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FOREWORD

"For I am a man “imder authority,

having soldiers under me: and I s
“ - say to this man, Go, and he goe.h;

te another, Come, and he cometh;

and to my servant, Do this, and
he doeth it.”

14

Matthew 8:8 .

Delegétion of authority was first conceived when tribal
.leaders, dating back at least to Biblical time, eased their
functional an& administrative tasks by assigning some duties:
to subordinates with commensurate authority to fulfill them.
This segment details the options and implications that allow
- contemporary organizations to delegate authérity as needs
demand, If some dist}nctions seem too theoreticall§ subtie,
their actual impact on practical organizational qperations

is significant.

|
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INTRODUCTION TO PSYCHOLOGY ' PART SIX
AND LEADERSHIP ) : SEGMENT IT1

DELEGATION OF AUTHORITY/LINE-STAFF RELATIONSHIP

Summary 1

The Concept of Delegation

The phrase delegation of authority has morce than one
definition.
Two of these are:

1) To invest somecone with formal autherity to
act for another

2) To confer authority from one executive to
another to accomplish particular assign-
ments

s

Concept of Delecation

Delegition is a process. It involves the assignment of
tasks, the granting of authority to accomplish these tasks;
and the exactica of responsibility for their accomplishment.
Delegation enables a junior officer to do two things which
are inherent in any managerial positioﬂ.

They are:

1) To plan the unit's activities

2) To direct the work of subordinate personnel

.
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ThBugh the subordinate receives authority from his
superior, the superior retains all of his original authofity.
(and his rcsponsibility), and can always reclaim declegated
! ' Juthority, in case he has to set straight any activities which

have gone astray.

Importance of Dclegation .

bDelegation of authority is important Vor several reasons,

} 1} It relieves the leader of routine, time-consuming
worh.

2) Tt develens a sense of responsibility among
subordinates. .

3) It jrovides organization depth, when requircd.
A corollary benefit of delegation of authoritv is that it

improves morale by enhancing the role of the subordinate.

s

The Chain of Command

Keep in mind that, theoretically, all authority in the
military establishment resides in the Commander in Chief.. When ’

he delegates some of his authority to his subordinates, and they -

M BTy

successively delegate it to lower echelon subordinates, we say"“'
that the chain of command has heen established. The chain
of command typifies the scalar principle, in that there is an

uninterrupted delegation of authority through successive

echelons, from the highest to the lowest.
A

ERIC , i
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»

fhe chain of command should be ¢learly understood and

closely adhered to by every subordinate. Otherwise, there is

a risk of unucrmining authority.,

Deviation Irom the Chain of Commard
L]

The following extract {rom U. S.

Navy Regnlations 1320.2
‘deals with deviation from the chain of command,

[f an officer receives an order which annuls, .
suspends or modifies one reccived from another

superior or one contrary to instructions or

orders from the Secretary of the Navy, he shall

exhibit his first orders, unless he has been

instructed not to do so, and represent the facts

in writing to the superior from whon the last

order was received. If, after such representation, o
the latter shall insist upor the execution of .
his order, it shall be obeyed, and the officer

receiving and executiug it shall report the circum-

stances to the superior from whom he received the

original order, .

.,

Should it be necessary to deviate from the chain of comrand, as

often happens in case of emergency, the Mavy regulation quoted

above offers 1 uscful guides

3

This is the end of Summary 1. Mow, go to the next pase and

take the Nuiz.
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Summary Pre-Quiz 1

. The Concept of De;ggat}on

Answer the following questions as indicated in your Student
) Guide. :

1. Which stat ment correctly relates delegation and
the chain of :ommand? !

{ a. The concept of delegation also
- includes the concept of the
chain *of command.

b. Authority and responsibility reside
in the Commander in Chief who delegates
his resporsibility and thereby establishes
the chain of command.

¢. The chain of command involves
. delegation of all of a senior's
authority to his subordinates in
successive lower echelons.

d. The chain of command establishes

uninterrupted delegation of some
authority from highest to lowest
echelon in successive steps.
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-

! 2. Which of the following correctly states a reason why
b delegation®is important to subordinates?

} a. Delegation improves the dxsc1p11ne of
subordinates. -

b. Delcgation improves the morale of - ,

. subordinates. 7Jf;j(J,IA»f
c. Delegatlon provides unit cohesiveness, y .
giving subordinates a greater sense of . .
> ,seeurlty.
T d. All of the above -
._»/’— .
— “~
3. Which correctly states an appropriatg action of a
subordinate when faced with crders from a non-chain of .
o .
' command senior?
. -~
] a. Inform the non-chain of command senior - ’
~ | of his previous orders, but execute the
new order if the senior persists. .
b. Notify his normal chain of command *
” - senior abhout the circumstances as
i soon as possible,
, €. Both.of t“c above h
) d. None of the above , ’ : L
3 Y
Now, check your answers on the next page. -
/
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DELEGATION OF AUTHORITY/LINE-STAFF RELATIONSHIP Six/I111/ST/SV

-«
Programed Sequence L.
" The Concept of Deleggtion -

e

OVERVIEW: In this frame sequence you will learn the

definition of delegation, the importance of

thévéﬁéinrof eémmand and the scalar principle,

and the procedﬁre td foklow when ccnfronted

with deviation from the chain of command. S -
1 One definition of delegation (of authority) is stated as

conferring authority from the executive to another to

accomplish particular assignments.

Which of the’following statements is a similar definition

“

of delegation?

/

a. The granting to someonc, the formal authority
to act for another.

b. The acceptance of a superior's authority
- by subordinates to legally dir.ct their ¢
activities concerning partic.ular operations

3

¢. Both of the above

d. ‘None of the above
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INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

I Read

the following statements of delegation of authority,

1) Delegation of authority is the investing of
a subordinate with formal authority to act
for a senior.

*2) Delegation of authority is the conferring of
authority from one executive to another to
accomplish particular assignments.

?
How are the above statements of\gelegation of a?thority
simila¥? - - R N
~— a. They show how authority is transferred from
one individual to another and how it is
measured. N N
° ‘b. They show that authority may be transferred
from one individual to another and the reason
Lo why.
c. Both of the above 7
d. None of the above .
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3 The entire process of delegation.involves the gssign-
) ment of tasks, the givi?g of authority for accomplishing

) L these tasks, and the exaccion of responsibility for their
‘accomplishment. '

Which illustrates this concept for delegation?

a. "Coxswain, make the officer's landing,

wait for the doctor, and return to the .
ship. Shove off!"

[ b. “"Coxswain, take your orders from the ) b
boat officer. Shove off."
c. Both of the above ‘
d.l None of the above . .

4 Which of the following explains delegaginnaof authority?

a. 9Delegation of authority is the investing
* of a subordinate with formal authority
to act far a senior.

(=2

- Delegation of authority is the granting
of authority from one executive to
another to accomplish specific
assignments. " -

c. Both of the above

d. None of the above
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) Through delegation, a junior office: is given tne right

to plan the activities of his unit and to direct the work of

subordinate personnel.
<A mic-hipman division officer prepares a schedule o’

"turn to" uctivities ‘or the morning and training assign-

ments for the afgernoon.
This is an example of:
a. Planning activities

b. Directing stbordinates

Both of the above

(¢

d. None of the above - i
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o N If @ junior officer is given the right to plun the

activities of his unit and to direct the work of subordinate
personnel, then it follows that delegation of authority has
taken place. o

In which example has true detegation of authority taken
nlace?

a. A junior offficer has been given the jobh
of organizing a work party to ohtain commissary
stores from a provisicns ship (AF) at anchor
in the harbor. He goes to the X0 and says,
"Sir, I'11 need 10 men for-the working party."
The X0 says, "Very well."

b. A junior officer ljas been given the job of
organizing a working partv to obtain commis-
sary stores from a provisions ship (AF) at
anchor i1 the harbor. He goes to the XC and .
savs, "Request permission to have a mecting of
the department heads so you can direct them to
give me the necessary men to make up the working
party.' ¢

-

¢. Both of the above

d. None of the above

-11-
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. 7 A junior officer says to one of the division petty

officers, '"Farris, figure out how much paint you need to
+
finish painting those forward compartments, come back to .
me with the requisition and I'l1 sign, it, then draw the paint
and get the job done."
R
, Farris says, "Aye, aye, sir," and leaves.

Two days. later Farris hasn't completed the job. The
officer verbally reprimands him, relieves him of his duty,
and assigns another petty officer to the task.

Which correetly states the important concept of
delegation illustrated above?

a. The subordinate receives authority from

his senior, and the senior can punish the
subordinate if the authority is not
carried out well. .

b. The subordinate receives authority from

his senior, but the senior retains all

of his original authority and can .
reclaim delegated authority. : .

L

¢. Both of the above

« d. None of 7.2 above ¢
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tasks,- authority, responsibility, delegate, assign, and

exact?

a. Tasks are assigned, and then delegation of
authority and responsibility to exact th01r
accomplishment follows.

b. Responsibility for exacting accomplishment
of tasks is assigned, and then delegation
of authority follows.

c. The process of delegation involves the
assignment of tasks, the giving of authority
for accomplishment, and the exaction of
responsibility for accomplishment.

d. The process of delegation of authority
involves the assignment of tasks, but
not necessarily the exaction of.responsi-
bility; this rests with the.delegator.

9 Which of tHhe foll6ﬁing is correct?

a. Authority is-delegated by transferring to
another individual thke responsibility to
get a job done, and :hen taking it back
if he shows signs of weakness.

b. Even after authority is delegated, the N
senior retains all of his original .
authority and can reclaim it.

c. Once authority has been conferred from
senior.to subordinate, only the subordi-
nate is respon:ible for the accomplish-
ment of the tusk at hand.

d. Authority has been truly lelegated when
the senior assigns the tesx and then
fo'lows up by directing +‘he subordinates:

8 Which statement correctly uses the following terms:
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.

10 Ultimate authority in the military rests with the

Commander in Chief (the President). The delegation of
authority from the President down to the operating levels
in the military was visibly demonstrated over natﬁonal 4
television-during the recovery of Apollo 11. President Nixon
was aboard the recovery ship U.S.S. Hornet. The Commanding
Officer of the U.S.S. Hornet had been delegated autho}ity
from his superiors to position his ship to facilitate the
recovery. Obviously, the Commanding Officer of the U.Sjé.
Hornet does not.report directly to President Nixon, but
;here mugt e§ist'a chain of command from the President down
through the various echelons_  to the Commanding Officer of
the U.S.S. Hornet. Autﬁbrity from the President is delegated
downward through these echelons (to accomplish particular
assignments), thus.conforming to the chain of command:

Which statement correctly deﬁcribes the relationsHip
between delegation and the chain of command?

- a. Delegation of authority is possible only
after the chain of command is established.

b. Without &elegation of authority, there is
no need for the chain of command.

c¢. The chain of command is characterized
through the process of delegation.

.d. Delegation of authority and the chain of
command are really one and the same
concept.

.

-14-
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11 There are many reasons why delegation of authority is

important. In the previous cxample, delegation of authority
was important because it relieved the leader (Commander in
Chief) of routine, time-consuming work he could not attend
to personally. Delegation of authority can algo provide
organization depth, when required.

The authority of the Command Duty Officer lies between
that of the Commanding Officer and ‘the Officer-Of-The-Deck.
The officers who assume duties as Command Duty Officers are
relatively senior. TheECommand Duty Officer obtains exper-
ience in exercising command functions, and this helps to
train him for becoming an Executive Officer.

wpfch correctly states a reason why delegation is
imporfént in the example above?

3. Provides organization depth

b. Relieves the Commanding Officer
of routine, time-consuming work .

c. Both of the above

d. Nonc of the abuove

e

~15-
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121 Wwhich of the.following statements is a definition of

delegation? : :

a. Delegation is the process of following
a chain of command.

b. Delegation is the process of investing
formal authority to act in another. s
individual. - .

¢. Delegation is an automatic transfer of
authority from one level to a lower
level.

d. Delegation is a formal expression for
getting someone else to do your job.

13 Delegation of authority’is also important to subor-
dinates, ] '
SN Webster was designated as a leading seaman and placed

in charge of the paint locker.” ENS Jones, the agzlstant
division officer, hoped that he (Wegster) uld shape up
the two men who were also assigned there,riﬁgminate comnlaints

. about the operation of th. paint locker, give SN Webster an
opportunity to exercise some authority by virtue of increased
reépcnsihility, and eliminate wastage of paint.

Which correctly ;tates a reason why delegation is

important to subordinates (SN Webster in this case)?
" ]

a. Delegation reduce: the responsitility of
the senior.

b. Delegation improves morale by enhancing
the role of subordinates. :

c. Both of the avove

. d. None of the above




e K

-,

.

» )
14} Which correctly states why ENS Jones delegated autherity

DELEGATION OF AUTHORITY/LINF-STAFF RELATIONSHIP %ﬁx/III/ST/SV

/

to SN Webster? (Recall previous example.)

15

a.

b.

Relieved the leader of routine details

Developed a sense of responsibility in
a subordinate

Both of the ebove

None of the above

Again, looking back at Frame 13, assume that the

division officer was also short a third class boatswain's

mate. In this case, which correctly states why the division
officer delegated authority? -

a. Couldn't attend to the work

personally.

b. Provided organization depth

c. Both of the above.

d. None of the above

A
{

-17-
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. +

16 As previously mentioped, theoretically, all authority

L
in the military establishment is lodged with the Commander
- ’

1]

in Chief who delegates to his subordinates down the line

. thus éharacterizing the chain of command. Tne scalar pPrinciple
1s a way of explaining the chaipn of command, -
. Which‘correctly states the scalar principle?

“ a. There must be a chain of direct authority
relationships from superior to subordinate
throughout the entire organization,

b. There must exist frequent delegation of
authority scaled to the organization to
» effectively accomplish -objectives.

’

€. Both of the above

- d. None of the ébove

il

17§  From which of the following statements can you infer the

. scalar principle?

a. There must be a clear line from the
ultimate source of authority to the
lowest rank in the organ.zation.

b.  There must exist a minimum of barriers
, to deiegation of authority down to the
B lowest rank in the organizatiocn,

€. Both of the above .

A
o

None of the above

’ -18-
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18 The chain of command must be clearly understood by

22

every subordinate and must be closely adhered to or -here .

‘o

can be serious consequences.
An air gfoup commander was not explicit in dglineating

the chain of command for a multi-group_air strike on an

enemy force. Thus, when he was shot down, confusion resulted

among the remaining air group commanders and their respective ~

sqggdron commanders and severalgpff?cers attémpted to take

charge and coordinate the attack. ' » . . .
Which correctly states the cgn§equences of- a poorly

defined chain of command? .

«

a. The scalar principle, which is supportive
of the chain of command, will tuke effect
to remedy the situation.

LS

b. The risk exists of undermining authority
and creating confusion. .3
c. .Both of the above

d. None of the above

5 * .

-19-
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1) sheacverca seminr deviates from the normal chain of

[T N

A

~

LY R A O

vonmand, he should 1nform the subordinate that he is

svervidis:, the normal chain of command, issue his order(s)

&

and notify *he senior normally in the chain of command
concerning his action as soon 7 po.sible.
Hhich‘correctly jtlustrates this procedure?

2 -
g The ship's postal clerk, who works out of
: IHe ship's office, following established
procedures and orders, rcquests permission
t¢ leave *he ship to deliver mail to-the
past offize,. The 00D denies permission,
telling the postal clerk to stand by while
ke checks with.the ship's office to see if
.the postal clerk is supposed to go ashore.

b. The ship's postal c¢lerk, who works out of
the ship's office, following established
procedures and orders, requests permission
to leave the ship to deliver mail to the
post office. The 00D denies permission,
telling the postal c¢lerk to go to the air
department ‘office te pick up a letter that
must leave the ship on the mail run. The

0N calls the XO and vepgrts that the

~ postal ¢lerk will be late leaving the ship.

2. Both of the aborve

d. None of the abnve




DELEGATION OF AUTHORITY/LINE-STAFF RELATIONSHIP

Six/II1/ST/SV

Y [

LXTRACT FROM U.S. NAVY REGULATIONS

"13206.2 If an officer receives an order which
annuls, suspends, or modifies one received ¢
from another supericr or one contrary to in-
structions or orders from the Secretary of the
Navy, he shall exhibit his first orders, unless
he has been instructed not to do so, and repre-
'sent the facts in writing to the superior from
whom the last order was received. If, after
such representation, the latter shall insist
upon the execution of his order, it shall be
obeyed, and the officer receiving and execut-
ing it shall report the circumstances to the
superior from whom he received the original
order."

Figure 1. Deviation From Chain of Command

-21-
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20 Subordinates also have a certain duty whenever there

is a deviation in the chain of command. Seec Figure 1 on
the previous page, and then read the following example.
MIDN Smith was.the boat officer of one of the liberty
1aunches of a carrier. His orders from the OOD were to
neke the fleet landing, pick up members of the crew returning
. from !iberty, and'to return to the ship in accordance with
the boat schedule. CDR Quarles, the Chief Engineer of the
carrier, had just missed an officer's boat retdrMEAg—£om ——— . — .. —
the ship and was quite impatient to return aboafd. Therefore,
he boarded MIDN Smith's launch and told him to shove off -
immediately. * When Sm:th informed the commander that he -
could not.leave for 30 minutes,.the commander became i
quite impatient. He ordered Smith to shove off immediately,
ad&ing "I'11 square it away with the 00D .nd the Navigator,
Mister Smith; you just carry out my orders."
Which of the following correctly states the action the
midshipman boat officer should take? '
a. Obey the new order without question,.
b. Apprise the sénior of his previous orders,
obey the senior if he persists, and then
inform his own chain of command senior
(the 00D) of the circumstances. -
c. Insist on getting approval from his own
chain of command senior (the OOD) to obey

the order.

d. Refuse to obey the order unless .it is put
in writing.
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¢

Which correctly states the concept of delegation of

authority-from the lcader's point of view?

