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 (read ahead preview)

Prepared by: 

Dr. Frank Barrett, LCDR Dave Nystrom, LT Paul Tripp and CAPT Mark Zipsie, USMC

The following collection of sample outstanding leadership stories is a preview of a book that will be handed out during registration at the Leadership Summit.  

The stories come from an in depth effort to discover examples of exemplary leadership happening in our Navy, today.  The Leadership Summit Interview Team helped prepare the interview protocol, using principles of Appreciative Inquiry, and then conducted interviews of Navy people from all backgrounds and paygrades – from E-1 to CNO.

Naval Postgraduate School students, LT Paul Tripp, USN and CAPT Mark Zipsie, USMC, conducted an exhaustive analysis of over 300 stories as part of their Masters thesis.  Their work became the basis of eight important themes, by which the stories are group together.  

Participants are requested to read this preview prior to arriving for the Leadership Summit.  While reading this short collection, try to recall some of your own high point experiences.  What enabled them to happen? What we might we learn that will help us envision and create highly successful Naval leaders for the future?…Enjoy!

Introduction:  The Leadership Summit is a new approach to change that uses large group intervention technology.  Further, the Summit uses a positive methodology known as Appreciative Inquiry to discover what is happening when people and systems are operating at their best.  This premise is based on the simple philosophy of positive image, positive action.  In other words, people and systems move in the direction of the most compelling image of the future.  Articulating that image is an art that Appreciative Inquiry helps facilitate.  By asking the powerful positive question, we can identify strengths of people and organizations to leverage positive change.  One cannot advance on one’s drawbacks just as one cannot invest debt for profit.  Therefore, Appreciative Inquiry helps us capture our organizational strengths to create the future we want – in our case as it relates to one of our cornerstones of success – leadership.

The Interview Team met at the Naval Postgraduate School for two days in August and helped develop a unique interview protocol (see our website at www.cee.nps.navy.mil click on Leadership Summit and then Submit an Outstanding Story to take the interview online).  Seven important themes were explored, which emerged from the Steering Committee’s workshop last June.  They were:

· A Chance to Make a Difference – giving every Sailor a voice 

· Values and Beliefs – living and inculcating our core values/guiding principles
· Empowerment – supporting learning, growth, and development of excellence
· Transformational Cooperation – bridging boundaries and making connections
· Great Teams – being part of something larger than yourself
· Innovation and Bold Risk Taking – enabling extraordinary individuals 

· Appreciating and Valuing – creating enlightened leadership
Over 300 leadership stories1 were collected and submitted in September, then analyzed for common themes.  A sample of the entire spectrum of the Navy was explored – vertically from seaman to admiral, and horizontally from aviation to surface, sub-surface, specwar, Marines and staff corps.  

Eight themes were drawn from the stories, which are presented in this document.  These themes have been used to help focus the agenda of the Summit.  We offer them to you as potential realms of expansion.  In other words, how can we create a Navy that enables these themes of great leadership to occur much more often?  

Acknowledgements:  We would like to thank the following members of the Interview Team who volunteered their time to be a part of this important effort.  The insights we gained from reviewing them would not have been possible without the extra effort they made to find and submit these great leadership stories:
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Theme: Empowerment
When people feel entrusted by their superiors, it frees them to take autonomous action.  The experience of being entrusted is often transformative, especially for the younger officers and enlisted.  It not only instills a sense of confidence, it also inspires and invigorates them.  When a senior person expressed confidence in them or put them into situations that were challenging or “over their heads,” it actually changed their self concepts.  They began to see themselves as competent and able to meet new challenges.  They tend to remember these experiences for the rest of their careers and often draw upon these influential leaders as models for their own behavior.  These high points are also a time when they realize their capacity to contribute to a larger mission and higher purpose.  

*******************
A LTJG submariner was near completion of his underway qualifications.  Although not finished in his mind yet, he was ready in the mind of the CO.
I was a young officer, qualifying as Officer of the Deck on a submarine. The sequence we went through was to qualify as Officer of the Deck Surfaced and then as Officer of the Deck Submerged.  I was in the process of qualifying as Officer of the Deck Surfaced.  I had already qualified as Engineering Officer of the Watch, Conning Officer, and Dive Officer.  I had been involved in this process for some time, and already had many items signed off in my qualification book - requirements completed.  I had stood a number of watches under instruction on the bridge.  And one night I was standing the watch with the Engineering Officer, a LCDR.  It's 0200, it's the mid-watch. There was a bright moon, and it was a reasonably peaceful surface transit.  There weren't a lot of [radar] contacts, though that was an area that usually had a lot of surface traffic.  The water was too shallow - it just wasn't deep enough to dive. The Officer of the Deck, about half-way through the watch, calls down to the control room to look for a qualified relief to come up and give him a break so could go below and make a head call.  For some reason, the C.O. was the person who answered the phone.  And the Engineer explains to the C.O. that he's looking for someone to come up for a little bit so he can make a head call.  And the C.O. says, 'Engineer, turn over the watch and come below.'  And there was a pause - and the Engineer said, 'Turn over the watch?'  And the skipper said "Yeah, turn over the watch to your Under Instruction and come on below.  He can take it for you for the rest of the night.'  So we did a full turnover and went below, and it's just me and the lookout up there in the bridge, steaming along in the middle of the night…and there I was - Qualified.  What struck me was the tremendous amount of confidence the skipper must have in me.  He didn't have to do that.  He was obviously taking some degree of risk.  But he was willing to do that based upon, I assume, my demonstrated performance up to that point onboard the ship.

*******************

A First class Petty Officer recalls an early experience of being entrusted to work without being “monitored” or “micro managed.”   This inspires him to mentor others.  

While onboard USS Oldendorf, I was an ET3 at the time.  A Leading Petty Officer had a huge impact on my approach towards leadership.  I was the only radar technician onboard at the time. The ship was called into duty for the Persian Gulf War.  I recognized my LPO's "make it happen" mentality and I felt empowered by the idea of being able to work on equipment without being monitored all the time.  Each day the LPO would tell his people what he needed done, and he would let them do it without micro-managing the

 task.  The LPO instilled in me the idea that I just had to work hard and take care of my equipment, and that I would always receive support from him.  This made me want to mentor junior personnel and increase my responsibilities early on in my career.

*******************

This is a story from a young aviator discussing his first deployment in a squadron.  His CO trusted him to make a briefing to the entire Wing as a representative of his squadron.  He is now a Vice Admiral.

I can remember [it] 28 years ago as clear as I can remember it today.  I finished the Training Command and went through the RAG.  I had done well.  And, because of that, I was selected to go to a deployed squadron.  It was pretty challenging for this old farm boy - strapped my seabag to my back and flew over to WestPac.  I flew into Clark [AFB] and took the jeep down to Cubi. I was met there by a couple of JOs and we jumped into the jets and flew out to the USS Ranger that was on station in the South China Sea.  I happened to be replacing the fellow who flew with the skipper of the squadron.  That was kind of an intimidating experience.  Once again, it was one of those opportunities.  It

 provided me with an opportunity like I never would have imagined.  First of all, there were a lot of Roll Aids because I was young, new, and inexperienced.  The C.O. had a gift of making you feel truly a part of the team and giving you an opportunity to grow.  We finished up the deployment an we came home. But the real event was probably two months into the turnaround.  There was going to be an all Air Wing meeting.  We were stationed in Whidbey and the meeting was somewhere in California.  We were going to discuss new war-at-sea tactics.  We were just getting into the war-at-sea business.  Our squadron had done a little bit of work [on war-at-sea] during the deployment and we were going to give a presentation to the entire Air Wing.  And I'll never forget the day when the skipper came in and said, 'you are going to give the presentation.'  At that stage of my life it was a pretty big event to stand in front of the Ready Room and brief a section or a division.  And here I was going to brief the entire Air Wing.  It was certainly a nervous moment in my life.  I worked hard.  I studied.  I knew that I knew the material.  But what that C.O. did was....he was so supportive despite the fact that I was a little peeved at him for making me do this horrible thing.  He had the vision to know that young people had to

 stand up and grow.  He worked with me; he critiqued the briefing; and, he never wavered an inch.  To see his confidence and lack of concern that I would fail 

in front of the Air Wing - he was completely confident that it would do just fine. Of course, during the briefing, he was up there in the front row with all the C.O.s.  And there were a couple of times that I glanced at him - he was as calm as could be.  You know at some point it begins to rub off on you.  If your boss has that much confidence in you, and you respect him like I did this person; well, maybe you are doing O.K.  And of course it went fine.  At the end, there were a couple of tough questions that came up and I was able to answer them.  There was some discussion at the end.  But I'll tell you what - 

at the end of that I felt like King Kong. I couldn't believe that I had this opportunity.  I succeeded and it was because the C.O. believed in me, empowered me, worked with me, and he showed unwavering confidence that I was going to be successful.  What an empowering tool that is.

*******************

This is a story a young Officer of the Deck’s defining watch. It is about a watch he stood that illustrates what he cherishes about being a Surface Warfare Officer and highlights the relationship he developed with his Commanding Officer. 

179. “One night, we were coming back from San Francisco to San Diego in really heavy seas. We were supposed to pull in the next morning, but got diverted 450 miles out to sea to participate in a SAR mission with the Coast Guard and Air Force. We were to provide a lily pad for the Coast Guard Helo – they were stretching all the way to max range for their fuel load. We were supposed to act as a medical station and gas station. To get where we needed to rendezvous, we had to do thirty knots all night. Only two of our OODs could take the 18-foot seas, so we tag-teamed the bridge watch all night. On my watch, only three of us – the OOD, conn and helm could even stand. Seas were increasing up to about 18 feet, the winds were over 70 knots of relative wind, the barometer plummeted about 0.12 in fifteen minutes and the visibility shrank to about200 yards. And here we are zooming at 30 knots to get to our rescue station. I’m just a young Ensign, a fairly new OOD as well. I called the CO with the eight mandatory reports for weather all lumped together. I told him I was going to man the low visibility detail, but I would let them observe from inside the bridge because the winds and seas were just too much. I expected that my report would lead the CO to come running to the bridge to take over. His response after I gave him my ‘the sky is falling report’ was ‘Okay, sounds like a good plan. Just call me if you need help.’ Even though this was the toughest watch I ever stood, I felt newly invigorated. The CO trusted my judgment even in the worst of situations. After that, I really felt empowered to run the watch and keep my ship safe that night. It seems like a trivial thing, but in him showing confidence in me, I gained a lot of confidence in myself and learned to do the same with my junior people. On this night, I really loved being a SWO. We did an important mission and I really felt like I made a big difference, largely because my CO trusted me to perform under pressure and let me go out there and do the job, rather than coming in and taking over the watch.” 

*******************

This is a story from a Lieutenant in the Surface Fleet who recalls an important exercise in which his CO trusted and empowered him to take major responsibility.  

2. My ship was participating in Joint Task Force Exercise (JTFEX) and had  recently had a change of command.  This CO assigned me (I was an ensign at the  time) as Combat Informaton Center evaluator to include ASW (Anti-Submarine Warfare) evaluator for the exercise.  The exercise entailed numerous Harpoon missile shots and subsurface  prosecutions simultaneously.  Other ships operating in the area were maintaining high levels of Emissions Control (EMCON) so another challenge for me was to know where everyone was and what they were doing. However, prior to  the exercise the CO placed his complete trust in me and I felt that  enabled me to be very aggressive during the exercise. I felt empowered by the  CO's trust and I never felt micro-managed by him.  I always remember  the CO telling me, "This is what I want, go do it."  I also never felt  anxious about decisions I made because this CO did not believe in the "zero  defect" mentality and allowed for mistakes to be made without fear of serious  consequences.    

A Lieutenant SWO recalls being entrusted to recover helicopters and secure flight operations while he was still completing his qualifications.    

6. As a young Ensign I was deployed in the 7th Fleet AOR as an Officer of the  Deck Under Instruction.  I was very close to qualification but had not yet  received my letter.  The OOD I was standing watch with was a senior LDO LT  and one of the most experienced OODs onboard.  My watch team was preparing to  recover a helicopter and secure from flight operations. The CO suddenly told  the OOD to head down to CIC so he could work on his Tactical Action Officer  (TAO) qualification.  The Ensign thought "Well, I guess he trusts me to let the  OOD leave, but the CO is still up here in case anything goes wrong."  As I was  thinking this, the CO told me that he was going down below to eat lunch and  then go to a meeting, and that I could set "Green Deck" to recover aircraft  when I had the right conditions. He also told me I didn't need to call him  when I was ready.  I essentially took the deck, recovered the aircraft and  secured from flight operations without incident.  This event was so significant  because I really felt that I had the complete trust of the CO.  The CO had  empowered me to take action of an OOD.  Less than two weeks later I received my OOD qualification letter.      

Commander Submarine Officer describes being entrusted to drive the sub during a challenging operational cycle.     

113. 
During a submarine operation, I was the OOD as a junior officer in the  place of one of the ship's department heads. During an unexpected event that  required heavy use of the periscope under tenuous circumstances, the CO allowed  me to continue driving the ship and conducting all periscope operations. Other  than war, the ship was at the pinnacle of our operational cycle, doing exactly  what we had been training to do. The CO recognized that several others on the  ship were more effective at some periscope operations and allowed me to  continue manning the scope when almost all other COs would not have even  considered anyone other than themselves laying an eyeball on what was going on.  I had the CO's complete confidence had demonstrated in other minor experiences  of this nature that I could handle the ship and use the fire control tracking  team effectively.  All other members of the Control Room, Fire Control Tracking  Team, and Sonar Team were all extremely professional and recognized the  importance of what we were doing. Some of them were also very clearly using  some of the quirky techniques and procedures that we had developed in our  watchsection. We were doing something we all knew was important (it didn't  matter at this point that we had been on station for about 55 days), everything  we had trained to do actually worked like it was supposed to (we got instant  payoff in about a 30 minute window for about 6 months of workup and 54 previous  days of "why are we here"), and the CO had empowered his team the flexibility  to operate under his clear guidance.  

E 5 Special Warfare admires his Captain for empowering and entrusting every sailor on the submarine.    

155. The best leadership story I can think of is a Submarine Captain that I  worked with when I was out in Hawaii working with SDV Team One.  I had come  across many submarines and crews, but this one was different.  I had never seen  such high spirits and high moral amongst a crew.  The major factor contributing  to the boat being such an exceptional boat was the Captain and the way he ran  his boat.  He empowered every individual down to the lowest E-man.  Even if  they were swabbing decks or turning bolts, he made the most insignificant jobs  important.  The Captain did not micro manage his crew.  If an individual knew  how to get something done better and quicker than the established method, he  was allowed to do it the best way, and make the decision to do it that way.  I  think it was the fact that the Captain took an interest in each of his crew  members and trusted them.  They in turn trusted the Captain to make the right  calls and the crew ran like a well oiled machine.  

An E 7 Special Warfare recalls being called to be a boat operator for a special mission.    

45. "My old XO CDR Mike Lumpkin was my first riverine officer down in Panama,  when I first came in the community. He called me before I became an operator  out of the ET shop. I was working there when I first reported because ET's  didn't used to be part of the boats. He took me out on a couple support  missions, to hold some training teaching guys how to make field type antennas.  To get communications going and something real world came up. We had to go out  and do security for the president. We had to do the guard waterborne side of  it. He came up to me, he grabbed me and said, "I need you". He told me that he  had confidence in me, he wanted me for the job, was I up to it, and I said "yes  sir". He took me out and we had flawless communications. At that point he  said," You're in a det I don't care what it takes". You're coming to the  operator side of the house. And he made it happen, he got me out of the ET  shop. Got me into what I wanted to do. CDR Lumpkin had a way of making you feel  like the job could not get done without you, he would put the ball in your  hands and I respect him for that. You really felt like a part of what was going  on at the time. It was something that had to be done, I had the knowledge do  it, and I was put in the situation. I had to kind of use my imagination and I  got the job done.      

An MSC recalled being given a large responsibility that was “trial by fire.”  It gave him a sense of self confidence to know that and Admiral trusted him to do strategic planning brief before a high level group.   

26. "I worked for a flag officer who was new to the job and he was responsible  for getting some high level players together to form a strategic planning group  of Flag level/SES level people.  The admiral had a great grasp of the  situation, but he asked me to put his brief together.  About 20 minutes before  the brief, his flag writer called to ask if I had overheads for the brief.  I  told him that I thought they were going to take care of it - they were part of  the approval chain and they were going to approve it and print it.  The flag  writer responded, 'Oh yeah, you're going to brief it.'  So I had 20 minutes to  print off slides and handouts and get to the briefing room.  I briefed about a  half dozen flag officers and SES.  I had no idea I was going to do the  briefing, but the admiral had confidence that I could.  And he put me in contact  with some very high level people.  He gave me the responsibility of doing it -  it was kind of a trial by fire.  In fact, I had to step out during the briefing  to get the rest of the slides and handouts that weren't finished printing when  I started. Afterwards, the Admiral brought me down to his office for a debrief  and he asked for my impressions of what went on in the meeting.  As a mid-level  lieutenant, to have an Admiral ask your impressions of what happened and to  have that kind of confidence in you is really pretty remarkable.  I was just  thrilled to be a part of it.  And I had his confidence and that meant a lot to  me."  

An E 9 was put in charge of a crew that had to manage a difficult landing on a beach.   The Captain trusted his judgment and allowed him to make a crucial decision.   

38. It was the summer of 1987.  I was a First Class Petty Officer.  Because of  someone else's bad luck, I was given the opportunity to take an LCU on  deployment on short notice with Captain Peacock, now retired Admiral Peacock.   He gave me the guidance and the rope.  That deployment - we had six weeks to  prepare for it - I got to hand pick my crew.  He gave us an LCU.  We knew what  we had to do.  I knew what I had to do to lead the crew.  We prepared in six  weeks and then we went on deployment.  We had the best deployment, I think from  my perspective, that a ten-man crew ever had.  We prepared for deployment, we  deployed, and we met all of our missions.  The Captain would ask questions.  I  was always included in everything just as if I were a Department Head.  I was a  first class, but I was treated as an equal to the Department Heads.  When he  asked questions, he always considered what I had to say.  We didn't always  agree, but he always listened to what I was saying.  There was a particular  exercise.  They had already asked the question, "Could we get an LCU into this  particular beach?"  We had looked at the currents and gradients, and people had  told us that it could not be done.  But we had figured that with the currents  and tides, we could get the equipment into this particular beach.  The other  more senior people said it couldn't be done.  But a QM2 and I had done some  independent research, and we told the Captain that we could do it.  And he  believed us.  We went in, touched down - landed - and offloaded the gear.  If  we had not been able to do that, it would have delayed the mission by at least  a day.  Not only did that build my confidence, but also it built my crew's  confidence.  Here was a Captain, and all he had heard were these horror stories  about the difficulty of this beach, but yet, when the rubber met the road, he  allowed us to make the decision.  He listened to what the others had to say,  and to what we had to say, and went with us.  And it worked out.  He took what  we had figured out, and it worked. I knew what kind of leader he was.  He  wanted your input, he listened to your input, and he never batted and eye.  And  you always knew where you stood, he gave continual guidance.  

Lt JG SWO recalls that although he was fairly junior to serve as Operations Officer, his CO expressed confidence in him.  Eventually he is entrusted to schedule the entire squadron.    

83.  During my tour as Operations Officer onboard DEXTROUS, I was very junior  for the job and had just taken over for a departing Ops that was the senior  Operations officer on the waterfront.  This was a source of concern for me and  I'm pretty sure the CO was aware of that.  He basically allowed me to run  things the way I wanted to without comparing decisions I made with those of  anyone before me. That gave me quick confidence to schedule evolutions and  carry them out without worrying about constant questioning along every step of  the way.  Ultimately, I ended up taking over as scheduler for the entire mine  force in Bahrain and assisting the Commodore with a lot of the scheduling  matters for the entire squadron.  

Lieutenant Cryptologist recalls an Engineer who supported and entrusted his people.    

97.  I believe leadership is the art of accomplishing the Navy's mission through  its people.  The best example of a leader that I can recall was my first  Engineer.  He led by example.  He was always professional in appearance and was  very knowledgeable on how to "fight" the ship.  He had the respect of the whole  ship, fore to aft.  He gained the support of his people by telling them  specifically what should and should not be done.  This does not imply how to do  it - just what it is necessary to accomplish.  People do not like receiving  orders that leave them uncertain of what is required of them.  At the same time  they like to have some lee way on deciding on how to accomplish a goal.  This  Engineer knew where he and his men were going (the goal) and had an idea on how  to get there, or, if he didn't know how, he was willing to let his subordinates  in on the ultimate goal, proximate goals, and paths, and enlist their support  and expertise.  He trusted his followers to be loyal, to have the technical  knowledge, to know their jobs, and be able to carry them out without nitpicking  supervision.   

2. "His ship was participating in Joint Task Force Exercise (JTFEX) and had recently had a change of command. This CO assigned LT (who was an ensign at the time) as Combat Informaton Center evaluator to include ASW evaluator for the exercise. The exercise entailed numerous Harpoon missile shots and subsurface prosecutions simultaneously. Other ships operating in the area were maintaining high levels of Emissions Control (EMCON) so another challenge for him was to know where everyone was and what they were doing. However, prior to the exercise the CO had placed his complete trust in LT and he felt that enabled him to be very aggressive during the exercise. He felt empowered by the CO's trust in him and he never felt micro-managed by him. He always remembers the CO telling him, "This is what I want, go do it." He also never felt anxious about decisions he made because this CO did not believe in the "zero defect" mentality and allowed for mistakes to be made without fear of serious consequences.  

6. "As a young Ensign he was deployed in the 7th Fleet AOR as an Officer of the Deck Under Instruction. He was very close to his qualification but had not yet received his letter. The OOD he was standing watch with was a senior LDO LT and one of the most experienced OODs onboard. His watch team was preparing to recover its helicopter and secure from flight operations. The CO suddenly told the OOD to head down to CIC so he could work on his Tactical Action Officer (TAO) qualification. The Ensign thought "Well, I guess he trusts me to let the OOD leave, but the CO is still up here in case anything goes wrong." As he was thinking this, the CO told him that he was going down below to eat lunch and then go to a meeting, and that he could set "Green Deck" to recover aircraft when he had the right conditions. He also told him he didn't need to call him when he was ready. He essentially took the deck, recovered the aircraft and secured from flight operations without incident. This event was so significant because he really felt that he had the complete trust of the CO. The CO had empowered him to take action of an OOD. Less than two weeks later he received his OOD qualification letter  

113. During a submarine operation, I was the OOD as a junior officer in the place of one of the ship's department heads. During an unexpected event that required heavy use of the periscope under tenuous circumstances, the CO allowed me to continue driving the ship and conducting all periscope operations. Other than war, the ship was at the pinnacle of our operational cycle, doing exactly what we had been training to do. The CO recognized that several others on the ship were more effective at some periscope operations and allowed me to continue manning the scope when almost all other COs would not have even considered anyone other than themselves laying an eyeball on what was going on. I had the CO's complete confidence had demonstrated in other minor experiences of this nature that I could handle the ship and use the fire control tracking team effectively. All other members of the Control Room, Fire Control Tracking Team, and Sonar Team were all extremely professional and recognized the importance of what we were doing. Some of them were also very clearly using some of the quirky techniques and procedures that we had developed in our watchsection. We were doing something we all knew was important (it didn't matter at this point that we had been on station for about 55 days), everything we had trained to do actually worked like it was supposed to (we got instant payoff in about a 30 minute window for about 6 months of workup and 54 previous days of "why are we here"), and the CO had empowered his team the flexibility to operate under his clear guidance.  

