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FOREWORD
t

"The motivations of the officer
are a technieal love for his
ecraft and the sense of social

obligation to utilize this : ;
eraft for the benefit of soeciety. -
The combination of these drives ;

constitutes professional
motivation.,”

The Soldier and the State
Samuel P. Huntington

One of the most valuable leadership assets is skill in
counseling. This may involve no more than an honest and
- genuine interest in your men and their welfare. If you show

concern for your men and listen to them, you may never have

Y

. to become counselor to the man with serious problems. You

Y must, however, know how to conduct a counseling interview.

; You must also know the limitations and the authority and
expertise at your disposal. In each case you must use

B judgment and discretion. The rewards to your men, your unit,
and yourself as a result of good counseling are significant

v and extremely valuable.

~vii~
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INTRODUCTION TO PSYCHOLOGY PART EIGHT
AND LEADERSHIP SEGMENT 1V

INTRODUCTION TO COUNSELING

Summary 1

Goals of and Reasons for Counseling

Every leader is responsible for accomplishing his mission
and for providing for the welfare of his men. A leader must
therefore be concerned not only with the performance but also
the personal problens of his subordinates, since they must be
relatively free from problems if they are to perform adequately.
Few men are able to handle their problems without some outside
assistance. A leader may render this assistance in the form
of counseling. Hays and Thomas define counseling as '"the
assistance the leader gives his men to help them adjust to the

problems they encounter."

Counseling Goals

Counseling has a far broader aim, however, than just
problem-solving. It fulfills the overall objective of helping
to initiate and maintain good senior-subordinate relations.

As Wolfe and Mulhoiland have stated, "The leader must know

his men. There is no more effective leadership technique for
maintaining personal contact with the men and giving them
recognition, than through personal interviews and counseling."

In addtion to the overall general objective of helping

initiate and maintain good senior-subordinate relations, a

PRI
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counseling interviey may center around ope Or more of these

immediate goals:

1) To give instruction
2) To get information

3) To gain Cooperation

Here are examples taken from Academy 1ife which illustrate
each of the Counseling goals:

1) To give instruction--When the Company Officer
Counsels 3 midshipman on his aptitude rating,
he gives instruction to the midshipman on ways
to overcome indicated weaknesses,

2) To get information--Jn the Tegularly scheduled
Séssions that the Commandant has with Bancroft
Hall staff of ficers, he gets information op the
morale and well-being of the Brigade of Midship-
men.

3) To gain coo eration--Midshipman Company
CommandéT Booker calls MIDN Blank co his room
for Counseling, since, in the past few weeks,
Blank has been Put on report Tepeatedly for
being in improper uniform. At the session,
Booker Attempts not only to discover but to
eliminate the underlying cause of Blank's
slackness, and to enlist Blank's cooperation
in adhering to the Naval Academy Regulations.

A military leader differs from a professional counselor
in that he seldom, if eéver, acts as a disinterested party
toward a counselee, He is governed always by two control-
ling idess. These ave, in order of their importance; 1)
What is in the best interest of the unit? and 2) What is
for the good of the man? The military leader-counselor has
always to look beyond what js beneficial simply to the
spiritual, mental, or moral need of one individual. He must
eéquate one man's personal problem to the whole philosophy

within which a command operates.,
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Kinds of Counseling Interviews

Counseling interviews w2y be divided into two broad
classifications--those which are initiated by the counselor
and those which are initiated by the counselee. When a
counselor initiates an interview, it might be to discuss a .
subordinate's performance on the job, or to discuss some

&

disciplinary matter. Or, a counselor might be directed by a
superior to counsel one of his subordinates regarding matters
such as those cited above.

Often during informal conversations, enlisted men convey
to their Commanding Officers that there is a lack of infor-
mation on ship's policy or that they have an erroneous inter-
pretation of that policy. A Commanding. Officer may in turn
determine that the misunderstanding is limited to one section
and instruct the officer of that section to further counsel
his men as to the correct interpretation of ship's policy.

In other instances, it becomes obvious during office hours,
captain's mast, or in counseling sessioﬁs, that an indi-
vidual needs expert help, for example, from a chaplain,

legal officer, or doctor. In such cases the scnior makes the

appointment and the individual is directed to attend. On

r——

large staffs, notes often come down from the Chief of Staff
to the heads of sections directing them to counsel their

action officers on various staff procedures. :
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In cases when there appears to be an honest misunder-
standing, not flagrant disobedience, of rules, regulations, or
pProcedures, a junior officer might direct the violator to an
appropriate officer for counseling on the broken rule, regulation
or procedure. This often has a more corrective effect than
would merely putting the man on report.

The second kind of interview, the counselee initiated, may
take place because a subordinate secks to discuss some aspect of
his job with his immediate senior. It might also be to consult
him concerning career pPlans or questions, or to seek his advice
about some emotional, family, or financial problem. A subor-
dinate, too, may be directed by some outside agency or another
officer to seek counseling from his immediate senior. The
counselee initiated interview poses some special difficulties for
the leader-counselor, 1In the first place, the counselee seekiig
help may not always outline his problem clearly. The counselor
has to be on guard for superficial statements from the counselee
which may cloak the true problem. Seccondly, the leader-counselor
must avoid jumping to conclusions about the nature of the subor-
dinate's problem, as this also can prevent getting to '"the heart

of the matter."

Corrective Action and Disciplinary Action in Relation to

Counseling

It is often difficult to determine whether to counsel and

take corrective action, or counsel and recommend punishment. This
is a particularly difficult decision for young, inexperienced
leaders and those newly reporting to a command. One of the objec-

tives of effective leadership is to develop sufficient insight to

-4-




INTRODUCTION TO COUNSELING Eight/IV/ST/SV

recognize potential probles areas and to take the necessary
steps to initiate corrective action before formal punitive
disciplinary action becomes necessary.

The following example illustrates corrective action and
disciplinary action in relation to counseling:

Two midshipmen 3/c from the same company
checkcd out Lknockabouts for a Sunday of sailing.
During the course of the afternoon, MIDN Loomis
was observed to have violated the Rules of the
Road on four separate occasions. MIDN Wassail
was observed violating the Rules of the Road
once. Both midshipmen were reported to their
Company Officer. The Company Officer obtained
all the facts of the violations and called
both midshipmen 1nto his office to counsel
them individually. MIDN Wassail obviously had
misinterpreted one of the Rules ¢f the Road for
sailboats. The Company Officer counseled
Wassail, reviewed the Rules of the Road with
him, and directed Wassail to review the rules
before again checking out the knockabout.

by

%

”oy

wWhen the Company Officer talked to Loonmis,
it was obvious that Loomis flagrantly disre-
garded those rules. Loomis was counseled on
the importance of the rules, but he was also
put on report and his knockabout qualification
card was removed from the files.

I P

Wassail was c¢nunseled and corrective action was taken.

by

Loomis was counseled and punitive disciplinary action was
recommended. As yor can see from this example, when disci-
plinary action is indicated, counseling enables a scnior to
exercise judgment as to the necesgary action.

An officer conducting a counseling session is often
required to make a decision regarding the information being
divulged in the interview. An enlisted man may make the
counseling interview into a confessional session. The

counselor must use judgment, and when drastic action is

-5-
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Eight/IV/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSIIIP

called for--a move from simply counseling to bringing official
charges against a man--the counselor must be prepared to act
unhesitatingly. However, an officer must guard against using
a counseling session as a vehicle for preferring charges
against his men. Keep in mind the corrective approach

during a counseling session. Give instruction, get
information, and gain cooperation by helping the man you are

counseling.
3

b

One upperclass midshipman may tell a midshipman 4/c
to 'come around,'" and then take the positive approach by
instructing the underclassman in proper military courtesy.
Another upperclassman may take a negative approach and tell
the plebe to "come around" and make him brace up. The
first upperclassman is taking corrective action; the second

is administering punishment.

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

Goals of and Reasoas for Counseling

Anszer the following questions as indicated in your Student
Guide.

1. Which of the following states the overall objective
of counseling?

a. To enable a leader to discover and help
solve the problems of his subordinates

b. To enable a leader to maintain personal
contact with his subordinates

c. To provide a method of administering
corrective action and punishment

d. To help initiate and maintain good senior-
subordinate relationships

2. From the following list, select the three immediate goals

of counseling.
a. To give instruction
b. To enforce regulations
c. To gain cooperation i
d. To administer punishment
e. To establish good personal relationships - §
f. To get information l

g. To give advice s
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3. Which of the following s:atements best explains how a
military leader-counselor differs from a professional couselor?

a. The military leader-counselor must always
act as a disinterested party, whereas the
professional counselor has always to
consider what is good for the man.

b. The military leader-counselor seldom acts as
a disinterested party and must consider first
what is in the best interest of the military
unit, and second, what is for the well-being
of the man. The professional counselor, on
the other hand, can act as a disinterested
party and consider only what is for the
good of the man.

c. The nrofessional counselor has uppermost in
mind what is beneficial to the spiritual,
moral, or mental needs of the individual.
The military leader-counselor, on the other
hand, must consider only what 1s in the
best interest of the unit, regardless of how
it affects the individual spiritually,

morally, or mentally. P

4. Read the following example of a counseling interview
and select the appropriate description,

LT Kane, the Flight Dech Officer, readily agreed
when his Lxecutive Officer, CDR McVey, proposed
that they enter the ship's tennis tournament as a
doubles team. However, he uneasily declined
when the Executive Officer suggested they take
the aftcrnoon off for practice. Under McVey's
discreet questioning,Kane revealed his fear and
dislike of LCDR Delaware, his department head.
Kane related that Delaware jealously watched
over cach minute the Air Department officers
were on the job. They were even accused of
goofing off if they went to sick bay or took

a coffee break in the wardroom. I|fe puessed
Delaware would be rough on him for asking
permission to "cut out'" for tennis with the
Executive Officer. ’
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The preceding discussion between LT Kane and CDR McVey

a. Directed counseling interview
b. Counselor-initiated interview
¢. Counselee-initiated interview

d. Councselor directed interview

5. Which of the following exemplify a directed counseling

session? (More than one answer may be correct).

a. A subordinate is told by another officer,
vho is not his immediate senior, or some
- outside agency, to seek counseling from
- his immediate senior.

o

A subordinate requests an interview with a
senior to discuss opportunities for advance-
ment in rating.

; ¢. A note comes down from the Chief of Staff to
- all section heads that they counsel their
- action officers on certain staff procedures.

N d. An officer notices that one of his subordinates
on several occasions neglects to wear the
prescribed uniform. He calls the subordinate

: in for counseling regarding this deficiency.

Now, go to the next page and check your answers.

ERIC
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ANSWERS TO SUMMARY PRE-QUIZ 1

1. d
o 2. a, ¢, f
3. b
4. b
5 a, ¢

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

et e et ¢



INTRODUCTION TO .OUNSELING Eight/IV/ST/sV

Programed Sequence 1

Goals of and Reasons for Counseling

OVERVIEW: In this programed sequence we will discuss the
overall, as well as some of the immediate, goals
of counseling. We shall mention, too, some of
the ways in which counseling sessions may be

initiated and outline the importance of counseling

to the military leader. Finally, we shall
explore some of the special problems posed by

counseling in the military situation.

- * 1 The responsibility of every leader is twofold: he must

accomplish his mission and provide for the welfare of his
men. Counseling, or "the assistance a leader gives his men
to help them solve the problems they encounter," 1 can enable
the leader to fulfill this dual responsibility by: (Choose
one.)
a. Removing the responsibility for the welfare
of the men from the leader and enabling him
to concentrate on accomplishment of the
mission
b. Enabling the leader to help his men solve
their problems so that they are more capable

! of performing well and accomplishing the -
mission "

1. Hays and Thomas, p. 201

-11-




Eight/IV/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

The main objective of counseling is not problem-solving,
however. It has the far broader aim of helping to initiate
and maintain good senior-subordinate relationships.

Which is the main objective of counseling?

a. To help initiate and maintain good senior-
subo.'dinate relationships

b. To help the senior solve the problems of
his subordinates -

c. To help the subordinate solve the problems
he encounters in initiating relationships

d. None of the above

3 Read the following quotation from Wolfe and Mulholland

and then answer the question.

“The leader must know his men. There is no more
effective leadership technique for maintaining
personal contact with the men, giving them
recognition, than through personal interviews
and counseling." (p. 184)

According to Wolfe and . .lholland, counseling helps

maintain good senior-subordinate relationships because:

(Choose one.)

a. It provides an opportunity for the leader
to gain recognition from his men without
personal contact.

b. It provides an opportunity for the leader
to give his men recognition and maintain
personal contact with them.

. -12-
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INTRODUCTION TO COUNSELING Eight/IV/ST/SV

4 In the military, a counseling interview usually centers

around one or more of three immediate goals:

1) To give instruction -

2) To get information

3) To gain cooperation

Which of the following is/are not the usual goal(s) in a
military counseling interview?

a. To get information

b. To give orders

c. To gain cooperation

d. To give instruction

e. To gain confidence

5 Match each of the three immediate goals of counseling with

the appropriate example.

a. Give instruction 1) Midshipman Company Commander

Booker calls MIDN Blank to his 3
b. Get information room for counseling, since, in

the past few weeks, Blank has
¢. Gain cooperation been put on report repeatcdly

for being in improper uniform.
At the session, Booker attempts
not only to discover but to
eliminate the underlying cause
of Blank's slackness, and to

. enlist Blank's cooperation in

. adhering to the Naval Academy

: Regulations.

B L PR T S

e
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2) The Company Officer counsels a
midshipman at the Naval Academy
on his deficient aptitude rating,
suggesting ways to overcome
indicated weaknesses.

3) The Commandan&—ﬁé;hs regularly

LL EUR R

;
5 scheduled counseling sessions
& with Bancroft Hall staff officers
¢ to find out about the morale and
i well-being of the Brigade of
} Midshipmen.
¢ 13-
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Eight/IV/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

6 A military leader is unlike a professional counselor in

that he seldom, if ever, acts as a disinterested party
toward a counselee. He is governed always by two controlling
ideas. In order of their importance, these are: 1) What is
in the best interest of the unit? and 2) What is good for
the man?

Which is of primary importance to the military leader-

counselor? £
a. The good of the man
b. The best interest of the unit

¢c. The interest of the counselor

¥ 7 Which idea is of secondary importance to a military leader

conducting a counseling interview?
a. The good of the man -
b. The best interest of the unit :

c. Neither of the above B

Select the true statement from t{he following.

a. The military leader and the professional
counselor can rarely, if ever, act as disin-
terested parties toward their counselees.

Covekg

b. The military leader differs from the
professional counselor in that he must
place the good of the man second to what
is in the best interest of the unit.

c. The military leader differs from the
professional counselor in that the profes-
sional counselor has no interest in the
good of the man.

-14-

| O

- F .

- ERIC

L-.-.‘ - - .




INTRODUCTION TO COUNSELING Eight/IV/ST/SvV

[:] Counseling interviews may be divided into two broad
Classifications: ,1) those which are initiated by the
Counselor and 2) those which are initiated by the counselee. }

Match the classification with the appropriate example(s).

a. Counselor-initiated 1) A newly assigned
division officer
b. Counselee-initiated schedules a brief

counseling session
with each of his
assistants. lle wishes
to gain their coop-
eration and to inform
himself fully as to
their activities.

2) LTJG Green has just
dismissed his men from
quarters. SN Perk
approaches him and asks
his opinion about a
financial problem he
has incurred through

N unwise installment
buying. Green advises
Perk, but suggests that
he consult the Legal
: Assistance Referral ~
" . Officer concerning the
: matter.

3) MIDN Bark's Company
Commander asks him to
"come around' and gives
him extra instruction
on a matter of military
courtesy which Bark had
repeatedly been observed
violating.

-15-




Eight/IV/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

An officer might initiate a counseling interview to
discuss a subordinate's performance on the job, or to discuss

some disciplinary matter.

Which of the following might be valid reasons for an

officer to initiate an interview?

a. To discuss a subordinate's violation of
a regulation which was apparently due to
misunderstanding

b. To find out what is bothering a seaman
who has been frequently reporting
(apparently without good cause) to
sick bay

c. To find out, by questioning one of the
popular seamen, what the men in his unit
think of him

d. All of the above

W

v

S e

-16-
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INTRODUCTION TO COUNSELING Eight/IV/ST/SVY

11§ The second major type of counseling interview, the

counselee-initiated, may take place when a subordinate wishes

to discuss some aspect of his job or career with his immediate

senior. It might also arise if the subordinate wishes to

discuss some emotional, family, or financial problem. It

may also be directed, that is, a subordinate may be directed

by some outside agency or another officer to seek counseling

from his immediate senior.

Choose the example of a directed counselee-initiated

interview.

a. Seaman Murk is told by an officer who
observed him on liberty in improper uniform,
to see his immediate superior for counseling
regarding proper liberty uniform.

. b. Seaman Lake asks for a counseling interview

: with his division officer to find out what

‘ opportunities exist for him to be advanced
in rating.

c. Neither of the above

Aruitoxt provided by Eic:




Eight/1V/ST/Sv INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Some special difficulties -are posed by the counselee-

initiated interviews. First, the leader-counselor must be

on guard for superficial statements from the subordinate
seeking help. These might mask the true problem. Secondly,
he must avoid jumping to conclusions about the nature of the

problem before the subordinate can get to the "heart of the

matter."

LTJG Boom was approached by one of his seamen
who said he wished to talk to him alout possi-
bilities of transferring to another work detail.
Boom's interview with the seaman began with a
discussion of possibilities for transfer, put
under Boom's discreet guidance, the seaman
.finally blurted out that he was having a
personality clash with a member of his present
work unit, but was afraid that he might get

in trouble for complaining about it. Boom
managed to straighten out the problem, which
was based on a misunderstanding, and the seaman
went back to work on his old work detail.

LTJG Boom overcame which of the potential dangers of the

counselee-initiated interview?

a. Superficial statements from the counselee
which may hide the true problem

b. Jumping to conclusions about the nature of
the counselee's problem before hearing

him out
c. Both of the above

d. None of the above

-18-
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13 It is often difficult to determine whether it is better

to counsel and take corrective action or to counsel and

recommend punishment. This is a particular dilemma for ycung,

inexperienced officers or those newly reporting to a command.

The following example illustrates a case in which a

Company Officer faced this dilemma.

Two midshipmen 3/c from the same company checked
out knockabouts for a Sunday of sailing. During
the course of the afternoon, MIDN Loomis was
observed to have violated the Rules of the Road
on four separate occasions. MIDN Wassail was
observed violating the Rules of the Road once.
Both midshipmen were reported to their Company
Officer. The Company Officer obtained all the
facts of the violations and called bcth midshipmen
. into his office to counsel them individually.
, MIDN Wassail obviously had misinterpreted one of
: the Rules of the Road fer sailboats. The Company
Officer counseled Wassail, reviewed the Rules of
the Road with bim, and directed Wassail to review
the rules before again checking out the knockabout.

B In the case of MIDN Wassail, the Company Officer rightly

: chose the option of: (Choose one.)

% a. Counseling and recommending punitive action
% b. Counseling and taking corrective action
F
; c. Assuning that counseling fulfilled the
H need for corrective action
H
!
;
§ ' -19-
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Eight/IV/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

14 The case of MIDN Loomis was a bit different. When the

Company Officer talked to MIDN Loomis, it was obvious that
he had flagrantly disregarded the rules of the road.
What action should the Company Officer take after
ascertaining this?
a. Counsel Loomis on the importance of the
rules and threaten him with more drastic
action if the ‘violation should happen
again
b. Counsel Loomis on the importance of the
rules and put Loomis on report, taking his
knochabout qualification from the files
until further notice

c. Direct Loomis to a superior officer for
counseling regarding adherence to rules

. d. None of the above

-20-
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As you have seen in frames 13 and 14, an officer has
an opportunity in the counseling session itself to decide
whether to tale corrective action or to recommend
punishment against disciplinary offenders. As a rule,
an officer must be prepared to act unhesitatingly when
drastic action is called for, such as bringing official
chaiges against a man, but he muct guard against looking
upon the counseling session as a vehicle for preferring
charges. An officer is more likely to get information,
give instruction, or gain cooperation by:

(Choose one.)

a. Keeping the counseling session in reserve
tor times when drastic action is called for

b. Keeping in mind that the corrective
approach often will prevent the need for
future drastic action

c. Keeping disciplinary matters out of the counseling
realm entirely

16 In which of the following examples is counseling being

used as a vehicle for taking corrective action toward a

disciplinary problem?

a. One upperclass midshipman tells a midshipman

4/c who has violated a disciplinary rule to
; : "'come around,' and instructs him in proper
application of that rule.

b. Another upperclassman tells another plebe
: who has violated a disciplinary rule to
’ "come around,’ and makes him do push-ups.

R

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

Goals of and Reasons for Counseling

Answer the following questions as indicated in your Student
Guide.

1. Which of the following statements bect explains how a

military leader-counselor differs from a professional counselor?

a. The military leader-counselor seldom
acts as a disinterested party and
must consi.er first what is in the
best interest of the military unit,
and second, what is for the well-
being of the man. The professional
counselor, on the other hand, can act
as a disinterested party and consider
only what is for the good of the man.

: b. The professional counselor has upper-
most in mind what is beneficial to the
spiritual, moral, or mental needs of
the individual. The military leader-
counselor, on the other hand, must
consider only what is in the best
interest of the unit, regardless of
how it affects the individual
spiritually, morally, or mentally.

PR

c. The military leader-counselor must
always act as a disinterested party,
whereas the professional counselor
has always to consider what is good
for the man.

-22-
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2.

Read the following example of a counseling interview

and select the appropriate description.

is

LT Kane, the Flight Deck Officer, readily agreed
when his Executive Officer, CDR McVey, proposed
that they enter the ship's tennis tournament as
a doubles team. However, he uneasily declined
when the Executive Officer suggested they take
the afternoon off for practice. Under McVey's
discreet questioning Kane revealed his fear and
dislike of LCDR Delaware, his department head.
Kane related that Delaware jealously watched over
each minute the Air Department officers were on
the job. They were even accused of goofing off
if they went to sick bay or took a coffee break
in the wavrdroom. He guessed Delaware would be
rough on him for asking permission to '"cut out"”
for tennis with the Executive Officer.

el

The preceding discussion between LT Kane and CDR McVey

a. Counselor-directed interview
b. Counselee-initiated interview
c. Counselor-initiated interview

d. Directed counseling interview

-23-
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3. Which of the following states the overall objective
of counseling?

a. To help initiate and maintain good senior-
subordinate relationships

b. To provide a method of administering
corrective action and punishment

c. To enable a leader to maintain personal
contact with his subordinates

d. To enable a leader to discover and help
solve the problems of his subordinates

4. Which of the following exemplify a directed counseling

session? (More than one answer may be correct).

a. An officer notices that one of his subor-
dinates on several occasions neglects to
wear the prescribed uniform. He calls the
subordinate in for counseling regarding
this deficiency.

b. A subordinate is told by another officer,
who is not his immediate senior, or some
outside agency, to seek counseling from his
immediate senior.

c. A suvordinate requests an interview with a
senior to discuss opportunities for advance-
ment in rating.

d. A note comes down from the Chief of Staff
to all section heads that they counsel their
action officers on certain staff procedures.

L.
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-

5. From the foll ving 1ist, select the three immediate goals

of counseling.

a. To enforce regulations

b. To give jnstruction

c¢. To give advice

d. To get jnformation
To establish good personal relationships
£, To administer punishment

g. To gain cooperation

Now, check your answers on the next page.
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ANSWERS TO SUMMARY POST-QUIZ 1

1. a

2. ¢

3. a

4. b, d

5. b, d, g

Now, go to Summary 2 on the next page.
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Summary 2

Approaches in Counseling

Usually it is the circumstances under which a subordinate
comes for counseling which determine the approach the coun-
selor uses. There are three general approaches--the directive,

the non-directive, and the eclectic approach.

