iy onn - _‘ L L - L____{ — - [ - — o wimm— m— w—— —

-

ADAQT1667

FINAL REPORT

TASK ORDER EG-12

RESULTS OF AN ASSESSMENT OF THE

NAVY LEADERSHIP AND MANAGEMENT EDUCATION
AND TRAINING (LMET) PROSPECTIVE COMMANDING
OFFICER/PROSPECTIVE EXECUTIVE OFFICER
(PCO/PX0) COURSE

(32 X

1S3 MARGARET £. MINTON
( { UL 25 1979 KATHERINE J. SAAD
} n;é Pumtge 1 GLORIA L. GRACE
by A

c.D PREPARED FOR:
@ HEAD, HUMAN RESOURCE MANAGEMENT

AND PERSONAL AFFAIRS DEPARTMENT
[COMNAVMILPERSCOM (N-6)] U.S. NAVY

4 JUNE 1978

TM(L}-6765/000/00




et Y A R

p—— h—_r, oy iy, sy JaE— . st [E—

FINAL REPORT

TASK ORDER EG-12

RESULTS OF AN ASSESSMENT OF THE
NAVY LEADERSHIP AND MANAGEMENT EDUCATION
AND TRAINING (LMET) PROSPECTIVE COMMANDING
OFFICER/PROSPECTIVE EXECUTIVE OFFICER

(PCO/PX0) COURSE

MARGARET E. MINTON
KATHERINE J. SAAD
GLORIA L. GRACE

PREPARED FOR:

HEAD, HUMAN RESOURCE MANAGEMENT
AND PERSONAL AFFAIRS DEPARTMENY
ICOMNAVMILPERSCOM (N-8)] U.S. NAVY

4 JUNE 1979

TM-(L)-8755/000/00

-




e WmRr ez sy 9EN

— e e, e et i s ety pARem  pime N SRS ‘thesy WAL

Unclassified

SECURITY CLASSIFICATION OF THIS PAGE (Whan Dats Enterod)

=)

(VAN
g

REPORT DOCUMENTATION PAGE

READ INSTRUCTIONS
BEFORE COMPLETING FORM

Emun 2. GOVT ACCESSION NO.|
N (e 6755/poo/oo/ 2

3, RECIP g
) CIPIENT'S CATALOG NUMBER

LE (and S

4T -,
Results of an Assessment of the Navy Leadership}
and Management Education and Training (LMET) /

PP EOP REPORT-0-P ERED
—~ 7
7Fina1 fepelto; 7

Prospective Commanding Officer/Prospective S
Executive Officer (PCO/PXO) Course f,,«.”_._g'

6. PERFORMING ORG. REPORTNUNBER

2 &

inCOn)
Saad

Margaret E
¥atherine J
Gloria L. [Grace

_ﬂ\CONTRACT OR GRANT NUMBER(s)

CONTRACY OF SRAT NUREERD
/
/

N#0600-78-D-(651’

AHD ADDRESS
System Development Corporation
2400 Colorado Avenue

Santa Monica, California 90406

A 3] NY, .
AREA & WORK UNIT NUMBERS

Tagk Order EG-12

1. CONTROLLING OFFICE NAME AND ADDRESS

Department [COMNAVMILPERSCOM (N-6)}
Department of the Navy, Washington, D.C. 20370

Human Resource Management and Personal Affairs([

7

4 Junf—}979

T4 UONITORING AGENCY NAME 3 ADDRESS(!! diflerent {rom Conirolling Ollice)

B)fp

pa—y]

15. SECURITY CLASS. (of this roport)

Unclassified

iss, DECé. ASSIFICATION/ DOWNGRADING
SCHEDULE

18. DISTRIBUTION SYAYEMENT (ol lhh Report)

Approved for public release; Distribution unlimi

ted.

17. DISTRIDUTION STAYEMENT (of the sdalract sniered in Block 20, it ditterent from Repatt)

18. SUPPLEMENTARY NOYES

Asgessment
Evaluation

Leadership
Management
Competency-based training

10, KEY WORDS (Continue on reveres olds 1l naceasary and Identily by blogh number)

Nﬂsﬂucf (Contlous an veverss side Il necesssry ond Identily by Block number)

went Fducat?!on and Training (LMET) PCO/XO (LPO)
Amphibious Base, Coronado, California frow 7 to

his report presents rasults of an assessment of the Leadership and Manage-

course held at the Naval
18 May 1979, This course

wag designed to increase the effectiveness of Commanding Officers and Exec-
utive Offfcers by providing them in these billets.
of this coursc was to prouote standardized and consistent application of
the leadership and mansgement policies as set forth by the CNO.

Additional objectives

Three Navy

FORN
JAN T

473

pD | €O0IYION OF | ROV 88 (3 OBSOLETE

Unclas

gified

£ 4.4 4

SECURITY CLASSIFICATION OF THIS PAGE (When Dala Entered) [’
A4

i
3




Unclassified
SECURITY CLASSIFICATION OF TRIS PAGE(When Data Entered)

instructors conducted the course that was assessed and 22 officers, ranging
in rank from Lieutenant to Captain, participated as students in this course,

The objectives of this assessment were: (1) To perform an on-site evaluation
of the delivery of the course, Of specific concern was the ability and pro-
ficiency of Navy instructors to teach the course effectively and in compliance
with course objectives. (2) To review instructor guides and student journals|
Emphasls was to be on the adequacy of materials as they affect delivery. Also
any local or program sponsor modifications made in the delivery since the
initial course offering were to be evaluated. (3) To provide specific recom-
mendations for management decisions concerning the assigmment of Navy instruc-
tors to deliver the PCO/PXO course.

This assessment utilized an analysis design based on comparisons across units
of instruction and across time. The adequacy of the course materials was
assessed during and after the course from the student's perspective,
Variables measured included: knowledge and skill acquisition, knowledge and
skill usefulaess, course objectives, course content and process, course
materials, instructor effectiveness, and effectiveness of imstructional
methods.

Student perceptions and evaluations were obtained using assessment instruments
designed for administration at the end of each unit and near the end of each
week, On-site observations were also made throughout the course. These
findings were amalgamated with results of the analysis of assessment instru-
ment data to provide the basis for conclusions and recommendations presented
in this report.

Ten conclusions were drawn regarding the ability and proficiency of the Navy
instructors to teach the course effectively. Six conclusions were drawn
concerning the evaluation of the course materials and modifications as they
affected course delivery. Due to ingufficient data, only one general con-
clusion was drawn wich respect to the third evaluation objective which was
concerned with the assignment of Navy instructors to deliver the PCO/PXO
course. Based upon these conclugions, cight recomuendations were made
conceraing improvements for the PCO/PXO course.
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EXECUTIVE SUMMARY

INTRODUCTION

This report presents results of an assessment of the Leadership and Management
Education and Training (LMET) Prospective Commanding Officer/Prospective
Executive Officer (PCO/PX0) course held at the Naval Amphibious Base,
Coronado, California, from 7 to 18 May 1979. This assessment was conducted by
System Development Corporation (SDC) for the Human Resource Management and
Personal Affairs Department (NMPC~6C) under Task EG-12 on Contract
N00600-78-D-0651, The LMET PCO/PX0 course was designed to increase the
effectiveness of Commanding Officers and Executive Officers by providing them
with competency skills found to be associated with superior performance in
these billets. An additional goal of the course was to promote standardized
and consistent application of the leadership and management policies as set
forth by the CNO, Three Navy instructors conducted the course that was
assessed. Twenty-two offioers, ranging in rank from Lieutenant to Captain,
participated ag students in this course, All were men, and with the exception
of one black officer, all were white. Career fields varied, and approximately
half of the participants were to be stationed on ships out of West coast ports.

OBJECTIVES
The objeotives of this assessment as speoified in the Task Order were:
e To perform an on-site evaluation of the delivery of the course. Of
specific concern are the ability and proficiency of Navy instruotors

to effeotively teach/deliver the course in compliance with oourse
objettives.




e To review instructor guides and student journals. Emphasis should be
on the adequacy of materials as they affect delivery, and also to
evaluate any local or program sponsor modifications made in the

delivery since the initial offering of the course.

¢ To provide specific recommendations for management decisions
concerning the assignment of Navy instructors to deliver the PCO/PXO
course.

APPROACH

The LMET PCO/PXO course design was based on results of research on the
competencies of superior and average Naval personnel. The curriculum of the
assessed course 1s a two-waek training program and consists of nine blocks of
instruction. The first is an introduction to the course, and the following
five blocks sach deal with a specific competency. These are followed by an
int-ration and competency application unit, a block on Human Resource
Management issues, and a final command case and course conclusion block.

This assessment of the LMET PCO/PX0 course delivery and instructional
materials utilized an analysis design basad on comparisons across units of
instruction and across time. The adequacy of the instructional materials was
assessed during and after the course from tha student’s perspactive.

Variables measured in this assessment included: knowledge and skill
acquisition, knowledge and skill usefulness, course objeotivas, course contant
and process, course materials, Lnstructor effectiveness, and effectiveness of
{nstructional methods.

Student perceptions and evaluations were obtained using assegsment instruments
designed for administration at the end of each unit of ins“ruction and near
the end of each wesk. The data were analyzed and results were interpreted.
On-sita observations were alsc made throughout the course. Results of the
assessment instrument data and observer (indings are discussed separately (n
this report but were amalgamated ts provide the tasis for conclusions and
~gcommendat ons presanted below.
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CONCLUSIONS

Based on the results and findings obtained in this assessment of the LMET
PCO/PX0 course, the following conclusions were drawn with respect to the

ability and proficiency of Navy instructors:

¢ The PCO/PX0 course participants appeared to enjoy the training and
considered it to be useful. Most of the participants expressed an

awareness of a personal need for this type of education.

e With a few exceptions, the Navy instructors were found to be effective
in presenting course material through lectures and group-exercises.
Delivery was most effective during lessons in which a summarizing/
processing discussion was held.

o In most cases, the Navy instructors were extremely effective at
facilitating group processes. All demonstrated a high level of skill
in involving participants in disoussions, as well as outstanding
perception and insight. Ooccasionally discussions were not directed to
the appropriate subject area.

¢ Classroox atmosphere in general was very open and non-threatening;
however, participant interaotion indicated a less than ideal climate
existed in the classroonm.

e Specific enabling objsctives for sach unit of instruction were not
discuased in the olassroom.

e With some exceptions, the instructional methods used in the PCO/PX0
course were found to be effeotive, and the balance betwsen the various
types of scheduled activities appeared to be appropriate and
comfortable for botnh partioipants and instructors.




& The PCO/PX0 course content and process were found to be oriented
toward the acquisition of knowledge. For-the most part, the
development and improvement of subcompetency skills was given

inadequate attention both in the curriculum and in the course delivery.

¢ Participants' knowledge acquisition level appeared to range from very
good to excellent. The amount learned seemed to be greater for those
topics for which fewer theoretical concepts were presented and more
summarizing/processing discussions were held.

¢ The level of participants' skill acquisition appeared to range from
very poor to adequate. Students seemed to dsvelop or improve skills
to a greater degree during the units such as the advising and
counseling unit which included skill practice activities which were
expressly designed fer the particular subcompetenoy area and during
which the focus was properly maintained.

¢ All the examples used in the classroom and the large group discussions
led by instructors were relevant to the Navy and to the specific job
regponsibilities of a CO or XO.

Conelusions related to the adequacy of course matsrials as they affected
delivery, and modifications mads in the ourriculum were:

e Participants appeared to gain a great deal from the lcoture notes,
instruotions, readings, and worksineets in the Student Journal, The
goals of the LMET program and the overall PCO/PX0 course goals ware
printed in the Student Journal, but the enabling objeotives specific
to each unit of instruction were omitted. '

¢ Participants gseemed to Lenefit from and enjoy tha self-assessuent
instruments. Although none of the instruments were given thorough
interpretations, most were introduced and explained adequately for the
purposas of this courss.
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A large part of the course material was relevant to the Navy and to
the job responsibilities of a CO or XO. Exceptions included many of
the homework reading assignments, which were generally academic in
nature, and three civilian-produced films. The PCO/PXO0 course
participants did not seem to have difficvlty with the readings;
however, differences betwesn the situations shown in the films and
typical Navy situations appeared to be important to the students.
Posted charts outlining course material were apparently very effective.

Student progress in the PCO/PX0 course was not evaluated and no tests
were given,

No Instructor Guide in any form was available for the PCO/PX0 course.
The PCO/PX0 course curriculum was modified in Coronado shortly before

this course was delivered. There was no evidence that standardization
of the course had been assured.

Concerning recommendations for management decisions regarding the assignment
of Navy instructors to deliver the PCO/PX0O course, data collected from only
one PCO/PX0 course is not sufficient for making an adequate determination,
Howaver, based on available data, it was concluded that a variety of variables
are orucial to effective instructor performance. Findings from the course
tentatively suggest that factors other than past performance as a commanding
of ficer are important.

RECOMMENDATIONS

Based on the above conclusions, the following recommendations are made:

e The PCO/PX0 nourse curriculum should be standardized and this course

should be made available to all commanding offiosrs and executive
officers in the Navy.

5




Navy instructors should receive additional training in order to
improve their skills in group management and their ability to create a
favorable atmosphere for participant interaction. Consideration
should be given to increasing the emphasis on group management skills
in the LMET-I course.

Participants should be informed of the enabling objectives specific to
each unit of instruction in the PCO/PX0 course and tt 2 objectives
should be discussed in the classroom. Objectives should be written to
conform to the goal setting criteria taught in the LMET courses.

Group exercises, case studies, and other learni: g activities should be
examined for pertinence to the competency and oarticular subskills
being covered. Activities which provide genecal knowledge or behavior
practice should be replaced with activities which allow specific skill
use and development as well as individual performance feedback.

The content of the PCO/PXO course should be compared with the course
objectives. The curriculum should be amodified in ord;r to improve
congruence of the oourse content and process with the PCO/PX0 course
objectives. It is recommended that information concerning
competency~based research be covered with more clarity and
thoroughness and that more swphasi- be placed on prac ieing
subcompetency skilis in situations similar to these found on the lob.

Considerations should be given to the possibility of developing HNavy
learning aids whioch present content that is aimilar to that in the
eivilian-producad films but which {3 {n a context relevant to the
Navy. The lessons on organizational climate and performance
counseling, among others, could be improved if the Harvard Business
School film and “"The Dryden File" film were replaced with new Navy

learning aids on the same topies.
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¢ Enabling objectives should be included in the Student Journal for each

unit of instruction.

e A formal Instructor Guid: should be written and used in all iterations
of the PCO/PX0O course.




SECTION 1 - STATEMENT OF OBJECTIVES

1,1 INTRODUCTION

This report presents findings from the on-site evaluation of the Leédership
and Management Education and Training (LMET) course for Prospective Commanding
Officers and Prospective Executive Officers (PCOs/PX0Os). This LMET PCO/PX0
course was held at the Naval Amphibious Base, Coronado, California, from 7 .-
18 May 1979, System Development Corporation (SDC) conducted this evaluation
for the Human Resource Management and Personal Affairs Department (NMPC-6C)
under Task EG-12 on Contract NO0600~T8-D-0651. Containsd in this report is a
description of the course evaluation procedures, results of the assessment
instrument data, observation results, interpretation of the findings, and
conclusions and recommendations concerning the course.

1.2 EVALUATION OBJECTIVES

As spsaified in Task Order EG-12, the objectives of this assessment task are
as follows:

(1) To perform an on-site evaluation of the delivery of the course. Of
specific ooncern are the ability and profioiency of Navy instructors
to effectively teach/deliver the course in compliance with oourse
objectives.

(2) To review instruotor guides and student journals. BEmphasis should be
on the adequacy of materials as they affeot delivery, and also to
evaluate any local or program spensor modifications made in the
delivery sinoe the initial offering of the oourse.

(3) To provide specific recommendations for management decisions
concerning the assignment of Navy instructora to deliver the PCO/PXO
course.




1.3 BACKGROUND INFORMATION

The LMET courses were developed by McBer and Company with the objectives of

increasing awareness and building skills necessary to superior job

performance.

Extensive research was congucted in order to identify the

leadership and management competencies of succesaful Naval personnel at

various billet and rank levels.

Five general competencies were determined to

differentiate between superior and average performers in the Navy.

