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LDR9Y TRAINING MODULE SEQUENCE
MODULE 1

DAY 1

TIME EVENT ' MATERIALS - TRAINER

0800 PE 1.1. Getting

Acquainted:
Leader to Leader

830 Adult Learning & _ .
Process/Content Models Prepared charts
1.1, 1.2
0840 Review of Course Orientation
a. Purpose & Goals Prepared charts
1.3, 1.4
b. Guidelines Prepared chart
: 1.5
c. Leader's Problem Prepared chart
' 1.6 '
d. Training Logic _ Prepared charts
107
p85¢0 Getting Out Student Expectations
a. PE 1.2
Expectations
Exercise Chart paper & markers
9920 Coffee Break
@930 - Leader as Person

a. Ways we get informa-
tion about ourselves. Lecturette
Prepared Charts

b. Type Characteristics
Walk-Around Exercise Prepared Charts
Recording Form &
Worksheet




c. Feedback Type
and Scale Data Scored Instruments
Feedback Forms
d. MBTI: An Intro-
duction to Type Lecturette
Prepared Charts
Handouts
Blank Type Sign-up Chart
e. Type.in Action

Exercises

1. 1I-E

2. SF/ST/NT/NF
3. J-P

12060 Lunch Break




LIR?0 TRAINING FE 1.1
EXERCISE

GETTING ACQUAINTED: Leader to Leader

GOALS
I. To help students get to know one another better.
II. To explore feelings which occur when acting “as another
person.”
I1I. Experience sharing perscnal information, traits, and goals.
IV. Emphasize the need for careful, active listening during
conversation.
V. Begin explaring the variability of meaning arcund the concept
of leader/leadership.
GROUF SIZE

Minimum of eight up to a maximum of twenty-five persoms.
TIME REQUIRED

Minimum of thirty minutes.
FHYSICAL SETTING

Space large encugh to accommodate students talking freely in pairs.
In the event of an uneven. number of students, at the trainers’ cption one
triad may be employed with “A"  reporting out for “g", “B" for "C", and "C"
for “A"; or a trainer may participate with the unpaired student.
FROCEES

I. Students are arranged in a horseshoe arcund the trainer. The

trainer asks them to think about themselves as persons, soldiers, leaders,

and new members of their unit. The trainer asks them to think about:

1. What is important for others to know about me
that they probably don’t yet know?

2. What do I like about "soldiering"?
3. What do 1 value in a leader?

4. What do I wan' *o be known for as a member of this unit,
i.e. what are my goals for this assignment?

Students are paired and the trainer instructs them to get to know each other
for the next ten minutes. They are told to avoid demographic data (Where are




you from, are you married, etc.) and to try to find out what kinds of
characteristics, likes and dislikes, values, goals the interviewee has. They
are told that "this is an exercise in listening and interviewing, and that
the person being interviewed chould not volunteer too muchy the interviewer
should have to dosome work to find out who the other is. The trainer notes
that time management is the responsibility of each pair and that the goal is
for each to be interviewed. : )

I1I. After the interviewing phase the pairs reform in a circle around the
trainer. The students are told that they must now introduce their partner,
standing behind their partner, and speaking in the first person as if they
were their partner. There should be no rechecking between partners as they
do the introduction. The individual being dintroduced should hold any
comments for the discussion period. Introductions should be limited to one
to two minutes. .

III. After the introductions have been made, - the trainers lead a
discussiom of the exercise focusing on  the feelings gensrated by "it and on
the issues inherent in the goals of the exercise. The issue that what I say
about you says as much about me as it does about you should be mentioned as &
stimulus to discussicon. A number of issues will arise which will be dealt
with in greater depth later in the training, these should be tagged and
posted for future reference. ’

IV. In the instance where group size has reached 20+ trainers should
consider dividing the group  into subgroups with the subgroups reporting out
to each other on what happened in their subgroup and what they learned. It
must be emphasized that the subgroups are not to continue as a cligue during
the course and that the participants are responsible  for  seeking other
subgroup members out and getting to know one another.




LDR?0 TRAINING

CHART 1.1
PROCESS-CONTENT MODEL OF INTERACTION
CONTENT
(Hhat)
Lined GEQUF ACTIVITY Tine?

FROCESS
(How)

CONTENT

What is being said, the topics talked about,
the task being worked on.

FROCESS

How things are being said/not said, how the task
is being accomplished, the emotions in the group .




LDRF0 TRAINING CHART 1.2

THE ADULT LEARNING MODEL
(Learning Through Experiences)

NEW SITUATION

T

aFFLY COURSES -OF ACTIDN CONCRETE EXFERIENCE
Try New Behavior Suspend Judgement
Concentrate on the Event

DEUELOP'ALTERNATIUE ACTIONS THINK AROUT AND DNIISCUSS
"What if" use of new : Reflect on/analyze what
knowledge/information : happened. Why these cutcones.

AFFLY TO LIKE SITUATION
(GENERALIZE )

Lecture/theory/clarificatiom




LDR90 TRAINING ' S LECTURETTE 1.2

THE ADULT LEARNING MODEL

As adults, we continue to learn even when we are not formally enrolled
in a class or school. Life is our teacher. Each new situation provides us
an opportunity to learn if we are open to learning and alert to what is
happening. Extracting from this natural learning process, we can  create new
situations which bring with them opportunities for learning. He can also so
organize the learning experience that learning hecomes a conscious process.
The Adult Learning Model is one way of organizing experiences for learning.
This mode of instruction comes under a variety of names but its organization
remains much the same; e.g. Laboratery Training Method, etc. Going thyough
the model will give the student the flow of learning as it is arganized. in
this course. :

NEW SITUATION = The course itself, which is broken down
inte events, or

CONCRETE EXFERIENCE(S) = in which the student hecomes involved
in an intentional activity of some sort in which he must act,

perform, say, see or do something. This activity becomes the

raw materials for learning. :

THINK AROUT AND DIISCUSS = Using these raw materials from the
gxperience, students reflect =m what has just happened, analyze
the results, and discuss their reactions and/or ohservatione

with other students and the trainers. Each students’ weaction or
observation becomes refined data for further clarification.

AFFLY TO LIKE SITUATIONS (GENERALIZE) = The trainer helps the
students organize the data into a generalized pattern of action,
relating their experiences to existing organized knowledge i the
“form of theories through clarifying discussion or lecturette.

DEVELOF ALTERNATIVE ACTIONS = With the experience and the pattern
of action in hand, the student can compare how he acted in the
situation and the results he achieved with a number of alternzative
ways of acting in a similar situation and choese a way of acting
that gets the wanted results.

AFPLY COURSES OF ACTION = With the chosen plan of action, the
student may apply the plan in the form of new ways of behaving
in the relatively safe environment of the classroom where the
consequences of having chosen an ineffective alternative are
minimal. In effect the student can simulate a new situation and
try out ways of approaching it with low risk. If the plan of
action is effective and the student wants to incorporate that
way of acting into his vepertoire, he can practice safely rmtil
te has confidence in his outcone.




LIRS0 TRAINING CHART 1.2~

FURFDSES COUTCOMES]

X CHALLENGE SOME BELIEFS LEADERS HOLI' AROUT LEADERSHIF
% INCREASE LEADER’S KNOWLEDGE OF WHAT ADDS TO AND DETRACTS FROM COHESION

% TRAIN SKILLS THAT ADD TO COHESION




LDR9G TRAINING

GOALS

I. TO LEARN THE PROCESS OF DEVELOPING AND
SUSTAINING A COHESIVE WORK GROUP/COMBAT TEAM

1I. TO LEARN SPECIFIC SKILLS WHICH ENABLE SMALL UNIT LEADERS
TO BE MORE EFFECTIVE WORK GROUP/COMBAT TEAM MEMBERS

I1I. TO LEARN APPROPRIATE APPLICATION OF
LEADERSHIP SKILLS IN VARYING SITUATIONS

IV. TO UNDERSTAND THE ROLE OF SMALL COMBAT
UNITS AS SUBSYSTEMS OF LARGER ORGANIZATIONS

CHART 1.4




LDR9O TRAINING o CHART 1.5

A 3413 AALL_ARE LA AL

GUIDELINES FOR LEARNING

KEEF FOCUSED ON WHAT IS GOING ON HERE AND NOW

OFEN TO NEW WAYS OF DOING THINGS,
AND' THINKING ARDUT THINGS

YOU ARE RESFONSIBLE FOR YOUR OWN SELF-DISCLOSURE
RESFECT OTHERS RIGHT TO LEARN

FARTICIFATE, WHAT YOU GET OUT OF THIS IS~
RELATED TO WHAT YOU FUT INTO THE COURSE

WHAT IS SAID, OR DONE IN THE CLASSROOM STAYS IN THE
CLASSROOM; IT BELONGS TO THIS CLASS ALONE. KEEF CONFIDENTIALITY.




LDR?0 TRAINING ' - CHART 1.6

THE COHORT UNIT LEADERS’ DUAL FROELEM

XINTEGRATE CHAIN OF COMMAND WITH HORIZONTALLY
EONDEL' GROUF OF COHORT SOLDIERS

x DEVELOF AND SUSTAIN COHESION IN THE VERTICALLY AND
HORIZONTALLY BONDED COMBAT UNIT




LIRS0 TRAINING CHART 1.7

LOGIC FLOW

LEADER AND' SOLDIER

AS :
WORK GROUF/COMEAT TEAM

LEADER AS FERSON WITH
SOLDIER AS FERSON

4

LEADER AS
PERSON




LOR?0 TRAINING . FE 1.2

EXERCISE

<

EXFECTATIONS BRAINSTORM
GOALS. .
I. To legitimize personal expectations for‘learning.

I1I. To clarify what will and will not be covered in this course in
teras of these personal expectations.

III. To provide group members with an initial experience in the
participative mode of instruction,

IV. To model leader behaviors that demenstrate pursuit of
corganizational ends (course goals) while taking group members’
personal goals and concerns into account to the extent possible.

GROUF SIZE
Minimum of seven up to twenty-five persons.
TIME REQUIRED |
Minimum of ten to a maximum of twenty minutes.
FHYSICAL SETTING

Group members arranged in & horseshoe  configuration with the open end
toward the trainer(s) and the easel/blackhoard. '

FROCESS

I. The group  is brought  together by  the trainers and formed in a
horseshoe around  the easel or blackhoard. The trainer asks that the group
pexbers reflect on what they understand about the course and what they would
like to come away with from the course. The trainer explains the process of
brainstorming and asks that the group members announce their expectations
{fears and/or concerns) for the course. These are recorded on the easel &s
they flow from the group and without comment or evaluation. It is critical
that the words coming from the group are accurately recorded. If para-
phrasing is done, be sure to secure the agreement of the author that the
paraphrased version is accurate and does not compromise the author’s intent.

II. The trainers analyze the group output in terms of whether and how
the course will meet the individual expectations of the group members. The
an=lysis takes place out in the open in interaction with the group.  When an
en, -tation will be met by the course, the trainer refers to  the course
s-hedule where that meeting of an expectation will woccur. In the likely
event that some reasomable expectations will fall wcutside the structure of
the course, make provisions for getting that need met. In the event that it
is appropriate and the trainer has the competency and resources to modifiy




the course to cover that expectation, it should be done.  Frovision for doing
outside work may be offered if the trainer wishes to  volunteer time and has
comething of value to give, -but that is = trainer option and not an
obligation. Prohably the wost effective way to handle some of these
expectations is to tap into the resources within the group itself. The
trainer has a role here to clarify what is being asked of the group, if the
group or one or some of its members can and will assist, and to help the
parties decide where, how and when this will take place, whether within or
outside of course time. In effect, facilitating and ratifying a contract to
get this expectation met. There may be expectations that cannot bhe met in
the course or from within trainer or group resources. In such an event make
a referal to an appropriate rescurce. The worst thing that can be done is to
discount or ignore an expectation. :

III. Fears and concerns about what may happen in the course are often
expressed in terms of expectations:? e€.g. "I expect to he made fun of, or
embarrassed." Being alert to signals even less blatant than the example is
essential. Trainer judgement will dictate whether to reassure and push on or
whether to stop and deal more intensively with an issue. In the majority of
cases naming the fear or concern and recording it, and  providing reassurance
is sufficient.

IV. What are your individual geals for this cohort unit for the next 6
months, 1 year, 3 years? List 2-4 goals for each time period.




LDR90 TRAINING Lecturette 1.8

WAYS WE GET INFORMATION ABOUT OURSELVES

If we really paid attention to the signs, we would find that
we live in a rich broth of information about ourselves. We are
constantly getting signals/feedback on what we do or don't do,

‘and how we do or don't do it. We also give ourselves feedback on

what we think or feel about what we just did, or. didn't do. We
are often our own worst critic and on occasion the only ones who-
care to give ourselves a deserved pat-on-the-back. We all have
experienced how getting constructive feedback can help us learn
or do a better job, and that's rewarding. We also have had those
times when the signal coming back was not constructive, reflect-
ing something about the sender's ability to give feedback or
their understanding of who we are or what we did. O0Of course,
there are those times when the signal was really intended to be
destructive and we learn nothing about ourselves and alot about
the sender. Finally, there are formal ways of getting inform-
ation to increase our self-knowledge, such as psychological
tests, after-action reviews, performance counselling, and annual.
evaluation reports. : '

Self-knowledge can be a valuable tool for use in develodping
ourselves as leaders, but, like any tool, there are skills to be
learned in order to get the full benefit from its use. This part
of the course is designed to develop skills that will help us
gain in self-knowledge and use this knowledge as a leader devel-
opment tool for ourselves, and then, for our subordinates.

At this point you ought to be wondering and questioning just
how increased self-knowledge can help you develop as a leader.
We'll give one answer to those gquestions now, with other kinds of
answers to the same questions later in the course. We begin with
the assumption that the more informed a leader is about a topic,
the more flexible and adaptable he can be when in a related sit-
uation. For example, the more informed a leader is about the
terrain he will have to fight on the better his assessment of
routes to target will be, and the better his final choice(s) will
be. When it comes to the issue of choosing ways of behaving as a
leader it follows that the more information I have about myself
to work with the better my choices about leadership will be also.

When you put this to work in a combat unit as with any team,
knowledge about self shared and understood by the other members
of the team creates the ability among team members to orchestrate
action with ease. As a leader, if I know the strengths and
shortfalls of all my subordinates I can orchestrate action in
such a way that extracts maximum strength from each member of the
unit while at the same time reducing the effects of member short-
falls on unit performance. The center on a football team does
not need to be the most elusive runner but he does need to be one




of the better straight ahead blockers and be able to shift
quickly from the activity of passing the ball back to the
gquarterback without mishap to taking the charge of the nose-
tackle. Also, if he knows that the guard cannot handle a red-dog
as well as desireable he adjusts his own play to compensate for
the guards shortfall. Were the guard to coverup his shortcoming
or be blinded to it and not allow the center to help, the whole
team suffers. An effective leader creates on his team the
climate of sufficient openness to permit team members to call
attention to ways in which they can help each other to help the
team. This is not as easy as we can make it sound. People
resist information about themselves for many reasons. This is
normal and natural, especially in our culture and in the Army.
However, the evidence clearly shows that units that are closer,
more open and comfortable with each other, are more effective at
what they do and survive better in combat.

The next Chart (l1.8) shows four types of knowledge about -
self. The first, what I know and you know we call the area of
open activity. It is what I share freely with the members of the
unit, The larger the area of open activity among members of a
unit, the more information there is about members, the more
flexible and adaptable the unit will be in making decisions about
deployment of human resources. The second kind of information is
what I know about myself that noone else knows. This is the area
of hidden knowledge and it is at the discretion of the individual
to keep it hidden or to share. The holder of the information
decides to what extent the hidden information detracts from
personal and therefore, unit performance and is responsible for
the consequences. The level of trust in the unit determines to a
great extent how large this area is for each member. The third
area called the blind spot is what I don't know about myself but
that others do know. I am unaware of what others see clearly.
The other members of the unit can decide what affect that is
having on my performance and the unit's and also whether it is
important that I be made aware. In making me aware they take on
the responsibility of doing it in such a way that my trust with
them ‘is not put in jeopardy. The fourth area of knowledge is
unknown to all. It only comes into play as insights or
intuitions thereby moving from the unknown to one of the other
areas of knowledge. A large portion of human activity is thought
to occur at this unconscious/unobservable level but it is only
important to personal or unit performance when it becomes
observable in behavior.




FOUR TYFES OF KNOWLEDGE AROUT OURSELVES

«

1. WHAT I KNOW ABOUT ME AND YOU KNOW ABOUT ME = OFEN
2. HWHAT I KNOW ABOUT ME THAT YOU DO NbT = HIDDEN
3. WHAT YOU KNOW ABOUT ME THAT I DO NOT KNOW ABOUT MYSELF = BLIND' SFOT

4, WHAT NEITHER I KNOW ABOUT ME NOR YOU KNOW AEOUT ME = UNKNOWN
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10.
11.
12,
13.
14,

Workshop AssUmptions

All of us have something to learn.

All of us have something to teach.

Everyone has a preferred pathway to excellence.

