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Introduction TC "Introduction" \f C \l "1" 
The Capstone Moral Leadership Seminars support the mission of the U.S. Naval Academy (USNA) by giving first-class midshipmen the opportunity to discuss complex leadership, ethical, and moral issues in order to prepare them to assume the mantle of leadership when they are commissioned as officers in the Navy and Marine Corps.
This guide is written for the facilitators at the midshipmen tables during the seminars.  On the pages that follow is information about:
· The seminar’s history and place in the USNA curriculum, as well as the structure of the seminar and administrative details
· Tips for facilitating the table groups

· An ethical decision-making model that can be used 

· Content for the sessions

The Capstone Moral Leadership Seminars TC "The Capstone Moral Leadership Seminars" \f C \l "1" 
History TC "History" \f C \l "2" 
Ensign John Robert Elliott had just graduated from USNA in 2000 and was waiting to enter Naval Flight Officer School that fall.  On July 22, 2000, Ensign Elliott and his fiancée, Kristen, were traveling from Annapolis to New Jersey to join the family in a birthday celebration for John’s mother.  A car swerved into John’s lane, hitting his car head-on, killing both John and the other driver and seriously injuring Kristen.
The person who had hit John had been arrested three hours before and charged with Driving While Intoxicated.  Two hours later, New Jersey State police released him into the custody of his friend, who took him back to his car.  He resumed driving and collided with John’s car one hour later.

As Goethe said, character is formed in the world’s torrent, and the Elliott family’s character is truly revealed by what they did with this tragedy and the choices they made.

The family took their grief and channeled it toward the efforts described below:
· Two landmark bills named after John were adopted in New Jersey.  Police now impound cars of those charged with DWI/DUI for up to 12 hours.  They can also hold drunk drivers in custody until they sober up.  Versions of that legislation, or laws inspired by what came to be known as “John’s Law,” were passed in Maryland and some Massachusetts cities as well.  In 2005, President Bush signed a transportation bill that gave states financial incentives to develop their own versions of John’s Law.
· The Ensign John R. Elliott Hero Campaign® for Designated Drivers is a nationwide program encouraging people to act as designated drivers whenever friends gather for private parties or at bars and taverns and drink alcohol. 
· The Capstone Moral Leadership Seminars is underwritten by the Elliott family.  The first Seminar took place on September 11, 2001.
The family’s lives have been defined by the choices they made, and now, one of those decisions is giving midshipmen the opportunity to reflect more about leadership, ethics, and character and the choices they themselves make in preparation for their roles as commissioned officers.

Capstone and USNA Curriculum TC "Capstone and USNA Curriculum" \f C \l "2" 
Just as the diamond requires three properties for its formation—carbon, heat, and pressure—successful leaders require the interaction of three properties—character, knowledge, and application. Like carbon to the diamond, character is the basic quality of the leader. …But as carbon alone does not create a diamond, neither can character alone create a leader. The diamond needs heat. Man needs knowledge, study, and preparation. …The third property, pressure—acting in conjunction with carbon and heat—forms the diamond.  Similarly, one’s character, attended by knowledge, blooms through application to produce a leader.

—General Edward C. Meyer, Former Army Chief of Staff
Midshipmen learn about leadership at USNA through a combination of classroom instruction, personal learning, and professional interactions.  The goal is for midshipmen to understand leadership and what it means to be a Leader of Character.  During their four years, midshipmen study leadership, human behavior, ethics, law, and character, along with individual, group, and organizational behavior.
In their first year, midshipmen learn about organizational dynamics and how to lead themselves.  The following year, they focus on ethics and moral reasoning for the military leader.  In their third year, midshipmen take a class on leadership theories and applications.  Their final year, the classroom training focuses on law for the junior officer and technical skills for their selected service.

Midshipmen attend the Capstone Moral Leadership Seminar their last year.  It is their final academic opportunity to discuss and apply concepts related to leadership, character, and ethics learned over the previous years before they leave USNA for the fleet. 
Structure of the Seminar TC "Structure of the Seminar" \f C \l "2" 
Each seminar lasts approximately eight hours.  A maximum of 36 midshipmen attend, and they are divided randomly among six tables.  Each table has a facilitator, and ideally, that facilitator stays throughout the day.  There are four topic areas covered by presenters, along with a guest speaker.  
Here is how the seminar typically works:

· An informal buffet breakfast is provided before the seminar starts.  This gives time for participants and table facilitators to “break the ice.”

· Officer Development personnel kick off the seminar.

· A presenter delivers content on the first topic.

· The midshipmen discuss that topic at their tables.  If applicable, the table facilitator will have a midshipman summarize the table’s discussion for everyone, so that the rest can hear and comment.

· A presenter delivers content on the second topic.

· Again, the midshipmen discuss that topic at their tables, with the facilitator encouraging and focusing discussion.

· A guest speaker presents either a 45-minute lecture or, as is most common and successful, a question-and-answer discussion.
· A buffet-style lunch is served to midshipmen and guests.  This reinforces the instruction midshipmen have received from USNA about proper etiquette and manners, part of the commissioned officer’s necessary tools.

· After lunch, a presenter delivers content on the third topic.

· The midshipmen discuss the topic at their tables, with the help of the table facilitator. 

· A presenter delivers content on the final topic.

· The midshipmen discuss that topic at their tables, aided by their facilitator.
· Officer Development personnel close the seminar.

Administrative Details TC "Administrative Details" \f C \l "2" 
Location:  The seminars take place in the Chesapeake/Severn Room complex in the basement of the 4th Wing of Bancroft Hall. The entrance is between Dahlgren Hall and Bancroft Hall on the ground floor in Kelly Court. 

Schedule:  All times listed below are approximate.  A more complete schedule can be found at http://intranet.usna.edu/OfficerDevelopment/Capstone/capstone_index.htm.
· Breakfast and Introduction
· 0715    Breakfast/Registration   

0745    Kick-off

· Morning Sessions
· 0800-0915    Last Call: An Interactive Multimedia Simulation
· 0925-1040    Junior Officer Leadership Challenges
· Guest Speaker and Lunch
· 1050-1135    Guest Speaker Presentation 

1145-1230    Lunch
· Afternoon Sessions
· 1245-1400    Character Workshop 
1410-1510    Justice and Mercy as a Military Leader or 

Aviano Gondola Case Study

· Wrap-up
· 1510-1530    Final Comments/Critiques 

Dress: Midshipmen attend in civilian informal attire, which consists of a suit or jacket and tie for the men and a suit or blouse with dress slacks/skirt for the women.   Facilitators are also encouraged to wear the same.  The goal is to reinforce for midshipmen what is appropriate civilian informal attire and to remove any aspect of rank.  The ideas presented should be taken at face value, not prejudiced by the rank of the person.
Tips on Facilitating Groups TC "Tips on Facilitating Groups" \f C \l "1" 
Each topic area in the seminars allows time for the midshipmen to discuss among their table groups the case studies, simulation, or issues raised by the topic presenter.  
Table facilitators are crucial to the success of the seminar.  They answer questions, provide fleet experience where applicable, keep the discussion on track, and make sure everyone is participating.  They also try to create an environment where people can express their ideas freely, and they defend the participants of the group from personal attack if necessary.  In addition, good facilitators challenge decisions and present options that the midshipmen either have not thought of or feel under pressure not to discuss.  Ideally, the facilitator should be the person talking the least at the table.  Midshipmen should discuss the issue, debate their positions, and then decide what position their table group will take.
Breaking the Ice TC "Breaking the Ice" \f C \l "2" 
Facilitators can use the informal buffet breakfast as an opportunity to get to know the midshipmen at their tables.  This can help set the tone for the rest of the day.  Facilitators can familiarize themselves with the midshipmen’s names and find out what their expectations are of the seminar.  They can also ask midshipmen about their home towns, studies, sports they play, or recent movies that they have seen.
Questioning Techniques for Discussion TC "Questioning Techniques for Discussion" \f C \l "2" 
If the discussion is halting, or if the group arrives at a decision without careful analysis, the facilitator should ask some questions.  Although there are many different types of questioning methods, the one that generates the most discussion is the open-ended question.

These open-ended questions should be brief, starting out with words such as: HOW, WHO, WHAT, WHEN, or WHERE.  They encourage a response.  Sometimes, a close-ended question (the type where the answer is “yes” or “no”) is appropriate.  However, it should usually be followed by an open-ended question.

The questioning process can be broken down into the steps below:

· Ask the question.

· Pause to give the group time to answer.  Seven seconds (which can seem like an eternity) is not too long.

· Call on a midshipman by name.
· Acknowledge the midshipman’s response.

· Repeat or paraphrase the answer to make sure that you (and the rest of the group) have understood it.
Facilitators should ask only one question at a time.  It is very tempting, if the midshipmen do not immediately respond, to fill the gap by rephrasing the question or asking another one.  The best response is to wait.  Tremendous discipline is required to remain silent while giving the midshipmen time to think.

Below are examples of open questions that might lead to interesting discussions:

· What would you do in this situation?  Why?

· What do you think will happen if you do that?

· How would you counsel someone who has made that decision?

· Put yourself in the person’s position—why would he/she make that choice?

· If you saw that happening, how would you approach that person?

· If you shared your decision with someone you respected, what do you think the reaction would be?

· What would your subordinates/superiors think or say if they saw or heard you?

· What if the person in the case study were a woman instead of a man?  A member of a minority group?

