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Introduction to Second Increment 

This is the second increment of the series of outlines 
for use ~ Heads of Department in conducting discussions 
with their Division Officers. Before using these you 
should review the first increment. Complete all the 
previous discussions before beginning these. 

In general each of these discussions should last about 
an hour. (The discussions for enlisted personnel, NavPers 
15916, are designed to take 10-20 minutes each.) Their 
purpose is to stimulate the thinking of officers and to 
get them to relate to their own daily tasks the concepts, 
principles, and practices of naval leadership that must 
be expressed in broad terms in regulatory manuals and 
directives. The soundest concept and the most proven 
principle is not much use until an officer actually puts 
it to work in his own way of doing things. 

Additional copies of these materials may be ordered from 
the U.S. Naval Supply Center, Oakland, California, or 
Norfolk, Virginia, on DD Form 1149 - Requisition and In­
voice Shipping Document. 

NOTE: THE IDENTIFYING IfAl7PERS 15915 WAS INADVERTENTLY 
OMITTED FRCM THE ORIGINAL PRINTING OF THE FIRST INCIIDlEN'l' 
OF LEADERSHIP DISCUSSION GUIDFS (OFFICER) AND SHOULD BE 
ADDED TO ALL SUCH COPIES. 
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DISCUSSION XIII: PRECEPr AND EXJMPlE 

PtJR.POSE OF DISCUSSIOlf I To e1iphasae the Ulportance ot "precept aDd 
exup1eh and to diecuas lrqll at app~ the concept in leadel'llhip 
II1tuations. 

OU'J.'LIIE OF DISCUSSIOll': 

A. IMPCRUNCE OF EXAMPlE: 

1. Actions apeak louder than vordll. 
2. Men Ditate the aotiODll ot their leaderll. 
3. Doult do as I do, do as I Sf. is an approach coDd~ b7 all. 
4. leader cannot ape&k author1ativeq, cont1deDtq, or with con­

Tictiou unlesa "h1ll own house is in order. " 

B. IMPOR'UlfCE OF PRECEPr: 

1. Eullple b7 iteelt 111 not enough. 
2. Experience JlUBt be translated into rulell and pr1ncip1ea. 
3. Pncept and elraIIple re-entorce each other. 

QUESTIOlfS FOR DISCUSSION: 

1. What does the NaY7 mean b7 the 1IIIportance ot precept and 
exuple1 Give instancell at precept. and at exuplell world.ng 
aga1nat each other - tIOrldng tor each other. 

2. Which 111 IIOre 1IIIportant tor successtul leaderllhip, a good pre­
cept or a good 8X811ple1 GiTe instancell. Do actioDII alva;rll 
apeak louder than words. 

3. How otten, or tor how long, can an otticer or petty officer 
get &VaT with the practice or "do as I sq, not as I do?" 

4. A certain otficer ill a h1ghq-etficieDt, highlT moral person 
with a all-balanced personality. Is his eltpple to others 
sufficient for his purposes and the Navy's purposes, or lIhould 
he take thought and give eltort to stating expl1citq to hias 
subord1Dlltes the preceptll that guide him and that ought to 
guide th8111 too? 

5. In this ship, or in th1ll station, lihat are some occasioDII lIhere­
in we run the danger of setting a bad example? 

SOURCE MATERIAIS: 

1. 
2. 
3. 
4. 

1~~ii1§!~~; NavPerll 15890, CII. 1, 3. 
~ 1948, Art. 0702A, 0714. 1209. 

137. 



DISCUSSION XXII: PRECEPT AND EXAMPLE 

(Brief synopsis of suggested discussion content.) 

A. IMPORTANCE OF EXAMPLE 

Most of us have heard of cases where officers and petty officers 
have abused their positions of trust and responsibility. What about 
the officer who brings liquor on board ship? The petty officer who 
is profane and loose-mouthed? The officer who uses ship or station 
personnel to accomplish personal tasks in his home? The petty officer 
who comports himself ashore to the extent he cannot perform his duties 
the following day? The officers and petty officers who fail to take 
corrective action? 

What are the results of these actions? Obviously they reduce the 
effectiveness of the person concerned. Officers and men los~respect 
for such persons - even though they may not imitate bad examples, 
the seeds are there. And certainly they lack good examples to follow. 

B. IMPORTANCE OF PRECEPT: 

The following, recounted by a WO, may be used as a discussion starter: 

"We had a CPO who was a good guy. He knew his job and he worked hard. 
He never used bad language, never drank too much, and never fooled 
around with other women. The men liked him and respected him. Some 
of the other POS and even one or two CPOS would come back from liberty 
with big stories about binges they had been on. Our CPO would say 
nothing or maybe just smile a little. We all liked him and respected 
his integrity, but sometimes I think he could have saved some of our 
boys a lot of bad whiskey and a few nasty complications if he had 
spoken up once or tvice about how they should behave on the beach. 
You see, some of our young fellows would listen to the stories about 
wild liberties and then go try to be big operators themselves. Same 
thing on board ship, the Chiaf would do his job and make sure that 
others did their jobs, but it seemed to me that he didn't look ahead 
enough enough in the sense that he never warned the fellows of the 
troubles they could get into. ft 

To what extent is an officer or petty officer responsible for the 
co~1uct of others? On shore? On ship or station? 

POINT NOT TO MISS: A LEADm HAS THE DUAL RESPONSIBILITY OF SE'IT~O 
THE CORRECT EXAMPLE AND OF SPELLING OOT FOR THE OTHmS THE RULES BY 
10IHICH THE!' SHOULD FOLLOW HIM AND BY WHICH THEY CAN ACHIEVE THEIR OWN 
SUCCESS. 



DISCUSSION XXIn: RESPONSIBILl.'rY OF OFFICER T<MARD EXCESSIVE DRINKERS 

PURPOSE OF DISCUSSION: To alert o1'ficen to their responsibili't7 for 
helPiDg others avoid excessive use ot alcoholic beTerages. 

OU'l'LDIE or DISCUSSION: 

A. OFFICER'S RESPONSIBItrrY 

1. Enforce Navz Regulations. Articles 1269 and 1929. 
2. Ensure that other Officers are fit tor du't7. 
3. Ensure that enlisted Jlen are fit for dutT. 
4. Ensure that no opportllllitT to protect other hlDlllll beings f1"Oll 

d~er is OTer1oo1atd. 
S. Dangers to intoxicated person - Jlenta1. aoral. phJ'sical. soc1&l. 
6. Dangers to others - e.g" frOli drunJatn driver •• 

B. EXERTING RESPONSIBILl.'rIES: 

1. RecogniZiDg the excessive drinla9rs. 
2. Right 'Wqs and vrollg wqs 01' dealing with the excessive drinla9r. 
3. Tilles for tact and t1:lles for toughness. 
4. Tilles for disciplinary action. 

QUESTIONS FOR DISCUSSION: 

1. Doss an officer have a responsibili't7 for the dri nlr1 l1g habits 
of his contemporaries? Of other officen? Of enlisted .en? 

2. What are B)'lIIptOIll8 ot exoessive drinking? 
3. What are tacttul and effective _thods of stopping • III8Il before 

he get. hillBel! in trouble? 

SOURCE MATERIAIS: 

1. U. S.~~ti0D81 Articles 1269 and 1929. 
2. General er 2 • 
3. KOral L&ader~1 NavPers lS690. ell. 12 (Available progrllll 

Jllateri&18 as ted.) 
4. lli!:!. Articles lll. 112. l34. 

- . 



DISCUSSION nUl: RESPONSIBILl'l'Y OF OWICER TOWAllD EXCESSIVE DRINKERS 

(Brief synopsis of suggested discussion content.) 

A. OFFICER'S RESPONSIBILITY: 

(This discussion is int.ended to h18hllght the moral. legal, and l1&li&­

gerial reaponsibUitus of the officer. Discussions of the pqchology 
of drinking and of the causes and cures of dr1nld.ng. while int.eresting 
and 1IIportant, should be relegated to other times and places. Actual 
cases of alcohol1811 should be reported to the Medical Officer for 
trea~lIt. Disc:lp11nar;r action IIIlSt be taken in cases where in your 
judglllent such action is indicated. Here the discussion seeks only to 
alert an officer to his responsibUities for preventing as far as he 
can excessiye drinking by officers and _.) 

The follOMing, recounted by a LTCOL, U. S. Marine Corps, can be used 
as a discussion starter: 

"I vas a l1eutensnt in an out.tit where there vas a lI8jor .0 began to 
hit the bottle. He vas a lilDaable person and quite co.petent. He c_ 
to vork several t1llles obrl.ouslT stUl under the influence of liquor. 
Yet no one said au;rthing to hill. I guess the officers of his rank or 
h18her didn't l.1ka to appear to be int.erf'ering in his printe affairs. 
Fin8"7 he oyerdid it. and got a bad fitness report. Result, one good 
officer lost to the Corps--and his own career ruined. At the tillie, I 
thought, 'Why didn't one of his brother officers or S1lP8riors talk to 
him or even crack down on him before he vent too far?' I hope that if' 
ever I start to get cut of line in ~ing, sOlleens vill be interested 
enough to tell _-or to order _to be acre carefUl." 