131. I was a NATOPS Unit Evaluator for the EA-6B Fleet Replacement Squadron. As such, I was responsible for evaluating a squadron's aircrew training and safety programs, to include providing a verbal and written summary of the evaluation/inspection directly to the squadron's Commanding Officer. During one of my first squadron evaluations, I came across some areas and issues that were fairly serious. As my fellow evaluator and I discussed these issues with our Commanding Officer, we appeared to be waffling on decisions regarding the evaluation. Our CO became a little agitated and said that we had the experience necessary to make the correct decision. He also said that regardless of what outside pressure we may be under, we needed to tell him which way to go, that he trusted us and would back us up 100%. He didn't second-guess anything we had done, nor did he question our results. We felt extremely supported and empowered to do our jobs to the best of our ability. This experience also further strengthened our self-confidence and freed us to be fair and objective.  

146. I reported to USS STURGEON in 1987. Shortly after reporting, I was made the LPO of M-Division. I was brand new onboard and a Second-Class Petty Officer therefore, my promotion was not favored by many above me. The Division Officer thought it was a good idea both for me and for the division. When I reported to the division morale was low, my fellow sailors were in various states of angst against the boat and the Navy. One of the major factors contributing to this decreased morale was the fact that they were working a minimum of twelve hours a day, whether they needed to be or not. It really was ridiculous. Every day someone else was being formally counseled on their behavior and given EMI to suit. This was lowering morale even more. Division accomplishment was at an all time low. Sailors were doing the minimum to get by, working when someone was watching and sloughing off when out of sight. It didn't really matter to them, they were there for at least twelve hours anyway. The first thing I did when I took over the division was develop and promulgate a policy regarding liberty. I informed the division that their liberty was dependent on the quantity and quality of work that they performed during the day. In the morning I would dictate the requirements for the day and inspect prior to their departure on liberty. They were dumbfounded. Untrusting, they continued to work as before and after twelve hours when they were ready to leave, I stopped them and questioned them on their work. They would answer that it wasn't finished and that they would to it tomorrow. I said 'no' you will finish it today as I previously stated. They returned to work and sometime around the fifteenth hour they finished, I inspected, and they went home. In the beginning it was difficult to gain their trust and show them that there was a better way to get the job done and see their families. If they were assigned a five-hour job and it took them five hours, they could leave when it was completed satisfactorily. It seemed a rather simple, yet unbelievable concept to them. After some time, ESL jobs began to get done and productivity and morale in the division increased drastically. I didn't have to counsel them on their performance, because I allowed them to motivate themselves based on their own goals. In fact, the quality of jobs increased and they even anticipated work and got ahead. It was a self-perpetuating success. I used the one thing a sailor values most other than food liberty. A senior chief got mad because he felt that his authority was being subjugated. He didn't like the fact that I could identify a problem and with some creativity and trust rectify the situation and get the job done. After all, I was only a MM2! He relieved me of my duties saying that I was too liberal with my liberty policies and it was ruining the discipline of the division when in fact performance, discipline, and morale all increased dramatically. Shortly after being relieved, the division slid back into the slump of performance that they were originally in when I reported onboard. I felt sad, but at the same time happy that something I had done made a difference to those who worked for me. Although it had been turned around, I had proven my point, if you empower people and give them the right motivation; they will perform with pride and will even exceed your expectations on occasion. It happened to me and I made it happen for my division.  

155. The best leadership story I can think of is a Submarine Captain that I worked with when I was out in Hawaii working with SDV Team One. I had come across many submarines and crews, but this one was different. I had never seen such high spirits and high moral amongst a crew. The major factor contributing to the boat being such an exceptional boat was the Captain and the way he ran his boat. He empowered every individual down to the lowest E-man. Even if they were swabbing decks or turning bolts, he made the most insignificant jobs important. The Captain did not micro manage his crew. If an individual knew how to get something done better and quicker than the established method, he was allowed to do it the best way, and make the decision to do it that way. I think it was the fact that the Captain took an interest in each of his crew members and trusted them. They in turn trusted the Captain to make the right calls and the crew ran like a well oiled machine.  

184. I have to harken back to my Ensign days when our Captain, CAPT Tomassy, then CO of USS FORRESTAL (CV 59), let three Ensigns stand OOD, JOOD, and JOOW and conn a U.S. Aircraft Carrier into anchorage in Haifa, Israel all by ourselves. It was a very complex evolution and one that was normally completed by very senior bridge watch standers. He sat in his chair and just let us do it. It was one of the most challenging things I did as an Ensign, but it was one of the most empowering events of my career.   

26. "I worked for a flag officer who was new to the job and he was responsible for getting some high level players together to form a strategic planning group of Flag level/SES level people. The admiral had a great grasp of the situation, but he asked me to put his brief together. About 20 minutes before the brief, his flag writer called to ask if I had overheads for the brief. I told him that I thought they were going to take care of it - they were part of the approval chain and they were going to approve it and print it. The flag writer responded, 'Oh yeah, you're going to brief it.' So I had 20 minutes to print off slides and handouts and get to the briefing room. I briefed about a half dozen flag officers and SES. I had no idea I was going to do the briefing, but the admiral had confidence that I could. And he put me in contact with some very high level people. He gave me the responsibility of doing it - it was kind of a trial by fire. In fact, I had to step out during the briefing to get the rest of the slides and handouts that weren't finished printing when I started. Afterwards, the Admiral brought me down to his office for a debrief and he asked for my impressions of what went on in the meeting. As a mid-level lieutenant, to have an Admiral ask your impressions of what happened and to have that kind of confidence in you is really pretty remarkable. I was just thrilled to be a part of it. And I had his confidence and that meant a lot to me."  

57. "I was on my first tour onboard LHD-1 (USS WASP) as Main Propulsion division officer. This is a steam plant so there's a lot to learn both technically and administratively. I had been onboard for about 18 months and had just received my SWO pin. I worked directly for the Main Propulsion Assistant who was an O -3E with 22 years in service. He was a former Machinist's Mate Senior Chief so he knew an awful lot about steam plants. Our Chief Engineer had just turned over to our new Chief Engineer, a 27 year LDO LCDR who in his own rights "knew everything there was to know about steam plant engineering." We were on our way to New York for Fleet Week '99 and things were going very well in the department. Without any indication, our DCA, a fairly senior LCDR fell ill to epilepsy and had a serious seizure onboard. He ultimately had to be medically discharged. Two nights prior to pulling into New York, the CHENG called the MPA and me into his stateroom to inform us that I would now be the MPA, and the MPA would now assume duties as the DCA. His reasoning for the change was that I was the most knowledgeable steam officer onboard and that he liked the way I ran my division. I had suddenly inherited another division of 45 people, plus an Oil Lab of 8 personnel. I went back to my stateroom in shock and in fear of taking the job. However, after a few hours of terror, I realized what an honor it was to be chosen. I went on and did very well in the job for my last 6 months without incident. I later told the CHENG just prior to rotating to my next command that his decision had meant a great deal to me in my career. It gave me the confidence that I previously did not have. "  

76. I was stationed in Brunswick Maine at the time. We had this mobile team that would go out for emergencies. Anything happened like a casualty or what not we had this mobil van that had all the communication gear in it. There was a chief that was in charge of it, and me and a couple other people. I was second in charge. We were called the Emergency Casualty Team. Any training that went on with this or missions that we tried to do I was in charge of it. The Chief put the trust into me to get the people that were with me trained or to make sure we got everybody on site and had all of the communications set up. We had to make sure we got on site and had, all the communication gear set up. We had all portable communication gear. So it was like setting it up like an antenna in the woods. So we had to make sure we could get communications to the local police departments, the fire departments, and stuff like that. The chief alone had insight on me, that ok you can take control of this van. So I had control of the team.  

82. "I had completed Dive school and graduated from SWOS before reporting to Ingleside, TX for some mine warfare follow-on schools. For the most part, I had done nothing but attend Navy schools for almost 18 months and was ready to get out of the school mode, and do something operational. Prior to attending Explosive Ordnance Disposal (EOD) school I am required to do one sea tour onboard a minesweeper. I flew over to Bahrain to take on duties as Combat Information Center Officer (CICO) onboard USS DEXTROUS. I wasn't too excited about being on a ship and to this day I still don't particularly care for it. But this is one experience that will always stay with me. As CICO, my boss is the Operations Officer. Well, I arrived in Bahrain about a month and a half after my Operations Officer. He was scheduled to be in Bahrain for about 13 months and then would rotate to shore duty. This however, was a source of anxiety for him because there was a lot going on with Dependent Entry into Bahrain as a result of the Cole bombing, and getting his relief here was proving to be a trial. His first relief backed out as he did not want to leave his family behind. The same thing happened with his second relief. Soon, an order modification came through traffic that was his worst nightmare. He was being extended 6 months due to lack of relief. Bahrain is not an easy place to be on sea duty especially when tensions are high. Our CO was a take charge kind of leader, and he had thought about making me turnover and become Ops to allow the current Ops to leave on time. He was concerned about having a junior Operations Officer as a result in an environment like the Gulf. Ultimately, my performance made him decide to give this a shot and I started turning over with Ops. Luckily, the decision was made well in advance and I was able to take over months before Ops was scheduled to depart. It made me feel very accomplished to take a departmenet head job after being in the community for only 8 months and to be able to help out the outgoing Operations Officer. Sea duty was not my vision coming into the Navy, but this increased responsibility made it a challenge I wanted to take.  

83. "During my tour as Operations Officer onboard DEXTROUS, I was very junior for the job and had just taken over for a departing Ops that was the senior Operations officer on the waterfront. This was a source of concern for me and I'm pretty sure the CO was aware of that. He basically allowed me to run things the way I wanted to without comparing decisions I made with those of anyone before me. That gave me quick confidence to schedule evolutions and carry them out without worrying about constant questioning along every step of the way. Ultimately, I ended up taking over as scheduler for the entire mine force in Bahrain and assisting the Commodore with a lot of the scheduling matters for the entire squadron.  

97. I believe leadership is the art of accomplishing the Navy's mission through its people. The best example of a leader that I can recall was my first Engineer. He led by example. He was always professional in appearance and was very knowledgeable on how to "fight" the ship. He had the respect of the whole ship, fore to aft. He gained the support of his people by telling them specifically what should and should not be done. This does not imply how to do it - just what it is necessary to accomplish. People do not like receiving orders that leave them uncertain of what is required of them. At the same time they like to have some lee way on deciding on how to accomplish a goal. This Engineer knew where he and his men were going (the goal) and had an idea on how to get there, or, if he didn't know how, he was willing to let his subordinates in on the ultimate goal, proximate goals, and paths, and enlist their support and expertise. He trusted his followers to be loyal, to have the technical knowledge, to know their jobs, and be able to carry them out without nitpicking supervision.  

140. I have found that camaraderie plays a large part in the satisfaction of a sailor's life. I haven't been in many situations that a group has been involved. My largest and in my short career best group effort was when I had to help with MMS Plt as a communicator. This is the first real time I saw my detachment do a large exercise. We all had our part to do to get the objective done. I could see that all of the training that the MMS had done made them look like a well-oiled machine. We would set up the RHIBs in the afternoon, they would do the mission, and then we would put everything away. It was a real smooth operation. Another example was when my detachment was out on San Clemente Island doing training. Even though I am just a Tech with no specialty, I got to see how special warfare communities do their jobs. First, we shot 40mm, M60, M14, all of which I have never shot, let alone seen before. The courses on operation and use were beneficial. They allowed us to experiment shooting at different distances, as well as covering fields of fire with the M60's machine gun. Another major evolution out there was demolition training. I only got to watch it happen up close, but I learned a lot. The instructors showed the group mainly the safety you have to take with the demo and how to do it correctly. After that they allowed the group to make the charges as well as see what they could do with the charges in the obstacle field. They allowed the group to pick out the piece of metal to bend or break or blow apart. All of this was done, so the whole group would learn from all of the charges that were used. I learned a lot of new and interesting facts out on SCI, and I know a lot of that was due to allowing the group to use their imaginations, while using the highest safety possible. Everyone knew his or her part; we had done it in training many times. The overall feeling I had of the evolution as one of pride, that we accomplished the task in a time frame that was quicker than planned. All was due to the training and repetion of the task.  

142. I feel that it is important for leaders to allow you some range of movement to make your own decisions. I was afforded this opportunity when I was on recruiting duty at NPS Waukegan. My recruiter in charge would allow me to do my job. He would not micro manage; when I would ask for help he would give me just enough to find it on my own. I might have to search in instruction manuals or recruiting command policy, at times this might be frustrating or involved, but in the end I knew this made me a better recruiter, by increasing my knowledge and allowing me to do my job. He would never second-guess my decision on whether or not someone was qualified to join the Navy. He stood beside you when others would not. It was with this latitude that my co-workers and myself were able to reach our recruiting goals and keep our objectives.  

185. During deployment, my work center supervisor was getting out of the Navy I was just a SN and was given a chance to run the office. I was scared but confident that I could to the job. What I valued the most was that my LCPO saw that I was responsible enough to take on added responsibilities, even when I didn't think I had the capacity to perform at that level. I was not only pro ud, but I learned how to prioritize and make the most out a work day. I was happy to know that I gave 100% every day and learned a lot along the way. I had the pleasure of teaching some of my shipmates the things I was trained to do and was also surprised to see that there were things I could have done to better excel in my performance  

193. I have some commendation medals. Each one was because I was in the right place at the right time and I was given the opportunity to prove I could handle the situation. Those are the hallmark events of my career... I think this was the ultimate best time for me in the Navy. At the time, I was an ensign at SEAL Team-1. There was a new swimming class - it was a combat swimmer course. They offered two seats in this new class and my CO let me go. The great part about this was that completing the course would make me a certified combat swimmer instructor. I knew I couldn't fail. Being selected for this course told me my CO had confidence that I could do it. I couldn't let him down. It was a chance to excel, to succeed. Here I was - the Navy was going to send me to the perfect course for what I wanted to do and then I was going to be able to come back and teach what I loved to do to people who were part of my family. That was the best time. It was the epitome of what the Navy offered. When I came back from the course, I ran the training for the west coast Teams. Being in the right place at the time was part of it, I guess (i.e., being selected to attend the course) . . . but my boss trusted me and I knew I could do it.  

199. Ens was assigned temporary duty as a Division Officer prior to attending this course that he currently enrolled in. During that period he was given the opportunity to work directly with his Chief and the 6 men in the division to accomplish whatever tasks had to be done. During this time he had 3 of the 4 seamen (E-3) working for him be advanced to Third Class Petty Officers (E-4). He felt this extremely high success rate was directly related to how he and the Chief ran the division and the fact that they were given the latitude and trust to make changes. Together he and the chief set up a training plan that called for regimented training times and in the end he was also responsible for writing the evals on these individuals. This provided the ENS with a tremendous sense of satisfaction primarily because the CO allowed him to take charge and execute.  

221. (YN2 Williams/YNSN) My initial attraction to the Navy was when I noticed a commercial that said they would pay for 75% of college. I also realized I had some bad habits that I needed to change..soon! As I began the Navy, my most positive impressions were the different cultures and clearing up the impressions I had on certain kinds of people and getting rid of some of my ignorance. I really never had an experience that has made me feel like I did something important. If I did, I really did not notice myself and no one ever gave me credit for it. Some of the things I value deeply are my beliefs, my culture, security for all my family, honesty, hard work and achieving my goals. I really don't know what my values as a leader are, I am only a Seaman. The accomplishment of doing it once and move on to the next task. The responsibility placed on me and the trust to let me do valuable jobs for our squadron. The single most important thing the Navy has contributed to my life is: DIRECTION! My supervisor, YN2 got me to change departments from a operational department to the Admin department. YN2's qualities are her relentless tactics when it comes to work and making me work to my capacity. All the tasks she gives me, at least 4 a day, she is pleased with at least 85% of it. When I was asked what a great team is, I recalled the time I was working in Flight Scheduling. We had jobs that we were constantly communicating and we always got the job done. I was the only enlisted person in the department, but all the officers made me feel like one of them. We joked around, respected eachother and and it was a cool atmosphere. We always got the job done and we always put out a quality product.  

224. (Young/ ENS Surface Warfare) ENS was assigned to a ship during midshipman cruise. The one thing that the ENS noticed and was impressed with was the degree to which the CO delegated responsibility. He "actually let the crew decide on the working hours for the ship". Also of note was the involvement of the CO with the crew by just walking around - he established a good working relationship with everybody. "Members of the crew would see him coming and would not go hide, they would walk up to him and talk about things". One case in which she felt of particular importance to the ship was when she was given the responsibility to review several personnel records for accuracy and came across an especially difficult case that was already going to cause a delay in an important shipboard action. The senior leadership trusted her to review the records for accuracy including this one that was already labeled as hopeless. During the process she noted that there had been a mistake made on the SSN of the record and took the initiative to contact the proper organizations associated with the case and correct it. As a result the proceedings were turned back on and carried out as scheduled saving many man-hours and money. This might not have happened if the Command climate did not provide "new young" personnel the opportunity to take charge. 

Theme: Risk Taking

When leaders threat mistakes as learning opportunities, people feel supported to take risks and adopt innovations.

*******************

This story describes a young OOD who crashes a ship onto a pylon while getting underway.  The CO used the incident as a learning opportunity. 

Being outside my community on the PC, it's a big ship… big ship life.  I think it's a big ship of course, everyone else coming from a real ship they think it's small.  Anyway, I had the opportunity to qualify for officer of the deck underway.  We got a new CO we were unsure of him at first because our previous CO was great.  At the change of command we didn't know if he was going to change everything around on us.  What he did for me personally, he gave me the opportunity to pull the ship out, no real big deal.  We were in Costa Rica and I'm pulling away from the pier and all of a sudden there's this on setting wind that came blowing in on us.  Just as I was going by this pylon and it blew us over and I scraped the pylon.  It hit the side of the ship.  There was a crowd of people on the pier watching, you know the entire local's come down to see the U.S.  Navy ship leave.  I looked at my CO; he was standing there looking at a five-foot nasty gash in the port quarter.  After the hit we got away from it and continued out to sea.  I was expecting to just get my but slammed right there.  He looks at me and goes "What are you going to do now? " I'm like, "transfer control to the pilothouse" because we were getting out into the channel.  So, I left my station out on the bridge wing where you drive the ship when you get away from the pier.  On the bridge I looked at him, he was looking at me just waiting.  I could see it in his eyes by the way he was looking at me.  He was thinking, "So you messed up, continue on".  I'm thinking… I just waxed his ship hard and he still showed me he had the confidence in me to continue on with the job.  Then he debriefed me afterwards.  Then he gets on the 1MC and tells everybody he owes everyone a case of beer because he hit the pylon.  Even though I was driving, he's the one that's responsible he was standing out there with me.  I tell you what, I learned a lot from that, the accountability of a CO, I trust him.  Out of all the SEAL's and all the boat guys I have worked with, this is a regular SWO officer who has his entire stuff in one sock.  I'll never forget him.   

*******************

This describes an example of a sailor being afforded a second chance after his senior in the chain of command supported him.
When I was a first class petty officer I had a young third class that worked for me, he had some problems, he was a young kid that worked his tail off, busted his butt.  He was a great operator on deck; it was on an amphibious ship that had cargo booms, boats, and different things.  Very busy and a work demanding ship.  This young kid was very motivated to work hard he did a great job but he had a little problem with drugs.  This was just when zero tolerance started, this kid had been to an admin separation board and the admin separation board basically turned the case back to the command.  And said," It was up to the CO".  It was his decision whether this kid stayed in the Navy or got out.  I went to the CO and I shared some of my personnel experiences in life with him and what I had overcome, and what I thought this kid could do if he were able to overcome his problems.  I asked if he could give him the opportunity to try that, the CO did.  The CO listened to what I had to say and he gave that kid the opportunity to do well and he did.  The kid did a great job, he overcame his problem on the ship, actually his problems were not the ship but on liberty.  He over came those problems and exceeded everybody's expectations.  I kind of look at the fact that if there were not people looking out for me when I was a young man in the Navy that I definitely would not be where I'm at today.  This is not a one-man show, there's nothing about the military that's a one-person deal.  It's about people trying to take care of people.  When we say take care of people it's not about babysitting or hand holding, it's about saying, "hey, we are all human beings".  Not everybody can go though life without having some challenges and difficulties but if we can provide guidance to people maybe they can possibly overcome some short falls.  We should do that, so that's my deal. 

*******************

This story describes a young officer who crashed a destroyer into a pier.  The CO viewed the mistake as part of the learning process.

67.  Actually, I spent my first couple of months in the Navy on a destroyer waiting to go to flight school.  I had some assignments.  My first assignment was to a destroyer and my second was to a staff in Norfolk called COMSERVLANT.   In my two months on the destroyer, I can still remember how impressed I was with the C.O.  of that destroyer.  He was the John Wayne type.  You know, on the bridge with the wind blowing - he was definitely in charge and the crew loved him.  Those were the days when he'd get a new Lieutenant and he was going to teach him how to drive the destroyer.  I'll never forget going into port one day, in Norfolk, and the guy has a good big head of steam, and he hits that pier.  I'm telling you concrete and wood and stuff was flying everywhere.   Those were the days when you could sort of get away with those things.  The Captain said, 'All right, back it up, try it again.' And the Lieutenant could learn how to do it, but I don't think we could get away with that sort of thing now.  I guess my positive impression was what a great Skipper this guy was and how much the sailors loved him.  He was very impressive to me.

This story describes an opportunity to expand professional boundaries and learn.

1.  LT was in the Deck Department onboard USS Abraham Lincoln but due to previous deck experience at another command, he desired to get his EOOW letter onboard the Lincoln.  He is not a Nuclear Officer so this was an unheard of qualification for a conventional SWO.  He voiced his desire to the Main Propulsion Assistant (MPA) and he spoke with the Reactor Officer (RO).  The RO told him to come down and work for him, and luckily, his Department Head authorized him to do so.  He was inspired by RO's "this is the end result, you take me there" attitude.  At his qualification board, the RO asked him to explain how to bring up the electrical plant and to talk about electrical distribution.  During the course of his explanation, he drew a House curve that some of the Enlisted engineers had explained to him to detail the basis of electrical distribution.  The RO had the LT sign the curve, date it, and he framed it.  The RO has kept that curve to this day, and told LT that while onboard, anytime anyone questioned his knowledge of the plant, he would show them that.  This confidence in him turned on a light switch in his head that made him realize a learning potential that he didn't know he had.  

This story describes support by leadership for innovation on the spot to complete the mission.

