A-CR-CCP-804/PF-001

COMMON TRAINING —
PROFICIENCY LEVEL FOUR CADETS

CANADA
INSTRUCTIONAL GUIDE

SECTION 1

EO M403.01 — DESCRIBE NEEDS AND EXPECTATIONS OF TEAM MEMBERS

Total Time: 30 min

PREPARATION

PRE-LESSON INSTRUCTIONS

Resources needed for the delivery of this lesson are listed in the lesson specification located in A-CR-CCP-804/
PG-001, Proficiency Level Four Qualification Standard and Plan, Chapter 4. Specific uses for said resources
are identified throughout the instructional guide within the TP for which they are required.

Review the lesson content and become familiar with the material prior to delivering the lesson.

Photocopy the Needs and Expectations of Team Members handout located at Attachment A for each cadet.
PRE-LESSON ASSIGNMENT

Nil.

APPROACH

An interactive lecture was chosen for TP 1 to orient the cadets to team members' needs.

An in-class activity was chosen for TP 2 as it is an interactive way to provoke thought and stimulate interest
among cadets about expectations that a team member has of a team leader.

A group discussion was chosen for TP 3 as it allows the cadets to interact with their peers and share their
knowledge, experiences, opinions and feelings about how a team leader should strive to meet team members
needs and expectations.

INTRODUCTION

REVIEW
Nil.
OBJECTIVES

By the end of this lesson the cadet shall be expected to describe the needs and expectations of team members.
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IMPORTANCE

It is important for cadets to describe the needs and expectations of team members to assist in the development
of their leadership skills. This information aids the cadets in meeting the aim of developing in youth the attributes
of good leadership stated in CATO 11-03, Cadet Program Mandate. To become an effective team leader, the
cadet must be aware of needs and expectations, and strive to satisfy those needs and expectations.
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Teaching Point 1 Describe the needs of team members.

Time: 5 min Method: Interactive Lecture

THE NEEDS OF TEAM MEMBERS
To be an effective leader, a team leader must be aware that every team member has needs to be satisfied.
Acceptance of and by Other Team Members

Each team member needs to accept the other members of the team. There may be differences in age, gender,
race and opinion but each team member should appreciate all other members. In turn, each team member
needs to feel accepted by other team members. Once team members feel acknowledged and understood by
others on the team, team members may strive to make teamwork possible. Once the team forms into a cohesive
group, the accomplishment of a task becomes easier.

Acceptance and Understanding of Leaders

Team members need to know that the team leader will welcome them into the team. It is important for a team
leader to encourage a sense of belonging in each team member. Team members also need the team leader
to show compassion and sensitivity to their opinions and feelings.

Approval of Leaders

Team members need to know that the team leader appreciates them and their contribution. It is important for
team leaders to show respect and praise team members.

Opportunities to Try Different Tasks and Roles

Team members need opportunities to attempt different tasks and roles to practice applying skills and
knowledge.

CONFIRMATION OF TEACHING POINT 1

QUESTIONS:

Q1.  What are the needs of team members?

Q2. Once team members feel acknowledged and understood by others on the team, what may happen?
Q3. How do team leaders show approval of team members?

ANTICIPATED ANSWERS:

A1l. The needs of team members are:

. acceptance of and by other team members;
o acceptance and understanding of leaders;

o approval of leaders; and

o opportunities to try different tasks and roles.

A2. Once team members feel acknowledged and understood by others on the team, team members strive
to make teamwork possible.

A3. Team leaders show approval of team members by giving team members respect and praise.
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Teaching Point 2 Conduct an activity where cadets describe the expectations

that a team member has of a team leader.

Time: 10 min Method: In-Class Activity

BACKGROUND KNOWLEDGE

The purpose of the in-class activity is to draw the following information from the three
groups.

THE EXPECTATIONS THAT A TEAM MEMBER HAS OF A TEAM LEADER

Every team member has expectations of the team leader. Team members hope that the team leader will fulfill
their expectations. Team member expectations include:

Good Leadership

Team members expect good leadership from team leaders. Team leaders need to display good leadership,
to include:

L]

Leading by example. Team members expect that what they are asked to do can also be done by the
team leader. They expect the team leader will model the correct behaviour.

Putting the needs of the team members first. The team leader is expected to put the team's needs
ahead of their own. Team members need to know that the team leader will accept, approve and
understand them. Team members also expect that the team leader will give them opportunities to try
different tasks and roles.

Being sensitive to cultural and gender differences. Each team member is unique and the team leader
must have an awareness of the differences between each of them. Having an understanding of cultural
and gender differences between members of the team will allow the team members to feel included and
appreciated.

Effective Communication

Team members expect that the team leader will provide them with effective communication. Team leaders need
to display effective communication to team members, to include:

L]

Giving information on what is expected of them. Team members need to know what is expected of
them. Team members require basic information about what they are to accomplish.

Explaining changes in situations. Team members like to know when changes in situations occur.
Keeping team members informed of changes and providing new directions may ensure that goals and
tasks are accomplished.

Asking for assistance with tasks. Team members are more cooperative when they are asked for
assistance by the team leader rather than being ordered to do something. By asking for the team's
assistance, team members may feel needed by their team leader.

Providing concrete examples during explanations. Team members may understand concepts and
ideas more easily if the team leader uses examples from life and if the team leader can connect the
concept or idea to what the team member already knows.

M403.01-4



A-CR-CCP-804/PF-001

Effective Supervision

Team members expect that the team leader will provide them with effective supervision. Team leaders need
to effectively supervise team members, to include:

. Operating in a safe environment. Team members expect to be operating in a safe environment. Every
team leader must be concerned with the team's safety and well-being at all times.

N Freedom from over-supervision. Team members should feel like their team leader has confidence in
them to accomplish tasks. Very few team members appreciate it when the team leader is always looking
over their shoulder.

o Recognition of good performance. Team members like to be praised when things go well. Praise may
be verbal or may take the form of certificates and awards.

ACTIVITY
Time: 10 min
OBJECTIVE

The objective of this activity is to have the cadets describe the expectations that a team member has of a
team leader.

RESOURCES

o Three flip charts, and

o Three markers.

ACTIVITY LAYOUT

Set a flip chart in three corners of the room.
ACTIVITY INSTRUCTIONS

1. Divide the cadets into three groups.
2. Assign each group to a flip chart.

3. Have each group write one of the headings on the flip chart: Good Leadership, Effective Communication,
and Effective Supervision.

4, Have the cadets brainstorm short descriptions for the heading on the flip chart paper for three minutes
and write their ideas on the flip chart paper.

5. Have one cadet from each group present their ideas to the rest of the cadets.

Any of the background information that was missed during the presentation by cadets must
be stated before moving to the next TP.

SAFETY
Nil.
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CONFIRMATION OF TEACHING POINT 2

The cadets' participation in the activity will serve as the confirmation for this TP.

Teaching Point 3

Time: 10 min

Conduct a group discussion on how a team leader should
strive to meet the needs and expectations of team members.

Method: Group Discussion

If the class of Proficiency Level Four cadets is large, divide them into groups.

This teaching point has been designed to provide the cadets an opportunity to reflect on
and share their opinions and feelings about how a team leader should strive to meet team
member's needs and expectations.

BACKGROUND KNOWLEDGE

The purpose of the group discussion is to draw information from the group using the tips for
answering / facilitating discussion and the suggested questions provided.

GROUP DISCUSSION

L]

TIPS FOR ANSWERING / FACILITATING DISCUSSION:

Establish ground rules for discussion, eg, everyone should listen respectfully; don't
interrupt; only one person speaks at a time; no one's ideas should be made fun of;
you can disagree with ideas but not with the person; try to understand others as much
as you hope they understand you; etc.

Sit the group in a circle, making sure all cadets can be seen by everyone else.

Ask questions that will provoke thought; in other words avoid questions with yes or no
answers.

Manage time by ensuring the cadets stay on topic.

Listen and respond in a way that indicates you have heard and understood the cadet.
This can be done by paraphrasing their ideas.

Give the cadets time to respond to your questions.

Ensure every cadet has an opportunity to participate. One option is to go around the
group and have each cadet answer the question with a short answer. Cadets must
also have the option to pass if they wish.

Additional questions should be prepared ahead of time.
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SUGGESTED QUESTIONS:

Q1. Give examples of when you have seen a team leader satisfy the needs of their team members.
Q2. List ways a team leader might satisfy the needs of their team members.

Q3. Give examples of when you have seen a team leader meet the expectations of team members.
Q4. List ways a team leader might meet the expectations of their team.

Q5. Give examples of when you have seen a team leader not satisfy the needs or not meet the expectations
of their team.

Other questions and answers will develop throughout the group discussion. The group
discussion should not be limited to only those suggested.

Reinforce those answers given and comments made during the group discussion, ensuring
the teaching point has been covered.

CONFIRMATION OF TEACHING POINT 3

The cadets' participation in the group discussion will serve as confirmation of this TP.

END OF LESSON CONFIRMATION

QUESTIONS:

Q1.  What are the needs of team members?

Q2. What are the three expectations that team members have of the team leader?

Q3. List ways a team leader might satisfy the needs or meet the expectations of their team members.
ANTICIPATED ANSWERS:

A1l. The needs of team members are:

o acceptance of and by other team members;
o acceptance and understanding of leaders;

o approval of leaders; and

o opportunities to try different tasks and roles.
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A2.  The three expectations that team members have of the team leader are:

. good leadership,
. effective communication, and
. effective supervision.

A3.  Answers will vary.

Distribute the Needs and Expectations of Team Members handout located at Attachment A
to each cadet.

