CEB42S21 version 1 / 

SECTION I.
ADMINISTRATIVE DATA

All Courses Including This Lesson

Course Number
Course Title 


7-12-C22 
Adjutant General Officer Advanced Course

Task(s) 

Taught(*) or

Supported

Task Number
Task Title 

Reinforced Task(s)

Task Number
Task Title



Academic    Hours
The academic hours required to teach this TSP are as follows:


Distance Learning


Hours/Methods

4 hrs

/ Conference / Discussion


1 hr 

/ Practical Exercise (Written)

Test
0 hrs
 
 

Test Review
0 hrs
 
 


Total Hours:
5 hrs
 

Test Lesson Number

Hours
Lesson No.

Testing


(to include test review) 
1 hr 


CEB42S21 version 1


Prerequisite Lesson(s)

Lesson Number
Lesson Title

None

Clearance Access
Security Level:  Unclassified

Requirements:  There are no clearance or access requirements for the lesson.

Foreign Disclosure Restrictions
. 



References


Number
Title 
Date
Additional Information

FM 22-100
Military Leadership
03 Jun 1999


Student Study Assignments
Students should be familiar with FM 22-100 before class.



Instructor Requirements
One (1) instructor



Additional
Name
Quantity
Man Hours

Support
None



Personnel




Requirements




Equipment
Name
Quantity
Expendable

Required
None



for Instruction




Materials Required
Instructor Materials: 
FM 22-100

PowerPoint presentation

Student Materials: 
FM 22-100

Handout



Classroom, Training Area, and Range Requirements
GEN CLRM, 1080 SF, 16 PN

Ammunition
Name
Student Qty
Misc Qty

Requirements
None



Instructional Guidance
NOTE: Before presenting this lesson, instructors must thoroughly prepare by studying this lesson and identified reference material.






Proponent Lesson Plan Approvals
Name 
Rank 
Postion 
Date




tc "
Section II  Introduction " \l 2SECTION II.
INTRODUCTION

Method of Instruction:    Conference / Discussion

Instructor to Student Ratio is:    1:16

Time of Instruction:    5 mins

Media:    Viewgraphs

Motivator
Show viewgraph 1: Apply Basic Leadership Skills
As Adjutant General (AG) officers, you know that good leadership skills are critical to accomplishing your mission.  During your career, you have worked with or worked for both good and bad leaders.  You are also aware that as a leader, you must possess skills in communication, supervision, teaching and counseling, soldier team development, decision-making, planning, and use of available systems.  In addition, you must demonstrate technical and tactical proficiency as well as high professional ethics.  Although this may sound like a great deal of responsibility, it is obvious that you have already accepted this challenge by being here today.

Show viewgraphs 2-3: Terminal Learning Objective



tc "Terminal Learning Objective - Apply Basic Leadership Skills " \l 3Terminal Learning Objective
NOTE:  Inform the students of the following Terminal Learning Objective requirements.

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


Action:
Apply Basic Leadership Skills


Conditions:
Given a requirement to apply basic leadership skills and access to FM 22-100.




Standards:
Apply basic leadership skills to include apply the basic principles of motivation to leadership and apply the seven-step, problem-solving process and time management principles in directing and implementing IAW FM 22-100.

 




Safety Requirements
None



Risk Assessment Level
Low

Environmental Considerations
None



Evaluation
None



Instructional Lead-In
In this lesson, we will discuss two aspects of good leadership.  First, we will talk about how to motivate soldiers to perform their jobs with the dedication needed to keep the Army at its finest.  Next, we will look at the problem-solving process and time management principles in directing and implementing.



tc "
Section III Presentation " \l 2SECTION III.
PRESENTATION 

NOTE:
Inform the students of the Enabling Learning Objective requirements.

tc "Enabling Learning Objective A - Apply basic principles of motivation to leadership. " \l 3A.
ENABLING LEARNING OBJECTIVE A 

ACTION:
Apply basic principles of motivation to leadership.

CONDITIONS:
Given a requirement to apply basic principles of motivation to leadership and access to FM 22-100.



STANDARDS:
Apply basic principles of motivation to leadership to include define the basic elements of motivation and define common theories of motivation IAW FM 22-100.



1.
Learning Step / Activity 1. Define the basic elements of motivation.



Method of Instruction:
 Conference / Discussion



Instructor to Student Ratio:
 1:16



Time of Instruction:
 10 mins



Media:
 Viewgraphs

a.
Motivation Defined.

Show viewgraph 4:  Motivation


Motivation is energy or something that implies movement or action.


Motivation is direction or focusing on a goal or objective.


Motivation is how long and under what conditions will subordinates work at a given task.

b.
Motivation Unknown.  There are no unmotivated soldiers in the Army, just motivations unknown.

NOTE:  Ask students to take a few moments now to think about their own motivation.  Challenge them with the following questions to initiate a discussion on motivation.


What are your personal reasons for paying attention during this class?


Why do you want to learn about motivation?

NOTE:  Use student responses to illustrate that motivation is personal and varies by individual.  Tell students that their motivation is their reason for wanting to learn in this class.

NOTE:    Conduct a check on learning and summarize the learning activity.

QUESTION:
What are two definitions of motivation?

ANSWER:
Energy or something that implies movement or action.


Direction or focusing on a goal or objective.


How long and under what conditions subordinates will work at a given task.

2.
Learning Step / Activity 2. Define common theories of motivation.



Method of Instruction:
 Conference / Discussion



Instructor to Student Ratio:
 1:16



Time of Instruction:
 1 hr  



Media:
 Viewgraphs

Show viewgraph 5:  Common Theories of Motivation

a.
Intrinsic and extrinsic motivation.

(1)
Intrinsic.  Intrinsic motivation originates from within the individual.  One example is a subordinate who works on a task when the boss is not present.

(2)
Extrinsic.  Extrinsic motivation originates from a source external to the individual.  When the motivator is not present, does work continue?

b.
Individual needs as motivators.

Show viewgraph 6:  Hierarchy of Needs (Maslow)

(1)
Maslow's Hierarchy.  Maslow describes needs as a hierarchy.  Lower needs must be at least minimally satisfied before a higher need can become operative.

(2)
Alderfer's Theory.  Alderfer categorizes needs into basic existence needs and higher needs. Basic existence needs may be denied in order to fulfill a higher need.  An example is fasting for a cause.

Show viewgraph 7:  Comparison of Major Need Categories (Maslow and Alderfer)

c.
Review rewards and punishments as motivators.

(1)
Rewards increase the likelihood of continued behavior.  Rewards may also be referred to as positive reinforcement.  This implies that if you reward a soldier for behaving in a certain way, the soldier is very likely to continue to behave that way.

(2)
Punishment is likely to stop certain behavior.  This implies that if you punish a soldier for behaving in a certain way, the soldier is likely to stop behaving that way.

(3)
Avoidance/escape and extinction.  Two other factors are also present in the concept of motivation by reward or punishment.

Show viewgraph 8:  Outcomes

(a)
Avoidance/escape:  To avoid or escape a negative stimulus (punishment), soldiers will behave "properly."  Furthermore, if they are successful in avoiding or escaping the punishment, they will continue to behave ”properly.“

(b)
Extinction:  If the leader does not recognize or reward ”proper“ behavior, it will most likely decrease or stop.  In other words, it will become extinct.