All workshop data are confidential; people will share only what they want to share.

We are all in this learning experience together; we are all resources to others in the
group.
“When the student is ready, the teacher will appear

Indnvtduals can expect to galn from this experience in direct proportuon to what they
put into it.

. Questions are encouraged and can be asked as they come to mind.

We do not have to agree; we do need to understand.

We will work hard, but we will have fun. '

More time and help are available. ,

There are great variations within the sixteen personality types.
Personality typé isn't everything.

When it comes to people, there are few simple answers.

Adapted with special permission from the Two-Week Life/Workshop of the Nuﬁonal Career Development Project, Kansas City, MO, August 1980,

Using the Myers-Briggs Type Indicator in Organizations: A Resource Book. © 1985 by Consulting Psychologists Press, inc. Permission is hereby granted to reproduce this
worksheet for workshop use. Duplication for any other use, including resale, is a violation of the copyright law.

o y |




LDR90 TRAINING "PE 1.3

EXERCISE

TYPE CHARACTERISTICS WALK-AROUND: AN MBTI PRE-FEEDBACK EXERCISE

GOALS

I. Demonstrate convergence of what people know about
themselves with measured "knowledge" from MBTI scores.

II. Give participants experience with the differences
between the elements of type.

GROUP SIZE

Up to twenty-five persons.
TIME kEQUIRED

One hour and fifteen minutes.
PHYSICAL SETTING

A room largeAenough to accommodate the group and with enough
open space free of furniture to allow all part1c1pants to move
about the room with ease.

PROCESS

Four charts which describe the paired type characteristics
are hung in the four corners of the room, Charts I-IV (Text for
these charts are given next under). The charts contain un-
labelled sets of descriptors. The participants are instructed to
walk around the room without talking and read each chart noting
on their Preference Recording Sheet which set (A or B) of char-
acteristics on each chart they prefer (fits and does not fit for
them). They are also to note whether the choice of preference
was easy or difficult. This is to be done based on their own
assessment and without help from others. When they have read all
four charts and have recorded their preferences, they are to move
to the center of the room and quietly wait for instructions.

When all are back to the center of the room have them look
around the room at the four charts and make any last minute
changes they feel are necessary. Next, have the participants
return to their seats and the trainers pass out the Type
Conversion Worksheet and tell the participants to follow the
instructions for converting the data on their Preference
Recording Sheet to the Type Conversion Worksheet. Have the
participants keep their Type Conversion Worksheet in front of
them while a trainer delivers a lecturette on the MBTI and the




uses of this kind of self-knowledge.

When the lecturette is over and the questions and answers
have taken place, pass out their MBTI Results Form and their
MBTI answer sheets. Have them compare the results of their
selection from the charts with their Type as measured by the
guestionnaire. There will be some differences, especially where
the choice of preference from the Charts was difficult. The
trainer negotiates these differences with the part1c1pant and
allows them to make the necessary changes.




LDR9P TRAINING PE 1.3

TEXT FOR CHARTS I-1IV

CHART I
PREFERENCE SET A:

My enery is pulled/directed outwards toward people and
things.

I am excited by change and like being involved.

I am usually relaxed and confident around people.

I am easy to get to know and open to people.

I am quick to act in a variety of situations and
usually am involved before I've given much thought to what I
am doing.

My interests and associations are many.

I really prefer to be around and with people.
khkkhkkhkhkkkhkhkkhkhkhkhkkhkkkkhkkhkkhkhkhhkkhkhkkhkkhkkhkhkhhkkhkhkhkhkhhhkkhkhhhkhkhhkhkkhikkkih -

PREFERENCE SET B:

My energy is spent thinking about things and people,
ideas and concepts.

I want to understand things for what they are and
really spend alot of time observing and thinking ‘about what
I see. .

I am generally reserved and cautious and may ask
questions as my way of sizing things up.

It takes awhile for me to warm up, and I am sometimes
thought to be distant and uninvolved.

I prefer to think things through carefully before
committing to action, I seldom jump right in.

I am comfortable being quiet, and prefer to be alone
with myself alot.

I go after things in great depth and detail, I enjoy
concentrating fully on a few things or people.




CHART 1I1I
PREFERENCE SET A:

I am a pretty concrete, and factual person; reality for
me is primarily what I experience now, I want to touch,
smell, taste, hear or see it.

Details are important to me, and I'm quick to note
them. I make few factual errors.

I am a practical person and seldom follow hunches.

I really like to enjoy the moment and live life as it
is, the future will take care of itself.

If I learn a skill I prefer getting to use it, its not
practical to learn something you will hardly ever use.

hkkdhkhkhkhkdhhkhkhhhkdhhhkdhhhdhhhdhhhhhhdhdkhhhkhkhkhhkhkkhkrhkhk
PREFERENCE SET B:

The world is full of possibilities if you are alert to
them and not too bogged down in detail.

There's moré to the facts than meets the eye, what they
add up to is a pattern and you don't need alot of details to
see it. '

New ways of -doing things are exciting for me. I find
that something better is usually just around the corner.

Learning for the sake of learning is a big part of the
way I live, it helps me be flexible and resourceful.

I look for the "big picture," details bore me.

4 Some of my best ideas just drop into my mind out of
nowhere. I follow hunches often.

"Keep it simple" is not stimulating enough for me, 1I
enjoy working through complex problems and situations.




CHART III
PREFERENCE SET A:

When I make a decision it is important that I arrive at
my decision through a process that makes logical sense.

People often defy logic, and I tend to prefer people
and things that can be logically understood or reasoned out.

I look for the underlying truths or principles to guide
me‘ ’ :

My approach to work is to be brief and businesslike. I
'see little place for emotions in getting work done.

If‘the rules make sense, they should be applied equally
for everyone. That's only fair.

I am good at helping peopie to rationally understand
their mistakes and work out how to correct them.

I take pride in solving problems and making sense out
of things.

khkkkhkhkhkkhkhkhkhhhhhhhhhhhhhhhhhhhhhhhhkhhdhhdkhhhhhkk
PREFERENCE SET B:

I make decisions to a large degree based on what I feel
people need at the time.

I am good around people and have a knack for-helping
them get along with each other.

For me being fair is not a simple matter of equally
applying the rules, fairness means treating each person as
an individual. :

At work I try to make people feel comfortable and at-
ease by giving them time and attention.

. I am known for being loyal and supportive and concerned
about others. :

When I believe in something, my enthusiasm helps push
things along. '




CHART 1IV
PREFERENCE SET A:

‘I hate to waste time, if there is a decision to be made
I make it and move on.

It's important that what I do or decide is right, 1I am
not tolerant of mistakes, mine or other peoples.

I want to do things that are worth doing, having a
clear purpose is important to me.

I like to get things done and out of the way.

. I prefer to be given the end result desired, then let
me do the job. '

I don't like'having unfinished work hanging over my
head.

i R R I I I IIIITI ™™™
PREFERENCE SET B:

I am seldom so intent that I miss things going on
around me or overlook some possibility.

I am adaptable and value being flexible and tolerant.

I need to really prepare to start a task, and want to
know as much about every aspect of it that I can.

I usually will postpone making a decision until I am as
sure as I can be that I have taken everything into account.
Haste makes waste.

Being flexible, I don't really mind getting involved in
things on the spur of the moment.

I am curious, and can get side~tracked if something
interests me. '




PREFERENCE RECORDING SHEET

As you walk around the room reading the charts, select
either preference set A or B as the set which best fits you from
the point of view of how you prefer to be and behave. We all
will find something in each set that we do, like, etc. But we
will lean toward one set more than another because it is more
comfortable and appealing. Living, working, etc., will require
that we .operate at times opposite to our preferred way of
operating. What you are to record here is what you prefer, not
what you can do when you have to. Some choices may be difficult
to make, record that difficulty as indicated. Remember, there
are no right or wrong answers, only what you prefer.

CHART I II ITI Iv

PREFERRED SET A A A A
" (Circle an A or B for each chart)

B B B B

EASY CHOICE : E E E E
(Circle an E or D for each chart)

DIFFICULT CHOICE D D D D




TYPE CONVERSION WORKSHEET

Transfer your choices from your Preference Recording Sheet
to Part (i) as shown: .

Below in Part (i) you will find a space to record an A or B
next to the chart number of each of the four charts, for example;
if you chose "B" for chart I it would be recorded in Part (i)
like this: '

I-

Transfer your choices for all four charts.

Part (i). Choice Transfer:
Chart Numer/Preference Set Choicé:

I- I- III- IV-

Convert your choices recorded in Part (i) using the Type
Conversion Key below and record the type conversion in Part (ii).
Example: If your choice for chart I was "B", find I-B in the
Type Conversion Key and write the letter to which it corresponds
in the space provided, like this:

Chart 1I

E/1

Part (i1). Type Conversion:

Chart I Chart I1 . Chart III Chart IV

- E/I S/N T/F —J/p

Type Conversion Key

I-A E II-A

S ITI-A

T Iv-A = J

I-B = 1 II-B = N III-B

F IV-B = P

What these letters mean and how you éan use them to increase
your self-knowledge and improve your working relationships will
be explained in the lecturette and exercises which follow.




M3l

Model of the Four Preferences

Sensing
Judgment
introvert
iNtuition
Behavior
Thinking
Extravert

Perception

Feeling

panizations A Resource Book £ 1985 by Consutting Psychologists Press Inc Permission s heredy grantec 1o reprocJce this
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Interpretation of the MBT1

When participants complete the MBTI, the interpre-
tation part of the workshop begins. If there has been
a time lag between the administration and the
interprezation, it may be necessary to repeat some of
the key points from the administration session. You
will probably want to use an overhead projector or
chalkboard as you explain the Jungian theory and
model. There are other approaches to doing an
interpretation that are worthy of your consideration.
Three such interpretations are described in Part 5.

One of the key parts of my approach to interpreting
the MBTI is to have people try to predict their own
type from the oral descriptions | give as I am explain-
ing the Jungian theory and preferences. Often 1 also
have them try to predict their type by selecting their
preferred work environment from “Effects of Prefer-
ence in a Work Environment” in Introduction to Type.
(See Exercises 4 and 5 below.) For this reason, 1 )
generally cover these parts in the interpretation before
I return the answer sheets, have people score their
own answer sheets, or toral their scores on the
Abbreviated Version.

Script: History and Uses of the MBTI
The work of Myers and Briggs was started in the
1920s by Katharine Briggs. Katharine Briggs was
interested in human behavior and, through her
observations and reading of biographies, developed
a way to look at it. Her scheme, which was pub-
lished in the New Republic magazine on December
26, 1926 (and reprinted in the Fall 1981 issue of
the MBTI Neus), included four types: sociable,
thoughtful, executive, and spontaneous.

At the same time as she was doing her research,
the Swiss psychoanalyst Carl Jung developed a
complementary theory of personality types. This
theory was published in Jung's book Psychological
Tapes in 1923. When Katharine Briggs read Jung's
work. she found much similarity with her own
work. Together with her daughter, Isabel Myers,
she began to integrate her work with that of Jung.
Beginning in the 1940s and using his theory,
Katharine Briggs and Isabel Myers started to work
on a paper-and-pencil inventory to help people dis-
cover more about themselves and their personality
types. It was to take them over thirty years to
develop such an inventory, which was called the

Myers-Briggs Type Indicator, or MBTL.

By the time Katharine Briggs was eighty-five and
her daughter, Isabel Myers, was sixty-five, they had
gathered enough data to present their instrument to
Educational Testing Service, known as ETS, in
Princeton, New Jersey. Because of the MBTI's
unorthodox development, ETS formed the Office of
Special Testing to carry on further research on the

MBTI. From 1962 until 1975, when the rights to
the MBTI were acquired by Consulting
Psychologists Press, Inc., it was available for
research purposes only. Today the MBTI is ‘one of
the largest-selling tools for self-awareness. It has
been translated into several other languages, includ-
ing Japanese, and is used to help people in career
choices, in marriage and family counseling, and in
sessions similar to the one we are in today. -

Script: Jung’s Theory—Model of the Four Preferences

Carl Jung postulated that apparently random

- behavior on an individual's part is really not ran-
dom at all but has a pattem to it. This pattern will
reflect the person's preferences for taking in infor-
mation and for making decisions. It will also reflect
the world in which a person feels most comforta-
ble—the outer world of action or the inner world
of ideas. Once we know what to look for we can
see that human behavior is fairly orderly and consis-
tent over time.

Jung's concepr of preferences is similar to handed-
ness. If over time you watch my behavior with my
hands, you will see that I prefer to use my right
hand. | am not sure why | prefer my right hand. It
has always been easy for me to use it and using it
requires less energy. | want you'to try an exercise
with me.

[At this point, do Exercise 3.]

Exercise 3
Handedness
(10 minutes)

Purpose

To iliustrate the point that, although a person has and
can use both hands, one hand is usually preferred over
the other. The preferred hand generally is more effec-
tive and efficient, used more often, relied upon more,
and better developed than the other.

Format

1. The trainer demonstrates writing his or her street
address on the flip chart or overhead with the
preferred hand. Next the trainer writes the street
address with the other hand. Ask the group for
comments about the writing.

2. Have the participants repeat this procedure for
themselves, that is, writing their addresses with
both hands. Ask them for their comments.

Notes

People usually respond that the work of the nonpre-
ferred hand lool less polished, took more energy, and
required more concentration and time.




As we all found out, we tend to be more effective
and efficient using our preferred hand. However, we
do have and do use our other hand. We were able
to use it to write our street addresses.

So you see that although we have the capacity to
use both hands, we generally prefer one over the
other. Because we rely on one so much, it is better
developed. My preference for my right hand seems
to be innate. So it is with personality types. We
seem to be born with preferences for how we take
in information, how we reach conclusions, and
which world we prefer, either inner or outer.

Here is a model to help explain Jung's theory.
[Use a flip chart or chalkboard to display the fol-
lowing model, completing it as you go through the
script. The completed model also appears as

Reproducible Master 6 and can be distributed or
dﬁsplayed as an overhead.] :

Perception

Behavior

Judgment

An individual's behavior is a result of his or her
preference for taking in information (perception)
and preference for coming to conclusions (judg-
ment). We all do both. Just as we have two hands,

14

but prefer one over the other, we use both our
perception and our judgment. We also have a pre-
ference for how much time we spend in taking in
information and perceiving the world and how
much time we spend making decisions or judgments
about that information. We will talk more about
the specifics of ‘perception and judgment prefer-
ences later on. -

Sensing
Radlilil

Perception
Behavior

Judgment

Now when it comes to taking in information, that
is, when we perceive the world, we make another
selection. Some of us will choose to rely on our
five senses: taste, touch, sight, smell, and hearing.
We know something about the world because we've
experienced it directly through our senses. We trust
that kind of data.




Sensing

Petcepnon

Behavior

iNtuition
)udgment

On the other hand, some of us have a preference
for taking in information that we glean through our
sixth sense—our intuition, our “gut feeling,” our
hunches. We prefer to see things as they could be
rather than as they are. We like possibilities and
value information that comes to us through our
intuition.

So looking at our model, we see a choice point for
sensing or intuition. (Myers used the letter N to

symbolize intuition because the letter [ is used for

another concept of the Jungian theory, that of
introversion, so | have capitalized the letter N in
intuition.)

We all use both our senses and our intuition to take
in information about our world. However, we will
trust and rely on one and tend to prefer it over the
other.

15

Sensing
Perception
iNtuition
Behavior
Judgment

Just as there is a preference for how we take in
information, there is also a preference for how we
come to conclusions or judgments. When it comes
to making a decision, somé of us will prefer what is
called our “thinking” function. We tend to decide
things impersonally based on analysis and principle.
People with a thinking preference place a premium
on fairness.




-

Behavior
-

Judgment

Perception

Sensing

/ \

iNtuition

Thinking

\

/

*Feeling

Some of us will make decisions by valuing alterna-
tives. This is called the “feeling” function. Those
of us who have feeling as a preference tend to make
decisions and judgments based on liking or dis-
liking, on our values, or on the impact of the deci-
sion on people. People with a feeling preference
place a premium on harmony.

We all use both our thinking function and our feel-
ing function to come to decisions, but, again, we
have a preference for one over the other.

Introvert

I

Behavior

Sensing

\

Perception

iNrtuition

: Thinking

Judgment

/N, /

Feeling

A final part of Jung's theory concemns the concepts
of introversion and extraversion. This preference
tells us where we go to get energy. Introverts find

_energy in their inner world of ideas, concepts, and
abstractions. They have a rich inner life and there-
fore seem to require less of the outside world.

16




Introvert

Extravert

> Behavior

/ Perception

Judgment

Sensing

/\

iNtuition

Thinking

/\

Feeling

Extraverts find energy in things and people in the
world outside of themselves. They are pulled by this
outer life of action and spend less time with
thoughts and concepts. Remember, however, that
we can be both extraverted and introverted—it’s all
a matter of preference.

