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PREFACE


Purpose
This training support package provides the instructor with a standardized lesson plan for presenting resident instruction for:

Task number:
158-100-1332

Task title:
Establish a Positive Command Climate

Conditions:
You are a new commander.  You are concerned about the command climate in your organization and want to take appropriate measures to establish or maintain a positive command climate.  You have access to FM 22-100 (1999 version), AR 600-20, DA PAM 600-69, and the Command Climate Survey (CCS).

Standard:
Developed a plan which results in a majority of the soldiers in the unit stating that the overall command climate is positive.  The plan made use of the Command Climate Survey and other appropriate measures to develop a process for (1) accurately determining the “health” of the organization, (2) identifying the climate areas you want to influence, and (3) developing a plan to maintain or improve the command climate of a unit. 
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Proponent
NAME
Rank
Position
Date

Lesson
Thomas Graham

LTC 
Chief, LETDD__________________

______

Plan
______________________
____
_____________________________
______

Approvals
______________________
____
_____________________________
______



SECTION  II 
INTRODUCTION

Method of instruction:  CO
Instructor to student ratio is:  1:16
Time of instruction:  0:20
Media:  Viewgraph #1

NOTE:
Show VGT # 1
 - Unit VS Earth’s Climate. 


Purpose:  The purpose of this activity is for students to look at a larger view of what “climate” is and why it is important.  By connecting the Earth’s climate to Command Climate, students can draw on their own every day “real” experience and apply it to life in the unit.  It also becomes an analogy that is used throughout the TSP and becomes the transition between learning objectives. 

Lead the students through the following:

QUESTION:  Get out a pen or pencil and a piece of paper; fold the paper in half.  On one side write Earth and on the other write Command.  In 30 seconds under the Earth column, write down all of the things you think of when you think about the earth’s climate. 

Expected responses:  Weather, warm, cold, atmosphere, ice, snow

QUESTION:  Under the Command side, write down all the things you think about when you think about a unit’s command climate.

Expected responses:  Atmosphere of command, feeling, negative or positive.

QUESTION:  Write down some of the impacts of Global Warming in the Earth column.

Expected responses:  Drought, crop failure, floods, rise in sea level, intense heat.

QUESTION:  Under the Command column list all the things that can happen to a unit’s command climate as a result of a change in command.

Expected response:  New rules, guidelines, opportunities.


Lead a discussion to consider the relationship of the two lists just developed by asking the following questions. 

QUESTION:  What similarities do you see? 

Expected response:  Both atmosphere and change in command are conditions outside of our control.  Both have impact in unexpected areas.

QUESTION:  What about causes?

Expected response:  Top driven, unexpected change. 

QUESTION:  After having gone through this exercise, how can we apply this when taking command?

Expected responses:  Both have far reaching effects and can be positive or negative.

Just like global warming causes changes in the Earth’s climate and produces some dramatic effects, a change in command and the unit’s command climate also can produce dramatic effects and affects all the personnel within the command.

Terminal
At the completion of this lesson you [the student] will:

Learning

Objective
Action:
Develop a plan to establish or maintain a positive command 

climate.

Conditions:
You are a new commander.  You are concerned about the command climate in your organization and want to take appropriate measures to establish or maintain a positive command climate.  You have access to AR 600-20, FM 22-100, DA PAM 600-69, and the Command Climate Survey.

Standard:
Developed a plan which resulted in a majority of the soldiers in the unit stating that the overall command climate was positive.  The plan made use of the Command Climate Survey and other appropriate measures as the basis for developing a process for (1) accurately determining the “health” of the organization, (2) identifying the climate areas you want to influence, (3) developing a plan to maintain or improve the command climate of a unit.

Safety
None

Requirements





Risk
Low
Assessment


Level





Environmental

None

Considerations



Evaluation
TLO will be evaluated using the Final Examination found in Appendix B.  One hour of class time has been scheduled. 