NOTE:  Initiate a class discussion on the answers to the following questions:

1.
When you reward someone for doing a good job, what do you as the leader expect in the future?

2.
When you punish someone for performing poorly, what do you expect in the future?

NOTE:  Elicit the following conclusion from students:  The using rewards and punishment as motivators result in continual or changed behavior.  Used properly, they will enhance unit and individual performance.

d.
The expectancy model of motivation.

(1)
Assumptions.  The expectancy theory of motivation is based on four assumptions:

(a)
Behavior is caused by a combination of forces in the individual and the work environment.

(b)
People make conscious decisions concerning their own behavior.

(c)
People have different types of needs, desires, and goals.

(d)
People repeat those behaviors they expect will lead to favorable outcomes and avoid those that may lead to unfavorable outcomes.  If a soldier expects to achieve a promotion by doing well on a particular project, the soldier will be motivated to accomplish that project as best he can.

Show viewgraph 9:  Leadership and Expectancy

(2)
Expectancy model terms.

(a)
Expectancy link.  The expectancy link is the correlation between a soldier’s belief that he can achieve the performance outcome and the belief that the behavior exhibited will result in achieving the performance outcome.  The expectancy link is expressed in terms of a probability:  between 0 percent and 100 percent.

(b)
Instrumentality link.  The instrumentality link is the correlation between the soldier’s belief that if he or she achieves the performance outcome, he or she will receive the reward and his belief that his leader will provide the reward.  The instrumentality link is expressed as a probability between 0 percent and 100 percent.

(c)
Valence.  Valance is the value, whether positive or negative, that a soldier places on the reward.  Valance can account for a + or - value.

NOTE:  Elicit answers from students based on real-world experiences to the following questions.

1.
What is the relationship between subordinate behavior, performance outcome, and reward outcome?

2.
How can leaders influence each link of the expectancy model to improve subordinates and unit performance?

NOTE:    Conduct a check on learning and summarize the learning activity.

3.
Learning Step / Activity 3. Practical Exercise 1 "Motivation in the Motor Pool."



Method of Instruction:
 Practical Exercise (Written)



Instructor to Student Ratio:
 1:16



Time of Instruction:
 10 mins



Media:
 -None- 

NOTE:  Refer to Practical Exercise 1 in Appendix C.

NOTE:
Administer Practical Exercise 1.  Inform students that they have about 10 minutes to read the case study and jot down brief responses to the questions at the end.  Next, facilitate a short discussion about the answers to the Practical Exercise (PE) and the critical issues.


Expectancy.


Instrumentality.


Valence.

NOTE:    Conduct a check on learning and summarize the learning activity.

Ask students if there are any questions about the exercise or the answers to the discussion questions.  Clarify any questions and invite students to share real-world experiences that help illustrate the answers to the questions.

4.
Learning Step / Activity 4. Define other common theories of motivation.



Method of Instruction:
 Conference / Discussion



Instructor to Student Ratio:
 1:16



Time of Instruction:
 40 mins



Media:
 Viewgraphs

a.
Herzberg's Two-Factor Theory.

Show viewgraph 10:  Two-Factor Approach to Motivation

(1)
Hygiene factors. Hygiene factors include such items as adequate pay, good working hours, and good relationships with coworkers.

According to Herzberg, the absence of hygiene factors causes dissatisfaction.  However the presence of hygiene factors does not motivate; it only produces no dissatisfaction.

(2)
Motivator factors.  Motivation factors include such items as content, not context, of the job; challenging work; recognition; and a sense of achievement.

NOTE:  Emphasize the point that the lack of hygiene factors won't make individuals satisfied.  It only creates a situation where they are not dissatisfied.  In other words, the soldier may not wake up in the morning eager to go to work, but he or she won't stop going to work altogether.

b.
Job redesign and enhancement.  Herzberg's theory on motivating factors was influential in originating job redesign approaches.  Redesigning work is done at two levels and is related to an individual's needs.

(1)
Horizontal job expansion.  In this approach, similar or related tasks are added or combined to create new jobs.  There are two primary approaches to horizontal job expansion:  job enlargement and job rotation.

(a)
Job enlargement.  In job enlargement, subordinates are given several related things to do.  In other words, tasks are combined.

(b)
Job rotation.  In job rotation, instead of combining related tasks, subordinates are rotated through several different jobs.

(2)
Vertical job expansion.  This is sometimes referred to as job enrichment.  Instead of adding tasks or rotating the individual through other jobs, vertical job expansion seeks to enrich the job.  Job enrichment might include removing some controls, increasing responsibility, or giving the individual additional authority.

Show viewgraph 11:  A Model for Job Redesign

c.
Hackman's Model.

(1)
Implementing concepts

(2)
Core job dimensions

(3)
Critical psychological states

(4)
Personal and work outcomes

d.
Communication and motivation.  To apply any motivation theories effectively, open communication must be established.  To understand a soldier's needs, wants, desires, goals, etc., you must communicate with your troops.  To provide rewards and deliver appropriate punishment effectively, you need to know what the soldier values as a reward and what punishment he would want to avoid.

NOTE:    Conduct a check on learning and summarize the learning activity.

QUESTION:
What are the hygiene factors referred to in Herzberg's Two-Factor Theory?

ANSWER:
Adequate pay.


Good working hours.


Good relationships with coworkers.

QUESTION:
What are the motivation factors referred to in Herzberg's Two-Factor Theory?

ANSWER:
Content, not context, of the job.


Challenging work.


Recognition.



Sense of achievement.

QUESTION:
What are the two primary approaches to horizontal job expansion?

ANSWER:
Job enlargement.


Job rotation.

QUESTION:
What must be done to apply any motivational theories effectively?

ANSWER:
Open communication must be established.

5.
Learning Step / Activity 5. Practical Exercise 2 "Motivation in the Dining Facility."



Method of Instruction:
 Practical Exercise (Written)



Instructor to Student Ratio:
 1:16



Time of Instruction:
 10 mins



Media:
 -None- 

NOTE:  Distribute Practical Exercise 2.  Inform students that they have 10 minutes to read the case study and jot down brief responses to the questions at the end.  After 10 minutes, lead a short discussion on job redesign concepts presented by this case.
NOTE:    Conduct a check on learning and summarize the learning activity.

Ask students if there are any questions about the exercise or the answers to the discussion questions.  Clarify any questions and invite students to share real-world experiences that help illustrate the answers to the questions.

CHECK ON LEARNING:  Conduct a check on learning and summarize the ELO.

Use the following open-ended questions to allow students to assimilate what they have learned in this section and to stimulate class discussion.  At the same time, evaluate student learning.  Read each question aloud and have students complete them.  Add any other questions you feel are relevant.


1.
To motivate soldiers to work hard and do their best you have to ________.


2.
The best way to motivate soldiers is to ________.


3.
Motivation is simply a matter of ________.


4.
Commanders need to motivate all soldiers because ________.


5.
All soldiers are motivated by ________.

Motivation is the force that energizes behavior directed towards attainment of a goal, accomplishing an objective, or satisfying a need or desire.  Motivation may be intrinsic or extrinsic.  Motivating subordinates is an important part of leadership.  Motivating some soldiers is easy; with other soldiers, you will have to work at it in the office, in operations other than war, and in battle.

tc "Enabling Learning Objective B - Apply the seven-step problem-solving process and time management principles in directing and implementing. " \l 3B.
ENABLING LEARNING OBJECTIVE B 

ACTION:
Apply the seven-step problem-solving process and time management principles in directing and implementing.

CONDITIONS:
Given a requirement to apply the seven-step problem-solving process and time management principles in directing and implementing and access to FM 22-100.