Twenty subcompetencies deemed important to the success of COs and XOs were

included in the curriculum of the two-wesl PCO/PXQ course. These

subcompetencies were covered in nine blocks of instruction divided by subject

matter.

The first of these is an introductory block.

This is followed by a

block on each of the five general competencies,1 an integration and
competency application block, a block on Human Resource Management (HRM)

issues, and a final block consisting of a case study and course conclusion.

ICompatencies ‘dentified to differentiate between superior and average
Naval personnel are:

1.
2.
3.
i,
5.

Concern for efficiency and effectiveness
Process management

Skillful use of influence

Problem solving

Advising and oounseling

e
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SECTION 2 - EVALUATION PROCEDURE

2.1 INTRODUCTION

The procedure used in the evaluation of the LMET PCO/PX0 course is presented
in this section. The evaluation design is deseribed, and a description of the
veriables measured and the data collection procedures is included. Also, the
research sample is described and the statistical analysis procedures are
discussed.

2.2 EVALUATION DESIGN

The LMET PCO/PX0 course evaluation utilized an analysis design based on
comparisons across units of instruction and cumulative agsessments across
time. The adequaoy of the ocourse materials was assessed from the user's point
of view during the course and again following nourse completion.

2.3 VARIABLES MEASURED

The effectiveness of the LMET PCO/PX0 course was evaluated by examining
perceptions and forming assessments related to the following variables:

puy

« Knowledge and skill aoquisition

2. Knowledgs and skill usefulneas

3. Courss objectives

4., Course content and proocess

5. Course materials

2=1




6. Instructor effectiveness

7. Effectiveness of instructional methods

2.4 DATA COLLECTION PROCEDURES

Two types of assessment instruments were used to solicit the students'
perceptions and evaluations of the course. These instruments consisted of
items to be answered on five-point Likert-type scales, as well as open-ended
questions. The SDC observer administered these questionnaires and explained
their purpose to the participants. It was emphasized that individual
responses were to be seen by SDC personnel only, and participants were

encouraged to be candid and thorough in their assessments.

Nine end-of-unit! questionnaires were administered in order to collect data
specific to each of the instruotional blocks. Following the final lesson in
each unit, the appropriate questionnaire was administered to the students who
completed it in the classroom and returned it to the SDC assessor. Questions
common to all these instruments concerned the appropriateness of the length of
the unit and the amount learned about the general subject covered.

Instruments assessing the five spsoific competency units inoluded an item
concerning the potential applioation of the skills., Questions whioh were
specifio to each unit concerned perceptions about: amount learned and the
usefulness on the job of each of the knowledge areas ocovered, smount of
leadership and management skills learned from each activity, usefulness on the
job of these skills, amount of emphasis placed on each subasompstency during
the unit, and the job-usefulness of this skill., Students ware also asked to
write comments or suggestions about each instrustional unit.

14Blocks" of instruotion were also designated as "unita" for assessment
purposes in order to conform with nomenclature used in other two-week
billet-specific LMET courses.

2-2
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A course overview questionnaire was administered to the participants near the
end of each week of the course. This instrument contained general questions
about the course overall and was designed to provide cumulative assessment
data. Items on this questionnaire concerned course effectiveness, course
objectives, personal expectations, learning from participant interagtions,
general attitude, and effectiveness of the instructors and the instructional

methods. Comments and suggestions were also solicited on this questionnaire.

Subjective assessments of the course content, delivery, and materials were
made by the SDC observer who was present in the classroom during the entire
course. This evaluation was based on direct observations of the instructors'
performance, student participation, instructor interactions with partiecipants,
and participant interactions with one another. Informstion on the course
process was documented closely. The time, instructional unit, topic, type of
learning activity, quality of presentation, degree of fit with LMET
objectives, participants' responses and apparent attitudes, and other general
obsservations were noted for each lesson. The appropriate sections of the
Student Journal and all handouts were studied as each lesson was presented,
and an assessment was made as to the adequacy of these materials for the
course and their benefit to the user. A closer examination of the aourse
materials was also oonducted following the PCO/PX0 course, Information of
significance needed to support the objeotive evaluation data was also
oollsoted during many informal conversations between the observer and the
partioipants and instructors.,

Variables weasured by sach data source are presented in Table 2-1, Results of
the measured data are desoribed and discussed in Seotion 3 of this report.
Section 3 also contains a presentation of the observer's findings.




Table 2-1. Variables Measured by Data Source,

Evaluation End-of -Unit Course Overview Observer
Variables Questionnaire Questionnaire Assessments
Knowledge
and Skill v/ 4 v
Acquilsition
Knowledge
and Skill 4 Y .
Usefulness . e
Course / /
Objectives
Course
Content/ v v v
Process
Course /
Materials
Instructor / /
Effectiveness
Instructional
Method % v !
Effectiveness §

2.5 NATURE OF SAMPLE i

Tuenty-two officers participated in the LMET PCO/PXO olass. A1l the students
ware men, and with the exception of one black offiocer, all were whita., The
student body was made up of three Captains, eleven Companders, seven
Lieutenant Commanders, and one Lieutenant. Three of the students were Medioal
Corps officers. The partioipants' praevious duty stations varied widely, but
approximately half were under orders to a ship. Eleven of the students were

Cerms
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to be Commanding Officers (COs) of their new units; nine were assigned as
Executive Officers (XOs); and two were to be Officers-in-Charge (OINCs). Most
of the officers in the class were enroute their new command under Permanent
Change of Station (PCS) orders, and the majority of these were West coast
commands .

2.6 STATISTICAL ANALYSIS

The questionnaire data were analyzed manually at SDC immediately following the
conclusion of the course. Mean responses were computed for each of the
questionnaire items which were answered on a numerical scale. Comments and
suggestions were grouped for summarized reporting, and representative or
unusual comments were selected for reference in this report.

2-5




SECTION 3 - RESULTS

3.1 INTRODUCTION

The findings of this evaluation are presented and discussed in this section.
Results from the analysis of assessment instrument data are desceribed, and

observation findings are discussed.

3.2 ASSESSMENT INSTRUMENT RESULTS

Participants' perceptions and evaluations were oollected through the use of
two types of assessment questionnaires. Findings from the instruments
administered at the conclusion of each unit of instruction are presented,
followed by the results from the measurements across timse.

3.2.1 FINDINGS BY INSTRUCTIONAL UNIT

Nine blocks or units of instruction were given in the LMET PCO/PX0 course and
an individual assessment instrument was designed for each of these units.
These questionnaires were administered immediately upon oonclusion of the unit
or prior to the beginning of the next unit. Responses to the questions whioh
were rapeated at the end of every unit are described as oomparative items.
Answers to those questions unique to the unit concerning objeotives, oontent,
and proocess are presented by individual unit.

3.2.1.1 Comparative Items

Three general questions appliocable to nearly every unit were asked on most of
the end-of-unit assessment instruments. Mean responses to those items are
displaved in Table 3-t. The relationship of ocourse weeks, dates, and units is
shown in Table 3-2.
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Table 3-2. Relationship of Course Weeks, Dates, and Units.

Week Date Unit of Instruction

Introduction

7 May 1979

8 May 1979 Concern for Efficiency and Effectiveness

1
9 May 1979
Process Management
10 May 1979
Skiliful Use of Influence
11 May 1979
Problem Solving
14 May 1979
Advising and Counseling
15 May 1979 Integration and Competency Application
2

16 May 1979 Human Resource Management Issues

17 May 1979

Command Cases and Course Conclusion
18 May 1979

The first question on each of the instruments ooncernsd the appropriateness of
the langth of time spent on the unit. A response of ons to this question
indioates the unit was felt to be too short; five, too long; and three, about
right in length. The course partioipants judged the 4.7-hour introductory
unit as quite long, and the 2.5-day unit on efficiency and effectiveness and
the 3.5«hour unit on integration and competenoy application both as somewhat
too long. With the exception of the 4.2-hour problem solving unit, which was
oonsidered slightly too short, the students rated the other units about right
in length.




Another question asked on all questionnaires except the filrst end-of-unit
instrument concerned the amount taught by the unitAabout the subject area.

For the second through the sixth units, this item concerned the specific C0/X0
competencies. A response of one on these questions indicates that little or
nothing was perceived to have been taught; five, a great deal; and three, an
average amount. Participants felt they had been taught more about the
skillful use of influence and about advising and counseling than the other
subject areas. They judged the amount taught in these units as quite large.
Other moderately high ratings on amount taught were assigned to efficiency and
effectiveness in the second block of instruction, and to relating competencies
to CO/X0 job functions taught both in the integration and competency
application unit and in the command cases and course conclusion unit.

Slightly lower estimates were made concerning the amount taught about HRM,
problem solving, and process management. Participants felt they had been
taught only a moderate amount about each of these subjects.

Following six of the units of instruction, participants were asked to estimate
the percentage of what they had been taught they would use during the next (or
first) two to three weeks on the job. Tabled responses to this item are in
mean percentages. Although the skillful use of influence unit and the
advising and counseling unit received the most favorable responsss on this
item, students felt they would use only slightly more than half of the
techniques for both competenoies when they began working in their new
position. Following tiie integration and competenoy application unit,
participants estimated that they would use slightly less than half of the
techniques they were taught for relating oompetencies to job functions. The
techniques judged to be the least applicable were those taught in the prooeas
management unit., Students felt they would use only a little more than
one-third of these techniques on the job.
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3.2.1.2 Individual Units

Unit 1: Introduction (7 May 1979). Participants' responses to questionnaire

items specific to the introductory unit are presented in Table B--1.1
Participants rated knowledge areas covered as groundwork for the LMET PCO/PX0
course on the amount learned and the helpfulness in course preparation. For
amount learned, a response of five indicates a great deal learned; for
helpfulness, five indicates a great deal of help. On both scales one
represents the least positive response, and three, a moderate response.
Responses pertaining to the amount learned ranged from a moderately small
amount learned about the reasons for change from Leadership and Management
Training (LMT) to LMET (Mn = 2,1%) to mors than a moderate amount learned
about learning styles (Mn = 3.64)., Participants perceived somewhat less than
a moderate amount of learning in the competency-based rescarch area

(Mn = 2.36) and slightly less than a moderate amount about LMET course
training objectives (Mn = 2.91). Participants' perceptions of the helpfulness
of these knowledge areas in course preparation followed the same pattern of
reggponses as for amount learned., Information on the reasons for change from
LMT to LMET was considered the least helpful, substantially less than modsrate
(Mn = 1,86), and the knowledge of learning styles was perceived as the most
helpful (Mn = 3.68). Competenoy~based research and LMET oourse training
objectives were rated closer to the wid~-point on helpfulness {Mn = 2.59 and
3.05, respectively).

Partioipants were also asked two openwended questions at the end of the
introductory unit., The first pertainsd to why they were attending the
course, They were asked if they had volunteered for the course, and if so,
why. They ware also asked how much they had wanted to attend. The majority
of the participants (82%) stated that they had been ordered or required to
attend. Over a third of thase (39%) made no further comment; U4 peroent

a1 ruomaining tabled data from the end-of-unit questionnaires are presented
in Appendix B of this report. Tables are numbered in the order in which they
are desoribed in this seotion.




wanted to attend; and one cut of six (17%) wrote they had not wanted to
attend. Those who stated they had waiated to attend gave several reasons. One
had sent two petty officers to a LMET course who had returned with positive
attitudes. Another had attended a three-day "executive overview seminar" at
Pearl Harbor and had developed an interest in attending a more formal and
expanded course. Other explanations had to do with general positivse
éxpectations about benefits to be gained from this type of training. The few
reasons given by those not wanting to attend the course included personal
concerns connected with the PCS move, and a reservation on the part of one
officer who had attended a shore command PCO course sponsored by the Bureau of
Naval Personnel (BUPERS) and felt that this course may be redundant and a
waste of time. This student continued by writing that after hearing the
content of the LMET course, however, he realized it would not be a duplication
for him. The four participants who volunteered to attend the class all gave
their reasons for doing so. Two officers felt a need to "catech up on the
latest buzz words." One of these alsc mentioned hearing "rave reviews from
other PCOs." Another participant wrote that he was geing to be faced with a
leadership situation and wanted to take every available measure to prepare
himgelf. The fourth said he had been in the Navy ten years and had never had
any management training.

The second question asked partiocipants to make comments or suggestions about
the univ, All but four participants responded to this item and comments
portained to many areas. Several of the participants made ocommants alout the
participant and instruotor introductions. One partioipant felt it uas
"superb” and another stated it was well worth the time. Abnut twloe as many
falt it was too long and not productive. They felt it was necessary and
interesting to know the many diversified backgrounds of the course
partiofipants; howaver, two participants suggested that this be inocluded in the
“welcome aboard" letter, Four students made comments pertaining to the
presentation an the history of the ocourse. They all felt it was unnecessary
and of little interest. One student thought the organization of LMET should
have bean given later {n the program. Other participants agreed about the
need for restructuring. One wrote that he "never found out what LMT waa so I
was oblivious to all the LMT/LMET conversion”. Another commented, “LNT
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history and organization is trivial. Tell-me how to get quotas. Be

specific. Didn't know what the schools were and I was briefed on locations!"
Two participants commented on the lesson on learning styles. One person felt
it could have been expanded and suggested tae possibility of using a guest
lecturer. The second said he could see no use for the Learning Style
Inventory. Several other general comments were made. One officer suggestéd
that there be fewer breaks, and another of the participants more junior in
rank mentioned that the formality/informality of exchanges with superiors was
not addressed. It was suggested that a large screen be used to preject the
videotape picture because the TVs wers too small and of poor quality. One
student appeared very optimistic: "I think this will be an informative course
of instruction especially in that HRM training is perhaps coming of age and
may start becoming a management assistance vice hindrance as it was largely in
the past." Several of the participants wrote remarks about the instructors.
Three of these concerned a particular instructor who they aonsidered
inadequate in his knowledgs and delivery of the material. Another officer
wrote that it "saems that instructors are trying to make presentations much
longer than neoessary. Asking question=, then writing the answers on the
board oould insult the intelligence of some people~-me for one." Finally, two
of the partioipants commended all the iustruotors on their knowledge and
enthusiasm.

Unit 2: Conaern for Bffinienoy and Effectiveness (7, 8, and 9 May 1979). At
the end of Day 3 the second unit of instruotion was, concluded and the
appropriate end-of-unit questionnaire was administered. Mean responses ‘o
these itema ara presented in Tables B-2 through B-4, On this instrument,
partioipants were asked to rate the amount they learned about eight subjeot
areas and the usefulnsss of the knowladge on their job. As on the firat

end-of-unit questionnaire, a response of one on the amount learned item
indicates a rating of very little learnad, and a five indicates a great deal
learned. On the usefulness item, a one indicates a rating of not very useful,
and a five indicates very useful, On both scales, ¢ three is a mid-range
response. Partiocipants' mean responses to therse {tems are shown in Table

B-2, The students in this class felt tihey had learned a woderate amount or
more about each knowledge area. More was perceived to have been learned about
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motivational styles (Mn = 3.75), three social motives (Mn = 3.55),
organizational climate (Mn = 3.50), and motivation theory (Man = 3.47), than
about goal setting criteria (Mn = 3.00)., Usefulness ratings were also in the
mode=ately high range. Knowledge about motivational styles was considered to
be the most useful (Mn = 3.70), followed by motivation theory (Mn = 3.68).
Goal setting criteria and situational leadership, although still judged as
useful, were rated the lowest of the areas on this item (Mn = 3.30, for both).

The respondents were also asked how much emphasis was placed on each of five
efficiency and effectiveness subcompetencies and how useful the skills would
be to them on their job as CO or XO. Anchor points on the emphasis scale
are: a great deal cof emphasis, %; medium amount, 3; very little emphasis, 1.
Descriptors on the usefulness scale are as previously described. All the
subcompetencies of efficisncy and effectiveness were considered to be
moderately to well emphasized and quite useful on the job. (See Table B-3.)
Initiates action was judged to be both the least emphasized (Mn = 3.10) and
the least useful on the job (Mn = 3.45). Although demonstrates concern for
aefficiency and effectiveness was seen as receiving the most emphasis

(Mn = 3.85), it was perceived as less useful than ocaching subordinates

(Mn = 3.80 and 4.00, respectively).