The four choices (Perceprion vs. Judgment, Sensing
vs. iNtuition, Thinking vs. Feeling, and Introver-
sion vs. Fxtraversion) become the basis of the

17

sixteen personality types. Each of the personality
types is identified by the first letter of each of the
preferences (with the exception of intuition, which
usés an N to identify it). Thus someone with a
preference for introversion, sensing, feeling, and
perception, would be identified as an ISFP..
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‘Comparison of Extraversion and Introversion

Extraversion J introversion
, , Energy
_directed outward toward people and directed inward toward concepts and
things ' ideas
Focus - |
wants to change the world - wants to understand the world
civilizing genius cultural genius
| Attitude
relaxed and confident : reserved and questioning
understandable and accessible - subtle and impenetrable
Orientation
afterthinkers forethinkers

Work Environment

varied and action-oriented quiet and con_centrated
prefers to be around and with others prefers to be alone
interests have breadth interests have depth

Using the Myers-Brggs Type Incicator in Organizations: A Resource Boor ¢ 1985 by Consulting Psychologiste Press Inc Permission s heredy grantec o reprocuce this
worshee! 10r workshop use Duphicahion for any other use incluging resale 1S 8 vioialion of the copynght law




VBT

Comparison of Sensing and Intuition

Sensing } Intuition

-~

Mode of Perception

five senses - ' “sixth sense”
(experience) ‘ (possibilities)
Focus
details . ' patterns
practicality : innovation
reality expectation
present enjoyment future achievement
Orientation
live life asitis | change, rearrange life

Work Environment

prefers using learned skills - prefers adding new skills
pays attention to details looks at the “big picture”
patient with details and makes few ‘ patient with complexity

factual errors

Using the Myers-Briggs Type Indicator m Organizations A Resource Book € 1885 by Consutting Psychologrsts Press
workshee! for workshop use Duphication for any other use ncluging fesale 1s 3 violation of the copynight law

inc Permission 1s hereby granied to reproduce ths




VBT , . 9

Comparison of Thinking and Feeling

Thinking } Feeling
Focus
logic of a situation human values and needs
things people ‘
truth ' ' ~ tact
principles . harmony

Work Environment

brief and businesslike naturally friendly
impersonal personal
treats others fairly treats others as they need to be treated

Contribution to Society

intellectual criticism loyal support
- exposure of wrongs care and concern for others
solutions to problems “zest and enthusiasm

Using the Myers-Briggs Type indicator in Orgaruzations A Resource Book € 1985 by Consulting Psychologsts Press Inc Permission s hereby granted 10 reprocJce this
workshee' for workshop use Duplication for any other use mciuging resale 1S 8 violation of the copynght law




Comparison of Judging and Perception

Judgment i Perception
Attitude

decisive . curious
planful ' spontaneous
be right miss nothing
self-regimented , : flexible
purposeful . adaptable
exacting tolerant

Work Environment

focus on completing task focus on starting task
makes decisions quickly ‘ postpones decisions
wants only the essentials of the job wants to find out all about the job

Using the Myers-Briggs Type Ingicalo” in Organizations A Resource Book € 1885 by Consutting Psychologrsts Press Inc Pesmissio” 1 hereby granec 10 1eproguce 1~ ¢
workshee! 101 workshop use Duphcation o0 any other use INCIUTING resale 1S 2 violatior of the copynght faw




ISTJ

Type Table

ISFJ

INFJ

INTJ

ISTP

ISFP

INFP

INTP

ESTP

ESFP

ENFP

ENTP

ESTJ

ESFJ

ENFJ

ENTJ

Using the Myers-Brgge Type Indicator in Organzatons A Resource Book t 1985 by Consu'ting Psychologrsts Press Inc Permiss:on 1s hereDy Gram1es 2 venr
worxshee! 1o workshor use Duphcation for any othe’ use InCluCing resale 1s a violator o the copynght law
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LEARNING STYLES

SF

sel f-understanding and relating
to others '

content secondary to interaction
with others

works best when emotionally

involved in subject matter
enjoys group learning

sensitive to negative criticism
Does this make sense in light
of my own experience?
needs warm, friendly, supportive
environment

seeks self-Knowledge through

relationships with others

NF

value development, search for
universal meaning

focus on personal/ultlmate
values, creative and
aesthetic expression

works best when motivated by
own interests

enjoys creative activities which
allow use of imagination

enthusiastic about sharing ideas
with others

What would happen if...?

needs flexibility within
changing environment

seeks future possibilities and
alternatives for self and
humankind

ST

knowledge and sKills

" focus on mastery of set of skills'

works best when Knows exactly
what is expected

enjoys purposeful activities with
tangible results ‘

thrives on competition

Is this useful to me in my daily
life?

needs clearly structured
environment

seeks practical solutions to
immediate problems through
action ’

NT

critical thinking, concept
development

focus on intellectual challenge
and independent - thinking

works best independently and
without time pressure

enjoys discovery method of
learning

sets high standards for self
and others

Why is it this way?

needs freedom within intellectual
and stimulating environment

seeks wisdom and understanding
through critical analysis
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LDR90 TRAINING

DAY 1

TIME

1300

1330
1400

1500

1600

1630

-EVENT

PE 2.1 "Chain of
Command"

Communication modes

and congruence

Responsible and
Effective feedback

Active Listehing.

Conflict Management

Review of module

MODULE SEQUENCE

MODULE 2

MATERIALS

Prepared chart
(message)

Prepared charts
2.1, 2.2
Lecturette

Prepared chart
2.3
Lecturette

Prepared charts
2.4, 2.5

Prepared chart
2.6
Lecturette

Prepared chart
2.7

TRAINER




[C I

MODULE 2 TIME: 4 hours
I. Title of Unit: COMMUNICATIQN WITH OTHERS

1I. Behavioral objectives:

A. To develop a full understanding of the need for
active listening skills and congruent sending
skills as basic building blocks upon which to build
and sustain a cohesive small unit:

B. To develop the ability to use the technique of
active listening in order to encourage another to
say more and to accurately understand another’s
message or position.

C. To develop the ability to communicate non-
defensively, directly and accurately with others.

D. To develop the ability to communicate, congruently,
the same message verbally and non-verbally.

E. To develop ability to give, solicit, and receive
responsible and effective feedback in order to
improve as a leader and as a group member.

F. To develop the ability to manage conflict in a
responsible manner.

111. Example of why this training is needed:

2LT: "The company commander told me to square something
away in my platoon, but I didn’t understand what he said,
exactly. If I ask for clarification, he will think I am
dumb, so I will just tell the platoon to get things squared
away and just hope they make the right correction.”

iv. Method: :
A. Conduct "Chain of command" communications exercise.
(30 minutes) '

B. Communications skills
1. Conduct SUBMODULE 2B-1: Communications model,
modes, and congruence. (20 minutes)

2. Conduct SUBMODULE 2B-2: Introduction to
responsible and effective feedback. (1 hour)

3. Conduct SUBMODULE 2B-3: Introduction to actire
listening and observation skills. (1 hour)

C. Conduct SUBMODULE 2C: Conflict management.
(30 minutes)
1. Reducing conflict in groups
2. "Pinch/crunch" model

D. Conduct SUBMODULE 2D: Review. (10 minutes)

E. View videotape "Abilene Paradox II." (30 minutes)




V. References:
' A. FM 22-100 Military Leadership

B. FM 22-102 Soldier Team Development _
C. 1972 Annual Handbook for Group Facilitators

VII. Attachments
: A. Practical exercise
B. Handouts
C. -Lecturettes
D. Supplemental Readings




Title of Exercise: CHAIN OF COMMAND: A COMMUNICATION EXPERIMENT

Goal: ,

To illustrate distortions which may occur in transmission of
information from an original source through several individuals
to a final destination. : '

Group Size: . » : .
Unlimited. There should be a minimum of eight participants.

Time Required:
Thirty minutes.

Materials:
1. Chain of command message (to be read aloud to first
participant). '

11. Copies of observation form for process observers.
II1I. Newsprint and a felt-tipped marker.

Physical Setting:
1. A meeting room.

I1I. A separate room in which participants-can be isolated.

Process:

1. The trainer chooses a chain of command, to include a
company commander or executive officer, platoon leader, platoon
sergeant, squad leader, and fire team leader. ' '

11. All but one of the volunteers are asked to go into the
ijsolation room. One remains in the meeting room with the trainer
and the observers. (The rest of the group remains to act as
process observers).

1I1. The trainer distributes Observation Forms to the
observers, who are to take notes on the proceedings.

IV. The trainer reads the "Chain of command" message to the
first volunteer, who may not take notes or ask for clarification
on what he hears.

V. The trainer asks a volunteer in the isolation room to
return. ’




VI. The first volunteer repeats to the second what he heard
from the trainer. (It is important that each volunteer transmit
the message in his own way, without help). .

VII. The process is repeated until all but one have had the
message transmitted to them.

VIII. Then the last volunteer returns to the room. He is
told to write the message down on newsprint so the group can read
it, after he has heard the message delivered to him.

IX. The trainer then posts the original message (as
previously prepared - on newsprint) so it can be compared with the
final version delivered by the chain of command members.

X. Observers are asked to report their notes. Volunteers
then discuss their experience. The trainer leads a discussion
with the entire group on implications of the exercise.

Variations: _ '
I. The succession of messages can be recorded for playback.

I1. The entire group can be used as conbeyors of messages.
(No observers are used). :

Source:

"Rumor Clinic: A Communications Experiment". Structured
Experience Kit,1980. Originally published in J.W. pPfeiffer & J.E.
Jones (Eds), A Handbook of Structured Experiences for Human
Relations Training (Vol. 1II, Rev.) San Diego, CA: University
Associates, 1974.
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SUBMODULE 2B-1: COMMUNICATION MODES AND CONGRUENT'SENDING

Time: 30 minutes

Sequence: _
1. Trainer delivers lecturette -on the various modes of

communication and their importance to the communications process.
2. Time is allowed for clarification as needed.

3. Trainer delivers lecturette on the communications model,
congruent sending, and effective communications.

4. Time is allowed for clarification as needed.

Reference: 1972 Annual Handbook for Group Facilitators.
Readings: "Congruent Sending," Hansen.
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SLIDE 2-2 COMMUNICATION MODES

1. SYMBOLIC
2. VERBAL

3. NON-VERBAL




LECTURETTE--COMMUNICATION MODES AND CONGRUENCE

COMMUNICATION MODES

~ when we are attempting to transfer our meaning to another
person, we use three different modes,.  methods, or channels to
carry out our intentions to "send" messages. We communicate
symbolically, verbally, or nonverbally. '

when two persons, A and B, are attempting to communicate with
each other, their communication is distorted by their
personalities, attitudes, values, belief systems, “biases, the
assumptions they make about each other, their experiences and
background, and so on. Wwhat is often not understood is that the
way we get messages through our screens and through another
person’s screen often is confusing and distorting. We add to what
we hear, we fail to hear, and we distort messages according to
the modes that are used to convey messages. Furthermore, we may
send: "mixed" signals, using more than one mode. (SEE
COMMUNICATION MODEL).

Let’s discuss the three modes: symbolic, verbal and nonverbal.

Symbolic communication is essentially passive, and the
messages emitted in this way are very easily misinterpreted.
Also, the sender does not even intend to send a message, or at
least not the one that is received by the person doing the
interpreting. Some examples of symbolic communication include:
the clothes we wear; our hair style, to include facial hair;
jewelry and/or cosmetics; our automobiles, homes and other
possessions; intervening furniture in our office. All of these
symbols are essentially passive. They are, however, a real. part
of our communication. We are "talking" even when we are not
talking. Newspapers, books and other written or printed materials
are also forms of symbolic communication. The alphabetic symbols
represent words which we then interpret.

Verbal communication is the mode which we rely on the most to
carry our meaning. But words do not really have meaning--people
have meaning. History is full of examples of misunderstandings
among people who were relying on words to carry meaning. One of
the difficulties with words is that we attach to them different
experiential and emotional connotations. The 1listener and the
speaker may not necessarily attach the same meanings to the same
words used.

Nonverbal communication, or body language, is another source,
often involuntary, of information. Posture, touching, and eye
contact are.all examples of nonverbal signals which may accompany
the verbal message. The meaning attached by the receiver of the
message may not necessarily be the same for the nonverbal signals
as for the verbal. Can you think of examples of such "mixed
messages"? -




The overall lesson to be learned and applied here is that if
doubt exists as to the intended meaning of a message, no matter
whether delivered verbally, nonverbally, or symbolically, it is
better to check it out for verification rather than assuming you
understand its meaning as intended by the sender. The meaning of
a message is determined ultimately by the receiver, not the
sender.

The implication is clear. For clear communication to occur,
there must be a two-way interchange of feelings, ideas, and
values. One-way communication is highly inefficient in that there
is no way to determine whether what is heard is what is intended.
A second implication is that for true communication to be
experienced, it is necessary that there be a feedback process
inherent in the communication effort. There needs to be a
continuous flow back and forth among the people attempting to
communicate, sharing what they heard from each other. The third
implication is that the individual person needs to become acutely
aware of the range of signals which he is emitting at any moment.
He can learn that by soliciting feedback from the people with
whom he is attempting to share meaning.

CONGRUENT SENDING

Congruent sending is a basic communication skill. It means
making the content of your message congruent (consistent with)
what you are feeling and with what you actually intend to
communicate. Sometimes we attempt to lessen the risk of saying
what we really think or feel by changing our message slightly,
softening or distorting it, and thus become incongruent. We are
not saying what we really mean or intend to say.

Feelings represent a major source of power in communications.
To give up that power seems senseless. In addition, if we try to
hide strong feelings, they will tend to "leak out" anyway through
our nonverbals. &And if our verbal and nonverbal messages are not
congruent, our listeners will begin to distrust our message...and
us.

Congruent sending becomes particularly useful when attempting
to solve problems, manage conflicts, or give feedback. It means
stating the problem in terms of its effect on you, rather than in
terms of the other person’s failures or inadequacies as perceived
by you.

pO--Be descriptive, not evaluative.
--Express your feelings and accept responsibility for them.
--State the problem as yours, in terms of effect on you.
--1f you want the other person to change, be specific about
your request, and be willing to negotiate. Focus on
behavior, rather than attitude.




. DO NOT--Make evaluative or judgemental statements.
--Make blaming statements. ’
--Tell the other person what to do.

--Make interpretations or inferences about attitudes,
motives or personality.

. References: 1972 Annual Handbook for Group Facilitators.
Jones, John E. "Communication Modes".
Hansen, Paul "Congruent Sending"




SUBMODULE 2B-2: INTRODUCTION TO EFFECTIVE FEEDBACK TIME: 1 hr

Seguence: § ' :
1. Participants write down one,two,or three word description
of their impression of each group member.

2. Members share their impressions of each other. Trainer
models , as appropriate. '

3. Clarification of 'impression‘ is allowed by regquesting
additional information. No discussions are allowed. -

4., Participants are asked about their reactions to
giving/receiving "feedback" in this manner.

5. Trainer gives lecturette on characteristics of effective
feedback in the work environment. Includes principles of’
effective feedback and interpersonal communications. Includes
discussion of why the impessions just exchanged probably did not
constitute responsible, effective feedback. : '

Reference: U.A. 1976 Annual: "The Awareness Wheel" pp. 120-123.




SLIDE 2-3 RESPONSIBLE AND EFFECTIVE FEEDBACK

1. DESCRIPTIVE, NOT EVALUATIVE

2. SPECIFIC, NOT GENERAL

3. DIRECTED TOWARD A BEHAVIOR

4. UNDERSTOOD (CLARIFIED AS NEEDED)
5. TIMELY

6. LIMITED (NO BOMBARDMENT)

7. SOLICITED (ASKED FOR)

8. VERIFIABLE

9. DIRECTED TO, NOT ABOUT

10. OWNED BY SENDER ("I", NOT "WE")

11. HELPFUL, NOT PUNITIVE




LECTURETTE——RES.PONS IBLE EFFECTIVE FEEDBACK

Feedback is a way of making a person or group aware of a
behavior you see and how that behavior is affecting you.

Here are some useful rules for responsible and effective
feedback: :

v 1. Make feedback descriptive rather than evaluative.
Describe the behavior you see and its effect on you. Don't try to
evaluate or imagine the reason for the behavior. Don’t assume you
know.

2. Make feedback specific rather than general. Making
general statements often leaves people wondering 'what you mean or
. what it is they are being asked to do differently.

3. Make sure feedback is directed toward a behavior, and
that it is a behavior that the person can do something about.

4. To make sure that what you have said is understood, ask
the person to tell you basically his understanding of what you
have said. '

5. Make feedback well-timed. Feedback that is given soon
after a given situation reaches that person while the general
situation surrounding the noticed behavior is still fresh in his
mind. :

6. Don’'t bombard. It is easier for a person to deal with and
accept a few items than to receive a lot of feedback at one time.
Don’t give him more than he can handle all at once. 1f the limit
is exceeded, the person receiving the feedback will often start
feeling defensive, and the whole session will be less productive.

7. Allow the person to solicit your feedback. If it is asked
for, feedback is more useful and accepted than if it is imposed
upon that person. Give the person the option of refusing the
offer.

8. Allow the person to check out feedback with others. He
may want a second opinion from someone else who saw the same
behavior.

