Reality Interview with David Koehn, Ph.D.

 How to Create and Sustain a Learning Organization

David Koehn, Ph.D. has over 30 years’ experience with a background of successes in rehabilitation, teaching, manufacturing, human health services, quality assurance, quality control, technical management, research marketing, and logistics.  Dr. Koehn has extensive background in systems analysis and organizational development, and he has had executive management positions in private industry, government, public education and non-profit organizations.  His expertise spans fiscal budgeting, strategic planning, procurement, quality assurance, performance management, motivational management, cost economic analysis, adult education and systems development. 

Could we begin by talking about your background and the main focus of your work?

DK:  I am heavily influenced by the fields of organizational and management science.  Particularly I spent most of my 30+ year career developing organizations through the principles of learning and motivation as they apply to the individual, the team, the business units, and the enterprise.  Personally I love the dynamics of change and transformation, and use the premises of learning to help organizations save their change efforts.  The last six years I have spent growing the role of the CLO (Chief Learning Officer) in an organization.  I am currently working as a consultant across the multitude of industries.  My motto is helping creative minds make effective decisions, breaking paradoxes.  Listening to the points that I will be making here in this interview, it is important to understand my orientation, my lens, my frame, so that you as the audience can put in perspective my biases.

Certainly, so can you give us an idea of your guiding philosophy when it comes to HR and employee learning and development? 

DK:  HR while necessary to do, should not be heavily weighted on doing purely transactional work such as completing basic activities associated with pay, benefits, performance appraisals, compliance etc., It should instead spend more of the time executing those activities associated with learning and development such as establishing coaching and mentoring programs.  Of critical importance is developing effective blended learning courses to include leadership development for personnel so that they perform more effectively in their jobs.  HR needs to be a strategic player in the company where they help set people development policies, which are part of the overall corporate strategy of the organization. They also need to view all of their enabling functions as part of an integrated system in which the backbone of each function is based on competency modeling.  HR needs to move away from the word training, to one that connotes being seen as a person not as an object to be manipulated or engineered like a machine.  I prefer the term applied learning.  HR should never see itself as an entity on to itself, rather HR is a strategic player in the people development solution of a company, enabling and supporting the operations of company so operations can do their mission effectively.  HR needs to be looked at as a go-to player rather than a compliance assurance agent or worse yet as a hindrance.

HR is challenged like any support infrastructure function to justify its benefits.  Metrics that link the image on the slide would more than justify the value of HR.  However, if metrics only support the transactional side of HR then HR is vulnerable to the cost cuts and not being seen as a contributor to the value stream of a company.  As a strategic player HR must make sure the operation and technical processes and procedures are aligned with the strategic framework of the company.

Most definitely.  So how do you see learning, development, and performance management best supporting each other to create a high performance environment?

DK:  One way to look at it is that learning and development and performance management are two sides of the same coin.  One should not contemplate one without considering the other.  There are eight critical questions oriented to evolving the effective team (represented on the slide:  Who are we? Where are we now? Where are we going? How will we get there? What is expected of us?  What support do we need? How effective are we?  What recognition do we get?). These same eight questions can be also addressed to look at the individual, as well as a team, the business unit, or the enterprise.  Research completed by the team management systems evolved an instrument to address these questions, called the strategic team development profile.  Developing metrics that help you assess where you are at on these eight questions and then developing a connected learning development plan that is strategically executed and constantly refreshed will keep you on the right path in producing high performing environment. 

So, an individual could go through this process or a team could collaboratively ask these questions?  It looks like a valuable tool.  Now how do you recommend organizations increase alignment between strategic objectives, learning and development, and performance?

DK:  A big question.  The best way I can envision is by building a picture frame that represents the alignment.  A good one is using a lens representing a balanced scorecard.  Here we see the importance of having a balanced portfolio of performance metrics, and learning and development offerings across the four perspectives of finance, customer, internal process and learning and growth.  It is important to develop a coherent story that paints a compelling picture of linking this learning development offering to their impact on performance and how both tie back to the strategic objectives of an organization.  By having this frame of reference you can quickly see where are the gaps, the strengths, and over emphasis, as well as being able to see where we are disconnected.

You talk about a three-legged stool.  Can you tell us about that?