Instructional

Lead-In 
a. Establishing a positive command climate may seem like creating your own global environment.  As the commander, you are one of the most important players and are in a position to change the atmosphere of your command.  While it is true you can’t always predict the outcome, much like the effects of Global Warming, you can make a positive impact on your unit.  


b.  There are three simple steps in establishing a positive command climate and many tools you can use while you make your ascent to a positive atmosphere.  Here is an overview:

NOTE:
Show VGT #2 - Steps in Establishing a Positive Command Climate 

c.  We will work through these steps to create our own atmosphere of a positive command climate



SECTION III 
PRESENTATION




A.
ENABLING LEARNING OBJECTIVE 1

NOTE:
Inform the students of the enabling learning objective requirements.
Action:
Define command climate.

Conditions:
In a classroom situation and in-class presentation.

Standards:
Defined command climate as a perception among the members of a unit about how they will be treated by their leaders and what professional opportunities they see within the unit.

Learning Step/Activity  - 

Method of instruction:  PE # 1
Instructor to student ratio is:  1:16
Time of instruction:  0:30
Media:  PE  Handout #1 (App C), Viewgraph, Easel, Paper  and markers

Purpose/Instructor Notes:

Students will break into groups and assess a case study (Appendix C).  The purpose of this activity is to let students discover for themselves what command climate is and what defines a healthy and unhealthy command climate.

a.
Before we can do step one, “Determine the Health of the Organization,” we have to make sure we understand what Command Climate is.  We worked a little on it in our opening exercise but now let’s get more in depth.

NOTE:
Provide students with PE Student Handout #1 Case Study (Appendix C).  Have students break into 2-3 small groups and compare and contrast both scenarios.  Each group should determine whether the scenarios portray a healthy command climate or unhealthy command climate and most importantly why. 


Have groups determine:

1. If scenario is a healthy or unhealthy command climate. 

2. Identify actions indicating type of command climate.

NOTE:
Responses are in Appendix C, PE Student Handout #1, Case Study Solution .

Have each group present their findings.

Discuss the exercise:

Questions: 

What was the underlying feeling in each scenario?

Expected response:  Trust and caring vs. distrust and self-involvement.

How did you react to each scenario?

Expected response:  Positive reaction and the other negative.


Anything like this happen in “real life”?

Expected response:  Students relate their own experience; if not, share yours.

How can you use this in the future?

Expected response:  Next command, current command; again, share your own experience if little response.


You’ve reviewed two different command climates; now let’s compare a definition of command climate with what we’ve discovered in our exercise.  

NOTE:

Show VGT #3 - “Command Climate Defined”


.

c.
Command climate is about perception and feeling within a unit.  Now that we figured out what Command Climate is, we can go on to some practical tools to help us assess a Command Climate.



B.
ENABLING LEARNING OBJECTIVE 2

Action:
Assess methods to determine command climate

Conditions:
In a classroom setting, given the CCS Commander’s Guide and a copy of the CCS.

Standard:
Contributed to the discussion and reviewed climate areas assessed in CCS.

1.
Learning Step/Activity 1 

Method of instruction:  CO
Instructor to student ratio is:  1:16
Time of instruction:  0:05
Media:  Viewgraph, Chalkboard or butcher block
Purpose/Instructor Notes:

Students will describe different ways to assess the health of a command.  Students need to be aware of the many informal ways to assess command climate.  This is the lead-in to the most formal means of assessing using the Command Climate Survey.

Question:  What are some tools that can be used to assess the “health” of a unit?

Expected responses:  “casual” observations, open-door policies, suggestion boxes, “rap” sessions, recording of complaints.

Note:  
Write student responses on board.  Fill in any that students leave out.
Question:  What are some possible shortcomings to these methods?

Expected responses:  erratic, biased, unscientific

You’re right; they do have some shortcomings.  And while they are useful and need to be included to maintain a healthy command climate, they may be insufficient as a means of obtaining complete, unbiased, and representative information.  There is one tool that the Army has developed to overcome some of these shortcomings.  It is the Command Climate Survey (CCS).


