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Chapter 1

\\j INTRODUCTION
‘Svstematic approaches to training or instructional systems

development. (ISD) were developed during World War II to address
the pressing and technical needs of the military for trained
personnel. Intuitive, random and varied ways of teaching soldiers to
fly, march, maintain equipment, lead others and generate hattle
strategies were undependable. ISD provided a broad prescription for
looking at men and women and their work and figuring out ways to
teach them to do it ( Rossett, 1987, p. 8).” Tne Shore Duty
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Department Head curriculum was designed for the U. S. Navy which
ntilizes all of the stages of 1SD - analysis, design, development,
imblementation and evaluation. Therefore, all of the stages have
been addressed in this paper.

The initial target population for this course was the General
Unrestricted Line (URL) Community (110X). This year for the first
time in history, Vice Admiral J. M. Boorda, Deputy Chief of Naval
Operations (Manpower, Personnel and Training) chaired a General
URL Conference. This community is mainly composed of females.
The men in this community usually were attrites from the warfar
community schools. In his letter of June 8, 1990 to all General URL
officers the Admiral stated that,




"The designation to 110X of warfare attrites ancd those who lose
their warfare qualification has been stopped. Officers with
competitive records will continue to be accepted for redesignation.
Hopefully, a side benefit of this policy will be to improve the
professional reputation and promotional competitiveness of the men
who voluntarily join your community”.

He also made clear that the dual roles of this community are in

leadership billets and as subspeciality experts.

——— The General URL officer presently receives no formal training as a

division officer nor as a department head. It has been the individual
officer responsibility to develop “leadership skills vis-a-vis
subspecialty expertise (VADM Boorda itr § JUN '90)" The three
warfare communities (surface, air and submarine) do have division
officer and department head schools but they are specifically
designed to prepare officers for at sea billets. Vice Admiral Boorda

stated as a result of the conference the need for:
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"-Leadership training for Gen URLs en route to initial division
officer or department head tours.

-Appropriate PCO/PXO (pre-commanding officer /pre-executive
officer) training for Gen URLs en route to CO/X0 assignments.”

In plain English the Admiral sees the lack of professional training
and he is implementing training somewhat similar to the warfare
community. The paragraph above outlines plans for training prior to
one’s first division officer job or department head job. It then goes
on to include training prior to becoming an executive officer or
commanding officer.




Current Situation

For more than ninty percent of all Naval officers, department
head school is a goal to strive for in one’s career. Being chosen for
department head school requires careful screening by a board,
superior fithess reports and proven competency as a division officer.
This is one means in which the Navy has to provide feedback to it's
officers. The remaining ten percent of these officers are in the
General URL Community. This curriculum was originally designsd to
serve as the General URL department head school in an attempt to
meet the lack of formal training these naval officers do not receive -
either as division officers-or as department heads.

What exactly is the population for this course? The core
population would be the General URL officers. Since this community
mainly consists of women officers the following statistics are
provided. (These figures are from a panel discussion given in
Norfolk in May 1989)

WOMEN OEEICER STRENGTH = 7511
(10.1 % OF TOTAL OFFICER STRENGTH)

WOMEN BY DESIGNATOR ,
LINE OFFICERS (110X) 3644
MEDICAL CORPS {210%) 397
DENTAL CORPS (220X) 138
MEDICAL SERVICES CORPS (230X) 429
JUDGE ADVOCATES GENERAL CORPS (250X) 144
NURSE CORPS {290%) 2307
SUPPLY CORPS (310X) 270
CHAPLAIN CORPS (410X) 36
CIVIL ENGINEER CORPS (510X) 104
LIMITED DUTY OFFICER 9
WARRANT OFFICER 33

T0OTAL 7511




WOMEN OFFICERS BY GRADE

REAR ADMIRAL 02
CAPTAINS (06) 113
COMMANDERS (05) 472
LIEUTENANT COMMANDERS (04) 1574
LIEUTENANTS (03) 2915
LIEUTENANT JUNIOR GRADE (02) 1016
ENSIGN (01) 1413
WARRENT OFFICER (W2,3 AND ¢) 33

TOTAL 7538

Of this population, this course was originally developed for the line
officers {(110X), the lieutenant commanders and lieutenants. The

following figures were provided by Naval Military Personnel

Command:
LIEUTENANT COMMANDERS 514
LIEUTENANTS 1207

After reviewing VADM Boorda’'s letter, it appears a needs assessment
has already occurred and the outcome was that the General
Unrestricted Line Officer should be required to attend a professional
development school. However, it also appears that the General URL
population was too small to warrant a special program just for that
one community. It seems the only way to justify this program is by
adding officers from all-of the other communities.

After some research it was found that no naval officer is ever
exposed to leadership/management skills in depth. All three male
dominant warfare specialists do have department head schools but
they are specifically designed to train naval officers for at sea billets.
It was also found that each of these department head schools vary in
length and curriculum core. Many officers returning from sea
department head billets feel they are b~i1ind the power curve in




leadership/management skills. Therefore, this course was designed
to assist all officers in transition - from those returning from at sea
department heads to those who are newly choosen department heads

on shore.

Problem Statement

There is presently no formal department head school for the
General Unrestricted Line Community and there appears to be no
formal training for officers returning from sea to shore department
head billets. There appears to be a need for a department head
school that trains officere for shore billets.

Importance of the Curriculum

As stated by Admiral Frank B. Kelso II, USN during his
questioning on 15 June 1990 by the Armed Services Committee for
the position of Chief ¢f Naval Operations, "We must retain and recruit
the very best young people our country can make available and we
must thoroughly train and retrain them .. (The San Diego Union, 15
June, 1990, p. A-2)" The emphasis on training and retraining
appears-so important that one could be led to believe that the
trainifig of middie tanagement leaders sheuld not be swept aside as
something that would be nice to-do if funds were available, but as
something which is vital to the survival of the Navy in the future.
Admiral Boorda addressed this issue whert he stated,




"-Leadership training for Gen URLs en route in initial division
officer or department head tours (is needed). The ‘rub’is the lack of
TEMDUINS funds. For now the detailers and placement officers will
match Gen URLs with training collocated with their losing/gaining
commands. As we revamp officer leadership courses, I have directed
that the training needs of your community be considered up front”.

As long as the U. S. Navy remains an all volunteer force it would
seem beneficial to learn to manage it's greatest asset - the enlisted
people and all subordinates. After these people have received
thousands of dollars of training and experience supporting this type
of curriculum would seem to be a responsible action. An often
overlooked aspect of this situation is the management of civilians.
Many times the management style that was successful at sea is found
to be no longer effective ashore - especially when dealing with the
civilian community. As stated by Vice Admiral Boorda, "Without a
doubt the shore establishment is very different from the at-sea
environment, though no less complex”. Although the guidance
provided by the first Gen URL Conference does not allow for an

entire curriculum it does verify a need in this area.

curriculum Overview

This curricutum is designed specifically for all officers who will be
assigned to a shore duty department head billet. The Admiral
addressed this specific need when he said:

"A more long term change involves a fresh look at what
constitutes a leadership billet ashore. Without a doubt the shore
establishment is very different from the at-sea environment, though
no less complex”.




The design phase of this curriculum contains goals and objectives
similar to those previously developed by current warfare
department head schools. Additionally, objectives have been created
to address the additional material needed for a shore duty
department head and for some areas that appeared to be lacking in
the other curriculums.

The development stage of this curriculum contains two options.
The first outlines a 4 week course at an already existing warfare
department head school site. The other requires utilization of a
distance education telecommunications system as the training
strategy. A breakdown of the entire curriculum is also provided to
coordinate specific sequences of events. The structure of the
curriculum remains similar to already existing department head
curriculums.

The implementation phase of this curriculum has not yet been
authorized. However, utilization of distance learning greatly
increases the possibility-of this curriculum being implemented in the
near future. The present size of a department head school ¢lass
ranges from 90 - 120 students. To effectively utilize technology and
allow for student/teacher interaction the class sizes should be no
larger than 35 students.

The evaluation phase explains the evaluation model and types of
forms/questionaires to be ullized by the-Wrainers and trainees to
assess the-program and the formal instruction. A pilot study should
be the main thrust of this program so that formative ewvaluation can
be obtained-as quickly as possible.
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Assumptions

The utilization of distance leari...g would save the cost of travel
and per diem. Unfortunately it would limit participation to only
those areas that have the technology available. Distance learning is
still a relatively new training technique that may shift the burden of
supervision from one school house to the seperate training/receiving
areas.

Funding would have to be allocated to support this curricutum to

include staff/instructors, equipment and facilities. Specific details

regarding funding are discussed in Chapter 3.

Whether this curriculum would be more effective than the

present Leadership Course, which is alread~ an established program,

is-also another consideration. An entire four week curriculum may
not be needed, or after piloting, the curriculum may need to be
condensed into a shorter version.

Would qualified instructors be provided to teach the course-and
how would they become qualified? Utilizing distance learning may
decrease uniformity of instruction. This may occur when individual
commands take on too much responsibility for the program and may
even add to the curriculum to meet their own private agendas.
Should the linkage of the telecommunications go down the
responsibility to cover the topics would again fall to the individual
commands and if all instructors are not of the same calliber the
uniformity of instruction would vary.

Officer selection for participation could also create problems. The

commands would have to release their officers to attend this course
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and/or the detailers would have to schedule the course while
processing the student’s orders. The warfare communities may

choose not to utilize the course because of scheduling conflicts.

Purposes of the Curriculum

This course is specifically designed for the officer who is about to

take a shore duty department head billet. It incorporates areas

presently covered in all other department head schools and expands
upon the duties and responsibilities required of a department head
ashore. The general program objective is to-introduce-the officer-to

three areas-of study - leadership skills, management skills and

professional skills/self-development. The course objective is to

develop each officer into an-outstanding department head. The
specific characteristics to be developed upon completion of the

course are:

ecommunicate - with subordinates and superiors
in an effective and efficient manner.
sinspire self-confidence-in those around the officer.
sempower others and correctly delegate
authority and responsibility.
sseek out events which reward initiative.
econsistently demonstrate-high standards and
expect the same of those around the officer.
eincrease-time to develop junior officers and
enlisted personnel for positions of increased responsibility.
saccept responsibility and accountability
and willingly-share rewards.




Definition of Terms

CNET - Chief of Naval Education and Training. Responsible for all
training programs, works directly for CNO.

CNO - Chief of Naval Operations. Responsible for all Navy progtrams.
Postion presently held by Admiral Frank B. Kelso II, USN.

CNTT - Chief of Naval Techinical Training. Responsible for LMET
course. Reports to CNET.

DACOWITS - Defense Advisory Committee on Women in the
Services. A civilian task force which surveys the treatment of
women in the —miiitary. ,

110X or General URL - General Unrestricted Line Officer. A group
of officers consisting mainly of female officers. Responsibilities are
directed toward fleet support.

LMET - Leadership and Management Education and Training.
Presently the only leadership course-available to the General URL
officer. Course is managed by CNTT.

OPNAVINST - Chief of Naval Operations Instruction. Instructious
published and approved by the CNO which are distributed to all
commands.

SECNAVINST - Secretary of the Navy Instruction. The office of a
civilian appointed by the President. Oversees the CNO and approves
and publishes guidelines for the Navy.

SWOS - Surface Warfare Officer School. Responsible for the training
of division officers and department heads for surface line officers.
TAD - temporary additional duty. Personnel in transit from one

command to another may receive orders to professional schools:

10




They also may receive orders to take time away from regular duties

to perform other naval related fasks.

Organization of the Project

The first chapter contains the introduction, the statement of the
problem and a curriculum overview. The next chapter provides the
curriculum framework including philosophical and psychological
foundations. The third chapter covers the curriculum design system
with an indepth view of the five phases briefly covered in this
chapter. The fourth chapter contains a brief curriculum outline and
the final chapter includes recommendations. The curriculum
syllabus, objectives, lesson plans, student learning guide and

evaluation forms are located in the appendix.
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Chapter 2

CURRICULUM FRAMEWORK

There are many different ways to view what a curriculum is - a
blueprint, a set of intentions, a set of intended learning outcomes, or
an architectural design (Posner & Grudnitsky, 1986). This chapter
will discuss what is to be learned, why it should be learned and how

it should be learned.

Curriculum Rationale

This course is designed to introduce officers to three areas of
study - leadership skills, management skills and professional/self-
development skills. It is also designed to be used in a regular school
setting or by utilizing distance learning. This course is specifically
for the officer who is about to report to a shore duty department i
head billet. It incorporates areas presently covered in other
department head schools and expands upon the duties and
responsibilities required-of a department head ashore. Most
importantly this course is designed to educate the officer and to
increase peisonial awaireness, it is not just to train the officer. Assels
and tools will be introduced to officers but it will be their choice on

whether these new ideas are incorporated into the real navy world.
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Validity of Curriculum Design

The design for this curriculum follows two major sequencing
principles. The first is a concept-related sequence in which each unit
is centered around a major idea and is "structured in a manner
consistent with the way the ideas themselves relate to one another
(Posner & Rudnitsky, 1986, p. 106)". This is supported by the three
central themes covered in the curriculum - leadership, management
and professional/self-development. Each of these units contains
topics which relate to the unit theme. These topics are prepared to
be taken in sequence since they build upon each other and relate to
other topics and themes.

The second principle used in this curriculum is the utilization-
related sequence. In this sequence "knowledge and skills can be
utilized in social, personal, and career contexts (Posner & Rudnitsky,
1986, p. 110)". In this area needs are identified by experts and then
units are organized around these needs. In this case the needs were
identified by VADM Boorda during his conference with the General
URL community. The first activity the officers complete is a personal
profile evaluation which identifies present behaviors and working
styles. The profile of each officer becomes the core knowledge for
self-development and for the other two units - leadership and
management. This is also the reason why communications skills are
taught in the first phase - since these skills are needed to complete

the other topics covered in the curricutum.
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Philosophical and Psychological Foundations

The Navy is similar to any other big business or university in
some ways and in the majority of cases the Navy curriculum
philosophy combines essentialism and progressivism. Rudolph
(1977) stated the intentions of institutions "are conservative - to
preserve and to transmit that which has survived (Conrad, 1985, p.
15)." The goal of essentialism is to transmit the real world. For the
non-technical curriculum,.the Navy supports the philosophy of
essentialism. Boot camps, officer candidate school, SWOS all reflect
essentialism by attempting to pass on a fundamental body of
knowledge toall students with the student's goal to master that
knowledge. The instructors hold the traditional role and the students
are passive-learners. Essentialism is required for much of this
curriculum due to the content of the material. This philosophy also
supports the goal of this course which is mastery of the material. It
is also psychologically the most comfortable style of learning for the
majority of students due to the similarity for all other naval
training/formal education the officer has previously received.

Another way in which the Navy reflects-essentialism or changes
which occurred in the real world was shown by policy changes.
These changes were due to the increased role of women in the Navy
and due to-tecnnological advances. In 1976 women were admitted
into the Naval Academy. Policy adjustments have been made to
incorporate OPNAVINST's on pregnant sailors, sexual harrassment
policy /guidelines, vessels on which women are allowed to serve, etc.
(SECNAVINST 1360.12A; OPNAVINST 5370.2 and 6000.1A) The
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values that a naval officer held 10 - 15 years ago have changed. As
these values continue to change so must the curriculum. In
essentialism major changes occur only after a long, slow, arduous
research process but, changes do eventually occur.

Progressivism allows an institution to reflect moderation by only
allowing localized and direct change to specific areas. This
philosophy allows a large institution to moid and choose the
curriculum that best fits the needs of its community. The naval
environment is so unique and the needs of the learners are so
diverse that the Navy has to be progressive to meet technological
advances and to reflect value changes in society. The best example
of utilization of progressivism in the Navy are pilot trainers and the
recent addition of trainers for Landing Craft Air Cushioned (LCAC)
vehicles. To meet technological advances these trainers are student
cenitered and incorporate active learning. Progressivism is also
utitized when teaching human relations courses where the learner is
forced to play an active roie. The self-development section of this
curriculum utilizes this philosophy along with existentialism.

Existentialism is concerned with education for the individual. The

evaluation of each student's management style and personality are
areas of the curriculum which reflect this philosophy.

The most important item stressed in this curriculum is the
constant use of structure. Structure is a vital element of essentialism
but is-also equally important in progressivism.

Both of these curriculum philosophies - essentialism and
progressivism utilize the competency based/systems education

concept. The Navy writes courses with terminal and enabling




objectives and these keep the courses extremely structured and
presented with a logical system.

The psychology required for this curriculum is mainly cognitive.
Gagne (1982) stressed that learning is becoming more like an
information-processing system - a cognitive shift in the learning
process paradigm as opposed to the old behaviorist system of
stimulus-response. Because the learner needs to interact and receive
reinforcement for increased learning the use of interactive video
through distance learning was chosen. This capability opened up the
opportunity for follow-up seminars to check student application,
comprehension and synthesis of the material. This idea was
supported by Brunning (193 3) who emphasized in order for learning
to be cognitive it must transfer information from short term memory
to long term memory. Only by utilizing the information on a regular
basis will this transfer occur.

