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PREFACE
Disclaimer TheNRDGGREE % 3 O A AHandbdokeis AoArdiigihal work.

The information in this handbook isnainly taken from the respectiveU.S.Army Staff

s oA o~ oz

Handbook, found freen the internet, andthenAAE OO OA A O1 tds And (edlii®d PAOOD

Although itis not an original wak, a lot of effort has been put intpin order to bring all
available content in readable and easily adoptetbrmat. For this | would like to express my
sincere thanks

to Major Nikolaos OIKONOMOUJE A and Private Nil Solomon LEVI, HE A, since they
undertook much of the workloadfahis effort,

to Col Dimitrios AGORAKIS, HE A and LT Athina SMYRLIDOU HE N for their editorial
insights.

This Handbook aspires tobe a useful tool byproviding some tips derived from the
experience gmed Ai 11 ¢ OAOET 60 EAAANOAOOAOOh xEEAE Al
ameliorate the level of the staff workDA £ET ET ¢ OEA £ET Al DPOT AGAOO
efforts towardsaccomplishing his missian

This textis subjectOT AT U Ei DOT OAI AT O A owntkAaAdDtheA  AEOT
experience compileduring your own mission, operational experience anarking perception.

This Handbook will be of value to you only if you know what is in it. | urge you to take
sometime to familiarize yourself with its contents and organization.

MGen llias LEONTARIS, HE A
CG5 NRDEGRC
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EXECUTIVE SUMMARY

The purpose of the Guidebook is to point you in the right direction rather than to give you highly
detailed information about everyone and everything you will encounter during your assignment.
An officer assigned to the NRBERC Staff must understand the direction and priorities of the
Commander much as one is expected to know the commander's intent in a tactigal The
major difference between staff actions at this level and subordinate levels is the magnitude of
their impact. Staffs actions at NRDGRC level affect the Greek and Participating Nations Armies
and, often, the allied defense efforts.

The specific ole of a staff officer is job related and will vary by functional area. Some positions
will call on an officer to develop detailed plans or devote full attention to one highly specialized
area. In other cases, responsibility will be extremely broad, witlaage part of the day devoted

to expediting staff work.

Generally speaking, the role of a staff officer is to get things done by not waiting to be told what
to do, actively seeking areas that need attention, and not hesitating to stand up and be counted
on.

As a professional, the staff officer seeks ways to achieve a more professional Army, such as
assigning priority to those actions which should provide the maximbemefitto the HQs and the
Army in terms of success in combat, staff efficiency, and imgdoprocedures and not devoting
undue attention to areas which are unrelated to the HQs mission. A staff officer researches an
area carefully and ensures that the recommendations he/she provides the decis@kers are
founded on fact and stated with predan.

The final test of completed staff work is this: If you yourself were the commander, would you be
willing to sign the paper you have prepared?

Would you stake your professional reputation on its being right? If your answer would be "no,"
take the mper back and rework it, because it is not yet completed staff work.

GETTING STARTED

Learning a new job always presents some difficulties. There are doubts and uncertainties as to
how best to proceed. How you start tends to influence the degree of dimadess.
Over the years, you undoubtedly have developed your own techniques for rapidly coming to grips
with new responsibilities. What works for one @ér may not work for another. Theoflowing
are a few points you might consider in getting started.
1 Recognize that officers on their first assignment in HQs like NRBRC are not expected
to be experts on the full range of their responsibilities and have a total picture of their role in a
complex staff environment.
1 Do not be afraid to ask questions of yopredecessor.
1 Review any SOPs that may exist and familiarize yourself with staff directives that govern
your activities.
1 Become familiar with what is in the office files.
1 Identify those individuals with whom you can expect to dedth on a frequent bas. Get
to know them.
1 As time permits, review documentatiotinat will serve to rapidly buildyour expertise in
your staff areas.
1 Make no recommendations regarding change of organization or procedures until you are
fully grounded in your new duties.
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GUIDELINES TO CONSIDER

Become fully familiar with staff relationships.

il

il

The sooner you "learn the terrain” the better able you will be to discharge your
responsibilities effectively.

Be diplomatic and pleasant in your dealings with others. This is always a godel The
staff is made up of individuals, and maintenance of harmonious relationships will make
your assignment to the staff more enjoyable and productive.

Do not write when you can telephone, e-mail, or discuss a matter personally.

1

1

f

Nothing uses up a aff officer's time more quickly than writing memoranda. Quite often,
such memoranda are unnecessary.

Learn what telephone or personal contact can accomplish and develop a list of contact
personnel with telephone numbers andneail addresses to use in handg actions.

Caution: Do not trust your memory when handling actions informally; keep a simple
record of whom you contacted and the outcome.

Suspense dates are not inflexible.

1

1

Given good reasons, suspense dates often can be extended. When an acticgivisdrec
immediately evaluate the time allowed to complete it.

When time is obviously insufficient, submit a prompt request for extension. Do not wait
until the last minute to do this. It may not be possible to extend the suspense

Before initiating an acti on, ask yourself this question, is it really necessary?

f

f

f

1

When slack periods develop, do not use time to generate unnecessary paperwork. The
number of papers you can produce does determineyour value to the Staff or expertise

as a staff officer.

A commonfailing, when slack develops, is to rewrite directives that do not need rewriting

or to generate some new requirement or report.

#1 1 OEAAO OEA EIDPAAO 11 Ul OO
achieved by minimizing paperwork not bgreating more.

Ask yourself if there is a better way to accomplish or streamline the task. Automation is a
great tool if applied properly.

~

i 01 OAOPAOO

Always use the proper means and procedures in preparing a staff action.

f
f
f

At our level, staff actions can follow arof several formats.

When dealing with written communications, concentrate on substance, not word play.

One syndrome commonly associated with a staff environment is the tendency to spend an
excessive amount of time writing and rewriting papers.

Staff papersneed to be well organized and written clearly, but they do not need to be
literary masterpieces. Substance is the essential element. Write to express, not to impress.
While professional writing ability is not a requirement, you will be expected to submit
papers that use proper spelling, grammaifpllowing the establishedadministrative
procedures. You should use the active voice in your writing.
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Integration and coordination are essential.

1 Horizontal integration of effort based on a shared understanding the HQ's direction
and priorities between all functional areas fundamental This will require an active role
while developing and coordinating your actions and a proactive role when providing
input for someone else's action. If you maintain a passivie with a narrow view of your
specific area of interest, you will do yourself and the HQ a disservice by failing to
contribute fully.

1 Coordination will be accomplished by the quickest and most informal method appropriate
to the action and its classifid#on.

1 Perform as much coordination as possible during the draft stages. This will preclude
major revisions on the final copy. Make sure the individual you are coordinating with
clearly understands what the agency is being asked to chop.

1 Remember the staffprocess is a two way street. The action you help expedite today may
help you move yours tomorrow.

Always follow through.

1 Every directive must be accompanied by positive provision for folgpvto ensure that it
is obeyed.

1 You can crank out tons of papebut unless you have your hand on the pulse and have a
way of positively checking the results achieved you may be wasting your time and the
HQ's resources.

1 Track each action until it closes. This will also make it possible for you to keep your
supervisor adised of its status.

1 Do not turn your desk into a filing cabinet.

1 Once an action is complete, make sure the record copy is placed in the office files. Do not
sandbag such cases in your desk. The same applies to papers obtained from the office files,
library and other sources.

Hold to a normal duty day to the extent possible.

1 The 12 to 14 hour day can be avoided. After 8 to 10 hours of continuous staff work,
productivity begins to drop significantly, often typified by having to reread the same
paper two orthree times to understand it.

1 Normal hours keep you fresh, thus tending to increase your level of efficiency. It will also
allow you more time with your familyan important factor to the NRDEGRC.

1 Regular work hours also help conserve resources in a numifeways. Electricity for
lighting is saved and you are better able to use public transportation or a car pool, thus
conserving fuel.

