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The Purpose of This Training Program

· AR 600-20 (Command Policy) requires Commanders of company-size units to conduct the Command Climate Survey (version 3.0) within 90 days of assumption of command and 12 months later.

· The Command Climate Survey provides you with a tool for reviewing the climate of your Unit.

Why Is Climate Important?

· Climate factors such as leadership, cohesion, morale, and the human relations environment have direct impact on the effectiveness of your Unit.

Methods to Assess Climate

· Commanders use a variety of mechanisms to assess the attitudes, opinions and state of readiness of the soldiers within their command.

· These include:

· everyday observations, one-on-one conversations,

· staff/unit meetings,

· sensing sessions,

· unit records,

· surveys.

Value of A Survey Process

· Surveys provide Commanders with a unique wide-angle view of a variety of key factors which effect their Units’ state of readiness:

· by gathering input from potentially all unit members,

· at the same point in time,

· anonymously and confidentially.

Perception and Reality

· Surveys measure what soldiers think and believe.

· What soldiers think and believe affect their behavior.

Example:
If soldiers believe that a Commander will be difficult to go to when they have a problem, they may not even try to see him/her regardless of whether—in reality—seeing the Commander is easy or difficult.

Value of a Survey to a Commander

Surveys can help Commanders:

· set priorities,

· lay the groundwork for group problem-solving on unit effectiveness,

· measure changes in attitudes,

· compare their unit to other units - normative data (typical or average responses to a survey item; may also include benchmark information - top scores).

The Role of the Commander

The Commander must:

1.
Establish a positive climate in which to administer the survey.

2.
Ensure proper survey administration.

3.
Analyze and interpret their survey results.

4.
Prepare for and conduct feedback sessions with their unit.

5.
Develop action plans using survey results and feedback sessions.

6.
Implement an action plan.

7.
Conduct follow-up sessions to assess effectiveness of action plans.
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Preparing for Survey Administration

Preparing your unit to take the survey will help:

· establish a constructive climate that encourages an open, frank discussion and,

· emphasize the importance and potential benefits of the process.

Communicating About the Survey: What

Commanders communicate to soldiers:

· the purpose of the survey,

· how it will be used,

· how anonymity will be protected.

Communicating About the Survey: How

· Personally introduce the survey at unit meetings,

· Use official bulletin and e-mail.

· Administer the survey during the work day.

· Tell unit members that their participation is voluntary and anonymous.

· Explain how anonymity is protected by the survey software.

You may find the memo on the following page helpful when inviting personnel to participate in the survey.

MEMORANDUM 

INTERNAL MEMORANDUM

TO:  Unit


DATE:

FROM:  Commander
SUBJECT:  Command Climate Survey

On DAY MONTH, 19xx to DAY MONTH 19xx all military personnel of the FILL IN UNIT are invited to participate in a Command Climate Survey. The purpose of the survey is to help us improve the effectiveness of our unit. The information will be fed back at staff meetings after it has been data processed. This survey will be administered on our Local Area Network and you are invited to fill it out.

Your cooperation is greatly appreciated.

Thank You

Commonly Asked Questions

Commonly asked questions by survey participants

Q. Will I be told about the results?

A.
Yes, you will be told about a summary of the survey results.

Q. Will my Commander see my questionnaire? 

A. No information which might possibly identify an individual is 
presented to the Commander.

Q. I don't understand this question. I'm not sure how to respond.

A. Note to Survey Proctor: If you feel you are able to provide the soldier with an explanation of the question, go ahead. If you do not feel you are able to, or the soldier still seems confused after your explanation, suggest that he/she leave the item blank, and continue on the next item.

Q. If the survey is confidential, why do they ask me for my gender?

A. These questions provide important information on a total basis. For example, do women feel differently about a topic than men. As you can see, having this information would be very helpful, especially if there are problems which we are unaware of. These items are only looked at on a total organizational basis and only when five or more people have responded in each demographic category. However, if you still feel uncomfortable answering any of these items, simply leave them blank.