· Is this the kind of behavior you would want your subordinates to emulate?  Why or why not?
Facilitators can also challenge discussion or opinions that are off-topic.  They can act as a devil’s advocate; this approach introduces perspectives or other options that the midshipmen may not have considered.  A good facilitator can help them explore all aspects of a particular decision without necessarily revealing his or her own views and opinions.

Connecting Ideas to Experience TC "Connecting Ideas to Experience" \f C \l "2" 
If the facilitator can link learning points to examples of personal experience that the midshipmen offer, then midshipmen will better understand the lesson concepts.  This technique helps midshipmen move from an abstract idea into a practical application.
Below are some tips for connecting ideas to experiences:

· Solicit a wide range of responses, asking specifically about related experiences.
· Strongly thank midshipmen when their response makes the connection between lesson concepts and their experience.

· When using an experience-based example to illustrate a point, analyze it, determine its relevance to the discussion, and then highlight its relationship to the concept.

When midshipmen give examples, they establish the value of their backgrounds and learn from each other’s experiences.  Facilitators should be prepared to offer their own examples from personal experience as well.  Midshipmen can relate to choices that an experienced person made in similar situations.  Although it is sometimes difficult to discuss one’s bad choices, midshipmen respond well to these examples.

Dealing with Difficult Behaviors TC "Dealing with Difficult Behaviors" \f C \l "2" 
Groups are made up of people with very different personalities, and a facilitator may be challenged to keep the discussion on track.  Below is a table that summarizes different behaviors and suggests some responses a facilitator could try.

	Behavior
	Suggested Response(s)



	Overly talkative
	· Wait until he/she takes a breath, and then thank him/her.  Refocus attention on the subject and move on.

· Slow him/her down with some complex questions.

· Jump in with, “That’s an interesting point.  What does the rest of the group think?”




	Won’t talk
	· If the person is bored, ask for his/her opinion on the topic.

· If the person is indifferent, try to get a rise by asking a provocative question.

· If the person is timid or insecure, sincerely thank him or her the first time he/she does talk.



	Inarticulate
	Paraphrase with “So you’re saying then that . . .” and check back for agreement.


	Side conversations
	Call one by name and ask an easy question, or restate the last comment made by a participant, and then ask for his/her opinion on it.



	Personality clash between two participants
	· Emphasize where there is agreement and minimize points of disagreement (if possible).

· Cut across with a direct question about the topic.

· Re-focus on the objective of the discussion.




Evaluating Performance TC "Evaluating Performance" \f C \l "2" 
Here is a checklist that facilitators can use to evaluate their performance during the seminar.
· Is the discussion staying mostly on track?

· Are you the one talking the least?

· Are you asking mostly open-ended questions?

· Are you exploring different points of view?
· Are you encouraging an environment where people can express themselves freely and not be attacked?
· Are you playing “devil’s advocate” when required?
· Are you letting the participants find their way to “the answer,” or are you steering them too hard?

· Are you encouraging the participants to think critically or just espouse the “party line?”
· Are you using examples from their (or your) personal experience?

· Are you linking experience-based examples to learning concepts?
Ethical Decision-making Model TC "Ethical Decision-making Model" \f C \l "1" 
Many of the topic areas involve case studies or a simulation where midshipmen are asked to make a decision.  Facilitators may find that they have to coach midshipmen through a decision-making process.  

The approach described below is part of the Stockdale Center for Ethical Leadership’s focus on the leadership, character, and ethical development of midshipmen.  It is a practical, step-by-step tool based on research and can be used to make ethical decisions.  The “Last Call” segment of the seminar includes this model.  It can also be applied in other segments when case studies are used, to help midshipmen work through the ethical dilemmas presented. 


What Is Ethical Decision Making? TC "What Is Ethical Decision Making?" \f C \l "2" 
If ethics describe standards of behavior—how people ought to act as their best selves—then ethical decision making is a structured process in which a person can recognize an ethical or moral issue, decide the best action to take, and act on it.  

There are many ways to go about making ethical decisions.  Although the individual methods may differ, they tend to share common concerns.  Ethical decision-making focuses on:

· Moving beyond narrow self-interest

· Identifying the “right” thing to do

· Increasing benefits and decreasing harm

· Relying on reason and logic to balance against personal and situational pressures

Results from ongoing research studies on midshipmen and Navy chaplains support this approach.  The model has steps that build from moral awareness to moral action. 


[image: image3]
I Feel (Moral Awareness)

In this first step, a person has physiological-level recognition that the situation is morally charged.  Moral emotions such as anger, fear, disgust, and/or empathy are aroused.  Whether an interior “red light” goes on or a person’s hair stands on end, somewhere inside there is a sensory and affective reaction, indicating a preconscious or unconscious recognition that something is up.  The person’s internal signal is answering these questions:  Is there something wrong here?  Is an individual, community, or ideal at risk?  Is there a dimension of right and wrong in this situation that has to be addressed as well?

Recognizing a moral dilemma also includes accepting a moral obligation.  Part of that obligation is to get all the facts about the situation and explore it further.

I Ask (Moral Judgment)

Assuming the situation raises an ethical issue, the next step is to weigh various options.  The aim is to distinguish right from wrong, better from worse, and between competing values or goods.  Simple questions of right and wrong may be fairly easy, but more complicated issues will often represent competing values or “rights.”  Here are some examples of tensions across values: 

· An individual’s right to be treated fairly and with dignity versus the rights of the unit or group

· Loyalty to a friend versus the obligation to tell the truth

· The short-term need to spend time with a young family versus a long-term need to invest time in education and career to support that same family

· Putting someone on report for doing something wrong versus showing compassion for that person’s problems

In weighing these kinds of issues, the following questions may be helpful:

· What action will produce the most good and the least harm?

· What action will respect everyone’s rights and dignities?

· What action treats everyone equally—or if not equally, then at least proportionately and fairly?  How would I want to be treated?

· What kind of person will I be if I act or don’t act in this situation?

I Think (Moral Reasoning)
Based on the answers to the questions, the next step is to choose what to do or not do.  Deciding what to do also means marshaling the courage to act—or not to act—sometimes in the face of great opposition.  

After the decision is made, the person must test his or her resolve.  One way to do that is for the person to imagine sharing that decision with someone he or she respects.  What would the reaction be?

I Act (Moral Courage)

Sometimes, people can recognize an ethical dilemma, decide “the right thing to do,” resolve to act, and yet, don’t.  Maybe they don’t have the interpersonal skills or mature judgment yet, or maybe they let external factors hold them back.  The power of other people present in a moral situation is the most common explanation or excuse used by individuals for failure to act morally.
In this step, a person carries out his or her decision, in spite of opposition or possible consequences.  The strength to do that reveals a person’s character.
Difficult ethical decision making becomes easier when it is built on the foundation of ongoing practice.  Walking the steps of moral awareness to moral action is an indispensable skill of an ethical leader.  

Seminar Content/Topics TC "Seminar Content/Topics" \f C \l "1" 
As mentioned earlier, the goal of these seminars is to get midshipmen discussing real-life leadership and ethical dilemmas they may face in the fleet.  Rushworth Kidder, founder of the Institute of Global Ethics, writes that the hardest moral dilemmas are not those of right versus wrong, but of “right versus right.”  In these dilemmas, competing rights or values complicate the decision-making process.  If each choice is “right,” that is, speaks to one of our core values, then how does one decide what to do?  Several of the topics presented during the seminar reflect “right versus right” dilemmas.  Each topic will be covered separately.  What follows is the general concept for each topic; how it is presented may vary depending upon the presenter.
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Last Call TC "Last Call" \f C \l "1" 
Difficult decisions involving friends and peers are, most likely, some of the most challenging decisions we make on a routine basis.  These decisions take on an additional degree of difficulty when the situation involves our job.  This session will place the seminar participants in just such a situation.  Integral to the discussion will be the decision-making model presented previously and how this approach could be applied to on-the-job decisions now and in the future.  

The midshipmen will actively participate in “Last Call,” an interactive multimedia simulation, or IMS.  The story involves two officers of similar rank—John and Brian—who are also friends and roommates.  The night before a crucial inspection, John drinks too much and disappears overnight.  The next morning, he confesses to Brian that he is a recovering alcoholic and asks Brian to lie for him. 

The midshipmen will play the role of Brian.  At several points in the simulation, Brian must choose how he is going to deal with John and others, including his senior chief and the chief of staff.  The presenter will play the simulation and pause at each decision point. 
For example, this is the first major decision point in “Last Call.”  

You are talking with your senior chief and see John having a second beer. You and the senior chief have been asked if you want a second round.  Do you …

1.
Excuse yourself and speak with John?
2.
Have water, but continue the conversation?
3.
Accept the beer?
The presenter will ask what the midshipmen have decided to do and then play the simulation until the next decision point.  

“Last Call” also includes a tutorial that explains the ethical decision-making process covered earlier in this guide.  The model, which moves from moral awareness to moral action, encourages learners to monitor both their psychological states and reasoned justifications for action.  The simulation and the tutorial can be found at http://intranet.usna.edu/OfficerDevelopment/Capstone/CapstoneTopics.htm.
The topic presenter may also use discussion questions that correspond in content with the steps in the ethical decision-making model.   These questions were developed to encompass ideas from three influential schools of ethical philosophy:

· Deontological, or duty-based ethics

· Utilitarian, or consequentialist ethics

· Virtue, or character-based ethics


Junior Officer Leadership Challenges TC "Junior Officer Leadership Challenges" \f C \l "1"  
In this session, midshipmen will read case studies in which junior officers are faced with issues their sailors and Marines are facing that fall outside of work.  After the table group works on one of case studies shown below, the table facilitator will ask questions to guide the discussion.