1 There is one last consideration. If you work long hours, your subordinates may interpret
this as a requirement to stay asell, even when there is no work to be done.

Respect the opinion of your colleagues.
1 From the standpoint of background and experience, SMEs will often have much more
knowledge of a given subject area.
1 Others may have the advantage of recent field expade and technical training.
1 The Staff operates as a tegmach person complementing the ability of others.
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Remember the mission.

1 Avoid tunnel vision. Sure, your job is important, but think in terms of the basic HQ mission
success in combat. View youssigned responsibilities in terms of that mission and those
functions that support it.

Be security conscious.

1 Action officers often must review or originate highly classified information. This frequent
exposure, plus an environment of haste and urgen@n tend to cause carelessness and
security violations. Be sure that classified records are secured promptly, classified waste is
destroyed without delay, and office safes are locked and checked before you leave the
area.

1 Never leave classified documentqitas, and other materials unattended, in your sle or
in a box likelyto becomeburied. Don't retain any classified paper you don't absolutely
have to keep. Screen classified files regularly to weed them out.

Reinforce good performance.
1 When your peopledo a good job, let them know it. This will serve to promote further

improvements. Don't be overly critical. Remember that "abilities wither under
faultfinding, blossom under encouragement.”

Maintain a point of contact list.
1 A record or list of your pointof contact and counterparts in other agencies not only
assists your coordination efforts, but is a valuable aid to other action officers who may,
due to circumstances, be required to pick up one of your actions on short notice.

1 It will also be extremely geful to your replacement and save headaches, time and grief
after your departure.
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Overview

Introduction This sectionis anoverviewof theGuidelines to NRDG GR Staff Officers

Purpose Thisinstructionis designedo enablestaff officersandotherstaff membersto
acquirebasicstaffandcommunicationskills atanylevel of anorganizatia.

Structure  Staff officer, theb 0 0 k  yawueadingontaingenchaptersandsix appendices

Edition/date 1%/ February 2014
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Overview Continued

Focus

R0

Exceptions

* We dona do

Thetextfocuses on staffiork atthegeneraktafflevel. However,quotedpoints
applyatall leves. For exanple,in your situationyou may not brief general officers
or seniorexecutives.However, you castill use briefingechniques describeud this
textto updateyour supervisoon projects.

; itthat way! |

Here,we suggest techniqugenerallypracticedhroughout Amiesandother
institutions. However, smewill argue,"Thatsnothow we do itwherel used to
work." Exceptionccurbecaus@rganizationgareshapedy theirmission,
functions, locaktustans,andbr thecomma n d @earsorality.
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Organizatiorand Format

Introduction Thissectionexplainshow thetextis organizedand fomatted.

Chapters Thetextcontaingenchaptersandsix appendicesThechgptersexplainhow to
and performstaffwork, canmunicateclearly,andincreasepersonakffectiveness.
appendices

Theappendicesontainusefulreferercematerialsthatsupplementhe chapters
and carserveas desk references.

Chapter Eachchaptercontains

content x atableof contents.

x aseriesof instructionatopicsreferredto a ssecfiors . 0
x asummary.

x endnote®r reference@mostchapers.

Gender For simplicity andeaseof presentationye usemasculinegenderof singular

&3y &5 pronouns taeferto bothsexes.

=
s

WL

=

Likewise,graphicillustrationsaregeneric. We use thento promoteinterestand
aid comprehensiotior visuallearners.
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Instructions

Introduction This sectionprovidesinstructionsandstudytips.

Objective Teminal learningobjective(actionandcondition):

Action

S

You'l use technique® enableyou to

x  applymanagenentprinciplesto your work
x prepareandcoordinatestaffadions

x managdime andsetpriorities

x  write to Army standards

x conductmeetingsjnterviews,briefings,and
x upholdhigh ethicalstandards.

Condition

You will use thigext, which containsexplanationand examples
You may seekassistancéom your supervisor andtaffexperts.

Instructions Pleasdollow instructionoutlinedbelow:

Thistextcontaingenchapters
To gainmaximum benefit,studyall chapters

Endnotes

b
>/ and

S .
/) =~ appendices
3 :Z:

Thistextcontainsall theinformationneeded
Use sources citeat endnotegor furtherstudy.
Use theappendiceto supplenentchaptematerialandas jobaids.
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Introduction and Terms

Welcome Welcameto theworld of thestaff officer. It is an excitingjob, filled with
challengs andopportunites Most seniostaff officers,senia executivesand
commanders werencestaff officers

Theyfondly remembertheir experiences bothrewardingn and ofitself as
well as a steppingtoneto advancenent.

Staff Officer : A Staff Cfficer (SO) is a staff memberwith subjectmatterexpertise
who takesactionson behalfof seniorstaff officersor canmanders.

Clarification: Theterm staff officerdoesnot referto a duty position;you worit
seeit on anorganizationchart. Regardles®f official job title, if youve been
tasked with wrking anaction,youre the staff officer.

An actionin this situation refers tataskusuallyrequiringcoordinatiorand
thetaskingauthoritys approvain its final form. It couldbeasimple one
timetasktakingfive minuteswith a pen,paperor telephonegr it couldbea
major projecttakingmanymonths,producingextensivecorrespondencend
mayinvolve dozenof players.

Working an  Working (or runningwith) anactionmeansdoingeverythingrequiredto
action completeit, includingall its supportingasks.

Examplesof working(or runningwith) anactioninclude

x  Obtaininginitial guidanceérom a decisionmaker

.« Developinga positionon anissue

x  Visiting officesto getconcurrencefichop®) on your position
x  Negotiatingwith peoplewho oppose your position

x Makingslidesfor abriefing

x  Briefing aproposato obtaina decision

x Preparingletterfor thecomma n d signatsre
x Representingour canmandata major conference.

Synonyms Unless otherwisaoted,we u® thesdems synonynously:
x  Staff officer x  Staffmember
x SO «  Staffer.
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Notes
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Chapter 1
Organizatbonsand Managers

Overview

Introduction  Staff Officerswork in complexorganizationgndplay severaroles. They
interactwith managerandleadersatall levels. As a resulttheyshould
know how organizationsinctionandwhatrole managerandleackrsplay.

Purpose This chapter explaineow toapplybasicorganizationaandmanagenent
principlesto your work.

Objectives After completingthis chapter you shoulde ableto--
Apply systens conceptgo your work.

Explainfive functionsof themanagenentprocess.
Describemanageskills androles.
Integratemanagerlndleadernoles.

Use delegatioof authorityto manageeffectively.
Managetherelationshipwith your boss.

x x x x x x

This chapter containsthe following sectiors:

Section SeePage
Systans Approachto Managenent 1-2
Subsystms 1-5
TheFive Functionsof Managenent 1-7
Integrationof ManagenentFunctions 1-8
Typesof Managers 1-9
ManagenentSkills 1-10
Staff Officer Roles 1-11
ManagingandLeading 1-13
ManagingThings andLeadingPeople 1-16
Delegatiorof Authority 1-17
ManagingYour Boss 1-20
ChapterSummary 1-21
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SystemsApproachto Management

Introduction  Modern organizationarefastpacedcomplex,andbewilderingto anewcaner.
One way tagainafootholdis to look atyour organizatioms asysten. Then
you canseehow it operateandhow you fitin.

Definition Thesystens approachs theapplicationof GeneralSystens Theoryto explain
how organizationsperate.This approactviews anorganizatioras agroup

of interrelategartsbroughttogetheifor acommon purpose

Parts Thepartsform a systen:
x Enviromrment.
x Input.
x Conversion.
x  Output.
x Feedback.

This modeldepictsa systan's parts:

External Environment

’ Conversion:
Awork

Input: Output:

ADemands A A Action » AGooc_js

Alnformation BErseess Services

AResources > Results
ABehavior

Feedback

Figurel-1. Systensmodel
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SystemsApproachto Managementgontinued

Description Thistabledescribes systen's parts:

Part Description

Environment | Thesettingin which a systemexists;it--
« Gives inputgo the systen.

x Usest he s y&#pute.mo s

x Imposesconstraints.