72
-

a.

b.

C.

4.

Delegation involves both the act of
granting authority by a senior and his
act of assigning responsibility.

Delegation involves both the receipt of
authority by a subordinate and the
receipt of his responsibility.

4

"Delegation involves both the act of .

granting authority by a senior and the
inherent right to reclaim such authority.

Delegation involves both the subordinate
{(who receives authority) and the senior

1

(who delegates the authority). ,

2

Which correctly states a reason why delegation is

important to subhordinates?

a.

The more authority is delegated to him
as a subordinate, the sooner his_ level
of competence shows up.

Delcgation provides subordinates with a
stronger sense of sccurity in that they
are nccded to do the job; thus, disci-

pline is improved. <

»

Both of the above

None of the above

This is the end of Programed Sequence 1. Now, go to the next
page and take the Quiz.
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Summary Post-Quiz 1

lhe Concept of Delcgatiogp

Answer th: following questions as indicated in your Student
) Guide.

1. Which correctly states an appropriate action of a

. subordinate her faced with orders from a non-chain of =~
{ command senior?
1 . . .
a. Notif - his normal chain of command
scnior about the circumstances as soon
: as possible., } .
. b. Inform the non-chain of command senior

of his previous orders, but execute Py
the new order if the senior persists.

c. Beth of the ahove

d. Noae of the above

2. Which statement correctly rclates delegation and
the chain of command?

a, The concept of delegation also
includes the concept of the
chain of command.

b. Authority and responsibility reside

in the Commander in Chief who delegates *
his responsibility and thereby
establishes the chain of command.

c. The chain of command establishes
uninterrupted delegation of some
authority from highest to lowest
echelon in successive steps.

d. The chain of command involves
delegation of all of a senicr's
authority to his subordinates in
successive lower echelons.

ERIC

Aruitoxt provided by Eic:

o AR SR W A Y ] AR o




DELEGATION OF AUTHORITY/LINE-STAFF RELATIONSHIP

Six/I1I1/ST/SV

3. Which of the following correctly states a reason

delegation is important to subordinates?
. |
a. Delegation improves the morale of
subordinates.

b. Delegation provides unit cohesiveness,
giving subordinates a greater scnse of
security.

c. Delegation improves the discipline of
subordinates. .

d. All of the above

Now, check your answers on the next page.

-25-
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ANSWERS TO SUMMARY POST-QUIZ 1
‘ S
1, ¢
2. ¢
3. a
- Now, go to Summary .; on the, next page.

.

P P e g e

-

INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

P
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Summary 2

The Process of Delegation

-
T

When assigning duties, the leader should decide how to best
divide the work among his subordinates. He should also examine
his own functions and duties to determine which of them can be
assigned to others, ngc duties, e.g., routine administrative
tasks, are so routine that the leader would do best to assign
them to a subordinate., There _are othér functfqns which should
65 delegated onf& to subordinates possessing the necessary
skillshto perform them effectively, e.g., ;echnical inspection
of specialist activities.. In addition, therec arc functions or

duties which the lcader cannot delegate and must perform himself,

e.g., the C0'of the ship can never delegate authority for

-t

non-judicial punishment,® As you can scc, che delegation of a .

"specific duty to a subordinate often depends on the leader's

general attitude and the subordinates he has available.

Principles of Pelegation ’ . -
A

Here is a list of principles which should aid you, as a
future officer, in the delegation of authority.

1) Delegation of authority is essential to the
development of effective leaders and military
organizations,

I d

2) Decisions should be muade by the individual
who is as closc as possible to the action,

3) Avthority must be commensurate with responsi-
bility.

-27-
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4) Delegation should be made in clear,
concisce terms.

Determinants of Degree of Delegation of Authority

Some determinants of the degree of delegation are the
atmosphere of the organization and the natu;c of the duties,
c.g., a decision to launch a missile remains at the highest
level, whgreas a éqcision to scarch a vessel off the coast of
a combrat zonc 1s delegated to a lerr cchelon.

The naturc of the delegator and the delegatce(s) also
determines the degree of delegation of authority. Scme executives
fecel that dily less important decisions can be made by subor-
dimates. gome subordinates whd’share this opinion may be
hesitant to scek and/or aqéept delegated authority and the
resultant responsibility exacted from them in crucial matters.
The relationship between subordinate and dcleéator will vary
greatly depending upon the particular personalitics involved
in the relationship at the time delegation could or hould occur.

It should be evident that the trainxngeand cxpcrience of
both the senior and the subordinate affect decisions regarding
the degree of delegation. As skill and {no“ledge on-both sides
increase, we would expect incrcasing delega;ion of aufhority
for'an increasing range of activities.

Finally, the length of time the senior member has been with
the organization bears directly on the matter of deleegating
authority. Until the senior has been with the unit long

enough to make some judgment regarding the capabilities of his
subordinates, he would, rightly so, bc somewhat restrictive
and sclective in deciding what authority to delecgate and to whom.

-28-
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The foregoing discussion of delegation points to certain

factors that might hinder that process which we can categorize

as barriers to delegation:

1) Time schedule and importance of tasks -
may limit delegation.

2) A senior who would like to delegate authority
may be constrained by a higher echelon policy
against it.

3) A senior may, for his ego's sake, retain authority
and have subordinates come to him for decisions. =

4) A delegator may lack -security about his status
and fcar a subordinate': encroachment.

A delogator or delegatee haé|several recoursef to help
him overcome any of these barriers. The first step is to
recognize that a barrier existsﬁang to corre;tly identify it.
If the barrier concerns the subordinate, action’should be taken

to train him. Perhaps this can be done by deleg ting at first

some, then more authority to the subordinate, to build his

self-confidence.

"The senior himself can, by his positive attitude and effort
_to train, motivate the subordinate. A harsher method is to
replace the subordindte; however, this only shunts the problem
onto someone else's shoulders. ‘
If the barrier to delegation concerns the senior and is
possibly psychological in nature, it is unlikely to be recognized
unless, perhaps, by a higher echelon senior who could take

action to correct it.

r

The leader, in delegatiné authority to subordinafes,
must recognize the risk taken in that the subordinates may

make mistakes. The leader must be prepared to accept such a risk.

This is the end of Summary 2. Now go tc the ﬂext\page and
take the Quiz.
-29-
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,

Summary Pre-Quiz 2

lhe Process of Delegation

Answer the following questions as indicated in your Student

Guide.

1. Which correctly states a principle governing delegation

-

of military authority?

a.

Authority must be commensurate with
responsibility.

Fhe more removed a command is from the
point of (legal) authority, the lesser
should be the degree of delegation.

The commander should retain authority on
operational matters pertaining to a
segnent of the command.

A\l of the above

L]

2. Which correctly dedcribes a barrier to delegation?

ia.

b.

The =ubordinate lacks security ahout
his own status.

The importance of the task and short time
schedules limit delegation

Both of the ubove

None of the above

@
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3. Which correctly states action the senior should take
“ to overcome barr:ers to delegation that he recognizes in,
subordinates?

-

as"Take action to train subordinates to
enable them to function properly )

b. Delegate some authority to subordinates
to build self-confidence. ‘oo

c.' -Both of the above

d. None of the above

. -

Now, check your answers on the next page.

.

-31-
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1.

2.

3.

. If

If
go

.
.

INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

ANSWERS TO SUMMARY PRE-QUIZ 2

3

all your answers are correct, go to Summary 3 on page 47.
you missed one or more questions, go to the next page and
through Programed Sequence 2.

e
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Programed Sequence 2 .

The Process of -Delegation - ' ) .

OVERVIEW: 1In this ffame'sequence you will learn about - - . . v

e i R SR e e e e - - © el ams
R ——— dmm ——— -

the process- of delbgat1on, 1nclud1ng pr1nc1ples . . )
governlng delegat1on dete(mlnants of the

degree of delegat1on, and barr1ers to delegatxon,

oy

- [N

and how to overcome them. . T -

- .

1 When it comes to asslgnxng dutles,qﬁpe gbod leader decjdes . . ' 2

.

how the work is to be d1v;ded among his- subordinages. He " .

exam1nes.h1s own funct1ons and duties to determiné which can
.

. ‘ and which cannot be delegated

. N ‘ . ~ U

<

B ~ §
CDR Walker, the 0perat1ons Off1cer of a large naval air ° . ) %{ﬂ\
station, has many responsibilities, Among them are: (1) to - = . ‘ -

sign all flight clearance fdrms and (2) to, maintain logbopke

-

of Naval Aviators. - - )

~

To have someone readily available to sién flight
clearances, CDR Walker delegates the authority to the : ' .

operations duty officer. The maintenance of pilot loghooks

is assigned to the log yenman. - " ’ ’

What kind of functions or duties can a leader ordinarily

delegate?

»

a. Functions and duties which are routine. )

- "
. b. Functions and duties whf!h require speC1f1c
. skill may be delegatel to a subordinate who
s . has the necessary skill.

. c. Both of the above > L . ) e

d. None of the above . ', n ' . -
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2 A leader delegated authority in the past only to

discover the delegatees were incapable of carrying out the

tasks.

What conclusion can be drawn from this example?

. In the future this leader will probably dele-
gate functions and duties which require
specific skills to subordinates who have
the necessary skills.

b. Delegation of autharity in the future will
probably depend on this leader's general
attitude and the subordinates he has
available,

€, Both of the above

d. None of ihe above

-3 There are certa‘n functions or duties which a leader

cannot delegate, even though capable subordinates may te
readily available to‘accept the task.
- Which of the following is a duty that cannot be
delegated?

a. Inventory of commissary stores

b. Audit of the ship's recreatior funds

€. Wardroom Mess control

4, Nen-judic?al jpunishment

-14-

RS et s S i A Pl LR A T




DELEGATION OF AUTHORITY/LINE-STAFF RELATIONSHIP Six/I11/ST/Sv

4 LTJG Smith, as the Squuadron Education and Training

Officer, is responsible the following:
1) Maintain lists of available training
pubiications and USAFI correspondence
courses.

2) Submit required reports on educational
programs. . a

3) Maintain a stock of appropriate training
courses and references.

Which functions or duties should LTJG Smith appropriélely
delegate?

a. Functions 11 and 3) ) \ -

b. Functions 1) and 2) ‘

c. * All of the functions ) .

d. None of the functions . .

S What kinds of functions or duties did LTJG Smith

delegate in the previous example?
a. Routine functions or duties
b. Those requiring attitude adjustment
c. Those requiring specific skills

d. All of the above

-35-
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INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

6

There are four principles which govern delegation of

authority in the military. See Figure 2 below and then

aqswe} the frames that follow:

1) Delegation of authority is essential to the
development of effective leaders and military
organizations.

2) Decisions shohld be made by the individual

h

who is as close to the action as possible.

3) Authority must be commensurate with
responsibility. .

4) Delegation should be mac in clear, concise
terms.

7

‘ zation.

—

Figure 2. Principles Governing Delegation of Authority

You already know that delegation is important because

it develops subordinates and provideé depth for the. organi-

o

In this respect, which correctly states a principle

governing delegation of authority?

a. Delegation of authority is essential to
the development of effective leaders and
military organization,

b. Decisions should be made by the individual
closest to the action.

c. Authority must be delegated in clear, concise
terms.

d. All of the above

-36-
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8 The following is an example of incorrect delegation.

The base Cowmanding Officer has designated LT Arthur
as mess trecasurer of the Officg s Club. LT Arthur is
responsible to the base CO for its successful operation.
However, the civilian mess manager, whose contract with
the club gives him the ;ole right to hire and fire personnei,
is retained in his present capacity.

Which principle governing delegation was violated?

a: Essential authority

b.. Authority must be commensurate with
responsibility.

9 The degree of delegation may be determined by the

atmasphere of the organization, cor by.the nature of duties.

A decisjon to launch a missile is retained at the

'highesg level, while a decision to search a vessel off the

coast of Vietnam is delegated to a’ lower echeclon.

Which determiner of the degrec of delegation is

-

illustrated?
a. Atmosphere of the organization

b. Nature of duties

¢. Both of the above

d. None of the above
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10| Which of the following is an example of the atmosphere

of the organization?

a. Squadron A's X0 signs all requests for
special 1iberty and approves all orders
from aviation stores.

b. Squadron B's department heads have
authority to sign special liberty
requests and orders from aviation stores.

€. Both of the above

d. None of the above

11§ Read Figure 3 on the pext page.

The deputy commander of a joint services command has
stated that he will review and approve or disapprove the
assignment of all officers to his directorates. In the case
of officers requesting an extension of their term of duty,
he requires that the cognizant directorate chief personally
present each request to him for approval.

Which barrier to delegation is illustrated?

a. The eio of the senior requires him to

retain authority and have subordinates
come :0 him for decisions.

b. The d:legator lacks security about his
own s atus (fear of subordinates'
growt: potential).

€. Both «f the above

d. None f the above

-
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1) Time schedule and impoftance of tasks
may limit delegation. ~

- 2) A senior who would like to delegate authority .
p may be constrained by a higher echelon policy
against it..

3) A senior may, for his ego's rake, retain autherity
, and lLave subordinates come to him for decisions.

4) A delcgator may lack security about his status
and fear a subordinate's encroachmeat,

PR

Figure 3. Barriers to Delegation of Ahthority

12 Barriers to delegation can alsc result from other than

the senior and/or subordinate interrelationships.

Which correctly states this type of n»arrier?

a. Time schedules and import: ce O0f tasks

b. A senior who would like tc deicgate may
be.gonstralned by a higher echelon policy
against delegation.

c. Both of the above

None of tlke above

-39- .
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first he recogni_ed and classified. If recognized as

existing in the subordinate, the senior should take nction
to train the suberdinate so he will function properly/” or
replace him.  The attitude and effort to train on th

of the senior ure ¢onducive to motivating subordinated,

belicver in a training program for officers as well as for
enlisted personngl. Accordingly, he has an "all officers"
' meeting ecach Monday and Friday morning, at which tdime policy .

is set forth and training is conducted. \Iso, each aviator

lity.

to function properly?

<.

R T
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is assigned a colluteral duty with commensurate responsibi-

ISTRODUCTION TO PSYCHILOGY AND LEADERSHIT

To overcone barriers te delegation, the barriers must

part '

COR Miller, the Squadron Commanding Officer, is a firm

-

:

Which states the first action in training subordinates

-

a. Have meetings to talk ﬁpout what to do.

h. Delegate some authority to subordinate
to build self-cenfidence.

c. Both of the anove

d. None pf the above

-40-
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14 A DD Captain allowed his 00D's to get the ship underwav

and also to dock it. He stated his poulicy as, "On this
ship, hy watch officers know 1 have confidence in their
ability. I'm willing to risk a few 'rough' landings
occasionally to build up confidence in these officers. When
a2 real emergency arises, I may not always be orn the bridge,
so I feel this is the best way to help prepare them for such
a contingency."
Which statement correctly describes this situation?
a. The éaptain recognizes the risk to his
status when he delegates authority to
his subordinates, but is willing to .
accept the risk to aid in the develop-
ment of subordinates.
b. Decisions should be mdde by the
individual who is as close to the

action as possible.

c¢. The Captain is trving to divide his
responsibility.

d. Nqne of the above

-41-
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~

LT Smith, a capable officer, has been designated as

the senior shore patrol officer for the next port. Other

shipe have encountered trouble on visits there, so two

midshipmen have been assigned as assistant shore patrol
13

‘officers, —

Which states the appropriate action the senior should

take?
a.
b.
c.
d.
16

This
next

Supervise the effort personally to make
sure the task gets done properly.

Take actiont to train subordinates so
they will function properly, or replace
them.

Both of the above

None of the above,

Which correctly states a principle of delegation?

a,

The smaller the organization, the greater
the need for delegation.

Authority must be commensurate with
responsibility,

Both o} the above

Néne of the above

is the end of Programed Sequence 2, Now, go to the
page and take the Quiz,
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Summary Post-Quiz 2

The .Process of Delegation

Ansger the following questions as indicated in your Student
Guide, .

1. Which correctly describes a barrier to delegation?

a. The importance of the task and short time
schedules limit delegation. s

b. The subordinate lacks security about his A
own status.* PR

c. Both of the above

d. Nonc of the above

2. Which correctly states action the senior should take
to overcome barriers to delcgation that he recognizes in

subordinates? _

a. Take action to train subordinates to
enable them to function properly.

b. Delegate some authority to subordinates
to bhuild self-confidence.

c. Both of the above

d. Noné of the above
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-

3. Which correctly states a principle governing delegation

of military authority?
. ' '
a, The more removed a command is from the
point of (legal) authority, the lesser
should be the degree of delegation.

b. Authority must be commensurate with
responsibility,

¢. The commander should retain authority on
. operational matters pertaining to a segment
of the command,

d. Ail of the above

o

Now, check your answers on page 46,

-44-
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ANSWERS TO SUMMARY POST-QUIZ 2

.

1. a
2. C _@
3. b,

[T
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Sumnarv 3 . . : o . - -

The Process of Dclqution (continued) ' - y

Delegation shpuld be looked upon as a dynamic process, T - ‘ ) ’

& i.e., a senior should 1ncrca<e the authorlty of the subord1n1te

tho functiohs well and learns from’ experience. /n the-gther -
. a

hand, a senior should revoke iheéauthority of a subordinate ’ T

-

who misuses delegated authority. . ) . g .

When the delegator states what he expects; when he expects
. ~ s 3 . [

it to be done, and whom he expects to do 1t, this is called

delegation by results expected. Delegﬁ?ion by results expected

leads to real agconpliﬂhment py the subqrdinate, and it permits LY
the setting of standards and LOﬂtTOlS. The subordinate thgn" . 3

achleves success or faxlure on the basxs of his record - ’

L] ~

. . Control Over Delegated Authority ' . , -

Remember that delegation of authority does not mean abdication

of authority. The delegator retalns total author1ty and all
responsxblllty even though the dclega;ee must accept respons1h111ty o ‘

. for ‘his own actions. It follows that some controls are neccssary

.