The Directive Approach

The directive approach is most often used when the
counselor has initiated the interview, or when a strong
authoritarian or guidance role is needed. A counselor
using the directive approach uses his experience and
training to assist or direct the counselee in rationally
analyzing his problem. The counselor takes an active role

in the interview by:

1) offering courses of action

Z) Helping the counselee to evaluate the
situation

3) Suggesting a solution to the problem

4) Attempting to influence the counselee
to accept his solution

Generally, only in cases of discipline or corrective action
is resolution of the problem left completely to the direction
of the counselor. The directive counseclor generally attempts
to leave any decision up to the counselee, but is much more
direct in his guidance than is the non-directive counselor,

who will be discussed later. The aim of the directive

-27-

P N

’

e




v

|

|

E

O
|

Ve ey e

,
EER e v

b

T

%

@)

Eight/1V/3T/5V

M

R u’«'ﬁ‘?‘ﬁf“%@

INTRODUCTION 0 PSYCHOLOGY AND LEADERSHIP

counselor is to structure the problem situation, yet at

the same time leave to the counselee the final decision

regarding its solution.

Common Tendencies in Directive Counseling

Directive counseling may take several different forms,
each of which has certain advantages and disadvantages.

The directive counselor may, for example, give advice to

the subordinate. This presupposes that he fully understands

the subordinate's problem and can prescribe the best solution.
The disadvantage .of advice giving is that it tends to breed
dependency; that is, the counselee feels incapable of under-

standing and solving his own problem and relies too heavily

on the counselor. For this reason, giving advice is espe-

cially unsuitable for solving emotional problems and should
not be used in these cases.
Another directive method of counseling is admonishing

or forbidding. Typical of this approach is the senior who

threatens a deficient subordinate with corrective action
or punishment in order to get him to change his behavior.

The disadvantage of the admonishing or forbidding technique

is that its effects are short-lived. Resentment and

animosity may be aroused in the counselee treated in this
way, and as soon as the fear of threatened punishment wears
off, he will go back to the undesirable behavior patterns.
Thus, to be effective, the admonishing technique requires

reinforcement by actual punishment or corrective action.

-28-
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The exhorting, or pep talk approach is another method
of directive counseling. It has good short-term effects,
but seldom causes permanent behavioral changes, since it
tends to accentuate, rather than help solve problems. This
is especially true in regard to emotional problems, for
which the exhortation technique is especially unsuited.

Explaining is another method of directive counseling.
The counselor using this technique listens briefly to the
counselee's interprctation of the problem, then gives a
detajiled explanation of the problem according to his own view-
point aad interpretation. The shortcoming of this method
is that it presumes that the counselee will accent the
solution as interpreted by the counselor. This means that
the counselor using the explanation technique has to make a
special attempt to persuade the counselee to sce things

- objectively and to accept his proffered solution.

A final technique of directive counseling is reassurance,
or the "pat on the back™ method. This is a commonly
practiced and useful method of giving recognition to subor-
dinates; yet it should be used sparingly. By rcassuring
a subordinate who has a deep-seated problem, the counselor
may prevent him from experiencing the emotional release, or
catharsis, which might have been achieved through some other

method of counseling.

To conclude our discussion of the directive approach
and its various techniques, the following general short-

comings must be pointed out. The directive approach to

-29-
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Eight/IV/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

counseling rests upon the following assumptions, all of

which are highly questionable in the light of counseling

research:

1) That the counselor can readily and rapidly
understand the counselee's problem

2) That the counselor is familiar with the
facts and issues involved

3) That the counselor knows the best solution

4) That the counselee will perceive and accept
the counselor's proposed solution

Figure 1 on page 34 contains a case study which illustrates

the directive approach.

The Non-Directive Approach

This approach differs from the directive in that it
is based on these two assumptions: (1) that only the counselee
is capable of solving his own problems, that any effective
change must come from within, rather than from without; and
(2) that every individual has the capacity to reorganize and
reorient himself so that he becomes the type of person he
really wants to be. The non-directive counselor, instead
of actively guiding, advising, explaining, exhorting, or
reassuring the counselee, seeks to establish an atmosphere
of "permissiveness" in which the counselee may arrive at
self-recognition. This does not mean, however, that the
counselor plays a totally passive role. On the contrary,
he actively plays the part of the understanding listener
and subtly leads the counselee to the point from which he

can work out his own program of self-improvement.
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;-
Heckmann and Huneryager suggest among others, the

following guidelines for conducting a non-directive interview:

1) Avoid arguing or admonishing
2) Avoid displaying authority
3) Avoid giving advice

4) Help clarify positive courses of action J

Although the non-directive approach to counseling has
been used with great effectiveness, it does have certain
disadvantages.

First of all, it may prove to be too time consuming. While
you are encouraging the individual to solve his own problems,
you are probably not giving advice or suggesting solutions
which might enable him to realize in a short period of time
what his basic problem is and how to solve it. Rather, vou
must wait until he arrives at such a realization through
his own thinking and self-analysis.

Another disadvantage is that the counselee may feel he
is not being helped. He comes to the counseling session with
the idea that the counselor will explain what is bothering him
and tell him what to do. When he discovers that the counselor
wants him to come to a solution through his own analysis of
the problem, he may feel that the counselor is really no help.

A third disadvantage of the non-directive counseling

-31-
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Eight/IV/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

method is that excessive consideration-or sympathy from

the counselor may result in the counselee's dependence or
fixation on the emotional aspect of the problem. The
counselee may decide the problem is bigger than he thought,
and rather than attempting to find é simple solution, he

may place great emphasis on his emotional reactions to the
problem, creating even more frustration. Or he may uncon-
sciously, or consciously, enjoy the attention from his
counselor and dwell upon the problem rather than seek a
solution. Figure 2, on page 35, contains a case study which

illustrates the non-directive approach.

The Eclectic Approach

This approach to counseling calls for the selection of
the most approprriate of the various techniques of counseling
and applying them to suit the particular situation. The
counselor using the eclectic approach analyzes the counselee's
problem and employs the technique which he feels most
suitable, without strictly adhering to any one approach. A
counselor is using the eclectic technique when he begins an
interview using a non-directive method, and later on in the
interview switches to the directive method. Figure 3, on
page 36, contains a case study which illustrates the

eclectic approach.
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Evaluatijon of Counseling Approaches

The military leader will be called upon frequently to
act as counselor. He should strive to develop skill in
applying the theoretical approaches judiciously, as the situ-
ation and his good judgment and experience dictate. Some
skills that a counselor will find useful, no matter which

approach he uses, are:

EN e v

1) Exhibiting an attitude of acceptance of the
counselee

2) Empathizing with the counselee, atiempting to:
a) Adopt his frame of reference
b) See the situation through his eyes

c) Treat every person as an individual, nct
as a member .

3) Except in cases requiring punishment or
corrective action, final decision should
be left to the counselee. It is paramount
that the counselee make his own decision on
the problem at hand.
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Though it should never be considered a panacca, coun-
seling can be an invaluable aid in maintaining good senior-

subordinate relationships.

This is the end of Summary 2. Now, go to page 38 and take
the Quiz.

-33-

P

LR T YR T

S e Bire

e ettt




-

T
S anefier- > vde

ERIC

Light/IV/ST/SV

I . I e

INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

CAS. STUDY:
THE DIRECTIVE APPROACH IN COUNSELING

MIDN Smash entered the Naval Academy after
having completed a successfu'l senior year in his
high school, having been not only an outstanding
scholar, but also an allstate star basketball
player. After four weeks of the rigorous plebe
summer, MIDN Smash stated to his Company Officer
that he planned to turn in his resignation. The
Academy Plebe and Varsity basketball coaches
scheduled counseling sessions with Smash to try
and dissuade him from making thas hasty decision.
The head basketball coach, in his ~ounseling
session with Smash, used the pep-talk approach,
pointing out how valuable an addition Smash
would be to the basketball squad, and emphasizing how
highly Smash had been recommended by his coaches in
high school. Then the Assistant to the Commandant of
Midshipmen talked to him, using the advice-giving
approach, telling Smash that it was his experience
with other cases such as his, that things started
looking up after the first month. He said it would
be unwisc to make such an important and final decision
as resignation without having given the Academy a fair
chance. Another of Smash's advisors, the Firstclassman
Platoon Leader, used the explanation approach, presenting
Smash with the facts that he had performed quite
adequately up to now. He said the feelings of inade-
quacy and dissatisfaction Smash felt were shared by
many of his colieagues who did not turn in their
resignations, but chose instead to cope with the
problem. A final interview with his Battalion Officer
was a typical pat on the back session. The Battalion
Officer po’ -ed out how well Smash had performed in
the brief . iod he had been a plebe, and expressed
disappointment tinat the Academy might lose a good man
because of a hasty decision. MIDN Smash reconsidered
and ¢.d not resign after all.

Figure 1
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CASE STUDY:
THE NON-DIRECTIVE APPROACH IN COUNSELING

MIDN Smash decided not to resign from the Academy
during plebe summer, and had two successful years both
in the classroom and on the basketball court. During

. his second class yeir Smash decided that he no longer
wished to play btasietball. lHe wanted instead to concen-
trate his wurk alorg academic lines and to attempt to
become a Trident 5cholar. Smash requested a counseling
session with his Company Officer to discuss this
decision, and the Company Officer wisely chose the
non-directive aporoach. He realized the basketball
team would suffer a great loss if Smash gave it up, >
but realized that Smash had given the decision a lot
of thought, and that it would be unwise to try and
dissuade him from making this decision. He listened
sympathetically as Smash explained his reasons for
wanting to drop basketball, and tried not to interfere
as Smash talked out the various advantages and disad-
vantages that would ensue from his decision. As far
as the Company Officer could tell from this interview
(which had consisted of mostly listening on his part,
with a few pertinent questions) Smash had made a
wise decision and was fully aware of the extra cffort
he would have to make in order to qualify as a Trident
Scholar. Smash subsequently dropped basketball,
devoted his full effort to academic work, and did
become a Trident Scholar.

Figure 2
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CASE STUDY:
THE ECLECTIC APPROACH IN COUNSELING

MIDN Smash had discussed with some of his
colleagues the possibility of joining the Marine Corps
upon his graduation from the Academy. e requested an
interview with the Senior Marine Officer to further
discuss this matter. The Senior Marine Officer took
the eclectic approach in interviewing Smash, advising
him to become a Marine officer, yet at the same time,
letting him have an opportunity to "get it all together."
By using this approach, the Senior Marine Officer could
ensure that Smash was well informed concerning the
requirements and demands that would be made upon him as
a Marine, yet at the same time prevent him from feeling
that he had been "tulked into" joining. Smash left the
interview feeling confident in his desire to be commis-
sioned as a Marine officer.

Figure 3
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Summary Pre-Quiz 2

Approaches in Counseling

Auswer the following questions as indicated in your Student

Cuide.

1. Match each counseling approach with the appropriate

description.
a. Eclectic 1)
b. Directive

c. Non-directive

2)

3)

-38-
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problem for
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2. Which statement best describes the shortcomings of the

directive approach to counseling?

a.

TN c.

The directive approach is based on four
questionable assumptions: that the
counselor can understand the counselee's
problem, that he knows the facts and

issues involved, that he knows the best
solution, and that he can get the counselee
to accept his solution.

The directive approach is based on the
two following questionable assumptions:
that only the counselee can solve his
problems, and that every individual has
the capacity to reorganize himself to
become the type of person he wants to be.

The directive method is likely to prove too
t.me consuming for the leader-counselor.

It. addition the counselee may get the
fecling that he is not really being helped,
anc. dwell unnecessarily on the emotional
asvects of his problem.

3. Advice-giving, exhortation, reassurance, admonishing,

and explaining are techniques typical of which approach to

counseling?
: a, Directed
‘ b, Eclectic
c. Directive
d. Non-directive

R LR A,
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4. Which describes the eclectic counseling approach?

2. A form of directive counseling in which
the counsclor administers punishment or
corrective action

b. A method in which the counselor varies
his approach to meet the demands of the
particular situation...sometimes combining
directive and non-directive techniques
in the same interview

c. A counseling technique in which the
counselor chooses one method and develops
skill in applying it to different
situations

d. None of the above

S. Read the following example and then decide whick

counseling approach is being used.

LTJG Frank listened intently and with considerable
interest as CWO Runyon unfolded his story about
his son's dropping out of school and of his son's
plans to enlist. Then CWO Runyon caught his
Division Officer by surprise when he asked where
he had gone wrong with the boy and how he could
rectify the error. Wisely, Mr. Frank ducked the
question, realizing that he was ill-equipped to
help his Maintenance Officer without having more
background information. Then by careful questioning,
he encouraged CWO Runyon to speak more openly and
fully. That was the first of many evening talks
together as the Division Officer probed deeper
into the story. (WO Runyon, feeling he had a
friendly and sympathetic audience, freely told
everything the Division Officer needed to get to
the heart of the matter.

Which of the counseling approaches is LTJG Frank
employing?

a. Directive

b. Non-dircctive

c. Eclectic

d. All of the above

-4Q-
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6. Select the two items which do not belong in this list
of guidelines for conducting a non-directive interview.

a. Give advice

b. Remind man of your position of authority

c¢. Avoid arguing or admonishing

d. Help clarify positive courses of action

Now, go to the next page and check your answers.
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ANSWERS TO SUMMARY PRE-QUIZ 2

1. a-3, b-1, ¢-2

2. a
3. ¢
4. b
5. b
6. a, b

If you misse« one or more questions go to Programed Sequence
2 on the next page.
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Programed Sequence 2

Approaches in Counseling

OVERVIEW: In this programed sequence you will learn three
approaches to counseling, the directive, the
non-directive, and the eclectic. The advantages
and disadvantages of each approach will be
discussed, as well as different techniques used
in each. The sequence concludes with an

evaluation of the three approaches.

Usually it is the circumstances under which a subordinate
comes for counseling which determine the approach a counselor
takes. The directive approach is most often used when the
counselor has jinitiated the interview, or when a strong,
non-emotional guidance role is needed.

You might infer from this that the directive approach
calls for: (Choose one.)

a. A passive, sympathetic and permissive role
on the counselor's part

b. An active, rational and firm guidance role
on the counselor's part

c. An unbending, rigid attitude on the counselor's
part
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2

The directive approach in counseling requires the

counselor to take an active role in the interview by:

1)
2)

3)
4)

Offering courses of action

Helping the counselee to evaluate the
situation

Suggesting a solution to the problem

Attempting to influence the counselee
to accept his solution

Which of the following would a directive counselor not

be likely to do?

3

a.

Try to persuade the counselee to accept
what he thinks to be a good solution to
the problem

Offer suggestions and aid the counselee
in evaluating his problem

Allow the counselee to work out the problem
on his own, withholding his own opinion

Suggest alternative courses of action for
attacking the problem

The directive counselor generally attempts to leave any

decisions up to the counselee (except in discipline cases

which call for corrective action or punishment).

ERIC

Aruitoxt provided by Eic:

Which of the following is true?

a.

A directive counselor always tries to
leave decisions in the hands of the counselee,
even in di<cipline cases.

A directive counselor always tries to
leave decisions in the hands of the counselee,
except in discipline cases.

A directive counselor always tries to

make all decisions for the counselee, except
in discipline cases.

None of the above
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4 The aim of the directive counselor is, then, to structure

the problem situation with the counselee, yet at the same
time try to leave the final decision regarding its solution .

up to the counselee.

In which of the following examples is the counselor using
the directive approach?

a. LTJG Mast has noticed that one of his out-
standing seamen, SN Barge, has suddenly fallen
off :n his on-the-job performance. He calls

. Bargce in for counseling and points out that he
has noticed the deficiency in his work, which 1s
usually outstanding, and asks him for an
explanation. Barge explains that he is having
troubles with his wife and is worried constantly
that she will sue him for divorce. Mast
recognizes that B-orge's problem would most
appropriately be referred to the chaplain, and
explains to Barge that letting his personal
problems affect his usually good work can only
add to his worries. Barge agrees and accepts
Mast's suggestion that he se= the chaplain
about his marital problem.

b. LTJG Boom is approached by P03 Spar, who asks
Boom's advice about buying an expensive
encyclopedia set for his family on the
installment plan. Boom listens as Spar explains
llis reason for wanting to buy the books, i.e.,
he has two small children who will be able to
use it in their school work. Spar points out
that it would be a budget strain to meet the
payments, especially this year, since there
have been a lot of unexpected medical expenses
in his family, but that he feels this investment
is worth the strain. LTJG Boom points out that
he is familiar with the encyclopedia in
question and feels it is probably too advanced
for children the age of Spar's. Spar ends the
interview by deciding that it would be wiser
to postpone buying the books for a few years
till his children could aprreciate them and
he could better afford them.

c. Both of the above

d. None of the above

LI.I-h-‘*
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S Let's discuss now some of the common tendencies and

techniques used in directive counseling. The first of these
is advice giving. This technique presupposes that the
counselor can fully understand the subordinate's problem and
can prescribe the best solution.
What do you suppose the disadvantage of advice giving
might be?
a. It tends to give the counselee too much
independence in attacking his problems
and making decisions.
b. It tends to breed dependency, i.e., over-

reliance of the counselee on the counselor
for making decisions.

6 Giving advice tends to cause the counselee to feel

incapable of solving his own problems and to rely too
heavily on the counselor. For this reason, it is probably
unsuited to dealing with: (Choose one.)

a. Emotional problems

b. Matters of policy

-46-
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7 Admonishing or forbidding is another technique of

directive counseling. Typical of this method is the senior
who threatens a deficient subordinate with "I'11 put you on
report if this happens again." The disadvantage of admonishing
or "scolding" is that its effects are short-lived: As soon
as fear of threatened punishment wears off, the undesirable
behavior will reappear.

Which of the following counseling sessions will probably
have the most lasting and positive effect?

a. ENS Steed, a division officer, is having
difficulty with P03 Whiplash, who continually
fails to keep up-to-date control records
of registered publications. He counsels
Whiplash and threatens him by saying if he
sees no improvement in Whiplash's record-
keeping, he will put him on report.

b. ENS Wells notices the continued failure of
PO2 Berman to keep his Watch, Quarter and
Station Bill up-to-date. He counsels Berman
and finds out that Berman has been burdened
with extra duties recently, and has continually
put off this routine duty. Wells counsels
Berman on the importance of keeping current the
Watch, Quarter and Station Bill, and suggests
more efficient ways for him to handle the extra
duties. He then expresses confident hope that
Berman, now that he is aware of the importance
of this duty, will not again fall behind.
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8 To be effective, the admonishing technique requires

reinforcement by actual punishment or corrective action.
The counselor vho continually admonishes, without

actually carrying out his threats, will probably: (Choose

two.)

a. Incur respect and admiration from his
counsclees for his use of authority to
maintain discipline

b. Incur the long-lasting positive effects
brought about by threatening, not
administering punishment.

€. Incur the resentment and anin sity of his
counselees

d. Be forced to carry out his threats
occasionally, to reinforce them in the
eyes of his counselees

9 Anothefdtechnique of directive counseling is the exhorting,

or pep talk method. This has good short-term effects, as
many a football coach will agree. However, for individuals
with deep-seated problems, such as emotional ones, the
pep talk techinique skirts the real problem, and may even
accentuate rather than solve the problem.
In which of the following cases would the pep talk
counseling method be appropriate?
a. When counseling a seaman who seems to be
getting discouraged about his future with
the Navy
b. When counseling a seaman who has broken

down several times under the strain of
combat conlitions
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10 Explaining is another technique often used in directive

counseling. The counselor employing this method listens
briefly to the counselee's interpretation of the problem and
then launches into a detailed explanation of the problem as
he sees it.

Which exemplifies the explaining method of counseling?

a. MIDN White, a Midshipman Company Commander,
is counseling one of his plebes regarding
the need to improve his grade in one course.
He asks the plebe to "come around," listens
for a minute while the plebe gives some rather
lame excuses for doing poorly, then interrupts
to tell him his theory of why he is doing
poorly. White took the course in question
under the same professor, and found the
professor very hard to understand.

b. MIDN Black, another Company Commander, is
counseling another plebe regarding his low
grades in another course. Black lets the
plebe give his own interpretation of why he
is doing poorly, and asks him to suggest in
what areas he thinks he could use extra
instruction, offering to arrange that this
needed instruction be given.

11} A major shortcoming of the cxplanation technique is

ERIC

that it presumes the counselee will accept the counselor's
solution to his problem. It places a great burden on the
counselor to: (Choose one.)
a. See things objectively and persuade the
counselee to accept and understand his

proffered solution.

b. Accept the solution to the problem offered
by the counselee himself.
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12 Let's stop for a moment and review the techniques of
P

directive counseling discussed so far. They are:

1) Exhortation, pep talk
2) Explanation

3) Admonishing, forbidding

4) Advice giving

In all of the above techniques, who takes the most
active role?
a. The counselee

b. The counselor

13f A final technique of directive counseling is the "pat-

on-the-back" method. This is a commonly used and useful
way of granting recognition to subordinates.

Supposing you were LTJG Winner, and one of your petty
officers Had mentioned to you that a seaman had been
performing extremely well and was actively working for
advancement in rating.

Which technique might you best employ in counseling
the seaman?

a. The explanation technique

b. The exhortation technique

c. The "pat-on-the-back" technique

d. None of the above
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14 Reassurance or the 'pat-on-the-back" should be used

sparingly in the counseling realm. By reassuring a man with
a hidden problem, you may prevent him from experiencing a
much needed catharsis (emotional release) attainable through
some of the non-directive approaches.

Which kind of counseling session would be most
beneficial to a man suffering from deep-rooted inferiority
feelings?

a. A pep-talk session praising his
accomplishment

b. An admonishing session, chiding him for
his feelings of inferiority

€. A non-directive session, i.e., one in
which you let him do most of the talking
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selor’

S words.

a. Explanation

b. '"pat-on-the-back"
¢. Exhortation

d. Advice giving

€. Admonishing

-52-
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4)

5)

15§ Match each named technique with the appropriate coun-

(Use all the lettered items.)

"Come on now,
show me what you

can really do..."

"You've got it

all wrong. The

way I see it, the
probTem is this..."

"Well done, Jones.
I heard about..."

"Why don't you try
solving your diffi-
culties with the
men this way..."

"The next time I
catch you in non-reg
uniform, I'm going
to put you on
report!"
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16 The shortcomings of the directive approach to counseling

may be summarized as follows. The directive approach rests
on the following four assumptions, all of which are highly

questionable viewed in the light of counseling research:

1) That the counselor can readily and rapidly
understand the counselee's problem

2) That the counselor is familiar with the
facts and issues involved

3) That the counselor knows the best solution

4) That the counselee will perceive and
accept the counselor's proposed solution

Keeping this in mind, complete this statement,

The directive approach to counseling places an undue

" responsibility on:

> a. The counselee, who must be able to clearly

; and willingly explain and solve his problem,
; be familiar with the facts and issues

b involved, know the best solution, and

propcse that solution to his counselor

b. The ounselor, who must rapidly under-
stanit the counselee's problem, be
fami iar with the facts and issues
invo ved, know the best solution, and be
able to convince the counselee to accept
it

c. None of the above
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Select the four questionable assumptions which underlie

the directive counseling approach.

a.

That the counselor will perceive and accept
the counselee's proposed solution

That the counselor knows the best solution
That the counselee knows the best solution

That the counselee will perceive and accept
the counselor's proposed solution

That the counselor is familiar with the
facts and issues involved

That the counselor need not be familiar
with the facts and issues involved

That the counselee can readily accept and
rapidly understand the counselor's problem

That the counselor can readily and rapidly
understand the counselee's problem

18] The second general approach to counseling is the

non-directive. This, as its name implies, places the

responsibility for problem solving on the counselee.

Which are probably underlying assumptions of the

non-directive approach?

a.

That only the counselee is capable of
solving his own problems, that any effec-
tive change must come from within, rather
than from without

That every individual has the capacity to
reorganize and reorient himself to become
the type of person he really wants to be

Both of the above
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191 The non-directive counselor, instead of obviously guiding,

advising, exhorting, or reassuring the individual, seeks to
establish an atmosphere of "permissiveness," acting as a
receptive listener, occasional questioner, so that the
coui.s’ize is able to arrive at self recognition.

