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PREFACE 

 
Disclaimer: The NRDC-GREE#% 3ÔÁÆÆ /ÆÆÉÃÅÒȭÓ Handbook is not an original work. 
 
The information in this handbook is mainly taken from the respective U.S. Army Staff 

Handbook, found free on the  internet, and then ÁÄÊÕÓÔÅÄ ÔÏ ÔÈÅ (1ȭÓ ÐÅÒÓÐÅÃtives and realities. 
 
Although it is not an original work, a lot of effort has been put into, in order to bring all  

available content in readable and easily adopted format. For this, I would like to express my 
sincere thanks  

to Major Nikolaos OIKONOMOU, HE A  and Private Nil Solomon LEVI, HE A, since they 
undertook much of the workload of this effort, 

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

 
This Handbook aspires to be a useful tool by providing some tips, derived from the 

experience gained ÁÍÏÎÇ ÖÁÒÉÏÕÓ ÈÅÁÄÑÕÁÒÔÅÒÓȟ ×ÈÉÃÈ ÁÌÏÎÇ ×ÉÔÈ ÔÈÅ 3/ȭÓ ÐÅÒÓÏÎÁÌÉÔÙ ÃÁÎ 
ameliorate the level of the staff work, ÒÅÆÉÎÉÎÇ ÔÈÅ ÆÉÎÁÌ ÐÒÏÄÕÃÔÓ ÁÎÄ ÆÁÃÉÌÉÔÁÔÉÎÇ ÔÈÅ #/-ȭÓ 
efforts towards accomplishing his mission. 

 
This text is subject ÔÏ ÁÎÙ ÉÍÐÒÏÖÅÍÅÎÔ ÅØÔÒÁÃÔÅÄ ÆÒÏÍ (1ȭÓ ÄÁÉÌÙ work and the 

experience compiled during your own mission, operational experience and working perception.  
 
This Handbook will be of value to you only if you know what is in it. I urge you to take 

some time to familiarize yourself with its contents and organization. 
 
 
 
 
 
 
 
 

MGen Ilias LEONTARIS, HE A 
COS NRDC-GRC 
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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 NRDC-GRC Staff must understand the direction and priorities of the 
Commander much as one is expected to know the commander's intent in a tactical unit. The 
major difference between staff actions at this level and subordinate levels is the magnitude of 
their impact. Staffs actions at NRDC-GRC level affect the Greek and Participating Nations Armies 
and, often, the allied defense efforts. 
The specific role 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, with a large 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 maximum benefit to the HQs and the 
Army in terms of success in combat, staff efficiency, and improved procedures 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 decision-makers are 
founded on fact and stated with precision. 
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 paper 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 final success. 
Over the years, you undoubtedly have developed your own techniques for rapidly coming to grips 
with new responsibilities. What works for one officer may not work for another. The following 
are a few points you might consider in getting started. 
¶ Recognize that officers on their first assignment in HQs like NRDC-GRC 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.  
¶ Do not be afraid to ask questions of your predecessor. 
¶ Review any SOPs that may exist and familiarize yourself with staff directives that govern 

your activities. 
¶ Become familiar with what is in the office files.  
¶ Identify those individuals with whom you can expect to deal with on a frequent basis. Get 

to know them.  
¶ As time permits, review documentation that will serve to rapidly build your expertise in 

your staff areas. 
¶ 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.  
¶ 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 good rule. 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.  
¶ Nothing uses up a staff 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 and e-mail addresses to use in handling 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. 
¶ Given good reasons, suspense dates often can be extended. When an action is received, 

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? 
¶ When slack periods develop, do not use time to generate unnecessary paperwork. The 

number of papers you can produce does not determine your value to the Staff or expertise 
as a staff officer. 

¶ A common failing, when slack develops, is to rewrite directives that do not need rewriting 
or to generate some new requirement or report. 

¶ #ÏÎÓÉÄÅÒ ÔÈÅ ÉÍÐÁÃÔ ÏÎ ÙÏÕÒ ÃÏÕÎÔÅÒÐÁÒÔ ȬȭÏÒÇÁÎÉÚÁÔÉÏÎÓȭȭȢ %ÆÆÉÃÉÅÎÔ ÁÄÍÉÎÉÓÔÒÁÔÉÏÎ ÉÓ 
achieved by minimizing paperwork not by creating more. 

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

Always use the proper means and procedures in preparing a staff action.  
¶ At our level, staff actions can follow any of 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 papers need 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, grammar, following the established administrative 
procedures. You should use the active voice in your writing. 
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Integration and coordination are essential.  
¶ Horizontal integration of effort based on a shared understanding of the HQ's direction 

and priorities between all functional areas is 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 passive role with a narrow view of your 
specific area of interest, you will do yourself and the HQ a disservice by failing to 
contribute fully. 

¶ Coordination will be accomplished by the quickest and most informal method appropriate 
to the action and its classification. 

¶ 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. 

¶ Remember the staff process is a two way street. The action you help expedite today may 
help you move yours tomorrow. 
 

Always follow through.  
¶ Every directive must be accompanied by positive provision for follow-up to ensure that it 

is obeyed. 
¶ You can crank out tons of paper, but 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. 

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

¶ Do not turn your desk into a filing cabinet. 
¶ 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, 
librar y and other sources. 
 

Hold to a normal duty day to the extent possible.  
¶ 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 or three times to understand it. 

¶ Normal hours keep you fresh, thus tending to increase your level of efficiency. It will also 
allow you more time with your family, an important factor to the NRDC-GRC. 

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

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

Respect the opinion of your colleagues. 
¶ From the standpoint of background and experience, SMEs will often have much more 

knowledge of a given subject area.  
¶ Others may have the advantage of recent field experience and technical training. 
¶ The Staff operates as a team, each person complementing the ability of others. 
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Remember the mission. 
¶ Avoid tunnel vision. Sure, your job is important, but think in terms of the basic HQ mission 

success in combat. View your assigned responsibilities in terms of that mission and those 
functions that support it. 
 

Be security conscious. 
¶ Action officers often must review or originate highly classified information. This frequent 

exposure, plus an environment of haste and urgency, can 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. 

¶ Never leave classified documents, notes, and other materials unattended, in your desk, or 
in a box likely to become buried. Don't retain any classified paper you don't absolutely 
have to keep. Screen classified files regularly to weed them out. 
 

Reinforce good performance. 
¶ When your people do 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.  
¶ A record or list of your points of 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. 

¶ It will also be extremely useful to your replacement and save headaches, time and grief 
after your departure. 
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Introduction This section is an overview of the Guidelines to NRDC ï GR Staff Officers 
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Purpose  This instruction is designed to enable staff officers and other staff members to 

acquire basic staff and communication skills at any level of an organization. 
 

 
 

Structure Staff officer, the book youôre now reading contains ten chapters and six appendices. 
 

 
 

Edition/date 1
st 

/ February 2014 
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Focus  The text focuses on staff work at the general staff level. However, quoted points 

apply at all levels. For example, in your situation you may not brief general officers 

or senior executives. However, you can still use briefing techniques described in this 

text to update your supervisor on projects. 

 
 

 
 

Exceptions 
 

We donôt do 

it that way! 

Here, we suggest techniques generally practiced throughout Armies and other 

institutions. However, some will  argue, "That's not how we do it where I used to 

work." Exceptions occur because organizations are shaped by their mission, 

functions, local customs, and/or the commanderôs personality. 