2.
Learning Step/Activity 2

Method of instruction:  CO
Instructor to student ratio is:  1:16
Time of instruction:  0:10
Media:  Copy of Command Climate Survey (CCS) (App D, Handout #4)

Notes: 
Have the students pull out their copy of the CCS (Student  Handout #4, Appendix D).  Be prepared to hand out additional copies of CCS in case students do not have it.  Give them  Student Handout #1 (Appendix D), Command Climate Survey Areas.  Students may make notes or ask questions about the different areas covered.  Make sure they understand these are areas that are covered by the CCS.  Also, emphasize that the other more informal methods of determining command climate developed as a group in the previous learning activity are also valuable. 






a.  The Army Research Institute developed the Command Climate Survey (CCS).  The purpose was to provide a valid, reliable, and standardized method for company-level commanders to identify unit strengths and weaknesses associated with unit climate factors.  The CCS is not just “another” questionnaire.  It is a scientifically developed tool that has undergone successive refinements in which each questionnaire item and profile area had to pass a series of stringent tests of practical and statistical value in order to be included.

b.
The CCS is available for Army wide use. Company commander or company level equivalents are required to conduct a Command Climate Survey within 90 days of assuming command and annually thereafter.   Although enlisted soldiers from private through sergeant normally complete the CCS, some commanders also complete a copy of the CCS privately.  The intention is to attempt to predict how the “average” enlisted soldier will respond.  The value of this is that it identifies the difference between the commander’s perception and the soldiers’ perception.

c.  The CCS evaluates the following 20 climate areas:

NOTE:  
Show VGT # 4 (This is also on the Student Handout #1, App D)


(1) Counseling/Coaching.  Advice or guidance given by a knowledgeable or experienced person to aid a soldier in career advancement.

(2) Discrimination.  Unfair, biased, inequitable treatment of a soldier based on race, color, religion, gender (sex), or national origin.  (Civilians: include age and handicap.)

(3)
Leader Accessibility.  The permission granted and the ease with which soldiers may approach, meet with, and talk with the commander and senior noncommissioned officers about problems.

(4)
Leader Concern for Families.  The attentions, interest, or care shown by leaders for the welfare of soldiers’ families.

(5)
Leader Concern for Soldiers.  The attention, interest, or cares shown by leaders about matters that impact the welfare of an unmarried soldier.

(6)
Morale.  The sense of enthusiasm for and dedication to a unit’s commonly shared goal.

(7)
NCO Leadership.  Overall quality of noncommissioned officer (NCO) leadership in the unit.  Respect and concern of unit NCOs for enlisted soldiers in the unit.


(8)
Officer Leadership.  Overall quality of officer leadership in the unit (including commander).  Respect and concern of unit officers for enlisted soldiers in the unit.

(9)
Quality of Training.  Quality of physical, military occupation specialty, combat and Officer/NCO Professional Development training in the unit.

(10)  Racism.  The notion that one’s own ethnic stock is superior to another, prejudice or discrimination based on race or ethnicity.

(11)  Reporting Procedures.  Willingness to bring matters of discrimination and sexual harassment to the attention of leaders who will take corrective action.

(12)  Respect.  Willingness to show consideration or appreciation for one another.

(13)  Role Modeling.  Setting a positive example to be followed by soldiers.  Competence, character, and behavior that a soldier would be likely to emulate.

(14)  Sexism.  Prejudice or discrimination based on sex: stereotyping of social roles based on gender.

(15)  Sexual Harassment.  A form of gender discrimination that involves deliberate or repeated unwelcome sexual advances, requests for sexual favors, or verbal or physical conduct of a sexual nature.

(16)  Stress.  Mental, emotional, or physical tension, strain, or distress.