The non-directive counsclor: {Choose one.)

a. Plays a totally passive role in the
interview

b. Plays the only active role in the inter-
.o view

c. Plays an advisory role in the interview

d. Plays an active role of interested
listener .a the interview

'; |

?Q lL.ook at the following useful guidelines for conducting

g "/-\. . . .
X a non-directive interview, then answer the question on the next

3 page.

Heckmann and Huneryager suggest the following guide-

lines for conducting a non-directive intervicw:
rd

Avoid arguing or admonishing

Avoid displaying authority

(7]

giving advice

4. 1ilelp clarify positive courses of action

-56-~
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Keeping in mind the guidelines for conducting a non-directive
interview, what might be the disadvantages of this approach?

a, It may prove to be time consuming, i.e., it
may take longer to solve the basic problem
than would advising, or suggesting solutions.

b. The counselee may feel he is not being
helped, having come to the counseling
session expecting advice and direction
from the counselor.

c. The counselee may dwell upon the problem,
enjoying the attention and sympathy he has
won from the counselor.

d. All of the above

21§ A third and final approach in counseling is the eclectic

approach, This calls for selection of the most appropriate
method according to the particular situation, even for
switching methods during the course of an interview. A
counselor using the eclectic approach might then use:
(Choose one.)

a. The directive approach

b. The non-directive approach

€. A combination of directive and non-
directive approaches

d. All of the above
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Which is true of an eclectic counselor?

He modifies his approach according to the
demands of the situation and does not
strictly adhere to any one method.

a.

L. He attempts to use as many methods as
possible during the course of one inter-
view and disregards the special demands
of the particular situation.

23 In which of the following cases would the eclectic approach

be called for?

When a counselor has called in a subordinate
for a directive interview, and finds out,
through questioning, that the problem is
deeper and more complex than he imagined

a.

b. When the counselor has been unsuccessful
at getting at the problem through directive
approaches, and wishes to try some other

method

c. Both of the above

sy v
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SUMMARY: Let us briefly evaluate the counseling approaches
we have discussed in this programed sequence.
The military leader will be called upon frequently
to act as counselor. He should strive to develop
skill in applying the theoretical approaches--
directive, non-directive, and eclectic--judiciously,
as the situation and his experience dictate. Some
skills that a counselor will find useful, no matter

which approach he uses, are:

1) Exhibiting an attitude of acceptance
of the counselee

2) Empathizing with the counselee,
attempting to:

a) Adopt his frame of reference

b) See the situation through his
eyes

¢) Treat every person as an individual,
not as a number

3) Except in cases requiring punishment
or corrective action, final decision
. should be left to the counselee. It
is paramount that the counselece make
his own decision on the problem at hand.

Though it should never be considered a panacea,
counseling can be an invaluable aid in maintaining

good senior-subordinate relationships.

Now, take the Quiz on the next page.
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Summary Post-Quiz 2

Approaches in Counseling

Answer the following questions as indicated in your Student
Guide.

1. Select the two items which do not belong in this list
of guidelines for conducting a non-directive interview.

a. Give advice

b. Help clarify positive courses of action

c. Avoid arguing or admonishing

d. Remind man of your position of authority

i -59-
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2, Read the following example and then decide which

counseling approach is being used.

LTJG Frank listened intently and with considerable
interest as CwO Runyon unfolded his story about
his son's dropping out of school and of his son's
plans to enlist. Then CWO Runyon caught his
Division Officer by surprise when he asked where
he had gone wrong with rhe boy and how he could
rectify the error. Wiseiy, Mr. Frank ducked the
question, realizing that he was ill-equipped to s
help his Maintenance Officer without having more
background information. Then by careful
questioning, he encouraged CWO Runyon to speak
more openly and fully. That was the first of

many evening talks together as the Division
Officer probed deeper into the story. CWO Runyon,
feeling he had a friendly and sympathetic
audience, freely told everything the Division

Officer needed to get to the heart of the matter. ?
Which of the counseling approaches is LTJG Frank !

3

employing? .

a. Eclectic
b. Directive
c. Non-directive

d. All of the above
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3. Which describes the eclectic counseling approach?

2. A method in which the counselor varies
his approach to meet the demands of
the particular situation...sometimes
combining directive and non-directive
techniques in the same interview

b. A form of directive counseling in which
the counselor administers punishment or
corrective action

c. A counseling technique in which the
counseler chooses one method and
develops skill in applying it to
different situations

d. None of the above

-

4. Advice-giving, exhortation, reassurance, admonishing,
and explaining are techniques typical of which approach to
counseling?

: a. Directed

b. Eclectic

o owe e s ra
.

c. Non-directive

d. Directive

-6]1-
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5. Which statement best describes the shortcomings of
the directive approach to counseling?

a. The directive method is likely to prove
too time consuming for the leader-
counselor. In addition the counselee
may get the feeling that he is not
really being helped, and dwell unneces-
sarily on the emotional aspects of his
problem.

b. The directive approach is based on the
two following questionable assumptions:
that only the counselee can solve his
problems, and that every individual has
the capacity to reorganize himself to
become the type of person he wants to be.

c. The directive approach is based on four
questionable assumptions: that the
counselor can understand the counselee's
prob” n, that he krows the facts and
issues involved, that he knows the best
solution, and that he can get the counselee
to accept his solution.

L ¢

)

L3
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6. Match each,counseling aoproach with the appropriate

description.

a. Directive 1) Counselor takes
active, guiding

b. Non-directive role; structures
problem for

c. Eclectic counselee; yet

in most cases,
leaves decisions
up to him.

2) Counselor uses
whatever counseling
approach suits the
situation at hand,
employing, at times,
more than one
technique in a
single session.

3) Counselor takes
role of sympathetic
listener, creates
atmosphere of
permissiveness in
which counselee
can work out own
solution to problem.

e

Now, go to the next page and check your answers.

»
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ANSWERS TO SUMMARY POST-QUIZ 2

1 a, d
2. ¢
3. a
4. d
5. ¢

6. a-1, b-3, c-2

This is the end of Part Eight, Segment IV.
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INTRODUCTION TO PSYCHOLOGY PART EIGHT
AND LEADERSHIP SEGMENT 1V

INTRODUCTION TC COUNSELING

PROGRESS CHECK

Question 1.

LT Englehart's jet fighter overran the rain-slick
runway, yet luckily, was undzmaged. The Operations Officer,
LCDR Ferris, had observed the landing an& realized LT Englehart
was at fault and not the brakes, as LT Englehart claimed.
Not wishing to embarrass his Assistant Operations Officer in
front of the junior pilots, LCDR Ferris remained silent.
Later that afternoon, LCDR Ferris discussed the incident
with LT Englehart and pointed out the faulty techniques
LT Englehart had used in the landing and éoll-out that
caused him to overrun. Then he explained what should have
been done and the rationale. LT Englehart fully understood
for the first time the aerodynamic and mechanical consider-
ations in landing and braking an aircraft on a slippery runway.
From this narrative, select the goal of LCGR Ferris during

his counseling interview with LT Englehart.

a. To gain cooperation
b. To give instruction

C. To get information

d. All of the above
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Question 2,
Which of the following statements best describes the

overall objective of counseling?

a. To establish what is best for the unit as a
whole

b. To maintain personal contact with the men 5 I
- and give them recognition

c. To gain cooperation from the men in the
unit

d. To help initiate and maintain good senior-
subordinate relationships

Question 3.

ENS Transmitter has an "open-door policy" with his men.
Through his (PO, POl Sparks requests an interview with ENS
Transmitter. Sparks is an outstanding petty officer and
states as his reason for the interview his desire to obtain
transfer to any other ship or station. After evaluating the
information provided by PO Sparks, NS Transmitter determines
that Sparks wants more responsibility than maintaining the
emergency radio equipment.

Based on the above example, select from the choices

below the reason for the counseling session.

a. Counseclor initiated
b. Directed counseling
c. Counselor directed

d. Counseclee initiated

ERIC
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Question 4.

Which of the following states why a counselor might
initiat. an interview?
a. To discuss the counselee's effectiveness in
his job
b. To clarify some matter of discipline which
the counselee has violated, apparently
through ignorance

c. Both of the above

d. None of the above

-
b
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Question 5.

CWO Runyon is an officer with 26 years service. He has
a reputation of being rough on his subordinates. However, he
is a dedicated officer who works harder and longer than anyone
else. He has followed his hardnosed line with his son
who has quit school with the intention of enlisting to get
away from home. Now CWO Runyon has some misgivings over his
treatment of the boy. Wishing he knew how to right past
wrongs, he seeks out his Division Officer, LTJG Frank, for
advice. LTJG Frank knows Runyon well but is unaware of any
friction between the "Gunner" and his son. Thus, he is
unprepared when CWO Runyon starts talking about his problem.

If you were LTJG Frank, which counseling approach

would you choose?

a, Non-directive
b. Advising
¢. Directiv>

d. Exhorting
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Question 6.

- ENS Stoker, the B Division Officer, has a problem with
BT3 Gauge, the 0il King aboard the USS Sailer. He has a
counseling session with Gauge regarding the daily fuel and
water reports and states, "If there is no improvement in tne
maintenance of your records, I'll take you to mast."

Which of the following statements best describes the
probable effect of ENS Stoker's action?
a. BT3 Gauge will square away his records and
do a good job,
b. BT3 Gauge will continue his present habits.
c. BT3 Gauge will improve the maintenance of

his records, but he will eventually return
to his old behavior pattern.

i
4
3
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Question 7.

ENS Consul was standing the mid-watch with RD3 Spindrift.
During a casual conversation, Spindrift began talking about a
new powerful and expensive car he was thinking of buying. ENS
Consul squelched his impulse to give a quick reply about the
foolishness of such an expensive purchase. Instead, realizing
that there would be little to do in the next two hours, he
asked Spindrift to tell him all about the special features of
the* car. lle listened with attention and interest. Then, he
asked Spindrift how much it would cost and how much he had to
pay and for how long. Spindrift figured that he could make
the payments but with not much to spare. After Spindrift
spent some time talking about the sacrifices that he could
make to cut down cxpenses in other zreas, ENS Consul asked
about gas consumption and maintenance. Again, Spindrift did
a lot of figuring and planned more drastic sacrifices until
he showed that he could just barely make the payments over
the three-year period. ENS Consul asked a question now and
then about insurance, taxes on the car, depreciation, etc.
Spindrift managed to cxpress a pretty confident approach to
all the expenses. After awhile, routine duties interrupted
any more casual conversation. IHowever, just before they
finished the watch, Spindrift ended a thoughtful silence
by saying, '"You know, Mr. Consul, I'd be out of my skull to
buy such an expensive car."

During the watch discussed above, ENS Consul:
a. Wisely did not attempt to counsel an
individual during a watch

b. Judiciously applied a non-directive
approach

c. Decliberately avoided an opportunity to
counsel a subordinate

d. Applied both directive and non-directive
techniques, in other words, the eclectic
i approach
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Question 8.

Which of the following assumptions underlies the
non-directive approach to counseling?
a. Only the counselor concerned can solve the
counselee's problems.

b. A counselee will accept the facts as given,
including the counselor's facts and solution.

c. Every individual has the capacity to reorganize
or orient himself so that he becomes the type
of person he really wants to be.

d. Both a and b above
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Question 9.

ENS Dunnage is planning an interview with RM3 Mast about

re-enlistment. From the record in front of him and from a

previous conversation, ENS Dunnage knows that Mast is not

T

-
o

fully aware of the many courses of special training for which

he is eligible. He feels that if Mast were encouraged to

select a few of these courses in which he might be interested

he could give Mast specific help in applying for one of these

courses. At the same time, he could also get Mast to open

up and talk about his doubts and expectations about another

hitch. ENS Dunnage decides to spend the first part of the

interview explaining the opportunities to Mast, and feels

that, by being a patient, interested listener in the latter

part of the interview, he can get Mast to talk out his

situation and decide for himself about taking advantage of

the opportunities offered by re-enlisting.

To accomplish this interview as he planned it, ENS

Dunnage would have to employ which of the following

counseling tzachniques?

a. Eclectic

b. Exhortation

C. Non-directive

Directive
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Question 10.

Select the statement below which best describes the

general conclusion relative to the various approaches to

counseling.

a. Good counseling technique comes naturally,
so long as one is well versed in the
theoretical approaches.

b. Good counseling technique depends not so
much on the counselor's skill, as the
theoretical approach used.

Good counseling technique cannot he learned;
therefore, it is useless tn study the

various approaches if one lacks skill in
counseling.

d. None of the above
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FOREWORD

"A body of soldiers, as I cannot

too often repeat, is worthr only
what i1ts leadars are worth.

The latter must constantly

consider the goldier's needs

and keep his mind absorbed by
drills and exercises inter-

rupted by amusements go that

he is not unduly isolated and
confronted by depressing thoughts."

1841-1921, World in Revolt
Gustave le Bon

In this segment you explore detailed procedures involved
in counseling your men. We will discuss such problems as
whether or not a formal session is needed, how you may
prepare for a counseling session, and finally, what back-
ground informavion may be necessary. Counseling techniques
that have proved effective are explored together -with examples
of how best to use them. The professional help availabie
to yo1 and how it can make your job easier and optimize the
results of counseling are discussed in some detail. Upon
completion of this segment, you should have an understanding
0. the vasic background qualification that the leader will

need as a counselor.

11~
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INTRODUCTION TO PSYCHOLOGY PART EIGHT
AND LEADERSHIP SEGMENT V

THE_COUNSELING PROCESS

Summary 1

The Leader as a Counselor

Introduction

A leader, at whatever echelon in the chain of command,
will be required to be a counselor. Counseling is advising
‘n individual to the extent that an attempt is made to help
him understand his problem so that he may carry out a plan
for its solution. He must be able to offer the assistance
to his men that will help them in their personal adjustment.
He is not expected to become a sophisticated professional

counselor because of certain limitations: lack of profes-

sional training, lack of adequate counseling facilities and

the inordinate amount of time which may be required. However,

he must attempt to empathize with the counselee, adopt his

frame of reference anc see things through the counselee's eyes.
Counseling should not only be thought of in the

restricted formal sense. On a daily basis, a leader is

confronted with a multitude of -ounseling sitiations. At

times, the leader himself initiates the counseling by

discussing a subordinate'~ effectiveness or some particular

disciplinary matter which the leader has noticed. This type

of counseling could take place at any time. On other occasions,

the subordinate will bring his problems to the leader.

-1-
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Problems may range from dislike of a job to emotional, family,
or financial problems. This type of counseling would probably
take place in the traditional counseling situation with the
leader and his subordinate scated in a quiet room in a relaxed
atmosphere.
Regardless of the situation, the counselor must realize
. ‘ that the decision and choices that are made are ultimately

those of the individual being counseled.

Know Your Men
ANDYW rour Men
Fhere is no more effective leadership technique for

maintaininggpersonal contact with the men, and giving them

recognition, than through personal interviews and counseling.

A leader must know his men.

The study of cach individual in the unit should bhe a

never ending process. Much can he learned by studving service

records and qualification cards., Through these, a leader can

get a comprechensive picture of the makeup of his unit. But

these alone are not enough. The man himself must be studied.

The officer should know cach man's temperamental characteristics,
his weaknesses and strengths, his hopes and aspirations. le
should know something of the lives of his men before they o
entered the service, something about their families, their
. educational backgrounds. (fe should constantly endeavor to
know their state of mind, their attitudes toward the service,
and all the minor things that tend to raise or lower their

morale.
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Much of the knowledge can be obtained from the men
themselves. _But if a man is formally questioned, ne will
often leave many things unsaid. If he lacks confidence in
his officer, he will react in the same way. The ability of
an officer to talk to a man in a way that shows understanding
of him as a man is a sure way to gain his confidence. When
it seems appropriéte, the official military relationship can
be temporarily set aside and a man put at ease by allowing
him to sit down and talk things over informally.

The counselor should avoid an over-rigid attitude or
treating a counseling session in a routine manner. If the
counselee senses that his problem is being treated '"hy-the-
numbers', the effectiveness of the co' 1seling session witll
be destroyed before it has begun. The officer should approach
the counseling session with a serious but cheerful attitude.

As a further safeguard against making himself inaccessible,
the officer needs to know the procedures that have heen
established by his immediate subordinates. At all levels of
command, it is often the propensity of those "nearest the
throne" to think up new ways to keep all hands f{rom "bothering
the old man." However positive an order to the contrary, these
"do gooders" will frequently try to circumvent it, mistakingly

believing that by this act they are helping the senior. No
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alert officer will permit those in the chain of command
below him to cut him off in this manner from close contact
with the men he commands.

It is never a waste of time for an officer to talk to his
men about their personal problems. Even though the problem in
itself may seem small to him, it is highly important to the
man concerned, and therefore, it must not be dismissed lightly.

For instance, a man's wife may be sued for damage inflicted
in an automobile collision, or she may have unwisely contracted
for furniture beyond their means, or one of the youngsters .
may be seriously ill. These are typical problems where
the men will consult their officer if he is--as he should

be--trusted by them as a friend and ccunselor .
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Specific Consideration and Techniques

There are a number of considerations and techniques that
can assist the leader. One of these is the type of counseling
approach that should be used, and this should be the one that
is most practical for the lesder. ~Probab]y, the technique
most used is the eclectic approach; however, this will depend
on the leader's assessment of himself as a counselor, his
knowledge of‘gyg_ngfson he is counseling and, the situation

that exists at the time of counseling,

The Leader's Image -

It is a difficult thing for a lcader to assess accurately
the image that he projects to his subordinates. 1t is apparent
though, that if the subordinates are going to bring problems
to the lcader and if counseling is to be effective, the leades
must have project.d previously a "satisfactory” image to his
subordinates. The effective counselor is one who is sincere,
who is interested in his counselee as an individual, not as a
number, and who has respect for human dignity. The role conflict
of evaluator-counselor is reduced if the leader is considered
to be fair and impartial, relatively frece of bhiases and capable
of objective analysis. Too often, leaders assume that subor-
dinates will heed advice simply because it comes from a person

in a position of authority.
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Preparing for a Planned Counseling Session

Introduction
Lo ocuction

Prior to the actual counseling, it is necessary to make
certain preparations. The physical setup can be important.
In most planned counseling situations it is possible to have
a comfortable room where the session can be conducted in a
relaxed atmosphere. The session should be scheduled at a time
when there will.be no interruptions. Aside from the physical
surroundings, certain protocol should be observed and this

will vary with the reason for the counseling session.

The Listening Chair ’

In those counseling cases not involving a breach of

discipline, the use of the listening chair technique is ore

, way to reduce social distance. This technique also has

several other distinct advantages,
By establishing a listening chair, a separate chair for

the leader's use in counseling, the leader-counselor removes

himself from his desk and jts symbols of authority.

v
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This expedites the establishment of rapport with the
counselee. The counselee is likely to feel more at case
and more conversational when he recognizes a more relaxed
atmosphere.

When the leader is in the listening chair, he is further
reminded that his role in the counseling session is to listen,
to get the counselec to talk, and hopefully, to guide the
counselee so that he determines his own solution to his
problem,

The listening chair technique is good to keep in mind
and to practice. 1f in your jumior officer years you don't
rate an office and a listening chair, make an effort to have

at least a listening place and a listening ear.

Counseling Protocol

Protocol is defined as the customs and regulations
dealing with ceremonies and etiquette of the military. The

term counseling protocol denotes the proper etiquette to be

observed by the leader at the beginning of and during a

counseling session.

The basic reasons for observing protocol are:

1) To minimize the social distance in
approp-iatc cases

2) To make the counsclee feel that he is
part of an organization

3) To assure the counselee that the leader
is sincerely interestcd in his welfare
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Protocol of the initial greeting calls for a friendly,
firm handshake in those counseling sessions which are
nondisciplinary and in which the counselor has not previously
met the ccunselee. If the counseling session is occasioned
by disciplinary problems and will probably be directive in
nature, the handshake should be omitted. )

If the counselee initiates the interview, the counselor-
leader should be scated in a relaxed manner in the "listening
chair." 1If an interview is initiated by the counselor as a
disciplinary tactic, the leader should sit behind his desk
and the counselee should be seated or stand at parade rest
as deemed appropriate.

Protocol will vary according to the situation. When new
subordinate (s) come aboard, a counseling session in the office
is appropriate with handshake and possibly the "listening
chair" approach for a new man. If a group of subordinates
comes aboard, the leader may conduct a group session, with
handshakes when possible, to make poiiéy;stétements, explain
the mission and the organization, duties of personnel, standards

—_— tc be maintained, ectc.

e
When a new leader assumes command, counseling sessions
should be held with each key subordinate for a get acquainted
session.
Quite often the situation will dictate the form that the
session should take. Newly reporting personnel may he
counseled individually or as part of a group. The same situation
exists when a new commanding officer reports abcard.
-8-
r \‘1 ‘
~ ERIC
i Phrir o e ‘




THE COUNSELING PROCESS Eight/V/Sr/SV

When the organization is under stress of combat,
storms, or other emergency situations, counseling protocol-
may have to be altered significantly. Only individual judg-
ment can establish the proper protocol at the time of the
particular stress.

All of the situations affecting protocol and the procedures
which are to be used are influenced by the facilities available
for conducting counseling sessions. The lack of facilities,
however, should never he the cause for deferring a counseling

session.

Scheduling

The scheduling of a counseling session should be at a time

when there is the least possihility of interruptions. Sessions
should be scheduled only when the leader can give full

attention to the individual.

This is the end of Summary 1.
take the Quiz.

Now, go to the next page and
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Summary Pre-Quiz 1

The Leader as a Counselor and Preparing
for a Planned Tounseling Session

Answer the following questions as indicated in your Student
Guide.

1. LCDR Lupia, the Executive Officer of a destroyer, receives
five letters from various creditors of SN Baker, who is
assigned to the Supply Department. LCDR Lupia informs LT
Shores, SN Baker's Division Nfficer, of the letters and directs
LT Shores to counsel SN Baker on the seriousness of unpaid
debts. LT Shores is well aware of SN Baker's tendency to buy
luxury items, jewelry and clothing, on credit. !e checks

SN Baker's record and consults with the chief petty officer

1n charge of Baker's section to see if Baker has any recently
developed problems known to the chief. LT Shorcs, who has no
legal training, rereads the five letters noting that

each has threateuned legal action. He then notifies SN Baker to
meet with him in his stateroom. After reading the five letters,
Baker informs LT Shores that he has paid something on each of
these accounts each pay day. Baker further volunteers that he
has been sending money to his girlfriend for her to make payments

ons thesc debts also.

-10-
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Identify LT Shore's most probable limitations in
counseling SN Baker ir this situation.

a. Lack of expertise and training to give
legal advice

b. Lack of knowledge on financial and
budgeting matters

c¢. Lack of background information on Baker's
girlfriend

d. Lack of background information on SN Buker

2. Which is a leader's most effective leadership technique
for maintaining personal contact with his men?

a., By studying their service records and
qualification cards

b. By studying the men

¢. By interviewing their former superiors

d. By personal interviews and counseling
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3. LT Johnson has always been considered an exacting
but fair division officer by his men. He has treated the
men as individuals and has been objective in assessing their
performance. On one occasion, BM2 King requests an appoint-
ment to see LT Johnson about a transfer to shore duty. LT
Johnson listens to King's reasons why his request should be
granted, but denies the transfer. King was disappointed but
accepted ghe decision graciously.
Why was LT Johnson successful in this counscling
session? 1

a. LT Johnson had previously projected a
satisfactory image,

b. Because he was the bDivision Officer

¢. LT Johnson listened to King's reasons.

d. Because counscling protocol was appropriate

4. In each of the following situations, choose which

technique would be more appropriate,

a. Disciplinary 1) Listening Chair.

b. Family problem 2} Desk

¢c. Group meeting

d. Counselee initiated
s meeting

e. New subordinate

ERIC
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- 5. You have been called upon to give a subordinate
assistance with a carceer-planning problem. Select the
example in which the preparation steps have been best
attended to.

a. A comfortable room, a relaxed atmosphere,

a listening chair, a time when there will
be no interruptions, protocol.