B. EImTIKG RESPONSIBILl'l'IES: 

A II&n who drinks too IllUch endangers his own ef'ficierJC7 and that of the 
Navy just as does a 11&11 who runs the risk of' disease or .0 ignores 
safety precautions or who sk;rlarks with dqerous equip"ent;. You are 
not fair to the II&n or to the Navy if' you Imov the situation and de 
nothing to correct it. The officer who takes no action when an officer 
or II&n persists in OYerindulgence or .0 ill "hanging one on at everT 
opportunity" is shirking his responsibUities just as do.. an officer 
11110 .... ertB hill 878s froll _n POking in unauthorised apaces or painting 
OYer the side without lif'ejackets. A COllbat read;r and efficient N&'1'7 
requires _n mo operate at the peale of physical and _ntal abUities. 

--i!i-lmimiI~ESWREN AN OFFICER OR MAN CREA'fES A DISTURBAlfCE OR 
II( DUE TO DWlltli, WHEIf HE HAS TO BE "POURED ON 

BOAlID," OR IS UHABJE TO PERFORlI HIS DUTIES DUE TO PREVIOUS IlIDUIGEHCE, 
HIS DRllllllI) HARMS THE EFFICIENCY OF THE lIAVY AND THREA'l'EKS HIS CAREER. 
AT THE FIN SIO)( OF SUCH BEHAVIOR, HELP A SHIPKATE BY A WADJlI) OR 
0'mER APPROPRIATE ACTIOIf. 



DISCUSSION XXIV: N1ROOrICS 

PURPOSE OF DISCUSSIOII: To alert officers to their reapolllliblll,t1es 
iiDder 1&V7 ReIiUliUOIlII in regard to help1Dg II8J1 avoid narcotics. 

OUTLINE OF DISCUSSION: 

A. REGULA!IOHS REGARDOO NAROO'l'ICS: 

Use of narcotics 18 forbidden 117 Navy RegulatiOllll, except .. 
authorised for Edic1nal purposes. 

1. ArticLi 1270 - Possession and use of narcotios prohibited, 
inc1ud1Dg l18rijuana. 

2. Article 1929 - P.,. for:f'eited. for absence froa duty resu1t1Dg froa 
the cosssive use of alcoholic liquors or drugs. 

B. D.UlGERS OF HAROO'l'ICS TO INDIVIDUAL: 

1. Dangers to per:f'Ol'IIIaIlos of duty. 
2. Dangers to personal safety and to career. 
3. Dangers to health. 
4. Danger of addiction. 
5. Dangers of aperiMntation. 
6. Penalty for auggl1Dg. 

C. RESPOHSmILl'l'IES OF ALL OFFICERS: 

1. Recognise dangersj publicae. 
2. Warn _no 
3. Take positive steps lIhere the possibility of unauthorised. use of 

drugs exists or is suspected. 

QUESTIOlIS FOR DISCUSSION: 

1. What are t1Pical narcotics probl8lle. it UT, in the NaTT? 
2. Does a !lin violate NaTT Regulation8 it he 8IIOkes just one uri­

juana cigarette to ... what it 18 11ka? Does he violate the 
dictates of IIIOrality and COIDon 8enae? 

3. In lIhat parts of the world will a div1eion officer IIOre llkel1' 
encounter the problell8 related to narcotics? 

4. What are 801118 of the consequences of the use or narcotics? or 
the .ethode u8ed. to distribute them? 

5. What disciplinary actiollll oan be taken to reduce the possibility 
of the use of narcotics 117 Navy .an? 

6. What signs should an officer watch tor it he 18 in an area where 
narcotics are "be1qr pushed"? 

7. What discipl1nar.r action can be expected. 117 oUenders? 

SOURCE MATERIALS: 

1. U. S. Navy Regulations, 1948, Article8 0625, 0761, l270 and 1929. 
2. & me 1D the Far Eiit, NuPer8 15881. 

- ' 



DISCUSSION XXIV: NARCorrcs 

(Brief sy110psis of suggested discussion content.) 

A. and B. DANGER OF NARCO'l'ICS TO MEN AND TO THE NAVY: 

The following true account can be used for a disCl18sion starter. It 
is 117 the Executive Officer of a ship in the Far East: 

"We had a crew or about 3.30 _. I vas flabbergasted lIhen we fOUDd 
out that 36 _ had been putting heroin in their cig.rettes. Kqbe 
there were IaOre, but we ascertained that at least 36 had tried the 
practice; and II .. n according to the medical officer were on the 
Terge of addiction. 

"The men had fOUDd that in Japan the,. could buT the lIhite powder in 
drag stores. So far as I lmoIr there were no "pushers" on board ship, 
but _ going ashore would bring back auppliss for their buddies. I 
guesa the llajorit,. of the IIUIIl tried the stuff without the idea of the 
danger the,- were ruM1 ng. '!'he,- would dig a Uttle tobacco out of a 
cigarette, insert the white pO'flder, and then purf avq Ullder our noses. 

"After this aper:l.ence, I oertainlT took pains to indoctrinate all the 
_ in the t;yp8S and dangers of drug addict.1on and of the disciplinarT 
actions that will be taken-It 

C. RESPOIfSIBILITIES OF DIVISION OFFICERS: 

~ officers ..., haTe the att.1tude that narcot.1c addiction is so rare 
that a naYal offioer can ignore the utter. On the ether hand, one or 
two officere 1117 have met addicts or haTe been aposed to so. lurid 
tales and the,. ..., want to gin a sensational or "crusade" tone to the 
disCl18sion. ATOid both of these extremes. Read the referenced articles 
fro. ~ Restlations and guide the discussion to the reasons vhT the 
IfaTJ'h&do eiS'tabUsh such detailed regulations. The officer who 
kncvs his .. n should be the first to recognise when the,- are flirting 
with trouble. 

D. PROBABlE DAliGER AREAS: 

Narcotics saugglillg and "dope peddling" are world-wide problema. Op1._ 
is not l:lJl1ted to the Far East and marijuana can be obta1ned in II&DT 
places ether than Mexico. Any ons who reads the nllllspapere finds IISIlY 
instances of or1aes CODDected with narcotics - one of the fastest grow­
ing problell8 in A:Erica. 

POINT NOT TO MISS: NAVY RI!XlULATIONS SPECIFICALLY FORBID USE OF NARCarICS 
EiCm: IS Itml6RIZED FOR MEDICINAL PURPOSES. COMMON SElfSE AND THE EX­
PERIENCE OF GENEP.ATIONS OF MEN AND WCIml WARN AGAINST ANY "THRILL SEEKIYl" 
OR "ONE-TIME" EXPmIMENTATION. TIlE OFFICER NEED Nar BE A NARCC7rICS SIEU'rH, 
BUT HE MUST BEAR IN MIND TIlE POSSIBILITY OF USE OF lfARCC7rICS Sf HIS MEN, 
AND lIE MUST INCORPORATE IN HIS TALKS TO THE MEN - PARrICULARLY WHEN IN Ali 
AREA WHERE NARCOTICS ARE AVAILlBIE - THE PERl'INENT NAVY RI!XlULlTIONS, TIlE 
DANGERS A. MAN UNDEROCES IF HE TAKES DRUGS, AND THE PEllALTIES HE CAN EXPECT. 



DISCUSSION XXV: ADVISERS TO JUNIOR OFFICERS 

PURPOSE OF THIS DISCUSSION: To assist officers to carry out the re­
quIreiilents ot: Navy Regulations. Article 0710(5). 

OUTLINE OF DISCUSSION: 

A. NATURE AND PURPOSE OF ARI'ICIE 0710(5) 

USNR Art. 0710(5): Requires a conananding officer to designate a 
senior officer or officers to act as advisers to lieutenants (junior 
grade) who have less then two years commissioned or warrant service, 
and all ensigns. These senior officers shall assist such junior 
officers to a proper understanding of their responsibilities and 
duties, and shall endeavor to cultivate in them officer-like qualities, 
a sense of loyalty and honor, and an appreciaticn of naval customs 
and professional ethics. 

B. RELATION WITH GENERAL CRDER 21 

General Order 21: Reemphasizes 1IIIportance of naval leadership; re­
quires ail persons in authority to observe in themselves the standards 
of moral behavior and devotion to duty laid down in Navy Regulations; 
and points out that effective leadership is based on personal ex­
III1Iple, good lIIIUl8.gement practices, and moral responsibility. 

QUESTIONS FOR DISCUSSION: 

1. What is the purpose of Article 0710 (5)? 
2. What constitutes fulfilling its requirements? 
3. Suggestions for implemerxting its requirements. 

a. RecoDlll9nded reading s. 
b. EEplanations of things as they happen. 
c. Spec1.fic times for spec1.fic talks. 
d. Occasions for personal example. 

4. How can each department, diviSion, and section on board this 
ship or station use advisers assigned in accordance with 
Art. 0710(5) to the greatest advantage? 

SOURCE MATERIALS: 

1. U. S. NavY Regulations, 1948, Art. 0710(5). 
2. General Order 21. 

~ . 



DISCUSSION XXV: ADVISERS TO JUNIOR OFFICERS 

(Brief synopsis of suggested discussion content.) 

A. NATURE AND PURPOSE OF ARI'ICIE 0710(5): 

The following was recounted by a naval aViator (CDR) and can be used 
as a discussion starter: 

"I went to the all_ather jet tighter squadron as XO. The CO had the 
practice of requiring the experienced officers to team up with the DBW 

junior officers. Here's how we worked it. When a new young officer 
reported, we studied him for four or five days and tried to figure out­
as factua1l3 as possible--his strong and weak pOints, and his person­
ality. 

