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INTRODUCTION

e

. ) 4
"Learnf'g:to Lead" is an exeréise. de51gned fcr usé by

e

1nd1v1dual dents. Théte are thtee main parts to the

]

+
~

‘are =§‘if‘gi‘i’i

tasks are. désigned ‘to ‘give: the Student ‘an
) . @Xpréss his own. ideas on the: way leadershlp
ca ab 11ty develops in 1nd1v1duaﬂs and ‘on the continuing

exerc1se.7 Th

;growth: of ‘leadérship from levél to. level of Tesponsibility.

The erlals spec1fy d1fferent levels of leadership growth
: fg d velopment of ‘the’ Juﬁlor offlcer., The- student .is

d: to draw-on his own knowledge«for Spécific examplés

=

of t types of 1éaders -and leadersh1p situations..

which: they ‘€an argue
4ant for leadershlp in dlfferent 51tuatlons -and

for d1fferent ranks. o 7 -

Below you}wrll flnd some: short notés on three d1men51ons
of learn1ng by experlence. They dlstlngulsh betweéen the ‘kinds.
of learn1ng that perfect thé ability to perform S§imple actions

,,,,,

and those that contrlbute toward _personal development.

A Functlonal Knowledge and skllls. ‘The training of body
" and'mind. The devélopmént 6f practical judgment in
solv1ng techn1cal probleiis; problémns of procedure, and
‘50 on+ ‘Grows through practlce and tra1n1ng.

. B Personal' Strength of mind - freedom from emotional
reactions of both oneself and- others; capacity for self-
criticism; inner= d1rectedness, obJect1v1ty, self-
discipline: -Also moral discipline in the sense of
follow1ng principles of behavior that may go against
personal convenience.

Develops by gradual assimilation of life exper1ence in
which the dangetrs of negative reactions which interfere
with sound Judgment aré understood. Dévelopment here
involves a growing sense of integrity of self, not to be
violated by subjectivity, other people, or the pressure
of events. Also pract1cal realization of ideals. ’

'C  Volitional: Commitment and dec151on. Ability to fuse
ompIex onerations 1nvolv1ng more than one criterion
of success: Basic attitudes. Involves motivation and
creativity. Different people act creatively in different
ways and make demands on themselves for different under-
lying reasons.

Develops through the practice of mak1ng decisions which
are -not simply organizational and functional, but which
commit thé person to something more than what is requ1red
by external conditions, Playing an intentional role in

-3-
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.. - INTRODUCTION TO PSYCHOLOGY. AND LEADERSHIP __  poxrp

- significant events: Working -oh «changing one's own
: ‘ A c.

: attitudes. : f
; TR YOUF training. Se fna Tenn orn «in o L
. - JH”YOQFTFT§¥B¥H8“§t‘ﬁhe USNA. you are ‘tdught a variety of .

2% sommunication, decision making, planning, interpersonal
pélat;pﬁstth;sgniprs»agdfSubqtdiﬁatééi;aﬁd‘moraie; However,

';"‘% - leadership principles and practices. These include such areas

you can only dearn to apply your theoretical knowledge effecs’ - -

by actual experience.

e The AbELity Matrix ‘contains a broad ehough rangs of items
. to-be relévant to .all the areds of leddership you have studied.

No single ability -given on the matrix is sufficient in an
individiai °nable him ‘to be a good leadér. However, it is
stic to thif
the: abidi

case- of an

. ‘é tively .and refine the Ieadership traits each onée of you has

k that an individual can be équally strong
 the matrix contains. Good leadership. in
o béséd?aﬁﬂéttéﬁgﬁhﬂihgg%giYég.

A ination of abilities
:be successful in .

: ; i6n of abilities in
: : ecessarily mean he will be a

As. a man ascenids through the levels of command, the demands
on himtinct§§§e;j3Hi$’féspéhsibilitigs'are’gfeatef, his decisions
. carry greater weight and have more far-reaching consequences.
- - To ascend the ladder of promotion, .a ‘man needs -something more
) . ~ than just intelligefice and knowledge, -or experience. Intélli-

- gence énd,kndWlédgpggfe‘obviqusly important, and expérience
- valrable if the leader has constructively bénefited from the
ex;erience. It is' the combination of these inputs working
together that inake the leader a responsible man. As you

proceed, you should pay attention to. the way in which the "ability
mix" changes for a given level. Your observations of these
changes should be theé starting point for your understanding
of how leadeérship capability grows.