STANDARDS:
Apply the seven-step problem-solving process and time management principles in directing and implementing to include define the need for a problem-solving process, define directing and implementing as a problem-solving process; identify the elements of the problem-solving process in directing and implementing; define the five-step decision-making process in relation to the problem-solving process; compare the advantages and disadvantages of group problem-solving versus individual action; and define the principles of time management in relation to directing/implementing IAW FM 22-100.



1.
Learning Step / Activity 1. Define the need for a problem-solving process.



Method of Instruction:
 Conference / Discussion



Instructor to Student Ratio:
 1:16



Time of Instruction:
 15 mins



Media:
 -None- 

You have a problem!  A solution to that problem must be decided upon and then implemented.  How you arrive at that solution tells a lot about the type of leader you are.  If you fail to fully evaluate the problem and its alternative solutions, make snap judgments or assumptions, or simply make rash decisions, you may be perceived by both superiors and subordinates as being a leader who doesn't deserve the responsibility entrusted to you.  That, of course, can impact heavily on your ability to accomplish your job and on your military career.

The purpose of this class is to discuss various aspects of problem-solving.  


Methods or procedures involved in identifying a problem.


Devising a solution to the problem.


Turning the solution into a plan of action.


Implementing the plan of action.

NOTE:    Conduct a check on learning and summarize the learning activity.

Ask students if there are any questions.  Clarify any questions and invite students to share real-world experiences that help illustrate the answers to the questions.

2.
Learning Step / Activity 2. Practical Exercise 3 "Lost At Sea."



Method of Instruction:
 Practical Exercise (Written)



Instructor to Student Ratio:
 1:16



Time of Instruction:
 10 mins



Media:
 -None- 

NOTE:  Explain that before you begin, experience with some practical exercises will help define concepts discussed.  Distribute Practical Exercise 3, "Lost at Sea," and tell students they will have 10 to 20 minutes to complete the exercise.

a.
Explain the rules.

b.
Practical exercise.  Read the exercise with the students and answer any questions.

c.
Conduct the PE as an individual exercise.  (Provide approximately 10 minutes for completion.)

d.
Conduct the PE as a group exercise.

(1)
Review rules for conduct of the group.

(2)
Divide the class into groups of approximately four persons each.

(3)
Provide approximately 10 to 20 minutes for completion.

e.
Conduct an after-action review of the PE.  You may choose one of the following two methods.



Method 1:

1.
Record students responses on the whiteboard, then continue the discussion with these questions.

2.
How does this PE relate to time management?

(a)
You must make decisions under pressure.  (The ship is sinking.)

(b)
Knowledge of a subject determines the amount of time it will take to complete the task.



Method 2:

1.
Provide the solution and rationale for the correct sequence.

2.
Identify the group with the most items correct and the group with the least correct.

3.
Ask each of these groups to explain why and how they made the selections in that order. Focus attention on the seven-step process to determine if the "best" group followed that process.

4.
How did the group score in comparison to individual members?  Why?

NOTE:    Conduct a check on learning and summarize the learning activity.

Ask students if there are any questions about the PE or the answers to the discussion questions.  Clarify any questions and invite students to share real-world experiences that help illustrate the answers to the questions.

3.
Learning Step / Activity 3. Practical Exercise 4 "Moon Problem."



Method of Instruction:
 Practical Exercise (Written)



Instructor to Student Ratio:
 1:16



Time of Instruction:
 10 mins



Media:
 -None- 

NOTE:  Distribute Practical Exercise 4, "Moon Problem," and tell students they will have 10 minutes to complete the exercise.

NOTE:  Follow the same procedure used for the previous exercise.

NOTE:    Conduct a check on learning and summarize the learning activity.

Ask students if there are any questions about the exercise or the answers to the discussion questions.  Clarify any questions and invite students to share real world experiences that help illustrate the answers to the questions.

4.
Learning Step / Activity 4. Define directing and implementing as a problem-solving process.



Method of Instruction:
 Conference / Discussion



Instructor to Student Ratio:
 1:16



Time of Instruction:
 15 mins



Media:
 Viewgraphs

NOTE:  Elicit definitions of directing and implementing from students.  Encourage students to share real-world examples of current personnel support issues in the discussion.

a.
Directing.  Effective leaders provide direction to their units.  When faced with a problem, these leaders follow specific procedures in directing:.

Show viewgraph 12:  Directing


Identify the source or cause of the problem.


Determine various ways to solve the problem.


Decide which of those options is best.


Establish goals which will result in the chosen outcome.

b.
Implementing.  Implementing refers to the accomplishment of a specific goal.  The primary element in implementation is communication.  Communication includes clearly briefing subordinates on goals and what is expected of them to accomplish these goals.  Communication also involves supervising and evaluating the implementation and then providing feedback to all soldiers on how the plan is working.

NOTE:  At an appropriate point in the discussion, ask the students how ethics and values play a role in the problem-solving process.  Be sure to encourage students to share real-world experiences that help define and illustrate the concept.

NOTE:    Conduct a check on learning and summarize the learning activity.  Ask students oral questions such as these to check their comprehension of the information.

QUESTION:
What are three specific procedures effective leaders follow when faced with a problem in directing their units?

ANSWER:
Identify the source or cause of the problem.


Determine various ways to solve the problem.


Decide which of those options is best.


Establish goals which will result in the chosen outcome.

QUESTION:
What is the primary element used in implemention?

ANSWER:
Communication.

5.
Learning Step / Activity 5. Identify the elements of the problem-solving process in directing and implementing.



Method of Instruction:
 Conference / Discussion



Instructor to Student Ratio:
 1:16



Time of Instruction:
 15 mins



Media:
 Viewgraphs

a.
The problem-solving process. The problem-solving process is continuous.  It can be divided into seven steps.  However, these steps may overlap in many situations.

Show viewgraph 13:  Problem Solving Process

(1)
Identify the problem.  Identification occurs as a result of anything which generates a call for action such as an instruction to perform a mission.  Another example might occur if you notice the productivity of your office has decreased during the past two months.  Remember, the problem doesn't always have to be negative to warrant using this process.  What is needed, however, is an identification of the precise problem as opposed to a symptom.  As in medical treatments, treating the symptom without curing the original problem will result only in temporary respite. 

(2)
Gather information.  With decision making, you need details to make an informed decision.  The same is true with problem solving.  Make sure that you obtain all of the relevant information that can assist with recognizing the true problem or with its possible solutions.

(3)
Develop courses of action.  Use the information gathered to determine the various courses of action.  Be as thorough and complete as possible when developing these solutions.

(4)
Analyze and compare the courses of action.  In short, study each alternative.  For each option, determine its positive and negative consequences, resource requirements, and availability of these sources.  Finally, compare the alternatives against each other.

(5)
Make a decision.  Choose the course of action which provides the best solution to the problem as determined during your analysis.  This becomes your goal.

(6)
Formulate a plan.  Develop a scenario which allows the accomplishment of the goal within the time limits specified.  The plan should detail who does what, when, where, how, and why.

(7)
Implement the plan.  For many leaders, this is the toughest of the seven steps.  Many individuals develop plans.  Unfortunately either they are unable to motivate individuals to accomplish the task, or they fail to communicate accurate and complete data hindering successful completion. 

The last step in the problem-solving process involves dealing with others to make the plan a success.   Normally, immediate subordinates should also be included in the other steps, especially when the problem is of an operational nature.  In addition, including the command group provides not only a variety of ideas, it demonstrates confidence in their abilities.  However, it does have drawbacks.  Group problem solving can be time consuming.  Also, the disparity of opinions may be so wide that agreement on a single solution may be almost impossible.