?y} 7 in the delegation process.

3

llere are three ways to con;roi &Elegated duthority.
1) Preview with subordinate the diggction of the task. . o N

2) Periodically question and discuss the task with’
- . - the: subordinate.

’

3) ‘Require periodic reports.

Q
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Implicavions of Dalegation of Authority in the Naval Service

The foilowing is an extract from U. S. MNavy Regulations,
Article 1318;

Deiegation of Authority

The delegation of authority and the issuance of

orders and instructions by a person in the naval

service shall not relieve such person from any
responsibi1lity imposed upon him. IHe shall

insure that the delegated authority is properly

exercised and that his ¢rders and instructions I
ire properly executed.

This article clearly shows that leaders in the naval service
are uxpected to delegate their authority and supervise the
delegatees, yet recognize their own res: s -sibility for completion

o

of all assigned tasks.

This is the end of Summary 3. Now, go to the next page and
take the Quiz.

-
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Summary Pre-Quiz 3

The Process of Delegation (continued)

Answer the following questions as indicated in your Student
Guide.

1. Wh..h correctly describes the concept of delegation by
results expected?

- a. Authority is delegated to a reliable
subordinate who the delegator knows will
produce his expected results.

b. The delegator statcs what he expects, when
he expects it to be done, and by whon.

c. The delegatcr previews the direction of
the task to be delegated with the subor-
dinate to ensure accomplishment of
expected results.

d. None of the above

2, Which correctly states a technique of control over
delegated authority?

&
a, Preview the direction of the task with
the subordinate.

b, Detail specifics on how to perform each
rhase of the task.

¢. Both of the above

d. None of the above

-49-
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3. Which correctly states the obligations Navy regulations
place on all leaders on the naval service?
a3, Naval leazders are expected to delegate
their authority and see that the authority
is properly exercised.
b. Naval leaders are expected to recognize
their own responsibility for completion
of all assigned tasks.
¢. Both of the above

d. None of the above

Now, check your answers on page 52, °
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ANSWERS TO SUMMARY PRE-QUIZ 3

1

1. b
’ 2. a
3. [

If all your answers are correct, go to Summary 4 on page 63.
If you missed one or more questions, R to the next page and
go through Programed Sequence 3.
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Programed Sequence 3

The Process of Delegation (continued}

OVERVIEW: 1In this frame sequence, you will learn about the
dyRamics of delegation and the techniques of

controlling, once authori.y has been delegated.

1 It must be understodd that delegation should be a

dynamic, rather than a static concept. A good example of
the dynamic aspect of delegation would be the P3 Squadron
Commander who attempts to build confidence and increase the

experience of his young aviators by rewarding outstanding

“

airmanship and leadership with rapid promotion to first
pilot or patrol plane commander. Conversely, he doesn't

hesitate to move thosec aviators who perform unsatisfactorily

2

to positions less demanding of flying skills and/or
leadership ability (e.g., second pilot or navigator).

Which statement correctiy descrites the dynamic aspect

. ~
of delegation?

a. The sgnior should let the subordinate know
he's still the bcss and can change things
as he sees fit,

b. The senior must develop a willingness t¢
accept risks if the subordinates necd more
direction.

c. The senior who lets the subordinates get

too much experience and confidence will find

that the subordinates will stop coming to

him for decisions. .

d. The s}n}or should reward good performance with

increased delegation and revoke authority
when suburdinates perform poorly.

-§3- .
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2 Delegation by results expected is a process in which

the delegator states what he expects, when he expects it

} . tc be done, and by whom.

Why might a leader delegate by results expected?

a. He can set standards and use controls.

b. He might lack security about his own s :,
status; therefore he can limit a subor-
dinate's growth.

1 . c. Both of the zbove

d. None of the above

3 Which is an exampl. of delegation by results expected?

a. ENS O'Reilly, OI Division Officer, holds
training sessions with the midshipman watch

\ standers who are assigned to solvc maneu-
vering board problems in CIC. He stresses .
the need for accuracy and for supplying Y
information to the bridge in the shortest
time. He says, "Work the problem, think
a moment about your answer. Ask yourself,
- 'Is it logical? Is it 18C degrees off?

Does it check with the last solution?'" . )

He continues, "If you're satisfied that

your answer 1is correct, call the bridge

and report your solution,"”

b. ENS Goldberg, OI Division Officer, holds
frequent meetings with his midshipman watch
standers in an effort to improve their
effectiveness in their cruise duties as
combat information center personnel. He
iets them know that he recognizes their
intelligence and other virtues, "and that
he expects them to perform well. He explains
that he wants up-to-date status boards,
reliable and accurate reporting on all
radar contacts, and correct maneuvering
board solutions on such common problems as -
"true wind," or "closest point of approach."

; c. Both of the above

None of the above
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4 The outcome of delegation by results expected is that

the subordinate either achieves success or fails on the
basis of his record.
What can a senior do who sees his subordinate failing?

a. Reset the sténdards to a lower level

b. Use control
c. Both of the above

d. ~ None of the above

S Which correctly.defines delegation by results expected?

a. A process in which the delegator states what
“  he expects, when he expects it to be done,
and by whonm.

b. A process in which authority is delegated
only to reliable subordinates, who the
delegator knows will produce the expected

» results.

¢. Both of the "above

d. None of the above
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for the leader to preview with the subordinate the direction

of the task, discuss it with him periodically, and require

)

6 A good method of contrBlling delegated authority is

periodic and final reports.

The Chief Engineer gives a junior officer the task of -

monitoring the rebricking of boilers in the forward fireroom.

He explajps” that while the shipyard force will do the

actual work, he must still coordinate with the shipyard
repair officer: provide some assistance to yard personnel in
opening the boilers, gain the cooperation of the yard work
force so that debris is not scattered over the fireroom
(from the old and new firebrick), monitor the instgllaé&on
of new brick, and make the final inspection when tﬁe job is

completed.

" Which is dn example of control?

a.

d.

As the job progresses, the Chief Engineer
asks the junior officer if he has been
inspecting the job and informs him that

he (the Chief Engineer) is not satisfied
with the fact that the yard is reusing
some of the old firebrick. He then
directs the junior officer to get the used
firebrick removed and the new firebrick
installed.

As the job progresses, the Chief Engineer
notes with dissatisfaction that the yard
has been reusing old firebrick. He asks
the junior officer how the job is coming
and is informed by the latter, '"Just
great!" The Chief Engineer says, '"On your
next check of the boilers, let me know
when you're going inside. 1I'd like to
come along."

Both of the abové

None of the above
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.

7

As S-5 Division Officer aboard a crulser, you are in

charge of the wardroom'stewards. Sometimes you think this

is a thankless task, for you get all fhe ‘omplaints from

your fellow wardioom officers (i.e., bunk not made, room “\\\

not cleaned, laundry not picked up). You have good inter-

personal communications with the chief steward, and have -

discussed with him the séope and purpose of his task., You

have delegated to him the authority to ensure all necessary

work is accomplished, but you are still receiving complaints

from fellow officers. i

What might an independent observer conclude?
a, More impersonal control (audits) with
direction of the task is the technique not
. being utilized.
>

Periodic questioning and discussion with .
reports are the techniques not being
utilized.

€. Both of the above

None of the above
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8 Navy regulations cover the subject of delegation of

authority and supervision of the delegatees. Read Figure 4

below.
Which correctly states the obligations placed upon

leaders in the naval service pertaining to deiegation of

authority? )

a. Naval lehdders are expected to delegate their
authority and see that the authority is
properly exercised.

b. Naval leaders are expected to recognize
their own responsibility for complut1on
of atl assigned tasks.

c. Both of the above

4, None of the above s

EXTRACT FROM U.S. NAVY REGULATIéNS

Article 1318. The delegation of authority and
~ the issuance of orders and instructions by a
person in the naval service shall not relieve
such person from any responsibility imposed
upon him. He shall insure that the delegated
authority is properly excrcised and that his
orders and instructions_ are properly executed.

- Figure 4. Delegation of Authority
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91 “Which correctly states the rclationship between Navy:

Regs, Article 1318, and the dynamics of delegation?

a. Naval lcaders arc expected to delegate
authority and see that authority is
properly exercised. If it isn't, they
should revoke it.
b. Naval leaders shall ensure that orders e R
and instructions arc¢ properly exectted; )
and if not, delegatces are relieved of
responsibility. T

¢. Both of the above

d. None of the above

,

This is the end of Programed Sequence 3. Now, go the next
page and take the Quiz.
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Summary Post-Quiz 3

The Process of Delegation (céontinued)

o

[N

Answer the following quesfions as indicated in your Student

Guide.

K

1. Which best describes the concept of delegation by

results expected?

a.

< 2. Which correctly states the oBligations Navy regulations

a.

3
The delegator previews the direction, of the
task to be delegated with the subordinate
to ensure accomplishment of cxpected re3ults.

Authority is delegated to a reliable
subordinate who the delecgator knows will
produce his expected results,

The delegator states what he expects; when
he expects it to be done, and by whom.

None of the above N

place on all leaders in the naval service?

N v’

<

- k3
Naval leaders are expected to delegate
their authority, and see that the
authority is properly exercised.

Naval leaders are expected to rccogﬁizo
their own responsibility for completion
of all assigned tasks.

’

Both of the above

None of the above

)
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3. Which ceprrectly states a technique of control over

E]

N delégpted authority? ) '

a.

d.

.

Preview the direction of the task with
the subordinate.

Detail specifics on how to perform each
phase of the task.

e T

Both of the ‘above

ﬁope of the above

s,

-
’

1. . "
Now, cneck your answers on the next page.
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New, g9 to Summarv 4 on the neat' page.




ERIC

Aruitoxt provided by Eic:

~.

-,

N
\ y
DELLGATION OF AUTHORITY?ITNg:STAFF RELATIONSHIP Six/I11/ST/SV
\.\\
Summary 4 N .

Line and Staff Author;}g

Line Authority hN

Line authority is the basic authority which 6be(§tes in

an organization along a vertical hierarchy of commanders. It

Kl

extends from the highest to the lowest echelons in the chaiﬁ'§_

of command. Officers holding line positions have command \\\\\\

authority and responsibility for the accomplishment of primary

-
v

objectives.

Staff Authority

Staff authority is non-command authority which is concerned

with investigating, planning, recommending, advisiﬁg, and

assisting. Officers holding staff positions, although within

the chain of command, have non-command authority and are
responsible solely for providing advice and service to the
1 e for its attzinment of objectives.

Some of the services provided by the staff are:

1) The translation of decisions into plans and plans
into orders

2) The transmission of orders to personnel invoived
3) The preparation of continuous estimates

4) The preparation of tentative plans of possible
future action for line's considerations

«* Line may accept, reject, or change the advice or service
of staff. In case of disagreement both line and staff have
¥
the right to appedl to higher line authority. This, in the

military, 1s usually a common higher authority.

-63-
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Functional Authority

)

A commander may choose to delegate to certain staff
officers (or other subordinates) a specialvéuthority ;tatus,
which is termed "functional." Functional authority is command
autharity delegated to a ;taff positiqn and limited to one
specific activity, then removed when that activity is completed.
The staff officer with functional authority may issue orders
to line personnél to accomplish his ‘limited specific duty.

. One advantage of functional authority is tha£ it makes
the best use of expert knowledge. Functional authority ailso
relieves the commander of some¢ of his burden of dpqision
making in specialized functicanal areas.

' - Some disadvantageskof functional authority are that it

causes a potential lack of orgsnizational stability and may

stifle initiative in subordinates. The authority granted to
subordinates to sign documents "by direction" of the commanding
officer is not considered functional authority. [t does,
however, permit the staff officer to sig1 routine orders and

letters for the commander.

This is the end of Summary 4. Now, go to the next page and
take the Quiz,
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Summary Pre-Quiz 4

- Line and Staff Authority

Answer the following questions as indicated in your Student
Guide.

I

1. Which ¢orrectly states the definition of line authority?

! . a. The basic authority in an organization

r which operates along a vertical hier-

. . . arachy of commanders from the highest to
- the lowest echelons

b. The ultimatée authority of the highest
echelon within a gfven command which is
exccuted and delegated down the line of
subordinate commanders

c. Command authority which operatcs along a ¥
horizontal line of commanders, all of
whom have final authority for mission
attainment

d. None of the above

2. _Which correctly describes staff authority?

a. Non-command authority which is concerned
with investigating, planning, rccommending,
advising, and assisting

b. Authority to prepare tentative plans for
possible futurc action for line's consider-
rations

c. Both of the above . .

d. None of the ahove , .

'()S' )
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"3, Which correctly states the definition of functional
authority?

a. Command authority which is delegated to
staff positions to function in line's
capacity for an indefinite period of time

b. Command authority which is delegated to
staff positions, but which is limited to
a specific activity and is removed when
that activity iso completed

c. Command authority which is delegated to
staff positions, the sole function of
whichk is to sign routine orders and

s . letters for the commander

d. None of the above

Now, check your answers on page 68.

L
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ANSWERS TO SUMMARY PRE-QUIZ 4 ‘

1. a
2. c
3. b

K]

If all your answers are correct,
If you missed one or more questio
go through Programed Sequence 4.

g0 to Summary 5 on page 85.
ns, go to the next page and
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Programed Sequernce 4

Line and Staff Authority

OVLRVIEW: 1In this frame sequence, you wi.' learn the
——= !

definitions and:concepts of line authority,

staff authority, and functional authority.

1 Line.authority indicates chain of command authority

and respons.bility for the primary objectives of thz

organization.

S

Which:defines line authérity?

a. The basic authority in an organization
- that gives a senior the capacity to command
subordinates in his organization

b. The basic authority in an organization
which operates a’ong a vertical hier-
archy of commanders from thz highest to
the lowest ccheions -

c. Both of the above '

d. None of the above “

o
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2 Leaders with line authority are responsible for the

mission of the command and must have final authority for its
attainment.
_Which correztly illustrates this? a R

a. The ship's Executive Officer, who is
next senior to the Commanding Officer,
exercises authority over all ship's
personnel, whether they be line or staff.
Therefore, the Executive Officer, being
one of those responsible for the mission
of the command, jis vested with line
authority. .

b. The 'ship's Chief Engineer exercises
authority ¢rer the Engineering Depart-
ment. In ‘uyn, the Engineerin Depart-
ment respo:m!s to orders from tge,OOD
(with respect to engine speeds and
comparahle matters) who may be junior
to the Chief Engineer. In spite- of
this, the Chief Engineer contributes
directly to the accomplishment of the
mission of the command; therefore, he
is vested with line authority.

Lt €. Both of the above

d. Nonc of the above

3 Which of the following are linc positions?

3. YP skipper
¥
b. First division assistant division
officer N

c. Combat pilot

d. All of the above
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-

4 Staff positions have non - command authority and

’

responsibility for periding advice and sérvice
to line in the attainment of objectives. Staff positions
irzclude both staff corbs and line officers assigned to -
staff duty. '
~ *
“Which is .he definition of staff authority?
‘a. Non-command authority which is concerned
with investigating, planning, recommending, -
aivising, and assisting

b. Non-command authority which is concerned
* with associating and is delegated to staff y

personnel to operate in line's capacity .
. when necessary - \
' c. Both of the above : ?

d. None of the above

t B * >
.5 | - Which’of the foilowing are Ktaff positions?:

.

a. Legal Officer
b. CARDIV 4 Onerations Officer ,
c. Medical Officer

d. All of the above

o
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|’ l Two of staff's functions are to translate decisions into

)

plans and plans into orders, and to transmit orders to
personnel involved.

Which is an example of this? . ¢
_a. The ship's doctor, an officer in the 7
medical corps, recommends to the Executive -

Officer that all men going on liberty in

a certain port be given special booster .
innoculations. The X0 says, ''Make 1t all
. hands; we don't know that everyone ‘won't

get ashore at sometime or another." The

' mz2dical officer posts a notice in the plan
offthe day requiring men whose last names N
begin with A through F to report to sick bay.

b. In the situation outlined in a of this
question, the 00D passes the word, "All
stragglers who have not received their -
special shots, lay down to sick bay."

. €. Both of the above

- d. None of :the, above N

- 3 K e

! 7 A fleet staff often has a senior captain who has under -

him a planning section as one of its staff elements. As
you will recall, the major function of a staff element is

- to help develop ﬁlans for future operations and for

alternative or- co: tingent situvations. _

A

Which correctly states the probable other function(s) -

R $
of the senior captain's planning section?

e

a. Makes continudcus estimates

b. Prepares tentative plans for possible . |
future action for line's consideration 4

c. Both of the above ’ -

d. Noffe of the .oove
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l 8 St%ff authority exists to investigate;, plan, assist
3 // recommend and advise. Staff has no command ‘authority over .
: v
) " line.
) . . . N ’ .
'If staff gives advice to line, what can you infer?
a. Line‘may accept, reject; or change th . )
] - advice, of staff. : . - . )
) b, Staff is assuming line authority. i
} c. Both of the above
d. None of :the above
. ?
- X ’ \ )
A i ~
~ . - / ~ v
“ .
, .
‘¢
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! ’
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9 Look at the diagram of -a shipboard organization. . ‘
Which have Iine authority? . .
COMMANDING OFFICER ) ,
BEXECUTIVE OFFICER |~ ', N : !
'
S - > -
MEDICAL OFFICER . CHAPLAIN
OPERATIONS CHIEF “| WwEAPONS ~ ;
~| OFFICER ENGINEER | OFFICER NAVIGATOR
. ,
- a. Chaplain L ‘ )
v, b. Medical Officer ’ ) RS
c. Both of the atove N
. " k]
- d. None of the above _
10 Referring to the diagram in Frame 9, which have staff 5, .
i authority? . ) -

a. Executive Officer

. b. Chaplain

c. Both of the above ’ <
’ .
d. None of the above . " <
i’ . '
. , .
.
rd
a =l
" -74-
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11 While I'ine can acgept, reject, or change staff advice,

;
1the does not hav& the right to override staff when a disagree-
ment arises between the two. The disagreement must be settled,:

. and the procedure is one normally used in‘formal disagreements.