Q.
There are only three people in my unit, won't command be able to identify me?

A.
Computer reports are prepared for grouped data, with five or more responses.
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Reading the Printout of Your Results

· Once your unit has completed the Automated Command Climate Survey, you can view your results through reports or charts.

· Reports show your data in detailed statistical table format with averages, standard errors and percentages.

The standard error measures how widely responses are dispersed from the average (mean).

The most important information in your report are the averages and percentages.


· Charts show your data in presentation format.

Reports

Reports:

· available from the "GOARMY.exe" file,

· can be viewed on the screen, sent to a printer, saved on a disk or saved as an Excel file.
Sample Report

SAMPLE DATA LINE FROM SECTIONS 1 AND 3
For the first report section where all answer options are displayed:

	

Strongly Agree
	


Agree
	Neither Agree Nor Disagree
	


Disagree
	

Strongly Disagree
	


Totals
	


Avg
	


SE

	20
	60
	20
	0
	0
	100%
	
	

	2
	3
	1
	0
	0
	5
	4
	0.707


For the third report section where a COMPACT analysis (collapsed scale) is displayed:

	Strongly Agree/
Agree
	Neither Agree Nor Disagree
	Strongly Disagree/Disagree
	

Totals
	

Avg
	

SE

	20
	60
	20
	100%
	
	

	2
	3
	1
	5
	4
	0.707


Types of Reports

Six standard reports are available if the required number of people responded to the survey:


1. All Unit Members—shows results for all respondents


2. Males


3. Females


4. Black


5. White


6. Other

A Note From the Army
Army Info Paper - GOARMY.exe

Subject: Automated Army Command Climate Survey

1.
PURPOSE. Provide information on the use of the automated Army Command Climate Survey.

2.
DISCUSSION

a.
The enclosed disk contains the automated Army Command Climate Survey. Developed at the request of the Chief of Staff, Army, this survey provides you, the company (or equivalent) commander, with a tool to assess your unit's command climate. The survey results can help you identify strengths and areas of concern and can help you to make your unit even better.

b. The automated program is menu-driven. The disk contains two files; "GOARMY.EXE" and "CHART.EXE". These two files are all you need to develop your survey, administer it to your soldiers, compile the data, and analyze and report the results. To facilitate ease of use, it is important that you read and follow the instructions in the "ReadMe1st" file in the Help Menu.
c. The survey consists of 24 basic questions on a variety of topics and 2 comment questions for narrative comments. In addition to the preset questions, the survey program allows you to add 10 additional questions of your own design: 7 multiple choice questions and 3 comment questions.

d.
Once administration has been completed and the data compiled, you can display or print a variety of reports in several different formats. You may also be able to analyze the data by gender and racial/ethnic background.

e.
The program automatically encrypts the data to protect your soldiers' anonymity. In addition, reports of results grouped by gender or racial/ethnic background will be unavailable unless a minimum of five soldiers of that group (such as at least five males and five females) have taken the survey.

f.
The final results of the survey are yours. The survey results will help you determine your unit climate—in relation to what you want it to be—and assist in your development and implementation of actions to attain that goal.

g.
To use the survey, insert the enclosed floppy disk containing the files "GOARMY.EXE" and select one of the following methods:



· From the DOS prompt: Type "GOARMY" and press "Enter".

· From the Windows 3.1: Use File Manager to select "GOARMY".

· From Windows95: Use Windows Explorer to select "GOARMY". 

h.
Once your survey is completed, you can create and display or print charts of your data. To do this, use one of the methods outlined in paragraph 2g to run “CHART”.

I.
Remember to read the “Readme1st” file before you begin. Take time to do this. Good luck!

Army Personnel Survey Office/703.617.7803.ari-apso@ari.army.mil

Reading Your Results Printout

Each report contains three sections:

· Section 1 displays all the percent responses for each answer option in the scale.

· Most of your questions will be multiple-choice questions where the responses are indicated on an answer scale.

· For example, here is a typical 5 point answer scale:

· Strongly Agree

· Agree

· Neither Agree Nor Disagree

· Disagree

· Strongly Disagree

· Section 2 displays the comments typed in by the soldiers.