9. Direct feedback to the person, not about him to a third
party. Look at him and talk directly to him.

10. oOwn your own feedback by saying "I", not "we", Let
others speak for themselves; don't try to speak for them.

NOTE: If your intent is to punish or get even, your feedback will
be ineffective. Don't give feedback unless you are willing to




stay with the person and help him work it through to resolution.
Feedback is a way to help another person be more effective; it is
not a sanctioned way for you to meet your own needs to "square
others away". ‘




SUBMODULE 2B-3: INTRODUCTION TO ACTIVE LISTENING AND OBSERVATiON
: SKILLS

Time: 1 hour -

Sequence:

1. Trainer breaks group into threes. One listens, one
speaks, and one observes. Participants alternately practice
"parroting” as a form of listening.

2. Trainer checks effect of exercise.

3. Trainer has participants alternately practice
"paraphrase" as a form of listening. ‘

4. Trainer checks reactions..

5. Trainer instructs participants to choose a topic they
feel strongly about; the listener is instructed to paraphrase
again but also to respond and label the emotional content of the
message.

6. Trainer recaps principles and considerations of active
listening. .

7. Time is allowed for clarification.

8. Active listening skills are practiced again as time
allows, and as participants and trainers determine the need.

9. Participants are charged with the task of practicing
active listening that night with a friend or family member.

Reference: T. Gordon, "Parent Effectiveness Training."




SLIDE 2-4 THE IMPORTANCE OF LISTENING

70% OF OUR WAKING.HOURS 1S5 SPENT COMMUNICATING:
9% WRITING
16% READING
30% TALKING

45% LISTENING

.THE GOOD LORD GAVE US TWO EARS AND ONE MOUTH---

THAT SHOULD INDICATE THE PROPORTION IN WHICH THEY SHOULD BE USED.




Slide 2-5 ACTIVE LISTENING

1. SENDER SENDS MESSAGE

2. LISTENER PARAPHRASES (SOME EMOTIONAL CONTENT RETURNED)

3. SENDER REVISES OR CLARIFIES
4. LISTENER PARAPHRASES AGAIN
5. SENDER CONFIRMS MESSAGE RECEIVED

6. LISTENER RESPONDS TO THE MESSAGE

NOTE: LISTENER DOES NOT OFFER SOLUTIONS OR OPINIONS.

LISTENER TUNES INTO BOTH CONTENT AND EMOTIONS.




SUBMODULE 2C: CONFLICT MANAGEMENT

Time: 30 minutes

Seguence:
1. Trainer presents lecturette and explains "pinch-Crunch”

model.

2. Trainer explains difference between conflict management
and conflict resolution. (Conflicts are seldom resolved,
and may require continuous management).

3. Group discussion is conducted on applications of the
"pinch-Crunch” model, and the relevance of active
listening skills and effective feedback skills to
conflict management.

References: See lecturette




LECTURETTE--CONFLICT MANAGEMENT AND PINCH/CRUNCH
CONFLICT MANAGEMENT

Conflict is an inevitable part of 1life. Conflict can not be
completely eliminated, avoided, or even completely resolved. The
goal, then, is to learn to manage conflict creatively and
constructively. The basic skills involved in conflict management
are as follows:

1. Help others to develop their personal power base. One of
the first questions you need to ask yourself is "How can I help
this person or these people feel better about themselves?”

2. Develop your own relational base. Strive to build a

relationship of acceptance and trust. When the 1level of

acceptance and trust is low, communication usually gets distorted

" and misunderstood no matter how articulate and intelligent the
one who is trying to communicate.

3. Develop communication skills. An essential ingredient in
the creative management of conflict is a healthy quality of
communication. Since communication is a two-way process, it
requires much in-depth listening and congruent sending.

Listening--Hear both the content and the emotion, what is
said as well as how it is said. :
--Test your perceptions by paraphrasing.

--Ask for clarification or for more amplification.

Responding--Send messages that are congruent with feelings.
--Own your own perceptions.
--Send "1I" messages, not "you" messages.

4. Test your aSSumptions. Recognize that an assumption is
being made and ask if it is wvalid. 1If it is a destructive
assumption, it will get in the way of conflict management.

5. Identify your goals. Ask what it is that you are trying
to accomplish in this situation. What is the outcome that both
(or all) of you are trying to achieve? That is not the same as
"Wwho started it?" It is not necessary for the goals to be
identical. It is important that you reach a clear understanding
of what they are and if they have any overlap. You can then work
together on the areas of overlap. Your mutual goals can be
defined in terms of that overlap.

6. Select creative alternatives. Use brainstorming to
generate alternative approaches to a solution. Agree on one to be
used.

7. Establish a contract to execute your decision.




CONCLUSION

When all of these skills are wused, a number of things will
result:

1. It will insure that the worth and integrity of the person
involved has been preserved and that each person has been
psychologically supported enough to make his creative
contribution to the conflict management situation.

2. You will have filtered out the interpersonal static and the
unrealistic assumptions that get in the way of creative
problem solving. ‘ ‘

3. You will have taken a creative futuristic goal-setting
approach to managing conflict.

4. You will have identified the specific steps in
accomplishing your chosen goal.

"PINCH/CRUNCH" MODEL

This model applies to both work and family relationships. It
works on the notion of preventive maintenance. As already
discussed, any relationship will inevitably require management of
conflict over time. Even in a relatively stable relationship,
inevitably, sooner or later, one of the persons is certain to
feel "pinched" by the relationship.

A Pinch is a sense of loss of freedom within one’s current
role,” and is a signal of the possibility of an impending
disruption . in the relationship. The pinch is an early warning
signal-- now is the time to talk. The person who hides his pinch
often makes a much more serious problem more likely later.

The model states that relationships cycle through periodically
toward inevitable disruption. These concepts then provide a way
to introduce controlled change by anticipating disruption and
renegotiating expectations in advance of disruption. This is
known as planned renegotiation, and it is based on learning to
act on a pinch, before it can become a crunch.

People are trained not to share pinches. They hope if they
hide them, they will go away. A person feeling a pinch would
probably not even call it a problem. He may decide to be polite
rather than candid at this point. But the person who hides his
pinch or plays it down is only postponing, and maybe precluding,
the solving of the problem. Once a critical incident and the
subsequent disruption have occurred, it immediately throws the
relationship over to the left side of the diagram, as a "Crunch."”
Problem solving at this point becomes much more difficult to




achieve, due to the increased feelings of resentment and anxiety.

The basic rules are these: 1. When one person feels a pinch,
the other person is affected, but may not know it.. (A pinch is
felt by an individual, whereas a disruption is experienced by all
parties involved in the relationship.) 2. Once a pinch is shared,
there needs to be a mutual choice whether or not to work on the
new information. 3. If the people decide to work on the pinch, it
is discussed in terms of a problem to be solved, rather than as a
case to be prosecuted or a fight to be won. The problem solving
approach will involve a renegotiation of expectations, based on
the new information. All of the basic skills for creative
conflict management discussed previously do apply to such a
problem solving approach. '

References: : :

Pates, Hugh." Basic Skills For Creative Conflict
Management." _

Sherwood, John J. and Gildewell, John C. "pPlanned
Renegotiation." 1973 Annual Handbook for Group
Facilitators. »

Sherwood, John J. and Scherer, John J. "The Dating/Mating
Game: How To Play Without Losing"
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SUBMODULE 2D: REVIEW OF MODULE 2

TIME: 10 MINUTES

Seguence: , : . '
1. Trainer reviews communication cycle, effective feedback,

active listening, and conflict management (Pinch-crunch model).

2. Relevance of this module in terms of enhancing cohesion
at small unit level is discussed. . '

3. Relevance of this module in terms of conducting after
action reviews of tactical training is discussed.

4. Participants are challenged to make these new skills a.
part of their daily operations at work and at home. '




SLIDE 2-7 REVIEW OF COMMUNICATIONS

( MODULE 2)

1. COMMUNICATION CYCLE AND MODES
2. EFFECTIVE FEEDBACK

3. ACTIVE LISTENING

4. CONFLICT MANAGEMENT

. 5. RELEVANCE AND APPLICATION OF NEW SKILLS
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LDR9¢ TRAINING

MODULE 3
DAY 2
TIME EVENT MATERIALS
p800 PE 3.1. Hollow Squares:
A Communications '
Experiment ‘4 Hollow Sq
‘puzzles
Briefing Sheets
Key & pattern
Brief review of
communications
training see module 2
#9390 Coffee Break
g945 Team Building and Group Development (FM 22-182)

a. PE 3.2 Inclusion
Exercise

b. Theories on Stages
of Group Develpment

c. Functional Roles in
Groups

d. PE 3.3 Fish Bowl

Exercise (Norms
& Values)

1200 Lunch Break

MODULE SEQUENCE

Task Briefing

Lecturette
Prepared Charts

Lecturette

Group observation
guides.

TRAINER




HOLLOW SQUARE:
A COMMUNICATIONS EXPERIMENT

Goals

I. To study dynamics involved in planning a task to be carried out by others.
I1. To study dynamics involved in accomplishing a task planned by others.

I11. To explore both helpful and hindering communication behaviors in assigning and
carrying out a task. '

Group Size

A minimum of twelve participants (four on the planning team, another four on the
operating team, and at least four to be observers). The experience can be directed with
multiple groups of at least twelve participants each.

Time Required

Approximately one hour.

Materials
1. For the four members of the planning team:

1. A Hollow-Square Planning-Team Briefing Sheet for each member.

2. Four envelopes (one for each member), each containing puzzle pieces. (Instruc-
tions on how to prepare the puzzle follow.)

3. A Hollow-Square Pattern Sheet for each member.
4. A Hollow-Square Key Sheet for each member.

I1. Copies of the Hollow-Square Operating-Team Briefing Sheet for the four members
of the operating team. ‘

I11. Copies of the Hollow-Square Observer Briefing Sheet for all process observers (the
rest of the group).

IV. Pencils for all participants.

Physical Setting

A room large enough to accommodate the experimental groups comfortably. Two
other rooms where the planning and operating teams can be isolated. A table around which
participants can move freely.

Process

I. The facilitator selects four people to be the planning team and sends them to an
isolation room.

I1. The facilitator selects four people to be the operating team, gives them copies of the

Structured Experience Kit Affect: Medium
© 1980 International Authors B.V. Structure: High
Process: Medium/High
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IX.

Operating-Team Briefing Sheet, and sends them to another room. This room should
be comfortable, because this team will have a waiting period.

The facilitator designates the rest of the members as the observing team. He gives

‘each individual a copy of the Observer Briefing Sheet and allows time to read it.

Each observer chooses one member from each of two teams he will observe. The
facilitator explains to the observers that they will gather around the table where the
planning and operating teams will be working. Their job will be to observe, take
notes, and be ready to discuss the results of the experiment. '

The facilitator then brings in the members of the planning team and has them gather
around the table. He distributes a Planning-Team Briefing Sheet and an envelope to
each individual on the team. ' '

The facilitator explains to the planning team that all the necessary instructions are on
the Briefing Sheet. If questions are raised, the facilitator answers, “All you need to
know is on the Briefing Sheet.”

. The facilitator then cautions the observing team to remain silent and not to

offer clues.
The experiment begins without further instructions from the facilitator.

After the planning and operating teams have performed the task as directed on their
instruction sheets, observers meet with the two persons whom they observed to give
feedback. ' _ '

The facilitator organizes a discussion around the points illustrated by the experi-
ment. He calls on the observers for comments, raises questions himself, and grad-
vally includes the planning and operating teams. '

An evaluation of the Planning-Team Briefing Sheet may be one topic for discus-
sion. Anv action not forbidden to the planning team by the rules is acceptable, such-
as drawing a detailed design-on the Pattern Sheet or drawing a template on the table
or on another sheet of paper. Did the planning team restrict its efficiency by setting
up artificial constraints not prescribed by the formal rules? Did it call in the operat-
ing team early in the planning phase, an option it was free to choose?

Yariations

I

II.

1L

1V,

While the operating-team members are waiting to be called, they can be involved
in a team-building activity such as “Twenty-five Questions.”

An intergroup competition can be set up if there are enough participants to form two
sets of teams. The winner is the team that achieves the correct solution in the least
amount of time. :

With smaller groups the number of envelopes can be reduced. (It would be possible
to have individuals work alone.)

The members of the operating team can be instructed to carry out their task
nonverbally.

Preparing the Puzzle

Prepare the hollow-square puzzle from cardboard with dimensions and shapes as in

the following drawing. Lightly pencil the appropriate letter on each piece. Put all letter-A

Structured Experience Kit
© 1980 International Authors B.V.




pieces in one envelope, all letter B’s in another envelope, and so on. Then erase the
penciled letters. :

42" 5" 2%

B
D ‘C
5" 5"
c A
2| A / B | 2
B D
D 3"
5" _
c A 5
Al D c 2’

2% 2%’ 2¢ 3 2

Developed by Arthur Shedlin and Warren H. Schmidt.

Originally published in J. W. Pleiffer & J. E. Jones (Eds.),’A Handbook of Structured Expericnces for
Human Relations Training (Vol. 11, Rev.). San Diego, CA: University Associates, 1974.

Structured Experience Kit
© 1980 International Authors B.V.




HOLLOW-SQUARE PLANNING-TEAM BRIEFING SHEET

Each of you has an envelope containing four cardboard pieces which, when properly
assembled with the other twelve pieces held by members of your team, will make a
“hollow-square” design. You also have a sheet showing the design pattern and a Key Sheet
showing how the puzzle pieces fit to form the hollow square.

Your Task

During a period of twenty-five minutes you are to do the following:

1.

2.

Plan to tell the operating team how the sixteen pieces distributed among you can be
assembled to make the design.

Instruct the operating team how to implement your plan.

(The operating team will begin actual assembly after the twenty-five minutes are up.)

Ground Rules for Planning and Instructing

1.

You must keep all your puzzle pieces in front of you at all times (while vou both
plan and instruct), until the operating team is ready to assemble the hollow square.

2. You may not touch other member's pieces or trade pieces during the planning or
instructing phases. »

3. You may not show the Key Sheet to the operating team at any time,

4. You may not assemble the entire square at any time. (This is to be done only by the
operating team.) ' ‘

5. You may not mark on any of the pieces.

6. When it is time for vour operating team to begin assembling the pieces, you may
give no further instructions; however, yvou are to observe the team’s behavior.

University Associates, Inc. Structured Experience Kit

San Diego, California © 1980 International Authors B.V.




HOLLOW-SQUARE OPERATING-TEAM BRIEFING SHEET

1. You have the responsibility of carrying out a task according to instructions given by vour.
planning team. Your task is scheduled to begin no later than twenty-five minutes from
now. The planning team may call you in for instructions at any time. If you are not
summoned, you are to report anyway at the end of this period. No further instructions
will be permitted after the twenty-five minutes have elapsed.

2. You are to finish the assigned task as rapidly as possible.

3. While you are waiting fora call from your planning team, it is suggested that you discuss
and make notes on the following questions. .
a. What feelings and concerns are you experiencing while waiting for instructions for
the unknown task? '
b. How can the four of you organize as a team?

4. Your notes recorded on the above questions will be helpful during the discussion
following the completion of the task. ' :

Structured Experience Kit Unicersity Associates, Inc.
© 1980 International Authors B.V. San Diego, California




HOLLOW-SQUARE OBSERVER BRIEFING SHEET

You will be observing a situation in which a planning team decides how to solve a problem
and gives instructions on how to implement its solution to an operating team. The problem
is to assemble sixteen pieces of cardboard into the form of a hollow square. The planning
team is supplied with the key to the solution. This team will not assemble the parts itself
but will instruct the operating team how to do so as quickly as possible. You will be silent
throughout the process.

1.

4.

You should watch the general pattern of communication, but you are to give special
attention to one member of the planning team (during the planning phase) and one
member of the operating team (during the assembling period).

. During the planning period, watch for the following behaviors:

a. Is there balanced participation among planning-team members?
b. What kinds of behavior impede or facilitate the process?

¢. How does the planning team divide its time between planning and instructing?
(How soon does it invite the operating team to come in?)

d. What additional rules does the planning team impose upon itself?
During the instructing period, watch for the following behaviors:

a. Which member of the planning team gives the instructions? How was this
decided?

b. What strategy is used to instruct the operating team about the task?

¢. What assumptions made by the planning team are not communicated to the
operating team?

d. How effective are the instructions?

During the assembly period, watch for the following behaviors:

a. What evidence is there that the operating-team members understand or misun-
derstand the instructions?

b. What nonverbal reactions do planning-team members exhibit as they watch their
plans being implemented?

University Associates, Inc. Structured Experience Kit
San Diego, California © 1980 International Authors B.V.




HOLLOW-SQUARE PATTERN SHEET

Structured Experience Kit University Associates, Inc.
© 1980 International Authors B.V. San Diego, California




HOLLOW-SQUARE KEY SHEET

University Associates, Inc.
San Diego, California

Structured Experience Kit
© 1980 International Authors B.V.