The final oategory of rating for this unit had to do with the five learning
activities used. Eaoh was assessed on the amount learned about leadership and
management skills and the usefulneas of the skills aon the job. (See Table

B .} On the first ftem, partisipants’ ratings ranged frow a slightly less
than medium amount learned from viewing the Target Practioce exaroise on
videotape (Mn = 2.75%) to 2 moderately large amount learned from the Harvard
Business School film (Mn = 3.60)., Although the usefulness ratings were
somewhat lower, they paralleled the amount learned ratings. The skills
learned from the Targel Practice exercise on videotape were considered only
somewhat useful (Mn = 2,45) and those galned from the Harvard Business Sohool
tilm were judged to be of the most use (Mn = 3.30). Ratings were at the
midpoint on both scales for tae LEAD Inatrument (Mn s 3.00, for both amount
laarned and usefulness).

——
—




At the end of the questionnaire participants were given the opportunity to
make comments or suggestions regarding the efficiency and effectiveness unit.
Five of the participants did so. Of these, three commented favorably on the
value of hearing one of the instructors talk about his firgt-hand

experiences. This session was praised on being "moving and very .
informative." Another wrote that he felt the unit had relied too heavily on
case studies and not énough on the actual experience of the officers
attending. One participant suggested spending more time discussing the
"activity trap" one can get into in the Navy. Another student wrote that this
unit was of an "appropriate length, but most of the hard ideas or concepts are
still somewhat fuzzy. Hopefully later material or more review or reflection
on my part will help bring it together." This concern was also expressed by a
participant who complained that he was not being led to "some logical
conclusion as to what the correct way or recommended way to do something is."
He expressed frustration in that he had put a lot of work into some lessons,
such as writing the goal statement, and felt that he had not gotten anything
out of it. A& final respondent complained that management by objectives, as it
oan be applied to a ship, was not covered adequately. This officer felt that
MBO would not work without several days of intensive managerial training and a
total commitment to the system on the part of the higher authorities. He
wrote, "Isn't it foolish to think we can effeatively use MBO absent support
from above, training for subordinates, and time to learn this system?®

Unit_3: Process Management (10 May 1979). Participants' perceptions of the
prooeszs management unit are presented in Tables B.5 and B-6, The four
suboompetencies of proaess management ware assessed by the participants who
estimated the amount of emphasis placed on each and the usefulness of each
akill on tha job. (Ses Table B-5.) Anchor points for each of .he rating
scales are identical to those on the second end~of-unit questionnaire.
Partioipants felt that each of the four skills had been emphasized only a
moderate amount, and three of these received identically low ratings on this
item (Mn = 2.76, for each)., The fourth, systematically monitors progress
toward the implementation of a plan, was perceived as receiving the most
emphasis (Mn 2 3.05), Usefulness ratings were slightly higher, although still
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moderate. The most useful subcompetency skill was considered to be gives
effective performance feedback (Mn = 3.24)., Matches job requirements to
individual capabilities was felt to be of slightly less use than the others
(Mn = 2.95).

The two learning activities included in the unit were rated on amount of
‘skills learned and usefulness of these skills on the job. (See Table B-6.)
Participants felt they had learned somewhat less than a moderate amount about
leadership and management skills from the monitoring exercise (Mn = 2.62) and
sightly more than a moderate amount from the Seabee Work Center (Mn = 3.19).
Both activities received slightly lower than moderate ratings on the
usefulness item, the Seabee Work Center being perceived as more useful than
the monitoring exercise (Mn = 2.76 and 2.62, respectively).

Participants were also asked how easy they felt it would be to apply the
process management skills taught in this unit in their future job as CO or

X0. A mean rating of 2.90 was obtained, indicating that thay felt it would be
slightly less than moderately easy to use the skills. .

The students were again given the opportunity to make any comments or
suggestions pertaining to the unit. Eighteen of the twenty-one offiocers who
angwered the questionnaire chose to do so, Several of the comments pertained
to the amount of time spent on this competency and its perceived benefits to
participants. Examples of these ave, "I got very little from this unit.
Process management seems like it is an important topio and I think more time
should be spent on the subjeot;" and "The segment will be of limited value to
me in my jJob as X0. It was fup but was not productive time." Hany gtudents
commented on the two learning aotivities also. The monitoring exercise was
constdered by one participant to "more or less formalize what we know and
experience daily as a matter of routine. It will be beneficial in that I am
now more aware of means of monitoring and the general applicability of each."
Howevar, another student felt that this exeroise wes “either misundsrstood or
Geliberately {gnored by most of the participants.® Another wrote that it was
not very useful.” In agssessing the Seabee Work Center exercise,
partictpants' comments were generally unfavorable. Several enjoyed the
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activity and the break in the routine, but considered it of little use to them
on the job. A few respondents felt they had learned from it, although one of
these considered it too time-consuming for this short unit. Suggestions about
several subjects were written, such as holding debates on specific topies of
concern in order to generate more interest and help the participants with
ideas for possible future use. Another was that more emphasis be placed on
the management and allocation of competing resources since, as the student put
it, "that is going to be one of our most demanding problems." Many comments
about the unit overall were received. One student felt that more control was
needed in the classroom. He described one activity where he felt they spent
"a lot of time discussing trivia (e.g., is INSURV good or bad) vice what makes
good monitoring and what doesn't.® Another participant's complaint with the
course up to this point was that "a lot of philosophy and methods have been
presented but I have gained no specific techniques or new ways of doing
business." He felt that all that had been accomplished was to put names on
the styles used by Naval leaders. Another student expressed this general
confusion about process management subcompetencies by his sole comment: "I
had a diffioult time relating the questions on the survey to what we did."

Unit 4: Skillful Use of Influence (10 and 11 May 1979). Participants'
assessments of the fourth unit of instruction are presented in Tables B-7
through B-10, The first question specific to this unit conoerned the four
skillful use of influenoe knowledge areas. (See Table B-T.) Partioipants
rated the amount they learned about each subjeot and the usefulness of this
information to them on the job. Response desoriptors ars the same as on

previous questionnaires. Participants felt they had lsarned a moderately
large amount about each of the areas, particularly about rewards and
rgoognition (Ma = 3.95). The information was also considered useful.
Knowledge about empowering techniques was rated the highest on usefulness

(Mn = 3.67) followed by rewards and recognition {Mn = 3,62), S8peoific
behaviors of influential and noninfluential COs and XOs, although rated in the
moderate range, received the lowest ratings on both dimensions (Mn = 3.38 and
3.2H, for amount learned and usefulness, respectively’.
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The four subcompetency skills covered in the unit were rated for amount of
emphasis and usefulness on the job. (See Table B-SL) Participants rated only
one skill--controls expressions of anger, coercion, and direct advice-giving--
as receiving slightly less than a medium amount of emphasis (Mn = 2.76). The
remaining three were considered to be emphasized to a greater degree.
Participants felt that uses power in a positive fashion was given the most
emphasis (Mn = 3.62). All four subcompetencies were considered to be quite
useful on the job. Mean responses to this item ranged from 3.62 for controls
expressions of anger, coercion, and direct advice-giving, to 3.86 for uses
reward and recognition.

Table B-9 presents participants' perceptions of the learning activities used
during this unit., The students felt they had learned quite a bit from the
"Pygmalion Effect" film (Mn = 3.86), but only moderate amounts from the Seat
124 exsrcise in empowering others (Mn = 2.90) and the Strength Deployment
Inventory (Mn = 3.05). In judging the usefulness of the skills gained,
participants still felt very positive about the "Pygmalion Effect" film

(Mn = 4,14). Skills learned from the Strength Deployment Inventory, the Seat
12A exercise, and the role plays were considered to be slightly less than
moderately useful (Mn = 2.81, 2,86, and 2.95, respeotively).

Participants were also asked three questions about their perceptions of their
ability to influence others. (See Table B-10.) When asked to compare their
ability to influence others before beaginning training with their present
ability using the techuiques learned in the course, participants considered
themselves to be somewhat more effeotive, following this unit, in influenoing
their subordinates (Mn = 3.33), their peers (Mn = 3.29), and those higher in
the chain of ocommand (Mn = 3.33). Partioipants also felt they had learned
more than a moderate amount about the skillful use of influence from the other
partiocipants (Mn =z 3.57).

Half of the twenty-two partiocipants made comments or suggestions about the
unit. They were overwhelmingly positive. It was considered a gond unit,
worthwhile and fun, Among the things mentioned as enjoyable and banefiocial
were the active involvement {(as opposed to the formal lecture), the lesson on
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empowering techniques; the case studies, and the MBO exercise. Students also
felt they had learned more about themselves and that the information was
readily applicable to their jobs. The suggestions that were offered were an
indication of the level of involvement in this unit. Participants recommended
that more time be spent on discussions and on the entire unit, and that
additional films showing various leadership styles be used "to bring the
material home." The only negative comment was written by an officer who felt
that "the MBO exercise wasn't worth all the time."

Unit 5: Problem Solving (14 May 1979). Mean responses to items on the
questionnaire administered at the end of the unit are displayed in Tables B-11
through B-13. Six subskills were identified for COs and XOs who were
competent problem solvers. Participants were asked to rate the amount of
emphasis placed on each skill and to judge the usefulness of each. (See Table
B-11,) Anchor points on the response scales are the same as on similar items
on the other questionnaires. The participants felt that most of the skills
had been emphasized less than an average amount. The subcompetenoy which was
considered to be most heavily emphasized was felt to have been given only a
little more than a medium amount of emphasis (Mn = 3.23). This skill was
selects appropriate action and was under the general area of develops a plan.
Another subskill of develops a plan--determines alternatives--was rated
slightly above moderate on this svale (Mn = 3.18). Participants felt that the
loast emphasized skill was effectively delegates responsibility (Mn = 2.50),
All six suboompstencies were considered more than moderately useful on the
Job. Effectively delegates responsibility, although rated above the
mid-point, again received the lowest rating (Mn = 3.23), and determines
alternatives (as part of develops a plan) was considered the most useful
subskill (Mn = 3.6H) followed by selects appropriate alternatives (Mn = 3.50),

Two learning activities ware used in this unit, and participants were ssked to
assess the amount they learnsd about leadership and management skills from
each activity and how useful thas skilla wers to be to them on the .Job. (See
Table B-12.) Participants perceived a moderate amount of learning from both
the case study and the rols play (Mn = 2,95, for both). Skills gained frum
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the role plays were considered to be moderately useful to a CO or X0

(Mn = 3.00), and those learned from the case studies were judged to be
slightly more useful (Mn = 3.23).

This unit also covered two techniques of problem solving, and one item on the
questionnaire asked the participants to determine the amount they learned
ébout each technique and the usefulness of each in their future jobs. (See
Table B-13.) Brainstorming was rated higher than force field analysis on both
dimensions., Participants perceived somewhat less than a moderate amount of
learning about both (Mn = 2.86 and 2.09, for brainstorming and force field
analysis, respectively). In assessing future use of these %echniques,
participants felt brainstorming would be useful on the job (Mn = 3.41),
whereas force field analysis would be of little use (Mn = 2.27). Participants
were also asked a general question to assess the helpfulness of what they had
learned about the material in solving problems on the job. The mean response
to this item was 2.95, indicating that participants considered the information
in general to be somewhat helpful.

Fifteen of the twenty-two participants who responded to the questionnaire mads
further comments or suggestions about the unit, Responses to this open-ended
item were widely varied. For example, one student wrote that this unit was
the most concise and useful to date," while another commented that it was the
"woakest section to date." Several participants wrote about the learning
activities and the problem solving techniques which were taught. One student
considered the case study and role plays "very useful exercises, although the
rest of the unit lacked theoretical basia and practical utility," and another
commented that more case studies on a wider variety of real problems would be
beneficial, More than one partioipant was ooncerned about the insecurity and
artifioiality of the role playing, and {% was suggested that more time be
allotted for the oritique of the role plays. Aoccording to one respondent,
"the interplay of other students was partioularly valuable.® A student
recommaended that an example of force fisld analysis, sven if non-military, be
inocluded, and that a movie ba developed tn illustrate the use of this
technique. Brainstorming was oritioized as a last resort technique to use
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when one is desperate. Many participants expressed a need for more time spent
in this unit. As one student commented, "very little time spent on an
important subject.® Another wrote, there was "“too little on the 'how to's of
the problem solving, {(i.e., defining the problem, developing alternatives,
evaluating alternatives).™ This feeling was expressed by oth<r- officers in
the class, one of whom wrote that the sparse information dei: ered left them
"too quick to jump to conclusions.™ He wrote, "problem and analysis and the
decision process is one of our most important functions, Emphasis at this
course is far too skimpy." Two participants mentioned the problem of
discussions focusing on content rather than process. One felt that the role
plays and processing concentrated on racial problems more so than on problem
solving. The other wrote, "I keep getting confused as to whether the subject
or the medium is the substantive part of the course."

Unit 6: Advising and Céunseling {14 and 15 May 1979). Data obtained from the
questionnaire given following this unit are summarized in fables B~ 14 through

B-16. The two major knowledge areas, which concern techniques for counseling,
were evaluated by participants in terms of how much was learned and the
usefulness of the information. (See Table B-14.) The respondents felt they
had learned a fairly large amount about the techniques used in both parsonal
problam counseling and performance counseling and that both would be quite
useful on the job. The personal problem counseling ares was given higher
ratings than the performance oounseling techniques on amount learned

(Mn = 4,18 and 3.77, respectively) and on usefulness (Mn = 4,05 and 3.77,
vespestively). '

Partioipants were also asked to determine the amount of ewphasis placed on the
eight advising and counseling suboompetencies and the usefulness of these
akills. (See Table B-15.) The respondents felt that all but one of these
subskills had been emphasized to a moderately large degree. Seeks out pe:sons
with problems, as part of demonstrates positive attitude, was oonsidered to
have been given less than a medium amount of emphasis (Mn = 2.77).
Partioipants judged that the more emphasized suboompetency was listens to
others and acourately hears what they are saying (Mn = 3.90). This skill was
also considered to be very useful to a CO or X0 on the job (Mn = 4.14). Other
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usefulness ratings were moderate to moderately high, and rankings paralleled
the emphasis ratings fairly closely. The subskill considered the least useful
was seeks out persons with problems (Mn = 3.18), which was also judged as the

least emphasized.

Participants' perceptions of the learning activities used in the unit are
shown in Table B-16. The responscs tended to be favorable; participants
perceived more than a moderate amount of learning about leadership skills from
all three activities. Mean responses on the amount learned question ranged
from 3.50 for the "Dryden File" film to 3.82 for the participants' role

plays. The skills gained from all three activities were also considered to be
useful. Again, the "Dryden File" film was rated slightly below the other
activities (Mn = 3.50), but the skills lsarned from the instructors' role
plays were assessed as the most useful (Mn = 3.82).

Participants were also asked how much feedback they received from the unit
about thelr own ability to perform the skills needed to be an effective
advisor and counselor. A response of five indicates a great deal of feedback
and three, a moderate amount. A mean response of 3.36 was obtained,
indicating that the respondents felt they had received slightly more than a
moderate amount of feedback.

Sixteen of the twenty-two participants who respondad to the questionnaire
wrote further comments or suggestions. Many simply said they found the unit
practiocal and applicable. Several participanta commented on the role plays,
gome of them writing that they believed it was worthwhile or even essaential
for the instructors to be pregsent during the role plays in order to provide a
critique. The felt the peer evaluabions alone were not suffiolent and that
they could benefit from the experience of the {nstructors. One partiocipant
suggested it aight ba Nglpful to assign roles the day before so that there
would be less ocneern with trying to remember the role and more attention
focused on the skill practice. Two participants wrota very different comments
about the "DryAen ?llé“ film. One romarked that the film was appropriate to
the seotien, but another felt it was counter-productive. This second
respondent listad three reasons: “a CO or XO diagnoses, not some outside
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expert; drugs and booze aside, there is no place to find counseling for the
person with performance problems other than inside the organization; and the
instructoré' attachment to the film as a teaching tool is not justified--the
point of aim is muddled."