In the introduction to this session, the presenter will stress that, as junior officers, midshipmen will be directly leading sailors and Marines of all ages, races, religious backgrounds, education, maturity levels—the list goes on and on.  Midshipmen need to understand that they will not be just directing the daily work routines of their sailors and Marines, but they will also be LEADING them in their daily lives 24/7.  
Junior officers will be challenged with issues outside of work, issues that not all sailors or Marines have the skill or desire to tackle—things like spousal abuse, marital infidelity, child care, financial management, medical and legal issues, etc.  Junior officers will often feel that they themselves do not have the skills to deal with these types of problems.

How, then, should young officers deal with these issues and provide help to their troops?  

The difficulty often lies in the fact that, although they are expected to lead these sailors and Marines and to have all the answers, no one can be a subject-matter expert on all life’s issues.  What is needed is the knowledge to provide sound counsel and point the sailor or Marine to the real subject-matter expert.  

The presenter will point out that young officers have valuable resources at their fingertips: chief petty officers or staff or gunny sergeants.  These men and women have a lot of experience and are a wealth of information and guidance. The presenter will also remind midshipmen that, while there are others to help their troops address specific issues, the responsibility for the welfare of the young sailor or Marine remains with the junior officer.  They cannot delegate that responsibility to someone else.
Each table group will be assigned one of the following case studies to do.  The table will read the case, discuss it, and then report out to the rest of the group what the table decided to do.  Please note that the group should record its suggestions on the chart paper; the midshipmen should not write on the case-study handouts.  The table facilitator may have to stress that the following case studies are real; the ensuing discussion should be challenging, once the group overcomes any initial disbelief. 


Each case study is presented below, followed by some questions for the table facilitator to generate discussion. 

Case Study 1: Family Issues TC "Case Study 1: Family Issues" \f C \l "2" 
Senior Second Class Petty Officer Jones comes into your office for some “personal counseling” and tells you that his wife is pregnant with their fifth child, and they don’t know what they are going to do or how they are going to make ends meet.  He is interested in your opinion on abortion and wants to know if the Navy provides this service. 

Division Officer Information:

· You are assigned to an Arleigh Burke Class Destroyer currently in homeport San Diego.
· The PO2 is a 28-year-old white Catholic male from Indiana. 

· His wife is 27, also a white Catholic from Indiana and his high school girlfriend. 

· Their four children are three boys, ages nine, eight, and four, and a girl, age six.
· The PO2 has been in the Navy nine years and has taken the E6 exam four times without being advanced.
· They live in a three-bedroom home (government housing).
What responsibilities do you, as the Division Officer, have and what immediate action should you take?
What counseling would you provide to this sailor?

Thoughts and Questions the Facilitator May Use for Table Discussion 

· Counseling should be conducted in a quiet, well organized area (clean stateroom, etc.) with ZERO distractions and plenty of time allotted so it is not a “start and stop” evolution.
· Remind the midshipmen that they need to recognize any personal biases they have about this situation.  For example, their religious views may not be the service member’s view, so junior officers must be careful when discussing such issues (as previously discussed in the midshipmen’s ethics course).  Stick to getting the service member assistance and avoid the “politics” of the situation.  
· Explain that the Navy is a family and that there is help and counseling available for him and his family.
· Finally, prior to meeting one-on-one with this member, ask the chief/gunny to sit in and assist with the counseling (with the service member’s permission, of course).
· A crucial first step in talking with this member is to determine what is driving this decision and whether it is a joint decision of the member and spouse.

In this particular scenario, a concern about finances appears to be a driving factor.  What are some of the resources available to assist this sailor?

· Chaplains

· Medical

· Navy medical will only perform an abortion if the mother’s life is in danger (SECNAVINST 6300.4).
· Family Counseling is available via psychiatrists, psychologists, and/or theorists at the Navy Mental Health Clinic.
· Financial assistance:

·  Navy Marine Corps Relief Society (Budgeting for Baby Class, general budgeting, and/or possible financial loans/grants if situation is severe enough. The service member should contact them for more information.)

· Long-term assistance, like federal programs (Department of Health & Human Services has several programs. like Women Infant Children (WIC) and grants and other funding and assistance.  See the local office or http://www.acf.hhs.gov/ )

Example Plan of Action and Milestones (POA&M)
· Step 1: Member and spouse get immediate family counseling either through their chaplain or the local Mental Health Clinic. (An initial counseling session with the member and his wife may be needed if he requests your assistance in getting her onboard with these options (plans).)

· After your initial meeting with the member, you will want to discuss the situation with your command master chief (CMC) and department head and/or executive officer.
· Step 2: The member can seek financial counseling either through the Command Financial Specialist or Navy/Marine Corps Relief Society (NMCRS).  (At a minimum, the member and spouse should sign up for the “budgeting for baby class.”)  
· Step 3: Finally, set appointments with either Fleet and Family Support Center or the Department of Health & Human Services to get the various counseling for WIC and other assistance programs which may be available.  
· Step 4: Set up a timeline and have the member (and hopefully spouse) get back with you and do some follow up on the situation.
The actual action that was taken in this particular case is described below.
· The initial action was to get some counseling from the chaplain. The chaplain realized that this family thought abortion was their only option because of their financial situation.  He instructed them to see a financial specialist to figure out a budget that would work for their family (including a new child).  The family soon saw that there was a way that they could manage with careful planning.

· Base Housing was contacted and upon learning about the number of people residing in the home, they were given a different residence and moved into a home with four bedrooms (still government housing).

· This petty officer happened to be a very good performer.  Passing the advancement exams and not advancing is rather common in the Navy.  Because of his consistent performance, he was put up for CAP (Command Advancement Program).  The captain of every ship/command has the authority to advance several sailors per advancement period by one rank if their performance dictates they are already performing at the rank desired and have not been advanced by the Navy already.  The petty officer was CAP’ed and made E-6 (with a larger paycheck and now he will be eligible for chief petty officer).

· Currently this sailor is a senior chief and has seven children.  He comes to Thanksgiving dinner every year in King Hall to eat with the midshipmen, his family, and any other sailors that are here during that holiday.

Case Study 2: A Busy Morning TC "Case Study 2: A Busy Morning" \f C \l "2" 
Your command (a shore duty assignment in Yokosuka, Japan) has two young married seamen (both in their early 20s).  One is from your division (her), and one is in another department (him).  This couple has previously had several arguments, fights, and marital problems; the husband has previously been assigned to attend anger management classes at the local Fleet and Family Support Office, and they both have been assigned and have attended family counseling.  They have one 18-month-old child.

This morning around 0630, you get a call from the command duty officer that the DoD and Japanese police have both husband and wife in custody at the scene of an accident out in town, and they are requesting U.S. military presence to assist.  As you arrive on the scene, you learn they were involved in a high-speed chase and subsequent accident with each other, so the local police are willing to turn them over to the command and not take them into custody. 

Once you get back to your command and sit down with both of them, both division officers, both leading chief petty officers, and the CMC, you learn the following story:
The wife was getting tired of always being the one to take the son to daycare, so on this particular morning, they had a knock-down, drag-out argument about who would take him.  The husband finally agreed to do it and left the house with the son.  After about 10 or 15 minutes, the mother left to drive to work and found the child safety seat still in her car.  She called the husband on his cell phone to get him to stop and wait for the seat and use it for the son’s safety.  The father argued that he was already halfway there, so he would not stop.  (Please note that child safety seats are not required in Japan.)  After much debate and no success in getting him to stop, the mother decided to chase him down and get him to stop so he could use the child safety seat.  After driving through town, yelling out her window, with no success in getting him to pull over, the mother decided the only way to get the husband to stop and use the child seat would be to pull her car in front of his.  Because of the speeds at which they were driving, she actually collided with his driver-side front tire and jumped both cars up on the sidewalk.  Although dented and dinged, neither car was totaled, so both members were able to drive their cars back to base.  The command duty officer escorted the mother with the child (in the safety seat) to the daycare facility and back to work.

As you and others from the chain of command sit in the room to counsel them, the husband is distraught over the damage to his car, and the wife is still yelling about how it was the husband’s turn to take their son to the daycare and that he should have been using the child safety seat. 
What responsibilities do you, as the Division Officer, have and what immediate action should you take?
What actions should the command consider taking?
Thoughts and Questions the Facilitator May Use for Table Discussion 

· The top priority should be getting the parents to realize the danger in which they put the child.
· Does the continued fighting of the parents require separation and/or a military protection order to keep them apart for a little “cool-down” time?

· Should the child be taken away for his safety?

· Follow up on previous anger management class and counseling to see if continued counseling is recommended by Fleet and Family Support Center.  A call to the counselor at the FFSC would be a consideration.
· Assist command in tracking and following up on any decisions made today.
The actual action that was taken is described below.
· Because of the severity of the situation and the immediate danger to the child (with the parents not apparently realizing what they could have done to him), the child was placed in a Family Advocacy Foster Home until the Family Advocacy Board could meet and determine when/if the child could be returned home.  The child spent about 28 days with the foster family.