Theenvirommenthas two facets:

Externalenviromment Outsideinfluencessuch as
higherheadquartersociety,or econonic systen.

Taskenvirommert: A subset of théargerenvirorment-
theinternalsetting,such as working conditions.

Input Energythatflows fromtheenvirormentto the systen:
x Demandsfrom custanersor outsiders.

« Information,includingfeedback.

x Resourcegnablingthesysemto produceoutputs.

Conversion Processes tvansforminputsinto outputs.

Output Products resultinffom inputsandconversion.

Feedback Timely informationneededo--

« Adjustto theenvirormentsdemands.
x Adjustconversiorprocesses.

« Produe desiredoutputs.

How parts Eachpartmustlink:

link x The ativitiesin onepartto affectall otherparts.
x If onepartis examined,it mustbein the contextof all the otherparts.
x No onepartcanfunctionin isolation,nor canit betreatedseparately.

Sustainment A systemexiststo fill aneedfor its envirormentandcontinuedo sustain
itself andthrive as longas ithas-

x A worthy purpose. x Efficient processes.
x Demandfor its products. x Timely feedback.
x Access taesources. x Acceptancef its products.

If it does thesghingswell, a systenthrives;if it doestt, it becanes
ineffectiveregardlessf internalefficiency. A systemmustproduce
acceptable outputs it will begin tostagnat@ndeventuallydie.
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SystemsApproachto Managementgontinued

Example For decadefmericanautomanufacturersnadecarswithoutfully
consideringoressures frortheirenvirorment. Theyignoredforeign
competitionandimpactof theenergycrisis. Theymarketedcarswithout
really knowing whatcustanerswanted nor didtheyattempt to find out.
Custanersreactedoy turningto the betterquality anddesigns of foreign
madecars.

Finally Americanautomakerswoke up;theyexaminedtheirenviromrment,
studiedthe competition,andlistenedto their custaners. Theybegarno make
guality carsthatwithstoodcompetitionandlured custanersbackinto their

showroans.
Additional Herearemoreprinciplesfrom GeneralSystans Theoryandotherschools of
principles managenentthoughtthatapplyto systenprocesses:
Principle Descrptio
Synergy Thewholeis greatetthanthe sumof its parts.

Example: Peoplewvorking as @aeamachievemore
than theydo working separately.

Flexibility Sincetherés usuallymorethanoneway todo sanething
well, we neechotwasteeffort seekingheonebestway.

Contingency | Thesituationdetemineswhatworks best.Samething
thatworks inonesituationmayfail in anothetbecause
of time, place,or circumstance.

Note Thisprinciplehas arexception.It doesrt
apply todecisionshavingethicalimplications. Were
we to applyit to ethicaldecisionsit couldthreaten
ethical valuesor the sakef practicality.

Efficiency Doing thingsright--
« Thefirst time.
«  With minimum errors andvaste.

Effectiveness | Doing theright things requiresfocusingon keygoalsand
prioritiesto accanplishthemission.

Note Efficiencyandeffectivenesgareinterdependent.
However,effectivenesss moreimportantasit is useless
to do thingsright if theyre nottheright things. Section
3 discusses thisotionin moredetail.
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Subsystem

Introduction This sectiondescribeshe six subsystensin anorganization.

Subsystem

Description

Mission

M ission

A missiongivesanorganizatiorthebasis for defining
x Goals. x  Standads.

x Objectives. « Structure.

x Tasks.

Peoplemakethingswork by playingrolesas-
x Leaders. « Stakeholders.
x Followers. x Custamers.

x Teammembers.

Organization®iavebothformal andinformal structures.

Fomal structure An organizatiofs deliberae andofficial
formation-whatyou seeon anorganizationathart. It
formally definesdivision of laborandauthority
relationships.

Informal structure An organizatiofs unofficial formation,
whichyou cart seeon anorganizationathart:

x Personatelationshipsegardlessf official position.

x Personavalues.

Physicalassets enablingnorganizatiorto function:

NRDC GRC 1 Staff Handbook

Task

x  Equipment. x Tools.

x  Skills. x Information.

« Facilities.
Leadersarethegluebindingall subsystmstogether.They
sustairthe systemwith--
x Clearvision. x High standards.
x Challenginggoals. x Ethicalbehavior.
x Sharedalues. « Inspirationaleadership.
Theimmediatesettingdirectly affectinganorganizatiorare
« Working conditions. x Managenentpreferences.
x Policiesandrules. x  Quality of thework force.

x Ethicalclimate. x Pressures fromommunity.

Thetaskenvirormentalsolinks to largerinfluencesof the
externalenviromment:

x Privateindustry. x
x Localculture. x
«__History andtradition. x

Naturalresources.
Foreignpolicy.
Globaleconany.
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Subsystemsgontinuec

lllustration  Thisgraphicillustratesthe six subsystesjustdescribed.The six subsystens
shown withinthe circle form a subset of amrgankationalsystem:

| Task Environme nt

S/

S/

| External Environment |

Figurel-2. Organizationadubsystens

Advantages A systams approacthelpsyou--

of usinga x Distinguishbetwveensymptoms andcause®f problams.
systems x Traceproblansto theirsources.
approach x Know whichpartsof thesystemyour taskinvolves.

x Coordinatewith theright people.

x Apply your effortswheretheycountmost.

x Realizetheimpactof your actionsn theorgankation.

x Makebestuse of tme andotherresources.

x Keepfocusedon custoners'demandsandthequality of outputs.
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The Five Functions of Management

Introduction

Definition:
Management

Why functions
exist

Definitions
of functions

NRDC GRC 1 Staff Handbook

This sectiondefinesmanagenent and its five functions.

Managenentis the process of perfiming and integratig the followingfive
functions:

x Planning. x
x Organizing. x
x Coordinating.

Directing.
Controlling.

Henri Fgol, a pioneer irmanagenent theoy, definedmanagenent in these tens
in 1914. This definition still fans the basis ahodernmanagenent thought

Whenever we bring people, resources, and events together fimn#oo
purposemanagenent plgs arole. We use its functions to create organizations
and achieve goals in an ordevhay.

A scout leaderchurch deacon, and the CEO of General Motors arealhgers.
Each perfams managenent functions like planningnaking decisions, or
following-up. Staff officers are alsmanagers.

We define the fivananagenent functions with these quésts:

Function Question
Planning « What is to be done? « Where?
/é « Why? « When?
=7 [ |~ who will do it? « How?
Note To encourage initiative and flexilit, planners often
leave the howo those cagiing out the plan.
Organizing Who-- |« Is involved and how?
« Needs what resources and when?
What- | x Are the relationshipsmaong people, places, things
Coordinating | Who-- | x Informs whomabout what?

= « Integrates details and events?
« Provides or receives support?
« Ensures coherent action?

Directing Who-- | x Decides?
x Takes charge?
« Leads?
« Inspires?
Who-- | x Monitors events?

Controlling
S x Follows up?

x Fixes things when theyo wrong?

« Judges results?
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Integrationof ManagemenEunctions

Introduction  This sectionexplainswhy thefive functionsof managenentmustwork

together, iftheyreto work atall.

Characteristics Thistabledescribeshe characteristicsf thefive managenentfunctionsin
of functions termms of whattheyareandwhattheyarenot:

Managementfunctions are not

Managementfunctions are

Separat@anddistinct.

Interdependerdndoverlapping.

Always appliedn sequence.

Appliedin no fixedorder.

Meantto opemtein isolation.

Meantto operaten concert.

Integrated This graphicdepictsmanagenentfunctionsworking inconcert:

nework

//\

.