CONCLUSION

HOMEWORK / READING / PRACTICE
Nil.
METHOD OF EVALUATION

This EO is assessed IAW A-CR-CCP-804/PG-001, Proficiency Level Four Qualification Standard and Plan,
Chapter 3, Annex B, 403 PC.

CLOSING STATEMENT

To be an effective leader, team leaders must satisfy the needs and meet the expectations of team members.
Having an awareness of those needs and expectations will assist the team leader in doing so.

INSTRUCTOR NOTES / REMARKS
Nil.

REFERENCES

A0-047 A-PA-005-000/AP-004 Canadian Defence Academy—Canadian Forces Leadership Institute. (2005).
Leadership in the CF conceptual foundations. Ottawa, ON: Department of National Defence.

A0-048 A-PA-005-000/AP-003 Canadian Defence Academy—Canadian Forces Leadership Institute. (2005).
Leadership in the CF doctrine foundations. Ottawa, ON: Department of National Defence.

A0-131 A-CR-CCP-910/PT-001 Director Cadets 6. (1989). Training school leadership. Ottawa, ON: Department
of National Defence.

C0-115 ISBN 0-7879-4059-3 van Linden, J. A., & Fertman, C. I. (1998). Youth leadership. San Francisco, CA:
Jossey-Bass Inc., Publishers.
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Attachment A to EO M403.01
Instructional Guide

NEEDS AND EXPECTATIONS OF TEAM MEMBERS

THE NEEDS OF TEAM MEMBERS
To be an effective leader, a team leader must be aware that every team member has needs to be satisfied.
Acceptance of and by Other Team Members

Each team member needs to accept the other members of the team. There may be differences in age, gender,
race and opinion but each team member should appreciate all other members. In turn, each team member
needs to feel accepted by other team members. Once team members feel acknowledged and understood by
others on the team, team members may strive to make teamwork possible. Once the team forms into a cohesive
group, the accomplishment of a task becomes easier.

Acceptance and Understanding of Leaders

Team members need to know that the team leader will welcome them into the team. It is important for a team
leader to encourage a sense of belonging in each team member. Team members also need the team leader
to show compassion and sensitivity to their opinions and feelings.

Approval of Leaders

Team members need to know that the team leader appreciates them and their contribution. It is important for
team leaders to show respect and praise team members.

Opportunities to Try Different Tasks and Roles

Team members need opportunities to attempt different tasks and roles to practice applying skills and
knowledge.

THE EXPECTATIONS THAT A TEAM MEMBER HAS OF A TEAM LEADER

Every team member has expectations of the team leader. Team members hope that the team leader will fulfill
their expectations. Team member expectations include:

Good Leadership

Team members expect good leadership from team leaders. Team leaders need to display good leadership,
to include:

o Leading by example. Team members expect that what they are asked to do can also be done by the
team leader. They expect the team leader will model the correct behaviour.

. Putting the needs of the team members first. The team leader is expected to put the team's needs
ahead of their own. Team members need to know that the team leader will accept, approve and
understand them. Team members also expect that the team leader will give them opportunities to try
different tasks and roles.

o Being sensitive to cultural and gender differences. Each team member is unique and the team leader
must have an awareness of the differences between each of them. Having an understanding of cultural
and gender differences between members of the team will allow the team members to feel included and
appreciated.
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Effective Communication

Team members expect that the team leader will provide them with effective communication. Team leaders need
to display effective communication to team members, to include:

[ )

Giving information on what is expected of them. Team members need to know what is expected of
them. Team members require basic information about what they are to accomplish.

Explaining changes in situations. Team members like to know when changes in situations occur.
Keeping team members informed of changes and providing new directions may ensure that goals and
tasks are accomplished.

Asking for assistance with tasks. Team members are more cooperative when they are asked for
assistance by the team leader rather than being ordered to do something. By asking for the team's
assistance, team members may feel needed by their team leader.

Providing concrete examples during explanations. Team members may understand concepts and
ideas more easily if the team leader uses examples from life and if the team leader can connect the
concept or idea to what the team member already knows.

Effective Supervision

Team members expect that the team leader will provide them with effective supervision. Team leaders need
to effectively supervise team members, to include:

Operating in a safe environment. Team members expect to be operating in a safe environment. Every
team leader must be concerned with the team's safety and well-being at all times.

Freedom from over-supervision. Team members should feel like their team leader has confidence in
them to accomplish tasks. Very few team members appreciate it when the team leader is always looking
over their shoulder.

Recognition of good performance. Team members like to be praised when things go well. Praise may
be verbal or may take the form of certificates and awards.
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COMMON TRAINING —
PROFICIENCY LEVEL FOUR CADETS

CANADA
INSTRUCTIONAL GUIDE

SECTION 2

EO M403.02 — SELECT A LEADERSHIP APPROACH

Total Time: 60 min

PREPARATION

PRE-LESSON INSTRUCTIONS

Resources needed for the delivery of this lesson are listed in the lesson specification located in A-CR-CCP-804/
PG-001, Proficiency Level Four Qualification Standard and Plan, Chapter 4. Specific uses for said resources
are identified throughout the instructional guide within the TP for which they are required.

Review the lesson content and become familiar with the material prior to delivering the lesson.
Photocopy the handouts located at Attachments A, B and D for each cadet.

Photocopy the scenarios located at Attachment C. Cut out a scenario for each cadet.
PRE-LESSON ASSIGNMENT

Nil.

APPROACH

An interactive lecture was chosen for TPs 1, 2 and 3 to review, clarify, emphasize and summarize transactional
and transformational leadership, the outcomes of a team leader's focus and leadership approaches.

An in-class activity was chosen for TP 4 as it is an interactive way to provoke thought and stimulate interest
among cadets.

INTRODUCTION

REVIEW

Nil.

OBJECTIVES

By the end of this lesson the cadet shall have selected a leadership approach.
IMPORTANCE

It is important for cadets to select a leadership approach in order to help them become effective team leaders
during a leadership appointment. For every leadership opportunity, an effective leader will use a leadership
approach that enables the team members to accomplish the goal.
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Teaching Point 1 Describe transactional and transformational leadership.

Time: 5 min Method: Interactive Lecture

TRANSACTIONAL AND TRANSFORMATIONAL LEADERSHIP

Transactional leadership. Leaders exchange promises of rewards and benefits to team members so the team
members will fulfill agreements with the leaders. This type of leadership is task-oriented. The leader sets the
rules and procedures to complete a task and the team members comply with the rules and follow the procedures
to accomplish the task.

Transactional Leadership:

. Values problem and solution identification.

. Makes decisions — even if everyone has not been heard — in order to move forward.
. Uses standards and principles as guides in decision making.

. Develops the self to be a better decision maker for the group.

o Gets things done.

. Recognizes the importance of the product.

. Takes charge (personal power).

Transformational leadership. Focuses on the process of being a leader by helping team members transform
themselves from followers into leaders. Transformational leadership involves assisting team members to
transcend their own self-interest for the good of the group, organization or society; to consider their long-term
needs to develop themselves, rather than their inmediate needs; and generally, to become more aware of
what is really important.

Transformational Leadership:

. Values the participation and contribution of others.

. Takes all viewpoints and advice into account before making a decision.
. Considers individuals within their contexts and situations.

. Uses individuals to test decisions.

. Develops the self first to be a better contributor to the group.

o Learns from experiences to generalize to ‘real life’.

. Recognizes the importance of the process.

. Shares leadership (group power).

Leadership within the cadet program has been designed to create transformational
¥ “»)  leadership. Transformational leadership enables the Cadet Program to meet its first aim—to
develop in youth the attributes of good citizenship and leadership.

Transactional leadership focuses on the skills and tasks associated with leadership, such as public speaking,
writing, delegating authority, leading meetings and making decisions. It is what people who are leaders do.
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Transformational leadership focuses on the process of leadership and what it means to be a leader. It is
concerned with how individuals use their abilities to influence people. Think of the main difference between
transactional and transformational leadership as doing leadership tasks versus being a leader.

CONFIRMATION OF TEACHING POINT 1

QUESTIONS:

Q1. Describe transactional leadership.

Q2. On what does transformational leadership focus?

Q3. Leadership within the cadet program has been designed to create which kind of leadership?
ANTICIPATED ANSWERS:

A1, Transactional leadership is when leaders exchange promises of rewards and benefits to team members
so the team members will fulfill agreements with the leaders.

A2.  Transformational leadership focuses on the process of being a leader by helping team members
transform themselves from followers into leader.

A3. Leadership within the cadet program has been designed to create transformational leadership.

Teaching Point 2 Describe the outcomes that occur as a result of the team
leader focussing on team members and the goal.

Time: 10 min Method: Interactive Lecture

Distribute Attachment A to each cadet.
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Figure 1 Outcomes as a Result of the Team Leader's Focus
Note. Created by Director Cadets 3, 2009, Ottawa, ON: Department of National Defence.

There are two main things on which to focus while leading a team: the team members and the goal.

If a team leader is not focused on the goal and is not focused on their team members, the outcome is usually
chaos.

()

Ask cadets why they think chaos would occur. Ask cadets to provide one or two examples,
from a leadership perspective, when they have seen such chaos occur. The examples do
not necessarily need to involve the Cadet Program (CP).

If a team leader is not concerned with the goal but is highly concerned about how their team members feel, the
outcome may lead to good times but nothing gets accomplished.

Ve

- Ask cadets why they think the result of good times but nothing gets accomplished may
occur. Ask cadets to provide one or two examples, from a leadership perspective, when
they have seen good times occur but nothing gets accomplished. The examples do not
necessarily need to involve the CP.

If a team leader is highly concerned with the goal but not concerned about how their team member's feel, the
outcome may lead to low morale.