DK:  The three-legged stool refers to the system needed to evolve effective people development solutions.  There are three necessary subsystems that require integration: competency management, performance management, and learning management.  Clear thinking is needed to understand why all three are integral to the people development solution.  First you need to know the critical part, second you need to know how they play or interact with each other, and third you need to know how they act as a whole.  So often organizations think they can tackle this in pieces or incrementally build one leg at a time or worse yet build only one leg period   By building all three legs they connect to the stools so it can stand up.  However, by doing one leg at a time you run the risk of sub-optimizing other parts of the system and yes the overall system   In this case the stool falls over.  You have to just smartly address all three in concert, not separately.

Do you consistently recommend then that organizations go ahead and identify competencies and make use of competencies? 

DK:  I recommend that you have to look at all three of those subsystems in concert and move them along in parallel rather than implementing them separately.  If we implement them separately, the process has a tendency to over optimize one of the three systems. Thus, whatever is there already in existence gets sub optimized without taking in consideration the other two.

What approach do you recommend for competency identification and competency management?

DK:  Identification, whether dealing with the position models or organization models, requires a mindset of thinking above thematic clusters.  What I mean here is, don’t think about a single piece of knowledge, or skill, or process ability or personal attributes of the competency, but think more about a combination of these making up a competency.  Also as one develops these thematic competencies we need to think through dimensionally where these cluster competencies fall in Bloom’s taxonomy as well as all the associated behavioral characteristics that would through observation indicate the capability being demonstrated.  When using competencies for growth and development you should look at a comprehensive list, but for performance appraisal we should limit the number to more than seven plus or minus two.  Competency modeling is best represented by thinking about taking selected hangers from a tiered rack.  You first develop universal core competencies for the company, secondly define a set of role competencies as well as functions for the company, and third develop a set of business units and a positioning model.  We then customize by pulling the hangers from a rack that are applicable.

You have also developed a measurement system.  Can you tell us about that?

DK:  Measurement is better represented by a qualitative skill than a quantitative skill since we are more concerned with the thematic cluster than defining competencies as a singe trait.  Measurement should be centered on growth and development and therefore be focused on looking at trends rather than specific outcome.  This is true for mission related performance as well as competency assessment.  Competencies need to be depicted as to their impact regarding the defined mission related objective and deal not just with the current requirement but the evolving requirement.  By using the competency metrics of actual, threshold, and target we can see whether the individuall’s actual capability is below minimum or near desired level or even exceeds desired level.  By using a difficulty metric we are able to validate whether our learning programs are really teaching to the level we expected based on what level we identified as needed.  Using the weighted metrics you can identify which competencies are going to have the greatest impact on the organization therefore be able to prioritize the value.  By using this metrics scheme we have the capability and capacity to leverage the data discussed earlier. 

You have suggested that more attention be spent on looking at how to use background knowledge about the learner to improve their learning capability, can you speak about this a little further?

DK:  Sure, there are many good assessment tools out there that help identify a learner’s orientation.  On the slide you can see 6 areas to explore that would improve our capability to support the learner's development.  Some deal with understanding thinking preference such as the Myers/Briggs Type Indicator and the Team Management Profile while others deal with information processing approaches like the I-Opt which stands for Input Output Processing Template.  Others look at personality and motivational makeup such as the 16PF for Personaliysis.  Still others look specifically at the learning style of participants such David Kolb's Learning Style Model.  These assessments and others will provide insights for both the teacher and the learner on how best to build capability and capacity within the individual.  Two more multiplicative formulas in the graphic are illustrative of what performance is a function of.  One formula requires a quality decision and commitment.  The other involves habit strength which is defined by H in combination with drive, which is D plus incentives, which is I.  Thus leveraging all the 6 areas in the graphic contribute positively to these formulas for successful performance of learning.  Left unattended there probably will be less likelihood for increasing the learner’s development.

You have also commented that evidence shows too much attention is spent, sometimes on learning experiences at the lower level of knowledge awareness and skill application rather than the higher payoff levels, for example areas associated with synthesis, analysis, creativity, intuition, motivation.  This is so critical today; can you speak further about that concept?