. T LT I NE VRV 2 TR R DR ¥ R X

b. A listening chair, a comfortable room, a )
relaxed atmosphere, a thirty-minute time
limit, a review of the man's record,
protocol.

Lok dna w N e

c. A comfortable room, a relaxed atmosphere,
a time wvhen there will be no interruptions,
a listening chair, a review of the man's .
records, protocol.

LT N I

Now, check your answers 'on the next page. \
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ANSWERS TO SUMMARY PRE-QUIZ 1

1 a
2. d
3. a

4. a-2, b-1, c 2, d-1, e-1
5. ¢

If all your answers are correct, go to Summary 2 on page 29.
If you missed one or more questions, go to the next page and
go through Programed Sequence 1.

[
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OVERVIEW:

Programed Sequence 1

The Leader as a Counselor

One of the most time consuming duties of the
junior officer is that of counseling and inter-
viewing. For this reason, there is a tendency
on the part of too many officers to avoid this
procedure if there appears to be any other way.
of solving the immediate problem. This other
way generally consists of referring the man to
some specialist, such as the Public Relations
Officer, the Chaplain or the Legal Officer.
However, each junior officer must bear in miand
that if he shunts too many of his men's problems
to the shouiders of the specialists, he will
cease to be their leader. He may still have

the title, but in reality someone else has
usurped his potition. There is no better way
for an officer to show his leadership abilities'
than by maintaining personal contact with his

men, by personal interviews and counseling.

A leader must know his men and the most effective
way to accomplish this is through personal contact,

through counseling and interviews.

-15-
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1 A leader must be able to offer assistance to his men;

however, he is not expected to be a professional counselor
because he may lack professional training, adequate counseling
facilities and an inordinate amount of time may be required.
Which of the following statements is true?
a. The effective leader should never refer a
subordinate to a specialist, but should
attempt to help him under all circumstances.
b. If, after making an honest attempt to help
the subordinate solve his problem, the leader

realizes that he is not competent to do so,
he should refer him to a specialist.

T N LI

2 LT Sheck, the Senior Watch Officer, is making up the

watch 1¥st. Because of other pressing duties, he has had

to put this off until the last minute and is somewhat

g KL L, S

pressed for time. LTJG Wilson has a problem that he feels

o

must be resolved before the ship gets underway and asks
LT Sheck to talk it over.
LT Sheck should:

a. Tell LTJG Wilson that he is too busy but
that he will talk to him as soon as possible

b. Tell LTJG Wilson "make it fast' and then
make a hurried decision
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3 From the following, select the specific limitations with

which a leader might be faced when he undertakes the role of

counselor.

R ol AN DN AN Bt U e b kil

a. Lack of professional training
b. Lack of adequate counseling facilities

c. Inordinate amount of time which may be required

3.

d. All the above

o M i A K NN

Fla N Hiommtn"

4 When an officer is assigned as the leader of a unit, the

first order of business should be to learn all he can about

ot

his men. The three sources of information that can be used

to obtain this information are: service records, qualification
cards and personal interviews with the men.

From which of these sources would you expect to obtain

the more objective information?

a. Service records and qualification cards
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b. Personal interviews
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S Action should be taken on the basis of 2 man's record,

the counselor's judgement, and what a man says of himéelf in
relation to the problem.

During the Korean war, LT Galloway was a division officer
aboard a déstroyer that had been deployed for an extended
period and was in port for repairs. Upon completion of
the repairs, the ship received otders to redeploy to the
Yellow Sea off Inchon. One of his men, upon finding out
about the orders, said that "he has had it and can't take
another tour at sea." LT Ga.loway knew that the man had

always been a highly motivated individual and had alway§

- done his job faithfully.

What action should LT Galloway take?

a. Listen to the man with interest, but with
considerable mental reservation until he
can look into the case further, because
of his past record

b. Listen to the man with considerable
interest and make an attempt to send him
home, because of his past record

c. PRefer the man to the Chaplain

3
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i
'

6 Some of the considerations that can assist the leader- ;

counselor are the leader's assessment of himself as a
: ' counselor, his knowledge of the person he is counseling :
and the situation and atmosphere that exist at the time of . %
counseling. :
FT3 Greene, who has decided to make a career of the . :

. Navy, requests an appointment with ENS Thomas, the Educa-

e

tional Services Officer, to get assistance in planning his !
career. ENS Thomas is somewhat apprehensive about
discussing this because he has had little experience in
this area; however, he informs Greene to come to his office

-

at 1400. ENS Thomas did not check on Greene's educational

.

e o LT ST YRR, S UL ANP ANK LT G by e

background and Navy training, but decides that he can get .
suf{icient information during the interview. While ENS
Thomas and Greene are discussing the problem, two yeomen

are typing entries in some enlisted service records.

-

Which one of the following statements about this counseling

i}

session is true?

a. ENS Thomas had enough information on
Greene's background.

b. Although ENS Thomas was apprehensive,
he had enough experience for this type .
of counseling.

c. The office was a good place to hold the
© counseling session.

The counseling session was probably
unsuccessful.
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7 Subordinates will not bring their problems to the leader,

unless he has previously projected a satisfactory image.

BMC Funk has a man in his division who has caused the
morale of others in the division to fall below an acceptable
level becaus - of his constant griping about living conditions
on the ship. The Chief has cautioned the individual about

this several times but to no avail. The situation has reached

wirmew s 0

a point wherc the work of the division is being adversely

affected and the Chief decides that he needs help in dealing

LMl e i

with this man. !

He goes :0o his Division Officer, a highly educated and

>

cultured individual, for advice. BMC Funk explains the
situation and the Division Officer replys, '"What else can

% you expect from a high school dropout."

S Ay h RS R B 3

In this situation, which of the desirable traits of
an effective leader-counselor has been violated?

a. Interest in subordinate as an individual
not as a number

b. Respect for human dignity -

[y]

Fair and impartial treatment of a
subordinate

d. Freedom from bias

e. All of the above

i a b Y e bk R

LR
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Preparing for a Planned Counseling Session

Preparing for the counseling session can be

as important as the counseling session itself.

The physical surroundings, the counselor's
attitude, a knowledge of the counselee's back-
ground, proper scheduling and correct protocol--
all set the proper psychological climate for a |
successful counseling session. The reason for

the counseling is relatively unimportant,

whether it is to help with a problem of a personal
nature or whether it is for disciplinary reasons.
If it is worth your time to have the counseling

sessién at all, it is worth preparing for.

The Listening Chair

8 The "listening" chair is one that is set aside for the

counselor's use in counseling sessions. Seated in the
"listening'" chair, not behind his desk, the counselor encourages
a relaxed atmosphere, desirable in most counseling sessions
except for those of a disciplinary nature. The listening chair
will facilitate the conversational approach and will remind
the leader that he must listen instead of talk.

When the leader sits behind his desk during a nondisci-
plinary session, he is creating:

a. A too-formal atmosphere

b. A barrier to easy conversation

c. Both of the above

-21-
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9 Counseling protocol should always be observed by the leader.

A firm handshake is part of this protocol.
When should it be omitted?
a. A family problem
b. A career planning session

" c. A disciplinary session

10] During an interview that is leader-initiated for a

disciplinary reason, the counselor should sit behind his
desk.
What should the counselee do?

a. Sit or stand at parade rest
whichever is deemed appropriate

b. Stand at attention

11§ A1l of the situations affecting protocol and procedures

to be used are influenced hy:
a. The leader
b. The counselee
c. The facilities

d. All of the above

-22-
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One of the factors to consid(er when scheduling a counseling
session is when there will be the least possibility of inter-
ruptions.

The other factor(s) is/are:

a. The proper observance of protocol

b. When the leader can give undivided attention

c. Availability of the ljstening chair

SUMMARY: In the preceding frames, you have learned the
requirements necessary for the leader to be
an effective counselor. You have learned that
couns?Iing is an important part of leadership,
that in order to maintain that leadership you
must be willing and able to advise your men
intelligently. You have also learned some
of the pitfalls to be avoided and that the
best way to know your men is through personal
interviews and counseling. Before the actual
counseling could take place there were certain
preparations to be made to provide the correct
psychological atmosphere, and an appropriate
physical setting. Finally, you learned how
correct observance of protocal can affect the

success of a counseling session.

>

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

The Leader as a Counselor and Prepiring
for a Planned Counseling Session

Answer the following questions as indicated in your Student
Guide.

1. LCDR Lupia, the Executive Officer of a destroyer,
receives five letters from various creditors of SN Baker,

who is assigned to the Supply Department. LCDR Lupia informs
LT Shores, SN Baker's Division Officer, of the letters and
directs LT Shores to counsel SN Baker on the seriousness

of unpaid debts. LT Shores is well aware of SN Baker's

tendency to buy luxury iftems, jewelry and clothing, on credit.

lHe checks SN Baker's record ana consults with the chief
petty officer in charge of Bake:'s section to see if Baker
has any recently developed problems known tu the chief.

LT Shores, who has had no legal training, rereads the five
letters noting that each threatened legal action. He then
notifies SN Baker to meet with him in his stateroom. After
reading the five letters, Baker informs LT Shores that he has

paid some on each of these accounts each pay day. Baker

further volunteers that he has been sending money to his girl-

friend for her to make payments on these debts also.

<
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ldentify LT Shore's most probable limitations in

counseling SN Baker in this situation.
a. Lack of background information on SN Baker

b. Lack of background information on Baker's :
girlfriend )

: c. Lack of knowledge on financial and :
budgeting matters '

d. Lack of expertise and training to give
legal advice

2. LT Johnson his always been considered an exacting but
fair Division Officer by his men. He has treated the men
as individuals and has been objective in assessing their
performance. On one occasion, BM2 King requests an
appointment to see LT Johnson about a transfer to shore

duty. LT Johnson listens to King's reasons why his request

should be granted, but denies the transfer. King was

e

wdut

disappointed but accepted the decision graciously.

]

Why was LT Johnson successful in this counseling

e

session?

b e ORI A L A g 4w

a. Because he was the Division Officer

P

D Y

b. Because counseling protocol was
appropriate

i

-

¢. LT Johnson had previously projected a
satisfactory image.

d. LT Johnson listened to King's reasons.

-25-

|
3
g
¢
{
;

ERIC:

T
Aruntoxt provided by Eic




* Eight/Vv/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

3. Which is a leader's most effective leadership technique
for maintaining personal contact with his men?
. a. By studying the men

b. By studying their service records and
qualification cards

c. By personal interviews and counseling

d. By .nterviewing their former superiors

4. You have been called upon to give a subordinate assis-
tance with a carcer-nlanning problem. Select the example
in which the preparation steps have been best attended to.

a. A comiortable room, a relaxed atmosphere,
a time when there will be no interruptions,
a listening chair, a review of the man's
records, protocol “

b. A listening chair, a comfortable room, a
relaxed atmosphere, a thirty-minute time .
limit, a review of the man's record, :
protocol

J T S T ST

c. A comfortable room, a relaxed atmosphere,
a listening chair, a time when there will
be no interruptions, protocol

S. In each of the following situations, choose which
technique would be more appropriate.
a. Counselee initiated meeting 1) Listening Chair
B. Group meeting 2) Desk
c. New subordinate
d. Disciplinary

e. Family problem

Now, check your answers on page 28.
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INTROGUCTION TO PSYCiQOLOGY AND LEADERSHIP

ANSWERS TO SUMMARY PRE-QUIZ 1

1 d
2. ¢
3. ¢
4. a

5. a-1, b-2, c-1, d-2, e-1

Now, go to Summary 2 on the next page.
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Summary 2 : ~ |
: . The Counseling Process : ;
Listening %
Most of the military leader's training is pointed ;

toward rapid analysis of situations and decisive action.
Often such training is a hindrance to effective counseiing. %
The effective counselor must be a good listener. But, to

be a good listener, he must first get his counselee to talk--

to express his feelings. It is not an easy task to get a

(NP

subordinate to "open up.'" Within the bounds of acceptable

military standards, the counselee should be encouraged to

R DAY, g O 1

relax. The leader should capitalize on any effort the

counselee makes in describing his problem. He should

IR

show interest and reflect the feelings expressed by the

counselee. In many cases, the counselee, if encouraged by

ey YR s 00

a skillful, interested listener, will talk through his own

problem.

Questioning Techniques

There are some questioning techniques that can be used,
especially by the inexperienced counselor to help him keep
the session under control, to help the counselee express

his feelings, and to clarify the situation. These techniques

T e ot SR b Dk Lo 2R Yot E oy LA K s S

3 facilitate the accomplishment of the counseling objectives.
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The W-questions, when coupled with "how" are a valuable
tool for the counselor. The "What,'" "When,'" '"Where," "Who,"
and "Why" type questions fit most counseling situations.

They are brief, direct, and to the point, such as, "What did
he say?" "When did you do that?" and "Where did that happen?"
The W-questions are used to get detailed answers, to deter-

mine missing information, and to save time.

Leading Questions

A leading question is one that is worded to encourage
the counselee to give the answer the counselor wants.
Leading questions may be used to open up a new line of

inquiry or to make a suggestion or indicate a desirable

1 EVRY MR PR

answer. They may be used also to control the content of

I

the session. Because of the nature of leading questions,

they should be used with extreme care.

Probing Questions

Probes are questibns used to get information in addition
. ’ to that given in response to a general question. Probing
questions are of tremendous value in obtaining additional

information about the underlying causes of a prcblem. These
may be fundamental to the problem and of such nature that

the counselee has refused to recognize them.

[EORO.
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THE COUNSELING PROCESS Eight/V}ST/SV

Probes may be short statements indicating understanding

and interest, such as, "I see," "Tell me more about that,"

o

etc. Also useful are neutral questions, "How do you mean?"
"Why do you say that?" "Anything else?" The counselor

should not probe for information unless he considers it

PSR

essential in helping to solve the problem.

"Yes-No' Questions

» In most counseling situations, it is essential that

BTN N e ol o i RN ¢ X s 1A Y T 0wt L Yo a8 5 Kk dnt b b it o 4 B e Gl AN Al ch WA

< questions answerable by "Yes'" or "No" be used sparingly.

There are times when they are of inestimable value to the

Wran,

counselor. They may be used to commit the counselee, or
to close one phase of the session. Unless formulated with
care and used with skill, "Yes-No' questions will extend

the session, fail to elicit the data needed for accurate

i

evaluation, and generally result in unsatisfactory counseling.

Alternative Questions

The alternative question has two uses: to force a

[ T R R T L L DO

8 B kot

decision by the counselee, or to bring up another topic.
Such questions as "Which do you prefer?" '"If not, what

will you do?'" will control the interviews and focus

attention upon the main point. Use alternative questions”

e R N WL

extensively in problem-solving situations, or where

alternative actions are open to the individual. Each E

A e

alternative should be considered.
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|

The Silent Question

Silence for brief periods also has its place in
courceling It gives the counselee a time to think and
to evaluate what has been said It can serve as a stimulant
encouraging the counselee to continue the conversation. It
also gives him an opportunity to recall the information the
counselor is seeking, to consider the question, and to be
sure he understands it Permitting occasional silence is a
good technique It gives the counselee a chance to consider his
attitudes and whatever feelings he may have regarding any
aspect of his problem. Getting this information will enable
the counselor to correct misunderstandings and help the
individual to develop insight into his own interests and

desires

Situational Questions

The primary purpose of the situational question is to
encourage the individual to talk at length about hypothe-
tical problems in or?er to reveal his knowledge and- under-
standing of them Simulated situations, related as nearly
as possible to reality, may be presented to the individual
for discussion To be effective, situational questions
must be derived from actual experience and must be put to
the individual in such a manner that he will be able to

comprehend their meaning and the several implications of the

problem presented for solution Situational questions are

-32-
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usually followed by questions such as "How?", "Why?", "To
what extent?" The counselor should guard against using
questions intended to pin down a particular answer or to
put the respondent "on the spot." The person being intec-
viewed should be free to discuss the problem in his own
manner but without evading the issue so that he may have
full opportunity to reveal his probable response in an
actual situation. The counselor should be discerning but

not cunning.

Some Precautions

The counselee must not feel that he is being pressed

or hurried. The good counselor must be patient. He must

" guard against acting overly authoritative., Meaningful

communication is easily lost if the counselee detects an
authoritative tone or a patronizing attitude on the part
of the counselor. If the leader is going to assist in
solving his subordinate's problem, he must maintain a
climate of mutual respect. A common mistake is for

the counselor to use psychological jargon or present a

shrewd or clever attitude in dealing with his counselee.

Finally, in counseling situations involving personal choice,

the counselor must ensure that he does not commit himself

the Navy to a promise or a position that he cannot keep.

Now, go to the next page and take the Quiz.
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Summary Pre-Quiz 2

The Counseling Process

Answer the following questions as indicated in your Student
Guide.

-

1. RM3 Walsh requests a meeting to discuss a personal
problem with his division officer, LT Klaus. LT Klaus

makes all the necessary preparations and schedules the

meeting for 1300. When Walsh arrives, he tells the

lieutenant that he has a "money problem" and LT Klaus proceeds

with the counseling session on the basis of this problem

" without further probing.

What rule of the counseling process was violated?

a, LT Klaus accepted Walsh's superficial
statement of the problem as the basic
issue.

b. Walsh initiated the counseling session.
c. LT Klaus scheduled the meeting for a poor

time. A morning session is much better
to discuss personal problems.

2. 1f a counselee has difficulty defining his problenm,
the counselor should:

a,  Attempt to define it for the counselee

b, Make a rapid analysis of the problem

C. By skillful questioning, have the counselee
define the problem

d, Do his best to be a good patient listener

-34-
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3. The most important reason for the counselor to be a
good listener is to:

a. Enable him to take decisive action

b. Define the problem as best he can

c. Prevent him from jumping to conclusions

d. Enable the counselee to talk the problem
through

4. When a counselor is using statements such as "I see,"
"Tell me more about that," he is using which questioning
technique?

a. Probing

b. Alternative

c. Léading

d. W-questions

5. A counselor is attempting to get detailed answers,
determine missing information, and save time.

He should use:

a. Erobing'questions

b. Leading questions

c. W-questions

i
d. ["Yes-No" questions
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Eight/V/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

6. What should the counselor try to avoid when he is
questioning the counselee?

a. Pressing or hurrying

b. Authoritative tone

¢. Psychrlogical jargon

d. All of the above

, Now, check your answers on page 38.
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ANSWERS TO SUMMARY PRE-QUIZ 2

"

< 1. a e

2. ¢

3. d 3
§ 4. a 3
H 3
g 5. ¢ 2
; 6. d 3
: Z
; ) ) 2
N If all your answers are correct, go to Summary 3 on page 49, ;
. 1f you missed one or more questions, go to the next page and

go through Programed Sequence 2.

A § A AN “‘E\ﬁﬂw&ﬂ:\kﬁ’:aﬁu‘ R \*Q“‘mﬁa“m[“
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Programed Sequence 2

The Counseliing Process

1 In order wo encourage the subordinate to express his

| e e

feelings freely, the leader must make the most of any effort
the subordinate makes in describing his problem. The techniques
the counselor may use to uccomplish this are:

v

a. To show interes in what the subordinate
says.

b. Refiect the feelings expressed by subordinate

c. Both of the above

For the most part, a military leader is trained to make

a rapid analysis of a situation and then take decisive action.

Why should this tendency be repressed in a counseling

¢ situation?

i . .

H a. It shows lack of interest in the

¢ subordinate

£

§ b. It prevents thz subordinate from

p arriving at his own conclusions

%

H

i 3 A leading ocuestion is one that is used to encourage

the subordinate to give the answer the counselor wants.
Why should this type of question be used with extreme

care?

a. Because of the role conflict of leader-
counselor

b. Because they are too genera) in nature
c. Because they may open up an undesirable

line of inquiry

-39
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4 Probing questions are used to get additional information

to that given in responce to a general question.
One advantage of this type of question is:

a. It will control the content of the
interview.

b. They are short and therefore save time

¢. They will get to the underlying causes '
of the problen.

E The W-questions, "Whou?' "What?'" '"Where?" "When?" are
valuable tools to the counselor when used in conjunction
with "How?"

Their primary purpose is to:
a. Get directly to the point
b. To make suggestions

c. To find out who is responsible for the
problem and fix the blame

[::l There are times when the "Yes-No" typz of questioning
is of inestimable value to the counselor. It can be used

in most counseling situations.

Mu. o , N e L e 0 ¥ A bt
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What is one of its most valuable uses?
a. To save time in the interview
b. To commit the counselee

c. To elicit needed data
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THE COUNSELING PROCESS Eight/V/ST/SV

The alternative question applies to situations where
several possibilities for action are available to the )
counselee.

This type of quesioning can be used to: :
a. Commit the individual. %
b. Expliore all possibilities. ;

c¢. Close one phase of the interview and focus
attention upon another phase.

LB I A silent question is one that allows the individual to ,
consider attitudes and feelings he may have regarding any i

aspect of his problen.

BYWRSSITML 211 by bty €5 nonspon <

It also:
3 a. Serves to stimulate the individual to
3 continue the conversation
£
% b Allows the individual to consider the
¥ question and be sure he understands it.
3 c. Both of the above '
'.g
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Eight/V/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

[:] Summary questions are commonly used to close a
counseling session or to summarize several phases of an
extended session.

Another way of defining this type of question is:
a. '"Have we covered the main points?"
b. "What conclusions have we reached?"

c. Both of the above

10 As the name implies, summary questions are commonly used

to close a counseling session to determine the individuals
ability to summarize what has been accomplished by the
counseling.

If the counselee is unable to accurately summarize,
this would indicate that:

a. The counselee is tired.

b. The counselee is bored.

c. The session was successful.

d. The session was unsuccessful.

-42-
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their uses.

The two columns below _contain types of questions and

Match the number (11 through 20) on the left

with the letter that identifies the type of question used

for each purpose.

12

13

14

15

16

17

18

19

20

Used to open up new line
of inquiry or make a
suggestion or indicate

a desirable answer.

Commit counselee

Give counselee chance to
consider attitudes and
feelings

Call for detailed answers,
determine missing infor-
mation, save time

Control content of session

Force decision by counselee

Encourage counselee to
give answer counselor
wants to hear

Turn to another topic

Close one phase of session

To close counseling situation.
Indicates what has been
accomplished or progress made

a.

A letter may be used more than once.

W-type'
Leading
Probing
"Yes-No"
Alternative
Silent

Summary

Now, go to the next page and take the Quiz.
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Summary Post-Quiz 2

The Counseling Process

Answer the following questions as indicated in your Student
Guide.

1. If a counselee has difficulty defining his problem,
the counselor should:

a. By skillful questioning, have the
counselee define the problem

b. Do his best to be a good and patient
listener

C. Attempt to define it for the counselee )

d. Make a rapid analysis of the problem

2. RM3 Walsh requests a meeting to discuss a personal
problem with his Division Officer, LT Klaus. LT Klaus
makes all the necessary preparations and schedules the
meeting for 1300. When Walsh arrives, he tells the
lieutenant that he has a "money problem" and LT Klaus proceeds
with the counseling session on the basis of this problem
without further probing.
What rule of the counseling process was violated?
a. Walsh initiated the counseling session.
b. LT Klaus accepted Walsh's superficial
statement of the problem as the basic
issue,
C. LT Klaus scheduled the meeting for a poor

time. A morning session is much better
to discuss personal problems.
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3. When a counselor is using statements such as "I see,"
"Tell me more about that," he is using which questioning
technique?

a, W-questions

b. Leading

C. Alternative

d. Probing

4. A counselor is attempting to get detailed answers,
determine missing information and save time.

He should use:

a, "Yes-No" questions

b. W-questions

c. Leading questions

d. Probing questions

5. The most important reason for the counselor to be a
good listener is to:

a. Enable him to take decisive action

b. Prevent him from jumping to conclusions

c. Enable the counselee to talk the problem
through

d. Define the problem as best he can
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6. What should the counselor try to avoid when he is
questioning the counselee?
a. Authoritative tone
b. Psychological jargon
~c. Pressing or hurrying [

d. All of the above -

Now, check your answers on page 48.
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ANSWERS TO SUMMARY POST-0UIZ 2

w
o o

5. ¢ )
6 d i
Now, go to Summary 3 on the next page.
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Summary 3

Counseling Referrals

Introduction

The leader's limited resources, his limited ccunseling
training, and the demand on his time make it impossible to
assist all of his men with their problems. There are other
agencies that can assist in these situations. The good
leader-counselor realizes his limitations and refers the
subordinate to an agency that has specially trained individuals
to provide the services needed. Some of these agencies will
be discussed in this section in the general order of

frequency of referrals.