Wh.t procedure is followed when line afnd staff disagree?

a. When a disagreement arises, lihe and staff

have the right to appeal to higher line
authority which, in the m111tary, is usually
a common higher authority.
. . b. When a disagreement ar1ses, line and staff
have the right to request a committee-of- -
peers hear1ng to have the matter settled.
‘. Both of the above

d. None of the above

—
s

12 " Which correctly states the differenceApetwecn line and

staff authority?

s a. Line authority 1nd1cates chain of command
authority and responsibility: for nrimary
v objectives. <Staff authority is nonr command
authority and is concerned with providing
advice and services to line in the attain-
ment of objectivas. ,
N
b. Line authority is command authority, while
staff authority is non-command authoritv. *
. Both work unilaterally toward the attainment
of objectives. Line need not accept staff's
. services. .

c. Both of’ the above
. S

X d. None of the above

\ . -75-
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.

Rhich correctly states functions of staff?

4. To make decisiofis und 1ssue orders to
personnel involved

~%. 1o prepare tentative plans for possible

<
-

e K g
-
4

P * l‘z

) o
ERIC
s .

3
.

o gl

- : . aurherity? ‘ :

LLuture action for line's Consideration
’ "

¢. Both of the abp\n-

d. Nnne of the above N\ ’

wWhen a commander choosgs to delegate to certain staff
LT . ] -

officers or other subordinates a spe~“al temporary command

. authority stawus, 1t 1s termed "functional."

tich, then, wov_.. e a definitisn of functional

a. Commana author.i; -legated to staff
pcsitines to 3 uige on line-staff disagree- ’
ments

b. “Command authority delegatod to staff
positiens which 1s limited to a specific
activity and is removed when that
activity is completed

¢. Hoth of :@g ahove

d. MNone i the abave

»
PSSV o}

) et
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15 When a staff officer has functional éhthority, he may

issue orders toc line personnel to accomplish his specific
duties. ¢
Which is an example of tnis?

4 Chief of Naval Personnel issues orders to
personnel under the command of fleet .
commanders. -

b. The Chaplain directs his yeoman to prepare
the chapel for the coming religious holiday - :
season.

c. Both of the above

d. . None of the above

16 The chief hospitalman on a small ship, who is the

. senior member of the medical department on board, places
one of ;he quartermasters on the sick list. This leaves
one of the bridge watches short-handed. The 00D of that
particular watch tells the chief to certify the man fit for
duty. He (the 00D) knows that the man is malingering; ’

however, the qpief does not fecl- that this is the case.

Which action should be -aken to settle the disagreement?

a. Appeal to the ship's Executive Officey, their 1
common senior. -

b. Appeal to the Operations Officer, the quarter-
master's senior. |

‘c. Both of the above

d. None of the above
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17 Which best describes the change in an officer's
o ' authority when delegated functional authori. -
a. An officer may issue orders to line
personnel to accomplish his specific ,
limited objective, which he normally
- couldn't do.
)
b. An officer may issue orders, make
decisions, and perform most other
duties of line authority.
¢. Both of the above
\]
d. None of the ahove
18§ A Disbufsing Officer is responsible for proééssing ail
travel and per diem claims. He .s authorized to pay these

as long as orders have been issued and complied with and

travel

specia

’

office

is involved. Processing travel claims is a technical
.o .
1ty and almost no general service officers (line

rs) can be expected to spend the time necessary to

L
keep abreast of travel ‘regulations. :

- Which correctly states an advantage of functional

author

a,

{ty found in the above example? -

Makes best use of expert knowledge, and
maintains functional efficiency of
personnel involved

b. Relieves ecommander of some -of his burden
of decision making in specialized areas

¢. PRoth of the above

d. Jne of the above
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? 19} "By direction' authority is authority granted to .

- subordinates to sign documents '"by direction" of commanding
officers. (Navy Regs, Article 1608 covers this.) It is
not functional authority, but it does permit the staff

officer to sign routine orders and letters for the commander.\
»

Which is an example of "by direction" authority?

a. The Commanding-Officer designates the
personnel officer to sign temporary
additional duty orders "by direction.”

b. The Commanding Officer tells the )
Executive Officer to sign a letter
addréssed.to a higher command

which responds to deficiencies T
uncovered in the annual military
- ﬁnspgction.

c. Both of the above

d. None of the above ~,

!ZOI, Which correctly defines ‘functional authority?
.a. Command authority which is delegated to
-staff positions, but which is limitec to
a specific activity and is removed when
that activity is completed
» b. Command authority which is delcgated to
staff positions,- and which permits the
officer to sign routine orders and letters
for the commander v
c. Both of the above

d. None of the above

-70-
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21 Which is the function of staff personncl?
(-]

p ' a. Make continupus cstimates.
) . q b. Make decisions and issue orders.
-~ ¢. Both of the above '

-
3

d. None of the above

k 221 Which is true of functional authority? . L]

3. Initiative of subordinates say be stifled.
\\ \ b. Makes best use of expert knowledge while
it relieves the commander cf some of the
buyden of decision making
- ¢c. poth of the above

d. 'None of the above

This is the erd of Programed Sequénce 4., Xow, go to the next
paqe’and taice the Quiz.

~
-




- "

DELEGATION OF AUTHORITY/LINL-STAFF RELATIONSHIP _Six/I1I/ST, v

o

Summary Post-Quiz 4

Line and Staff Authority

-

Answer the following questions as indicated in your Student
Guide.

v A

1.  Which correc:ly states the definition of functional _
authority?

a. Cemmend authority which is delegated to
staf1 positions, but which is limited to
a spr:ific activity and is removed when
tiat activity is completed
{

b. Command authcrity which is delegated to
staff positions, the sole function of -
which is to sigr routine orders and '

: letters for the commander .

* " 4

c. Command authority which is delegated to
staff positions to function in line's
czpacity for an indefinite pericd of fime

4. None of the above

E

2. Which correctly states the definition of line authority?

a. Command authority which operates along s
a horizontal line of commandors, all of
whom have final authority ‘for mission
attainment ¢

b. The ultimaté authority of the highest
echelon within a given command which is
executed and delegated dowr the line of
subordinate commanders ~

c. The basic authority in an organization
which operates along a vertical hierarchy
of commanders from the highest to the
lowest echelons. -

d. None of the ébovo

-81-

'ERIC ,‘ :

Aruitoxt provided by Eic:




Six/I11/ST/SV . INTRODUCTION Ta PSYCHQ&SB! AND LEADERSHIP
. D i 7

& 3.  Which correctly describes staff authority?

a  Non-command authority which is concerned
. with investigating, planning, recommending,
{ - advising, and assisting -

o . b. Authority to prepare tentative plaps for -
possible future action for line's consi-
derations i

! ) - .

c. Poth of the above

|- . ] d. None of tlre above - -

Now, check your answers on page 84.

.
)
¥
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ANSWERS TO SUMMARY POST-QUIZ 4 ’ .

1. a -
2. ¢
- -
3. ¢ .
. ° v

Now, go to Summary S c¢n the next page.
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Summary 5 .

Line and Staff Authoritv (continued)

-~

.

Line-Staff Relationships = ) ®

Therg'are three general problems in thé area of line aad R )

st)ff relationships (from'a line vieﬁpoint).

) . .

They are:

1) The proper identificatipn.and utilization "
of staff authority s

2) The recognition of the true line-staff ' ’
redationship - .
3} Attitudes and behavior of members of the
" organization ’
%
Here are®some typical complaints from line people. Line

.

L. people complain that staff tends to take credit for successful

- work and blame line when something fails. Line pcopie feel that
staff ;fficers take advan.age of rgporting to and havingqfrequent
access to gigh-ranking officers, i.e., they tend to repert more

-
' -

often. . )
The biggest complaint'arises when staff assumes line authority.

It is then that line feels that staff has gone too far. For * )
example, staff officers issye a variety of orders in the name of
the commanding officer through use of "by direction'" authority
when éuch authority is granted for specific arcas only. (This
is an abusc of authority; should it occur, the subord:nate lecader
has direct access to his commander for verifi.ation of the
',xvmmander's :ntentions.) '
Staff officers are ojtén said to tend %o overstress their

own specialty and offer impractical, unbalanced assist®nce without

considering all the ramifications of a situation.

¥ 4 -85-
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The 'staff also sees difficulties in line-staff relationships.
{ - Some of these are. listed below. ‘

) . Staff may feel 4that: i

1)

Line resists most new idefs and acts toc,
cautiously and conservatively.

- 2) Line ignores staff and desires to'run
+ outfit as it sees fit.
3} Line fails to utilize staff capability,
. . or consults it too late to realize maximum ) -
benefits. ' .

4) The staff is not delegated adequate autho‘1ty
commensurdte with its expertise.- ' . ‘

* The line-staff relationsh1p can be improved in several ways,

There should be a better understanding of the basic -uthority”
[ . ) .
)
~ * . ‘ relationship., This can be achieved by improving communications

AN . * v o

and training in the following manner.

’ ' 1) Differentiating among var1ous staff i (\
authorities .

7~

- 2) Clearly defitning éufhority chan- ¢ '~ . .
Another way to improve the relationship is,‘duzing the -
organizing, to develob a clear concept of.the actual inter- .
Thus:

relacionship of authority. (;) each staff member would

have the authority for accomplishment -of what he can do be‘t '

and (2) both line and staff personnel would have essent%ﬁl
tasks in accomplishing the organization's missijon. Rcmember, ,'
.

" ) %

interdependen ‘e of staff and line, rather thar competition

however, that teamwork accomplishes the missio
|

betwern them, should be stressed frequently.
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', ” &

.- In the "commander-staff-subordinate commander' relationship,
. staff off;cers must often directly contact subordihates of lower ,
. line commanders, The chain of command is nonetheless maintained,
since these contacts are advisory in nagu;c and ‘made in ghe name
og-the highér echelon.
“ No stiict-. finition bf duties Zan completely clarify the

cq@plex“dua; relationship of the ég?ff officer to his line
commander and the subordinate line.commanl.r. This relationship
varies greatly from one orgﬁnization\to ;nﬁfher. The effective

. spaff officer must sce himself as serving thelenti*e cgmmand,

’

\ not as merely exercising the commander's authority. He should
- <3

anticipate potenti~l sources of [giction and attempt to eliminate

or avoid tihrem, It is, héwever, thc senior commander‘s behavior

¢ & .

and attitudes which truly govern line-staff relationships.

This is thc end of Summary 5. Now, go the next page and
take the Quiz,

-87-
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. Summary Pre-Quiz §

Line and Staff Authority (cont'inued)

énzger the following questions as indicated in your’Student
uide. "

b

@

1. “Which is a common staff complaint i; line-staff

felationships?

”

a. Staff does not assume line authority
' when it shonld, - .

b, Staff complains that line tends to grab

0 credit for successful work and blames
staff when work fails. <4
~ ' c.” Staff acts too cautiously and conserv-
. \ atively, Y .
d. Line ignores staff and desires to run
the outfit as it sees fjit.
N 2. #hich .is a method of improving the line-staff
relationship? vy o
a. Develop a clear concept -of the actual &
. * interrelationship of line and staff, .
b. Develop organizational charts which i
. show the actual interrelationship of . ’
authority. ) . *
¢. Inculcate the separateness of line:and.'
staff functions into all junior officers. .
d. None of the above
A9
- T -88- AN
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3, What rre the governing-factors in the line-staff )
. relationship?

a. Potential souvces of frictionwi.e., the
independent variables of the situation)
are the governing factors,

b. The behavior and attitude of the senior .
commander are the governing factors.

¢. Perceptual differences (by both line and ‘
staff) are the governing factors. :

d. Conceptual differences (by both line and
- staff) are the governing factors.

Now, check your answers. on the next page. 2

“

*
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Programed’Seq&enpe 5° ' /

. Line and Staff Authority (continued) -
. j - ’ f :
i OVERVIEN: Ip'this franegéeqnence,~ypugwiil learn about the_.

ﬁ;oélens of T?%g-gtaff relationships and how to

! : o :
ﬁagreve the‘relationship between the two.

* Most relat1onsths, zncludzng 11ne staff relatzonsh1ps,

1nvn1ve problenms, The problems are reflected by cqmplalnts

2 fret both line ané st&ff pe 1e. ; T .
oy . - C
” i%-' A post-nzssxen conference is belnérheld on gn a1rcraft

., -

H

carrier. During. the discusszon, the Azf Intellléence Off;cer

(staff) points out that although 1rte111gence did its job
<ané~go definite 1n£or-at1on on missile sltes, the air

greapgstr1ke (lxne) leaders faxled to follot the suggest1ons

The Air Intelligenc Officer claims that

~

- from intelligence.
e

for this reason the strike failed to effect1Ve1y neutral1ze

T - the target.

*

The carrier's 0perat1ons Officer objects to the
Intef11gence 0ff1cer s 1nterpretat1on. .
. Which correctly states the major complaint(s ) in this
exgmple? i
a. Line people complain that staff tends to grab
. credit for successful work,and blame line when
) sonethlng fails,
b. Staff people complain that their suggestians
are disregarded with consequent 1mpa;rnent
of the mission.
c¢. Both of the above

d. None of the above

1)
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.

. Line people also colpiaﬂi that staff persennel take
- aéyantage of reporting to hzgh ranking officers,rﬁae.,

* staff gersonnel tepcrt nere nften* Coe v }

.
Shewne ~
.

‘;? [E——

L}

/
’ T Whach ¢or@ect1y éescribgs th;s ce-plaznt? P

SRR P The Snggiy‘eific:r; akile eonfsvring with
.. ‘ : gheﬁe kkﬂ? ey t&e;sh19437553§ét,

”‘th‘é‘:_‘

-

s

g

Wi - b. I&e Chief Bo;tsgaln’s-ﬁate co:plains to
Ao n the Firsf'Biéateegizsshzié?gr;:;:g;blehto
: - . gét Yeave papers- orwarded through
- “the ship's- office; yet the yeoman gets .
- special’:liberty .and leaves operating .
: ‘ petscnnel‘s requests peﬂding. \

- ¢. -Both o§ tka~abave . a

. . d. ﬁeng of the.above

£ _ e s __

) . . " — = P ——— R

3, If 8 staffaofficer issues a*varxexy of orders in the

o . . name  of the conusnd;ng officer through the use of "by
d;rection" authority, “when such authority is granted for
) spaéifiC'ireas.only{ it is an example oftétaff‘assuliqg line

Tl . ;authority. ;Thié is a najor complaint from line's viewpoint.

.

. -— _—e

-

. » a. A personnel officer issues a directive
- e T requiring a report on gecxal liberty granted
" by .line departments. ive also

specifies that. certain‘rates will>net be
eligible for special liberty._

eemptren ek

b. A training officer issues a directive »
calling for a report on training-in-rating
" conducted by the line departments. ]

¢, Both of the above . i

. - d. None‘of the above

.
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: _Which 15 another case of- staff assun1ng line authority? . . .

{
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'VIeﬂgegﬂt'fezifﬂ;Sg pxableas in the Line-staff reistiensh T “,

. sy - [

'Sféif"ofiaézrs tssue-a v:riety ’ivorders . )
: ;ii.t%,e nam¢ of the Commanding officer o
B rﬁﬁgﬁf se of "by dizéct1o3? aut 2gy, - ..

téné ta take sé?antzge . ’

porting-to; and frequent aecéss S <
fﬁ,‘h gﬁ-raniing,offxéers. . :

- - - S
N [EON Y ~
o . -

o d MI of the‘ "above oo

»'. wtsr . . - !

There is anothgx po;nt'lxne peaple make wh éfferiﬁg L

,.’A__

céngiszats abent staff, ~It is seiet1mes sai d that staff .

offzce?s tendﬂto,overstress the;r oun specxalty'and offer L

‘v

'inpfactzcal, unbaianceé isslstance whxch does naf reflect" *

A consiéeretzon ‘of all ranzfzeatzens of the situation. : ‘

C Which statement would the line officer be likely to :

- make? - " ' .
a. Staff officers tend to offer adv1ce on a
. . rather momentary basis. -

UV
Vot F

ha

b. Staff officers sometimes offer help which - ' ,

. is rather limited, and the "big picture" K

.o ignored. .. . &
. €. Both of the above

d. ane of the above
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i;_ere are &Be ﬁ;liﬁ,émﬁies in Izn&sttif rsianaa*

LE

£m tke staff‘swv,i‘emiut; B -_: NI :

z
a A

»ts.,; -

gz o a.m:r .

iz trsia;eﬂ *t!éim‘

a@'s; ;l;a

ﬁitfftiﬂs-ufians u’s‘é t§€ i&f
ab,,t;:.neé»:by m of t§e eqni;aeat As T .

\7"

Stlff aper&ztiens ’efﬁcer.

iy

~§eﬂ 'Ea tife fﬁtir prcibim te :
hi Sincg tke staff efﬁeer had .
skeea Bfieﬁé ‘on the v;lae -ef t!te eqazpneat, "Re was eventunlly
ﬁie

to mtegrate the HFDEF ;mstananen with the rest éf the

infeﬂanen input to the ‘00D :ad to the ather ships in the :

t;si: an;t. ; ‘ .

<]

- Which typiual complaint is illustrated by this _example?