Participants also made several comments about changes they would like to See
in this unit. These suggestions included more sophisticated case studies
("the existing ones are over simplified"); better evaluations of individual
skills after each session; frequent scrambling of the groups so the
participants do not always interact with the same people; more solid feedback
and perhaps a videotape to help "firm up" the counseling techniques; and less
time spent on such things as the instructors writing on thé board effective
and ineffective behaviors displayed during the role plays. One participant
recognized a need for a particular topic to be covered in this unit. He
wrote, "Performance counseling did not address the specific use of fitness
reports and evaluations as a tool or how to use them as interim measures to
affect the behavior of others. I have seen too many COs do poorly in Junior
of ficer counseling at fitness report time."

Unit 7: Integration and Competency Application (15 May 1979). The assessment
instrument designed for this short unit contained no soaled items specific to
the integration and application material or process. & simple open-ended

- question asking for comments or suggestions was asked on this questionnaire,

and about two-thirds of the participants responded to this item. The large

ma jority of the oomments were positive, and many of these were short
compliments, such as "the movie was enjoyable,® "lot of fun and got something
out of it at the same time,” "enjoyed it--put things together well," and “"good
fliok." Some of the respondents elaborated more by writing about the benefits
they received from the unit. A comment representative of these was, "This
exeroise tied most of the preceding material together in a neat package. It
should be helpful in asseasing the olimate and people of my new oommand and in
helping me to use appropriate management sxills and leaderahip styles."®
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A few criticisms and suggestions were written about this unit. Three students
complained about the length of the discussion following the film, and they
suggested it be less "drawn out." Another participant felt that this unit
lacked realism. According to this officer, "12 0'Clock High ran the whole
gamut of managerial and leadership scenarios, much more so than we would ever
be exposed to, with none of the administration/human rslations crap thrown
1h--not reality." Again, one of the students expressed the need for the movie
to be projected on a screen larger than the TVs which were used. And a final
recommendation for this unit was that "a very effective addition to this
portion would be to have the student formulate a list of those items or
initiatives to be looked into and (1) promulgated within the 30 days in
commanc, (2) promulgated within 30 to 60 days in command, or (3) held in
abeyance for a longer period of time.® =~

Unit 8: Human Resource Management Issues (16 _and 17 May 1979). The results
from the questicnnaire administered at the end of the Human Resource

Management (HRM) unit are presented in Tables B-17 and B-18, Participants
were asked to rate three knowledge areas for amount learned and usefulness on
the job. (Ses Table B~iT.) The students judged that they had learned only a
moderats amount about both HRM issues and the HRM Cyole (Mn = 3.00, for each)
and even less about strategies for producing change (Mn = 2.78#). All three

' knowledge areas were oonsidered to be moderately useful on the Jjob.

Participants were also asked to rate six learning activities for amount
learned and usefulness on the job. (See Table B-18.) There was a
considerable range in partiocipants' peroceptions of the amount learned from the
different activities. The aotivity from which students felt most was learned
(Mn = 4.25) was a talk given by the visitor from the Navy Drug Rehabilitation
Center (NDRC). The information delivered in this talk was also considered
quite useful (Mn = 4,00;. Partioipants believed they lesrned a large amount
of useful i{nformation from the interviews with the enllisted personnel

(Mn = 4,05, for amount learned and Mn = 4,10, for usefulness). The videotaped
Counseling and Assistanoe Center (CRAC) lecture and the analysis of Chief of
Naval Operations (CNO) objectives were rated the lowest of the activities for
amount learned (Mn = 2.35, for each) and usefulness of information (Mn = 2,70,
for each).
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In the open-ended question which followed, participants were asked to state
their understanding of the relationship between the LMET program and the HRM
program. Several considered the two complementary. Some responses were:
"related in aim, point, methods, theory; developed and firmed up at different
times from different sources™; "I see some of both in both. 'Being effective’
can be improved upon and the first tool is the chain of command. They both ’
emphasize 'listen' and 'trust! "; and "Many of the skills and much of the
knowledge required of middle managers and top level management imparted in
LMET are required to implement MBO indicated by the HRM eycle.™ Others
regarded one system as a component of the other. Sample comments were: "LMET
supports HRM"; "LMET program offers ways to implement the HRM program"; "LMET
prograw is supportive of the HRM program--good because it forces PCOs/PXOs. to
get away from day-to-day jobs and concentrate on formal HRM sessions"; VYLMET
should help in the problem solving and identificétion portions associated with
HRM"; and *LMET is a subset of the HRM program in that its goal is enhanoing
the leadership in the Navy and improving resource management." Two
participants defined the relationship more precisely: “LMET is a schoosl and
one item taught is a description of the HRM program" and "HRM is for sampling
squadron atmosphere. LMET is for working effeotively in the system." Several
others made more general statements that did not direotly answer the

question. For example, one student wrote, "It takes good leadership to
produce results from the HRM program. Poor leadsrship is often the ocause of
problems found by the HRM program.*

The seoond open-snded question asked partioipants how adequately the HRM Cyole
was covered. Twenty students raspended to the question, Fifteen wrote that
they felt an adequate job wus done. Several commented further: "Could have
shown nmore examples of how to take feedback and oreate changes"; and "The
aycle itself was covered adequately but the actual evaluation of the ship or
shora activity will raquire muoh more elucidation by the HRM team." Three
partioipants felt the HRM Cycle was very well coversd; two of these students
had previous experience with HRM. Ancther respondent felt that the HRM Cycle
was covered too thoroughly. Ho wrote that most PCOs and PXOs are experienced
and will be fully briefed at the start of the HRM Cyocle.
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Participants were also asked how adequately they felt Navy Equal Opportunity/
Race Relation (EO/RR) issues were covered in the HRM issues unit. Four of the
participants responded simply that the coverage was adequate, and seven wrote
that it was poor or not covered at all. Others elaborated further. One
participant wrote that he was glad the issues were covered only briefly
because he was "sick of hearing about it." "In my 13 years of Naval service,
performance on the job has been the only criteria,® he wrote. A& distinction
was made by some participants between coverage of race relations and that of
women in the Navy. Half of those who made direcet reference to the women at
sea issue felt the emphasis was adequate, and half felt it was inadequate.
One participant who considered the coverage insufficient had the following
complaints: "Previously submitted questions were not completely covered,
particularly with regard to holding women in the Navy to their enlistment or
to their obligations for special training such as the U.S. Naval Academy--and
its ramifications on holding men to their obligations. I feel this i3 the
primary festering sore of this program Navy-wide which must be addressed.
This also applies to initial policies assigning men versus wouen to sea duty.
The woman in the Navy disoussion should be expanded and more oarefully
monitored in class to preolude interruptions." Finally, one student commented
that there was very little EO/RR exposure as such, but that they were
approached obliquely through the women in the Navy disoussion, the lesson
about tne HRM Cyole, and in talks with the enlisted personnel, The direct
comments made aboub the race relations issuss {adiocated participants felt the
topic had received 1little or no atteation.

The final open-~ended question provided the opportunity for participants to
make comments or suggestions about the unit. Twalve participants did so.
Three quarters of those who responded said the interviews with the chiefs and
patty officers were too short, A4s one respondent commented, "The fasues we
will be immediately involved with were there. We didn't have enough time to
digouss them." Another student wrote that he “would even go so far as
advocating taking time away from the class presentation %o expand this
segment." Two participants also commented on the women-at-sea 'gssue. One
suggestad more time be spent on the issue, and the second wrote, "We in the
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B class kind of blew it with the women. We talked toou much when we shculd have
l been listening to the women. The instructor should take this into
consideration in the future and see that the women get to say what's on their
i ninds."
L l In reference to the CAAC presentation, one participant felt the videotape was

"terrible,® and another wrote that there was too much emphasis on why one

l should use the program and not enough on how to use it effectively and get
arcund deficiencies in the program. This student used "the four to seven

i weeks it takes to get a man screened and into the CAAC/ARCIM as an example.

{ Another officier suggested that the course include a visit to the drug and
aleohol rehabilitation centers. He wrote, "I know this would take more time,

i but I feel other items such as some of the role plays are less important.®

Unit 9: Command Cases and Course Conclusion (17 and 18 May 1979). The
results of the questionnaire administered at the end of the last unit are

ghown in Table B-19 and B-20. Seven learning aotivities were rated for amount
learned and usefulness on the job. (See Table B-19.,) Participants perceived
| more than a moderate amount of learning from most of the activities,
Analyzing oommand case data was the aotivity rated the highest on amount
i learned (Mn s 3.80) followed by the role plays (Mn = 3.75). Least, but still
i a moderate amount, was judged to have been learned from the short individual
. éxercise in identifying oritical CO/XQ job funotions (Mn =z 3,05). Usefulness
\ ratings were all moderately high. Partiocipants felt that what they gained
from developing goals for comuand cases was the most useful information
{ (Mn = 3.80), but that developing an action plan, although useful, was of ieas
use (Mn = 3.45),

Table B-20 presents participants' perceptions of the PCO/PX0 skill areas.
Partioipants rated the amount learned about 27 akills pertaining to five areas
of instruction. Partioipants perceived the greatast amount of learning in

41cohol Rehabilitation Center
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positive expectations (Mn = 4.00), listening to others (Mn = 3.95), setting
goals (Mn = 3.76) and understanding others (Mn = 3.76). Slightly less than a
moderate amount of learning was perceived in only six of the competencies:
technical problem solving (Mn = 2.71), disciplining others (Mn = 2.81),
resolving conflicts (Mn = 2.86), delegating responsibility to others,
monitoring results, and acting impulsively (Mn = 2,30, for each). The )
usefulness of these skills on the Jjob was also rated. Participants generally
rated the competencies higher on usefulness than on amount learned. Almost
all were considered more than moderately useful. The most favorable ratings
were assigned to listening to others (Mn = %.29), positive expectations (Mn =
4,19), giving feaedback (Mn = U4.14), setting goals (Mn = 4.10), and planning
and organizing (Mn = 4.10). The four that received ratings below moderately
ugeful all pertained to the area of coercion: acting impulsively (Mn = 2.45),
negative expectations (Mn = 2.71), failing to resolve conflicts (Mn = 2,80),
Qnd coerciveness (Mn = 2.81).

In this questionnaire participants were also asked how often they thought they
would refer to the LMET Student Journal when back on the job performing as a
CO or X0. A response of five indicates very often and three, "will refar
some." A& mean response of 3.1l was obtained, indiocating graduates plaaned to
refer to the Student Journal soms.

The final scaled item on the questionnaire asked participants what percentage
* of the subocompetencies taught in the course they expeoted to use during the
next two to three weeks on the job., A mean response of 57 percent was
obtained. Individual responsas ranged froa 25 Lo 100 percent.

Agaln, an opon-ended question provided the opportunity for participants to
make general comments or suggestions about the unit. Elaven of the twenty-one
ohose to do so. (mz participant used the opportunity to clarify his

responses on the usefulness ratings of the subcompetenoies. He said that in
rating usefulness of some of the skills he considerad the usefulness of the
knowladge of the negative impact some behaviors would have and the skill to
avold them. Almost half of those answering this item made some reference to
the talk by the reprosentative of the Seoretary of the Navy. One person
suggested it be scheduled earlier in the second week, Another enjoyed it
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because he considered the speaker "excellent, charismatic, and
sports-oriented." "Charged me up!"™ wrote this participant. One respondent
qualified his praise. He felt the talk was "super, but did not answer
questions or lead up to expectations on what is going on in Washington on
retention matters, women in the Navy, or retirement initiatives."™ Others who
commented also expressed disappointment, one quite negatively. This student
wrote that he had expected to hear about retention and he resented the
approach used by this speaker. He wrote, "If we needed a successful CO to
tell us his method, one could be gotten locally and so advertised. I feel he
was skillfully patting himself on the back."

Other comments received concerned the command case exercise. Several students
felt it was very beneficial and interesting. One mentioned that more time
could have been allowed for the presentation feedback., Another respondent
commented on a need for clarity and summarization in this unit. He wrote, "I
realize that the iastructor technique is not to draw conclusions for the
class, but it would help us get a sense of obtaining something from the
exercise." The only unfavorable response to this question was written by a
participant who was "not over-enthused." A final comment about the unit was
nade by one of the three medioal officers in the olass who wrote that in this
unit it was diffiocult for him "to deal with the material, to identify with the
role of the ship's ocaptain, or to contribute to the work of the group."
"Perhaps the Staff Corps offiocers should have a problem of their own," he
suggested,

Partioipants were asked, as a final open-ended question, if they had any
comments about the LMET PCO/PX0O oourse in general. Most of the comments made
were positive and included such statements as "I gained by attending"; "most
helpful in attitude and people<handling skills"; %good, intereating ocourse
whioh exceeded my expeotations"; "surpassed by expectations-~I feel I am
better for having taken it." One student elaborated further. He wrote,
“"Overall I learned quite a bit in the two weeka I have been here--different
methods of thinking and different iusas. (I 'am teohnically oriented.) One
thing that surprised me and pleased me was that I had to do a lot of these
things before and I was doing good things before." Others singled out more
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specific characteristics they liked about the course, such as the
"outstanding” instructors, the guest speakers, the "appropriate" films, "the
active class involvement," unplanned discussions, and the "practical
application with the LPOs and CPOs."

Several students wrote general complaints and suggestions, some of which
indicated disagreement with the preceding positive comments. For example, one
student felt that "some areas were drawn out just to cover more time and were
activity related rather than trying to accomplish something." Another wrote
that the course was too long. At least one participant disagreed. He
suggested that the course be "condensed a little with longer days or shorter
lunch hours and more time for discussions with women in the Navy, the SECNAV
representative, successful COs, ete." Other general complaints had to do with
loose control in the classroom over "students who rambled," "use of confusing
and complicated language," over-use of "artificial teaching tools" and role
playing, and too little time speant on real life situations such as the
discussions with the enlisted personnel. One partiocipant wrote "the jargon
and technical application of common phrases is a negative; if the contractor
or ourriculum changed, the terms would also, yet the subjeot is still the
same." He also said that not enough attention was placed on the effeative
directing of others and the nature and sensitivities of junior entisted
personnel. He concluded by writing, "a precise application of course methods
would involve a high degree of manipulation.' Several specific suggestions
wero also nade. One student felt that it would have been helpful to formulate
a plan of aation for his own oommand. Another recommended that more emphasis
be placed on problem analysis and solving, and still another mentioned again
that he felt brainstorming should be deleted from the material as it was not a
useful tool for COs and X0s. Other recommendations ware that trips be taken
to the drug and aleohol rehabilitation centers, that the videctape be used to
provide feedback to svery astudent presenting in the olass, and that the tables
be arranged into a roundtable configuration to allow for all participants to
have eye contact with one another. Another suggestion was made by a
pa~ticipant who wrote that needs for improvement included, “ar additional
summary at end of each section on key points and what we should have gotten out
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of the section and retained, and more overview at the end or start of each day
to insure retention of key points and to help tie material together better.”
One final comment was particularly analytical: "I believe the course assumes
a lower level of knowledge of leadership/management than necessary. We could
have improved our leadership/management skills more if the class knowledge of
the above had been measured and cases designed to build on that knowledge.
Early case studies were designed to prove the theory rather than build skills."

3.,2.2 FINDINGS ACROSS WEEKS

Near the end of each of the two weeks of the PCO/PX0 course, participants
completed an overall course assessment instrument. Mean responses to the
eight s~aled items on this questionnaire, which was designed to provide a
cumulative evaluation of the training, sre displayed in Table 3-3.

Participants responded favorably to these questions, and ratings made at the
end of the second week tended to be somewhat higher than those for the Week 1.
In both weeks, partioipants judged the oourse as more than moderately
effective in training leadership and management skills, and they felt the
course had addressed issues or problems important to the Navy quite well.
Partioipants felt that both the oourse objeotives and thelr expectations had
been well met, and that they had learned a large amount from interactione with
the other partioipants. Students also responded that they liked attending the
oourse. Partiolpants' ratings on each of these areas were higher by Week 2.

In assesaing the effectiveness of the instructional methods and the capability
of the instructors themselves, partioipants were slightly less complimentary
by the time the course was concluding. The officers were still quite
favorable in their evaluations, however. They considered the instruotional
methods to be more than moderately effsotive on both weaks. At the end of
Week 1, the instruotors were assessed as vary capable in using the meihods to
get the learning points acroas. By Week 2, they were judged as slightly less
capable, but the rating was still quite high. In responding to this item




Table 3-3. Overall Course Evaluation as Reported by Participants

Near the End of Each Week (Means).