The Chaplain
The distribution of Protestant, Catholic and Jewish

chaplains is generally in proportion to the distribution of
these major faiths within the overall American populaticn.
Chaplains are concerned about the religious and moral needs
of naval personnel and their dependents in the same manner as
civilian ministers, priests, and rabbis are concerned about
their congregations.

The particular problems which chaplains are most
competent to deal with are those of a spiritual or moral
nature. As a matter of practical fact, most problems
of this nature are taken directly to the chaplain by the

jndividual. All communications made to a chaplain in his

-49-
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capacity as a clergyman or spiritual confidant or as a

formal act of religion are privileged communications. This
privilege does not extend to the counseling relationship
between a counselor and his subordinates. Some individuals,
however, take problems to the chaplain that should have been
brought to the immediate superior instead. In such cases,
the chaplain will normally refer the man to his superior,
though he may maintain an interest in the further development
of the case. On the other hand, many cases brought to the
attention of the division officer or other superior, though
not primarily religious or moral in nature, have religious”
or moral overtones. This is often true in cases involving
family difficulties. If such religious or moral overtones

do exist, it is advisable that the chaplain have an
opportunity to talk with the individual. A good working
relationship between the chaplain and the other officers will

aid both in the accomplishment of their responsibilities.

The Navy Relief Society

The Navy Relief Society is a semi-official-welfare
agency with which every officer should be familiar., When
circumstances warrant, it will assist financially and
perform other services to Navy men and their dependents.
The Navy Relief Society is maintained and operated by Navy
men and women for naval personnel. Its sole mission is to
help naval personnel and their dependents. Typical cases

handled by the Society include the provision of loans or
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THE COUNSELING PROCESS Eight/V/ST/SV

grants due to nonreceipt of pay, allotments or allowances,

loss of pay or other personal funds, emergency medical, dental,
and hospital expenses. It also helps pay funeral expenses

of dependents, travel expenses due to emergency leave, and
cost of emergency transportation of dependents, expenses
involved in meeting port calls, payment of initial rent or to
avoid eviction, and other types of privation. In addition,
Navy Relief handles confidential cases which, if otherwise
handled, might be embarrassing to the individual or the command,
or reveal security information. It should be pointed out that
Navy Relief is not a general loan agency and cannot make loans

in cases that are not emergency in nature.

The American Red Cross

The Red Cross is an authorized medium of communication
between families of Navy personnel and the Navy. In
furnishing information the primary interest of the Red Crcss
is to develop the facts concerning matters referred to it.

Because the Red Crecss has field offices throughout
the United States, it is an especially valuable communications
source between the man and his home. Through this assist-
ance, it is possible for the man to gain information quickly
about the health and welfare of his family. The Red Cross
will piovide confidential reports of home conditions for use
by commanders in considering applications for emergency
leave, morale leave, compassionate reassignment, deferment

from overseas assignment and dependency or hardship discharge.
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It may furnish information on federal and state legislation
and on regulations concerning allotments, insurance, relief
and other benefits available to Navy personnel and their
dependents, and may aid in obtaining such benefits.

The Red Cross will provide assistance by loan or grant
to Navy Personnel who need to return home. on account of
sickness, death or other grave emergenci;s, in the immediate
family when the man is without the necessary funds. The help
is given only after the emergency condition has been verified
by the Red Cross. Further financial assistance may be
provided to Navy Personnel and their dependents for basic
maintenance when allotments are delayed or interrupted and

for other emergency needs that may arise during a man's naval

service.

Training and Education Officer

The training and education officer formulates plans and
coordinates shipboard training in order to facilitate the

educational and professional advancement of personnel.

Reenlistment Officer

Reenlistment is a personal decision and a very
individual choice. The reenlistment officer can provide
individual counsel through personal interviews that
are addressed to the specific needs or problems of any given

individual who is considering reerlistment.

Legal Assistance Program

The purpose of the Navy's legal assistance program is
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to interview, advise, and assist Navy men and their dependents
who have personal legal problems, or need of a Notary Public. In
certain cases, it car refer them to competent attorneys acting

in cooperation with the American Bar Association, state and local
bar associations, and legal aid organizations.

The Navy has established billets for legal assistance
officers, who are naval officers. Each legal assistance officer
is also a member of the bar of a state, territory, or the
District of Columbia. Legal assistance officers are established
at naval district headquarters, Navy yards, naval stations,
Marine Corps Bases, Marine Barracks, and other naval activities
where quaiified lawyers are available, Legal assistdance
officers are also usually available on ships or stations having
allowances of more than 1,000 personnel.

For smaller ships or stations with no licensed attorney
on board, a naval officer is assigned collateral duty as legal
assistance referral officer. As such, he can arrange for legal
service, but is himself forbidden to give such advice or
service.

An individual needing legal advice may call in person
for an interview with the legal assistancc officer without
going through any chain of cemmand. All matters upo: which
he consults his legal assistance officer are treated
confidentially, It is a strict rule that such confidential
matters will not be disclosed by personnel of the legal office
to anyone without the specific permission of the client--anu
that such disclesures may not lawfully be ordered by any
superior naval authority.
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Psychiatric Services

Psychiatric services are provided on an out-patient
The men are

basis for psychiatric evaluations and treatment,

rcferred to mental hygiene tacilities from sick call, or by

division officers or chaplains. The staff consists of

officers and enlisted specialists in the fields of psychiutry,

clinical psychology and social work. Evaluations are made

for cases being considered for administrative discharges,

and on occasion, for trials by courts-martial. Treatment

may consist of a series of interviews at the clinic with one
: of the members of the staff.
i Division officers and other leaders may also confer with i
‘ members of the mental hygiene clinic staffawithout referring !

patients. The staff provides advice and assistance to those

Staff members may br invited to the unit to

LR TS SN

: requesting it,
conduct confzrcnces with officers or petty officers on
They are also helpful in

ca

handling emoticnal problems,
sugdesting ways of handling difficult family situations.

This service is a valuable source, but the commanding officer

retains the responsibility for final action.
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CONCLUSION: The leader is responsible for accomplishing
his mission and providing for the welfare gf
his men. His ability to accomplish these : ;
tasks depends to a great degree on his
effectiveness as a counselor. Although
there are many theoretical approaches to ’
counseling, three convenient classifications !
are the directive, nondirective and the eclectic.

Of the three, the leader-counselor is more likely

to employ an eclectic approach in his counseling

of subordinates. In this way, he can better

tailor the counseling session to satisfy the -
) needs of the organization and the individual.

The conflict between the leader's role as a

T e,

disciplinarian and problem counselor can be

reduced through an awareness of the objectives

[

to be accomplished and techniques available for

‘ use in counseling. Qaluable assistance can be
provided by outside agencies such as the chaplain,
the American Red Cross, Navy Relief and psychi-
atrists. The leader's effectiveness as a coun-

. ‘ selor is determined by the image he projects to

¢ his men, his skillful use of counseling tech-

niques, his ability to recognize his own limi-

A oA I ik RS 0 A RN 0 A i e

tations and a genuine interest in his men based
on a deep respect for the dignity of every indi-

vidual.
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INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

1)

2)

3)

4)

5)

6)

The following are some general principles of counseling and

interviewing to keep in mind:

Good counseling is personalized and indi-
vidualized. The man's problem is important
to him as a person and not as a "type"
problem to be handled in a routine way.

A need for counseling arises when the man
faces some difficulty which he is not able
to resolve without help. He may or may not
be able to identify or to define his
problem alone. The problem must be
explored.

The function of counseling is to help men
to help themselves. True counseling does
not consist of telling people what to do.
It is a process of assisting the man to
analyze his own problems, of supplying or
directing him to needed information so that
he can think intelligently about his
situation, and of considering together
possible solutions. After this is done, the
man is in a position to work out a solution
Oor constructive program of action that he
accepts as his own.

The counselor should be a good listener.

Some men seeking advice will be found to he
already on the right track. They are quite
certain of what they need to do, and merely
want support and confirmation of their
thinking. In some cases, "talking it through"
may provide emotional release as well as assist
the man to become more objective. If the man's
own plans appear to give a reasonably happy
solution to his problem, the counselor should
encourage him to carry them out.

Effective counseling is dependent upon
adequate data rather than on just a desire to
help people. The counselor should be quick
to sense what additional information will be
needed, and from what sources it may be
obtained.

The counselor should recognize his own
limitations, particularly if he suspects
that difficulties of personality adjustment
are involved.
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Eight/V/ST/SV

)

8)

9)

10)

The counselor should treat the information
he gets as confidential. Adherence to this
ethical priaciple is very important,
because it will help establish the coun-
selor's reputation as a square shooter and
will promote this and other relationships
with his men.

In the course of an interview it is good
practice to stop and review the facts and
conditions covered up to that point. This
not oaly helps in the action-planning
phase, but also enables the counseior to
maintain control of the interview.

During the counseling process, the inter-
viewer not only establishes himself as
someone who is willing and anxious to

help, but also as someone interested in the
results of the plan of action. He should
keep in touch with the man in order to assist
with the "follow through."

Skill in counseling and interviewing develops
with experience, as do most other abilities.
The naval officer can build on his experience,
and can improve his technique through reading
and through discussion with those who have
made clinical counseling their profession.

Now, go to the next page and take the Quiz.
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Eight/V/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Summary Pre-Quiz 3

Counseling Referrals

Answer the following questions as indicated in your Student
Guide.

1. PO3 Wormack, who is assigned to the Navigation Department
with ENS Guy, requests permission to speak with ENS Guy
privately. ENS Guy has known P03 Wormack for about six months
and during that time has become thoroughly familiar with
L\ Wormack's personal family problems. During the emergency
leave period that Wormack had to take the past month, he moved

his dependent mother and two of his deceased sister's children

AR s,

£ into his family quarters at the ship's home port in Portsmouth,
N.H. Wormack initially inquires about the regulation regarding
"moonlighting" jobs. ENS Guy, by skillful questioning, gets
Wormack to identify his immediate problem as the need for
about $500 in cash to buy winter clothing for his three new
-—dependents and additional bedding for his quarters. ENS Guy
explains that he'd be glad to sit down with P03 Wormack and
assist him in adjusting his budget to fit his additional
responsibilities but to solve the immediate problems he
recommends that PO3 Wormack contact the:
_ a. Legal Officer
b. American Red Cross
Cc. Navy Retired Officers Association

d. Navy Relief Society
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-

2. Select the statement which describes the circumstances

under which counseling referral should be made.

a.

d.

A leader should refer a subordinate to

another counseling agency when he feels -
unqualified to deal with the problem,

when he does not have the time he feels

the situation requires, or when the unit

as a whole would be adversely affected

by his involvement.

A counselor should refer a counselee to
another counseling agency when he feels
that he is too closely involved in the
situation and cannot be objective in
dealing with it., If his own personality
is not compatible with that of the person
seeking help, he is not in a position to
offer assistance.

Referral to another counseling agency
should always be made when the counselee
is unable to identify his own problems,
and when the counselor is unable to get
the person with the problem to listen to
his advice. Such referral is necessary
when the time required for the counseling
sessions is not available to the leader.

All of the above

3. Select the statement which best summarizes the basic

understandings which are necessary for effective counseling.

a.

Effective counseling is dependent on the
counselor's understanding of how to give
advice and help the counselee understand
the art of listening.

A counselor will be effective if he under-
stands the importance of the problem from
the counselee's point of view and is able
to obtain the necessary information to
provide guidance.

Effective counseling is dependent upon the
counselor's ability to recognize his gwn
limitations.

Both b and ¢
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Eight/V/ST/Sv INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

4, Select *he statement below which best defines the
responsibilities of a counselor during a counseling session.

a. A good leader must be prepared to counsel
those junior to himself. He must help
his men to analyze their own problems.
Being a good counselor also means being
a good listener and treating any infor-
mation given by a counselee as privileged
data. A good counselor will repeatedly
stop and summarize to maintain control,
and finally, he will follow up on the plan
of action deduced from the counseling
session.

b. A good leader is always ready to counsel
anyone who requests a session. e has
analyzed his men's problem areas and
nothing that surfaces will surprise him.
A good counselor is a good listener and
he regards all information passed on to
him as privileged except where there is a
suspicion of regulations violations. A

- good counselor frequently stops and

summarizes to see if there is a need to

1 continue the session. He follows up only

: ’ those cases in which he has recommended

a course of action.

C. Both of the above

d. None of the above

Now, check your answers on page 62.
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Eight/V/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

ANSWERS TO SUMMARY PRE-QUIZ 3

1. d
2. d
3. d
4. a

If all of your answers are correct you have completed this
Segment. If vou have missed one or more questions, go to the
next page and go through Programed Sequence 3.
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THE COUNSELING PROCESS Eight/V/ST/SV

Programed Sequence 3

Couﬂseling Referrals

1 When an individual requires assistance which is beyond

the leader's professional competence, he should be referred
to a specialist in that field.

In the following situation, to which specialist should
the counselee be referred?

BM1 Mitchell was involved in an automobile accident
that caused injury te the occupant of the other car. ~His
car was uninsured, and he is being sued for damages.

a. The Chaplain

b. The Red Cross

c. The Legal Officer

d. Navy Relief

2 A leader is not expected to become an expert

counselor btecause of his other duties and responsibilities.

Who would be a logical choice for additional help in
this example?

CT2 King has always been a good, conscientious worker
but recently he has missed reveille, has been lax in
performing his duties, and he has become careless in his

——
appearance.

a. The Legal Officer

b. The psychiatrist

c. The Chaplain

d. The Training and Education Officer
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Eight/'/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

3 At all times, the leader should pave the way for the

referral to ensure appropriate help to the individual.

What would be appropriate action in the following
situation?

Chief Wilson has a problem involving religion. The
counselur decides that the chief should talk to the chaplain.

a. Tell the chief to see the chaplain.

b. Call the chaplain and send the chi.f.

C. Counselor should recognize his own
limited counseling z2bility.

4 In the situation cited in Frame 3, what further

.

action should the counselor take?
a. Put the problem aside i

b. Follow up his referral o«

C. Be sure the chief sees the <haplain

5 The leader should avoid giving the impression that he

is putting the man's problem aside wken he refers him to
someone else,

From the following answers, choose the m.thod(s) for
avoiding this impression,

a. Pave the way for the referral.

b. Personally make arrangements,

c. Ensure that the man knows why you are
referring him to someone else.

d. All of the above
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THE COUNSELING PROCESS Eight/V/ST/SV

6

During the counseling process, the interviewer should

establish himself as one who is willing and anxious to help.

7

He can best accomplish this by:

a.

b.

Referring him to another agency if required
“"Following through"
Having adequate background data

All of the above

Skill in counseling and interviewing comes with

experience. One way to build on his experience is:

a.

To keep the information confidential
Talk to other counselors
To follow through

To stop and review the facts
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referral agency best suited to handle them.

INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

The following columns contain types of help and the

Match the number

on the left with the letter that identifies the correct

agency or individual.

]

[

10

11

12

13

14

15

17

Collect and hold funds

for use in time of need

Coordinate shipboard
training

Spiritual or moral

Assistance in pre-
aration of wills, tax,
forms, etc.

Mental hygiene

Facilitates profes-
sional advancement

Social welfare

Counsel concerning
reenlistment

Authorized medium of
communications between
families of naval
personnel and the Navy

Civil and military laws

a.

b.

A letter may be used more than once.

Chaplain

Legal Assistance
Officer

Navy Relief Society
Red Cross

Training and
Education Officer

Reenlis tment Officer

Psychiatric Service

Now, go to the next page and take the Quiz.
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Summary Post-Quiz 3

Counseling Referrals

Answer the following questions as indicated in your Student
Guice.

1. Select the statement which describes the circum-

stances under which counseling referral should be made.

a. Referral to another counseling agency
Bhould always be made when the counselee
is unable to identify his cwn problems,
and when the counselor is unable to get

* the person with the problem to listen to
his advice. Such referral is necessary
when the time required for the Counseling
sessions is not available to the leader.

b. A counselor should refer a counselee to
another coun~2ling agency when he feels
that he is too closely involved with the
situation and cannot be objective in
dealing with it. If his own personality
is not compatible with that of the person
seeking help, he is not in a position to
offer assistance.

C. A leader should refer a subordinate to
another counseling agency when he feels
unqualified to deal with the problem,
when he does not have the time he feels
the situaticn requires, or when the unit
as a whole would be adversely affected
by his involvement.

d. All of the abeve
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2.

responsibilities of a counselor during a counseling session.

INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Select the statement below which best defines the

A good leader is always ready to counsel
anyone who requests a session. He has
analyzed his men's problem areas and
nothing that surfaces will surprise him.
A good counselor is a good listener and
he regards all information passed on to
him as privileged except where there is a
suspicion of regulaticuas violations. A
good counselor frequently stops and
summarizes to see if there is a need to
continue the session. He follows up only
those cases in which he has-recommended

a course of action.

A good leader must be prepared to counsel
those junior to himself. He must help

his men to analyze their own problems.
Being a good counselor also means being a
good listener and treating any information
given by a counselee as privileged data.

A good counselor will repeatedly stop and
summarize to maintain control, and finally,
he will follow up on the plan of action
deduced from the counseling session.

Bdth of the above

None of the above
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3. P03 Wormack, who is assigned to the Navigation Department

with ENS Guy, requests permission to speak with ENS Guy
privately. ENS Guy has known P03 Wormack for about six

months and during that time has become thoroughly familiar
with Wormack's personal family problems. During the emergency
leave period that Wormack had to take the past month, He
moved his dependent mother and two of his deceased sister's
children into his family quarters at the ship's home port in
Portsmou‘*h; N.H. Wormack initially inquires about the
regulatioa regarding "moonlighting" jobs. ENS Guy, by
skillful questioning, gets Wormack to identify his immediate

problem as the neéd for about $500 in cash to buy winter

clothing for his three new dependents and additional
bedding for his quarters. ENS Guy explains that he'd be
glad to sit down with PO3 Wormack and assist him. in adjusting
his budg=t to fit his addit}onal responsibilities but to
solve the immediate problems he recommends that P03 Wormack
contact the:

a. Navy Relief Society

b.‘ iegal Officer

c. Navy Retired Officers Association

d. American Red Cross

-69-
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Eight/V/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

4. Select the statement which best summarizes the basic
understandings which are necessary for effective counseling.

a. A counselor will be effective if he
understands the importance of the
problem from the counselee's point of
view and is able to obtain the neces-
sary information to provide guidance,

E 4 b. Effective counseling is dependent upon
the counselor's ability to recognize
his own limitations

c. Effective counseling is dependent on
the counselor's understanding of how
to give advice and help the counselee
understand the art of listening.

d. Both a and b above

P

MR e e

Now, check your answers on page 72.
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Eight/V/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

ANSWERS TO SUMMARY POST-QUIZ 3

1 d
2. b
3. a
4. d

This is the end of Part Eight, Segment V.
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Progress Check
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INTRODUCTION TO PSYCHOLOGY PART EIGHT
AND LEADERSHIP SEGMENT V

THE _COUNSELING PROCESS

PROGRESS CHECK
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Question 1.

PO3 Rudder asks permission to see ENS Keel, his division

s Shemi

officer. At the interview Rudder asks for help in obtaining

.

a loan of $500 from the Navy Relief Society in order to

buy a new car. He feels that he needs a new car to get his
young wife to snap out of a spell of deep despondency. A

week ago PO Rudder had to stop his wife from taking too many
sleeping pills. He is now keeping the pills and gives her the
prescribed amount each night. The day before the interview, PO
Rudder returned home to find their apartment full of gas and

his wife almost unconscious. He is sure that a new car will

A PSR TR RN W T s e

et el S

TR o Mt i3 e B bt T, B S St b M ' e

help get her out of her despondent mood but he does not have

4 AT

the necessary down payment.
During this counseling session, ENS Keel's most probable
limitation in dealing with Rudder's problem is likely to be:
a. ENS Keel's lack of understanding of the mech-
anics of obtaining a loan from Navy Relief.
b. ENS Keel's limited personal experience with
; automobiles and understandable reluctance to

recommend a particular model to Rudder.

c. ENS Keel's lack of medical knowledge to assist
Rudder with the real problem of a depressed wife.

G P o b

d. ENS Keel's limited acquaintance with the Ship's
Chaplain and Rudder's lack of forthrightness
in stating his real problem.
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INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Question 2.

Which statement best defines the objectives of counseling?

To persuade the counselee to take the course
of action considered best in the opinion of
the counselor -

To convince the counselee that he must assume
full responsibility for his decisions and
actions thereby causing the counselee to
recognize and define his problem or his
deficiencies

To develop patience and understanding through
counseling that will =nable the counselor to
become a better leader and eventually a
better counselor

To get the counselee to recognize and define
his problem or his deficiencies, to make a
decision on the best course of action, to
take appropriate action, and assume full
responsibility for his decisions and actions
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Question 3.

Realizing LT Becker is in this year's selection zone for
LCDR, CDR Gunnels called him into his office to discuss the
lieutenant's performance of duty and to review his fitness
report with him. After reading the report, LT Becker told
CDR Gunnels that he was disappointed, for he needed and rated
a better report. LT Becker then went on to cnumerate the
areas where he thought he was maligned. For each example LT
Becker brought up in his favor, the commander countered with
an adverse onc. CDR Gunnels did not deviate from his position
as the rating officer for LT Becker's fitness report. Although
CDR Gunnels did counter LT Becker's ''good" examples with
adverseness, he made no effort tc discuss those arecas where
LT Becker thought he was unfairly marked. It soon became

obvious that neither man would deviate from his chosen position.

The session ended with LT Becker convinced he would not get
CDR Gunnels to raise his rating.

In this counseling situation, CDR Gunnels was:

a. Effective because he had a good counter for
each of LT Becker's arguments and he did
not lower himself to LT Becker's position
and argue about his markings.

b. Effective because he recognized the neced
to counsel LT Becker and did so in a man-to-
man fashion pointing out exactly where Mr.
Becker failed to measure up.

c. Incffective hecause he sclected a very
personal subject for counseling LT Becker.
Additionally, CDR Gunnels did not obtain
sufficient background data on LT Becker's
good arcas to discuss the matter with
confidence. ’

d. Incffective because he assumed an_ inflex-
ible attitude with LT Becker, only brought
out negative aspects of LT Becker's behavior,
ignored his good works, and failed to give
LT Becker any rccommendations for improve-
ment.
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INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Question 4.

From the following counseling situations, select the one in
which the most logical steps involved in preparation for =z

counseling session have teen made.

a. LT Demmler, the OOD, while talking with CAPT
Turner about the forthcoming carrier suita-
bility trials of the newest jet mentioned
his interest in becoming a test pilot. LT
Demmler admitted knowing nothing of the train-
ing involved nor of the flight experience
and academic requirements. CAPT Turner said
he could give him all the dope as he had just
finished studying all the background material
in preparation for serving on the test pilot
selection board. At the Captain's suggestion,
LT Demmler joined the Captain in his sea
cabin after being relieved as the 0OO0D.

b. The Navigator of the flagship entered the
wardroom lounge to spend a half hour listening
to music before the evening meal. When he
entered, two JGs were there playing records.
One of these officers, LTJG Phillips, had been
the 00D that day when the Admiral had becn
improperly received upon his return aboard.
The Navigator asked the other JG to leave the
lounge in order that he might talk privately
with LTJG Phillips. When alone he used the
opportunity to counsel LTJG Phillips on his
quarterdeck etiquette.

c. LT Padilla had just finished reading an article
in the Naval Institutec Proccedings by the
Chief of Naval Perscnnel about the Navy Enlisted
Scientific Education Program. (NESEP). On the
desk in his office he had a copy of a BuPers
Instruction and an article from All Hands on the
same subject. Hc had studied these as he had
the records of GMT2 Amecs, who had asked him if
he qualified for the program. After he instructed
his yeoman to bring coffee and to ensure they
would be undisturbed, he asked Ames into the
office to discuss the program.
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Question 5.