(8)
Use of the problem-solving process.  Leaders face an almost infinite number of decisions and problems on a daily basis.  Many of these are of such a low priority in the overall scheme of things that they do not warrant the time and energy required by the seven-step process.  For example, you probably would not want to call a staff meeting to determine if your top employee should receive the afternoon off that he or she has requested.  However, these routine decisions should be given a brief version of the same methodical process.

b .
Implementing.  Leaders use the problem-solving process to implement or accomplish a specific goal.  As we discuss implementation in relation to problem-solving, remember that the primary element in implementation is communication. 

Show viewgraph 14:  Implementing

(1)
Briefing subordinates.

(2)
Coordinating the implementation.

(3)
Supervising the implementation.

(4)
Evaluating the implementation.

(5)
Providing feedback.

NOTE:    Conduct a check on learning and summarize the learning activity.

QUESTION:
Name and explain four problem-solving processes.

ANSWER:
Identify the problem:  Identification occurs as a result of anything which generates a call for action such as an instruction to perform a mission.


Gather information:  With decision making, you need details to make an informed decision.  The same is true with problem solving.


Develop courses of action:  Use the information gathered to determine the various courses of action.


Analyze and compare the courses of action:  In short, study each alternative.


Make a decision:  Choose the course of action which provides the best solution to the problem as determined during your analysis.


Formulate a plan:  Develop a scenario which allows the accomplishment of the goal within the time limits specified.


Implement the plan:  For many leaders, this is the toughest of the seven steps.

QUESTION:
What is the last step in the problem-solving process?

ANSWER:
Dealing with others to make the plan a success.

6.
Learning Step / Activity 6. Practical Exercise 5 "Jeep Problem."



Method of Instruction:
 Practical Exercise (Written)



Instructor to Student Ratio:
 1:16



Time of Instruction:
 10 mins



Media:
 -None- 

NOTE:  Distribute Practical Exercise 5.  Explain to students that the Jeep problem helps illustrate the complexities of individual versus group decisions.  Explain that in this exercise, the class will determine who gets a new Jeep.  Divide the team into groups of five and select an individual within each group to serve as the major.  Instruct these individuals to go to a secluded location such as the library to decide on the distribution of the Jeeps.  While doing this, they are to work strictly on their own receiving input from no one.

Direct the remaining members of each group to complete the exercise.  Allow approximately 10 minutes for completion and ask selectees to rejoin their groups.  Ask the selected major to brief the class on the decisions made by the group.  Finally, ask the group to compare its decisions with selectee's choice and discuss the differences and the reasons for the decisions among themselves.  (Allow 10 minutes for this discussion).

Conduct and after action review of the exercise to include the following:

1.
Inform students that there is no "correct" answer.  (If time permits, provide a breakdown of each group's decision).

2.
Identify where the groups' decisions different with the selectees' decisions.

3.
Discuss why differences exists.

4.
Determine if any solutions were altered following the group-selectee discussion.

NOTE:    Conduct a check on learning and summarize the learning activity.

Ask students if there are any questions about the exercise or the answers to the discussion questions.  Clarify any questions and invite students to share real-world experiences that help illustrate the answers to the questions.

7.
Learning Step / Activity 7. Define the five-step decision-making process in relation to the problem-solving process.



Method of Instruction:
 Conference / Discussion



Instructor to Student Ratio:
 1:16



Time of Instruction:
 15 mins



Media:
 Viewgraphs

NOTE:  Distribute Student Handout 1.  Explain to students that this handout contains general information about a variety of approaches to decision making.  Ask them to set the handout aside for now so you can proceed with the lesson.
a.
Decision-making process steps.  Solutions to problems should result from an orderly and logical process consisting of five steps.  Leaders who rely on these steps are able to regularly make sound decisions.

Most day-to-day decisions do not warrant the seven-step process.  However, when deciding on courses of action for requirements such as mission plans from higher echelons, a logical process will produce more effective decisions.

Show viewgraph 15:  Decision-Making Process

(1)
Recognize and define the problem.  At times, this step may be defined as problem identification.

(2)
Gather facts and make assumptions.

(3)
Develop possible solutions.  Courses of action are developed during this step.

(4)
Analyze and compare possible solutions.

(5)
Select the best solution or course of action.  Following selection, leaders must make a plan and implement it in order to accomplish the solution.

NOTE:  Solicit examples of different real-world decisions from the students that would require the decision-making process as well as those that would not.

NOTE:  Point out to students that directing and implementing is an expansion of the process.

NOTE:    Conduct a check on learning and summarize the learning activity.

QUESTION:
Solutions to problems should result from what in the decision-making process?

ANSWER:
An orderly and logical process consisting of five steps.

QUESTION:
Name the five steps of the decision-making process.

ANSWER:
Recognize and define the problem.


Gather facts and make assumptions.


Develop possible solutions.


Analyze and compare possible solutions.


Select the best solution or course of action.

8.
Learning Step / Activity 8. Compare the advantages and disadvantages of group problem solving versus individual action



Method of Instruction:
 Conference / Discussion



Instructor to Student Ratio:
 1:16



Time of Instruction:
 15 mins



Media:
 Viewgraphs

NOTE:  Remind students of the group problem solving practical exercises at the beginning of this segment, Lost at Sea and Moon Problem.  Ask them to recall the problems they encountered as a group in solving the problems. Lead the discussion into the ”One-Minute Manager“ and Distribute Student Handout 2, One-Minute Manager Techniques.  Use the following questions to elicit discussion.

a.
What leadership style is the "One-Minute Manager"?

b.
Can you use the "One-Minute Manager" as a leadership style?

c.
Does the "One-Minute Manager" apply to both civilians and military?

d.
How does the "One-Minute Manager" compare with the Adult Learning Model? 

NOTE:    Conduct a check on learning and summarize the learning activity.

Ask students if there are any questions about the exercise or the answers to the discussion questions.  Clarify any questions and invite students to share real-world experiences that help illustrate the answers to the questions.

9.
Learning Step / Activity 9. Define the principles of time management in relation to directing/implementing.



Method of Instruction:
 Conference / Discussion



Instructor to Student Ratio:
 1:16



Time of Instruction:
 15 mins



Media:
 Viewgraphs

NOTE:  Distribute Student Handouts 3, 4, 5, and 6.  Use the handouts to initiate a discussion of time management principles, time saving techniques, devices and methods, common time wasters, and myths of time management.  In addition, use the following questions to direct the discussion on applying time management to their own jobs.

a.
How do you manage your time?

b.
Does it work?

c.
Do you put suspenses on yourself?

d.
What happens if you don't meet that suspense?

e.
Do you put suspenses on your soldiers?

f.
What happens if they don't meet the suspense?

g.
How can you apply time-management principles to the AGOAC?

NOTE:    Conduct a check on learning and summarize the learning activity.

Ask students if there are any questions about the exercise or the answers to the discussion questions.  Clarify any questions and invite students to share real world experiences that help illustrate the answers to the questions.

CHECK ON LEARNING:  Conduct a check on learning and summarize the ELO.

We have discussed the seven-step problem-solving process and time-management principles in directing and implementing, and we have defined the five-step military decision-making process in relation to the problem-solving process.  We have discussed the advantages and disadvantages of group problem-solving versus individual action. Today's lesson should help you serve more effectively as leaders in the Army.

tc "Section IV Summary " \l 2SECTION IV.
SUMMARY

Method of Instruction:    Conference / Discussion

Instructor to Student Ratio is:    1:16

Time of Instruction:   5 mins

Media:    Viewgraphs

Check on Learning
Conduct a check on learning and summarize the lesson.