LDR?0 TRAINING : , | FE 3.2

INCLUSION/EXCLUSION EXERCISE
GOALS
I. To study the dynamics invelved in stages of group formation.

II. To experience the effects of remcving members from group task
activity on menbers who are taken out, those who remain, and
task satlsfartlon.

III. Raise awareness of problems associated with the assimilation of
new members into an ongoing work group.

GROUF SIZE

A minimum of twelve participants.
TINE REQUIREL |

A minimum of forty-five minutes.
FHYSICAL SETTING

A room large enough to accommodate the group comfortably. Aan area or
roch away from the group where the extracted members can wait unseen and
unheard.

PROCESS

I. The facilitator assigns the total group a task that they must
complete, stressing that the group is being evaluated on its task completion.
ability. The task should be one that the group can become vested in quickly.
(E.G. Flan a post-course party, fishing trip, etc.) When it appears that the
group has begun to buy into the task, the facilitator picks three or four
group members to accompany him for a detail. These members are taken ocut of
the room and told to wait for instructions, and are kept waiting until the
remainder of the group are totally absorbed in the task. If the detail
persons have left eapty chairs in the group these should be removed without
comment or explanation and placed away from the working group. The group may
be reminded to keep the circle tight as they work.

II. When the group has really engaged the task, and the facilitator
Jjudges that their involvement with the task and each other is high the
detailed members are brought back - into the room and left without any
instruction from the facilitator. At the point where the detailed members
have bhegun to lose interest in attempting veentry into the group, the
facilitator stops the task and asks people to look around.




II1I. The facilitator leads a group discussion en the following topicss

a. What it felt like to lose group members, b. What it was like to leave the
group, . resnter the group, and d. what pecple were doing, thinking and/or
feeling when the detailed members came back and tried to catch up. Ask the
group to reflect on what situations they might face in the day to day leader-
ship tasks they have to perform that are similar to this exercise? What are
they now  aware of that they might do differently. Hou would they approach
the problem or assimilating replacements into their unit?




LECTUREfTé: STAGES OF TEAM DEVELOFMENT
(20 minutes)

Trainer hands out "FIRO issues" and "Staées of Team Developmenﬁ".

(Since the group has just completed the inclusion exercise, trainer
should start with the inclusion, control, and openness handout.)

These "issues" of inclusion, control, and openness are those
experienced when one enters a new group. The individual wants to know
what ‘s going on and where he fits in that new group. He wants to know who
the others are, and what his role will be in the group. The basic
question is whether or not the individual is "in" the group or "out" of

-the group. That’'s what we mean by inclusion--will I be included in the
group?

Once an individual has determined whether or not he is in or out of
the group, the next issue becomes one of control. Who is the leader of
the group, and how much influence do I have? :

Finally, the issue becomes one of openness in the group. How much do
I trust the others in the group and am I trusted by the group? Can I show
emotion? Am I loyal to the group? '

These three issues--inclusion, control, and openness--can similarly
be applied to teams. (See handout, "Stages of Team Development") Teams
(or groups) go through the same issues.

Another way to think of it is that groups form (formation stage),
teams develop (development stage), and they sustain (sustainment stage).

When you first receive your soldiers, this company team will be in
the formation stage. You the chain of command will have to receive and
orient your new soldiers and their families. You will have to settle
personal and family concerns. Your soldiers will want to learn about
their leaders and this unit. You will do that by telling them about your
mission and the unit’s history. You will communicate values--those things
that are important--by what you do. You the chain of command have to work

through these formation challenges before you move on to the developmental
stage. '

In the developmental stage the team will begin to trust each other.
Soldiers will begin to accept the way things get done around here in this
battalion. They will understand who's in charge. You will begin to train
as a unit. You will develop individual and unit goals that the chain of
command wants to accomplish. Soldiers will begin to work through the
conflicting priorities of family and unit.

Finmally your team will get into the sustainment stage. Trust will be
the norm. Soldiers will share ideas and actions freely. Eveyone will
have input during After Action Reviews. The unit will progress beyond the
first external evaluation into more challenging training. The chain of
command will actively resolve personal and family problems. You will
build unit pride through increasingly challenging training, sports,
social, and spiritual activities.

(Note: Trainer can also work through the "Critical combat section” on
this handout.)
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FUNDAMENTAL INTERPERSONAL RELATIONS ORIENTATION (FIRO)

In the FIRO Model, William C. Schutz describes intenpesssnsd~selations
‘4n terms of basic needs for inclusion, control, and openness. He differenti-
" ates in each of -these areas between the-behavior and feelings we express
toward others and the behavior we want from others. :

A person will -express these basic needs in varying degrees by attempting
to interact or associate with others (Inclusion), to comtrol or influence
others (Control), and to demonstrate love and affection for others
(Openness). Conversely, each person wants others to behave toward him by
interacting or associating with him, by controlling or influencing him, and
by showing love and affection for him.

The basic FIRO Model has two dimensions that intersect with each other:

Inclusion/Control/Openneés
Expressed Behavior/Wanted Behavior

Figure 15 shows the six areas, or cells, of intersectidn that are created. 1In
each of the cells is a statement representing an individual's orientation
toward interpersonal relationms.

To complete the basic FIRO Model, Schutz added a third dimension to
each cell -- intensity. Intensity level describes the degree to which an
individual expresses behavior toward others or wants them to express behavior
toward him in each of the three areas (inclusion, control, openness) .
Extreme characteristics of people in each of the orientation modes are
described by Schutz.

Inclusion

An undersocial person, at the extreme, withdraws from people. He does
not attend social functions, nor will he initiate social activities and
invite others to join him. At a lesser extreme, the undersocial person
shows reluctance toward social activities -- he may make a habit of arriving
late or leaving early.

The oversocial person shows a strong need to be with others whenever
possible. Seldom alone, he is both a joiner and an organizer. At the ex-
treme, he will be compulsive about having someone with him at all times. A
more moderate position is indicated by an individual's attempts to be noticed.
Whether the result is positive or negative, having people pay attention to
him is what counts.

1f a p..son has resolved his needs . . inclusion he is able to be social.
He is flexibe in his relations, feeling comfortable either alone or with
others. If he desires, he may be very involved in certain social activities
and decline to participate in others.




Both undersocial and oversocial behaviors result from a poor self-image.
The person who feels that others consider him unimportant may become either
introverted ("I'm not going to risk being ignored") or extroverted ("1'11
make people pay attenmtion to me any way I can"). The social orientation
requires a high self-image -- a feeling of worth and identity.

Control

The characteristic behavior of the abdicraﬁ is to avoid taking responsi-
bility at any cost. He tends to.associate with people who will take charge,
allowing him to take a subordinate role. :

The autocrat always wants to be in control. He may express this need
directly, by attempting to dominate people, or indirectly, by attempting to
gain prominence in sports, politics, or business -- seeking superiority
that allows him to exercise control over people in situationms.

The democrat is able to take either a dominant or subordinate role with
equal comfort. He bases his assumption of control om its appropriateness
to the current situation. "

Schutz says that both abdicrat and autocrat behaviors represent the
extreme reactions to feelings of incompetence. The abdicrat defers to
strength in others, and the autocrat attempts to prove himself by always
taking control. The person who feels competent (at least in some areas) is
not driven to compulsive behavior in either direction.

Openness

A person who tends to avoid personal relationships with others, not
wanting to get emotiomally involved, is underpersonal. He may associate
with others, but he keeps them at a distance. Rather than make individual
distinctions between people, he probably will treat them all the same.

The overpersonal individual always needs to establish deep personal
relationships. Not satisfied with acquaintenances, he must be friends with
everyone. The overpersonal person may be direct, affectionate, and intimate.
More directly, he may be possessive and try to punish any attempts by his
friends to establish other friendships.

When a person exhibits the ability to be comfortable either with
intimacy or without emotional attachment, he is personal. He can accept
the fact that he is liked by some and not by others.

Affection-oriented behavior is the result of a person's feelings about
his lovableness. If he feels unlovable, he will be either underpersonal or
overpersonal. If, on the other hand, he is secure in knowing that he is
jovable, he can exhibit genuine affection with some people and be perfectly
at ease with more imer;onal relatioms with others




INCLUSION

CONTROL

OPENNESS

EXPRESSED
BEHAVIOR
(Toward Others)

I join other people

1 include others

I take charge

I influence people

I get close

to people

BEHAVIOR

|

!

|

' WANTED
{From Others)

I want people

to include me

I want people

to lead me

I1-want people
to get close a

personal with

Figure 15.

The basic FIRO Model (Adapted from Schutz 1973)




oe

FUNDAMENTAL INTERPERSONAL RELATIONSHIP ORIENTATION (FIRO) - ISSUES

INCLUSION ISSUES:

What's going on?

Where do I fit in this group?
Are people going to accept me”?
Is my identity challenged?
Where are my boundaries°

I'm bored!

I'm interested!

1 feel uncomfortable

Who are others in group?

What are my and others roles?
Is my input accepted?

CONTROL ISSUES:

Who is the leader?

How much influence do I have?
How much responsibility do

1 have?

Who is running the show?

Are my needs being met?

Are my values being respected?
I feel threatened!

Is my input important?

OPENNESS ISSUES:

To what extent do I trust

and am I trusted?

Can I express and receive
emotions, including affection
and hostility?

Am I loyal to group members?
Are they loyal to me?

Is personal attraction OK?
Will others be jealous?

What will be the effect on
group cohesion of my
disagreement?

How can we keep this level of
group development?

CHARACTERIZED BY: BASIC QUESTION:

"Inll or "Out" ?
- Overtalking
- Withdrawing
- Exhibitionism
- War stories
"= Questioning Goals
- Questioning Norms
- Checking out others
- Checking out trainers
- Saying Goodbye and Re-entry

- Following

- Accomplishment of Task "Top" or "Bottom"?
- Leadership/power struggle

- Boasting

- Criticizing Leader

- Attacking other members

- Sub-grouping

- Red-crossing

- Electing the senior person

- Electing the least influential

- Open expression of "Near" or '"Far'?
emotion

- Physical contact above
cultural norms

- Social/personal space reduced

- High level of self-disclosure

- Easy give and take

~ Active listening

- Equitable distribution of warmth

- Pairing

- Jealousy

- Gro-=-think

- Forecasting the end of the group
coordination and cooperation synergy




Anxiety

Schutz's model cen also provide some insight into certain types of anx-
iety. He described two situation, or potential situations, that produce
anxiety: too much activity and too little anxiety. Anxiety can be viewed
as a person's anticipation of situations in which he will:

be ignored or imsignificant;

not be influential;

not be loved;

be enmeshed or denied privacy;
have too much responsibility; or
be smothered by affection.

Discussion : :

As its name implies; the principal usefulness of the FIRO Model is in the
area of interpersonal relations. But experience has demonstrated that the
model is quite valuable in helping the individual to understand himself as
well. ’

In the form presented here, the FIRO Model applies predominantly to normal
interpersonal relations. The three types of behavior in each area represent
a segment of the normal spectrum of behavior and feelings. It is possible,
however, to extend Schutz's model into the realm of pathological behaviors
(extreme anti-interactive and compulsive-interactive), but it requires a
fuller interpretation and expansion of the model. The basic model is
more than broad enough, however, to cover most interpersonal relations
encountered in the training counseling environment.

The FIRO Model is deceptively simple in appearance. Although it is
not apparent on first examination, the model provides a framework for de-
fining and discussing literally billions of distinct and different intra-
personal and interpersonal relationships. The concepts are fairly straight-
forward and not difficult to grasp. In very short order, the FIRO Model
can be presented and a common terminology established. From this base,
many real-life situations can be discussed with unusual depth.

In the lecture-discussion training situation, the FIKO Model requires
only a short span of time for passing on large quantities of information
about human relationships. Presented early in the session, the model can
provide a base for later discussions. And it can serve the facilitator in
much the same capacity in nonstructured or experiential learning groups.
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LECTURETTE: FUNCTIGNAL ROLES IN GROUFS
) (10 minutes)

Trainer passes out "Functional Roles in Face to Face Groups”.

Now within groups or teams that we just talked about, there are
certain roles tiiat people play. Roles sometimes shift within the group.’
People play different roles. All the roles sometimes aren’'t used. The
important thing is to recognize that there are different functional
(useful) roles in tzams, and all can contribute to group effectiveness.
Conversely, many recies can hinder group effectiveness. 1It’'s important for
group .or team members to recognize and deal with dysfunctional roles in
the team. (Trainer then discusses Group Building and Maintenance Roles).

Finally, there are individual roles which may or may not be relevant
to the group task or the functioning of the group as a group. However,
these roles will have a clear effect on the group. {Trainer then
discusses individual roles)

_ Our next exercise is designed to'practice your ocbservation skills and
explore various functional/dysfunctional roles that group members play.




What To Observeina Group

Edgar H. Schein

ne way to learn in a training laboratory is to observe
1d analyze what is happening in one’s T Group. All
‘ us have spent our lives in groups of various sorts—
se family, gang, team, workgroup, platoon, and soon ;
-t rely have we taken the time to observe, dis- -
1ss, and try to understand what was going on in the
roup. One of our main goals here is to become better
bservers, which may help us become more effective
roup partiapants. .

But_)what do we look for? What is there toseein a
roup?

. Content and Process

vhen we observe what the group is talking about, we
re focusing on the content. When we try to observe
ow the group is handling its communication, i.e., who
ilks how much or who talks to whom, we are focusing
n group process. ]

Most discussion topics about the back-home situation
mphasize the content: “What is good leadership?”
How can I motivate my subordinate?” “How can we
1ake meetings more effective?” They concern issues
/hich are “there-and-then” in the sense of being
bstract, future- or past-oriented, and not involving us
irectly. In focusing on group process, we are looking
t what our group is doing in the “here-and-now,” how
: is working in the sense of its present behaviors:

In fact, the oncat of the conversation is often the
s’ e as to wiat process issue may be on people’s
ninus when they find it difficult to confront the issue
lirectly. For example:

Content Process
Talking about problems of
authority back home may }
© mean... : that there is a leadership
v struggle goingoninthe T
s AR Group. ’
Talking about how bad group -
meetings usually are at the
plant may mean... that members are dissatisfied
with the meeting of their own
T Group.
Talking about staff men who
don't really help anybody may
mean... dissatisfaction with the way the
trainer in the T Group is
behaving.

~ Ata simpler level, looking at process really means to

focus on what is going on in the group and to try to
understand it in terms of other things that have gone
on in the group.

II. Communication

One of the easiest aspects of group process to observe
is the pattern of communication:

Who talks? For how long? How often?

Whom do people look at when they tatk:

Others who may support them? The group as a whole?
The trainer? No one?
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Who talks after whom? Who interrupts whom?
What style of communication is used —assertions,
questions, tone of voice, gestures, support or negation?

The kinds of observations we make give us clues to
other important things which may be going on in the
group, such as who leads whom or who influences
whom.

III. Decision-Making Procedures

Whether we are aware of it or not, groups are making
dedisions all the time, some of them consciously and in
reference to the major tasks at hand, some of them

. without much awareness and in reference to group

procedures or standards of operation. It is important to
observe how decisions are made in a group in order to
assess the appropriateness of the method to the matter
being decided on, and in order to assess whether the
consequences of given methods are really what the
group members bargained for. '

Group dedisions are notoriously hard to undo. When
someone says, “Well, we decided to do it, didn't we?”
any budding opposition is quickly immobilized. Often
we can undo the dedision only if we reconstruct it and
understand how we made it and test whether this
method was appropriate or not. L :

‘ uSome methods by which groups make dedisions -
ollow: ;

The Plop: “I think we should introduce ourselves”. .. ’

silence. (Group decision by omission)
The Self-Authorized Agenda: “1 think we should

introduce ourselves, my name is Joe Smith...."
(Dedision by one)

The Handclasp: “1 wonder if it would be helpful if
we introduced ourselves?” “] think it would, my name -
is Pete Jones. .. .” (Dedsion by two)

“Does Anyone Object?” or “We all agree.” (Decision
by a minority —one or more)

Majority-Minority Voting. (Decision by majority)

Polling: “Let’s see where everyone stands; what do
you think?”

Consensus Testing: Exploration to test for opposition
and to determine whether opposition feels strongly
enough to be unwilling to implement decision; not
necessarily unanimity but essential agreement by all.

The procedure can be tricky. For example, it some-
times happens that a decision to poll —which looks very
democratic, breat 3e polling is considered democratic
—can be maae by self-authorization or by handclasp.

N,
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At such a point, the alert group member will realize
what is going on and insist that the group be clear on
its decision-making style. Actually, the decision a
group makes about how it will make decisions can be
the most important single element with respect to how
it works as a group. : '

IV. Task or Maintenance Behavic
vs. Self-Oriented Behavior

Behavior in the group can be seen from the point of
view of what its purpose or function seems to be. When
a member says something, is he primarily trying to get
the group task accomplished (task), to improve or patch
up some relationships among members (maintenance),

or to meet some personal need or goal without regard

_ to the group’s problems (self-oriented)?

The types of behaviot relevant to the group's fulfill-
ment of its task are these:

. Initiating: Prbposing tasks or goals; defining a
group problem; suggesting a procedure or ideas for
solving a problem. . ..