· Section 3 simplifies your data into a 3-point scale.
Reading Your Results Printout - Comment Question

· The comment questions on your survey are the questions that do not have an answer scale (not multiple choice). These are the questions that respondents “write-in” their answers. Each respondent’s comment is displayed separately.

· Remember that some respondents may not respond to any or all of the comment questions. Therefore, the number of comments may not be equal to the number of respondents.
Reading Your Results Printout - Collapsed Scale
(3 point scale)

· A collapsed scale (called a COMPACT analysis) on your reports simply collapses the answer scale into a smaller set.

· For example, the five point scale of:

· Strongly Agree

· Agree

· Neither Agree nor Disagree

· Disagree

· Strongly Disagree

· Can be collapsed into a three point scale, as follows:

· Strongly Agree/Agree

· Neither Agree nor Disagree

· Disagree/Strongly Disagree

Charts

· Each of the following are available to you through the Chart.exe file. There are five different types of charts:


1.  Vertical bar chart


2.  Horizontal bar chart


3.  Pie chart


4.  Table of results


5.  Summary of results


· Table of results show, by question, responses either by counts or percents.

· Summary of results displays results in a collapsed scale for all questions with an answer scale.

· Charts and tables can be done for all respondents or for selected groups.

Reading Your Results Printout -
Vertical Bar Chart Using Percents

· The percent response is shown on the vertical axis and the response options are shown on the horizontal axis. The actual percent of response per answer option is displayed above each block.

U.S. Army Command Climate Survey Results
All Unit Members

1. Officers in this unit care about what happens to their soldiers.
Reading Your Results Printout -
Horizontal Bar Chart Using Percents

· The response options are shown on the vertical axis and the percent response is shown on the horizontal axis. The actual percent of response per answer option is displayed to the side of each block.

U.S. Army Command Climate Survey Results
All Unit Members

1. Officers in this unit care about what happens to their soldiers.

Reading Your Results Printout -
Pie Chart Using Percents

· This is an example of a pie chart using percents. Each section of the “pie” represents the number of responses for the answer option indicated.

U.S. Army Command Climate Survey Results
All Unit Members

1. Officers in this unit care about what happens to their soldiers.

Reading Your Results Printout - Table of Results

· The table of results displays for each multiple choice question, the answer options, the number of responses and percent of responses. Note that you can display only the number of responses, only the percent of responses or both.

Army Command Climate Survey Results
Unit Members

1. Officers in this unit care about what happens to their soldiers


5=Strongly Agree


6
26.09
4=Agree




5
21.74
3=Neither Agree Nor Disagree

6
26.09
2=Disagree



4
17.39
1=Strongly Agree


2
8.70
Reading Your Results Printout - Summary of Results

This is an example of a section of a page from the Summary of Results available through the CHART.exe file. Note that the scale is collapsed and that you are given both the number of respondents (the count) and the percent response for each answer item as well as the total.

	
	Strongly Agree/
Agree
	Neither Agree Nor Disagree
	Strongly Disagree/
Disagree
	

Total

	Q1. Officers in this unit care about what happens to their soldiers
	
11
(48%)
	
6
(26%)
	
6
(26%)
	
23
(100%)

	Q2. NCOs in this unit care about what happens to their soldiers
	
12
(52%)
	
5
(22%)
	
6
(26%)
	
23
(100%)

	Q3. Enlisted members in this unit care about what happen to each other
	
12
(52%)
	
5
(22%)
	
6
(26%)
	
23
(100%)

	Q4. It is easy for soldiers in this unit to see the CO about a problem
	
10
(44%)
	
7
(30%)
	
6
(26%)
	
23
(100%)

	Q5. It is easy for soldiers in this unit to see the ISG about a problem
	
11
(48%)
	
4
(17%)
	
8
(35%)
	
23
(100%)
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Purpose

The purpose of analyzing your data is to develop a set of:

1.
Strengths for your unit -
Items where a strong majority of soldiers in your unit have favorable views.

2.
Areas for improvement for your unit -
Items where 20% or more of the soldiers have unfavorable views, or items where any percentage of unfavorable views is intolerable—zero tolerance items, e.g., sexual harassment, discrimination. A Commander may wish to select any item in the survey as subject to a zero tolerance rule, e.g., preparedness for wartime duties.