 



Organization and Format 

Introduction This section explains how the text is organized and formatted. 
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Chapters 

and 

appendices 

The text contains ten chapters and six appendices. The chapters explain how to 

perform staff work, communicate clearly, and increase personal effectiveness. 
 

The appendices contain useful reference materials that supplement the chapters 

and can serve as desk references. 
 

 
 

Chapter 
content 

Each chapter contains 

x a table of contents. 

x a series of instructional topics referred to as ñsections.ò 

x a summary. 

x endnotes or references (most chapters). 
 

 
 

Gender  For simplicity and ease of presentation, we use masculine genders of singular 

pronouns to refer to both sexes. 

 
Likewise, graphic illustrations are generic. We use them to promote interest and 

aid comprehension for visual learners. 
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 This text contains ten chapters. 
 

To gain maximum benefit, study all chapters. 

Endnotes 

and 

appendices 

This text contains all the information needed. 
 

Use sources cited at endnotes for further study. 
 

Use the appendices to supplement chapter material and as job aids. 

 

 
 
 
 

Introduction This section provides instructions and study tips. 
 

 
 

Objective  Terminal learning objective (action and condition): 

Action You'll  use techniques to enable you to 

x apply management principles to your work 

x prepare and coordinate staff actions 

x manage time and set priorities 

x write to Army standards 

x conduct meetings, interviews, briefings, and 

x uphold high ethical standards. 

Condition You will  use this text, which contains explanations and examples. 
 

You may seek assistance from your supervisor and staff experts.  

 

 

 

 
 

Instructions Please follow instructions outlined below: 
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Welcome  Welcome to the world of the staff officer. It is an exciting job, filled with 

challenges and opportunities. Most senior staff officers, senior executives, and 

commanders were once staff officers. 
 

They fondly remember their experience as both rewarding in and of itself as 

well as a stepping stone to advancement. 
 

 
 

Staff Officer  :  A Staff Officer (SO) is a staff member with subject-matter expertise 

who takes actions on behalf of senior staff officers or commanders. 
 

Clarification: The term staff officer does not refer to a duty position; you won't 

see it on an organization chart. Regardless of official job title, if  you've been 

tasked with working an action, you're the staff officer. 
 

 
 

Action  An action in this situation refers to a task usually requiring coordination and 

the tasking authority's approval in its final form. It could be a simple one-

time task taking five minutes with a pen, paper, or telephone, or it could be a 

major project taking many months, producing extensive correspondence, and 

may involve dozens of players. 
 

 
 

Working an 

action 

Working (or running with) an action means doing everything required to 

complete it, including all its supporting tasks. 
 

Examples of working (or running with) an action include: 

x Obtaining initial guidance from a decision maker 

x Developing a position on an issue 

x Visiting offices to get concurrences (ñchopsò) on your position 

x Negotiating with people who oppose your position 

x Making slides for a briefing 

x Briefing a proposal to obtain a decision 

x Preparing a letter for the commanderôs signature 

x Representing your command at a major conference. 
 

 

Synonyms  Unless otherwise noted, we use these terms synonymously: 

x Staff officer 

x SO 

 

x Staff member 

x Staffer. 
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Chapter 1 

Organizations and Managers 
 

 

Overview 
 
 

 
Introduction Staff Officers work in complex organizations and play several roles. They 

interact with managers and leaders at all levels. As a result, they should 

know how organizations function and what role managers and leaders play. 
 

 

Purpose  This chapter explains how to apply basic organizational and management 

principles to your work. 
 
 

Objectives  After completing this chapter you should be able to-- 

x Apply systems concepts to your work. 
x Explain five functions of the management process. 

x Describe manager skills and roles. 

x Integrate manager and leader roles. 

x Use delegation of authority to manage effectively. 

x Manage the relationship with your boss. 
 
 

 This chapter contains the following sections: 

Section 

Title 

See Page 

Systems Approach to Management 1-2 

Subsystems 1-5 

The Five Functions of Management 1-7 

Integration of Management Functions 1-8 

Types of Managers 1-9 

Management Skills 1-10 

Staff Officer Roles 1-11 

Managing and Leading 1-13 

Managing Things and Leading People 1-16 

Delegation of Authority 1-17 

Managing Your Boss 1-20 

Chapter Summary 1-21 
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Introduction Modern organizations are fast-paced, complex, and bewildering to a newcomer. 

One way to gain a foothold is to look at your organization as a system. Then 

you can see how it operates and how you fit in. 
 

 
 

Definition  The systems approach is the application of General Systems Theory to explain 

how organizations operate. This approach views an organization as a group 

of interrelated parts brought together for a common purpose. 
 

 
 

Parts  The parts form a system: 

x Environment. 
x Input. 

x Conversion. 

x Output. 

x Feedback. 
 

This model depicts a system's parts: 
 

 

External Environment 
 
 
 
 
 

 
 

Input: 

Å Demands 
Å Information 
Å Resources 

Conversion: 
Å Work 
Å Action 
Å Process 
Å Behavior 

 
Output: 
Å Goods 
Å Services 
Å Results 

 
 
 
 
 
 
 

Feedback 
 

Figure 1-1.  Systems model 
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Description  This table describes a system's parts: 
 

Part Description 

Environment The setting in which a system exists; it-- 
x  Gives inputs to the system. 

x  Uses the systemôs outputs. 

x  Imposes constraints. 
 

The environment has two facets: 

External environment: Outside influences such as 

higher headquarters, society, or economic system. 
 

Task environment: A subset of the larger environment-- 

the internal setting, such as working conditions. 

Input Energy that flows from the environment to the system: 
x Demands from customers or outsiders. 

x Information, including feedback. 

x Resources enabling the system to produce outputs. 

Conversion Processes to transform inputs into outputs. 

Output Products resulting from inputs and conversion. 

Feedback Timely information needed to-- 
x  Adjust to the environment's demands. 

x  Adjust conversion processes. 

x  Produce desired outputs. 
 

 

How parts 

link 

Each part must link: 

x The activities in one part to affect all other parts. 

x If one part is examined, it must be in the context of all the other parts. 

x No one part can function in isolation, nor can it be treated separately. 
 

 

Sustainment A system exists to fill  a need for its environment and continues to sustain 

itself and thrive as long as it has-- 

x A worthy purpose. 

x Demand for its products. 

x Access to resources. 

x Efficient processes. 

x Timely feedback. 

x Acceptance of its products. 
 

If it  does these things well, a system thrives; if  it doesn't, it becomes 

ineffective regardless of internal efficiency. A system must produce 

acceptable outputs or it will  begin to stagnate and eventually die. 
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Example  For decades American auto manufacturers made cars without fully 

considering pressures from their environment. They ignored foreign 

competition and impact of the energy crisis. They marketed cars without 

really knowing what customers wanted, nor did they attempt to find out. 

Customers reacted by turning to the better quality and designs of foreign- 

made cars. 

 
Finally American auto makers woke up; they examined their environment, 

studied the competition, and listened to their customers. They began to make 

quality cars that withstood competition and lured customers back into their 

showrooms. 
 

 
 

Additional 

principles 

Here are more principles from General Systems Theory and other schools of 

management thought that apply to system processes: 
 

Principle Descriptio

n Synergy The whole is greater than the sum of its parts. 
Example: People working as a team achieve more 

than they do working separately. 

Flexibility Since there's usually more than one way to do something 
well, we need not waste effort seeking the one best way. 