(17)  Training Schedules.  The timely availability of monthly training schedules that would enable soldiers to plan effectively.

(18)  Transition to Unit.  The availability of unit personnel to welcome an incoming soldier and to share information to enable that soldier and his/her family to feel a part of the unit and the community.

(19)  Unit Cohesiveness.  The mutual respect for and confidence in one another that allows soldiers to build strong working teams to accomplish the unit mission.

(20)  Unit Readiness.  The preparedness of the unit to accomplish its military mission.

NOTE:
Go directly into next part of lesson (ELO #3) so students will have the CCS in hand and can better understand the areas covered by the CCS.


C.
ENABLING LEARNING OBJECTIVE 3

Action:
Determine the “health” of a unit, including climate areas to influence.

Conditions:
In a classroom setting, given the CCS Commander’s Guide, a copy of the CCS and prepared CCS data.

Standard:
Assessed the health of a fictitious unit using the prepared CCS Summary Sheet and Case Study.  Developed a summary statement describing results to include strengths and weaknesses.

Learning Step/Activity 

Method of instruction:  PE #2
Instructor to student ratio is:  1:16
Time of instruction:  0:50
Media:  VGT, PE #2 In-Class Case Study Scoring Worksheet  (App C)
NOTE: 
Hand out Command Climate Area Scoring Workheet (PE #2 In-Class Case Study Scoring Worksheet (App C)) and ask students to pull out the Case Study (PE Case Study #1).  Break students into groups of no more than 4 in each group and do the following:

1. To achieve a better understanding of the Command Climate Survey (CCS) you will be given a completed CCS scoring worksheet (PE #2 In-Class Case Study Scoring Worksheet (App C) with the totals from our fictitious “healthy” unit.  As the commander of this unit, you will compile the data to develop a view of each of “your” units’ command climate. 


2.
Within your individual units (Groups), using the scoring worksheet, do the following:

a. Compare the percentages for each survey item and list the four highest percents that indicate a positive attribute (strengths column) and the highest percents that indicate a negative attribute (weakness column) on the bottom of the survey worksheet.

b. Match the focus areas on the columns at the bottom of the scoring sheet to the actual climate areas assessed by the CCS to determine which climate areas are strengths within “Your” unit and which are weaknesses. 

c.
Develop a summary statement (short paragraph) describing your results, strengths, and areas for improvement. Summary paragraph must include both the strengths and weaknesses developed from the Command Climate Survey Scoring Worksheet.  Format and structure are not the focus.

3.
You will share your findings with the class, so you also need to justify why you selected those climate areas to focus on.  (Give groups 15 minutes for activity and 5 minutes for each group to present findings.)

NOTE: 
After each group presents, ask the other groups to provide feedback.

Process the activity as follows:


1. What happened during the exercise? 

Expected responses:  Couldn’t come to a decision on what to focus on.  Each had different focus.

2. How can you apply this in your current job?

Expected responses:  Surveys can help figure out what problem areas there are.  Think about their impact. 

3.  How can you apply this in the future?

Expected responses:  Help when I take command.  Focus on my role in the unit.

Now we have completed the first step in our 3-step process:  “Determining the health of a unit.”  But by summarizing and reviewing the findings, you have also taken the second of our three steps, “Identify the climate areas you want to influence.”

D.
ENABLING LEARNING OBJECTIVE 4

Action:
Develop a sample plan to maintain or improve the command climate of a unit.

Conditions:
In a classroom setting, given a practical exercise and the CCS completed in class.

