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Step 2 - Promote the Positive
10 Steps to a Learning Organization - Peter Kline and Bernard Saunders

In Step 1 we assessed our learning culture by completing the Learning Organization survey.  The results
indicate our organization embraces the principles that support the learning process.  Step 2 starts this process of
change toward a Learning Organization, by asking us to change our attitudes and behaviors in order to think
p o s i t i v e l y.  For most of us, this also requires a change in how we see our stakeholders.  The behavior we exhibit
toward each other and toward our customers and stakeholders must be positive and supportive.   We foster a spirit of
teamwork with the inclusion of our customers and stakeholders in our PDT’s.  This brings potential adversaries into
the process to establish productive attitudes and develop ideas from the start.  Learning Organizations are continually
expanding their patterns of thinking to incorporate best practices, lessons learned, and pushing information to those
that need to know.

We began by reframing the negatives found in our assessment.  Not solving them, but seeing possibilities for
advancement.  Reframing is a way to see things differently - is the glass half empty or is it half full?  It allows us to
sort out the facts and ideas so the positive ones emerge and the negative ones are placed on the back burner.  Kline
espouses that mistakes should be considered “ improvement opportunities.”   View every crisis as an opportunity,
every mistake a potential learning experience.  We must establish a culture of positive thinking where people are
congratulated on what they’ve done well instead of chastised for every mistake.  Criticism is appropriate when
deserved; continual criticism only degrades an individual.  Catch people doing things right!  Focus on the strengths
of our work force, develop those strengths, and learn how to manage the weaknesses or limitations.  People
cooperate more when greeted with genuine smiles and hand shakes.  Our prevailing climate should be one where
everyone believes they are capable of providing positive results from every situation.  Do you approach each
situation with the attitude of finding opportunities?  Are pessimism and complaint part of your team’s culture?
There is value in “listening to new ideas and, when they need to be improved, reframing them in a more eff e c t i v e
direction.”   Allowing people the opportunity to be heard and the time to reflect can produce a climate where each
member of this District realizes the tremendous potential they have to produce superior results.  

Step 2 has succeeded when every member of the District knows that he or she will be listened to
sympathetically and believes the organization, as a whole, is truly positive in whatever it undertakes.  This step
focuses on the necessity that all people be treated with dignity and respect at all times.  Until this has been achieved,
the Learning Organization will remain an exercise in futility.  We must have a learning culture that understands how
everyone adds value.

1. Assess the learning culture.

2. Promote the positive.

3. Make the workplace safe for thinking.

4. Reward risk taking.

5. Help people become resources
for each other.

6. Put learning power to work.

7. Map out the vision of life.

8. Bring the vision to life.

9. Connect the systems.

10. Get the show on the road
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Deputy’ s Word

by LTC Paul D Cramer
Deputy Commander

Ten Steps to a Learning Organization
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“I want it now!”

“I don’t want to pay very much!”

“We need the best!” 

How many times have you heard these demands from our customers? Based on my experience as a
project manager, very often.  How we deal with these comments is important to building successful Project
Delivery Teams (PDT).

I would wager that we could all relate to the customer’s requests.  Are these not the very things that we
want as a customer? When I’m out shopping, I find myself repeating the customer’s demands. I want it now,
but I don’t have enough money to pay the full price, and of course, I want the very best. So, I have no
problem empathizing with the customer when I consider their role, and I would hedge that the other members
of a PDT can relate to what the customer desires. Thus, these comments can unite the PDT as it starts with
this same goal.

Once we have this common understanding, we need to ensure we communicate openly and consistently
amongst the entire PDT. One of the major responsibilities we have is assisting our customers so they
understand the consequences of their decisions. If they want the best quality, they are going to have to pay a
premium.   Every action has a reaction. We have to be prepared to share changes, detail options and discuss
the ramifications of various decisions, and it behooves both parties, the user and the contractor, and us, as the
construction facilitator, to be proactive in these communications. 

On a recent project with a demanding customer, the related PDT met weekly to drive success through
constant, thorough and relevant communications. The team was able to be proactive on numerous issues,
rather than reactive, and we were able to ensure the schedule was met, if not exceeded.  In addition to solving
problems that arose during the previous week, the PDT was constantly reviewing the status of the project and
this information was disseminated to all members of the PDT and key stakeholders through weekly meeting
minutes.  These constant reviews ensured everyone’s ownership in the project and helped keep all focused on
the current issues and status. On a few occasions, the meetings were held at the project site to assist in
visualizing the completed project based on the current construction progress to ensure all requirements were
being met.  Most non-engineers struggle with interpreting the drawings and specifications we provide, and
these site visits curtailed problems at the final stages. 