Conceptual Framework

The conceptual framework for the majority of Naval curricutlum is
selected competency.and student development. The active learning
trainer courses would be categorized as those that emphasize student
development. The remaining courses utilize selected competencies
because they are functional and more vocational in fialure.

This curriculum is a combination of both frameworks. Portions of
it could be categorized along with the well established Leadership
and Management Education and Training (LMET) curricutum. LMET

utilizes a student development framework. Utilizing two frameworks
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can create conflict and student confusion. Currently at surface
warfare officer department head school (SWOS) they utilize
essentialism and a competency-based framework for six months.
This portion of training is graded, the LMET portion is not. During
this time a humanistic approach is combined with a student
development framework. Hence the term sometimes used to
describe LMET is "touchie-feelie”. Sometimes it is viewed as a waste
of time because the student has been trained to get the facts. The
transition from the traditional passive student to an active learner
role where emphasis is placed on the affective domain is not easily
made. Realizing this existing conflict determined that the course
curriculum consist of less affective objectives with the instructor(s)
utitizing a more traditional role vice that of a facilitator.

What is meant by the term facilitator? Facilitator started
replacing teacher as the theory of andragogy increased in popularity.
Malcolm Knowles coined the term andragogy about twenty years ago.
It is now understood to-be a set of assumptions about how adults
learn and implies that aduits learn differently than children (Feuer &
Geter, 1988, p. 31). Knowles suggested that adults hotd four unique
characteristics or what he termed basic assumptions that make adult
learners different from children (Feuer & Geber, 1988, p. 31). First,
adults are self-directed learners. This means setting their own goals,
priorities and in many cases being responisivie for their own learning
experiences. Next, adults prefer problem-centered learning vice
subject-centered learning. This stresses immediate application for
the-adult learner and mastery for the children. Third, the adults’

experience base is a larger resource from which to draw upon and is
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something children just haven't had time to develop. Last, readiness
to learn is linked to the life stage of the adult learner whereas for
children learning is linked to their physiological stage.

The role of the facilitator in relation to these assumptions
requires that the instructor become a guide for the students. The
facilitator would incorporate the huge experiential base of the aduit
learners and tie the topics into strategies which the adult learners.
could apply to their jobs and lives. During the personal development
stage of this curriculum the instructor would become more of a
facilitator but during the other two units the instructor would remain

in the traditional teacher role.

Summary

This chapter discussed why this curriculum should be
incorporated into naval officer training, what philosophies were used
to design the curriculum and how the curriculum should be taught.
The validity of the curriculum design was justified by the use of
concept and utilization related sequences. These sequences are
related to the officers functions and supported by the assumptions
behind the concept of andragogy. The philosophical foundations-of
essentialism, progressivism and existentialism were explained and:
examples were provided of their use in the curriculum. The
conceptual framework using setected competency and student
development also was explained. The next chapter will go into-much

greater detail in regard to the specific curriculum design system.

-
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Chapter 3

CURRICULUM DESIGN SYSTEM

Analysis Phase

[nitially the target population for this curriculum was the General
Unrestricted Line Community of which women naval officers make
up the majority. It was designed to-serve as their department head
school. But, after some research it was found that no naval officer is
ever exposed to leadership/management skills in depth. It was also
found that all three male dominant warfare specialists (submariners,
aviators and surface warfare) do have department head schools that
are specifically designed to train naval officers for at sea billets and
that each department head school varies in length and curriculum
core. There appears to be a need for a department head school that
trains officers for shore billets. Many-of the officers returning to
shore billets feel they are behind the power curve in
leadership/management skills and this course could assist them: in

acquiring skills they may be lacking. These types of skills are

reflected in the curriculum outline found in Chapter 4.

The closest, course the Navy offers to the proposed curriculum is
the Leadership and Management Education and Training (LMET)
course. LMET is presently being rewritten by staff of the Chief of
Naval Technical Training (CNTT) who works for the Chief of Naval
Education and Training (CNET). LMET for enlisted people is being




shortened from a two week course to a one week course. The officer
course is already one week in length. Every navat officer is supposed
10 take a course in LMET, however, the women officers have not heen
provided this opportunity as a normal part of their career pattern
due to the lack of a clear and consistent career path. As shown in
VADM Boorda's letter this is currently changing. LMET conld be
incorporated into the proposed curriculum if needed. The proposed
curriculum increases the amount of time spent on
leadership/management skills but does not cover the human
relations aspect as-in depth as LMET.

Until recently officer leadership/management courses had not
been emphasized as important by the Navy. Presently in
department head school (surface line) LMET is presented-at the end
of the course. Failing is impossible because the LMET portion is not
graded. The students never have to demonstrate proficiency. Many
naval officers are-unable to see the ¢connection between a lack of
leadership/management skills and attrition rates. If Navy leaders
are constantly utilizing a task-oriented screamer style-it's no wonder
the enlisted people-and junior officers leave the Navy.

An important question which was dealt with in VADM Boorda’'s
letter was why do General URL's need a department head school? It
appears that as this officer’s role increases the importance of this
training increases. Women are going to be in positions where
someone may-die. The point here is that all officers will-deal with
the lives of their shipmates.

Last, is it true that leaders are natural and no one c¢an be taught

to be a leader? How do officers presently learn how to-lead? They
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learn by watching their superiors and instructors and emulating
them. If all 300 instructors at SWOS have been selected for
executive officer (2nd in command) the logical question the students
would ask the instructor would be - how did you do it? Perhaps
that's why sea stories carry such weight in conversation with naval
personnel. Unfortunately, even completion of LMET or this course
won't assure that an officer will ever become a leader.

Where should the school be held? One option is at the
Surface Warfare Officer Department Head School. This school is
located in Newport, Rhode Island and runs for seven months.
Sometime during the last four weeks, the LMET course is covered.

The class schedule for the year looks like this:

Mid November - 1 June 2-3 classes

June - Mid November 2-3 classes

There are two or three classes going at the same time with
approximately 90 to 120 people per class. There is a selection board
which decides who will attend department head school. There are
presently 300 instructors assigned to this school and two are
qualified to teach LMET. This school may be viewed as an optional
site for the addition of a four week curriculum. The size of the class
for the new curriculuin would include officers {rom aii communities.
This size would require the school to be offered a minimum of 6
times a year with the capability of adding classes at any time to
respond to the needs of the Navy.
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The second option on where the school should be held involves
the use of distance learning. This option would utilize either
interactive video or simply televising the course to various areas
around the country. This would provide the information to those
officers in transition and it would not require them to travel great
distances. Procurement of the technology involved and on site
instructors/tutors would be required but the ease and availability to
General URL officers would be greatly enhanced.

In summary, the schools that presently offer a
leadership/management course are department head schools which
have LMET programs specifically tailored for their at sea billets.
Therefore, the General URL would not fit into the existing
department head school programs. Next, the climate for developing a
department head school for the "support” section of the fleet is
positive as shown by VADM Boorda’s statement that officer
leadership course training should happen “en route to initial division
officer or department head tours”. Since the General URL numbers
do not justify a special school the use of distance learning is a superb
option.

Development

The characteristics of the targetf group vary slightly. The General
URL officer will have had no formal training unless it was acquired
independently. The Surface Warfare Officer will have covered the
material found in Appendix G. All of the officers will-have completed
at least. one division officer tour successfully. All butthe General




Unrestricted Line Officers will have been through a selection board.
A selection board for the General Unrestricted Line should also be
introduced at this time to select officers for this school. This could be
a tool to eliminate unfit officers. The selection boards serve as a
prerequisite and also establishing that the officer successfully
completed a division officer tour.

It has already been established that naval officers prefer the
traditional teacher /student roles and that when the grading system
disappears the feeling that the course is worthwhile decreases. As
discussed in the syllabus found in Appendix B the student will be
required to maintain a 3.0 grade level on a 4.0 scale. The class size
for the Surface Warfare Officer Department Head School of 90 - 120
is too large. In order to effectively use the technology and allow for
some student/teacher interaction the class size should be limited to
35 - 40 students. Other items in the forces in the situation which
need to be covered are the facilities and equipment. The school in
Newport has everything needed. The one exception would be that
the student would be required to purchase a video cassette and
books. In regard to the forces in the instructional staff it has already
been established that there are 2 qualified LMET instructors in
Newport. At least two more instructors wonld have to be added to
support this program. It would probably be wise to qualify these
two additional instructors in LMET.

If the distance learning option is chosen then a primary instructor
would have to be chosen who would transmite the course from a
central location. On site instructors would be the first students of the

course and then they would proceed to their individual sites to
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supervise the instruction. Should the Navy be unable to invest in the
equipment needed for this type of program, another option would be
to hold the classes at local universities which may have the
equipment and facilities available.

Who would control the school? The school would be run by
the Chief of Naval Education and Training (CNET). This curriculum
would be submitted to CNET who would assign a project officer to
develop details required to begin the school. Recommendations
would be forwarded to CNET as to how to incorporate the program.
CNET would request approval from the Chief of Naval Operations
(CNO}. This entire program would be reviewed by many people in
CNO's staff and would most likely be returned to CNET numerous
times before being considered for approval. A sample of an

organizational chart is found on the following page.
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If the school was established in Newport it would have to be
assigned to an already established command. The Surface Warfare
Officer Department Head School is an appropriate command to
maintain this curriculum. However, with the student population they
handle per year the attention needed to successfully run this
program would probably not be provided. The other possible
command in Newport is the Officer Candidate Schoot (OCS). This
command may be 3 likely candidate to run this program especially
with the decrease which might occur in personnel which would
decrease the number of students attending OCS. Newport is alsc an
area where inany General URL officers are assigned which would
increase the number of officers to choose from who could assist as

guest speakers.

Instructional Equipment

The instructional equipment needed to conduct this course varies
depending upon which technological system is choosen. For
interactive video the required equipment at each site would be a
video camera, computer with-capability to project an overhead
screen and a digital telephone hook-up. For the distance learning
systemn several televisions would be required along with a VCR to
record the sessions should a student miss the class.

As shown in Appendix D-on the first day of class a professional
consultant is scheduled to give the students a Personal Profile

Evaluation. A bid would probably have to go out for this job and the
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time consumed by this process would have to be built into the
system. The average cost for this type of service is about $1800.00 a
day. Again, the details involved in this process would be handled by
the selected project officer.

Implementation

As discussed in the development phase this program would come
under the cognizance of CNET. Because of the small population of the
General URL community it would be likely that this school would be
combined at a site already established. All media and technology
would be supported by the established school site.

A sample time chart is provided on the following page.




FROM

2. CO NROTC

3. N6

4. N6 Staff

N6

Ln

6. N6 Staff

7. N6

8. Deputy CNET

9. N6
10. Deputy
CNET

CHOP CHAIN/TIME CHART
TO ACTIVITIY
CO NROTC Submit
Curriculum
N6 CNET Same
N© staff Review
Curriculum
NG Review and
Submit
N6 Staff Review Again
N6 Submit Again
Deputy CNET Submit
Curriculum
NG Review
Curriculum
Deputy CNET Resubmit
Curriculum
CNET (may Submit
forward to CNO) Curricuium

ACTION
Chop

Chop

Check

Chop

Make Changes

Sign Off

Chop

Make Changes

Chop

Sign
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11. CNET N6 Return Formal Tasking
Curriculum

12. N6 CNET CO SWOS or Site Formal Tasking Implement
Directors

The time between these steps shouldn't be more than 3 days
apiece so the total process would require 36 working days or almost
2 months to implement.

The entire budgeting procedure to hire-a consultant would take
about 2 months so-it would be very prudent to pre-brief the supply
department so they wouldn't be caught unprepared. If there is-one
place that could delay the entire curriculum it would be the financial
department because there is no-doubt that they would not spend any
of their time onthe-project until it has been approved at the
CNO/CNET level.

The other group that should be pre-briefed would be the
placement officers and the detailers. Officers normally receive
orders from 6 months ahead down to a few days before departure.
This group would need to know who has qualified-and if a board is
used to choose the officers for this school, before making plans to cut

orders for potential students.
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Evaluation

The most important aspect of this program is the evaluation
phase. In this phase it is decided what should change, stay the same,
be added or dele'ted to improve the program curriculum and
instruction. This curriculum is designed to include a number of types
of general evaluation techniques.

First this program would require a great deal of formative
evaluation. Formative evaluation is an on-going process of
evaluation. Receiving informal feedback from the students and
instructors on a weekly pasis would be a type of formative
evaluation.

Another type of evaluation required would be the use of
summative evaluation. Summative evaluation consists of creating an
after action report upon completion of the course. The questionnaire
found at Appendix E is an example of what the students would be
required to complete at the end of the course. This is a systematic
form of evaluation and is considered to be a formal type of
evaluation.

The Navy also has its own formal scheduled evaluations. These
evaluations are performed by-a group consisting of officers and
civilians from CNTT who rotate to various training commands each
yvear. Thege evaluations could be considered both external and
fortnal in nature.

Another Navy requirement is the designation of an Internal
Review Officer at each command. This person works directly for the

Commanding Officer and is responsible for submitting quarterly
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reports to CNTT and CNET. Each department head is required to
identify any deficiencies and then provide updates to the Internal
Review Officer. The Internal Review Officer receives a week long
training course and then provides workbooks and tutoring as needed
for the department heads. When the external evaluators, described
in the paragraph above, review a command and they find something
that the Internal Review officer has not noted they can put the
Commanding Officetr on report. The external auditing group submifs
their findings to CNET. A tasking letter is then sent to the
Commanding Officer. Any deficiencies which were found are given
an action/correction deadline to meet. All areas of the training
environment are covered by these evaluators - the curriculum, how
it's taught, the environment, any fraud, waste or abuse of any kind.

Another type of evaluation that should occur would be instructor
evaluations. These would be considered internal evaluations to-assist
in facillitating feaching methodology. Again the Navy has a special
department designed for this purpose. This department conducts
instructor evaluations-and also insures that the curriculum written is
what the student receives. It also provides feedback to the
instructor. This is also-the department which proxies the finat
student evaluation of the course. This allows the students to-answer
honestly and not feel any pressure from the instructor. This
department also investigates any discrepancies and reports them to
the Commanding Officer if needed. The service this department
provides could be classified as both formative and summative and
also internal. A sample of the types of questions asked on an

instructor evaluation form are found in Appendix E.
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In summary, the Navy has many systems available for evaluation.
Whether these systems are utilized and how well they are utilized

depends on the quality of the people in the system.




Chapter 4
CURRICULUM OUTLINE
TITLE: Shore Duty Department Head School

DESCRIPTION OF PROGRAM: This course is designed specifically for
the officer who is about to take a shore duty department head billet.
The majority of those attending this school will be women in the
Navy who are designated as General Unrestricted Line Officers
(110X). The course will incorporate areas presently covered in all
other department head schools and will expand upon the duties and

responsibilities required of a department head ashore.

IDENTIFICATION OF PROGRAM: The program will consist of a 4 week
curriculum. Those who attend will have been chosen by a board and
will have proven their competency as a division officer. The
curriculum will meet the needs of the General Unrestricted Line
Community as their department head school and also will aid the
officer who is returning from sea-duty who feels behind the power

curve in administrative and management skills.

DEVELOPMENT OF PROGRAM: The main objective will be to introduce
officers to three areas of study - leadership skills, management skills
and professional skills/self -development. These areas are divided

into specific topics as listed below.
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LEADERSHIP
a. Communication
Skills - how
listening skills,
speaking skills and
body language affect
leader effectiveness.
1. Listening skills
utilized by leaders.
To include:
ebetievolent listening
sharriers
slistening levels
scategories of
listeners
2. Speaking skills
to include:
epublic speaking
sorganijzing
Ppresentations
suse of visual aids
b. Counseling Skills
to include:
erecognizing
communication
breakdown and
discord
suse of forethought
chart for goals, needs
and expectations
¢. Bearing
/Appearance

d. Type of Boss

¢. Types of Leaders

MANAGEMENT PROFESSIONAL
a. Staff Organization a. Writing/Peading

b. Crisis/Stress b. Resources/Assets
Management
¢. Flexibility ¢. Evaluating
1. Workers
Personality*

2. Performance
d. Time Management d. 1. Decision

1. Prioritizing Making
2. Planning 2. Ethics
e. Protocol

f. Instruction Review

34
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IMPLEMENTATION: It would take two months to implement this
four week curriculum if everything went smoothly. The course
would be offered four times a year and more if needed. The class
size would be limited to 30 - 35 students. At least one instructor
would be needed if utilizing distance learning with an instructor at
each site. One civilian consultant would need to be hired to present
the Personnal Profile Evaluation at the beginning of each course. If
the school was established in Newport the assets of already

established schools could be shared.