DII‘eCt

\N/M 2

- Coord in ate

Figurel-3. Integrateshetworkof managenentfunctions

Why For themanagenentprocess tavork, all functionsmustwork togethein an
integrationis integratechetwork. If they dorit, desiedresultswont beforthcoming:
necessary « Unless vigorouslygarriedout, a well-written planwill fail.

«  Withoutstructureandrelationshipsc¢oordinatioris impossible.
« If therésno follow-up, cleardirectionsdorit count.
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Typesof Manager:

Introduction This sectiondefines varioustypesof managergound inorganizations.

Manager

Supervisor

Firstlevel
supervisor

Manager

Senior
executive

Individual
contributor

Team leader

Thesemanagerdall into severakategoriesas explainetelow.

A manageis onewho managesvork or supervises peoplélthoughthey
carrydifferenttitles, the positionsdescribedelowareall manageriain nature

A supervisotis aleaderof agroup of followers.A managemwho directs
subordinateandis responsibldor their performances alsoa supervisor

A first-levelsupervisoiis amanagemwho occupieshelowestrung inthe
managenentchain. This supervisor leadagroup of followersvho arepure
followers. Theyhaveno subordinateseportingto them.

Strictly speakinga manageis onewho holdsa positionabovethefirst level of
supervisior-mid, upper,andexecutivdevelsof managenent. Thismanager
mainly supervises othenanagersndfirst-level supervisors.

A seniorexecutivds a civilian managewho isa memberof thesenior
executiveservice(SES). Referredo as anSES, thistop-levelmanageholdsa
positioncomparableo thatof aflag officer (generabr adniral).

An individual contributoris aninformal termreferringto a managemwho has no
subordinategperhgsa secretaryr assistant) Using expertisehe makes

major contributionswithout extensiveesource®r manypeopleat his call.

A teamleaderis onewho isdelegatecuthorityto leada group effort. While
not enjoyingformal supervi®ry authority he may be delegate@&noughto--

x Taskothers.

x Judge results.

x  Provideinputfor perfomanceappraisals.

Staff Officerstypically play rolesof individualcontributorsor teamleaders.
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ManagemenSkills

Introduction This sectionoutlinestypesanddegeesof skills that managersieedat
various level®f managenent.

Skills

Managerstall levelsuse thregypesof skills:

Skill

Description

Technical

Use techniguegnowledgepr expertise.

Interpersonal

Getpeopleto cooperateinglyor in grougs.

Conceptual

Grasp anbiguousproblems andprovidepurpose.

Skill mix

Staff officer
skills

NRDC GRC 1 Staff Handbook

Managerstall levelsapplytechnical conceptualandinterpersonaskills but
in varyingdegrees.As thegraphicillustrates degree®f technicaland
conceptuaskills vary amonglevelsof managenent,butthe needfor

interpersonaskills remainsconstanatall levels:

Conceptuals:kills Q

@

Interpe:ars‘d"n’al Skills

Technical Skills%

®

P

.&_
.

Action Officer!

First Level Supvr! Manager Executive

Figurel-4. Manageentlevelsandskills required

Staff officersuse allthreeskills to tackleambiguousproblems, form
recanmendationsandcommunicateeffectively. Theyrealizethattechnicaland
interpersonaskills areimportantandsoon learrthatstaffwork requiresighly
developedonceptuaskills.
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Staff Officer Roles

Introduction Peopleplay manyrolesandshiftin-andoutof themdaily. Thissection

Leader

Practicing
leadership

Manager

Follower

Team player

describes sikeyrolesthatstaff officersplay:

x Leader. x Teamplayer.
x Manager. x Peer.
« Follower. x SubjectMatterExpert(SME).

While staff officersarerit usuallyformal leaderstheystill leadin aninformal
sense by upholdinggh standardandsettngthe exanple. Leadership
experiencdor staffofficersis invaluable. For itis from theirranks wherany
Army draws itdeaders.

Staffofficersuse leadershigkills when-
x Acting as teanleaders.
« Facilitatingmeetings.
x Coachingnexperiencedtaff officers.

Staff officerspracticeleadershigveryday,oftenin challengingcircumstances.
For exanple,it's notunusuafor anSO toleadateamyettheybeits junior
member.

As managersstaff officersplayrolesas individuakontributorsandteam
leaders.Lackingtheresourcesind experiencef mostmanagersSOs stillmake
major contributions.

Our Amy stresses leadershgs wellit should. But let's notforgetthe
importanceof following. Before beingchoserto lead,onemustbewilling to
follow. Thismeanamorethansimply doingas told Good followers wiH-

« Thinkindependently. « Beselfstarters. N
. Controltheirown work. x  Work withoutclosesupervigon.

. Assert theiviews. x  Stepin when othersirop theball.
x Takerisks.

Staff officersdo manythingsby thanselvesputrarelycantheywork anaction
withoutinvolving others. Whatevetheyhave othersarelookingfor; whatever
theyneed othersprobablyhave. Workingin ateamsetting-

« Createsynergy. x  Shortens conmunicationlines.
x Saves tne. x Exposes biaseandoversights.
x Consolidategxpertise. x  Builds commitment.

« Clarifiesobjectives.
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Staff Officer Roles,continued

Peer

Subject
Matter
Expert
(SME)

Recap

Attributes

Staff officersbelongto afraternityof individualswho work togetheandform
strong personalndprofessionabonds. Thignhancegeanwork andmutual
trust.

Peers argood judge®f character.An unethicalpersonmay beableto fool
bossesfor awhile--but peergeadilyspotaphony. Nomatterhow snartor hard
working, onewho has lostrustamongpeerswill eventuallyfail.

Peers willoverlookothershortcaningsandjump to helpa staff officer who needs
help--aslong as trustbides. Trustis thefabric of thestaff offica’'s craft.

Staff officersform a corps of SMEs whoe

x Havechallengingvisible jobs. x Helpleadersmakegood decisions.
x Are impactplayers. x Do greathingsfor their Army.

« Are thepower behindhethrone.

Bottom line: Nothinggetsdoneuntil anstaff officer startsrunningwith the
action. In fact-staff officersrun theirArmy!

Recaypof staff-officer roles:

Leader Manager

Team
player

Figurel-5. Proud tdeanstaffofficer

Sincestaff officerschangeaolesfrequently theyneedtheseattributes:

Attribute Description
Perception Knowing whichroleto play andwhen.
Flexibility Capableof rapidlyswitchingroles.
Empathy Appreciatingrolesotherpeopleplay.
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Managingand Leading

Introduction Staff officersarebothmanagerandleades andoftenplay bothrolesatthe
sanetime. Thissectionexplainsrelationshipbetweerleadingandmanaging
and theneedto integratebothroles.

Definitions ~ For smplicity, we definemanagingandleadingin theseterms:
Managings gettingthingsdonethroughpeople.
Leadingis inspiringpeopleto wantto getthingsdone.

Distinctions  Althoughintentionallyexaggeratedhis tableshows thalistinctionsbetween
managingandleading:

Managers Leaders
Handlethings. Inspirepeople.
Maintainstability. Forcechange.
Defineprocedures. Createvision.
Solvetodays problems. Seektomorrow's opportunities.
Use theiheads. Listento their hearts.
Do thingsright. Do theright things.
Getpeopleto do things. Getpeopleto want todo things.
Countbeans. Win wars.
Art and Anotherway todistinguishbetweereadingandmanagings to look at
science leadershimas arartthattranscendshelimitationsof science:

.. .leaderships the art of accomplishingmore than the scienceof
managenentsaysis possible.

--General Colin Powell, My AmericanJourney

Integration  While managingandleadingaredistinct,theyre not mutually exclusive:

Managersiseleadershigo: Leadersusemanagemernb:

Add ahumandimensionto managing. | Disciplinetheirenthusias.

Win enthusiasticupport for decisiong Use resourcegrudently.
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Managingand Leading, Continued

Examples Theseareexamplesof integratingnanagenentandleadershigprocesses:

Activity Managing Leading
Runameeting. Follow agenda. Build consensus.
Sel aproposal. Persuadevith logic. Build enthusias.
Devisea plan. Issue instructions. Give peopleownership.

