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Purpose
This training support package provides the instructor with a standardized lesson plan for presenting instruction for:

Task number:
158-100-1110

Task title:
Apply the Essential Elements of Army Leadership Doctrine to a Given Situation

Conditions:
As an Army leader, you are faced with a situation which must be resolved using the leadership elements.

Standard:
Demonstrated effective leadership based on the doctrinal guidance in FM 22-100,chapters 1-3(1999 version).
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SECTION  II 
INTRODUCTION



Method of instruction:  LE

Instructor to student ratio is:  1-16


Time of instruction:  00:05


Media used:  As determined by the instructor


Motivator
The Army requires confident leaders who have the character and competence to lead its teams, units, and organizations.  You have accepted this challenge or you would not be in this course.  In fact, everyone in the Army is a leader.  This is a critical concept for those in the Army.  A leader is not just a leader of subordinates but is also a leader of leaders.  


There are two major reasons why leadership is important to you and the Army.  The first one was eloquently expressed by General Douglas MacArthur in a 1962 speech where he talked about all he had learned about soldiering and service.  In this speech he stated:  “Your mission…is to win our wars…you are the ones who are trained to fight; yours is the profession of arms—the will to win, the sure knowledge that in war there is no substitute for victory…if you lose, the nation will be destroyed.”


A second reason that you must strive to become the very best leader you can be is because your soldiers deserve nothing less.  When you accepted your position in the military, you accepted a leadership role.  Every person you see in a uniform is someone’s son or daughter, a brother, mother, sister, father.  Bearing this in mind, you must strive to be the best leader you can be.


NOTE:
Inform the students of the following terminal learning objective requirements.

Terminal
At the completion of this lesson you [the student] will:
Learning


Objective
Action:
Demonstrate an understanding of Army leadership doctrine.

Conditions:
Given a reading assignment, in-class discussion and activities, and an in-class final examination.

Standard:
Obtained at least 70 points on the final examination covering Army leadership doctrine.  Provided responses which were in keeping with FM 22-100


Safety
NONE

Requirements



Risk
LOW
Assessment


Level



Environmental
NONE

Considerations


Evaluation
Students will be given an in-class final examination.  The final examination will require the students to demonstrate an understanding of Army leadership doctrine and a familiarity with FM 22-100 (chapters 1-3)




It is recommended that the student’s in-class participation be considered in determining the student’s level of success for the course.


90-100
Exceeds the standard

70-89
Meets the standard


Instructional
We just indicated that understanding leadership is important for two basic reasons.

Lead-in
First, the Army must defend the nation.  You will make decisions which can result in the death of your subordinates and in the loss of critical resources.  Second, those you must direct in battle are the sons and daughters of our citizens.  


Question:  What are some other reasons that we study leadership and strive to understand the Army leadership doctrine?


Expected response:  Accept any responses which are reasonable and in keeping with the Army leadership doctrine.  


During this course I expect you to actively participate in all of our discussions and activities.  It is critical that you understand the concepts and dimensions of Army leadership.  This course will provide you the basis from which to build that knowledge.  Leadership is the key to a successful Army career.


PRECOMMISSIONING: 


As we discuss Army leadership, you can relate the leadership issues to your civilian experiences.  During this course we will build upon your civilian  leadership experience. 


WOCS



Most of you have military experience from which to draw during our discussions of Army leadership.  As we discuss Army leadership, draw from these experiences.  Your leadership experiences are valuable and provide a basis from which we can increase your understanding of Army leadership doctrine.


PLDC



As we discuss Army leadership, I want you to draw upon your military leadership experiences.  You all have experienced situations where the leadership was good and situations where the leadership was bad.  This course will provide you the opportunity to explore Army leadership as discussed in the doctrine.  We will place doctrinal labels on what you already know.

SECTION III 
PRESENTATION


A.
ENABLING LEARNING OBJECTIVE A
NOTE:

Inform the students of the enabling learning objective requirements.

Action:
Define leadership.

Conditions:
Given homework assignments, course readings (FM 22-100), and in-class discussions/activities to determine the students’ understanding of Army leadership doctrine.

Standards:
Defined leadership IAW FM 22-100

1.
Learning Step/Activity 1:  Independent assignment (homework—readings).  This requirement is completed prior to the course.