50.  My last LPO and former weapons officer on board the USS Albuquerque .  They always encouraged us, just because they are the department head and LPO doesn't necessarily mean that they have to do all the work.  We can understand what they are doing, understand why we are doing, the things that we may think isn't right but there was a scenario were things weren't going right for us and morale was kinda low throughout the ship.  The CO kinda started taking charge because he did not want the morale to fall apart, he wanted to keep everybody together.  We really didn't have the equipment on board to fix it.  But we made most of it work.  So we could have some kinda of a back up redundancy.  So we could stay on station and not have to pull the ship in.  The Co didn't particularly care for the way we were going to fix it, and he wanted to pull the ship in and my LPO and the Wepps, said well we really don't need to do that.  We can do what they are going to do.  It is not an unsafe condition just not the greatest thing.  It was a tuff decision the Co had to make I'm sure.  It wasn't overly risky because no one was personally in danger, but the mission was in jeopardy.  We couldn't fix it and if he didn't except the way we were going to fix it, then he would have to pull the ship in and we would have to terminate our mission.  My LPO was surprising because I figured it would become a yelling and screaming match, but he said this is how we are going to fix it,  these are the possible options, this is what happens if we do this and this is what happens when we do that.  At that point and time that taught me one of the bigger lessons in life that you don't necessarily have to yell at somebody to get things done.  You don't have to be high strung and tell them what to do.  I 'll give you all the data you're my boss, you make the decision.  I can not make you do this.  It was a technical challenge.  He had to try and fix something, and then he had to try and say, this an unorthodox way of doing it if we were in port we would have probably gotten parts to fix the equipment we had to make some mechanical shines out of quarters tapped together.  This is not how you fix Naval weapons systems, and we didn't have to pull in.  

This story describes members of a command switching places to develop empathy. 

 51.  I was the security officer at the Naval Air Station in Guam.  I had two or three young sailors that were not from a 95/45 they had washed out of MM school, and they send them to me.  When they can't complete the coarse they send them out into the fleet with bare minimum training.  I had a real difficult time getting them to understand that security force personal are not the same as New York City Police Officers, or any other Police officers.  They were young and very impressed by wearing camouflage, and carry a weapon, so that they were not very safe.  They were not very contentious of being safe.  After all kinds of training on weapons safety and repeating over and over again, getting frustrated with there John Wayne attitudes.  I came back to the command one day and was to find that the young sailors had discharged a bullet into the concrete wall outside of the security Police passage.  Instead of into a barrel.  On one side they were cleaning the weapon they did not have the safety engaged correctly and fired into the wall.  And then tried to cover it up by putting a Ritz cracker box up against the hole so that I didn't see it.  I then that I had to take some action.  I was their OIC, of the Security Detachment.  I knew that I needed to teach them a lesson.  And my frustration and yelling at them, and the constant telling them they did wrong was not going help.  So I decided to switch places with them for a day.  I took the watch bill and I made all of the junior folks take the senior positions.  A third class petty officer was the security officer.  I became a watch stander.  I became a 95/45.  I rode around in the vehicles.  I worked the gate.  I had them do everything I would do on a normal day.  The senior echelons, my self, my second in command, my gunny, all of the more senior folks the First Class and above switched places, we simulated joy riding on the airfield, just so they could see the level of frustration I had.  I had the Co, and Xo, there.  They kept calling over saying they have an mergency here they have an emergency there, and the third class petty officer who would be acting chief of police for the day to go over.  At the end of the day we had a conference for the whole twenty four-hour period, when we came in we switched back, we had a whole conference on.  They learned what I learned looking at it from there prospective.  So changing places for a day let them know what we expected of them.  

This story describes innovative solutions to problems and the resulting sense of personal achievement.

110.  
The submarine was making an unscheduled port call.  We had been selected for an FCET (we would shoot 4 missiles with no warheads).  To accurately simulate a launch at sea, the rules require that no maintenance can be done in port that could not be done at sea.  I was the Electrical Officer, onboard for 3 months, and one of our two Motor Generators (converts AC to DC for Reactor Safety) nearly destroyed itself.  My electricians worked around the clock to rebuild the Motor Generator.  Then, when reassembled, the Chief crawled in for an inspection.  He found a gouge on a slipring that would cause irreversible damage if we started the machine.  This was reported up the chain, to the ISIC, and we were destined to be denied our chance to shoot missiles.  Then I remembered a piece of trivia one of the electricians had mentioned when I was watching him do some maintenance one day and pestering him with questions.  I realized that the peculiarity of design he had shown me was a solution to our problem.  I sold our Leading First on the idea.  He sold the Chief, etc., etc.  Ultimately, the Motor Generator was modified as I had proposed.  The Chief took all the credit, but I still took pride in my plan.  The ship went to sea, we launched our missiles, and Inside Edition reported four UFO's off the coast of Florida.  Three years later, when I left the ship, my modification was still in place - working like a champ.  

This story describes a second chance after missing an inspection and leaders who allow for mistakes. 

 127.  It was 1972, the Navy was experiencing tough times.  I guess you could say it was a 'sloppy' Navy, for lack of a better term.  I had about the same opinion of the Navy as most of the rest of the American public and had already just about decided to leave the Navy after my obligation was over.  This decision was based on the poor leadership that I had seen in my already brief time in the Navy.  When I got to my first ship, An FF out of San Diego, I was just going to ride it out and make the best of it.  I was an average division officer and made the same mistakes that most division officers make.  I guess I was sloppy and fit into the Navy that I found myself criticizing.  Well, I guess you could say that it came to a head one day.  We were overseas and were having a command personnel inspection.   You see, my wife was traveling the route of the ship and we were enjoying the liberty together as newly-weds.  I knew the personnel inspection was in the morning and just plain missed it.   Actually, I didn't miss it.  I was at the end of the pier watching as it was being conducted on the fantail of the ship.  It was probably not the best place to be, as I should have been there representing my divisions as the Executive Officer, CDR Yen Kerr, inspected the sailors.  After the inspection was over and I came aboard, I was called to the XO's stateroom and put at attention as I was counseled about my unsatisfactory performance.  The XO told me to send my wife home and also put me in hack.  He probable should have fired me, but he took a chance on me.  He was a man who really had the big picture.  He was able to look at a person objectively and find the best in that person.  He not only found the best in that person, but he was able to bring it to the surface and help the person shine.  He was loved by the crew for his discipline, which was interwoven with fairness.  If there was ever a person who truly practiced  'taking care of your people', it was Yen Kerr.  I am not just saying that because he didn't fire me on that day either.  I often reflect on that situation and the probability that with almost any other XO, I most likely would have been fired and therefore, unable to sit here and tell you this story.  When I make decisions, even today, I tend to bounce it off of my historical reference of Yen Kerr, to make sure I am making the best decision for the people involved and that I am trying to find and bring out the best in my people. 

This story involves working together as a team under adverse conditions.

 161.  My positive attitude and my ability to work well with others has made my life in the Navy pleasurable.  As a human being, I feel it is important to do the right thing when no one is looking and to get the job done no matter what.   When I was at A school for electricians mate we had a final lab to do to complete the course.  We had to walk up to 10 different stations and each lab had a different piece of machinery that had a problem set into it.  The instructors were not allowed to help.  You had to trouble shoot the equipment and solve the problem.  It is this kind of learning environment that I enjoyed.   We were able to take the knowledge that we learned and apply it to real world problems.  It was my A schoolteacher that supplied the knowledge and gave us the confidence to learn.  This in turn readied me for BUDS training.  I remember when I was in BUDS training and we were doing log P.T.  In this evolution we had teams of 6 and were racing each other.  There were four other teams racing and our boat crew leader told us that if we got out in front first, then we would win the race.  All we had to do was put out and work together right out of the gate to get in front.  We were neck and neck with another boat crew and our leader gave us an encouraging yell, we all took off and edged out the other boat crew.  We defiantly worked together well as a team and even though we were hurting we were able to get the job done.  

This story describes individual problem solving with support from the chain of command in order to avoid sending out a CASREP.

162.  Seeing professionalism rewarded plays a vital role in motivating sailors.   I personally think that when you reward the hard chargers, you motivate others to perform well.  An example of this was when I was stationed on the USS Chandler.  Onboard the USS Chandler the forward launcher had developed a problem, it would only rotate to port and had to be manually returned.  Of course this meant a CASREP and probably a return trip to port.  The tech on duty isolated the problem, to a pair of connectors located in the turret itself.  Because of my 3M background, they asked me to try and fix the broken connectors.  After getting the only spare connectors onboard, I was lead to the launcher and climbed inside.  There wasn't much room, but after removing the connection I was able to pinpoint the problems.  Somehow some of the pins had become damaged, about three hours later I completed the repairs.  After I climbed out of the turret they proceeded to test the launcher.  It worked.  The CASREP was averted and we were able to complete what we had set out to do.   Knowing that I had accomplished the job to the best of my ability and had made difference was very rewarding.   

This story involves making changes to procedures with support from chain of command at the lowest level in order to increase effectiveness. 

175.  In my workspace there are Fire Control System Transmitters.  The transmitters are extremely loud when they are placed in the ready status with the cooling fans on.  While at sea, and at standard Weapon Posture Condition III, the FCS Illuminator Transmitters were to be placed at the Air/Ready position.  That policy didn't make sense to me.  Placing the FCS Illuminators from Condition III to Condition II took hours anyway.  It only took a few minutes to get the Illuminator Transmitters from a Standby position to an Air/Ready condition.  I saw no reason to have the FCS Illuminator Transmitters at Air/Ready in Condition III.  Placing the transmitters in standby position turned off the cooling fans and thus greatly reduced the background noise in the working space.  I wanted to know why, in Condition III, the FCS Illuminators had to be in Ready position.  One day I went to CIC (Combat Information Center) to ask the Weapons Officer, who was standing watch, why we couldn't just have the FCS Illuminators on Standby for Weapons Posture III.  I explained to him the effect the Illuminator Transmitter's fans had on my workcenter when at the Air/Ready position and how I didn't see a reason for having FCS at Air/Ready during Condition III.  I felt that the noise in our workspace generated by the transmitter fans was unnecessary and that it had a negative impact on our health, comfort, and work.  A few moments after discussing the matter with Weps, he turned to the Tactical Actions Officer and said, From now on, at Weapon Posture III, the FCS Illuminators will be in the Standby position.  Do whatever you have to do to make sure it happens.  The officer standing TAO at the time would eventually replace that Weps as my next Weapons Officer.  The policy remains to this day.  I went to my division officer with a question about a policy.  He listened to everything I said, saw the sense in it, and made the decision right there on the spot.  I have never served under a better officer or a better man.  

This story describes a senior supporting a junior and showing confidence in spite of mistakes. 
177.   My first great influence once I entered the Navy was ENC(SW) Kirkvold, he was incredible.  I learned several very important skills from him.  The first was take pride in what you do and space ownership.  Second, there is nothing that you can't do if you have a specific goal and a desire to excel, showing pride in what you do.  I was stationed in Keflavik, Iceland in mid 80's.   ENC(SW) Kirkvold arrive about eight months after I arrived.  There was an emergency diesel generator set at the command that was owned by PWC.  The engine was on its last leg.  The command had another diesel generator (DG) in a warehouse that had been there for several years before I had arrived - it was from a base in Adac, Alaska.  When the DG was remove from the power plant in Alaska they cut all the wires with no labeling of anything on the DG.  One day there was a meeting about bring the DG from the warehouse to the command for installation.  ENC told the chain of command that installation would not be a problem, his guys could do anything.  ENC came to us (I was ENFA at the time) and laid out the job.  We were all in shock that we were going to be afforded the opportunity to do such a large job.  He told was we can do this as long as we have confidence in our selves and the plan.  We brought the DG out to the compound and placed it into the building.  We also installed a large transformer as part of the job.   During this installation ENC Kirkvold had to go to bat for me because of a small incident.  During the installation I caught the building on fire while using a cutting torch to cut a hole in the side of the metal building to accommodate the exhaust piping and the cooling system.   It was not that big of a fire, but it was noticed by the chain of command than brought to the attention of ENC.  He told the chain of command not to worry about it, I knew exactly what I was doing.  He did this numerous times, putting total confidence in a new ENFA, me, which he really didn't have any experience with or of my work ethics.  He pushed several concepts repeatedly, trust your people, empower your people, they will not let you down.  I spoke with him about this after we got to know each other better, about a year or so after he arrived.  He told me that if you empower and trust your people they will follow you anywhere and do any thing for you.  He's right, I took what he taught me and I ran with it and have been for 17.5 years.  These concepts have never failed me.   

This story describes a young sailor taking initiative to solve a problem without formal training.  Although his solution triggered some minor flooding, the CO recognized his initiative when the rest of the chain of command wanted punishment.

172.  It was April of '91.  I had just checked into my first ship, the USS Arkansas.  I had just graduated C school for the Mk.  74 Radar system.  I had been onboard about two weeks before my first duty day.  On my duty day, I was the only technician from my division.  There was a report of a casualty to the cooling system on the radar.  I went to investigate and noticed that one of the salt water pipes going to the cooling system was ruptured.  I knew I was the only technician, and it didn't seem like a good idea to wait until the next day to have someone with more knowledge trouble shoot it, so I took it upon myself to fix the problem.  I informed my chief (who was the Officer of the Deck at the time), my Division Officer (who was the Combat Systems Duty Officer that day), and the Command Duty Officer.  The only way to remove the ruptured section of the pipe was to isolate the source.  I had to perform double-valve isolation.  I quickly secured both valves and removed the section of ruptured pipe.  I brought the pipe down to the Hull Technicians to weld.  While the HT's were repairing the pipe, the quarterdeck noticed flooding.  The valves I secured were causing Firemain to leak salt water onto the quarterdeck.  The water was pouring slowly across the quarterdeck and draining down a deck drain into the ocean.  The OOD reported the flooding to the CDO.  The CDO immediately tracked me down.  When he found me, he began yelling at me, accusing me of causing a flood on the quarterdeck.  He informed me that I violated the tag- out system onboard the ship by not tagging out the Firemain.  He told me to prepare for DRB the next day and that I was in a lot of trouble.  I went to the Disciplinary Review Board, to Executive Officers Inquiry, and finally to Captain's Mass.  At both the DRB and at XOI I tried to explain that I wasn't even qualified to conduct a tag-out much less know what a tag-out was.  I had no concept of the procedure I was supposed to follow.  I believed that I was taking a risk, but that I was doing the right thing by trying to fix the valve, and that since the valve was repaired and replaced that day I had still done the right thing.  At Captain's Mass I was extremely scared.  I was only trying to do my job and somehow I was now standing in front of the Captain.  The Captain ended up dismissing my case.  He told me that if he was to punish me he would have to punish my entire chain of command because I had informed both my chief and my division officer of my intentions and neither of them ever asked if I knew what I was doing.  They never asked if I was going to tag it out or even if I was qualified.  The Captain recognized my bold risk taking and did not punish me for trying to do my best.  He did award me EMI (Extra Military Instruction).  I had to conduct tag-out audits for two weeks to become intimately familiar with tag-out procedures.  It worked.  The cooling system to the radar was repaired and I was certainly now qualified to tag-out equipment.  

This story describes a CO who unlike his peers at the time, tolerated a mistake as a learning opportunity to produce a positive result. 

195.  Yeah, a CO of a DGG that I was on.  At the time I was transferred to Hawaii and uh at that point in time probably every two out of three Engineers were getting fired.  We were at time where in the early seventies where Engineering got away from us in the Navy.  We are now going through the nuclear mentality of getting things back together and establishing the Engineering boards and so forth to come and inspect you.  It was a significant element of the CO's reputation if one of these boards came aboard and gave you a bad grade and so what often happened the CO's would turn around and fire their Chief Engineers in some cases as scapegoats and in other cases just because they were not up to task of getting through these, they were called PEB, propulsion examining boards.  At that time they were all done by the nuclear community and were very, very stringent inspections.  We were getting ready for ours in Norfolk, oh excuse me Hawaii.  About a week and half before we had, I had a young enlisted man that lined up the eductor system backwards and flooded out the Engineering space! As I remember there were upwards of twenty electric pumps that were all ruined because of the flooding.  The flooding in and of itself was enough for the CO to fire me and that was what was happening at that time.  But not being able to make the operations propulsion examination test would surely make a black mark on the ship.  So the CO called me up to the his stateroom and instead of telling me that I was fired, which is what was happening to a lot of people at that time, he said I want you to go down to the Engineering space and I want you to come back and tell me, and give me a plan that will get this ship through OPE on time.  In other words get those 20 pumps fixed and back on track in a week and half.  And I went down and did that.  We needed this much done by the tender; this much done by the shore activity and it is going to cost this much money, so on.  And he took the plan and went and over defended it on the waterfront.  To make a long story short we got all the pumps repaired and we got the OPE on time and we passed the with one of the best inspections of the year.  It is all because of the way the CO handled the situation.   Instead of firing me he used the situation as a way of turning it around and making it a positive situation by bringing a positive outcome.  

Theme: Learning and Development - Being Mentored

People remember and value leaders who support their learning, development, and advancement.   People are deeply impacted when they experience or witness leaders who take the time to notice their potential, who deliberately select them and mentor them.   

*******************

An E-9 Cryptologist recalls a Chief who took him under his wings, saw his potential, and supported him.   This level of personal mentoring helped him build his confidence and sense of professionalism.    

I'll tell you - the transformation in my career… I was in Guam.  It was my second tour.  I was still a Third Class, which was indicative of how poorly I was doing, because most of the CTMs by that time were Second Classes.  I was in trouble, XOIs, the whole nine yards.  This young Chief - he'd just been frocked to Chief - brought me into his office and goes, 'I'm going to make a sailor out of you.' My attitude at the time was not very positive.  For 90 days, the guy started with my haircuts, went to my uniforms, then my personality, and definitely molded me into a sailor.  He didn't do it in a manner that was belittling.  He was compassionate, but very forthright about where I was messing up.  The way he handled that situation, or that transformation was the way I feel that every Chief needs to handle the problem [sailors] within the organization.  I'm a firm believer that if it can work for me, it can work for others.  And instead of just seeing a troublemaker who worked hard, he saw someone who could be successful." " His approach - he never let up.  The guy rode me hard.  You know it can be frustrating for a young guy with my attitude at the time.  But it was just the way he handled every situation.  You know, 'Go get a haircut Penick.' The next day I'd come in and I wouldn't have a haircut.  He'd say, 'Well if you don't want to go get a haircut, let's talk about EMI and let's talk about Regulations this afternoon.'  And at the end of that little session, he would say, 'Go get a haircut before tomorrow afternoon, or we can spend more time discussing regulations.'  Honestly, by the time it was all over, I knew the uniform regulations very well.  But it was just that constant mentoring.  I started trying to make a change - got my hair cut, squared away my uniform, shoes shined - the superficial part.  Then he started on the professional part where he would take me into the Department Head or Division Officer and have me address issues about equipment, or what was going on in the calibration lab.  So he started making that transition - making me more professional.  Being an old southern boy from the back woods, I had that attitude that I didn't need to be professional and all that.  He helped me through that by mentoring.  It was a hard road. . .   I think when I got the superficial part squared away; I started carrying myself more professionally.  I was more proud of my appearance, and that led to more professionalism on my part.  This transformation didn't take place in those 90 days.  I actually saw the benefit of it in my next tour.  

*******************

Early in his career, a Special Warfare E-7 was surprised to be mentored by someone who came from a very different background and appeared to be an unlikely mentor.   However, he made a deep and lasting impression on him.

I had been on the ship about four months.  I was 17.  There was an air crewman, an E4, who was named Marlin Smith.  He was across the aisle from me in the three-stack coffin-racks on the ship.  We didn't actually work together but we shared a berthing area.  One evening he just started talking to me and asking where I was from and the like.  I was impressed because he was from the south.  I wasn't the stereotype black person he was expecting.  And he wasn't what I was expecting for a white person from Georgia.  I didn't really think we would get along but we did.  He took me under his wing and showed me how to work within the Navy was -- the things I could do and the things I couldn't do, and the things I should strive for while I was there.  He took me under his wing because he said he liked me.  This mentoring was a good experience for me very early in my Navy career.  I could always rely on Marlin.  He lived by his code and told me it was important to set your standard and to live by it throughout your life.  It wasn't so much what he said as it was the way he acted.  He was reliable.  He was the rock.   He was consistent.  Whatever he said today was the same thing he said tomorrow.   He had an honor code.  If we set a time, he was there.  And if for any reason he couldn't be there, and it had to be a major reason, he would call you.  He didn't have debts.  He didn't go around drinking and partying and carrying on.   He wasn't a religious person -- he was just a very fair and dignified person.   He came from a really good family and took me to his home for a visit.  I saw Marlin years later and told him how all the things he told me, the things he had helped me with, had influenced me as a person -- to be fair and to have integrity.  He had invested time in me and he had no idea where I would end up.   I've carried the things he taught me as a young sailor with me all my life.   It was good.
*******************

A Lieutenant SWO was deeply impressed when a new CO empowered his people to make their own “leadership decisions.”   He watched people in the wardroom grow and develop under this supportive leadership style. 

I was forward deployed to Bahrain as Operations Officer onboard USS DEXTROUS (MCM-13).  The MCM community had previously operated with Rotational Crews where a crew would take a ship for 6 months in Bahrain, and then be relieved by another crew.  My crew was the last rotational crew and would assume duties as permanent crew DEXTROUS in May of 2000.  Our CO, a commander, would soon be relieved by our new CO, an LDO LCDR with 25 years service.  Our former CO was very hands on and wanted to be informed of EVERYTHING and of every decision that was made down to the smallest detail.  Our new CO however, had a completely different style.  The beginning of his tour was very frustrating for him because he was tired of his officers coming to him to request permission for the simplest of tasks.  He wasn't frustrated with his officers, he was frustrated with the idea that his officers didn't feel comfortable making leadership decisions without his permission.  He sat down the whole wardroom one day and explained his philosophy behind leadership.  He empowered each of us to make decisions because as officers, that is what we're paid to do.  He still wanted to be kept in the loop, but he didn't want minute by minute updates on things as they happened.  We saw a growth in our wardroom that was unparalleled as a result of this shift in leadership thinking and we were more effective as a result.

*******************

A Petty Officer experienced a CO who took a personal interest in his crew, was eager to get to know them personally and provide mentorship.  The Petty Officer recalls him as an outstanding influence.  

I had this Captain on the USS FOX (CG) whose father was also previously the captain of the FOX.  He honestly believed that the USS FOX was the best ship in the fleet.  He believed it was the best ship because of the crew.  He conveyed his pride and belief in the ship in everything he did or said.  I was a chief at the time.  He was so interested in knowing the crew that he decided to set up a one on one lunch program.  He wanted to eat lunch and talk with at least one chief or one junior officer a week.  He then placed a sign-up sheet outside of the wardroom.  At first, no one wanted to sign up.  Everyone was intimidated or scared to eat lunch one on one with the Captain.  I finally signed up.  That was the last time I signed up and got to see him quickly.  The next time I went back to sign up, the list was so long that it would have taken months to get a one on one with the Captain.  Everyone had quickly caught on.  The Captain had established his belief in the ship and was intent on being a mentor to all of the junior officers and chief petty officers.  He always spoke his mind and was always firm in his belief that his crew and his ship were the best in the fleet.     

*******************

A Master Chief made an extra effort to ensure that his people received the training and certification they needed.  

242.  Recently my ship went into a Yard period, it was very stressful.  The focus was on repairs and my ET people were shifted to do other work, the rest of the ship was short handed.  This was a challenge to keep up morale.  I was determined to "rehab" the ETs.  But, there were no schools in the area.  I guaranteed my people 6 weeks of Microsoft computer training.  I used a local shipyard computer lab at night, when it was not being used.  This was very effective in boosting morale and increased a desire to stay in the Navy.  In the end my people were certified in Microsoft and they also knew that I cared about them.  