Mean Response

Question

Week 1 Week 2
Overall, how would you rate this course as to
effectiveness in training leadership and 3.75 4,00
management skillg?
To what extent do the course objectives address 3.70 411
issues or problems important to the Navy? * :
In general, how well do you feel course 3.90 411
objectives have been met? ) .
How well has this course met your expectations? 3.81 4,11
How much have vou learned from other .00 4.26
participants during the course so far? ' )
How do you feel about attending this course? 3.95 4,11
How effective do you feel the methods used in
this course are in getting the instructional 3.86 3.7
points across?
In your opinion, how capable are the
ingtructor(s) in using these methods to get 4,40 4.17

the instructional points across?
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during the second week, three students felt it was necessary to assign a
different rating to each instructor. No names were mentioned, but individual
responses ranged from a two on the scale (less than moderately capable) to a
five (very capable). Averages of these ratings were included in the data
analysis.

Because both times this instrument was administered it accompanied an
end-of-unit questionnaire, participants did not respond to the item asking for
suggestions or comments about the course thus far.




3.3 OBSERVER FINDINGS

Results from the observation data are presented and discussed below. General
findings applicable to this antire iteration of the PCO/PCO course are
described, followed by a presentation of observation results specific to each
of the nine units of instruction.

3.3.1 GENERAL FINDINGS

Assessments of certain characteristics which apply to this PCO/PX0 course
overall are discussed below.

3.3.1.1 Instructor Capabilities-

Three Navy instructors participated in the teaching of this course. Two of
the instructors had been teaching in the LMT program prior to the inception of
LMET, The third instructor was new to the assignment and had just completed
conversion training at Coronado. All of the instructors were Coumanders and
were white males. The training load was divided unevenly; those with more
experience were responsible for larger portions of the instruotion.

Each of the instructors appearsd to be knowledgeable of his subject matter and
well prepared to deliver his lessons, There was no Instructor Quide, and in
most cases the instructors presentsd their material in a conversational style,
speaking without the use of notes. At no time did any of the instruotors
appear to beoome confused or lost in delivery of the lessons, and on several
occasions participants expressed their appreciation for this degree of
preparation. Other differences ware evident, howaver, between the
inexperienced and the mors experienced instructors. The two instruotors who
had been teaching for some time were relaxed and at the same time extremaly
dynamio during their lesson presentations; also they were prepared with
several interesting aneodotas to illustrate learning points. The new
instructor seemed to lack this degree of comfort in front of the olassroon,

328




and although his performance was not inadequate, it appeared that the students
were less interested in his material as a result of his style. This
ingtructor delivered a smaller portion cf the course, and it is possible that
he was responsible for some of the drier, less interesting subjects. For
example, as his introduction to the class, he delivered the LMET briefing
which consisted of a 39-minute history of the program including a status
report on the courses for other billet levels. The material covered in this
non-interactive lecture session was some of the least interesting in the
course, a factor which certainly had some effect on the instructor's
performance. Improveménts in this instructor's stage presence were noted by
the end of the course.

All of the instructors demonstrated varying levels of processings skills,
ranging from good to outstanding. Each instructor was sucoessful at
stimulating meaningful, Navy-relevant discussions among the participants, and
each exhibited a great deal of involvement and insight in leading these

talks. Also, all the instruotors were extremely aware of opportunities to
relate to previcusly learned material and they acoomplished these tie-ins so
effeotively that on oooasion the class participants began to disgcover and
gshare these relationships. Examples of this prooessing skill were evident
throughout the course. After material on managerial styles and the thres
sooial motives was presented and disoussed, for instancs, the instruotors were
able to use students' comments during subsequent disoussions to expand on
these oonocepts. This oocourred throughout the courss and served as an
exoellent reinforocement of previous learning points. That the partiocipants
benefited from this practioe was evidenced on Day 6 during the group exeroise
in problem solving, the Tattoo Inoident. Although this lesson was intended to
provide an opportunity for the partioipants to practice foroe field analysis
as a problem solving teohnique, during the processing discussion ssveral
students were able to discuss the roles played dy the exeroise participants in
terms of soccial motives, managerial styles, elements of goal setting, gnd
skillful use of influence. This and other similar discussions indiocated that

ounulative learning was taking place and that knowledge retsention and
application were high.
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One flaw in the processing behavior of each instructor was evident only on
occasion. During many of the discussions following group exercises,

’ paréicipants had a tendency to talk about the content of the activity rather
than the process involved. Occasionally the instructors d.d not redirect the
focus of the discussion to the appropriate learning area. The lesson
describad above, the Tattoo Incident discussion, also serves as example for
this deficiency. Feedback provided to the role players concentrated on
interviewing behavior, racial problems, and previously learned concepts. The
instructor did not appear to attempt to shift the focus of the discussion to
the subcompetencles which were to be covered in this unit or the steps and
techniques of problem solving., Therefore, although the instructors were
skilled in processing techniques, their group management behavior was not
always effective.

3.3.1.2 C(Classroom Zlimate

The atmosphere in the PCO/PX0 classroom was maintained consistently at an open
level and in most cases was well controlled. During the morning of Day 1 the
ground rules for the course were presented to the students. Thesae were
printed on a cardboard chart and left in sight during the two weeks. Rules
concerned partiocipation, responsibility, honesty, reality, and olass
etiquetts, and they were discussed as a contract batween the instructors and
the students. Shortly after the course got underway, it was avident that the
" participants felt free to express themselves by asking questions, offering
examples from their own experience, providing technieal information,
disagreeing with presented theories, and even oritioizing the material or the
instructors. In all cases the students' inputs were acknowledged. With a few
axoaptions ocouring earlier in the course, when partioipants asked questions
in attempts to clarify the material being presented, the floor was turned over
to the other students. In this way, the instruotors refrained from accepting
8 position of power, empowered the other participants by encouraging them to
answer the question, and stimulated interest in the rest of the class by
initiating a disoussion on the topie. The exceptions to this style ocourred
in the first lessons deliversd by one instruotor who had the tendency to
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answer questions directly, thereby closing the topic for discussion. This
behavior was corrected in the early part of the course, however, and the
typical reaction to a student's question was to turn it over to the other
participants. Also, participants were treated with respect when they
illustrated a point by detaribing incidents or situations they had experienced
during their careers or when they were able to respond to a question about
their own area of expertise. Even when the students did not accept the
theoretical concepts being discussed, and in some cases were outwardly
negative toward the instructors, their comments were received non-defensively
and with respect. An incident illustrating this characteristic occurred
during the discussion following the instructors! role plays demonstrating both
ineffective and effective counseling behavior. Although the instructors
exaggerated the effective behavior slightly, these demonstrations were well
done, However, several students criticized the role playing to the extent
that they complained about minute and insignificant details of the counselor's
behavior. One student was extremely negative in his comments, complaining
that that style of oounseling was useless and oould be accomplished by a
"well-articulated mannequin.® Rather than reacting defensively to this strong
oritique, the instructor accepted the comments, writing them on the board and
using them as a baais for disoussion. Later the same student challenged the
instructor about the entire unit on advising and ocounseling, aggressively
demanding to know its purpose, The instructor skillfully avoided making a
defensive response by eliciting from the partioipant an answer to his own
question, When it was olear that the student strongly rejected the
demonstrated styles of counseling, the inatructor disﬂlayed a great deal of
tolerance and pointed out to the olass that a teochnique or a style should be
used only if it makes sense to the user. It probably would have bsen useful
at this point to provide a little more closure concerning styles that are
appropriate for use in the Navy; however, this difficult situation was handled
well.

Although the instructorz demonatrated a great deal of respeot for the
participants, the students themselves did not always express the same high
level of regard for each other., Partioipants seemed to fe8l quite a bit of
camaraderie by the end of the course, but this was evident within the amaller
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groups much more 8o than in the class as a whole. The ground rule concerning
the avoidance of side discussions was perhaps the least-obeyed rule, and
occasionally whispered conversations included negative remurks about another
participant who had just spoken. The fact that the students held opposing
opinions on many issues allowed for some intsresting and impassioned
discussionc. Sometimes a reminder abouﬁ.mutual respect and the ground rules
about side discussions and ownership was in order.

All of the instructors were quite skillful in using examples relevant to the
specific duties of a CO and X0, and group discussions wers almost always kept
on Navy-relevant issues. Many of the concepts presented were illustrated with
a story about the instructor's own experience as a commanding officer, and
some of these were quite entertaining and well-told. Other material was
followed by a class discussion about situations the participants had
experienced in the past or expected to experience in the future. In all
cases, learning p;ints were made real for the students by describing the
concepts in terms of actual Navy situtations. For example, after his
presentation of the three social motives and the "wanagerial V," one
instructor initiated a discussion about where a CO or XO in the Navy might
plot on the three socolal motives graph. This type of tie-in oocurred after
the pressntation on situational leadership, managerial styles, organizational
climata, and other theoretical conoepts, and was acoomplished very effectively.

3.3.1.3 Course Objectives

The mission and goals of the LMET program were printed in the first section of
the PCO/PXO Student Journal. A4lso included was the overall goal for this
billat~specific course, which was "fo promote standardized and consistent

application of the leadership and management policies as set forth by the
CNO." Formal objeotives for the PCO/PX0 oourse were also listed in the
Student Journal as follows:




As a result of this course, participants will be able to create conditions
that will improve and promote effective leadership and management practices by:

1. Recognizing and understanding the five leadership and management
competencies and their subcompetencies which distinguished outstanding .
COs and XOs: )

e understanding the results of job competency research in the U.S.
Navy. -
¢ understanding job competency assessment procedures.

2. Recognizing and understanding the extent to which the competencies and
subcompetencies will impact berformanoe in their commands:
¢ understanding the origins of human motivation in order to promote
better command performance.

3. Assuring proper management attention to certain critical issues in
Human Resource Management such as retention, EO, substance abuse, eto.

4. Setting goals and plang that will initiate actions toward
implementation of the leadership and management ocompetsnoies within
their commands:
¢ developing command goals and plans that are consistent with ourrent

type oommander plans, goals, and pelicies.
¢ determining how to apply the specific competenoiea in their ocommand.
o salf-azsessment and practice relative to the competencies.

In addition to these formal objeotives, the following inforwmal objeotives were
given:

1. Learn the five competenoies and suboompetencies.

2. Practice the five oompetencies and suboompatencies.
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3. Apply the five competencies and subcompetencies to Navy cases, role
plays, films, simulations, etec.

4, Identify ways to apply these competencies and subcompetencies to your
upcoming job.

No goals or objectives specific to each unit of instruction or each day were
printed in the Student Journal or discussed in class.

On the morning of Day 1, after the LMET briefing, participants were given
their copies of the Student Journal. The instructors asked the participants
to read the LMET program goals and the PCO/PX0 course goal and objectives.
This was accomplished in the classroom and was followed by an informal lecture
about what students could expect from the course and from the Human Resource
Management Support System (HRMSS) in general.

Because there were no student evaluation criteria set or measures taken, it is
impossible to assess the extent to which course objectives were met with any
degree of certainty. Observer findings, however, suggest the following:

PCO/PX0 Objective 1. From classroom observations and from informal
disoussions with the students, it appears that most, if not all, the oourse
participants were able to recognize and understand the five leadership and
management competencies and a wajority of the subcompatencies sufficiently for
classroom participation. The degree to which these officers will be able to

create conditions that will improve and promote effective leadership and
management practices cannot be detarmined from the availadle data, It is also
the obgerver's opinion that few partioipants clearly understood either the
~asults of job competenocy research in the Navy or job competency assessment
procedures. These toplcs ware brisfly mentioned during the LMET briefing
leatura and were not discussed by the participants.

PCO/PXO Objective 2. Most of the LMET students seemed to be capable of
racognizing and understanding in the olasaroom the extent to which the
competencias and some of the suboompatencies will impaot performance in their




commands. A minority of the participants did not appear to be very receptive
to new information and seemed particularly resistant to changing their own
behaviors and attitudes. Although most of the students were interested in
learning new leadership and management styles, almost all had difficulty with
some of the subcompetencies. Further information on this point is presented
by unit later in this section. It is difficult to assess the degree to which
participants understood the origins of human motivation in order to proamote
better command performance. It seemed that the officers in the class learned
at least a moderate amount about motivation, but it is unclear whether they
would be able to use this knowledge to assist in improving the performance of
their personnel. Again, the extent to which the PCO/PX0 students will be adle

to create conditions that will improve and promote better command performance -

cannot be determined.

PCO/PX0 0. jective 3. Whether the graduates of this course will be capable of
assuring proper management attention to oritical HRM issues is also unclear.
Class participants were exposed to several HRM concerns, but the quality and
usefulness of the information varied. Also, there were some iasues which were
not coversd. This will be further discussed in the paragrapi.s specific to the
eighch unit of instruction.

PCO/PXO Objeative B, Several participants seemed to develop akills in the
area of goal setting, although their ability to use goals to implement
leadership and management competencies in their command ia.unknown. The goals
written in the olassroom did not directly relate to any of the five
competenciss. Other astudents did not appsar to learn how to set goals or make
effeotive plans, Assessments relative to the sub-areas outlined for this
obleative vary. Many goals were written which did addreas compliance with
ourrent type commandsr policies, and several of these were well develooed. No
goals or plans were developad by partiocipanta which had to do with the
application of canpetencies in their command, Plans for sell-assessment were
part of the goal avaluation steps; howaver, this did not relate directly to
the ocmpetencies. ’
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3.3.1.4 Course Materials

The PCO/PX0 Student Journal was distributed to the participants in a printed,
three-ring, plastic binder on Day 1. Following a title page, the journal was
sectioned by day. The material for each day was grouped as a "unit" (e.g.,
Day 1 material wag grouped and 1abe1ed'40nit 1.0" in the journal). Each
section contained a table of contents, and where applicable, lecture notes,
exercise instructions, worksheets, self-assessment instruments,
self-evaluations, case studies, other relevant information, and homework
assignments were included. The Student Journal was well-organized, with the
exception of some misnumbered pages, and appeared to be a very valuable
learning aid for the participants.

The reading assignments in the Student Journal varied. Some, such as the
Herzberg articla, were clearly related to the following day's lecture
material. The rélationship of other readings to the subject matter was less
obvious; however, these articles seemed to provide interesting background
information and to stimulate thought processes. The majority of the reading
assignments appeared to fall into this category. For example, the article by
Alan B, Rush entitled "Troubleshooting Difficulties in Implementation,” which
was assigned as homework to be read before Day 5, was not discussed in class
and had 1ittle to to with the material covered. It did, however, concern
issues important to consider in an MBO implementation and thus, was probadly a
worthwhile addition to the course. Another example was the Psychology Today
artiole called "The War Over Marijuana." Although the information contained
in this article was in almost direct conflict with the ocontent of the NDRC
representative's speach, it served the purpose of providing the studsnt with
the views f{rom both angles on this extremsly controversial subject. A final
processing of this topio could have improved the lesson, however.

Ho Instructor Guide was ugsed during the PCO/PX0 course., EBach {nstruoctor
appeared to lecture from his own handwritten nobes, supplemented by the
Student Journal, or from wemory, This did not seem to datraot from the
affectivensss of the training, but conalstency and sccuracy were not assured.
Also, tt was impossible to asseas the degree to which course content was being
modified in Coronado.
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Other materials used in the course varied in effectiveness. For the most
part, films and videotapes were adequate; however, the practice of showing
every film over closed-circuit television should be reconsidered. The size
and quality of the picture detracted from the films' effectiveness. The
instructors made excellent use of abundant cardboard charts, which clearly

summarized learning points for nearly every lesson.

3.3.2 FINDINGS BY INSTRUCTIONAL UNIT

Observation results specific to each of the nine units of instruction are
described below. Observer data are compared with participants' peroceptions,
and course ocontent, process, and materials are disoussed.

bnit 1: Introduction (7 May 1379). The observer felt that the 4.7-hour
introductory unit was siightly too long and included scme unnecessary
material, The welooming comments and the administrative remarks were oconcise
and benefioial. Also, the two hours taken for instructor and participant
introductions appeared to be time well-apent. In this segment, the
partiocipants paired up with one another and interviewed their partners to
prepare to introduce them to the rest of the olass. The interview period
seemed to be a comfortable time for the students, and introdustions were warm,
1ntéreshing, and often entertaining. This initial exeroise was valuable in
that it broke the ioe in an enjoyable and non-threatening way, and it set the
stage for future partioipant interaction. The CNO film olip did not appear to
be extremely effectiva; however, for the amount of time this required (six
minutes), it may have been worthwhile as an off'icial weloome and a short
introductory note.