Doing both Onemustbeableto manageandleadatthe sametime:

Manager . Leader

Figurel-6. Managerrd leader:integratedoles

Debate Debatecontinuesoverthe primacyof theserolesin amilitary envirorment:
x Same peoplefeelthatbureaucratgvont let leaderdead.
« Others feethatunless controlledecklesdeaderswill squanderesources.

Bothrolesareequallyimportant,butin Army cultureleadershighas theedge.
Still, good leadersealizetheyneedmanagenentskills to meetgoals.

| think the Army would make a seriousmistake if we madea distinction
and said, 'You are a managerand you are a leader'.. . . tothink we could
be oneand not the other.
--GeneralJohn A. Wickham, Jr.
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Managingand Leading, Continued

Confusion If confusionarisesovertheserolesit's becaus@eople-
of roles x Adopt thewrong rolefor thesituation.

x Emphasizeonerole andignore the other.

« Lackeitherleadershipr managenentskills.

x Failto integratethe processes of botioles.

Examples Examplesof failureto integratemanagemlandleaderroles:
x  Committing to a courseof actionbutignoringresourceconstraints.
« Exhortingpeopleto do more witHess, when isimpossible.
x Treatingpeopleas justanotheresourcdo manage.
« Focusingonly on whals quantifiable-statisticsreports,anddata.

Selt However, few peoplexcelas bothmanagersaindleaders.Most tendtoward

development oneor theother. Achievingbasiccompetencen bothrolesis possible-and
desirable.But achievingexcellencen bothwould requiredremendousenergy
andprobablyproducepoor results.

Playto your PeterDrucke suggests anothapproactior achievingexcellence:
strengths x Playto your strengths.
x Shore up weaknessgsistenoughso theydonit erodestrengths.
x Don'twasteenergytrying to build excellenceout of weakness.

« Insteadjnvestenergyto build on existirg talents

Example Example of playingto onés strengthsif not a gifted speakebutatalented
writer, playto your strength.Work to improvewriting ability evenfurther. If
speakingloesrt came easily,atleastwork to makeit acceptable.

Howeve dort wastetime fruitlesslytrying to becaone anoutstandingpeaker
youll erodeyour strengttas awriter.
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ManagingThings and Leading People

Introduction Thoughalittle onesided this statenentremindsus thatwe managehingsbut
leadpeople.

Let's abolish People

Management don't want
to be

managed.

They want

to beled.

Whoever heard

of aworld
manager?

World leadeP
Yes-
Educationaleader.
Political leader.
Religiousleader.
Scoutleader.
Communityleader.
Labor leader.
Businesdeader.
They lead.

They don't manage.
The carrot
alwayswins
overthe stick.

Ask your horse.
You canleadyour
horseto water,

but you can't
managehim

to drink.

If youwant to
managesomebody,
manageyourself.
Do that well

and you'll be
ready to stop
managing

and start leading.

Figurel-7. Managingversus leading
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Delegationof Authority

Introduction

Managersise gpowerfultool to getthingsdone: delegationof authority. They

cart do everythinghemselves.Insteadtheydelegateheirauthorityso others

canaccaonplishtasks for then.

Staff officersare notmerehiredhands. Theynustbedelegatec&nough
authorityto exercisgudgmentandmakedecisionsabouttheirwork. Moreover,
theyinteractwith seniorofficials andneedatitudeto dealwith them.

Definitions  Thistabledefinesdelegatiorof authorityandits constituenparts:
of terms Term Definition
Delegationof The transfer of authoritio enable a subordinate to
authority discharge responsibilitgnd answer for results.
Authority Power to discharge responsibilapdmaintain
accountabily.
Responsibility The obligation te-
« Performduties of on&s position.
« Meet objectives within standards.
Accountability The obligation to answer fégrow wellone has
« Discharged responsibit
« Managed the authorigelegated.

Clarification A supervisor canlelegateuthoritybut notresponsibilityor accountability.
Thoughhe canhold subordinatesesponsiblendaccountablevithin their areas,
hées still ultimatelyresponsibléor their performance.

Any supervisor who shiftpersonalesponsibilityor accountabilityonto
subordinatess guilty of abdication.

Balance A properlydelegatedaskcontainsa balancedlendof authority,responsibility,
andaccountabity:

Description Example

Enoughauthorityto--
x Discharge responsibijit
x Produce desired results.

Power te-
x Make decisions.
x Assign tasks.

Enoughresponsibilityto--

x Use onés talents.
x Make job challenging.

Manageable workload:
« Can do jobwithout getting exhausted.
« Not set up to fail.

Enoughaccountabilityto--

x Be held answerable.
x Meet standards.

Realistic, wortly, and attainable standardg
x Poor perfomance not tolerated.
x Excellent perfamance rewarded.
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Delegationof Authority, Continuec

lllustration  Graphicillustratesthe balancedlendof authority,responsibilityand
accountabilityin a properlydelegatedask.

Delegated Task

Responsibility Accountability

Figurel-8. Delegatiorandits constituenparts

Examplesof « Freedonto actwithin boundariesvithoutinterference.

proper x Access taesources.

delegation x Work assigmentsappropriatdor gradeandskill of theposition.
x Reasonablevorkload.
x Zerotoleranceor poor perfomance.
x Recogniion of outstandingperfomance.

Examplesof x Over supervisiorthoveringor meddling.
improper x Under supervisionnoaccountabilityperson beamesaloosecannon
delegation x Overloadecaindexhaustedcarit geteverythingdone.

« Little or nothngto do.

x Unreasonabldeadlines.

x Poor perfomancecondonedr rewarded.

x Outstandingerfomanceunrecognized.
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Delegation of Authority, Continuec

Micro-
managing

Abdication

Delegatinga
task

Tips for

gaining

more

authority
F

Delegationisn't possiblewhen working for anicro-manager:

A micro-manager

A managewho delegates

Issues detailedirections.

Provides broaduidance.

Allows no deviation.

Encourageginovation.

Keeps dight grip on resources.

Generouslghares resources.

Correctsyour mistakes.

Letsyou correctyour mistakes.

Focus on work process.

Focuses on results.

Takesoverif thingsgo wrong.

Is thereto assistf asked.

Quarterbacks.

Coaches.

Staysfully involved.

Observes fronadistance.

Delegations alsoimpossibéwhen working for onevho abdicates:
x Assigns tasks butirnishes no guidanaa resources.

« Delegateshendisappears.

x Dumps responsibilitieentosubordinates.

« Passes blaeto subordinates.

« Takescreditfor subordinatesvork.

x Loses controdnd thenpanicsin trying to regainit.

To delegateataskproperly,your supervisor
x Ensures yoetheright person for thgob.
« Definestherequiranentandconfirmsyou understand.

x Asks for ideas.
x Provides requirecesouces.

« Establishestandardgincludingrecognitionfor ajob well done).

If thesepointsarerit coveredyou mayfail to accanplishthetaskor accanplish

it only with exhaustivesffort.

If held on ashort leashfollow thesetips to gainmorefreedomto act:

x Learnyour jobso itsnotnecessaryo run totheboss for instructions.

x Solveyour own problens--referveryfew upward.

x If referringproblemsupward, als@rovidealternativeandrecanmendation.
« Anticipatefuturetasks angbrepareor them.

x Show your boss how yduperformbetterif givenmoreauthority.

« Involve your boss irgood solutiongou thoughof.

x Takerisks anddo thingswithoutbeingtold.

« Taketheinitiative in managingherelationshipwith your boss.
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Managing YourBoss

Introduction Do you-

X

X

X

Getalongwith everyoneexceptyour boss?
Feelyou lackinfluence?
Believeyour boss i poor canmunicator?

