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ROAD TO SUCCESS





CREATIVE PROBLEM SOLVING





“My solemn duty now demands


that each new friend shall test the bow,


and doing so give proof in silence


of his will to make the journey.”


--Allowat Sakima





OBJECTIVES





	At the conclusion of the session, the participants will understand:


	a.	how to recognize, analyze, neutralize and avoid problems;


	b.	that problems present enormous opportunities for growth as leaders, arrowman, scouts, humans;


	c.	that communication with and involvement of others in the problem-solving process generally ensures a better end result for all involved; and


	d.	that leadership should be more proactive and preventive than reactive, i.e. one better avoids pitfalls by being vigilant in managing for the mission of the group.





MATERIALS AND EQUIPMENT REQUIRED





	--Flipcharts (2)


	--Markers


	--Tape


	--TV	


	--VCR


	--Audio visuals for session





PHYSICAL ARRANGEMENTS


	


	Either a conference table or classroom set-up is conducive to the presentation of this session.


SESSION NARRATIVE


	Good leaders understand clearly that when they take on the responsibilities associated with their position, they will be expected to be on the job twenty-four hours a day.  The job of a leader is constant; it is continuous.  that is, an effective leader is always looking for alternative approaches, for new and better ways to meeting the goals that have been set by the group.  The job of a leader is also dynamic; therefore, it is very important that the leader, if he is to be the best, know both his constituents and his domain.  New situations and opportunities confront a leader on every step of the journey often disguised as problems.  Making the most of these opportunities and ensuring that the goals of his group are accomplished require the effective leader to be fully aware both of the overall desires of the group and all his options.  Without this knowledge, this familiarity, the leader will too often stumble along the trail.


	Always remember that the great historian Tacitus said, "Reason and judgment are the qualities of a leader."


	Three leadership skills make this ongoing need to solve problems quite manageable.  Handling this constant change well is best done when a leader is able to do the following:  ANALYZE SITUATIONS, MAKE DECISIONS, and COMMUNICATE.


	(Place "Analyze Situations," "Make Decisions," and "Communicate" on presentation board.)


	Often a leader is faced with crises which are unclear at the very best.  During these situations, the ability of a leader to assess what is going on, to analyze the situation, can be his most important asset.  In order for a leader to know how to react, it is plain that he must know what it is he is reacting to.  Without that knowledge, mistakes are made very quickly.  So, the questions remain:  "How does the leader analyze the situation? How does the leader make a good decision?  How does he best communicate that decision to the group?"


VIDEO #6	ANALYZE--DECIDE--COMMUNICATE


	VIDEO INTRODUCTION (Video Clip TBD):  This video is an excellent example of people faithfully practicing the concept of LEADERTHINK.  Watch what happens as they continuously:  analyze their situation, make decisions and communicate with each other>  ROLL VIDEO.  All three of these continuous functions of leadership can be fulfilled by thinking in what I am going to call LEADERTHINK.  LEADERTHINK is the thought process that a leader utilizes in making all of his decisions.  Although it might be different for each individual, consistency is very important for any leader.  Each leader, therefore, should develop his own particular mode of LEADERTHINK.


	To begin with, almost all situations can be resolved if the right questions are asked.  Think about your favorite courtroom dramas, LA Law, Matlock, Perry Mason, Civil Wars, et al and even mysteries like Murder, She Wrote or the Sherlock Holmes novels.  All of the characters in these fictional settings solve difficult situations by asking a lot of the right questions.  Using the responses and a little logic leads these great fictional problem-solvers to the right conclusion almost every time.  This mode of operation is very effective when making leadership decisions as well.  So, we're going to spend a few minutes looking into some of the key questions that should be asked if a leader is to effectively ANALYZE SITUATIONS, MAKE DECISIONS, and COMMUNICATE.


	First, let's look at ANALYZING SITUATIONS.  Most situations have both apparent and somewhat hidden meanings, so the questions that a leader asks about those situations must get at both the obvious and the obscure.  Here are a serious of questions which might help a leader analyze a situation:


What is involved in the situation?�What do you see"  What do you hear"  What have you read?�Who is involved?  Why?�How are they interacting?  What is the mood among the participants?�What might have caused the situation?  Why?�How can you be sure?  What are the confirmable facts?�Is that the only possible situation?  If not, what are the alternatives?


	Upon asking and answering these questions under advisement of both your peers and mentors, you will probably have a fairly good notion of what the situation is, but you must go on.  You must now ask, "What, if anything, is special or different about this specific situation?"  With that, you have pretty well assayed the situation and should be ready to move on to the decision making state.


	MAKING DECISIONS can be one of the most difficult tasks which faces a leader, and what is even worse is that leaders are forced to make decisions on a daily, sometimes even moment to moment, basis.  That is why it is particularly important that the leader always carefully and consistently asses the situations with which he is faced.  That consistency makes a leader's effective turnaround time a lot quicker and perhaps a little more painless.


	Making decisions effectively can also be done using LEADERTHINK.  Asking the right questions in consultation with both youth and adults can make a decision a great deal easier to make.  This consultation is called "consensus building" -- i.e. creating in the minds of the group, real or imagined, through interaction with them that they have both had a hand in the decision and thus are partly responsible for it.  This is a very positive modus operandi for both the leader and the group and can take a considerable amount of the stress involved off the leader's shoulders.  Those who fly alone, crash alone; those who fly together, crash together.  it is never good to crash, but it is better to crash with others than alone.  You can build a consensus most easily by always MANAGING FOR THE MISSION which you and the group have determined.  This LEADERTHINK can be mastered by asking these questions among others:


Do you have all the facts?  If not, which ones do you lack?�Have you done all you can to acquire them?�Do you truly  understand the situation?  If not, have you done all you can to understand it?�How does this situation fit in as one of the building blocks of the group's MISSION?�Keep your EYES ON THE PRIZE, what are your obvious options?�Are they the best options you could possibly expect?�Are there other less apparent options?  What are they?�Do others have suggestions for possible reactions?