Review / Summarize Lesson
As leaders in today's Army, we are going to face daily situations which will require a complete and thorough analysis in order to choose the best methods to handle those situations.  What may seem like a rather simple problem often has numerous ramifications which, if not handled correctly, could lead to other, more serious problems.  Furthermore, on the battlefield we will have to make many instant analyses then implement our solutions with the same speed.  Thus, it is imperative that we develop our style of problem solving now using the seven-step process.  By doing so, we will become more effective Army leaders. 

Show viewgraphs 16 and 17:  Terminal Learning Objective



SECTION V.
tc "Section V  Student Evaluation " \l 2STUDENT EVALUATION


NOTE:  Describe how the student must demonstrate accomplishment of the TLO standard.  Refer student to the Student Evaluation Plan.

Testing Requirements
None




NOTE:  Rapid, immediate feedback is essential to effective learning.  Schedule and provide feedback on the evaluation and any information to help answer students' questions about the test.  Provide remedial training as needed.

Feedback Requirements


tc "Appendix A  Viewgraph Masters  (N/A) " \l 1Appendix A  Viewgraph Masters  (N/A) 
tc "Appendix B  Test(s) and Test Solution(s)" \l 1TEST FOR LESSON 1:  CEB42S21 version 1
1.  Appendix B is not used.

TEST SOLUTION FOR LESSON 1:  CEB42S21 version 1
1.  

tc "Appendix C  Practical Exercises and Solutions" \l 1PRACTICAL EXERCISE SHEET 1

Title
Practical Exercise 1:  Motivation in the Motor Pool

Lesson Number/Title
CEB42S21 version 1 / Apply Basic Leadership Skills

Introduction


Motivator 
Show viewgraph 1: Apply Basic Leadership Skills
As AG officers, you know that good leadership skills are critical to mission accomplishment.  During your career, you have worked with or worked for both good and bad leaders.  You are also aware that as a leader, you must possess skills in communication, supervision, teaching and counseling, soldier team development, decision-making, planning, and use of available systems.  In addition, you must demonstrate technical and tactical proficiency as well as high professional ethics.  Although this may sound like a great deal of responsibility, it is obvious that you have already accepted this challenge by being here today.

Show viewgraphs 2-3: Terminal Learning Objective



Terminal Learning Objective
NOTE:  The instructor should inform the students of the following Terminal Learning Objective covered by this practical exercise.

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


Action:
Apply Basic Leadership Skills


Conditions:
Given a requirement to apply basic leadership skills and access to FM 22-100.




Standards:
Apply basic leadership skills to include apply the basic principles of motivation to leadership and apply the seven-step, problem-solving process and time management principles in directing and implementing IAW FM 22-100.

 




Safety Requirements
None



Risk Assessment Level
Low  

Environmental Considerations
None



Evaluation
None



Instructional Lead-In
In this lesson, we will discuss two aspects of good leadership.  First we will talk about how to motivate soldiers to perform their jobs with the dedication needed to keep the Army at its finest.  Next we will look at the problem-solving process and time management principles in directing and implementing.



Resource Requirements
Instructor Materials:  

FM 22-100

PowerPoint presentation

Student Materials:

FM 22-100

 

Special Instructions


Procedures
Case Study:  Motivation in the Motor Pool

Your company is preparing for its Army Training and Evaluation Program (ARTEP) that will take place in two months.  After this training, the unit will deploy to an overseas area where intense heat, blowing sand, and dust will take their toll on the vehicles.  Because of the importance of the company's mission and the severe climate conditions, the maintenance status of the few vehicles you have, as well as the effectiveness of the maintenance tasks performed by the operators, are of critical importance.  Failure of the company to maintain sustained equipment readiness could result in mission failure.  However, because of the intensive training that you will do and subsequent deployment overseas, the satisfaction and morale of the members of the company are also of critical importance.

As you look over your status reports, you find that maintenance readiness is poor.  You also find that you have only four licensed operators for the vehicles.  The operators you currently have appear to dislike their additional responsibility.  Of the four vehicles assigned, not one is ready for an extended field exercise much less actual deployment.  Most of the problems appear to be caused by a lack of operator organizational maintenance.  Your subordinate leaders tell you it's difficult to get parts.  When you question them about the specific problem of obtaining parts, they tell you it's not worth the effort to go through the supply system.  It's easier to scrounge.  They do not trust the parts resupply system to work properly.  As you check maintenance procedures, you find that the standard maintenance program consists of going to the motor pool for four hours twice a week followed by an inspection on Friday.  When you attend one of these maintenance days, you notice a lot of "busy work."  The mechanic seems disinterested in helping the operators on the vehicles.  He says that there is no sense in working because the operators do not take good care of the vehicles after they are fixed.  Yet, you hear from the operators that they do not understand how these new types of vehicles need to be maintained, and that the mechanic is a "prima donna."  You sense the lack of any direction in the maintenance program.  You are obviously very concerned about the current state of affairs.

Questions for discussion:

1.
What needs are apparent here of which you, as leader, could take advantage?

2.
How could you increase the expectancies that proper maintenance procedures would produce the desired level of material readiness for the vehicles in your unit?

3.
Describe the actions you would take to increase the instrumentality of high levels of individual performance for the attainment of valued rewards.  

4.
What rewards are available to you that would fulfill the anticipated needs of your subordinates?  What rewards do you think would have a high positive valence?  How could you ensure that the rewards would not have a negative valence?

5.
Discuss how you would improve motivation for your unit's maintenance program in terms of the 14 Principles of Motivation.



Feedback Requirements
N/A.



SOLUTION FOR

PRACTICAL EXERCISE 1

1.
The students' discussion should revolve around Maslow's Hierarchy of needs.  Specifically, the need to belong, security/safety, and self actualization.

2.
The students should discuss the expectancy theory of motivation.  The discussion should further revolve around the four assumptions as they relate to the motor pool.

3.
The team leader should ensure that the following points come out in the discussion:


a.
A leader might consider the instrumentality link in solving this problem.  The leader may instill within his soldiers the belief that if the soldier achieves the performance outcome, he will receive a reward.


b.
The key thing to remember is to provide rewards to the soldiers that they value, i.e., time off, recognition, and praise.

PRACTICAL EXERCISE SHEET 2

Title
Practical Exercise 2:  Motivation in the Dining Facility

Lesson Number/Title
CEB42S21 version 1 / Apply Basic Leadership Skills

Introduction


Motivator 
Show viewgraph 1: Apply Basic Leadership Skills
As AG officers, you know that good leadership skills are critical to mission accomplishment.  During your career, you have worked with or worked for both good and bad leaders.  You are also aware that as a leader, you must possess skills in communication, supervision, teaching and counseling, soldier team development, decision-making, planning, and use of available systems.  In addition, you must demonstrate technical and tactical proficiency as well as high professional ethics.  Although this may sound like a great deal of responsibility, it is obvious that you have already accepted this challenge by being here today.

Show viewgraphs 2-3: Terminal Learning Objective



Terminal Learning Objective
NOTE:  The instructor should inform the students of the following Terminal Learning Objective covered by this practical exercise.

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


Action:
Apply Basic Leadership Skills


Conditions:
Given a requirement to apply basic leadership skills and access to FM 22-100.