Contingency The situation determines what works best. Something 
that works in one situation may fail in another because 

of time, place, or circumstance. 
 

Note: This principle has an exception. It doesn't 

apply to decisions having ethical implications. Were 

we to apply it to ethical decisions, it could threaten 

ethical values for the sake of practicality. 

Efficiency Doing things right-- 
x The first time. 

x With minimum errors and waste. 

Effectiveness Doing the right things requires focusing on key goals and 
priorities to accomplish the mission. 

 

Note. Efficiency and effectiveness are interdependent. 

However, effectiveness is more important as it is useless 

to do things right if  they're not the right things. Section 

3 discusses this notion in more detail. 
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Introduction This section describes the six subsystems in an organization. 

Subsystem  Description 

Mission  A mission gives an organization the basis for defining-- 
 

M  i s s i o n 

S t a t e m e n t 

x Goals. 

x Objectives. 

x Tasks. 

x Standards. 

x Structure. 

People  People make things work by playing roles as-- 

x Leaders. 

x Followers. 

x Team members. 

x Stake holders. 

x Customers. 

Structure Organizations have both formal and informal structures. 

Formal structure: An organization's deliberate and official 

formation--what you see on an organizational chart. It 

formally defines division of labor and authority 

relationships. 
 

Informal structure: An organization's unofficial formation, 

which you can't see on an organizational chart: 

x Personal relationships regardless of official position. 
x Personal values. 

Technology  Physical assets enabling an organization to function: 

x Equipment. 

 x Skills. 

x Tools. 

x Information. 
 

              
    x     Facilities. 

Leadership Leaders are the glue binding all subsystems together. They 

sustain the system with-- 

x Clear vision. 
x Challenging goals. 

x Shared values. 

x High standards. 
x Ethical behavior. 

x Inspirational leadership. 
 

Task  The immediate setting directly affecting an organization are: 

environment x Working conditions. 

x Policies and rules. 

x Ethical climate. 

x Management preferences. 

x Quality of the work force. 

x Pressures from community. 
 

The task environment also links to larger influences of the 

external environment: 

x Private industry. 

x Local culture. 

x History and tradition. 

x Natural resources. 

x Foreign policy. 

x Global economy. 
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Illustration This graphic illustrates the six subsystems just described. The six subsystems 

shown within the circle form a subset of an organizational system: 
 
 

Task Env ironme nt 
 

 
Mission Techn olog y  

 

 
 
 

Lea de rs hip 

 
 

 
Structure  People 

 

 
 
 

External Environment 

 

Figure 1-2.  Organizational subsystems 
 

 
 

Advantages 

of using a 

systems 

approach 

A systems approach helps you-- 

x Distinguish between symptoms and causes of problems. 

x Trace problems to their sources. 

x Know which parts of the system your task involves. 

x Coordinate with the right people. 

x Apply your efforts where they count most. 

x Realize the impact of your actions on the organization. 

x Make best use of time and other resources. 

x Keep focused on customers' demands and the quality of outputs.
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Function Question 

Planning x  What is to be done? x  Where? 
x  Why? x  When? 

x  Who will do it? x  How? 
 

Note.  To encourage initiative and flexibility, planners often 

leave the how to those carrying out the plan. 

Organizing Who-- 
 

 

What-- 

x  Is involved and how? 
x  Needs what resources and when? 

x  Are the relationships among people, places, things? 

Coordinating Who-- x  Informs whom about what? 
x  Integrates details and events? 

x  Provides or receives support? 

x  Ensures coherent action? 

Directing 

 
Who-- x  Decides? 

x  Takes charge? 

x  Leads? 

x  Inspires? 

Controlling Who-- x  Monitors events? 
x  Follows up? 

x  Fixes things when they go wrong? 

x  Judges results? 

 

Introduction This section defines management and its five functions. 
 

 

Definition:  Management is the process of performing and integrating the following five 
Management         functions: 
 x Planning. 

x Organizing. 

x Coordinating. 

x Directing. 

x Controlling. 

 

Henri Fayol, a pioneer in management theory, defined management in these terms 

in 1914.  This definition still forms the basis of modern management thought. 
 

 

Why functions 

exist 

Whenever we bring people, resources, and events together for a common 

purpose, management plays a role.  We use its functions to create organizations 

and achieve goals in an orderly way. 

A scout leader, church deacon, and the CEO of General Motors are all managers. 

Each performs management functions like planning, making decisions, or 

following-up. Staff officers are also managers. 
 

 

Definitions  We define the five management functions with these questions: 

of functions 
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Introduction This section explains why the five functions of management must work 

together, if they're to work at all. 
 

 
 

Characteristics 

of functions 

This table describes the characteristics of the five management functions in 

terms of what they are and what they are not: 

Management functions are not  Management functions are 

Separate and distinct. Interdependent and overlapping. 

Always applied in sequence. Applied in no fixed order. 

Meant to operate in isolation. Meant to operate in concert. 
 

 
 

Integrated This graphic depicts management functions working in concert: 

network 

 
P lan 

 

 
 
 
 

Co n trol   Org an ize 

 
 
 
 
 
 

 
                                                                                                        Dire c t    Co o rd in ate 

 

 
 
 

Figure 1-3.  Integrated network of management functions 
 

 
 

Why 

integration is 

necessary 

For the management process to work, all functions must work together in an 

integrated network. If they don't, desired results won't be forthcoming: 

x Unless vigorously carried out, a well-written plan will  fail. 

x Without structure and relationships, coordination is impossible. 

x If there's no follow-up, clear directions don't count. 
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Introduction This section defines various types of managers found in organizations. 

These managers fall into several categories, as explained below. 
 

 
 

Manager A manager is one who manages work or supervises people. Although they 

carry different titles, the positions described below are all managerial in nature. 
 

 
 

Supervisor A supervisor is a leader of a group of followers. A manager who directs 

subordinates and is responsible for their performance is also a supervisor. 
 

 
 

First-level 

supervisor 

A first-level supervisor is a manager who occupies the lowest rung in the 

management chain. This supervisor leads a group of followers who are pure 

followers. They have no subordinates reporting to them. 
 

 
 

Manager Strictly speaking, a manager is one who holds a position above the first level of 

supervision--mid, upper, and executive levels of management. This manager 

mainly supervises other managers and first-level supervisors. 
 

 
 

Senior 

executive 

A senior executive is a civilian manager who is a member of the senior 

executive service (SES).  Referred to as an SES, this top-level manager holds a 

position comparable to that of a flag officer (general or admiral). 
 

 
 

Individual 

contributor 

An individual contributor is an informal term referring to a manager who has no 

subordinates (perhaps a secretary or assistant). Using expertise, he makes 

major contributions without extensive resources or many people at his call. 
 

 
 

Team leader  A team leader is one who is delegated authority to lead a group effort. While 

not enjoying formal supervisory authority, he may be delegated enough to-- 
x Task others. 
x Judge results. 

x Provide input for performance appraisals. 
 

Staff Officers typically play roles of individual contributors or team leaders. 
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Introduction This section outlines types and degrees of skills that managers need at 

various levels of management. 
 

 

Skills  Managers at all levels use three types of skills: 
 

Skill Description 

Technical Use techniques, knowledge, or expertise. 

Interpersonal Get people to cooperate singly or in groups. 

Conceptual Grasp ambiguous problems and provide purpose. 
 

