LESSON THREE

ANSWER KEY AND FEEDBACK
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REQUIREMENT 1:

Complete the assessment of the cohesiveness of the Supply Company.

a.
Classify your observations in terms of the factor areas of unit cohesion.

b.
Evaluate or rate your observations in terms of their contributions to unit cohesion.

NOTE:  To successfully complete the practice exercise you should classify and rate a minimum of 5 observations.

FACTORS OF UNIT COHESION WORKSHEET

LEADERSHIP

Leaders are both competent and caring and trust and respect their soldiers. Leaders clearly communicate standards, expectations, and values to their soldiers. Leaders conduct realistic, challenging training and train their unit as a team.

(-)
SSG Bennitti said he could not trust his soldiers.

(+)
1SG Valencia set clear unit goals for the week.

(-)
SSG Frost and SSG Mobil's comments indicate they don't respect SSG Bennitti.

(-)
1SG Valencia said, "SSGs Mobil and Frost always seem to antagonize SSG Bennitti."

GROUP (UNIT) CHARACTERISTICS

Soldiers identify with and are committed to their squad, platoon and company.  Group standards support unit standards.  The groups in the unit cooperate with each other.  Membership in groups outside the organization doesn't detract from unit cohesion. Soldiers feel a sense of pride in the group and want to remain part of the group.

(+)
The class V and petroleum sections wrote their own cadence call.

(-)
The supply and class V sections don't cooperate.

(+)
The class V section had previously volunteered to help the supply section.

(-)
The PVT who met the new soldier feels his section is the worst in the Army.

(-)
SSG Frost would rather have his section pull details than help out the supply section.

INDIVIDUALS IN THE UNIT

The soldiers and leaders know each other.  Individual abilities and initiative are recognized and rewarded.  Soldiers are competent and rely on each other.  The soldiers feel they are valuable, contributing members of the unit.

(-)
The PVT who met the new soldier feels his section is the worst in the Army.

(+)
SSG Mobil recognized the initiative of SPC Lake.

(-)
SSG Frost would rather have his section perform details than help the supply section.

(-)
1SG Valencia said, "SSGs Mobil and Frost always seem to antagonize SSG Bennitti."

(-)
SSG Bennitti says he spends most of his time, "telling his soldiers what to do and how to do it."

(-)
MAJ Cargo said, "I've heard some complaints about your people arguing with each other when units come to pick up supplies."

UNIT SOCIALIZATION

Unit socialization is the way new soldiers acquire the skills, knowledge and attitudes unique to the unit.  The stages of soldier team development guide the unit through the socialization process.  Soldiers adopt the standards and values of the unit. Leaders are available to the soldiers and by their actions become role models for the soldiers.

(+)
SSG Mobile came to the orderly room to meet his new soldier.  He took the time to get him settled and made him feel welcome.

(-)
SSG Bennitti sent a PVT to meet his new soldier.  The PVT told the new soldier that he had just landed in the worst section in the Army.

UNIT AND INDIVIDUAL GOALS AND OBJECTIVES

The unit has clearly defined goals and objectives, which the soldiers understand.  Leaders are aware of and support individual soldier goals.  Leaders involve subordinates in establishing unit goals when appropriate.  Unit goals are mission-oriented goals.

(+)
The 1SG clearly stated the unit goals for the week.

UNIT ACTIVITIES

Unit activities are everything a unit does.  Training is the primary unit activity during peacetime.  Unit activities involve all unit members and their families whenever possible.  Off duty unit activities serve to unite rather than divide the unit. Competition is used constructively.

(-)
Only 3 soldiers from the supply section participated in the Support Command softball tournament.

(+)
The ATP and POL sections involved the 3 soldiers from the supply section in their activity.

(+)
Field training goes well.

(+)
The battalion commander noted that you fielded two teams for the softball tournament.

UNIT IDENTIFICATION AND HISTORY

Soldiers begin learning the unit's history during the formation stage.  Soldiers identify with the unit and use the unit's motto with pride.  Soldiers develop their own sayings and mottos and enjoy being recognized as belonging to the unit.

(+)
The class V and petroleum sections each developed their own cadence calls.

(-)
The PVT in the supply section feels his section is the worst section in the Army.

(+)
The CSM had told the battalion commander that your soldiers know the unit's history and use their motto with pride.

REQUIREMENT 2:

Using the Steps to Improved Unit Cohesion Worksheet, explain how you will use the factor areas of unit cohesion to improve cohesion in your organization.

NOTE:
  You must complete each step correctly.  Your answers will vary depending upon your assessment and rating of the observations.  Based on your assessment, you must determine if you have completed the step correctly.  Specific criteria and examples of acceptable responses are provided below.

STEPS TO IMPROVED UNIT COHESION WORKSHEET

1.
Identify the specific factor areas of unit cohesion, which need improvement in your unit.

NOTE:  YOU MUST IDENTIFY A MINIMUM OF ONE FACTOR AREA AS BEING IN NEED OF IMPROVEMENT.