The observer agreed with the partioipants who felt that the LMET briefing was
presented ineffeotively and at the wrong point in the course. A olear )
descoription of competency-based research as the foundation for the LMET
program, acocompanied by a brief report of the courses available for other
billet levels, would have been sufficient at this point for providing
essential background infoimation. Participants did not seem interested in
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LMT or the history of LMET nor did the subject appear to be particularly
relevant. Information on course locations and training goals could have been
printed up and handed out to students to save class time, and instructions for
requesting quotas in LMET courses should have been provided. This information
would have been delivered more effectively toward the end of the course after
participants had become familiar with LMET.

Participants were given only six minutes to read the LMET program mission and
goals, the PCO/PX0 course overall goal, and formal and informal course
objectives. No discussion was held on these goals, and reference was not made
to them again during the course. Course objectives were poorly written, and
could not have served as examples for the students in their own goal setting
practice. The informal discussion about whal changes LMET training may or may
not produce and the presentation of the class ground rulss appeared to be
beneficial lessons.

The learning styles lesson was introduced with an interesting disoussion using
raquetball and tennis as analogies. Participants coxpleted and scored the
Learning Style Inventory (LSI) in the olassroom, and a discussion on the
styles and related cccupations and academio backgrounds followed. Information
on the instrument itself was giveu to the students after it was scored. Thus,
participants may have been confused while completing their self-assassments.
One student filling out the inventory was overheard to say, “The guy who
thought this up wasn't btoo smzrt." An adequate, although not thorough
explanation of the LSI, {ts uses, meanings, and limitations, followed the
administration of the inventory. Although learning styles were briefly
mantioned two or three times later i{n the oourse, the relavance of this
lesson, and partioularly the LSI, to the LMET oourse remains unclear.

Unit 2: Concern for Efficiency and Effectiveneas (7, 8, and 9 May 1979).
Although the second unit of instruotion was quite long (2.5 days), the

observer felt the time was required for the amount of material to be govered
and that, for the most part, the time was well apportioned. It appears that
the participants learned a fairly large amount about efficiency and
affectiveness and that the competenoy techniques were generally applicable to
their jobs as COs and XOs.
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This unit began with a lesson defining all the LMET subcompetencies followed
by a long case study from which the students were to identify the competency
which could be applied to improve a poor leadership situation. This exercise
was an excellent introduction to the relationship of competencies to
performance, and the students seemed to gain a great deal.

Lessons on motivation included a short presentation on the stimuli-motive-goal
model, homework assignments to read "One More Time: How Do You Motivate
Employees" by Fredrick Herzberg and an article about Maslow's hierarchy of
needs, and discussions on these readings. This material was processed in
Navy-relevant terms and its applications to Job situations were discussed.

Partioipants seemed to enjoy the Targset Practice simulation shown on videotape
on Day 2, but they did not seem to gain a great deal from this lesson, The
discussion prooessing this simulation was enlivened by student interest and
disagreement over the challenging/realistic balance of a good goal. Later in
the day a short discussaion on goal setting was held and participants were
assigned the HS«27, an exercise in goal writing. This consisted of several
pages of guidelines ooncerning the situation in a helloopter anti-submarine
squadron for which individual participants were to write goals and each of the
four small disoussion groups were to present one goal. Several partiocipants
complained about the asaignment, saying that it was hard to get interested in
something co irrelevant to their own situations. At this point the instructor
gave the olass the option of writing goals for their future command, and three
of the four groups presented this type of goal. This seems to indlocate that
students were more involved in thinking about their future work situations
than about leadsrship in general and could learn more from relating their
course work to their new job responaibilities., The goals whioh were presented
by the sumall groups did not meet all the goal setting oriteria. The flaws
stinmulated discussions which helped olarify the learning points, although
these disoussions frequently fooused on goal content rather than the proocess
of goal writing. Alsoc, it was admitted by both the instruotors and
participants that the assignment had not beun entirely clear,
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The three social motives material was presented effectively, as was the lesson

on categories of achievement thinking. The latter was augmented by a
discussion of the Picture Story Exercise, a description of the stick figure,
and an analysis of a case study in terms of the achievement categories. The
instructor managed this lesson well, reminding the participants on several
occasions that they would not be professional scorers, but, as he said, "We
are telling you this because it's a way of thinking that you might put into
your own ‘computer'.”

The lesson on situational lsadership began with the Leader Effectiveness and
Adaptability Description (LEAD) Instrument followed by a discussion of the
results of this self-assessment and the task/relationship leadership
quadrant., Participants seemed to enjoy this activity; however, thers were
indications that many were faeling confusion and even frustration with the
number and complexity of the theoretical concepts presanted. Instructors
sensed this and encouraged the participants to think about the theories as
just one way of looking at things. They often said, "Maybe it fits and maybe
it doesn't.*

The managerial sty'e lesson was built around the results of the Motivational
Style Questionnaire (MSQ) which wmost of the participants had completed as
hemework for Day 2 and others completad in the classroom. The students
discussed managerial styles the Navy valued and those they valuad personally,
as well ags those they tended to use. Bach partioipant attempted to desoribe
on paper & situation where they had used each of the six styles. Students
appeared to benefit from this lesson although the extent to which attitudes
and style tendenoies changed aas a result was unolear.

Organizational olimate was introduced by an informal brainstorming session
held as an attempt to define the concept, whioh was followed by the Harvard
Business School film on the organizational climate/managerial style
experiment. The faotors of climats and the managerial styles were well
{llustrated and apparently were clearly undersatood by most of the students.
However, again it seems quile possible that the cognltive learning will not
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result in skill development. Also, this film is greatly lacking in relevance
to the PCO/PX0 job situation. It concerns the ¢ivilian, profit-making
organization, and is also outdated. 4 film of this type developed by the Navy
could be very effective.

The lesson on management by objectives (MBO) was clearly presented on Day 3 by
use of the lecture/discussion method and was enhanced by an interesting
account by one instructor of his experiences in implementing MBO as commanding
officer of a ship. Participants were absorbed in this activity and enjoyed it
a great deal; however, by the end of the lesson much resistance to MBO as a
time-wasting, ineffective, paper work activity was evident among.the class
participants.

Honework assigned at the conclusion of Day 3 consisted of the following
readings: "Achlevement Motivation Can Be Developed" by David C. McClelland,
"Power is thes Great Motivator" by David C. MoClelland and David H. Burnphan,
and an artiocle on the elements of MBO.

Unit 3: Process Management (10 May 1979). This 4.3-hour unit of instruction
was, in the observer's opinion, entirely too short to ocover the process
management competenoy adequately. This unit consisted of a presentation of
the prooess management suboompetenoies, a group exercise in whioch participants
evaluated several monitoring tasks commonly used in the Navy, and the Seabee 2
Work Center exercise. Partioipants had only a very limited opportunity to

isarn about and praotioce the four subakills during these lessons, partioularly

ma:aging and alloocating resourocss and matching job requirements to

individuals. An expansion of this unit to inolude more prectical applications 3
of these suboompetenoies would probably improve results. :

Unit U: Skillful Use of Influence (10 and 11 Msy 1979). The SDC assessor
felt that the fourth unit was about the right length, and that partioipan;s

learned at least some skills they could use on their job. Skill development
appeared to vary greatly among perticipants. To introduce the unit on
skillful use of influence, a leoture/disoussion session was held on the
ocategories of power thinking and another case study was used to illustrate

b TR
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these elements. This lesson served as a useful introduction to the competency
and seemed to assist the participants in their understanding of how the
subskill of using power in a positive fashion can be applied effectively.

This was fnllowed by a lecture presentation on the four stages of power.

Again the observer sensed some impatience on the part of the students with the
models being presented. Fortunately, the instructor was also aware of this
and helped alleviate the problem by assuring the students that this was only
one way of thinking about power in the work situation.

Day 5 instruction began with a short clip from the film "Patton" in which the
General 1is talking to his troops. The film was used as an excellent
illustration of certain leadership stylss, types of motivation, and empowering
techniques. A discussion on thess topics followed, and the instructor
presented and gave examples of each of the techniques for empowering others.
Students seemed to gain a great deal from these lessons. They were given a
chance to practice these skills in the Seat 124 exercise in which the
instructor role-played as an X0 who had a suggestion to make and each
participant attempted to respond to him as CO by using an empowsring
tachnique. The situation appeared too contrived for maximum effectiveness,
and the results indicate that few students were ocomfortable with responding in
an empowaring manner. Six techniques were discussed in this lesson; however,
over half of the students used one of two techniques--gay what you are
concerned about, and ask "What if ...?" and "How can ...?". None of the
participants said what they liked about the XO's idea; only one paraphrased;
and a few gave oredit., In most ocases, however, the credit statement was
followed by a "but ..." and a negative comment. Several students gave
responses that were not empowering at all. This was processed well in the
discussion which followed the exercise.

Because many of the participants appeared unocomfortable with empowering others
as well as with the role playing in general, the ¥MBO policy exercise, a
classroom activity conocerning influence and power, was not extremely
affective, Partioipants seemsd to foous their efforts more on .the elements of
MBO and the oontent of the objectives rather than on influence. Instructions
to this exercise should have mads its purpose olear, and cantrol of the
processing discussion should have been better exercised.
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The lecture on rewards and recognitions was well presented. It was
supplemented by a group exercise in which participants described either
existing effective rewards programs or personal rewards they could implement
at their command. The Strength Deployment Inventory (SDI) was administered,
and was processed well, but not thoroughly., The instructor was careful to
remind the participants of the extent to which the results from this type of
self-assessment instrument oan be utilized. Day 5 and this unit were
concluded with the showing of a film called "The Pygmalion Effect." This was
an outstanding stimulus for a discussion on the self-fulfilling prophecy and
how it can be determined by a variety of factors in a command.

The observer noted that more emphasis was given to the influence
subcompetencies--uses power in a positive fashion, ocommunicates and convinces
others, and uses rewards and recognition--than was given to ocontrols
expressions of anger, ooercion, and direct advioce-giving. BEmotional
self-control was rarely mentioned and then only in a negative context.
Participants were given accounts of situations where a CO or X0 had no
self-control and the results were disastrous. Lessons were not given on how
to control one's own anger and other emotional responses to situations in
which the officers might find themselves.

The last page in the Student Journal for Day 5 was a PCO/PX0 Survey Data Sheet
on whioh students were to record their individual area scores and total sgores
for the MSQ, SDI, LEAD, and L8SI and to turn the information over to the school
staff., They were told not to identify themselves by name but to inolude pay
grade, designator, next billet, and number of previous commands. Acoording to
the sheet, this information was intended for use in a correlation study. It
is interesting to note that in a olass of 22 participants who give their pay
grade and designator alone, most can readily be identified through a simple
comparison of the personal data against the class roster. This data
collection effort neads to be examinsd to insure that it conforms with
provisions of the Privaoy Act.

As homework for the weekend, students were to read an artiole on Kurt Lewin's
YForoe Field Analysis" and a reading about emotional firgt aid on the job.
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Unit 5: Problem Solving (14 May 1979). The observer agreed with several of

the participants who thought this unit was far too short to cover this
competency adequately. Also, it appeared that participants learned few skills
they could use in solving problems at their new command. The entire unit
lasted only 4.2 hours and consisted of a short introductory lecture defining
the six subcompetencies, a small group'éxercise on brainstorming, and a
three~hour exercise involving a case study and role playing. The latter
exercise concerned a racial incident aboard ship, and although students may
have used the two problem solving techniques which were taught, the processing
discussion focused on the role playing performance, solution validity, racial
unrest in general, and previously learned concepts such as organizational
climate. The unit was conciuded at this point and it appeared very little had
been taught about the specifics of problem soiving and its identified
subskills.

Unit 6: Advising and Counseling (14 and 15 May 1979). Again the SDC assessor
agread with the participants that the sixth unit was about right in length.

It was felt that in this unit more than the others students had the
opportunity to practice the suboompetencies and receive feedback on their

performance. As a result it 1s estimated that a great deal of applicable
knowledge was gained.

This unit began with a short introduction and a demonstration by two
instruoctors of both ineffective and effective ocounseling. Partioipants were
to note significant behaviors, and following the demonstration, these were
weitten on the board and disoussed. This seemed to be an adequate
introduction to the lessons on advising and counssling, and although the role
play behaviors were quite exaggerated, the instructors did an outstanding job
of stimulating interest in the topioc.

An informal lgoture was given on request masts, rights to redress, and Artiole
138 UCMJ complaints, The instructor read through a list of suggeated
techniques for non-directive counseling to use in personal problem

situations. He gave examples and reasons for each technique and for some he
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told a story for illustration. These talks appeared to be interesting and
valuable to the students. However, the subject of body language was brought
up and the instructor digressed into a discussion of the meaning of various
postures. He suggested that students be aware of their body language and that
changing it may result in a change in feelings. This seemed to make many
students uncomfortable and appeared to be inappropriate in the context of this
lesson. This area can be of great value to leaders and managers if it is
appropriately addressed.

Following these lessons, participanis divided into triads and practiced
personal problem counseling. Individuals rotated the pre-described
roles--playing counselor, counselee, and observer. The participant observing
made notes in the Student Journal to critique the counseling behavior
according to several oriteria. Observation of these role plays indicated that
the majority of students practiced many of the subcompetencies of advising and
counseling. Those who did not demonstrate effective behavior in a counseling
situation appeared to have difficulty with role playing in general. Many
comments to this effeot were overheard (e.g., "I'm not a very good astor.").
Partioipants were assigned “Leadership and Organizational Excitement" by david
E. Berlew to read and & task sheet on the topio ¢f women at sea to complete
for homework on Day 6.

Day 7'began with the "The Dryden File® film about both a peraonal and \
performance problem and referral in a oivilian work situation. The film and

the discuasion appsared to be effeotive, although much of the procesaing

conoerned alooholism deteotion and referral rather than counseling }
techniques, This was followed by a role play concerning performance problem i
oounseling. Students praotiocsd in triads as they had done previously, and the
situations given them to aot out included some peraonal problems.
Unfortunately the soenarios were not sufficiently thorough in that past
performance on the job had not besn dooumented. Thus, the role play situation
was very artifiolal and participanta spent a great deal of energy ereatiné 3
details to fill in the gaps. &n extensive background shaet on the scenarios
would {mprove this skill practioce.
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The Student Journal included a three-page information sheet on conducting
performance analysis. Four steps were described--observing behavior,
décuménting behavior, reviewing and evaluating behavior, and establishing new
performance expectations. Participants were not given a chance to practice or
discuss these techniques, and the information was not mentioned.

Six of the eight subcompetencies of advising and counseling were
well-emphasized. TWwo--offers helpful plans and alternatives, and demonstrates
a positive attitude by seeking out persons with problems--were emphasized very
little. Participants were instructed very clearly not to offer suggestions
during personal problem counseling, and they were not encouraged to do so in
performance counseling. Ways in which to seek out persons with problems were
mentioned only briefly.

Unit 7: Integration and Competency Application (15 May 1979). Instruction in

this unit appeared to be very successful in agsisting the integration and
application of the material learned to date. The unit required 3.5 hours and,
in the observer's opinion, was well worth the time. The viewing and
discussion of the film "12 0'Clock High" made up the entire unit.

Participants were assigned one of three things to observe in the film and to
report on afterwards., They were to look for suboompetency applioations,
oritical incidents conducive to mission acoomplishment, or actions indioating
wanagement styles and organizational climate. The film was stopped only onos
for a break, and upon Jonolusion, students reported their observations with
evidence to support their findings. This method of assigning only one task to
an individual seemed to result in more thorough coverage of the material and
less frustration than have "12 0'Clook High" lessons in other LMET courses.
Assignments were olear and they were faciliated by worksheets in the journal.