Method of instruction:  SA 


Instructor to student ratio is:  1-16


Time of instruction:  01:00  (out of class requirement)


Media:  Paper

NOTE:  
Ask the students if they have any questions about the homework requirement.  If there are questions that will be covered during the lesson, defer them until then.  It is a good idea to make a note of deferred questions (or have a student act as your recorder) so that you will not forget to cover the questions deferred.
2.   
Learning Step/Activity 2 - Define leadership


Method of instruction:  CO

Instructor to student ratio is:  1-16


Time of instruction:  00:15

Media:  Chart paper, chalkboards, VGT (as determined by instructor).

NOTE: 
In the Precommissioning course, and to a less degree, during the WOC course, you are encouraged to use civilian leadership examples where appropriate.  PLDC students will have more military experience and will most often relate to military examples.


One of the statements I made in my introduction was that your leadership skills will make or break your Army career.


QUESTION:  What did I mean by that statement?


Expected response:  Responses will vary—encourage students to make comments and express their ideas.  Having the students engage in discussion at this stage of the course will encourage increased participation and more active learning.


You had some very good responses.  As we continue to discuss Army doctrine, we will cover this concept in more detail.





QUESTION:  We have been talking about leadership.  How would you define leadership?  (Write the student responses on chart paper or chalkboard or have another student write them for you.)


Expected response:  Encourage comments with statements such as “good point”, “interesting point”, etc.  Have the students pull the comments into a definition


You have given us some good ideas about what leadership is.  Now let’s compare the definition we developed with the Army definition.  


SHOW VGT 1:  FM 22-100 Leadership definition



Let’s compare our definition to the FM 22-100 definition and see if we covered all of the components of the FM 22-100 definition in ours.


QUESTION:  The definition indicates that leadership involves influencing people.  Did we include influencing in our definition?  What do we mean by influencing?  Give me an example of a leadership situation which illustrates what we mean by influencing. 


Expected response:  Providing purpose, direction and motivation.  Discuss these concepts as needed.  (From FM 22-100, purpose is giving the soldiers a reason why they should do things; direction is setting priorities and assigning tasks; and motivation is challenging, praising and giving soldiers responsibility.  See FM 22-100 for a more detailed discussion.)  The example should illustrate influencing and will vary.  Accept civilian examples.



There are two more concepts in the FM 22-100 definition of leadership that we need to check against our definition.  


QUESTION:  First, the definition states “while operating to accomplish the mission.”  Do we have this concept in our definition?  Give me an example of a situation which illustrates “while operating to accomplish the mission.”


Expected response:  Accept responses that indicate that there is an ongoing effort to get the job done.



QUESTION:  Finally, the definition of leadership in FM 22-100 includes the concept of “improving the organization.”  What do we mean by improving the organization?  Did we have this concept in our definition?  Give me an example of a situation which illustrates what we mean by “improving the organization.”


Expected response:  “Making things better” or statements which support this idea.  Refer to FM 22-100, page 1-3.  Examples should be appropriate.

NOTE:  
Depending upon how well your students’ definition of leadership and the definition in 


FM 22-100 match, vary your comments:


As you can see, our definition of leadership and the definition of leadership in 

FM 22-100 were very similar.  We are going to build upon that definition in this course.

TRANSITION/SUMMARY

It is important to remember that LEADERS ARE NOT BORN.  You can learn to be a better leader.  The more you know about leadership and the core dimensions of leadership, the better prepared you are to become a good leader.  The Army has one of the best leadership development programs in the world.  Other organizations seek to emulate the Army’s program.  It is up to you to take advantage of the leadership training; put that training into action; and continue to work to improve your leadership skills.

We are now going to review the framework or structure around which Army leadership is developed in FM 22-100.  An understanding of the Army leadership doctrine structure will help you better understand what the Army expects of you as a leaders.

B.
ENABLING LEARNING OBJECTIVE B

NOTE:
Inform the students of the enabling learning objective requirements

Action:
Discuss Army leadership doctrine.

Conditions:
Given advanced readings, in-class activities, and in-class discussion. 

Standard:
Participated in the discussion of concepts BE, KNOW, and DO as presented in FM 22-100.

1.
Learning Step/Activity 1:  Overview of the Army Leadership Framework:  BE, KNOW and DO.

Method of Instruction:  CO

Instructor to student ratio:  1-16

Time of instruction:  5 minutes

Media:  VGT and as determined by instructor.

SHOW VGT 2:  The Army Leadership Doctrine Framework


As you read in your assignment, the Army Leadership structure begins with what a leader must BE.  Looking at the VGT, you can see that the BE component focuses on the the values and attributes that shape the leader’s character.  It may be helpful to think of these as internal qualities; you possess them all the time, alone and with others.  They define who you are.  They give you a solid footing.