Four Ways to Analyze Survey Data

1.
Favorability Analysis -
An analysis of the favorable, neutral and unfavorable percentages for each of your items.

2.
Norm Differences -
The difference between the results for your unit compared with U.S. Army norms.

3.
Content Differences -
The differences in results among content areas (e.g., readiness versus caring, caring by NCO’s versus caring by officers).

4.
Trend Differences -
The differences in results for your unit from one time period to another. Data of this sort requires at least two survey administrations.

Guidelines for a Favorability Analysis

· Refer to your COMPACT analysis as you follow these guidelines.

· The guidelines that follow are Rules of Thumb, Commanders must ultimately apply their own judgment in determining favorable, unfavorable and zero tolerance issues.

Definitions for a Favorability Analysis

· Favorable, Neutral, Unfavorable for each item is defined as follows:

	Favorable
	Neutral
	Unfavorable

	Q109. Strongly agree, agree
	Neither agree nor disagree
	Strongly disagree, disagree

	Q12. None, slight
	Moderate
	Extremely high, very high, high

	Q14. Extremely, very
	Moderately
	Slightly, not at all

	Q15-17. Very great, great
	Moderate
	Slight, not at all

	Q18. Very well, well
	Moderately
	Not well, not at all well

	Q19. Very high, high
	Moderate
	Low, very low

	Zero Tolerance Items

	Q10-11. No
	
	Any yes

	Q20-22. No
	
	Any yes


Definitions for a Favorability Analysis (cont’d)

· Label each item as follows:

	Label
	% Favorable
	% Unfavorable

	VF-Very Favorable
	75% or higher
	Less than 20%

	F-Favorable
	65-74%
	Less than 20%

	MF-Moderately Favorable
	66-64%
	Less than 20%

	Q-Questionable
	Less than 55%
	Less than 20%

	MU-Moderately Unfavorable
	Any percent
	20-24%

	U-Unfavorable
	Any percent
	25-29%

	VU-Very Unfavorable
	Any percent
	30% or higher

	ZTV-Tolerance Violation
	Any percent
	1% or higher


Questionable Results

· Questionable Results are items where a large percentage of responses are in the neutral category and less than 55% are favorable and less than 20% are unfavorable.

· Possible reasons for neutral responses:

· respondents did not have a strong opinion one way or another,

· respondents had an equal mixture of strong positive and negative views.

· Group discussion can help determine which of the above reasons apply to questionable items.

Guidelines for Interpreting Norm & Trend Differences

· Examine the percent favorable differences between your unit and the Army norm.

· Label each item for which there are norms as shown on the next page.
Guidelines for Interpreting Norm Differences

Your unit comparison is . . .

	Small Units
(under 15 Respondents)
	Large Units
(More than 15 Respondents)

	MP-More Positive
At least 15% more favorable
than the norm
	
At least 10% more favorable
than the norm

	EQ-Equal
Less than a 15% difference (more or less favorable than the norm)
	Less than a 10% difference
(more or less favorable
than the norm)

	LP-Less Positive
At least 15% less favorable
than the norm
	
At least 10% less favorable
than the norm

	NA-Norm Not Available
	--


· Also, pay attention to patterns of differences between your unit and the norms. For example, if your unit is consistently 5-9% less favorable on most items this may indicate there is a problem.

· The same rules above apply for trends when you have at least two survey administrations.

Understanding and Interpreting
Your Results Printout

· Major Strengths - items where your unit’s results are favorable or very favorable and more positive than the norms.

· Major Areas for Improvement - items where your unit’s results are questionable to very unfavorable and less positive than the norms.

· Zero Tolerance Items - items with any percentage of unfavorable responses are also major areas for improvement.