M403.02-4



A-CR-CCP-804/PF-001

Ask cadets why they think low morale would occur. Ask cadets to provide one or two
examples, from a leadership perspective, of when they have seen low morale occur. The
examples do not necessarily need to involve the CP.

If a team leader is highly concerned with the goal and highly concerned about how their team members feel,
the outcome is usually teamwork.

Ask cadets why they think teamwork would occur. Ask cadets to provide one or two
examples, from a leadership perspective, when they have seen teamwork occur. The
examples do not necessarily need to involve the CP.

Every leadership opportunity within the cadet program has been designed to create
R teamwork.

CONFIRMATION OF TEACHING POINT 2

QUESTIONS:
Q1.  What are the two main things on which a team leader needs to focus while leading a team?

Q2. If ateam leader is not focused on the goal and is not focused on their team members, what is usually
the outcome?

Q3. What has every leadership opportunity within the CP has been designed to create?
ANTICIPATED ANSWERS:
A1, The team leader needs to focus on the team members and on the goal.

A2. If a team leader is not focused on the goal and is not focused on their team members, the outcome
is usually chaos.

A3. Every leadership opportunity within the CP has been designed to create teamwork.

Teaching Point 3 Describe leadership approaches.

Time: 15 min Method: Interactive Lecture

LEADERSHIP APPROACHES

There are three main leadership approaches in the CP. They are:

. control,
. coach and
. empower.

Each leadership approach is based on balancing the concern for the relationship with team members for the
concern for accomplishing the task.
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Distribute Attachment B to each cadet.

Key Aspects of the Control Approach

Key aspects of the control approach are:

L]

L]

The team leader defines the roles and tasks for the team members. The team leader gives the team
members clear direction and supervises them closely.

The team leader provides detailed explanations on what needs to be done and gives team members the
information they need to know on how to do the task.

Communication is mainly one-way.

Key Aspects of the Coach Approach

Key aspects of the coach approach are:

[ )

°

The roles and tasks are still defined by the team leader but ideas and suggestions are solicited from
team members.

The team leader provides information and opinions but supports the team to develop possible solutions
to problems while the final decision remains with the team leader.

The team leader encourages team members to assume responsibility.

Communication is mainly two-way.

Key Aspects of the Empower Approach

Key aspects of the empower approach are:

L]

L]

The team leader empowers team members to make decisions and take action in areas where the team
members have experience and expertise.

Team members can operate independently and have a strong sense of responsibility but know when to
seek assistance from the team leader.

Communication is mainly two-way.

Selecting the Approach

Each of the three leadership approaches may be equally effective. The approach selected must be based on
the leadership assignment and / or appointment and the leadership team.

The factors to be considered when looking at the leadership assignment / appointment are:

o

L]

the level of simplicity of the task; and

the level of safety of cadets.
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The factors to be considered when looking at the leadership team are:
o the level of capability / competence of cadets; and
o the level of motivation of cadets.

SELECTING A LEADERSHIP APPROACH
Leadership assignment / appointment
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> COACH
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- 2
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Figure 2 Selecting a Leadership Approach
Note. Created by Director Cadets 3, 2009, Ottawa, ON: Department of National Defence.

If the task is complicated and the cadets are doing something with some risk, the team leader should choose
the control approach. This allows for better supervision of team members.

If the task is simple but the cadets are doing something with some risk, the team leader should choose
the coaching approach. This allows the team members an opportunity to develop their leadership skills and
knowledge because the team leader provides extra feedback.

If the task is complicated but the cadets are doing something without risk, the team leader should choose
the coaching approach. This allows the team members an opportunity to develop their leadership skills and
knowledge because the team leader provides extra feedback.

If the task is simple and the cadets are doing something without risk, the team leader should choose
the empower approach. This allows the team members develop their leadership skills and their sense of
responsibility.

Have cadets give examples of when they have seen each approach used based on the
simplicity of the task and the level of safety.
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SELECTING A LEADERSHIP APPROACH
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Figure 3 Selecting a Leadership Approach
Note. Created by Director Cadets 3, 2009, Ottawa, ON: Department of National Defence.

If the task is new or the task is difficult and the cadets are uninspired or apathetic, the team leader should
choose the control approach. This allows for better supervision of cadets.

If the team has experience with the task but the cadets are uninspired or apathetic, the team leader should
choose the coaching approach. This allows the team members an opportunity to develop their leadership skills
and knowledge because the team leader provides extra feedback.

If the task is new or the task is difficult, but the cadets are inspired and enthusiastic, the team leader should
choose the coaching approach. This allows the team members an opportunity to develop their leadership skills
and knowledge because the team leader provides extra feedback.

If the team has experience with the task, and the cadets are inspired and enthusiastic, the team leader should
choose the empower approach. This allows the team members to develop their leadership skills and their sense
of responsibility by giving opportunities to operate independently.

Have cadets give examples of when they have seen each approach used based on the
capability / competence of the team and the level of motivation.
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CONFIRMATION OF TEACHING POINT 3

QUESTIONS:

Q1.  Name the three leadership approaches used in the CP.

Q2.  Which leadership approach is based on one-way communication?

Q3. What are the four topics that must be considered when selecting a leadership approach?
ANTICIPATED ANSWERS:

A1, The three leadership approaches used in the CP are:

. control,
. coach, and
. empower.

A2.  The leadership approached based on one-way communication is control.

A3. The four factors that must be considered when selecting a leadership approach are:

. the level of simplicity of the task;
o the level of safety of cadets;
. the level of capability / competence of cadets; and
. the level of motivation level of cadets.
Teaching Point 4 Conduct an activity where cadets will explain what
leadership approach they would select and why for a given
scenario.
Time: 20 min Method: In-Class Activity
ACTIVITY
OBJECTIVE

The objective of this activity is to have the cadets explain what leadership approach would be selected and
why for a given scenario.

RESOURCES

Scenarios.

ACTIVITY LAYOUT

Nil.

ACTIVITY INSTRUCTIONS

1. Distribute a scenario located at Attachment C to each cadet.

2. Allow the cadet two minutes to read and think about the scenario.
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3. Have the cadet select what leadership approach they would use to complete the scenario.

4, Have one cadet read their scenario out loud and explain which leadership approach they would choose
and why. The explanation of the selection must be based on the information provided during TP3.

5. Allow the other cadets to comment on the choice and reasons.
6. Repeat Steps 4 and 5 until each cadet has had a turn.
SAFETY

Nil.

CONFIRMATION OF TEACHING POINT 4

The cadets' participation in the activity will serve as the confirmation of this TP.

END OF LESSON CONFIRMATION

Distribute the handout located at Attachment D to each cadet.

The cadets' participation in the in-class activity will serve as the confirmation of this lesson.

CONCLUSION

HOMEWORK / READING / PRACTICE
Nil.
METHOD OF EVALUATION

This EO is assessed IAW A-CR-CCP-804/PG-001, Proficiency Level Four Qualification Standard and Plan,
Chapter 3, Annex B, 403 PC.

CLOSING STATEMENT

In every leadership opportunity, the effective team leader will use a leadership approach that enables the
team leader to have a positive relationship with their team members and to accomplish tasks. Selecting and
implementing leadership approaches is a life-long transformational leadership skill.

INSTRUCTOR NOTES / REMARKS

Cadets will select leadership approaches during leadership assignments and leadership appointments
throughout the training year.

REFERENCES

C0-115 ISBN 0-7879-4059-3 van Linden, J. A., & Fertman, C. I. (1998). Youth leadership. San Francisco, CA:
Jossey-Bass Inc., Publishers.
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C0-410 The ASPIRA Association. (2009). Module #5: Defining leadership styles. Retrieved on February 12,
2009, from http://www.aspira.org/files/documents/youthdev08/U_V_M_5_dls.pdf

C0-413 University of Arkansas, Division of Agriculture, Cooperative Extension Service. (2006). 4-H volunteer
leaders' series: The enabler—A leadership style. Retrieved February 18, 2009, from http://www.uaex.edu/
other_areas/publications/PDF/4HCD2.pdf
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g Focus on Team Members

OUTCOMES AS A RESULT OF
THE TEAM LEADER’S FOCUS

Leads to good
times but
nothing is

accomplished

Leads to chaos

Leads to low
morale

Focus on the Goal

Figure A-1 Outcome as a Result of the Team Leader's Focus

Note. Created by Director Cadets 3, 2009, Ottawa, ON: Department of National Defence

M403.02A-1

A-CR-CCP-804/PF-001
Attachment A to EO M403.02

(HiGH )

Instructional Guide



A-CR-CCP-804/PF-001
Attachment A to EO M403.02
Instructional Guide

THIS PAGE INTENTIONALLY LEFT BLANK

M403.02A-2



A-CR-CCP-804/PF-001
Attachment B to EO M403.02
Instructional Guide

KEY ASPECTS OF EACH LEADERSHIP APPROACH

CONTROL

Key aspects of this approach:

+  The leader defines the
roles and tasks for the
team members, gives
them clear direction and

supervises them closely.

+  The leader provides
detailed explanations on
what needs to be done
and gives the team
members the
information they need
on how to do the task.

«  Communication is
mainly one-way.

Key aspects of this approach:

+ Theroles andtasks are
still defined by the
leader but ideas and
suggestions are solicited
from team members.

« Theleader provides
information and opinions
but supports the team to
develop possible
solutions to problems
while the final decision
remains with the leader.

+  The leader encourages
members of the team to
assume responsibility

+  Communication is
mainly two-way.

Figure B-1 Key Aspects of Leadership Approaches

Key aspects of this approach:

The leader empowers
members of the team to
make decisions and
take action in areas
where they have
experience and
expertise.