The second component of the model is what the leader should KNOW.  Your skills are everything you should know how to do, your competence in everything from the technical side of your job to the people skills required of a leader.

The final component of the leadership framework is what a leader must DO.  Skills or knowledge are not enough.  You cannot be an effective leader until you apply what you know, until you act and DO what you must.

This is a brief overview of the Army leadership framework of BE, KNOW, and DO as found in FM 22-100.  We are going to look at each of these components of the leadership framework in more depth.  Although we are going to discuss each of the leadership framework concepts separately, they do not stand alone.  They are closely connected and together make up who the leader is and what the leader does.


2. Learning Step/Activity 2:  Discuss Character:  What a leader must BE:


Method of instruction:  CO/PE


Instructor to student ratio:  1-16


Time of instruction:  10/40 minutes (total 50 minutes)


Media:  VGT and Practical Exercise 

QUESTION:  What is the relationship between the concepts of BE and character in 

FM 22-100?

Expected response:  They are used interchangeably and represent the same concepts-- who you are.  Who you are heavily affects what you do.  

QUESTION:  Character or BE is divided into two core dimensions- Values and Attributes.  How would you define values?

Expected response:  Values are the attitudes about the worth of people, concepts, and other things, the beliefs we hold that tell us what we need to be every day, and in every action we take.

QUESTION:  What are Army values?

Expected response:  Army values are those to which members of the Army must adhere.  These are more than a system of rules.  They are the glue that binds members of the Army together.  The Army values are nonnegotiable.  They apply to everyone all the time and in every situation.

QUESTION:  Can a member of the Army have one set of values on the job and one at home after hours or follow some of the values and ignore others?

Expected response:  No.  The Army values MUST BE ADHERED to 24—hours a day.  

As a member of the Army, it is NOT possible to follow some of the values and ignore others.

In your readings you learned that there are seven Army values.  Let’s list those values.  (Write on a board, overhead or paper in the following order.  You might even put the first letter of each word on the board as a mnemonic device for students.)


Loyalty


Duty


Respect


Selfless Service


Honor


Integrity


Personal Courage.

If you look at the first letter of each of the values, you find a mnemonic device which can help you remember the values:  LDRSHIP stands for leadership.  

REMEMBER, placing the values in the given order DOES NOT indicate that the first value, loyalty, is more important than the second one, duty.  They are all of equal value.
Now that we have completed an overview of the values, let’s look at each one of them more closely and define each of them in terms of leader behaviors.

QUESTION:  What do we mean by loyalty?

Expected response:  Commitment or similar comment.

QUESTION:  As a member of the Army, to whom do we owe our loyalty?

Expected response:  To the Army, superiors, peers, subordinates, leaders and the larger institution to include the nation.
QUESTION:  How do you gain loyalty from your subordinates?

Expected response:  A leader can neither demand loyalty nor win it from his/her soldiers by talking about it.  The loyalty of your soldiers is a gift they give you when, and only when, you deserve it—when you train them well, treat them fairly, and live by the concepts you talk about.  The leader who is loyal to his subordinates never lets them be misused.
Thus as BG Marshall stated in Men Against Fire,  “No man ever wins the loyalty of troops by preaching loyalty.  It is given to him as he proves his possession of the other (values).”

Duty is the second value that we are going to discuss.

QUESTION:  What kind of things do we include when we talk about duty as a value?  As an Army value?

Expected response:  Our obligations.  We talk about requirements given to us by laws, regulations, orders and job descriptions.  Duty, as an Army value, goes beyond the minimum requirements and means that the Army member will work to follow the higher duty to the community of soldiers, the Army, and the nation.

Question:  What is the soldier’s duty if he/she is given an illegal order?

Expected response:  The soldier’s duty is to refuse to obey the illegal order.  This is an obligation; something you must do.

Have any of you seen the movie Paths to Glory?  You may remember that the fire control officer was ordered by the general to fire upon his own men because they had not taken the “Ant Hill.”  Do you remember how he handled the situation?  He told the general that he would have to put it in writing.  Hopefully, you will never be faced with that kind of situation.  If you are faced with an illegal or questionable order, you have the duty to do what is right.


QUESTION:  The third value we are discussing is respect.  What do we mean when we talk about respect in the Army?

Expected response:  Treat people as they should be treated.

QUESTION:  What can happen in a unit or organization when the leader treats subordinates and others harshly or rudely?

Expected response:  Those in the unit have no desire to do their duty and there is a strong tendency for the subordinates to feel resentment and harbor a desire to disobey.