Guidelines: Preparing Lists of Strengths
and Areas for Improvement

General Principles:

· Generally list only 3-5 strengths and 3-5 areas for improvement. Listing more is permissable but may lead to loss of focus.

· In making your choices put primary emphasis on your favorability analysis and secondary emphasis on your norm differences.

· Why? If your unit’s percentages on an item are very favorable, the item remains favorable even though it may be less positive than the norm. Similarly if the item is very unfavorable, it still remains unfavorable even though it may be more positive than the norm.

Selecting Strengths

Select your 3-5 strengths in the following order: 

	Favorability
	Norm Differences

	1  (VF) Very Favorable
	(MP) More Positive

	2  (VF) Very Favorable
	(EQ or N/A) Equal or Not Applicable

	3  (VF) Very Favorable
	(LP) Less Positive

	4  (F) Favorable
	(MP) More Positive

	5  (F) Favorable
	(LP) Less Positive

	6  (F) Favorable
	(MP) More Positive


Selecting Areas for Improvement

· Select your 3-5 areas for improvement:

· Always include zero tolerance violation items (ZTV) as areas for improvement
Choose other areas for improvement in the following order:

Select your 3-5 areas for improvement: 

	Favorability
	Norm Differences

	1  (VU) Very Unfavorable
	(LP) Less Positive

	2  (VU) Very Unfavorable
	(EQ or N/A) Equal or Not Applicable

	3  (VU) Very Unfavorable
	(MP) More Positive

	4  (U) Unfavorable
	(LP) Less Positive

	5  (U) Unfavorable
	(EQ or N/A) Equal or Not Applicable

	6  (U) Unfavorable
	(MP) More Positive

	7  (Q) Questionable
	(LP) Less Positive

	8  (Q) Questionable
	(EQ or N/A) Equal or Not Applicable

	9  (Q) Questionable
	(MP) More Positive


Strengths Summary Form

Strengths

Item Content

	
(Item Number)
	
% Fav
	
% Neut
	
% Unfav
	Norm Difference

	1.
	
	
	
	

	2.
	
	
	
	

	3.
	
	
	
	

	4.
	
	
	
	

	3.
	
	
	
	

	5.
	
	
	
	


Areas for Improvement Summary Form

Areas for Improvement

Item Content

	
(Item Number)
	
% Fav
	
% Neut
	
% Unfav
	Norm Difference

	1.
	
	
	
	

	2.
	
	
	
	

	3.
	
	
	
	

	4.
	
	
	
	

	3.
	
	
	
	

	5.
	
	
	
	


Developing a Summary Statement

· A summary statement is a short paragraph describing your results: strengths, areas for improvement and areas requiring greater understanding.

· For example:

Assume the following results were obtained – what summary statement would 
you make?

Reading Your Results Printout –
Summary of Results

Summary Report
Analysis:  All Unit Members


	{VF/MP}

	1.  Officers in this unit care about what happens to their soldiers

	{Favorable}
Strongly agree/Agree
	{Neutral}
Neither agree nor disagree
	{Unfavorable}
Strongly disagree/Disagree
	{Army Norm}

% Favorable

	86%
	14%
	0%
	{76%}


	{F/EQ}

	2.  NCOs in this unit care about what happens to their soldiers

	{Favorable}
Strongly agree/Agree
	{Neutral}
Neither agree nor disagree
	{Unfavorable}
Strongly disagree/Disagree
	{Army Norm}

% Favorable

	73%
	7%
	0%
	{74%}


Reading Your Results Printout –
Summary of Results (cont’d)

Summary Report
Analysis:  All Unit Members


	{VF/EQ}

	3.  Enlisted members in this unit care about what happens to each other

	{Favorable}
Strongly agree/Agree
	{Neutral}
Neither agree nor disagree
	{Unfavorable}
Strongly disagree/Disagree
	{Army Norm}

% Favorable

	86%
	14%
	0%
	{85%}


	{Q/LP}

	5.  it is easy for soldiers in this unit to see the ISG about a problem

	{Favorable}
Strongly agree/Agree
	{Neutral}
Neither agree nor disagree
	{Unfavorable}
Strongly disagree/Disagree
	{Army Norm}