EVALUATION: The course would be evaluated by the officers who
were chosen to attend, by the on-site coordinators and occassionally
by evaluation teams from the Chief of Naval Techniical Training
(CNTT) and the Chief of Naval Education and Training (CNET).
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Chapter 5

RECOMMENDATIONS

The following recommendations are propaosed to help increase the
chance for success 1n implementing this curriculum. The first
recommendation deals with the training method to be chosen. In an
article about the cost of education and training at IBM the director ot
education tor external programs found it costs less to take training
to the emplovee through some form of technology than to bring the
emplovee to a central training site (Galagan,1989 p. 39)". The
director also found that by combining “technology to deliver training,
and (nstructional design techniques to streamline the training would
reduce cost by 65 percent [but one must] put the money back into
building new courses for the new delivery methods (Galagan,1989,
p.3971". There are many similarities between a large corporation like
[BM and the Navy. IBM is presently spending $900 million a year on
education and training. It is recommended that observations-of
organizations that are successfully utilizing technology-be made by
the project manager and that similar programs be considered for use
tn the Navy education and training program. The program that couid
be used with this curriculum that is in use at IBM is their broadcast
education program. This program allows transmissions that travel to
various locations around the country via satellite (Galagan,1989, p.
36). Another form of technology that may be considered also is

being utilized by IBM. They are presently using interactive video,




electronic classrooms and satellite links. "Expensive as educational
technology is up front, it still reduces the cost of delivering training
to IBM s 390,000 emplovees (Galagan, 1989, p. 36)". This might be a
torm ot instruction that the Navy should consider to save money in
the long run.

Next, 1t 1s recommended that whatever type of educational
technology or methodology be incorporated that it include methods
to measure program quality and to evaluate student performance.
Without this information, the Navy will not know tf there was an
increase in Knowledge or if the course content was useful,

The curriculum should be piloted and thoroughly evaluated for
etfectiveness prior to mass implementation. It is recommended that
a mobile training team be designated and dispatched to three sites.
Uipon completion of the training at all three sites a summative
evaluauon should be-conducted. This would allow the curricuiumto
be changed/adjusted to meet the needs of the students.

Finallv, the importance of grading student performance in this
course cannot he over emphasized. Holding the students accountable
tor learning the course material ts not a negative factor. It ts normal
to place standards on learning that is valued by an organization. It is
hoped that this curriculum will be treated as a valuable item for
naval officers and that their performance will be evaluated and:

graded bv those members in charge of the course.
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DEPUTY CHIEF OF NAVAL OPERATIONS
(MANPOWER, PERSONNEL AND TRAINING)

08 June 1990

Dear General Unrestricted Line Officer,

This letter is being sent to every officer in the General
Unrestricted Line. I don't like "form letters" and most people
don't like receiving them. I hope you will understand that the
intent of this letter is personal even if the method can't be.

Why are you getting this letter? Through articles in
Perspective you have been reading about the changes happening to
your community as -a result of the first General URL Conference. 1
As your community -sponsor, I wanted to share with you my thoughts E
on the conference recommendations and the direction in which I ]
see your community proceeding as we enter the Navy of the 90's.

: in w ven w . .
Since June 1989, when I approved the community's mission
statement, I had mixed feelings about revising the career
pattern. I was not convinced that it would continue to meet the
needs of the Navy and the individual community members. My
particular "heartburn" centered on the relative importance of
developing leadership skills vis-a-vis subspecialty expertise.
Finally I decided that a conference would allow- the community's
senior leadership to reach a much needed consensus concerning the
content of your career pattern.

0 what was i 2 Let's get specific. We ' ;
agreed on a career pattern, a copy of which is attached. I am
confident it meets both the needs of the Navy and your community.

- Development of leadership and subspecialty expertise
remains the heart of the career pattern, as it has since the
first career pattern was approved in 1973. I agree that strong
performance in both type billets is still the optimum path to
promotion for you as an unrestricted line officer.

The increasingly technical Navy of the 90's will rely on a
cadre of proven subspecialists to lead the complex shore
establishment. That cadre will include Gen URLsS. A career
pattern which promotes early and intensive subspecialization
will benefit both the Navy and the shore establishment manager.

P T I R S RS A

- A career pattern on paper is the first step. It is a :
guide through which the needs of the Navy and your needs can be :
met in a planned way. You are perhaps more fortunate than other
URL community members because your career guide is not so
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lock-step as theirs. But I urge you to take the long range view
of your career and working with your detailers, build your plan
for getting there. The latter will help you to match up our
Navy's requirements, your career needs and any personal needs
which may drive your desires.

- A more long term change involves a fresh look at what
constitutes a leadership billet ashore. Without a doubt the
shore establishment is very different from the at-sea
environment, though no less complex. We will be working closely
with resource/subspecialty sponsors to identify "non-traditional"
leadership billets. We're going to rely on the sponsors'
requirements for leadership development instead of creating a
boiler plate definition. As we open up subspecialty related
leadership billets, we should minimize the amount of time a
subspecialist will spend away from her/his area of expertise.

- Finally, to give teeth to your community's dual roles of
leadership and subspecialty experts in support of the increasingly
technical Navy of the 90's, we will be working with sponsors to
open up more leadership billets to Gen URLs which reguire sub-
specialty expertise. In tandem, we'll be evaluating PG school
quotas to ensure we send Gen URLs through those curricula which
will meet the Navy's future needs and your interests.

Besides your revised career pattern, what else can you
expect to see as a result of the conference?

- The automatic redesignation to 110X of warfare attrites
and those who lose their warfare qualification has been stopped.
Officers with competitive records will continue to be accepted
for redesignation. Hopefully, a side benefit of this policy will
be to improve the professional reputation and promotional
competitiveness of the men who voluntarily join your community.

- Leadership training for Gen URLs en route to initial
division officer or department head tours. The "rub" is the lack
of TEMDUINS funds. For now the detailers and placement officers
will match Gen URLs with training collocated with their
losing/gaining commands. As we revamp officer leadership
courses, I have directed that the training needs of your
community be considered up front.

- Appropriate PCO/PXO training for Gen URLs en route to
CO/X0 assignments. An interim solution is to increase the number
of quotas available to Gen URLs for the Shore Station Command
Course when available.

- Ensure that all Navy PCO/PXO training addresses fitness
report preparation. The conference drove home the message that
we're still not adequately preparing CO/XOs to write effective
FITREPs on their officers.
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Attached is the "GENERAL UNRESTRICTED LINE OFFICER PROFESSIONAL
DEVELOPMENT PATH" from Admiral Boorda's letter to all General
Unrestricted Line Officers of 8 June 1994,
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GENERAL UNRESTRICTED LINE OFFICER
PROFESSIONAL UEVELOPMENT PATH
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GENERAL UNRESTRICTED LINE OFFICER
PROFESSIONAL DEVELOPMENT PATH

D ""W‘ S

EXAMPLES OF LEADERSHIP TOURS

MAJOR SHORE COMMAND:
~RECRUITING AREA ~TRAINING COMMAND  ~NETPMSA
~MSC AREA CMD —~NARDAC ~NMEC
~OCEANSYSCOM —EPMAC —~NAVSTA
~NAVCAMS/NCS
COMMANDER COMMAND:
~NAVSUPACT —-PSA —MSCO
—NAVFAC/NOPF —NTTC
—~NRD —NCS/NCU
LIEUTENANT COMMANDER XO:
~MEPS ~TPU/BRIG ~NAVFAC/NOPF !
—-PSA/PSD ~SIMA —FACSFAC
—NRD —~MSCO/COMFSRON  =NTTC
—NTCC/NCS
DEPARTMENT HEAD:
—0IC/ASST 0IC —ADMIN OFFICER —~SECURITY OFFICER
—~PROGRAMS OFFICER —~COMM OFFICER -DIR FAMILY SVC CTR/CAAC
(RECRUITING) -DIR OF TRAINING  -OPS OFFICER
DIVISION OFFICER:
—COMM/CMS CUSTODIAN —WATCH OFFICER —PORT/BASE SVCS
~ADMIN/PERS OFFICER ~LEGAL OFFICER OFFICER
—FIRST LT/FACILITIES MGR ~ASST 0IC —ADP
~COMPANY OFFICER

OTES:

OFFICER WILL ATTEND TWO PROFESSIONAL MILITARY EDUCATION (PME)
INSTITUTIONS (INTERMEDIATE AND SENIOR COURSES) WHENEVER POSSIBLE.

N
1.

2.
3.

COMPLETION OF ONE JOINT TOUR IS REQUIRED FOR PROMOTION TO
FLAG RANK (WAIVER PROVISION IS AVAILABLE IAW TITLE M)

SERVICE STAFFS (TYPICAL): JOINT STAFFS (TYPICAL):

—OPNAV  —FLEET ~THE JOINT STAFF__ ~0SD
TRMPC  TRAINING CMD —DEFENSE AGENCIES —ALLIED
—TYCOM * ~UNFIED COMMANDS
ILLUSTRATIVE TYPES OF ASSIGNMENTS:
~DISTRIBUTION —~PLANS AND POLICY

—CAREER PROGRESSION
—~PROGRAM/RESOURCE APPRAISAL

~PROJECT SUPPORT




- Maintain Gen URL command opportunity comparable to other
URL communities. Any reduction/consolidation will be carefully
evaluated in terms of its impact on command opportunity.

I never meant to go on this long, but looking over this
letter I am amazed at just how many initiatives resulted from the
first conference. We have our work cut out for us. As we make
the conference an annual event I expect more issues to be tackled
and resolved by community members. The work you do 1s critical

to the Navy, and o be your c trongest
advocate.}
ST ———f

All the best,

Wl\(ﬂu %W\Q-

J. M. BOORDA
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INTRODUCTION

The Nava! Officer Shore Department Head Course is designed to introduce
leadership skills, management techniques and professional /self -
development skills to officers who will soon be assuming the duties of a
Department Head.

tudents will consist of lieutenant and lieutenant commanders who have
been selected for a Department Head billet and have already fulfilled their
requirement as a Division Officer.

The four week course will address the following questions:

What qualities does an outstanding department head possess?
What factors influence the actions of a-department head?

What leadership style(s) is best and why?

How does one handle stress and-how does it affect those around us?
What goals should be set and what are realistic goals?

What is empowerment? What are appropriate awards?

What management systems have been found to be most

effective?

How does the structure of the-organization and the leadership style of
one's superiors affect your leadership style?

What is effective counseling?

What types of professional development are available?

This course is divided into three nnits - leadership, management and
professional/self-development. Emphasis on these three areas will focus on
meeting the following characteristics of an outstanding Department Head:

Communicates with subordinates and superiors

Inspires self -confidence

Empowers others

Rewards initiative

Demonstrates high standards

Develops junior officers and enlisted for positions of increased
responsibility

Accepts responsibility and shares reward




COURSE OBJECTIVES

At the completion of this course the student will be able to perform the
following:

UNIT I LEADERSHIP
A. Communications

1. Communications consists of three areas. Identify each area and explain
which is most important.

2. Recognize the causes of communication breakdown.

3. Articufate how communication failure can be turned into SUCCESS by
developing seven qualities of one’s personality.

4. Utilize transactional analysis and explain how it can affect communication.
5. Given a situation of communication discord, design a tact to defuse the
situation.

6. Given a specific case study, utilize a forethought chart and fill in both
parties positions utilizing specific goals, needs and expectations.

B. Listening Skills

1. List the categories of listeners and discuss-in detail the qualities of the
most effective level of listening.

2. Identify three barriers to effective listening-and explain how to overcome
these barriers.

3. Choose a-minimum of four rules from the 19 Commandments of Power
Listening that one considers weak areas and discuss how they could be
improved.

4. Describe benevolent listening and give an example from past experience
that would have benefited from this listening style.

5. Given a case study, analyze what listening level the subject is at and the
most effective way to change his level of listening.

C. Speaking Skills
1. Explain the order/sequence of preparing a presentation.

2. Give a ten minute speech using a visual aid.
3. Name thefour essential elements ¢f interesting TALK.
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D. Appearance/Body Language

1. Recognize the six components of image and explain how each affect first
impressions.

2. Demonstrate an understanding of Uniform Regulations by performing i
weekly inspections on both officers and enlisted. :
3. Demonstrate physical fitness standards as specified in OPNAVINST g
6110.1C. ;
4. List three positive and three negative features of facial expressions, voice )
cues and body positions and movements that can affect how a message is

conveyed.

5. Upon reviewing video cassette, evaluate the message your bozsv is

conveying while counseling a peer; a subordinate. In what ways is your

counseling similar? Different?

E. Counseling

Describe two approaches to counseling.

State the four categories of counseling problems one will face.
Describe the seven steps for counseling.

Explain why the art of questioning is important in counseling.
Describe-five counseling techniques.

. From the-three Basic Work Personalities, describe which is your dominant
personahty and then discuss the strengths.and weaknesses of that
personality.

7. Recognize creative criticism and the difference between it and personal
criticism.

8. In given situations, identify hostility and anger analyze the reasons:for
the emotion(s), then give appropriate responses to overcome or use the
emotion(s).

A A e

F. Leadership Styles

1. Identify the six leadership styles and describe the characteristics of each.
2. Select appropriate leadership styles for given situations.

3. Explain the expanded Situational Leadership Model by Hersey and
Blanchard and when given a specific situation apply the model to support
any action taken.

4. Recognize the four Dimensions of Behavior and apply to case studies.
Evaluate the behavior of the subject and-indicate the response level that
would reach the subject and produce effective communication.




UNIT 1T MANAGEMENT

A. Manageraent Techniques

!. Explain the differences between technical and interactive management.
2 Pacornize "sames” and when they are being played and employ recponsas
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that can -tnp 'game Dlavng” when given apér*mr cage studies

o talf organization and Powsr

Tiwws

Diagratn wour yOSltluﬁ on steff. Diagram the structure of the deparinisnt
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3 Given certain socia! situatians, recognize power plays in the enmreamsnt.
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Whan grven speaifs cases uge the Sitnational Leadership Modal to
ateribe the Uruational 1ges of power

C. otress Management Fiedibility

1. Given case studie 's, :ognu.e stressful situations-and apply environmental
and sounseling techniquas 1o decraase the tension.

1. Givena *er?a n office situation describe how flexibility could be increased.
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% Dngrnssthe mllomng Navy saving, "Flexibility, the-key to indecision”
U. Time-Management

. RéCognize examples-of time beéing used as a power play and appiy
gchnigues previously learned to employ or reverse-the power play.
List the One Minute Manager Rules of paperwnrk.

3. Organize a meeting with division officers. Include where each person sits,
wha speaks when, in what order and how long meeting should last.

4 List four technological advances which can increase-efficiency of time
matragetnent angd discuss how these-could have heen.itnplemented.in two of
YOUr prior jobs. !
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E. Officer Fitness Reports/Civilian Evaluations

. Recognize specific-traite that willmaks candidate-stand out - intoth a
poeitwe a.nd negative way
2. Define counseling log-and recognize-reasons for keeping a log.
3; Given a situation, utxhze counselmg techniques acquired to brief pez S011
A Biesdr Hhoeess report or evaluation,




F. Enlisted Evaluations

1. Recognize the division officer's areas of responsibility in handling
evaluations. List five areas that should be stressed when pre-vriefing.
2. Explain two techniques that could be used to rank individuals.

G. Empowerment/Feedback

1. Define verbal feedback recognize situations where lack of feedback could
cause miscommunications.

2. Recognize situations where "no" is the best answer.

3. Define persuasive action and give an example of how one could utilize it.
Describe two motivational tools that would also be beneficial.

4. Discuss how micro-managing affects empowerment.

H. Contracts

1. Explain what a contract consists of, what the Navy requires and loop holes
to be aware of when dealing with civilian contractors.
2. List sources available to the department head to help review contracts.

UNIT III PROFESSIONAL/SELF-DEVELOPMENT
A. Goal Setting
List the procedures for writing goals.

Explain why goals are needed and discuss the types of goals.
Define WBC as described in From Confucius to Oz.

R

Ethics/Values/Decision Making

Describe the four steps of the problem solving process.
Describe three approaches-to ethical decision making.
Given a situation, counsel a-division officer on a lack of ethics.

. Analyze the decision making styles and compare them to your leadership
style.

o L0 N

C. Protocol

1. List three sources which provide pertinent information regarding
protocol.

2. Describe the proper procedure for presenting a Navy Commendation
Medal.
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3. Describe the procedures used for retirement ceremonies and change of
commands.

4. Recognize proper greetings, farewells, appropriate attire and gift
exchanges.

D. Instruction/Resource Familiarization

1. List two resources found on base that could assist subject after a
counseling session on tardiness.

2. List the instructions you would like on hand as a department head and
explain why they are needed.
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TEXTS

A. Required

1. Crawford, Vernon, From Confucius to 0z, Donald I, Fine, INC, New York,
1988.

2. Hunsaker, Phillip L. and Alessandra, Anthony J., The Art of Managing
People, Simon and Schuster, INC, New York, 1980.

B. Optional

1. Hamlin, Sonya, How To Talk So People Listen, Harper and Row, New
York, 1938.

2. Hersey, Paul and Blanchard, Kenneth H, Management of Organizational
Behavior, Prentice Hall, INC, 1988.

3. Swets, Paul W., The Art of Talking So That People Will Listen, Prentice
Hall, New York, 1983.

ASSIGNMENTS

A. Oral

Each student will be required to give one ten minute speech utilizing a
vicual aid. Topics must be approved by the instructor. Each student will be
required to provide one video tape cassette which will be used to record
presentation(s). Each student will be responsible for evaluating their own
presentation{(s) and list strengths and weaknesses-found.