U a. -Identification and utiliutinn of staff
' autlmrity is often too sl 4. éevelcping. i

* b, Line resists mo§t new ideas'md qcts too

cautiously and conservatively.
™ c. Both of the above ' )
d. " None of the above . - o
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7 Another difficulty expressed by staff peorle is that

line ignores staff and desires to run the outfit as it

sees fit. Regarding Frame 6, three radiomen, fully
qualified third class operators, were attached to the ASW

ship. There were then six qualified radiomen aboard. The

" Communications Officer immediately authorized leave for one

of the ship's radiomen. “
Which correctly describes this complaint?

a. Upon sailing, the Communications Officer
assigned the five radiomen (the two
remaining regular men and the three HFDF
men) to regular "at sea" radio watches.
The senior HFDF specialist protested to
the Executive Officer who reversed the
decision.

b. Since the seaborne HFDF was not required
to be operated in port, the HFDF radiomen
were assigned regular "in port" radio
watches. The senior HFDF specialist
protested to the Executive Officer who
supported the decision.

c. Both of the above

d. None of the above

-95-
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workinﬁ with his marketing people and the product doesn't
sell, they (his staff) can say he failed to utilize their
capabilities. If(he calls them in between the end of
production and the beéinning of taking aorders, they can
say he is too late to realize maximum henefits.

Which is another case of these two related complaints?

a. A Budget and Fiscal Control Officer is
consulted by the Chief of Staff in the
.middle of the fiscal year. He is asked
to prepare an expenditure projection
for the remaining six ‘months. The
c L fiscal officer feels that he should have
* been consulted earlier.

b. An Air Intelligence Officer is consulted by
the Chief of:Staff while an air strike is
., in progress. He is asked to evaluate and
name alternate targets. The Air Intelli-
ﬁence Officer feels that he should have
een consulted earlier. ’

c. Both of the above

d. None of the above T

9 Which of the follbwing are complaints from the staff's

viewpoint regarding problems in the line-staff relationship?
a. Line requests help which is rather
1imiting in nature and never thinks in
terms of special operations.

b. Line often wants advice on a momentary
basis.

¢. Line usually wants ideas that are too
innovative to fit into the "big picture."

d. None of the above

-96-
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8 If a manufacturer puts. a product on the market without

L N R

e WA P 1t o S S (0 I i T e W Pt

o Wk vk

o, VN TN S

]




o

o
-~

r
i
|

P

FRIC

Aruitoxt provided by Eic:

- =y Tz

DELEGATI

OF

FHORITY/LINE-STAFF RELATIONSHIP

Six/I11/ST/SV

Fd

10

If a staff person says he knows more about his

specialty thhn line, but is not given sufficient power

to enforce his decision, what is he saying?

¥

11

Line doesn}t;know how to identify and

in the name of the Commanding Officer
through use of "by direction"
authority.

a. :
- utilize staff authority.
b. Line never recognizes the true line-
staff relationship.
» c. Staff is not delcgated adequate authority.
commensurate with its expertise.
) d. Staff ought to be able to issue orders

Which of the following gré difficulties ifi the line-staff -. .

1elationship as stated by staff?

a. Line resists most new ideas and acts too
cautiously and conservatively.
b. Line fails to utilize staff capability,
or calls it in too late to realize
maximum benefits: B
c. Both of the above )
d. None of the above

-97-
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12 §Which of the following ate complaints from the line's )

¥

viewpoint regardiﬁg problems in the line-staff relationship?

. a. Staff tends to grab eredit for successful
) work and blame line When something fails.

b. Staff officers tend to take advantage of
theli'r reporting to; and frequent access )
to,- h1ghfr nking officers.. ) j

4]

u

c. Staff assumes line authority.

d.--Al1 of the above

P

-

T
E
<
i
“
3
i
=
£
2
<
H

13} Which of the following are complaints from the staff's

viewpoint regarding the line-staff relationship?

a. Line ignores staff and desires to run
outfit as it sees fit.

b. Staff is not delegated adequate author1ty
commensurate with its expertise.

c. Both of the above

. d. None of the abode=¢
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~
) There are three su:ggestipns, which if followed, can
aid in solving the'probiems of the iine-;taff'relationship. . -
Read Figure 5 on the next page. There should be improvement in
the understahdiqg of the basic authority relationship in
organizing. Thié requires better communiéations and
training in two areas. They are: - 2

5 (1) Differentiating among various staff N
authorities

(2) Clearly defining authority channels
R In which of the followir; examples is the leader
attempting to.;mprove the understanding of the basié\authority

relationship in organizing? et
. ) L L PR - ., s

sy e

-~

- a. The Executive Officer talks to both the
‘Personnel Officer and Training Officer,

and.-explaiass that it is the Training

. Officer's responsibility to check with
the personnel dffice to determine the
amount of time remaining on an q‘\\
individual's enlistment before making a} ™=
recommendation that expensive training
be given to the man. Fersonnel will
have the responsibility of having the
information readily available.

-7 b. The Executive Officer talks to both the
Personnel Officer and Training Officef,
and explains and stresses the general
principle that both of these staff units
must work together to support the mission
of the ship. -

c. Both of the above

d. None of the above
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16

The third suggestion states that interdependence, not

separation (competition) of staff and line organizations

and leaders should be stressed.

17

Which is an example of this suggestion?

a.

The Execative Officer calls in the Supply
Officer and congratulates him on the timely
submission of his monthly report. The X0
adds that his report was submitted ahead

of other departments.

The Executive Officer calls in the
Personnel Officer and the Training
Officer and compliments them on the
timely submissions of their monthly
reports. The XO then tells the
Personnel Officer to give delinquent
departments 'a blast."

Both of the above

None of the above

T

Which of the following are suggestions for impraving

the line-staff relationship?

a.

There should be a better understanding of
the authority relationship in organizing.

Develop a clear concept of the actual
interrelationship of line and staff.

Stress interdependence, not separation
(competition) of staff and “ine organi-
zations and leaders.

All of the above
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18] Select the grouping .- best matches viewpoint with

statement.

a. Staff'sgriewpoint 1) "They tend to take

advantage of their
reporting to, and
frequent access to,
high ranking

. officers."

o TP AT ST A PR %}m’?‘%

b. Line's viewpoint

2) "They ignore us and
desire to run the
outfit as they see
fit."

3) "They tend to grab
credit for success-
ful work and blame
us when something
fails."”

4) "We aren't given
enough authority tec
go along with our
special knowledge."

a. a-1,3; v-2,4
b. a-1,2; b-3,4
c. a-2,4; b-1,3 }
d. a-2,3; o-1,4

RIS ARG, s 28 Megimiecns wmesienn > wrm o
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191 The Training Officer posts, over the Commanding Officer's

signature, a roster of men designated to take firefighting
training. The list was not coordinated with the Veapons
Officer, and schedules three key men off the ship at the
same time. ‘

Which correctly states the difficulty?

a. The Training Officer has taken advantage
of his reporting to the Weapons Officer.

b. The Training Officer has abused his "by
direction" authority.

c. Both of the above

d. None of the above

20] What recouise is available to the two officers in

Frame 19 should they be vunable to resoive,the difficulty?

a. When disagreement arises, line may accept,
reject, or change advice or service of staff,
#hich in the military usually happens.

b. When disagreement arises, line and staff
have the right to appeal to the higher line
authority, which in the military is a common
higher authority. ‘

c. Both of the above

d. None of the above
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21 Staff officers must often directly contact subordinates

of lower echelon commanders. These contacts are in the

name of higher echelon and are advisory.

Which inference is justified? -

a. The chain of command is essentially
broken.

b. The chain of command is essentially
maintained.

c. Both of the above

d. None of the above

22 The behavior and attitude of the senior commander are

the governing factors in line-staff relationships. Since

no strict definition of duties can completely clarify the

complex dual relationship of the staff officer to his
commander and the subordinate commander, what can you infer?

a. The relationship is filled with checking
the regs for interpretations.

b. The relationship varies greatly from one
organization to another.

c. Both of the above

d. None of the above

LA g
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23 The effective staff officer must see himself as serving

the entire command and not as exercising the commander's

authority.

Type Commander's directives require that all personnel

assigned damage control duties at general quarters must have
. firefighting training. The ship's Personnel Officer notes

| this directive, examines personnel records, and notes that

a number of assigned men have not had the\required fire-
fighting training.

What should the Personnel Officer do to serve the

Lk

entire command?

2 a. Issue orders to the men to-attend firefighting
classes. Send memos to the appropriate
division officers telling them they are remiss
in assigning untreined men to important duties.
(Issue a variety of orders in the name of the
Commanding Officer through the use of "by
direction" authority.)

TR R

o

Prepare a memorandum to the line departments
concerned pointing out the deficiency with

a copy to the Training Officer. The memo-
randum points out that men's records do not
show the desired training and offers to
supply interested departments with lists of
their men who do qualify. (Anticipate
potential source of friction and eliminate
or avoid them.)

c. Both of the above

d. None of the above
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241 Wnich correctly states the governing factors of line-

staff relationships?

b.

C.

d.

The behavior and attitude of the senior
commander

Whether or not line and staff personnel
work to improve the relationship

Both of the above

None of the above

25 Wha: must an effective staff officer do?

b.

C.

d.

See himself as serving the entire command.

Anticipate potential sources of friction
and eliminate or avoid thenm.

Both of the above

ione of the above

This is the end of Programed Sequence 5. Now, go to the
next page and take the Quiz.

-
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Summary Post-Quiz §

Line ard Staff Authority (continued)

Answer the following questions as indicated in your Student
Guide.

1. Which is a method of improving the line-staff relation-
ship?

a. Inculcate the separateness of line and
staff functions into all junior officers.

b. Develop organizational charts which show
the actual interrelationship of authority.

c. Develop a clear concept of the actual
interrelationship of line znd staff.

d. None of the above

2, What are the governing factors in the line-staff
relationship?

a. Perceptual differences (by both line and staff)
are the governing factors.

b. Conceptual differences (by both line
‘and-staff) are the. governing factors.

c. Potential sources of friction (i.e., the
independent variables of the situation)
are the governing factors,

d. The behavior and attitude of the senior
commander are the governing factors.
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3. Which is a common staff complaint in the 1ine-staff.
relationships?

a. Line ignores staff and desires to run the
outfit as it sees fit.

b. Staff complains that line tends to grab
credit for successful work and blame staff
when work fails.

c. Staff acts too cautiously and conservatively.

d. Staff does not assume line authority when it
should.

Now, check your answers on page 119.

-108-
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1. c
2. d e’
3. a

ANSWERS TO SUMMARY POST-QUIZ 5

This is the

end of Part Six, Segment III.
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INTRODUCTION TO PSYCHOLOGY PART SIX
AND LEADERSHIP SEGMENT 111

DELEGATION OF AUTHORITY/LINE-STAFF RELATIONSHIP

PROGRESS CHECK

Question 1.

Select the statement which best clarifies the relation-

; ship between delegation of authority and the chain of command.

a. Delegation of authority is an accepted
deviation from the formal chain of command
wnich exists in all military organizations.

; b. Delegation of authority is a practical
by concept which allows senior individuals
in the chain of command to relinquish
responsibility to subordinates.

€. Delegation of authority is a concept
whereby subordinates are granted authority
] by a superior within the chain of command.

d. The chain of command becomes more flexible
whenever a superior delegates authority
f t) subordinate.
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Question 2,
LT Wilkens, the Supply Officer of the USS Fletcher,

summoned SKs Cherney, Gongwer, and Arena into his office
- two days prior to the ship's arrival in Hong Kong. LT

Wilkens told SK Cherney that he would have authority for
- recording all transactions which invoelved purchasing

supplies for the ship. SK Gongwer was given authority

to inventory and maintain the general stores account.

LT Wilkens instructed SK Arena to supervise the work of all
those SKs who were not engaged in either purchasing supp11es

or gereral stores 1nventory/account1ng. -

Select the statement which explains the reason LT

Wilkens delegated authority to the three storekeepers.

a, LT Wilkens delegated authority because he
wanted to have more free time in port than
his duties would normally allow.

b. LT Wilkens delegated authority because he
could not personally direct all the
activities of his department while in
port.

¢. LT Wilkens delegated authority because he
was not experienced emough to handle the
tasks he assigned.

d. LT Wilkens delegated authority because he
wanted the storekeepers to accept responsi-
bility for the tasks he assigned.

forty)




Cmem A MR A - ASREEERE S Rsm P WRETS a wg ma s vosw e Reg o¥ e e T R L 1T

R

[ ———

.‘&\M
= --*’»ﬂh
DELEGATION OF AUTHORITY/LINE-STAFF RELATIONSHIP Six/I11/PC

"Question 3.

MIDN 4/c Kimbro was pleased to learn at the end of plebe

summer that he was being assigned to the 13th Company in the

3rd Battalion and that the battalion was to be commanded by
an old home town, high school and prep school classmate,

MIDN Glazer. MIDN Kimbro immediately took advantage of the
battalion commander's offer to help in any way he could.

MIDN Kimbro took his-complaints about harassment from his

1 squad leader, platoon leader and upperclassmen'in his platoon
3 straight to MIDN Glazer.* MIDN Glazer did not admonish MIDN

: Kimbro for not following the chain of command and in fact,

it was noticeable to the other midshipmen in the same platoon

with MIDN Kimbro that the battalion commander was listening

AP TETRY

and taking action on MIDN Kimbro's complaints.

Sclect from the following choices the one which pest

describes the risks involved in the course of action being

- followed by MIDN Kimbro and MIDN Glazer.

a. The other plebes in MIDN Kimbro's platoon
may interpret the apparent success of MIDN
Kimbro as the best route to follow for their
own complaints,

b. The authority of the upper class midshipmen
in MIDN Kimbro's pldatoon and company is likely
¢ to be undermined.

) c. The erosion of the authority of the upper
; class in one platoon is likely to spread
i to other units in the battalion and there
i will be a loss of respect for the leaders
and an undermining of the mission of the
E entire unit, .
L]

d. All of the above
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Question 4,

LT Lowe was the Supply Officer of the USS Carolina. He
had been in charge of the Supply Department for one month
when he decided that a reorganization was necessary. He was
becoming bogged down in the many routine administrative
tasks which were his responsibility. 1In order to free
ﬁimself of some of these tasks, LT Lowe began an evaluation
of his duties to determine which could be delegated to
responsible subbrdinates. He was responsible for purchasing
supplies for the ship, payment of the crew, issuance of
supplies to the other departments, maintaining the accounting
records of all official financial transactions, routine
administration of the Supply Department, and the semiannual
audit as senior member of the Yoard. -

" Select the statement which includes those duties LT Lowe

may easily delegate to subordinates.

a. LT Lowe may delegate his responsibility for -
purchasing the ship's supplies ¢nd the routine -
administration of the Supply Department. I

b. LT Lowe may not delegate any cr .'s authority
since all of his duties are ext7cmely importaat

to the effective functioning of thé ship. -

€. LT Lowe may delegate such duties a; the
routine accounting, the actual payrent of
the crew, and other tasks which he does not
Possibly have the time to do himself.

d. LT Lowe may delegate his authority to conduct
the semiannual audit but he must attend to
his other duties.
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Question §.
Select the statement which best describes barriers to

! delegation.

a. lligher echelon policy prohibits delegation,
evzn though the senior's ego leads him to
delegate authari*y to subordinates who come
to him for decisions.

1 b. A delegator lacks security about his own
: status, but has coifidence in his subordinates.

e S ans

3 C. The delegator's time schedule is flexible,

] and his tasks are of only reasonable importance.
In addition, the delegator's ego requires him
to retain authority.

d. The delegator lacks security :bout his own
status or the time schedule and importance
of the task prevent delegation.

: Question 6.

LTJG Holmes orders EN Roberts to remove and replace a
faulty oil pump on a diesel engine. He gives EN Roberts
four hours to complete the assignment.

From the following choires, select the method of

delegation being used by LTJG Holmes.

a. Delegation by results expected

i b. Specific delegation

<

€. General delegation

d. Partia! delegation
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Question 7.

Marine CAPT Schréwster orders LT Arnold to perform

periodic maintenance tests on several stand-by radio trans-

mitters. LT Arnold carefully chooses three technicians for

the check-out test. He fully explains the assignment to

each of the men. Following the initial briefing, he answers

several questions and distributes maintenance manuals which

outline the steps for each test, and he supervises the men

as they set up the test equipment.

LT Arnold tells the men that the test shouldn't take

more than three houis. He then leaves the area, saying he

will return in several hours to inspect the final results
of the tests.

From the following choices, select the statement

describing the manner in which LT Armold incorrectly controlled

delegated authority,

LT Arnold delegated toc much responsibility.

LT Arnold did not exercis: proper control
over delegated authority during the testing.
He should have vemained in the general area
so that he could make periodic progress
inspections and answer whatever questions,
if any, developed during the tests.

c. LT Arnold over-controlled the authority he
delegated and cxplained too much to the

subordinates, which tended to stifle their
initiative,

LT Arnold negiected to require periodic

progress reports on the progress of the
mission.
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Question 8.

co

LEGAL ENG |
DEPT

- s G - e o -

Select the statement which correctly explains the
positions of line and staff authcrity which are represented

by the diagram above.

a. The CO and XO are line officers, whereas the
Chief Engineer and Legal Officer are staff

officers.

b. The CO and Chief Engineer are line officers,
and Legal 0Officer and XO are staff officers.

¢. The CO, XO, and Chief Engineer are line
officers, and the Legal Officer has a
staff function.

d. The CO, X0, and Legal Officer are line
' officers and the Chief Engineer ha; a
staff function.
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Questicn 9.

Marine LT Moller commanded a Combined Action Platoon in
Phu Loc District. He normally received his orders directly
from the G-5, For the past three months his platoon had
operated in Phu My village and the village had been completely
pacified due to the efforts of Moller's CAP Team. LT Jurgens
of G-5, at III MAF HQS in Da Nang, was given functional
authority over the pacification effort in Thua Thien Province,
since the G-5 was busy with other matters. LT Jurgens chose
Phu Nhu village as the CAP Team's new assignment. Phu Nhu
had a history of being an exceptionally peaceful village,
with little evident Viet Cong influence. LT Moller sugrested
that his team be assigned to Phu Hoa village instead, - nce
it was located along an important VC supply route. Moller
emphasized the importance of gathering intelligence in
addition to providing a showplace model for the pacification
effort. LT Jurgens said that repeated attempts had been
made to pacify Phu Hoa, but all had been unsuccessful. LT
Moller maintained that LT Jurgens had little knowledge of
the realities of the situation,

Select the statement which correctly states the next

step LT Moller and Jurgens should take to resolve their

conflict.

a. LT Jurgens should inform LT Moller that his
decision is final, and that other considerations
were more important than those LT Moller
suggested.

b. LT Moller should subtly point out to LT Jurgens
the fact that he was more experienced in
pacification matters.

c. Both LT Moller and L1 Jurgens should discuss
their differences with the G-5, who will
decide what village should be pacified next.

d. The G-5 should be informed of the conflict, M
and LT Jurgens should use his position to
influence him.
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Question 10.