Managing Perhaps i§ a personalityconflict, thoughnotverylikely. More likely, problems
the arisebecauseitheryou or your boss has failéd managdherelationship.

relationship

You haveless power thagour boss andhoreto loseif therelationshipfails.

Becauset's in your bestinteresttaketheleadto makethe relationshipwork.
Beginby gettingrid of badassunptions.

Bad Don'tdeludeyourselfby assming you--

assumptions ,
about .
yourself

X

X

Don'tneedtheboss.

Reallyknow thebosss priorities.
Givethebossmorethanenoughinformation.
Canalwaystakethebosss wad atfacevalue.

Bad Don'tgetinto thedoghouse by assungtheboss-

assumptions
about
your boss

X

Doesrt needyou.

Will give you resourcewithoutbeingasked.

Must besatisfiedwith your work if nothinds saidaboutit.
Is moreconcernedboutyour resultghanyour style.
Has astakein your careedevelopnent.

Is solelyresponsibldor therelationships success.

Guidelines  To build abetterworking relationshipvith your boss, followtheseguidelines:

for x
managing
your boss

If your boss israguefill voidswith question®r assmptions.
« If possible getanswers fronyour boss.
« If not, getthemfrom thosecloseto theboss.

Find outhow your boss prefets receiveinformation. (Seepage2-15.)
Interactwith your boss asocialeventsbutdorit justtalk aboutwork.
Constantlyclarify your bos's priorities for theyre everchanging.

Walk amile in your bos% shoes.

Readyour bos’s tealeavegwhatliesin storethatcouldaffectyou both).
Keepyour boss infomed--bothgood news antad.

(Seepages-22 and6-23.)
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Chapter Summary

Key points

Thistablesummarizeskey pointsof chapteisectiors or informationblocks:

Topic

Summary

Page

Objectives

Objectives

Apply systens conceptgo work.

Explainfive functions of themanagenentprocess.
Describemanageskills androles.
Integratemanagemlandleaderroles.

Use delegationf authorityto manageeffectively.
Managetherelationshipwith your boss.

Systems
approacho
management

X

X

X

X

X

A systemis agroup of nterrelategartswith a purpose:

Envirorment.
Input.
Conversion.
Output.
Feedback.

Actionsin onepartaffectall others.

1-2
and
1-3

Sustainment

Systermwill sustaintselfif it has-

A worthy purpose.
Demandfor its products.
Access taesources.
Efficient processes.
Timely feedback.
Acceptancef its products.

1-3

Additional
principles

X

X

X

X

X

Additional managenentprinciples:

Synergy-wholeis greatetthansumof its parts.
Flexibility--morethanoneway todo sanethingwell, so dort
wastetime seekingonebestway.
Contingency-situationdetemineswhatworks best.
Efficiency--doingthingsright.

Effectivenessdoingtheright things.

1-4

Subsystems

An organizatiorhas sixsubsystms:

Mission.

People.
Structures.
Tednology.
Leadership.
Taskenvirorment.

and
1-6
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Chapter Summary, Continued

Key points  (continued)

Topic Summary Page
The five « Planning. 1-7
functions of x Organizing.
management | x Coordinating.

x Directing.
x Controlling.
Must consideall five functionswhenmanagingwork.
Integrationof | For themanagenentprocess tavork, all functionsmustwork 1-8
management | togetheiin anintegratechetwork. If they dont, desiredresults
functions won't beforthcaming.
Typesof x  Supervisr. x Seniorexecutive. 1-9
managers x Firstlevelsupervisor. x Individual contributor.
« Manager.
Management | Managersise thresets of skills:technicaljnterpersonaland 1-10
skills conceptual.Theyuse themn varyingproportionsaccordingo
their positionandlevel of responsibility.
Staff officer x Leader. 1-11
roles x Manager. and
x Follower. 1-12
x Teamplayer.
« Peer.
x SubjectMatterExpert(SME).
Managing and | Managings gettingthingsdonethroughpeople. 1-13
leading Leadingis inspiringpeopleto want to getthingsdone. thru
SOs botimanageandleadandmustknow when tado each. 1-15
Managing Peopledont wart to be manageetheywantto beled! 1-16
things and Always ranember-we managehings,butwe leadpeople.
leading people
Delegationof | A properlydelegatecdssigmentcontainsa balancedlendof 1-17
authority authority,responsibilityandaccountability. Whenassigned task, thru
ensureyouve beendelegatedufficientauthorityto-- 1-19
« Act withoutinterference-betheboss of your own job.
x Obtainresources.
x Assign tasks.
« Getthejob donewithoutgettingexhausted.
Managing You havemoreto loseif therelationshipwith your boss fails, 1-20
your boss so taketheleadto makeit work. Getrid of badassumptions.
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Chapter?2
Staff Work

Overview

Introduction Staffwork isasmucha partof any Amy as weapons arsbldiers. Staff

officersaremembersof staffs angerformstaffwork.

Purpose This chapter explaing/ho staff officersare,whatstaffwork involves,and

whatit takesto getit done

It suggests ways tbeveloppersonahttributesequiredfor staffwork and

acquireskills to performcommon staff functions.

Objectives After completingthis chapter ya shouldoe ableto--
Describestaff officerattributesandways todevelopthem.

« Provideinformationin usableform.
« Use infomationto build trust.
x Prepareompletedstaffwork.

This chapter containsthe following sectiors:

Section SeePage
The Staff officefsWorld 2-2
Anticipation 2-4
Initiative 2-6
Guidance 2-9
Perspective 2-11
InformationProcesses 2-13
Written Sources of Infanation 2-14
ProvidingInformationandBuilding Trust 2-15
CompletedStaff Work 2-17
Staff Doctrine 2-19
ChapterSummary 2-21
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The St aff Of ficer s Worl d

Introduction

Definition:
stef officer

Definition:
action

Definition:
working an
action

What action
really means

This sectionexplainswhatstaff officersdo andwhatit takesto getit done.

Note Weve alreadydefinedthetemms, staff officerandaction butrepeat
themhereto refreshmemory.

A Staffofficer (SO)is a staff memberwith subjectmatterexpertisavho
takesactionon behalfof seniorstaff officersor canmanders.

An actionis ataskusuallyrequiringcoordinatiorandthetaskingauthoritys

appovalin its final form. It couldbea--

x Simple onetimetasktakingfive minuteswith apen,paperandtelephone.

x Major projecttakingseveraimonths,requiringextensivecorrespondence,
andinvolving dozensof players.

Working (or runningwith) anactionmeansdoingeverythingrequiredto
completeit, includingall its supportingasks.

Examplesof working(or runningwith) an actioninclude

x  Obtainingguidancdrom a decisionmaker.

x Developinga positionon anissue.

x Visiting officesto getconcurrencéchops) on g@roposal.
x Negotiatingwith opposingplayers.

x Makingslidesfor abriefing.

x Briefing a proposato obtaina decision.

x Preparingletterfor theCG's signature.

x Draftingamessagédor worldwide dispatch.

x Representingour canmandat a major conference.

Over fortyyearsagoGeneralW. B. Palmerdefinedwhatit meango bea
staff officer:

An army existsfor only onepurpose:action. The staff existsonly to
produce action.We call you [ a staff] officer becausewve want action.
All you are herefor is to getsomethingdone. A paper,any word you
write, is wastedeffort unlessit directly contributedo getting
somethingdone. You may havealong hardtask, a lot of researcha lot
of conferencesa lot of concurrencesbut all the time your missionis
to find that solution and getsomethingdone
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The Staff Officer'sWorld, continued

The staff A staff existsto servea commanderandsupport subordinatsmmandersand
staffs. Itfreesa commanderfrom myriad detailsof runninga complex
organizationby managingunctionalareassuch as personnédgistics,or
resourcananagenent. A staff alsohelpsa commandemakedecisiondy
providinginformationandmakingrecanmendations.