"Then vs assigned him to work with one of the experienced officers, 
and we held that officer responsible tor the new III8Jl'S progress. This 
included not only all the flight operatiOns, but also the administrative 
procedures, and the otficer's conduct and appearance. This IIIEIthod, 
caretulJT followed, produced wonderful results. Whey 'tq turn CUll to 
be a CO of a squadron, I follovsd the same system. 

"Of course J you have to aep your eye on what is done because the 
juniors will emulate both the good and bad qualities of the seniors. 
the CO and the Exec IIWIt observe results and must be rsady to counsel 
both senior and junior officers so that bad qualities aren't emulated 
or allowed to persist. This doesn't constitute much of a problem-­
as long as you &8S~ to the exper:l.enced ofti'ber the responsibility 
tor the progress of the inexperienced officer." 

B. SPECIFIC APPLICATIONS: 

1. Juniors lIU8t be willing to accept - and seek - such instruction 
and guidance as their seniors can give thell. 

2. More experienced men must be made to feel responsible for 
helping those who are less experienced. 

3. Difterent individuals have different training requirements; both 
seniors and juniors should recognise these differences and taka 
adequate action to lIIEIet thelll. 

poms HOT TO MISS: JUNIOR OFFICERS HAVE THE CO-RESPONSIBILITY OF 
ACQUIRING THE QUAlrrIES LISTED BY ARTICIE 0710(5) J AND CAN EXPECT TO 
HAVE THEIR PERFORMANCE EVAWATED ACCORDINGLY. SIMILARLY, SElIIOR OFFICERS 
WILL BE EVAIlIATED ACCORDING TO THEIR SUCCESS IN PROMOTING STANDARDS OF 
PERFORMANCE, QUALlTIES AND PROFESSIONAL GROWl'H IN THEIR JUNIORS. THE 
PATTERN OF SElIIOR-TRAIN-JUNIOR IS BASIC TO ALL KANAGEMElIT EFFECTIVENESS, 
IN AND OUT OF THE NAVY. 



---_ .. --_ .... 

DISCUSSIOI XIVII EFFECUVENESS Oll' JUliIICR OP'FICERS 

PIJRl'QSE OF DISCUSSION: To Itiallate th1nld.Qg about the better utillsa­tion ot newli-ca.aIisioned officere. 

OU'l'LDIE Oll' DISCUSSION': 

A. TYPICAL PROBIEMS OF THE IIEWLI-COMMISSIOHED OFFICER: 

1. Officer u. not as experienced as SOll8 ot hu. subordinates. 2. RelatiOIl8 with other otficers 11110 are too bllll7 to help h:1:a. 3. Too aeb asked or expected of h:1:a. 4. lot enough aslald or cpected of bbl. 

B. M&1'HODS OF BEfTER UTILIZATIOI: 

1. Junior officere are in training} there mould be an organized. progrUl for them. This u. nonlll.l..q required tv cOlBllJld or higher eohe1OB directives. 
2. Duties should be spelled out and functioll8 clearq assigned. 3. liegular review of progress ehould be 118de. 4. Their mistakes ordinarily are treated as part ot the training process. 

JlOTE: The source materiala for this discussion pJ'OV'1d.e a D.1lIIber of practical wqs of getting junior otficers off to good stvta. These ehould. be brotJght into the disCU8lliOB it the I1811bers ot the groups are Wlable to thiDIc ot enough practical _thode for illpJ'OV'iDg training of these officers. 

QUESTIONS FOR DISCUSSIOI: 

1. How long--weka? lIOIltha?-abould. a junior officer take to "learn the ropes"? (How l.oag on board this ship? or in thu. d~nt? or this statiOB?) - -
2. To iiIiit extent should. an officer "rubber ... tUlpD what hu. assu.t­ants re_lId.? 
3. What can an officer. no aatter how D8IJ or 1nezper1.eDCed he is. contribute to a ehip? To a diyiBion? To a departEnt? To a station? 
4. What are SOlllfl steps that a depart..eut head ESt take to enhance the erfectiYen .. s of new officers? 

SOURCE MATERULS: 

1. HaYal OUicere IIIanual. RADK H. F. Cope. Military Sanice PublUh-1IiC Co •• HarrliibUii. Pa. Third edition. J.955. Ill. 8 throuch ll. 2. Useful In1'oraation for Newll Co.issioned Officers. lavPers 10802-F. pp. 39'"66. 
3. "The IIev Crop". article tv LT D. B. Quiglq, USIf. lfaval Train1, Bulletin. SpriDg. 19S8. p.31. 
4. U. s. f!5 ~tions. 1948. Art. 0710. S. Rllnier; u. S. laval lDstitute. 1949. 

- . 



DISCUSSION XXVI: EFFECrIVENESS OF JUlIIOR OFFICERS 

(BrW Q1iOPsie of BUggested dieCUSSiOD com.eDt.) 

1. TYPICAL PROBIEIm OF THE IlEWU-c<J4KISSIOHED OFFICER: 

The following was reco\U1ted by a SUPPl1' Corps officer after he had 
been Suppl1' DepartaDt Head on board a destl'O)'8r. It ~ be ueed 
as a discussion op8l1el"l 

"I didn't know u IlUch as the Mn did. and yet I was in charge. 'rhough 
a new Suppl1' officer. I 1f&8 reepollllible for the pq of O't'er 200 Mn. 
for the geDer&l Mas, for spare parte, for the ship's etore. and for 
the dbi.e1on--8K's. DK'a. and stewards. There vun't t~ for as to 
check eveJ7thing, to learn enr;rthing, and direct. everything. Natur&1lT , 
I depended on the Chief and First Class, and I vu luck;r to haYe two 
_n who knew what to do, and vere v1lling to do it. I think the First 
Class resented _ becauee he obvioual1' thought to h1:aeelt, ''rb18 officer 
doesn't know u IlUch U I do about l"Uming the diT1sion; bow COll8 be's 
an officer and I'. not?' On the other band. the Chief see_d to think, 
'H;r job :1a to make thie ycnmg officer look good untU be learns the 
ropes for b1llBelt. I Sure. the YOUJJg officer 18 a learner. but at the 
s_ t~ be 'd like to feel he vu contributing SOll8thing whUe he vas 
learnillg the ropes.-

B. HE'l'HCIDS OF BE'rTER U'l'ILIZA'l'ION: 

.& newl1' cOlllll1asioned officer :1a still an officer no aattar how nev he 
ie to a particular ship or station. Other officers hll9"e the dut,y to 
help h1a becoae effect.iTB u quick:q as possible. Officers and men 
will respect. potential abilitl, and seeing that a yoUllg officer is 
sincere. hard-vcrldili, and that he det1n1teq _ana business, they 
will ccoperate with h1:a. 1 yoUllg officer who aainta1na a good mili­
tary appearance. who lIJIderstands hie responaibUities toward hie II8D 

and their preble... and who aToidll and prevem.s fl1IT irregular ooDduct. 
on board hie ship or station and on liberty, will be ... 11 started on 
h:1a VB'T to effectiTeness. He should learn hie duties quiCkly, and 
lihUe learnillg he should .aka frequent 1nepections and -lItq with b:1a 
Mn" so that hie presence, if not hie knowledge, sh01lll hie Ileal and 
his interest. "Moral prestige- ie the first requu-e.nt of an officer; 
next co..,s hie profesaional and technical knowledge. 

poms RO'r TO MISS: LACK OF EXPERIENCE IN TECHNICAL S1JB.JECTS NEED NO'r 
PREvEliF.r liI bh'ldER FROM MAKING A CON'l'RIBll'l'ION FROM THE FIBS'r DAY HE IS 
ON BOARD. HE CAN SET A GOOD EXAMPlE, EARN HESPECf, AND S'rnroU.TE OTHERS 
BY DEMONS'rRA'l'IHl THAT HE INTENDS TO DO A GOOD JOB, AND BY MAmAINDIG A 
HIGH STANDARD OF MORAL AND MILITARY CONDUCT. 



DISCUSSION XXVII: RESPONSIBILITY FOR GOOD MANAGEMENT 

puRPOSE OF DISCUSSION: To alert officers to their responsibilities for improving the efficiency of the Navy and to stimulate them to think of improvements in their own working areas on board ship or at a shore station. 

OUTLINE OF DISCUSSION: 

A. WHY LEADER SHOULD BE EFFICIENT: 

1. Know-how and show-how are expected of any leader. 2. World conditions force us to be efficient; to use well what we have; to develop better ways. 
3. Moral responsibility of leader to use men, materials and money to good advantage. 

B. AREAS TO EXAMINE: 

1. Accomp~ishing routine work 
2. Division and department organization 
3. Organizing for training 
4. Preparing for emergencies 
5. Tools and equipment 

C. MAKING CHANGES AND/OR SUGGESTIONS: 

1. What the division officer can do on his own. 2. How to propose improvements to seniors. 
3. How to get petty officers to accept changes with enthusiasm. 

QUESTIONS FOR DISCUSSION: 

1. wqy is an officer morally bound to try to be efficient? 2. Suppose an officer does not have the "knack for thinking of im­provements." How can he contribute to increased efficiency of the Navy? 
3. ~ is a naval officer expected to be a good manager? 4. What stops you on board this ship or station from making improve-ments? What stops your PO's? 
5. What human labor can we eliminate? Replace by a tool or machine? 6. What are we doing that is hampering our efficiency? 7. What big improvements can we make this month or quarter? What small ones today? Or this week? 
8. What are the advantages of being forehanded? 