From the following choices, select the statement that
correctly describes the change in authority of a staff

officer who is delegated a functional authority.

a. Vhen a commander chooses to delegate authority
to line officers or other subordinates to
accomplish a special task it is termed
"functional."

b. When a commander chooses to delegate to
ctr’ain staff cfficers, or other subordinates,
a syecial temporary authority status, it is
termed "functional."

€. When a commander chooses to delegate authority
through a chain of command for a special
purpose it is termed "functional,'" and it
is for an indefinite time.

d. When a commander chooses to establish a
chain of direct authority relationship from
superior to subordinate throughout the
entire organization it is termed '"functional."
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Question 11,

Refer to Question 9, in which LT Moller, a CAP team
leader, and LT Jurgens, a G-5 staff officer, disagreed over
the assignment of Moller's CAP team to Phu Nhu village.

Select the statement which describes the advantages
and disadvantages of functional authority as illustrated by

the above situation.

P

a. LT Jurgens' functional authority is advan-
tageous because he is now being used more
efficiently than before. It.is disadvan-

tageous since LT Jurgens cannot be leld———
accountable for his actions.

b. LT Jurgens' functional authority is advan-
tageous because he had extensive experience
as a CAP team leader before assuming a
staff position. It is disadvantageous
because LT Jurgens could be more effectively
utilized as a CAP team leader.

c. LT Jurgens' functional authority is advan-
tageous because it relieves the G-5's
burden of decision making in special
functional areas. It could be disadvan-
tageous because the G-5 possibly over-
delegated authority to LT Jurgens.

d. All of the above

-10-
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Question 12,

From the following choices, select the statement that
correctly describes the governing factors involved in line-

staff relationships.

a. The function and authority of the senior
commander are the governing factors in
line-staff relationships.

b. The authority granted to staff officers
and the interrelationship of the scanior
commander are the governing factors in
line-staff relationships.

€. The behavior and attitude of the senior
commander are the governing factors in
line-staff relationships.

d. The "by direction" authority and functional
authority of the senior commander are the
governing factors in line-staff relation-
ships.

-11-
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FOREWORD

"Yes, Sir, I would gladly accept
respongibility, but I wouldn't

3 want to be blamed if something
* vent wrong."
1S . Anonymous

A fine balance ex1st§ between authority and responsibility.
This segment completes the cycle begun in segment I by
relating the interdeperdent characteristics of responsibility
and authority. Of uo ssall importance is the emphasis on the

moral responsibility of the naval officer.

-
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INTRODUCTION TO FPSYCHOLOGY ' PART SIX
AND LEADERSHIP SEGMENT 1V

RESPONSIBILITY

Summary 1

Concept of Responsibility

LEiE ettt

E

Responsibility Detailed in Navy Regulations

»

The major aspects .of responsibility as practiced in the
Navy are given in Navy Regulations, Article 0701:

1) The responsibility of the commanding officer
for his command is absolu*e, except when,
and to the extent, relieved therefrom by
competent authority, or as provided otherwise
in these regulations. The authority of the
commanding officer is commensurate with his
responsibility, subject to the limitations
prescribed by law and these regulations.
While he may, at his discretion, and when
not contrary to law or regulations, delegate
authority to his subordinates for the
execution of details, such delegation of
authority shall in no way relieve the
commanding officer of his continued responsi-
bility for the safety, well-being, and
efficiency of his entire command.

2) A commanding officer who departs from his
orders or instructions or takes official
action which'is not in accordance with
such orders or instructions, does so upon
his own responsibility and shall report
immediately the circumstances to the

—m— ———,

of ficer from whom the prior orders or
instructions were received.

' Definition and Relationship to Authority

Responsibility may be defined as the obligation which is
exacted from an individual to accomplish the duties which have

been assigned to him within an organization. Responsibility

-1-
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1l

comes irto existence because a person with authority requires

assistance from an individual and delegates authority for

to the individual--the

acceptanc=2 of the obligation by the individual to perform the

work creates ais {the individual's) responsibility. In other

words, the authority to perform and .accomplish a specific task

flows from the superior (senior) to the subordinate, and

responsibility is the obligation which is exacted from the

subordinate to accomplish the task as required by his suparior,

When a superior delegates authority, he cannot abdicate

his responsibility. Ultimate responsibility is retained, even

though authority may be delegated to a subordinate and respon-

sibility exacted from him,
%
Responsibility generally involves a series .of delegatee-

delegator (subordinate-senior) relationships, It js important

to emphasize that ip these series of relationships, the subor-

dinate is responsible only to the immediate senior from whom

he received his authority, See Figure 1 on the next page,

i
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AUTHORITY RESPONSIBILITY
co . co
RESPONSIBLE TO
? COMMANDING
OFFICER
xo | xo |
RESPONSIBLE TO
T EXECUTIVE
OFFICER
DEPT. HEAD DEPT. HEAD
RESPONSIBLE TO
DEPT. HEA.
DIV. OFFICER | | DIV. OFFICER |
Authority originates Responsibility in-
at the top and- flows volves a series of
(is delegated) down- "delegatee-delegator"
ward. relationships.

Figure 1. Authority and Responsibility

Equality of Authority and Responsibility

When duties are assigned and responsibility exacted for
accomplishment of those duties, sufficient authority to
perform the duties must be delegated to the subordinate being
held responsible. This is necessary because responsibility
can be exacted only to the extent that decision-making
aﬁthority is delegated. Inequality between delegated authority
and assigned responsibility produces the following undesirable

results.

1) If authority exceeds responsibility, misuse
or abuse of authority may result.

2) Responsibility without adequate authority may
embarrass and frustrate the delegatee and
diminish his loyalty to the organization.

-3-
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However, there are exceptions. For example, in ar
emergency an individual may exceed his delegated author 1y
without criticism.

Occasionally, when a subordinate is delegated authority
to accomplish a task, he cannot accomplish the task despite
his best efforts. He can be held responsible only for hest

use of his efforts (e.g., quota for recruits cannot be filled).

Fixed Responsibility

When a subordinate accepts responsibility (and commensurate
authoriiy) 2t becomes '"fixed," i.e., the obligation to perform
the task is placed squarely upon the subordinate, and it is up
to hiﬁ to carry out the function properly and efficiently.-

The fixation of definite responsibility is important
because it helps to develop the subordinate, assists in getting

the work accomplished, and minimizes "buck passing."

This is the end of Summary 1. MNow, go to the next page and
take the Quiz,
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Summary Pre-Quiz 1

Concept of Responsibility

Answer the following questions as indicated in your Student
Guide.

1. Which statement correctl; describes a relationship between
delegation of authority and responsibility?

a. When authority to perform and accomplish a
task is delegated, the delegator retains the -
ultimate responsibility for what the dele-
gatee does or does not accomplish.

b. Delegation refers to the granting of
permission (authority) tec a subordinate
to take actions necessary to perform duties
assigned, whereas respons.bility refers to
the obligation which is exacted from the
subordinate to accomplish the duties as
required by his superior.

c. Both of thte abovr

d. None of the above

2. What cffect does delegation of authority

leader's responsibility?

a. When a subordinate accepts respo ility,
it becomes fixed; therefore, a i
absolved of any responsibilityfffor inef-
fective task performance.

t. Delegation of authority does
way relieve the leader of his
responsibility.

c. The ex’ . of delegation of auihority deter-
mines th- degrce of the leader's responsi-
bility.

d. A leader can be hell rrsponsible for a -
subordinate's actions only if he fails to
report ineftective task performance to his
seniors,
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3. When a subordinate accepts responsibility and commensurate
authority to carry out promptly and efficientlv the functions
assigned by his senior, one might refer to that responsibility
as being:

a. Fixed

b. Ultimate

c. Commensurate

d. Variable

4, In a series of delegator-delegatee (senior-subordinate)
relationships, the subordinate is:
a. Responsible only to the most senior officer

b. Responsible only to the immediate senior
from whom he received his authority

c. Responsible to all the officers above
him in the chain of command

d. Responsible only to himself, since once
a duty 1s delegated, responsibility rests
with the person to whom the duty is
assigned

5. The process of delegation invoives:

a. The delegation of responsibility, the
assignment of tasks, and the creation of
an obligation on the part of the subor-
dinate

b. The delegation of duties, the assigning
of responsibility, and the acceptance of
responsibility by the subordinate

c. The assignment of tasks, the delegation
of authority and the exaction of -
responsibility

d. The delegation of authority with

commensurate responsibility and the
exaction of uitimate authority

-6-
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Now, check your answers.

SRR

ANSWERS TO SUMMARY PRE-QUIZ 1

1. ¢
; 2 b
|
; 3. a
: 4 b
5. ¢

If all your answers are correct, go to Summary 2 on page 27.
If you missed one or more questions, gc to the next page and
go through Programed Sequence 1.
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Programed Sequence 1

Concept of Responsibility

OVERVIEW: .In this frame sequence, you will learn
to discriminate between the concepts of
authority and responsibility as well as
understand the relationship which exists

between them.

1 Responsibility may be defined as the obligation which

is exacted from an individual to accomplish the duties

which have been assigne${£9 him within an organization.

A~

This means that: 2

a. A superior, on the basis o: his formal
position, has the power to “orce subor-
dinates to do their duties,

b. A subordinate has an obligation to perform
the duty as required by his superior.
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i ] 2 LT Roma has just ordered MIDN wWatson to have his at sea
! 7 training. watch quarter and station bill brought up to date
4 E before the next midshipman division officers' meeting. MIDN

Watson replies, 'Aye, aye, sir."

i Which correctly states the relationship between authority

and responsibility?

a. The responsibility to accomplish a task
\ originates at the top and flows (is dele-
f gated) downward. Authcrity comes into
existence with the acceptance of the
obligation by the subordinate to perform
the work.

b. The authority to perform and accomplish
a specific task flows from the superior
(senior) to the subordinate, and responsi-
bility is the obligation which is exacted
from the subordinate to accomplish the
rask.

3 Re ponsi®iiity -.ofers to:

a. Thc obligution of a subordinate to
perform che duty 4s required by his
superior

b. Obligating an individual to accomp.ish
the duties whicn have been assigne’ him
within an organization

c. Both of the above

1. None of the above

ERIC

Aruitoxt provided by Eic:
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i Refer to Figure 2 below in answeri.g Frames 4 throigh 6.

! EXTRACT FROM 1J.S. NAVY REGULATIONS, ARTICLE 0701

1. The responsibility of the commanding officer
for his command is absolute, exceot when, and
_ to the extent, relieved therefrom by competent
authority, or as provided otherwire in these
regulations. The authority of the commanding
officer is commensurate with hi: -esponsi-

bility, subject to the limitaticn prescribed
1 t by law and these regulations. While he may,
y at his discretion, and when not contrary to

law or regulations, delegate authority to his
subordinates for the execution of details,
such delegation of authority shall in no way
relieve the commanding officer of his
continued responsibility for the safety, well-
being, and efficiency of his entire command.

LRF, 2 ML

2. A comranding officer who departs from iis
orders or instructions, or takes official
action which is not in accordance with such
orders or instructions, does so upon his own
responsibility and shall report immediately
the circumstances to the officer from whom
the prior orders or instructions were ’
received.

R

Figure 2. Responsibility Detailed in Navy Regulations

4 Which is true of a Commanding Officer's responsibility?

a. The responsibiiity of the Commanding Officer
for his comman. is absolute.

j b. The extent to wiich authority is delegated
i determines the degree of responsibility
imposed on the Commanding Officer.
c. Both of the above |

d. None of the above

-11-
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INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

5

6

Which of the following statements correctly explainé the

intent of the Navy regulations covering the responsibility of

the Commanding Officer?

a. The more a Ccmmanding Officer delegates
authority, the more he is relieved of
responsibility.

b. A Commanding Officer may delegate authority, -
but he cannot assign responsibility to a
subordinate,

c. A Commanding Officer may assign responsi-
bility, but he cannot delegate authority
to a subordinate.

d. No matter how much authority a Commanding
Officer delegates, he is in no way relieved
of his responsibility for the safety, well-
being, and efficiency of his entire commard.

Which statement is true of a Commanding Officer's

responsibility for departure from orders?

a. Navy regulations recognize that a Commanding
Officer is expected to exercise initiative
but must report deviations from orders
promptly.

b. Navy regulations recognize that if a

Commanding Officer departs from orders, he
will be held accountable for his decision- -
whether the result be a 'well-done" or a
reprimand.

c. Both of the,above

d. None of the above

-12-
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‘ 7 The concept of responsibility as stated in Navy regu-

i lations would also apply to any person in a position of
authority. This means that when an individual delegates
authority:

a.. He retains ultimate responsibility,

b. He abdicates his responsibility.

¢. He retains only part of the responsi-
bility.

d. None of the above

8 Ultimate responsibility is retained, even though authority

may be delegated to a subordinate and responsibility exacted

from him. ~

Which is an example of retention of ultimate responsi-
bility?

a. Prior to take-off, the Commanding Officer
of the jet attack squadron briefed the
pilots. He instructed them to fly in two
plane sections to get the maximum navi-
gation training. Noting that there were
thunderstorm warnings posted along their
routes, he ordered the section leaders to

abort the mission rather than fly into

; any severe weather. One section leader

disregarded this order, and he and his

wingman were forced to eject from their

g planes when they became disoriented in a

i severe thunderstorm. As a result of this

incident, the Commanding Officer was

relieved of his command.

i b. After his ship had left the naval base pier
and headed down the channel to sea, the
Captain turned the conn over to the 00D with
a warning to ""keep her in the middle of the
channel.” The board of investigation that
was convened after the <hip had gone aground
recommended that the Commanding Officer stand
trial by general court-martial,

€. Both of the above

d. None of the above 13
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Refer to Figure 3 below in answering Frames 9 and 10.

AUTHORITY RESPONSIBILITY
co l co
RESPONSIBLE TO
COMMAND ING
OFFICER
L xo ] ] X0
RESPONSIBLE TO
T EXECUTIVE
OFFICER
| DEPT. HEAD | | _DEPT. HEAD |
RESPONSIBLE TO
DEPT. HEAD
[ D1v. OFFICER | DIV. OFFICER |

Authcrity originates Responsibility in-

at the top and flows volves a series of
(is delegated) down- "delegatee-delegator"
ward, relationships,

Figure 3. Authority and Responsibility

Which statement is true of responsibility?

a. Responsibility originates at the top and
flows (is delegated) downward.

b. Responsibility involves a series of
"delegatee-delegator" relationships.

C. Both of the above

d. None of the above

-14-
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10 In any series of delegatee-delegator (subordinate-

senior) relationships, the subordinate is responsible only
to the immediate senior from whom he received his authority.
In Figure 3, to whom would the department head be responsible?
a. Division Officer
b. Executive Officer
c. Commanding Officer

d. None of the above

11 Commander Carrier Division Five, RADM Waddell, had just

come aboard his new flagship. The flagship Commanding Officer,
CAPT Jackson, told the X0, '"Break the Admiral's flag." The
X0, CDR Henderson, relayed this order to the ship's Navigator.
LCDR Garcia, the Navigator, passed it along to the N Division
Officer. LTJG Horton, N Division Officer, in turn gave the
order to his chief petty officer. CPO Hughes followed tRis
right on down the line zhrough the watch section leader, QM2
Kowalski. Kowalski then told QMSN Toft to "Break the Admiral's
flag." Toft carried out Kowalski's order.

Ih the above series of delegatee-delegator relationships,
to whom was Kowalski responsible?

a. RADM Waddell, the senior officer

b. CAPT Jackson, his Commanding Officer

c.' CPO Hughes, his immediate supervisor

d. All of his superiors in the chain of
command -

-15-
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12 LCDR Enders, First Lieutenant aboard an LPH, has told

his 2nd Division Officer that he wants all the boats painted

during the next "at sea" period. He is aware that in making

the 2nd Division Officer responsible’ to him for this task,

certain concessions may have to be granted. The 2nd Division

Officer informs LCDR Enders that he can get the job done

only if he can get his men off the watch bill and use them

whenever necessary, Otherwise, it would be impossible and

he wouldn't want to accept responsibility for ap impossible

task. LCDR Enders grants his request.

From this example, you can infer that:

a. When duties are assigned and responsibility
exacted for accomplishment of those duties,
sufficient authority to perform the duties

must be delegated to the subordinate being
held responsible.

b. Responsibility can be exacted only to the

extent that decision-making authority is
delegated.

C. Both of the above

d. None of the above

13

Which statement correctly defines the relationship to

be maintained between authority and responsibility?

a. Authority and responsibility should be
commensurate, i.e., equal.

b. Responsibility should always exceed dele-

gated authority so that the subordinate

will understand the importance of his
duties.

c. Both of the above

d. None of the above

-16-
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141 An undesirable result can occur when responsibilft£ is
exacted without adequate authority being delegated,

The Supply Officer, who was responsible for receiving
and storing, needed more men than were assigned to him so
that he could complete striking the stores below before
commencement of weekend liberty. He therefore requested that
the 00D assign him a working party to expedite the task. The
00D denied his request by telling him that only the X0 could
approve working parties and that he had gone ashore r.:rly
for the weekend.