EXAMPLE:  THE FACTOR AREAS IN THE GREATEST NEED OF IMPROVEMENT ARE: LEADERSHIP AND GROUP (UNIT) CHARACTERISTICS.

2.
Establish clear goals and objectives for each factor area, which you want to influence.

NOTE:  YOU MUST IDENTIFY A MINIMUM OF ONE GOAL OR OBJECTIVE FOR EACH FACTOR AREA IDENTIFIED.

EXAMPLE:

LEADERSHIP

THE LEADERS WITHIN THE UNIT TRUST AND RESPECT EACH OTHER.  THE ACHIEVEMENT OF THIS GOAL WILL BE MEASURED BY OBSERVING THE LEADERS' BEHAVIOR.

THE LEADERS IN THE UNIT TRUST AND RESPECT THEIR SUBORDINATES.  THE ACHIEVEMENT OF THIS GOAL WILL BE MEASURED BY OBSERVING THE LEADERS' BEHAVIOR.

GROUP (UNIT) CHARACTERISTICS

THE SECTIONS IN THE COMPANY COOPERATE WITH EACH OTHER. THE ACHIEVEMENT OF THIS GOAL WILL BE MEASURED BY OBSERVING THE INTERACTION BETWEEN THE SOLDIERS AND LEADERS OF THE DIFFERENT SECTIONS.

SOLDIERS IN THE COMPANY DEMONSTRATE A SENSE OF UNIT PRIDE.  THE ACHIEVEMENT OF THIS GOAL WILL BE MEASURED BY OBSERVING THE SOLDIERS.

4.
Brief your subordinate leaders on your findings, your goals and objectives, seek their input, and involve them in the development and implementation of the plan to improve unit cohesion.(Briefly describe who you would brief and what you would say.)

NOTE:  YOU MUST BE LOGICAL AND SUPPORT YOUR ASSESSMENT OF THE UNIT.

EXAMPLE:

PERSONNEL TO BE BRIEFED:

1LT SIMPSON, 1SG VALENCIA, SFC DAWSON, SSG BENNITTI, SSG FROST, and SSG MOBIL.

NOTE:
PRIOR TO BRIEFING THE SECTION CHIEFS, BRIEF THE XO AND  THE 1SG.

EXAMPLE:

BRIEFING REMARKS:

FOR THE PAST 3 MONTHS I HAVE NOTICED THAT OUR SECTIONS DON'T WORK WELL TOGETHER.  UNIT COHESION AND MORALE IS NOT WHAT IT SHOULD BE.  OVER THE PAST 3 DAYS I'VE OBSERVED EACH OF YOU.  HERE ARE SOME OF MY OBSERVATIONS:

OUR SECTION CHIEFS DON'T COOPERATE WITH EACH OTHER.

AT LEAST ONE SOLDIER FEELS HE'S ASSIGNED TO THE WORST SECTION IN THE ARMY.

SSG BENNITTI SAID HE COULD NOT TRUST HIS SOLDIERS.

SSG FROST WOULD RATHER PULL DETAILS THAN HELP THE SUPPLY SECTION.

ON THE MORE POSITIVE SIDE, I ALSO OBSERVED THE FOLLOWING:

DESPITE A HEAVY WORKLOAD, WE FIELDED TWO TEAMS FOR THE SOFTBALL TOURNAMENT.

OUR FIELD TRAINING GOES WELL.

SOME OF THE SOLDIERS HAVE WRITTEN AND USE THEIR OWN CADENCE CALLS.

EACH OF YOU KNOWS OUR GOALS FOR THE WEEK AND IS WORKING TO ACHIEVE THEM.

SOME OF YOUR SOLDIERS EXERCISE INITIATIVE AND ARE RECOGNIZED FOR IT WHEN THEY DO.

THIS IS NOT A GRIPE SESSION.  WHAT WE NEED TO DO IS IDENTIFY HOW WE CAN IMPROVE THE LEVEL OF UNIT COHESION IN THIS COMPANY.  I HAVE SOME IDEAS BUT I WANT TO GET YOUR INPUT.

SOLICIT SUBORDINATE LEADER INPUT.  CONTROL THE DISCUSSION BY KEEPING IT FOCUSED ON IMPROVING UNIT COHESION.  IF YOUR SUBORDINATE LEADERS DO NOT ADDRESS THE FACTOR AREAS OR THE GOALS YOU HAVE IDENTIFIED OFFER THESE AS SUGGESTIONS.

REACH AN AGREEMENT ON THE LEADER ACTIONS NECESSARY TO IMPROVE UNIT COHESION.

IMPLEMENT THE ACTIONS AGREED UPON.

5.
Conduct an after action review of your plan and make adjustments as necessary.  (Based on your implementation plan, when would you conduct your first after action review?)

NOTE:  YOU SHOULD IDENTIFY WHEN YOU WOULD CONDUCT THE FIRST AFTER ACTION REVIEW.

EXAMPLE:

ONE MONTH.
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