As homewor'. on Day 7 in preparation for the unit on HRM issues, partioipants
were asked to read a Navy Times artiole headlined " 'Deglamorize', Drinking,
Top Navy Media Urges," "The War Over Marijuana' reprinted from Paychology
Today, and a reprint from the Maval Insbitute Progeedings entitled “Wowen in a
Changing Military."
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Unit 8: Human Resource Management Issues (16 and 17 May 1979). The observey

felt that the time spent in this 12.5-hour unit could have been better
distributed if not shortened. It seemed that some of the time was wasted,

although if the quality of presentations were to improve, this may not be the
case.

On the morning of Day 8, participants were handed a typed list of questions
genserated from the task sheet assigned as homework on Day 6, Each discussion
group was to select one or two items of significant negative impact over which
the CO or XO has some control and to strategize a plan of action for reducing
or removing that item as a deterrant to readiness. Thisg activity was in
preparation for the panel discussion in which four Navy women participated
with one instructor and the class. One of the women was a junior officer, and
three were petty officers. One petty officer was black, and all three had
limited experience at sea. Each discussion group presented an area of
concern, and an informal discussion took place. In the first part of this
activity, the students had a tendency to discuss among each other rather than
to agk questions of the women. This was ocorrected later, and by the second
hour an enlivened discussion between the men and women was taking place.
Topios ocovered were whether the senior woman at the command should respond to
the problems and needs of all women at the command, whether berthing on board
ship should be segregated by sex, and if so, whether the women's area should
bo guarded, how to deal with women's emotional needs, what orientation
information is passed on to male and female orew members and female
dependents, the effects women going to sea will have on marriages, and
harrassment of women in praviously all-male jobs.

Following the disoussion on women at sea, the commanding officer of the Naval
Drug Rehabilitation Center (NDRC) at MNaval Air Station (NAS) Miramar gave a
talk to the olass. His presentation was primarily leoture but partioclpants
were given the opportunity to ask questions and make oomments at the end of
the 2.3-hour talk. The foous of this presentation was on faocts about drugs,
drug users, and NDRC patients. Participants appeared interested, but later
observations indicated that at least some were offended by the speaker's
alarnist approach to the topic of drug abuse in the Navy and in soolety in
general.
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Two representatives from the Alcochol Rehabilitation Center (ARC) delivered a
short presentation on their center and the Navy alcohol program. Participants
asked questions and carried on a discussion with the guests concerning ARC and
Alcohol Rehabilitation Service {ARS) clientele and alcoholism in general.
Because the Counseling and Assistance Center (CAC) representatives were unable
to attend the class, a videotaped presentation which had been made to an
earlier class was shown. The lecture concentrated on the counseling system
and facts and psychological theories about substance abuse. Much of the
material was redundant, and participants appeared to be saturated with
information on HRM issues by this point. Also, the videotape was of poor
quality, which was particularly amoying to a class who had been able.to
interact with guest lecturers all day. The videotape was supplemented with a
handout diagramming the CAAC cycle.

The homework assignment for Day 8 was to read an article on planned
renegotiation. Day 9 began with a short introductory presentation on the
history of survey-guided organizational development and facts about the HRM
Cycle. The HRM Survey was handed out and discussed. Each student was given a
copy of the sample HRM printout for a fictitious command, the "W.S.S. Philoh
MeGiffin," and the instructor gave an extremely clear and useful explamation
of the data, It was obvious to the observer that the participants understood
the dooument and were very interested in the HRM Cyocle.

The small discussion groups were given 20 mipnutes to read the seven CNO
objeotives and to complete a worksheet on the information they would like to
gain from the remaining guests, Half the class then interviewed five first
and second olass petty officers while the other half talked with five chief
patty officers, one of whom was an obgerver from CNET, Pensasola. Disoussions
were informal and focused primarily on the CNO objeotives, particularly
retention, enlisted professionalism, and administrative overload. Both the
officars and the enlisted personnel appeared to benefit from these sessions
and many participants expressed regret that they did not have more time for
interviews, whioch were the aoncluding activities for this unit.
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Unit 9: Command Cases and Course Conclusion (17 and 18 May 1979). The final
unit of the course began in the early afternoon of Day 9 and lasted 8.7

hours. In the observer's opinion, the time in the unit was well-spent.

The major portion of this unit was given to the analysis of a complete case
study involving a ship or aircraft squadron. Each of the four discussion
groups was given a large binder full of information on a particular command,
including data from a HRM Survey, inspection results, type commander
evaluations, and other information relevant to the particular command
situation. Participants studied the material and prepared their presentations
for approximately four hours on Day 9. They alsc were given information on
presentation skills to read as homowork and a planning ohecklist to assist
them in their presentations.

Presentations began in the morning of Day 10. A different student from each
group presented each of the following: an analysis of the oommand, three
identified goals, a strategy for implementation of the goals, and a Captain's
Call speech. Following each group's presentation, other partioipants
oritiqued both the oontent of the material and atyle of the delivery, paying
partiocular attention to the CO role play. Each presentation was timed, and
participants were held within striot 1imits., The Captain's Call role play was
videotaped, and these students were encouraged to oritique themselves after
the olass. o

Student psrformance in this exercise indicated to the observer that the
officers were extremely involved in preparing ror their new command but that
their skill levels varied. The analyaes of the strengths and weaknesses of
the command casss were adequate; however, the goals were, for the most part,
pourly written and many of the atrategies for icplementation lacked olarity
and practicality. The content of scme of the Captain's Call speeches also
suggestod that at least some of the partioipants had not actually internalized
the material taught over the preceding two weeks. For example, the atudent
role playing aa CO of one group gave a very inforwal talk intended for his
crew which hoavily emphasized liberty ports, shorter working hours and
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returning to home port. Mission accomplishment was barely mentioned. Thus,
it appeared that this participant and even the students in his group had not
retained a great deal of the information on motivation, goal setting,
organizational climate, MBO, empowering personnel, or recognition. Also,
participants' criticisms of the presentations focused primarily on the stage
presence of the role player, and many students found fault with very
insignificant details of the performances. It seemed to the observer that
many of the major flaws in the material presented, such as the one described
earlier, went unnoticed by the class.

Following the command cases, a representative from the office of the Searetary
of the Navy made a presentation to the class. The content of this talk was to
be on retention and it was expected that the class would hear current
information on the retention problem from an official source. Instead the
representative gave somewhat of a locker-room pep-talk about setting an
example, creating a good Navy image, and being organized. Football was used
as an analogy several times during the U2-minute talk, and the speaker often
illustrated his points by telling a story from his own experiences as CO.
Participants had varying reactions to this presentation. Several felt it was
a motivating talk which presented them with a challengse. Others were
disappointed because they had not reseived valuable information from SECNAV
and were irritated with the speaker's apparent vanity., The observer tended to
agree with the latter opinion and felt that the time could have been better
spant.

Participants were assigned workshests to complete individually on aritical
C0/X0 job functions, strategies for affeotive performance, and related
subcompetencies. Tima did not permit a final goal setting exeraise or a
discussion on the workshests. The final aotivity of the course was a positive
feedback sassion in which each participant complimented every other member of
nis small disoussion group. Examples of feedback atatements were printed in
the Student Journal. Participants seemed to enjoy this activity and felt it
wag a good conclusion to the course. .
Assessment i{nstruments were administered and collected; the senior member of
the class made some vary favorable comments; and the course was concluded. Ho
graduation ceremonies were held.
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SECTION 4 - INTERPRETATION OF RESULTS

4,1 INTRODUCTION

The results of this assessment are interpreted in this section as they relate
to the three evaluation objectives.

4.2 DISCUSSION

As described in Section 3 of this report, observer findings were generally
supportive of participants' assessments. Summarized interpretation of these
results is discussed in terms of course delivery, training materials, and
instructor assignment policies.

h.2.1 COURSE DELIVERY

The performance of the PCO/PX0 course instructors varied in effeotiveness, but
it was generally very good. With the exception of one instructor whose
ourrent level of lecturing ability was only adequate, performance in the
leoture/disoussion sesaions was extremely effeoctive. When time was taken to
prooess material, the instruotors demonstrated a high level of -compatence in
facilitating meaningful disoussions., Unfortunately, on a few oocasions the
foous of the processing aotivity was inappropriate. Also, several topios were
not allowad a processing period. For the most part, group exerolsez ware
gonducted well.

Classroom climate was open and warm, and the inatructors were partioularly
supportive of the studenta and of one another during the course. The
partioipants, however, did not appear to feel the same level of corcern and
respect for one another. The fact that several of the students wera quite
opinfonated and that loosely defined oliques appeared to fort early in the
course probably contributed to this problem.




Delivery of course material also varied in effectiveness. Subject areas
covered most successfully were those for which appropriate skill practice
activities were held in conjunction with the presentation of cognitive
material. Most of the units were structured ko insure an adequate balance
between knowledge acquisition activities and skill development exercises. In
several cases, however, the skill practice exercises were not optimally
relevant to the subcompetencies, and therefore, participants did not have the
opportunity to try using the subcompetency skills and to receive feedback on
their performance.

Competencies or areas covered most adequately were concern for efficiency and
effectiveness, skiliful use of influence, advising and counseling, and
competency integration and application. A large quantity of material was
presented in the unit on efficiency and effectiveness, but participants also
nad several opportunities to practice skills they were learning or to see them
appliad through case studies. Also, since this unit was given very early in
the course, material on achievemsnt, social motives, goal setting, managerial
styles, organizational climate, and MBO was continuously referred to during
the rest of the training. Thus, learning was reinforced naturally. The units
on skillful use of influence and advising and counseling were successfully
delivered primarily because they included an abundant amount and appropriate
type of skill practice exercises and processing discussions. The integration
and competency application unit was excellent as a summary and a final
opportunity to tie learning poirts together. Units found to be inadequately
covered were the prooess management and the problem solving units. Both were
entirely too short to allow sufficient opportunity for learning and akill
practice to take place, and both {ncluded activities which were less than
maximally pertinent to the competency. Exeroises in each unit were
inappropriate for competenoy appliocation and feedbacit purposes.

Because student performance was not measured, the degree to whioh the PCO/PX0
course objectives were met cannot be deternined. The data suggest that the
instruators were successful in their efforts concerning student recognition of
the five leadarship and management competaencies and their suboompetenciss.
Participants® understanding of ths competenices and related research, however,




did not appear to be thorough. The instructors seemed to be at least somewhat
successful in teaching students to recognize and understand the extent to
which the competencies and subcompetencies impact performance. It seems that
this objective would have been met to a greater degree if skill practice
activities and processing discussions had been focused more clearly on the
specific subcompetencies. The instructors seemed to be effective in diresting
participant attention to HRM issues, not only in the eighth unit of
instruction, but during the entire ocourse. The extent to which the PCO/PX0
course graduates will pay proper attention to these issues while in command,
however, is unknown. Finally, the instructors did not appear to be successful
in teaching all the participants how to develop goals and plans to use in
their jobs. In addition, resistance to goal setting and MBO, as management
practices for use in Navy commands, appeared strong among many participants.
Therefore, although it is impossible at this point to estimate future
performance on the job, classroom results indiocate that the PCO/PXO course was
not taught clearly in line with the specified objectives.

4,2,2 COURSE MATERIALS

As disoussed in Seotion 3 of this report, the Student Journal was a very
useful tool for partioipants and was well oonstructed. The Student Journal
used in this course, however, was not identiocal to the journal provided to SBC
by MoBer in Maroh 1979, Apparently, this manual was revised and reprinted in
Coronado shortly before the course began. The Student Journal used in this
course ohanged the division of units from the seven subjesct areas to the ten
days. Process management was taught independently instead of with concern for
efficiency and effectiveness, as in the original journal. Problenw solving was
also given a separate blook of imstruoction, as opposed to the original journal
in which this topio was taught in cbnjunotion with skillful use of influence.
HRM issues were oovered in a separate, more comprehensive unit than in the
first journal, and the command planning lesson and the final case study were
combined into one final unit of instruotion.




Case studies in the Student Journal were well written, and for the most part,
the content was relevant to CO/X0 job responsibilities. Appropriateness of
other reading assignments varied. Some of the films and videotapes were
accsptable and others were excellent learning aids., In general, the
effectiveness of civilian films was lower than that of films made about or for
the military. The outlines printed on cardboard charts were very effective in
assisting students.

The instructors did not use any sort of Instructor Guide, but followed either
their own notes or no written material at all. Although it appeared that the
original content and process of the course had been revised in Coronado rather
extensively, it could not be ascertained to what degree modifications had been
made. Also, if no Instructor Guide is used in these courses, the
effectiveness of the instructors will depend entirely on the research
watarials made available to them, their degrse of preparation and dedication,
their backgrounds, and other characterisitics which vary with the individual.
Thus, consistency of course delivery cannot be guaranteed and instructor
effectiveness cannot be controlled to any extent. This usse of an approved,
published Instructor Guide in the PCO/PXO training is needed to promote
standardization required of all LMET courses.

No objective student evaluation measures were taken during the oourse, and it
appears that student progress was not objeotively assessed at all.

4.2,3 INSTRUCTOR ASSIGNMENT

Interpratation of the findings regarding assignment procedures is difficult. ’
Only three instructors in the PCO/PX0 olass were observed, and limited
nackground data was supplied. Because observer findings support participants’
perceptions, it appears that quality of instruotor performance was confirmed
subjactively. The apparent difference between one instruotor's obvious
shynass and the other instructora' tendencies to entertain indioates that
these previously unconsiderad traits may be of significance in brediobins
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future performance in the classroom. Because lecturing ability was the only
area in which large differences in performance were noted, no other findings
relevant to this evaluation objective can be discussed. As mentioned
previously, the need for standardization of course delivery is an important
consideration that impacts on instructor selection requirements.
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SECTION 5 - CONCLUSIONS AND RECOMMENDATIONS

5.1 INTRODUCTION

Conclusions and recommendations concerning the assessment objectives of the
LMET PCO/PX0 course are presented in this section. The basis for the
conclusions is documented by reference to the preceding sections of this
report.

5.2 CONCLUSIONS

The first evaluation objective was to provide an assessment of the ability and
proficiency of Navy instructors to effeotively teach/deliver the LMET PCO/PX0
oourse in compliance with oourge objeotives. The following oonclusions
concern this objective:

1. The PCO/PXO course participants appeared to enjov the training and
oonsidered it to be useful (3.2,1.1, 3.2.1.2, 3.2,2). Most of the
partioipants expressed an awareness of a personal nesed for this type
of education (3.2.1.2).

2. With a few exosptions, the Navy instructors were found to be
effective in presenting course materizl through lsotures and group
exaroises (3.2.1.2, 3.2,2, 3.3.1.1, 3.3.2). Dalivery was most
effsotive during lessons in whioh a summarizing/prooessing discussion
was held (3.3.1.1, 3.3.2).

3. In most cases, the Navy inatruotors were extremely effective at
facilitating group proceases. All demonstrated a high level of skill
in involving partioipants in disoussions, As well as outstanding
perception and insight. Ocoasionally discussions were not direoted
to the appropriate subject area (3.2.1.2, 3.3.1.1, 3.3.2).
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7.

Classroom atmosphere in general was very open and non-threatening;
however, participant interaction indicated a less than ideal climate
existed in the classroom (3.2.1.2, 3.3.1.2, 3.3.2).

Specific enabling objectives for each unit of instruction were not
discussed in the classroom (3.3.1.3).

With some exceptions, the instructional methods used in the PCO/PX0
course were found to be effective, and the balance betwsen the
various types of scheduled activities appeared to be appropriate and
comfortable for both participants and instructors (3.2.1.2, 3.2.2,
3.3.2).

The PCO/PX0 course content and process were found to be oriented
toward the acquisition of knowledge. For the most part, the
development and improvement of subcompetenoy skills was given
inadequatae attention both in the curriculum and in the course
delivery (3.2.1.2, 3.3.1.1, 3.3.2).

Partioipants' knowladge acquisition level appeared to range from very
good to excellent. The amount learned seemed to be greater for those
topics for which fewer theoretical ooncepts were presented and mors
summarizing/proceasing discussions were held (3.2.1.1, 3.2.1.2,
3.3.2),

The level of participants' skill acquisition appeared to range from
very poor to adequate. Students seemad to develop or lmprove skills
to a greater degree during units suoh as the advising and oounselingl
unit whioh inoluded skill practice activities which were expressly
designed for tha partioular subcompetenoy area and during whioh the
foous was properly maintained (3.2.1.1, 3.2.1,2, 3.3.2).