Standard:
Developed an action plan that included the following:  definition of the problem, method (how it will be solved), implementor (who is responsible for carrying out the actions), when (suspense dates), measurement (how objective will be evaluated)

Learning Step/Activity 

Method of instruction:  PE # 3
Instructor to student ratio is:  1:16
Time of instruction:  0:50
Media:  VGT, PE #3, Student Handout (App C) and previous case study (PE #1, Student Handout (App C)
Purpose/Instructor Notes:  The purpose of this activity is to allow students to experience developing their own action plan.  Each group will present their findings and get feedback from the group on their plan.  The worksheet provides an outline for students to work from.  Have students form back into the groups they were in during the previous exercise.

a. In our last activity, you summarized the areas your unit is doing well in and the areas that need improvement.  Now you are going to take the final step and develop an action plan.

b. In your groups, select the weakness area you think is most critical from your summary statement and develop an action plan that includes all of the five components listed on the VGT (below).  Some of the components you will have to improvise but use your creativity to come up with a viable response.  To make it easier, I have provided you with a check sheet to make sure you include all the necessary components.  Use the Butcher Block to outline your plan.  You will present your final product to the class.


NOTE:
Show VGT 5 and leave for reference. PE #3, Student Handou (App C)

NOTE:
Give groups 20 minutes for activity and 5 minutes for each group to present findings.

After each group presents, ask the other groups to provide feedback.  Make sure they have included all items from the checklist.

Process the learning activity with the following questions:

Question:  What happened in your group?

Expected responses:  Couldn’t decide on which one to use, many methods to fix it.  Who to call in to assist.

Question:  How can you apply it in your job?

Expected Responses:  Work in a group to make a decision, form can be used for other actions.

c.  Even though we focused on the areas that need improvement for our action plan, it is also important to make sure that areas that are doing well continue to do well.  It is very easy to focus on the negative but the good things going on within the unit also need time and attention to make sure they stay that way.


SECTION IV
SUMMARY


NOTE:  
Inform the students of the enabling learning objective requirements

Review/
Make sure you repeat the terminal learning objective of the lesson.

Summarize
Method of Instruction:  CO
Lesson 
Instructor to student ratio is:  1:16
Time of instruction:  0:10
Media:  None

At the beginning of this block of instruction, we looked at global climate and related it to climate of a unit.  We went from the big picture and focused down on the individual unit.  We figured out what command climate is and what makes a good one and what doesn’t.  We worked on a process to improve command climate.  Let’s talk about what happened.


Check on
Check the learning by facilitating a discussion using the following questions:

Learning


How has your concept of Command Climate changed?

Expected Response:  Not to be taken for granted.  Overarching impact.

How did going through this process affect your view of developing a Command Climate?

Expected response:  More complex than expected.  Simpler than expected.

How can you apply what you have learned to your future career?

Expected response:  Make sure I give the CCS and take a good look at the leadership.

Ask if they have any unresolved questions or issues about establishing a positive Command Climate 

Tell the students that the evaluation/PE will give them the opportunity to practice on their own the development of a positive command.


SECTION V
STUDENT EVALUATION

Testing
Complete Evaluation in  Appendix B

Requirements
Time of evaluation:  0:50


Evaluation
70% for Passing 
 Standard:




Feedback
Provide feedback as necessary.

Requirement



APPENDIX A
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APPENDIX C

PRACTICAL EXERCISES AND SOLUTIONS

APPENDIX D
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STEPS IN ESTABLISHING A

POSITIVE COMMAND CLIMATE

Step 1

Determine the “Health”

of the Organization

Step 2

Identify Climate Areas You Want to Influence

Step 3

Develop and Implement Action Plan
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CLIMATE AREAS

		ROLE MODELING



		REPORTING PROCEDURE



		RESPECT



		SEXISM



		SEXUAL HARASSMENT



		STRESS



		TRAINING SCHEDULES



		TRANSITION TO UNIT



		MORALE



		COUNSELING/COACHING



		DISCRIMINATION



		LEADER ACCESSIBILITY



		LEADER CONCERN FOR 



  FAMILIES

		LEADER CONCERN FOR 



  SINGLE SOLDIERS

		NCO LEADERSHIP



		OFFICER LEADERSHIP



		QUALITY OF TRAINING



		RACISM



		UNIT COHESION



		UNIT READINESS