An E-6 Special Warfare feels gratitude for two Petty Officers who took him under his wing and helped make him aware of his responsibilities.  
29.  "When I was on my first ship there was this FC1Barzoski and FC2 Haley, they really groomed me even though I wasn't in their rate.  I was a young GMGSA, when I came on board they really groomed me to become a leader even though there was more people in my department.  I guess they saw something in me they liked.  And they just brought me along side and instilled a lot of core values in me.  They kept me out of trouble even amidst my piers.  They both made sure I studied for my exams, so I could make rate on my first attempt and I did.  They constantly reminded me of my responsibly even on liberty at times they made sure I left my ship knowing how to lead.  Because I was very young, and I had just made third class.  They made sure that I knew I was the leading petty officer in charge of the other seaman.  If anything happened I was going to be held accountable because I was senior, not just on the ship but on liberty too.  How often do you here that? That made me feel good inside.  That's the kind of leadership we should approach as leaders we commit time for PMS on our equipment why should we not commit time for PMS on junior personnel just like we would on any other piece of equipment in the Navy.  Without junior personnel there would be no Navy, especially the worlds finest Navy.  We should continue to do so until ships sail themselves." 

Sometimes a junior person mentors an officer.  A Lieutenant in the Surface Community felt that is was a chief who “took him under his wings and showed him the ropes.” 
135.  When I assumed my second division officer tour, I was ready for round two a combative chief who would do anything to undermine my authority, taking advantage of every situation that could make him shine at the ultimate expense of his division and myself.  To my surprise, everything I had prepared for mentally was quickly tossed out the window.  My new chief took me under his wings and swiftly showed me the ropes.  He explained the way he thought things should be and I completely agreed.  Seeing the world though his eyes cleared my own.  We were partners. 

A Second Class Petty Officer mentored an E 5 Yeoman.   

61.  "My first year in the Navy, I really liked the tempo.  It was really high, upbeat.  My first command was a ship, an aircraft carrier - the Kittyhawk.   Everything was really fast paced.  I was a deck seaman.  I was looking up to others, mentors, who were pushing me and believed in me.  They made me strive to do better.  One of them was a Second Class Boatswain's Mate.  He took me under his wing and talked to me.  I had respect for him so everything he said...along with everybody else who ever gave me a command, an order - I'd do it, but I would try to pick his brain for knowledge.  And he was just nice about it.  He wasn't cruel or rude.  He knew how to handle himself and give orders, so I respected that.  I took what I could from him by asking questions and finding out how to do things in his rate.  And just ask questions, that's what I did."
178.  Portsmouth, N.H.  1988, I had earned my Yard Tug, Big (YTB) Chief Engineer qualification.  I had taken over my own YTB, YTB-771.  I was very proud of myself, I was an EN2 and relatively still new to the command and others that had been there longer were not qualified yet.  I worked for a crusty BMCS, old Navy.  He was new to the command - onboard about six or so months.  There was a group of us engineers sitting in the engine shop talking when BMCS walked in.   He ask what we thought about towing a barge to Boston, Mass.  I was so excited when he brought it up, underway, finally.  To my disappointment he wanted the EN1 to be the Cheng for the trip.  The EN1 to my delight said hell no, I'm not going to sea on something so small.  I jumped up and volunteered for the job.   BMCS started scheduling underway times for training.  He had us underway daily doing fire drills, casualty control drills, flooding, training on navigation, towing rigs, and tug handling.  BMCS had us doing things that just a few months prior we would have said, no way we can't do that, that's crazy.  We did several tow jobs, we towed barges from NH to Mass., RI, and VA.  The longest trip was to Charleston, SC for overhaul.  On the first trip I talking to BMCS and ask the question Why are we all of a sudden doing these tows, I thought we paid the civilian tug to tow the barges? He replied, That's the point, we pay these guys huge dollars to do these tows, and for what.  We go for days and not use the YTB, it's a Navy resource, and we need to us it.  We have the knowledge base in this office and the gas is already allotted for, we can do it for a lot less.  This was the first time since I came into the Navy that I started thinking about saving money for the Navy.  He talked about saving the Navy money and told us we should be thinking how to save money daily.  Saving money wasn't something that was brought to my attention before this.  He was an outstanding Sailor, he opened my eyes as well as the other Sailors that it's important to do your best to save money for the command and the Navy.  He not only reinforced what I learned in Iceland he instilled values that affected every Sailor in a positive way making them better Sailors.  He was a fantastic mentor, he is what I picture when I hear the word BOAT'S.   

A Commanding Officer stands by and allows two junior officers to run a delicate maneuver.   

258.  Once during "National Week" in the '70s, on an auxiliary vessel, the CO let two people in his wardroom work out a battle plan against the AMERICA (the auxiliary ship played the role of a Soviet vessel) that allowed them to maneuver in such a way that they surprised the carrier and completed a mission against it.  Once, during this exercise they were at top speed when a destroyer detected them.  The destroyer was surprised and could not catch them (the destroyer only had one boiler lit off), they blew past it going 30 knots.  The CO did not interfere, though he was a bit nervous about the plan.  Still they pulled it off.  The CO gave them the opportunity to do things like that, an opportunity to realize abilities they didn’t know they had.  

This story describes a Commanding Officer who saw the potential in one of his subordinates, who like to “work and play hard,” and through providing opportunities for this subordinate to excel, he became committed to the Navy. 

136.  I was on my way out of the Navy.   Don't get me wrong, I enjoyed my job, I was good at it; but I did not believe that the organization, on the whole, was for me.  More to the point, I was a poster child for the idiom work hard, play hard.   It was the play hard that got me in a little trouble here and there.  Somehow my CO saw something beyond the immaturity and cynicism.   Over my tour with him, he reassigned me to new positions in all three departments each time, dramatically increasing my authority and responsibilities in the respective department.  My final transition was to assume the billet of Chief Engineering Officer.  Though I never truly thought I would fail, for the first time, I had my doubts.  He showed a lot of faith and confidence in me the day he called me to his office and said, the Cheng will be leaving us, and I have chosen you to take his place.  After the fact he told me that it was the first time he saw a glimpse of humility in my face.  Needless to say, the CO had brought me up right [he was a gifted mentor]; I had a lot of exceptional people working for me; and I was lucky time and time again.  But the remaining time served as Cheng was a turning point in my life as a company man.   

An E 5 Surface recalls an LCPO who saw his potential and gave him a second chance. 
165.  It was on my first ship.  I was a seaman.  I ended up going to Executive Officer's Inquiry during my first month.  At XOI, my Leading Chief Petty Officer stood up for me.  He believed in me.  Two weeks later I ended up back at XOI.  This time I was on my own.  My LCPO told me that he had already stuck his neck out for me and couldn't do it again.  The Executive Officer eventually dismissed me and the only thing I remember him telling me is, you have the potential to make a master chief someday.  After the second XOI, my LCPO told me I was definitely in the doghouse, and would remain there until proven otherwise.  He would tell everyone that I was the worst gunner's mate I ever seen.  A month later I was put in the LCPO's duty section.  At the time, the GMC was the only one who was authorized to work on the missile system.  Because I was put in his duty section, he began showing me how to operate and work on the missile system.  I was eventually allowed to work on it with him.  He taught me the system in ways that the other chiefs didn't know.  I learned to do things no one else but the LCPO could do.  I suddenly became the best gunner's mate I ever seen.  The XO and my chief had both seen potential in me and stuck their necks out to give me the chance.  

     Stories that address mentoring:                  

80. "I did a tour at boot camp in Great Lakes and you start  out as a barracks division officer when you first get  there. I was pretty excited about the tour in general  because it's one of the few places where you start out with  people that are basically civilians putting on any type of  uniform for the first time, and you are the first influence  to shape them into military personnel. I was on the fence  however, about what I was going to do after this tour and I  wasn't completely sure I was going to stay in the Navy. I  started having a group session in the evenings with several  of the new candidates on a voluntary basis, where I would  just sit and talk with some of them about leadership and  ways to success both in the Navy, and in the civilian world  as well. Ultimately, I stayed in the Navy, of course, but  just recently, a couple of those same students that came  through Great Lakes six years ago while I was there,  checked in here at SWOS as new young officers. One of them  in particular just came through from Nuclear Power School,  and to see the accomplishments he had made since I saw him  last at boot camp really made me feel good about being in  the Navy. It was a great things to see that I had been a  part of somebody else's success story.    

92. One of the best forms of leadership I can recall was  that of my first department heads. This particular LCDR  provided all the junior officers under his command with  mentoring. He treated us as individuals. He understood that  each of us had individual strengths that needed little  correction and weakness that needed guidance. He took the  time to point us in the right direction. This was a quality  that I believe is needed by everyone in the chain of  command.    

94. I helped an SK that was not actually in my chain of  command to submit a package to become an interpreter. I  took time to answer all her questions, directed her in the  right source on information I could not know, and helped  her get her package together. I just recently saw her at  the Defense Language Institute (DLI) and found out she was  selected to the program. She was very excited to see me and  thanked me for all my help. I made me feel good that I was  able to help her pursue her goal. I also pushed and helped  a second-class petty officer to apply for an officer  program.    

104. ...as an Ensign I helped turn around a problem Sailor  on my first ship. I was the A gang officer and he was the  "scumbag" that no one wanted....always in trouble, never  where he was supposed to be, had been to mast several  times. My XO asked me if I would take him and turn him  around    

105. I recall being very proud. I felt like I had joined a  very exclusive "fraternity"...I really liked the pride  expressed by my family and friends. My company officer at  OCS stands out in particular. I did not have a good  experience with "Hell Week" at OCS...a lot of pointless  shouting and running around without any sort of  indoctrination or purpose. I went to my company officer and  told him that if this was the Navy, he could stuff it. He  did a number of "father-son" chats (what we now call  mentoring) with me...these talks, which put a proper  context to events, helped me make it through OCS. Those are  some very fond memories    

135. When I assumed my second division officer tour, I was  ready for round two a combative chief who would do anything  to undermine my authority, taking advantage of every  situation that could make him shine at the ultimate expense  of his division and myself. To my surprise, everything I  had prepared for mentally was quickly tossed out the  window. My new chief took me under his wings and swiftly  showed me the ropes. He explained the way he thought things  should be and I completely agreed. Seeing the world though  his eyes cleared my own. We were partners. One thing became  readily apparent through my mentoring these [my division]  were my people, and I was responsible for them. My first  class was an exceptional sailor. Obviously gifted in many  ways: a natural leader, caring and sincere, intelligent,  loyal, and ambitious. Yet, for all his apparent ability, he  had gone unnoticed as a leader in the command. It was my  job to change that. EN1 was from an underprivileged  background. He was uneducated and spoke an intelligible  slang when spoken to by his superiors. This of course was  all looked upon as unintelligent. To make a short story not  seem so long I helped him get involved in high-visibility  collateral duties and ensured he excelled at them. We  worked many hours improving his writing and speaking skills  since we all know the impression they make is overwhelming  regardless of what we say at the podium. Needless to say,  he was quickly recognized for his exceptional contributions  to the command over the coming months, his professionalism,  and strangely enough for all the past accomplishments he  had made. The end result was the number one 1st class  onboard come evaluation time and the commanding officers  personal letter endorsing his inevitable advancement to  chief.    

137. I joined the Navy to travel and for the educational  benefits. I began my career in Orlando, Florida at boot  camp. I then went on to ET A school in Orlando and Great  Lakes, upon graduation I was sent to the USS Lockwood. It  is here that I found that my superiors were going to have a  great influence on my career. My Chief helped to focus me,  by making me look at the Big picture of my career. They  helped me to study and receive my ESWS on that tour. On my  second tour I was on the USS Chandler and I was once again  guided to look at the 'Big picture. It was on this tour  that I advanced to ET2. Throughout my first years in the  Navy the guidance and professionalism I received was more  than I expected and has taught me that as I progress  through my career I need to be sensitive to the needs of my  junior shipmates and help to guide them in their beginning  years. We all start on the same playing field, everybody  has the same opportunity to succeed in the Navy and I found  that you only get out of it what you put into it.      

165. It was on my first ship. I was a seaman. I ended up  going to Executive Officer's Inquiry during my first month.  At XOI, my Leading Chief Petty Officer stood up for me. He  believed in me. Two weeks later I ended up back at XOI.  This time I was on my own. My LCPO told me that he had  already stuck his neck out for me and couldn't do it again.  The Executive Officer eventually dismissed me and the only  thing I remember him telling me is, you have the potential  to make a master chief someday. After the second XOI, my  LCPO told me I was definitely in the doghouse, and would  remain there until proven otherwise. He would tell everyone  that I was the worst gunner's mate I ever seen. A month  later I was put in the LCPO's duty section. At the time,  the GMC was the only one who was authorized to work on the  missile system. Because I was put in his duty section, he  began showing me how to operate and work on the missile  system. I was eventually allowed to work on it with him. He  taught me the system in ways that the other chiefs didn't  know. I learned to do things no one else but the LCPO could  do. I suddenly became the best gunner's mate I ever seen.  The XO and my chief had both seen potential in me and stuck  their necks out to give me the chance.    

197. When I was first assigned to NAS Cecil Field I was 18  years old. I was assigned to the AIMD Department as an AE3  weapons repairable technician. There were a variety of  ethnic backgrounds and rank in our workshop. However, one  person stood out from the rest. His name was AE1 Alan  Caviness. A mild mannered man in his mid to late 30's. AE1  from day one on took me under his wing. Throughout my tour  there he was able to provide me advice and direction about  the Navy in general and life. He was a mentor, a guidance  counselor, and a hard charger all rolled into one. His  strength was the way he came across and the way he was able  to communicate with others, especially me. In fact, he  actually took time to provide guidance on my BOOST package  from the beginning to the end. AE1 was not only a morale  booster, but he was a great friend.    

203. After I finished boot camp and all of my schools, I  went to my first ship. On my first ship I met the man who  had the greatest influence on my career. He was my Leading  Petty Officer at the time. He helped me get used to being  on the ship and being underway. He would always talk to me  if I had any problems, personal or work related. Often we  would talk about staying in the Navy and making it a  career. He had been in the Navy sixteen years before he  picked up chief, but even after he picked up chief he would  still take the time to talk to me and open my eyes to what  the Navy had to offer. He always made sure everyone in my  division was close, like a family. He never had favorites  or punished anyone just because he didn't like them. He  made sure we were aggressive and enthusiastic about doing  our job, but also had fun while doing it. He looked out for  us when we were in other ports and made sure nobody ever  got in trouble. He even offered to pick people up, during  the day or night, workdays or weekends, if anyone was too  drunk to drive or was in some kind of trouble. He showed me  how to be the leader I am today. I am glad I had him in my  life to show me how to be a good leader and I only hope  that I can be like him when it is my turn to step up and  take it to the deck plates.    

]    

246. (white/CAPT ret) Early in his career he was on board  the Kennedy as Air Transfer Officer. One person who worked  for him was a ATC third class Sean O'Brien (D.C. was his  division officer). The third class had joined the Navy  before completing high school. He had low self-esteem and  little confidence in himself, joined up after some personal  problems. Yet, there was promise in the young man and Mr.  Cashbaugh saw it. He was determined that this young man  fulfill his potential. It took many different approaches to  get the young man to work toward his potential. Sometime he  was badgered into going on to the next step, sometimes Mr.  Cashbaugh would assist him in preparation or in  application. He tutored him in math and science to help  build the man's self esteem and confidence. In 1 1/2 years  the man had his GED. Mr. Cashbaugh had set aside time for  him to work on preparing for it. After that , they got him  into an ROTC scholarship. He (DC) was sometime "a pain in  the butt" but he wouldn't give up on him. Sometimes you  have to be rather like a parent, you have to know when to  push and when not to. Often you believe in them more t han  they believe in themselves. He has always been good with  people and knows that if you show what you can do for one  person other people will see that and show they what kind  of person you are. You have to know what your people are  going through.    

Stories about peoples’ learning and development      

29. "When I was on my first ship there was this FC1Barzoski  and FC2 Haley, they really groomed me even though I wasn't  in their rate. I was a young GMGSA, when I came on board  they really groomed me to become a leader even though there  was more people in my department. I guess they saw  something in me they liked. And they just brought me along  side and instilled a lot of core values in me. They kept me  out of trouble even amidst my piers. They both made sure I  studied for my exams, so I could make rate on my first  attempt and I did. They constantly reminded me of my  responsibly even on liberty at times they made sure I left  my ship knowing how to lead. Because I was very young, and  I had just made third class. They made sure that I knew I  was the leading petty officer in charge of the other  seaman. If anything happened I was going to be held  accountable because I was senior, not just on the ship but  on liberty too. How often do you here that? That made me  feel good inside. That's the kind of leadership we should  approach as leaders we commit time for PMS on our equipment  why should we not commit time for PMS on junior personnel  just like we would on any other piece of equipment in the  Navy. Without junior personnel there would be no Navy,  especially the worlds finest Navy. We should continue to do  so until ships sail themselves."    

40. "This goes back to my first tour as a CMC and I had a  young sailor. He was just distraught, and he wanted out of  the Navy, and the Navy wasn't for him, and on and on and  on. Once we got to where the rubber meets the road, he was  just depressed. He had no friends at that point, and we got  him all through that. He had every excuse in the book, as  some can when they get to that point. We worked with him,  encouraged him, and mentored him through it all. I've seen  him twice since I left the ship. The first time I saw him  when he left the ship, he was a Third Class. And I actually  had the opportunity to run into him just last week when I  was in San Diego and he's a Second Class. Here is somebody  that I had the opportunity to influence. He has reenlisted  once and he's a Second Class now. And he thinks of the Navy  the same way that I thought of the Navy when I was his age,  and the same way I look at the Navy today. That make me  feel good from a people perspective - that's what I do for  a living."    

61. "My first year in the Navy, I really liked the tempo.  It was really high, upbeat. My first command was a ship, an  aircraft carrier - the Kittyhawk. Everything was really  fast paced. I was a deck seaman. I was looking up to  others, mentors, who were pushing me and believed in me.  They made me strive to do better. One of them was a Second  Class Boatswain's Mate. He took me under his wing and  talked to me. I had respect for him so everything he  said...along with everybody else who ever gave me a  command, an order - I'd do it, but I would try to pick his  brain for knowledge. And he was just nice about it. He  wasn't cruel or rude. He knew how to handle himself and  give orders, so I respected that. I took what I could from  him by asking questions and finding out how to do things in  his rate. And just ask questions, that's what I did."    

80. "I did a tour at boot camp in Great Lakes and you start  out as a barracks division officer when you first get  there. I was pretty excited about the tour in general  because it's one of the few places where you start out with  people that are basically civilians putting on any type of  uniform for the first time, and you are the first influence  to shape them into military personnel. I was on the fence  however, about what I was going to do after this tour and I  wasn't completely sure I was going to stay in the Navy. I  started having a group session in the evenings with several  of the new candidates on a voluntary basis, where I would  just sit and talk with some of them about leadership and  ways to success both in the Navy, and in the civilian world  as well. Ultimately, I stayed in the Navy, of course, but  just recently, a couple of those same students that came  through Great Lakes six years ago while I was there,  checked in here at SWOS as new young officers. One of them  in particular just came through from Nuclear Power School,  and to see the accomplishments he had made since I saw him  last at boot camp really made me feel good about being in  the Navy. It was a great things to see that I had been a  part of somebody else's success story.    

92. One of the best forms of leadership I can recall was  that of my first department heads. This particular LCDR  provided all the junior officers under his command with  mentoring. He treated us as individuals. He understood that  each of us had individual strengths that needed little  correction and weakness that needed guidance. He took the  time to point us in the right direction. This was a quality  that I believe is needed by everyone in the chain of  command.    

94. I helped an SK that was not actually in my chain of  command to submit a package to become an interpreter. I  took time to answer all her questions, directed her in the  right source on information I could not know, and helped  her get her package together. I just recently saw her at  the Defense Language Institute (DLI) and found out she was  selected to the program. She was very excited to see me and  thanked me for all my help. I made me feel good that I was  able to help her pursue her goal. I also pushed and helped  a second-class petty officer to apply for an officer  program.    

104. ...as an Ensign I helped turn around a problem Sailor  on my first ship. I was the A gang officer and he was the  "scumbag" that no one wanted....always in trouble, never  where he was supposed to be, had been to mast several  times. My XO asked me if I would take him and turn him  around    

105. I recall being very proud. I felt like I had joined a  very exclusive "fraternity"...I really liked the pride  expressed by my family and friends. My company officer at  OCS stands out in particular. I did not have a good  experience with "Hell Week" at OCS...a lot of pointless  shouting and running around without any sort of  indoctrination or purpose. I went to my company officer and  told him that if this was the Navy, he could stuff it. He  did a number of "father-son" chats (what we now call  mentoring) with me...these talks, which put a proper  context to events, helped me make it through OCS. Those are  some very fond memories    

135. When I assumed my second division officer tour, I was  ready for round two a combative chief who would do anything  to undermine my authority, taking advantage of every  situation that could make him shine at the ultimate expense  of his division and myself. To my surprise, everything I  had prepared for mentally was quickly tossed out the  window. My new chief took me under his wings and swiftly  showed me the ropes. He explained the way he thought things  should be and I completely agreed. Seeing the world though  his eyes cleared my own. We were partners. One thing became  readily apparent through my mentoring these [my division]  were my people, and I was responsible for them. My first  class was an exceptional sailor. Obviously gifted in many  ways: a natural leader, caring and sincere, intelligent,  loyal, and ambitious. Yet, for all his apparent ability, he  had gone unnoticed as a leader in the command. It was my  job to change that. EN1 was from an underprivileged  background. He was uneducated and spoke an intelligible  slang when spoken to by his superiors. This of course was  all looked upon as unintelligent. To make a short story not  seem so long I helped him get involved in high-visibility  collateral duties and ensured he excelled at them. We  worked many hours improving his writing and speaking skills  since we all know the impression they make is overwhelming  regardless of what we say at the podium. Needless to say,  he was quickly recognized for his exceptional contributions  to the command over the coming months, his professionalism,  and strangely enough for all the past accomplishments he  had made. The end result was the number one 1st class  onboard come evaluation time and the commanding officers  personal letter endorsing his inevitable advancement to  chief.    

137. I joined the Navy to travel and for the educational  benefits. I began my career in Orlando, Florida at boot  camp. I then went on to ET A school in Orlando and Great  Lakes, upon graduation I was sent to the USS Lockwood. It  is here that I found that my superiors were going to have a  great influence on my career. My Chief helped to focus me,  by making me look at the Big picture of my career. They  helped me to study and receive my ESWS on that tour. On my  second tour I was on the USS Chandler and I was once again  guided to look at the 'Big picture. It was on this tour  that I advanced to ET2. Throughout my first years in the  Navy the guidance and professionalism I received was more  than I expected and has taught me that as I progress  through my career I need to be sensitive to the needs of my  junior shipmates and help to guide them in their beginning  years. We all start on the same playing field, everybody  has the same opportunity to succeed in the Navy and I found  that you only get out of it what you put into it.    