Members of the team
can operate
independently and have
a strong sense of
responsibility but know
when to seek assistance
from the leader.

Communication is
mainly two-way.

Note. Created by Director Cadets 3, 2009, Ottawa, ON: Department of National Defence
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SELECTING A LEADERSHIP APPROACH
Leadership assignment / appointment

( HIGH )

> COACH
0
s
E
7))
N CONTROL COACH
o
-

LOW Level of Safety ( HIGH )

Figure B-2 Selecting a Leadership Approach
Note. Created by Director Cadets 3, 2009, Ottawa, ON: Department of National Defence
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SELECTING A LEADERSHIP APPROACH
Leadership team

:

COACH

CONTROL COACH

Level of Capability /
Competence

Low Level of Motivation (HIGH )

Figure B-3 Selecting a Leadership Approach
Note. Created by Director Cadets 3, 2009, Ottawa, ON: Department of National Defence
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SCENARIOS

SCENARIO #1

You and your team have been tasked with providing the first year cadets with one hour of team-building games.
This activity will take place next parade night.

SCENARIO #2
You and your team have been tasked with setting up two classrooms. The class will begin in 10 minutes.
SCENARIO #3

You and your team have been tasked with operating the canteen at breaks. The canteen has not been stocked
and must be ready to go in two weeks.

SCENARIO #4

You and your team have been tasked with putting away all the flags, poles and a dais from the Commanding
Officer's parade. The parade will be over in two hours.

SCENARIO #5

You and your team have been tasked with taking attendance of all 13-year-old cadets before everyone departs
the building. The parade night ends in 30 minutes.

SCENARIO #6

You and your team have been tasked with ensuring all lights have been turned off and all inner doors are locked
at the end of every parade night.

SCENARIO #7

You and your team have been tasked with providing first year cadets with tutoring in how to wear their uniforms
throughout the training year.

SCENARIO #8

You and your team have been tasked with conducting one sports activity to be held during the next parade night.
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TRANSACTIONAL AND
TRANSFORMATIONAL LEADERSHIP

Transactional leadership. Leaders exchange promises of rewards and benefits to team members so the team
members will fulfill agreements with the leaders. This type of leadership is task-oriented. The leader sets the
rules and procedures to complete a task and the team members comply with the rules and follow the procedures
to accomplish the task.

Transactional Leadership:

o Values problem and solution identification.

o Makes decisions — even if everyone has not been heard — in order to move forward.
o Uses standards and principles as guides in decision making.

N Develops the self to be a better decision maker for the group.

. Gets things done.

o Recognizes the importance of the product.

. Takes charge (personal power).

Transformational leadership. Focuses on the process of being a leader by helping team members transform
themselves from followers into leaders. Transformational leadership involves assisting team members to
transcend their own self-interest for the good of the group, organization or society; to consider their long-term
needs to develop themselves, rather than their immediate needs; and generally, to become more aware of
what is really important.

Transformational Leadership:

o Values the participation and contribution of others.

. Takes all viewpoints and advice into account before making a decision.
. Considers individuals within their contexts and situations.

. Uses individuals to test decisions.

. Develops the self first to be a better contributor to the group.

. Learns from experiences to generalize to ‘real life’.

N Recognizes the importance of the process.

o Shares leadership (group power).

Leadership within the cadet program has been designed to create transformational
G & leadership. Transformational leadership enables the Cadet Program to meet its first aim—to
develop in youth the attributes of good citizenship and leadership.
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Transactional leadership focuses on the skills and tasks associated with leadership, such as public speaking,
writing, delegating authority, leading meetings and making decisions. It is what people who are leaders do.
Transformational leadership focuses on the process of leadership and what it means to be a leader. It is
concerned with how individuals use their abilities to influence people. Think of the main difference between
transactional and transformational leadership as doing leadership tasks versus being a leader.
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SECTION 3

EO M403.03 - MOTIVATE TEAM MEMBERS

Total Time: 60 min

PREPARATION

PRE-LESSON INSTRUCTIONS

Resources needed for the delivery of this lesson are listed in the lesson specification located in A-CR-CCP-804/
PG-001, Proficiency Level Four Qualification Standard and Plan, Chapter 4. Specific uses for said resources
are identified throughout the instructional guide within the TP for which they are required.

Review the lesson content and become familiar with the material prior to delivering the lesson.
Photocopy the handouts located at Attachments A, B and C for each cadet.

PRE-LESSON ASSIGNMENT

Nil.

APPROACH

An in-class activity was chosen for TP 1 as it is an interactive way to provoke thought and stimulate interest
among cadets about advantages and disadvantages of extrinsic and intrinsic motivators.

An interactive lecture was chosen for TP 2 to orient the cadets to encourage intrinsic motivation.

A group discussion was chosen for TP 3 as it allows the cadets to interact with their peers and share their
knowledge, experiences, opinions and feelings about when and how to motivate team members.

INTRODUCTION

REVIEW

Nil.

OBJECTIVES

By the end of this lesson the cadet shall motivate team members.
IMPORTANCE

It is important for cadets to motivate team members because motivation is the key ingredient for success in the
cadet organization. One of the duties of a team leader is to motivate team members to succeed to accomplish
goals. Motivating team members also may encourage team members to develop new knowledge and skills. In
addition, recognizing team members for the effort they put toward a task makes them feel appreciated.
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Teaching Point 1 Conduct an in-class activity where the cadets will explain to
each other the advantages and disadvantages of extrinsic
and intrinsic motivators.

Time: 20 min Method: In-Class Activity

ACTIVITY

OBJECTIVE

The objective of this activity is to have the cadets explain to each other the advantages and disadvantages of
extrinsic and intrinsic motivators.

RESOURCES
. Two flip charts,

. Two markers,

. Extrinsic Motivators handout located at Attachment A, and
. Intrinsic Motivators handout located at Attachment B.
ACTIVITY LAYOUT

Nil.

ACTIVITY INSTRUCTIONS

1. Divide the class into two groups.

2. Distribute the handout located at Attachment A to group A.

3. Distribute the handout located at Attachment B to group B.

4. Have each group read and complete their handout for two minutes.

5. Have group A list the examples of extrinsic motivators from their handout on the flip chart paper.

6. Have group B list the examples of intrinsic motivators from their handout on the flip chart paper.

7. After 10 minutes, have each cadet from group A find a cadet from group B with whom they will share

the information.

8. Have each cadet from group A explain what extrinsic motivators are, their advantages and disadvantages,
and give examples to the cadet from group B. The cadet from group B must paraphrase the answers
from the cadet from group A.

9. Have each cadet from group B explain what intrinsic motivators are, their advantages and disadvantages,
and give examples to the cadet from group A. The cadet from group A must paraphrase the answers
from the cadet from group B.

10. Distribute the handout located at Attachment B to the cadets from group A. Distribute the handout located
at Attachment A to the cadets from group B.

SAFETY
Nil.
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CONFIRMATION OF TEACHING POINT 1

The cadets' participation in the activity will serve as confirmation of the TP.

Teaching Point 2 Explain why team leaders should encourage intrinsic
motivation.
Time: 5 min Method: Interactive Lecture

WHY TEAM LEADERS SHOULD ENCOURAGE INTRINSIC MOTIVATION

Display the following statement on a presentation aid (eg, whiteboard / flip chart / OHP /
multimedia projector), "Leaders do things right and they do the right things."

Have the cadets reflect upon the saying while thinking about whether extrinsic or intrinsic
motivation should be used by their team members.

As a team leader, cadets should lead by example and be intrinsically motivated to accomplish goals and tasks.
Although this may be difficult, team leaders need to accomplish their goals and believe the goals are worth
accomplishing.

When a team leader leads by example, the team members may also realize that accomplishing goals and tasks
are a good and right thing to do.

When a team leader displays intrinsic motivation, team members may realize that intrinsic motivation is an
attribute to be imitated. Any positive attribute that a team member imitates may assist the team member in
becoming a better leader in the future.

As an example, a team leader will wear their uniform correctly because it is the right thing to do. A team leader
takes pride in their uniform and does not need to be given an external reward to do this. Team members see
this behaviour and want to be like their team leader and may not continue to need external rewards. Team
members begin to imitate the team leader and become intrinsically motivated.

Have the cadets give other examples of how team leaders have encouraged intrinsic
motivation in their team members.

It is important to remember that extrinsic motivation will boost morale for a only short period of time.

CONFIRMATION OF TEACHING POINT 2

QUESTIONS:
Q1.  While using intrinsic motivation, why do team leaders need to accomplish goals and tasks?
Q2. What happens when a team leader displays intrinsic motivation?

Q3. Give an example of a team leader encouraging intrinsic motivation in team members.

M403.03-3



A-CR-CCP-804/PF-001

ANTICIPATED ANSWERS:

A1.  While using intrinsic motivation, team leaders need to accomplish goals and tasks because they believe
the goals and tasks are worth accomplishing.

A2.  When a team leader displays intrinsic motivation, team members realize that intrinsic motivation is an
attribute to be imitated.

A3.  Answers will vary.

Teaching Point 3 Conduct a group discussion about when and how team
leaders motivate team members.

Time: 25 min Method: Group Discussion

BACKGROUND KNOWLEDGE

The purpose of the group discussion is to draw the following information from the group
using the tips for answering / facilitating discussion and the suggested questions provided.

WHEN TEAM LEADERS MOTIVATE TEAM MEMBERS

The team leader must motivate team members. The skill of knowing when your team members need to be
motivated will develop over time. As a team leader during Proficiency Level Four, it is important to motivate
team members at every opportunity.

HOW TEAM LEADERS MOTIVATE TEAM MEMBERS

One of the most common methods used to motivate team members is to use praise. Verbal praise is a very
effective way to motivate team members.