Standards:
Apply basic leadership skills to include apply the basic principles of motivation to leadership and apply the seven-step, problem-solving process and time management principles in directing and implementing IAW FM 22-100.

 




Safety Requirements
None



Risk Assessment Level
Low  

Environmental Considerations
None



Evaluation
None



Instructional Lead-In
In this lesson, we will discuss two aspects of good leadership.  First we will talk about how to motivate soldiers to perform their jobs with the dedication needed to keep the Army at its finest.  Next we will look at the problem-solving process and time management principles in directing and implementing.



Resource Requirements
Instructor Materials:  

FM 22-100

PowerPoint presentation

Student Materials:

FM 22-100

 

Special Instructions


Procedures
Case Study:  Motivation in the Dining Facility

A friend of yours (a first lieutenant) is a staff officer in a sister battalion.  He has recently been assigned the additional duty of Officer in Charge (OIC) of their consolidated dining facility.  His initial visits to the dining facility reveal some real problems.  He doesn't want to admit to his boss (the Bn XO) that he doesn't know how to solve these problems.  He knows you studied leadership topics in the advance course and asks you for advice.  He gives you the following information and asks what he should do.

The mess hall is one of the real trouble spots in his battalion.  The morale of the cooks and mess hall workers is very low, with a lot of dissatisfaction about both the unpleasant working conditions and the menial work.  The dining facility has failed the last three food service inspections because of unsanitary conditions, health violations, and substandard food preparation.  Not surprisingly, the food prepared by the facility has been less than appealing.

After assessing the situation, your friend has gathered these notes from interviews with the dining facility workers.


Jones (cook):  "Sir, I went to school for six months to learn to cook.  Now I'm the 'vegetable man.'  All I do is slice, dice, and make julienne fries.  Hell, I could be replaced by a vegamatic.  Not only that, the only time I hear about my job is when something's wrong.  I want out!"


Burnette (facility manager):  "Do this, do that, this isn't on the Master Menu!  The last place I was, we used the Master Menu as a guide; here it's carved in stone.  Don't you think after 18 years, I know how to plan meals?  We never get recognized for our work.  People say 'Oh, he's just a cook.'  I'd like to see what happens if we didn't come in some morning.  They'd appreciate us then!"


Murph (dishwasher):  "This job stinks.  Ten hours a day, and for 'peanuts' to boot.  We come in at 4 a.m., work all day in a hot, steamy room, and for what?  Does anyone ever say, 'Good Job, Murph.'  No!  As soon as I find something better, I'm moving on."

Your friend's task is to improve the performance and morale of the dining facility personnel so that the facility will provide the battalion with high quality food.  He has the full support of the battalion commander and believes a job redesign program might be appropriate.

Questions for discussion.

1.
What hygiene factors can you identify that might be causing dissatisfaction for the cooks and mess hall workers?  What motivator factors might be affecting satisfaction?

2.
What changes would you recommend to enrich the jobs in the dining facility?

3.
What personal and work outcomes would you expect as a result of these changes?

4.
What different outcomes might you expect for individuals with high or low growth need strength?



Feedback Requirements
N/A.



SOLUTION FOR

PRACTICAL EXERCISE 2

1.
The students discussion should focus on Herzberg's theory on hygiene and motivator factors.  Specifically the soldiers are unhappy with the working hours and the conditions.  Their dissatisfaction is caused by the lack of growth, achievement, challenge, and responsibility.

2.
The students should discuss redesigning the work within the dining facility.  Allowing the subordinates varied things to do will reduce dissatisfaction.  Job rotation will also enhance motivation.

3.
One can expect high internal work motivation, high quality work performance, high job satisfaction, and less of a desire to move away from the dining facility.

4.
For high growth strength, you can expect very high quality performance and high satisfaction.  For low growth strength, you can expect the individual to feel overwhelmed by job demands, psychological withdrawal from the job, or overt hostility.

PRACTICAL EXERCISE SHEET 3

Title
Practical Exercise 3:  Lost at Sea

Lesson Number/Title
CEB42S21 version 1 / Apply Basic Leadership Skills

Introduction


Motivator 
Show viewgraph 1: Apply Basic Leadership Skills
As AG officers, you know that good leadership skills are critical to mission accomplishment.  During your career, you have worked with or worked for both good and bad leaders.  You are also aware that as a leader, you must possess skills in communication, supervision, teaching and counseling, soldier team development, decision-making, planning, and use of available systems.  In addition, you must demonstrate technical and tactical proficiency as well as high professional ethics.  Although this may sound like a great deal of responsibility, it is obvious that you have already accepted this challenge by being here today.

Show viewgraphs 2-3: Terminal Learning Objective



Terminal Learning Objective
NOTE:  The instructor should inform the students of the following Terminal Learning Objective covered by this practical exercise.

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


Action:
Apply Basic Leadership Skills


Conditions:
Given a requirement to apply basic leadership skills and access to FM 22-100.




Standards:
Apply basic leadership skills to include apply the basic principles of motivation to leadership and apply the seven-step, problem-solving process and time management principles in directing and implementing IAW FM 22-100.

 




Safety Requirements
None



Risk Assessment Level
Low  

Environmental Considerations
None



Evaluation
None



Instructional Lead-In
In this lesson, we will discuss two aspects of good leadership.  First we will talk about how to motivate soldiers to perform their jobs with the dedication needed to keep the Army at its finest.  Next we will look at the problem-solving process and time management principles in directing and implementing.



Resource Requirements
Instructor Materials:  

FM 22-100

PowerPoint presentation

Student Materials:

FM 22-100

 

Special Instructions


Procedures
LOST AT SEA

Situation:  You are adrift on a private yacht in the South Pacific.  As a consequence of a fire of unknown origin, much of the yacht and its contents have been destroyed.  The yacht is now slowly sinking.  Your location is unclear because of the destruction of critical navigational equipment, and because you and the crew were distracted trying to bring the fire under control.  Your best estimate is that you are approximately 1,000 miles south southwest of the nearest land.

Below is a list of 15 items that are intact and undamaged after the fire.  In addition to these articles, you have a serviceable rubber life raft with oars large enough to carry you, the crew, and 10 of the items listed below.  The total contents of all survivors' pockets are a package of cigarettes, several books of matches, and five $1 bills.

Instructions:

1.
Your first task is to rank the 15 items below in terms of their importance to your survival and which you will carry with you.  Place the number 1 by the most important item, the number 2 by the second most important, and so on through number 15, the least important.

2.
Your second task is to form a group and rank the items on the right side below.  As a member of the group, share your individual solutions and try to reach consensus (not complete unanimity) on each item by employing the group consensus method to reach a decision.  This means that each group member must agree upon the prediction for each of the 15 survival items before it becomes a part of the group decision.  Because consensus is difficult to reach, not every ranking will meet with everyone's complete approval.  As a group, try to make each ranking one with which all groups members can at least partially agree.  Here are some guides to use in reaching a consensus:

•
Avoid arguing for your own individual judgments.  Approach the task on the basis of logic.

•
Avoid changing your mind if it is only to reach agreement and avoid conflict.  Support only solutions with which you are able to agree at least somewhat.

•
Avoid "conflict reducing" techniques such as majority vote, averaging, or trading in reaching your decision.

•
View differences of opinion as a help rather than a hindrance in decision-making.