164. I had this Captain on the USS Fox (CG) whose father  was also previously the captain of the Fox. He honestly  believed that the USS Fox was the best ship in the fleet.  He believed it was the best ship because of the crew. He  conveyed his pride and belief in the ship in everything he  did or said. I was a chief at the time. He was so  interested in knowing the crew that he decided to set up a  one on one lunch program. He wanted to eat lunch and talk  with at least one chief or one junior officer a week. He  then placed a sign-up sheet outside of the wardroom. At  first, no one wanted to sign up. Everyone was intimidated  or scared to eat lunch one on one with the Captain. I  finally signed up. That was the last time I signed up and  got to see him quickly. The next time I went back to sign  up, the list was so long that it would have taken months to  get a one on one with the Captain. Everyone had quickly  caught on. The Captain had established his belief in the  ship and was intent on being a mentor to all of the junior  officers and chief petty officers. He always spoke his mind  and was always firm in his belief that his crew and his  ship were the best in the fleet.    

165. It was on my first ship. I was a seaman. I ended up  going to Executive Officer's Inquiry during my first month.  At XOI, my Leading Chief Petty Officer stood up for me. He  believed in me. Two weeks later I ended up back at XOI.  This time I was on my own. My LCPO told me that he had  already stuck his neck out for me and couldn't do it again.  The Executive Officer eventually dismissed me and the only  thing I remember him telling me is, you have the potential  to make a master chief someday. After the second XOI, my  LCPO told me I was definitely in the doghouse, and would  remain there until proven otherwise. He would tell everyone  that I was the worst gunner's mate I ever seen. A month  later I was put in the LCPO's duty section. At the time,  the GMC was the only one who was authorized to work on the  missile system. Because I was put in his duty section, he  began showing me how to operate and work on the missile  system. I was eventually allowed to work on it with him. He  taught me the system in ways that the other chiefs didn't  know. I learned to do things no one else but the LCPO could  do. I suddenly became the best gunner's mate I ever seen.  The XO and my chief had both seen potential in me and stuck  their necks out to give me the chance.    

197. When I was first assigned to NAS Cecil Field I was 18  years old. I was assigned to the AIMD Department as an AE3  weapons repairable technician. There were a variety of  ethnic backgrounds and rank in our workshop. However, one  person stood out from the rest. His name was AE1 Alan  Caviness. A mild mannered man in his mid to late 30's. AE1  from day one on took me under his wing. Throughout my tour  there he was able to provide me advice and direction about  the Navy in general and life. He was a mentor, a guidance  counselor, and a hard charger all rolled into one. His  strength was the way he came across and the way he was able  to communicate with others, especially me. In fact, he  actually took time to provide guidance on my BOOST package  from the beginning to the end. AE1 was not only a morale  booster, but he was a great friend.   

203. After I finished boot camp and all of my schools, I  went to my first ship. On my first ship I met the man who  had the greatest influence on my career. He was my Leading  Petty Officer at the time. He helped me get used to being  on the ship and being underway. He would always talk to me  if I had any problems, personal or work related. Often we  would talk about staying in the Navy and making it a  career. He had been in the Navy sixteen years before he  picked up chief, but even after he picked up chief he would  still take the time to talk to me and open my eyes to what  the Navy had to offer. He always made sure everyone in my  division was close, like a family. He never had favorites  or punished anyone just because he didn't like them. He  made sure we were aggressive and enthusiastic about doing  our job, but also had fun while doing it. He looked out for  us when we were in other ports and made sure nobody ever  got in trouble. He even offered to pick people up, during  the day or night, workdays or weekends, if anyone was too  drunk to drive or was in some kind of trouble. He showed me  how to be the leader I am today. I am glad I had him in my  life to show me how to be a good leader and I only hope  that I can be like him when it is my turn to step up and  take it to the deck plates.    

246. (white/CAPT ret) Early in his career he was on board  the Kennedy as Air Transfer Officer. One person who worked  for him was a ATC third class Sean O'Brien (D.C. was his  division officer). The third class had joined the Navy  before completing high school. He had low self-esteem and  little confidence in himself, joined up after some personal  problems. Yet, there was promise in the young man and Mr.  Cashbaugh saw it. He was determined that this young man  fulfill his potential. It took many different approaches to  get the young man to work toward his potential. Sometime he  was badgered into going on to the next step, sometimes Mr.  Cashbaugh would assist him in preparation or in  application. He tutored him in math and science to help  build the man's self esteem and confidence. In 1 1/2 years  the man had his GED. Mr. Cashbaugh had set aside time for  him to work on preparing for it. After that , they got him  into an ROTC scholarship. He (DC) was sometime "a pain in  the butt" but he wouldn't give up on him. Sometimes you  have to be rather like a parent, you have to know when to  push and when not to. Often you believe in them more t han  they believe in themselves. He has always been good with  people and knows that if you show what you can do for one  person other people will see that and show they what kind  of person you are. You have to know what your people are  going through.    
Theme: Providing Opportunities to Excel – Mentoring Others

People value the unique opportunities that the Navy provides in their life.  Leaders sense that some of the most important contributions they make in their careers are the opportunities they provide for others to excel and mentoring others.  An important part of this is bestowing responsibility on direct reports at an early point, which formulates expectations of high commitment and fosters intrinsic motivation.  When people have opportunities to excel and a chance to make a difference, this contributes to a higher individual sense of purpose and meaning.  This sense of belonging to something larger than oneself creates commitment to each other and the Navy.  This raises intrinsic standards of excellence and motivation.  With more successes comes an increase in self-confidence, and a personal sense of achievement.

*******************

A LTJG describes a defining moment for him when he is suddenly given a position of significantly increased responsibility.

I was on my first tour onboard USS WASP (LHD-1) as Main Propulsion division officer.  This is a steam plant so there's a lot to learn both technically and administratively.  I had been onboard for about 18 months and had just received my SWO pin.  I worked directly for the Main Propulsion Assistant who was an O-3E with 22 years in service.  He was a former Machinist's Mate Senior Chief so he knew an awful lot about steam plants.  Our Chief Engineer had just turned over to our new Chief Engineer, a 27 year LDO LCDR who in his own rights "knew everything there was to know about steam plant engineering." We were on our way to New York for Fleet Week '99 and things were going very well in the department.  Without any indication, our DCA, a fairly senior LCDR fell ill to epilepsy and had a serious seizure onboard.  He ultimately had to be medically discharged.  Two nights prior to pulling into New York, the CHENG called the MPA and me into his stateroom to inform us that I would now be the MPA, and the MPA would now assume duties as the DCA.  His reasoning for the change was that I was the most knowledgeable steam officer onboard and that he liked the way I ran my division.  I had suddenly inherited another division of 45 people, plus an Oil Lab of 8 personnel.  I went back to my stateroom in shock and in fear of taking the job.  However, after a few hours of terror, I realized what an honor it was to be chosen.  I went on and did very well in the job for my last 6 months without incident.  I later told the CHENG just prior to rotating to my next command that his decision had meant a great deal to me in my career.  It gave me the confidence that I previously did not have.

*******************

A Supply Officer describes a chance he was given to become an instructor, despite not having a favorable recommendation from “the system.”  He later went on to discover that the CO who gave him the opportunity was a superb leader who initially saw something special in him.

When I transferred to the Navy Supply Corps School, my arrival was not exactly what you would call a welcome one.   Due to some differences I had in my past in the Submarine Community a bias had been communicated to Captain Ron Thomas, the CO of NSCS at that time.  The CO was told not to take me onboard as a staff member.  The CO disregarded this advice and took me anyway.  I guess he wanted to develop his own opinion of me.  When I checked on board and had my initial interview with CAPT Thomas, I expected the same kind of interview that I had received so many times in the past.  The quick 5 minute hello, do a good job until you leave type of interview.  When I sat down with the Captain, however, I received the most comprehensive welcome infused with history of the command and instantly made to feel a part of the command vision.  I walked out in complete amazement and that great feeling I had lasted for the rest of CAPT Thomas's tour until he retired.  Captain Thomas, with the help of the command developed his vision of the Navy Supply Corps School into a dynamic, living breathing vision that reached from the top of the command all the way to the most junior enlisted on base including civilian personnel.  The base felt alive.  From the time I walked onboard I felt it.  When I walked out of that welcome interview I knew exactly why.  From day one I felt like an integral part of a great team and empowered to act as the officer that I was.  Throughout the next year or so until CAPT Thomas retired, this living vision was supported by everything we did on base.  We tailored our actions to support the command and in essence, the Navy.  During our monthly vision update meetings, the CO would articulate his proud feeling to the entire command and detail how we were tracking towards greatness.  We truly felt a part of a great team, and indeed we were! The CO's, and thereby command's, vision was uplifting and positive.  The CO would comment on how great it was to be in Athens.  His comments such as “The speed bumps were put on the base streets to slow me down as I come in to work in the morning” and “If you can smile until ten o'clock in the morning in Athens, the rest of the day just seems to take care of itself,” were inspiring as we went off to do our daily work.  The CO's actualization was being translated completely into the members of the command.  I can honestly say it was the first time I had really felt a complete team concept and a command moving forward in concert since I had been in the Navy, twenty-four years, that in itself was moving.  When I would see the CO on base just walking about checking out progress and other things, he would stop and chat and ask those questions about family and job that just make you feel a part; valuable.  Captain Thomas's attitude and behavior were the perfect model of positive energy and supported completely the vision of the command.  Needless to say, the next year came and it was time for a change of command at NSCS  Athens.  We had a traditional Hail and Farewell to bid our CO a fond farewell as he was retiring the next month.  We did the usual mingling about the party, all avoiding the culmination of the slightly happy yet somber occasion, when you are about to lose someone whom you have grown to count on, respect, and emulate.  I made my way over to Captain Thomas and bid him my farewell.  He accepted and then pulled me aside.  I will never forget the words he said to me and will probably never feel as much a part of a team or organization again.  “Gene, I wish I had spent more time with you.  I learned a lot from you and could learn so much more.”  We actually broke down and expressed our thanks that our paths had crossed at all.  After all, I was not even recommended for a job at NSCS Athens.  I was glad I had decided to come to Athens despite what others said about me.  I think that Captain Thomas was glad he did not follow the advice of his fellow senior officers.  I can say that I learned a lot from him and with pride say that I taught him something too, although I didn't even know it!  

*******************

An E-2 reflects on getting through a challenge at Boot Camp that shaped his confidence for working at his current command.

During battle stations in boot camp we were getting near the end of the training evolution.  We were on the second to last thing, which was the obstacle course.  I was on the first team of two teams, one team would go one way and the other team would go the other way.  The instructors would make up scenarios as you go threw on the course, you would put to use everything you learned in boot camp to make it threw the scenarios.  The person that was leading the group was having trouble getting everybody past a certain obstacle, so the instructor told that person, "You have 30 seconds to get the people threw or your dead."  30 seconds came and went and we were still standing there so the instructor pointed at me and said, "you! your in charge,” and I stepped up and got us threw the obstacle course.  The influence that I think I had was to step up and take the challenge and getting us over the hump that was keeping us from finishing the obstacle course.  We eventually ended up being the only group that finished the course that day.  Being able to step up under pressure and making the right judgment and think through the problem.  That was something I learned that day, that built my confidence up and at the time that's what I needed.  [Now talking about his current command] I really admire warrant officer Jones, when I first got here he asked me,” what would you like to do? What classes would you like to go to? What do you want to get from this command?" You're not going to get it unless you ask for it.  He's given me the opportunity to take classes that I might not be able to take at other commands.  Him and Senior Chief Smith are working to help me improve in the IT field.  He is one of those guys who is on the ball, and really takes time out to help me when I need it.  I'm one of only five E-2's at the command, and when I do a good job he's always there to say "Good job".  He lets me know when I did a good job and that gives me a lot of incentive.   

*******************

A first class Petty Officer describes coming back from deployment, and his feelings of pride and accomplishment.

But I think the moment when I felt the most alive and really just a visceral tangible sense of accomplishment had to have been coming back off deployment on the ENTERPRISE.  We deployed in early 1996 thru June 1996 through December, and at the beginning of the deployment, before the deployment had happened, I had managed to qualify as engineering officer of the watch.  I was a second class petty officer at the time; I had qualified as a engineering watch supervisor for the ENTERPRISE, an extremely rare thing to do on a nuclear power plant, and then I was designated as the watch supervisor for our operational reactor safeguards exam, which would take place at the end of the cruise.  I also became the leading petty officer for my division, which in all reality was the leading petty officer's position, because of the other things that the LPO was doing.  So I had operational control of my division, 30 some odd people - throughout the entire cruise.  And I remember as I pulled back off deployment, I had just put on first class, I'm standing on the deck of the ENTERPRISE, we're manning the rails, dress blues, it's December 20th or 22nd, just before Christmas, we had just come back off deployment, and I'm thinking back as we're pulling into Norfolk after a long transit.  You're standing there on this amazingly large ship, you're in dress uniform, fresh first class crow on my arm, and you can't help but reflect on the 6-month deployment you just did.  And I remember thinking, I had accomplished everything that an enlisted nuclear operator could have ever have hoped to accomplish.  I had run a division of some of the most highly, technically competent people you could have ever imagined.  We had been resoundingly successful, and it had been great in my opinion.  It was very much my accomplishment to have gotten our division through what we did.  I had come through as a second class petty officer through an operational reactor safeguards exam, where I'm in a room with chief petty officers taking exams, going through interviews, standing watches and going through drills, and I had done it, and not just done it enough, but well.  I had made rate quickly, I was finally, I felt, getting paid for the job I was already doing, and I just remember the sense of pride I had.  And that included accomplishments that the command had had.  We had been on station in the Adriatic, flying missions over Bosnia, when there was a call to transit to the Gulf at best speed.  And the ENTERPRISE on that cruise, set a record for the speed of transit between the Mediterranean and the Red Sea, and it had been done under extremely intense pressure.  Some of the worst watch standing conditions you could imagine - 140 and 150 degree temperatures in the engine room, people rotating in and out.  I remember, we came through the Straights of Hormone, and we were proud of the fact that as we cleared the Straights, we hadn't even secured from the Detail, that we began shooting planes.  We were ready, we were On Station, we were there.  And everyone onboard the ship felt a sense of pride, and I know as I came back off of deployment, it was just that visceral sense of “Look What I Did.”  I've done everything you could have expected, and more.  It felt great!  
*******************

This story describes a Commanding Officer who saw potential in someone whose “play hard” approach apparently got the better him occasionally. 

I was on my way out of the Navy.   Don't get me wrong, I enjoyed my job, I was good at it; but I did not believe that the organization, on the whole, was for me.  More to the point, I was a poster child for the idiom work hard - play hard.   It was the play hard that got me in a little trouble here and there.  Somehow my CO saw something beyond the immaturity and cynicism.   Over my tour with him, he reassigned me to new positions in all three departments each time, dramatically increasing my authority and responsibilities in the respective department.  My final transition was to assume the billet of Chief Engineering Officer.  Though I never truly thought I would fail, for the first time, I had my doubts.  He showed a lot of faith and confidence in me the day he called me to his office and said, the Cheng will be leaving us, and I have chosen you to take his place.  After the fact he told me that it was the first time he saw a glimpse of humility in my face.  Needless to say, the CO had brought me up right.  He was a gifted mentor.  I had a lot of exceptional people working for me, and I was lucky time and time again.  But the remaining time I served as Cheng was a turning point in my life as a company man.  Its what made me decide to stay in the Navy.   

*******************

A Chief tells a story about a Command Advancement he did.

One of the biggest impacts I made in a person was when I CAP’d a guy here at the command…he was a third class at the time.  His name was Johnny Smith he was working in training.  He was working way above the third class level.  He should have been second class, even a first class.  We were able to have him command advanced and it was just amazing the impact it had on him.  It just seems like it motivated him beyond his already high efforts, and he just took off and kept going.  He turned out be our best second class and when he left the command he was a first class.  I wanted to do what the other chiefs that I used to work for did for me as far as “taking care of the guys.”  I think that's one of the most important things we can do, it brings benefits in the end.  When your people know that your taking care of them they will be motivated to get the job done for you.  It's one of the things that I feel the chain of command for people need to follow threw on, and use those tools that the Navy has available to help our people.  Weather its MWR, Family service center, or command advancement program.  These are the quality of life issues that actually help people.  It made an impact on me, and now I want to make an impact on them.  

*******************

A CO recalls the traits he saw in excellent leaders and illustrates them with a good sea story.

I worked for a number of excellent leaders.  They all had similar traits: they are tolerant of errors, they believe in letting junior people try to explore new roles and responsibilities.  They give people a chance to fail and learn from that…to fail, in ways that does not hurt them or the command, opportunities to grow but at the same time keeping an eye on them.  These leaders are confident enough in themselves to let their junior people flex their wings.  Once during "National Week" in the '70s, on an auxiliary vessel, our CO let two people in the wardroom work out a battle plan against the USS AMERICA (the auxiliary ship played the role of a Soviet vessel) that allowed them to maneuver in such a way that they surprised the carrier and completed a mission against it.  Once, during this exercise they were at top speed when a destroyer detected them.  The destroyer was surprised and could not catch them (the destroyer only had one boiler lit off), they blew past it going 30 knots!  The CO did not interfere, though he was a bit nervous about the plan.  Still they pulled it off.  The CO gave them the opportunity to do things like that…an opportunity to surpass themselves.  

*******************

200.  A second time was when he was enlisted (E-4) and working as Barracks manager when all other barracks managers were E-5s and E-6s.  While there is not much to this story he did make a very good observation of the LPO who allowed him to take on that responsibility.  He stated that the LPO, a very young E-6 who had advanced the first time up on each exam, made decisions and assignments based on his experiences and career path, specifically this successful LPO had been exposed to responsibility at an early point in his career so he patterned his leadership style and formulated his expectations of others from what he had experienced himself.  To him age or time in rate was not the driving factor, but how well an individual performed and the potential the individual showed.  The ENS stated that because of this experience he learned that everyone has something to offer in every situation and that each person should be challenged and given opportunity as soon and often as possible.  

68.  "I think I'm good with people; I'm good with building teams.  I've always had a knack with people.  I thing the people that work for me would say I'm well organized, low-key, but I deliver on time.  I'm an 80% solution kind of guy.  I won't wait to get all the details, or every fact.  If I've got it 80%, I'll push it out and get on with it.  I like the Navy because the Navy gives you the opportunity to make a difference.  I've had so many unique opportunities.  I was the Commander in Iceland and did some country-to-country negotiations.  The country and the Navy pushed that down to my level and gave me the opportunity to do something important.  The Navy pushes the ability to do something down to the lowest level.  You do an inspection and the Petty Officer will say, 'Look at my space.' By pushing authority to lower levels, the Navy gives people ownership of a space or a process.  I like that." 

85.  I mentor and push a my subordinates hard to excel, whether it be having them all qualify their senior watch station, getting warfare qualified, get advance degrees, or to apply for an officer program.  I push one second-class petty officer so hard to get his warfare qualification that I thought he hated me.  In the end, he thanked me.  He recently became a chief after his first board.  I push even the guys that are thinking of getting out.  I tell them "you want to get out, fine, but while you are here you might as well take advantage of as much of what the Navy has to offer while you are in."  It is having a general concern for these guys that is important.  It pays off.  

206.  About a week after being frocked as a Second Class Yeoman I was given the opportunity to go TAD to fill a YN1/YNC independent duty billet at sea had been gapped for over eight months.  The most significant factor of this experience was the fact that my LPO and department head believed that I would be success filling this challenging billet.  My hard work ethic and quick learning ability contributed to their decision to send me.  I view this assignment as a good learning experience that challenged me to succeed - for myself, my LPO and department head.  That give me the opportunity as a junior second class with only three years in the Navy to prove to myself and to my superiors that I have what it take to step up and succeed.  I receive my first Navy and Marine Corps Achievement Medal for that assignment and out of the three NAM and one NCM I've earned, I am most proud of the one I received for that assignment.  I admire and respect my LPO and Dept Head for having me prepared.  Both my LPO and Department Head instilled in me the value of being prepared to take on any challenge within my rate.  They allowed me to get involved with every aspect of the office so I would learn my rate and be able to take on any assignment in case of their absence.  Once I proved I could work well with little supervision, they gave me the freedom to take on most projects on my own.   

216.  (Lindsey / LCDR AVIATION) I had been onboard my first squadron only a few months when I was chosen to sit as an Administration Separation Board member.   Our job was to evaluate and recommend to the squadron's Commanding Officer whether a troublesome Airman, who had already lost his Aircrew Wings, should stay in the Navy.  This Airman had a rather colorful history with the squadron and most of the Board members believed it would be an open-n-shut case.   However, being new to the squadron I approached the Board with an open mind and carefully evaluated all of the pertinent information and facts.  I found the event that led to the Board had some unresolved ambiguities and that the Airman, who was fairly young, had displayed the capability to perform at the highest levels.  I ultimately found the Airman to have value and judged the supposed misbehavior to be the result of his immaturity.  Since I was the only Board member to vote to retain the Airman, The CO asked to speak with me.  The CO thanked me for my objectivity and decided to retain the member.  Last time I came across this Airman he was a Second Class Petty Officer, in an important job, and on his way to being a Chief someday.   

221.  (YN2 Williams/YNSN) My initial attraction to the Navy was when I noticed a commercial that said they would pay for 75% of college.  I also realized I had some bad habits that I needed to change..soon! As I began the Navy, my most positive impressions were the different cultures and clearing up the impressions I had on certain kinds of people and getting rid of some of my ignorance.  I really never had an experience that has made me feel like I did something important.  If I did, I really did not notice myself and no one ever gave me credit for it.  Some of the things I value deeply are my beliefs, my culture, security for all my family, honesty, hard work and achieving my goals.   I really don't know what my values as a leader are, I am only a Seaman.  The accomplishment of doing it once and move on to the next task.  The responsibility placed on me and the trust to let me do valuable jobs for our squadron.  The single most important thing the Navy has contributed to my life is: DIRECTION! My supervisor, YN2 got me to change departments from a operational department to the Admin department.  YN2's qualities are her relentless tactics when it comes to work and making me work to my capacity.  All the tasks she gives me, at least 4 a day, she is pleased with at least 85% of it.  When I was asked what a great team is, I recalled the time I was working in Flight Scheduling.  We had jobs that we were constantly communicating and we always got the job done.  I was the only enlisted person in the department, but all the officers made me feel like one of them.  We joked around, respected eachother and and it was a cool atmosphere.  We always got the job done and we always put out a quality product.  

 25.  "Focus.  I think the Navy has pushed me further than I ever expected and I've done things that I never ever thought I would.  I never thought I would fly an airplane.  I never thought that I would do the things I did on an aircraft carrier.  I never thought I would get a college education in four years.  I never thought I would get a post-graduate education.  The travel.  I mean there is so much to be thankful for.  They just kept me focused.  They kept pushing me and demanding things out of me.  Whereas initially, I think I needed a boost in my confidence level, after a while, it did boost my confidence and it did show me I could do those kinds of things.  And the Navy was very good about, you know, you get rewarded, you complete these things, and it boosts your confidence, and you are just more willing to try.  As a kid I would start things and they would never get done.  I think if I had not joined the Navy, I would have continued along that path, with education, with my career, all those kind of things."   