 
 

Skill mix  Managers at all levels apply technical, conceptual, and interpersonal skills but 

in varying degrees. As the graphic illustrates, degrees of technical and 

conceptual skills vary among levels of management, but the need for 

interpersonal skills remains constant at all levels: 
 

 
 

C o n c e p t u a l S k il ls 
 

 
 
 
 
 

In t e r p e r s o n a l S k il ls 
 

 
 

T e c h n i c a l   S k il ls 
 
 
 
 
 
 
 
 

                             F ir s t L e ve l S u p v r A c t io n  O f f i c e r  M a n a g e r  E x e c u t iv e 

Figure 1-4.  Management levels and skills required 
 

 
 

Staff officer 

skills 

Staff officers use all three skills to tackle ambiguous problems, form 

recommendations, and communicate effectively. They realize that technical and 

interpersonal skills are important and soon learn that staff work requires highly 

developed conceptual skills. 
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Introduction People play many roles and shift in-and-out of them daily. This section 

describes six key roles that staff officers play: 
x Leader. 
x Manager. 

x Follower. 

x Team player. 
x Peer. 

x Subject-Matter Expert (SME). 
 

 

Leader  While staff officers aren't usually formal leaders, they still lead in an informal 

sense by upholding high standards and setting the example. Leadership 

experience for staff officers is invaluable. For it is from their ranks where any 

Army draws its leaders. 
 

 

Practicing 

leadership 

Staff officers use leadership skills when-- 

x Acting as team leaders. 

x Facilitating meetings. 

x Coaching inexperienced staff officers. 
 

Staff officers practice leadership every day, often in challenging circumstances. 

For example, it's not unusual for an SO to lead a team yet they be its junior 

member. 
 

 

Manager As managers, staff officers play roles as individual contributors and team 

leaders. Lacking the resources and experience of most managers, SOs still make 

major contributions. 
 

 

Follower Our Army stresses leadership, as well it should. But let's not forget the 

importance of following. Before being chosen to lead, one must be willing to 

follow. This means more than simply doing as told. Good followers will-- 

x Think independently. 

x Control their own work. 

x Assert their views. 

x Take risks. 

x Be self-starters. 
x Work without close supervision. 

x Step in when others drop the ball. 

 

 

Team player  Staff officers do many things by themselves, but rarely can they work an action 

without involving others. Whatever they have, others are looking for; whatever 

they need, others probably have. Working in a team setting-- 

x Creates synergy. 

x Saves time. 

x Consolidates expertise. 

x Clarifies objectives. 

x       Shortens communication lines. 

x        Exposes biases and oversights. 

x          Builds commitment. 
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Peer   Staff officers belong to a fraternity of individuals who work together and form  

strong personal and professional bonds.  This enhances teamwork and mutual 

trust. 

Peers are good judges of character. An unethical person may be able to fool 

bosses--for a while--but peers readily spot a phony.  No matter how smart or hard- 

working, one who has lost trust among peers will  eventually fail. 
 

Peers will overlook other shortcomings and jump to help a staff officer who needs 

help--as long as trust abides. Trust is the fabric of the staff officer's craft. 
 

 

Subject-  Staff officers form a corps of SMEs who-- 

Matter 

Expert 

(SME) 

x Have challenging visible jobs. 

x Are impact players. 

x Are the power behind the throne. 

x Help leaders make good decisions. 

x Do great things for their Army. 

 

Bottom line: Nothing gets done until an staff officer starts running with the 

action.  In fact--staff officers run their Army! 
 

 

Recap  Recap of staff-officer roles: 
 

 
L e a d e r  M a n a g e r 

 

 
 
 

S u b j e c t - 

ma t t e r 

e x p e r t 

 
F o l l o w e r 

 
 
 

 
 

P  e e r  
  

T e a m  

p l a y e r
 

 
 

Figure 1-5.  Proud to be an staff officer 
 
 

Attributes Since staff officers change roles frequently, they need these attributes: 

Attribute Description 

Perception Knowing which role to play and when. 

Flexibility Capable of rapidly switching roles. 

Empathy Appreciating roles other people play. 
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Introduction Staff officers are both managers and leaders and often play both roles at the 

same time. This section explains relationships between leading and managing 

and the need to integrate both roles. 
 

 
 

Definitions  For simplicity, we define managing and leading in these terms: 

Managing is getting things done through people. 
Leading is inspiring people to want to get things done. 

 

 
 

Distinctions  Although intentionally exaggerated, this table shows the distinctions between 

managing and leading: 

Managers Leaders 

Handle things. Inspire people. 

Maintain stability.  Force change. 

Define procedures. Create vision. 

Solve today's problems. Seek tomorrow's opportunities. 

Use their heads. Listen to their hearts. 

Do things right. Do the right things. 

Get people to do things. Get people to want to do things. 

Count beans. Win wars. 
 

 
 

Art and 

science 

Another way to distinguish between leading and managing is to look at 

leadership as an art that transcends the limitations of science: 

. . . leadership is the art of accomplishing more than the science of 

management says is possible. 
 

--General  Colin Powell, My American Journey 
 

 
 

Integration While managing and leading are distinct, they're not mutually exclusive: 

Managers use leadership to: Leaders  use management to: 

Add a human dimension to managing. Discipline their enthusiasm. 

Win enthusiastic support for decisions. Use resources prudently. 
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Examples  These are examples of integrating management and leadership processes: 
 

Activity  Managing Leading 

Run a meeting. Follow agenda. Build consensus. 

Sell a proposal. Persuade with logic. Build enthusiasm. 

Devise a plan. Issue instructions. Give people ownership. 
 

 
 

Doing both  One must be able to manage and lead at the same time: 
 

 
 
 
 
 
 
 
 
 
 

M a n a g e r  L e a d e r 
 
 
 
 
 
 
 
 
 
 
 
 

Figure 1-6.  Manager and leader: integrated roles 
 
 

Debate  Debate continues over the primacy of these roles in a military environment: 

x Some people feel that bureaucrats won't let leaders lead. 
x Others feel that unless controlled, reckless leaders will  squander resources. 

 

Both roles are equally important, but in Army culture leadership has the edge. 

Still, good leaders realize they need management skills to meet goals. 
 

I think the Army would make a serious mistake if  we made a distinction 

and said, 'You are a manager, and you are a leader'. . . . to think we could 

be one and not the other. 

--General John A. Wickham, Jr. 
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Confusion 

of roles 

If confusion arises over these roles it's because people-- 

x Adopt the wrong role for the situation. 

x Emphasize one role and ignore the other. 

x Lack either leadership or management skills. 

x Fail to integrate the processes of both roles. 
 

 
 

Examples  Examples of failure to integrate manager and leader roles: 

x Committing to a course of action but ignoring resource constraints. 
x Exhorting people to do more with less, when it's impossible. 

x Treating people as just another resource to manage. 

x Focusing only on what's quantifiable--statistics, reports, and data. 
 

 
 

Self- 

development 

However, few people excel as both managers and leaders. Most tend toward 

one or the other. Achieving basic competence in both roles is possible--and 

desirable. But achieving excellence in both would require tremendous energy 

and probably produce poor results. 
 

 
 

Play to your 

strengths 

Peter Drucker suggests another approach for achieving excellence: 

x Play to your strengths. 

x Shore up weaknesses--just enough so they don't erode strengths. 

x Don't waste energy trying to build excellence out of weakness. 

x Instead, invest energy to build on existing talents. 
 