Verbal praise may be used as positive feedback before, during and at the end of tasks. If possible, team leaders
should praise team members in front of others as it makes team members feel valued.

Praising Effort and Perseverance During a Task

It is very important for team leaders to praise team members for their effort and perseverance during a task.
Encouraging and caring about team members is an important aspect of being a leader.

Praising the use of Different Strategies During a Task

Team leaders should praise team members when they use different strategies to during a task. Creative thinking
is an important tool for leaders.

Praising Improvement During a Task

When team members have completed a task before and they complete the task again more effectively or
efficiently, praise should be given. Leaders and team members should always try to improve their performance.

Encouraging the Development of Knowledge and Skills
Team leaders should encourage team members when they learn something new. Everything new that a team

member learns may be used at some point to assist the team.
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Praising the Completion of a Task

When team members complete a task, praise should be given. It is important to recognize dedication shown
in seeing a task through to completion.

Thanking Team Members for Their Endeavours

Team leaders should try to recognize each team member for their contribution in the completion of a task.
Making team members feel special is a great way to win even more cooperation from the team.

Giving credit for the completion of tasks to the team rather than yourself

When team leaders are given credit for completing a task, they should ensure that credit is given also to the
team members. Recognizing the team for their accomplishments boosts the team's morale.

When team leaders model praise correctly, they lead by example. This may help team
members begin to use the same strategies, thus reinforcing motivation.

GROUP DISCUSSION

TIPS FOR ANSWERING / FACILITATING DISCUSSION:

[ ]

Establish ground rules for discussion, eg, everyone should listen respectfully; don't
interrupt; only one person speaks at a time; no one's ideas should be made fun of;
you can disagree with ideas but not with the person; try to understand others as much
as you hope they understand you; etc.

Sit the group in a circle, making sure all cadets can be seen by everyone else.

Ask questions that will provoke thought; in other words avoid questions with yes or no
answers.

Manage time by ensuring the cadets stay on topic.

Listen and respond in a way that indicates you have heard and understood the cadet.
This can be done by paraphrasing their ideas.

Give the cadets time to respond to your questions.

Ensure every cadet has an opportunity to participate. One option is to go around the
group and have each cadet answer the question with a short answer. Cadets must
also have the option to pass if they wish.

Additional questions should be prepared ahead of time.

SUGGESTED QUESTIONS:

Q1. Give some examples of when a team leader may praise their team members.

Q2. Give some examples of what a team leader might say to praise their team members.

Q3. Give some examples of when you were praised by team members, team leaders, activity managers,

officers or adults?
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Q4. How do you feel when you are praised by team members, team leaders, activity managers, officers
or adults?

Q5. Why is praise an important tool for motivating team members?

Other questions and answers will develop throughout the group discussion. The group
discussion should not be limited to only those suggested.

Reinforce those answers given and comments made during the group discussion, ensuring
the teaching point has been covered.

CONFIRMATION OF TEACHING POINT 3

The cadets' participation in the group discussion will serve as the confirmation of this TP.

END OF LESSON CONFIRMATION

The cadets' participation in the group discussion in TP 3 will serve as the confirmation of this lesson.

Distribute the handout located at Attachment C to each cadet.

CONCLUSION

HOMEWORK / READING / PRACTICE
Nil.
METHOD OF EVALUATION

This EO is assessed IAW A-CR-CCP-804/PG-001, Proficiency Level Four Qualification Standard and Plan,
Chapter 3, Annex B 403 PC.

CLOSING STATEMENT

One of the duties of a team leader is to motivate team members to succeed to accomplish goals. Motivating
team members also may encourage them to develop new knowledge and skills. In addition, recognizing team
members for the effort they put towards a task makes them feel appreciated.

INSTRUCTOR NOTES / REMARKS
Nil.
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EXTRINSIC MOTIVATORS

Extrinsic motivators refer to motivators that come from outside an individual. The motivating factors are external
and are given as rewards. Rewards may include grades, stickers, trophies and badges.

Advantage

Extrinsically motivated people may work hard on a task even when they have little interest in the task. The
extrinsically motivated person gets satisfaction because they will receive some kind of reward. These rewards
provide satisfaction and pleasure that the task itself may not provide.

Disadvantage

The disadvantage to using extrinsic motivators is that these rewards only produce short-term results and a
brief boost in morale. Over time, extrinsically motivated people are only satisfied when they receive some kind
of reward.

List some examples of extrinsic motivators:
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INTRINSIC MOTIVATORS

Intrinsic motivators refer to motivators that come from inside an individual rather than from any external or
outside reward.

Advantage

Motivation comes from the pleasure the person gets from the task itself, the sense of satisfaction in completing
the task or a sense of satisfaction from working on the task. This means that no physical reward is required.

Disadvantage

Intrinsic motivation is a learned behaviour and it takes some time to develop. Some individuals will take longer
to be motivated by their inner drives rather than physical rewards.

List some examples of intrinsic motivators:
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WHEN TEAM LEADERS MOTIVATE TEAM MEMBERS

The team leader must motivate team members. The skill of knowing when your team members need to be
motivated will develop over time. As a team leader during Proficiency Level Four, it is important to motivate
team members at every opportunity.

HOW TEAM LEADERS MOTIVATE TEAM MEMBERS

The team leader must motivate team members. The skill of knowing when your team members need to be
motivated will develop over time. As a team leader during Proficiency Level Four, it is important to motivate
team members at every opportunity.

HOW TEAM LEADERS MOTIVATE TEAM MEMBERS

One of the most common methods used to motivate team members is to use praise. Verbal praise is a very
effective way to motivate team members.

Verbal praise may be used as positive feedback before, during and at the end of tasks. If possible, team leaders
should praise team members in front of others as it makes team members feel valued.

Praising Effort and Perseverance During a Task

It is very important for team leaders to praise team members for their effort and perseverance during a task.
Encouraging and caring about team members is an important aspect of being a leader.

Praising the use of Different Strategies During a Task

Team leaders should praise team members when they use different strategies to during a task. Creative thinking
is an important tool for leaders.

Praising Improvement During a Task

When team members have completed a task before and they complete the task again more effectively or
efficiently, praise should be given. Leaders and team members should always try to improve their performance.

Encouraging the Development of Knowledge and Skills

Team leaders should encourage team members when they learn something new. Everything new that a team
member learns may be used at some point to assist the team.

Praising the Completion of a Task

When team members complete a task, praise should be given. It is important to recognize dedication shown
in seeing a task through to completion.

Thanking Team Members for Their Endeavours

Team leaders should try to recognize each team member for their contribution in the completion of a task.
Making team members feel special is a great way to win even more cooperation from the team.

Giving credit for the completion of tasks to the team rather than yourself

When team leaders are given credit for completing a task, they should ensure that credit is given also to the
team members. Recognizing the team for their accomplishments boosts the team's morale.
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SECTION 4

EO M403.04 — PROVIDE FEEDBACK TO TEAM MEMBERS

Total Time: 60 min

PREPARATION

PRE-LESSON INSTRUCTIONS

Resources needed for the delivery of this lesson are listed in the lesson specification located in A-CR-CCP-804/
PG-001, Proficiency Level Four Qualification Standard and Plan, Chapter 4. Specific uses for said resources
are identified throughout the instructional guide within the TP for which they are required.

Review the lesson content and become familiar with the material prior to delivering the lesson.

Photocopy the scenarios located at Attachment A. Cut out the scenarios and distribute one to each cadet. If
there are more cadets than scenarios provided, multiple cadets may be given the same scenario.

Photocopy the Effective Feedback handout located at Attachment B for each cadet.
PRE-LESSON ASSIGNMENT

Nil.

APPROACH

An in-class activity was chosen for TPs 1 and 5 as an interactive way to provoke thought, and to stimulate an
interest among cadets about feedback.

An interactive lecture was chosen for TPs 2—4 to orient the cadets to giving effective feedback.

INTRODUCTION

REVIEW

Review what “feedback” is. This is previously discussed in Proficiency Level Three and can be summarized
as follows:

Feedback is a reactive form of communication. It is a response to some kind of action or input. Feedback may:

. answer a question;
. fulfill a request for information;
o reply to or rebut a point of discussion;
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. suggest a revision during a task; or
. evaluate task or job performance.
OBJECTIVES

By the end of this lesson the cadet shall have provided feedback to team members.

IMPORTANCE

It is important for cadets to provide feedback because it is an essential skill for a team leader. Feedback is
given to help team members improve. Providing feedback correctly to team members gives the team members
regular guidance to complete their tasks.
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Teaching Point 1 Have the cadets brainstorm and prepare a list of
opportunities when feedback should be provided.
Time: 5 min Method: In-Class Activity
ACTIVITY
OBJECTIVE

The objective of this activity is to have cadets brainstorm and prepare a list of opportunities when feedback
should be provided.

RESOURCES

o Two flip charts, and

. Two markers.
ACTIVITY LAYOUT
Nil.

ACTIVITY INSTRUCTIONS
1. Divide the cadets into two groups.
2. Give each group a flip chart and marker.

3. Have each group brainstorm and record on the flip chart a list of opportunities when feedback should
be provided.

4. Have one member of each group share their list with the class.
SAFETY
Nil

CONFIRMATION OF TEACHING POINT 1

The cadets' participation in the activity will serve as the confirmation of this TP.

Teaching Point 2 Explain the principles of effective feedback.

Time: 10 min Method: Interactive Lecture

PRINCIPLES OF EFFECTIVE FEEDBACK

Feedback may be given to the team as a whole or it may be given to individual team members. Giving feedback
well is a skill. Feedback is a practical method for giving team members feedback, and when giving feedback,
it should be frequent, accurate, specific, and timely.