	Now that you have lined out all the options.  Which do you choose?


Always keeping in mind that you must MANAGE FOR THE MISSION, which option makes the most sense, seems to fit the best, to you?  to your fellow officers?  to you advisers?  �Which one will most please the group?�What are the ramifications of each option?  Do the benefits outweigh the costs on each option?�Which one will best suit their needs and goals as a collective unit?


	Once you have answered the questions, you should be able to make a decision which will both meet the needs of the group and fulfill THE MISSION.  But ultimately, the leader must make a decision.


Seven Steps to Maximizing Opportunities (This should probably be made into a poster.)


1.	Identify Objectives.  Make a list of objectives that must be met and ones that you (and the group) would like to meet.


2.	Gather Facts.  LEADERTHINK’s core concept.  Ask who, what, where, when.  Know how to filter information that is not needed.


3.	Define the Opportunity.  Exactly what is wrong?  What needs to be accomplished to close the gap between problem and solution?


4.	Look for the Cause.  What has changed or what has created a discrepancy between the way things are and how you would like them to be.


5.	Develop Alternative Solutions.  Brainstorm possibilities to maximize the opportunity.  Involve others and make a list.  Avoid rigid evaluations at this stage.  Creativity is very important when maximizing an opportunity!


6.	Choose Among Alternatives.  Is it practical?  Can we afford it?  Does everyone like it?  Will it fix the problem?  Can it be done now?  By asking and answering these questions, you can eliminate any alternatives that may not be the best.  By involving the group in this process, you are able to build ownership in solution among the people involved.


7.	Implement the Plan.  Develop and execute.  Evaluate the solution to see if the problem still exists.  If it does, then the solution selected did not correct the situation.  You need to then go back and choose from among the remaining alternatives.  Always share the plan.


	Once you have reached a decision, it is time to COMMUNICATE that decision to the group.  During this state, it is very important to remember that any decision will not please all the people.  That is the risk of being a leader, but if you are a good one, through your communication and consensus building, you will be able to control and minimize any damage.


	In this case, LEADERTHINK tells the good leader that if he communicates effectively with a cross-section of the group throughout his leadership, he will be most liked and quite effective.  Communication is blamed for almost every problem that we have in the Order or in society at large.  Communication is probably the single most important skill that any leader can possess.  So, how can the leader be sure of good communication?


	First, try to involve as many people as you can in every activity or decision.  However, always keep in mind that there is a reasonable limit to how many can be effectively involved.  The reasoning behind involving a lot of people is that it builds a team spirit, a consensus.  Once that team spirit has sprung up, it will make things flow much more smoothly.  You will have opened up lines of communication with almost everyone directly or indirectly.  When people feel they are in touch with the decision maker, they are much more likely to abide by the decisions, even when they disagree.  Effective communication is the key to this subtle nuance of leadership success.


	You, however, remember that communication is a two-way process.  You must both send and receive messages.  An effective leader understands that his ideas are not always the best ones; he is able to recognize that others are as innovative and potentially effective as he is.  Through good channels of communication, he is able to capitalize on those resources.  The effective leader must also be prepared to accept negative messages via this open communication network.  People will correctly and otherwise criticize every decision you make as a leader.  It will be both positive criticism and negative criticism.  You must, as a good leader, be prepared to accept both varieties considerately.  You must filter the good points from the irrelevant ones, but you have to be rational in this; emotions will cloud your judgment, and an effective leader controls that response. Your discernment must be at it speak as a leader.  Even criticism is a valuable resource, and a great leader knows how to capitalize on it and respond to it.


	Through reasoned communication with a broad cross-section of the group which keeps in mind THE MISSION they have set for themselves and which you are charged with fulfilling, understanding can be ensured along a great length of the trail.


VIDEO #7	ANALYZE -- DECIDE -- COMMUNICATE


	VIDEO INTRODUCTION (Video Clip TBD): There is another great LEADERTHINK scene that I just have to show you.  In this clip pay special attention to the communication techniques used to resolve this rather different situation.  ROLL VIDEO.


SUMMARY


	It is important for every leader to be aware that his job is continuous throughout his term of appointment and service.  To be effective, it is good for a leader to understand that he will be constantly engaged in three continuous functions:  ANALYZING SITUATIONS, MAKING DECISIONS, and COMMUNICATING.  These three functions, as is fairly obvious, both work in conjunction with the others and stand alone as important functions of leadership.  In order for a leader to loosen some of the tight shackles that often encumber a leader, to make him more efficient and productive, it is very important that he be consistent in his mode of operations.  Groups are most comfortable with leaders that they can predict to some degree.  In this session, we have set up a mode of consistent procedure called LEADERTHINK.  LEADERTHINK is a process by which a leader takes into consideration all of his options and their potential effects.  He does this by asking a series of questions which, if answered, will enable him to make the best of every situation both for him and his group and with respect to THE MISSION.  LEADERTHINK can prevent bad decision making and foster in the group the trust and respect vital to a leader's success.
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