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Constructive Impatience :: Do it, do it soon, and do it smart

By Peter v. Agur Jr.

Two starving buzzards are perched on a dead limb in the heat of the sweltering desert.
One turns to the other and says, “Patience my tail feathers. Let’s go kill something!” In
other words, patience is not always a virtue.

That buzzard was demonstrating a leadership skill that | call constructive impatience.
As a leader and manager within a business aviation organization, you are responsible
for the creation and assurance of safety, service, and efficiency. That's a huge
responsibility requiring a great deal of help from your boss, your team, and your
customers. If you don’t exercise constructive impatience, failure may be only a matter
of when and how badly.

When | talk about impatience in a professional environment | am not talking about
acting like a dog with a bladder problem. I'm talking about exhibiting the leadership
courage it takes to ask the hard questions and do the hard things sooner rather than
later. The following three case studies help to explain my point.

Case Study 1: “Fixing the Boss”

About a year ago Phil was hired to be the director of aviation for a closely held service
company in the upper Midwest. He came to the job with all the skills, experience, and
knowledge it takes to his job. He was told to take the flight department’s organization,
operational, and business performance to “the next level.” He will fail if he isn’t
constructively impatient.

Phil reports directly to the president of the company. She said she wants him to be a
part of her management team. She also said she wants the flight department to
perform as well as any other unit within the core business. Those are reasonable
expectations expressed by most senior executives. But her actions haven’t matched
her mouth.

During the past nine months the strategic direction of the company has shifted in
response to dramatic changes in the marketplace. Parts of the business have been
divested. Others have been dramatically downsized. As a result, much of the senior
management team has been replaced or pulled out.
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Phil has watched all this happen and wondered if the boom was going to drop on the
airport, too. After several months of waiting for some kind of news, he asked the
president for a meeting to discuss how the changes in the business and user group
impact the services and business of the flight department. So far, she has not made
time available for that meeting.

To make things even more interesting, the company president is in the midst of
negotiations for a new aircraft--without Phil’s direct involvement. The president is
orchestrating the deal through internal staffers and attorneys. Despite Phil's multiple
offers to assist, his only role in the transaction has been to respond to her direct
requests for data. Phil knows that if he continues to be patient, he will be on the
sidelines while the company wastes his valuable experience. He will also have to live
with whatever comes out of this aircraft deal. Although the president’s intent isn’t
sinister, the end result is that Phil is being set up to fail.

Rather than complain about the situation, Phil thought through the issues and
opportunities. He realized that if he delayed, there would be little he could do to
contribute to the success of his department and the company. He needed to do
something quickly. Otherwise, he would end up looking for career landmines with his
size nines.

With that in mind, Phil wanted to meet with his president as soon as practical. He sent
her an e-mail indicating the urgency of the meeting, that they could cover his questions
in no more than 30 minutes (bite-sized is best when asking for senior executive’s
time), and his note included a description of the two things on his agenda:
1. What can the flight department do differently to support the changes in the
company?
2. How do the changes in the company affect her expectations of him?

She responded via e-mail to meet her the next Monday morning in her office at 7:30
over coffee. It was apparent, as the conversation began, that she thought Phil was
there to complain about not being in charge of all things aviation. But when Phil kept
the conversation at a high level and on subject, she realized that he truly was more
than just the oldest pilot in the barn. The meeting lasted for more than an hour with a
lot of good information shared. Phil stayed focused on what he and the department
could do to help her create the results she expected for the company, the department,
and specifically for the ongoing aircraft transaction. As their conversation evolved, it
became obvious to Phil that she had stereotyped him as a super throttle jock who was
apt to be either too narrow of view or too self-centered to be a team player in the game
of hardball she was conducting. It also became apparent that their meeting had
influenced her opinion of Phil.

Phil knows he will have to earn his president’s full respect over time by doing the right
things for the right reasons. He also knows that by pushing for that meeting he helped
shape the future of his department and his authority to lead it.
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Phil’s sense of urgency was based in the knowledge that if you aren’t certain you are
aligned with your boss about what is expected of you and your department, or if you
haven’t been given the authority and resources you need to do your job, you are
hanging off a career cliff on a frayed rope. That's a good time to get constructively
impatient.

Case Study Two: Turning the Tide

Jim has been the company’s chief pilot of a single-aircraft operation for nearly a
decade. For almost that entire time he has wanted to establish an emergency
response plan (ERP) for the flight services group. And for nearly a decade he has
been told by his boss, the VP of Administrative Services, that it was a great idea--but
not yet, not this year, not this budget cycle, etc.