SOURCE MATERIALS 

1. Organization Planning for Naval Units, NavPers 18371. 2. Work Simplification for Nayal Unite, NavPers 18359. 3. Military Reguirements for POl&C. NavPers 10057. Ch. 7. 4. Management books as available in ship or station library. 



DISCUSSION nvTI: RESPONSIBILITY FOR GOOD HAlAGEMENT 

(Br1ef S1l1OPsu of suggested d18cu8s1on content.) 

A. 'illY LEADER SHOUlD BE EFFICIElI'l': 

'rbe tuu,- effect1ve lelder IIII18t bring know-how to the job; a know-how 
that 1ncludes the abUiv to 1lIprewe the efticuDCIT of operations. 
Men do not respect a clUIIIIY or iDett1cient leader. No II8D likas to 
teel that he 18 .. re~ .spinning wheels· or doiDg thlllgs the hard V8T' 
MoreOW'er, the efficient wq 18 uaual~ the sater w81'. A nstioDal~­
known ,atety engineer vas awarded a prise. 'rbe prise V&II a router 
(a .. chiDe to cut designs in wood.) The tirllt tiE he ueed the .. chine, 
he lost a tiJIger. He knew all the rules tor satety, but he didn't 
IrnoIr the right 1fqB of operatlllg the "001118. G. B.Shaw said, 
"EcoDOll\f 18 the art of waJd ng the /IIOst of lite. The lewe of ecoDOll\f 
18 the root of all virtue." How can thu be related to Havy lite? 
Does ecoDOl\r .an ~ thritt or etiJIgiDe .. ? 

B. AREAS TO EXAMINE: 

IIIprewoents in etticieDCIT are rare~ obtained b)r sillp~ wishing tor 
theil, g1TiJ1g the. lip serr1ce, or by" thinlr1ng in generalities, or by" 
vaitiJIg for -,_body" to do s_thing. The average officer and 
un oan thUle: of improve.nts it he trie8. 'rb18 is prcwed by" the 
Benatioial SUggestion qat... that are used throughout 1JIduetry and 
the Federal Gove1'llllllnt. The trick is to focus on concrete, hsre-and­
nov probleu and operations and &Ilk, -How can ve do the job better? 
Faster? With lees labor? With better tools? How oan we prepare tor 
the jobs that are to C_? How oan we organise the division, the 
seetia, the watch unit tor greater erfeet1venesa?· 

C. MAKING alANGES AND/OR SUGGESTIONS: 

'rbjnlr1ng of 1lIprcw_nts is the tirst step; often, the hardest part 
is to -sen the illprcw_nt" to others. AgaiD, the problelll 1s ODS of 
thjDJdng of V81'S of 1lIprewlllg the present operations in your divis1on, 
deparUlent, and ship or station. Patisnce and the vill1.Dgness to 
listen to othere are the tirst requireaentso AdIIitting all the diffi­
culties, how can you install a board this IIh1p or station better v81's 
of doing thUgs? -

poms HOT TO MISS: COHSTAN'fLI IMPROVINl METHODS IS A VITAL PARr OF 
OUR JOB IS mnCkRS. HAVING RECOONIZED THIS RESPONSIBILITY, LEr'S 
EXEMPLIFY IT IN THE BIG AND LITTlE OPERATIONS OF OUR OWN DIVISIONS AND 
DEP ARTMEII'l'S. 



DISCUSSION XXVIII: MANAGEMENT EFFECTIVENESS - COST CONSCIOUSNESS 

PURPOSE OF DISCUSSION: To malat of"ficers aware of their responsibilities 
with regard to cost-consciousness as a kBy to management effectiveness. 

OUTLINE OF DISCUSSION: 

A. MORAL AND MANAGERIAL BASIS OF COST CONSCIOUSNESS 

1. Obligation not to waste the goods and services of others. 
2. Success can depend on the economical use of" things and people. 
3. The good manager gets the most from the least without sacrificing 

quality. 
4. Awareness of the need of cost consciousness is the first step. 
5. Cost consciousness ie not stingineSS} it is the economical balanc­

ing of all factors. 

B. DEVELOPING COST CONSCIOUSNESS 

1. Purpose of this discussion to emphasise the importance of "cost 
consciousness" to Navy in general and to the individual ship or 
station. and of"ficer in particular. 

2. Review attitudes toward use of Government property and tovard the 
employment of ID8n. 

3. Application in dai:Q' conduct of the actions called for in the 
Offioer Fitness Fom under "Management Effectiveness." and in 
Navy Regulations. particular:Q' Art. 0903. 

QUESTIONS FOR DISCUSSION: 

1. Na!y Regulations. Art. 0903. specifical:Q' charges Heads or De­
partment with econOlllT in the use or public funds and stores. 
HOII does this affect the subordinates of the Department Head? 

2. What are the distinctions between UCMJ Art. 108 and Art. 1091 
3. What are the distinctions in officer behsvior /lIIIODg the de­

scriptive entries in the Officer Fitness Report Fora under 
"Manag8llllnt Effectiveness?" 

4. What are the aoral obligations for an officer to plan for as well 
as enforce the economical use of ID8n. lIoney. and materials? What 
does money actual:Q' represent? 

SOURCE MATERIAIS: 

1. "J1' Jones 1 Are you Real4' Cost Conscious?". by CDR John A. Hack. 
USN. U. S. Naval Institute Proce~s. June 1952, pp. 603-609. 

2. Military Requirements for P03 and~svPers 10056. Ch. 5. p. 
75-80. 

3. ~ort on the Fitness of Officers, Form NavPers-31O (Rev. 3-54). 
ara. 19 (f). 

4. u. s. tv. Rerwions • 1948. Art. 0903. 
5. uoo. • 10 and lb9. 



DISCUSSION XXVTII: MANAGEMEN1' EFFECTIY'ENESS - COST CONSCIOUSNESS 

(Brief synopsis of the suggested discussion content.) 

A. MORAL AND MANAGERIAL BASIS OF COST CONSCIOUSNESS: 

As a discussion starter, it III1ght be well to read aloud Articles 108 
and 109 of the UCMJ, and Article 0903 of Navz Regulations. Alao, have 
a coPT or copies of the Report On the Fitness or Officers, NavPers-31O 
(Rev. 3-54) to pass around; be sure the officers are aware of the word­
iDg of the entries under "ManageEnt Effectiveness." 

One of the first requirements of the Jll8Il4gsr -- whether a housewife, 
industrialist, or naval officer - 18 to use th1.Dgs and people eco­
nolll1call,y. This does not lJI8an stiDgily, or the us~ of dollars in 
an effort to save pennies. Econ~a1 means the right balanciDg of 
all factors. The 1IIIIX1m, "Get there the lustsst with the mostset," 
can be controverted by the wilful or careless attitude of "Take and 
use twice what you need. 11 

B. DEVEIDPING COST C(JfSCIOUSNESS: 

War can be "wasteful" in the ssnse that IllUch material and IlIUM hUllan 
effort that could be used for other th1.Dgs are destroyed. H_er, 
the II&terials consulll8d in cOlllbat and in combat-support &oti1'it18s lIIlet 
not be needlessly wasted. liso a man not gainfull3' elllployed is a 
man wasted. 

The first step in 81rf endeavor is to become conscious - that is, aware 
of what is needed. General Order 21, calling for a revitalization of 
naval leadership, directs that naval personnel becOE aware of their 
moral and managerial responsibilities. It ie a moral responsibility 
and a managerial responsibility not to waste the goods and services 
that belong to others. Thus, the naval officer has the obligation to 
make h:l.uelf alert to the uses of the IIIIlterialS and of the workers 
entrusted to him. Necessity is the 1Il0ther of i1Nention, but perhaps 
the recognition of the need of sOlllflthiDg or the value of somethiDg is 
the rathir or tareution. The officer who ie conscious of costs -
IIIIlllpower and materials - will automatically avoid waste. Moreover 
he will be aore likely to see and use opportunities to manage the 
Navy's operatioDS better. 

POINI' Nar TO MISS: AN OFFICER HAS A MORAL RESPONSIBILITY Nar TO WASTE 
THE MATERIilS AND THE HUMAN EFFORr PlACED IN HIS cmRGE. 



DISCUSSION XXIX: MANAGEMENT EFFECTIVENESS - MATERIAIS 

PURPOSE OF DISCUSSION: To stilllulate otficers into th1nk1ng or ways or 
econOllliciiili and erficient~ util1z1Dg equipment and supplies. 

OUTLINE OF DISCUSSION: 

A. GENERAL PRINCIPlES FOR CONSERVATIOJT OF MATERIALS 

1. Plan use ot materials to reduce scrap and wastage. 
2. Find out the costs ot equ1pJllent, tools. materials and publ1eh 

them so men see wastage in terms ot dollars. 
3. IdentUy the items that cost the IIIOSt. that are used in greatest 

quantities. or that cause the most dUticulties. 
4. Establish 1mrentory controls; don't request or stockpile more 

than you reallT need; don't !'lID lIhort in the IIl1dst ot operations. 
5. Maintain quality control; avoid substandard quality; avoid excess 

quality. 
6. Follow specifications-use the specified materials or the specified 

substitutions. 
7. Establish rate or use, so that wastage is illlmed1ate~ signalled. 