The bottom-line is communication with our customer is vital to the success of any project. The
customer is a member of the Project Delivery TEAM, and ensuring the customer is actively involved in the
PDT is the best method to ensure these strong communications occur. With the upcoming fielding of P2, we
will have yet another tool at our disposal to help us communicate with our customers.

SEXUAL ASSAULT VICTIMS HOTLINE — The Department of Defense Task Force on Care
for Victims of Sexual Assault is opening a 24-hour hotline as a means for active duty mili tary victims of sexual
assault and any uniformed members to provide input (anonymously if desired) to the task force.  This hotline is
to gather information and provide a venue for military victims of sexual assaul t beginning April 2, at 11 p.m., to
April 3, 11 p.m. (local).  The DSN phone number in-country is 723-0066.  By calling this number, you will
automatically be connected to DSN 312-761-1659.  From off post you can dial 0505, then 723-0066.  This
information is needed to ensure the proper care for victims is in place for those that have been victims.  Once
this initial 24-hour period is over, the toll-free telephone number will  be available from 0900 - 2100 Eastern
Standard Time daily.

Communications Builds Successful Te a m s
by Major David Diehl
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During National Engineers
Week, February 23-28, 2004, the Far
East District team participated in
Peninsula Engineers Conference,
Engineer Ball and a fun run. 

Thursday, February 26,   the
district sponsored an engineering
day  with displays  set up in the Seoul
American High School auditorium.
Throughout the day students listened
to presentations  at each display
station.

One of the presenters was Mr.
Pak, Chong-pin, at the asbestos table.
He handed students a vial containing
asbestos fibers, warning each group
not to open the top.” He then told
them how engineers find and dispose
of the dangerous material, which was
frequently used in construction until
the mid-1990s.

BG Robert “Larry” Davis (center), POD
Commander, stopped by the high school to see the displays
on his trip here during Engineer Week.  Mr. Pak, Song-Hyon
(right) discusses the geology display with BG Davis and Mr.
Eugene Ban.

Students  learn about geology from
Mr. Yi, Song-Pok (right), a geologist
with the Far East District.

Far  East District Team Goes To Seoul American High School



On March 15, Mr. Kim, Yong S., an electrical engineer in the Far East District’s Quality Assurance
Branch of the Construction Division, returned from a four month TDY assignment in Iraq.

Kim began working for the district in 1995 as a technical reviewer in Engineering Division’s Design
Branch.  Just prior to going to Iraq, Kim worked for three years as a Quality Assurance Representative for
electrical work at the Yongsan Army Community Hospital project, making sure electrical work and design
submittals met specifications, and made recommendations for changes when needed.  His job challenges during
that time included some existing incompatibilities he found in the hospital electrical system design.  For future
rehabilitation construction projects, Kim recommends verification of any existing electrical systems before
designing a new system.

Still wanting a challenge, he volunteered to go to Iraq.  An adventure that began with one week of in-
processing at Ft. Bliss, Texas.  In-processing included medical and dental exams, safety and cultural briefings,
and of course he was issued uniforms. After spending two days waiting in Kuwait for a military flight to
Bagdad, he was on the ground in Iraq. He was assigned to the USACE Area Office at Camp Victory south of
Bagdad. After being housed in a tent for 10 days, quarters for him became a room he shared with two others in
what they called a “hooch” which was a converted office building. Kim said they were lucky because unlike
quarters for some others, they had a kitchen, community room, shower and laundry facilities.  They had a small
PX, but no commissary and ate all their meals at the mess hall. He shared a vehicle for the first two months, but
had is own vehicle the second half of his tour.

Work was about two miles from the “hooch” and the scheduled shift was 12 hours, from 8a.m. to 8p.m.,
but he usually worked 14 hour shifts.  His office was a cramped workstation in one of two 15-ft. by 30-ft.
trailers which housed the area office staff of 20 people.  Ms.Gloria Martinez, Chief of FED’s Purchasing
Branch, also on TDY in Iraq has extended her stay there, worked in the other trailer.  

Kim had four major projects while he was there.  One was to design a $1.3 million 120v and 240v power
distribution system for 700 work stations in the Al Faw palace at Camp Victory which was being converted
into a regional headquarters building for the coalition command.  

Second was to design a $12 million 20-megawatt diesel power plant for Camp Victory.  

Third was to design an $8 million distribution system and power plant in a particularly hazardous area of
Iraq.

(continued on page 12)

M r. Kim, Yong S. returns from an adventure in Iraq
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The Osan Housing Project is
the first construction to go forward
under the Land Partnership Plan,
signed in March 2002 between the
South Korean and U.S.
governments.