From the following counseling situations (continued from

the preceding narrations), select the one in which counseling

techniques have been violated.

In his sea cabig, the Captain showed LT
Demmler to an armchair while he took a seat
on the adjacent transom. After coffee had
been served by the steward, the Captain
initiated the session by asking LT Demmler
how he became interested in test pilot
training and what he knew of the training,
test pilot duty, etc.

When they were alone the navigator apologized
to LTJG Phillips for using the wardroom lounge
for counseling, explaining that his cabin was
being painted. Then he related that the flag
secretary had called his attention to a breach
of quarterdeck etiquette when the Admiral
returned to the ship during LTJG Phillips'
watch. After assuring Phillips he was only
interested in helping him, the navigator

asked that Phillips give him a chronology of
events during the time of the Admiral's return
aboard. By occasionally interjecting a
question the navigator led Phillips into dis-
covering for himself his mistake. Then the
navigator led him into discussing ways to
sharpen his talents as an Q0D.

As he sugared his coffee, LT Padilla told
Ames that the NESEP rrogram was really great.
As a matter of fact, he gave it credit for
providing many outstanding petty officers

in the Navy an opportunity to attend college
and to advance themselves to commissioned
status. As he talked he became more and more
enthusiastic about the program and went on
to compare his own nroblems in reaching
commissioned status with the NESEP way now
available to Ames.
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Question 6.

During a counseling session in which 2-LT Adams needs
to have more personal background information, he frequently
makes remarks such as: "I see," "Tell me more about that,"
"What do you mean?" "Wahy do you say that?" and "Anything
else?"

The technique being used by 2-LT Adams is:

a. Probing questions
b. Alternative questions
c. Summary questions

d. Leading questions
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THE COUNSELING PROCESS

Question 7.

SN Flag, in obvious agitation, has asked to see ENS
Shortsplice, his division officer, about getting leave to
go to a neighboring city to get his automobile back from
his ex-girl friend. When they were going together he had
the car registered in her name so she wouldn't have any
trouble driving it when he wasn't in port. Now that they
are not going together he wants his car back but his ex-girl
friend won't return it. He wants to go and take the car

of f her probérty by force if necessary.

In this case, ENS Shortsplice would:

a. Refer Flag to the legal officer

b. Try to help Flag plan a successful way of
going to his ex-girl's house and taking
the car

c. Help Flag see his problem as a costly lesson
in trusting girl friends

d. Refer ﬁlag to the civilian police
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Iight/V/PC INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Question 8.

From the following examples select the one in which the
counselor correctly referred the councelee to the proper
referral agency.

a. During a counseling session, MIDN 1/c York tells
his Company Officer that he just can't concentrate
on his studies. York informs the Company Officer
that the girl he was cngaged to marry has broken
their cngagement and refused to return York's
miniature. The Company Officer refers MIDN York
to the Mental Hygienc Clinic.

b. MIDN 4/c binger is having great difficulty in
learning to fire the .45-cal. pistol. MIDN
2/c Ambregia, his squad leader, has noticed
Dinger's extreme nervousness and discussed the
problem with Dinger's pistol coach. Ambrogia
requests that Dinger stop in Ambrogia's room
to discuss the pistol problem. During the course
of the scssion Ambrogia learns that Dinger is
afraid of the pis* ° because he accidentally
fired a pistol when he was a little boy and
almost shot his baby sister. MIDN Ambrogia offers
to give MIDN Dinger extra instruction but also
schedules Dinger to talk to the chaplain to
relieve his fears.

c. MIDN 3/c Pate requests permission to visit with
his squad leader to discuss a personal problem.
MIDN Vance, the squad leader, has known Pate
since plebe summer and both sre members of the
Catholic Choir. Vance knows Pate to be a very
seriously religious, strict Catholic. During the
meeting Pate reveals that his parents, cven
though Catholic, are scparating. Some rather
nasty exchanges arc being made by the parents with
MIDN Pate caught in the '"crossfirec." lle is
confused and his performance at the Academy is
being visibly affected. MIDN Vance schedules an
interview for Pate with the Catholic chaplain,
and tells Pate that if he still feels confused,
that he will refer him to the “Mental lvgicne
Clinic.

\v\\-\\i‘

RM2 Johnston, recently married, has contracted to

buy some rather expensive furniture for his new
apartment. Because of some unforcseen circumstanccs,
he is unable to make the payments and the store is
threatening to repovsess the furniture. He is
referred to the Navy Relief to obtain a grant to

pay off the debt.




THE COUNSELING PROCESS Eight/V/PC

Question 9.

Select the statement which define~ the basic under-

standings a counselor should have.

a. The counselor should do his best to convince
the counselee that his problem is more
important than the accomplishment of: the
mission,

b. A counselor must understand that the need
for counseling arises when a man faces some
problem which he does not have the capacity
for solving and that the problem is the most
important thing in the counselee's life at
that particular time.

c. Effective counseling is more dependent upon
a desire to help people than upon the -
gathering of adequate data, perceptiveness,
or skill in questioning.

d. All of the above
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FOREWORD

"Never tell pecple how to do
things. Tell them what to do
and they will surprise you
with their ingenuity.”

George S. Patton, Jr.

This segment will serve as a reminder and a refresher to
you concerning the basic customs, traditions, and regulations
concerning routine relations with both your cont.mporaries and
your seniors. This chapter will serve as a outline for
thought and discussion on the service way of life and why

it is special and unique.
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INTRODUCTION TO PSYCHOLOGY PART EIGHT
AND LEADERSHIP SEGMENT VI

RELATIONS WITH SENIORS AND CONTEMPORARIES

Summary 1

Military Courtesy

Military courtesy is the traditional form of politeness
observed by members of .l.e military profession. The observance
bamgn
of military courtesy is an important factor in the establfsb-

\
ment and maintenance of good relationships among seniors ang

subordinates and amoné officers who are contemporaries7\i¢£.,
of the same or approximate rank, duty assignment, or experience.
In addition to carrying on an age-old tradition, the observance
of military courtesy contributes to the smooth running of the
military organization. It does this by stressing respect
and deference shown toward leaders, strengthening discipline
and conformity, promoting unhesitating compliance with
orders, and ensuring willing cbedience and cooperation.
Clearly, when ordinary acts of military courtesy are
performed grudgingly, or omitted, discipline and morale
suffer.

Military courtesy is based on the twin foundations of
precedence of and deference to seniors. This means that

officers take mrecedence according to their grade, be it on

board ship, on shore, at mess, at the club, or in social life.

2

o




Eight/VI/ST/Sv INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Naval courtesy prescribes that junior officers extend to

their seniors certain indications of deference and respect,
Likewise, seniors are expected to duly acknowledge and respond
to these required gestures of respect. A junior, by exhibiting
courtesy toward a senior, is indicating formally his respect
for the senior's authority, experience and responsibility.

The senior who exhibits courtesy toward a junior officer
éxpresses appreciation and respect for his support and
acknowledges him as a fellow officer. Military courtesy
includes not only the prescribed rituals and customs such as
salutes and forms of address, but also tactful, gentlemanly
behavior in any situation calling for interchange among officers
and their superiors, officers and their contemporaries, and

officers and enlisted men.

Social Calls

The following points should be observed when making
official and unofficial sccial calls upon seniors. When
reporting to a command, an officer is expected to pay a courtesy
visit to his Commanding Officer within 48 hours. Social
calls should be kept short, about ten minutes when joining
a ship and about half an hour at a shore station.
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RELATIONS WITH SENIORS AND CONTEMPORARIES Eight/V1/ST/SV

Juniors should be polite and attentive at these meetings,
and avoid asking leading questions of their seniors such

as ones concerning their new dﬁty or the senior's private
life. This first visit of the junior officer with his
senior is of obvious importance. The initial impressions
made by the junior officer at this time can affect his
entire career. On this first meeting and in later rela-
tionships with seniors the junior officer should exercise
tact and adaptability, be modest, learn ‘''the ropes’ and try
to learn the idiosyncrasies of hisJ;enior.

Once having called on his senior, a junior officer is
socially eligible to be invited to dinner, a party, or other
social functions. When he is a guest, an officer should
observe the .obvious dictates of good manners. Attempt both
to be punctual and to make a timely departure. Try to be
sensitive to your host's wishes about topics to be discussed,
and avoid monopolizing the conversation. Remember that
good manners are based on a reasonable’ deference, first, to
cne's host and, second, to his/her gu2sts. For a more

detailed discussion of social etiquettc consult the references

noted on the next page.
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REFERENCES

1. Bureau of Naval Personnel, The Wardroom, NAVPERS 10002.
Washington, D. C.: U. 5. Government Printing Office,
1969.

2. Bureau of Naval Personnel, Naval Orientation, NAVPERS
16138-E. Washington, D, C.: U. 5. Government
Printing Office, 1965.

3. Harral, B, J. and Swartz, 0. D. Service Etiquette.
Annapolis: U. S. Naval Institute, 1965.

4, Johnson, F. R, Welcome Aboard. Annapolis: U. S. Naval
Institute, 1968.

} This is the end of Summary 1. Now, go to the next page and
= take Summary I're-Quiz 1.
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RELATICNS WITH SENIORS AND CONTEMPORARIES Eight/V1/S7/SV

Summary Pre-Quiz 1

Military Courtesy

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

1. Select the statement(s) which correctly explain(s) the
significance of military courtesy among officers.

a. When a junior shows courtesy toward a senior
officer, he indicates his respect for the
senior's authority, responsibility, and
experience.

b. When a senior shows courtesy toward a junior
officer, he expresses his appreciation and
respect for the junior's support.

c. Observance of military courtesy strengthens
conformity and discipline which are neces-
sary to the efficient running of the organi-

zation.

d. All of the above

2.  Which of the following statements correctly identifies the
the twin foundations upon which military courtesy to seniors

is based? (Choose one.)

a. Military courtesy to seniors is tased on the
twin foundations of authority and superiority

of seniors.

b. Military courtesy to seniors is based on the
twin foundations of seniority and rank.

c. Military courtesy to seniors is based on the
twin foundations of deference to juniors and
precedence of seniors.

d. Military courtesy to seniors is based on the
twin foundations of precedence of and deference

to seniors.
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Eight/VI/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

3. Which of the following statements is true?

a. Officers take precedence according to their
grade in military relations on ship or
shore. This precedence does not extend to
the mess, club, or social 1life.

b. Officers take precedence according to their
grade, not only in military relations on
ship or shore, but also in the mess, club,
and social life.

c. None of the above

4. ENS Keener has reported for duty a2t the Naval Weapons
Station, Yorktown, Virginia. Seclect from the following examples
the one which correctly describes the procedures Keener should

; follow in making a social call on his Commanding Officer.

i a. Within 48 hours of reporting aboard,
- ENS Keener should make a half hour
social call on his Commanding Officer.

b. At a time convenient to ENS Keener, he
should call on the CO for no more than
half an hour in his quarters.,

c. After an introductory visit to the CO's
office, ENS Keener should await noti-

fication from the CO when to make his
social call.

s
]
&
H
=
H
1
x
z
5
2
H
Z
i
M
£

o

d. After 48 hours Keener should request an
appointment with the CO.

Now, go to page 8 and check your answers.
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INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP Eight/VI/ST/SV

ANSWERS TO SUMMARY PRE-QUIZ 1

1. d
2, d
3. b
4, a

If all your answers are correct, go on to Summary 2 on page
23. If you missed one or more questions, go to the next page
and go through Programed Sequence 1.
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RELATIONS WITH SENIORS AND CONTEMPORARIES Eight/VI/ST/SV

Programed Sequence 1

. mSune N
L R AN R

Military Courtesy

PRI

1 Military courtesy is the traditional form of politeness

observed by member. of the military profession. The observ-
ance of military courtesy is important to the establishing
of good relat}onships, not only among seniors and subor-
dinates, but also among officers who are contempor.ries,
i.e., of the same or approximately the same rahk, duty

assignment or experience. o

2

Which of the following is true?

a. An officer who observes the forms of
military courtesy only in dealing
with his superiors is meeting the
requirements of the tradition as viewed
by the military profession.

b. An officer who observes military cour-
tesy not only with seniors but with ,
contemporaries and subordinates, is :
carrying on the forms of politeness : .
traditionally observed by members of the -
military profession.
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Eight/V1/S1/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

2 in adl.tion to carrying on an age-old tradition, observ-

ance of military courtesy contributes to the smooth running
of the military organization by stressing respect and
- deference shown toward leaders.
Which of the following illustrates this?

a. An oificer who ensures that the forms of
military courtesy are carefully and
constantly observed in his unit is making
it more likely that the unit will function
smoothly if a change of command or an emer-
gency should occur.

b. An officer who ensures that the forms of
military coiurtesy are carefullv and
constantly nbserved in his .mi1t is more
likely to jncrease his prestige among his _———
seniors and contemporaries.

-~ - - ~ -

3 The observanc. ot military coirtesy further contributes

to the efficient running of the military organization by
strengthening discipline and conformity, promoting unhesitating
compliance with orders, and increasing willing obedience and
— cooperatio..

which o. the following is not a consequence of observing
military courtesy?

a, The military organication is strengthened.

b. Discipline and conformity are increased.

3 ¢. Unquestioning compliance with orders is
promoted.

d. Morale and esprit de corps are decrcased.

e. willing obedience and cooperation are
ancreased.

-10-
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RELATIONS WITH SENIORS AND CONTEMPORARIES Eight/VI/ST/SV

4 Obviously, when ordinary acts of military courtesy are

either performed grudgingly or omitted entirely the result
is that: (Choose one.)
a. Discipline suffers,
b. _Morale is weakened,.
c. Both of the above

d. None of the above

5 M:Jitary courtesy is based upon the cwin foundations of

precedenc e of and deference to seniors. This means that
officers take precedence according to their grade, whether
on board ship,~on shore, at mess, at the alub or in social
life.
Which of the following is true?
a. The twin foundations of militiry courtesy
are precedence of and deference accorded
to scniors, no matter what the situation.
b. The twin foundations of military courtesy

are vrecedence of and deference accorded
se., *s in all formal situation..’

-1;-
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6 Naval courtesy prescribes that junior officers extend to

their seniors certain indications of deference and respect.

Likewise, seniors are expected to duly acknowledge these

required gestures of respect. Courtesy, then, is an obli-
gation which: (Choose one.)

a. Applies only to seniors

b. Applies only to subordinates

c. Applies to both seniors and subordinates :
alike

d. Applies to only some seniors and some
subordinates as prescribed by Naval
regulations

7 When a junior exhibits courtesy toward a senior, he

indicates formally his respect for the senior's authority,
experience and responsibility. When a senior exhibits
courtesy toward a junior, he expresses appreciation and
respect for the junior's support and acknowledges him as a

fellow officer.

5

Which of the following examples illustrates the correct
interpretation of the meaning of courtesy?

a. LTJG White, by treating hLis Commanding Officer
- with courtesy, is drawing attention t) his

own good training and experience thereby
ensuring support from his senior. The
Commanding Cfficer, by treating White
courteously, s at the same time seeking to
obtain recoyn.tion and further responsibility
from his senior.

b. LTJG Green, by treating his Commznding Office -
courteously, is formally ind“cating his respect
for the senior's experience, authority, and
responsibility. At the same time, the
Comranding Officer, by treating Green ccurteously,
is showing his appreciation for Green's suppori,
and showing respect for him as a fellow officer.

-12-
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RELATIONS WITH SENIORS AND CONTEMPORARIES Eight/VI/ST/SV

8 As you might imagine, military courtesy includes more

than just such prescribed rituals and customs as saluting
and proper forms of address, but includes tactful, gentlemanly
behavior in any situation calling for interaction among
military men, whether it be between officer and senior officer,
officer and contemporary, or officer and subordinate.
Which of the following examples illustrates a proper
A}
understanding and interpretation of the significance of
military courtesy?
a. LT Honor, when on duty, meticulously observes -
the proper rituals and customs as prescribed 'S
by naval tradition. Hé assumes that this
entitles him to _act tactlessly and in an
ungentlemanly way in social encounters with
seniors, contemporaries or subordinates. >
b. LT Virtue, when on duty, carefully observes
the proper rituals and customs prescrlbeq by
naval tradition, and attempts in all social
encounters to behave in a tactful, gentle-
manly way, regardless of whether he is

dealing with seniors, subordinates, or
contemporaries.

-13-
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9 The last thing we shall discuss in this programed sequence

is social calls. The way a junior officer conducts himself
in making social calls is another important factor in R.s
establishing successful relations with his seniors. When
reporting to a command, an officer is expected to pay a
courtesy call to his Commanding Officer within 48 hours.
This required call should be kept short, about 10 minutes
when joining a ship, and about half an hour at a shore
station.

Which of the following should an officer do when reporting

to a command?

a. Pay a courtesy call upon the Commanding Officer
within 24 hours if joining a ship, and within 48,
when reporting to a shore station.

b. Pay a courtesy call on the Commanding Officer
within one half hour, when reporting to a shore
station, and within 10 minutes when joining a
ship.

c. Pay a courtesy call on the Commanding Officer
within 48 hours. The call should last approxi-
mately 10 minutes if joining a ship and approxi-

mately half an hour if reporting to a shore
station,

-14-
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10 Juniors should be polite and attentive at these meetings

and avoid asking leading questions of their seniors, such

as ones concerning their new duty or the senior's private life.

Which of the following junior officers has followed a

correct approach in making his prescribed courtesy call?

a.

LTJG Green is polite and attentive in his conver-
sation with his Commanding Officer, and tries to
steer the discussion to touch upon important facts
regarding his new duty.

LTJG White is polite and attentive in his conver-
sation with his Commanding Officer, and keeps the
discussion away from any mention of his new duty.
Instead, he questions his senior regarding his
past career, his hobbies, and his family.

LTJG Blue is polite and attentive in his conver-
sation with his Commanding Officer. He avoids
bringing up discussion of his new duty, or
matters concerning the senior's private life.

11} Assume that you have just reported aboard ship. How

o long should a courtesy call on your Commanding Officer last?

a.

b.

C.

About half an hour
About ten minutes

As long as you feel it is necessary to get to
know the senior

12} Now, assume that you have just reported for duty to a

a.

b.

- .

oy

shore station. How long should your visit last?

Approximately ten minutes

Approximately half an houxr

-1§-
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13] This first visit.of the junior officer with his senior

is of obvious importance. The initial impression made by
the junior officer at this time can affect his entire career.
On the first visit with his senior, a junior officer

would be wise to: (Choose one.) .

a., Make it a point to familiarize the senior
with his background, outstanding accomplish-
ments, and special talents.

b. Make it a point to be modest and tdctful,
showing an honest interest in "learning the
ropes'" and understanding the indiosyncrasies
of his senior.

14 Once having called on his senior, a junior officer becomes
/'{

socially eligible to be invited to dinner, a party, or other

soc{al functions. As a guest, a junior officer-should of
course observe the dictates of good manners, this includes not
only being punctual and making a timely departure, but also,
being sensitive to your host's wishes concerning topics to te
discussed.

Which of the following junior officers is observing the
above guidelines for correct social behavior?

a. ENS Highline has been invited to a dinner
party at the home of his Commanding Officer. . - .
. He arrives on time, participates 1n conver-
sation, yet when a touchy political issue is
brought up, successfully manages to change
the subject. He leaves when a group of other
peovle leave, to avoid being elther the first
or the last to depart.

b. ENS Aleck arrives punctually at a party being
held by his Commanding Officer. He never
misses an opportunity to regale the guests with
innumerable stories of his escapades at the
Naval Academy, and because of this, is the
last one to lcave.

-16-
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15} Remember that good manners are based on a reasonable

deference to one's host, and second to his/her guests.

ENS Highline, in the previous frame, managed to change
the subject when a controversial subject was brought up by
another guest. In what'way was this a sign of good manners?

a. It indicated ENS Highline's deference first to
his host's guects, then his host.

b. It indicated ENS Highline's deference first
toward his host, then toward his host's
# guests.
&

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

Military Courtesy

Ansger the following questions as indicated in your Student
Guide.

1. Select the statement(s) which incorrectly explains the
significance of military courtesy among officers.

a. Observance of military courtesy strengthens
conformity and discipline which are neces-
sary to the efficient running of the organi-
zation.

b. It is the use of military courtesy which
distinguishes officers from enlisted men,
emphasizing their superiority in the chain
of command. -

c. When a junior shows courtesy toward a
senior officer, he indicates his respect
for the senior's authority, responsibility,
and experience.

d. When a senior shows courtesy toward a

junior officer, he expresses his appreciation
and respect for the junior's support.

-18-
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s

2. Which of the following statements i< true?

a. Officers take precedence accordiing to
their grade, not only in military
relations on ship or shore, but also
in the mess, club, and social life.

b. Officers take precedence according to
their grade in military relations on
ship or shore. This precedence does
not extend to the mess, club, or
social 1life.

c. None of the above

. 3. Which of the following statements correctly identifies
the twin foundations upon which military courtesy to seniors

is based?

a. Military courtesy to seniors is based on
the twin foundations of precedence of and
deference to seniors.

b. Military courtesy to seniors is based on
the twin foundations of authority and
superiority of seniors.

c. Military courtesy to seniors is based on
the twin foundations of seniority and
rank.

d. Military courtesy to seniors is based on

the twin foundations of deference to
juniors and precedence of seniors.

-19-
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PRSP

4. ENS Keener has reported for duty at the Naval Weapons
Station, Yorktown, Virginia. Select from the fol]owing
examples the one which correctly describes the procedures
Keener should follow in making a social call on his Commanding
Officer.
a. After an introductory visit to the CO's
office, ENS Keener should await notifi-
cation from the CO when to make his

social call.

b. After 48 hours Keener should request an
appointment with the CO. "™ "

c. Within 48 hours of reporting aboard, ENS
Keener should make a half hour social call
on his Commanding Officer.

d. At a time,convenient to ENS Keener, he
should call on the CO for no more than
half an hour in his quarters.

Now, check your answers on page 22.
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ANSWERS TO SUMMARY POST-QUIZ 1

1 b
2 a -
3. a
4. c

Now, go to Summary 2 on the next page.
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Summary 2

Observing Correct Relations With Seniors

The junior officer should attempt to establish a correct,
friendly relationship with his senior. He may do this by
following some obvious rules of common sense. For example,
he should attend as much as possible to the likes and dislikes
of his senior. The junior should let the senior set
the tone of the relationship, at the same time do
his best to be both genuine and gentlemanly in all respects.

A junior officer should avoid adopting a defensive or distant
attitude toward seniors. Rather, he should be willing to
advance halfway in his attempt to establish an amicable rela-
tionship., It is a mistake to let a rebuke from a senior deter
you from venturing to establish friendly relations. Rebukes
or reprimands are generaliy made as a corrective measure,

not out of any personal '"grudge." )

On the other hand, ''‘greasing," i.e., the ostentatious
and obnoxious efforts to win the favor of a senior through
"bootlicking" is univefsally despised. A continued
willingness to undertake any task assigned and perform it
cheerfully and efficiently ;ill, in time, gain for the young
officer a reputa:ion for dependability and ensure the deserved

respect of a senior.

~

-23-
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The junior officer would do well to consider how
he is carrying out his responsibilities as a follower. By
striving to be a good follower he will, in turn, be recognized

by his superior as a good leader.

The characteristics of a good follower are:

1) He knows his job and how it contributes to
the accomplishment of the unit's mission.