Each student will be given case studies-for counseling which will also be
recorded on video tape. They will also evaluate these sessions and record
strengths and weaknesses found. All evaluations will be due the next
working day after the presentation was given.

B. Written

Each student will discuss in a two page paper their leadership style.
Areas to be included are: communication skills, philosophy of a good leader
and personal values.

Each student will be given a Personal Profile Evaluation to determine
work behavioral styles, to increase appreciation of different work styles and
to identify and minimize potential conflicts with others.

. Reading
1. The required texts and workbooks.
2. All handouts distributed and discussed in class.




TESTS

Each student is responsible and accountable for all course objectives. There
will be exams given at the end of each unit. Of course, the testing of every
objective is not possible on each exam so the specific objectives will be

highlighted prior to each exam. The minimum acceptable grade on all tests
on a 4.0 scale isa 3.0.

All tests are required to be taken until passed. The retake may be inthe
same format as the original or an oral board may be given. Advanced
notification will be given if the format of the retake differs from the original.

Examinations and practicals will be graded and posted by the end of the
second working day after they are given.

Students experiencing difficulty with the course will be given every
opportunity to overcome the problem The steps taken to assist the student

include counseling by the instructor, the student’s advisor and the Academic
Director.

Students who fail to meet minimum standards in spite-of all other efforts-to-
the contrary will be taken to an Academic Review Board. This board will
consist of the Director, Executive Director, Academic Director and the
student's advisor. The board may recommend the student continue with the
course, roliback, or attrite. Attrition is the final step taken for students who
do not meet minimum course standards.

Motivational problems {chronic tardiness, slovenly appearance, absenteeism,
expressed discontent with the course, chronic depression or other stress:
related illness) as reported by instructor or student's advisor will require the
student to appear before the Motivational Review Board. This board consists
of the Director, the Executive Director and the student's advisor. The-board.
may recommend the student continue with the course, roliback, or attrite.

In any attrition case the student's orders to a department head billet will be
canceled and a special fitness report will be filed documenting the student’s
lack of performance.
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EVALUATION

Leadership Style Statement 0
Speech 15
Unit I Leadership Test 20
Unit II Management Test 20
Unit 11T Professional Development 20
Misc. Class Assignments 15
Video Assignments 10
TOTAL 100

A 90 - 100 pts.

B 80 - 39pts.

C 70- 79pts.

D 60- 69pts

F Below 59 pts




CLASS SCHEDULE

C - Crawford
H - Hunsaker & Alessandra

Week 1
Day
1

“a

Week 2

2

Task /Activity

Intro Course

Guest speaker -

Personal Profile Evaluation
Pers. Inspection

Interview with advisor

PT Test

Intro Leadership Skills
Communication Breakdowns
Transactional Analysis
Listening/Speaking Skills

Appearance

Body Language
Counseling Skills
Leadership Styles
Situation Counseling

Speeches/Counseling Situations
Speeches/Counseling Situations
Review

Unit I Examination

Intro Management

Staff Organization

Power

Situational Leadership

Stress Management

Time Management

10

Reading
C 1-47

H 69-92

C 52-69

H 120-144
156-162

H 145-155
163-177

H 95-119

H 34-91
H 178-195

H 196-201
82-84
45-49

Goals

Leadership
Style

(Bring cassette)

(Bring cassette)
(Bring cassette)




Week 3

AN

Week 4

AW ) L -8

Fitness Reports
Civilian Evaluations
Enlisted Evaluations
Decision Making
Problem Solving
Empowerment
Budget/Feedback

Case Studies

Review

Unit I1 Examination

Intro Professional Development
Goal Setting

Ethics/Values

Protocol

Instructions

Resource Familiarization
Review

Unit III Examination

11

H 50-68
215-261

H 202-214

¢ 72-115

C 29-41

(Bring cassette)

‘Goal list




SHORE DEPARTMENT HEAD STUDENT
LEARNING OBJBCTIVES

1.1 INTRODUCTION
A. Establish Contact
1. Introduction to Lopié of this course:
INTRODUCTION TO SHORE DEPARTMENT HEAD SCHOOL
B. Enabling Objective

1.1.1 Students will interview neighbor, get to know them and then
introduce them to the class.

1.2 Course Syllabus
Enabling Objectives

1 2.1 The student will be able to identify the 3 main areas which
this course will cover - Leadership. Management and Professional
Development .

1.2.2 The student will become familiar with all of the objectives and
requirements of the course and will understand the grading system
and requirements to pass course.

1.3 Guest Speaker
Enabling Objective

1.3.1 A personal profile evaiuation will be taken and will be
discussed. Students will gain an understanding of their work
behavioral style. They will also be able to identify and appreciate
other work styles different from their own and utilize this
information to help decrease potential conflicts with others.




1.4 Personnel Inspection

Enabling Objective

| 41 Students will be inspected on a regular basis to correct any
discrepencies and to reinforce military bearing and a sharp
appearance. Establish pride in uniform and appearance.

1.5 Physical Fitness

Enabling Objective

1 S 1 After reviewing the phvsical requirements for the fitness test
students will take test. This allows the student to assess personal

litness and make adjustments if needed prior Lo reporting 10
department head job.
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LEADBRSHEIP UNIT

2.1 Leadership Skills

Enabling Objectives

2.1.1 Upon completion of this section the student will understand
how communication - listening skills, speaking skills and body
language/appearance affect a leader's effectiveness. The student
will tncorporate this knowledge into an effective counseling stvle.
2.1.2 The student will be able to define their own leadership style,
recognize various other styles and apply them to various case
studies.

2.2 Communications

Enabling Objectives

2.2.1 Communications consists of three areas. Identify each area
and explain which is most important.

2.2.2 Recognize the causes of communication breakdown.

2.2.3 Articulate how communication faijure can be turned into
SUCCESS bv developing seven qualities of one’s personality.

2.2.4 Utilize transactional analysis and explain how it can affect
communication.

2.2.5 Given a situation of communication-discord, design a tact to
defuse the situation.

2.2.6 Given a specific civilian case study, utilize a forethought chart
and fill in both parties positions utilizing specific goals, needs and
expectations.

2.3 Listening Skills

Enabling Objectives

2.3.1 List the categories of listeners and discuss in detail the
qualities of the most effective level of listening.




2.3.2 Identify three barriers to effective listening and explain how
to overcome these barriers. ]

2.3,.3 Choose a minimum of four rules from the 19 Commandments
of Power Listening that one considers weak areas and discuss how
thev could be improved.

2.5.4 Describe benevolent listening and give an example from past
experience that would have benefited from this listening style.

2.3.5 Given a case study, analyze what listening level the subject is
at and the most effective way to change his level of listening.

2.4. Speaking Skills :
Enabling Objectives

2.4.1 Explain the order/sequence-of preparing a presentation.
2.4.2 Give a ten minute speech using a visual aid.

2.4.3 Name the four essential elements of interesting TALK.

2.5 Appearance/Body Language
Enabling Objectives

2.5.1 Recognize the six components of image and explain-how each
affect first impressions.

2.5.2 Demonstirate an understanding of Uniform Regulations by
performing weekly inspections on both officers and enlisted.

2.5.3 Demonstrate physical fitness standards as specified in
OPNAVINST 6110.1C,

2.5.4 List three positive and three negative {eatures of facial
expressions, voice cues and body positions and movements that can
affect how a message is conveyed.




2.5.5. Upon reviewing video cassette, evaluate the message your
body is conveying while counseling a peer, a subordinate. In what
ways is your counseling similar? different?

2.6 Counseling

Enabling Objectives

2.6.1 Describe two approaches to counseling.

2.6.2 State the four categories of counseling problems one will face,
2.6.3. Describe the seven steps for counseling.

2.6 4 Explain why the art of questioning is important in counseling.
2.6.5 Describe five counseling techniques.

2.6.6 From:the three Basic Work Personalities, describe wrhich is
your dominant personality and then discuss the strengths and

weaknesses of that personality.

2.6.7 Recognize creative criticism and the difference between it and
personal-criticism.

2.6.8 In given situations, identify hostility and anger, analyze the
reasons for the emotion(s), then give appropriate responses to
overcome or use the emotion(s).

2.7 Leadership Styles

Enabling Objectives

2.7.1 Identify the six leadership styles and describe the
characteristics of each.

2.7.2 Select appropriate leadership styles for given situations and
explain how one's style may change from dealing with all military
personnel to civilian personnel.

2.7.53 Explain the expanded Situational Leadership Model by Hersey

and Blanchard and when given a specific situation apply the model to

support any action taken.




2.7.4 Recognize the four Dimensions of Behavior and apply to case
studies. Evaluate the behavior of the subject and indicate the
response level that would reach the subject and produce effective
communication.

MANAGEMENT UNIT

3.1 Management Techniques
Enabling Objectives

3.1.1 Explain the differences between technical and interactive
management.

3 12 Recognize games” and when thev are heing plaved and
employ responses that can stop game plaving” when given specific
case studies.

3.2 Staff 9rganization and Power

Enabling Objectives

3 2.1 Given a scenario diagram vour position on staff. Diagram the
structure of the department. Identify the power players in your

organization.

3.2.2 Given certain social situations, recognize power plays-in the
environment.

3.2.3 When given specific cases use the Situational Leadership Model
to describe the situational uses at power.

3.3 Stress Management/Flexibility
Enabling Objectives

3.3.1 Given case studies, recognize stressful situations and apply
environmental and counseling techniques to decrease the tension
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3.3.2 Given a certain office situation describe how flexibility could
be increased. Discuss a minimum of three areas.

3.3.3 Discuss the following Navy saying, "Flexibility, the key to
indecision”.

3.4 Time Management

Enabling Objectives

3.4.1 Recognize examples of time being used as a power play and
apply techniques previously learned to employ or reverse the power
play.

3.4.2 List the One Minute Manager Rules of paperwork.

3.4.3 Organize a meeting with division officers. Include where each
person sits, who speaks when, in what order and how long meeting
should last.

3.4.4 List four technological advances which can increase efficiency
of time management and discuss how these could have been
implemented in two of your prior jobs.

3.5 Officer Fitness Reports/Civilian Evaluations

Enabling Objectives

3.5.1 Recognize specific traits that will make candidate stand out - in
both a positive and negative way.

35 2 Define counseling log and recognize reasons for keeping a log.

3.5.3 Given a situation, utilize counseling techniques acquired to
brief person on their fitness report or evaluation.

3.6 Enlisted Evaluations
Enabing Objectives
3.6.1 Recognize the division officer's areas of responsibility in

handling evaluations. List five areas that should be stressed when
pre-briefing.




3.6.2 Explain two techniques that could be used to rank individuals.

3.7 Empowerment/Feedback
.Enabling Objectives

3.7.1 Define verbal feedback recognize situations where lack of
feedback could cause miscommunications.

3.7.2 Recognize situations where "no” is the best answer.

3.7.3 Define persuasive action and give an example of how one could
uttlize 1t. Describe two motivational tools that would also be
heneticial

3.7.4 Discuss how micro-managing affects empowerment.

3.8 Contracts

Enabling Objectives

3.8.1 Explain what a contract consists of, what the Navy requires and
foop holes 1o be aware of when dealing with civilian contractors.

3.8.2 List sources available to the department head to help review
contracts.




PROFESSIONAL/SBLF-DEVBLOPMENT UNIT

4.1 Goal Setting

Enabling Objectives

4.1.1 List the procedures for writing goals.

4.1.2 Explain why goals are needed and discuss the types of goals.
4.1.3 Define WBC as described in From Confucius to Oz.

4.2 Ethics/Values/Decision Making

4.2.1 List the four steps involved in the problem solving process.
4.2.2 Describe three approaches to ethical decision making.

4 2 3 Analvze vour decision making style(s) as described in your
text and compare it to your leadership style.

4.2.4 Given a situation, counse!l a division officer on a lack of ethics.
4.3 Protocol
Enabling Objectives

4.3.1 List three sources which provide pertinent information
regarding protocol.

4.3.2 Describe the proper procedure for presenting a Navy
Commendation Medal.

4.3.3 Describe the procedures used for retirement ceremonies and
change of commands.

4.3.4 Recognize proper greetings, farewells, appropriate attire and
gift exchanges.




4.4 Instruction/Resource Familiarization
Enabling Objectives

4.4.1 List two resources found on base that could assist subject after
a counseling session on tardiness.

4.4.2 List the instructions you would like on hand as a department
head and explain why they are needed.
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INSTRUCTOR LESSON TOPIC GUIDE
SHORE DEPARTMENT HEAD COURSR
LEADERSHIP UNIT

1.1 INTRODUCTION
A. Establish Contact
1. Introduce yourself and give topic of this lesson:
INTRODUCTION TO SHORE DEPARTMENT HEAD SCHOOL
B. Enabling Objective
1.1.1 Students will interview neighbor, get to know them and then
introduce them to the class.
1.2 Course Syllabus
Enabling Objectives
1.2.1 The student will be able to identify the 3 main areas which
this course will cover - Leadership, Management and Professional
Development .
1.2.2 The student will become familiar with all of the objectives and

requirements of the course and will understand the grading system
and requirements to pass course.

1.3 Guest Speaker
Enabling Objective

1.3.1 A personal profile evaluation will be taken and will be
discussed. Students will gain an understanding of their work
behavioral style. They will also be able to identify and appreciate
other work styles different from their own and utilize this
information to help decrease potential conflicts with others.




1.4 Personnel Inspection

Enabling Objective

1.4.1 After reminding students about pride in the uniform they will
be inspected on a regular basis to correct any discrepancies and to
reinforce military bearing and a sharp appearance.

1.5 Physical Fitness

Enabling Objective

1.5.1 After reviewing the physical requirements for the fitness test
students will take test. This allows the student to assess personal

fitness and make adjustments if needed prior to reporting to
department head job.




LEADERSHIP UNIT
2.1 Leadership Skiils
A. Establish Contact
1. Introduce topics of this section:

eCommunications Skills - listening, speaking and body
language

oCounseling Skills
sLeadership Skills
B. Enabling Objectives

2.1.1 Upon completion of this section the student will
understand how communication - listening skills, speaking
skills and body language/appearance affect a leader's
effectiveness. The student will incorporate this knowledge
into an effective counseling style.

2.1.2 The student will be able to define their own
leadership style, recognize various other styles and aprly
them to various case studies.

2.2 COMMUNICATIONS

A. Establish Readiness:
1. Motivating Statement:

I know you believe you understand what you think I said, but [ am
not sure you realize that what you heard is not what I meant.
ANNONYMOUS

From The Art of Talking So That People Will Listen by Paul W.
Sweis., "Nothing is more essential to success in any area of your life
than the ability to communicate well. . . miscommunication has
caused nations to go to war, businesses to go bankrupt, families to
break-up (Swets, 1983, p. 4).” The goal of this section is to take a
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hard look at communication techniques, point out mistakes and lear~.
from them,

Points to remember;

e Communication is a learned behavior. Therefore, one can also
unlearn bad behavior.

e We control our responses and our responses control
conversations.

e Becoming an effective communicator takes a lot of hard work
and practice. Very similar to learning a sport - learn the
fundamentals, practice and then skills will develop.

e Need to know what we really mean - inside - before you can
communicate it to anyone else (Hamlin, 1988, p.8).

e Well developed communication skills allow one to discover the
best and most productive way to make requests and give bad news
(Hamlin, 1988, p.8). :

Enabling Objectives

2.2.1 Communications consists of three areas. Identifly
each area and explain which is most important.

2.2.2 Recognize the causes of communication breakdown.

2.2.3 Articulate how communication failure can be turned
into SUCCESS by developing seven qualities of one’s
personality.

2.2.4 Utilize transactional analysis and explain how it can
affect communication.

2.2.5 Given a situation of communication discord, design a
method to defuse the situation.

2.2.6 Given a specific civilian case study, utilize a
forethought chart and fill in both parties positions utilizing
specific goals, needs and expectations.




2.2.1

WHAT IS COMMUNICATION - DEFINE THE TERM.
A dialogue, an active exchange between the sender and receiver,

two or more people ACTIVELY engaged in the same pursuit (Hamlin,
1988, p.22).

HOW DO WE COMMUNICATE? (3 AREAS)
Through speaking, listening and body language. These include
facial expressions, tone of voice, body flow and gestures.

EXERCISE: Think of the person with whom you communicate the best
and explain why communication is better with that person. One of
the qualities that may draw you to another person is that you enjoy
listening to that person. Examine the list below and see if any of
these qualities you prefer are among them (Hamlin, 1988, p.26).

warm honest friendly
exciting interesting knowledgeable
organized creative confident
inspiring open authentic

Now list the turn-off qualities you have encountered in
speakers/bosses (Hamlin, p. 26)

pompous vague unenergized
complex patronizing unsure
formal irrelevant stuffy
monotonous hyper-intense nervous
closed synthetic

WHAT FACTORS INCREASE BETTER COMMUNICATION?