Seeking Information or Opinions: Requesting facts;
seeking relevant information about group concern,

- requesting a statement or estimate; soliciting expres-

sions of value; seeking suggestions and ideas. ...

" Giving Information or Opinion: Offering facts;
providing relevant information about group concern;
stating a belief about a matter before the group; giving
suggestions and ideas.

Clarifying and Elaborating: Interpreting ideas or
suggestions; clearing up confusions; defining terms;
indicating alternatives and issues before the group. . ..

Summanzing: Pulling together related ideas;
restating suggestions after the group has discussed

them; offering a decision or conclusion for the.group to
accept or reject. . ..

Consensus Testing: Asking to see whether the group
is nearing a decision; sending up a trial balloon totest a
possible conclusion. . ..

Types of behavior relevant to the group’s remaining
in good working order, having a good dimate for task
work, and good relationships which permit maximum

_ use of member resources, i.e., group maintenance, are

as follows:

Harmonizing: Attempting to reconcile disagree-
ments; reducing tension; getting people to explore
differences. . ..




Gate Keeping: Helping to keep communication
‘hannels open; facilitating the participation of others;
- suggesting procedures that permit sharing remarks. . ..
ing: Being friendly, warm and responsive
to others; indicating by facial expression or remark
the acceptance of others’ contributions. .. . '
Compromising: When own idea or status is involved
in a conflict, offering a compromise which yields status;
admitting error; modifying in interest of group oohesion
orgrowth.... _
 Standard Setting and Testing: Testing whether the
group is satisfied with its procedures or suggesting
procedures; pointing out explicit or implicit norms
which have been set to make them available for
testing. ... .

* Every group needs both kinds of behavior and needs
to work out an adequate balance of tasks and
maintenance activities.

V. Emotional Issues: Causes
of Self-Oriented,
Emotional Behavior -

The processes described so far deal with the group’s
attempts to work, to solve problems of task and main--
tenance; but there are many forces active in groups
which disturb work, which represent a kind of emo-
tional underworld or undercurrent in the stream of
group life. The underlying emotional issues produce
a variety of behaviors which interfere withorare
destructive of effective group functioning. Groups
often ignore such an issue or wish it away, an action
that can be detrimental to their task-accomplishment
as well as to the growth of the individual(s) whose
behavior is based on self-oriented needs. The effective
groupwillrecognizewhatisgomgon,trytoidentify
the issue, and then work with it in ways which permit
these same emotional energies to be channeled in the
direction of the group’s effort.

What are these emotional issues or basic problems?

Identity: Who am I in this group? Where do I fit in?
‘What kind of behavior is acceptable here?

Goals and Needs: What do I want from the group?
Can the group goals be made consistent with my goals?
What have I to offer to the group? .

Power, Control, and Influence: W.> will control what
we do? How much power and influeuce do ! have?

forming a kind of emotional subgr.up in which

e

Intimacy: How dose will we get to each other? How
» How much can we trust each other? Can we
achieve a greater level of trust?

What kinds of behaviors are prodﬁced in response to '
these problems?

Dependency-Counterdependency: Opposing or resist-
ing anyone in the group who represents authority.

Fighting and Controlling: Asserting personal _
dominance, attempting to get own way regardless
of others.

Withdrawing: Trying to remove the sources of un-
comfortable feelings by psychologically leaving the
group.

Pairing Up: Seeking out one or two supporters and

members protect and support one another.

These are not the only phenomena which can be
observed in a group. What is important to observe will
vary with what the group is doing, the needs and pur-
poses of the observer, and many other factors. The
main point, however, is that improving our skills in
observing what is going on in the group will provide
us with important data for understanding groups and
increasing our effectiveness within them. Often, the
most effective and useful group member will be the
one who can function as “participant/observer,” con-
tributing to the group’s task accomplishment, yet still
able to use a “third eye” to observe how the group
is working —information which he shares with the
group at appropriate times in an effort to help it deal
with maintenance issues and blockages arising out of
self-oriented needs. O '

This material is taken from Reading Eook Icr
Buran Relations Training,; 18cZ.

Eds. Lawre~~e C. Porter anc Bernarc lonr.
Copyricht oy NIL Institute.




Functional Roles zg,race-to-Féce Groups

I. GROUP TASK ROLES -- pérticipant roles which tend to facilitate and coordinate

group efforts in the selection and definition of a cormon problem and in
its solution.

1.

10,

Information Seeker — asks for clarification of comments rade in terms
of their factual adequacy and information or facts relevant to the

- problenm being discussed.

Inforration Giver —— offers facts or generalizations which are "author-

Ttative or relates his ovn experiences pertirently to the grour
problen. ' ~

Orinion Seeker — asks for clarification of the opinions of those about

him; he is not primarilv interested in facts but attemnts to find out
how neonle feel before moving ahead.

Opinion Giver -- States his beliefs or oninions rertinently to a
sugeestion made or to alternative sugtestions. Emphasis here is on
his proposal as to what groun's attitude should be, not prirarily
upon relevant facts/info. :

Diarnostician -- indicates the problems faced by the group: a process-
oriented merber who identifies problems, points out where in the probler-
solvine process the group is, how it's proceeding, and where to go next.

Orienter or Surmarizer -- surmarizes what has occurred, points out

departures from agreed-upon poals, brimps groun back to central issue,
raises questions about direction of group discussion, brings together
a pumber of corrents or ideas. '

Fnerpizer -- prods group to action or decision, attempts to stirulate

the group to actiom, ie, “Let's do it," etc.

Tlaborator -- elaborates ideas oT contributions, offers rationale for

sugsestions already made, tries to deduce how a suggestion would vork

if adonted.

Initiator - Contributor -- contributes ideas and suppestions, proposes

solutions, decisions; mav oropose new' ideas or a novel way of re-
definine group goals. Redefines old rroblers or offer novel ways of
handling problers grouo is facin~.

fvaluator - Critic —— subject accomplishrents of the sroun to some
standard(s). 'av auestion the practicality, the loeic or facts of a
surgestion or of group problem-solving. Does solution solve oroblem
at hand? Feasible? Effects? ‘ay he Super-epo of the proun.




11.

111,

?

GROUP BUILDING AND MAINTENANCE ROLES -- maintainine and enhanecing the group -
as a groun, _ -

1.

Encourager praises, acrees with, accents cortributions: sktors var—th
and solidarity in attitude toward others: offers correndation, under-
standing, acceptance of other points of view.

Parmonizer — wmediates differences between rembers; reconciles disagree-
wents, relieves tension through jesting, etc.:

Cornromiser — operates from within a conflict in which his ideas or
position is involved. May offer a compromise by yielding, discinlining
himself to maintain group's harrony or by coming "half way"” 4in soving
alonp with the grouv, chanses his owm #de2n towards resolution of
conflicts.

Gate-Keeper — keeps comrunication channels open by encouraging or
facilitating the participation of silent members, or by proposing
regulation of the flow of cormunication, i.e., "Vhy don't we limit
the lenpgth of our corments so that everyone will have a chance.

Observer -- watches group and makes suggestions about procedures and

progress, interprets group behavior.

FTeeling exnresser -- makes open and explicit the proup and/or individual

feelings, gets emotional issues "out in the open," etc.

Standard ~ Setter or Epo - ldeal -- exvresses standards for group to
attemnt to achieve its functioning or annlies standards in evaluating
the cualitv of grouo processes.

Tollover -- goes alonp with rovement of grour more or less passively

acceptine the ideas of others, serviny as an audience in group dis-
cussion and decisionms. - ’

Individual Poles =- individualized roles which may or may not be relevant
to the groun task or the functioninp of the grour as a group. Fowvever,
these roles have a clear effect on the group.

1.

Aggressor - works in many ways — deflating status of others;
disaoproval of values, acts or feelings of others; insensitive to
feelings of others; attacks the group or problern it's working on;
shous envy for another's contribution by belittling it.

Blocker - negativistic, stu'hornly resistant, disagreeing, opposing
without or beyond reason, attempting to Taimtain or bring back an
issue after group has rejected it or bHv-passed it.

Pecopnition-Seeker -- works to call attention to himself whether
through boasting, reporting personal achievements, acting in unusual
ways, struggling to prevent being placed in an "{nferior" position.
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.

Playboy -- displays lack of involvement in ercur's nrocesces, ¥n form
of cynicisn, nonchalance, horseplay, etc.

. ‘ = ’
Silent - Partner — no one notices him, sits quietly, makes no active
contribution. -

-

* Messiah — self appointed leader who feels.he has solutions to all of

group's problems, but awaits the "call” to come in end take cormand -
modern-day DeGaulle tyne. ’ '

Dominator — tries to assert himself by his authority or superiority
in ebility in atterpting to manipulate certain members; may assert a
superior status or a right to attention (via traininp or experience),
giving directions, etc. ‘

YMoralizer — engages in moralistic sermonizing on the virtues of a
given proposal or issue facing the group or in the “failure" of group
in oroblem=solving. - :

Fatalist —- vhen faced with comrlex problem gives tp easily or concludes

problenm as izsoluakle, _
Conversationalist -- sarrulous, outgoing, relevance ofAtopic to
problers may have little sipnificance because he likes ¢o be with
reonle and to talk., Not to be confused with Cominator above.

Apent — by his behavior makes the proun suspicious about his role:
mzy he active or silent, but leaves imrression that he is a Veny" or
a "plant.” '

Crusader -- has enviable poals of slaying dragons and rescuing dansels
in distress, but ends up joustling windmills. Indiscriminately

 attacks irrelevant issues. Can be valuable contributor if someone

can point his horse in right direction.

Anarchist or Revolutionary — teclieves group's problems can only be
solved by corplete overthrow and destruction of existing social
order. lay be very active in group working behind scenes and out-
gide of class developing 'coup detats."”

Pationalist — believes group problems can be solved by application
of formal rules of logic. Becomes disturbed vwhen he sees other
menmbers openly shov feelings, i.e., not playing by his rules.

Organizer —- believes group problems can be solved only if groun

sets un formal orpanizational structure with a strong leader who

will assume responsibility for decisiens and will lead groun through
its difficulties to the "promised land." May be similar to the
Charnion secker, but is the one who the Chamnion seeker reaches for. -

Conservative -- works actively with proun and is accenting of any
Yeasonable solutions, if members don't become antaconistic and rock
the boat. Conservative is particularly disturbed by the anarchist.
Re may be confused with the rationalist and is similar.




LDR?0 TRAINING : . FE 3.3

FISHEOWL EXERCISE: GROUF PROCESS
OBSERVATION; NORMS AND VALUES

GOALS

I. fo provide the students an oﬁpﬁrtunity to practice group process
observation skills. .

II. To explore the various functional and/or dysfunctional roles that
group members play around task performance, group maintenance, and
gelf-oriented issues.

II1I. To study the dynamics of group nora setting.and the Funttian values
perform in groups. ' .

GROUF SIZE

A minimum of twelve participants
TIME REQUIREL |

One hour.
PHYSICAL SETTING

A room large enough to accommodate the group in two confipgurations:  the
whole group in a circle, and the group divided in half and arranged in a
fishbowl (concentric circles)..

FROCESS

I. The trainers explains that the purpose of the exercise is to give
students the opportunity to practice group process observations skills. Half
the group will be given a task to perform and the other half will act as
ohservers of the subgroup as they work. It is explained that after a time,
the groups will reverse roles and the ohbservers will be in the fishbowl
working on a different task. The trainers then divide the group in half,
having one half move with one trainer to form a small circle in the center of
the room. The other half of the group is moved to 3 corner of the room by
the other trainer and Group Frocess Observation Guides are distributed.
After briefing the observer group on the use of the gquide, the trainer asks
the ohserver group to decide who among the work group each will he primarily
responsible to observe. Optiont the trainer may assign persons to he
observed. The trainer with the observer group checks for understanding of
what the chservers are accountable for, clarifying as needed, and moves then
back to the work group. The students in the observer group take seats in =
circle around the work group, positioning themselves where they have a clear
view of the person they are to observe.




I1. The first work group are assigned their task and given
approximately 10-15  minutes to produce their product.  The obhserver graup
report on what functional role they have ohserved their person taking in the
work group, and any other pertinent process obiservations about what has just
happened. The trainer then leads a brief discussion of how decisions were
made in the group and what the group menbers satisfaction level is  on those
decisions. What might the group have done differently that would give
greater satisfaction? The groups are  then reversed, making sure to
adeguately brief the new ohservers om the use of the Guide, and the process
is repeated.

TASKS FOR WORK GROUFS

First Work Group: Over the day and ~one-half that this group has heen
together in this course certain unstated ways of behaving have come into use.

We call these unstated -ways of behaving "norms.'  Some, you brought with you

and have behaved in relation to each other according to these. Some, thouah,

. have developed here in  the classroom and may even have developed as changes

to the norms you brought with you. Make a list of the wnorms  you have
developed here in  the cCourse and rank them in  terms of how sericus 3
viclation it would be if somecne in the group broke this unstated rule.

Serond Work Groupd  Values can be either stated or unstated. In bath
caces values tell us what is important to people, what they will defend if
held strongly ensugh.  Unstated values come through in behavior, Make a list
af the unstated values which have been ammounced by what was said, done, nat
gaid or dome in the group during the time you have been in the course. Rank
them by how widely each is  held in the group, with a rank of 1 heing most
widely held to k being the least widely held.

III. After each group has discussed what group roles it has  ohserved the
trainer leads a discussion on the norms and values of the group. Do these
norms and values truly represent the group? Do they foster o detract from
the work of the group?
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LDR90 TRAINING

MODULE SEQUENCE

MODULE 4
DAY 2
TIME EVENT MATERIALS
1300 NEAT Meeting Prepared chart
4.1
Lecturette
1320 PE 4.1 "want Ads" Prepared handouts
: --Caring Leader (sample ads)
—-Dynamic Subordinate
1450 Group Norms and Prepared charts
Values, Ethics i, 2, 3
1510 Peer and Subordinate AFPR Form 1706a
Feedback (cards)
1520 PE 4.2 Competition/
Collaboration
Option A: "Cross-group

Negotiation and Cooperation:

Studying Group Dynamics"

Option B:
Square:

"Circle in the
A Cooperation/

Competition Activity"

1620

1650

1700

DYnamic Subordinancy
(Warrior Spirit, Team-

focused Leadership)

Review of module

Tinker Toy Sets

Chart Paper/Markers

Lecturettes

Prepared chart
4G-1

Announcements and dismissal

TRAINER




MODULE 4 Time: 4 hours
I. Title OfA Unit: LEADERSHIP/FOLLOWERSHIP

I1. Behavioral objectives:

A. To successfully influence others’ behavior in terms
of both short and long-term goals, while building
effective working relationships with those others.

B. To recognize the need for functional roles in a work
team and to demonstrate ability to take several
roles as required.

C. To demonstrate an understanding of how lateral
communications and other aspects of '"dynamic
subordinancy" enhances mission accomplishment.

D. To use group development theory to explain group
behavior and predict, as well as demonstrate,
successful leadership behavior.

E. To demonstrate observation skills and ability to
apply them, along with effective feedback and -
active listening, in an after action review of
small unit (work group) performance.

F. To demonstrate an appreciation of time as a
resource, and an understanding of how group time
can be saved through effective meeting management.

III. Example of why this training is néeded:

SQUAD LEADER: "I've been given the support mission and
tasked to provide all of my SAWS to the lead squad. What 1’11
really do 1is give them my "shit", because if I don’t, I won't
have anything to use in the squad competition next month. Let
those bastards fight the malfunctions. That puts the LT on their
ass, not mine." -

IV. Method:

Present NEAT Meeting format. (20 minutes)

Conduct "Want ad" exercise. (1 1/2 hours)

Group norms and values (revisited). (20 minutes)

Peer and subordinate feedback. (10 minutes)

Conduct "Tinker toy" exercise. (1 hour)

Dynamic Subordinancy and Group-centered Leadership.
(30 minutes)

Review. (10 minutes)

Mmoo Om

2]

V. References:

A. FM 22-100 "Military Leadership"

B. FM 22-102 "Soldier Team Development"

C. Handbook of Structured Experience for Human
Relations Training, 1981.

D. Excel Net Concept Paper No.44-86, "Wwhat Did We Learn
During the Year of Leadership?"

E. Structured Experience Kit, 1980

F. FORSCOM Leadership Seminar, 1986-87

G. Malone, D.M. and Mcgee, M.L. "The Orchestrators",




Army. August 1987, pp. 18-24.
H. Anderson, Jeffrey W. "The Warrior Spirit,"Military
Review. July 1987, pp. 73-81.

Vi. Attachments:
A. Practical exercises
B. Handouts
C. Lecturettes
D. Supplemental readings




SUBMODULE 4A: MEETING MANAGEMENT

Time: 20 minutes

Seguence: '

: 1. Trainer presents lecturette on "NEAT" meeting format.