· The father was immediately moved into the BEQ, and both were issued a Military Protection Order not to have any contact with each other outside official business or supervised counseling sessions.  Marriage counseling was immediately resumed with the FFSC counselors.
· After about 28 days of family counseling, the child was returned to the mother, and the couple received a humanitarian “hardship” transfer back to the USA at a shore-duty station near the mother’s home, so her parents could provide assistance and the couple could get more adequate assistance for their marriage and family. 

Case Study 3: Where Does the Money Go? TC "Case Study 3: Where Does the Money Go?" \f C \l "2" 
You’re the executive officer (XO) for a platoon of Marines stationed at Camp Lejeune, NC.  One of your Marines constantly looks terrible in his uniform; it is always wrinkled and in disarray.  It doesn’t fit correctly (the Marine constantly fails uniform inspection, cammies and deltas), or he has a bad haircut.  It is something different everyday, but it’s a regular problem.  After the platoon sergeant has continued to counsel the Marine, you decide to bring this lance corporal in for a discussion.  You recommend that he buy some new uniforms and/or get his “deltas” tailored.  However, after some discussion, the lance corporal explains that he is constantly broke and doesn’t have the money for such things.  After further discussion, you find out that he has a $2,500 online gambling debt, a $400-a-month car payment (with a 28% interest rate), several credit cards at the credit limit, a $300 monthly cell phone bill, and an ongoing bar tab at a local pub.

NOTE:  The lance corporal is single and lives in an apartment off base with another lance corporal.  You have no indication that he has a drinking problem. 
What responsibilities do you, as the platoon commander, have and what immediate action should you take?

What counseling/resources are available for you to assist this Marine in getting his finances under control?

If not dealt with immediately, what additional problems can his indebtedness lead to?

Thoughts and Questions the Facilitator May Use for Table Discussion 

· Some of the resources are the command financial specialist (CFS) and/or Navy Marine Corps Relief, either of which can provide budget counseling and assistance.  
· You (or the CFS) can assist the member by calling his credit card companies to work out payment plans. 
· The personal financial management specialist may also offer some budget and gambling assistance if you feel the gambling is getting out of control or needs additional attention.
· If the Marine has a security clearance, constant indebtedness may cause problems with his clearance, so the special security officer (SSO) may need to be consulted.
· Additional problems could extend to family issues, if the service member were married, work performance may begin to deteriorate, and a continued “bar tab” may warrant a close eye on alcohol misuse or abuse.
The actual action that was taken is described below.

· The immediate action was to give this sailor (it was actually a CTT3) a mentor.  In many cases, you will have a sailor that has been through a situation like this who can help guide him through his journey back to being debt free.  

· The other actions that could be taken care of in a relatively short amount of time involve his outward appearance.  First, he was taken to the base barber (free) and received a haircut.  Secondly, he was taken to the uniform/tailor shop to buy new uniforms.  

· On the anniversary month of a sailor’s initial enlistment, he is given a $600 uniform allowance supposedly used for just that (unfortunately, it is rarely used for this purpose).  CTT3’s mentor found that this was the month of his enlistment and knew the uniform allowance would be in his next paycheck.

· The next day the mentor called the uniform shop to ask about the tailoring.  The sailor had cancelled the order!  The mentor took the sailor back and directed that the order not be cancelled again.  He got new uniforms within his allowance.

· The sailor, who was living in an apartment out in town, was directed to move into the base barracks. (E-4 and below are supposed to live there anyway.)  This saved him his monthly rent check AND removed Internet access from his room.

· The sailor no longer had Internet access in his room, requiring him to go to the base Single Sailor Center where there was Internet access.  This system blocks all illegal websites (including gambling websites).  If he wanted to gamble, he would have to actually go an Internet café outside of the base and pay per minute of use.

· The mentor went to the different bars that the sailor usually frequented and talked to the managers about not allowing this sailor to have a bar tab.  If he was served, he had to pay by cash only.  (The bartenders want their money too, so they were very willing to help with this).

· His cell phone plan was changed to reflect the lowest, most inexpensive plan possible (approx $29/mo).  If he wanted to use extra minutes, then he had to purchase a calling card which would allow him to talk using only prepaid minutes.

· The credit card company was called, and a deal was worked out.  If the sailor sent back the credit cards, he would be allowed to pay back all his bills at $10/month with a lower interest rate.  Remember, credit card companies want their money back too.  If they receive proof that the credit card will no longer be used (in the form of returned credit cards), then they will work with the person in debt to ensure they get their money.

· The mentor went with the sailor to the car dealership to discuss the 28% interest rate.  They made it very clear to the owner that this was wrong, and if he wanted his loan to ever be paid back, it would be necessary to drop the interest rate.  It was dropped, and the sailor had a more manageable car payment.  (It was decided that taking away the sailor’s mode of transportation may have presented more problems than it would fix.)
This sailor turned around.  He got back on track and submitted a commissioning package.  The sailor was commissioned and is now a lieutenant.  His mentor (now a senior chief) reported to his command about 10 years after this happened.  The sailor was his division officer, and the senior chief said he was the best lieutenant that he had ever worked for.

Character Workshop TC "Character Workshop" \f C \l "1" 
In the USNA curriculum, midshipmen spend a lot of time talking about the Leader of Character concept.   This workshop explores what character is and why a leader needs it. An outline of the workshop follows.
· Each table will be asked: “What is character?”   The table will spend a few minutes discussing and then develop a one-sentence working definition.
· Each table will then be asked to discuss “What is the relationship between character and morals?”

· Each table will be asked to discuss: “Why does a leader need character?”

· The presenter will lead a full-group discussion about the relationship between leadership, ethics, and character.
· Each participant will be asked to identify the FOUR most important virtues they think are the most important for a military leader. (A comprehensive list will be provided.)  
· Using the same list of virtues, each attendee will be asked to self-assess for each virtues whether the attendee has it in excess, is deficient, or has the “right amount.” 


Justice and Mercy as a Military Leader TC "Justice and Mercy as a Military Leader" \f C \l "1"  
Midshipmen have received or will receive education in the military justice system (NL400) and have explored the basic issues of justice in Moral Reasoning for the Naval Leader (NE203).  Intellectually understanding the concept of fairness (justice) and the rudiments of applying that justice is different than making a choice to award punishment (or not) while standing eyeball to eyeball with a subordinate, especially a sailor or Marine who has performed well in the past.  Is it time for mercy, or is it best to just give (recommend) the prescribed punishment and be done with it?  
The case study and following discussion will allow the participants to explore how justice and mercy serve the military unit.  Does justice override all?  John Rawls states:  “Justice is the first virtue of social institutions, as truth is of systems of thought.”  Thus, are these really right-versus-right dilemmas?  Or is justice right and mercy wrong, thus relegating these case studies to right-versus-wrong?
Consistency of discipline is the bedrock of good leadership.  Does this mean that for a given infraction, one and only one punishment is administered?  What, if any, extenuating circumstances should be taken into account?  All these questions are worthy of discussion and should be given due consideration.  Each of the participants has in the past, or will in the near future, be asked to provide a recommendation to a superior on the adjudication for an individual for whom they are responsible.  What factors will they consider as they make their choice and subsequent recommendation?  The only wrong answer for these case studies is the one that has not been given “due diligence.”  A cavalier answer is not worthy of a sound, caring, compassionate leader—one who really takes care of his/her people.

The facilitator’s table will be assigned the case study below.  The table will read the case, discuss it, and then report out to the rest of the group what they decided to do.

Case Study TC "Case Study" \f C \l "2" 
Background: Captain’s Mast is Non-Judicial Punishment (NJP) in which the captain determines whether the service member committed the offense(s), and if so, what punishment is appropriate.  NJP provides the captain an essential and prompt way to maintain good order and discipline. 

Case: You are the commanding officer of the USS Destroyer (DDG), and two men come to mast before you for committing the same offence at the same time. They went ashore together in a foreign port, became excessively drunk, caused serious damage to a small bar in town, and injured a foreign national.  
Your investigating officer has the following report.  On 12 July, Petty Officers 3rd class Hardesty and Gooding went on liberty at 1230.  They went to a local bar in the town and drank heavily for approximately five hours.  After becoming intoxicated, they got into a fight, broke 5 chairs, a mirror, 14 bottles, a vase, and a standing lamp.  They also injured the bar owner, who needed four stitches in his forehead.  The two accused were picked up by the local police at 1830.  The USN shore patrol took custody of them at 2130 that evening and brought them back to the ship at 2215, turning them over to the OOD.  The local newspaper ran an article on the incident, which included a picture of the damaged bar and a picture of the two drunken sailors walking out of the jail with the shore patrol. They returned to the ship, where they slept in Sick Bay under the watch of the duty corpsman.  Because of their condition, they could not get out of their bunks for their Special Sea and Anchor Details the following morning or perform their duties until the following day (18 hours later).  Due to negative media exposure and impact on local relations, the required OPREP messages were sent to the CINC Staff. 

Interviews with the accused indicate that PO3 Hardesty has had several alcohol incidents in the past.  However, PO3 Gooding said that he rarely drinks and has never been drunk before the night of 12 July, but he was extremely distraught about his wife, who has been diagnosed with breast cancer and will have to have surgery.  He regrets that he started drinking that day and wants to pay the bar owner for the damage when the ship returns to port. 

Profile of the Accused:

· PO3 Hardesty: a 22-year-old bachelor, who has been in the Navy for four years.  He is a marginal sailor, with 2.1 out of 4.0 average on his evaluations.  He is not dependable when told to complete a task, and his Div CPO says he often finds him goofing off around the ship when he supposed to be in the working spaces.  He has been to Captain’s Mast two times in the past three years, once for “Disrespect Toward a Superior Petty Officer” and once for “Drunk and Disorderly Conduct.”   