Frequent. Frequent means occurring often or in close succession. Team leaders should give feedback often.
After giving feedback, a team leader should note if the team members are responding. If the feedback is not
being used by the team members, it may need to be restated in a different way.
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Accurate. Accurate means careful, precise or lacking errors. Accurate feedback means giving feedback that is
truthful and fact-based. Accurate feedback should be correct, balanced and appropriate; if not, team members
may begin to lose respect for the team leader as every instance of feedback has an effect on the team members'
trust.

Specific. Specific means clearly defined, definite or precise. Specific feedback means giving feedback that
is detailed and clear-cut. Telling team members what they do right and wrong is not specific enough; the
team leader must also tell team members exactly what steps are necessary to improve their performance.
This is usually done by asking reflective questions to the team members so they generate suggestions for
improvement. When giving specific feedback, team leaders should set concrete goals and deadlines for team
members.

Timely. Timely means opportune, occurring, done or made at suitable or appropriate time. Timely feedback
means giving feedback at the right time. The closer in time the feedback follows the performance, the more
impact it will have on team members because the performance and the feedback are tied closely together.

Feedback must be based on the team member's behaviour and / or performance—not the
R person or their personality.

Ask cadets to give examples of when feedback has been given to them that was frequent,
accurate, specific, and timely.

CONFIRMATION OF TEACHING POINT 2

QUESTIONS:

Q1.  What does frequent feedback mean?

Q2. What does accurate feedback mean?

Q3. What does specific feedback mean?

Q4. What does timely feedback mean?

ANTICIPATED ANSWERS:

A1l. Frequent feedback means giving feedback to team members often.

A2.  Accurate feedback means giving feedback that is truthful and fact-based.
A3.  Specific feedback means giving feedback that is detailed and clear-cut.

A4.  Timely feedback means giving feedback at the right time.
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Teaching Point 3 Explain the ground rules for providing feedback.

Time: 10 min Method: Interactive Lecture

GROUND RULES FOR PROVIDING FEEDBACK

The following ground rules for providing feedback may enable the team leader to give helpful, constructive
feedback, without creating conflict or confrontational behaviour with team members.

Focusing on What is Observed

Team leaders should give feedback based on what they see because it is factual. What team leaders believe
is based on supposition and inference; it is an interpretation of what they have seen. When team leaders give
feedback based on interpretation rather than fact, the interpretation may be wrong.

For example:

Ateam member is looking at their boots as the team leader speaks to him. The team leader says "Pay attention."
This is incorrect because the team leader is inferring that the team member is not paying attention. The team
leader should say "You should be looking here." This statement focuses on what the team leader saw.

Focusing on Behaviour

Team leaders should give feedback based on the behaviour of team members, not on the person or personality
of a team member.

For example:

A team leader observes a team member slouching against a wall. The team leader says "Don't be lazy."
This is incorrect because the team leader is making judgment on the team member's personality. The team
leader should say "Stand up straight." This statement does not make any judgment but focuses directly on the
behaviour required by the team member.

Keeping it Neutral

Team leaders should give feedback that is unbiased and does not make judgments. When a team leader is
objective when giving feedback, the team members can determine for themselves the effect of their behaviour.
This presents a more meaningful learning opportunity for team members.

For example:

The team leader observes a team member arriving late again. The team leader says "You are late a lot." This is
incorrect because the team leader has made a judgment on how many times the team member has been late.
The team leader should say "You have been late three times in the past two months." This is a statement of fact.

Using it to Inform

Team leaders should give feedback that is enlightening and does not advise. When the team leader gives
feedback, it leaves the team members free to draw their own conclusions. This freedom allows the team
members to decide what actions are necessary to change their behaviour.

For example:

A team leader does an inspection and observes that a team member's boots are not up to standard. The team
leader says "Everyone needs to work on their boots." The team leader should say "Our team's boots are not
meeting inspection standard." This statement allows team members to decide what should be done.
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If the team members cannot generate an idea, the team leader may have to explain what
behaviour is required.

Making it Supportive

Team leaders should give feedback that is reassuring and not threatening. When the team leader gives
feedback that is supportive, it does not sound like a put-down. The choice of language and tone must be
carefully considered. Even the friendliest and best intentioned feedback can sound intimidating.

For example:

A team leader observes a team member leading a team-building activity. The team leader says "l want to talk to
you about that activity." This may be perceived as frightful and ominous. The team leader should say "I thought
your activity went well, but let's have a chat about making it even better." This statement starts with something
positive and then offers and opportunity to discuss ways of improving.

Keeping it Simple

Team leaders should give feedback that is uncomplicated. Team members can usually only process one or
two pieces of information at any one time. If team leaders overload team members with too much feedback,
there is a possibility that the information will not be received. Feedback on one or two major points is more
useful than feedback on six or seven minor points.

For example:

A team leader supervises as a team member conducts an inspection. The team leader notices that the team
member's uniform and boots are not up to inspection standard. The team member starts the inspection at the
cadet's back and continues to make errors. The team leader says "Very few things went correctly during that
inspection—you look bad, you started with their backs and your comments made no sense." This is incorrect
because the team leader is focusing on too many issues at once. The team leader should have said "Very few
things went correctly during that inspection and we will start with your uniform." This allows the team member
to focus on one behaviour at a time.

ACTIVITY
Time: 5 min
OBJECTIVE
The objective of this activity is to have the cadets identify the ground rules for providing feedback.
RESOURCES
Nil.
ACTIVITY LAYOUT
Nil.
ACTIVITY INSTRUCTIONS
1. Have the cadets find a partner.

2. Have the cadet with the earliest birthday recite one ground rule for providing feedback to their partner.
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3. Have the cadet with the latest birthday recite another ground rule for providing feedback to their partner.

4, Have the cadets take turns reciting the ground rules for providing feedback until all the ground rules have
been recited.

SAFETY
Nil.

CONFIRMATION OF TEACHING POINT 3

The cadets' participation in the activity will serve as the confirmation of this TP.

Teaching Point 4 Explain the steps for providing and receiving feedback.

Time: 10 min Method: Interactive Lecture

STEPS FOR PROVIDING FEEDBACK

The purpose for providing feedback is to let team members know how they are doing and when they are not
meeting expectations. Team leaders should ensure that feedback is given when team members meet and /
or exceed their commitments, as well as when team members do not meet their commitments. There are five
steps for providing feedback.

Planning What to Say. Team leaders need to plan what they will say during feedback using the ground rules
for providing feedback. Team leaders should think ahead of time about the team member's behaviour to be
discussed. Team leaders should also have suggestions for improvement; however, these ideas should only be
given if the team member cannot generate suggestions for improvement themselves.

Providing Examples of Behaviours. Team leaders need to give feedback that provides examples of the
behaviour that needs to change. Giving unclear or vague examples may lead to anxiety in team members
because they are not sure what behaviour needs to be modified.

Allowing Time for Feedback. Once team leaders have provided examples to the team members, they should
allow time for discussion. The team members may agree, disagree or provide their perspective of the situation
to the team leader. The team members may need to ask for clarification of the behaviours or they may ask for
suggestions to assist them in changing their behaviour.

Motivating. Once team leaders have allowed time for discussion of the feedback, team leaders should motivate
the team members. The team member may be disappointed by the feedback so the team leader should
encourage and stimulate them to reach their goals.

Setting a Timeline for Action and Follow-Up. Team leaders need to set a timeframe for action by the team
member to check for progress on the behaviour change. Team leaders need to follow up to ensure the team
members are making the corrections required.

RECEIVING FEEDBACK

In every feedback session, there must be a sender and a receiver. When receiving feedback, there are five
considerations.

Seeing Each Feedback Session as a Learning Opportunity. Each time feedback is received, the feedback
session should be seen as a learning opportunity because ideas are generated on how to improve performance.
Whether the idea comes from the receiver or the sender, acting on suggestions usually leads to developing
skills and knowledge.

M403.04-7



A-CR-CCP-804/PF-001

Actively Listening to the Sender's Ideas. Active listening encourages the sender to present their feedback in
a non-threatening environment. Active listening on the part of the receiver shows the sender that their feedback
is important.

Asking for More Information if the Ideas are Not Understood. When the sender gives feedback and the
ideas are not understood, the receiver should ask for more information. By asking questions for clarification,
the receiver should be able to understand the sender's intent.

Being Honest About How the Feedback is Affecting One's Emotions. Receiving feedback can make the
receiver feel uncomfortable. The receiver should be honest with the sender about how the feedback is affecting
them. As the receiver, try not to get emotional or take the feedback personally.

Remaining Open-Minded About Future Learning Opportunities. It is important to be open-mined about
future feedback. Senders may follow up on their feedback and may even provide even more feedback. The
receiver should be aware of these future learning opportunities.

CONFIRMATION OF TEACHING POINT 4

QUESTIONS:

Q1.  State two of the five steps for providing feedback.

Q2.  State two of the five considerations for receiving feedback.
ANTICIPATED ANSWERS:

A1l. Planning what to say; providing examples of behaviours; allowing time for feedback; motivating; and
setting a timeline for action and follow-up.

A2.  Seeing each feedback session as a learning opportunity; actively listening to the sender’s ideas; asking
for more information if the ideas are not understood; being honest about how the feedback is affecting
one’s emotions; and remaining open-minded about future learning opportunities.

Teaching Point 5 Using scenarios, have the cadets practice providing
feedback to team members.
Time: 15 min Method: In-Class Activity
ACTIVITY
OBJECTIVE

The objective of this activity is to have cadets practice providing feedback to team members.

RESOURCES

If there are more cadets than scenarios provided, multiple cadets may be given the same
scenario.