 
 

Example  Example of playing to one's strengths: If not a gifted speaker but a talented 

writer, play to your strength. Work to improve writing ability even further. If 

speaking doesn't come easily, at least work to make it acceptable. 
 

However don't waste time fruitlessly trying to become an outstanding speaker-- 

you'll  erode your strength as a writer. 
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Introduction Though a little one-sided, this statement reminds us that we manage things but 

lead people. 
 

Let's abolish 

Management 

People 

don't  want 

to be 

managed. 

They want 

to be led. 

Whoever heard 

of a world 

manager? 

World leader? 
Yes-- 

Educational leader. 

Political leader. 

Religious leader. 

Scout leader. 

Community leader. 

Labor  leader. 

Business leader. 

They lead. 

They don't  manage. 

The carrot 

always wins 

over the stick. 

Ask your horse. 

You can lead your 
horse to water, 

but you can't 

manage him 

to drink. 

If  you want to 

manage somebody, 

manage yourself. 

Do that well 
and you'll be 

ready to stop 

managing 

and start  leading. 
 

 

Figure 1-7.  Managing versus leading 
 
 
 
 

 

 



Delegation of Authority  

NRDC GRC ï Staff Handbook              1-17          

Term Definition 

Delegation of 

authority 
The transfer of authority to enable a subordinate to 

discharge responsibility and answer for results. 

Authority Power to discharge responsibility and maintain 
accountability. 

Responsibility The obligation to-- 
x Perform duties of one's position. 

x Meet objectives within standards. 

Accountability The obligation to answer for how well one has-- 
x Discharged responsibility. 

x Managed the authority delegated. 

 

 

 
 

Introduction Managers use a powerful tool to get things done: delegation of authority.  They 

can't do everything themselves. Instead, they delegate their authority so others 

can accomplish tasks for them. 

Staff officers are not mere hired hands.  They must be delegated enough 

authority to exercise judgment and make decisions about their work.  Moreover, 

they interact with senior officials and need latitude to deal with them. 
 

 

Definitions  This table defines delegation of authority and its constituent parts: 

of terms 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Clarification A supervisor can delegate authority but not responsibility or accountability. 

Though he can hold subordinates responsible and accountable within their areas, 

he's still ultimately responsible for their performance. 
 

Any supervisor who shifts personal responsibility or accountability onto 

subordinates is guilty of abdication. 
 

 

Balance  A properly delegated task contains a balanced blend of authority, responsibility, 

and accountability:  

Description Example 

Enough authority to-- 
x Discharge responsibility. 

x Produce desired results. 

Power to-- 
x Make decisions. 

x Assign tasks. 

Enough responsibility to-- 
x Use one's talents. 

x Make job challenging. 

Manageable workload: 
x Can do job without getting exhausted. 

x Not set up to fail. 

Enough accountability to-- 
x Be held answerable. 

x Meet standards. 

Realistic, worthy, and attainable standards: 
x Poor performance not tolerated. 

x Excellent performance rewarded. 
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Illustration Graphic illustrates the balanced blend of authority, responsibility, and 

accountability in a properly delegated task. 
 

 
 
 
 
 

A u thority 

 

D e le ga te d Ta s k 

 
 
 
 
 

 
R e s ponsib ility A c c ountab ility 

 
 
 
 
 
 
 
 
 

Figure 1-8.  Delegation and its constituent parts 
 

 

Examples of 

proper 

delegation 

x Freedom to act within boundaries without interference. 

x Access to resources. 

x Work assignments appropriate for grade and skill of the position. 

x Reasonable workload. 

x Zero tolerance for poor performance. 

x Recognition of outstanding performance. 
 

 

Examples of 

improper 

delegation 

x Over supervision--hovering or meddling. 

x Under supervision--no accountability; person becomes a loose cannon. 

x Overloaded and exhausted--can't get everything done. 

x Little or nothing to do. 

x Unreasonable deadlines. 

x Poor performance condoned or rewarded. 

x Outstanding performance unrecognized. 
 
 

 



Delegation of Authority, Continued  

NRDC GRC ï Staff Handbook              1-19          

 
 

A micro-manager A manager who delegates 

Issues detailed directions. Provides broad guidance. 

Allows no deviation. Encourages innovation. 

Keeps a tight grip on resources. Generously shares resources. 

Corrects your mistakes. Lets you correct your mistakes. 

Focuses on work process. Focuses on results. 

Takes over if  things go wrong. Is there to assist if  asked. 

Quarterbacks. Coaches. 

Stays fully involved. Observes from a distance. 

 

 
 
 

Micro-  Delegation isn't possible when working for a micro-manager: 

managing 
 
 
 
 
 
 
 
 
 
 
 
 

 
Abdication  Delegation is also impossible when working for one who abdicates: 

x Assigns tasks but furnishes no guidance or resources. 
x Delegates then disappears. 

x Dumps responsibilities onto subordinates. 

x Passes blame to subordinates. 

x Takes credit for subordinates' work. 

x Loses control and then panics in trying to regain it. 
 

 

Delegating a 

task 

To delegate a task properly, your supervisor-- 

x Ensures you're the right person for the job. 

x Defines the requirement and confirms you understand it. 

x Asks for ideas. 

x Provides required resources. 

x Establishes standards (including recognition for a job well done). 
 

If these points aren't covered, you may fail to accomplish the task or accomplish 

it only with exhaustive effort. 
 
 

Tips for 

gaining 

more 

authority 

If held on a short leash, follow these tips to gain more freedom to act: 

x Learn your job so it's not necessary to run to the boss for instructions. 

x Solve your own problems--refer very few upward. 

x If referring problems upward, also provide alternatives and recommendation. 

x Anticipate future tasks and prepare for them. 

x Show your boss how you'll  perform better if  given more authority. 

x Involve your boss in good solutions you thought of. 

x Take risks and do things without being told. 

x Take the initiative in managing the relationship with your boss. 
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Introduction Do you-- 

x Get along with everyone except your boss? 
x Feel you lack influence? 

x Believe your boss is a poor communicator? 
 

 

Managing 

the 

relationship 

Perhaps it's a personality conflict, though not very likely. More likely, problems 

arise because either you or your boss has failed to manage the relationship. 
 

You have less power than your boss and more to lose if  the relationship fails. 

Because it's in your best interest, take the lead to make the relationship work. 

Begin by getting rid of bad assumptions. 
 

 

Bad 

assumptions 

about 

yourself 

Don't delude yourself by assuming you-- 

x Don't need the boss. 

x Really know the boss's priorities. 

x Give the boss more than enough information. 

x Can always take the boss's word at face value. 
 

 

Bad 

assumptions 

about 

your boss 

Don't get into the doghouse by assuming the boss-- 

x Doesn't need you. 

x Will  give you resources without being asked. 

x Must be satisfied with your work if nothing's said about it. 

x Is more concerned about your results than your style. 

x Has a stake in your career development. 

x Is solely responsible for the relationship's success. 
 
 

Guidelines 

for 

managing 

your boss 

To build a better working relationship with your boss, follow these guidelines: 

x If your boss is vague, fill  voids with questions or assumptions. 

xx   If possible, get answers from your boss. 

xx   If not, get them from those close to the boss. 

x Find out how your boss prefers to receive information. (See page 2-15.) 

x Interact with your boss at social events but don't just talk about work. 

x Constantly clarify your boss's priorities, for they're ever changing. 

x Walk a mile in your boss's shoes. 

x Read your boss's tea leaves (what lies in store that could affect you both). 

x Keep your boss informed--both good news and bad. 