% Favorable

	44%
	52%
	4%
	{61%}


	{U/LP}

	9.  I receive the training I need to do the job well

	{Favorable}
Strongly agree/Agree
	{Neutral}
Neither agree nor disagree
	{Unfavorable}
Strongly disagree/Disagree
	{Army Norm}

% Favorable

	57%
	17%
	26%
	{68%}


	{ZTV/EQ}

	20.  During the last 12 months have YOU been sexually harassed by someone in  
       this unit?

	{Favorable}
No

	{Unfavorable}
Yes, but it didn’t affect me
	{Unfavorable}
Yes, and it did affect me
	{Army Norm}

% Favorable

	86%
	14%
	0%
	{85%}


sample Summary Statement

The summary statement would be:


“Our unit’s strengths center around caring and our areas for improvement include training and instances of sexual harassment. We also need to develop an understanding of the responses on the ease of seeing the ISG because over half of the soldiers chose the middle category.”
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Action Planning and Implementation
General Principles

· As a Commander you are expected to develop action plans based on your Command Climate Survey results. You can be assisted in this regard by:


1.
Applying the principles of effective action planning and 
implementation (which is the focus of the chapter).


2.
Reviewing your strengths and areas for improvement 
developed in the analysis phase.


3.
Conducting a feedback session with your unit.

Factors in Developing and Implementing
Effective Actions

· Adopt a positive approach.

· Optimism - Anything which is attended to can be changed for the better;

· Ownership - Do your part even when the solution is not completely under your control;

· Simplicity - One practical and visible improvement is above average performance.

· Use support resources:

· talk to other Commanders,

· contact the U.S. Army Research Institute for the Behavioral and Social Sciences (ARI),

· contact subject mater experts,

· refer to publications,

· conduct a unit feedback meeting - soldiers are an invaluable resource for action ideas.

Formulate a Comprehensive Action Statement

· Fact-based - the problem the action addresses must be supported by facts:

· survey data - areas for improvement,

· narrative comments,

· unit feedback meeting input.

· Clarity - the action statement must be explicit and include:

· definition - what is the problem,

· method - how it will be solved,

· implementor(s) - who is responsible for carrying out the steps,

· when - suspense dates and check point dates,

· measures - state the objective for your action in quantitative terms.

· Measurement - the effects of the action should be measured:

· use another iteration of the Command Climate Survey,

· hold sensing sessions with soldiers.

Comprehensive Action Statement

“One quarter of the soldiers in my unit do not feel (disagree) that it is easy to see the Commander about a problem. I would like to reduce this response to 0%. I will rearrange my schedule to be available to address soldier’s problems every Tuesday from 1500 to 1700 hours. I will announce this on the bulletin board this Friday. I will re-survey the unit in 6 months to check progress on this issue.” 

EXAMPLES OF IMMEDIATE ACTIONS A UNIT CAN TAKE

· Taking immediate action on soldier’s concerns is sometimes possible. This has the following beneficial effects:

· Practical – it fixes a problem,

· Relationship – it demonstrates to soldiers that Commanders listen and care. 

TRUE STORIES OF IMMEDIATE ACTION SITUATIONS GENERATED BY SURVEY FEEDBACK

· A safety/security issue in a retail store—

· Problem—The back door of a loading area did not have a “peep” hole. If someone knocks, they can only be identified by opening the door. This creates a security/safety problem, especially at night. 

· Solution—“Peep” holes were installed.

· A working condition problem on an assembly line—

· Problem—The music piped into the assembly area was universally disliked by the workers. This situation interfered with their concentration and peace of mind.

· Solution—The music was shut off. 

· A management behavior problem in an engineering department—

· Problem—A manager was rated poorly by his employees because they thought he did not follow through with their concerns. The manager actually fought hard for his employees but felt uncomfortable about revealing his actions because he felt it was boastful to do so.

· Solution—He periodically revealed to employees what he had done to follow up on their concerns.