B. UTILIZATION OF MATERIALS IN THIS DEPARl'MENT 

1. Type. quantity, cost. and location ot equipment, tools, and supplies 
tor which department is responsible. 

2. Inventory systea in use. 
3. Persone specitical:q responsible tor materials and equipment. 
4. Typical problems with materials and equipment III8.1ntenance in the 

department. 
5. Suggestions tor Dprot"ements. 

QUESTIONS FOR DISCUSSION: 

1. \!hat aterials or equ1paents or tools cost the most _y? TaD 
the IIOSt trouble? Are orten in short supp:q? Are in excess? 

2. \!hat supplies, tools, spare parts are used 8Yery day? \!hich sit 
tor long periods in the storeroom or on a lIhelt? \!hy? 

3. \!hat are the criteria that decide the materials and order ot i.JD.­
portance in the strip ship b1ll? 

4. Which itUis under prar cognisance do you consider below standard 
quality? Which haTe \UUlecessar~ high quality? 

5. Hov do you order new supplies? Who initiates the order? Who 
approt"es? 

6. What are your chronic shortages? Chronic oversupplies? 
7. \!hat is your scrap rate? 

SOURCE MATERIALS: 

1. "I:r Jones 1 Are You ReallT Coat Conscious 1" by CDR John A. Hack, 
USN, U. S. NllYal Institute Procee II, June 1952, pp. 603-609. 

2. M1J.it s or , avPers 100$6, Ch. 5, pp. 

3. Report on the Fitness or Otficers Form !lIlYPers-31.O (R8Y. 3-54), 
Para. 19 (r). 



DISCus5ION XXIX: MANAGEMENT EFFECTIVENESS -- MATERIALS 

(Brief synopsis of suggested discussion content.) 

A. GENERAL PRINCIPLES FOR CONSERVATION OF MATERIALS: 

Each ship and station, each department and division has different equip­
ments, materials, and tools. However, certain principles of management 
are applicable to all organizations; important among these are: 

a. The officer (as a manager as well as leader) must develop in 
himself and in his subordinates a certain degree of cost-consciousness. 
He must stimulate himself and others to try to avoid waste of supplies 
and materials and to try to find ways of utilizing materials better. One 
way of stimulating attention to costs is to put "price tags" on things: 
find out the cost of typical tools, of the supplies and spare parts, and of 
the usual repairs. When a man knows that he is carrying $100 worth of 
spare tubes, he will be more careful of them. When he realizes that a 
half-gallon of spilled paint costs the taxpayer about :$3.00, he may be 
more careful. 

b. Certain items usually constitute the major costs. Often 10% 
of t.he items in an inventory will cause 90% of the costs -- and troubles. 
The first step, then, is to identify the costly and troublesome items in 
a department and concentrate on using them or caring for them properly. 

c. cost-consciousness does not mean niggling about pennies. The 
officer who uses $1 in labor to check up on l¢ in materials, or the 
officer who establishes a $100 inventory system to control a bin of 
materials worth $50 is not being efficient. 

d. Intelligent attention should be paid to quality. A weak link 
makes a chain useless; each essential part of anything must be of ade­
quate quality. On the other hand, a welding made to last 200 years is 
not needed on a part that will be discarded within the week. The petty 
officer who uses $10 worth of unneeded grease in a motor is wasting $10, 
just as does the petty officer who leaves out needed grease and incurs 
$10 worth of damage. 

eo A good clue to the proper use of materials is to record or es­
tablish some rates of use. If your department starts to consume more 
paint, more spare parts, more tools, more of anything than is normal, it 
is time for you to check. Conversely, if ~~ur department needs much less 
in the way of materials, then you should check to make sure that proper 
maintenance is being performed, that drills and operations are taking 
place or t.hat perhaps some man has made an improvement. that should be 
commended and called to the attention of other departmentso 

f. When planning a job, plan not only for a good job, but for the 
avoidance of unnecessary wastage of mat.erials. 

B. UTILIZATION OF MATERIALS IN THIS DEPARTMENT: 

See Part B and Questions for discussion. 

POINT NOT TO MISS: THE DIVISION OFFICER MUST MANAGE THE TOOLS, EQUIP­
MENT, AND SUPPLIES UNDER HIS COGNIZANCE EFFICIENTLY AND ECONOMICALLY. 



DISCUSSION XXX: MANAGEMENT EFFECTIVENESS - MANPO~ 

PURPOSE OF DISCUSSION: To stimulate officers into thinking of ways and 
means of utilizing their men more effectively and effiCiently. 

OUTLINE OF DISCUSSION: 

A. GENEPAL PRINCIPLES OF UTILIZING MANPOWER 

1. Plan the work to avoid wasted manpower or poorly assigned man­
power. 

2. Be sure that each element in a job is really needed. Eliminate 
or combine operations. 

3. Avoid the condition of "hurry up and wait." 
4. Arrange priorities to jobs and have second and third jobs ready 

so that men can shift work if delayed in a primary job. 
5. Make sure right equipment, tools, instruments, supplies and spare 

parts are on hand. 
6. Distinguish types of manpower required for different jobs: Number 

of petty officers required for supervision? Technical school grad­
uates? Physical strength? Alertness? Etc. 

7. Establish rate of use: How many hours should a particular job take 
under no1'lll&l coDditiona ? 

B. METHODS OF UTILIZING MANPOWER IN THIS DEPARTMENT 

1. Strengths and weaknesses in department or division personnel. 
2. Methods of planning department or division jobs. 
3. Estimates of departmental or division efficiency. 
4. Instances of inefficiency. Of waste of manpower. 
5. Suggestions for improving utilization of manpower. 

QgESTIONS FOR DISCUSSION: 

L. How long--man minutes, manbours, mandays--do the typical jobs of 
the department take? Which take the most time? 

~. How many men have the "easy" jobs? Which ones have the "tough" 
jobs? Why? 

3. How often--per day, per week--are men seen sitting around waiting 
to begin a job, drill, or instruction period? 

4. How efficient does the department or division appear to be? What 
are its strong points? Its weak points? 

5. What personnel shortages are there? What excesses? Can I18n be 
released tor other duties? 

SOURCE MATERIALS: 

1. 

2. 

3. 

"LT Jonesl Are You Really Cost Conscious?" by ODR John A. Hack, 
USN, u. SA Naval lp,titute Proceedings, June, 1952, pp. 603-609. 
Military eguirements for PQ3 and 2, NavPers 10056, Ch. 5, pp. 
75-80. 
Report on the Fitness of Offi~Form NavPers-3l0 (rev. 3-54), 
Para. 19 (f) 
u. S. Nayx Regulations, 1948, Art. 0903 

s. WQrk Simplication for Naval Units: ProcedUl:es And Use, NavPers 
18359 



DISCUSSION XIX: MANAGEMEB'l' EFFECTIVENESS - MANPOWER 

(Brief synopsis of suggested discussion content.) 

The following anecd.ote can be used as a discussion opener. See Part , 
under OUTLINE OF DISCUSSION for topics to cOYer. 

South. MIO. reported to a large repair ship where he was assigned to 
work tor CPO Gritts. Gritt. assigned South to a lathe and told hia to 
keep it producing. The next dq the CPO found South resting against a 
stanchion. He barked. "Didn't I tell TOU to lcBep that ucbine bu8,7'?" 
South ymmed and said. "Look." The CPO glanced at the machine; it was 
running itsell. The TOUJIg II!: had rigged a couple of gadget. that 
III&Il1pulated the machine tor h1:a. 

·You las,. baal" said the CPO. "I'll teach you not to lost. COIle with 
1118." He led South to another machine that was IIOre ccmplicated and that 
required .are attention. "Now get to work and keep worldng" he said. 
For the next tev da;:rs, Oritts was pleased to see South sweating oyer the 
job. But a week later, he found South sitting peacefulJT on a bench about 
10 teet IDIq. Again. the CPO began to scold, and again South pointed to 
the .. chine. The machine was l'IUIIIing itself by l118ana of a Dework of 
strings and pulleys. The CPO marched South to yet another aachine. and 
said, BLat's see you lost on this jobP For the Den two weeks, Gritts 
vas pleased to observe South rushing back and torth to lcBep up with the 
fastest machine in the shop. 

But the dq came again when Gritts found South sitting on a bax: reading 
a book. "Look I" said South. He had rigged a veritable Goldberg of 
strings, vires, and gadgets so that the machine was operating without 
h1:a. The CPO was beside himself with diagastsd rage. RYou are just too 
lu71" he shouted. ·You are on report I" 

At this point, the El:ecuti'l'e Officer happened to pass by and aslcBd 1Ihat 
the trouble was. The CPO told h1:a in blunt tel"Jl8 how he had tried three 
times to lUke South work. and how each tiIIIB South had tound a wq out 
of it. The XO walked OYer to the machine and inspected the rig. Then 
he turned and said, "No, the man is not on report, but you are. This 
man is going to be co_nded." 

Could such a thing happen in this ship? At this station? 

B. METHODS OF CONSERVOO MANPOWER IN THIS DEPARTMENT 

See Parts A and B under OUTLINE OF DISCUSSION and the QUESTIONS FOR 
DISCUSSION. 