(See pages 6-22 and 6-23.) 
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Key points  This table summarizes key points of chapter sections or information blocks: 

Topic Summary Page 

Objectives Objectives: 
x Apply systems concepts to work. 

x Explain five functions of the management process. 

x Describe manager skills and roles. 

x Integrate manager and leader roles. 

x Use delegation of authority to manage effectively. 

x Manage the relationship with your boss. 

 

Systems 

approach to 

management 

A system is a group of interrelated parts with a purpose: 
x Environment. 

x Input. 

x Conversion. 

x Output. 

x Feedback. 

Actions in one part affect all others. 

1-2 
and 

1-3 

Sustainment System will  sustain itself if  it has-- 
x A worthy purpose. 

x Demand for its products. 

x Access to resources. 

x Efficient processes. 

x Timely feedback. 

x Acceptance of its products. 

1-3 

Additional 

principles 

Additional management principles: 
x Synergy--whole is greater than sum of its parts. 

x Flexibility--more than one way to do something well, so don't 

waste time seeking one best way. 

x Contingency--situation determines what works best. 

x Efficiency--doing things right. 

x Effectiveness--doing the right things. 

1-4 

Subsystems An organization has six subsystems: 
x Mission. 

x People. 

x Structures. 

x Technology. 

x Leadership. 

x Task environment. 

1-5 
and 

1-6 
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Key points  (continued) 

Topic Summary Page 

The five 

functions of 

management 

x Planning. 
x Organizing. 

x Coordinating. 

x Directing. 

x Controlling. 
 

Must consider all five functions when managing work. 

1-7 

Integration of 

management 

functions 

For the management process to work, all functions must work 
together in an integrated network. If they don't, desired results 

won't be forthcoming. 

1-8 

Types of 

managers 

x Supervisor. x Senior executive. 
x First-level supervisor. x Individual contributor. 

x Manager. 

1-9 

Management 

skills 

Managers use three sets of skills: technical, interpersonal, and 
conceptual. They use them in varying proportions, according to 

their position and level of responsibility. 

1-10 

Staff officer 

roles 

x Leader. 
x Manager. 

x Follower. 

x Team player. 

x Peer. 

x Subject-Matter Expert (SME). 

1-11 
and 

1-12 

Managing and 

leading 

Managing is getting things done through people. 
Leading is inspiring people to want to get things done. 

 

SOs both manage and lead and must know when to do each. 

1-13 
thru 

1-15 

Managing 

things and 

leading people 

People don't want to be managed--they want to be led! 
Always remember--we manage things, but we lead people. 

1-16 

Delegation of 

authority 

A properly delegated assignment contains a balanced blend of 
authority, responsibility, and accountability. When assigned a task, 

ensure you've been delegated sufficient authority to-- 

x Act without interference--be the boss of your own job. 

x Obtain resources. 

x Assign tasks. 

x Get the job done without getting exhausted. 

1-17 
thru 

1-19 

Managing 

your boss 

You have more to lose if  the relationship with your boss fails, 
so take the lead to make it work.  Get rid of bad assumptions. 

1-20 
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Chapter 2 

Staff Work 
 

 

Overview 
 
 
 
 

Introduction Staff work is as much a part of any Army as weapons and soldiers. Staff 
officers are members of staffs and perform staff work. 

 

 

Purpose  This chapter explains who staff officers are, what staff work involves, and 
what it takes to get it done. 

 

It suggests ways to develop personal attributes required for staff work and 

acquire skills to perform common staff functions. 
 
 

Objectives  After completing this chapter you should be able to-- 

x Describe staff officer attributes and ways to develop them. 
x Provide information in usable form. 

x Use information to build trust. 

x Prepare completed staff work. 
 

 
 
 

 This chapter contains the following sections: 

Section 

Title 

See Page 

The Staff officer's World 2-2 

Anticipation 2-4 

Initiative 2-6 

Guidance 2-9 

Perspective 2-11 

Information Processes 2-13 

Written Sources of Information 2-14 

Providing Information and Building Trust 2-15 

Completed Staff Work 2-17 

Staff Doctrine 2-19 

Chapter Summary 2-21 
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Introduction This section explains what staff officers do and what it takes to get it done. 
 

Note: We've already defined the terms, staff officer and action, but repeat 

them here to refresh memory. 
 

 

Definition: 

staff  officer 

A Staff officer (SO) is a staff member with subject-matter expertise who 

takes action on behalf of senior staff officers or commanders. 
 

 

Definition: 

action 

An action is a task usually requiring coordination and the tasking authority's 

approval in its final form. It could be a-- 

x  Simple one-time task taking five minutes with a pen, paper, and telephone. 

x  Major project taking several months, requiring extensive correspondence, 

and involving dozens of players. 
 

 

Definition: 

working an 

action 

Working (or running with) an action means doing everything required to 

complete it, including all its supporting tasks. 
 

Examples of working (or running with) an action include: 

x Obtaining guidance from a decision maker. 

x Developing a position on an issue. 

x Visiting offices to get concurrence (chops) on a proposal. 

x Negotiating with opposing players. 

x Making slides for a briefing. 

x Briefing a proposal to obtain a decision. 

x Preparing a letter for the CG's signature. 

x Drafting a message for worldwide dispatch. 

x Representing your command at a major conference. 
 

 

What action 

really means 

Over forty years ago General W. B. Palmer defined what it means to be a 

staff officer: 

An army exists for only one purpose: action.  The staff exists only to 

produce action.  We call you [a staff] officer because we want action. 

All  you are here for is to get something done.  A paper, any word you 

write, is wasted effort unless it directly contributes to getting 

something done.  You may have a long hard task, a lot of research, a lot 

of conferences, a lot of concurrences: but all the time your mission is 

to find that solution and get something done. 
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The staff  A staff exists to serve a commander and support subordinate commanders and 

staffs.  It frees a commander from myriad details of running a complex 

organization, by managing functional areas such as personnel, logistics, or 

resource management. A staff also helps a commander make decisions by 

providing information and making recommendations. 
 

 

Supervisors, 

senior staff 

officers, and 

commanders 

A staff officer works for many bosses.  Your relationships with other staffs 

expose you to supervisors, senior staff officers, and commanders at several 

levels, both inside and outside an organization. Interacting with these folks is 

an exciting experience and a means for professional growth. 
 

Examples: 

x Immediate supervisor. 

x Division chief. 

x Secretary of the General Staff (SGS). 

x Executive officer. 

x Chief of staff. 

x Commanding general. 

x Project manager. 

x Staff officer from a sister service. 
 

Tip: When working with other bosses, always inform your immediate boss on 

the situation. 
 

 

Life on a 

headquarters 

staff 

The staff environment in a major headquarters, while exhilarating, is also 

demanding. This atmosphere is characterized by-- 

x A sense of urgency surrounding issues and actions. 

x Unexpected questions. 

x Proximity to flag officers and senior executives. 

x High volume of actions handled every day. 

x Necessity for extensive coordination. 

x Challenge and frustration of getting folks to support a position. 

x Crash projects. 

x Short deadlines and lack of resources to meet them. 

x In-boxes that remain full.  
 