Individual
Group


     
       
Sextant


     
       
Shaving mirror


     
       
5 gallon can of water


     
       
Mosquito netting


     
      
 One case of U.S. Army C rations


     
      
 Maps of the Pacific Ocean


     
       
Seat cushion (flotation device approved by the Coast Guard)


     
       
2 gallon can of oil/gas mixture


     
       
Small transistor radio


     
       
Shark repellent


     
       
20 square feet of opaque plastic


     
       
1 quart of 160 proof Puerto Rican rum


     
       
15 feet of nylon rope


     
      
 Two boxes of chocolate bars


     
       
Fishing kit


  *Adapted from Hall, J. "Decisions, Decisions, Decisions," Psychology Today, November 1971.

LOST AT SEA

GROUP WORK SHEET

 GROUP:  ___________________

Instructions:

1.
This is an exercise in group decision making.  Your group is to employ the group consensus method in reaching its decision.  This means that the prediction for each of the fifteen survival items must be agreed upon by each group member before it becomes a part of the group decision.  

Consensus is difficult to reach.  Therefore, not every ranking will meet with everyone's complete approval.  As a group, try to make each ranking one with which all groups members can at least partially agree.  Here are some guides to use in reaching a consensus.

•
Avoid arguing for your own individual judgments.  Approach the task on the basis of logic.

•
Avoid changing your mind if it is only to reach agreement and avoid conflict.  Support only solutions with which you are able to agree at least somewhat.

•
Avoid "conflict reducing" techniques such as majority vote, averaging, or trading in reaching your decision.

•
View differences of opinion as a help rather than a hindrance in decision-making.

INDIVIDUAL
GROUP


Sextant


Shaving mirror


5 gallon can of water


Mosquito netting


One case of U.S. Army C rations


Maps of the Pacific Ocean


Seat cushion (flotation device approved by the Coast Guard)

2 gallon can of oil/gas mixture


Small transistor radio


Shark repellent


20 square feet of opaque plastic


1 quart of 160 proof Puerto Rican rum


15 feet of nylon rope


Two boxes of chocolate bars


Fishing kit

2.
Your second task is to form up a group and rank the same items on the right side above.  As a member of the group, share your individual solutions and try to reach consensus (not complete unanimity) on each item.

*Adapted from Hall, J. "Decisions, Decisions, Decisions," Psychology Today, November 1971.



Feedback Requirements
N/A.



SOLUTION FOR

PRACTICAL EXERCISE 3

According to the "experts," the basic supplies needed when a person is stranded in mid ocean are articles to attract attention and articles to aid survival until rescuers arrive.  Articles for navigation are of little importance:  Even if a small life raft were capable of reaching land, it would be impossible to store enough food and water to subsist during that period of time.  Therefore, of primary importance are the shaving mirror and the two gallon can of oil/gas mixture.  These items could be used for signaling air/sea rescue.  Of secondary importance are items such as water and food, e.g., the case of Army C rations.

A brief rationale is provided for the ranking of each item.  These brief explanations obviously do not represent all of the potential uses for the specified items but, rather, the primary importance of each.

1.
Shaving mirror 


Critical for signaling air/sea rescue.

2.
two gallon can of oil/gas mixture


Critical for signaling:  the oil/gas mixture will float on the water and could be ignited with a dollar bill and a match.

3.
Five gallon can of water


Necessary to replenish loss by perspiring, etc.

4.
One case of U.S. Army C rations


Provides basic food intake.

5
Twenty square feet of opaque plastic


Utilized to collect rain water, provide shelter from the elements.

6.
Two boxes of chocolate bars


A reserve food supply.

7.
Fishing Kit


Ranked lower than the candy bars because there is no assurance that you will catch any fish.

8.
Fifteen feet of nylon rope


May be used to lash equipment together to prevent it from falling overboard.

9.
Floating seat cushion


If someone fell overboard, it could function as a life preserver.

10.
Shark repellent


Obvious.

11.
One quart of 160 proof Puerto Rican rum


Contains 80 percent alcohol enough to use as a potential antiseptic for any injuries incurred; of little value otherwise; will cause dehydration if ingested.

12.
Small transistor radio


Of little value since there is no transmitter.

13.
Maps of the Pacific Ocean


Worthless without additional navigational equipment.  (It does not really matter where you are but where the rescuers are.)

14.
Mosquito netting


There are no mosquitoes in the mid Pacific.

15.
Sextant


Without tables and a chronometer, relatively useless.


The basic rationale for ranking signaling devices above life-sustaining items (food and water) is that without signaling devices there is almost no chance of being spotted and rescued.  Furthermore, most rescues occur during the first thirty-six hours, and one can survive without food and water during this period.


**Officers of the United States Merchant Marines ranked the fifteen items and provided the "correct" solution to the task.

PRACTICAL EXERCISE SHEET 4

Title
Practical Exercise 4:  Moon Problem

Lesson Number/Title
CEB42S21 version 1 / Apply Basic Leadership Skills

Introduction


Motivator 
Show viewgraph 1: Apply Basic Leadership Skills
As AG officers, you know that good leadership skills are critical to mission accomplishment.  During your career, you have worked with or worked for both good and bad leaders.  You are also aware that as a leader, you must possess skills in communication, supervision, teaching and counseling, soldier team development, decision-making, planning, and use of available systems.  In addition, you must demonstrate technical and tactical proficiency as well as high professional ethics.  Although this may sound like a great deal of responsibility, it is obvious that you have already accepted this challenge by being here today.

Show viewgraphs 2-3: Terminal Learning Objective



Terminal Learning Objective
NOTE:  The instructor should inform the students of the following Terminal Learning Objective covered by this practical exercise.

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


Action:
Apply Basic Leadership Skills


Conditions:
Given a requirement to apply basic leadership skills and access to FM 22-100.




Standards:
Apply basic leadership skills to include apply the basic principles of motivation to leadership and apply the seven-step, problem-solving process and time management principles in directing and implementing IAW FM 22-100.

 




Safety Requirements
None



Risk Assessment Level
Low  

Environmental Considerations
None



Evaluation
None



Instructional Lead-In
In this lesson, we will discuss two aspects of good leadership.  First we will talk about how to motivate soldiers to perform their jobs with the dedication needed to keep the Army at its finest.  Next we will look at the problem-solving process and time management principles in directing and implementing.



Resource Requirements
Instructor Materials:  

FM 22-100

PowerPoint presentation

Student Materials:

FM 22-100

 

Special Instructions


Procedures
MOON PROBLEM

The problem is an experiment to test the hypothesis that group problem solving is superior to individual problem solving.

The Problem:

You are a member of a spaceship crew which has just crash landed on the moon.  Your sister ship is positioned 200 miles away on the lighted side of the moon.  Because of the crash landing, your ship and all equipment except for the 15 items listed below have been destroyed.  To survive, your crew must rendezvous with the sister ship, and, therefore, you must choose the most important of the 15 items to make the 200 mile journey.  Rank the 15 items in terms of their importance for survival, designating the most crucial as 1 and the most trivial as 15.

1.
Your first task is to rank the items individually on the left side below.  (After your group ranks them, you will be given NASA's best solution and reasoning).

(Table Here)

NOTE:  Error points are the absolute difference between your rank and NASA's.  (Disregard plus or minus signs; then add up total.)

2.
Your second task is to form a group and rank the same items on the right side of the list above.  As a member of the group, share your individual solutions and try to reach consensus (not complete agreement) on each item.

*Adapted from Hall, J. "Decisions, Decisions, Decisions," Psychology Today, November 1971.



Feedback Requirements
N/A.