Jim took that “no” for an answer. In fact, he was a bit stoic about it. Although in his gut
he knew his department needed an ERP, the delays avoided the pressure of assuming
the extra burden of leading or supporting the ERP development process. Additionally,
as chief pilot, he would probably be on the scene of the emergency event. If so, he
could either lead the response process from there or he wouldn’t be in any condition to
worry about it.

Although his dark-humored approach is not uncommon, his patience is not
constructive. By not getting the ERP done in a timely fashion, the department and the
company remained dramatically exposed to the risks associated with being under-
prepared, until this year.

Jessica is Jim’s scheduler. She came from the company’s executive administrative
assistant group three years ago. She has learned fast and done a great job. As a
reward for her performance, Jim endorsed Jessica’s attendance at the NBAA’s
Schedulers and Dispatchers conference this past January in Orlando. One of the
sessions she opted to attend was about emergency response planning. During that
program Jess realized just how central her role and responsibilities would be in the
event of an aircraft accident or incident.

When Jess returned from the Orlando conference she briefed Jim on her trip. She
made a special point of explaining her concern for the need for an emergency
response plan. When Jim began to recite his historic challenges she got right in his
face, as only a scheduler can seem to do. Her most powerful point was that she felt
personally responsible for being prepared. She was concerned that she would be in a
terrible position unless something was done to fill the gap between having only an
outdated phone contact list and being able to do some good for survivors, the victims,
their families, and the company

Jim pointed out his past efforts and the stone walls he’d encountered. Jess reminded
Jim of her knowledge of how downtown works and asked permission to take a shot at
getting the program approved. Jim turned her loose.
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Jess put together an ERP development plan and asked Jim to arrange for an
appointment for them to meet with Jim’s boss. As the meeting began, Jim made the
introductions and made it clear that Jess was the meeting leader and that he
supported her completely. Jess was polite but firm throughout meeting. She put her
argument in economic and organizational terms. The VP listened politely. As Jess’
presentation came to a close he understood the energy she had around the issue.
That impressed him enough to ask her why she felt so strongly about spending time
and money on a project that, admittedly, had very little probability of ever being used.

Her response stopped him cold. “Because, if we are prepared, I'll be able to sleep
better at night. If we’re not, you shouldn’t.”

A week later the VP called Jim to inform him of his approval to proceed with the
emergency response plan. Jim asked what Jessica had said to convince him now was
the time. “She pushed the issue. It was obvious how much she believes in getting this
done. | would have given you the same go-ahead if you had pushed as hard as she
did.”

Jim’s patience had been read by the VP as a lack of commitment to an important
program. Jessica’s constructive impatience turned the tide.

Case Study Three: “F Troop”

Ken'’s challenge is very different. Two years ago he was promoted to director of
aviation. He reported to the chief financial officer (CFO).The CFO and the company’s
chairman had explained to Ken at the time of his promotion that they wanted the flight
department to continue to operate from two bases, but, like other parts of the
company, the operation should become more effective and efficient through common
systems, policies, and shares resources. Over the past two years Ken and his local
team have done a great job of consolidating the flight department’s written policies and
procedures. The coordination of operations and teamwork between the two bases has
a long way to go, though.

Ken is based at the corporate headquarters in Cincinnati with the company’s Falcon
50. Before Ken’s promotion the company’s Ft. Wayne, Indiana, flight department was a
classic “F Troop” operation. The staff there flew their Beechjet with a strong sense of
independence and had their own ways of doing things.

Historically, the flight organization’s rift was fostered by the Ft. Wayne’s senior
executives and their local senior captain. These executives enjoyed a strong sense of
ownership over the local aviation services. This isn’t unusual, because a business
aircraft is a freedom tool. Anything between the user and the resource (such as
centralized scheduling or crews that don’t report locally) can be seen as a barrier to
effective service.
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The Ft. Wayne senior captain, Bob, had effectively nurtured a strong relationship with
his passengers. He had learned to anticipate their needs intuitively. In fact, he had
become fishing and hunting buddies with the Ft. Wayne division’s president.

Bob’s “customer relations” worked great and were absolutely appropriate when the
operations were managed separately. But now Ken has a challenge. Bob has
continued to cherish and nurture his direct relationship with Ft. Wayne’s top
management. Ken knows that Bob is a valuable and valued member of the flight
services organization. But he also knows that his organization will suffer if a unity of
purpose is not understood and demonstrated. His concern was how to, and when to,
address the issue.