DK:  Yes, this simple graphic on the slide tells it all.  It's comes from a book written by J. B. Quinn called Innovation Explosion.  Essentially organizations spend their money on easy stuff that has a little payoff for improving the company's capability and capacity.  Because a  greater amount of time and effort is needed due to the degree of difficulty and complexity to do learning programs at the upper level of this graphics most organizations shy away from ever doing them.  Organizations justify it by saying they cannot afford the money and expense.  For those companies who do not make these excuses, benefits far outweigh its cost when compared to the low benefit to cost for doing knowledge awareness and skill application.  Another key that must be addressed is retention of material.  Programs need to apply activities that support the adult learning before we attend a session, while attending a session and after we attend a session, to maximize learning performance, and on the job learning.

Yes and that must tie in with the performance management process to support what been learned, building in goals and objectives that further the learning.

DK:  Yes.

Now what about leadership development? What are your thoughts around leadership development in terms of delivering it to all employees?

DK:  Good question, leadership is for everyone.  A role that is inclusive rather than exclusive.  All should aspire to be a leader.  It is your choice as to whether you seek out a leadership role.  Management is an authenticated position determined by an entitled position in a company.  What nakes an organization unique and what differentiates them from others is leadership not management.  Leadership can come from anywhere in the organization.  Literature is fraught with premises of what constitutes leadership, but the one I like best has been espoused by Robert Quinn who has offered 3 extremely valuable interrelated books Deep Change, Change The World and Building the Bridge As You Walk On It.  Quinn discusses the state that all individuals can be part of if they so choose.  The state he describes is called  the fundamental state of leadership.  Four characteristics noted in the graphic (other focused, externally open, internallly directed, and purpose centered), on the other hand, are very compelling but are difficult to stay in when you get there.  Leadership development programs should focus on developing the capability and competencies to be in this fundamental state of leadership.  An organization as a whole that can emulate this state will not have to worry about reaching their outcomes as there will be natural consequences of being in the fundamental state of leadership.

Many organizations will take the step to identify a few significant leadership competencies and include those in the performance evaluation for all employees; do you have any experience with that or thoughts on how to make that work effectively?

DK:  Actually, I do, Again I think about going back to the hanger approach we discussed earlier.  , Depending upon your culture and environmental context (external and internal forces) you are going to choose those leadership traits or characteristics that best relate to the culture of what you are dealing with.  If you are a company that is looking to compete and innovate new things for the future and always look at evolving “stuff” in terms of future outcomes, then taking on some of the competencies, especially what Robert Quinn has defined in his book on Building the Bridge As You Walk On It are a good set of competencies to work with.  If you are a nuclear power plant or a grassroots program that is just getting out “the beer” and are just concentrating on everyday basis business and not looking necessarily about future orientations and creating things, some other leadership traits that would reinforce your particular culture are the ones that I would choose.

You teach 13 linking skills that help develop high performance teams.  Can you tell us about those?

DK:  Yes, previously when we talked about developing a high performance enterprise I alluded to the Team Management Systems Strategic Team Development Profile.  The centerpiece of those 8 questions was circled with a construct called linking skills.  Relevance of linking skills is they are the hub for coordinating, collaborating, networking and enabling, supporting and enriching the development of people.  In other words putting a learning organization in motion.  I call these 13 linking skills the elixir for leading from the middle, literally and figuratively.  As you can see from the graphic on the slide, the outer ring of the circle deals with 6 people linking skills, the next layer deals with 5 task related, and the center tfocal point has 2 leaders linking skills, one dealing with motivation and the other dealing with strategy.  Team Management Systems has a wonderfully designed 360 instrument to facilitate where one stands on these 13 critical skills.  It is called Linking Skills for Leaders.  I use it extensively is a baseline in one of the courses I teach ion interpersonal development for leaders.

So individuals would participate in that 360 process, identify the skills that they wanted to focus on developing and then take the appropriate training and courses?

DK:  That’s correct.  Or have good coaching and mentoring around it as well.

And would individuals participate with their other team members in the training?

DK:  Yes, they do. Increasing participation by reinforcing cohort relationships to help each other has an exponential positive effect.   Based on their individual skill strength and capability, growth and development will be dramatically leveraged.

David, you have also done a lot of work in the area of change and have been recognized as a national expert in this field.  Change management is such a huge element in many of our initiatives, can you tell us about some of the essential components of a change management process that you feel need to be  addressed?