· PO3 Gooding: a 29-year-old sailor, who is married with four children. He has been in the Navy for five years and is an outstanding sailor.  He consistently receives 3.8-4.0 on his evaluations. His division officer says he is extremely reliable and always does his job perfectly.  He has never been to Mast nor even been formally reprimanded.  

Both of the accused come before you for:

· Violation UCMJ 

· Article 128: Assault

· Article 134: Disorderly Conduct, drunkenness 

The maximum punishment you can give at Captain’s Mast is:

· Forfeiture of ½ of one month’s pay for two months

· Reduction – one pay grade

· Extra duty – 45 days

· Restriction – 60 days

· If extra duty and restriction are given together, the max is 45/45.
· Any punishment can be suspended for up to 12 months and invoked if the accused gets in trouble again.
Questions the Facilitator May Use for Table Discussion

· What punishment would you assign each sailor?

· Would it be the same for both men?  Why?  Why not? 

· What was your major consideration in this decision?

· What were the secondary and tertiary considerations in your decision?

Aviano Gondola Case Study:  Why Good People Make Bad Choices TC "Aviano Gondola Case Study:  Why Good People Make Bad Choices" \f C \l "1" 
Periodically, the case study below may replace the topic of Justice and Mercy as a Military Leader.
Tragedy in the Dolomites

Marine Tactical Electronic Warfare Squadron-2 (VMAQ-2), a Marine EA-6B squadron, was deployed in support of Operation DELIBERATE GUARD, flying missions over Bosnia-Herzegovina.  The squadron had just over a week left before it headed home from this six-month deployment.  On 3 February 1998, a crew of four Marine captains took off from Aviano, Italy in an EA-6B for a low-level training mission 

The Aircrew

The EA-6B has an aircrew of four people: the pilot and three electronic countermeasures officers (ECMO).  ECMO-1 sits to the pilot’s right and has the duties of a copilot and navigator.  ECMO-2 and -3 sit in the back.  They operate the aircraft’s weapon systems—the radar jamming pods hung under the wings, managed through the onboard computer system.  

Captain Richard “Trash” Ashby from Mission Viejo, California was the pilot on this mission; he was on his second deployment to Aviano.  This deployment would be his last as a Prowler pilot since he was recently selected to transition to F/A-18 Hornets.  Although he had fewer than 500 hours in the Prowler, Captain Ashby had a reputation as a talented pilot.  

ECMO-1 was Captain Joe “Guiseppe” Schweitzer, a 1989 Naval Academy graduate, a well-respected officer and aviator who would break 1000 hours in the Prowler on his next hop.  As the squadron logistics officer, he was the only captain department head, a job normally held by a major.  Captain Schweitzer was an experienced ECMO and officer, having completed three deployments in his previous assignments.   He had plans to leave the Marine Corps and go to business school.  

The day before the incident, ECMO-2, Bill “Rainman” Raney, had been promoted to captain.  He was the only married officer on this flight and was just completing his first deployment.  

ECMO-3 was Chandler P. “CP” Seagraves, a second-generation Marine aviator from Indiana.  He was part of the “advance party” from VMAQ-4, the Marine EA-6B sister-squadron scheduled to relieve VMAQ-2.  He was added on to the schedule the night before and not introduced to the rest of the crew until mission brief.  There was an open seat, and the operations officer notified him he would be flying in order to familiarize him with the local area and their course rules. 

The Flight on 3 February 1998


The crew met around 1200, completed its planning, and briefed the flight at 1230 in the ready room.  After final checks, the crew taxied on time. For this training flight, Captain Schweitzer had wanted to tape portions of the route as a personal memento, using Captain Ashby’s video camera.  

Safely airborne, enroute to the low-level entry point, Schweitzer had difficulty operating the video camera.  After several minutes, Ashby asked him to put the camera away because the entry point was approaching, which he did.  Unknown to ECMO-2 and -3, Schweitzer began to film again at some point during the first leg.  After several minutes of filming in the low-level environment, while maneuvering and pulling G’s, including an inverted ridgeline crossing, he decided that filming was a nuisance and put the camera away again.  The next time he took the camera out was at 5,000 feet above Lake Garda while flying wings-level.  He was never sure if he was operating the camera correctly.  At one point, he turned the camera toward his face and filmed himself smiling in the cockpit.
  

On the last leg of the low-level route, the pilot spotted a cable in front of him and saw a yellow flash to his right.  The pilot went full-stick forward, negative G, and heard and felt a loud thud.  This was immediately followed by ECMO-1’s command, “climb, climb, climb!”
  ECMO-2 and -3 immediately put themselves in a good ejection position, expecting the worst.  After some tense moments, the crew determined the aircraft was badly damaged but still flyable.  Two cables supporting a ski gondola had sliced into the right wing, creating two large holes and taking off a portion of the vertical stabilizer.  When the cables snapped, the gondola fell 370 feet to the ground, killing 20 people.  

Luckily, they were only 60 miles from the airfield.  As they neared Aviano, the pilot placed the landing gear handle into the down position, and all three wheels indicated down and locked.  With a badly damaged wing, the aircrew elected not to attempt to lower the flaps and slats.  (It didn’t matter, because the combined hydraulic system failed when the pilot lowered the gear, making lowering the flaps impossible).  

After landing and shutting down the engines, the crew climbed out of the aircraft.  ECMO-2 and -3 got out as rapidly as possible by jumping off the back of the wings.  While shutting down all of his systems, Schweitzer looked at the video camera in front of him sitting on the radar boot and said, “Let’s take the tape.”
  He then handed Ashby a blank tape to swap with the tape in the camera.  After several seconds, they egressed and rejoined the other two crewmembers while the Air Force Crash Fire and Rescue crew took control of the aircraft.  Squadron maintenance Marines joined the crew and waited to tow the aircraft off the runway.  No one said anything about the tape.
  The flight was over, with the aircraft safely on deck and the crew still alive.  But their lives had changed forever.

Immediate Aftermath

Following the landing, the crew was transported to the squadron’s operations spaces.  The front-seat crew followed the commanding officer to his office to debrief him while still dressed in their flight gear.  They told him they thought they hit a wire and where they thought it was on their chart.  The crew still did not know the extent of the accident.  The squadron was just beginning to get reports on the severity of the mishap.  The crew acknowledged they saw a yellow flash prior to the thud, but said they did not know it was a gondola.

Around 1830, the squadron commanding officer entered and told them that 14 people were killed in a gondola after it crashed to the ground.  Stunned, one member went off by himself to pray.  Another put his head in his hands.  All were shocked.
 

Aviano: 4-8 February

In the Wing Headquarters building, the aircrew met with Italian defense attorneys (provided by the 31st Fighter Wing to defend them in Italian court.)  At this meeting, they learned there was the possibility they might go to Italian jail.  They then traveled across the base with their lawyers to the Italian headquarters building to be interviewed by the Italian magistrate from Trento.
  

They sat in a small waiting room in the headquarters building, shocked, scared, sleep-deprived, and not really sure what was going on.  One by one, they were called to tell their story to the magistrate.  Accompanied by their Italian lawyers, they gave what they thought were confidential statements to the magistrate.  Only other Italians and carabinieri—no other Americans—were in the room.  When they finished making their statements, they signed what they believed was a charge sheet for involuntary manslaughter.  They then proceeded upstairs to sign the death certificates of all of the victims, which brought it home to them.  Captain Schweitzer said this was a very “humanizing” event for him—to see the names, ages, and hometowns of the deceased: “…it was almost like seeing a picture of somebody…and that was a difficult thing to see.”
  Extremely frightened, the crew walked out of building and found no one waiting for them.  They called the squadron to get a ride back to the squadron area.
 

The squadron Aircraft Mishap Board
 had been convened the night of the mishap, but one day later, it was clear that a much higher-profile investigation would take place without any members of the squadron on the investigation team.  The squadron board members were limited to gathering evidence to hand over to a team of investigators traveling to Aviano.  The squadron gave the aircrew a separate 20- x 30-foot trailer to work in with their lawyers.

The day after the interviews with the Italian magistrate, the Italian and American press carried many quotes from their sessions with the magistrate.  There were also many stories characterizing the aircrew as “Rambos,” “murderers,” and “cowboys.”  President Clinton spoke with the Italian prime minister, expressing his condolences for the loss of life and promising a full investigation.  The smashed gondola in the valley, with blood still in the snow, was a frequent scene on CNN.  

In a press conference on 5 February in Aviano, a Marine Corps brigadier general stated that the aircraft hit the cable on an authorized low-level within the route structure, which contradicted a previous statement by the Italian defense minister.
  The general left Aviano, and the following day, the 31st Fighter Wing issued an apology for the statement.
  

Within several days of the mishap, the aircrew wrote a letter to the victims’ families to convey their sympathy.  They presented the letter to the Marine public affairs officer, who had traveled to Aviano to support the investigation.  He refused, saying he worked for the Marine Corps and not the aircrew, so they had to go to their Italian defense counsel to get the letter released to the families of the victims.
 

The crew also learned that the magistrate had now filed criminal charges against the commanding officer and another squadron pilot.  The commanding officer was charged with the same offenses as his aircrew.  The charges against the squadron pilot originated from his non-cooperative conduct in the interview with the magistrate.
  