 

Attributes The next four sections describe attributes required for surviving in this 

highly charged environment, including ability to-- 
x Anticipate requirements. 
x Display initiative. 

x Seek or follow guidance. 

x Maintain perspective. 
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Introduction Ability  to anticipate events helps you-- 

x Avoid surprises. 
x Discover what's needed and ask for it in time. 

x Make future plans. 

x Run in the fast lane. 
 

 

Don't get 

ambushed 

Don't get ambushed--ówar-gameô the action: 

x Use checklists, SOPs, and experience to identify potential problems. 

x Look at things from different angles. 

x Identify show stoppers in advance. 

x Think about possible questions and answer them beforehand. 

x Seek advice from more experienced people. 
 

 

Examples  Examples of ówar-gamingô the action: 

x Send out the agenda early, so members can contact you on issues. 
x Do not omit an agency bearing on the problem or its solution. 

x Be aware of how the action affects the whole organization. 

x Do not fall in love with a solution; the boss may not be able to implement it. 
 

 

Be prepared 

for sudden 

ótaskingsô 

Be prepared for tasking at any time (like when your boss's boss spots you in a 

hallway and tasks you with an action on-the-run). Ensure you understand the 

requirement immediately. 
 

Otherwise, you risk the embarrassment of-- 

x Going back to get information you should have asked for originally. 
x Doing the wrong work then having it rejected. 

x Asking for more time, because you must start over. 
 

 

Don't be 

intimidated 

When a fast-talking boss assigns an action, do not be intimidated: 

x Rephrase the requirement to confirm what's expected. 

x Do not be afraid; if  you don't understand, ask for clarification. 
 

If later you still need more information, get on the person's calendar right away 

to discuss the issue further. 
 

 

Carry 

survival 

tools 
 
 
 

 
 

To keep your wits when running in the fast lane, always carry these survival tools: 

x Pen or pencil. 

x A little notebook or 3x5 cards. 

x List of smart questions (memorized or in a notebook). Sample on next page. 
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Smart  que st i ons:  

 
When i s t he act i o n d ue? 

 

 
Who a m I  wr i t i ng fo r ? 

 

 
Any speci f i c  gui dance? 

 

 

 

Do y o u want  t o see a dr af t  b ef o r e I  get  cho ps? 

 

 

Who t o i nv o l ve  in put t i ng act i o n t o get her ? 

 

  

  

Key peo pl e t o at t end decisi o n b r i ef? 

 

 

 
Hid den agendas? 

 

 

   

 

 

Ask smart  Wrap your arms around the action: ask questions like these: 

questions 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Figure 2-1.  List of smart questions 
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Introduction A sharp staff officer is a self-starter who doesn't-- 

x Camp at the boss's door waiting to be told what to do. 
x Ask what to do next. 

x Seek detailed instructions. 

x Ask for solutions to problems he's capable of solving. 
 

Any self-starter gets things done without close hand-holding from his boss. 
 
 

Staff  MG Perry Smith (USAF, Ret.) notes the value of initiative in a staff officer: 

officer 

initiative 

Senior officials really appreciate staff officers who take initiatives, 

work out happy compromises, solve problems, and come up with 

innovative solutions to tough problems. The staff officer who keeps 

throwing the problem back to bosses, who offers to hold the bosses' 

coat while they fight a battle that the staff officer could have prevented, 

and who are problem creators rather than problem solvers normally fail. 
 

 

Levels of 

initiative 

How much initiative should you take? Look at this graphic. Try at least to 

operate at Level 3.  This enables you to prepare completed staff work without 

detailed instructions and close supervision. As you gain expertise, try to 

operate at higher levels of initiative. 

 
 

Initiative Staircase 
Info ! 

Info ! 

Info ! 
 
 
 

 
 
 

L EV E L 4 : 

Å A c t b u t tell 

L EV E L 5 : 

Å A c t but 
update  
b o ss.  

 
L EV E L 3 : 

boss at once.  

 

 
 
 
 
 

L EV E L 1 : 

 

 
L E V E L 2 : 

Å As k what 
to  d o . 

Å Look  in to  the problem . 
Å Develop alternatives . 
Å Recommend a solution . 

Å W ait until told w h a t to do .  
 

 

Figure 2-2.  Seize the initiative 
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Taking a 

position 

The people you work for are too busy to take positions on all issues.  They rely 

on you to-- 

x Keep information updated. 

x Form well-reasoned opinions. 

x Be ready to promote or defend them. 
 

 

Be prepared If bosses ask for advice on short notice, always be prepared. Keep current fact 

sheets, information papers, and briefing slides on hand to fill  their plates on a 

moment's notice. Don't get into the barrel: 
 

 

Iôm meeting with 

Gen eral Wes Poin n er in a  

few minutes! 

Whatôs o u r p o sition o n  

h is p ro p o sal? 

Humma, Humma, 

Å   Hard to s ay .  

Å   T ou g h issue. 

Å   Very conte ntious .  

Å   Donôt e ve n hav e a fact 

sheet on it. 

 
 
 

 
C . C l a y m o r e , M G 

 
 
 
 
 
 
 
 

M a l A d r o it , N e w  A O 

 

Figure 2-3.  Take clear positions on issues 
 

 
 

Using 

initiative 

when 

coordinating 

Aggressively (but tactfully) use initiative to coordinate: 

x Seek out those affected and touch base with them. 

x Ask questions but don't blindly accept answers. 

x Push and pull information; it doesn't flow naturally. 

x Check and recheck to ensure information is accurate. 

x Use multiple sources to confirm facts. 
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Keeping 

actions 

visible 

Take initiative to move an action if  it loses visibility or someone is sitting on it: 

x Always know where the action is. 

x Enlist people to support the action (missionary work). 

x Maintain frequent contact with those involved. 

x Report the action's status (PERT diagrams, milestones, charts, significant 

activities reports). 

x Pre-brief key players. 

x Diplomatically remind people to chop on the action. 

x Force the issue--use meetings, memos, calls, and visits to bring the issue to 

the forefront. 
 

 
 

Following 

up 

Yogi Berra once said, "It ain't over till  it's over."  Following up on an action is 

as important as preparing it for signature. Don't simply drop an action into an 

in-box and forget it. This is a sure way to lose it or miss the suspense date. 
 

 
 

Ways to 

follow up 

Here are some ways to follow up: 

x Gently nudge people to move the action--your boss, executive officer, or 

decision maker's secretary. 

x Contact key players to ensure they understand the requirement. 

x Check to ensure everybody is reading from the same sheet of music. 

x Provide information or other assistance, so people can meet the requirement. 
 

 
 

Passing an 

action 

Don't assume every action landing on your desk is your action. Sometimes the 

tasking authority makes a mistake. If this happens, take the initiative to pass the 

action to its rightful owner: 

Step Action 

1 Contact the office of primary responsibility. 

2 If they accept the action-- 
x Pass it to them and inform the tasking authority, or-- 

x Return the action to the tasking authority with routing instructions. 

3 If they refuse, return the action to the tasking authority (chief of staff, 
executive officer, SGS) for resolution. 

 

Note: Organizations usually have a routing form for passing actions. 
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Introduction Most decision makers appreciate a staff officer who can work without detailed 

instructions and close supervision. Rather than giving details on how they want 

something done, they issue guidelines for what they want done. 
 

 

Definition: 

guidance 

Guidance is information or advice a decision maker provides when assigning an 

action. It's a broad form of direction encouraging self-reliance and initiative to 

solve problems. 
 