The more attuned one is to another's thoughts the less the
message becomes garbled. When one is open to another's thoughts
and doesn't resist them they get through with less distortion.

The technique that is used to relay information is also a factor -
how one tells it and the pace one uses. Pace has increased with

echnology leaps - also visualization has increased it's role.

Whether one values the opinion of the speaker will also affect
communication. Speaking in the same language - not "navy-ez" all
the time. .




WHICH OF THE 3 - SPEAKING, LISTENING, BODY LANGUAGE IS MOST
IMPORTANT?

Compare this poll to end of unit poll.,
2.2.2 COMMUNICATION FAILUREB

Communications breakdown for many reasons. The word to help us
remember 7 reasons is FAILURE (Swets, 1983, pp.14-19):

F - fear

A - assumptions

I - insensitivity
L - labeling

"~ U - uncertainty

R - resentment

E - egotism

Let's look at each separately.

1. Fear.
HOW CAN FEAR CAUSE COMMUNICATIONS TO BREAKDOWN?

Who can honestly say they aren't uncomfortable speaking in front of
an audience, or presenting an important paper to your boss or their
boss, or being thrown into a new situation unprepared to speak?

Fear of crowds, people, new situations.
Fear of not measuring up or being wrong.
Fear of mispronouncing words or names,

Fear of holding an opinion opposite the boss or someone who
intimidates you.

WHAT DO WE DO WHEN EXPERIENCING THIS FEAR?

Say nothing, try not to lose control, say what others want to hear.

2. Assumptions.

These get us-in trouble when we trust answers/information
without questioning it first. Remember, assume means making an
ASS of U and ME.

WHO MAKES ASSUMPTIONS OTHER THAN THE LISTENER?
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The speaker - assumes you are following along, that you can hear
and that you understand.

The listener - interprets each word, gesture and tone, Assumes
different meanings for words than perhaps what the speaker had in
mind.

3. Insensitivity

HAVE YOU EVER TRIED TO CARRY ON 2 CONVERSATIONS AT THE
SAME TIME - ONE OVER THE PHONE AND AT THE SAME TIME
SOMEONE IS LEANING ON YOUR DESK PRESSURING YOU FOR SOME
INFORMATION AND ASKING QUESTIONS?

Being preoccupied with the job or task at hand can be the cause here.
One becomes so absorbed they become oblivious to the other persons
need.

4. Labeling.

Very similar to assumptions in that the listener is trying to make
order out of chaos. Can be detrimental when labeling becomes
vicious put downs - name calling, labeling groups of people.

S. Uncertainty.

Usually a bad speech habit - using patterns of speech - er, ah, |
guess so, I'm not sure, etc.
6. Resentment.

HOW MANY HAD A DESIGNATED COMMAND WHINNER, COMPLAINER
AT LAST COMMAND?

This is the person who always looks for the worst in others and in
every situation. No one likes to talk to this kind of person.

7. Bgotism

This person shows no true respect for the other guy, doesn't
really care what the other person thinks. Leaves the listener feeling

useaq.

-7




tL

Eaan) "T TR e

‘hrwﬁ'ﬁmm‘w T

2.2.3 COMMUNICATION SUCCESS

How can FAILURE turn into SUCCESS? By using the following as
guides (Swets, 1983, pp. 19-24):

S - self-awareness
U - understanding
C - care for others
C - contro!l of emotions
E - esteem of one's self
S - self-confidence
S - sharing of one's self

1. Self-awareness.

This can be developed by cultivating good friends and with
constant self questioning. Good friends will tell you how you are
coming across - honestly. Know yourself by accessing what your
opinions are, what your values and beliefs are and provide good
arguments in support of these opinions.

2. Understanding.

EXAMPLE: You tell your yeoman about some changes-that need to be
incorporated in a paper. You ask him if he understands what needs
1o be done and he says "Yes". You come back in a few hours and he
has not done the work as requested.

Key tothis area is to develop feedback. Avoid misinterpretations by
repeating what was heard, asking questions, clarifications.

3. Care for Others.

No-one gets along with everyone but many of us are unable to
mask our feelings - or worse don't even try to mask them. The
following may give us away - change in voice - harsher, crisp, short;
different facial expressions - frown, anger.

HOW DO YOU REACT WHEN SOMEONE DOES THIS TO YOU?

)
.
)

mmunication occur if this happens?

Solution: Dismiss the behavior that appears before you. Think of
treating that person as if this were the last time you had the chance
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to speak to them before they die. Keep looking for the good
behavior.

HAVE YOU EVER WALKED DOWN A BUSY PASSAGEWAY AND NOT ONE
PERSON GREETS YOU OR SMILES?

This may be due to the image you are expressing. Time for a mirror
check. [s your face expressing anger or sadness even when you don't

feel that way? Everyone you pass may have been scared you were
about to hite their head off.

4. Control of Emotions.

No one is powerless over their emotions. Anger, frustration,
depression, envy, resentment, jealousy can all dominate your entire
being if they are not controlled. They are expressed through body
language and tone of voice.

HOW DO YOU CONTROL THESE EMOTIONS?

Exercise, meditation, hobbies, etc. %

S. Esteem of One's Self.

This is a good quality where one feels so good about themselves
that they can forget self and put others first.

HOW DOES ONE DEVELOP THIS EGO STRENGTH - THIS QUALITY?
HOW WOULD YOU DESCRIBE YOURSELF - WHAT MAKES YOU UNIQUE?

Not looking for superficial answers like beauty, athletic, popular,
wealthy.

6. Self-confidence.

“The art of trusting and relying upon one's inner sources in any
situation (Swets, 1983, p.22)."
Qualities include: willing to take risks, likes new situations, speaks

competently to strangers, listens fully to others and is open to
different viewpoints.

7. Sharing of Oné's Seif

Extremely hard to do after being burned and sharing true self
with someone else. In business this is not often done - more private.
An asset because it increases self discovery via dialogue - don't need
to see a specialist for this, a good friend will do.
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2.2.4 TRANSACTIONAL ANALYSIS

Definition: An approach to understanding personality and
analyzing interactions between people. Used to enhance one's
interpersonal effectiveness. Focuses on the roles we play in
communicating. An understanding of TA helps us help others feel
and perform better.

1. EGO STATES: There are 3 ego states in TA (Swets, 1983, pp.
63-66):

e The Parent - you feel, think, act as your parents. Incorporates
critical and nurturing attitudes and feelings learned from your
parents. This state makes minor decisions automatically because
that's the way it's done. Parent leaves the Adult free for more
important decisions.

This Parent state is communicated by - you should, you must,
don't, this is the right way, etc.

e The Adult - you process data and compute probabilities of
options. This state acts as go-between your Parent and Child states.
Adult state gathers information from the other two states to solve
problems.

¢ The Child - you feel and behave as you did when a child.
Intuition, creativity, spontaneous drive and enjoyment come from
this state.

This state is communicated by - I want it now, wow, [ dare you,
etc.

Goal is to have a balance of all three. If the Adult is doing it's
job the personality is healthy and balanced. Problems occur because
Parent and Child are often in conflict. Adult tries to meet Child's
need and stay out of trouble.

WHY DOES ANYONE CARE ABOUT THESE STAGES?

Because during transactions (communications) there are 9 different
possible scenarios of exchanges which can occur:

Parent to Parent, Adult to Adult, Child to Child, Parent to Child,
Darent to Adult, etc,

THE GOAL OF INTERACTIVE MANAGEMENT IS TO PUT THE ADULT IN
CHARGE OF TRANSACTIONS.
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As you become aware of the current ego state of the person you deal
with you can avoid the worst possible relationships, i.e. Parent to
Child.

Examples:

Working with simulators brings out which ego state?
CHILD

Safety in the work place would appeal to which state?
PARENT

When counseling one of your division officers on their sloppy J
evaluations he reacts with "Why do you always pick on me?", i
Which state is he in? ;

CHILD

You've had a-bad day and vent on some poor messenger and he ends
up pouting. What states are you both in?

PARENT - you CHILD - messenger

STRESS:

The way the sender expresses his personality (ihe state used)
directly influences the response of the receiver - Parent produces
Child, Child produces Parent. People who wait to-be told what to do

are in Child state - boss must realize this and try to raise them to
Adult state.

KEYS TO ANALYZE COMMUNICATION/TRANSACTIONS WHEN FAILURE
SEEMS IMMENENT

o Am [ acting like a Parent, Child, or Adult? How do I want to come
across?

e Don't allow past emotional experiences dictate the ego state - act in
the present.

o Check how you're responding to remarks from others. Why
respond that way?
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e Keep the Adult in charge. Avoid using Parent words - should,
shouldn't, alwayvs, never and Child words - "! «vant”, "I need", "I

wish", "I won't , 'l ean't”.

2.2.5 COMMUNICATION DISCORD
(From Hamlin, 1988, pp. 48-50)

SCENE:
An executive's office. Staff member is being called on the carpet.

CAST:

X0 - a competent, ambitious, hard-working boss who wants his staff
and their product to work like clockwork.

DIVISION OFFICER - a staff member who has been getting his
reports in late,

ACTION:

XO0: "Look, Mike, I've told you twice now that your reports are late.
I won't have it happen again!”

DO - MIKE: "But it's not my fault. It's..."

X0: "Look. No more excuses. Just shape up. Can you do the job or
can't you? | want those reports on time. That's alli"

DO: "Okay. Sorry. You'll have them."
QUESTIONS

Did the XO solve the problem?

Does the X0 know anymore about the problem than before this
meeting?

Did the XO help s»ive the problem?

Can the DO change what's been happening permanently?

State exactly what the XO's p~oblem is:

Needs something (reporta: , is..'t getting them. Takes shortest
route to defuse problem - .emand., :¢!ls what he wants and expects
compliance,
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Stste exactly what the DO is experiencing in this
conversation:

Hears displeasure/criticism. Defends himself by avoiding
confrontation and simply agreeing. He still has no idea after leaving
how to correct his problem and get the reports in on time.

There are 2 sets of issues both parties need to deal with - factual
issues and emotional issues.

Factual issues:
XO:
e Late reports make his job more difficult.
e His superior calls him on the carpet.
e Late reports sets a poor example for other officers.

DO:
o He wants to keep his job.

o He knows when the reports are due and to deliver tiiem on
time.

e Without a good fitness report from the XO he's a dead man.

¢ He can't seem to get the reports in on time,

Emotional issues:

XO:

¢ His authoritv is being challenged. He delegated those reports
and told DO when to deliver them, and it didn't happen. That's
threatening and infuriating.

oThere is concern about having to prove his authority again.

e There is the hidden fear that he may not get total compliance.
That then?

DO:
e He feels ashamed, ineffective, guilty about his reports being
late.
s He worries about threat of punishment, even removal from job.
e He worries about loss of affection and esteem.
e Sinice he's failed so far, he fears he may not be able to comply.

It's up to the XO to analyze this encounter before it takes place.

What will make this meeting effective?
New tack - information gathering vice fury-and-threat reflex.
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Turns the situation into problem solving instead of eye-to-eye
confrontation,

X0: "Mike, I know you've been having problems getting your
reports in on time. I'm sure you don't like that any more than I do.
Let's sit down and figure out what's going wrong and how to fix it."

No threats, no anger. Recognizes a problem, that both are upset by
the problem and that the DO can't fix it on his own. Shows
willingness to help solve the problem - not just chastise the officer.
DO feels relieved and willing to be open about the problem.

What's the result?

TEAMWORK AND CONSTRUCTIVE SOLUTIONS.

2.2.6 THE FORE-THOUGHT CHART"

This is a system which will describe the motivations aiready in place
and the motivations being brought to the meeting/encounter
(Hamlin, 1988, pp. 52-77).

The chart focuses on these questions:

o What does the other person want, need, and expect - both
specifically and generally? What's important to them?

o What do you want, need, and expect? What's important to you?
e Where is the energy and the motivation for action for you as well
as for them?

e What sources on both sides can you tap into to fulfill your
intention for this encounter?

e How do they complement, interact, or collide?

‘Using scenario from above see how chart i3 Jilled in.

When you fill out your own chart only fill out your side then move to
the other side otherwise you may influence how you really feel. To
fill out the other person's side must use empathy and observation.
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X0 DO

Goals Goals
1. Get report on time. 1. Keep job, get promoted.
2. Be sure DO gets the message. 2. Avoid bess's wrath.
3. Don't want to deal with again. 3. Try to get reports in on time.
Needs Needs
{. DO should meet standards I've 1. Need to know I can do it.

set for myself. Need reassurance that the XO

. Must know reasons why not. hasn't lost faith in me.

2.
2
This affects my performance. 3. Need to feel a valued part of
3. I'm frustrated by being stuck.
4,
4

team.
Should have done it myself. Need to be sure peers don't
. If I don't prevail, how will find out.
that affect my authority with
others?
Bxpectations Expectations
1. I'll be firm and irritated. 1. He'll probably be mad.
2. DO will apologize and make 2. He'll demand reports on time.
excuses. 3. He won't want any lame
3. He'll promise to fix it. excuses..
4, Fll give him another chance. 4. He wants me to promise to get
it right.

COMPARE THE SIDES

Goals - Notice none of the XO's goals have to do with the DO - just
interested in the reports.

Emotional Needs - Notice they deal more with the individual and
their inward feelings

NOTE: "The amount of sensitivity and thought you put out
to probe your own goals and feelings and to imagine and
understand DO’s is in direct proportion to how quickly
you'll get back what you want and need (Hamlin, p. 67)."

Expectations - Appear to be very ciose on both sides.
ALTERNATIVES TO SCENARIO

DO expects the XO to be mad. Somehow need to defuse the
situation so XO tries this:
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XO0: (calmly, pleasantly, factually): "Mike, I think we've hit a snag.”

(smiling): “Now I suppose you think I'm just going to pound on
the table and say (pounding table in an exaggerated way), '‘Dammit,
get those reports in on timel’ But that's not very constructive, as |
see it. (Pauses, laughing) Although it would make me feel much
better, I'll tell ya, ‘cause what you're doing is giving me a lot of grief
and creating a problem for the whole group!" (Then get serious)
(Hamlin, p.72).

HOW IS THE DO GOING TO REACT TO THIS APPROACH?

Surprised - becomes less defensive. The XO understands his side.
That the meeting is intended to be constructive not recriminatory.
That the XC is taking heat for him. That his actions affect the whole
group.
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FORE-THOUGHT CHECKLIST

1. Make a chart.
Not vague thoughts but succinct facts.

2. Take the time to discover and state your own goals.
This will help you write an agenda for the meeting and help you hit
all major points.

3. Analyze your audience's goals.
Try to see their position and goals. What do they want from you,
from the meeting?

4. Be honest about your emotional needs.
Don't delete any because they don't seem worthy. Have the courage
to find, recognize and state them in writing.

S. Uncover the other's emotional needs.

Do role reversal - you've probably been in the situation before. Start
from general to specific.

6. Find out what you expect to have happen.
Less knee-jerk reactions - see your conditioned style and response
and use what you've been given.

7. Imagine the other's expectations of the meeting.
Identify what they expect and then surprise them.

8. Disarm

The greatest element of surprise and persuasion is the truth so use it.
Also, humor can break the ice but can also be overdone.
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2.3 LISTENING SKILLS
INTRODUCTION

A. Establish Contact.
1. Introduce yourself and give the topic of this lesson:

LISTENING
B. Enabling objectives

2.3.1 The student will list the categories of listeners and
explain the qualities of the highest level of listening.

2.3.2 The student will recognize the Barriers To Effective
Listening and choose methods to overcome these barriers.

2.3.3 The student will choose four areas from the 19
Commandments of Power Listening which he has designated
as weak areas and will discuss in detail his plan to
strengthen these areas.

2.3.4 The student will define benevolent listening and
provide an example which involves telephone procedures.

2.3.5 When given a case study, the student will assess
what level of listening the other person is at, how to change
the level and discuss any barriers that would need to be
overcome prior to communication.

C. Establish Readiness:
I. Motivating Statement:

We are already aware of how important communications are and
that without effective communications one cannot be an effective
manager. Communicating consists of listening and speaking. There is
a distinct difference between hearing and listening. How many
people are able to tune out certain sounds or voices when reading
the paper? How many couples have marital problems because the
answer to a question is "Yeah, I heard youl" to the question "Why
didn't you do what I asked you to do?".
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Without good listening techniques one can not counsel effectively
and a majority of a manager's time is spent counseling. We also
know how embarrassing it is to not understand exactly what we
have been told. How many of you have walked out of the
commanding officer's office feeling you understood the direction you
have been given just to turn in the report and have the CO say "This
isn't at all what I was talking about! Go out and come in again when
you have the right answer!", The graph in your guide breaks down
the communications components and ranks them. Do you agree?
Disagree? Why? Any examples?

2. Lesson Overview:

a. In this lesson we will discuss the art of listening, then move
on to speaking skills, then body language and finally tie them all
together with counseling skills.