2) He knows the characteristics of his leader.
3) He has the capacity for inspiration,

4) He exercises loyalty up as well as down.

5) He exercises initiative commensurate with
his knowledge.

6) He readily accepts delegated authority.

7) He accepts the decisions of his leader and
wholeheartedly works to implement these
decisions.,

8) He is fully aware of the leader's capacity
(or limitations) in providing for his personal
welfare, and does rot add to the leadership
burden of his senior with unreasonable expectations.

F
¥
g".
S
£
£
¢
2
t
1
H
1
1
¥

Useful Techniques for Maintaining and Improving Relations

with Seniors o
The following are some techniqu;s which should help
you, as a future junior officer to establish and maintain a
good working relationship with your senior. ~First of all,
study your senior and attempt to understand his position,

It is he who will mark or recommend marks for the fitness

-24- .
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report of the afficers under him. The effects of your
relationship with him will be reflected in your fitness report.

He will, in fact, be controlling your rewards and/or punishment.

R

Therefore, you should observe carefully what kind of behavior

A e

gets rewarded, and what kind gets punished. A second useful

FREDRR L

o

technique in dealing successfully with your senior is to ask

his advice. This does net mean that your should continually

Wi A a,

bother him with minor questions but, rather, that you should
feel free to seek his advice when the situation warrants it.
Most seniors are glad to have subordinates come to them for

advice, and can be very helpful. A final technique is keeping

SN o G e TN it b i G5

your senior informed about the status of the unit. This ;
includes both positive and negative information regarding its

progress. The senior needs and appreciates such information,

o € i

good or bad, and should have it, regardless of how it reflects

upon the junior officer's ability.

This is the end of Summary 2. Now go to Summary Pre-Quiz 2 E
on the next page.
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INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Answer the following questions as indicated in your Student

Guide.

1. Which of the following are recommended useful techniques
for maintaining and/or improving relations with seniors?

a.

Summary Pre-Quiz 2

Observing Correct Relations With Seniors

Always seek the senior's 2d4vice; this
prevents your going against his wishes and

thus incurring an unsatisfactory fitness mark.

Study your senior and attempt to understand
his position; after all it is he who will
determine, in a large part, your marks on the
officer's fitness report. _
Keep your senior informed as to the progress
of your unit, even when a negative report
might reflect upon your ability.

Seek the senior's advice when warranted; a

senior's advice can be very helpful and is
usually gladly given when requested.

-26-
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2. Read the following examples and choose the one in

which newly commissioned ENS Bark followed the prescribed

guidelines for establishing good-yelations with his seniors.

a.

An outgoing, friendly person, ENS Bark
sought out the companionship of his seniors.
By carefully studying their preferences

and idiosyncrasies, he avoided conflicts and
did his best to present an image of trying
to please. If rebuked by a senior, he
accepted the criticism lightheartedly, and
made it a point to avoid letting the same
senior rebuke him again.

An outgoing, friendly person, ENS Bark
amicably entered into relationships with
his seniors whenever the opportunity
presented itself. He met other, less
outgoing seniors halfway, and let them
make the first move, without being distant
or defensive in any way. He attended as
much as possible to the likes and dislikes
of each senior, yet accepted rebukes in
good spirits, as corrections rather than
as signs of dislike or 'grudges."

None of the above

3. Select the true statement(s) from the following

regarding observance of correct relations with seniors.

a.

The junior should do his best to be both
genuine and gentlemanly, as it is he who
should set the tone of the relationship.

The junior should avoid adopting a
defensive or distant attitude toward his
seniors.

The junior should do his best to be both
genuine and gentlemanly, and let the
senior set the tone of the relationship.

The junior should demonstrate a continued
willingness to undertake any task assigned

him and perform it cheerfully and efficiently.

-27-
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Eight/V1/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

4, ENS Highline has been aboard his first ship for six
months. He has diligently applied himself and knows his

job and how it contributes to the organization. He has qual -
ified as OOD underway. He has gradually won the admiratio«
and respect of the men under his command. He ensur.s that thgy
are kept informed and knows their capabilitie;. By the

same token, he has observed the performpnce of his depart-
ment head and how he likes things done. He does not burden
his leader with unreasonable ekpecfations.

Select the characteristic(s) of a good follower which
ENS Highline exhibits.

3. He knows his job and how it contributes
to the organization.

He has won the respect and admiration of
his men.

c. He knows the characteristics of his
leader.

¢ e i AR IN o 130 s
-2

d. All of the above

Now, go to page 30 and check your answers.
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Eight/V1/ST/SV INTRODUCTION TO PSYCHOQT.OGY AND LEADERSHIP
ANSWERS TO SUMMARY PRE-QUIZ 2
1. b, c, d
2. b
3. b, c,d
4. d

If all your answers are correct, go to Summary 3, on page 47.

If you missed one or more questions, go to the next page and
go through Programed Sequence 2.
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1

attempt to establish a friendly, correct relationship with his

e

‘

R AR AL R P IRTNRE MR b R e, e b s o

2y
L

B i L0 A WL AV G R L)

PR

LI

From the moment he reports aboard, a junior officer should

senior officer.

r obvious rules of common sense.

Which of the junior officers in the following examples

ade

C.

d-

Programed Sequence 2

Observing Correct Relations With Seniors

as much as he can to the likes and dislikes of the senior.

is applying this rule?

LT Ward has heard that the Commanding
Officer to whom he has just been
assigned is a stickler for use of
correct seagoing language, He therefore
has a talk with his senior officer and
points out to him that he (Ward) majored
in English, and objects to the use of
nautical language because it is not
“"good English." Thus, Ward avoids future
reprimands for not using correct sea-
going language in reports and papers

he might prepare for the senior.

LT Bark has found out that the
Commanding Officer to whom he has been
assigned is a stickler for use of
correct seagoing terminology. Bark,
therefore, -studies the Commanding
Officer's previous correspondence file
to verify and brush up on correct
nautical terms so that he can use them
in reports or papers he might prepare
for the senior,

Both of the above

None of the above

-31-
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INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

The junior should let the senior set the tone of the

relationship. Read the following example, then answer éhe

question.

LTJG Flag reported aboard a destroyer whose
captain had several years experience in
destroyers behind him and enjoyed an excel-
lent service reputation. LTJIG Flag had
spent six months in active duty on board
another destroyer of the same force.

During his first meal in the wardroom, with
the Captain and all other officers present,
LTIG Flag completely monopolized the
conversation, expounding his theories of
efficient destroyer operations and pointing
out how he had improved the ship he had just
left. He proceeded to advise the Captain,
and to attempt to impress all present with
their good fortune at having him on board.

LTIG Flag flagrantly violated which rule of observing

correct relations with seniors?

a. Attend as much as possible to the likes

and dislikes of the senior

b. Let the senior set the tone of the

relationship

€. Both of the above

d. None of the above

-32-
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RELATIONS WITH SENIORS AND CONTEMPORARIES Eight/VI/ST/SV

3 In attempting to let the senior set the tone of the

relationship, it is easy to become defensive o+ distant in
one's attitude toward him. Clearly, this is just as unde-

sirable as over-enthusiasm. It is up to the junior officer

-

to advance halfway in an attempt io establish a friendly

relationship.
Which of the following is a wise course for a junior

officer to follow in attempting to get along with a new

senior officer?

a. Maintain a distant and defensive attitude
until he can induce the senior to meet him
halfway in establishing a friendly rela-
tionship

b. Attempt to constantly show his enthusiasm,
thus calling attention to his desires to
establish a friendly relationship

c. Try to show moderate enthusiasm and
friendliness at appropriate times,
thereby letting the senior know he is
willing to advance halfway toward
establishing a friendly relationship

-33-
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Eight/VI/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

4

It is a mistake to let a rebuke from a senior

deter you from attempting to establish friendly relations.

Rebukes or reprimands are generally made as corrective

measures, not out of any personal dislike or maliciousness.

How should a junior view a reprimand from a senior

with whom he has tried “o establish friendly relations?

a. He should view a reprimand as a sign

that the senior is displeased with
some particular aspect of his perfor-
mance, and try to correct his actions
accordingly. This should not stop him
from continuing to seek to establish
friendly relations with that senior.

He should view a reprimand as a sign
that the senior is not interested in
pursuing anything but an official
relationship., It is a sign that the
senior probably holds some personal
"'grudge' against him,

-34-
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Eight/VI, ST/SV

him, and cheeri{ul and capable performance, wil:s

eventually gain for the young officer a reputation for

dependability. This will, in turn, ensure the deserved

respect of a senior. On the other hand, 'greasing," or

5 A continued willingness to undertake any task assigned

obviously and obnoxiously making an effort to win a senior's

favor through "bootlicking" is universally despised in the

Navy, and quickly recognized by seniors.

Which of the following junior officers has followed

the most likely rcute toward establishing a friendly rela-

tionship with his senior?

a.

Upon reporting aboard a cruiser for his
first sea duty, LTJG Bill informed the
Exec that he was more than willing to
assist wherever he might be needed. On
those occasions when LTJG Bill was
seated at the Captain's table in the
wardroom mess, he quickly volunteered!
for any project mentioned by the Captain
regardless of whether he possessed

the necessary expertise to accomplish
the task. He freely volunteered infor-
mation on various subjects and even
offered to "find out" the answers to
questions asked other junior officers
wher. they didn't know the answer.

LTJG Pirie reported to the staff of
CINCPACFLT in Hawaii and was immedi-
ately the junior officer in both grade
and time in his particular section

He spent much time, often after regular
working hours, going through the files
and becoming familiar with the section
responsibilities. LTJG Pirie enthu-
siastically accepted a wide variety of
projects for which he was designated
the "action officer." He quickly became
"the expert' on his "action projects’
and was often called upon to brief

the Operations Officer and the Admiral,
He quickly gained a reputation for
dependability and thoroughness and a

highly professional platform (briefing)
manner.
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6

INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

The junior officer should keep in mind how well he is

carrying out his responsibilities 'as a follower. Study

Figure 1 below, which contains the characteristics of a

good follower, then answer the question.

The characterjstics of a good follower are:

1) He knows his job and how it contributes to
the accemplishment of the unit's mission.

2) He knows the characieristics of his leader.
3) He has the capacity for inspiration.
4) He exercises loyalty up as well as down.

5) He exercises initiative commensurate with
his knowledge.

6) He readily accepts delegated authority.

7) He accepts the decisions of his leader
and wholeheartedly works to implement
these decisions.

8) He is fully aware of the leader's .
capacity or limitations in providing
for his personal welfare, and does
not add to the leadership burden of his
senior with unreasonable expectations.

DA TNl Bt B i 57 N0

If a junior officer demonstrates to his senior that he is a

Figure 1

good follower, he is likely, in turn, to be recognized by

his senior as which of the following?

a. A good follower but not a good leader

b. A good follower and consequently a good
leader

-36-
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7 You may reter to Figure 1 on page 36 to answer the fcalowing
: question,
RN . Which is not a characteristic of a good follower?
: a. He knows his job and how it contributes

RERX.
o
.

e

3
(g}

e

YGRS s piieer W)

follower?
% a.
3
4
5
5
o
?:_
2 b

by

LY o R G A SR L S

O

ERIC

PAFulToxt Provided by ERIC

e .

to the accomplishment of the unit's
mission,

He exercises loyalty up as well as
down.

He accepts delegated authority.

He exercises loyalty up, not down.

question.

8 You may refer to Figure 1 on page 36 to answer this

Which of the following are characteristics of a good

He is fully aware of the leader's
capacities or limitations in providing
for his personal welfare, and does not
burden his senior with unreasonable’
expectations.

He avoids making decisions and consults
the leader whenever they need to be made.

He relies on his leader to inspire the men.

He knows the characteristics of his leader
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Eight/VI/ST/SV. INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

9 It is important to strive to acquire the char-

acteristics of a good follower, because in doing so, you
will be showing your senior that you are, in turn, a good
leader,

Which of the following midshipmen is like” to be
recognized by his seniors as a good follower, { conse-
quently, a good leader?

a. MIDN 2/c Lawrence has become well known
to all the Executive Department officers
as well as all the upperclass in his wing
of Bancroft Hall. He has logged more
extra duty time than any two other
midshipmen in his battalion. He was an
enlisted Marine before he came to the
Academy. He was often asked to demon-
strate military drill techniques during
plebe summer. Being a recruiting poster
Marine in appearance, MIDN Lawrence had
the capacity to inspire his contemporaries.

-

oy D
(=
.

MIDN 2/c Pittigrew has made it a point

to become the authority in his company

on the Naval Academy. Regulations. He has
often been the subject of classmate bull
sessions on many points. He consistently
defends the decisions of the "establishment."
MIDN 2/c Pittigrew hasn't been put on

report since plebe year--not because he
hasn't been caught but because he has kept
himself "squared away."
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RELATIONS WITH SENIORS AND CONTEMPORARIES Eight/VI/ST/SV

10} Let us discuss now sume actual techniques to follow in

i

attempting to establish and maintain a good working rela-
tionship with your senior. First, study your senior and

try to understand his position. It is he, after all, who

will play the most important part in marking, or recommending
marks on your fitness report. He will, in effect, be
controlling your reward and/or punishment. It follows then,

that you should: (Choose one.)

a. Observe carefully what kind of behavior
gets rewarded, and what kind gets
punished, and attempt to reward and
recommend punishment for the enlisted
men under you in the same way.

b. Make no moves as a junior officer without
first and foremost considering conse-
quences on your officer's fitness report.
Try to conceal behavior which is unde-
sirable to your senior, without actually
extinguishing it.

c. Observe carefully what kind of behavior
gets rewarded by your senior, and what
kind of behavior gets punished, and
attempt to behave in the way your
senior desires, as it is he who deter-
mines your marks on the officer's
fitness report.
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TNTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

111 A second useful technique for dealing successfully

with yoap sénior is occasionally asking his advice.

Most seniors are glad to have subordinates come to them

for advice, when truly needed.

Which of the officers below is practicing this technique

successfully?

a.

LTJG Sky has just taken over his new duties
aboard a submarine. He has successfully

completed Submarine School, but is unfamiliar

with the routines aboard the new submarine.
Therefore, Sky makes it a poirt to consult
his commanding officer every time some
decision has to be made, ev>n in cases when
he thinks he could make tne decision on his
own. He feels that in this way he will
cultivate a good relaticnsh.p with the
senior, and also, avoid making any mistakes
during these important Sirst few months.

ENS Land has just been qiven a duty assign-
ment which he is confident that he can
handle without consulting his senior
officer. He proceeds for several months
doing things his way, but runs into an
organizational problem which causes hinm

to accumulate a great backlog of work.

The situation gets critical when the backlog
is so great that it is causing delays and
misunderstandings in the work of his
department. Land finally consults his
senior to ask his advice about solving

the problen.

LTJG Sea had completed a month in his new
post as division officer aboard a destroyer.
He managed, with the help of his petty
officers, to solve the few problems that
arose, without having to consult with his
senior officer for advice. Then he
received an assignment from his senior
which was to be carried out in a relatively
short time. The assignment called for a
specialized knowledge of fire control,
which LTJG Sea did not possess. Sea,
rather than attempting to carry out the
assignment without the proper knowledge, or
relying on his petty officers for their
experience in this area, decided to ask

the advice of his senior officer as to what
to do.
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RELATIONS WITH SENIORS AND CONTEMPORARIES Eight/VI/ST/SV-

12 A final technique is keeping your senior informed about

the status of your unit. This includes both favorable and

i o < B

unfaverable reports as to the unit's progress. The senior both
needs and appreciates such information.
A useful technique to follow in maintaining good relations

with your senior is to keep him informed. This technique is

best illustrated by which of the following examples?

a. A iunior officer, new to his post, makes
it a point to keep his senior informed
as to the progress of his unit. FEven
when there is some problem or slowdown,
he keeps the senior informed of it, since
he realizes that this information is
essential to the senior's carrying out
his responsibilities.

i BTt § 8 STupd br s ey Wit v

b. A junior officer, new to his post, keeps
his senior informed as to the progress of
his unit only when the report is favorable. 5
He avoids telling the senior about delays :
or problems, since he feels this will
ultimately reflect upon his ability as a
junior officer.

13 Select from the following the three useful techniques

for maintaining good relations with seniors,

a. Study your senior and try to understand 4
his position. f

ey

b. Never ask advice of your senior unless it is
freely offered. ——

c. Keep your senior informed as to the progress
of your unit.

N et by i

d. Give advice to your senior when you feel
it is warranted.

e. Ask advice of your senior when the
situation warrants it.

This is the end of Programed Sequence 2. Now, take
Summary Post-Quiz 2 on the next page.
41-
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Summary Post-Quiz 2

Observing Correct Relations With Seniors

Answer the following questions as indicated in your Student
Guide.

1. Read the following examples and choose the one in which
recently commissioned ENS Bark followed the prescribed guide-
lines for establishing good relations with his seniors.

a. An outgoing, friendly person, ENS Bark
amicably entered into relationships with
his seniors whenever the opportunity
presented itself. He met other, less
outgoing seniors halfway, and let them
make the first move, without being distant
or defensive in any way. He attended as
much as possible to the likes and dislikes
of each senior, yet accepted rebukes in
good spirits, as corrections rather than
as signs of dislike or "grudges."

b. An outgoing, friendly person, NS Bark
sought out the companionship of his
seniors. By carefully studying their
preferences and idiosyncrasies, he
avoided conflicts and did his best to
present an image of trying to please.
If rebuked by a senior, he accepted
the criticism lightheartedly, and made
it a point to avoid letting the same
senior rebuke him again.

¢c. None of the above
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RELATIONS WITH SENJORS AND CONTEMPORARIES Eight/VI/ST/SV

2. ENS Highline has been zboard his first ship for six

months. He has diligently applied himself and knows his

job and how it contributes to the organization. He has

qualified as OOD underway. He has gradually won the

admiration and respect of the men under his command. He

ensures that they are kept informed and knows their capa-

bilities. By the same token, he his observed the performance

of his department-head and how he likes things dcne. He

does not burden his leader with unreasonable expectations.
Select the characteristic(s) of a good follower which

ENS Highline exhibits.

a. He knows his job and how it contributes
to the organization.,

b. He has won the respect and admiration
of his men. :

c. He knows the characteristics of his
leader.

d. He-does not burden his leader with
unreasonable expectations.

e. All of the above
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Eight/V1/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

3. Which of the following are recom:ended useful techniques
for maintaining and/or improving relations with seniors?

a. Seek the senior's advice when warranted;
a senior's advice can be very helpful and
is usually gladly given when requested.

b. Keep your senior informed as to the progress
of your unit, even when a negative report
might reflect upon your ability.

c. Study your senior and attempt to understand
his position; after all it is he who will
determine, in a large part, your marks on
the officer's fitness report.

d. Always seek the senior's advice; this
prevents your going against his wishes
and thus incurring an unsatisfactory
fitness mark.

4. Select the true statement(s) from the following
regarding observance of correct relations with seniors.

a. The junior should avoid adopting a
defensive or distant attitude toward
his seniors.

b. The junior should do his best to be
both genuine and gentlemanly, as it is
he who should set the tone of the
relationship.

c. The junior should do his best to be
both genuine and gentlemanly, and let
the senior set the tone of the rela-
tionship.

d. The junior should demonstrate a continued
willingness to undertake any task assigned
him and perform it cheerfully and
efficiently.

Now, go to page 46 and check your answers.

-44-

i
i
¥
:
¢
H
i
£

b IR deede ik e W s A b ey




N A M TN AR N B R I L L TE PP ———

Eight/VI/ST/SV "’

RELATIONS WITH SENIORS AND CONTEMPORARIES

P 4 Ther e e

O Ll L0 A R

BLANK

Al

-45-

O

IC

E

Aruitoxt provided by Eic:

§.




Eight/VI/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

ANSWERS TO SUMMARY POST-QUIZ 2

1. a
2. e
3. a, b, ¢
4 a, c, d

Now, go on to Summary 3 on the next page.
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Summary 3 -

Relations With Contemporaries

An eminent naval officer once made a statement to the
effect that if he had to choose one road to success in the
Navy, the desire and effort to help shipmates and contemporaries
would be the one path from which he would never deviate, !
The relationships you establish with your contemporaries will
form a large part of your life in the Navy, and should be
pursued as diligently as those with seniors, if not more so.
As a junior officer, you should strive to help and support
your contemporaries. The beneficial effects of this will be
twofold: 1) Your prestige and reputation among your contem-
poraries will be enhanced (and incidentally, your help will
never be forgotten); and 2) The organization will benefit
from the increased esprit and morale produced by such mutual
help and support.

Competition has always been stressed in the military life.
A junior officer who desires to proceed up the promotion ladder
must be imbued with the spirit of competition, yet at the same
time remain wary of its inherent pitfalls. The individual
officer must never forget that his efforts are primarily

directed toward organizational, not personal, goals.

1. Wolfe and Mulholland, Naval Leadership, p. 172.
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Eight/VI/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

A junior officer should never forget that few leaders in
history have accomplished their mission without the aid and

cooperation of juniors, seniors, and contemporaries,

REFERENCE

Wolfe, M.E., and Mulholland, F.J., Naval Leadership (Second
idition). Annapolis: U.S. Naval Instituate, 1967.

This is the end of Summary 3, Now turn the page and take
Summary Pre-Quiz 3.

FRIT
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Summary Pre-Quiz 3

Relations With Contemporaries

Answer the following question as indicated in your Student
Guide.

1. ENS Hickle was told that ENS Wheat was to relieve him
as wardroom mess caterer. Hickle recalled how green he had
been when he was appointed to the job six months ag>, and
was determined that his shipmate would not suffer a similar
fate by having the job dropped on him. He therefore planned
a brief, but thL.vough training prozram to accompany an
extensive "“what to do" file he had assembled. He told
Wheat that he would still he available, when his other
duties allowed, to render assistance if needed.

Which of the following consequences would probably
result from ENS Hickle's attempt to help a contemporary?

a. The wardroom mess will continuc to function
; smoothly, despite the change in command.
- The morale of the enlisted men in the unit
: will remain high, and esprit and comradeship
* will be enhanced.

b. ENS Hickle's reputation will be enhanced.
Junior officers and seniors who note the
successful changeover will recognize Hickle
as a dedicated officer with initiative and
foresight.

c. ENS Wheat will be both grateful and pleased
: at Hickle's attempts to help him. His
: respect for Hickle will contribute to
Hickle's prestige and good reputation.

d. ENS Wheat will probably be suspicious of
ENS Hickle's enthusiasm to get rid of the
job. He will probably not use Hickle's
recommendations until he has thoroughly
checked every aspect himself. Wheat will
develop his own system so that any commen-
dation due the mess will be all his and
not a result of Hickle's work.

:
; -49-
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‘e
2. Which of the fullowing correctly describes the proper
role of competition in relations with contemporaries?

a. A junior officer, ia proceeding up the
promotion ladder, should avoid the spirit
of competition and cultivate, instead, a
spirit of cooperation.

b. A junior officer, in proceeding up the
promotion ladder, should cultivate his
spirit of competition, avoiding, however,
the danger of letting personal and
individual yoals interfere with
achievement of organizational goals.

Cc. A junior officer should always look upon
his contemporaries as competitors, since
the organizational goals of the military
are based upon competition.

d. The military organization encourages
competition among juniors and subordinates,
but discourages it among contemporaries.

Now, go to page 52 and check your answers.
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Eight/VI/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

ANSWERS TO SUMMARY PRE-QUIZ 3

1. a, b, ¢

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

Relations With Contemporaries

1 The relationships you establish with your contemporaries

will form a large and important part of your life in the
Navy. An eminent naval officer underlined this when he made
a statement to the effect that if he had to choose one road
to success in the Navy, the desire and effort to help ship-
mates and contemporaries would be the one path from which
he would never deviate.l
Which of the following statements best explains the
importance of establishing good relations with contemporaries?

a. Relationships with contemporaries comprise
a large and important part of a Navy officer's
life, and considerably affect his achieve-
ment of success.

b. Relationships with contemporaries play a
relatively minor role in an officer's
career in the Navy. It is, rather, solely
his relationships with his superiors which
determine whether or not his naval career
will be successful.