Supervisors, A staff officerworks formanybosses. Your relationshipsth otherstaffs
senior staff exposeyou tosupervisors, seniataff officers,andcommandersat several
officers,and levels,bothinsideandoutsideanorganization Interactingwith thesefolks is
commanders anexcitingexperienceanda meandor professionagjrowth.

Examples
x Immediatesupervisor. « Chiefof staff.
x Division chief. x Commandinggeneral.
x Secretarpf theGeneralStaff (SGS). « Projectmanager.
x Executiveofficer. « Staffofficer from asisterservice.
Tip: Whenworking with otherbosses, always inforgour immediateboss on
thesituation.
Life ona Thestaffenvirormentin a major headquartersvhile exhilaratingis also
headquarters demanding. Thisatmospheres characterizety--
staff x A sense of urgencgurrounding issues argtions.

x Unexpectedjuestions.

x  Proximity to flag officersandseniorexecutives.

x  High volume of actionshandledeveryday.

x  Necessityfor extensivecoordination

x  Challengeandfrustrationof gettingfolks to support gosition.
x  Crash projects.

x  Shortdeadlinesandlack of resourceso meetthem.

« In-boxes thatemain full.

Attributes Thenextfour sectiors describeattributesrequiredfor survivingin this
highly chargednviromrment,includingability to--
x Anticipaterequiraments.
x Displayinitiative.
x Seekor follow guidance.
x Maintainperspective.
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Anticipation

Introduction Ability to anticipateeventshelpsyou--
x Avoid surprises.
« Discoverwhats neededandask for itin time.
x Makefutureplans.
x Runin thefastlane.

Don't get Don'tgetambushed-avar-gamedthe action:
ambushed x Use checklistsSOPs, an@xperienceo identify potentialproblems.
« Look atthingsfrom differentangles.
« ldentify showstoppersn advance.
x Think aboutpossiblequestionsandanswer thenbeforehand.
x Seekadvicefrom moreexperiencegeople.

Examples Examplesof dvar-gamingéthe action:
« Send outheagendaarly,somemberscancontactyou on issues.
x Do notomit anagencybearingon theproblemor itssolution.
x Beawareof how theactionaffectsthewholeorganization.
x Do notfall in love with a solution;thebossmay notbeableto implementit.

Be prepared Be preparedor taskingatanytime (like when your boss boss spots you i
for sudden hallwayandtasks you wittanactionon-the-run). Ensureyou understanthe
dasking® requirenentimmediately.

Otherwiseyou risk theembarrasmentof--

x Going backo getinformationyou shoulchaveaskedor originally.

x Doing thewrong work therhavingit rejected.

« Asking formoretime, becausgou muststartover.

Don't be Whenafasttalkingboss assigns action,do not beintimidated:
intimidated x Rephras¢éherequirenentto confirm whats expected.
x Do notbeafraid;if you dort understandask for clarification.

If later you stillneedmoreinformation,geton thepersors calendaright away
to discuss théssue further.

Carry To keepyour witswhenrunningin thefastlane,alwayscarrythesesurvivaltools:
survival x Pen or pencil.
tools « A little notebookor 3x5 cards.

x List of smartquestiongmemorizedor in a notebook).Sample on nextpage.
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Anticipation,Continued

Ask smart Wrapyour ams aroundtheaction: ask questionBke these:
questions

Smart questions:

Wten is the action due?
Who am I witing for?

Any  specific guidance?

Do you want to see a dr aft before | get chops?

Who to involve in putting action together?

Key people to attend decision brief?

Hd den agendas?

Figure2-1. Listof smartquestions
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Initiative

Introduction A sharp staff officers a self-starterwho doesri--

Staff
officer
initiative

Levelsof
initiative

x Camp atthebosss door waitingo betold whatto do.
x Ask whatto do next.

x Seekdetailedinstructions.

x Ask for solutiongo problans hés capabl®f solving.

Any selfstartergetsthingsdonewithout closehandholdingfrom his boss.

MG Perry 3nith (USAF, Ret.)notesthevalueof initiative in a staff officer:
Seniorofficials really appreciatestaff officerswho takeinitiatives,
work outhappycompromises,solveproblems,andcome up with
innovativesolutionsto toughproblems. Thestaff officerwho keeps
throwingthe problembackto bosses, who offers twld thebosses'
coatwhile theyfight a battlethatthe staff officercouldhaveprevented,
andwho areproblemcreatorgatherthanproblemsolvers nomally fail.

How muchinitiative shouldyou take?Look atthis graphic. Try atleastto
operateat Level 3. Thisenablesg/ou topreparecompletedstaffwork without
detailedinstructionsandclosesupervision.As you gainexpertisefry to
operateat higherlevelsof initiative.

Initiative Staircase

LEVEL 5:

AAct but
update
boss.

LEVEL 4:

AAct but tell
bossat once.

LEVEL 3:

ALook into the problem.
Develop alternatives.
Recommend a solution.

LEVEL 2:

AAs k what
— to do.
LEVEL 1:

AW ait until told what to do.

Figure2-2. Seizdheinitiative
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Initiative, Continued

Taking a
position

Be prepared

Using
initiative
when
coordinating

Thepeopleyou work for ardoo busy totakepositionson allissues. Theyely
on you te-

x Keepinformationupdated.

x Formwell-reasond opinions.

x Bereadyto promoteor defendhem.

If bosses ask for adviaa short noticealwaysbe prepared.Keepcurrentfact
sheetsinformationpapersandbriefing slideson hando fill their plateson a
moments notice. Don't getintothebarrel:

Humma, Humma,
A Hardtosay.
A Tough issue.
A Very contentious.

A Dond even have a fact
sheet on it.

I&n meeting with
General Wes Poinnerina 3
few minutes!

What® our position on
his proposal? .

Mal Adroit, New AO

Figure2-3. Takeclearpositionson issus

Aggressively(buttactfully) use initiativeto coordinate:
x Seekoutthoseaffectedand touchbasewith them.

x Ask questiondutdont blindly acceptanswers.

x Push angbull information;it doesrt flow naturally.

x Checkandrechecko ensuranformationis accurate.
x Usemultiple sources t@onfirmfacts.
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Initiative, Continued

Keeping Takeinitiative to moveanactionif it loses visibilityor saneoneis sittingon it:
actions « Always know whereheactionis.
visible x Enlistpeopleto support thection(missionarywork).

x Maintainfrequentcontactwith thoseinvolved.

x Reporttheaction's statug PERTdiagrams, milestonescharts significant
activitiesreports).

x Prebriefkeyplayers.

x Diplomaticallyremind peopleto chopon theaction.

x Forcetheissue-usemeetingsmemos,calls,andvisitsto bringtheissue to
theforefront.

Following Yogi Berraoncesaid,"It ain't overtill it'sover.” Followingup on armactionis
up as mportantas preparingt for signature.Don't simply drop anactioninto an
in-boxandforgetit. Thisis asure way tdoseit or missthesuspenseate.

Waysto Herearesame ways tofollow up:
follow up x Gentlynudgepeopleto movetheaction-yourboss, executivefficer, or
decisionmakerls secretary.
x Contactkeyplayersto ensurgheyunderstandherequiranent.
x Checkto ensureeverylndyis readingfrom the sane sheebf music.
« Provideinformationor otherassistanceso people&eanmeettherequirenent.

Passingan Don'tassume everyactionlandingon your desk igour action. Sametimesthe

action taskingauthoritymakesa mistake. If this happenstaketheinitiative to pass the
actionto its rightful owner:
Step Action

1 | Contacttheoffice of primaryresponsibility.

2 If they acceptheaction-
x Pass ito themandinform thetaskingauthority,or--
« Returntheactionto thetaskingauthoritywith routinginstructions.

3 | If theyrefuse returntheactionto thetaskingauthority(chiefof staff,
executiveofficer, SGS) for resolution.