MG Schofield in an 11 August 1879 address provided insight into what happens when the leader fails to show respect to subordinates…The discipline which makes the soldiers of a free country reliable in battle is not to be gained by harsh or tyrannical treatment.  On the contrary, such treatment is far more likely to destroy than to make an army.  It is possible to impart instruction and to give commands in such manner and in such a tone of voice to inspire in the soldier no feeling but an intense desire to obey, while the opposite manner and tone of voice cannot fail to excite strong resentment and a desire to disobey.  

There is another factor, as set forth in our Declaration of Independence, “all men are created equal.”  The Army benefits from the diversity of its soldiers.  Given the diversity, you as leaders must foster a climate where everyone is treated with respect and dignity regardless of race, gender, creed, color or religious belief.

The next value we will cover is selfless service.  It is interesting to note that the spirit of selfless service in situations where soldiers overcome incredible odds to accomplish the mission or duty, is built on a soldier’s trust and regard for fellow soldiers.  A failure to respect builds a climate which eats away at the trust and erodes unit cohesion.  

QUESTION: What does the Army doctrine mean when it refers to selfless service?

Expected response:  It means doing what is right for the nation, the Army, the organization, and your soldiers and putting these responsibilities above your own interests.  

The next Army value is one that we often talk about—honor.  You see it written on buildings and you read about it in books and hear it used in everything from school songs to the Scout Oath.  I’m sure you have heard the phrase, “serve with honor.”  To demonstrate honor is to live up to all the Army values.  General Stonewall Jackson said “What is life without honor?  Degradation is worse than death.”  

QUESTION:  How would you define honor?

Expected response:  You will have different versions of the definition.  Bring it back to the idea that you are true to your commitments.  You do what you say you will do. 


In the Army, honor means that you put the Army values above all other loyalties, above self-interest, above career and comfort and even above self-preservation.  Honesty and our next Army value, integrity, form the foundation of honor.

Our next value, Integrity, is a personal code.  It is the sense that soldiers are morally complete and behaviorally upright.  The soldier does what is right because he/she has a choice and he/she chooses well.  Stephen L. Carter, in his book Integrity, states that integrity requires three steps:

(1) First, the soldier must discern what is right from what is wrong.

(2) Second, the soldier must act on what he/she has discerned, even at personal cost.

(3) Third, the soldier must openly acknowledge that he/she is acting on his/her understanding of right and wrong.

QUESTION:  We often hear statements that a leader has integrity or does not have integrity.  When you hear that statement, what does it mean to you?  Give an example of an experience where the leader did not exhibit integrity.  What was the effect on the office/unit?

Expected response:  Responses will vary but focus group on doing what is right, legally and morally.  Build on the experiences presented.

Last, but not least, the Army also identifies Personal Courage as an Army Value.

QUESTION:  What do we mean by personal courage?

Expected response:   It is the ability to put fear aside and do what is necessary; physically and morally.  Physical courage is overcoming fears of bodily harm and doing your duty.  Moral courage is the willingness to stand firm on your values, principles and convictions. General Matthew Ridgway said that “there are two kinds of courage, physical and moral, and he who would be a true leader must have both.”  We can define physical courage as taking physical risks in spite of the fear of being injured or killed.  This value is especially critical in battle.  Moral courage, on the other hand, is what enables a leader to stand up for what he believes is right, regardless of the consequences.  The leader takes responsibility for his/her actions.

As we have seen, Army values overlap.  To be an effective leader you must learn to live by the Army values.  Use the acronym, LDRSHIP to help you remember the Army values.  But keep in mind that the order presented does not indicate the order of importance.

As I indicated, our values are one of the two core dimensions which make up the BE of the leadership doctrine framework.  The other core dimension is attributes.

When we talk about attributes, we are talking about the fundamental qualities and characteristics of the leader:  mental, physical and emotional.  IT IS IMPORTANT to remember, however, that our attributes are not absolutes.  Some factors such as skin color, eye color are genetic, but other attributes can be worked and developed.  A good leader looks for ways to improve his/her attributes.


We are now going to do an in-class exercise which will help you define the different components of one of the core dimensions of the leadership doctrine—attributes.  Break into 3 groups, 1, 2, and 3.  Each group will be assigned 5 attributes and the list of statements.  Your task is to determine which items on the list belong to your attributes.  For example:  If one of your attributes is self-discipline, the statement “Allow the Army Leaders to do the right thing regardless of the consequences for them or their subordinates,” may be one of your attributes.  Make sure you can justify your choices.  You have 10 minutes to complete the exercise.  Each group will brief their choices to the other groups, so have a recorder keep track of your groups’ choices.  (Hand out the Attributes exercise in appendix C.)