10.

All the examples used in the classroom and the large group
discussions led by instructors were relevant to the Navy and to {ae
specific job responsibilities of a CO or X0 (3.2.1.2, 3.2.2, 3.3.1.1,
3.3.2).

The second evaluation objective concerned the adequacy of course materials as

they affected delivery, and the evaluation of local or program sponsor

modifications made in the delivery since the initial offering of the course.
The following conclusions pertain to this objective:

1.

2.

3

Participants appeared to gain a great deal from the lecture notes,
instructions, readings, and worksheets in the Student Journal. The
goals of the LMET program and the overall PCO/PXO course goals were
printed in the Student Journal, but the enabling objectives specific
to each unit of instruction were omitted (3.2.1.2, 3.3.1.3, 3.3.1.4,
3.3.2).

Participants seemed to benefit from and enjoy the self-assessment
instruments. Although none of the instruments were given thorough
interpretations, most were introduced and explained adequately for
the purposes of this oourse (3.2.1.2, 3.3.2), A

A large part of the course material was relevant to the Navy and to
the job responsibilities of a CO or XO. Exoeptions 1no}uded nany of
the homework reading assignments, which were generally aoademio in
nature, and three oivilian-produced films. The PCO/PX0 course
partioipants did not seem to have diffioulty with the readings;
howaver, differences between the situations shown in the films and
typical Navy situations appeared to be important to the students.
Pogted charts outlinging courge material were apparently very
effective (3.2.1.2, 3.2.2, 3.3.1.4, 3.3.2),

Student progress in the PCO/PX0 course was .not evaluated and no tests
were given (3.3.1.3).

[




5. No Instructor Guide in any form was available for the PCO/PXO course
(3.3.1.1, 3.3.1.4).

6. The PCO/PX0 course curriculum was modified in Coronado shortly before
this course was delivered. There was no evidence that
standardization of the aourse had been assured (3.3.1.4).

The third evaluation objective was to provide recommendations for management
decisions concerning the assignment of Navy instructors to deliver the PCO/PX0
course. Data collected from only one PCO/PX0O class is insufficient for the
determination of conclusions concerning this objestive. Only three LMET
instructors were observed during this course, and complete information on
their educational backgrounds, teaching experience, and other factors involved
in selection was not provided to SDC. Background and performance data
gathered systematically from an adequate sample of courses and instructors must
be analyzed carefully in order to make the type of assessment required by the
third evaluation objective. It was concluded, however, that a variety of
variables are crucial to effective instructor performance. Findings from the
course evaluation tentatively suggest that factors other than past performance
as a commanding officer are important (3.3.1.1).

5.3 RECOMMENDATIONS

Based on the above conclusions, the following recommendations are made:

1. The PCO/PX0 oourse ourrioculum should be standardized and this course
should be made available to all commanding officers and exeoutive
officers in the Navy.

2. Navy fnstruotors should receive additional training in order to
improve their skills in group management and their ability to oreate
a favorable atmosphere for participant interaction. Consideration
should be given to Lnoreasing the emphasis on group management skills
in the LMET-I course.

[

-y

e Syt bt et




%

—— — m— w——

3.

8.

Participants should be informed of the enabling objectives specific
to each unit of instruction in the PCO/PX0O course and these
objectives should be discussed in the classroom. Objectives should
be written to conform to the goal setting criteria taught in the LMET
courses.

Group exercises, case studies, and other learning activities should
be examined for pertinence to the competency and particular subskills
being covered. Activities which provide general knowledge or
behavior practice should be replaced with activities whiech allow
specific skill use and developament as well as individual performance
feedback.

The content of the PCO/PXO oourse should be compared with the course
objectives. The ourrioculum should be modified in order to improve
asongruence of the course content and process with the PCO/PX0 gourse
objectives, It is recommended that information concerning
oompetengy-based researsh be oovered with more clarity and
thoroughness and that more amphasis be placed on practiocing
suboompetenoy skilla in situations similar to those found on the job.

Considerations should be given to the possibility of developing Navy
1éarning aids whioh present gontent that is similar to that in the
civilian-produced films but whioh ia in a oontext relevant to the
Navy. The lessona on organizational olimate and performance
ocounseling, among others, could be improved if the Harvard Businass
School film and “The Dryden File® film were replaced with new Navy
aids on the same topios.

Enabling objeotives should be-included in the Student Journal for
each unit of instruction.

A formal Instructor Guide should be written and used in all
iterations of the PCO/PX0 course.
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APPENDIX B

END~OF-UNIT QUESTIONNAIRE RESULTS
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Table B-1. Participant Perceptions
of Introductory Knowledge Areas.

(Means)

e This unit covered several areas as ground-

work for the PCO/PXO course. In the box

below, please indicate how much you feel Help in
you learned about each area and how Amount Learned Course
helpful this information is to you as Preparation
preparation for the PCO/PX0 course.
Competency-based research 2.36 2,59
Learning styles (from Learning Style 3.64 1.68
Inventory)
Reasons for change from IMT to ILMET 2.14 1.86
ILMET course training objectives 2.9 3.05
Table B-2, Participant Perceptions of
Efficiency and Effectiveness Knowledge Areas.
(Means)
Several important kuowledge areas were
covered during this unit. How much did
you learn about each listed below and Usefulness
how usaful do you feel the information Amount Laarned on Job
learned will be to you in your job as
a CO/X0?
Motivation theory 3.47 3.68
Three gocial motives 3.55 3.35
Categories of achievement thinking 3.40 3.35
Goal setting criteria 3.00 3.30
Situational leadership 3.25 3.30
Organizational climate 3.50 3.55
Metivational styles 3.75 3.1
Management by objectives 3.32 3.60

|




Table B-3. Participant Perceptions of Efficiency
and Effectiveness Skill Areas (Means).

e This unit covered five subcompetencies
of efficiency and effectiveness. How
much emphasis do you feel this course

placed on each competency area, and Amount of Usefulness
how useful do you feel the skills you Emphasis on Job
learned will be to you in your job as
a €O/X0?
Sets challenging and realistic 3.65 3.75
goals and expectations
Initiates action 3.10 3.45
Coaches subordinates 3.60 4.00
Encourages cooperation and teamwork 3.25 3.70
Demonstrates concern for efficiency 3.85 3.80

and effectiveness

Table B-4, Participant Perceptions of Efficiency
and Effectiveness Learning Activities (Means).

e This unit included saveral different
learning activities. In the box below,
please indicate how much you feel you

ke Vo dim

learned about leadership and management Amount Usefulness
{L&M) skills from each, and how useful Learned on Job
the ekills will be to you in the job
as a C0/X0.
Cage Studies 3.37 3.21
Viewing Target Practice exercise on 2.5 2.45
videotape
Motivational Style Questionnaire 3.45 3.25
Harvard Business School film 3.60 3.30
LEAD Instrument 3.00 3.00

B-3
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Table B-5., Participant Perceptions of Process Management
Skill Areas (Means).

o This unit covered four subcompetencies
of process management. How much
emphasis do you feel thils course

placed on each competency area, and Amount of Usefulness

how useful do you feel the skills you Emphasis on Job

learned will be to you in your job as

a CO/X0?
Manages and allocates competing 2.76 3.19
resource requirements '
Matches job requirements to 2.76 2.95
individual capabilities * a
Systematically monitors progress 1.05 3.14
toward the implementation of a plan : '
Gives effective performance 2.76 1.24

feedback

Table B-6. Participant Percaptions of Process Management
Learning Activities (Means).

¢ This unit included two learning
activicies., Please indicate how much
you learned about leadership and Amount Usefulness
management (L&M) skills from each and Learned on Job
how useful the skills will be to you
in vour job as a CO/XO0.

Monictoring exercise 2,62 2.62

Seabec Work Center 3.19 ’ 2,76

B-4




Table B-7. Participant Perceptions of Skillful Use of
Influence Knowledge Areas (Means).

Several important knowledge areas were
covered during this unit, How much did

you learn about each listed below and Amount Usefulness
how useful do you feel the information Learned on Job
learned will be to you in your job as
a C0/X0?
Categories of power thinking 3.52 3.48
Specific behaviors of influential
and non-influential COs and X0Os 3.38 3.24
(critical incident scoring)
Empowering techniques 3.57 3.67
Rewards and recognition 3.95 3.62

Table B-8. Participant Perceptions of Skillful Use of
Influence Skill Areas (Means).

This unit covered four subcompetencies
of skillful uso of influence. How much

emphasis do you ferl the course placed Amount of Usefuiness
on each competency ares and how useful Emphasis on Job
do you feel the skills you learned will
be to you in your job as a CO/X0?
Uses power in a positive fashion 3.62 3.67
Communicates and convinces others 3.33 3.81
Uses rewards and recognition 3.52 3.86
Controls expression of anger, 2.76 .62

coercion, and direct advice-giving
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Table B-9. Participant Perceptions of Skillful
Influence Learning Activities (Means).

Use of

o This unit included several different
learning activities. Please indicate
how much you learned about leadership Amount Usefulness
and management (L&M) skills from each Learned on Job
and how useful the skills will be to
you in your job as a CO/XO.
Case Studies 3.38 3.38
Role plays 3.29 2,95
Seat 12A exercise in empowering ”
others 2.90 2.86
Strength Deployment Inventory 3.05 2,81
"The Pygmalion Effect” film 3.86 4.14
Table B-10. Participants' Perceptions About Ability
to Influence Others (Means).
Question Mean Response
e Compared with your ability to influence others
befora entering this course and using the
techniques learned {n this course, how 3.33
effective do you think you will be from now on
in influencing your subordinates?
o Comparing similarly, how effective do you
think you will be from now on in influencing 3.29
your peetrs?
s Comparing similarly, how effective do you think
you will be from now on in influencing those 3.33

higher i{n the chain of command?

.




Table B-11. Participant Perceptions of Problem Solving

Skill Areas (Means).

o This unit covered six subcompetencies of
problem solving., How much emphasis do you

feel this course placed on each competency Amount of Usefulness
area, and how useful do you feel the skills Emphasis on Job
you learned will be to you in your job as
a €0/X0?
Conceptualizes a problem:
Recognizes discrepancies between an 2.68 3.32
actusl and a preferred situation ' *
Gathers facts to support a problem
definition 2.73 3.32
Determines forces that promote or
restrain change .77 3.z
Develops a plan:
Determines alternatives 3,18 3.64
Selects appropriate action 3,23 3.50
Effectively delegates responsibility 2.50 3.23

Table B-~12. Participant Percepticns of Problem Solving
Learning Activities (Means).

e This unit included two learning activities.
Please indicate how much you learned about

leadership and management (L&M) skills Amount Usefulness
from each, and how useful the skills will Learned on Job
be to you in the job as a8 CO/XO.
Case gtudy 2,95 3.23
Role play 2.95 3.00




Table B-13. Participant Perceptions of Problem
Solving Techniqués (Means).
e This unit covered two problem solving
techniques., Please indicate how much you
feel you learned about each and how Amount Usefulness
useful these techniques will be to you in Learned on Job
the job as C0/XO.
Force field analysis 2.09 2.27
Brainstorming 2.86 3.41
Table B=14, Participant Perceptions of Advising and
Counseling Knowledge Areas (Means).
¢ Two important knowledge areas were covered
during this unit. How much did you learn
about each listed below and how useful do Amount Usefulrass
vou feel the information learned will ba to Learned on Job
you in your job as a CO/XO?
Techniques of personal problem 4.18 4.05
counseling
Techniques of performance 3.77 3.77

counseling




Table B-15. Participant Perceptions of Advising and
( Counseling Skill Areas (Means).

{ ¢ This unit covered subcompetencies of
advising and counseling. How much
emphasis do you feel this course placed Amount of Usefulness
] on each competency area, and how useful Emphasis on Job

do you feel the skills you learned will
be to you in your job as a CO/X0?

i Listens to others and accurately hears 3.90 4,14
what they are saying ) )

! Checks understanding of the problem:

Asks for clarification 3.41 3.73
|
i Checks for clarification 3.55 3.68
) Indicates understanding 3.77 3.82
| . '
Offers helpful plans and alternatives 3.41 3.n

Demonstrates positive attitude:

"Shows genuine interest 3.82 4.00
Establishes rapport 3.55 3.68
! Sceks out persons with problems 2. 3.18




Table B-16. Participant Perceptions of Advising
and Counseling Learning Activities (Means).

¢ This unit included several different
learning activities. Please indicate how

much you learned about leadership and Amount Usefulness
management (L&) skills from each and Learned on Job
how useful the skills will be to you in
your job as a CO/XO.
Instructors' role play 3.73 3.82
Participants' role plays 3.82 3.77
"Dryden File" film 3.50 3.50

Table B-17. Participant Perceptions of Huwan Regource
Management Knowledge Areas (Means).

e Several important knowledge areas were
covered during this uanit, How much

did you learn about each listed below Amount Usefulness
and how useful do you feel the infor- Learved - on Job
mation learned will be ro you in your
job as a CO/XO?
HRM {ssues 3.00 3.16
Strategies for producing change 2.74 3.11
HRM Cyele 3.00 3.10




Table B-18. Participant Perceptions of Human Resource
Management Learning Activities (Means).

This unit included several different
learning activities. Please indicate

how much you learned about Human Amount Usefulness

Regource Management (HRM) from each Learned on Job

and how useful the skills will be to

you in your job as a CO/XC.
Panel discussion on women at sea 3.43 2.81
Visiting drug speaker 4,25 4.00
Visiting alcohol speaker 3.16 3.58
Counseling speaker videotape 2,35 2.70
Analyzing CNO Fleet Commander goals 2.35 2,70
Interviews with chiefs and 4.05 4.10

petty officers

Table B-19, Participant Perceptions of Competency
Application Knowledge Areas (Means),

This unit included seversl different
learning activities. Please indicate

Usefulness

how much you learned about leadership Amount

and managemen: (LSM) skills from each Learnad on Job

and how useful the skills will be to

you in your job as a CO/XO.
Analyzing command case data 3.80 3.65
Developing goals for command cases 3.60 3.80
Developing an action plan for
comand cases 3.3 3.45
Role plays (Captain's call) 3.75 3.7
Identifying critical CO/X0 job 3.05 3.50
functions (individual exercise) * *
Setting goals (individual exercise) 3.z 3.47
Positive feedback exercise 3.60 3,60

i i 2




Table B-20. Participant Percenptions of PCO/PXO0
Skill Areas (Means).

e The LMET PCO/PXO course is designed to
increase your ability to perform a variety of
competency skills important for effective
leadership and management. Reflecting back Amount Usefulness
over the entire course, how much do you feel Learned on Job
you learned about each skill listed below,
and how useful will the skills learned be
to you in the job as a C0O/X0?
Concern for achievement 3.38 3.70
Taking initiative 3.05 3.62
Task
Achievement | Setting. goals 3.76 4.10
Coaching others 3.52 4.05
Technical problem solving 2,71 3.05
Concern for influence 3,52 3.62
Influencing others 3.67 3.95
Skillful
Use of Conceptualizing a problem 3,00 3.43
Influence
Team building 3.29 3.81
Rewarding others 3.19 4,05
Self-control 3.52 3.86
Planning and organizing 3.38 4.10
Directing others 3.05 3.57
Delegating responsibility to others 2.90 3.86
Management
Control Optimizing (people-tasks) 3.10 3.55
Monitoring results 2,90 ° 3.57
Resolving conflicts 2,86 3.57
Giving feedback 3,62 4,14




PrasSo e

Table B-20, Participant Perceptions of PCO/PX0
Skill Areas (Means). (Cont'd)

P~ e e

s The LMET PCO/PX0O course is designed to
increase your ability to perform a variety of
competency skills important for effective
leadership and management. Reflecting back Amount Usefulness
over the entire course, how much do you feel Learned on Job
you learned about each skill listed below,
and how useful will the skills learned be
to you in the job as a CO/X0?
Listening to others 3.95 4,29
Advising Understanding others 3.76 3.95
and
Counseling | Helping others 3.29 3.76
Positive expectations 4.00 4,19
Coerciveness 3.14 2.81
Negative expectations 3.19 2,71
Coercion Disciplining others 2.81 3.29
Acting impuleively 2.90 2,45
Failing to resolve conflicts 3.19 2,80
2,13