 26.  "I worked for a flag officer who was new to the job and he was responsible for getting some high level players together to form a strategic planning group of Flag level/SES level people.  The admiral had a great grasp of the situation, but he asked me to put his brief together.  About 20 minutes before the brief, his flag writer called to ask if I had overheads for the brief.  I told him that I thought they were going to take care of it - they were part of the approval chain and they were going to approve it and print it.  The flag writer responded, 'Oh yeah, you're going to brief it.' So I had 20 minutes to print off slides and handouts and get to the briefing room.  I briefed about a half dozen flag officers and SES.  I had no idea I was going to do the briefing, but the admiral had confidence that I could.  And he put me in contact with some very high level people.  He gave me the responsibility of doing it - it was kind of a trial by fire.  In fact, I had to step out during the briefing to get the rest of the slides and handouts that weren't finished printing when I started.  Afterwards, the Admiral brought me down to his office for a debrief and he asked for my impressions of what went on in the meeting.  As a mid-level lieutenant, to have an Admiral ask your impressions of what happened and to have that kind of confidence in you is really pretty remarkable.  I was just thrilled to be a part of it.  And I had his confidence and that meant a lot to me." 

41.  " I had just made First Class.  I was attached to VQ-1 in Guam.  We had just gone through reorganization where N2 and N6, the Intel department and the cryptologists had combined.  As a junior First Class, the Department Head had made me the departmental LPO over both the operators and the maintenance folks.   A rumor had just started that VQ-1 was going to move from Guam to Whidbey Island.  The smoke and rumors had just started and the Department Head called me up to his office and tasked me with doing all the logistic infrastructure of moving, or planning the move, of the SKIF to Whidbey Island.  And as we started progressing down the planning stage into the implementation stage, I was given the opportunity of making the decisions about how we were going to switch the communications over, how we were going to move the equipment, and how we were going to make sure that we didn't have a tremendous loss of communications during the transition.  The sad part is that I transferred about 3 months prior to the transition.  Of course I kept in touch with my shipmates, and after the move, I could see that all of the planning and freedom to make the decisions had actually worked out.  So that was a significant amount of self-satisfaction in knowing I had a key role in that transition."  

64.  "What I like about the Navy...it actually teaches you to be responsible.  It teaches to not let...well actually it gives you a lot of advantages.  The Navy actually gives you things; it actually puts it on your plate and says this is what we have to offer.  This is how you can excel and this is what you can do.   It's up to the individuals to take it upon themselves to reach out and achieve those goals.  That's what I like about the Navy.  They give you educational benefits, advancement benefits, and it's up to the individual to take advantage of that.  The Navy tries to help you out a lot, especially in education and advancement.  The Navy has given me a sense of worthiness.  In whatever Chain of Command or whatever department, I feel a sense of worthiness.  My job, or whatever I do, I can contribute to the success of the operation."

  53.  "As an Ensign assigned to the Naval Construction Regiment, I was the division head responsible for the planning and estimating of the construction projects to be executed by the Construction Battalions.  At the time the BM's (Bill of Materials) were done entirely by hand and it was an extremely tedious process.  A contractor was hired to develop a software program that would significantly streamline the process.  The project was about 75% complete when the contractor defaulted.  It was frustrating to see something so near completion that would be very useful, but was useless in its present state.  I asked my boss for permission to take over the project to try and complete it.   I asked for a week to do nothing but work on this project...no PT, no meetings, and no muster.  In the end, I was able to complete the project.  I actually did not have to do much work since the contractor had nearly completed it, but it was gratifying to see that I was able to help out the enlisted personnel that worked for me.  They were the ones that did most of the planning and estimating, so I was glad to be able to do something to make their jobs easier." 

57.  "I was on my first tour onboard LHD-1 (USS WASP) as Main Propulsion division officer.  This is a steam plant so there's a lot to learn both technically and administratively.  I had been onboard for about 18 months and had just received my SWO pin.  I worked directly for the Main Propulsion Assistant who was an O -3E with 22 years in service.  He was a former Machinist's Mate Senior Chief so he knew an awful lot about steam plants.  Our Chief Engineer had just turned over to our new Chief Engineer, a 27 year LDO LCDR who in his own rights "knew everything there was to know about steam plant engineering." We were on our way to New York for Fleet Week '99 and things were going very well in the department.  Without any indication, our DCA, a fairly senior LCDR fell ill to epilepsy and had a serious seizure onboard.  He ultimately had to be medically discharged.  Two nights prior to pulling into New York, the CHENG called the MPA and me into his stateroom to inform us that I would now be the MPA, and the MPA would now assume duties as the DCA.  His reasoning for the change was that I was the most knowledgeable steam officer onboard and that he liked the way I ran my division.  I had suddenly inherited another division of 45 people, plus an Oil Lab of 8 personnel.  I went back to my stateroom in shock and in fear of taking the job.  However, after a few hours of terror, I realized what an honor it was to be chosen.  I went on and did very well in the job for my last 6 months without incident.  I later told the CHENG just prior to rotating to my next command that his decision had meant a great deal to me in my career.  It gave me the confidence that I previously did not have.  " 

82.  "I had completed Dive school and graduated from SWOS before reporting to Ingleside, TX for some mine warfare follow-on schools.  For the most part, I had done nothing but attend Navy schools for almost 18 months and was ready to get out of the school mode, and do something operational.  Prior to attending Explosive Ordnance Disposal (EOD) school I am required to do one sea tour onboard a minesweeper.  I flew over to Bahrain to take on duties as Combat Information Center Officer (CICO) onboard USS DEXTROUS.  I wasn't too excited about being on a ship and to this day I still don't particularly care for it.  But this is one experience that will always stay with me.  As CICO, my  boss is the Operations Officer.  Well, I arrived in Bahrain about a month and a half after my Operations Officer.  He was scheduled to be in Bahrain for about  13 months and then would rotate to shore duty.  This however, was a source of anxiety for him because there was a lot going on with Dependent Entry into Bahrain as a result of the Cole bombing, and getting his relief here was proving to be a trial.  His first relief backed out as he did not want to leave his family behind.  The same thing happened with his second relief.  Soon, an order modification came through traffic that was his worst nightmare.  He was being extended 6 months due to lack of relief.  Bahrain is not an easy place to be on sea duty especially when tensions are high.  Our CO was a take charge kind of leader, and he had thought about making me turnover and become Ops to allow the current Ops to leave on time.  He was concerned about having a junior Operations Officer as a result in an environment like the Gulf.   Ultimately, my performance made him decide to give this a shot and I started turning over with Ops.  Luckily, the decision was made well in advance and I was able to take over months before Ops was scheduled to depart.  It made me feel very accomplished to take a departmenet head job after being in the community for only 8 months and to be able to help out the outgoing Operations Officer.  Sea duty was not my vision coming into the Navy, but this increased responsibility made it a challenge I wanted to take.   

118.  During battle stations in boot camp we were getting near the end of the training evolution.  We were on the second to last thing, which was the obstacle course.  I was on the first team of two teams, one team would go one way and the other team would go the other way.  The instructors would make up scenarios as you go threw on the course, you would put to use everything you learned in boot camp to make it threw the scenarios.  The person that was leading the group was having trouble getting everybody past a certain obstacle, so the instructor told that person, "You have 30 seconds to get the people threw or your dead".  30 seconds came and went and we were still standing there so the instructor pointed at me and said, "you!" your in charge and I stepped up and got us threw the obstacle course.  The influence that I think I had was to step up and take the challenge and getting us over the hump that was keeping us from finishing the obstacle course.  We eventually ended up being the only group that finished the course that day.  Being able to step up under pressure and making the right judgment and think through the problem.  That was something I learned that day, that built my confidence up and at the time that's what I needed.  I really admire warrant officer Trujillo, when I first got here he ask me,"what would you like to do? " What classes would you like to go to?" what do you want to get from this command?" You're not going to get it unless you ask for it.  He's given me the opportunity to take classes that I might not be able to take at other commands.  Him and senior chief Alvardor are working to help me improve in the IT field.  He is one of those guys who is on the ball, and really takes time out to help me when I need it.  I'm one of only five E-2's at the command, and when I do a good job he's always there to say "Good job".  He lets me know when I did a good job and that gives me a lot of incentive.   

165.  It was on my first ship.  I was a seaman.  I ended up going to Executive Officer's Inquiry during my first month.  At XOI, my Leading Chief Petty Officer stood up for me.  He believed in me.  Two weeks later I ended up back at XOI.  This time I was on my own.  My LCPO told me that he had already stuck his neck out for me and couldn't do it again.  The Executive Officer eventually dismissed me and the only thing I remember him telling me is, you have the potential to make a master chief someday.  After the second XOI, my LCPO told me I was definitely in the doghouse, and would remain there until proven otherwise.  He would tell everyone that I was the worst gunner's mate I ever seen.  A month later I was put in the LCPO's duty section.  At the time, the GMC was the only one who was authorized to work on the missile system.  Because I was put in his duty section, he began showing me how to operate and work on the missile system.  I was eventually allowed to work on it with him.  He taught me the system in ways that the other chiefs didn't know.  I learned to do things no one else but the LCPO could do.  I suddenly became the best gunner's mate I ever seen.  The XO and my chief had both seen potential in me and stuck their necks out to give me the chance.  

178.  Portsmouth, N.H.  1988, I had earned my Yard Tug, Big (YTB) Chief Engineer qualification.  I had taken over my own YTB, YTB-771.  I was very proud of myself, I was an EN2 and relatively still new to the command and others that had been there longer were not qualified yet.  I worked for a crusty BMCS, old Navy.  He was new to the command - onboard about six or so months.  There was a group of us engineers sitting in the engine shop talking when BMCS walked in.   He ask what we thought about towing a barge to Boston, Mass.  I was so excited when he brought it up, underway, finally.  To my disappointment he wanted the EN1 to be the Cheng for the trip.  The EN1 to my delight said hell no, I'm not going to sea on something so small.  I jumped up and volunteered for the job.   BMCS started scheduling underway times for training.  He had us underway daily doing fire drills, casualty control drills, flooding, training on navigation, towing rigs, and tug handling.  BMCS had us doing things that just a few months prior we would have said, no way we can't do that, that's crazy.  We did several tow jobs, we towed barges from NH to Mass., RI, and VA.  The longest trip was to Charleston, SC for overhaul.  On the first trip I talking to BMCS and ask the question Why are we all of a sudden doing these tows, I thought we paid the civilian tug to tow the barges? He replied, That's the point, we pay these guys huge dollars to do these tows, and for what.  We go for days and not use the YTB, it's a Navy resource, and we need to us it.  We have the knowledge base in this office and the gas is already allotted for, we can do it for a lot less.  This was the first time since I came into the Navy that I started thinking about saving money for the Navy.  He talked about saving the Navy money and told us we should be thinking how to save money daily.  Saving money wasn't something that was brought to my attention before this.  He was an outstanding Sailor, he opened my eyes as well as the other Sailors that it's important to do your best to save money for the command and the Navy.  He not only reinforced what I learned in Iceland he instilled values that affected every Sailor in a positive way making them better Sailors.  He was a fantastic mentor, he is what I picture when I hear the word BOAT'S.    

193.  I have some commendation medals.  Each one was because I was in the right place at the right time and I was given the opportunity to prove I could handle the situation.  Those are the hallmark events of my career...  I think this was the ultimate best time for me in the Navy.  At the time, I was an ensign at SEAL Team-1.  There was a new swimming class - it was a combat swimmer course.   They offered two seats in this new class and my CO let me go.  The great part about this was that completing the course would make me a certified combat swimmer instructor.  I knew I couldn't fail.  Being selected for this course told me my CO had confidence that I could do it.  I couldn't let him down.  It was a chance to excel, to succeed.  Here I was - the Navy was going to send me to the perfect course for what I wanted to do and then I was going to be able to come back and teach what I loved to do to people who were part of my family.   That was the best time.  It was the epitome of what the Navy offered.  When I came back from the course, I ran the training for the west coast Teams.  Being in the right place at the time was part of it, I guess (i.e., being selected to attend the course) .  .  .  but my boss trusted me and I knew I could do it.  

246.  (white/CAPT ret) Early in his career he was on board the Kennedy as Air Transfer Officer.  One person who worked for him was a ATC third class Sean O'Brien (D.C.  was his division officer).  The third class had joined the Navy before completing high school.  He had low self-esteem and little confidence in himself, joined up after some personal problems.  Yet, there was promise in the young man and Mr.  Cashbaugh saw it.  He was determined that this young man fulfill his potential.  It took many different approaches to get the young man to work toward his potential.  Sometime he was badgered into going on to the next step, sometimes Mr.  Cashbaugh would assist him in preparation or in application.  He tutored him in math and science to help build the man's self esteem and confidence.  In 1 1/2 years the man had his GED.  Mr.  Cashbaugh had set aside time for him to work on preparing for it.  After that , they got him into an ROTC scholarship.  He (DC) was sometime "a pain in the butt" but he wouldn't give up on him.  Sometimes you have to be rather like a parent, you have to know when to push and when not to.  Often you believe in them more t han they believe in themselves.  He has always been good with people and knows that if you show what you can do for one person other people will see that and show they what kind of person you are.  You have to know what your people are going through.  

Theme: Appreciation and Recognition

By appreciating individual strengths and recognizing accomplishments, leaders advance the potential of people.  At this level of personal attention, leaders build relationships with the people around them.  For some, a sense of family develops.  Emotional support, such as caring and compassion, become important behaviors that leaders provide.  

*******************

This story describes the interaction of a young sailor and his Department Head about a recent family tragedy.  It was a very important moment for the sailor and defined the character of the leader he sought for consolation.
I have a friend. He is a retired Rear Admiral who is now teaching at the war college. He was a LT and my Department Head onboard the USS Henderson DD-785. In those days, the Navy was a little different - that it didn't care too much about people - it didn't seem like it. Our ship was unusual and I thought he was an unusual person. I thought that he was too nice of a person to succeed in the United States Navy - I thought you had to be a real jerk in order to be a successful naval officer because I seen a lot of them. Our Executive Officer was one of those JERKS!!! My mom had died and we were somewhere near Japan and I was not able to go home for various reasons and it didn't matter anyway - there wasn't anything that I could do. My department head was the one I wanted to talk to -he was a NICE person!!! So first of all he was professional and said, "Gooch I'm happy to talk to you but you should inform your division officer." - so I did so. My department head and I was sitting there talking and making me feel better. I'm only a third class petty officer and 19 years old and he was an “OLD man” - 27 years old who was utterly superior. Anyway the phone rang and it was the Executive Officer who was yelling at him. He said, "I'll be there in a little while - right now I'm talking to Gooch." And hung up the phone! It happened about 40 years ago but I've never forgotten it because he was attending to something that he thought was important - namely my grief and was willing to take the time to do that despite other stuff that was going on. I never forgot that and revered him. I tell this story to LTs in the intermediate officer leadership course because some time small acts like that will do it.

*******************

A LT talks about a time when he chose to critique and debrief the positive aspects of an inspection vice his peers’ traditional negative only approach. 

This is a short story, but really shows the effects of positive thinking.   I felt good that even in a normally negative environment a positive thought can bring the right perspective into view and help to realign people's thinking.  I was the staff supply officer for a submarine squadron.  We were running drills on one of our boats during REFTRA.  Generally, during the drill debriefs most comments are angled towards deficiencies: He did this wrong, didn't follow procedures for doing this or that.  That kind of stuff.  Well, as we were debriefing and it came to my turn to speak about the drills I had witnessed I felt that the person whom I was following during drills was actually doing quite well given the circumstances and his nervousness.  I made my comments in a positive light; focusing on those things which he did correctly.  The other officers on staff were surprised and confused.  This was not how a traditional debrief went in the high-tech, nuclear powered submarine world!  They asked me to tell the things the sailor did incorrectly.  I said he did do some things wrong, none of which were even significant in the larger spectrum of the drills so I chose not to focus on them.  I thought he carried out his actions correctly and could hone his skills, but in reality if he spent the time to correct them then those skills he already had mastered would slip.  I felt he was a good watch stander and the things he needed to improve on would develop in time.  The others started to argue as I broke down their deficient-focused style of debriefing.  The argument continued moving from the ships drill set to the principles of leadership and quality and all kinds of things.  The Commodore was sitting in the room listening to all of this and allowed the officers to go on for some time before he spoke.  When he spoke, he issued a simple statement.   He said, “Why can't we do that more often?”  As the silence fell over the room, I felt that someone had actually listened to the voice of reason.  

*******************

A high point for one Senior Chief in the Surface Community occurred when he was personally recognized as having the best work center on the ship.  

The first time I felt that I had contributed and made a difference would have been right after I made First Class Petty Officer.  The LPO (Leading Petty Officer) at the time was a twenty-year TM1 who did not seem to care, in fact I remember the joke about him being on the ROAD program (Retired On Active Duty).   We had no CPO and a Division Officer that had washed from flight school and blamed the Navy for all of his problems.  The Division was responsible for the cleaning and maintenance of approximately 30 spaces.  With 30 E6 and below personnel you would think that this would be an easy task.  One of these passageways that we were responsible for was used by the CO numerous times throughout the day in his travels around the ship.  The CO had had expressed his dislike with the condition of the passageway to the Department Head on what seemed to be a daily basis.  Finally the Department Head laid down the LAW to the Division Officer who in turn laid it down to the Division.  He said that he was going to replace TM1 as the LPO, and if the replacement did not get the job done he would continue down the line until someone could.  The Division Officer called me in to his office where he told me that even though the Division was not thought that highly of, my work center was, and probably was the best work center on the ship.  He then asked me if I could handle the LPO position and help keep the CO off the Department Head’s back.  I eagerly answered ‘yes’ and set out on my task.  I accomplished the mission, but what made this so special for me was that the CO personally sent me a hand written letter on command letterhead stating how he was impressed with the change in the Division and to keep up the good work.  

*******************

This story describes a hard working seaman who had been stymied by the Navy advancement process, and is finally recognized in a very dramatic manner.

When I took over the reigns as First Lieutenant, I found I had a leading seaman who was about to burst with untapped potential.  He was smart, articulate, squared-away in appearance and knowledge, and had all the makings of a fine petty officer.  He wanted to go to IT A School, but I found out that he had been denied this opportunity for reasons I considered unjustified.  After a few months, he finally received orders to this school.  It was the happiest day of his life.  However, after three years in the Navy, he was still an undesignated seaman.  This was decimating his self-esteem.  Some peers originally in Deck with him were already second-class petty officers.  Luckily, the command recognized his outstanding qualities and on the day before he checked-out, bound for Great Lakes, the Captain promoted him to third class petty officer in the Command Advancement Program.  He broke down in front of the whole crew, an emotional display of pride, joy, and the indescribable feeling of overcome frustration.  He was a whole new person.  For the little time he had left with us on HIGGINS, he didn't stop smiling.  I knew his family back in Georgia was very important to him and that separation from them was aggravating, so I wrote his mother a letter.  In this letter, I thanked her for raising such an outstanding son.  I told her of his accomplishments and their importance to himself, the ship, the Navy and even the United States.  I told her she should be proud.  I'm not sure what has become of Petty Officer Morgan or my letter, but I hope he never forgets the high regard in which my command and I hold him.  It was wonderful to see a command recognize such a great Sailor when he needed it most.  
*******************

5.  "As a LTJG he served as a staff member of Commander Mine Countermeasures Squadron Two out of Ingleside, TX.  He was embarked onboard USS Inchon where he worked out of CIC as Surface Operations Officer.  He was responsible not only for the Inchon but also all helo assets.  Flagplot is located about 10 frames forward of where he stood watch and he would interact with CTF 60 staff commonly.  He made it a habit of informing CTF 60 of any intelligence that he was aware of as he thought that was just part of the job.  Upon completion of a successful deployment, he was informed by a Commander on CTF 60 staff that they were putting him in for a NAM because of his outstanding performance in support of CTF 60.  He was very shocked as he just felt he was doing his job.  As it turns out, his predecessor never informed the staff of anything that happened and didn't feel that it was part of his job.  As a result, it was a huge deal for the CTF 60 staff to have that information flow which they never had before.   That show of appreciation was pivotal in his young career and has stuck with him since.  

65.  "I was in my second or third of four years as a cargo handling battalion Executive officer, and I had two E-7's.  One was a storekeeper chief the other was a boatswains mate chief.  Both of them I felt had become stale partly because they had not been selected for E-8 at least two times each.  So, I saw an opportunity to engage them in some other more recharging activities my boatswains mate chief became my jack of all trades.  Literally, anytime I had any kind of problem this guy would be put on the job.  He became my safety officer because I needed a safety.  He became the lead chief in my transportation department he supervised all the Seabee's.  He immediately got all the pubs out and learned how to do it.  I had a storekeeper chief, while she was a hard worker, I felt like she got stale so, found some different opportunities for her.  She became a pier boss, which means she directed all the traffic on the pier whether it was vehicle traffic coming off or on to the pier, or cargo being loaded or off loaded on to the pier.  Anything that happened on that pier she was responsible for during her twelve-hour shift.  I saw both of them grow tremendously and as a result, after 12 months of superior sustained performance.  I personally wrote NCM's for both of them with their help they told me what all they did.  I personally wrote they're fit-rep with their in-put.  Because of what we did at our level as far as the jobs they had on board ship had made a big difference in putting them ahead of every one else up for E-8.  They were selected for advancement to E-8.  That's kind of the strategy that you do to try to make your guys break out against the competition.  Those were some of the things like the pier boss job, and all the different jobs that the boatswains mate chief had.  I felt good because I felt like I had taken an interest in them and of course they responded, which is always nice.  Not only did they benefit from it so, did the unit.  Not only did they get advanced but we also did our operations safely and on time.  Everything came together and to me that's the way it's supposed to work and that gives me a good feeling.  I deeply respect the enlisted community because I think there the backbone of the Navy, because actually there the ones on the pointy end of the sword, making it happened.  Sometimes in the officer community we can feel like were a lot more important then we really are.  Were doing managerial and strategy type work and sometimes we lose site of the fact that the guy who sweating down in the laundry is performing a key job.  Now, if I don't show up for work we can function a lot better then if my chief doesn't show up for work.  So I try to remember that and take care of them.  I think the Navy should continue to somehow reduce the paper work burden because we do have a lot of duplication.  In my community especially, they reduced some of rules about controlled equipage, that's pilfer able stuff.  Since, they up the dollar value we did not have to do nearly as much.  That reduced the paper work.  I would like to see more of that.  It would be nice if we were less subject to politics.  We should shape the force to according what the needs are of the military not what the local congressmen's job program is for that state or district.  I recognize the need for that too but, at the same time there's a lot of waste so, consequently that money is drawn from the programs it should be in." 

99.  The first time I felt like I was really a part of something special that resulted in success in the Navy was when I was a young engineering officer onboard a destroyer.  I had recently received my commission after about 10 years as an enlisted sailor.  Shortly after reporting we were going through what used to be known as an outchop OPPE, which in this case was a very short notice engineering inspection.  Being an engineering officer, I was obviously a large part of the preparations and ramping up for the inspection.  Though we were on short notice, we ultimately did extremely well on the inspection.  Shortly after the inspection team flew off the ship, some of the other engineering officers and I were relaxing in the wardroom.  We were all very exhausted and were not really saying much of anything to each other, just  trying to rest.  The Commanding Officer walked in suddenly and stood up myself and another officer, and pinned Navy Achievement Medals on each of us on the spot.  Without any delay, he essentially held Merritorious Mast with us within hours of the team's departure.  That immediate recognition will always stick in my mind as the first time I felt like a meaningful part of something successful in my career.   