Scenarios located at Attachment A.
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ACTIVITY LAYOUT
Nil.
ACTIVITY INSTRUCTIONS

To give each cadet an equal opportunity to give feedback, divide the time equally between
the number of cadets in the group.

1. Distribute a scenario to each cadet.

2. Give the cadets one minute to read the scenario and make notes on the feedback they wish to give.
Ensure the cadets know the length of time they have to give feedback.

3. Ask for a volunteer to give their feedback.

4, Have the volunteer read their scenario and then give their feedback.
5. Repeat Steps 3 and 4 until all cadets have given their feedback.
SAFETY

Nil.

CONFIRMATION OF TEACHING POINT 5

The cadets' participation in the activity will serve as the confirmation of this TP.

END OF LESSON CONFIRMATION

The cadets' participation in the feedback activity will serve as the confirmation of this lesson.

Distribute the Effective Feedback handout located at Attachment B to each cadet.

CONCLUSION

HOMEWORK / READING / PRACTICE
Nil.
METHOD OF EVALUATION

This EO is assessed IAW A-CR-CCP-804/PG-001, Proficiency Level Four Qualification Standard and Plan,
Chapter 3, Annex B, 403 PC.
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CLOSING STATEMENT

Providing feedback is an essential skill for a team leader. Feedback is given to help team members improve.
Providing feedback correctly to team members gives the team members regular guidance to complete their
tasks.

INSTRUCTOR NOTES / REMARKS
Nil.
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SCENARIOS FOR PROVIDING FEEDBACK

SCENARIO #1

One of your team members has not displayed a positive attitude toward the last three tasks assigned to him.
He is complaining about having to do any work at all. His outlook is having a negative effect on the team. He
is a second year cadet and wishes to go to summer training this summer.

SCENARIO #2

One of your team members has not worn her uniform to cadets twice this month. When she has worn her
uniform, it has not been up to inspection standards. She is a first year cadet and does very well in her classes.

SCENARIO #3

One of your team members was tasked with setting up and tearing down a classroom for a staff meeting. He
completed the task but was 10 minutes late for the set-up and 5 minutes late for the tear-down. He is always
asking to be given more duties.

SCENARIO #4

One of your team members was absent from the last three parade nights and did not call to explain his absence.
He is at cadets this evening. He is a first year cadet and wishes to go to summer training this summer.

SCENARIO #5

One of your team members has been late coming to class after break the last three weeks in a row. He is a
volunteer at the canteen.

SCENARIO #6

One of your team members was tasked to clean up a classroom. This task was not accomplished. She is a
third year cadet.

SCENARIO #7

One of your team member's hair does not meet the standard. Her hair is on her shoulders. Her uniform and
boots do meet the standard.

SCENARIO #8

One of your team members has been accomplishing all tasks assigned. He has been to every parade night and
volunteers for all cadet activities. He is a second year cadet and wishes to go to summer training this summer.

SCENARIO #9

One of your team members has been accomplishing three quarters of the tasks assigned. She has been to all
parade nights except two. She volunteers for nearly all cadet activities. She is a second year cadet and wishes
to go to summer training this summer.

SCENARIO #10

One of your team members has been accomplishing all tasks assigned and is very enthusiastic while doing
them. He has been to all parade nights except two. He volunteers for nearly all cadet activities. He is a first
year cadet and wishes to go to summer training this summer.
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EFFECTIVE FEEDBACK

PRINCIPLES OF EFFECTIVE FEEDBACK

Feedback is a reactive form of communication. It is a response to some kind of action or input. Feedback may:

D answer a question;

. fulfill a request for information;

o reply to or rebut a point of discussion;
o suggest a revision during a task; or

o evaluate task or job performance.

Feedback may be given to the team as a whole or it may be given to individual team members. Giving feedback
well is a skill. Feedback is a practical method for giving team members feedback, and when giving feedback,
it should be frequent, accurate, specific, and timely.

Frequent. Frequent means occurring often or in close succession. Team leaders should give feedback often.
After giving feedback, a team leader should note if the team members are responding. If the feedback is not
being used by the team members, it may need to be restated in a different way.

Accurate. Accurate means careful, precise or lacking errors. Accurate feedback means giving feedback that is
truthful and fact-based. Accurate feedback should be correct, balanced and appropriate; if not, team members
may begin to lose respect for the team leader as every instance of feedback has an effect on the team members'
trust.

Specific. Specific means clearly defined, definite or precise. Specific feedback means giving feedback that
is detailed and clear-cut. Telling team members what they do right and wrong is not specific enough; the
team leader must also tell team members exactly what steps are necessary to improve their performance.
This is usually done by asking reflective questions to the team members so they generate suggestions for
improvement. When giving specific feedback, team leaders should set concrete goals and deadlines for team
members.

Timely. Timely means opportune, occurring, done or made at suitable or appropriate time. Timely feedback
means giving feedback at the right time. The closer in time the feedback follows the performance, the more
impact it will have on team members because the performance and the feedback are tied closely together.

GROUND RULES FOR PROVIDING FEEDBACK

The following ground rules for providing feedback may enable the team leader to give helpful, constructive
feedback, without creating conflict or confrontational behaviour with team members.

Focusing on What is Observed

Team leaders should give feedback based on what they see because it is factual. What team leaders believe
is based on supposition and inference; it is an interpretation of what they have seen. When team leaders give
feedback based on interpretation rather than fact, the interpretation may be wrong.

Focusing on Behaviour

Team leaders should give feedback based on the behaviour of team members, not on the person or personality
of a team member.
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Keeping it Neutral

Team leaders should give feedback that is unbiased and does not make judgments. When a team leader is
objective when giving feedback, the team members can determine for themselves the effect of their behaviour.
This presents a more meaningful learning opportunity for team members.

Using it to Inform

Team leaders should give feedback that is enlightening and does not advise. When the team leader gives
feedback, it leaves the team members free to draw their own conclusions. This freedom allows the team
members to decide what actions are necessary to change their behaviour.

Making it Supportive

Team leaders should give feedback that is reassuring and not threatening. When the team leader gives
feedback that is supportive, it does not sound like a put-down. The choice of language and tone must be
carefully considered. Even the friendliest and best intentioned feedback can sound intimidating.

Keeping it Simple

Team leaders should give feedback that is uncomplicated. Team members can usually only process one or
two pieces of information at any one time. If team leaders overload team members with too much feedback,
there is a possibility that the information will not be received. Feedback on one or two major points is more
useful than feedback on six or seven minor points.

STEPS FOR PROVIDING FEEDBACK

The purpose for providing feedback is to let team members know how they are doing and when they are not
meeting expectations. Team leaders should ensure that feedback is given when team members meet and /
or exceed their commitments, as well as when team members do not meet their commitments. There are five
steps for providing feedback.

Planning What to Say. Team leaders need to plan what they will say during feedback using the ground rules
for providing feedback. Team leaders should think ahead of time about the team member's behaviour to be
discussed. Team leaders should also have suggestions for improvement; however, these ideas should only be
given if the team member cannot generate suggestions for improvement themselves.

Providing Examples of Behaviours. Team leaders need to give feedback that provides examples of the
behaviour that needs to change. Giving unclear or vague examples may lead to anxiety in team members
because they are not sure what behaviour needs to be modified.

Allowing Time for Feedback. Once team leaders have provided examples to the team members, they should
allow time for discussion. The team members may agree, disagree or provide their perspective of the situation
to the team leader. The team members may need to ask for clarification of the behaviours or they may ask for
suggestions to assist them in changing their behaviour.

Motivating. Once team leaders have allowed time for discussion of the feedback, team leaders should motivate
the team members. The team member may be disappointed by the feedback so the team leader should
encourage and stimulate them to reach their goals.

Setting a Timeline for Action and Follow-Up. Team leaders need to set a timeframe for action by the team
member to check for progress on the behaviour change. Team leaders need to follow up to ensure the team
members are making the corrections required.
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RECEIVING FEEDBACK

In every feedback session, there must be a sender and a receiver. When receiving feedback, there are five
considerations.

Seeing Each Feedback Session as a Learning Opportunity. Each time feedback is received, the feedback
session should be seen as a learning opportunity because ideas are generated on how to improve performance.
Whether the idea comes from the receiver or the sender, acting on suggestions usually leads to developing
skills and knowledge.

Actively Listening to the Sender's Ideas. Active listening encourages the sender to present their feedback in
a non-threatening environment. Active listening on the part of the receiver shows the sender that their feedback
is important.

Asking for More Information if the Ideas are Not Understood. When the sender gives feedback and the
ideas are not understood, the receiver should ask for more information. By asking questions for clarification,
the receiver should be able to understand the sender's intent.

Being Honest About How the Feedback is Affecting One's Emotions. Receiving feedback can make the
receiver feel uncomfortable. The receiver should be honest with the sender about how the feedback is affecting
them. As the receiver, try not to get emotional or take the feedback personally.

Remaining Open-Minded About Future Learning Opportunities. It is important to be open-mined about
future feedback. Senders may follow up on their feedback and may even provide even more feedback. The
receiver should be aware of these future learning opportunities.
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COMMON TRAINING —
PROFICIENCY LEVEL FOUR CADETS

CANADA
INSTRUCTIONAL GUIDE

SECTION 5

EO M403.05 — PARTICIPATE IN A MENTORING RELATIONSHIP

Total Time: 60 min

PREPARATION

PRE-LESSON INSTRUCTIONS

Resources needed for the delivery of this lesson are listed in the lesson specification located in A-CR-CCP-804/
PG-001, Proficiency Level Four Qualification Standard and Plan, Chapter 4. Specific uses for said resources
are identified throughout the instructional guide within the TP for which they are required.