PRESENTATION

2.3.1/2.3.5 CATEGORIES OF LISTENERS (Hunsaker &
Alessandra, 1980, pp. 127-131)

1. THE NONLISTENER
This is the level where no attention is paid to the speaker. We do not
even make an effort to listen. All the speaker sees are blank stares
and nervous mannerisms and gestures.
EXPLAIN: This is the blank stare we give when trying to come back
with a rebuttal. We are so busy thinking about what we are going to
say next we never hear what is said. This is the trait of the
conversation hog - aiways interrupting the speaker, cutting off the
speaker in mid sentence and must always getting in the last word.

2. THE MARGINAL LISTENER
The type of listening normally given to our spouse or kids. One hears
the sounds and the words but doesn't really listen.
EXPLAIN: You've all heard the saying "Goes in one ear and out the
other” and that is exactly what happens here, This is superficial
listening. One doesn't dig into an argument or problem - just puts
them off until they get so big that they have to be dealt with.
Marginal listeners are easily distracted by their own thinking and by

outside distractions. They are not receptive to difficult technical

I-19




,.m,"uwm TR T

presentations or discussions and when they have to listen to them
they only look for the bottom line rather than the main ideas. This is
the most dangerous type of listening because there is so much room
for misunderstanding. One is giving the listener clues that he is
being listened and understood but in reality he is only partially

concentrating on what is being said. This creates a very dangerous

situation. A good example is when things get hectic in the office - all
the phones are going at the same time and you are putting out S fires
at the same time. That is when it is most important to listen to each

-conversation with extreme care. Don't let your mind wander off to

the next crisis or misunderstandings will occur.

3. EVALUATIVE LISTENING
At this level more concentration is taking place and the listener is
paying more attention however what is lacking is the affective side
of listening. This person ignores the emotions being displayed by the
speaker. He just doesn't make the effort to understand the speakers
intent.
EXPLAIN: This listener remains emotionally detached from: the

conversation and is an expert "parrot’. He lacks sensitivity, empathy

and true understanding. He forms opinions about the message
before it has been completely transiated and therefore
misunderstands the true meaning of the message. Discussions tend
to be tense and trust deteriorates.

4. THE ACTIVE LISTENER
The highest and most effective level of listening! Putting yourself in
the other person's shoes and refraining from evaluating the speakers
words.
EXPLAIN: THIS IS THE ONLY LEVEL WHERE REAL COMMUNICATION
TAKES PLACE. One stops their own thoughts and emotions and gives
entire attention to the speaker. One listens for the intent and
emotion of message. Shows the speaker - verbally and nonverbally -
that he is listening. He doesn’t interrupt the speaker. When
speaking he looks for verbal or visual cues from other people so that
he can give them the floor. Uses questions to extend and clarify the
speakers message. He has 3 skills the other listeners don't:

a. Sensing Skill - the ability to recognize silent messages the
speaker sends through vocal intonation, body language, facial
expressions, etc.

b. Attending Skill - the ability to send feedback to the
speaker that indicates one's attentiveness through eye contact, open
body language, affirmative head nods, appropriate facial expressions,
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avoidance of nervous, bored, or angry gestures and verbal
expressions like “uh-huh.""yes,"'go on,"'l see,” and "keep going". This
also includes establishing a receptive listening setting - private
office, away from phone calls, away from people within earshot.
Attending also includes not breaking into another persons personal
space and removing barriers like a large desk between people.

¢. Responding - the ability to gather accurate feedback on the
speaker's subject or feelings. This is done by keeping the speaker
talking, asking questions, making the speaker feel understood and-
getting the speaker to-understand their own problem better.

SUMMARY

Active listening is not easy and requires great amounts of
concentration. One cannot have a short attention span and be an
active listener. It's easy to see that the first three levels of listening
could be the reason why some of those counseling sessions didn't
produce desired outcomes. It is also understandable how these
would cause errors in work, poor internal communications, staff
dissatisfaction and low proguctivity.

2.3.2 BARRIERS TO EFFECTIVE LISTENING (Hunsaker &
Alessandra, 1980, pp. 131-136)

EXPLAIN: The goal of this section is to provide some of the physical,
mental and emotional-roadblocks to active listening. Upon
completion you will be able to identify them as they occur and
eliminate them.

1. MOTIVATION AND ATTITUDE
Entering an environment with the wrong attitude or motivation.
There is no way one will hear, comprehend or understand what the
speaker will have to say if he approaches the situation like this.
EXPLAIN: You may as'well go home. We only hear what we want to
hear. If we aren't willing to put forth the effort it's better to leave
than ignore and insult the speaker.

2. LACK OF CONCENTRATION AND ATTENTION
This applies to those who haven't develnped their attention span.
Also people who allow outside influences to distract them.
EXPLAIN: These can be developed through practice and self
motivation to listen to another person. This is commonly called
trying to do two things at the same time.
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3. NEGATIVE ATTITUDES TOWARD LISTENING
This is for those who believe listening is a passive and non-power
act.
EXPLAIN: The true power is in listening. Talk is not really power -
just because we have the floor doesn't mean we are in control.
Listening increases trust, decreases tension and increases
productivity. The spzaker will feel you are trying to understand his
needs. Also when you wish to speak reciprocation is much easier.

4, EXPERIENCE AND BACKGROUND
Listening ability is affected by these two areas. All of us have such
varied backgrounds and experiences we need to seek out the
similarities.
EXPLAIN: If the speaker is using terminology which the listener is
unfamiliar with the listener has two choices - ask questions and have
the speaker explain or tune the speaker out. If the listener thinks it
would be embarrassing to ask questions no communication will
occur.

5. POOR LISTENING SETTING
When one's attention and concentration are severely challenged by
other people or outside noises.
EXYPLAIN: If it's too noisy why not move to a better setting? The
speaxer Knows you really want to listen and understand his message
if you set up conditions where interruptions will be minimal. It is
also important to physically locate people the right distances from
each other. Don't place them too close or too far away. Also look at
environment - is8 it too hot, too cold, chairs uncomfortable, too
comfortable?

6. EMOTIONS
When we let our emotions control whether we believe a speaker or
whether the speakers message is favorable. When we prejudge the
content.
EXPLAIN: There may be times when we label a speaker as one of us
- a good guy or as one of them - a bad guy. If we like the speaker
we will probably be sympathetic to the message being presented. If
the speaker makes a point we don't agree with our mind races off
arguing and criticizing the message. We become so distracted we
lose the meaning of the message.
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7. DAYDREAMING AND FANTASIZING
THIS IS WHAT ALOT OF YOU MAY BE DOING RIGHT NOW|
EXPLAIN: People can think about four times as fast as they can
speak.We usually listen at a rate of 125-150 words per minute
because that's about as fast as people can talk, however we are
capable of comprehending 500 words per minute. This dead space
should be utilized by the listener by reviewing what has already
been discussed.

8. DELIVERY

Every speaker has his own style and some are easier than others to
listen to.

EXPLAIN: Often it is hard to become accustomed to an accent or a
slower rate of speech. If one knows styles that are difficult to listen
to he can tirain himself to increase attention and concentration when
they arise. :

AL A R

2.3.3 POWER LISTENING (Hunsaker & Alessandra, 1980, pp.
137-141)

Lack of listening skills are due to the following:
See handout - the Nineteen Commandments of Power Listening.

1. It is impossible to listen and talk at the same time.

Relax and wait until the speaker makes his point then it will be
your

turn.

2. Listen for the speaker’'s main ideas.

Use superior speed of thought to review a portion of the
discussion already covered. Tie specific facts to main theme. Ask
yourself “What's his point?”-and then guess. If you guess correct
understanding is taking place.

3. Be sensitive to your emotional deaf spots.
These are the words that may set off a mental chain reaction.
4. Fight off distractions

Focus your attention on the words, feelings and intent of the
speaker.

5. Try not to get angry.

Don't make value judgements, be open to message being
conveyed.

6. Do not trust to memory certain data that may be
important - take notes.

1-23




¥y A'\mmu.. F AT

T AT

Write in words and phrases - not complete sentences. Be sure to
review notes before passing on information to make sure you know
what you've written.

7. Let subordinates tell own stories first.
This will aid in helping soive their problem. Find out their
needs and goals.
8. Empathize with subordinates.
Really make the effort to understand their point of view,
9. Withhold judgement.
Value the message not the ability of the speaker to deliver it.
10. React to message, not the person.
Remember that good thoughts, ideas and arguments can come
from people you may not like.
11. Try to appreciate the emotion behind the speaker'’s
words more than the literal meaning of the words.
Ask these question - What's he feeling?
What's he mean and is that what he is
saying?
Why is he saying this?
What's being implied?
12. Use feedback.

Check on a regular basis that you are understanding what you
hear.

13. Listen selectively.

Pick out the critical message, separate the wheat from the
chaff,

14. Relax.

This puts the speaker at ease. Be attentive.

15. Try not to be critical of someone else’'s point of view,
even if it is different from your own.

Be patient. Let speaker finish his entire train of thought.

16. Listen attentively.

Face speaker, uncross arms and legs, lean forward. Establish
gentle, intermittent eye contact. Nod head and respond vocally with
“uh huh".

17. To the degree that it is in your power, try to create a
positive listening environment.

Get away from source of distraction. Don't violate speaker's
personal space,

18. Ask questions.

The type of question should be open-ended, feeling-finding.
Use them to clarify potential ambiguities.

19. Be motivated to listen.




~

There are no disinteresting speakers only disinterested
listeners. Use the following list to help sharpen your skills.
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LISTENING HANDOUT
Questions To Ask Yourself After Discussions or Counseling Sessions

1. Did I comprehend each point he was trying to make?

2. Did I make judgements of the words before she was through
speaking?

3. Did I make decisions in my mind while she was still speaking?
4, Did [ assess his information at the conclusion of his remarks?

S. Did I try to hunt for evidence that would prove her wrong while
she was speaking?

6. Did I hunt for evidence that would prove her right?

7. Did I hunt for-evidence that would prove my own point of view
wrong?

8. Did I hunt for evidence that would prove my own point of view
right?

9. Did I become upset while listening to him?

10. Did I feel that his ideas were wrong when he was discussing
them with me?

11. Did I generally jump to conclusions while listening to her?

12. Did I let him speak at least 50 percent of the time?

13. Did I understand her words in terms of their intended
meanings?

14, Did I restate-her ideas and feelings accurately?

15. Did I pinpoint his assumptions and compare them with my own?
16. Did ! study his voice, posture, actions, and facial expressions as
he talked?

17. Did I listen-between the {ines for unspoken meanings behind the
words?

18. Did I weigh the verbal evidence used by the speaker to support
his points?

19. Did I really try to listen to-him?

20. Did I really want to listen to him?

21, Did I really show him that I was, in fact, motivated and
interested in listening to him?
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2.3.4 BENEVOLENT LISTENING (Crawford, 1988, p. 65)

DEFINITION:

Listening to others in a respectful manner. Assigned readings
already showed some of the cnaracteristics of benevolence -
kindness, generosity and concern for others.

WHY IS THIS IMPORTANT?

The most effective managers are alsc benevolent and one of their
traits is to listen more than speak. This kind of listening requires
thought and concentration and shows respect for the speaker.

The cliche, 'What goes around comes around,’ is most accurate in
practicing benevolence. Speak to others in a warm, friendly manner
and it will be reciprocated.

POINTS TO REMEMBER:

e When a subordinate makes a viable recommendation you must
support them. If you ask for input and then ignore it few will offer
to give input in the future. BOTTOM LINE - Don't ask for
input/solutions if you've already made up your mind.

* Most of our dealings with others is done on the phone - be sure to
use a tone of voice that is appropriate.
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D. EXERCISES TO IMPROVE LISTENING SKILLS

Videotape a 10 minute interview between you and a classmate. You
will play the role of the effective listener. When you play back the
tape count the number of times you (a) were distracted by external
stimulations; (b) distracted by internal personal thoughts; (c)
‘mentally raced ahead of the person speaking; (d) made value
judgements as the person spoke; (e) cut off the person; (f) filled in
voids or silences with your own words.

I-29

LT




TEDR IR CONINAIBNIINTS OF POWRER LISTRYING

from The Ak 6F Managiag Peeple by PRpP .
Funsaiker ane AaEheny . Alcosanddsa

1. Remember that it is impossible to listen and talk at the
same time.

2. Listen for the speaker’s main ideas.

3. Be sensitive to your emotional deaf spofts.
4. Fight off distractions.

5. Try not to get angry.

6. Do not trust to memory certzin data that may be
important - take notes.

7. Let your subordinates tell their own stories first.
8. Empathize with subordinates.

9. Withhold judgement.

10. React to the message, not the person.

11. Try to appreciate the emotion behind the speaker’s
words more than the literal meaning of the words.

12. Use feedback.
13. Listen selectively.
14. Relax.

15. Try not to be critical, either mentally or verbally, of
someone else’s point of view, even if it is different from
your own.

16. Listen attentively.




17. To the degree that it is in your power, try to create a
positive listening environment.

18. Ask questions.

19. Be motivated to listen.
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2.4. SPEAKING SKILLS
A. Bstablish Readiness:

1. Motivating Statement:

The best formula for any kind of public speaking are two old
cliches, 'Tell 'em what you're gonna say, say it, and tell 'em what you
said’, and Tell them what they need to know not all you know'. As
responsibilities increase we will be required to speak in front of
others on a regular basis. This will range from retirement
ceremonies, graduations, advancements to high level briefs to 4 star
admirals. This section will try to provide some foolproof
fundamentals that help make people listen and understand. The

resource for this section is How To Talk So People Listen by Sonya
Hamlin.

First some basic principles about how people absorb information
(Hamlin, 1988, p. 99):

e [nformation must be presented in a systematic, orderly way.

o If introducing new information it must be tied in with something
the listener is already familiar with so it appears to be a logical
progression.,

e Information is easier to process when presented in this-order:

The Long Shot - the orientation shot - what establishes context for
the listener. Gives general parameters.

The Medium Shot - field of vision is tightened and we begin to
eliminate the unimportant features, Start to concentrate on where
and what the heart of the matter will be.

The Close-Up - What we wanted the listener to think about -
where we stay to learn and discover the message.

B. Enabling Objectives

2.4.1 Explain the order/sequence of preparing a
presentation.

I-32




™.

i T
i

.um‘"ﬁm )

2.4.1 STRUCTURING A PRESENTATION

Your goal is to take the listeners on a journey with you as.their
guide. The catch is to keep the listeners on the entire journey.
The most effective format is (Hamlin, 1988, pp. 104-109):

¢ Introduction

e Motivation/Opening

e Outline of Agenda

e Content - section by section
e Recap each section

¢ Transition to next section

¢ Wrap-Up

e Conclusion

INTRODUCTION

Sets the tone for the preseniation. Instantly focus on the main
point(s) you hope to get across.

MOTIVATION

Tells them why to listen --explain how your topic affects them
and how important they are in the equation.

Take time to let them know who you are, let them get use to your
style.

GIVE THEM THE OUTLINE
Tell them what's coming up. Everyone wants to-know what to
expect so give them a mental image of the organization of your topic.

CONTENT: PRESENT YOUR BASIC IDEA

Tell them your message but use the long shot at this time. It's
hard to sell new ideas so discuss the problem or the-general picture
first,

EXAMPLE: "Our X system isn't keeping up with the times. So we
need to take a hard look at it. I plan to show you why it's becoming
obsolete and what we can do-about it.”

BEGIN TO BREAK IT INTO SEGMENTS

This is where the medium shot comes into play. Begin to break
the idea into major headings-and give general descriptions of these
segments. Keep it in a logical order.
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PRESENT EACH SEGMENT WITH ITS DETAILS !
Time for the close-up - look at each segment in detail. Use bullets
as your points - "There are three major reasons. .. " !

RECAP EACH SEGMENT

Use this to reinforce or clarify the segments highlights. This
allows the slower listener to catch up and also the inattentive
listener as well.

MAKE TRANSITIONS
Floating from one segment to the next requires a bridge of some
kind. As you exit one segment introduce the next.

WRAP-UP
This is where you restate the whole idea - hitting the major
points and only using the most memorable details from presentation.

(OPTIONAL) POSE AND ANSWER POSSIBLE QUESTIONS

If you used your Fore-thought Chart most of these questions
won't come as a surprise. If the subject was controversial you may
want to use this segment but it will all depend upon your audience,
the subject and the goals.

(OPTIONAL) RAISE AND ANSWER ANTICIPATED RESISTANCE

If during your presentation you see decidedly skeptical - even
negative reactions you may wish to address the issues they seem
concerned about. Try to tie it in with their job and their department.

GRAND WRAP-UP AND CONCLUSION

Time to bring it all together by succinctly recapping the highlights
and restating your major argument. End by saying why your idea
should happen. Use your most graphic, dramatic, or innovative
examples.

OPEN FOR QUESTIONS AND DISCUSSION

Focus on getting responses to your idea and possible ways to
increase-the number of solutions. Might lead to working together or
point you in a new direction for research.
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2.4.2 VISUAL AIDS - YES OR NO?
A. Bstzblish Readiness
1. Motivating Statement

85 to 90 percent of what we see we remember. 15 percent of
what we hear we remember (Hamlin, 1988, p.110).

Using visuals can bring people on board to new ideas quicker.
Visuals keep the interest level of the audience up.