In the exercises that follow, you will be asked to consider
the leadership growth and devélopment of:

) 1. The Upward Mobile Ensign Y
2. The Ideal Ensign

. ~ and consider: ‘
- 3. Three Perspectives of a Junior Officer

To Continue through the unit turn to page 5 -for Module 26
~ 9  for Module 27 -
18 for Module 28
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ORIENTATION. _ S
‘The young -officer will know from his training that the

princip
of effe

to learn. The following are just a few of the things
ledarn: ﬁhgy;to;o;g§g¥;e?hims¢1f; how to get things done;j how to
to his superiors; when to speak out.and when to keep —

relate

silent;

ie can.
poténti
public
which -a
expecte
which.:h
The sty

Iong time: Not a

jhgﬁétgjptgseﬁt‘Himéélf‘g@ his subordinates.

léafnithﬁﬁé;tbiﬁQSs—the~giéateftis,hiS‘leédétS
figure in a“largé’ group of people. . .
Commander :¢annot afford to maké as he is. not
d to command 4 ship.. Nevertheless, the proces
€ :grows :to become a: nore Tesponsible leader, i
”ééhézéVGIVegfééfé-Y@ﬁngileéaéi%Wiil~§?5Y~Wi$h

young officers have: the ambition

greater responsibility or powér ovér other men, Even

do may

not' see-beyond the status .of the: higher ranks.
) e status: .of (

es Stated on. the Ability Matrix are essential components
ctive léadership. ‘However, he has everything .

practical
he must

The faster
hip

giLfzHéaWiIi»ﬁQt*Yéxfhéveft6~m§ké b;ﬁldeCision§~dr be a
‘He can make mistakes

yet

Sb«by

s beginning,

“him a
to.gain
those who

A'Thé=3uni§er£fi¢¢rrﬁhp~fékés»ﬁis,dhtiésjéé}16u51y will have

-to make  up-his own: mind on what he sées as the realit

y of leadeér-

ship and how his ambitions .match up- to it, Advancement in rank
is not merely a-matter,of‘doigg”your job well, There

who can

are men

obtain positions of authority through their ability to

manipulate the percéptions of others. "It is importan

t to be

objective about your own behavior, to be capable. of self- )
critiéism,§and‘to~have~some idea of how otkers perceive you.
You may feel that in your work you show a good and well-

Matrix.

INSTRUCTIONS

- balanced rangé of abilities, such as 'those given: on the Ability

You should now review the. 26 items on the Ability Matrix.

Consider the kinds of learning experiences that can strengthen
such abilities in an individual. Bear in mind the different

levels of military leadership,
abilities change with the level

different dimensions of learning by experience.

Matrix,

you are ready to proceed.®

In this module you are asked to select items .
from the Ability Matrix which you consider
desirable for an "Upward Mobile Ensign."

"Record your selection and your rationale on
a separate piece of paper.

Then read the discussion on page 7,

-6-

how the value placed on certain
» and the ideas given above on

When you have familiarized yourself with the Ability
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DISCUSSION

The

“VN,JLEARNING.TO;LEAD.

i

"upward mobile" concept was examined earlier in the
-course: ‘You recall that the "upward mobile" reacts positively
to the bureaucratic.situation, -has high morale and enjoys job

satisfaction. . He accepts the exercise of authority by his
seniors and is loyal to- thém; th¢ organization, and supports
the organizational objectives wholeheartedly. .

These characteristics might bring to mind:

¥6 -
#9 -

#13:

422
#25

#26

Ability to put |duty before personal interésts.

Abili;yfto obey Qhoiehgartedly. . )

JAbflity ;9:ggtfin:ggcétdgnceAwith’thgfspirit as well
as the letter of procedures and regulations

Abiii¢y—tbA¢6mp1gté any task .exactly as Specified

Abiiix?*io‘éét,fifmiyfahdideéisiVeiy despite-personal

emotional involvement.