2 A junior officer should attempt to pursue good relation-

ships with contemporaries as diligently as those with seniors.

The beneficial effects of this will be twofold:

1) His prestige and reputation among his
contemporaries will be enhanced (and his
shelp never forgotten).

2) The organization will benefit from increased
esprit and morale produced by such mutual
help and support.

Wolfe and Mulholland, Naval Leadership, p. 172.
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Eight/VI/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Which of the following are likely to be the beneficial

effects of ENS Brig's establishing good relationships with
b ‘L/r

contemporaries?

a. ENS Brig's unit will benefit in increased
esprit and morale, resultant from Brig's good
relationships with his contemporaries.

b. ENS Brig's reputation and prestige among
his contemporaries are likely to be
enhanced.

c. ENS Brig's promotion to a higher rank will
be contingent upon whether or not he
establishes good relations with his
contemporaries.

3 The Navy has always stressed competition. A junior

officer seeking promotion must possess the competitive spirit.

At the same time he must avoid the inherent danger of excessive
competition, or of substituting personal goals for the
organizational goals of the Navy.

Which junior officer has a proper attitude toward
competition?

a. LTJG Neal is a candidate for promotion,
and has had an outstanding record of
leadership in his division. A breach of
security is discovered in a.. area under
his command, and he decides not to report
it, since it will no doubt affect his
chances for promotion.

b. LTJG Park has conscientiously devoted extra
hours to reading up on a particular area
of operations, and has volunteered for
duty in that area, so that he may gain
experience. e feels that the Navy will
soon be experiencing & need for experts
in that field, and would like to gain
promotion on the basis of this
specialty.

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

Relations With Contemporaries

Answer the following questions as indicated in your Student
Guide.

1. ENS Hickle was told that ENS Wheat was to relieve him as
wardroom mess caterer. Hickle recalled how green he had been
when he was appointed to the job six months ago, and was
determined that his shipmate would not suffer a similar fate

by having the job dropped on him. He therefore planned a brief,
but thorough training program to accompany an extensive "what

to do" file he had assembled. He told Wheat that he would

»
§ still be available, when his other duties allowed, to render
E
3 assistance if needed.
o d k3
A7y .

g Which of the following ccnsequences would probably result
g from ENS Hickle's attempt to help a contemporary?
% a. ENS Wheat will probably be suspicious of ENS
I Hickle's enthusiasm to get rid of the job.
. He will probably not use Hickle's recommen-
é dations until he has thoroughly checked every
£ aspect himself. Wheat will develop his own .
E system so that any commendation due the mess
£ will be all his and not a result of Hickle's
& work.
&
% b. ENS hheat will be both grateful and pleased
& , at Hickle's attempts to help him. His respect
& for Hickle will contribute to Hickle's prestige
2 and good reputation.
% c. ENS Hickle's reputation will be enhanced.
4 Junior officers and seniors who note the successful
& changeover will recognize Hickle as a dedicated
%’ officer with initiative and foresight.
4
B d. The wardroom mess will continue to function
& smoothly, despite the change in command. The
&= morale of the enlisted men in the unit will
g% remain high, and esprit and comradeship will
= be enhanced.
& -§5-
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INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

2. Which of the following correctly describes the proper

role of competition in relations with contemporaries?

a.

A junior officer should always look
upon his contemporaries as competitors,
since the organizational goals of the
military are based upon competition.

The military organization encourages
competition among juniors and
subordinates, but discourages it among
contemporaries.

A junior officer, in proceeding up the
promotion ladder, should cultivate his
spirit of competition, avoiding, however,
the danger of letting personal and
individual goals interfere with the
achievement of organizational goals.

A junior officer, in proceeding up the
promotion ladder, should avoid the spirit
of competition and cultivate, instead, a
spirit of cooperation.

Now, go to page 58 and check your answers.
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ANSWERS TO SUMMARY POST-QUIZ 3

1. b, ¢, d

Now, go to Summary 4 on the next page.
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Summary 4

Officers' Behavior in the Presence of Enlisted Men

We shall discuss here some customs governing corduct of

officers in the presence of enlisted men.

Use of Titles

Officers should never address each other by first name
in front of the men. By following this precept, you show
respect for your fellow officer and thereby indicate the
respect due him from the men. You might be on a first name
basis with a fellow officer, e.g., LT Joe Sheppard, but if
addressing him when enlisted men are present, you should

use his rank followed by his last name, e.g., "LT Sheppard."*

Attitude Toward Contemporaries and Men

An officer should never belittle or speak disparagingly

of a fellow officer to an enlisted man, or to another officer.

Attitude Toward Orders

An officer should follow a senior's orders implicitly
even though he may disagree with them. In conveying them
to his men, he should never apologize for such orders, or

question them.

Practicing Empathy and Tact

As in other areas of personal relations, an officer
should treat his enlisted men with empathy and tact. Empathy

may be defined as the intellectual identification with

* An exception to this is, of course, the use in the Navy of
"Mister" instead of the title, for ranks up to LT Commander.
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Eight/VI/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

or vicarious experiencing of the feelings, thoughts, or
attitudes of another. As a junior officer you might
practice empathy by indicating to an enlisted man, or a
contemporary, that you "know how he feels' regarding a
particularly unpleasant or difficult task, having done it

yourself and felt the same way he does about it.

Establishing Credibility

A junior officer should strive to maintain credibilit:,
both with his contemporaries and with enlisted men. To
be credible means to b2 worthy of belief or confidence. ¢
a junior officer, LT Keen, informs another JO that he will
: assist him in some difficult assignment, and then lives up
to his word, this will help establish Keen's credibility, not

only in the eyes of his contemporary, but also those of his

NPT e

men. He will come to be known as a man who lives up to his

e W

word, and be respected as such by the men in his command.

e 5 g

Disadvantage of "Pulling Rank"

A junior officer should avoid "pulling rank" on a
contemporary, especially in the presence of others. For
example, a junior officer who vocally expresses his displeasure
at a seating arrangement in the wardroom mess, and insists
that his seat be changed because he is several numbers higher
on the lineal 1ist, is showing a lack of consideration for
his contemporaries. '"Pulling rank" to move ahead of a
contemporary on a housing list, special events ticket, or to

attend some desirable school are some typical instances of
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»

this inconsiderate behavior, It indicates a lack of
consideration for one's contemporaries, and certainly
mars the image an officer wishes to present to the

men.,

This is the end of Summary 4, Now, take Summary Pre- uiz 4
on the next page,
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Eight/VI/ST/SV INTRODUCTION TO PSYCHOLOGY ANP LEADERSHIP

Summary Pre-Quiz 4

Officers' Behavior in the Presence
or Enlisted Men

énswer the following questions as indicated in your Student
uide,

1. The Executive Officer entered the office where LT
Kenyon, the Maintenance Officer, was discussing with his
chiefs and first class, the personngixiyspection scheduled
for Friday afternoon. The Execut%fgiofgicer interrupted
the meeting to tell LT Kenyon that\;hé/inspection would
be held on Saturday morning instead. This news, obviously
overheard by the assembled enlisted men, was greeted with
a loud groan. The Executive Officer reacted by saying
to LT Kenyon, loudly enough so that all could hear, '"Don't
blame me, I'm not in favor of the change."

In the above example of interaction between officers
in the presence of enlisted personnel, how are the principles
of correct relationships under these circumstances being

violated?

a. One officer is making a belittling or
disparaging remark about another,

b. An officer is showing a lack of respect
for the orders of a senior.

C. An officer is "pulling rank" on another.

d. An officer is lessening his credibility,
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2. As a future officer in the naval service, select from

the following statements those which state how you may best

support your fellow officers.

a,

An officer should never belittle or
speak disparagingly of a fellow officer
to another officer or an enlisted man.

An cfficer should never apologize for
a senior's orders even though he may
disagree with them.

When carrying out a senior's orders,
never question those orders in front
of the men.

An officer should support a senior's
orders only so long as the officer
personally agrees with those orders.

3. Which of the following best explains how practicing

empathy,

maintaining credibility, and using tact can

influence an officer's relations with the men under his

command?

a.

(Choose one.)

Manifesting these qualities in dealing with his
contemporaries will prevent the officer from
having much contact with the men under him,

Manifesting these qualities toward contemporaries,

an officer can inspire the enlisted men to strive

for advancement to warrant officer or commissioned
status, so that they too may receive similar treatment,

Manifesting these qualities toward contemporaries
an officer will be positively influencing the
men under his command, as his relationship with
contemporaries forms, to a large extent, his
image to the men under his command.

Manifesting these qualities toward contemporaries
has no positive results, whereas manifesting

them toward the men under his command will
positively influence an officer's image among

his contemporaries.

Now, check your answers on the next page.
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INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Eight/VI/ST/SV

ANSWERS TO SUMMARY PRE-QUIZ 4

2, a, b, c

If you missed one or more questions, turn to the next page and
go through Programed Sequence 4,
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Programed Sequence 4

Officer's Behavior in the Presence
ot Enlisted Men

1 It is especially important that officers observe certain

customs of conduct in the presence of enlisted men. An offi-
cer's positive image in ine eyes of enlisted men will affect
not only his career and potential success as a leader, but also
it will help carry on the ideals of leadership and excellence
that have come to be associated with the naval officer.
Which of the following statements is true?
a. An officer's image in the eyes of enlisted men
has little effect on his career. It is how he
appears 'to his contemporaries and seniors that
really matters,
b. An officer's image in the eyes of enlisted men

has bearing not only on his success as a leader,
but also on the furtherance of the Navy's ideals.
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2 Officers should never address each other by first name in

the presence of enlisted men. By addressing a contemporary
with his title,* you are indicating the respect due him from
the men,

Which of the following officers is acting inappropriately

before his enlisted men?

a, LTJG William Neat is a close friend of LTJG
John Sharp. The two officers are talking
together in a room where several enlisted
men are at work. LTJG Sharp closes the
conversation with, "All right, Bill, I'll
see what I can do about it,"

b. LTJG Samuel Wilkes is a close friend of LTJG
Thomas Barre. The two officers are talking
on deck, where a number of enlisted men are
at work. LTJG Wilkes concludes the conver-
sation with "Fine, LT Barre, I'll let you
know what happens."

3 An officer should never belittle or speak disparagingly

of a fellow officer, either to an enlisted man or to a fellow

officer, 3
Which of the following correctly states when it is appro-

0
priate for an officer to speak disparagingly of or belittle

a fellow officer?

a, It is only appropriate when the officer is
speaking privately with another officer.

b. It is only appropriate when the officer is
sreaking to enlisted men and the subject
of his criticism is present.

c. It is never appropriate for an officer.to
belittle or speak disparagingly of a fellow
officer,

* An exception to this is, of course, the use in the Navy of
"Mister" instead of the title, for ranks up to LT Commander.
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4 An officer should follow a senior's orders implicitly,

even though he may disagree with them. In conveying them
to his men, he should neither apologize for orders, nor
question them,

LTJG Hale has received orders to cancel all

Saturday night liberties due to a potential

emergency. Hale passes these orders on to

his men, saying that he's sorry to have to

announce this, and that he thinks the

Commanding Officer is being too cautious.

Which principle is LTJG Hale violating?

a. An officer should never apologize for a senior's
orders.

b. An officer should never question a senior's
orders in front of the men.

c. Both of the above

d. Ncne of the above

5 In other areas of personal relations, an officer should

treat enlisted men with empathy and tact. Empathy is the
intellectual identification with or vicarious experiencfng
of the feelings, thoughts, or attitudes of another.

How might an officer exhibit empathy toward an enlisted
man to whom he has assigned a particularly unpleasant job?

a. By commenting to him that you "know how he feels
about it," having once done the task yourself.’

b. By privately telling him that if he really

doesn't want to do the job, you will find a
substitute for him,
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Eight/VI/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

6 Another quality which a junior officer should strive to

develop, especially in terms of his enlisted men, is credi-
bility. This is defined as "being worthy of belief and/or
confidence,"

How might an officer maintain his credibility before

enlisted men?

a. By always living up to his word, never making
wild promises he can't keep, either to his
contemporaries or to his enlisted men.

b. By always fulfilling promises made to seniors,
regardless of what wild promises he must make
to his men.

7 An officer should avoid "pulling rank" on a contemporary,

especially in the presence of others, either enlisted men or

officers.

A junior officer vocally expresses his displeasure

at having been seated unfavorably in the wardroom.

He insists that his seat be changed, since he is

several numbers higher on the lineal 1ist than

another officer with a more desirable seat.

The officer in the example above is guilty of which of
the following?

a., Lack of credibility

b. Lack of empathy

¢. "Pulling rank"
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8 "Pulling rank” mars the image an officer wishes to present

P FOTHET R AEETTR RSO SO P VR I SR SN T I g e
.

to his men and to hjs contemporaries, not to mention to his
seniors. "Pulling rank" to get ahead of a contemporary on
a housing list, special events ticket, or recommended list
for some desirable school, indicates which of the following?

a, A true feeling for the competitive spirit in
the Navy, exhibited by "pulling rank"

b, A lack of consideration for one's contem-
poraries, exhibited by "pulling rank"

This is the end of Programed Sequence 4. Now take Summary
Post-Quiz 4 on the next page.
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Eight/VI/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Summary Post-Quiz 4

Officers' Behavior in the Presence
of Enlisted Men

Answer the f.llowing questions as indicated in your Student
Guide.

1. Which of the following best explains how practicing
empathy, maintaining credibility, and using tact can
influence an officer's relations with the men under his

command? (Choose one.)

a, Manifesting these qualities toward contem-
poraries an officer will be positively
influencing the men under his command, as
his relationship with contemporaries forms,
to a large extent, his image to the men under
his command.

b. Manifesting these qualities toward contem-
poraries has no positive results, whereas
manifesting them toward the men under his
command will positively influence an offi-
cer's image among his contemporaries.

€. Manifesting these qualities in dealing with
his contemporaries will prevent the officer
from having much contact with the men under
him,

d. Manifesting these qualities toward contem-
poraries, an officer can inspire the enlisted
men to strive for advancement to warrant
officer or commissioned status, so that
they too may receive similar treatment.
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RELATIONS WITH SENIORS AND CONTEMPORARIES Eight/VI/ST/SV

2. The Executive Officer entered the office where LT Kenyon,
the Maintenance Officer, was discussing with his chiefs and
first class, the personnel inspection scheduled for Friday
afternoon. The Executive Officer interrupted the meeting to
tell LT Kenyon that the inspection would be held on Saturday
morning instead. This news, obviously overheard by the
assembled enlisted men, was greeted with a loud groan. The
Executive Officer reécted by saying to LT Kenyon, loudly
enough so that all could hear, "Don't blame me, I'm not

in favor of the change."

In the above example of interaction between officers —
in the presence of enlisted personnel, how are the principles
of correct relationships under these circumstances being
violated?

a. An officer is lessening his credibility.

b. An officer is "pulling rank'" en another.

c. An officer is showing a lack of respect
for the orders of a senior.

d. One officer is making a belittling or
disparaging remark about another.
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Eight/VI/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

3. As a future officer in the naval service, select from
the following statements those which state how you may best

support your fellow officers.,

a, When carrying out a senior's orders, never
question those orders in front of the men.

b. An officer should support a senior's orders
anly so long as the officer personally
agrees with those orders.

C. An officer should never belittle or speak
disparagingly of a fellow officer to
another officer or an enlisted man.

d. An officer should never apologize for a
senior's orders even though he may disa-
gree with them.

Now, check your answers on page 74,
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Eight/VI/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

ANSWERS TO SUMMARY POST-QUIZ 4

1. a
2. c
3 a, ¢, d

This is the end of Part Eight, Segment VI.
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INTRODUCTION TO PSYCHOLOGY PART EIGHT
AND LEADERSHIP SEGMENT VI

RELATIONS WITH SENIORS AND CONTEMPORARIES

PROGRESS CHECK

Question 1.

Select the paragraph which correctly describes the

importance of military courtesy among officers and between

officers and men.

Military courtesy observed among officers

and between officers and (enlisted) men
serves as a public display of honor, respect,
and loyalty to those who are senior in
position. It also serves as an acknowledge-
ment of the senior's appreciation for the
junior's respect and deference.

Observance of military courtesy carries
on an age-old tradition of politeness
exchanged among members of the military
profession.,

The ungrudging observance of military
courtesy contributes to the efficiency
of the military organization by
strengthening discipline and conformity,
and promoting unhesitating compliance
with orders.

All of the above
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Eight/VI/PC INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Question 2,

ENS Stack, recently commissioned, established an
excellent relationship with his seniors soon after reporting
aboard.

Identify the example which most probably describes

his successful approach.

a, ENS Stack established correct, friendly
relationships with all his seniors by
volunteering at every possible occasion
to help out seniors he wished to
favorably impress.

b. ENS Stack concentrated on learning his
job. He realized that seniors who wished
to establish friendly relations with
him would notice his performance and meet
him half way.

c. ENS Stack established correct, friendly
relationships with his seniors as he
learned his job. He let them set the
tone and was genuine and gentlemanly.

He let them know he was anxious to meet
them halfway, and took criticism in good
spirits.

d. All of the above
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Question 3.

Which of the following is/are recommended technique (s)

Xl

A

.
B o
LR

¥
PR

for maintaining and improving correct relations with seniors?
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Study your senior; ask his advice when
nzcessary.

b. Understand the senior's positicn as executor
of your officer's fitness report, and behave
accordingly.

Keep scniors informed of both good and

bad incidents in the unit; note the

kind of behavior your -enior expects
from his subordinates and behave

accordingly.
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d. All of the above
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INTRODUCTION TO PSYCHOLO5SY AND LEADERSHIP

Question 4.

LTJG Whipping was informed that ENS Canvas would relieve
him as First Lieutenant. Although ENS Canvas has been aboard
for six months, he has had other assignments in the Weapons
Department and is not too familiar with the administration of
paperwork associated with the job. LTJG Whipping has been
lax in maintaining records and has a reputation for 'gundecking
reports in order to meet inspection requirements. During the
turnover, ENS Canvas inquires as to the procedures for filling
out hull report forms. LTJG Whipping states that it is too
much trouble to get everyone to f.ll them out so he just puts
down what he thinks and files them. Furthermore, he feels
they fulfill requirements and now that ENS Canvas has th»
"sack" he can do what he wants with regard to reports for which

the First Lieutenant is responsible.

1t

Which of the following would probably be a consequence

of LTJG Whipping's failure to help ENS Canvas?

a. ENS Canvas will continue the poor
performance set by LTJG Whipping.

b. LTJG Whipping has enhanced his profes-
sional reputation for administrative
efficiency and knowledge by his quiet,
calm method of preparing reports.

c. LTJG Whip has sét a precedent that
reports are not impo tant.

d. ENS Canvas will have to overcome the
problems created by his predecessor,
and restore proper administrative

procedures.
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RELATIONS WITH SENIORS AND CONTEMPORARIES

Eight/VI/PC

Question 5.
ENS Doldrum has reported aboard the USS Greyhound
for duty.
The following examples state procedures he follows in
making the prescribed social call on his senior officer.
1) ENS Doldrum, during his social call, is
attentive and polite while maintaining
proper so¢cial distance.
2) ENS Doldrum limits the discussion to
inquiriag about his new duties. He
avoids inquiring about his senior's
private life.
3) ENS Doldrum responds:to questions .
initiated 'by his host and carries on
the conversation established by his
senior.

4) ENS Doldrum remains with the senior
officer for approximately ten minutes.

Which of the following choices contains the correct

procedures folinowed by ENS Doldrum?

a. 1, 2 «ind 3
b. 2, 3 and 4

c. 1 and 3

d. 2 and 4
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Question 6.

The senior watch officer approached ENS Code, the

Officer of the Deck in port and stated, in the presence of

the other watch standers, "Charley, the XO wants all hands

on watch topside to wear pea coats instead of foul weather

jackets; that includes the bow and stern sentries.

see the point in it, but will you take care of that?"

I don't

ENS

Code responds, "Yes, Sir."

Which of the following violations was noticeable in

the behavior of the SWO?

1)

2)

3)
4)

Pulling rank

Addressing a fellow officer
improperly

Criticizing orders

Lack of empathy

1 and 2
2 and 3
3 and 4

1 and 4
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RELATIONS WITH SENIORS AND CONTEMPORARIES Eight/VI/PC

Question 7.

As an officer in the naval service select from the

following choices the ones which best state how you

should support your fellow officers.

1)

2)

3)

4)

An officer should never belittle or speak
disparagingly of a fellow officer to
another officer or an enlisted man.

An officer should never apologize for a
senior's orders even though he may
disagree with them.

When carrying out a senior's orders,
never question those orders in front of
the men.

Although an officer may address a contemporary

by his first name, -he should never address a
senior by his first name.

1 and 3

1, 3 and 4
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INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

PROGRESS CHECK ANSWER AND REMEDIATION FORM

PART___Eight  sgeMENT_VI
REMEDIATION TEXT Syndactic Text-Volume VIII-B
ITEM ANSWER REMEDIATION REFERENCE
! d Summary 1: Pages 1-2
2 c Summary 2: Pages 23-24
3 d Summary 2: Pages 24-25
4 E] Summary 3: Pages 47-48
5 d Summary 1: Pages 2-3
6 b Summary 4: Pages 59-01
7 Summary 4: Pages 59-61
8
9
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PROGRAM FRAME ANSWERS

PART_Eight SEGMENT_1V TYPE_Syndactic_Text PAGE__1_OF__1 PAGES

FRAME OR[ coc 1 [FRAME ORI ormect
QUESTION]-Rfn e QUESTION | Lcries
NUMBER MBER
PROGRAMED
SEQUENCE 1 5 b
1 b 6 a
2 a 7 b
3 b 8 c,d
4 b,e 9 a
2 h-
s Py 10 a
6 b 11 a
7 a 12 b
8 b 13 c
9 g:%’35 14 c
a-2,b-3,
10 a,b 15 c-1,d-4,
e-5
11 a 16 b
12 c 17 {b,d,e,h
13 c 18 c
14 b 19 d
15 b 20 d
16 a 21 d
PROGRAMED
SEQUENCE 2 22 a
1 b 23 c
2 C
3 b
4 a
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PROGRAM FRAME ANSWERS

PART_Eight SEGMENT_V TYPE__Syndactic Text PAGE__1 OF_1 PAGES
FRAME OR FRAME OR o FRAME OR
QUESTION ﬁggﬁEST QUESTION|SRRECT | | QUESTION ﬁggﬁggT
NUMBER NUMBER _NUMBER

PROGRAMED

SEQUENCE 1 9 c 10 a
1 b 10 d 11 b
2 a 11 b 12 g
3 d 12 d 13 e
4 a 13 £ 14 c,d
5 a 14 a 15 {
6 d 15 b 16 d
7 e 16 e 17 b
8 c 17 b

9 c 18 e

10 a 19 d

11 d 20 g

12 b PROGRAMED

a,b,C SEQUENCE 3

PROGRAMED ] c

SEQUENCE 2

1 [ 2 b
2 b 3 b
3 c 4 b
4 c 5 d
5 a 6 d
6 b 7 b
7 c 8 [
8 c 9 e
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PROGRAM FRAME ANSWERS

PART_Eight SEGMENT_ VI TYPE__Syndactic Text

PAGE__1_ofF__1 PAGES

FRAME OR CORRECT FRAME OR CORRECT

QUESTION ANSWER QUESTION ANSWER

_NUMBER NUMBER
PROGRAMED
SEQUENCE 1 6 b
i b 7 d
2 a S a,d
3 d 9 b
4 c 10 c
5 a 11 c
6 c 12 a
7 b 13 a,c,e
8 b PROGRAMED

SEQUENCE 3
9 c 1 a
10 c 2 a,b
11 b 3 b
12 b PROGRAMED
SEQUENCE 4

13 b 1 b
14 a 2 a
15 b 3 c
PROGRAMED 4 c
SEQUENCE 2
1 b ) a
2 b 6 a
3 C 7 <
4 a 8 b’
5 b
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