: IN THIS MODERN AGE. WORK IS NOT MEASURED BY SWEAT 
• THOUGHT IS TIlE GREATEST lEVER, THE GREATEST 

INSTRUMENT OF ALL. START MEN THINKING ABOUT WHAT THEY ARE DOING AND 
ENCOURAGE THEM TO SUGGEST BETTER WAYS. "MAKE WORK" IS UNECONOMICAL 
IN THE NAVY BECAUSE EXTRA TIME CAN BE USED FOR EXTRA TRAINOO. 



DISCUSSION XXXI: KEEPING MEN INFORMED 

PURPOSE OF DISCUSSION: To e~asise illportance of and to point out 
opportunities for passillg the word to subordinates. 

OUTLIKE OF DISCUSSION: 

A. REASONS FOR KEEPING MEN INFORMED: 

Ken need to be kept. informed so that they can plan their work and personal 
affairs; "1mov1ng the score" is a powerful IIOrale builder. 

B. INFORMATION MEN NEED FOR THEm DAILY WORK: 

Plan of the dq it.eIII8J work1llg parties; drills, emergencies, safety pre­
cautions; ship IIIOT8l1.ents (berth changes, dock trials, etc.); visiting 
dignitaries; arrival and departure of aircraft, etc. 

e. INFORMATION HEN WANT TO HEAR: 

FUture ship deployments, lihen feasible; advanceaent progr&ll.S; schools and 
courses; changes in ship's personnel; and reasons for polloiss and pro­
cedures; information on ports visited; ship or station events of general 
interest, etc. 

D. OCCASIONS FOR INFORHING MEN: 

QuartersJ bulletin boards; lulls during drills; dirtsion and departaent 
lIIEIetlllgs; and interviews. (~familiarity - "buddy-buddy.") 

E. SECURITY OF CLASSIFIED MATTER: 

Men IlUSt be yarned if classified utter is discussed or Mntioned. 

QUES'rIONS FOR DISCUSSION: 

1. Why should .. n be kept inf01'llllld? 
2. What are SOIIIII t1P8s of information they need to haYe to do their 

york efficiently? 
3. What are SOll8 t1P8s of information un yant to hear? 
4. lihat are _ opportunitiss for passing the yord to the .. n1 
S. How can the diY1sion officer help the petty officers to be the 

II8Il who have the inf'ol"ll&tion and who pass it to their En? 

SOURCE MATERIALS: 

1. Basic Kil1t~BatU1reEnts, NuPer. ]DOS4, Chapter on Secur1t7 
01 elissuie Mat er. 

2. Third Edition, 1958, pp. 23. 26, 221. 
3. or Third Edition, ClI. S, 9, 13, 14. 
4. 158510, Ch. I. 
,. Septeaber 1958, "The State of the Law - The 

• 19-20. 

- . 



DISCUSSION XXXI: KEEPING MEN INFORMED 

(Brief synopsis of suggested discussion content.) 

A. WHY MEN SHOULD BE INFORMED: 

The following account by a supply officer in a DD - or other ~le -
can be used to start discussion; 

"As division officer I found that the men really like to be in the know. 
They appreciate having the advance information--where the ship is going, 
what sort of liberty will be available, and so forth. You know how it 
is at morning quarters: after you muster the men, the officers report 
to the Exec, and he gives them the plan of the day, special information, 
and so on. On our ship the Exec usually had 5 to 10 items of interest 
in addition to the things on the Plan of the Day. I found that if I 
could come beck to the division and report all the information I had 
heard, the men really liked it. Sometimes I couldn't remember all the 
items, or I'd overlook one, and then perhaps the men would find out 
the information from another division. But when I had the information 
my men could be the ones to pass the word to men of other divisions 
whose officers had forgotten or had failed to pass on everything. The 
men really liked having the word ahead of the other fellows." 

B. INFOPJlATION MEN NEED FOR THEIR WORK: 

See Discussion Outline for topics, if needed. 

C. INFOR¥.ATION MEN WANT TO HEAR: 

See Discussion Outline for topics, if needed. 

D. OCCASIONS FOR INFORMING MEN: 

See Discussion Outline for topics, if needed. 

E. SECURITY OF CLASSIFIED MATTER: 

Need-to-know and nice-to-know are often difficult to distinguish. In 
general, however, one can follow the principle that what is not speci­
fically classified may be told to the men. Two ideas are pertinent 
here: (1) Sometimes items of unclassified information can add up to 
classified matter - men should be warned of this possibility; and (2) 
an emergenc,y may cause the classification ofhltherto pabl1c inforaa­
tion, e.g. ship movements. 

POINT NOT TO MISS: KNOWING ~RAT IS GOING TO HAPPEN GIVES MEN A SENSE 
OF IMPORTANCE AND IMPROVES THEIR SENSE OF BEWNGIlfG AND RAISES THEIR 
M:JRAIE •. 



DISCUSSION XXXII: DIVISION CONFERENCES 

PQIIPOSE OF DISCUSSION: To help division officers deTe10p ideas, methods, 
ana attitUdes tllat will lead to lIIore effective lIIe&tings with their junior - . 
diTision officers, their petty officers, and their division personnel. 

OUTLINE OF DISCUSSION 

A. TYPES OF DIVISION MEEl'OOS: 

1. Instructional - teach procedures, regulations, etc. 
2. Discipl.inarT - "straighten people out," "tauten UP." "set 

standards of behavior." etc. 
3. Informational - "pass the word" - answer questions, etc. 
4. Pl.anJUng - decide how to handle jobs. distribute work. etc. 
5. Sociable - develop te8lll spirit. fr1sndly' atmosphere. illlpl'OTe 

human relations. 

B. DIFFICUI!l'IES: 

1. Tillie and place - conflicts of watches, duties. drills. space 
requirelllents. 

2. Human attitudes - squabblers. show-offs, su1kBrs, etc. 
3. Excessive talk. "debating society." quibbling. 
4. Waste of time - "nothing but talk accomplished." 

C. IMPRCNINl CONFERENCES: 

1. Have an agenda; makB it known to all present. 
2. Decide on and announce type of l118eting. 
3. Set t1ae 1illli.tations. 
4. Keep notes. 
5. Dbsel'V'e what succeeds. what faila. 

QUESTIONS FOR DISCUSSION 

1. What types of conferences are be~ held now in the division? 
Who is present? How long do l118etings last? How often are 
llleetings held? 

2. What goes wrong most orten in our meetings? What practices 
bring best results? 

3. How can we obtain 1II0re productive _tings? What are sOlie of 
the things va should shoot for in l118etings? 

SOURCE MATERIALS: 

1. Any book on conf8l'tlooe technique or group dynam.1cs that is 
.,.ailable in ship or station library; Naval Training Bulletin. 
Feb. 1957. p. 13 lists titles of SOlll8. 

2. &ra1 IAtadership, N.,.Pers 15890. Ch. 13. (Note. hOWeTer. that 
the divisiOil8ll18etings envisaged in this D:l.8Cussion XXI are 
division-business meetings and not the leadership discussions 
described in Moral IAtadership and deTeloped in all these 
Discussion Guides.) 

3. DiTision Officer's Guide. 3rd edition. Ch. V. pp. 136-137. 



DISCUSSION XXXII: DIVISION CONFERENCES 

(Brief B7D0psis of discussion content.) 

A. TYPES OF MEETINGS: 

A meeting to plan WQS assiglllll8nte is not the occasion for long speeches 
or for Dbram-&toraing." A _ting to find new ideas should pC'llit SOl1Ul 
free discussion. At IIOme mestings onJT the senior should speak; at 
others the petty officers should be called on to report lIhat they know 
or to express their opinions. 

B. DIFFICULTIES: 

The following by a lieutenant IIIS\Y' serve as a discussion opener. ItI 
vas in a large dinsion that never seemed to get coordinated. One 
of the Chisfs suggested haYing regular "staff meetings" so that the 
vork could be better planned. The Division Officer thought this vas 
a good idea and scheduled an hour's meeting every Thursciq 1IOrn1ng, 
so wId be organised for the veekend inspectiOns. But the meetings 
didn't do IIII1ch good, and to Tq Jdnd it 1188 because of the vq he ran 
them. He saved up a lot of Ddscellaneous items and then unloaded thea 
on us. We had to vait around vhile indirldualutters were discussed 
one by" one. .usa, he usually took the first five or ten llinutes to 
harangue us about the goofs and things-gone-wrong. He felt better 
after he got the things oft his chest, but the men didn't and the 
effect was to para4rse them. The Division Officer really did not get 
their ideas or their full cooperation. It 

C. IMPROVIRl CONFERENCES: 

The following by" a lieutenant ctlllllander can be used for a discussion 
starter. "We had plenty of probleu of loading and unloading in so 
III&IV different places and with constantly changing personnel. I 
tried having conferences with fIV chiefs and first class POs, but some­
how ve got nothing accomplished. Sometimes the men did too IIIlch 
talJcing, other times they said nothing. The .. etings held by .., 
Department Head 1I8re usually very productive so I studied lIhat he did. 
He got results because at the beginning he would tell us mat vas 
expected during the meeting. The Department Head would SlIT, 'Todq 
we will decide the new watch bill, so don't bring up aJV' other subjects. 
I! you've got SOlll8thing 1lIIportant see me after this _tiDg.' Or, 'We 
need ideas for keeping the men out of trouble at our next port. Let's 
go around the table and each II&Il kick in an idea whether he thinks it 
is a good one or not.' I began trying the s_ approach. Instead of 
calling the men together and sqing in effect, 'Here ve are, now who 
has a gripe, idea, complaint, or plan?' I tried to slq something 
like this, 'We've got a lot of things to talk over and if necessary 
we'll schedule another _tinge But now we IIII1st stick to the 
question. Having a plan for the conduct of the conference and beiDg 
sure to tell the men mat it was, produced excellent results.1t 

POINT Nar TO MISS: REGUlAR STAFF MEETINGS CAN HElP A DIVISION PLAN 
AND COORDINATE THE WORK. WHEN MEETINGS SEEK UHPRODUCTIVE, DON'T STOP 
THEM, DO ANALYZE WI THINGS GO WRONJ AND TRY TO FIHD WAYS TO IMPROVE 
THE MEETDIlS. 