Action Plan Reporting Format

An action plan format consists of three sections:

1.
Strengths to Maintain

2.
Actions My Unit Can Take

2. Actions Requiring Resources Outside My Unit

1.  Actions to Maintain Strengths

	Survey Result
	Action
	By Whom
	Suspense
	Comments



	1.
	
	
	
	

	2.
	
	
	
	

	3.
	
	
	
	

	4.
	
	
	
	

	3.
	
	
	
	

	5.
	
	
	
	


2.  Areas for Improvement - Actions My Unit Can Take

	Survey Result
	Action
	By Whom
	Suspense
	Comments



	1.
	
	
	
	

	2.
	
	
	
	

	3.
	
	
	
	

	4.
	
	
	
	

	3.
	
	
	
	

	5.
	
	
	
	


3.  Areas for Improvement -
     Actions Requiring Resources Outside My Unit

	Survey Result
	Action
	By Whom
	Suspense
	Comments



	1.
	
	
	
	

	2.
	
	
	
	

	3.
	
	
	
	

	4.
	
	
	
	

	3.
	
	
	
	

	5.
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Feedback Meetings with Your Unit

· Value of the Feedback Meeting

· Planning the Meeting

· Conducting the Meeting

Feedback Meetings with Your Unit - Value

· Feedback meetings with soldiers can assist a Commander to:

· understand the meaning and causes of survey responses,

· generate ideas to address issues.

Planning the Meeting

· Arranging time, place and number attending

· Preparing an agenda

· Preparing visual aids

Arranging Time

· Time - allot 1- 1.5 hours

· 10-20 minutes - presentation of data,

· 20-30 minutes - discussion of meaning of data,

· 30-40 minutes - discussion of action.

Place and Number Attending

· Place -
a room set up for a group discussion (e.g., U-shaped arrangement of chairs)

· Number Attending - 
the group should be small enough to allow discussion

· For small units (less than 25 soldiers) - conduct one session

· For large units (more than 25 soldiers):

· conduct one session with your direct reports; then,

· either personally conduct several smaller sessions with your unit, or delegate conducting the sessions to direct reports.

Preparing an Agenda -
Objectives of the Meeting

· First introduce the objectives:

· to share the data,

· to ensure soldiers feel free to speak openly,

· to obtain further understanding of the results from the soldier’s point of view,

· to obtain reactions to proposed action and solicit other ideas for action.

Preparing an Agenda -
Understanding Your Survey Results

· Next, deal with understanding your survey results (opening the loop):

· present your charts and summary statement,

· solicit further understanding from the soldiers.

· Then, deal with actions (closing the loop):

· present your actions,

· solicit comments about your proposed actions,

· solicit other action ideas from soldiers,

· design comprehensive action statements - who does what and when,

· define how follow-up will be handled to check progress.

Preparing an Agenda - Sample Agenda

· Objectives - Why We Are Here

· Review Unit Results

· Discuss Results

· Proposed Action Plan

· Discussion of Action Plan

· Next Steps

Preparing Visual Aids

· Refer to your findings from the analysis phase;

· Use the CHART.exe program or create your own flipcharts or slides;

· Show collapsed scales or all response categories.

· Organize your slides as follows to show a balanced picture of the results:

· strengths,

· questionable or surprising results,

· areas for improvement,

· summary,

· your action plan.

Conducting the Feedback Meeting

· Presenting objectives

· Explaining the ground rules

· Presentation flow

· Listening skills

· Productive statements to stimulate discussion

· What not to do

· Summary of constructive feedback behaviors

Objectives of the Feedback Meeting -
“Why We Are Here”

· Fulfilling the promise to share data with soldiers;

· Gaining understanding from the soldier’s point of view;

· Soliciting suggestions for improvement - soldiers have
ideas for action;

· Ensuring there is a commitment to action. Participation leads to greater commitment.

Example:
Presenting Objectives of the Feedback Meeting

· “We are here to review the survey results of our unit, determine priority issues and discuss possible solutions. We will also discuss our strengths and how to maintain them. Although I am responsible for putting together our action plan I need your help.”