Ability to see a decision through

Combining those abifities-may well build a picture of the
"upward mobile" ensign for yuu, or may geénerally coincide with

what you chose from thée matrix,

The characteristics discussed

earlier in the instructional materials will give each student
a general perception of théﬂupW@rd mobile, but it is unlikely
that everyone will agree to afqubjective3 firm selection of

abilities from the matrix as the only ones an "upward mobile"

ensign might have.

Each person has his own perception of the

characteristics he would ascribe to himself when he is thinking

of promotion chances and perhaps a different viewpoint on

characteristics he woiild ascribe to a fellow officer whom he

regards as a competitar. For ‘example, you might consider the
items as applicable to you personally:

following

#7
#20
#21
#22

Ability
Ability
Ability
Ability

to see things as they are
to inspire loyalty
to stabilize emotions of subordinates

to perceive situations as other perceive thenm.

However, when assessing the abilities of your fellow officer,
you might decide to .include some of these items:

¥4 - Ability to cope with the loneliness of leadership

#10 - Ability to take corrective action when appropriate

#14 - Ability to perceive long-term consequences of present

actions

-7-
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#17 - Ability to take calculated risks

R A R I ORI W,
h .

#19 - Ability to act spontaneously

- Any of the abilities selected in this discussion can well 4 :
i‘;' have application to an "upward mobile"ensign. A well-balanced -, o
T .combination .of ‘the abilities is highly desirable in any
— officer. How they are combined in an’ individual, who considers. .

L’ < himself upward mobile, will vary greatly from person to person E
L -and.-situation :to situiation. The abilitiés, when they are taken >
Fﬁ alone;. are. all desirable and can contribute to successful _ :

- leadership. It is :inlikely that one man can have them all and

'- even less likely that he can exercise them-all in a given lsader- %
: ship-‘billet. But attention to .developing the abilities, which S
o . upon' objective self -éxamination, you find lacking in your : e by
‘ inventory, can-help improve your léadership ability and chance |
of promotion. : ) B T
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INSTRUCTIONS . " :

‘Module 27.

N

[

The stﬁdgnt who has not worked on any earlier enrichment
uhitsfshould,read p+ges 3 and 4 for procedural instructions. °

. 4 -

ground. information leading into the situation below for

(a). Refer to the Ability Matrix. - Review the 26 items
with your conception of the ideal ensign in mind.
. Select between 6 and 10 abilities which form a
'strong combihation in the kind of man you have in
mind, -and which will .enable him to make the tran-
sition to the level of Commander.

‘Make a note on scratch paper of the numbers of the
items you select. -

(b) Six types of officers are shown
on the following pages. A basic selection of
ability items essential for their success ani
progress to higher ranks is given. Add any items
from the ability matrix you feel would strengthen
the -combination. Aim at having !'etween 6 and 10
items per example.

£~

-10-
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" EXAMPLES

ALY 2 A

are R L Ay

- EIRST EXAMPLE — '
-~ #bility to commu- | 3 JAbitity 0o ) - - W -
- e:Cle “1;; 1. _ ] assess 'subor- -} 3 E :
R y and - : .dinates 1 BE :
LR AP | B S S Y | s :

Tt ey !y

B : The: efficient Ensign .
He can get things done briskly. He
translates assignments into practical
o action. He lets his supeériors know
o how his men feel and respond.

[ I A P

_Ability to - Ability to change :
endure stress ’ -  plans as -
s ' ] ) constraints and -
: — opportunities N
-3 : change . 18 £
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N . %

- SECOND .EXAMPLE ?
‘ Ablllt}' tO el Ability‘_ to obey * i
RS B F stabilize | wholeheartedly- :
& . - emotions -of . :
.. §§Asubord1nates 9 z
; ) The morale builder- 3

e B He can weld men together into a , :
: - ' cohérent unit. He unifies effort Z
, and enhances the image of the Navy.
: - B T He is exemplary in conduct and
: ‘F . consistent in his behavior towards
) xhe ‘men.