Note:  
It is not important that the groups get the attributes “right”.  The point of the exercise is to get them thinking about all that is involved when talking about attributes and how it can affect their leadership potential.  If you want to, you can give the “school solution” after the exercise but it is not necessary.  

Note:
When students have completed the review, have each group in turn brief out their choices.  Ask the other groups to comment. (5 minutes max each group) 

QUESTION:  Did any of the groups have the same statements for 2 different attributes?  (If not, ask if any could have fit into 2 different attributes.)

Expected Response:  Yes, some were difficult to put into only one attribute. 

QUESTION:  There are many different attributes that make up a good leader, what did you learn about yourself as a leader?

Expected Response:  Some need work and some are unclear.

QUESTION:  How can you apply it in your job or life?

Expected Response:  Need to make sure they become a part of my own qualities.

We have now covered the BE component of the leadership framework.  We still have two components to cover:  KNOW and DO.

3.  
Learning Step/Activity 3:  Discuss what a leader must know.

Method of instruction:  CO

Instructor to student ratio:  1-16

Time of instruction:  10 minutes

Media:  VGT and as determined by instructor.
Let’s first start with KNOW.  

SHOW VGT 3:  LEADERSHIP COMPONENT “KNOW”


The four categories of skills that a leader must KNOW are critical for the leader’s success.

QUESTION:  What kinds of interpersonal skills are important to be a good leader?

Expected Response:  Interpersonal skills include coaching, teaching, counseling, motivating and empowering your subordinates.  As expected, to successfully perform these skills you must learn to communicate.  

The second category of KNOW skills involves conceptual knowledge.

QUESTION:  What do we mean by conceptual knowledge?

Expected response.  Competence in handling ideas.  It involves sound judgement as well as the ability to think creatively and reason analytically, critically, and morally.

QUESTION:  What do we mean by technical skills?

Expected response:  Competence with job-related tasks.

QUESTION:  What are some of the technical skills you need to have as a leader?

Expected response:  Answers will vary with group.

Finally, but not least, we have tactical skills.  It is very important that leaders understand the concept of tactical skills.  Tactical skills include activities such as motivating people under extreme conditions which involves interpersonal skills), understanding and applying tactical doctrine which requires conceptual skills, and employing weapons systems and field-craft which refers to technical skills.  Tactical skills bring together all available resources, human and material, to accomplish the mission.  Competent leaders combine education, self-study and practical experience in all the skill categories to improve their tactical skill.


4.  
Learning step/Activity 4:  Discuss what a leader must DO

Method of Instruction:  PE

Instructor to student ratio is:  1-16

Time of instruction:  45 minutes

Media:  Chart Paper, chalkboard, VGT

The final component of the leadership framework is DO.  The core dimension for DO is Action.  Leaders act.  As they perform their leadership role, they improve their skills.  The concepts of DO and KNOW are closely interrelated as the practice of skills increases the individual’s performance level in all four categories of KNOW.  It is important that leader actions increase in scope and complexity as one moves from the direct to the organizational and strategic leadership levels.

Looking at the leadership concept of DO, there are three types of leadership actions:  influencing, operating, and improving.  At this time I want you to get into three groups. Use chapter 2 of FM 22-100, para 2-96 to 2-103 to assist in your exercise.  You will have 20 minutes to prepare to teach the leadership action your group is assigned.  You will have 3-5 minutes to teach your assignment.  You may use your chart paper or develop VGTs to help your group teach the leader action concepts you are teaching.  YOU MUST HOWEVER, develop a short role-play to illustrate at least one of the concepts and provide examples for the concepts.  Be sure to cover all parts of your leadership action.  Make your examples and role play appropriate for a direct leadership setting.

NOTE:
Provide the students chart paper/boards and chalkboards and VGT materials as appropriate.  Assign each group one of the following: influencing, operating, and improving.

Divide the students into three groups.  At 15 minutes tell the students they have 5 minutes left.  If the students are still working at 20 minutes, consider giving them a few extra minutes.  

NOTE:
After the student presentations: ask the other groups for feedback, summarize the main


points.  The VGT, Direct Leader Actions can help you summarize:

Show VGT 4:  Direct Leader Actions


QUESTION:  Can you relate this exercise with any experience you’ve had with or as a leader?

Expected Response:  Yes.  Now I can see how difficult/easy it is.  No, good leaders do these things automatically.  (If no responses, be prepared to relate one of your own.)

