Lesson 11—Army Programs

Overview

Introduction
This lesson briefly covers a range of special emphasis topics.  Section B explains certain aspects of supervising military members in your organization.

Rationale
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A supervisor need not be an expert but must stay informed on various programs the Army emphasizes.  You may have responsibilities in these areas, so you can’t afford to remain ignorant.

Likewise, if you supervise officers, NCOs, or enlisted soldiers, you must know how military personnel actions affect them, since you may be involved.

Objectives
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· Identify supervisory responsibilities in six special emphasis programs.

· Take proper steps when an employee is injured.

· Identify key components of workplace wellness.

· Name six ways to prevent crime in the workplace.

· Use a six-step procedure to assist troubled employees.

· Identify military personnel policies and procedures in which a civilian supervisor may become involved.

In this lesson
This lesson contains two sections, as shown below:

Section A:
Topic
See Page
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 11-2
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 11-3
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 11-4
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 11-7
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 11-8
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Section A—Special Programs

Safety

Introduction
This map explains the supervisor’s role in workplace safety.

Supervisory

obligations




Supervisors must ensure workplace safety and can be held liable if they don’t.  

Supervisors can enhance workplace safety by

· knowing safety standards within their operations. 

· minimizing or reducing workplace hazards.

· conducting safety assessments and job hazard analyses.

· ensuring those with disabling conditions are not exposed to like hazards.

· correcting safety deficiencies in the workplace.

· reporting accidents and worker’s compensation injuries promptly.

· knowing the provisions of AR 385-10, The Army Safety Program.

FECA
The Federal Employees’ Compensation Act (FECA) provides for compensation of those injured or disabled on duty.  It also provides for compensation of survivors if an employee dies because of duty-related injury or disease.

Injuries
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If injured, employees must

· report all injuries immediately.  Even minor injuries may become serious.  

· submit medical evidence of disability within ten working days, if necessary.  

· complete Form CA-1 within 30 calendar days of injury.

Procedure
When an employee sustains injury, take these steps:

Step
Action

1
Arrange treatment including first aid.  Complete Form CA-16 within 48 hours.

2
Report the accident.  Review employee submission and complete 

Form CA-1.  

3
Follow up on the employee’s medical progress, complete Form CA-17 as needed, and resolve continuation of pay status.  

4
Investigate:  Seek witnesses, clues, and circumstances of the accident.

5
Check for fraud.  If you suspect the accident is fraudulent, call CPAC.

6
If you suspect fraud controvert the claim, especially if the medical report doesn’t support a disability that prevents work.

7
Decide.  Either

· substantiate the employee’s claim, or

· show doubt of the claim’s validity.




Wellness in the Workplace

Introduction
This map describes various facets of workplace wellness.

Challenges
Key challenges for supervisors are setting the example for a safe environment and encouraging participation in health maintenance programs.

Components
Key components of workplace wellness:

Medical insurance
Assure employees are aware of their benefits; educate them with help from the CPAC.

Physical fitness
Publicize local programs and available resources.  Also participate in them yourself.

Alcohol and drug abuse
Publicize counseling programs that help troubled employees.

AIDS
Support local education and prevention measures.

Smoking
Assure a smoke-free workplace and enforce regulations.

Stress
Arrange for  training in managing and reducing stress.  

Manage sources of stress in the workplace that you can control.

Protection
Maintain an effective safety program.  Ensure people use protective clothing and equipment.

Tips
To maintain safe habits and attitudes, follow these tips:
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1
Know workplace hazards and ensure people know procedures in case of accidents.

2
Encourage people to do their work properly, avoid unnecessary risks, and report hazardous conditions.

3
Instruct people on proper use of equipment.  Encourage them to read instructions before using equipment.

4
Know how to apply first aid.

5
Be alert for the need and use of protective clothing and equipment.

6
In an emergency, take charge; get proper medical treatment for injuries; know the location of emergency equipment and how to reach emergency personnel quickly.




Equal Employment Opportunity (EEO)

Introduction
This map explains EEO policy and defines terms.

Policy
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All federal employees and applicants for employment must be afforded equal opportunity in employment-related matters.  EEO for women, minorities, and individuals with disabilities will be implemented by affirmative employment programs designed to meet locally established goals and objectives. 

Agencies must develop Affirmative Employment Program/Affirmative Action Program Plans to address the under-representation and employment concerns of women, minorities, and individuals with disabilities.