DISCUSSION XXXIII: ENLISTED PERFORMANCE EVALUATIONS 

PURPOSE OF DISCUSSION: To help officers recognize and umerstand their 
responsibilities for evaluation of enlisted personnel. 

OUTLINE OF DISCUSSION: 

A. PURPOSE OF ENLISTED E.VALUATIONS: 

1. Provide permanent record of perfonnance. 
2. Determine eligibility for reenlistment, honorable discharge, 

and Good Conduct Medal. 
3. PrOVide the "performance factor" in the final multiple for 

advancement including selection to pay grades E-8 and E-9. 
4. Provide factual information for selections to commissioned or 

warrant officer ranks. 

B. RESPONSIBILITIES OF A DIVISION OFFICER: 

1. Effect of too-high or too-low evaluations on naval personnel 
situation. 

2. Effect of inaccurate or unfair evaluations on morale. 
3. Moral responsibility for accurate, careful evaluations; 

truthfulness and honesty; respect for other individuals; duty 
to Navy and to Nation; protection of other people's reputation 
and property (the wrong evaluation can cost a man, or his ship­
mates, or the taxpayers money). 

C. METHODS FOR IMPROVIIU EVALUATIONS: 

1. Sources of information about details of Navy's system. 
2. Practice evaluatiOns. 
3. Discussions with seniors. 
4. Pool1IJg of observations; importance of patience in studying men 

and preparing evaluations; division records. 

QUESTIONS FOR DISCUSSION: 

1. How can accurate performance evaluations help the Navy? How 
can inaccurate evaJ.uations harm the Navy? 

2. What effect do performance evaluations have on an enlisted man's 
career? What effects can they have on morals? 

3. How can you ensure fairness and accuracy in enlisted performance 
evaluations? 

4. What are the moral responsibilities of an officer in regard to 
a man's Enlisted Performance Evaluation? 

5. How oft·en and under what circumstances should a division officer 
concern himself with Enlisted Performance Evaluations? 

6. Who has the responsibility for evaluating enlisted personnel? Can 
this be delegated? What are, and who can make, initial evaluations? 

SOURCE MATERIALS: 

1. BuPers Manual, Art. C-7821. 
2. U. S. Naval Training Bulletin, June-Ju~ 1957, "Petty Officer 

Evaluations" pp. ll, 14, 15. 
3. Division Officer's Guide, 3rd edition, 1958, Ch. IV, pp. 90-101. 
4. Military Requii'elll3nts for PO 1 & C, NavPers 100$7, Ch. 6. 



DISCUSSION XXXIII: ENLISTED PERFORMANCE EVAWATIONS 

(Brief synopsis of suggested discussion content.) 

A. PURPOSE OF ENLISTED EVALUATIONS: 

The size of the Navy and the diversity of its units require a 
standard evaluation system. Regular evaluations serve several pur­
poses. In addition to those listed in the OUTLINE OF DISCUSSION, 
the evaluations protect a man from capricious or arbitrary actions 
by one officer; they provide the division officer with a means for 
giving recognition to good and bad performance, and they formalize 
what otherwise might be haphazard evaluations of enlisted men. 

B. RESPONSIBILITIES OF A DIVISION OF:b'ICER: 

Enlisted advancements are "competitive"; an unfairly high or low 
evaluation means that some man obtains an advancement in preference 
to another. Early or late advancement means a gain or a loss of pay -
sometimes in substantial amounts. The morale of an individual or of 
a group depends greatly upon the recognition given his or their work. 
A man's performance evaluation is a summary of his success or failure 
as a person and as a performer in the Navy. .\0 officer is bound in 
justice as well as by the requirements for administrative accuracy 
and efficiency when he makes out. or assists in making out a man's 
evaluation report. 

C. HETHODS OF IHPROVING EVAWATIONS: 

There is no substitute for actual experience in the practice of 
evaluating of naval performance. Ideally, this experience should 
include tours on board several types of ships and experience ,lith 
the work and level of performance of many naval ratings. The 
average division officer will not have all this experience; however, 
he can learn from the more experienced officers. This can be accom­
plished by practice ratings and by discussions with experienced 
evaluators. 

POINT NOT TO }ITSS: A HAN'S PERFORl1ANCE EVAWATION IS VITAL TO HIS 
REPUTATION, HIS STANDING TI, THE NAVY, AND HIS 110RAlE. IT IS II1PORTANT 
TO THE NAVY IN ORDER THAT TIlE ADVANCEMENT SYSTE!1 CAN WORK PROPERLY AND 
THAT THE RIGHT HAN IS SELECTED FOR Tim RIGHT JOB. EACH OFFICER HAS A 
PERSONAL RESPOllSIBILITY FOR THE EV ALUA'IIONS: IF ClOSE TO THE MEN, 
HE MAKES THE INTI'IAL EVALUATION; IF A SENIOR, HE SHOUID ASSIST Th:E 
JUNIOR OFFICERS TO NAKE ACCURATE EVALUATIONS. 



DISCUSSION XXY1V: ORGANIZATIONAL RELATIONSHIPS 

PURPOSE OF DISCUSSION: To stimulate officers to think about their 
specific organizational missions and to give them an opportunity to 
discuss the features of naval organization that appear advantageous 
or disadvantageous to them. 

OUTLINE OF DISCUSSION: 

A. PURPOSE OF NAVAL ORGk'iIZATION: 

1. Get job done - the mission of the unit. 
2. Ensure efficiency. 
3. Balance assignments. 
4. Fix responsibilities and authority. 

B. VALUE OF CRITICAL ANALYSIS OF ORGANIZATION: 

1. Constant changes in personnel, technology, eqUipment, and 
operations require changes in organization. 

2. Changes in training and skill levels require personnel re­
assignments. 

3. Introduction of new ideas and methods can improve organization. 

C. EXAMINATION OF (MN ORGAJI!IZATION: 

1. Advantages of present organization and disadvantages. 
2. Date of present organization charts; changes in organization not 

yet reflected in charts. 
3. Hethods used to establish organization. 
4. Hethods used to change organization. 

QUESTIONS FOR DISCUSSION: 

1. Does each officer have a notebook? A priority list for tasks', 
A tickler or follow-up system? 

2. Are the Watch, Quarter, and Station bills up-to-date? Are men 
informed immediately of changes in the WQS bills? 

3. How many levels of authority are there in the ship or station? 
In each departne nt 1 In e ach division? 

4. How many men, if any, in each division are accountable to or 
report to more than one superior? How often do instances of con­
flicting orders arise? What causes them? 

5. How close is our present organization chart to reality? Within 
5%1 1O%? 20%1 

SOURCE MATERIALS: 

1. NWP 50 and NWIP 50-1 
2. Organization Planning for Naval Units, NavPers 18371 
3. U. S. Na~ Regulations, 1948, Art. 0504, 0508, 0641, 0702, 0746, 

0801, 112-l104 

~. 



DISCUSSION XXXIV: ORGANIZATIONAL RELATIONSHIPS 

(Brief synopsis of suggested discussion content.) 

A. PURPOSE OF NAVAL ORGANIZATION: 

The following, by a captain, describing what occurred during his 
tour as Executive Officer of a CVA, may be used as a discussion 
opener. 

"We undertook a long-range study of the ship's organization structure 
and its procedural directives system. I anticipated initially that 
the study would lead to the conclusion that there was something basically 
wrong with the traditional shipboard organization. On the contrary, we 
found that the organization chart was sound, but that no one was living 
by it." 

Could we say the same about our ship ar station. this depart.llleIIt? 

B. VALUE OF CRITICAL ANALYSIS AND 
C. EXAMINATION OF OWN ORGANIZATION 

It is easy to make sweeping statements about the organization of the 
whole Navy, to blame something called red tape, to say that the admin­
istration is "top heavy" or that there is "too much fussing with details," 
or to accuse the mysterious "they" with hampering operations either by 
"bothering people" or by "not doing something." !1aybe we can't change 
the "big picture" but can't we do something about the little pictures 
in our own divisions? Each day things are changing: equipment, materials, 
tools, and operations. Our personnel change: men come, men go, men are 
advanced or broken in rate. So we must frequently review our organiza­
tional relationships to see that we are getting the best out of what we 
have. Let's each try to find some feature of our organization you 
particularly like, some feature that bothers or inconveniences you, and 
some feature that you believe should be changed - and how. As we 
discuss these items we should achieve at least three things: (1) a 
better understanding of why we are doing things the way we are: (2) a 
better understanding of what the other fellow is doing; and (3) sugges­
tions for improvements. 