DK:  Absolutely.  First of all let’s put to bed the concept of change management.  It is an oxymoron.  You cannot really manage change, you can only lead change.  That said change is not simple nor are there sets of simple procedures that will produce change.  It is a complex set of dynamics that are constantly in motion and to which the human brain cannot keep up with.  Dr. Richard Adler of DecisionPath and I co-developed a robust methodology to deal with change that is supported by a enabling strategic simulation software tool that allows you to test drive, learn and adapt changes your organization is experiencing regardless of whether they were opportunistic, self-imposed or just emergent.  We call our change approach CALM Change Adaptation Learning Model; it includes 3 dimensions of readiness; personal, organizational and infrastructure.  It takes into consideration the external and internal forces as well as the introduction of the emerging events.  It further postulates the solution space that includes alternative positive end-states than just shooting for a single point of success.  Last, it requires a transformation plan that takes into consideration all of the aforementioned dimensions and factors as well as framing these initiatives along Kotter’s Organizational Change Planning Structure.  If you are interested, I can send you a flash demo that describes CALM in detail; just send me by e-mail your request.  
To take a hypothetical scenario, an organization looking to implement a new performance management process with a vision to evolve in terms of having an increased focus on learning and development coming perhaps from a place where they were less focused on enhancing the development of individuals, how long do you think that process takes and what are some of the essential steps you might recommend?  I know it's hard to say as every organization will have many different elements to consider.

DK:  There is no magic pill here. Honestly programs of that nature, just like William Bridges has talked about, to do the physical changes of any change initiative is simple, it's the transition that’s difficult.  The change model that I have described earlier talks about transitions that the organization needs to make. Whether or not the situation is based on what you just described, we have to change some of their cultural integrity in terms of the way the current culture is versus the way, the introduction of this initiative would impact that culture. We further need to consider whether or not that change in terms of learning and development with reference to performance management would have an alignment issue regarding goal congruence between what really is going on in the company.  Moreover,  we need to explore in terms of whether it would impact how the current organization operates from a teaming perspective or whether or not the current leadership dynamic in an organization really has the capability of supporting that kind of initiative.  Those are just four factors related to one of the readiness dimension that I discussed in CALM and that we call organization mindset.  Now bear in mind you could have five other factors influencing the personal mindset and 3 or 4 influencing the infrastructure.   What you need to explore are all those 3 dimensions as to how they impact the readiness capability of your organization regarding the new change initiative,  .   Also, we should look at the potential impact first at a subunit or business area before we introduce the change initiative company wide. Now a lot of change initiatives fall flat on their butt because they just don’t take in consideration all those readiness factors. What complicates the situation even more or makes the change initiative more difficult is that the human brain has great difficulty keeping track of what’s really happening in reference to all those things.  So you need some kind of support system to really help you deal with all that. So it's no surprise to me when I see that most change initiatives do fail and yet a ton of money is spent on it.

Could you describe to us what you see as the evolving role of the CLO?
DK:  The CLO is the Chief Learning Officer of a company and it is still not well understood even among advocates.  Typically many see the CLO’s as a strategic player for human resources, especially in the area of personnel learning and development.  I prefer the see the CLO from even a larger context.  One, that makes sense to me is to view the CLO’s role being responsible for the winning formula for business success by supporting the development of an organization as a true learning organization.  It is about setting the stage for organizational learning being the key business driver to ensure a company's competitive edge is sustained, where as a consequence growth and profit become a natural occurrence.  There are 3 crucial responsibilities that I believe the CLO should take the lead on:

1. Enabling transformation both at the personal level as well as at the organizational level; this should include being change sensitive to incremental, transitional and radical-revolutionary change.

2. Enabling knowledge sharing through effective activities that leverage both tacit and explicit information for the organization; this should include communities of practice and reinforcing the use of collaborative technology.

3. Enabling integrated learning services to include innovation, enterprise decision support, professional and paraprofessional craft development, virtual university and quality and process standards.  