_ 2. Trainer starts Module 4 using the "NEAT" meeting
format. :

3. Meeting effectiveness questionnaire is filled out at the
end of Module 4. S

4. Application to the unit, in terms of time management, is
discussed at the end of the Module 4 presentation.




SLIDE 4A-1

NEAT MEETING FORMAT

NATURE OF MEETING
EXPECTATIONS
AGENDA

TIME




LECTURETTE--CONDUCTING EFFECTIVE MEETINGS

A "meeting", according to Webster’s dictionary, is a "coming
together, a gathering of people, especially to discuss or decide
matters.” Since organizations often spend much time conducting
meetings, effective use of this time benefits individuals and
their organizations. Well run meetings can be used to greatly
improve the effectiveness of & unit and its members. It enables
the leader to more effectively clarify the ‘unit mission,
determine goals, obtain and assign resources, motivate personnel,
cope with organizational changes, and determine and improve unit
morale.

The leader who conducts an effective meeting will employ
several leadership skills. These include active listening,
effective message sending, time management, conflict management,
problem solving and decision making, and process observation
skills, to name a few. The skill area most vital in the initial
stages of a well-run meeting is goal setting.

The outcome, or purpose of the meeting must be determined and
understood from the start. The major contributing factor in the
failure of a meeting to produce meaningful results is the lack of
a clearly identified and understood purpose. The purpose of the
meeting must be firmly established and communicated to everyone
in attendance.

Often, the regularly scheduled weekly meeting will be held for
no real purpose other than "We always meet on this day at this
time." Meetings without a definite, clearly stated purpose are 2
waste of time. It is easy to spot the dissatisfaction and
uneasiness among people attending such a meeting.

Generally, people will look forward to any meeting that they
must attend only if 1) They view attendance as an opportunity to
achieve personal goals and to satisfy their special needs or
wants, and 2) They believe the meeting will contribute to
achieving the goals of their unit.

Effective meetings can be summarized with the aid of a useful
model that can assist you in preparing for meetings. It is called
the NEAT model.

N is for the NATURE or purpose of the meeting. The
purpose must be clearly established and communicated.

E is for the EXPECTATIONS that people have when they
attend meetings. The expectations of the person who
called the meeting, as well as those of the people
attending, should be announced and understood.

A is for the AGENDA. The agenda should clearly
communicate the purpose of the meeting, the topics to




be discussed, and the time allotted to each topic. The
people who are attending a meeting should have an
opportunity to provide input to the agenda.
T is for.TIME. The time limits for the meeting must be
clearly established and every effort made to adhere to
the schedule.

Last, but not least, we must spend some time evaluating the
way that we conduct our meetings. A Meeting Effectiveness
Questionnaire can be used to provide you with valuable data about
your meetings, and it can serve to remind you of some of the
important items to take into account prior to a meeting. This
guestionnaire can be handed out at the end of the meeting to
check out the reaction of those who attended - the meeting. It
 provides an excellent place to begin planning for the next

meeting. '

Effective use of meeting time can lead to better coordination
among individuals and groups in a wunit. Successful meetings
result in more economical use of resources, more effective
control of unit operations, and a feeling of commitment to
accomplish the wunit’s mission. Conducting effective meetings is
one way that you, as a leader, can ‘demonstrate to your
subordinates that you consider their time as important, that you
realize that time is a precious resource. Effective meetings
produce effective units and enhance mission accomplishment.




MEETING EFFECTIVENESS QUESTIONNAIRE
Place an X on the Vine that best describes how you would rate the
.effectiveness of the meetmng

Key: 1 - Sharply disagree 2 - D1sagree, 3 - Neutral; 4 - Agree;
- 5 - Sharply agree.

1. 1 clearly understood the
. purpose of the meeting

2. The persons who were most
directly involved with the
purpose of the meeting were
in attendance.

3. A1l persons present had the
opportun1ty to part1c1pate
by expressing their views
and opinions.

4. 1 had sufficient time to
prepare for the meeting.

5. The leader of the meeting
maintained the focus on the
purpose, not on side issues.

§. 1 can easily support the
results of the meeting
pecause 1 understand clearly
what is expected of me.

7. The leader of the meeting
was open to all ideas that
were presented.

B. 1 understood what was
expected of me during the
meeting.

9. Jdeas that were presented
were clarified and readily
understood by 211 present.




10.

n.

12.

13.

14.

15.

16.

17.

1 understood the ideas
that were presented during
the meeting.

The participants who were
present wanted to work for
the best interest of the
organization's mission.

At the conclusion of the
meeting, 1t was obvious to
me that everyone knew what
was expected of them.

The proper amount of time
was allocated for the
meeting.

The agenda/topics were
prioritized with the most
important topics coming
first.

The agenda/topics of the
meeting were displayed so
all persons present could
see them.

Important ideas were re-
corded, thereby retaining.
valuable information for
future use.

2t the conclusion of the
meeting, time was allocated
to0 review the effectiveness
of the meeting.




SUBMODULE 4B: "WANT AD" EXERCISE Time: 1 1/2 hours

Seguence: : '
1. Trainer divides participants into 3 groups. Intact
platoon chains of command may be used.

2. See attached PE "Boss wanted/Group Member Wanted" for
conduct of the practical exercise.




Title of exercise: BOSS WANTED/ SUBORDINATE WANTED

Goals: }

I. To allow group to examine their criteria for a good
immediate superior in the chain of command. _

II. To allow group to examine their «criteria for a good
. immediate ‘subordinate in the chain of command.

III. To increase awareness of one'’s own current strengths and
shortcomings as both a senior and a subordinate.

IV. To experience the power of synergy and need for consensus
in a group effort.

Group size:
Ten to fifteen participants per group.

Time Required:
Approximately one and one-half hours.

Materials:
I. Newsprint and a felt-tipped marker for each group.

II. Blank paper and a pencil for each'participént.

Physical Setting:
A room large enough to allow the groups to meet separately.

Process: .
I. The trainer discusses the goals of the activity.

II. Blank paper and pencils are distributed to the
participants.

III. The participants are tasked with developing a newspaper
want ad. They are to advertise for a caring leader fou
themselves. The ad is not to be job-specific, but rather focus on
the type of person for whom they would 1like to work, not only
now, but even 5 years from now.

IV. The participants are formed into groups with as many
ranks as possible represented in each group.

V. Each group must then develop, on butcher paper, one
agreed-upon ad. The individual ads may be used as resources upon
which the group can draw. The group is directed to expand and
clarify its advertisement, 1listing both the essential and
desireable characteristics they believe the applicant must have.
The concept of "caring leadership" must be addressed, and the ads
must not exceed fifty words in length. Consensus must be reached;
voting is not allowed.

VI. Each group presents its 1list of required and desired
attributes, and members of other groups request clarification and
respond.




VII. Subgroups meet again. The process is repeated, but this
~time the ad is entitled "Subordinate wanted” or "Work team member
wanted." The concept of "dynamic subordinancy" must be addressed.
Again, consensus must be reached; voting is not allowed.

VIII. Subgroups meet again, and members individually
evaluate themselves in terms of their group’s criteria.

IX. The entire group assembles to discuss the exercise. The
following sequence 1is followed to debrief and process the
activity: . o

‘ 1. Members’ reactions to differing criteria.
2. Comparisons and contrasts between criteria for job
of "boss" and job of "subordinate, or work group member."”
3. Summary reports of work group discussions.
4., New learnings about self and/or role expectations.
5. Applications for this small unit.
6. Relevance of the terms "caring leadership" and
"dynamic subordinate" for this unit. :

Variations:

I. Subgroup members can write "Job Wanted" ads for
themselves, focusing on their own strengths as leaders and as
work group members.

‘ II. Wwhen. working with . intact groups, the subgroup members
can be instructed to share perceptions of their own strengths and
solicit feedback from other members during step VIII.

III. One 1list can be developed during step VI to represent
the thinking of the entire group. :

Source:
Originally published in Pfieffer and Jones (Eds.), A
Handbook. of Structured Experiences for Human Relations

Training,1981. (Based on material submitted by Graham L.
Williams).




SAMPLES OF WANT ADS

CONTROLLER

Growing non-profit organization located in Northern
Virginia with g; billion.in assets and several related

organizations requires an experienced individual to
manage the Accounting Department. The candidate must
be highly motivated, a CPA with 3 to 5 years of related
experience. The position requires computer knowledge, a

technical knowledge of GAAP and familiarity with current
accounting practices as they relate to employee benefit
plans. The ability to grasp complex financial transactions W
and their application to financial reporting is essential.

Salary in the mid $30's plus a full benefit package. E.O.E.
Send resume to: Washington Post Box M7214,
Washington, DC 20071. R -

( "~ COST ACCOUNTING MANAGER/ -
; ASSISTANT CONTROLLER

} William L. Berry & Company Inc., a prominent Washington metropolitani |
i ; area builder/developer is seeking a highly motivated, career oriented' | :
| .individual. Qualified candidates will possess excellent technical skills, | °
Il ( minimum of 3 years cost accounting experience, preferably in the real "}

| ! estate industry, and 2 years supervisory experience. Candidate should |
i also possess in-depth knowledge of computer systems through hands-
on experience. CPA or CPA. candidate a plus. Our organization is "
: committed to growth and the development of its employees. Successful .
| candidate will be able to provide the leadership necessary to support
'} : our continued growth. The company offers a competitive salary and

i| | excellent benefit package, including profit sharing. Please send resume :
| : with complete salary history to:

1 ' WILLIAM L. BERRY & CO.

6001 Montrose Rd., Suite 400, Rockville, MD 20852, Attn: G. S. Magas W
_ Paponess hancied in confdence. £ 0.E MFMA _ Y,

4

n

INVESTMENT MANAGEMENT
SALES REPRESENTATIVE

Perpetual Savings Bank, one of the Washington area’s leading
financial institutions, is seeking an aggressive individual to *
assume a sales position in our Investment Management Depart-
ment. This highly visible position offers an excelient opportunity
for professional growth and financial reward. _ ‘ d

- --This individual will--be—responsible for- the—development— of

| institutional customers throughout the United® States in ﬁxed,.—%b
income products with emphasis on governments, agencies and .
Mortgage-Backed Securities. _ A

This candidate must have proven sales ability and knowledge of ™ |

money market/governments, ability to effectively communicate

\&rith top management. Unders of the financial industry a
us.

Perpetual offers & substantial compensation and benefits pack-
age including excellent salary and bonus, a discount mortgage

- program and 40¥Kk). . '
Interested individuals are requested to call:

' [}
h Kerry L. Worsham, Employment Manager . PEn’AL
i PERPETUAL SAVINGS BANK A

2034 Eisenhower Ave. '
Alexandria, Va. 22314 (703) 838-6057 Perpetual is an EOE/AA

:
1




SUBMODULE 4C: GROUP NORMS AND VAtUES

Time: 20 minutes

Sequence: ’
' 1. Trainer leads discussion of group norms and values.
Stated vs operating values are discussed.

2. Results of "want ad" exercise are discussed, in terms of
values that we seek in our organization.

3. Trainer shows slides (3) from FORSCOM 86-87 Leadership
Seminar. Discussion compares these slides with results of group
work just completed.

Slide 1--Values _
Slide 2--Lessons (Re)learned
Slide 3--At A Glance
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Slide 4- AUTHORITY, POWER, LEADERSHIP

(THE "A-P-L" MODEL)

AUTHORITY

Authority resides in the relationships between positions in
an organization. An influence attempt based on authority is not
resisted, because it is expected that such influence attempts
will be necessary in order for recognized objectives to be
accomplished.

POWER

Power is the capacity to deprive another of needed
satisfactions or benefits, or to inflict "costs" on him for
noncompliance with an influence attempt. The recipient of the
influence may resist, seek the reward by ulterior means, or s=nb
to avoid the punishment by leaving the situation whenever
possible. Implications for organizational effectiveness stem from
the cost of such resistance. '

LEADERSHIP

Leadership is the most difficult of the three concepts te
define. Leadership is an interaction between two persons in which
one presents information of a sort and in such a manner that the
other becomes convinced that his outcomes (Benefits/costs ratia)
will be improved if he behaves in the manner suggested
desired.

Communication skills are more important in leadership than
in influence attempts based on either authority or power, hecause
its essence is the development of a new state of knowledas,
belief, or attitude in the target of the influence attempt.

. MILITARY LEADERSHIP
"Military leadership is a process by which a soldiex
influences others to accomplish the mission.”
FM 22-100, page 44.




WHAT IS LEADERSHIP?

LEADERSHIP IS AT BEST A SENSITIVE AND EMOTIONAL ISSUE. THERE ARE
VERY STRONG FEELINGS ABOUT LEADERSHIP AND PARTICULARLY ABOUT WHO
SHOULD BE TELLING WHOM ABOUT ITS PRINCIPLES.

IN ANY GROUP, LEADERSHIP DOES NOT WHOLLY RESIDE WITHIN ONE MAN
BUT IS DIFFUSED WITHIN THE GROUP WITH MANY MEMBERS OF THE GROUP
EXERTING INFLUENCE OF ONE FORM OR ANOTHER OVER THE GROUP
PROCESSES.

LEADERSﬁIP CAN BE DEFINED AS ACCOMPLISHING GOALS THROUGH PEOPLE.

LEADERSHIP CAN BE DETRIMENTAL TO THE ORGANIZATION IF THE LEADER'S
GOALS DO NOT RELATE TO THAT ORGANIZATION. (INDIVIDUAL GOALS VS
ORGANIZATIONAL GOALS).




LEADERSHIP FOR THE NINETIES: WHAT DOES IT DO?

1T 1S MORE THAN JUST GOOD LEADERSHIP. 1T BLENDS SUCCESSFUL
COMMAND AND LEADERSHIP PRACTICES WITH THE LATEST AND BEST
DEVELOPMENTS IN APPLIED BEHAVIORAL SCIENCE AND MANAGEMENT.

OUTCOMES :
1. IMPROVED COMBAT READINESS
2. IMPROVED COMMUNICATIONS AND PROBLEM SOLVING

3. BETTER USE OF UNIT TIME AND RESOURCES; LESS MAKE-WORK AND LESS
ABUSE OF SOLDIER TIME '

4. INCREASED INVOLVEMENT AND COMMITMENT‘OF.PEOPLE AT ALL LEVELS
TOWARD ACCOMPLISHING REALISTIC OBJECTIVES .

5. GREATER SOLDIER COMMITMENT AT ALL LEVELS

THE FOCUS 1S ON HOW THE ARMY, AS AN ORGANIZATIONJOPERATES FROM
THE TOP DOWN TO THE SMALL UNIT LEVEL. LEADERSHIP FOR THE NINETIES
EXTENDS ~ -~ INDIVIDUAL LEADERSHIP SKILLS AND EXPANDS OUR OPTIONS
FOR MOTIVATING PEOPLE, SOLVING PROBLEMS, AND ACCOMPLISHING
MISSIONS, GOALS, OBJECTIVES, AND TASKS AT EACH ORGANIZATIONAL
LEVEL. ' ‘
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SUBMODULE 4D: PEER AND SUBORDINATE FEEDBACK

Time: 10 minutes

Sequence:

1. Trainer passes out "Most Important Leader Behaviors" card

(AFPR Form 1706a, 1 June 86) to each participant.

2. Trainer leads discussion of peer and subordinate feedback
and encourages participants to solicit feedback by handing
reproductions of the card to their peers and/or subordinates.

3. Implications of using these cards are discussed in terms
of establishing group norms and values.

Reference: ARI Technical Report 623 (Mar 84).
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SUEMODULE 4E: FE ON COMFETITION AND COLLABORATION
.Time: 1 hour
Sequence:

1. ° Trainers conduct FE on competition and collaboration
“using either option A: *"Cross—group  Negotiation: Studying’
. Group Dynamics,' or E:  "Circle in the Sgquare: A Cooperation/
"Competition Activity.

: 2. Trainers lead a discussiocn at the end of the exercise on
the lessons learned about  the effects of competition/ collabor-
‘ation on  group task performance, morale and task satisfaction.
If Optiom A is used the effects of sharing/not sharing limited
resources is & coritical discussion item.

3. Trainers use this experience as & lead in to &

discussion of the concepts of "Dynamic Subordinancy"  and the
Warrior Spirit in the next submodule.




CROSS-GROUP NEGOTIATION AND
COOPERATION: STUDYING GROUP DYNAMICS

Goals

I. To provide an opportunity to experience the effects of cooperation in task-group
functioning.

1. Toexplore the effects of conflicting objectives on the behavior of members of a task group.

I11. To increase awareness of the positive effects of planning, negotiation, and sharing of
resources among work-group members.

Group Size

Two to six groups of four members each.

Time Required

Approximately one and one-half hours.

Materials

I. A copy of the appropriate Cross-Group Negotiatién and Cooperation Instruction Sheet
- for each group member.

II. A large box of Tinkertoys® (350 pieces) for each group.
III. Newsprint and a felt-tipped marker. '

Physical Setting

A room large enough to allow the groups to work separately, preferably on the floor.

Process

1. The facilitator divides the participants into groups of four members each and instructs the
groups to assign a number to each member by counting off.

II. The facilitator gives each group a set of Tinkertoys and gives-each participant a copy of
the appropriate Cross-Group Negotiation and Cooperation Instruction Sheet, i.e.,
member 1 in each group receives instruction sheet 1, etc.