119.  It started bad, very bad flight to Guam; baggage all along conveyer belt (bag somehow opened up); sponsor never picked him and his other A school graduate friend up from the airport; the spouse of a friend gave them a ride to the base; they checked into their room, only to find out later they were assigned to the wrong room and had to move rooms.  First couple months there not great, but he gives credit to a chief who turned his whole career around.   Explanation: when he attended Crypto 'A' school, he was told how much was being invested in his education and training, and for his first tour he ended up on galley duty for 3 months.  Chief took over division, and gave them afternoon off to come to his house.  They ate, drank, and talked.  Chief was very professional everyone called him Chief (not by first name), and he sat down with division and told them what he expected to see from the troops.   Everyone worked their 'ass' off for this chief.  ENS states: "I have never seen anything like it in my career.  I saw it in VQ1 (Guam), but haven't seen it anywhere else.  Haven't been to anywhere else where people were so motivated.   He took a personal interest in you.  Here's one thing I want to change when I'm a division officer.  When I left the squadron (Guam), I had so many awards (approx 20) (Bravo Zulus, Letters of Commendations) that were like pats on the back.  They were saying, 'you are important to this command', and it was a very uplifting thing for me.  It made me want to work, be professional, do everything to my full capability.  I never felt I didn't want to be there.  I knew I had a person who appreciated what I did, and there were others in that command that appreciated me, too, by me getting these awards.  The awards don't help for advancement, but they do something for the individual.  It's not that you have a piece of paper, but that it's presented to you in front of the command.  It's very uplifting." 

135.  When I assumed my second division officer tour, I was ready for round two a combative chief who would do anything to undermine my authority, taking advantage of every situation that could make him shine at the ultimate expense of his division and myself.  To my surprise, everything I had prepared for mentally was quickly tossed out the window.  My new chief took me under his wings and swiftly showed me the ropes.  He explained the way he thought things should be and I completely agreed.  Seeing the world though his eyes cleared my own.  We were partners.  One thing became readily apparent through my mentoring these [my division] were my people, and I was responsible for them.  My first class was an exceptional sailor.  Obviously gifted in many ways: a natural leader, caring and sincere, intelligent, loyal, and ambitious.  Yet, for all his apparent ability, he had gone unnoticed as a leader in the command.  It was my job to change that.  EN1 was from an underprivileged background.  He was uneducated and spoke an intelligible slang when spoken to by his superiors.   This of course was all looked upon as unintelligent.  To make a short story not seem so long I helped him get involved in high-visibility collateral duties and ensured he excelled at them.  We worked many hours improving his writing and speaking skills since we all know the impression they make is overwhelming regardless of what we say at the podium.  Needless to say, he was quickly recognized for his exceptional contributions to the command over the coming months, his professionalism, and strangely enough for all the past accomplishments he had made.  The end result was the number one 1st class onboard come evaluation time and the commanding officers personal letter endorsing his inevitable advancement to chief.  

167.  Returning one day from TAP class, one of my third class petty officers whose EAOS was about due approached me with a request for a letter of recommendation to aid in his job search.  I sat down and talked to him about his plans for life after the service and he told me he planned on more service but this time with one of the local police forces.  I found he was slightly behind in his job search, so I made the letter a priority of mine.  The next day I presented him with a couple signed copies of the letter.  He couldn't believe what I said of him.  I must admit, it was an outstanding letter of recommendation, but, as I told him, every word of it about him was true.  Then I told him not to forget what I wrote in it.  For the last few weeks he was onboard, he was everything I wrote about and more.  He is now awaiting the results of his entrance examination to the police academy.  It felt really good to help one of my Sailors out, even though it was beyond the normal job description.  I thought he needed to be recognized for the great done he had done for HIGGINS.  I was glad to help him - to give something back to him as our thank you.   

168.  One weekend, before my ship was to go to the gulf, a chief from FTSCPAC Japan brought over five brand new UPX-27 IFF interrogators to replace the five UPX-23 interrogators that we had onboard.  Everyone was really happy to get them since we were the last ship still using the 23's and a lot of our allies already had the 27's.  Since we only had two days before we were supposed to get underway, and they were both weekend days to boot, my division officer had pretty much decided that the change out of the interrogators wasn't going to happen.  But, since I really wanted the 27's, I stayed on board that weekend and was able to swap out the UPX-23's with the UPX-27's and I was able to get them all aligned and working before we pulled out Monday morning.  I ended up getting a letter of appreciation for my 48 hours of work and I felt really good about my own abilities in "doing the impossible".  It was really nice to get an award but more importantly to get noticed for doing a good job.  

147.  This is a short story, but really shows the effects of positive thinking.   I felt good that even in a normally negative environment a positive thought can bring the right perspective into view and help to realign people's thinking.  I was the staff supply officer for a submarine squadron.  We were running drills on one of our boats during REFTRA.  Generally, during the drill debriefs most comments are angled towards deficiencies: He did this wrong, didn't follow procedures for doing this or that.  That kind of stuff.  Well, as we were debriefing and it came to my turn to speak about the drills I had witnessed I felt that the person whom I was following during drills was actually doing quite well given the circumstances and his nervousness.  I made my comments in a positive light; focusing on those things which he did correctly.  The other officers on staff were surprised and confused.  This was not how a traditional debrief went in the high-tech, nuclear powered submarine world! They asked me to tell the things the sailor did incorrectly.  I said he did do some things wrong, none of which were even significant in the larger spectrum of the drills so I chose not to focus on them.  I thought he carried out his actions correctly and could hone his skills, but in reality if he spent the time to correct them then those skills he already had mastered would slip.  I felt he was a good watch stander and the things he needed to improve on would develop in time.  The others started to argue as I broke down their deficient-focused style of debriefing.  The argument continued moving from the ships drill set to the principles of leadership and quality and all kinds of things.  The Commodore was sitting in the room listening to all of this and allowed the officers to go on for some time before he spoke.  When he spoke, he issued a simple statement.   He said,Why can't we do that more often? As the silence fell over the room, I felt that someone had actually listened to the voice of reason.  Then that same voice of reason spoke through the Commodore and enlightened the people in the room.   

171.  I installed a radio system on our RHIB (Rigid Hull Inflatable Boat) boats onboard the ship.  This system allowed the mother ship to communicate with the RHIB's and to track them on a computer in CIC (Combat Information Center).  I was tasked with installing this system and a Chief was put in charge to oversee the installation.  As the installation dragged on, the Chief didn't just stand there doing nothing.  He didn't stand over my shoulder while I did all the work.  Instead, he helped me pull cables through the ship and helped get the tools that I needed to get the job done.  He treated me like I was his equal, and it felt good to work for someone who didn't look down on me, but instead helped me and asked me how I thought we should do things.  It was a dirty, tiring job that required two days of off duty liberty time and several hours after normal working hours to complete the installation.  He and I worked at it and got it done and he was there for the entire thing.  I was awarded the Navy Achievement Medal as a result of the install.  I was also able to talk to several important people about the system including the Captain, Executive Officer, and even the Destroyer Squadron Commander.  It was a spotlight for a job well done, and it felt like a job well done.  In the end, I think I respected that Chief more than any other chief or officer that I had ever met in my navy career.  Right now he is an Ensign (LDO), and I wish there were more officers of his character and work ethic in the fleet.   

239.  (french/SES) Clearly people in the Navy and Marine Corps team I thinks are invested early on in their career with a sense of while your part of a bigger team you are really expected to be an individual performer.  I've been really blessed over my career to have worked for a serious good people who .....  Recognizing the importants of giving people the ability to go do the work ......  providing the right amount of mentoring, leadership couching but not micro- management strikes me that while all large organization are by the nature of bureaucratic and that is not necessary true, but the nature of large organization for a government institute the DON general seems to be and organization to allow be to shape the way their go to do their work and recognize people performance.   I notice throughout my career that performance recognition and not just monetarily in the form of awards, medals, recognition, and true thankfulness for the contribution that people make.  I think it certainly comes from the military culture.  part of the entire organization whether you're a civilian or military member.  There is a sense that your contribution is valued.  And your contribution is recognized and that you have the ability to learn and grow.  Take on challenges manage your time, manage your work.  Powerful to make you want to stay.  

253.  (white/ADM) There were a number of individuals who came to mind.  All were sharers, both of their time and their knowledge.  One Admiral (RADM Casey Coane) on the day that he knew that he had been selected for Flag, took the time to call and thank several people who had significantly contributed to his development and supported him over the years.  VADM Lee Gunn: Admiral Drew worked for him when he was Inspector General.  Historically, much of the staff worked in offices where they didn't directly see or hear from the IG very often>  Admiral often Admiral Gunn took the time to meet with each of his divisions quarterly in their offices, the division could set the agenda.   People had the opportunity to ask him any question, they could talk to him about anything and ask for his advise.  They felt more connected to him because of his effort to communicate back down the organizational chain.  Admiral Drew tries to remind herself that it's not good enough to just talk to the division leaders.  You have to get to know your people and know their families as well, and you have to show them, sometimes materially (e.g., lunch), that they are appreciated.  

Theme: Teamwork

Teamwork is a powerful aspect of the Navy experience.  Leaders working side by side with their people enable high quality teams.  Personal interaction, respect, and honesty create conditions where traditional boundaries of rank and rate are transcended.  Team accomplishment leads to an increased sense of personal achievement, meaning, and contribution to a higher purpose.

*******************

The “Shooter” on an Aircraft Carrier describes his division and their success in dealing with a potentially major setback shortly after deploying for Desert Storm.  At the end, he observes the difference in the leadership approach that made him, his division, and the ship successful. 

I was working as a catapult and arresting gear officer.  I was sitting at home a few days before Christmas and we are supposed to go on deployment in 3 or 4 months.  We get the call that our aircraft carrier is going to Desert Storm and we're leaving two to three days after Christmas.  We went out there and this ship of people just clicked.  Everybody had a job, we were very focused on what we had to do.  The paperwork went away.  The political stuff that I don't enjoy very much went away.  It was go out, work 18 - 20 hours a day, you did your job.  During that time, I had worked my way up to division officer in charge of all of the catapult and arresting gear.  It was a big job.   There were 150 people and they were all young kids.  They just did their job, they worked hard, and they didn't get in trouble.  They knew what they were supposed to do.  And that's when I felt like I was serving my country and doing what I was trained to do.  But more importantly, everybody on that ship felt that way and they did their job.  Morale was high.  The events on the ship went smooth.   The first day, we lost the arresting gear wire - it broke.  We needed that arresting gear wire; it had to be fixed.  Usually it takes a special team of professionals including civilians to come out and fix it, and my guys fixed it in five days working 24 hours a day.  I had never seen anything like that.  In other communities, if we had had an accident, we all would have stopped, we would have had safety stand-downs, and we would have talked about it for a while.  But 5 minutes after this accident, we were launching and recovering airplanes; it was kind of an amazing thing.  These were all very young kids that probably didn't have much of a choice on what job they were going to do.   It's a hard job; it doesn't take a lot of smarts, but it takes a lot of brute strength.  And they just needed somebody to kind of watch out for them and protect them.  And I think that it wasn't just me, but all the "shooters" (catapult and arresting officers) watched out for these guys.  And they played hard and they worked hard and we recognized that.  And I think we were successful because we just kind of watched over them and protected them.  But what I noticed that was different about the air department, were the khakis (the chiefs and officers) worked and stayed up and we were with our guys - out there getting dirty with them.  Whereas anywhere else I had been, the officers and the khakis, you land your airplane and the officer leaves and the enlisted guys stay out there and work for another 2 or 3 hours on your airplane.  And I never really like that, but that was just the way it was.  But on the ship it wasn't that way.  You worked side-by-side and I think they appreciated that.   The guys that didn't do that - and there were a couple of "shooters" that didn't do that - they weren't as successful, their divisions weren't as successful.  Their guys didn't work as hard for them.  And that was true for the air division.  And there's lot of divisions where the officers and khakis were, in the eyes of their men, up to the task, so to speak, had proved their metal in terms of how hard they were willing to work and what they were willing to do.   

*******************

Despite a dramatic setback, the crew of this ship – lead by the CO – came together to make a bad situation a successful, positive, learning experience.  

Before my second West-Pac aboard the COMSTOCK, we were in the middle of work-ups and the ship failed our CART II inspection.  Life suddenly changed and our working hours were now 0530 to 2000 Monday-Friday, and sometimes on Saturday.  As much as this made a damper on our lives, we all were highly motivated and never once cursed the fact that we gave up our time with our families and friends.  What was even more significant about this was that the Captain kept the same hours as we did, and was out there with us working the drills we had previously failed.  It was a joint ship effort, which paid off to the extreme.  I was just a seaman at the time, and seeing the CO actively participate with us, that was teamwork.  My personal qualities were, and still are, if there is a specific reason or a mission critical experience that has to be done, then there are reasons to change your life around to make time for the Navy.  We all kept each other's spirits up, and motivated one another throughout.  Everyone played a certain role, whether they were a 04 or an E-1, everyone had a part.  

*******************

A LCDR aviator describes the great team effort his whole squadron made to prepare their new “home” upon arriving in Aviano, Italy for the air war over former Yugoslavia

I was part of a tremendous team effort that left a lasting impression on me.  My expeditionary EA-6B squadron showed up in Aviano, Italy to participate in the Kosovo air operations.  We were shown a broken down, unfurnished, uninhabited hangar and spaces that were to be our temporary home.  There were a million things that needed to be done in a short amount of time.  Everyone in the squadron jumped right in and began to transform our situation and spaces into a useful, productive, performing experience.  The squadron CO and XO did not try to manage every little situation, action or event.  They intervened when asked or when they perceived they could help knock down barriers.  It was amazing how proactive and resourceful squadron members became when allowed to perform their jobs with the full trust and support of their leadership.  People want to be part of great teams and to know that their input is valued and vital.  

*******************

The interviewee in this story, a Surface Warfare LT, describes a training team that he led.  Although he points out the qualities of the team experiences, what he is really describing is his own good leadership.

I was a Chief Engineer and I was leading the Engineer Casualty Control Training Team of Senior and Junior enlisted.  I had a great team.  Our job was to train the other watch-standers and basically conduct drills on them.  Our team was good in that, when we sat down, even though I was the senior guy, we took off our rank when we sat down and discussed things.  And we weren't afraid to discuss what went wrong or who screwed up.  We wanted to learn from the mistakes and move on.  It was a great team in that we were honest with each other, and we did show respect to each other, but also, respect didn't get in the way of giving an honest opinion of what we were there to do.  They didn't tell me what I wanted to hear.  They told me what they saw.  I thought I had a real good team and this helped us when we went through our Operations Propulsion Plant Examination.  For the first time, we finished the exam in about 30 hours.  It was a 3-day exam and we were the first ship in a couple of years to pass it right off the bat and do it that fast.  A lot of that was because of not just the team, but also the entire engineering department.     

*******************

22.  "I was a Chief Engineer and I was leading the Engineer Casualty Control Training Team of Senior and Junior enlisted.  I had a good team.  Our job was to train the other watch-standers and basically conduct drills on them.  Our team was good in that, when we sat down, even though I was the senior guy, we took off our rank when we sat down and discussed things.  And we weren't afraid to discuss what went wrong or who screwed up.  We wanted to learn from the mistakes and move on.  It was a great team in that we were honest with each other, and we did show respect to each other, but also, respect didn't get in the way of giving an honest opinion of what we were there to do.  They didn't tell me what I wanted to hear.  They told me what they saw.  I thought I had a real good team and this helped us when we went through our Operations Propulsion Plant Examination.  For the first time, we finished the exam in about 30 hours.  It was a 3-day exam and we were the first ship in a couple of years to pass it right off the bat and do it that fast.  A lot of that was because of not just the team, but the entire engineering department.    

27.  "I worked on a team with a Surface Warfare Officer, a Supply Officer, and a Medical Service Corp Officer that were thrown together to be a "think tank" to look at current problems and analysis and to work with the admiral to come up with recommendations.  We were thrown together and I had no idea what the other two did and they had no idea what I did.  But each of us had a unique skill set.  One had a fabulous grasp of what was operationally relevant, the other could translate "operationally relevant" to quantifiable measures (how can we quantify this problem), then I was the nuts of bolts of "Hey, how do we get data to help answer these questions".  We were all about the same level - I was actually junior to them.  But they gave me the courtesy and respect of an equal and when we closed the door, we worked as equals.  We had a fabulous working relationship and it was far more successful than any of us thought it would be.   Our team was really a force multiplier.  We handled a volume of work that I never thought we could handle.  It was really remarkable.  Our work was regularly "pushed up the chain" to some very high level people.  Our Admiral who pulled the team together had that much confidence in us.   

24.  "I was working as a catapult and arresting gear officer.  I was sitting at home a few days before Christmas and we are supposed to go on deployment in 3 or 4 months.  We get the call that our aircraft carrier is going to Desert Storm and we're leaving two to three days after Christmas.  We went out there and this ship of people just clicked.  Everybody had a job, we were very focused on what we had to do.  The paperwork went away.  The political stuff that I don't enjoy very much went away.  It was go out, work 18 - 20 hours a day, you did your job.  During that time, I had worked my way up to division officer in charge of all of the catapult and arresting gear.  It was a big job.   There were 150 people and they were all young kids.  They just did their job, they worked hard, they didn't get in trouble.  They knew what they were supposed to do.  And that's when I felt like I was serving my country and doing what I was trained to do.  But more importantly, everybody on that ship felt that way and they did their job.  Morale was high.  The events on the ship went smooth.   The first day, we lost the arresting gear wire - it broke.  We needed that arresting gear wire; it had to be fixed.  Usually it takes a special team of professionals including civilians to come out and fix it, and my guys fixed it in five days working 24 hours a day.  I had never seen anything like that.  In other communities, if we had had an accident, we all would have stopped, we would have had safety stand-downs, and we would have talked about it for a while.  But 5 minutes after this accident, we were launching and recovering airplanes; it was kind of an amazing thing.  These were all very young kids that probably didn't have much of a choice on what job they were going to do.   It's a hard job; it doesn't take a lot of smarts, but it takes a lot of brute strength.  And they just needed somebody to kind of watch out for them and protect them.  And I think that it wasn't just me, but all the "shooters" (catapult and arresting officers) watched out for these guys.  And they played hard and they worked hard and we recognized that.  And I think we were successful because we just kind of watched over them and protected them.  But what I noticed that was different about the air department, were the khakis (the chiefs and officers) worked and stayed up and we were with our guys - out there getting dirty with them.  Whereas anywhere else I had been, the officers and the khakis, you land your airplane and the officer leaves and the enlisted guys stay out there and work for another 2 or 3 hours on your airplane.  And I never really like that, but that was just the way it was.  But on the ship it wasn't that way.  You worked side-by-side and I think they appreciated that.   The guys that didn't do that - and there were a couple of "shooters" that didn't do that - they weren't as successful, their divisions weren't as successful.  Their guys didn't work as hard for them.  And that was true for the air division.  And there's lot of divisions where the officers and khakis were, in the eyes of their men, up to the task, so to speak, had proved their metal in terms of how hard they were willing to work and what they were willing to do.   

20.  "While in the Selected Reserves I was chosen to be part of a command team to stand up a Selected Reserves CINCLANT Publications Affairs Unit, a mobile public affairs team.  To do that we developed job descriptions based on our mission and vision and set goals and determined how to accomplish those goals.My job was to recruit and train people (officers, chiefs, and enlisted), and to qualify and deploy them to be part of mobile public affairs teams.  To be part of something that didn't exist and then existed on paper and to recruit, train and deploy people and have them work with Navy PAO and other national media and never miss a beat...  When we took over on the weekends from the Regular Navy we never missed a beat.  That was really.  .  .  
This experience was significant because we understood that something that was identified as a need was developed all the way through to a functioning process and unit of people were recruited and trained and performed at the level that was required.  I brought to the process years of expertise from being in units where the bar was set high.  The command team was composed of a CAPT, CDR, and me (a Command Master Chief).  We worked well together as a team, which is the only way we could be successful.  Taken together we had 80 years of experience between us at the time.  The team members were experienced and we understood our role and the mission, vision and goals of the team.  We were informed, educated, and experienced.  There was a synergy-we were all focused on completing the task.   CAPT Joe Mancias was integral in this being a success.   He was ex-Enlisted.  People never questioned him because they knew he understood both sides and would put himself in our shoes.  He understood that sometimes you have to take baby steps to get ahead.  He took the hard parts, he took the lead.  That's what a leader does, takes you where you wouldn't go yourself.  

9.  "I was part of an A-6 intruder fighter squadron performing interdiction operation in North Vietnam between 1971 and 1972.  My primary job was a bombardier.  Our mission was to destroy a train, which was supplying supplies/support to the enemy.  I was scared and motivated at the same time in accomplishing our mission.  The "teamwork" aspect was amazing up and down the chain of command.  We did the specific planning but the chain of command all the way up to Washington DC promulgated our mission.  With the help and trust of my fellow pilots we destroyed the enemy train.  I survived because of the total support of each other." 

56.  "One of the most recent teams I've been a part of, and one that has great impact, is being on the working group for the Seaman-to-Admiral 21 program.   That was truly a team effort.  It involved many different communities, all of the unrestricted line and warfare communities, the medical services, the Nurse Corps, the Medical Service Corps, and several different organizations from the N1 shop, N7, and CNET.  I think there was truly a catalyst at the time.  I think it was spearheaded through CNET, through our boss - the Admiral.   Everybody melded together and got focused and thought that this was really a wonderful opportunity to do something for our sailors - to give them some educational opportunities.It was exciting because there were no wrong answers at the time.  We were able to explore different avenues of how we were going to pursue this particular opportunity, how to combine the different [enlisted commissioning] programs into one, and to make the different monetary concessions that would support the troops in getting an education without them having to pay out-of-pocket.  I was impressed with our overall concern with the sailor and our ability to help them." 

75.  "I guess my first experience with the Navy was the first time I saw some sailors in my hometown of Bell Running Acers, a farming community, which is about 13 miles south of Los Angeles now Compton, CA.  I was about 15 and I was with my parents.  When I saw them I liked the uniforms they were wearing.  I found out later that the Navy guys I had seen were chief petty officers on recruiting duty.  So, I dropped out of high school to join the Navy, but I could not join the Navy until I was 17, so I got several different jobs like working in a bottle factory, and driving a milk truck.  I finally turned 17,and joined the Navy it's was 1926 and I went to boot camp in San Diego.  From the time I joined the Navy in boot camp to the end of my Navy career it's been put in my head that positive thinking will get you everywhere.  I believe that has a lot to do with my success in the Navy.  Of course, in my case you can always point to fact and that's a matter of record, that I was awarded the Medal of Honor.  I would say that anybody that's got Medal of Honor, you can't just gloss it all over; you did do something that was outstanding.  Doing just regular work in the Navy, regular career, all I can say is, " That I just did my job that I was supposed to do".  The one thing I do remember is the mechanical things I could do that other guys didn't even think of doing, but there's nothing outstanding about it.  I just think if you do your job and are dedicated to your job, that's all you have to do.  Personally, I never in any way ever thought of my self as a great leader of men.  For insistence, when I was young petty officer I was actually scared about telling anybody to do anything.  Many times when I was a young petty officer I'd just go right ahead and do the job myself rather then go over and try to get some big belligerent tough seaman to talk me down.  I think that is all part of having the knowledge and willingness to learn.  I guess to do your job as good as you can do it, all the time.  Just take liberty, after I got to be a first class and then chief I remember time and time again I'm there working and everybody else is knocked off and gone ashore.  A lot of times I would stay and work overtime to get something done.  I believe that's the whole idea, being able to do a little more then is required of you.  Maybe take a little bit of your own time to do it because, you can only do so much in a day.  There's an old saying we use to have "If your aboard ship, your available for duty" even if your on liberty, on leave or anything.  I would say that the knowledge that you got a job and you got to do it, there is a responsibility there.  The Navy teaches you to be responsible, to get to work on time.  When I was a young kid it always worried me when I was ashore that I had to catch a boat back to the ship.  The Navy taught me the responsibility to be conscious of time, and to prepare for greater responsibility.  I'd say that's the greatest thing I have learned in the military .Of coarse I also learned team work and the best team effort I ever been apart of was being in the Navy, the comradely between the men was incredible.  Everything that happens, well, it's because of teamwork 99% of the time.  That's what wins the battles and makes the ship successful and you got to have it.  Also, it comes down to believing in your shipmates and friends, trusting them and knowing that there going to do their job and you all pull together and you got a team.  It will work and it does work.  