It is important not to look at each of these services not as separate or competing programs, but as part of the same formula for success.  Other key touch points that the CLO will need to work on in order to produce a solid basis for a learning organization to exist are establishing collaborative relationships with strategic HR, computer information systems, strategic planning and business communications.  If interested I can e-mail you an article I wrote on the evolving role of the CLO.  koehndj@msn.com
You also talk about the albatross that you feel CLO’s are facing.  How would you describe that?
DK:  Like most infrastructure support positions it is justifying one's worth.  For the CLO it centers on demonstrating accountability and authenticity.  There are 2 ways that I can see this happening.  Now no one initiative can be espoused as being responsible for the growth of a company, be it revenue or profit. If all facets across the three pronged approach to the role of the CLO were initiated, I truly believe that one could take a bold tact of indicating a certain percentage increase in earnings before interest and taxes would occur called EBIT.  For example a company generating revenue of 3 billion in which you forecast an increase of 6% EBIT, you would realize an additional profit of18 million, no small change here.  The other way involves the CLO establishing authenticity by developing an external role to his internal role.  It is important to develop learning services and products, which customers will buy.  This requires the CLO to be intimate with the operations of the company to include business development and contracting.  While true of most key positions, above all else the CLO must develop relationships with Senior Executives of a company and be gifted at networking.  As stated in the graphic, helping the senior executives not be comfortable with success and keeping constantly vigilant to trends, new ways and responses to new ideas, is essential to sustaining the competitive edge for a company. Getting executives to focus their attention even under major business stress points on people development is the key to having the competitive edge when compared to other companies.

How does all this then translate when we are looking at our performance management processes?

DK:  Back to in earlier slide where we talked about performance management being a function of learning and motivation.  We have to see performance management more from a motivational management basis.  Here we are concerned with the cycle in which people give an effort where we observe some level of performance that generates a certain outcome useful to the customer and evolves into a certain degree of satisfaction on the part of the people.  When a person has a breakdown between their effort and ability to perform, they have a confidence problem.  When we have a breakdown between what is performed and the outcomes that arise from that performance, we have a trust issue.  When we have a breakdown between the outcomes and the level of satisfaction that person gets, we have a satisfaction issue.  Motivational management system was developed by Thad Green and revolves around 3 beliefs; confidence, trust and satisfaction.  Seeing a person from this interesting perspective helps us to see the person as a person and where to support and enable their performance.  Typically, confidence issues are often easily overlooked, especially when someone who has been successful is assigned a new task.  It's important to conceive just where your support is needed; in all three, two areas, or just one.  Involving the person in the solution is vital to motivational management.

When you look at those core questions those are things that really need to be addressed in our processes, for example, individuals believing outcomes are linked to their performance.  That would mean to me, enhancing clarity around their goals and how they are evaluated upon them.

DK:  And what kind of outcomes in terms of reinforcement and rewards are provided.  If there are people who are all given the same performance review and some actually did not perform to that level and get the same pay increases, that puts a disconnect in terms of many people judgments and therefore systematically they begin to distrust the organization in terms of the polices and procedures that are set out.  And very often you will find that the cycle relationship that I have indicated up here in terms of the connection between performance and outcome and trust issue is more of a systematic issue associated with the organization then it is with an individual manager or supervisor in being able to provide the right kinds of support and reinforcements.
Okay.  Then “outcomes will be satisfying” would be linked to rewards?

DK:  Actually, not necessarily, outcomes become satisfying because what's important to you is whether or not you like what you are doing. It's not always just a function of whether you are satisfied based on whether you have been rewarded or incentivized or something.  It's whether or not you truly like what you are doing.  So, you really need to look at that in terms of the basis of what the person is involved in.  Very often we put people who are a round peg in a square hole rather than find another round hole to which we put him in and still stay within the context of work in which the person actually operates in.

Now given that most organizations believe people are their greatest assets, what problems do you see as to how organizations are dealing with their people today?

DK:  My major goal for the rest of my career is to help organizations see themselves as complex adaptive systems.  So often companies treat their employees as objects, deliver policies and procedures mechanistically, operate as machines in which employees are considered nothing more than a product to be manipulated and controlled.  One might ask how do companies that demonstrate such behavior still appear to succeed.  The answer lies not in what they do, but in the fact that people and organizations are self organizing and as such no matter how bad the company deals with its people, somehow the workforce finds a way to adapt to make positive results anyway.  How much better the results could be if the company reinforced, enabled and encouraged the characteristics associated with the realization that people and organizations are truly complex adaptive systems.  The DNA of the company would be optimized rather than sub-optimized.  The company would be resilient and be capable of handling any emergent changes it faces.  For many companies this will require a major paradigm shift in thinking.  For others this will require learning what are the dynamics that will support a complex adaptive system.  Steve Haeckel has written a good treatise on this subject called the Adaptive Enterprise.