Construction on the new $30
million tower project has been
underway since November on the
first building, which will have 112
apartments and is scheduled to
open in February 2006.

The first building is going up
on a 7.2-acre site next to Mustang
Valley Village, an existing Air
Force family housing complex that
houses 199 families in three-story
townhouse-style apartment
buildings.

Though the site of the new
tower lies outside the base
perimeter, it is on land owned b y
the Air Force and will eventually
be enclosed behind a wall or

otherperimeter barrier.
The new tower will house

command-sponsored families of
commanders or personnel deemed
“essential”.

The building will have 48
two-bedroom apartments, 48 three-
bedroom apartments and 16 four-
bedroom apartments.  The project
also calls for 109 parking spaces.

A newly renovated Soldier
support center opened its doors as the
1st Replacement Center on March 9,
2 0 0 4 .

More than 21,000 soldiers in-
process annually through the
Replacement Center, with 7,000 of
them having assignments in the
Yongsan area.  The staff can
completely in-process Soldiers within
48 hours.  Before the upgrade
Soldiers had to do most of their in-
processing at different locations,
often leading to missed briefings and
a lot of walking for the newly
arriving Soldiers.  Now everything is
in one facility.

The building is now a state-of-
the-art facility with plasma screen
televisions in several areas and a
spacious waiting area.  

The one-stop center provides
almost everything new arriving

Soldiers need before they go to their
assigned units.

Mr. Yi, Yun Hak, Mr.Mansur Cheema, Mr. Michael Bray and Mr. Kang,
project manager for the contractor,  stand outside the newly renovated Soldier
Support Center attending the ribbon cutting ceremony on March 9, 2004.

LTC Paul Cramer (center), Deputy Commander, Far East District, is among the
dignitaries participating in the shovel ceremony at the Osan Family Housing
Phase One groundbreaking on March 31, 2004.

1st Replacement Center Opens

Osan Housing Phase I  Project Construction Begins
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assistants under the “mentorship”  of the Head Coach.  Ever notice that mentors become coaches?  Look at Quinn
Snyder at Mizzou or Tommy Ammaker at Michigan; both former Duke Blue Devils where they played for Coach K.
You know Coach K, West Point grad, Artillery off i c e r, and one of the top coaches, if not the top coach, in the entire
c o u n t r y.

Not much different in our world is it?  Every day is game day; every project a contest of sorts.  Where do we
develop the vast array of skills and experience needed to excel?  Where do we develop the institutional knowledge that
enables us to get things done most efficiently?   Most times, someone takes us under their wing and mentors us.  There
are others, some formal, some not perhaps, who coach or guide the team as needed.  The Corps is truly a leadership
l a b o r a t o r y, filled with leaders and managers who often serve as both coaches and mentors.  Ask senior leaders if there
is a person or persons they can point to and say, “He/She taught me what it’s all about!”   

People develop in stages.  First, learning the ropes, next producing at branch/section level, next, leading leaders
of these organizations, and so on.  At every step of the way, I can think of people who left an indelible mark upon me
because they coached and/or mentored me.  In short, they were willing to give of themselves so that I could continue
to grow and contribute to the organization that was so much a part of them.

PMBP talks in great detail about proteges, coaches, and mentors.  I see them throughout the District.  As
someone once told me, coaching, mentoring, and teaching the leaders of tomorrow is an investment in the future of the
o rganization.  It’s not something you’ ll get a lot of recognition for but it may be as important as anything you do and it
makes the Army what it is today.  He was right.

So do you have a coach or mentor?  Are you coaching or mentoring anyone at present? I suspect we have lots of
this type of activity taking place within the District given the pride folks take in being members of our District team.  If
not, please consider doing so.  You won’t be sorry.  Now, back to the game...see you on the ground!

FROM THE COMMANDER - Coaching and Mentor ing
(continued from page 2)

Deliver ing Quality Projects on Ti m e
and To Standard

(continued from page 5)

Operation:
“Guardian Angel”

Safe delivery of quality projects on time, to standard, and within
budget should be our #1 goal.  Accomplishing that goal should be the
intent of all  parties involved, especially at the “Sapper”  or project off i c e
level, where we directly i nfluence project del ivery.  When we think of
quality projects, we should think of investment, an investment in the
quality of life for soldiers and their families. “What you put in is what
you get out” .  So why not invest the time and effort to ensure we meet
the customer needs upfront and provide a long term return on
investment on the dollars spent.  Our biggest dividend will come when
we adequately staff fi eld offices with the “right people” and focus on
total enforcement of contract provisions to ensure quality, timeliness,
standards, and safety.  In essence, the delivery of quality projects on
time and to standard will require us al l to focus on the “ B A S I C S ” .