III. The facilitator announces that the members have twenty-five minutes in which to
complete all their tasks.

IV. The facilitator calls time and directs each group to display its constructions.

V. Theentire group is reassembled, and the members share their reactions to the activity and
then discuss their experiences by reviewing the following points:

1. Did each group complete all the tasks assigned?
2. How did each group decide the order for completing the tasks? Was a plan for
accomplishing all the tasks discussed?

Structured Experience Kit
€ 1981 International Authors B.V. Affect: Medium
Structure: Low/Medium
Process: Medium
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3. Which task was easiest for members to accomplish? Which as most difficult?
4. Which task gave the most satisfaction? Which task gave the least satisfaction?
5. How were information and resources shared within the groups?

(Twenty minutes.)
The facilitator helps to summarize the main points from the general discussion and

reconvenes the work groups to process the learnings. Group members are directed to
discuss the experience by focusing on the following questions:

1. What did members learn from their group’s functioning? What did participants learn
about their own behavior as 2 member of a group?
2. What would members do differently if they had to repeat the activity?

(Fifteen minutes.)
The facilitator calls for a report of key learnings from each subgroup. (Ten minutes.)

Group members are instructed to develop applications of their learnings to their back-
home situations. (Ten minutes.)

Variations

L

II.

IIIL.

IV.

Participants can be informed that they are competing with other groups. The task
processes can be timed or completed structures can be judged on aesthetics, stability,
or creativity. ‘

Larger subgroups can be formed with more than one member receiving the same set of
instructions.

When working with intact work groups, an additional discussion question can be added
during step VIII to help group members apply their learnings to improve their intragroup
cooperation. '

Work-group composition can be based on specific criteria such as job description,
sex, etc.

Submitied by Barbara L. Fisher and Roberta G. Sachs.

Originally published in J.W. Pfeiffer & J.E. Jones (Eds.), 4 Handbook of Structured Experiénces for Human
Relations Training (Vol. VIII). San Diego, CA: University Associates, 1981.

Structured Experience Kit
©]1981 International Authors B.V.




CROSS-GROUP NEGOTIATION AND COOPERATION INSTRUCTION SHEETS
Each member of the four member groups receives one of the

four instructions sheets below. No member of the same group
should have the same instructions. .

INSTRUCTION SHEET 1.

You are to build a tinker-toy structure
with all the members of your group

INSTRUCTION SHEET 2.

You are to build a tinker-toy structure
with one other member of your group

INSTRUCTION SHEET 3.

You are to build a tinker-toy structure by yourself

INSTRUCTION SHEET 4.

You are to build a tinker-toy structure
with a member of another group
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'CIRCLE IN THE SQUARE: |
' A COOPERATION/COMPETITION ACTIVITY

Goals

1. To demonstrate how cooperation and competition can affect winning and losing.
II. To explore how winning and losing are defined, perceived, and measured.

Group Size

An unlimited even number of groups of two to eight members each.

Time Required

Approximately one hour.

Materials

I. Two felt-tipped markers of different colors for each pair of groups.

II. One sheet of newsprint, with the chart with thirty-six squares drawn on it, for each
pair of groups. -

II1. A watch with a second hand.

Physical Setting

One room large enough to accommodate the activity.

Process

I. The facilitator explains to the participants that they will have an opportunity to invest

ten cents each in order to gain a greater return on their money. He emphasizes the
fact that skill is all that is required to achieve this success. He then collects ten cents
from each of the participants.

I1. The facilitator displays on newsprint a chart with thirty-six squares.
He explains that the activity will be carried out by pairs of groups, using the chart
and felt-tipped markers. (The facilitator does not use the word “teams” or introduce
the element of competition in his description of the activity.) He explains that the
activity will be carried out as follows:

1. Each group will use a different-colored marker to place a circle in a square during
the group’s “move.” Each group’s objective is to complete rows (horizontal,
vertical, or diagonal) of five squares marked with circles of the group’s color.

2. A group will mark one circle in one square per move, and moves will be made
alternately by the two groups.

3. Each group is allowed thirty seconds for each move; the move is lost if not made
within that time.

4. Each group will be allowed ten minutes for a strategy session before the mark-
ing begins.

Affect: High
Structured Experience Kit Structure: Medium
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III.

Iv.

5. The activity will be completed when each group has had an opportunity to make
fifteen moves.

6. The return on the members’ investment is based on the number of rows of five
consecutive squares filled in by their group. (Nomark can be counted twice.)

The facilitator divides the participants into pairs of groups. Each group meets
separately for ten minutes to plan its strategy. Each group elects a “marker” who will
draw a circle in the group’s chosen square on the newsprint. The “marker” can
confer with his group before each move but must stay within the time limit of thirty
seconds per move.

The facilitator flips a coin to determine which group in each pair will move first. The
groups then move alternately until each group has had a chance to move fifteen
times. The facilitator keeps the groups within the thirty-second time period for
each move.

. At the completion of the activity, the facilitator “scores” the activity according to the

following chart:

Players Return/Line Completed
Per Group | (3 Lines Maximum)
2-3 people $ .10-.15
4-5 people ' .15-20
6-7 people _ 25-.30

8 people 35

He then pays the groups the return on their investments according to the chart. Any
remaining money is distributed to the members of the “winning” group.

S : ' Structured Experience Kit
© 1980 International Authors B.V.




< g o R

1 = — o~ —ry s e

Ry

e e

2

Rt aadiie oo o bidie ot alithien o iahinnte e e litadndi SRR GhBR

VI

The facilitator leads the participants in a discussion of the expérience, focusing on

~ the following elements:

1. The meaning of winning. (Is it winning money, making the other group lose, -
achieving a higher score than the other group, gaining cooperation from the other
group, etc.?)

2. The feeling of winning. (This can be explored in terms of winning money,

achieving more points, preventing the other group from winning, etc.) -

The fact that the facilitator did not verbally try to create a competitive atmosphere.

4. The fact that most groups are so competitive they do not see that if they cooperate
and do not block the other group’s moves, each group can complete three lines (a
win-win solution). In the process of competing, most groups will block the other
group’s moves to the extent that neither may complete any lines at all.

5. The concepts of cooperative and competitive achievement, win-win versus win-

" lose strategies, trust, etc. (These can be discussed and related to the group’s
experience.) ‘

o

Variations

L
IL
IIL

IV.

<

Other tasks for the groups can include words to be formed from selected letters, with
points for the number of words and letters. -

Instead of using different-colored markers, paired groups can mark their squares
with different symbols.

The payoff schedule can be adapted to reflect the completion of rows of three, four,
five, or six squares. :

At the end of round 8, each group can choose either to confer among themselves or to
confer with the members of their paired group. (Ten minutes.)

The structured experience can be carried out without using money.

The total group can decide before the activity how any remaining money will be
spent or distributed or the group can make this decision after the activity, making
sure that it is a win-win solution. -

Submitted by Clyde E. Lee.

Originally published in J. W. Pfeiffer & J. E. Jones (Eds.), A Handbook of Structured Experiences for »
Human Relations Training (Vol. VI). San Diego, CA: University Associates, 1975.

Structured Experience Kit
© 1980 International Authors B.V.




SUBMODULE 4F: DYNAMIC SUBORDINANCY

Time: 30 minutes

Sequence: :
1. Trainer presents lecturette on dynamic subordinancy and

warrior spirit.

2. Trainer leads discussion, based on "Tinker toy" exercise
experience. : _

3. Group discusses application to their unit.




LECTURETTE--DYNAMIC SUBORDINANCY

what does it mean to be a dynamic subordinate? It means not
just doing your job and stopping within the specific limits of
your own duties as specified in your job description. It means
developing the practice of always "thinking one level up". It
means striving to always look at the next 1larger picture, to
realize that your duties are part of some even larger whole. You
can support that larger whole best by taking a total systems
view of everything you do. You are a subsystem--your unit is the
larger system. Likewise, your higher headquarters is operating a
larger system, of which your unit is a smaller subsystem.

What does it mean to take a systems view? It means that you
understand how all of the pieces fit together, like so many
interlocking parts in a machine. If one piece malfunctions,
the whole machine malfunctions. Actually, a machine analogy is
too rigid. Machine parts don’t need to be as interdependent as do
members of a combat organization. A better analogy is what the
musicians in an orchestra have to do together. They don’t succeed
by all hitting a note at the same time; that would be an awful
sound! They "orchestrate" by communicating, cooperating, and
coordinating, so that each contributes to the whole effort at the
right time and place. They develop a common rhythm in working
together as a musical team. .

Being a dynamic subordinate means you have to be able
to see beyond the end of your desk or beyond the limits of your
fighting position. You know what the guy above you is doing and
how he is thinking about the problem and what he needs from you
to get the job done. It means you know what your peers on either
side of you are doing, how they are looking at the problem. You
know their jobs and you understand their frame of reference. If
you do not, then you don’t assume anything. You go to them, look
them in the eye, and ask the right gquestions until you know their
plans as well as they do, and as well as you know your own. You
also insist that they know your plans that well,too.

How about subordinates? The same principle applies. You help
them become dynamic subordinates by allowing them to always
understand the frame of reference that you,their boss, is using.
That means they know the big picture--they know how they fit, and
how each of their peers fit. If a piece malfunctions, each of
them knows how to £ill in for that piece if needed. That means
cross-training is taken seriously by all of you. And it means you
give your subordinates time to prepare to fulfill your mission.

Let’'s go back to the idea of "thinking one level up". That
means sharing your boss'’s frame of reference. It means you know
how his mind works so well that you can support him eve~ in the
absence of further orders. It means if he is killed o: wounded in
action you can step in and execute his plan and perform his
duties on short notice any time it is necessary to do so. That




means when he gives an operations order, you understand the
commander’s concept and the commander’s intent so well that you
can execute it and support it without any additional guidance. If
commo goes out, or circumstances change, you know what to do and
can do it in full confidence that you are operating in full
support of your boss’s overall intent. You don’'t have to sit and
wait for permission to take further action. It also means that
you know your own intent, and the intent of others like you in
_the unit, well enough to assess accurately what they would need
or do if you, your boss, or their boss were taken out of action.

How do you train “"dynamic subordinates"? You focus your
training, in the field and in garrison, on these three concepts:

1. Train for the "next in command" ARTEP. The leader is
removed at any time during the mission, and the unit can still
accomplish that mission. This can also be applied to garrison.
Randomly pick one or two unit members for an official day off.
For them, it becomes a stress reduction technique. For you, it
becomes a chance to see if "dynamic subordinancy" has been
imbedded in that sub-unit. Can the mission be accomplished in
their absence? If not, is that unit really ready for combat?

What is implied here, of course, is that leaders at all levels
really understand discretion by level. They know exactly what
they are accountable for and how much lattitude they have in
carrying out their duties at that level. The reward structure
must reinforce the same message, or "dynamic subordinancy”
becomes a joke, as does "discretion by level”. People have to
have the flexibility to get their jobs done, and that means their
bosses must demonstrate a high level of trust in their judgment.
Otherwise it must be made clear that their discretion is only
within specified limits, and that compliance rather than trust is
to be expected in other areas.

2. Positive mental attitude. Approach everything as an
exciting new challenge, as a puzzle to be solved, as on
opportunity to do something new or to do it in a new way. Build
this attitude into your wunit training. If you know the task so
well that it has become boring, then focus on cross-training. If
you switch jobs within the wunit, can you achieve the same
standard? Unit integrity is still the key, but focus on
increasing the depth,adaptability, and versatility of your unit
response to the challenge. Focus on creatively solving problems,
and welcome the opportunity that new challenges present to you.

3. Action planning and goal setting. Always be thinking a
little farther ahead than you are reguired to. Know what the
next step is. Know what is coming up in the future. Know the
goals you have for your unit and the goals that each of your
subordinates has for his sub-unit and for himself. What does
he need from you to achieve those goals? What does your boss
need from you in support of his goals? Are you clear on how
these cascading sets of goals support one another? Have you
planned the path to accomplish each of them? Do your people




understand how these levels of goals fit together and mutually
support, and what the soldiers of your unit can do
to make it all work at their level?

References: Malone,D.M. and McGee,M.L. "The Orchestrators”,
'Army, August 1987, pp. 18-24. '
Crockett, W.J. "Dynamic Subordinancy". OE Communigue,
Vol 5, No. 3, 1981, pp. 20-26.
FM 22-102 Soldier Team Development.




LECTURETTE--WARRIOR SPIRIT

There is very little argument that, to be successful in
battle, military ‘leaders at all levels and ranks must have what
may be termed a "warrior spirit". Identifying and cultivating
this spirit is the challenge--we must instill the mental
toughness required of the warrior leader. '

The warrior spirit encompasses all of the physical, mental,
and moral qualities essential to successfully lead soldiers in
combat and, as a leader, to determine the effectiveness of the
unit in combat. A historical analysis of combat leadership
indicates that in no case did a unit in combat overcome the
deficiencies of its leader. 1In almost every case analyzed,
however, the leader overcame startling wunit deficiencies and
incredible external problems, generally by the sheer force of his
own will, his warrior spirit.

In behavioral terms, the warrior spirit for a leader may be
summarized as:

--A selfless devotion to accomplishing a duty or perceived
noble cause.

--Leadership by personal example--especially applying high but
achievable standards to himself and his unit.

—--A reasoned acceptance of risk--calm, confident and self-
controlled in the face of mortal danger.
. —--Decisiveness despite unreliable, incomplete and often
inaccurate information. '

--Being effective at communicating instructions so that every
member of the unit knows and understands what the leader wants.

--Creating a team or cohesive unit that all work as one to
achieve the noble cause or purpose and training that unit for
combat. :

The characteristics of the warrior spirit and the selection
process for choosing potential warriors are the same for CS and
Css officers as for CA officers. These are:

--Selfless devotion to duty.
--Leadership by personal example.
--Reasoned acceptance of risk.
--Decisiveness. :
--Effective communication.
--Skill at team-building.

Research to date on the warrior spirit indicates that the
confidence, commitment, candor, and courage ideals set forth in
Field Manual 100-1, The Army, in fact, describe the warrior. An




increase in the number of soldiers in the Army who possess these
ideals should improve the overall combat readiness. Creating an

Army with warrior leaders and a resultant force of warriors will
require a combination of selection and training procedures to
identify those most likely to succeed as warriors and then train
them in realistic, bloodless combat to provide the experience and
tactical skills essential for combat effectiveness. '

~ To achieve the cohesion essential to developing this warrior
spirit in all units, this enthusiasm and devotion to the highest
standards of duty performance, a certain degree of personnel
stability will be required. It .is impossible to train to fight as
a team if you, the leader, are uncertain who the members of that
team are. Personnel turbulence is a significant detraction from
personnel readiness and the development of a warrior spirit. Our
personnel policies must always contribute to this needed
stability. '

REFERENCE: Anderson, Jeffrey W. "The Warrior Spirit", Military
Review. July 1987, pp 73-81.




LECTURETTE--A TEAM FOCUS FOR LEADERSHIP

Leading a cohesive combat wunit reqguires a variety of skills.
The leader must understand how individual motivation, group
structure and process, the behavior of the leader, organization
design and environmental factors all work together in complex
ways to produce human performance in combat organizations.

A complete leadership philosophy must focus on the leader’s
interactions with the members of his unit to accomplish the
mission, satisfy the needs of the individuals, and maintain team
unity. By focusing on the interdependence of the leader, the led,
and the team, we would not only develop junior leaders who
appreciate the importance of their actions in the leadership
process, we would also provide units with a philosophy that
drives home the fact that cooperation and teamwork are the keys
to success. The functional approach does not emphasize what a
leader s, knows, or does (although those attributes are
obviously important). Rather, it emphasizes his ability . to
provide necessary functions in a manner acceptable to the group,
its members, and the situation. This concept of leadership, based
on the needs of the team, the mission, and the individuals,
accounts for why men fight and provides a framework for building
effective, cohesive units. (See slide ).

The functional approach’s premise is that leadership is
learned, not taught. There is no "right way" to lead. There are
no low-risk situations for junior leaders once they don their
green leadership tabs, for they are then under the constant
scrutiny of their soldiers, our toughest 3judges of leadership.
The young officer needs to know the answers to such questions as,
"How do I lead? What do others think of my leadership style? Does
my style work? How do I build teamwork and cohesion in my men?"
Practice and feedback are the only ways to find out. By stressing
the interactive aspect of 1leadership in training programs (such
as this one). By stressing the interactive aspect of leadership
in training programs, we will cause students to focus less on
individual performance and more on creating unity of effort
within their group.

Although important as a leader development model, a concept of
leadership based on the interdependence of the three elements
would have its greatest effect in wunits. The incorporation of
such a concept would have to start at the top and would reguire
the Department of the Army to develop policies that address group
needs by providing for better personnel and unit stability. These
would include, for example, rotating units, not individuals, to
overseas assignments and keeping soldiers and officers in one set
of units for most of their careers. Although some of this is
being done, it is not a consistent practice, and it is not part
of an overall leadersh