The Decisions 

On 3 February, prior to egressing the aircraft, Ashby and Schweitzer took the tape from the cockpit and left a blank tape in the camera.  The pilot, Ashby, had the first tape and hid it in his room.  He neither viewed the tape nor talked about it for several days.  Both men knew the tape would be a subject of the impending investigations, which by the second day included an Italian criminal investigation.  Schweitzer thought that his commanding officer would have been upset about the video camera, even though there was no specific prohibition against using it.  Prior to the investigation team’s inventory of the cockpit, he approached his commanding officer and one other senior officer in the squadron and mentioned that there was a video camera in the front cockpit, leaving them with the impression it was not used during the flight.  

On or about 6 February, they approached Seagraves (ECMO-3) and told him they had removed the tape from the cockpit.  They then asked him what they should do with it.  He asked, “Well, what’s on it?”  After they said they didn’t know, he responded, “I would get rid of it if I were you,” and then walked away.
  

Schweitzer asked Ashby for the tape.  Ashby protested because he wanted to view it.  Schweitzer persisted.  They discussed the possibility that the tape showed the “flaperon roll” they had made on their inverted ridgeline crossing.  They knew the maneuver was authorized, but thought the Italians would misinterpret it.  Schweitzer added: “…the Italians will eat you alive.”  Hearing that, Ashby gave up the tape.  Schweitzer took the tape, hid it in his room, and never viewed it.  Several days after taking the tape from Ashby, Schweitzer destroyed it in a bonfire.

Epilogue

The tape was not mentioned again until approximately four months after the mishap, when Schweitzer and Seagraves had a conversation in their office spaces back in Cherry Point.  Seagraves said that if the question of the videotape came up, he was going to tell the truth.  Schweitzer responded that that was what he expected him to do.
  In Seagraves’ testimony, he admitted to advising Schweitzer and Ashby to get rid of the tape.
  

The existence of the videotape became publicly known in mid-August, more than six months after the mishap.  Seagraves was granted immunity and ordered to testify.  His statements to investigators after the grant of immunity revealed the existence of the tape.  Prior to this time, only Ashby, Schweitzer, and Seagraves (and their defense attorneys) knew of the tape.  Raney never knew the tape was taken from the cockpit.  The only reason Seagraves knew anything about it was that Ashby and Schweitzer asked him for advice on what to do with it.

At a general court-martial in March 1999, Captain Schweitzer pleaded guilty to conduct unbecoming of an officer, for conspiracy to obstruct justice in the destruction of the videotape.

Schweitzer could have received a maximum sentence of forfeiture of all pay and allowances, dismissal from the service, and other punishments as adjudged, such as reprimand, loss of numbers, or restriction.  On 2 April 1999, Schweitzer was sentenced to dismissal from the service.  

Shortly after Captain Schweitzer’s sentencing, Captain Ashby went to trial for his actions concerning the videotape.  He pleaded not guilty to the charges of conduct unbecoming of an officer.  He was found guilty and sentenced to six months confinement and a dismissal from the Marine Corps.  Captain Ashby served his sentence in the brig at Camp Lejuene, North Carolina.  Captains Seagraves and Raney remain on active duty in the Marine Corps. 

Facilitator Notes for Discussion
1. The case study has been provided in advance for participants to read.  Emphasize that these are good, solid Marines from past performance.  From the limited information provided there are no indications of major character flaws to predict how Captain Schweitzer or any of the aircrew would behave in the situation. Addressing the character question up front will prevent the session from deteriorating into blaming the issue solely on the officers’ characters.  If the conclusion is that the aircrew’s character was obviously criminal, then the case study is over in five minutes.  There is no evidence to make that determination. 

2. Assign two tables each to focus on and discuss ONE of the three critical decisions identified.  Emphasize they will be analyzing the case study as if they were Captain Schweitzer and attempt to address why he made that decision. 

a. Immediately after the plane has landed – February 1998. (Some things to consider)
i. What does he know?  What can he infer from what he knows?
ii. What assumptions of the situation or environment might be influencing his conclusions? 
iii. What choices does he have at this point? 
iv. Decision - Take the tape. (Tables 3 and 4)
b. Discussion with Commanding Officer. (Some things to consider)
i. What does he now know that he did not know immediately after the plane landed?  What additional conclusions has he developed now? 
ii. What assumptions of the situation or environment might be influencing his conclusions?  
iii. What choices does he have at this point?
iv. Decision - Told CO a video camera was present on the flight, but left CO with impression it was not used in flight. (Tables 2 and 5)
c. Conversation with Seagraves/Asking Ashby for the tape. (Some things to consider)
i. What conclusions does he develop from the conversation with Seagraves? 

ii. What assumptions of the situation or environment might be influencing his conclusions?  

iii. What choices does he have at this point? 

iv. Decision – Destroy the tape (Tables 1 and 6)
3. Have each table present its view of the question. 

4. A final question for the group (time permitting) 
a. General Court-Martial – March 1999. 
i. Why would he choose the guilty plea?
ii. Decision- Plead guilty to conduct unbecoming an officer, conspiracy to obstruct justice in the destruction of the videotape. (All tables)
Junior Officer Forum TC "Junior Officer Forum" \f C \l "1" 
Periodically, a round table discussion with recently returning junior officers will be substituted for one of the topics during the day.  During this session, four to five junior officers from each respective warfare specialty will conduct a roundtable discussion concerning their experiences as commissioned officers and answer midshipmen’s questions. 
The discussion will not address questions about orders, housing, etc. but rather the issues involving leadership, family separation, dealing with the leading petty officer, dealing with a hostile work environment, etc.  A biography of each panel member is provided outlining the experience and progression of the officer’s career to date. 
The goal is to give midshipmen access to fleet-experienced junior officers, fresh from their operational commands, and a unique perspective on life as a fleet ensign or Marine Corps 2nd lieutenant.  

Appendix A: Adapting Kidder’s Work on Moral Courage to 

Midshipman Programs at the U.S. Naval Academy TC "Appendix A: Adapting Kidder’s Work on Moral Courage to" \f C \l "1" 
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According to Dr. Rushworth Kidder, moral courage results when three factors intersect: danger, endurance and values.  Take away any one of the three, and the result is something different.  If, for example, only the factors of danger and endurance are present, they yield physical courage. 

Each of the three factors in Kidder’s model is described below.

Values 

“When you see what is right, have the courage to do it.” – Chinese proverb
Kidder proposes that there are five universal values that span religion, culture, and time.  These are: honesty, responsibility, respect, fairness, and compassion.  An individual needs moral courage when two core values conflict. In other words, both values are right, but a person cannot do both at the same time—a right vs. right dilemma. (Values also interact in situations of right vs. wrong, but these dilemmas are not as difficult.)  Kidder defines four basic dilemmas: 

· Justice vs. Mercy

· Truth vs. Loyalty

· Individual vs. Community

· Short term vs. Long term

Danger 

“Gloucester, ‘tis true that we are in great danger; the greater therefore should our courage be.” –William Shakespeare
To Kidder, understanding the risk involves the contemplation of possible outcomes. This assessment of risk requires an ends-based, consequentialist approach. Questions to consider include: Have I adequately assessed the dangers involved both in acting and in failing to act?  Am I clear on the moral hazards, even if the situation involves physical hazard as well?  Do I have a clear picture of the three principal challenges—involving ambiguity, exposure, and loss—inherent in any situation demanding moral courage?
Every ethical encounter does not need to engage the moral courage mechanism.  Kidder envisions moral courage to be at the top of a bell curve.  To do nothing is timidity, but to do too much is bravado or hubris.
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This approach recalls Aristotle, who advocated a mean which calls for the right amount, at the right time, for the right reasons, in the right place.

Endurance 

“Never give in—never, never, never, never in nothing great or small, large or petty, never give in except to convictions of honour and good sense.” –Winston Churchill
Kidder contends that if we understand the distinction between physical and moral courage, identify the core values that are in play, assess the risk, and embrace the principle that most needs upholding, we then need to ask two questions: Do I have the confidence to endure the hardship that moral courage entails?  What moves me from contemplation to action?” 

The Moral Courage Moment
When individuals encounter situations requiring moral courage, their lives change from that point forward.  Kidder imagines a “moral thermocline.”  
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At that juncture, he contends, an individual has two choices, because the normal path that he or she was traveling no longer exists. The individual must choose either the high road (moral courage) or the low road (unethical apathy). 

Teaching Moral Courage
If we want to teach this model to the midshipmen at the U.S. Naval Academy, what’s the best way to do it?  

General Edward C. Meyer, a former Army Chief of Staff, used an analogy about a diamond’s creation to explain how leaders are made:

Just as the diamond requires three properties for its formation—carbon, heat, and pressure—successful leaders require the interaction of three properties—character, knowledge, and application.  Like carbon to the diamond, character is the basic quality of the leader. …But as carbon alone does not create a diamond, neither can character alone create a leader. The diamond needs heat.  Man needs knowledge, study, and preparation. …The third property, pressure—acting in conjunction with carbon and heat—forms the diamond.  Similarly, one’s character, attended by knowledge, blooms through application to produce a leader. 

So what is the best way to apply the heat and pressure to the carbon-like characters of our midshipmen?