What is it?  A national
campaign that encourages families,
friends, neighborhoods and com-
munities to remind Service Mem-
bers to practice safety when they
return home.

What’s the objective?  
1. To help protect Service

Members from injury or accident.
2.  Let them know we are

proud of them, and we care.
3.  Provide citizens an

opportunity to get involved.

To find out more about
Operation “Guardian Angel” at
website:http://safety.army.mil/
home.html
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The law, commonly referred to as the Hatch Act, governs the political
activities of Executive branch employees of the Federal government, the
District of Columbia government and certain state and local agencies. The
law is contained in 5 U.S.C. 7321-7326, and implemented by regulations in
5 CFR parts 733 and 734.  While the Hatch Act allows most Federal
employees to take an active part in partisan political management and
partisan political campaigns, the Act also provides specific restrictions to
certain groups of Federal employees.  For instance, those employees who
are holding career positions in the Senior Executive Service are restricted
from engaging in certain partisan political campaign or management
activities. 

Question 1

Can I make a contribution to the campaign of a partisan candidate, or to a
political party or organization?

Answer: 

Yes. A Federal employee may contribute to the campaign of a partisan
candidate, or to a political party or organization. 

Question 2

Can I help organize a political fundraiser?

Answer: 

An employee is allowed to organize a fundraiser in his or her personal
capacity. This includes supplying names for the invitation list, as long as he
or she does not personally solicit, accept, or receive contributions.
However, an employee’s name may not be shown on an invitation to such a
fundraiser as a sponsor or point of contact.

M A R C H
Wo m e n ’s History Month

A Quiz

1.  Who was the first Afr ican
American elected to the Te x a s
Senate since Reconstruction, 
and went on to become a
member of the U.S. House of
R e p re s e n t a t i v e s ?

2.  Who, at only 21 years of 
age, received national atten- tion
as the artist who designed the
moving Vietnam Ve t e r a n s
Memorial in Washington, D.C.?

3.  Who was the first woman in
space, orbiting the earth 48 times
in Vostok VI  in 1963?

4.  Who was ordained a
s u ffragan (assistant) bishop of
the U.S. Episcopal Church in
1989, breaking a 2000-year- o l d
tradition stretching back to the
time of Chr ist?

5.  Who was the first female and
first Hispanic to be ap- pointed
surgeon general of the United
S t a t e s ?

6. Who reached the pinnacle 
of success in the 1940s, when her
innovations in modern dance
w e re cr itically and publicly
acclaimed, first in New Yo r k
C i t y, and then nation- wide?

Choose the correct answer

a. Martha Graham
b. Barbara Jordan
c. Maya Lin
d. Antonia Novello
e. Valentina Te r e s h k o v a
f. Barbara Harris

(Check your answers on page 12)

F rom the Office of Counsel
Political Activity Guide

COL Frank Kosich, District
Commander, presents framed East
Gate photo to Mr. Kim, Yu-Sook, of
MND DIA, in recognition of his
outstanding management of CDIP
projects in Areas I and II.

COL Frank Kosich, District
Commander, presents framed East
Gate photo to Mr. Kim, Pan-Seop, of
MND DIA, in recognition of his
outstanding management of CDIP
projects at Kunsan AB.
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M r. Kim, Yong S. returns from an adventure in Iraq
(continued from page 8)

“It was attacked almost every night,” Kim said.

His fourth project was to design another 10 megawatt power plant.

“It  would normally take 6 months to a year to complete these four projects, but we had to complete them in
three months without tech support or reference materials - just the internet,” Kim said.  

According to Kim, it was challenging because he had a lot of experience with low voltage power systems,
but not much experience with power plants.  He said the most valuable thing out the experience was working the
challenge and the self confidence he gained from accomplishing his missions.

Now back at the Far East District’s Construction Division, Kim is working in the Quality Assurance Branch
reviewing electrical design work and contract submittals.

One of Kim’s projects in Bagdad was to design an elect rical distribution system for
this palace which was converted into office space with 600 work stations.

Mr. Kim, Yong S.( c e n t e r )and his r oommates Mr. William Hood( l e f t )and 
Mr. David Fr yer .

New work stations inside the converted
p a l a c e .

K im slept outside on a cot  his first night
in Bagdad.

Answers to Womens’
history Month Quiz

1.  b;     2.  c.;     3. e.
4.  f.;   5. d.;     6. a.
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Spring in Kore a
한국의 봄

Spring in Kore a
한국의 봄