 

Reasons for 

providing 

guidance 

Proper guidance removes constraints of detailed instructions and close 

supervision. By delegating details and procedures to you, the decision maker 

avoids micro-managing and can focus on larger issues. 
 

 

Degree of 

guidance 

sought or 

provided 

The degree of guidance you'll  seek or be provided depends on-- 

x Personal expertise and experience. 

x Information and other resources available. 

x Complexity of the task. 

x Decision maker's management style. 
 

 

Examples of Areas where a decision maker might provide guidance: 

guidance  x Desired results. 

x Conditions a solution must satisfy. 
x Things that can't go wrong. 

x What must remain unchanged. 

x Resource constraints. 

x Acceptable alternatives. 

x People to contact. 

x Political or protocol considerations. 

x Sources of contention. 

 

 

Advantages 

of working 

under  broad 

guidance 

Working under broad guidance-- 

x Eliminates need for close supervision. 

x Provides flexibility to choose means for accomplishing the task. 

x Encourages initiative. 

x Builds morale and self-confidence. 

x Unleashes creativity. 

x Leads to imaginative solutions. 

x Promotes personal growth. 
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When you must When the decision maker  has 

Clarify the requirement. Information you need. 

Resolve conflicting priorities. Strong views about the issue. 

Reconcile deviation from previous 
guidance. 

Committed to a course of action. 

Complete the task in little time. Expertise on the subject. 

 

 
 
 
 

When to seek  Seek guidance in these circumstances: 

guidance 
 
 
 
 
 
 
 
 
 
 

Sources of 

guidance 

Draw on these sources of guidance. Depending on availability of information 

and accessibility of people, take these steps: 

Step Action Examples 

1 Deduce guidance from 
information sources. 

x Organization's mission and goals. 
x Personal expertise. 

x Information network. 

x SOs familiar with the action. 

x Regulations, policies, SOPs. 

x Commander's-- 

xx   Intent. 

xx   Management style. 

xx   Personality. 

2 Consult people who 

originated the tasking. 

x Higher headquarters. 
x Outside agencies. 

x Commander. 

x Chief of Staff. 

x Secretary of the General Staff (SGS). 

x Commander's Planning Group. 

x Protocol office. 

x Immediate boss. 
 

Note: Staff officers usually obtain commander's guidance through the chief-

of-staff, SGS, or executive officer. 
 
 
 
 
 
 
 
 
 
 

 
 



Perspective  

NRDC GRC ï Staff Handbook                 2-11 

 
 
 

Introduction This section explains why we need perspective and suggests ways to acquire it. 
 

 

Definition: 

perspective 

Perspective is the ability to see things in their true relationship. This quality is 

vital to a staff officer: 

x It gives one a feel for the problem. 

x Makes it easier to shape information. 

x Leads to the best solution. 
 

Conversely, one who lacks perspective lives in a world of parochial views and 

immature solutions--deficiencies a commander can't tolerate. 
 

 

Gaining 

perspective 

In addition to personal growth, staff officers gain perspective through 

teamwork and cross training. 
 

 

Teamwork  A staff operates as a team. Staffers should know functions of fellow staff 

members almost as well as they know their own.  This is essential for staff 

effectiveness, because actions usually involve players from higher, lower, and 

adjacent staffs, both internally and externally. 
 

While accomplishing much on your own, you'll  usually need help from others. 

Working in a team setting helps one gain perspective by-- 

x Getting needed information from people who have it. 

x Allowing devils' advocates to expose weaknesses in your thinking. 
 

 

Barriers to 

teamwork 

Some people aren't team players because they're afflicted with a do-it-yourself 

mentality, driven by excessive pride, or blinded with obsession. 
 

 

Do-it- 

yourselfer 

Sometimes one staff officer will  possess more expertise in a certain area than 

anyone else in the organization. While this staff officer may gain visibility and 

prestige, he'll  also cause problems if  unwilling to share knowledge or work with 

others. Here's what happens to a do-it yourselfer: 
 

It makes one Which leads to 

Indispensable Overwork and exhaustion. 

Arrogant Antagonism. 

Narrow-minded Parochialism. 

Aloof Alienation. 

A do-it-yourself approach is fine for home repairs but not in the workplace. It 

will  prove a hindrance when trying to manage events and lead people. 
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Pride, 

passion, and 

obsession 

Have you ever prepared a good piece of staff work, only to see some low-level 

bureaucrat or insecure boss make it unrecognizable? Rarely, however, will  an 

action sail through the system without someone changing it. As it moves 

through coordination channels, people reviewing it will  also add perspective. 
 

The tendency is to react to such circumstances emotionally. While you should 

vigorously defend your position, also recognize these emotional forces: 
 

Pride (pride of workmanship) is virtuous. Excessive pride, however, leads to 

uncontrolled passion or obsession. 
 

Passion is an intense drive or strong love for an object. It too can be virtuous. 

However, uncontrolled passion degenerates into to self-destructive obsession. 
 

Obsession is unreasonable persistence or fixation that obscures reality. 
 

 

Unethical 

behavior 

Excessive pride or obsession clouds judgment and leads to unethical behavior: 
 

Examples: 

x Refusing to accept honest dissent or constructive criticism. 

x Making personal attacks on opposing players. 

x Lying. 

x Withholding information to protect your position. 

x Undermining the decision. 
 

 

Overcome 

shortcomings 

To overcome excessive pride or obsession-- 

x Know when to hold and when to fold. 

x Prepare excellent work that withstands unfounded criticism. 

x Build trust with peers and key players. 

x Use persuasion before resorting to debate. 

x State views frankly but support the final decision. 

x Learn the distinction between passion and obsession. 
 

 

Cross 

training 

Learning duties of fellow staff officers-- 

x Enhances personal growth. 

x Adds to personal influence. 

x Spreads workload. 

x Increases your boss's flexibility when assigning tasks. 

x Strengthens the team. 

x Keeps you from becoming indispensable. 

x Builds morale (able to take leave--peers capable of filling  in). 
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t 
i 

n 

 

Introduction To make sound decisions, decision makers need timely and accurate information. 

They rely on staff officers to manage it and provide it in usable form. 
 

 

Processes  These are processes for managing information: 

Process  Description 

Gathering Devising a collection plan to maintain a data base 

sufficient to support current and future estimates. 
 

Note: 

x Do ensure requests for information are necessary. 

x Don't burden other staffs or subordinate commanders 

with requests for unnecessary information. 

Analyzing  Sorting, sifting, and assessing information for its-- 

x Significance. 
x Completeness. 

x Reliability. 

Condensing  Keeping only essential information and shaping it so it's-- 

x Usable for making decisions. 
x Quickly retrievable. 

x Formatted for rapid update. 
 

Exchanging  Giving folks what they need and getting what you need, by 

trading information through-- 
x Personal conversations. 
x Meetings. 

x Messages. 

Formatting 
 

Decision Paper 

I 

n 
f A

 

o 

Using appropriate medium for the situation and 

considering the decision maker's preferences: 

x Hand-written 3x5 card 
rh 
m  

a 

o  
C 

x Decision package. 
E 
n 

c l 

1 

 

 

Informing 

 
 
 
 
 

Info! 
Info! 
Info! 

x Fact sheet. 

x E-mail. 

Providing the right information to the right people: 

x Keeping key players updated. 

x Promptly informing higher, lower, and adjacent staffs. 

x Giving out just enough information and not overloading 

folks, especially the commander. 
 
 
 
 
 

 

 