QUESTION:  How can you apply this to your future as a leader?

Expected Response:  It is complex and I have to be aware of what is involved in the doing!  

It is more than just showing up.  (Be prepared to add some of your own insight.)

SUMMARY/CHECK ON LEARNING:  

Method of instruction:  CO

Instructor to student ratio:  1-16

Time of instruction:  5 minutes

Media:  VGT and as instructor desires

SHOW VGT 5:  Leadership Core Dimensions

Let’s use the VGT to review what we have learned about the Army leadership framework.

The first leadership core dimension is values.  Remember, values are part of the leadership component BE. 

QUESTION:  What is the second leadership core dimension related to BE?

Expected response:  Attributes.

QUESTION:  What are the other two leadership core dimensions and to which of the leadership framework concepts are each related?

Expected response:  Skills and actions.  Skills are related to KNOW and actions are related to DO

As you remember, Character is the same as BE.  Competence is the same as KNOW.  And act is the same as DO.  

QUESTION:  Do any of you have any questions about what we have covered so far? 

Remember leaders are not born.  You can improve your leadership skills.  The Army provides the best leadership training programs in the world.  It is up to you to take full advantage of the training which is provided to you and to develop yourself as a leader.


C. 
ENABLING LEARNING OBJECTIVE C
NOTE:

Inform the students of the enabling learning objective requirements

Action:
Discuss the “leader of leaders” concept in Army leadership.

Conditions:
Given homework assignments, course readings (FM 22-100), and in-class discussions/activities.

Standard:
Participated in a discussion of the “leader of leaders” concept in Army leadership as presented in FM 22-100.


Learning Step/Activity  – Participate in a discussion of leaders of leaders.


Method of instruction:  CO

Instructor to student ratio is: 1-16


Time of instruction 00:10

Media  Chart paper, chalkboard, or as desired by the instructor.
QUESTION:  FM 22-100, Army Leadership, presents the concept of “leaders of leaders.”  What does this mean?

Expected response:  Everyone in the Army—including every leader—fits somewhere in a chain of command.  Everyone in the Army is also a follower and a subordinate in addition to being a leader—leaders of leaders.


QUESTION:  What are some of the differences between an authoritarian leader and a “a leader of leaders”?

Expected response:  (Responses will vary.)  

Leader of Leaders let the subordinates learn by doing.  They allow subordinates to take risks and make mistakes.  They do not step in and give instructions but allow the chain of command to work.  They avoid the “can’t do without me” syndrome and realize that no one is irreplaceable.

Authoritarian leaders do not develop leadership and professional skills in their workers/subordinates.  This will cause workers/subordinates to lack initiative, become less cooperative and the job suffers when the leader is authoritarian and does not provide subordinates an opportunity to develop leadership skills.

QUESTION:  What are your experiences with either one of these two types of leaders?  Which would you rather work with or for?  Why?

Expected response:  Allow students to share their experiences.  If no response, come up with some of your own.

QUESTIONS:  How can you apply this knowledge in your career?

Expected response:  Focus on being a leader of leaders.   

Even though we are all leader of leaders there are different levels of Army Leadership and different leadership styles that are appropriate for each level.  Let’s look at some of these.

D.
ENABLING LEARNING OBJECTIVE D
NOTE:

Inform the students of the enabling learning objective requirements

Action:
Discuss the relationship between level of Army leadership and leadership style.

Conditions:
Given homework assignments, course readings (FM 22-100), and in-class discussions/activities.

Standard:
Participated in a discussion of the leader of leaders phenomenon of Army leadership as presented in FM 22-100.

1. 
Learning Step/Learning activity 1:  The levels of leadership.

Method of instruction:  PE (Brainstorm)

Instructor to student ratio:  1-16

Time of instruction:  20 minutes

Media:  VGT, Chart paper or chart board and as desired by the instructor.

Show VGT 6: The levels of Army Leadership


There are many factors, which determine the level of leadership at which a leader works.  Let’s look over this slide and compare and contrast the different levels.  

QUESTION: What do you think is the biggest influencing factor that determines the 3 levels?  Why?

Expected response: Size of the unit and subordinates.  Direct leaders lead smaller groups working up to strategic level that has the largest group of people working for them.

QUESTION:  What are some of the other ways they are different?  

Expected response: Students will look at the slide and give the obvious responses, regional vs. global, battalion vs. MACOM etc.

QUESTION:  Where do each of the levels have the biggest leadership influence and focus? 

NOTE:
Write each level on the board and have students brainstorm their answers.  Give them a few hints if they are having problems with the concept;  i.e.  Direct leadership is face to face and has biggest impact an individual.  