SOLUTION FOR

PRACTICAL EXERCISE 4

One reason some participants may be skeptical of group problem solving is that they have probably never observed or participated in a group problem-solving situation in which the leader used the appropriate skills to facilitate group solutions.  As a result, jokes, such as the one about a camel being the product of the group which set out to design a better horse, are offered.  The facts are that group problem solving works best under certain conditions.  Participants should be guided into discovering for themselves what these conditions are.

NASA Solution

(Table Here)
PRACTICAL EXERCISE SHEET 5

Title
Practical Exercise 5:  Jeep Problem

Lesson Number/Title
CEB42S21 version 1 / Apply Basic Leadership Skills

Introduction


Motivator 
Show viewgraph 1: Apply Basic Leadership Skills
As AG officers, you know that good leadership skills are critical to mission accomplishment.  During your career, you have worked with or worked for both good and bad leaders.  You are also aware that as a leader, you must possess skills in communication, supervision, teaching and counseling, soldier team development, decision-making, planning, and use of available systems.  In addition, you must demonstrate technical and tactical proficiency as well as high professional ethics.  Although this may sound like a great deal of responsibility, it is obvious that you have already accepted this challenge by being here today.

Show viewgraphs 2-3: Terminal Learning Objective



Terminal Learning Objective
NOTE:  The instructor should inform the students of the following Terminal Learning Objective covered by this practical exercise.

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


Action:
Apply Basic Leadership Skills


Conditions:
Given a requirement to apply basic leadership skills and access to FM 22-100.




Standards:
Apply basic leadership skills to include apply the basic principles of motivation to leadership and apply the seven-step, problem-solving process and time management principles in directing and implementing IAW FM 22-100.

 




Safety Requirements
None



Risk Assessment Level
Low  

Environmental Considerations
None



Evaluation
None



Instructional Lead-In
In this lesson, we will discuss two aspects of good leadership.  First we will talk about how to motivate soldiers to perform their jobs with the dedication needed to keep the Army at its finest.  Next we will look at the problem-solving process and time management principles in directing and implementing.



Resource Requirements
Instructor Materials:  

FM 22-100

PowerPoint presentation

Student Materials:

FM 22-100

 

Special Instructions


Procedures
Jeep Problem

General Situation:  The scene is a special staff section of the 8th Army in Korea.  It consists of a CO and five officers who are constantly involved in inspecting a variety of U.S. and R.O.K. missile sites throughout South Korea.  Because of the time involved in each trip and the special nature of the task, instead of obtaining jeeps from a common motor pool, each inspector drives "his" own jeep.  As this custom has become ingrained, the inspectors have developed a possessive feeling about their jeeps and like to keep them in good running order.  Naturally, the men like to have new jeeps because new jeeps give them a feeling of pride.

Here are some facts about the jeeps and the officers that report to MAJ Hopkins, the detachment commander.

CPT Swartz

12 years in the Army, has a 2 year-old Ford Jeep

CPT Green

9 years in the Army, has a 5 year-old Dodge Jeep

CPT Miller

8 years in the Army, has a 4 year-old Ford Jeep

CPT Thompson
5 years in the Army, has a 3 year-old Ford Jeep

CPT Bombel

3 years in the Army, has a 5 year-old Willys Jeep

Information concerning these officers is attached.

The Problem:  Major Hopkins gets a new Dodge jeep into the detachment, and he must give it to one of his captains as a replacement.  Since he has had trouble in the past in introducing a new jeep into the group, it is suggested to MAJ Hopkins to put the problem to the group to decide.

Personnel Information

CAPTAIN SWARTZ: 


He has 12 years in the Army, is 34 years old, the most senior of the five captains, and has been in the unit the least amount of time of any of the five captains.  He is on the promotion list to major.


It is obvious to him that he should get the new jeep.


His (Ford) Jeep is two years old and the newest of any jeep in the unit.  He has an average travel distance of 40 miles (one way) to conduct his business.

CAPTAIN THOMPSON:


He has five years in the Army, is 27 years old, has four months in the unit (eight to Date Eligible for Return From Overseas (DEROS)), and has the best driving record in the detachment (no accidents, most miles driven in a one-month period).


His (Ford) Jeep is three years old and has served him well, but he prefers a Dodge Jeep because his family has always owned Dodge vehicles and considers Ford, Willys, or any other vehicle to be jinxed.  His dad once bought a Ford and two days later totaled it in a freak accident.


He drives an average distance of 50 miles (one way) to conduct his business.

CAPTAIN BOMBEL:


He has been in the Army for three years, is the youngest member in the detachment (and most junior), has been in Korea for seven months (five months to go), and is the detachment supply officer (additional duty).


His (Willys) Jeep is five years old and has been "through the mill."  As the supply officer, he winds up driving more than anyone else when he adds his regular travel (duty) to the travels to coordinate detachment supply matters.  His one way travel distance (counting supply work) is 90 miles.

CAPTAIN GREEN:


He has nine years in the Army, is prior enlisted (four years), is the second most junior captain in the section, and has been in the unit for four months. His DEROS is eight months from now.


He has the best maintenance record of all five captains.  Despite the fact his Dodge Jeep is five years old, he has maintained an OR rate of 92 percent.


He has an average travel distance of 50 miles (one way) to conduct his business.

CAPTAIN MILLER:


He has eight years in the Army, is 35 years old (came in late), is the second ranking captain in the section, and has been in the detachment for 11 months.  His DEROS is in one month.


His (Ford) Jeep is four years old and has been a real pain in the neck.  He has to travel 70 miles (one way) to conduct his business and on several occasions has broken down for transmission problems.


He just received a notice that he is the sponsor for your replacement, a good friend of yours who stood as your best man in your wedding.



Feedback Requirements
N/A.



SOLUTION FOR

PRACTICAL EXERCISE 5

Members of 98 groups were asked to classify their group's performance on this task as either:


(a)  dominated by the Major,


(b)  a true group decision, or


(c)  mixed influence.

To be either (a) or (b), the classification had to be unanimous.

(Adapted from Problem solving Discussions and Conferences, by Norman R.F. Maier, pp. 3841.

Method Reported

(Table Here)

This result shows that satisfaction with the solution depends greatly on the method of decision-making used.

Result #2:

Different Solutions

(Table Here)
These results indicate that, in general, no one solution tends to be associated with more satisfaction than any other solution.  In other words, a variety of different solutions are possible that still satisfy all group members at approximately the same percentage rate (except for "1 CPT").

Together, these results strongly suggest that for problem situations where "acceptance" of the solution by subordinates is high, no single solution will be "best.“  It depends on the specific (unique) composition of the group.  Further, it is the procedure or method used (i.e., participative problem solving) in arriving at the solution that is the key to satisfied group members.

Scoring for individuals:


  025 = excellent

Error points are the absolute
2632 = good

difference between your ranks and
3345 = average

NASA's (disregard plus or minus signs).
4655 = fair

Results of other groups show 75% of the groups did better than their best individuals.

Suggested Conditions
a.
Each participant understands that the problem is important and is willing to contribute to its solution.

b.
Participants have useful information from diverse backgrounds and experiences to contribute.

c.
Enough time is available.

d.
All participants have a mutual interest that a best solution be found (same goal).

e.
Participants are trained in the use of group problem-solving techniques (e.g., willing to listen).

f.
Leaders in the group (if any) insist that group problem-solving "ground rules" be followed.

g.
The solution should be achieved through a small group (56).

NOTE:  Only a few of these conditions need to exist to make group problem solving worth the time and effort involved.
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