81.  "I was a second tour department head onboard Tarawa (LHA-1).  The ship was in 12 section duty which everyone liked because of the increased amount of time spent at home with family.  We then had a change of command and the new CO had a different vision in mind for the crew.  One of the first was to cut back down to 6 section duty which of course, initially was not a popular thing.   But along with that action, the intent was to have each duty section so tight that they could accomplish any evolution without assistance from any other duty section members.  Ultimately, this is exactly what we did.  We had one duty section that completed a Ambphibious Squadron change of command on its own.   Though the duty sections had been reduced, we still had more time at home than before with 12 section duty because we never had to stay around to assist in any evolution.  Also, the CO insisted that we would work with tropical hours.   Usually, this ends up translating into the crew getting off at 1300, and the khaki ends up staying until 1700 or 1800 still each night.  Well, this was not allowed.  Department heads were even forced to be off the ship at 1300.  When everyone realized what the goal was, everyone worked specifically for that and it worked.  The lesson learned was that initially change is hard, but when you have a clear goal, you can work towards it.  That whole experience made me feel like I was part of an incredible team.     

98.  Other good examples of good leadership are those of my previous Division Officer and Division Chief.  The grew to become a great team.  First the Chief acted as a mentor to the new Ensign.  He showed him around the divisional spaces and pointed out what needed additional attention.  The division like them both very much because they treated us like human beings, respecting our feelings and abilities as well as our limitations.  We felt like a close knit team of cooperative people who were able to make useful contributions to the tasks at hand.  They were both very truthful with us.  If they could not explain all the reasons for commands they ordered us to follow, they let us know that the factors were beyond their control and we understood.  

115.  The first time I was in charge of a Patrol Boat involved in real world operations in USSOCOM and doing missions we had trained for.  Its one thing to train for operations and go on peacetime deployments, But to command a ten-man crew and multimillion-dollar boat in a hostile area is another.  I guess it peaks out your senses and your accountability for possibly making life or death decisions.  Nothing is more important then to accomplish the mission and bring your men home alive and well.  When you get home you really know what mission accomplished means and know what it is to lead men.  It's an awesome responsibility to carry on your shoulders.  What becomes clear is it's not about the rank you hold, but being a professional leader of men in a wartime environment.  You have to be mission orientated over your professional career, taking care of the troops over your own professional career.  Teamwork is an absolute must in the boat unit's and in NSW.  Focused mission orientation and the need of all the crews efforts is needed to be successful, the trust of each crewmen and in each other on the craft to do their job.       

116.  The most professional combat officer I ever met was my C.O.  in the Persian Gulf during operation Earsnt Will his values were my values the mission, andthe men.  He was not into "ticket punching career enhancement." In 1988 a TF-160 "Sea Bat" gun ship went down in the water.  We were task with a CSAR mission.  The TF-160 went down on the other side of the Exclusion Zone where no Americans were supposed to cross.  The crew of the Sea Bat was rescued by another TF-160 helo.  The TF-160 was considered classified and shouldn't't fall into enemy hands.  We had two patrol boats and were ordered to look for the wreckage and drop a buoy over the crash site and hold until relieved.  After finding the wreckage, we held our position in enemy waters; we were there all night long.  We sat there and listened to enemy on the radio, they were sending out boats trying to find out our position.  But, the whole time our C.O.  was keeping us informed of what type of air cover we had if we needed it.  A U.S.guided missile cruiser at daylight relieved us.  Because we accomplished the mission we got a reputation as warriors, medals are dime a dozen, but your reputation is your trademark of your career in the navy.   

 117.  When I first got to boot camp it was a really big change for me, I was from Tennessee, from back in the boondocks.  It was really interesting getting to meet different people and the whole cultural influence it was a great experience.  When I first got here was a lot of people bumping heads and there was no teamwork in our division.  It was coming up to PT3 one of the last PT's.  You have to do for competition and because we had no teamwork we were struggling and could not get any of the flags.  We did get all of them for the Battle-E, except for one and that one was for PT, because we messed up on it the first time.  So, we got together and had a little talk and decided that every night before taps everyone would do at least the minimum amount of push -up's and sit-ups required for the test.  We had about two weeks to get ready for the test and everyone that needed a little help on their weaknesses got the help they needed.  When it came to the PT test it was early in the morning and some people were sick, but every one in the division passed the test with flying colors.  It was the first time in a year that everybody in one division had passed the test with no failures.  And what made that so great was we came together as a group and accomplished something.  That's the first time that's happened to me in my life.  I mean you get a group of people from all different backgrounds, from all over the United States, you put them all together to form a group and they worktogether to complete one goal.  That was a positive impression for me and everyone involved.  

121.  "This was onboard my deep draft.  My first deep draft command.  I was like most Aviation Nukes.  I'd had a wonderful navy career.  I'd also had a marvelous tour as a Carrier XO.  I worked for an absolute prince of a naval officer.  He taught me so much.  I felt pretty good about who I was and where I was going to go when I checked aboard an LPD that had been, in my words, sorely neglected across the board.  Materially it was in trouble.  The attitude of the crew was my biggest challenge.  I think maybe for the first time in my navy career I questioned whether or not I was going to be able to turn this ship around.  I had a ship - and I hate to use this word - to the crew, it had become acceptable to fail.  It was a ship that had not been able to accomplish an INSURV on two different occasions.  They had gotten underway for an OPPE and got about 100 yards from the pier and had to come back.  They went into a 6-month availability and when they came out there were still huge discrepancies because we didn't even get the work package right.  I took over the ship at the end of the availability.  We were supposed to get underway 2 weeks after I took over the ship.  Ultimately we didn't get underway for anot her two and one-half months because we had to go back into another availabili ty.  I had to do some deep soul searching.  The good news is that the ship cam e through.  We had 2 or 3 three-day underway periods at the end of this availability.  For the first time in my career, I had had to relieve someone.   We just don't do that in aviation you know.  I had folks who were truly not only incapable, but they were unwilling to do their job.  That was a leadership challenge to me also because I had always prided myself on, no matter how differing or how silly I thought your view of the world was, I had always previously been able to turn you around.  I had a couple of them that I couldn't turn around and, for the good of the crew, I had to make some changes.  But what did I learn.  I learned number one, from a leadership perspective, you truly lead by how you act.  You can sit up on the podium and talk all day and it just doesn't matter.  The crew is truly persuaded, motivated, inspired - if you go down there and sweat and toil with them.  For those two and one-half months I probably worked as hard as I've ever worked.  Again, there was a reaffirmation of the goodness of people.  Most people want to do good and want to do well.  But they need guidelines, they need goals, they need encouragement, empowerment, and they need to be held accountable.  And all of those things had not been happening on that ship.  So it really was a challenge to get that whole mentality on that ship turned around - such that we were a team - that we would only accept wins.  And I'm very happy to say that after that we in fact --- the situation was so miserable that the Group Commander had already made provisions to have another LPD fill in for our deployment.  They were absolutely sure that we were not going to make it.  That's how serious the situation was.  But not only did we come out of that and go ahead and have an OPPE and INSURV, and pass them both.  We made the deployment, a marvelous deployment, but we turned around and won the Battle E.  That was because there 450 kids on that ship who, for the first time on that tour, realized that they could do well, realized that it was only acceptable to do well.  And they knew if they failed, they were going to be held accountable to the standards.  And what I mean by failing is attitude - in other words, I'm not trying or I'm not working.  We didn't have failures due to effort.  We had failures due to attitude.  That experience also turned out to be the most rewarding.  I also worked for a person who has an extraordinary reputation in our Navy for being one of those people that you don't want to work for, because his bedside manner was so harsh.  It was harsh.  I still have bruises today from some of our encounters.  And yet I would tell you today that he may have been the best C.O.  I ever worked for in terms of commitment to the Navy.  He also would not tolerate mediocrity.  He would not tolerate anything but "almost perfection."  I don't support his bedside manner.  He chose to do it with a baseball bat.   However, his motives were very pure.  He wanted the best.  He demanded the best.  Quite frankly, at the end of his tour, the ships in the group were probably as good or better than any in the Navy because he just demanded that you take care of your people.  And that you keep the material condition of the ship up.  So, what a leadership lesson for me.  And again, I had a lot of days when I didn't feel so good.  But at the end, when you final saw everything come together - I felt really good.  I felt really positive about the ship.  It stayed on a pretty steady course and they won back-to-back Battle E's.  I felt good because that was the first time I had ever really doubted myself.  I had doubted others, but when you start doubting yourself about whether you can turn the crew around - that was an enormous leadership challenge.  A I the right person? Do I have what it takes to do this? That was a very significant event in my career." 

132.  I was part of a tremendous team effort that left a lasting impression on me.  My expeditionary EA-6B squadron showed up in Aviano, Italy to participate in Kosovo operations.  We were shown a broken down, unfurnished, uninhabited hangar and spaces that were to be our temporary home.  There were a million things that needed to be done in a short amount of time.  Everyone in the squadron jumped right in and began to transform our situation and spaces into a useful, productive, performing experience.  The squadron CO and XO did not try to manage every little situation, action or event.  They intervened when asked or when they perceived they could help knock down barriers.  It was amazing how proactive and resourceful squadron members became when allowed to perform their jobs with the full trust and support of their leadership.  People want to be part of great teams and to know that their input is valued and vital.  

134.  I was able to participate in an event called The Mud Run.  It was no-cost TAD orders down to San Diego and Camp Pendleton.  What the Mud Run is, you have team of five individuals.  We are entered in a 10K race, but it is not like any other 10K race you have never done.  You have to run through rivers, mud obstacles, a 100 yards of swamp (where your boots would get sucked right off if it wasn't on tight), we ran in utilities (cammies) and boots.  Two miles into the run people were dying (falling out) left and right.  Yes it was quite a grueling experience, but it was a neat team effort, because the place our team finishes is when the last person comes in on your team.  So we are all rooting for each other, it was a cool feeling of accomplishment.  We had a really good time and it was a great bonding experience.it was probably the hardest thing I have ever done, but I was thankful that the Navy (my command) was able to give me that opportunity.  

140.  I have found that camaraderie plays a large part in the satisfaction of a sailor's life.  I haven't been in many situations that a group has been involved.  My largest and in my short career best group effort was when I had to help with MMS Plt as a communicator.  This is the first real time I saw my detachment do a large exercise.  We all had our part to do to get the objective done.  I could see that all of the training that the MMS had done made them look like a well-oiled machine.  We would set up the RHIBs in the afternoon, they would do the mission, and then we would put everything away.   It was a real smooth operation.  Another example was when my detachment was out on San Clemente Island doing training.  Even though I am just a Tech with no specialty, I got to see how special warfare communities do their jobs.  First, we shot 40mm, M60, M14, all of which I have never shot, let alone seen before.   The courses on operation and use were beneficial.  They allowed us to experiment shooting at different distances, as well as covering fields of fire with the M60's machine gun.  Another major evolution out there was demolition training.  I only got to watch it happen up close, but I learned a lot.  The instructors showed the group mainly the safety you have to take with the demo and how to do it correctly.  After that they allowed the group to make the charges as well as see what they could do with the charges in the obstacle field.  They allowed the group to pick out the piece of metal to bend or break or blow apart.  All of this was done, so the whole group would learn from all of the charges that were used.  I learned a lot of new and interesting facts out on SCI, and I know a lot of that was due to allowing the group to use their imaginations, while using the highest safety possible.  Everyone knew his or her part; we had done it in training many times.  The overall feeling I had of the evolution as one of pride, that we accomplished the task in a time frame that was quicker than planned.  All was due to the training and repetion of the task.  

148.  When I arrived at my previous duty station, it was very fractured, no sense of teamwork what so ever.  It just happened to be, we had several people transfer in and out at the same time, new blood came in.  And all of sudden everybody was a team.  We never had any complaints or fighting.  When you have that (a sense of teamwork) the job gets done easier.  No one complains about coming in on the weekends or deploy on a 24 notice, which is what we had to do quite often.  Because they know when they get back they will be rewarded for what they did.  When it comes down to it, it is all about the people to get the job done.  

154.  At BUD/S graduation when I accepted honor man I felt most successful.   Obviously it had a lot to do with doing well in the physical aspects of BUD/S and all the other evolutions.  An even bigger aspect to it though, was being a good classmate.  Nobody could make it through BUD/S without the rest of the class pulling together to achieve a common goal.  By helping others and setting the example I felt I was helping my subordinates get through.  Everyone was freezing in the same water and feeling the same pain on the same beach.  I felt like I really got to know the rest of the guys in my class by going through those trials with them.  As on officer I tried to empower everyone down to my E-1(s) to help get the jobs done.  Nobody slept until everyone was done.  We knew how everyone was doing since we worked together so much, so we could pull together to help out others who were having extra difficulties.   

155.  The best leadership story I can think of is a Submarine Captain that I worked with when I was out in Hawaii working with SDV Team One.  I had come across many submarines and crews, but this one was different.  I had never seen such high spirits and high moral amongst a crew.  The major factor contributing to the boat being such an exceptional boat was the Captain and the way he ran his boat.  He empowered every individual down to the lowest E-man.  Even if they were swabbing decks or turning bolts, he made the most insignificant jobs important.  The Captain did not micro manage his crew.  If an individual knew how to get something done better and quicker than the established method, he was allowed to do it the best way, and make the decision to do it that way.  I think it was the fact that the Captain took an interest in each of his crew members and trusted them.  They in turn trusted the Captain to make the right calls and the crew ran like a well oiled machine.  

157.  When I was in high school and thinking about what I wanted to do with my life I always thought of myself doing something that was physically and mentally challenging.  I new I wanted to join the service and after checking into the Army and Marine Corp, I found that the Navy was the fit for me.  I looked into the SEAL program and that just seamed to be the thing I wanted to do.  I like the camaraderie and teamwork that I have experienced and I know that we are the best in the world at what we do.  Not only have I had extensive training on weapons and tactics but also I have learned to adapt to changes and apply contingencies.  This has given me the confidence to step up when all around me might be chaos.  The best group effort I have been apart of was when I was stationed at SEAL Team Five.  The platoon LPO was very experienced, but asked for inputs from other team members and valued those inputs.  Generally after every training evolution we would have a good debrief and discuss positives and negatives of the evolution and how improvements could be made.  I think this was a key in the platoon jelling as a solid unit.  This LPO was stern but flexible.  He would go to bat for you and people respected him for that.  In a way it seamed as though he was working for us.  I think you must master how to follow before you can lead     

158.  After graduating from Tulane University with a BA in political science I began working as a project manager for a construction company.  I was 23 years old and this was really a coat and tie kind of job.  Although I enjoyed the work, I began to feel that the civilian sector was really a dog eat dog kind of environment.  Everything seemed to revolve around the making of money and even though I was well paid I felt something was missing in my life.  Having not traveled much I wanted to see the world and experience some of its adventures.   To the surprise of many of my family and friends I enlisted in the Navy and soon found myself in boot camp in Orlando.  Shortly after boot camp, I found myself in the engineering department of the 51-year-old repair ship the USS Jason.  I must admit, at this time I had second thoughts about my decision to join the Navy, because there was times that life really sucked.   As I settled in to this new environment I began to realize that my dream of seeing the world was happening.  While on cruise my ship visited Southeast Asia, the Middle East, and Australia.  Even though the work was difficult the liberty was good.   I was fortunate enough to be able to play rugby in Japan and Australia against local teams.  When I conveyed my experiences to friends and family back home I began to notice that their attitudes were at times envious.  This may seem strange but I began to notice also that I had a love and respect for the ocean.   Perhaps the biggest thing that I learned was the value of hard work and the value of teamwork in accomplishing a job.  I also noticed that through this work a common bond between those in the department had developed.  Even though attitudes, including my own, were not always the best I think we shared a mutual satisfaction of job accomplishments.  This is something that has made a difference in my life, both personally and professionally.  

190.  A team well I would have to say that the best team I was a part of would be when our command participated in the Christmas in July, repairing an elderly lady's house.  That was a definite team effort that was conducted on a non-work day.  Not only is doing your job highly recognizable, but taking an active role in helping the community is important as well.  Doing things that help others can also help create a sense of peace within your self.   

170.  I think the team effort it takes for a ship to get through a six-month deployment is the best example of team effort.  We all have to rely on each other for guidance and strength at the worst times.  Our peers are all we have.   Working with the same 300+ people for six months without being able to see family and friends back home in the United States is very stressful, but if everyone can stand each other and respect one another, then it can actually be a fun experience.  We were in the Persian Gulf region during deployment and none of us wanted to be there, but most people's attitudes stayed high, and everyone stayed focused to complete the tasks at hand.  It was a wonderful experience because I got to meet and know people that I would never have normally talked to if we were in port San Diego.  It was a sort of bonding, and you didn't even realize it until it happened.  We supported each other just by being there when something went wrong, listening when people weren't doing well.  That says a lot about people; if they are willing to sit there and listen to your problems and to help with them.  I am always trying to do the same with my friends and peers.  I always try to listen and give advice when I can, and I hope others see that and respect that.  

176.  I learned at a young age from my father that first impressions are the most important.  My first impression of the Navy was incredible.  EN1 Dennis Beckett, my recruiter, taught me so much about the Navy that looking back on it, I believe it would be almost impossible to put it all in a book.  What I find most significant about PO1 Beckett is that he told me the truth, started the team building concepts with us Delayed Entry Program (DEP) enlistees, and talked to us about the fleet including showing us his pictures of the fleet.  EN1 Beckett taught me a lot about the Navy.  Things like, you will eat meals that have no taste.  When you do get to hit your pit and you get to sleep you will be woke up when your butt hits the cooled metal or by the general quarters (GQ) alarm.  He told me about my workspace, which is below the deck plates in the bilges, then told me what a bilge was.  In a way, I was scared to death, but he did his job so good that it made me want it even more.  He built and promoted teamwork, he would set up softball games with other recruiting stations in the St.  Louis area.  He always made himself available if I had questions or concerns.  Talking to my new Sailors, I don't think that there is a recruiter out there like Deniss.  When I signed up, EN1 Beckett was the Navy to me.  I wanted what he talked about and the life he had lived, and I've lived the dream.  
I think as far as a recruiting tool his best tool besides telling the truth was the pictures and stories.  Each picture had its own story and they where all intriguing, which captured my undivided attention.  Looking back and knowing what I know now, the pictures where not that impressive by themselves, the stories were the key.  The one that really sticks in my head is a picture of him on a floating drydock in Scotland.  He told me what his responsibilities consisted of and told me I could be there.  I too could be working on the cranes, working on the equipment that makes the drydock sink and come back up.  I sat looking at the pictures and listening to the stories of friendships, adversities, the pride that was in his division.  I thought, this would be so different than working in the tool and die shop, where, at that time I was employed.  I also thought to myself how gratifying it would be to be part of a team as he described.  I pictured myself up on what I know now as a wingwall, being qualified and operating a crane.  Add the responsibility, and job satisfaction I would feel as I describe what I was doing overseas at my new job to my family.  That thought formed a picture in my head, a picture that told me that anything is possible in the Navy, I was sold.
Once at my first command I started to live what was described to me by my recruiter.   

188.  The best team that I have had the privilege of being a part of would be my Sonar Team onboard USS Higgins.  Every sonar team that I have had the privilege of being a part of has been great, but Higgins by far is the best.  As a plankowner I have watched and worked with them for 3 years and when one of my people on the team achieve a new level it almost brings tears to my eyes.   Naval personnel love to do the jobs they are trained to for and this team shows it, so let them perform.  

208.  The best team I ever worked with was on my first ship.  Believe it or not, but it was a working party.  It was just prior to our departing for WESTPAC.  It was an all-hands (E-6 and below) working party.  I have always enjoyed working parties.  Everyone has the same goals and have to work together to accomplish the job.  You can see it all gel right in front of your eyes.  People always thi nk I'm crazy until I explain it to them.  Everyone shared in that common goal and had fun doing it.  People joked and had fun and everyone was an equal.  Everyone had the same job.  The working party only lasted for about four hours but that was some of the best bonding time I've had onboard the ship.  You get to meet and come closer to shipmates you normally wouldn't deal with on a day to day basis.  If only everything else in the world went as smoothly as that working party.  

160.  I come from a family history of military therefore joining the Navy seemed natural to me.  I originally joined the Navy to become a Navy SEAL.  It was a memorable moment when I went TAD to Chicago and had the pleasure of working with a SEAL.  He was always motivated and a very good leader.  He taught me more and prepared me more for the training I was about to get into than anyone else.  For example, while I was in BUDS we had to do this evolution that was called IBS surf passage.  All you had to do was to take a small rubber boat and paddle out past the surf zone.  The only problem was our class was a winter class and that day we had 14-foot waves.  We had gotten out past the surf and we where headed back in.  We saw the waves toss all the other boats in front of us like toy boats.  Our boat crew leader, who was an officer, told us that when a wave picked us up to lean into the center of the boat and hold on.  He said that the boat might fold but if he kept the boat straight then we would be all right.  Well, we were paddling back to shore and this wave started to pick us up.  The ensign told us to hold on and sure enough that small boat folded in half from the pressure of the wave.  In the next instant the boat unfolded and we shot out down the bottom of the wave.  If we had gone a couple feet to the left or right we would have been tossed like the others.  I don't remember the ensign's name but he kept all of us from a lot of pain.  He was a straight forward and told us everything that was going to happen.  He also had the confidence to keep that boat straight when that wave picked us up.  It was moments like this that I remembered that SEAL and now the current words of the ensign that kept me motivated.  

189.  Before my second West-Pac aboard the COMSTOCK, we were in the middle of work-ups and the ship failed our CART II inspection.  Life suddenly changed and our working hours were now 0530 to 2000 Monday-Friday, and sometimes on Saturday.  As much as this made a damper on our lives, we all were highly motivated and never once cursed the fact that we gave up our time with our families and friends.  What was even more significant about this was that the Captain kept the same hours as we did, and was out there with us working the drills we had previously failed.  It was a joint ship effort, which paid off to the extreme.  I was just a seaman at the time, and seeing the CO actively participate with us, that was teamwork.  My personal qualities were, and still are, if there is a specific reason or a mission critical experience that has to be done, then there are reasons to change your life around to make time for the Navy.  We all kept each other's spirits up, and motivated one another throughout.  Everyone played a certain role, whether they were a 04 or an E-1, everyone had a part.  

Theme: Providing Opportunities - Mentoring Others

*******************
� EMBED MS_ClipArt_Gallery  ���





� EMBED MS_ClipArt_Gallery  ���
































1 (Names in stories have been changed to preserve privacy)










_1029598046