Your reason for using visuals is to engage your audience so the
key is to give them time to look! Learning to wait is a-required skill
if one decides to use visuals.

2.4.2

When to use visual support (Hamlin, 1988, p. 111):

e New data, known only to you.

e Data known to all but never presented before in this context.

e Message which needs documentation from objective data to
support it and make it believable.

e Numbers, facts, lists, trends, information that people cannot
remember when only hearing.it.

e Chronological data that carries over from one segment to another.
e Comparisons

When not to use visual support:

e Building morale, gaining loyalty, anything involving feelings and
emotions.

HANDOUTS

These are for after you've explained and finished - something for
them to take home.

WHY AFTER THE PRESENTATION?

e Audience can read faster than you can talk and gets ahead of you.
e Audience reads while vou talk, draw their own conclusions and
don't listen to your verbal explanations.

e Goal is to keep eye contact with the audience - to persuade them
you have the answer. If they are reading they aren't looking at you.
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HOW TO USE VISUAL AIDS (Hamlin, 1988, p. 116)

e Blackboards or flip charts - Draw or write while you-explain,
stop until ready for next point. Introduce, draw and explain.

¢ Prepared Charts/Transparent Overlays - Best are the overiays -
adds information one point at a time, expands upon previous data.

e Creating Slides/Transparencies - Use the build system - start
with outline basics and then add more data. Keep style and fayout
consistent. Utiiize colors to designate new material.

General Points to Remember (Hamlin, 1988, p. 117):

e Use same symbols or style throughout presentation. If you
start by printing don't switch to writing.
Visuals should be self-explanatory.
If using unfamiliar terms create a glossary for all to see.
Give audience time to look and study visual aid. Be quiet.
Explain what they are about to-see before you reveal the aid.
Keep materials organized and neat.
Practice with your visuals until you feel comfortable using

them.
243 TALK
WHY ARE SO MANY CONVERSATIONS BORING?

Resource is The Art of Talking So That Peopie Will Listen (Swets,
1983, pp. 75-76).

Perhaps conversations lack the following elements...

T - Think before speaking. What will interest the other
person(s)?

A - Assert yourself, share deeper thoughts and feelings especially
if they differ from prevailing opinion.

L - Listen to what others are saying or clues to expand the
conversation may be missed.

K - Know what to talk about - explore areas that will expand
personalvision and appreciation.

Most important in this process is the ability to wrap your mind

around-an idea. This involves looking at the idea or problem from
more than one angle, comparing short and long range consequences.
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2.5 APPEAKANCE/BODY LANGUAGE SECTION
A. Motivating Statement

According to Swets,". . . in face-to-face conversaiions, 7 percent of a
message depends on words, 23 percent on the tone of voice, and 70
percent on nonverbal body language (“:7ets, 1983, p. 59)".

First impressions do count - your clothes, voice, grooming,
handshake, and body postures make a difference (Hunsaker &
Alessandra, 1980, p. 151).

B. Enabling Objectives

2.5.1 Recognize the six components of image and explain
how each affect first impressions.

2.5.2 Demonstrate an understanding of Uniform
Regulations by performing weekly inspections on both
officers and enlisted.

2.5.3 Demonstrate physical fitness standards as specified
in OPNAVINST 6110.1C.

2.5.4 List three positive and three negative features of
facial expressions, voice cues and body positions and
movements that can affect how a message is conveyed.

2.5.5. Upon reviewing video cassette, evaluate the message
your body is conveying while counseling a peer, a )
subordinate. In what waye is your counseling similar?
different?

2.5.1
According to Hunsaker & Alessandra (1980, pp.147-155) a total
image which you project to others consists of 6-critical areas:

ofirst impressions

sdepnth of vour knowledge
ebreadth of your knowledge
-eyour flexibility

eyour enthusiasm

eyour sincerity
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First Impressions - What is a first impression?
A first impression is the initial impact you make upon another.

Have you even considered what kind of first impression you make?
What kind of impression does a weak handshake give, poor
vocabulary, poor posture, ill-fitting clothing?

Discuss-briefly.

Points to look for are areas of dress, voice, grooming, handshake, eye
contact and body posture, Stress firm handshake but not a bone
crusher and making eye contact while shaking hands. Sit and walk
straight and relaxed. Dandruff on drcss biues or working blues, too
much perfume, grooming violations - hair length, fingernail length.
Clothing - wearing old yellowed whites or faded khaki, incorrect skirt
lengths-(1.25 inches from center of knee), battered old covers.

Depth-of Knowledge. Just how well do you know your subject, are
you up-to date, do others come to you for you expertise?

What can one do to increase depth of knowledge?

Be thoroughly familiar with policies and procedures. Know your
people, know the situation and trends.

Breadth of Knowledge. This-is-an area that will help build rapport
with others. It centers on subjects outside your expertise - current
books, sports,and world events.

People-love to talk about their special interests because it provides a
common-bond. Find out what you people are interested in or what
the boss is interested in and become informed in these areas. Show
interest in the other person by asking questions about their special
area of interest. Breadth of knowledge comes from reading, listening
and interacting with ottier people.

Flexibility. Your ability to adapt your behavior to others. Allows
you to interact with cihers on their comfort level of communication.

What are some ways in which one shows flexibility?

Slowing down to interact with someone who may not like moving
quickly. Speeding up for those who do act quickly. Listeningto a
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personal story vice getting right to task at hand. Giving more detail
than usual.

Goal is to produce a trusting relationship which involves
your being tactful, reasonable and understanding.

Enthusiasm. If the leader shows a lack of enthusiasm what will his
people show? Don't enthusiastic people work harder, longer and
more accurately?

Enthusiasm is a disease - it's catching.

Sincerity. A lack of this quality can kill you. This quality or lack of
it will stay with your image no matter what you do later on. A lack
of sincerity will damage your reputation beyond repair. Who would
be willing to trust you or confide in you if you aren't sincere?

2.5.4
What is body language?

Body language is a form of non-verbal communication. It takes
place in the eyes, face, hands, arms, legs and posture. Can you name
3 positive cues - 3 negative cues (Hunsaker & Alessandra, 1980, pp.
166-177)7

Positive

FACE -looking the person in the eye, winking, raising an eyebrow,
smiling, tilted head meaning-evaluating and listening to what you are
saying, leaning forward with.interest, chin stroking.

BODY - hands relaxed and open to show receptiveness; hand to
check to show interest or consideration.

POSTURE - opes extended arms show acceptance; sitting on edge
of chair leaning slightly forward shows interest; walking fast and
freely swinging arms shows determination; a plan, hands on hips
shows readiness, relazed, expansive gestures show confidenice; feet
on desk or leaning back in chair show authority; erect body stance
with-hands open, arms extended, bouncy walk show enthusiasm.

I-39




' et

Negative

FACE - not looking the person in the eye, frowning, nervous laugh,
darting eyes, pursed lips, downcast head,

BODY - crossed arms and legs while sitting shows disagreement or
negativeness; keeping ankles locked shows holding information back;
drumming fingers, cupping head in palm of hand, foot swinging all
show boredom; pacing, shifting weight, fidgeting all show
nervousness.

POSTURE - shifting body so that feet are toward the door show
wish to end meeting; rubbing the nape of the neck or running hands
through hair show frustration; rigid body, arms or legs tightly
crossed shows defensiveness; leg over the arm of a chair shows
dropping out of the conversation; straddling a chair shows
domination; scuffling along with hands in pockets, heads down at a
slow pace shows dejection, secrecy and criticalness.
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The following information is provided (Swets, 1983, p.59):

FACIAL EXPRESSIONS

Positive Face

smile
empathic face
head nod
faughter
eye contact

VOICE
Positive Voice
caring satisfied
warm buoyant
soft bubbly
tender cheerful
relieved chuckling
empathic  happy
concerned  joyful

affectionate laughing

BODY POSITIONS

Positive Body
touching

distance reduction
open arms
attention
relaxation
forward lean

Summary:

Negative Face

frown mocking laughter
sneer smirk

cry angry face
glare disgust
CUES

Negative Voice

cold blaming
tense sarcastic
scared angry
impatient furious
hard blaring
clipped hurt
staccato -depressed
whining accusing

AND MOVEMENTS

Negative Body

neck or hand tension
rude gestures

throw up hands in disgust
point

jab

inattention

What's it all mean? Simply become aware of your body language
and the body language of those around you. This will greatly
increase your-counseling skills and your ability to communicate with

superiors.
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2.6 Counseling

A. Moiivating Statement

The following information on counseling can be found in the
Leadership and Management Education and Training Advanced
Division Officer Course NAVEDTRA 38042-A.

To be most effective as a department head regarding utilization of
your time and knowing your own limitations requires reviewing the
differences between advising and counseling.

eadvising - helping an individual initiate action to correct a
problem by providing them with information about procedures,
opportunities, or alternatives for action.

ecounseling - helping an individual explore, better understand,
and possibly find solutions for a problem. This includes encouraging
the individual seeking help to creaie alternatives and to initiate
problem-solving action of their own.

B. Enabling Objectives
2.6.1 Describe two approaches to counseling.

2.6.2 State the four categories of counseling problems one
will face.

2.6.3. Describe the seven steps for counseling.

2.6.4 Explain why the art of questioning is important in
counseling.

2.6.5 Describe five counseling techniques.
2.6.6 From the three Basic Work Personalities, describe
which is your dominant personality and then discuss the

strengths and weaknesses of that nergonalitv,

2.6.7 Recognize creative criticism and the difference
between it and personal criticism.
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2.6.8 In given situations, identify hostility and anger,
analyze the reasons for the emotion(s), then give
appropriate responses to overcome or use the emotion(s).
2.6.1

LMET Course suggests two approaches to counseling:

eDirective counseling: helps individuals solve problems by
providing them with information and recommendations answers to
questions, clarification.

eNondirective counseling: helps individuals explore and better
understand a problem and its alternative through listening,
questioning and encouraging them to take action on their own
initiative.

2.6.2

LMET also suggests that there are four main categories of counseling
problems which anyone in a supervisory position will encounter.
They are:

ePersonal

eDisciplinary

eCareer

ePerformance

In NAVEDTRA 38042-A there are numerous pages listing helpful
resources. These are reproduced with CNTECHTRA's permission and
are included in the student guide.

2.6.3

As found in Crawford's chapter titled "Nice Guys Don't Finish Last” he
discusses the concept of BENEVOLENT DISCIPLINE.

First, what does discipline imply to you?
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It can denote both punishment and teaching but when these two
ideas are combined you have BENEVOLENT DISCIPLINE. For those of
you who are getting hung up on the word benevolent just bear with
us - firmness and a fair way to handle the discipline problems one
may encounter is the foundation of this line of thought.

How do I use this idea though - I can't let people walk all
over me?

Right, we all agree. To use this skill one needs to use active listening
and accurately interpret facial gestures, body language, tone of voice
and vocal inflections. Non-verbal communication will usually
express the truth. Once you understand the real message an honest
exchange of ideas can occur,

What is one of the biggest mistakes a boss can make that
hurts credibility with employees?

Example: Who has ever made a mistake before the boss, had him
turn to you in front of your peers - or even worse your subordinates
and publicly reprimanded you?

What kind of reaction did you have?

Unfortunately some people react by quiting, by becoming passive-
aggressive or by becoming maliciously obedient . If there is one
lesson to learn from public reprimand it is to praise employees in

public and discipline them in private - treat them the way you wish
to be treated.

Crawford gives 7 guidelines for BENEVOLENT DISCIPLINE which are
also excellent counseling steps (Crawford, 1988, p. 63).

1. Describe to the employee the specific problem.

2. Describe your expected standard.

3. Ask the employee to identify what he believes to the the cause of
the problem.

4. Ask for his suggestions to solve the problem, and discuss them.

S. Decide on a plan to improve performance.

6. Follow up.

7. Feedback.
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2.6.4

In Chapter 6 of Hunsaker & Alessandra text he explains the art if
questioning. Why do you think this is a critical and valuable tool in
communications? How many conflicts could have been avoided if the
right question(s) would have been asked?

We ask questions for the following reasons:

eTo gain information.

Helps get the facts, gets person to state their needs, goals,
objectives, problems, etc.

oTo uncover motives and gain insight.

Good questions will help you to determine other persons frame of
reference. Need to understand other person's goals and motives to
help fulfill their needs and the Navy's needs.

oTo obtain subordinate participation.

Used to draw people into conversation who seem uncommunicative,
By asking open questions one can build trust and all will willingly
participate in the problem-solving process.

eTo check understanding and interest.

Extremely important to find out if you understood what you think
you heard them say. Also important to find if others understood
what you think you have said. A way to check and see if
communication is really occurring.

oTo start other people thinking.

By asking for another person's opinion you acknowledge that their
opinion is meaningful and valuable. There are always glitches we
may not be able to see that others can point out to us. Why not
utilize the expertise of your people? This is the basis for a
successful, productive working relationship.

eTo reach agreement.

This doesn't necessarily mean one is looking for a "yes man". On the
contrary if the working relationship is good others may not always
agree with you but should be able to see your point of view and how
the decision was reached. A good staff will tell the boss what they
think - keeps the boss on track.

I-45




eTo bring attention back to the subject.

During everyday duties when one is normally trying to do four
things at the same time while speaking on the phone a question will
probably bring concentration back to the subject at hand. Handling
one hot item at a time is all one can do and trying to handle more
than one will often get you burned.

eTo give positive strokes and build trust.
Again, this will flatter the other person and increase trust in the
relationship.

eTo give psychological reciprocity.

Showing mutual interest in each contributor. Hopefully by listening
to others they will also listen to you. Listening is more valuable than
speaking.

oTo discover the tension differential.

The tension differential is the gap between what a person is doing
compared to what the person would rather be doing. This deals with
bringing organizational and personal goals and objectives closer to
each other.

What are open questions?
They usually (Hunsaxer & Alessandra, 1980, p. 103):

eCannot be answered by a simple yes or no

eBegin with what, how, or why

Do not lead subordinate in a specific direction

e Increase dialogue by drawing out subordinate’s feelings
and opinions

eCan be used to encourage subordinate to elaborate on objectives,
needs, problems, wants. '

eHelp subordinate to discover things for himself

oCan be used to stimulate subordinate to think about your ideas

Examples of open questions:

How do you think this should be handled?
Why do you think this has been happening and for what reasons?
What do you think about your job performance thus far?
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How can this technique be used?

The following guidelines are provided (Hunsaker & Alessandra, 1980,
pp.112-119).

eUse good timing - don't ask in depth feeling questions when the
person is extremely busy or has limited time.

eHave a questioning plan - where do you want to go with your
questions and what information are you looking for.

eKnow your audience - adjust your questioning to the individual.
This knowledge of his interests, beliefs, leadership style will aid you
in framing and delivering questions.

e Ask permission to ask questions - a simple show of respect for the
other person. Builds trust.

eMove from broad questions to narrow questions - This allows the
person to freely express their ideas on goals, problems or concerns.
Your job is to guide the conversation and perhaps get answers to the
hard questions without ever having to ask them.

eBuild on previous responses - most important is the requirement to
be listening actively. Use the information which is provided for
subsequent questions.

eHave one main thought - something that should be taught to
newscasters. How many times have you watched a presidential
interview and the question is a two or three part question. How
much of the question ever gets answered? Questions that have more
than one basic idea cause a breakdown of understanding.

e Avoid ambiguous questions - don't expect specific input to vague

questions and don't be surprised at a sloppy work when given poor
direction.

sUse common language - utilize K.1.5.5 formuia - "Keep it simpie,

stupid”. Remember not all Navy acronyms are known at all
commands and each command has it's own set of acronyms.
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eBalance the number of questions - asking too few questions may be
viewed as shallow and asking too many questions may be viewed as
an interrogation. Try to keep a balance of give and take

eMix them up - use both open and closed style of questions.

eDon't use slanted or manipulative questions - they are offensive
and insulting.

e¢Do not use threatening questions - tension levels are usually
already high and don't need to be increased. This will also close
down any chance of communication with other person.

eProvide rationale for sensitive questions - just take the time to
explain why these types of questions need to be asked. This will
eliminate suspicion and reduce anxiety.

eUse end versus means questions - do not assume employee is
already aware of his own needs. Structure questions around the
results he is trying to achieve.

e Maintain a consultative atmosphere - your role is to help the other
person. Pressuring is counterproductive and nothing is gained by
shouting. Give the person time to think about the question and allow
him to answer without interruption.

2.6.5

In association with the art of questioning there are some counseling
techniques that utilize previously covered topics. The following
methods are found in NAVEDTRA 38042-A.

I. REPEATING

This method simply restates what the person just said. This can
show that you have heard what the person said. This can also
become annoying to the speaker if it is used too frequently.

2. ACTIVE LISTENING

Hopefully all students know what this is at this point in time - if
not review section on listening. Specific methods used here are
paraphrasing and restatement. Restatement consists of paraphrasing
and also your interpretation of the situation.
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3. OPEN-ENDED QUESTIONING
Again, this section is covered in the art of questioning.