Direct Leadership:  Face-to-face, front line leadership.  Subordinates see the leader, interact with the leader, leader has direct influence, more certainty and less complexity, leader is close to the action and can rapidly see what works and what doesn’t.

Organizational Leadership:  Influence a larger number of subordinates indirectly through more layers of subordinates.  More influencing through policy making.  Focus on planning and mission accomplishment over next 2-10 years.  Must get to the field to calibrate the input provided by staff.

Strategic Leadership:  Concerned with the total environment in which the army functions. Often called upon to build consensus among groups.  Focus on long-range planning.  Have fewer opportunities to visit subordinate groups.  

QUESTION:  What part does rank play in determining a leader’s level of leadership?

Expected response:  Rank does not always determine the level of leadership.  However, general officers and equivalent senior executive service civilians are usually strategic-level leaders.

In our next lesson we will look at leadership styles.

2.
Learning Step/Activity 2.—Discuss leadership styles

Method of instruction:  CO
Instructor to student ratio is: 1-16

Time of instruction 00:10
Media  Chart paper, chalkboard, or as desired by the instructor.
Now that we have defined the different types of leadership, let’s look at leadership styles.  

As indicated in FM 22-100, the Army leadership doctrine describes at great length how you should interact with your subordinates and how you must strive to learn and improve your leadership skills.  The Army recognizes, however, that you must always be yourself.  If you are not, you will come across as being fake and insincere.

Having said that leaders must be themselves, there is another factor in leadership which leaders must take into consideration.  Individuals do not respond in the same ways.  Some respond best to one type of leadership and others to another.  In fact, treating subordinates fairly does not mean that you treat them as clones.

FM 22-100 provides information on 3 different leadership styles.  Let’s quickly review those styles.

QUESTION:  All of you have probably been involved in situations where your supervisor used a directing leadership style.  What do we mean by directing leadership style?  

Expected response:  When a leader tells subordinates what has to be done, how it is to be done, where it should be done, and when it should be done.  Close supervision is employed to ensure that the subordinates follow the directions and achieve the desired end state.

QUESTION:  When is the directing style appropriate?

Expected response:  When time is short, in fast-paced operations or combat, with inexperienced teams or individuals.

QUESTION: What impact will using a directing style of leadership have on your time?  On your movement?  


Expected response:  Directed leadership typically requires that the leader remain close to the subordinates to make sure that things go smoothly.  The leader is therefore limited in that he/she must be in reasonable proximity with subordinates.

Overuse of the directing leadership style or using it when it is not appropriate can limit the development of your subordinate leaders.  The directing style of leadership should be used only when appropriate when dealing with fast-paced situations or combat and when working with inexperienced teams or individuals.

A second leadership style is the participating leadership style.

QUESTION:  Describe the participating style of leadership.

Expected response:  The leader asks for input, information and recommendations from subordinates.  When a leader involves subordinates in determining what to do, how to do, where to do, when to do a task.  Supervision is employed to ensure that the subordinates achieve the desired end state.

QUESTION:  When should the leader make use of the participating style of leadership?

Expected response:  When the leader has the time and when the subordinates are experienced.

When you use the participating style of leadership, you have your subordinates participate in creating a plan.  Doing this creates a strong incentive for subordinates to willingly invest the time and effort required to make the plan work.  But allowing participation and getting advice does not mean the leader is obligated to follow that advice; the leader is responsible for the quality of decisions and plans.

The third style of leadership we are going to talk about is the delegating leadership style. 

QUESTION:  Define what we mean by delegating leadership style.

Expected response:  Giving subordinates authority to make decisions, the necessary resources, and a clear understanding of the mission’s purpose.  

QUESTION:  The good thing about the delegating style is that the leader can no longer be held responsible for the mission.  Am I correct?  If yes, why?  If no, why?

Expected response:  You are incorrect.  As always, the leader is ultimately responsible for what happens and does not happen, but in the delegating style, the leader holds subordinate leaders accountable for their actions.  

QUESTION:  When is the delegating style of leadership most appropriate?

Expected response:  This style is appropriate for competent, knowledgeable subordinates who need little or no supervision.  Most often, in the Army, it is used in day-to-day operations.

3.
Learning Step/Learning activity 3:  Determine the relationship between the level of leadership and style of leadership.

Method of instruction:  CO

Instructor to student ratio is 1-16

Time of instruction:  5 minutes

Media:  VGT, chart paper, chalkboard

We identified three levels of leadership in the Army.  They were direct leadership, organizational leadership and strategic leadership.  We also identified three styles of leadership:  directing, participating and delegating.  They are listed on this slide.