A3

.

o' B e 3 Wit e

| from subordinate consistency between
- words and actioms. g

7 Ab111ty to learn Ability to maintain
s l .
16
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THIRD. EXAMPLE

ifﬁbiiif? to detérmine | - | Ability to see things
|.what should be dope ;. : - |3 they are 7.

pu - T -

Lkl
2

B

RGRATR A A T

‘The. impartial leader

o

He: accepts responsibility for his. fen,
their actions and their welfare. He is
just and impartial ‘towards others. He
makes no unreasonable demands .and can
grasp the overall pattern of complex
operations.

St Tk 5 AN

b s
SATITIRII

Ll
SEhMeS

.Ability to take Ability to act in
corrective action | accordance with the

- when appropriate ) spirit, as well as,

] ’ : - the letter of

procedurés and

10 regulations 13

»
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FOURTH EXAMPLE

s .

[ttty <o inspive |

© Ability to generafé

warm human rélations

4 within hierarchy. | . oo

23

The eiithusiastic 6fficer

Every gééigﬁment gets special attention.
He inspires.-others with his own attitudes.
However, he must learn to be discriminatory

in his enthusiasm; enthusiasm for the
wrong thing might be counter-productive

1 Ability to cope with
‘situations on one's
own initiative

N

Ability to inspire

loyalty

20

~
Y
4t
s
¢
i

S e P R v o s o e Tl ik T e o

PN
LANWIN

- - P T g, X
o By ey I e f it Seelrede it TR, g0

ol S A S e a0 LN

I F o » " P
PR A RO SO

e, . T S R LAY S I
i E ‘s‘h?gi)i :av,“, b L jfv&«g%‘@,jgf:{ﬂ&i‘«;} PRSI PTATERA

v




%
P

Py
¥

TAYS

__LEARNING TO LEAD. ) E-XII/27

20

S -

'FIFTH EXAMPLE :

] Ability to complete : ] Ability to put R R
 any task -éxactly as p . duty before personal - 2

specified . - interests ;
P < 24 ). __interest 6] :
T - BT - g N - ; s :‘

The careful planner B _ 1

He: learns 411 the time from careful ;o
obsetvation, He builds up an ' 7.
understandiiig of how men work and. is
capable .of -distinguishing ‘between a ;

task -accomplished and a task weil P
accomplished. He discards the i
irrelevant and can be quite ruthless 3

with himself, but patient with others .3 .

: ] Ability to perceive : Ability to cope
“I situations as others successfully with the |+

perceive them. loneliness of leader-
22 ship 4

[N

LI . -ls_

,
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D ArTaars

‘ “SIXTH EXAMPLE
. 7§Abirity't6 act
i |- ‘spontanéously |
i E \19: ;

I3

PRI RAE, YA N

Ability to take . :
calculated risks :

A\Iiv
g
%
It
2
:
N
5
4
£
£

.
B
11 s

The improviser

He acts in_unexpected ways. He is a
thinker, an innovator, an action

peebrms T Ao dar w0 T

oriented individual. He brings a
fresh approach to situ
he is unpredictable. :
him, because he gets the job done.

Men respond to

Ability to perceive

long- term consequences

of present actions
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ations; sometimes

Ability to make
decisions promptly
when they are needed
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CONCLUSION

We hope your conclusions to Module Twenty-seven were
realistic.. Perhaps' the pictures you drew reflected something
of hpWVY6U’Sée-YQurseIVes. It is more than likely. Or your
conclusions may -have ‘reflected something else - namely, the
perspective you were taking on the desirable abilities.

T

. Take, for instdnce, the example of the. enthusiastic ensign.
His ‘men may think he.is *a hell cf a good Joe' when he is in

action, but that his enthusiasm palls a bit for them when the

heat’ is-off. He may.b-~ aware of this, and wish he were like
the éfficient eénsign.. The- enthusiast's superiors may like

nan, but-wish hé were more prompt to obey orders in

tine situations; and less liable to take risks in

the more ;

a: different picture of what is ideal.