Adding the Heat: Instruction
The 1/C Capstone Moral Leadership Seminar is designed to offer instruction and reflection on moral courage.  The presentations on conflicting loyalties, junior officer challenges, character, and justice and mercy give midshipmen a way to work through and discuss their responses to these ethical dilemmas. 
Applying Some Pressure: Application


Issues of moral courage crop up in each midshipman’s daily life.  Table facilitators can encourage midshipmen to apply the abstract concepts presented in the seminars by asking about related experiences.  Facilitators can also be prepared to offer their own relevant examples that link to key learning objectives.  
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Deontological or Duty Ethics

This school develops some common intuitions everyone has had at some time or another, the idea that there are some things that must be done, or some things that should never be done, regardless of possible benefits that would accrue.  Duty-based reasoning attempts to rationally justify these intuitions and also to develop them into a decision-making procedure.  The influential theorist Immanuel Kant developed a three-part decision-making process that he called “the categorical imperative.”  It can be presented as three sets of yes-or-no questions.  The results depend on the answers to the questions.

First, ask yourself: 

Can I consistently will that my course of action be formulated as a rule that all follow when in like circumstances?   
If you answer “no,” then your action is rationally inconsistent.  As a reasoning moral agent, you should not take this course of action. If you answer “yes,” then you can move on to the second pair of questions: 

Am I treating any other person as a mere means to my own ends by acting in this way? Am I using others without sufficient consideration for their own needs, wants, and life projects?

If the answer is “yes,” then you are not respecting the autonomy and rationality of others, but treating them as objects.  If you answer “no,” you can move on.  The last two questions sum up the previous ones: 

Am I honestly able to say I am willing to legislate acts of this sort in light of their impact on the autonomy or freedom of all humans? 
Or

Does my action give sustenance to the so called “kingdom of ends,” the community of moral agents, rational beings who are capable of formulating life goals and exercising reason in pursuit of those goals?

If your answer is “no,” then you are treating people in a way they would not freely consent to if asked.  If your answer is “yes,” then you have arrived at the end of your decision-making procedure, and you are morally permitted (not necessarily obligated) to act in the way you are considering.

Utilitarian Ethics

The utilitarian deliberates with an eye toward the overall level of harms and benefits generated by actions or modes of behavior.  Utilitarianism focuses on two things: rules or “standard operating procedures” and individual actions.  It recommends a two-stage decision-making process.  First, focus on rules and standards.  When making ethical decisions, act in accordance with the rules that, if followed by most people, will generate the greatest amount of benefit for the greatest number. 

If there is a conflict between two rules, then move to the second stage.  Examine each option, each potential course of action, and choose the option that generates the best overall consequences.  It is important to note that most utilitarians are “rule utilitarians.” They argue that the default position is to follow rules and standard operating procedures, because by and large, these have utilitarian justification.  For example, rules against theft, if followed by most people in society, allow people to own property, feel secure, and provide incentive to work.  People will hold down jobs to make money to buy goods they can own.  Without rules against theft, people would not bother to make money or purchase goods.  Indeed, the institutions upon which all these activities depend would likely collapse.  Society would be considerably worse off.  Utilitarianism maintains that most social rules have this sort of justification.

However, if the rules come into conflict, then follow the rule that generates the greatest social benefit.  For example, a man borrows his friend’s knife, and the friend wants it back.  There are some applicable rules, involving promise-keeping and respect for property.  However, the friend wants to kill someone with that knife.  The rule against murder comes into play.  The two rules require conflicting actions.  However, weighing the harms and benefits of the two options, the man should not return his friend’s knife. 

Virtue Ethics

This is a consequentialist view: what effects do given rules or actions have?  How do they affect an individual’s or society’s ability to flourish?  

How do virtue ethicists define flourishing?  They talk in terms of rationality and sociality—those features unique to or most strongly exemplified by humans.  Aristotle calls man the “political animal,” not indicating so much an appetite for engaging in party politics but a universal propensity to live and work in cooperating groups.  His view is that using reason in a social context to solve problems and gain knowledge constitutes human excellence or happiness—happiness not in a simple hedonistic sense but in a sense of long-term fulfillment or satisfaction.  Human flourishing means individuals can rationally develop their talents and abilities within a community that appreciates their contributions.  Exercise of reason is an integral part of such flourishing.  Individual identities are tied up with the lives, projects, and identities of their containing groups.  For example, think about your own sense of self, your own life projects, and identity.  These likely are deeply connected with the work and well-being of others: your family, colleagues, church, clubs, nation, home state, home city, alma mater, favorite sports team, and neighborhood.  What you do is connected to what they do; your well-being is connected with theirs and theirs with yours.  Individual flourishing is part of a cooperative enterprise to make the whole society flourish.  A parent is distressed if his or her child is unhappy.  Americans are distressed if their country is imperiled.  Sailors are uplifted if the Navy prospers or their ship excels. 

If this is so, then people have a responsibility to ensure that they, as individuals, are “ship shape” to help themselves and each other in this overarching enterprise of becoming full human beings.  With all this in mind, the virtue ethicist’s primary concern is with human character and the development of character traits that will best help this cooperative enterprise.  If individuals develop certain character traits, they will be more likely to flourish.  Equally important to them is the well-being of others.  If most people in society develop certain character traits, that task of working toward flourishing becomes all the easier for all individuals in the society.  With appropriate character traits, people can pursue two equally important projects: their own flourishing and the flourishing of others in the society.  

The society, as a whole, can flourish only if its individuals flourish.  If the ultimate goal is for such human flourishing for as many as possible, then the primary focus is to create an environment that will make success more likely.  What better way than to foster the development of the required character traits?  If those traits become second nature, they are very likely to create an environment conducive to human flourishing or happiness.  With this goal in mind, virtue ethicists examine their roles in society, society’s rules, and their conduct toward others.

Putting Them Together

These three outlooks, when combined, offer a powerful way to tackle difficult moral dilemmas when there are no easy answers, and unwanted consequences come with every option.  Writers have used concepts from these schools to develop their own models related to moral courage and leadership.  Using these outlooks for regular practice in ethical decision-making will help learners deal with “real world” situations like the ones presented in the Capstone Moral Leadership Seminars.
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NAVY-MARINE CORPS RELIEF SOCIETY www.nmcrs.org/about.html
The Navy-Marine Corps Relief Society is a private, non-profit organization geared to provide financial, educational, and other assistance to members of the Naval Services of the United States, eligible family members, and survivors when in need, and to receive and manage funds to administer these programs.  This site provides the history and information on the Society, what services are available for eligible recipients, where to find the nearest Society location, and information on how anyone can help the Society help those in need.

FLEET & FAMILY SERVICE CENTERS   (OPNAV INSTRUCTION 1754.1A) https://www.nffsp.org/skins/nffsp/home.aspx
The Fleet and Family Support Program (FFSP) provides unified, customer-focused, consistent and efficient FFSP programs and services to support sustained mission and Navy readiness.  They provide the right services at the right time, to strengthen personal and family competencies to meet the unique challenges of the military lifestyle.  For example, FFSP offers resources on deployment and return, military life (enlistment/reenlistment, military protocol), military families (dealing with grief or loss, spouses, special needs families), benefits, military relocation (changing schools, spouse employment, international relocation), and single service members (adjusting to life on your own, relationships, and friendships), to name a few.

EXCEPTIONAL FAMILY MEMBER PROGRAM (EFMP) (OPNAV INSTRUCTION 1754.2B)
www.navyonesource.com/ctim/index.aspx?ctim=105.369.1149.13484
The military’s Exceptional Family member Program (EFMP) is designed to identify family members with special needs and make sure that the service member is assigned to a location where the family member’s medical needs will be met.  If someone in your family qualifies for the program, you are required to enroll in the EFMP.  Enrollment has no adverse effect on your military career.  An exceptional family member is defined as an authorized family member residing with the sponsor who may require special medical or educational services based on a diagnosed physical, intellectual, or emotional handicap.  An authorized family member may be a spouse, child, stepchild, adopted child, foster child, or dependent parent.  Disabilities range from mild to severe.  
BACHELOR ENLISTED QUARTERS (BEQ) PROGRAM (OPNAV INST 11101.44) https://www.housing.navy.mil/navfacpubs/instr/11101_44.pdf
This program implements the policy concerning occupant responsibility and liability for family and bachelor housing.  It provides Navy-wide guidance and procedures for determining rights for the tenants and responsibility for the care and maintenance of family and bachelor housing.

HUMANITARIAN REASSIGNMENT/HARDSHIP DISCHARGE SCREENING BOARDS (MILPERSMAN 1300-500)   http://buperscd.technology.navy.mil/bup_updt/upd_CD/BUPERS/MILPERS/Articles/1300-500.pdf
This policy details that authorities are aware of the hardships which confront Navy families, and of the additional aggravation imposed by long absences of members from their families.  Emergency leave frequently provides sufficient time to alleviate such hardships; however, when a member requires more time than leave can provide and has a chance of resolving the hardship within a reasonable time frame, reassignment for humanitarian reasons (HUMS) may be requested.

And EARLY RETURN/REASSIGNMENT DUE TO UNSUITABILITY (MILPERSMAN 1300-306)
http://buperscd.technology.navy.mil/bup_updt/upd_CD/BUPERS/MILPERS/Articles/1300-306.pdf
This instruction ensures the availability and continuity of care for military dependents currently stationed outside the Continental United States where required medical care, treatment, educational needs, or facilities are not available through the military or civilian sources.  This program is designed as a means through which members may be returned to a Continental U.S. duty station for unusual circumstances not covered under other existing policies or regulations.