He chose sooner rather than later. His reasoning was sound. Behaviors have a
“squatter’s rights” factor to them. If improper behaviors are allowed to continue, the
assumption by the doer and the audience is that they are condoned or not an issue.
Once behaviors are settled in, they are hard to uproot and change.

Ken was very smart about how he met the challenge. First he had to reconfirm the
company'’s objective of a unified flight services group. After all, when push comes to
shove, if the CFO and chairman aren’t fully behind him, Ken will not only be highly
embarrassed but he will also have lost a great deal of his credibility within his company
and his department.

The way Ken posed the question to his boss was not as a complaint about Bob and his
executive’s relationship or Bob’s behaviors. Ken met briefly with the CFO to confirm
the outcomes he and the chairman wanted. Then Ken indicated that, as a byproduct of
this change, there were apt to be disruptions of some very well established behaviors
and relationships among both key flight department members as well as the senior
customers they serve. The CFO told Ken that this was typical of every consolidation
they had initiated throughout the company. Ken was smart to meet with his boss. It
had confirmed that Ken understood the outcomes he was to create, and also that he
had the authority to proceed.

Ken then did something even smarter. He enrolled the personal assistance of the
president of the Ft. Wayne division. Ken met with him privately to explain the
chairman’s charge and to enlist his assistance in making the effort successful. How?
By asking the executive what risks that change created to the levels of service he
needs and expects from flight services. By hearing those concerns up front, rather
than patiently waiting for complaints, Ken gave the executive the reassurance that his
concerns for continued high levels of service were not only heard but would also be
addressed. In other words, the new formal service system was going to take care of
him, so he didn’t have to supplant it with an informal system that is relationship-based
with the local lead captain.

In addition, Ken asked the Ft. Wayne president to help him reassure Bob that the new
system would support Bob’s efforts to deliver flawless service to the executive and his
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team. In doing so, Ken gained the explicit allegiance of the customer group in Ken’s
next step, helping Bob align his behaviors with those needed for the department.

The meeting between Ken and Bob started out tense but ended up going quite well.
Ken made clear that he had a job to do that was directed by Cincinnati’s top
management. He told Bob that he had held a private meeting with the Ft. Wayne
president to gain his support, cooperation, and forbearance for the coming changes.
After all, any change in a service system has a transition period when there is a
heightened risk of errors. When Bob realized what was expected of him and that there
was no point of appeal, he came to the mature realization that he needed either to play
ball by the new rules or go to another ballpark. He liked this ballpark. He was in the
game.

In this case, Ken’s constructive impatience was a blend of not waiting for things to get
worse, as well as being proactive to assure the results he needed. Ken was able to
pick the right time (sooner rather than later) and approach (inclusive, direct, and
mature). It paid off with a home run.

So can you be constructively impatient? Sure, about the less important stuff. But if it
really should be done, and it really needs to be done sooner rather than later, get your
tail feathers in gear and kiss patience good-bye.

Peter v. Agur, Jr. is president of the VanAllen Group, consulting firm to business aviation with
an area of expertise in safety and security. He is a member of NBAA'’s Safety and Corporate
Aviation Management Committees, and the Flight Safety Foundation’s Corporate Aviation
Advisory Committee.




<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /All
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Warning
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJDFFile false
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /Description <<
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000500044004600206587686353ef901a8fc7684c976262535370673a548c002000700072006f006f00660065007200208fdb884c9ad88d2891cf62535370300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef653ef5728684c9762537088686a5f548c002000700072006f006f00660065007200204e0a73725f979ad854c18cea7684521753706548679c300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /DAN <>
    /DEU <>
    /ESP <>
    /FRA <>
    /ITA <>
    /JPN <>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020b370c2a4d06cd0d10020d504b9b0d1300020bc0f0020ad50c815ae30c5d0c11c0020ace0d488c9c8b85c0020c778c1c4d560002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken voor kwaliteitsafdrukken op desktopprinters en proofers. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /PTB <>
    /SUO <>
    /SVE <>
    /ENU (Use these settings to create Adobe PDF documents for quality printing on desktop printers and proofers.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /NoConversion
      /DestinationProfileName ()
      /DestinationProfileSelector /NA
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure true
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles true
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /NA
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /LeaveUntagged
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