We are going to move to question and answer period in a moment, but I wonder if you have any closing words or words of advice that you would like to share?
DK:  Basically, the whole idea of setting up a learning organization is a very critical one for a company.  It is probably the most important ingredient in helping develop the people in a given company.  There is no more important part of a company to develop then its people.  If more companies realized this and really spent their efforts, placing their emphasis on people they wouldn’t have to worry about performance outcomes, because there would be absolutely natural consequences of dealing with their people.

You are really talking about organizational culture and in some cases that may require quite a shift.  Now, if you were to suggest to an organization the top 3 or 4 elements that need to in place before you embark upon this type of change process, what would you say they should be?

DK:  Well number 1 is that executive management be supportive of doing these efforts.  I have been in organizations where that’s been true or where that initially was true but when they left they were replaced by others who weren’t and it took a long time to resurrect the correct approach to keeping that organization in a healthy way.  Second main thing is that integrating your competency model and learning and development with your performance management.  A company going down the road of looking at all three of those as separate hoola hoops rather than at times putting them together for people development.  Concentrate really on those 3 links.

You have talked about the 3-legged stool, but this is a question in terms of your advice that the 3 legs be implemented at once.  In practice, organizations often implement one step at a time due to a number of reasons.  Do you have any suggestions around perhaps order of progression or how organizations can compensate if they are moving step by step through the process and trying to link those 3? 

DK:  My advice is to always be thinking about the three in concert; however, I would start with making sure that I had alignment in terms of my mission related objectives from the very top through the bottom of the organization.  Once I have those aligned then I would go ahead and begin to develop a set of competencies that would support those mission related objectives.  Hopefully, those mission related objectives from top to bottom do not just deal with today's requirements, but also deal with the evolving requirements of what is necessary for that organization for its future.  Once I have the competencies defined and linked to those performance objectives then I would proceed on developing a learning and development program that supported building both the competency gaps as well as the competency strengths, really making sure that what I put in place contributed positively to the performance mission related objectives.  In summary, I would start first with performance objectives based on mission requirements then I would initiate competencies and then third I would develop the learning and development programs necessary to support all that.  In today's world there are architected vendor solutions that will allow you to tackle it from that basis.

Do you recommend competencies are integrated into the performance appraisal process also or do you see them just as being used for development purposes?  I know there are a variety of practices in that regard. 
DK:  I am a great believer, as you saw in the metrics question that even in the performance management of appraisals or what I would call mission related goals and objectives, that we look at it from a developmental and growth prospective.  So, it is important to look at trends.  If you are always looking at trends you are always looking at how to tac like in a sailboat to make it on a constant positive route upwards.  There needs to be constant communication and feedback where we tie competencies to mission related objectives and to individual performance appraisals.  I would not, from a developmental growth perspective looki at every competency that a person would be interested in developing, but only include those competencies that specifically are linked to the mission related objectives in his/her performance appraisal.  That’s a whole another topic concerning the value of the performance appraisals that we really don’t have time to get into, but in my limited experience of 30 plus years I have not seen one good performance appraisal system yet.

When you mention measurement of trends, how frequently do you suggest monitoring performance data on a regular basis makes sense?  Do you suggest any timeline in terms of the individual manager and employee discussing progress against performance targets or competencies?

DK:  Well every three months is a good basis to really sit down and reflect with each other.  Obviously you are meeting with each other every day,   However, at this three month interval, it is important to have a good time and just have a good conversation, reflect on where everything is at, and to see if there is some modification that’s needed at that point.  By the end of the year, if they do have a performance appraisal that’s required, there will be no surprises.

And just one more question.  We have talked about an organizational culture that supports a focus on leaning and development, but what about a situation where there may not be an organization wide focus of this type, can  the individual manger create that type of focus with his/her individual employees, any suggestions there?

DK:  Peter Senge has a great little theory and it says one person just can’t cut it, regarding any kind of change dynamic.  Two people are only spinning your wheels.  Three people you can actually form a conspiracy.  So given what he suggested I would go look to find another couple of comrades in my organization to really set the stage for the kind of change that they are doing.  So, that they can work off of each other.  The three could really move the organization in a very interesting way, but as an individual person in an organization or as a single manger they will find it extremely difficult.  Go find a couple of cohorts to be a part of your band.