Explain the Ground Rules and Set the Climate

· The data entry and analysis programs make it impossible to identify individuals;

· I (the Commander) am not interested in who answered negatively or positively to any question;

· I will assume all input from soldiers is given for the good of the unit as a whole;

· All input will be voluntary - nobody will be singled out.

Explaining the Ground Rules

· I do not know how any individual answered the survey. There are safeguards in the Command Climate Survey program that make this impossible.

· I am also not interested in, nor do I want to know, how any individual answered a given question in the survey. When we deal with areas for improvement. I would like everyone here to put themselves in the position of someone who thinks this area can be improved. In this way we can speak freely about possible problems and solutions without revealing how we answered a particular item.

Presentation Flow

· First, go through all your slides:

· take no more than 1/4 of allocated time,

· stop only for questions of clarification,

· no debate on the wording of the items.

· Then, key in on slides you want to discuss with your unit:

· deal with less controversial areas first,

· solicit (not force) full participation - ask for help.

· Summarize elicited feedback - make sure soldier has been understood:

· rephrase what was said,

· ask whether your understanding was accurate.

· Then discuss action plans:

· ask whether your actions are on target,

· solicit other ideas for action,

· discuss unintended negative consequences for proposed actions.

· Conclude with a summary and follow-up responsibilities.

Listening Skills

· Respect all inputs - respecting an input does not imply that you agree with it;

· Paraphrase inputs to check understanding;

· Take all ideas seriously;

· Publicly record all inputs:

· use an easel chart or white board to record inputs,

· ask a soldier to act as the recorder.

Productive Statements/Questions
to Stimulate Discussion

· “Survey responses only tell me part of the story. I will need your help to understand the specific causes for our strengths and areas for improvement.”

· “What are the possible reasons for an unfavorable (favorable) response to this item?”

· “Although some of the causes for a result like this may appear to be out of our control, we must always consider what this unit can do to be part of the solution.”

What to Avoid

Putting Soldiers on the Spot

Incorrect Approach:
Commander: “Corporal Smith (a female), what can you tell me about sexual harassment in this unit?” 
or
Sergeant Jones, I know you have strong feelings about our readiness for wartime duties. I’d like you to start the conversation.”

Correct Approach:
Commander: “Regardless of how you answered this question, what are possible reasons for anyone to be unfavorable.”

Accepting a Single Individuals’ Input as a Consensus

Soldier: “Everyone here believes . . .”

Incorrect Approach:
Commander: “This has to be a major problem because everyone here believes this.”

Correct Approach:
Commander: “How do the rest of you feel about this?”

Eroding Self-Esteem by Discounting Someone’s Input

Soldier: “I believe unfavorable responses in this area are caused by . . . “

Incorrect Approach:
Commander: “If you had a broader perspective, like people at my level, you wouldn’t feel that way.”
or
“I’m surprised a person with your experience would say that.”

Correct Approach:
Commander: “Thanks for your input. Let us record that as part of our list for probable causes.”

Acting As if You Know All the Answers

Incorrect Approach:
Commander: “The reasons for this response are clear to me, they are . . . “

Correct Approach:
Commander: “I have some ideas in this area but, before I tell you what they are, I need your input because you are close to the situation.”

Blaming the Unit for Unfavorable Responses

Incorrect Approach:
Commander: “I thought we had already dealt with this area. Now what’s the problem?”

Correct Approach:
Commander: “We need to take a fresh look at this situation. I welcome your input.”

Excluding Soldiers from their Responsibilities to Improve the Situation

Incorrect Approach:
Commander: “I’ll handle the situation. I know exactly what to do.”

Correct Approach:
Commander: “We all have a stake in this. I have an understanding of what I have to do. I’d like to discuss what you have to do.”

Summary of
Key Constructive Feedback Meeting Behaviors

· Encourage input by asking for help

· Understand the problem before planning action

· Don’t put soldiers on the spot

· Respect all inputs

· Share responsibility for action
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