Note Organizationsisuallyhavearoutingform for passing actions.
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Guidance

Introduction Most decisiommakersappreciate staff officerwho canwork withoutdetailed
instructionsandclosesupervision.Ratherthangiving detailson how theywant
samethingdone theyissue guidelinefor whattheywantdone.

Definition:  Guidanceis informationor advicea decisionmakerprovideswhen assigningn
guidance action. It's abroadform of directionencouragingelf-relianceandinitiative to
solveproblems.

Reasondor Proper guidanceemovesconstraint®f detaikedinstructionsandclose
providing supervision.By delegatingletailsandprocedureso you, thedecisionmaker
guidance avoidsmicro-managingandcanfocus on largeissues.

Degree of Thedegreeof guidanceyoull seekor beprovideddepemison--
guidance x Personaéxpertiseandexperience.
sought or x Informationandotherresourcesvailable.
provided x Complexity of thetask.
x Decisionmakefts managenentstyle.

Examplesof Areas whera decisionmakermightprovideguidance:

guidance x Desiredresults. x Acceptablelternatives.
x Conditionsasolutionmustsatisfy.  « Peopleto contact.
x  Thingsthatcarit go wrong. x Political or protocolconsiderations.
x  Whatmustremainunchanged. x Sources of contention.

x Resourceonstraints.

Advantages Workingunderbroadguidance-
of working Eliminatesneedfor closesupervision.
under broad « Provides flexibilityto choosemeangor accaonplishingthetask.
guidance x Encouragemitiative.
x Builds moraleandself-confidence.
« Unleashesreativity.
x Leadstoimaginativesolutions.
x Pramotespersonafrowth.

x
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Guidancecontinued

Whento seek Seekguidancedn thesecircumstances:

guidance

Sourcesof
guidance

NRDC GRC 1 Staff Handbook

When you must

When the decisionmaker has

Clarify therequiranent.

Informationyou need.

Resolveconflictingpriorities.

Strongviews aboutheissue.

Reconciledeviationfrom previous
guidance.

Committedto a courseof action.

Completethetaskin little time.

Expertiseon thesubject

Draw on thessources of guidancébependingn availabilityof information

andaccessibity of people takethesesteps:

Step Action

Examples

1 Deduceguidancdrom
informationsources.

x Organizatiors missionandgoals.
x Personaéxpertise.
x Informationnetwork.
x  SOs familiar with theaction.
x Regulationspolicies,SOPs.
x Commandels--
« Intent.
« Managenentstyle.
« Personality.

2 Consultpeoplewho
originatedthetasking.

x Higherheadquarters.
x Outsideagencies.

x Commander.

x Chiefof Staff.

x Secretaryf theGeneralStaff (SGS).

x Commandels PlanningGroup.
x Protool office.
x Immediateboss.

Note Staff officersusuallyobtaincommandels guidancehroughthe chief-

of-staff, SGS, or executivefficer.
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Perspective

Introduction Thissectionexplainswhy we neegerspectivandsuggests ways @acquireit.

Definition:
perspective

Gaining
perspective

Teanwork

Barriersto
teanwork

Do-it-
yourselfer

Perspectives the ability to seethingsin theirtruerelationship. This qualityis
vital to a staff officer:

« It givesonea feelfor theproblem.

x Makes iteasietto shapanformation.

x Leadsto thebestsolution.

Converselypnewho lacksperspectivdivesin aworld of parochialiews and
immaturesolutions-deficienciesa commandercarit tolerate.

In additionto personabrowth, staff officergainperspectivéhrough
teamwork andcross training.

A staffoperatess ateam. Staffersshouldknow functionof fellow staff
membersalmostas wellas theyknow theirown. Thisis essentiafor staff
effectivenesshecauseactionsusuallyinvolve playersfrom higher,lower,and
adjacenstafs, bothinternallyandexternally.

While accanplishingmuchon your own, yoli usuallyneedhelpfrom others.
Workingin ateamsettinghelpsonegainperspectivédy--

x Gettingneedednformationfrom peoplewho havat.

« Allowing devils'advocateso exposaveaknesses iypour thinking.

Same peoplearerit teamplayersbecausé¢heyre afflicted with ado-it-yourself
mentality,drivenby excessiv@ride,or blindedwith obsession.

Sametimesonestaff officerwill possessnore expertisan a certainareathan
anyoneelsein theorganization.While this staff officermay gainvisibility and
prestigehéll alsocauseoroblansif unwilling to shareknowledgeor work with
others. Herés whathappengo ado-it yourselfer:

It makesone Which leadsto
Indispensable Overwork andexhaustion.
Arrogant Antagonisn.
Narrow-minded Parochialis.

Aloof Alienation.

A do-it-yourselfapproachs fine for home repairsbut notin theworkplace. It
will provea hindrancenvhen tryingto managesventsandleadpeople.
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Perspective;ontinued

Pride,
passion,and
obsession

Unethical
behavior

Overcome
shortcomings

Cross
training

Haveyou everpreparedhgood piecef staffwork, onlyto seesame low-level
bureaucrabr insecurdossmakeit unrecognizableRarely,howeverwill an

actionsail through the systemwithout saneonechangingt. As it moves

throughcoordinatiorchannelspeoplereviewingit will alsoaddperspective.
Thetendencys to reactto such circanstancegmotionally. While you should

vigorouslydefendyour positionalsorecognzetheseemotionalforces:

Pride (prideof workmanship)is virtuous. Excessiveride, howeverJeadsto

uncontrolledpassion or obsession.

Passionis anintensedrive or strong lovdor anobject. It too canbevirtuous.
However, uncontrollegassion degnerateto to self-destructiveobsession.

Obsessions unreasonablpersistencer fixationthatobscures reality.

Excessiveprideor obsession clougedgmentandleadsto unethicabehavior:

Examples
x Refusingto accepthonestdissenor constructiveriticism.

x Making personahttackson opposinglayers.

x Lying.

x  Withholdinginformationto protectyour position.
x Undemining thedecision.

To overcane excessivgrideor obsession

x  Know when tohold andwhen tofold.

x Prepareexcellentwork thatwithstandsunfoundectriticism.
x Build trustwith peersandkey players.

x Use persuasiobeforeresortingto debate.

x Stateviews franklybut support thdinal decision.

x Learnthedistinctionbetweerpassion andbsession.

Learningdutiesof fellow staff officers-

x Enhancegersonafrowth.

x Adds topersonalnfluence.

x Spreads workload.

x Increaseyour bos%s flexibility when assigningasks.
x Strengthenghetean.

x Keeps you fronbecaningindispensable.

x Builds morale(ableto takeleave-peerscapableof filling in).
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Information Proceses

Introduction To makesound decisionslecisionmakersneedtimely andaccuratenformation.
Theyrely on staff officerdo manageat andprovideit in usableform.

Processes

Theseareprocesses famanagingnformation:

Process

Description

Gathering

Devisinga collectionplanto maintaina database
sufficientto support currenandfuture estimates.

Note

« Do ensureequestgor information arenecessary.

x Don'tburdenotherstaffs or subordinatsommanders
with request$or unnecessarpformation.

Analyzing

.

Sorting,sifting, andassessing infonationfor its--
x Significance.

x Completeness.

x Reliability.

Condehsing

Keepingonly esentialinformationandshapingt so its--
« Usablefor makingdecisions.

x  Quickly retrievable.

x Fomattedfor rapidupdate.

[ Exchanging

Giving folks whattheyneedandgettingwhatyou needby
tradinginformationthrough-

x Personatonversations.

x Meetings.

x Messages.

Formatting

Using appropriaienediumfor thesituationand
consideringhedecisionmakers preferences:
x  Handwritten3x5 card

« Decisionpackage.
« Factsheet.
« E-mail.

Informing

Info!
Info!
Info!

Providingtheright informationto theright people:

« Keepingkey playersupdated.

x  Pramptly informing higher,lower,andadjacenstaffs.

« Giving outjustenoughinformationandnot overloading
folks, especiallfhecommander.
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