4. SUMMARIZING

This method is simply restating the key problem areas and the
discussion which followed. Utilization of this technique should
ensure both you and the speaker share a similar view of the
problem.

S. INITIATING ACTION

After using open-ended questions the speaker may have already
provided some options to solve the problem. Also effective at this
time would be offering ideas in the form of "Have you considered
doing .. ”

2.6.6

According to Hamlin (1988, pp.11-20) there are three basic work
personalities which shape how we work, what we want to achieve
and how we are motivated. Whatever our work personalty is it
affects how we work, how we direct others and how we relate to
others. The three personalities are achievers, &ffiliators and
influencers.

Achievers

These people are internally motivated, have high, self-set
standards and goals. Accomplishment is the most important aspect ,
for these people. Achievers like to take charge and personally find ]
solutions to problems. One weakness is that they may not always ‘
seek advice or help from experts who could provide necessary skills
or information. Another weakness may be their inability to provide
motivation to others - only because the task itself is more than 3
enough motivation for them. Last, because they are so goal-oriented /
they may treat their people as implementors of the tasks assigned ‘
vice fallible, needy individuals. These people many appear to be
insensitive and unfeeling but their view of human consideration isn't
part of their work concept. Their identity and feeling of usefulness
comes from accomplishing the task, They drive themselves hard and
expect the same from others.

The most positive aspect of the achiever is that they know how to
set attainable goals. They are willing to take calculated risks and
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prefer to work on the outcome vice leaving it to chance. They need
concrete feedback on how well they are doing.

An easy way to remember this type of person is by comparing
him to see if "Climb Every Mountain" would be his theme song.

Affiliators

The theme song for this group of people would be "People Who
Need People”. These are the people who stress belonging, relating
and how others treat them. Their preference is to work with others
rather than working alone. They gain confirmation for their own
beliefs from others. They need to be liked, dislike conflict, and will
be the one to smooth things out. These people are good at cultivating
and maintaining long-term relationships.

The main probiem this type of person has is in the decision
making role. Since they need to be liked and making decisions
usually makes someone unhappy they may shy away from
unpopular choices.

Influencers

The adapted theme song for this group of people is “They Did It
My Way". These people live to exercise power and authority. They
want the positions where they are the ultimate authority and can
make a highly visible impact. They are not really worried about
what other people think about them. They know who they are and
what they want. They are extremely self-confident and have very
clear goals. Their charisma evokes loyalty or they will sell others on
loyalty to the task or institution.

Quix:
John F. Kennedy would be described as a (Achiever)?
Gerald Ford would be described as a (Affiliator)?
Ronald Reagan would be described as a (Influencer)?

How can recognizing the type(s) of work personalities in
others help you counsel?

First, it will provide you with a plan of attack or menu to deal
with the person.

Second, by recognizing which personality you are dealing with
should increase your chance for effective communication.
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WHAT IS THE MOST DOMINANT WORK PERSONALITY FOUND
IN THE NAVY?

Just as in the business world it appears to be the Achiever - the
task-centered, technical person who focuses on getting the job done
and not so much on the people who do it.

WHAT DO YOU NEED TO DO TO INCREASE YOUR
EFFECTIVENESS?

Recognize, accept and learn to deal with all three types of
personalities. This will require developing skills and mastering
behaviors which may likely go against your basic instincts and
personal style. Learn to adjust your own style to work with someone
who is another style,

2.6.7

Some common sense ideas which deal with one-on-one
encounters are listed below (Hamlin 1988, pp 131-32).

1. Create a positive environment. This can be done by keeping
the exchange factual, easy and friendly.

2. Listen. Try not to cut the other person off until they get their
entire point across - use active listening.

3. Consider the Idea. Unique concept to some people - don't shoot
the idea down just because it wasn't yours.

4. Ask. Make sure you understand the entire idea before answering
or cutting apart.

S. Be Clear. Listen to yourself and check those acronyms. Some
topic very familiar to you may not be easily understood by others.

6. Notice and Comment On What's Being Discussed. Find the
hidden concerns of the person you are talking with - this will help
you to motivate or persuade.

7. Know When To Get Out. Very important item. Use common
sense and learn to end the discussion and get out. Don't beat the
topic into the ground.

What is creative criticism?

First break the term into separate pieces. According to Hamlin
(1988, pp.132-134) criticism is usually given to fix something not
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just to provide negative feedback. The creative portion of this term
is used in the sense that we criticize the person for a job not well
done and then reassur2 and encourage that person at the same time
you are criticizing.

How can that be done?

e Accentuate the Positive

This simply means before you hammer the person for skrewing
up find something positive about the job he has done. Try to catch
people doing something right more often than just doing something
wrong. Think to praise before criticizing.

eBe Specific

Using vague terms when providing feedback will not help the
person complete the task to your liking. Tell the person how to fix it
and be specific about what you object to. Give specific descriptions 3
of what you mean. 1

eStay with the Facts, Not the Person

Only discuss the thing or process don't attack the person. No
matter how angry you are learn to deal with it. The best way to do
this is to admit to the person that the anger is there so say so. If the
other person has the anger and you see it then you tell them you see
they are angry which should give them a chance to vent that anger.

2.6.8
Techniques for Handling Hostility and Anger

We all know how hard it is to stay calm and rational when being
baited, attacked or insulted in public and of course this never
happens in the Navy, right? For discussion purposes how would you
handle hostility and anger directed at you?

Here are some suggestions to help save face when being verbally !
assaulted (Hamlin, 1988, pp.207-211): ]

oTake a Breath
Purpose of this is to buy time so you can calm down and think

rationally. Make this a slow internal breath not a big sigh.
eldentify the Hostility
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The biggest mistake people make when hostilities are aroused is
to pretend it isn't happening. This makes you appear to be too weak
to handle the situation or too dumb to have noticed it. Solution: Deal
with it publicly.

eAllow the Anger

People handle anger in two ways - they blow up or they become
even more cool and deliberate, lethally rational and insufferably
superior. No matter what way the person handles anger allow them
1o be angry in their own way. Your antidote is to describe their
anger in a non-judgemental way. This will give the person a way out
if you simply state "I see you're really committed to a point of view
about this".

eUnderstand the Anger

Try to figure out why people are angry by using information
gained on basic work personalities you should be able to
communicate effectively with this person.

oGet Out of the Personal Realm

Goal is to get to a factual level - try this "This sounds like one of
those 'Kill the messenger' moments. I understand that you anger
about the subject has included me. Let me rather be a method for
clearing up a disagreement (p. 209)".

oFind Something is Common

Point out that everyone is concerned about the issue at hand and
that you are willing to hear other viewpoints but will still hold your
ground.

e Ask for Further Clarification

Too many times the anger will just come through but the real
issue that is troubling the person is never clearly expressed. This
time spent clarifying can help everyone cool off.

eHave Faith in the Facts

How many of you have been in trouble using global statements
and abstract concepts as your arguments? Have you ever been told
"Go out and come in again when you have the right answer?". By
using practical explanations and demonstrable evidence with specific
examples you will get shot down less often.

eSettle for Disagreement

As long as everyone has listened to each position with

compassion and understanding for the other person's point of view
there will be times when neople end up on opposing sides. We can't

Voiidlm VANV O, WY

really ask for more than to be fairly heard but then ii's up to the
boss to make the decision.
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2.7 LEADERSHIP STYLES
A. Motivating Siatement

The LMET section on leadership provides a good background and
covers various leadership styles. Our environment many times
drives the leadership style we use - especially when dealing with
crisis situations. However, the ability to use more than the
"screamer” style of leadership will enhance one's effectiveness in
dealing with subordinates - both military and civilian.

B. Enabling Objectives

2.7.1 Identify the six leadership styles and describe the
characteristics of each.

2.7.2 Select appropriate leadership styles for given
situations and explain how one’s style may change from
dealing with al! military personnel to civilian personnel.

2.7.3 Explain the expanded Situational Leadership Model
by Hersey and Blanchard and when given a specific
situation apply the model to support any action taken.

2.7.4 Recognize the four Dimensions of Behavior and apply
to case studies. Evaluate the behavior of the subject and

indicate the response level that would reach the subject
and produce effective communication.

2.7.1. Insert LMET portion 4.3-11 -4.3-17

I-54




TR

LEADERSHIP STYLES

The  six leadership styles are Coercer, Authoritarian, Affiliator, Democrat,
Pace Setter and Coach.

A manager must perform six kinds of tasks which in some way involve or
impact on subordinates. A manager:

1. Listens to subordinates in order to diagnose and solve problems

2. Sets goals and develops short- and long-range action plans

3. Gives directions about who is to do which tasks to what standards

4, Provides feedback on task performance

5. Rewards and disciplines task performance and personal characteristics

6. Develops subordinates

The way these six tasks are handled at any one time varies with the nature
of the jobs to be performed. One would probably use a different leadership
style for routine tasks from that used for innovative tasks or for situations
which require crisis management. Similarly, tasks of short duration often
warrant a different style from those which extend over long periods of time.

Description of the Six Styles

Each style is described in terms of the way in which a manage deals with
the specific management tasks mentioned above.

Coercer: Coercer managers expect compliance with their plans and instructions.

Coercer managers:

(1) Do not emphasize listening to subordinates' ideas or suggestions; may
be seen as unresponsive to subordinates

(2) Develop only short-range goals and plans

(3) Provide clear directions and expect their plans and instructions to be
carried out by subordinates

(4) Tend to give subordinates specific feedback which is negative and
personalized

(5) Motivate primarily by threats -~ rarely praise or reward

(6) Do not develop subordinates; expect them to know their jobs or simply
do what they are told

Authoritarian: Authoritarian managers lead and make decisions. Authoritarian

managers:

(1) Solicit input from subordinates on problems and decisions, but leave no
doubt about who makes the final decision
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(2) Set geals and develop both short and long-range plans

(3) Direct clearly, are nice about it, but leave no doubt about what is
expected

(4) Inform subordinates of inadequate performance if a problem occurs and
communicate the rationale for needing improved performance

(5) Reward and discipline firmly and fairly

(6) Do not directly help to develop subordinates' skills (they may learn
by modeling his or her behavior)

Affiliator: Affiliator managers put people first. Affiliator managers:

(1) Listen a lot and are more interested in personal than task
information

(2) Do not set goals and/or standards, nor make explicit plans

(3) Do not direct task performance clearly or exert influence on
subordinates

(4) Do not give task-oriented feedback

(5) Reward personal characteristics, not task performance - never
discipline '

(6) Do not work toward subordinates' skills
Democrat: Democrat managers encourage participation. Democrat managers:

(1) Encourage people to participate in meetings while the manager listens

(2) Think that decisions should be made by consensus and that
subordinates should make decisions and control work-related activity

(3) Do not direct clearly, try to match people and jobs and get consensus
on direction

(4) Give some task feedback

(5) Consider rewarding adequate or desirable performance as a "motivator"
and think of negative feedback (i.e., discipline in any form) as useful
only in very limited situations

(6) Work toward developing subordinates' skill, buf only somewhat

Pace Setter: Pace Setter managers do it themselves and expect others to be
self-directed. Pace Setter managers:

(1) Expect people to krow their jobs and do them well (probably do not
listen)
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(2) Communicate goals and/or standards and plan by example

(3)' Do not direct; rather, set the pace, take personal responsibility for
success and failure and, because they find it difficult to delegate,
work increasingly to try to accomplish everything alone

(4) Give some task feedback

(5) Reward good performance but do not provide warmth or support -- often
get very coercive when things go wrong

(6) Develop subordinates only to the extent they model him or her

Coacht Coach managers guide subordinates toward high standards and improved
performance, Coach managers:

(1) Listen

(2) Are concerned about high performance standards but feel that
subordinates should focus on self-improvement and individualized
goals, not on some absolute standard or goals

(3) Are less directive than other managers; see the manager's job as one
of aiding or guiding subordinates in their own performance toward
these standards (i.e., not telling them or imposing the manager's view
of the standards); they ask subordinates to develop plans, solutions
to problems, and alternate ways of accomplishing tasks and do not
express their personal preference

(4) Provide frequent, specific, task-oriented feedback, assistance and
resources to help subordinates improve performance

(5) Reward task performance and improvement of performance; do not
overlook failures, but respond by helping subordinates to improve

(6) Develop subordinates effectively

Situations Where Styles Are Effective or Ineffective

Coercive managers are effective in situations when:
~- There are crisis
~~ Emergencies occur, requiring a a quick response
~- The manager has information or perspective not possessed by

subordinates and which the organization does not require subordinates
to have ]

-~ Specific procedures must be followed exactly (i.e., minor deviations
from procedure will result in serious problems)
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Coercer managers are less effective in situations in which:

-- Subordinates are expected to solve problems, take initiative or
innovatea

-~ Special procedures are required due to a complex organizational
structure

Authoritarian managers are effective in situations in which:

Special procedures are needed due to complex organizational
structure

-- They can utilize any number of influence skills which they possess

Soliciting input from subordinates and communicating results of a
decisicn and its rationale are important

Many decisions must be made for which subordinates may not possess
all the information necessary or the comprehensive perspective needed
to make the appropriate decision

Authoritarian managers are less effective in situations in which:

-- The manager does not have a more comprehensive perspective on the
problem or issue than do subordinates

-- The status distinction between the manager and subordinates is
minimal

-- The manager is not required to make many decisions to facilitate
organizational performance

Affiliator managers are effective in situations in which:

-- Tasks to be performed are routine (i.e., everyone knows what is to be

done and how to do it) and performance is at an adequate or high
level

-- It is important that the manager and subordinates be friends and have
a close relatienship

Affiliator managers are less effective in situations in which:

Tasks are unique and complex

Subordinates must be motivated to take initiative and/or innovate

-« Performance of the group or individual subordinates is not up to
standards

Managers are required to make decisions and only they have the full
amount of information or perspective needed to make those decisions

4,3-14
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Democrat managers are effective in situations in which:
~= All subordinates are excellent performers
-= All subordinates are well-suited to their jobs

-= Subordinates have as much information relevant to decisions and
activities as does the manager

-- Activities must be conducted by subordinates with a great deal of
autonomy, but must be coordinated among the subordinates

Democrat managers are less effective in situations in which:

-~ The manager has access to information or a perspective which the
subordinates should not have

-~ Crises or emergencies occur which require quick response or
decisions

-~ Each subordinate does not have an in-depth understanding of the work
in which each of the other subordinates is engaged

-~ Subordinates must complete separate parts of a task which, when
combined, achieve the work center's goal

Pace Setter managers are effective in situations in which:
~- Status distinctions between manager and subordinates are minimal
-~ Performance goals and standards are clear to everyone

-~ Subordinates must conduct their work independent of the manager, with
little coordination or integration among themselves

Pace Setter managers are less effective in situations in which:

Subordinates must perform the majority of the tasks

~-=- Coordination or integration is essential to task accomplishment or
organizational efficiency

-- There are performance problems with one or more subordinates

-~ Subordinates must be developed quickly with special attention from
the manager

Coach managers are effective in situations in which:

~- Subordinates have their own access to performance-related feedback

-~ Performance measure and objectives are clear and understood by
everyone

-~ Timely performance feedback is available to subordinates

4,3-15
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-- The organizational goals can be met even if one or more of the
‘L subordinates do not meet their individual performance goals
®
Coach managers are less effective in situations in which:
-- Managers have information which is not available to subordinates
-~ Subordinates do not have the comprehensive perspective needed to make
® performance-improvement decisions
-~ The organization's performance is dependent on the attainment of
certain performance goals by every one of the subordinates
-- Decisions regarding the group's activities or performance have to be
® made in a rapid manner
L 3
o
« :
®
L J
o ;
o

{
[ ¢ McBer and Company, 1976,

Adapted from Managing Motivation for Performance
Improvement.
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Points to Consider in Interpreting and Applying Different Leadership Styles

1. There is no leadership style that is effective all the time. There is no
leadership style that is ineffective all the time.

2. Everyone has a dominant leadership style which he or she uses most fre-
quently. Some people have several backup styles which they use in situ-
ations requiring a style other than their dominant leadership style; they
vary the backup style they use according to the demands of the particular
situation. Managers are often surprised to find that they have seemingly
opposing dominant and backup leadership styles; for example, the common
combination of Authoritarian and Democrat. Upon reflection, they usually
recognize that they use one style with one type of subordinate or situation
(e.g., are Democratic managers in dealing with individuals who know their
jobs) and a different style with other people or situations (e.g., are

Authoritarian managers with lower-~level subordinates when things start to go
wrong) .

3. Unless people specifically examine or think about their boss's leadership
style, they tend to assume that the style is similar to their own., There-

fore, people act toward their boss in the way they want subordinates to act
toward themselves.

4, The Leadership Style Questionnaire and profile serve as aids in an
individual's examination of his or her own leadership style. It is impor-
tant that the individual not fall into the trap of placing either a positive
or negative value on any of the labels used to describe leadership styles.
The individual should not assume that a particular leadership style is
effective in his or her current managerial job until all the aspects of the
job, specific events and other personal characteristics have been examined.

5. There is a need to change leadership styles over time, "Life-cycle"
theories of leadership suggest that different leadership styles are appro-
priate at different stages in a depart