_=17-

g situations. Each. group has a different pérspective -
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e e

_ INSTRUCTIONS

o mEba i

The student who has not worked on any earlier. enrichment
units should rrad pages 3 and 4 for procedural instructionms.
§

Before starting work on Module 28, read pages 6 to 8 for back-
gtgund information leading into the situation below for
Module  28. . ; -

i el o, A Y, S PTAS,

- The next three pages each contain a set of items
selected from the Ability Matrix. These represent our guess
at three perspectives of the young officer. Each set is
simply labeled A, B, and C. You ishould study to determine
which is the perspective of subordinates, which of superiors,
and which of the officer himself.
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. . A . . 1.;;:“ "‘5 - :;’?
’ | Ability to communicate Ability to put duty
clearly, accurately, before personal
simply ) interests 6
: Ability to cope with : Ability to obey :
b ; . situations on one's ' wholeheartedly ‘
’ : own initiative ;
) : . 8 9 .
. IAbility to- take . “Ability to assess .
5 Jcorrective action T subordinates :
:: |when -appropria ’ - : f
: [¥hen appropriate | 1 ,‘
% ’ ;
o o ~ |
5 Ability to act in Ability to change .
3 accordance with the plans as constraints ‘
spirit of procedures aﬁd opportunities A
ions. change :
" and regu}atlons 13 g 18 :
Ability to.stabilize Ability to complete '
emotions of subor- any task exactly as ,
dinates 21 specified 24 o .
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Ability to cope with
, the loneliness of
2 leadership

ABiIif? to détermine
what,should be done

4
‘Ability to cope with Ability -to inspire
situations on one's others i
own initiative
. 8 11
-Ability to assess Ability tc take
-subordinates ~calculated risks
! SRR N ¥ T , 17
Ability to change { Ability 5& act.
plans as constraints : spontaneously
and opportunities.
{ change 18 19

Ability to act firmly Ability to follow
and decisively despite through after a.
personal emotional decision
involvement. 25
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Ability to communicate Ability to determine
clearly, accurately, ‘what should be done
'~ simply 1 2
y Ability wo endure stress Ability to maintain
Consistency between
words and actions ' S
'Ab111ty to put -duty ' " |  Ability to inspire BE
before personal others
interests R . 61 ' 11
Ability to make decisions Ability to learn from
promptly when they are subordinates,
needed
15 A 16
Ability to perceive " Ability to generate warm
situations as others human relations within
perceive them 22 structure of hierarchy,s
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Our INTREPRETATION is as follows:

A was the senior officer's view of the ideal Ensign;

B was the ambitious Ensign's view of himself; and

. C was the subordinates' view.

Which brings us to this question: How are we,
as leaders, perceived by our seniors, peers, and
subordinates? And how do we perceive ourselves?

As you derived a combination of abilities that
described the types of officers being considered
in this module, it is hoped that you were again
reminded of the triad of leadership - the leader,
the led and the situation.

Which one of the officer tfpes considered would
be best for a particular job? When one seriously

thinks about answering such a question, numerous other

questions are generated and the complexity of
leadership and its perception becomes obvious.

-23-
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ABILITY MATRIX
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Ability ¢to

Ability to

Ability to endure

Ability to cope bi in-
communicate . determine. what stress with tge P . :a;ii:zﬁ:gszzagy
:é::::{:l ]:should be done %on:liness of between words and

e . : )
simply Y» < e‘a ership actions
1 | 2 3 4 s
Ability to put Ability to see Abnityio cope Ability to obey Ability to take
duty before »- things as they with situations _ |vholeheartedly corrective action
" personal are . on one's own ' when appropriate
interests 4 initiative
6 7 8 9 10

K Ability to inspire
-} others )

Ability'to assess
-} subordinates

Jaccordance with
Jthe spirit as well
‘J.as the lettér of

iﬂbllity»tc gctwih

procedures and
regulations -

Ability to perceive
long-term
consequences of
pres¢iit actions

Ability to nake
decisions
promptly when
they are aeeded

26

11 12 13 14 15
: S . . : Ability to act Ahility to inspire|
Ability to learn Ability to take Ability to change santaZeously loyalt; nse
from . calculated risks plans as .
subordinates:; constraints and
opportunities
change
16 17 18 19 20
Ability to Ability to Ability to generatqubility to completef Ability to act
stabilize perceive warm human any task exactly firmly and ]
emotions of situations as relations within |as specified decisively despite
subordinates others perceive structure of personal
them hierarchy emotional
; involvement
21 22 23 24 25
Ability to see a
decision
through

24