Responsigility without adequate authority may:

a. Cause tasks to go unfinished

b, Embarrass and frustrate the delegatee

and diminish his loyalty to the organi-
zation

€. Both of the above

d. None of the above

-17-
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151 The following is an example of inequality between authority

P R RN IR 0

and responsibility,

-
R

The 00D on the mid-watch turned the conn over to the JOOW so

ey

he could go to the pilothouse of the darkened ship to recheck the
night order book. As he left the bridge, he ordered his JOOW to

"keep her on station in the formation and call me if anything

comes up." Unknown to either the 00D or the JOOW, a DD in the
screen chose that instant to unexpectedly turn toward their ship,
Peering through the darkness, the JOOW suddenly saw the DD bearing
down on them. He immediately realized that he did not have enough
time to inform the 00D and that he had to take immeliate steps to
try to avoid the on-rushing DD and, at the same time, preparé his
ship for the almost inevitable collision, His prompt actions not
only averted the collision but also alerted every man on board to
the emergency situation. The Captain, who arrived on the bridge
just in time to see the errant DD miss them by less than the
length of a heaving line, turned to the JOOW and remarked, "Any J¢
who can react that well in an emergency is certainly qualified to
be stdnding 00D watches. You have the eternal gratitude and
respect of all of your shipmates, Mr. Horton."
From the example, you may infer that:
a, Exceptions to the principle of coequality
between authority and responsibility may occur
in an emergency when an individual may exceed his
delegated authority without criticism.
b. Whenever a jurior officer sees the opportunity
to take on more responsibility than he currently

has, he should seize it.

c¢. Both of the above

d. None of the above

-18-
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Which correctly identifies the consequences of responsi-

bility outweighirg aut.ority?

a.

A misuse or abuse of responsibility may
result if responsibility outweighs

authority.

Subordinate will "assume" enough authority

to match his responsibility so he can get the
job done,.

Both of the above

None of the above

-19-
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17

Occasionally, when a subordinate is delegated authority

to accomplish a task, he cannot accomplish the task despite

his best efforts. He can be’held responsible only for the

best use of his efforts.

Which of the following is a violation of this rule?
a. LT Ford, MPA aboard a cruiser, has just
informed his B Division Officer, ENS
Blacksmoke, that B division is to clean
firesides on all Boilers during the next
upkeep period. Since :his task will
require many extra mar-hours .of work, LT
Ford assures ENS Blacksmoke that B division
personnel, other than those needed for an
auxiliary steaming watch, will have no
other deta’ls assigned. ENS Blacksmoke
feels it is more crucial that the upkeep
time be spent overhauling the safety

valves and the superheater flow regulators.
He noted that none of the boilers had been
fired enough hours between fireside cleaning
to make another cleaning mandatory. B
division "turned to" on those tasks pTus
the job LT Ford assigned. Later, when the
upkeep period was almost over, the fire-
sides hadn't been cleaned. LT Ford repri-
manded ENS Blacksmoke for not carrying out
his instructions.

b. A new DD Captain informs his XO that he wants
a "destroyer record" set for the Navy Relief
drive. He points out that a day's pay might
be a guideline contribution and that if this
amount is achieved throughout the ship, he'll
consider the drive a success. The X0 plans
for an intensive campaign, oiganizing
committces which include all elements of the
ship, While the ship did obtain contributions
totalling over $1000, a new high, this was
far short of the Captain's goal. The Captain

held the XO responsibie for not accomplishing
the geal.

c. Both of the above =

d. None of the above

-20-
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18 A Marine recruiting sergeant is informed that his quota

for enlistments is being increased by 10 percent for the next

o

month. Despite his best efforts, his rate of new enlistees

actually turns out to be lower than the previous month's level.

What responsibility can be exacted by the sergeant's
superiors?
a. Full responsibility should be exacted from
the recruiting sergeant, since the goal
which was set was not achieved.

b. The sergeant should not be held responsible
for failure since he did his best.

¢c. Both of the above

d. None of the above

19 When a subordinate accepts responsibility, the obligation

to perform the task promptly and efficiently is squarely upon

[T ——

1im.

This means that:

a. Responsibility becomes fixed, i.e., he can
be held responsible (if he can fully comply)
for poor or inefficient task performance.

b. Since responsibility is ultimately held by
the superior, the subordinate is absolved
of all responsibility,

c¢. Both of the above

d. “None of the above

O
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200 A consequence of fixed responsibility is that it forces

a subordinate to think and utilize initiative, and thus

provides an opportunity for improvement of leadership -

qualities.

You can infer that fixed responsibility:

a.
b.
c.

d.

Helps to develop subordinates
Limits a subordinate's exercise of initiative
Both of the above

None of the above

21 A subordinate's acceptance of the obligatian to do 3

task relieves the work load of the superior and gives him

time to attend to other matters.

Therefore, another consequence of fixed responsibility
~

is that:
a.

b.

It reduces superiors' responsibility.
It assists in getting work accomplished.
Both of the above

None of the above

22 Fixed responsibility allows the pinpointing of the

individual charged with carrying out a specific task.

From this you can infer that fixed responsibility:

a.
b.

C.

Helps to develop subordinates
Minimizes buyck passing
Both of the.above

None of the'above

'
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23} Which correctly .identifies positive consequences

resulting from a subordinate's acceptance of responsibility
. (fixed responsibility)?

a. Buck passing is minimized, and work
accomplishment is aided.

b. Development of subordinates is reduced,
but work accomplishment is more efficient.

C. Both of the above

d. None of the above

24] The principle of ultimate responsibility states:

RSN B

The responsibility ¢f higher authority for the acts of
its subordinates is absolute,

Therefore, one can say:

a. Authority may be delegated to a subordinate
and responsibility exacted from him. *

A senior can delegate authority to a
subordinate, but he cannot delegate any
of his responsibility. ’

B et
o

c. Both of the above

d. Noune of the above

This is the end of Programed Sequence 1. Now, go to the next
page and take the Quiz.
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Summary Post-Quiz 1

Concept of Responsibility

T S T R e

Answer the following questions as indicated in your Student
Guide.

1. Which statement correctly describes a relationship between

delegation of authority and responsibility?

Ty

a. When authority to perform and accomplish
a task is delegated, the delegator retains
the ultimate responsibility for what the
delegatee does or does not accomplish.

b. Delegation refers to the granting of
permission (authority) to a subordinate
to take actions necessary to perform
duties assigned, whereas responsibility
refers to the obligation which is exacted

- from the subordinate to accomplish the
duties as required by his superior.

c. Both of the above

d. None of the above

.. 2. What effect does delegation of authority have on a
leader's responsibility? .
pN

a. Delegatinn of authority in no way
relieves the leader of his continued
responsibility.

p b. When a subordinate accepts responsibility,
it becomzs fixed; therefore, a leader is
absolved of any responsibility for
ineffective task performance.

C. A leader can be held responsible for a
; subordinate's actions only if he fails to
‘ report ineffective task performance to
i his seniors.

d. The extent of delegation of authority

determines the d:zgre2 of the leader's
responsibility.

-24-
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3. When a subordinate accepts responsibility and commensurate

i authority to carry out promptly and efficiently the functions
assigned by his senior, one might refer to that responsibilicy

H as being:

: a. Commensurate

{ b. Ultimate

¢, Fix 4

d. Variable

4, In a series of de. egator-delegatee (senior-subcrdinate)
relationships, the subcrdinate is:
a.. Responsible 01ly to hiQ§e1f, since once
a duty is de egated, résponsibility rests
witlh the pe son to whom the duty is
assigned
b. Responsible only to the most senior officer

c. Responsible to all the officers above him
in the chain of command

' d. Responsible only to the immediate senicr
i from whom he received his authority

R

wn

The process of delegation involves:

»
')

The delegation of authority with commen-
surate responsibility and the exaction of
ultimate authority.

" e

b. The assignment of tasks, the delegation
; of authority, and the exaction of responsi-
H blllt)’.

c. The delegation of duties, the assigning of
responsibility, and the acceptance of
responsibility by the subordinate.

d. The delegation of responsibility, the
' . assignment of tasks, and the creation of
i an obligation on the part of the subor-
{ dinate.

-25-
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Now, check your answers.

ANSWERS TO SUMMARY POST-QUIZ 1

Now, go to Summary 2 on the next page.

-26-~
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Summary 2

Responsibility in a Military Organization L
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Toward Mission Accomplishment

Viewed internally with respect to the mission, responsi-
bility may be defined as the obligation of a subordinate (to
whom a duty has been assigned) to perform the duty; i.e., the
essence of responsibility is.obligation. Further, in order_to
accomplish the mission, delegation of authority with commen-
surate responsibility must take place throughout the organi-

zation,

Moral Responsibility

In contrast to the above, you should recall your earlier
study of moral responsibility (Part One, Segment 11). A good
working definition of moral responsibility is: the obligation
of each military leader to promote and safeguard the personal,
moral, physical and spiritual well-being, and the general
welfare, of the personnel under his authority,

Though definitive guidelines and directives are seldom
provided to specifically fulfill moral responsibilities, the
effective leader will find that they are omnipresent and an

inescapable part of his 1ife.

Conflicting Responsibility

In his exercise of leadership, the leader is frequently
faced with conflicting responsibilities, For example, he has N
the responsibility for accomplishment of his assigned mission,

which may require him to expose his men (and himself) to

-27-
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injury or death. At the same time, he is also charged with
the responsibility for the welfare of his men. Conflicting
responsibilities 2re ranked according to priority, and in the

military, the miss:on is the le .der's primary responsibility.

Avoidance of Dual Subordination

One of the most widely recognized rrinciples of organi-
zation is that no member of an organization should report to
more than one super%or. Since an individual cannot serve two
masters well, dual subordination should be avoided. However,
in some cases, dual subordination is justified. For example,
a junior officer may be assigned additional duties for which

he is responsible to an officer who is not his regular senior.

Responsibility for Departure From Orders

You will recall that Navy regulations assign personal
responsibility to the commanding officer who deviates from
orders (Navy Regulations, Article 0701.2). This concept also
applies to any person in authority who for any reason deviates
from his orders. He must accept the responsibili.y for his
decision and report the circumstances immediately to the

senior from whom he received his orders. /

;

Responsibility and the Junior Officer

Since junior o ficers shculd seek responsibility and
develop a sense of responsibility among their subordinates,
a junior officer would do well to study the functions of his
senior thoroughly to be prepared to accomplish any assigned

task at any time the oppoctunity might present itself. In

-28-
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this manner the junior officer can then seek additional

One way a junior officer can enable subordinates to
improve their qualifications and sense of asponsibility is
by proper delegation of authority to qualified personnel.

The leader should also be prépared to give appropriate reward
for good performance when greater responsibility is exacted.
Proper delegation of authority can be motivating to many

subordinates.

Seeking Leadership

Why do people actively seek leadersh p? The most
compelling reason can probably be stated as job satisfaction
for the leader. The idea that one can irfluence the course
of events, the impelling urge to "make a difference" and
experience a real involvement in life, are strong motivating
forces. Attaining a position where one can influence events
and be involved is tremendously rewarding and satisfying to
the leader. Then too, the satisfaction derived ffom increased
rewards in tke form of pay, prestige and perquisites, is
obvious.

On the other hand, recognizing that not everyore has the
drive to be dominant and self-assertive, but willingly accept
follower roles, some men seck leadership co provide greater

job satisfactior and a better life for their followers.

This is the end ofPSummary 2. Now, go to the next page and
take the Quiz.
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Summary Pre-Quiz 2

Responsibility in a Military Organization

Answer the following questions as indicated in your Student
Guide.
£

1. Which correctly explains the relationship of the organi-

zation to delegation of authority with commensurate
responsibility?

a. To accomplish the mission, delegation of
authority with commensurate responsibility
must take place throughout the organi-
zation,

b. Effective mission accomplishment requires
that responsibility and authority be dele-
gated throughout the organization's chain
of command, -

c. Both uf the above

d, None of the abasve

2. Which statement correctly defines mofél responsibility?

a. The obligation of each military leader to
promote and safeguard the perscnal, moral,
physical, and spiritual well-being, and
the general welfare, of the personnel under
his authority

b, The obligation of a military leader to look
after his men and to cooperate and help his
contemporaries fulfill their moral responsi-
bilities

c. Both of the above

. d. Nore of the above
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3. A‘former classmate a2nd close friend of LTJG Paly has been
assigned‘a subordinate role in LTJG Paly's unit. In the near
future, this unit is to undertake a vital and hazardous
mission in which the unique training and skills of LTJG Paly's
friend could play the decisive part. LTJG Paly is nawurally
r« luctant to place his good friend's life in jeopardy.

In.this situation, where does LTJG Paly's primary respon-
sibility lie?

a. To his friend--expose him to no greater danger
than other members of the unit

b. To all other members of the unit--expose them
to no greater danger than his friend

c. To the mission--at whatever cost cf successful
accomplishment

d. None of the above

4, A situation in which an individual is assigned additional
duties for which he is responsible to a senior who is not his

regular senior describes:

" a. Delegate& authority
b. Dual subordination

c. Multiple duties

d. Assignment of responsibifity

-31-




ST

* Six/IV/ST/SV

INTKODUCTION TO PSYCHOLOGY AND LEADERSHIP

a,

b.

5. Which statemert correctly explains the action requ.red
of an individual who aeviates from his delegated authority

(Navy Regulations Artic:e 0701)?

Report immediately the circumstances to
the senior from whom prior orders were
received,

Request permission to depart from orders,
and if unable to d¢ vo, refrain from any
deviation of original orders.

Accept responsibility for any decision
involving departure fron orders and

make appropriate entry in the ship's log
or corresponding journal.

No action is required since an officer
is expected to exercise his initiative
and gocd judgment,

Now, check your an:wers on page 34,
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If you missed one or more questions, go to the next page and
go through Programed Sequence 2.
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OVERVIEW:

Programed Sequence 2

Responsibility in a Militarv Organization

In thi. frame sequence, you will learn about
responsibility and its relationship to
mission accomplishment. You will also learn
about conflicting responsibility, dual subor-
dination, respcunsibility when departing from
orders, and respcisibility as it specifically

applies to the jui ior officer.
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1

Viewed internally with respect to the mission, responsibility

may be defined as the obligation of a subordinate to perform an
assigned duty.

Which is an example of a subordinate fulfilling his obligation

o m«w'-\vwMt—nr*-‘“ﬂ‘*ﬁ"‘”ﬁrm"*‘F‘m‘vﬁ“}v“wn W«‘*(@ﬁm‘}?ﬁﬁiﬁ?ﬁ“‘%ﬁfm‘;ﬁ

to perform an assigned duty?

a.

e A

CDR Bowie was leading his understrength fighter
squadron toward an overwhelming attacking enemy
force. of dive and torpedo bombers with a large
fighter cover. During his briefing in the ready
room, he had emphasized the importance of
breaking up this enemy force to prevent them

from making a coordinated attack o» the carrier
and its escorts. Therefore, the dive and torpedo
bombers were to be the primary targets. When the
enemy forces were sighted, CDR Bowie deployed his
divisions into attack position, reminding them to
maintain their attacking pressure on the main
enemy body leaving the few that slipped through
for the shipboard antiaircraft batteries. Shortly
after the enemy was engaged, LTJG Vescovi noticed
that some enemy planes were slipping through the
defenses and heading for the surface ships.

Seeing an opportunity to destroy thcm, Vescovi led
his section away from the -main engagement and shot

down six of the enemy while his wingman accounted
for two more.

b. The Task Force Commander had his ships steaming
at an unusually high speed. High speed was the
only tactic he had to cffset the sevcre shcrtage
of destroyers in the ASW screen. At high speed,
his shirs would present a very difficult taiget
to the 7srking enemy submarines. Suddenly a
lookout spotted the wakes of a torpedo spread,
but before anyone could react, one of the cruisers
erupted in a series of violent explosions. The
ship sank rapidly leaving a hundred or more
survivors in the shark-infested waters. The
Captain of one of the screening DD's started to
change course toward the men he could plainly
see struggling in the water, but before he gave
the order to change course, he realized he could
not leave his screening station without placing
his own and the other ships of the force in

. grave danger. Therefore, he ordered the 00D to
T maintain the ship cn station in the force which
was rapidly leaving the ill-fated survivors astern.

c. Both of the above

.

§ d. None of the above

-36-
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2 Mission accomplishment requires that delegation of

authority with commensurate responsibility to accomplish the

task assigned occur throughout the organization.
i Which is an example of this?

a. The Captain of the fighter squadron told the
X0 to schedule a plane inspection on Friday.
The XO called in the Operations, Adminis-
. trative, and Maintenance Officers to tell
them there would be a plane inspection at
1500 on Friday. The Operations Officer
informed the Flight Officer of the inspection.
The Administrative Officer told the personnel
H officer who in turn informed the leading chief.
: The chief prepared the Plan of the Day for
Friday scheduling the plane inspection. Mean-
while, the Maintenance Officer informed the
line and other maintenance department division
- officers. The line officer then contacted
the Flight Officer to request that all flights
be completed by 1200 to allow time to prepare
the planes for inspection. The Flight Officer
agreed and made out the flight schedule
accordingly, .

A an o 3 3 4

b. The Midshipman Battalion Commander called his
company commanders together to plan their
forthcoming participation in the presidential
inaugural day parade in Washington. He
assigned a separate practice schedule for
each company. At each company practice, he
diligently made notes of areas to be

- ) corrected, and then instructed each platoon

' until he was satisfied with their perfor-
mance and motivation. When he had preparecd
each company to his satisfaction, the
battalion practice was scheduled.

c. Both of the above

d. None of the above
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3

Which statement correctly defines responsibility when

viewed internally with respect to the mission?

a. The obligation of a subordinate to perform

the duty assigned to him

b. The principal goal toward which a subor-
dinate's action is directed

c. Both of the above

d. None of the above )

4

Which correctly explains the relationship of tte organi-

zation to delegation of authority with commensurate

responsibility?

a. Mission accomplishment is ensured if a
chain of delegated responsibility is
established extending from each dele-
gator to delegatee level throughout
the entire organizational structure.

b. Effective mission accomplishment
requires that delegated authority with
commensurate responsibility occur
throughout the organization.

c. Overdelegation of authority and “f¢sponsi-
bility allows a superior to extend his
area of operations and thus maximizes
organizational effectiveness.

d. Delegated authority must take place
throughout the chain of command within

the organization to assure acceptance
of responsibility.