NAVY FAMILY ADVOCACY PROGRAM

http://www.nal.usda.gov/pavnet/ff/ffnavyma.htm or with PKI http://www.persnet.navy.mil/pers66/fap.htm
The purpose of this program is to provide direct services to families experiencing violence and to engage in various research, prevention, data collection, and training activities.  For example, the Navy has funded demonstration projects for child maltreatment and spouse abuse, examined sources of stress, formed Regional Sexual Abuse Response Teams and Home Visitor Teams for new parents, and held conferences and training programs for staff.

COMMAND ADVANCEMENT PROGRAM (CAP) (BUPERS INSTRUCTION 1430.17F)

http://buperscd.technology.navy.mil/bup_updt/508/Instructions/143017.htm
This program allows certain commanding officers (COs) to advance eligible personnel in paygrades E-3, E-4, and E-5 to the next higher paygrade without reference to higher authority.  This program is intended to function in conjunction with, not replace, the Navy’s established advancement system.  CAP was established in 1978 as an incentive for seagoing personnel to be recognized for superior performance while working in a rigorous operating environment experienced at sea or while forward deployed.
COMMAND FINANCIAL SPECIALIST (CFS)

A command’s financial specialist (CFS) is trained to assist with and help guide sailors and Marines with topics including (but not limited to) pay and allowances, consumer fraud, savings, credit, car buying, legal issues, counseling and communication skills, and rehabilitative finances.  Command financial specialists often refer their people out to financial workshops to better prepare their sailors on issues such as budgeting, taxes, identity theft, parenting and family, new babies, deployment, relocation, etc.
NAVY KNOWLEDGE ONLINE (NKO) www.nko.navy.mil 
Navy Knowledge Online offers many different subtopics under each of the main pages: Career Management, Personal Development, Leadership, Learning, and References.
EVERYDAY ISSUES www.navyonesource.com/ctim/index.aspx?ctim=1 
The Everyday Issues Link through Navy OneSource offers information for the military members and their families who have questions regarding the happenings of everyday life.  It provides resources on cars and transportation (buying, selling, or leasing a car, car insurance and maintenance), military life (deployment and return, military families), pets (buying or adopting, pet care and supplies, pet sitting), travel and vacations (planning a trip or vacation), home (buying or building a home, caring for or renovating your home, finding a place to rent), moving (making connections in a new community, planning a move), and shopping and services (community resources, consumer purchases, planning social events). 

NAVY LIFELINES www.lifelines.navy.mil
The Lifelines Services Network offers the latest news for military members and spouses regarding military life.  Some topics include joining the military, life skills, education, health and safety, relocation, retirees, and military transition assistance.

LEGAL www.navyonesource.com/ctim/index.aspx?ctim=7
This page allows the military member and their family to find legal information related to consumer issues, debtor/creditor issues, family law, criminal law, estate/probate, and many other legal issues.

ADDICTION AND RECOVERY (OPNAV INSTRUCTION 5350.4C) www.navyonesource.com/ctim/index.aspx?ctim=2
This site gives the member resources on alcohol and drugs, other addictions, and concern about others.  Prevention, compulsive behaviors, and warning signs are topics which are addressed as well.
OMBUDSMAN (OPNAV INSTRUCTION 1754.1A)  http://www.persnet.navy.mil/pers66/ombudsman1/index.htm
Navy family ombudsmen are a critical communication link between the commanding officer and family members. They must be the spouse of an active duty or reserve member of the command.  They keep the families informed of progress and information about deployment as much as is allowed due to operational security.
COMMAND MANAGE EQUAL OPPORTUNITY (CMEO) (OPNAV INSTRUCTION 5354.1E)
https://www.cnet.navy.mil/cnet/eo/geninfo.html
This site offers information on equal opportunity measures and training provided by the Navy to ensure proper education of all our military members.
NLSO http://www.jag.navy.mil/FieldOffices/NLSO3.htm
Naval Legal Service Offices is a customer-service organization providing legal services to active duty Navy, Marine Corps and Coast Guard service members and their dependents, reservists on active duty for 30 days or more, and to retirees as resources permit.  The primary mission is to provide legal service to support fleet operational readiness.

PARENTING AND CHILDCARE (OPNAV INSTRUCTION 1754.1A) http://www.navyonesource.com/ctim/index.aspx?ctim=8
This site has answers to questions and resources regarding adoption, child care, children’s mental health, parenting skills, becoming a parent, children’s health, infertility, and stages of development.
NAVY COLLEGE PROGRAM www.navycollege.navy.mil/about.html
This site gives information on how sailors can further their educations and improve their academic skills, along with information about distance learning and tuition assistance.
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Assess which virtues you have and map your strengths in each area, using the grid below.
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Classification of Character Strengths

1.
Wisdom and knowledge—cognitive strengths that entail the acquisition and use of knowledge.
Creativity [ingenuity]:  Thinking of novel and productive ways to conceptualize and do things; includes artistic achievement but is not limited to it.

Curiosity [interest, novelty-seeking, openness to experience]:  Taking an interest in ongoing experience for its own sake; finding subjects and topics fascinating; exploring and discovering.

Open-mindedness [judgment, critical thinking]:  Thinking things through and examining them from all sides; not jumping to conclusions; being able to change one’s mind in light of evidence; weighing all evidence fairly.

Love of learning:  Mastering new skills, topics, and bodies of knowledge, whether on one’s own or formally; obviously related to strength of curiosity but goes beyond it to describe the tendency to add systematically to what one knows.

Perspective [wisdom]:  Being able to provide wise counsel to others; having ways of looking at the world that make sense to oneself and to other people.

2.
Courage—emotional strengths that involve the exercise of will to accomplish goals in the face of opposition, external or internal. 


Bravery [valor]:  Not shrinking from threat, challenge, difficulty, or pain; speaking up for what is right even if there is opposition; acting on convictions even if unpopular; includes physical bravery but is not limited to it.


Persistence [perseverance, industriousness]:  Finishing what one starts; persisting in a course of action in spite of obstacles; “getting it out the door”; taking pleasure in completing tasks.


Integrity [authenticity, honesty]:  Speaking the truth but more broadly presenting oneself in a genuine way and acting in a sincere way; being without pretense; taking responsibility for one’s feelings and actions.


Vitality [zest, enthusiasm, vigor, energy]:  Approaching life with excitement and energy; not doing things halfway or halfheartedly; living life as an adventure; feeling alive and activated.

3.
Humanity—interpersonal strengths that involve tending and befriending others.


Love:  Valuing close relations with others, in particular those in which sharing and caring are reciprocated; being close to people.


Kindness [generosity, nurturance, care, compassion, altruistic love, “niceness”]:  Doing favors and good deeds for others; helping them; taking care of them.


Social intelligence [emotional intelligence, personal intelligence]:  Being aware of the motives and feelings of other people and oneself; knowing what to do to fit into different social situations; knowing what makes other people tick.

4.
Justice—civic strengths that underlie healthy community life. 


Citizenship [social responsibility, loyalty, teamwork]:  Working well as a member of a group or team; being loyal to the group; doing one’s share.


Fairness:  Treating all people the same according to notions of fairness and justice; not letting personal feelings bias decisions about others; giving everyone a fair chance.


Leadership:  Encouraging a group of which one is a member to get things done and at the same time maintain good relations within the group; organizing group activities and seeing that they happen.

5.
Temperance—strengths that protect against excess.


Forgiveness and mercy:  Forgiving those who have done wrong; accepting the shortcomings of others; giving people a second chance; not being vengeful.


Humility/Modesty:  Letting one’s accomplishments speak for themselves; not seeking the spotlight; not regarding oneself as more special than one is.


Prudence:  Being careful about one’s choices; not taking undue risks; not saying or doing things that might later be regretted.

Self-regulation [self control]:  Regulating what one feels and does; being disciplined; controlling one’s appetites and emotions.

6.
Transcendence—strengths that forge connections to the larger universe and provide meaning. 


Appreciation of beauty and excellence [awe, wonder, elevation]:  Noticing and appreciating beauty, excellence, and/or skilled performance in various domains of life, from nature to art to mathematics to science to everyday experience.


Gratitude:  Being aware of and thankful for the good things that happen; taking time to express thanks.


Hope [optimism, future-mindedness, future orientation]:  Expecting the best in the future and working to achieve it; believing that a good future is some thing that can be brought about.


Humor [playfulness]:  Liking to laugh and tease; bringing smiles to other people; seeing the light side; making (not necessarily telling) jokes.


Spirituality [religiousness, faith, purpose]:  Having coherent beliefs about the higher purpose and meaning of the universe; knowing where one fits within the larger scheme; having beliefs about the meaning of life that shape conduct and provide comfort.
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Authorized by the Secretary of the Navy in 1998, the Vice Admiral James B. Stockdale Center for Ethical Leadership has an ambitious mission: to promote and enhance the Naval Academy’s development of ethical leaders for service in the Navy and Marine Corps and to advance the practice of ethical leadership in the naval service and the nation. 

Vice Admiral James B. Stockdale

Center for Ethical Leadership
U.S. Naval Academy

112 Cooper Road

Annapolis, MD  21402

tel (410) 293-6085

fax (410) 293-6081

www.usna.edu/ethics
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Please see Appendix B for more information about the three schools of thought. 
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Please see Appendix A for more information about Rushworth Kidder’s approach to understanding moral courage. 





Please see Appendix C for a comprehensive (but not all inclusive) list of resources. 
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Please see Appendix D for a worksheet participants will use and list of definitions for different virtues.  
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