POINT IWr TO MISS: SOME FEA'l'URES OF SHIP OR SlATTON ORGANIZATION ARE 
SET BY REGULATIONS OR HIGHER AU'lHORITY; OTHERS ARE SlJ13JECT TO WCAL 
110DIFI CAT ION • AU, OFFICERS HAVE THE RESPONSIBILI'l'Y OF KNOWING THE 
ORGANIZATION, MAKING THE BEST USE OF IT, AND OF REC0l1to1ENDING (lUNGES 
,-.HERE APPROPRIATE. 



DISCUSSION XXIV: CODE OF CONDUCT - GENERAL 

PURPOSE OF DISCUSSION: To make officers aware of their responsi­
bilities with regard to the intent, purpose, and application of 
the U. S. Armed Forces Code of Conduct. 

OUTLINE OF DISCUSSION: 

A. PURPOSE OF CODE: 

1. ~ Man's Code, not just for POWs. 
2. (j e the inspirations and attitudes that should 

motivate and guide the servicemen. 
3. Provide a standard by which to judge conduct. 

B. CODE AND INDIVIDUAL OFFICER: 

1. Know it and live it. 
2. Teach it to subordinates. 

QUESTIONS FOR DISCUSSION: 

1. Can a man be punished for not living up to the Code? What 
articles in UCMJ and Na~Folations are applicable? 

2. Is the Code of Conduct CJ or Prisoners of War? Why? 
3. What good can the existence of the Code of Conduct do for 

the Navy durinc peacetime? 
4. How is the Code of Conduct related to Naval Leadership? 

SOURCE MATERIALS: 

1. u. S. r;r.t~ Man's Code, DOD PAM 8-1. 
2. UCHJ, • , 100, 104, 105. 
3. ~ Regulations, 1948, Art. 1223. 
4. EfecUveN'av&l Leadership and the Code of Conduct, 

NavPers 15922. 

~. 



DISCUSSION XXXV: CODE OF CONDUCT - GENERAL 

(Brief synopsis of suggested discussion content.) 

A. PURPOSE OF CODE: 

Studies of shipwreck survivors -- and nonsurvivors -- have delllOn­
strated again and again that the men who maintain discipline and 
who resolve to "hold OIlt" are those who are saved. Tiae after tilE 
help came just after SOIll8 III8.Il gave up. Holding out one Blore da;y 
has lIIBant survival to countless shipwreck or aircraah 8Ul"9'ivors. 
A similar th~ occurs in prison c8lllps - and during combatl the 
IIIBn who keep fighting, who remain fira, and who do not give up, 
are also the ones most likely to survive. 

On a broader scale the same principle is applicable to national 
survival. The nation will~ to fight is that lI1Uch lIIOre likel;r to 
avoid the need to fight. i lingll8BS to fight includes the 
necessary sacrifices, training, and preparation; but all thsse are 
depeooeIIt. on the will to fight. 

"In war," said Napoleon, "the IIIOral is to the physical as three to 
one." This same concept has been echoed ~ tilllBs by other 
military commanders and observers. 

B. CODE AND INDIVIDUAL OFFICER: 

Each officer should be like a trained instrument, ready for all 
the pressures and vicissitudes of cold war, of hot combat, of dull 
administrative routines, or dangerous operations. COJllllOn to all 
situations is the necessity to train one I s will and character. 
Prepare in peace for war; prepare during peace and time of ease 
the character that will be needed in war. 

Each officer is an example and model to enlisted personnel. As a 
division officer, hs Blust take specifiC steps to inculate the prin­
ciples of the Code into his men. 

POINT Nor TO MISS: THE CODE OF CONDUCT IS AN EXPRESSION OF THE 
spmrt AND PHIWSOPHY THAT GOVERNS THE CONDUCT OF ALL OFFICERS AND 
MEN. ADHERENCE TO IT WILL PROO'ECT THE BEST INTERESTS OF THE NATION; 
WILL HElP THE INDIVIDUAL SURVIVE; AND BY MAKING THE MILITARY FORCES 
THAT MUCH STRONGER, WILL DECREASE THE DANGERS OF ACTUAL WAR. 



---- -----

DISCUSSION XXXVI: CODE OF CONDUCT -- TRAINING RESPONSIBILITIES 

PURPOSE OF DISCUSSION: To make division o!ticers aware of their 
responsibUities tor training their subordinates in the intent, pur­
pose, and application of the U. S. ArI1Ied Forces Code of Conduct. 

OUTLINE OF DISCUSSION: 

A. NECESSITY OF TEACHml CCilE: 

1. Men are often not aware of 10Dg-range iDlplications of 
attitudes, philosophies of lite, daily conduct, etc. 

2. Average IIIAIl cannot or does not take time to think of the 
full application of the Code to his daily lite. 

B. METHODS OF TEACHml CODE: 

1. ~~~~~~~~~~~l (Enlisted) NavPers 15916, 
"S through 38. 

2. Off-duty reading materials. 
3. Formal and informal occasions. 
4. Tie-in with national and international Il81IlI and events. 

QUESTIONS FOR DISCUSSION: 

1. The Code of Conduct appe81"ll to be directed ~oward behavior 
during actual cOl1lbat and while a prisoner of war. Why 
IlUSt there be traini!lg in the Code .0 far in advenes of .uch 
possible situatione? 

2. What is the distinction between voluntary surrender and capture? 
3. Why do SOlll8 men give up sooner than others? 
4. How can one develop finuness of character - and avoid stub­

bOrnDSS.? What is the distinction between firJlness and 
stubbornness? Between fortitude and reckles .... ? 

5. What does being prepared to give one 1s lite mean? In what 
wa;ys can it be done in peacetille? 

SOURCE MATERIAlS: 

1. U. S. F;r.t~ Man lS Code, DOD PAM 8-1. 
2. uCRJ, Ar. ,100, 104, 105. 
3. ~ ~tions, 1948, Art. 1223. 
4. Basc ~ He ireIIIents NavPers 10057, 011. 4. 8. 
5. rements or 3 "" 2, NavPers 10056, Ch. 6, 
6. 0lIl, D. W. horin. 
7. e sto of Men Who Defied It, E. Hunter. 

nva ,. ere 

12. 

8. 
9. o c s rom aval Tr~ Bulletin as available: 

a. "Training Your Men in the ceo CODduct," February' 

10. 

1956, p. li. 
b. "Training in the Code of Conduct," AutUIID. 1957, p. 11. 
c. "Code of Conduct Training," Spring 1958, p. 22. 
d. "The American Fighting Man," Summer 1958, p. 18. 

Effective Naval Leadership and the Code of Conduct, NavPers 
15922. 

-' . 



DISCUSSION XXXVI: CODE OF CONDUCT - TRAIti'OO RESPONSIBILITIES 

(Brief synopsis of suggested discussion content.) 

A. NECESSITY OF TEACHOO THE CODE: 

"What's in it for IIIB?" may be the attitude or men who conceive or 
their military dutT as being just a "hitch in the Navy" before 
settl~ down to a job. Attitudes and habits that have developed 
over aazI;,Y' Tears and have been re-intorced b;r the "prevailing cl11late" 
cannot be changed overnight. The Code establlahes a standard. a 
challenge. and a fol'lllUla for 1IIIpart~ into IIIln over a 1. 2. 3. or 4 
year period - or even longer - the moral strength and character they 
need to beCOIII8 true f'ignting JIlIn for the United States of America. 

Situations on beard various aaval ships and stations differ greatJT. 
SOlIB lien are in ships and advanced bases and. being close to the enelV. 
are both more in need of and more 1"8ady to receive intcmu.tion about 
how to behave in combat or as a prisoner ot war. Men in the 1"8ar 
echelons present a more subtle problem. TheT IIIl8t prepare tor times 
or crisis b;r villirlgness to undergo the dull stretches or drill and 
standby. But these stretches should not be boring; they ehould be 
periods in which the 11811 learns to look ahead to the r13ht goals; 
learns to do a job etf1cientl,y and well; and learns to IIteel hwelf 
tor arrr sort ot sacrifice. The boxing chaJIIpion runs IIIaI\1ld.les or 
roadwork. and spends hourll in grinding workouts, because he knows that 
these things build hia up for the challenge of the ring. 

B. METHODS OF TEACHING THE CODE: 

The tirst step is to learn the code and to think about it ODeself. 
The second step is to challenge oneselt to think ot ways ot lIaldng it 
COllIe allve to one's JIlIn. ti'ecessitT is still the mother ot iIlYentioDI 
challenge youreelf to tind a way and you ville other illportant steps 
are to read books and articles on the subject; use the discussion 
guides for enlisted personnel (NavPers 1,916-1); rec_1Id ort-duty 
reading to the men; and as opportunities arise. call their attentioD 
to the 1IIIp11cations ot world events. Newspaper and magazille articles 
about national and international events. attitudes. announc_nts. and 
plans. all have aoral illplications; all have illpllcations to the 
tighting 11811 preparing hillSelt with moral strength tor arq showdown -
and to prevent arq showdown. 

PO1m' NOT TO MISS: THE U. S. FIGHTING MAN'S CODE OF CONDUCT IS A 
CHIL1.tNdE. A SfANDARD, AND A FORKULl FOR CONDUCT. THIS CONDmT CAN 
ONLY BE ACHIEVED BI WORKIIKl FOR IT OVER A PERIOD OF YEAliS. THE 
DIVISION OFFICER MUST MAKE SURE THAT THE TRAIJIED HANDS THAT WORK FOR 
HIM ARE BACKED BI MORAL CHARACTER. WILL. AND SPIRIT. 
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