Review the lesson content and become familiar with the material prior to delivering the lesson.
Photocopy the scenario located at Attachment B for half the cadets in the class.

Photocopy the scenario located at Attachment C for half the cadets in the class.
PRE-LESSON ASSIGNMENT

Nil.

APPROACH

An interactive lecture was chosen for TPs 1 and 3 to review the mentoring relationship and to orient the cadets
to the steps in a mentoring session.

A group discussion was chosen for TP 2 as it allows the cadets to interact with their peers and share knowledge,
experiences, opinions and feeling about formal and informal mentoring.

A demonstration was chosen for TP 4 as it allows the instructor to explain and demonstrate a mentoring session.

A role-play was chosen for TP 5 as it provides the cadets an opportunity to view and then conduct a mentoring
session under supervision.

INTRODUCTION

REVIEW
Nil.
OBJECTIVES

By the end of this lesson the cadet shall have participated in a mentoring relationship.
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IMPORTANCE

Itis important for cadets to participate in a mentoring relationship to assist in the development of their leadership
abilities. The mentoring relationship provides an opportunity to expand leadership knowledge and skills of
participants, enhances communication skills, resolves conflict and promotes constructive feedback, and should
aid in leadership development.
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Teaching Point 1 Review the mentoring relationship.

Time: 5 min Method: Interactive Lecture

THE MENTORING RELATIONSHIP

A mentoring relationship is an association between two people that focuses on self-development. One is the
mentor; the other is the cadet being mentored. Both individuals are expected to learn from the relationship.

Recognizing the Purpose of a Mentoring Relationship

The purpose of the mentoring relationship is to share experiences between the mentor and the cadet being
mentored, so the cadet being mentored is better prepared to move forward through the program with knowledge
and confidence.

Identifying the Benefits of Participating in a Mentoring Relationship

The most significant benefit for the mentor is the realization that they have inspired the cadet to perform at
higher levels than the cadet would have without a mentor. The basic benefit for a cadet being mentored is to
show growth in skills and become a more independent and effective cadet.

Contributing to a Mentoring Match

Both the mentor and the cadet being mentored will have input with whom they are matched. The mentoring
relationship is based on trust; ensure a long-term and valuable connection can be made with the person chosen.

Being Open to New Things

For a mentoring relationship to be successful, both individuals must be willing to try new things. Expanding
boundaries and increasing knowledge are foundations of the mentoring relationship. Being receptive to new
ideas and experiences takes courage.

Being Responsive to Suggestions and Constructive Criticism

The mentor should use constructive criticism and attempt to provide feedback that will assist the cadet being
mentored. The task of the cadet being mentored is to be receptive to recommendations being made.

Providing Feedback to the Mentor

It is important that the cadet being mentored provides feedback to the mentor. This feedback should be based
on feelings, both positive and negative, and observations. If the cadet being mentored does not express feelings
to the mentor about the relationship, then progress may be hindered.

Learning From the Mentor's Example

It is up to the mentor to set an example that the cadet being mentored would want to emulate. This example
should be in all facets of the program. The cadet being mentored should learn not only from the mentor's
successes but from the mentor's failures.

Participating in Mentoring Activities

The cadet being mentored must be prepared to participate in mentoring activities. These activities may include
reflection, self-assessment, and discussions about successes, problems and failures. The mentor must also
be prepared for each mentoring session. They need to have an agenda or plan of what will be discussed and
ensure that the discussions stay on track.
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Appreciating the Mentoring Relationship

An effective mentoring relationship must be respected by both people involved. Each person should have a high
regard for the other in the relationship. Appreciating the other person for their effort, time and accomplishments
can help ensure a long-lasting and mutually beneficial partnership.

CONFIRMATION OF TEACHING POINT 1

QUESTIONS:

Q1.  What is the basic benefit of a mentoring relationship for the cadet being mentored?
Q2. What are the foundations of a mentoring relationship?

Q3. What are some examples of mentoring activities?

ANTICIPATED ANSWERS:

A1.  The basic benefit is that the cadet being mentored will grow in their skills and become a more
independent cadet.

A2. Expanding boundaries and increasing knowledge are foundations of the mentoring relationship.

A3. Mentoring activities may include reflection, self-assessment, and discussions about successes,
problems and failures.

Teaching Point 2 Discuss the difference between formal and informal
mentoring.
Time: 5 min Method: Group Discussion

BACKGROUND KNOWLEDGE

The purpose of the group discussion is to draw the following information from the group
using the tips for answering / facilitating discussion and the suggested questions provided.

FORMAL MENTORING

Formal mentoring is a process where the mentor and cadet being mentored have regular meetings to discuss
feedback. By the end of each meeting, expectations for the participants are agreed to. Usually, formal mentoring
has specific goals such as the transfer of knowledge from the mentor to the cadet being mentored and
developing the mentored cadet's leadership skills.

INFORMAL MENTORING

Informal mentoring is a practice where the mentor and the cadet being mentored discuss feedback. Informal
mentoring is similar to teaching / coaching on the spot. There are no specific meetings during informal
mentoring. The dialogue between the mentor and the cadet being mentored takes place as soon as possible
after the activity or task.

M403.05-4



A-CR-CCP-804/PF-001

GROUP DISCUSSION

TIPS FOR ANSWERING / FACILITATING DISCUSSION:

. Establish ground rules for discussion, eg, everyone should listen respectfully; don't
interrupt; only one person speaks at a time; no one's ideas should be made fun of;
you can disagree with ideas but not with the person; try to understand others as much
as you hope they understand you; etc.

. Sit the group in a circle, making sure all cadets can be seen by everyone else.

. Ask questions that will provoke thought; in other words avoid questions with yes or no

answers.

o Manage time by ensuring the cadets stay on topic.

. Listen and respond in a way that indicates you have heard and understood the cadet.
This can be done by paraphrasing their ideas.

. Give the cadets time to respond to your questions.

. Ensure every cadet has an opportunity to participate. One option is to go around the

group and have each cadet answer the question with a short answer. Cadets must
also have the option to pass if they wish.

. Additional questions should be prepared ahead of time.

SUGGESTED QUESTIONS:
Q1. Do you feel there is a difference between formal and informal mentoring? What is the difference?
Q2.  Which do you feel would be more appropriate for you? Why?

Q3. Is formal or informal mentoring used more often within the Cadet Program? Give some examples of
formal mentoring you have seen. Give some examples of informal mentoring you have seen.

Other questions and answers will develop throughout the group discussion. The group
discussion should not be limited to only those suggested.

Reinforce those answers given and comments made during the group discussion, ensuring
the teaching point has been covered.

CONFIRMATION OF TEACHING POINT 2

The cadets' participation in the group discussion will serve as the confirmation for this TP.
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Teaching Point 3 Describe the steps of a formal mentoring session.

Time: 10 min Method: Interactive Lecture

When a cadet mentors another individual, the cadet contributes to the social competence
and cognitive competence participant outcomes of the Cadet Program as listed in CATO 11-
03, Cadet Program Mandate.

STEPS OF A FORMAL MENTORING SESSION

Mentoring is results-oriented. The mentor and the cadet being mentored must see results for the mentoring
sessions to be considered successful.

=)' Mentoring is based on three Ps: people, performance and positive outcomes.

A formal mentoring session has four steps:

1. Getting acquainted. The initial mentoring session must have an introduction where both the mentor and
the cadet who is being mentored provide a few details about themselves. This step should allow both
participants to establish a bond of trust.

Active listening is the most important skill of a good mentor. Active listening demands that
G & the listener put aside any internal reactions and turn their attention to the speaker without
judging what is being said.

2. Setting goals. During this step, goals are established. Work must be done to ensure the goals are
specific, measurable, achievable, relevant, and timed. These goals should be in writing.

3. Meeting goals and expectations. During this step, the cadet being mentored must describe how they
are going to meet the goals just set. In subsequent mentoring sessions, the cadet being mentored should
be praised for achieving goals but may need to account for why the goals and expectations were not met.

4. Concluding the mentoring session. This conclusion should begin with the cadet being mentored giving
a short explanation of new goals to be met and how the cadet plans to achieve them. The mentor should
encourage the cadet being mentored and arrange the time and date for the next mentoring session.

CONFIRMATION OF TEACHING POINT 3

QUESTIONS:
Q1.  What are the three Ps of mentoring?
Q2. What is the most important skill for a mentor?

Q3. What are the four steps of a formal mentoring session?
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ANTICIPATED ANSWERS:
A1, The three Ps of mentoring are people, performance and positive outcomes.
A2.  The most important skill for a mentor is active listening.
A3.  The four steps of a formal mentoring session are:
1. getting acquainted,;
2 setting goals;
3. meeting goals and expectations; and
4

concluding the mentoring session.

Teaching Point 4 Demonstrate and explain a mentoring session.

Time: 10 min Method: Demonstration

Present the following information before demonstrating a mentoring session.

Successful mentoring is based on the quality of the relationship between both participants. Trust is a basic
ingredient to this relationship. The mentor must build and maintain trust by:

. keeping the mentoring relationship professional;
o keeping the conversation during the mentoring session in confidence; and
. using the ground rules for feedback during a mentoring session.

KEEPING THE MENTORING RELATIONSHIP PROFESSIONAL

Mentors must maintain a professional relationship with the cadet being mentored. The position of mentor can
be rewarding but comes with inherent risks. Mentors need to remember that they are in a position of authority
and must use their authority wisely. Mentors may deal with the cadets being mentored in a friendly manner;
however, mentors cannot be their friends.

KEEPING THE CONVERSATION DURING THE MENTORING SESSION IN CONFIDENCE