SHOW VGT 7:  Leader styles and levels of leadership


QUESTION:  Does the chart mean that the Direct leader uses the Directing style of leadership, the organizational level leader use the participating leadership style and the strategic leader use the delegating leadership style?

Expected response:  No, regardless of the level of leadership, the leader will probably use all three styles of leadership.  

Even though the level of leadership is NOT THE ONLY DETERMINANT of the leadership style used, the larger the organization in size and structure, the more likely the leader will make greater use of the participating and delegating style of leadership. 

QUESTION:  What do you think would happen if the Army Chief of Staff tried to use the directing leadership style with the different Army organizations and units?

Expected response:  He would get very little done.  

QUESTION:  When would the directing leadership style be appropriate for the Army Chief of Staff?

Expected response:  Possibly with his/her immediate subordinates or when the project demands the senior leadership deal with it on a day-to-day basis. 


However, given the magnitude of the strategic leader’s responsibilities, the directing leadership style would be used only in rare situations.  

Summary: 
In summary, a good leader, regardless of his/her level of leadership uses the leadership style which is most appropriate for the situation.

SECTION IV
SUMMARY


Method of instruction:  LE 
Instructor to student ratio is:  1:16

Time of instruction:  5 minutes

Media:  VGT

Conclusion/
We have worked with and discussed the leadership doctrine as presented in 

Summary
chapters 1-3 of FM 22-100.  We have not covered the information in detail.  There are many real life Army examples in the FM which will bring the Army leadership doctrine to life.  


Let’s review the Army Leadership and the framework for Army Leadership.


SHOW VGT 2:  Army Leadership Framework


As we read across the model, the leader of character and competence acts.  The Army leader must BE, KNOW and DO in order to be the leader of character and competence which the Army demands.  To BE an Army leader, you are expected to possess the Army values and personal attributes which are part of the Army culture.  The BE, or who you are, provides the foundation upon which you build with the desired skills which are the KNOW of Army leadership.  Building on who you are (BE) and what you KNOW, you take actions which are the DO part of Army leadership.

Army leaders are not born—they learn to be Army leaders.  Learning the Army doctrine is a key step towards becoming the Army leader you can, and want to, be.

NOTE:
Solicit and answer the student’s questions.  This is not a graded activity.


SECTION V
STUDENT EVALUATION

Testing
Students will be given an in-class multiple choice final examination.  They are allowed

Requirements
to use their class notes and materials during the 30-minute examination.  
The remediation procedures should be determined by the school prior to conduct of the course.
NOTE:
Rapid, immediate feedback is essential to effective learning.  Schedule and provide feedback on the evaluation and any information to help answer student’s questions about the test.  Provide remedial training as needed.


Appendix A

Viewgraph Masters
(See MS Office File VGT1110.ppt)


APPENDIX B

TEST AND TEST SOLUTIONS

SEE MS OFFICE WORD DOCUMENTS TST1110.DOC AND TAN1110.DOC


APPENDIX C

PRACTICAL EXERCISES AND SOLUTIONS

SEE MS OFFICE DOCUMENTS PE1110.DOC AND PAN1110.DOC

APPENDIX D

STUDENT HANDOUT

SEE MS OFFICE FILE HO1110.DOC
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	 DIRECT                       ORGANIZATIONAL     STRATEGIC

 Type of Influence	 Mostly direct	Direct & Indirect           Mostly indirect

 Size of unit/	 Teams, sections, 	Large units &                 Mass organizations

 organization	  branches, small	organizations	    & groups of

 	  units, small and		    organizations

	  large groups

  Representative	     3-600+	600-12,000+	     50,000-500,000+

  number of

  subordinates

 Time span of	  3-12+ months	 2-10 years	     10-20+ years

  work

  Level of 	 Tactical	Tactical	    Operational and

  Warfighting			    Strategic

  Corresponding	  Roughly less than	Sector of 10-15+ km      National, continental,

     area of 	  5000 - 10,000	  & regional	    & global

  (warfighting)	  meters

   influence 

  Level of	  Team, squad, 	Battalion, directorate	   Corps, numbered

  Headquarters	  section, platoon, 	 brigade, division	   army, unified and

	 company, battalion		   specified command
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LEADERSHIP DEFINED
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LEADERSHIP CORE DIMENSIONS

Leaders of Character and Competence           Act to achieve Excellence by providing 

	                                                          purpose, direction, and motivation.
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