Leading Diversity

Critical Thinking for Problem Solving

Effective Leadership Communication & Interpersonal Skills

Developing High Performing People

Leading Innovation

Mentoring for Leaders

Motivating & Engaging Others

Building High Performing Teams

Resolving Conflict

Leading Change

Personal Responsibility & Holding Others Accountable

April

Providing Strategic Direction

Creating Healthy Organizational Culture

Communicating Strategically




FOLLOWERSHIP AND LEADERSHIP 44

May
9 Leading with Character
11 | Leading with Emotional Intelligence
15 | Critical Thinking for Problem Solving
17 | Effective Leadership Communication & Interpersonal Skills
18 | Developing High Performing Pecple
19 | Mentoring for Leaders
24 | Leading Innovation
23 | Motivating & Engaging Others
25 | Building High Performing Teams
Junie
& Resolving Conflict
8 Leading Diversity
13 | Leading Change
15 | Personal Responsibility & Holding Others Accountable
20 | Providing Strategic Direction
21 | Creating Healthy Organizational Culture
27 | Communicating Strategically
July
11 | TBD {Reserved for additional course offerings as needed)
13 | TED (Reserved for additional course offerings as needed)
18 | TBD (Reserved for additional course offerings as needed)
20 | TBD (Reserved for additional course offerings as needed)
25 | TBD [Reserved for additional course offerings as needed)
27 | TBD {Reserved for additional course offerings as needed)
August
1 TED (Reserved for additional course offerings as needed)
3 TBED (Reserved for additional course offerings as needed)
8 TBD |Reserved for additional course offerings as needed)
15 | Leadership Forum 1: Ethics & Values (0200-1100) Bldg. #2207
17 | Leadership Forum 1: Ethics & Values (1400-1600) 105 Tech Pkwy.
22 | Leadership Forum 2: Agility & Adaptability ((900-1100) Bidg. #2207
24 | Leadership Forum 2 Agility & Adaptability (1400-1600) 105 Tech Pkwy.
29 | Leadership Forum 3: Vision & Foresight (0900-1100) Bldg #2207
September
31 | Leadership Forum 3: Vision & Foresight (1400-1600) 105 Tech Pkwy.
5 Leadership Forum 4: Work-Life Balance (0900-1100) Bldg. #2207
7 Leadership Forum 4. Work-Life Balance (1400-1600) 105 Tech Pkwy.
11 | LAAL Program Participant Survey Begins
22 | LAAL Program Participant Survey Ends
26 | LAAL Program Participant Evaluation Discussion
27 | LAAL Program Participant Evaluation Discussion
TBD | Graduation
a
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MCTS5A Schedule

Training for MCTSSA personnel will be compressed into 1 week and will include
the Mastering Leadership course and four (4) courses determined by the MCTSSA
leadership based on the Leadership Skills Assessment results. The site will also
conduct its own leadership forums at least 30 days after training. This training will
accommodate a minimum of 15 participants and a maximum or 25.

Training Dates: TED
PMTRASYS Schedule

Training for PMTRASYS personnel will be compressed into 1 week and will include
the Mastering Leadership course and four (4) courses determined by the
PMTRASYS leadership based on the Leadership Skills Assessment results. The site
will also conduct its own leadership forums at least 30 days after training. This
training will accommodate a minimum of 15 participants and a maximum or 25.

Training Dates: TEBD
MCSC South

Training for MCSC South personnel will be compressed into 1 week and will
include the Mastering Leadership course and four (4) courses determined by the
MCSC South leadership based on the Leadership Skills Assessment results. The
site will also conduct its own leadership forums at least 30 days after training. This
training will accommodate a minimum of 15 participants and a maximum or 25.

Training Dates: TED
Other MCSC Personnel

All MCSC civilians are eligible to participate in the Leadership at all Level program
provided they have their supervisor's approval. Those employees not at located
at Quantico, Camp Pendleton, or Orando must be able to travel to Orlando or
Orlando for training.
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