-38-
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S The leader has the moral responsibility for the well-being

and general welfare of ithe personnel undef his auth 'rity.
Which of the following are aspects of the followers well-
being for which the leader is responsible?
. a. Moral and personal weli-being
b. Physical and spiritual well-being
€. Both of the above

d. None of the above

6 During liberty, a heavy storm arises which forces the

Command Duty Officer to secure all boating. Knowing that the

men .n liberty will be unable to return to the ship, the

CDO alerts the beach guard and shore patrol that boating is

secured ar¢ explains why. In addition, he seeks accomodations

for his men ashore. .
What moral responsibility has the Command Duty Officer

shown?

a. Preserving the moral and spiritual well-being
of the personnel

b. Promoting and safeguarding the physical well-
- being and general welfare of the personncl

c. Both of the above

d. None of the above
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7 Conflicting responsibilities are ranked according to

4 priority. In the military, the mission is the individual's
primary responsibility.
Which is a violation of this rule?

a. The U.S5.5. Straitjacket has arrived in San
Diego. Uaknown to ENS Snipps, his parents
and girs friend are in town to surpr-ise
him. They naturally expect him to have
evenings and weekends free to visit and
go sightseeing. ENS Snipps, however, has
many pressing duties to attend to, and
consequently, is unable to visit as much
as he would like.

b. LTJG Oso is the Communications Officer
aboard a nuclear submarine which requires
him to be away from home for several
months at a time. His wife is expecting
a baby any day, and naturally wants him to
be present when the birth occurs. LTJG
Oso, however, i.forms her that his ship
is scheduled to depart shortly for an
unexpected..short cruise and he will bhe
on board.

c. Both of the above

d. None of the abnve

il »
>
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8 ENS Sanchez is assigned as OI Division Officer aboard

a DD. He is the only wardroom officer with a Mexican-
American heritage. The men of his division are predominantly
of Anglo-Saxon origin; yet in other divisions aboard,
particularly in the deck force and engineering departments,
there are several men who have Spanish surnames. ENS Sanche.,
feels responsible to his seniors aboard the DD, to the men
of the OI Division, and to those crew members who, like
himself, have Spanish surnames. The many allegiances to
which ENS Sanchez feels responsible often represent conflicting
situations.

Which of the followis: should have top priority concerning
ENS Sanchez?

a. His OI Division--his subcrdinate group
and their welfare

b. Other Mexican-American personnei--they
are a minority group

c. His mission--in support of his superiors

d. Himself

9 Dual subordinatiop refers to the placing of an individual

under two different superiors for two different jobs. Since
an individual cannot serve two masters well, you might infer
that:

a. Dual subordination should be avoided if possible.

b. Dual subordination is a source of conflicting
responsibilities.

c. Both of the above

d. None of the above
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10 Often, dual responsibility is necessary for mission

accomplishment and cannot be avoided. For example, aboard
ship the ship's Secretary may be responsible to (1) the CO
as his personal secretary, (2) the X0 for the performance
of other assigned duties, and (3) the Executive Staff Division
Officer for the general administration cf personnel assigned
to the Captain's office.
Which would be an example of dual subordination that a
junior officer might encounter?
a. A situation in which an ensign, wno is the
2nd Division Officer, has the additional
duties of loocout officer
b. A situation in which an ensign, who is the
OI Division Officer aboard a DD, r.ceives
TAD orders t¢ the shore patrol
€. Both of the a cve

d. None of the above

~
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11

to any person in authority.

The regulation as stated in Figure S below also applies

This means that any individual

in a position of authority who for any reason deviates from

his orders, must:

a.

Accept the responsibility for his decision
and report the circumstances immediately
to the senior from whom he received his
orders.

Consider une mission first, without regard
to his superior's orders, because his
primary responsibility is owed to the
mission and not to his immediate superior.
Both of the above

None of the above

EXTRACT FROM U.S. NAVY REGULATIONS, ARTICLE 0701.2

A commanding officer who departs from his orders

or instructions or takes official action which is
not in accordance with such orders or instructions,
does so upon his own responsibility and shall
report immediately the circumstances to the

officer from whom the prior orders or instructions
were received.

Figure §

.
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12} LT Bringalowe is Captain of a PC in the corn belt fleet

ta term describing those surface units based in the Great
Lakes). His sailing orders call for him to depart Buffalo
and transit Lake Erie during daylight, and to anchor off Pelee
Island overnight. Towards evening a noticeable wind picks up,
and he is somewhat afraid that the strong wave action will
make it unsafe for ancaoring. He decides to deviate from
his orders, preferring to ride out the storm in deeper water
undervay .
Which statement correctly describes the result of LT
Bringalowe's deviation from his sailing orders?
2. LT Bringalowe's actions were correct under
the circumstances; thus, he cannot be held
responsible.
b. Once underway, a Captain's authority is
absolute, so LT Bringalowe owes responsi-
bility only to himself,
€. LT Bringalowe is responsible for his
~-- actions and will be held accountable <
for them.
d. A Captain's primary concern is for the
safety of his ship; thus, responsibility
cannot be assigned to LT Bringalowe if

circumstances such as bad weather warrant
departure from orders.

-44-
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13 Refer to Frame 12 on the preceding page.

According to Navy regulati .ns, w~hat action would be
required of LT Bringalowe as a result of his devi?tion .
from orders?

a. Entry of all facts in the ship's log

b. Explanation for departure from orders
to immediate superior

c. Explanation of deviation from orders
to senior from whom orders were received

d. All of the above

14] Junior officers should seek responsibility and develop

a sense of responsibility among their subordinates.
Which is an example of "seeking responsibility"?

a. A junior officer who understudies the
functions of his senior to be prepared
to accomplish any assigned mission at
any time the opportunity presents itself

b. A junior officer who delegates authority
to his subordinates to improve their
leadership qualities

c. Both of the zbove

d. None of the above

15] How might a junior officer apply that part of the principle

of leadership that states "seek responsibility"?

a. Prepare diligently and quickly for 00D underway
qualification

b. Seek a variety of assignments to gain
experience to enhance command qualifi-
cations .

c. Both of the above

d. None of the above
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6

Since the Executive Officer aboard the U.S.S. Seapup,
although charged with the supervision of the overall adminis-
tration of the department heads, believes in giving full
augiority and complete freedom to his subordinates to run their
departments, division officers and junior officers find them-
selves studying their seniors' functions and carrying out a

limited amount of their seniors' tasks.

-+ r————— T ST TTR R TS

What. part of the leadership principle is illustrated in

his example?

a. Seeking responsibility

b. Developing a sense of responsibility among
subordinates

c. Both of the above

d. None of the above

17

Mos- individuals like to measure up to the requirements

of their jobs. When held completely responsible for a task

(i.e., fixed responsibility), a person will execute his best

efforts, since he wants to come through and demonstrate that
he is competent and able.

From this, you may infer that a leader can develop 2
sense of responsibility among his subordinates by:

a. Evaluating a subordinate's work and, if

' below established standards, assigning
the work to others.

o. The proper delegation of authority, since
it is motivating to subordinates.

. Both of the above

d. None of the above

-46-




Bad

R o

g

O

ERIC

Aruitoxt provided by Eic:

JRPY

RESPONSIBILITY Six/1V/ST/SV

18 As the OC Division Officer aboard an LPA, ENS Jenson

has been assigned by his Commanding Officer to run a visual
commurications drill with other ships of the ampﬁibious group.
ENS Jenson knows that "playing flags'" and other drills could
be motivating to the signal bridge gang.

Which statement correctly explains how ENS Jenson can
apply the leadershin principle that states: A leader should
develop a sense of responsibility among subordinates?

a. ENS Jenson should plan the drill and super-

vise 1ts execution.

b. ENS Jenson should plan, the. drill but dele,
gatecauthority to his subordinates to organize
and execute the drill.

€. ENS Jenson can delegate authority to his
subordinates to pian the drill and then
supervise what they have done.

d. ENS Jenson can plan the ¢ .1l and let his
subnrdinates carry it out-.

=
\

19 fhere are mary reasons why individuals seek out

responsibility wvay they want to be leaders. Being in a
position to set the exzwmple., to influence events and
ce.di.ions; gaining personal and organizat.+nal prestige;
being decorated, rewarded; heiping someone else who
doesn't want to be a leader--all are valid reasons why

individua's seek leadership.

Select the statement{s) which state why individuals
seek leadership,

. Job r»~isfaction for leaders

oo

. Job satisfaction for followers
. Both of the above
. None of the above

a0

This is the end of Programed Sequence 2. Now, go to the next
page and take the Quiz.
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Responsibility in a Military Organization «

L4

the tollowing questions as indicated in your Student ”

1. Which statement correctly explains the action required
of an individual who deviates from his delegated authority

(Navy Regulations, ArticleL0701)?v

Accept responsibility for any decision
involving departure from orders and make
appropriate ent«y in the ship's log or
corresponding journal.

e’

Report irmediately the circumstances to
the senior from wi.um prior orders were
~eceived.

Request permission to depart from orders,
and if unable to do so, refrain from any
deviation of original orders.

No action is required since an officer
is expected to exercise his initiative
and good judgment.

2.  Which correctly expl ins the relatiorship of the organi-

. . - _..-———'—'_-‘g‘_—u-
zation to delegation of -autho---y—with—cs5-Mensurate T
. 1esponsibility? A
a. "o accomplish the mission, delegation of

authority with commensurate responsibility
must take place throughout the organization.

Effective mission accomplishment requires
that responsibility and authority be dele-
gated throughout the organization's chain
cf command,

Both of the above

None of the above
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3. A former classmate and clove friend og LTJG -Paly has been
as:igned a subordinate role in 1TJG Paly's unit. In the
) near future, this unit is to undertake a vital and hazardous
missi-n in which the unique training and ski'ls of LTJG Paly's
friend coculd play the decisive part. LTJG Paly is naturally
reluctant to place his g.ud friend's life in jeopardy.

I this situation, where does LTJG Paly's primary

R Kt

responsibility lie?

a. To all other members of the unit--expose them o
to no greater danger than his friend

o. To his friend--expose him to no greater danger
than other members of the unit

c. To the mission--at whatever cost of successful
accomplich:ent

d. None of the above

4. Which of these crrec ly defines moral resnonsibility?

&. The obligatic: of a m litary leader to look
after his men and to :ooperzte and help his
contemporaries fulfill their moral responsi-
bilities. :

b. The obligation of eacn military leader to
promote and safeguard the personal, moral,
physical, and spiritual well-being, and the

: general welfare, of the personnel under
his authority

¢. Both of the above

d. None of the above

=,
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5.

[PESTe

a.
b.
c.

d.

Now

A sicuation in which an individual is assigned addition

al

duties for which he is responsible to a senior who is not his

regular senior describes:

Delegated authority

Multiple duties

Dual subordination

Assignment of responsibility

?

» check your answers on page 52,

“ ’\ ’j’
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ANSWERS TO SUMMARY POST-QUIZ 2

This is the end of Part Six, Segment IV.

~
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RESPONSIBILITY

PROGRESS CHECK

Question 1.

—————=S8elect the statement—which-best-clarifies the meaning -— -

*n

of the NavRegs Art. 0701 statement to the e¢ffect that respon-

sibility of the Commandirg Officer is absolute.

a. Authority to perform anl accomplish a
specific task is absolu<e and derives
from the fact that respensibility flows
from the superior to the subordinate. N

b. Authority to pertsrm a specific task
may be delegated, out resjonsibility
is absolute and always rerzins with
the Commanding Officer.

c. The respensibility of the Commanding
Officer is subject to the limitations
prescrited by law aiw lessens in
proportion to the amount cf delegated
authority.

d. Responsibility of the Commanding
Officer is absolute, due to the fac’
that all authority is derived frcm
the acceptance of r¢ ponsibility.
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Question 2, -

Select the statement which correctly describes the

L%

e s T e WL

o rm

relationship between authority and responsibility.

R

\
4. Authority to perform and acccmplish a
specific task may be delegated. The
contingent responsibility for the task
flows in a like manner from the
superior to the subordinate.

Responsibility for the performance of
a specific task varies inversely with
the amount of authority delegated.

Authority and responsibilit‘ are nearly
identical concepts and flow equally
from the superior to the subordinate.

The authority to perform and accomplish
a specific -task flows from the superior

' to the subordinate, and responsibility
is the obligation which is exacted
from the subordinate to accomplish the
task. When an individual delegates
authority, he cannot relinquish his
responsibility. 1In addition, authority
and responsibility should be commensurate.

— d
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e Question 3.

CDR Donovan ordered LT Sisler to have all the 5-inch and
8-inch gun barrels cleaned and ready for inspection by
Saturday morning. LT Sisler assigned this task with the
appropriate delegated authori , to ENS Rudeen. ENS Rudeen
had planned to visit his parents Thursday and Friday; he
told the CPO that the barrels were clean .enough and did not
need further cleaning.

Select the statement that describes the appropriate

action ENS Rudeen should have taken. N

¥
i

e g Y SO R 01 8 ot g,

a. ENS Rudeen should have told CDR Donovan
that“the gun barrels wcre clean enough
for inspection.

i\

b. ENS Rudeen should have had the men do
a quick cleaning job, and reported the -
success to CDR Donovan. .

€. ENS Rudeen should have had the .aen
cir-an the barrels as LT Sisler stated

d. ENS Rudeen should have delegated his
authority and responsibility to the
cro.
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Question 4.

Returning from class at 1455, MIDN Lawrence finds a
note on his desk stating that he is to report to the OOW B
at the Main Office as sooﬁ as possible. MION Lawrence had
earlier been directed by the coach of the pistol team to
report for a special meeting at the range at,1500. Since
there is no time to contact the pistol team coach, MIDN

Lawrence reports, without delay, to the OOW at the Main
Office.

Select from the following statements the a~tion required

of MIDN Lawrence since he deviated from the pistol team

coach's orders.

a. No special action required. MIDN
Lawrence should report to the pistol

range as soon as possible after
seeing the OOW.

b. MIDN Lawrence, reporting to the pistol
range late, should ask the coach to
telephone the OOW ¢ 1 verify his
reason fco arriving . .te.

, C. _MiDN Lawrence should report to the

; pistol range 1: soon a< possible,
quietly joiw t1he aeeting and
apologize for .eing late.

d. MIDN Lawrence should report to the
GOW, explain that he has beer. ordered
to the pistol range at 1500, and
request permi:sion to telephone the
team coach.

»ot
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Question 5.
Marine Captain Willow, stationed at Quantico, Virginia,
is the Commanding Officer of a rifle company. Captain

Willow was a track star in college and later as a 2-LT

at Quantic

The Base Special Services Officer has explained to the
Base Commandér that the base needs a; experienced track
man to direct the Marine Corps Relays held each spring, and
requests that CAPT Willow be approached on accepting this
additional responsibility.

From the following alternatives, select the one which
best describes the action CAPT Willcw should *1-.e when
officially offered the additional resnonsit-1lity ot being

the Track Céach.

a. CAPT Willow should accept the additional
responsibility with the understanding that,
if and when the duty becomes too time-
consuming, another party will be found to
replace him. -

b. CAPT Willof should discuss the matter with
his immediate superior and, if the
superior does not object, accept the
addi-.ional responsibility.

CAPT Willow ~hould not accept responsibility
for the spring relays unless he is as< red the
full cooperation of all organizations whose
personnel wiil be participating.

(%]

d. CAPT Willow should ask to be relieved of
his duties as rifle company commander, soO
that he may accept the responsibilities of
Director of the Relays.

-
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Question 6,

LTJG Ranza. was Officer-in-Charge of the Heavy Equipment
Repair Section, Naval Support Activity Command, based in
Do Nang. Most of the-construction projeccs wefe completed
and his men had been idle for two months; tﬁe CPO's were

‘1scouraged by the busy work forced on them by this situation.

Marine Hégaaairters then deci&edﬁ16"construcfwéﬂ—xzf-iééility

at Marble Mountain. This arduous job resulted in many
bulldozer and truck malfunctions, and LTJG Ranzan's.section
was suddenly at work again.

Select the proper response LTJG Ranzan should make

with t.:is opporturity to motivate his CPO's.

a. LTJG Ranzan should supervise the repair
operations until he is assured that the
CPO's are capable of .erforming the task.

b. LTJG Ranzan should delegate responsibility
to the CPO's so that :they will be motivated
to develop a keener sense of authority.

c. LTJG Ranzan should delegate more authority
to his CPO's so that they will become
more motivated, and thus develop 2
greater sense of responsibility.

4. LTJG Ranzan should motivate his CPO's

by retaining his authority and utiiiziag
it with aggressiveness.

-
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Question 7.
The 1SS M. rblehead was on a good:-will tour in a foreign

- port. To iusure that good will prevailed, CAPT Simpson allowed™’

: the men liberty ashore in small groups, each supervised by a

junior officer. ENS James took his group ashore. After a

puriod of time, he noticed that one of his men was drinking

Realizing that he was

O,

too much and creating some problems.

in a position tc rectify the situation, ENS James returned

him to the ship.

From the fo lowing choices, select the statement that

TN BN A4 SR 0 e 4

correctly descrif es the action taken by ENS James.

e T

ENS Jam s acted on his primary responsibility:
to furt er the assigned mission, i.e., a
good-wi 1 tour in a foreign port.

a.

A AT Y g

b. ENS TJam s' action was taken to punirh the
man ter poor conduct. .

c. ENS Jan s' action was taken to set a hard

example for the other men through his exercise
of auth rity.
2]
d. ENS Jar:s' action was necessary to retur.

the mar safely to the ship, even though
liberty was still in effect.
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