Discrimina-tion




Discrimination is any act or failure to act, impermissibly based in whole or in part on a person's race, color, religion, sex, national origin, age, physical or mental handicap, and/or reprisal, that adversely affects

· privileges,

· benefits,

· working conditions, and

· results in disparate treatment or,

· has a disparate impact on employees or applicants.

Definitions
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Discriminatory practices:  Policies or practices that interfere with an individual’s right to equal opportunity in employment-related issues.  Examples:

· Bias in management decisions.

· Presence of a hostile work environment (inappropriate language, jokes, sexual or other harassment.).  Negligent supervision.

· Failure to uphold merit principles.

Disparate treatment:  Treating people differently from others because of race, color, religion, sex, national origin, age, or disability and/or reprisal.

Disparate impact:  Application of a system (e.g., training or merit promotion) that appears to treat everyone alike but adversely affects a certain group.

Reprisal:  Action taken against an employee or job applicant for engaging in a protected civil rights activity.

Tips
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· Neither discriminate against nor give preference to someone because of race, color, religion, sex, national origin, age, or disability and/or reprisal.

· Act at once to correct discriminatory behavior or disparate treatment.  

· Work with your EEO Office to develop the Affirmative Employment Plan for women and minorities, and the Affirmative Action Plans for individuals with disabilities and disabled veterans.

· Consult EEO experts on ways to support affirmative employment efforts.

· Support employees serving in collateral EEO positions.

· Support community outreach and special emphasis programs efforts.

Equal Employment Opportunity, Continued

Sexual harassment
Sexual harassment is prohibited by law and policy.  It’s a form of sex discrimination involving unwelcome sexual advances, requests for sexual favors, and other verbal or physical conduct of a sexual nature.

Sexual harassment occurs when

· submission to, or rejection of, such conduct is made either explicitly or implicitly a term or condition of a person’s job, pay, career, or

· submission to, or rejection of, such conduct by a person is used as a basis for career or employment decisions affecting that person, or

· such conduct has the purpose or effect of unreasonably interfering with an individual’s performance or creates an intimidating, hostile, or offensive work environment.

Supervisors can and must prevent sexual harassment by 

· maintaining a work environment free from any behavior that may create a hostile environment.

· monitoring cues in the environment.

· counseling or disciplining employees who violate standards.

· personally setting and exemplifying high standards through proper behavior.

· stressing personal support for EEO policy.



Training




Training in Prevention of Sexual Harassment is an annual requirement.  Supervisors should ensure their employees attend training and discuss with them Army policy prohibiting sexual harassment. In addition, managers and supervisors must receive at least 4 hours of EEO training annually.

EEO complaints




Employees may file complaints if they perceive discrimination based on race, sex, color, religion, national origin, age, or disability.  A complaint is generally filed through the EEO Office.  Supervisors should work with the EEO Office and the complainant to resolve complaints informally. Alternate Dispute Resolution should be used to resolve complaints whenever possible. 

When attempts to resolve a complaint informally fail, the complainant may file a formal complaint.  This is time consuming and costly to all involved.  In a formal complaint, the alleged discriminatory agency must pay processing costs.  Supervisors can help employees, their organizations, and themselves by resolving potential EEO complaints informally and promptly.

Equal Employment Opportunity, Continued

Traps to avoid
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You’re inviting an EEO complaint if you

· make non merit-based decisions in any area of employment based on a person’s race, sex, national origin, color, religion, age, or disability, and/or repriasal.

· fail to offer accommodation to a disabled person when needed for the job.

Security

Introduction
This map briefly explains terms and responsibilities for security.


Types of 
Security permeates every function of an organization, including

security
· personnel.

· operations.

· physical.


· communications.

· ADP.

· information management.  



Tasks
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While they vary, a supervisor typically performs these security tasks:

· Determine sensitivity and clearance requirements of positions.

· Arrange for background checks on new employees, and periodically review personnel records to assure employees meet requirements.

· Develop a security plan that covers relevant security functions.

· Undergo a security check at least annually.

· Establish standing operating procedures (SOPs).



Tips
To prevent crime in the workplace, follow these tips:

Reporting
Encourage crime reporting.  Post local and federal crime hot line numbers on bulletin boards.

Atmosphere
Create a professional atmosphere that shows you expect superior performance from everyone.

Causes
Obviate potential causes of crime by showing concern for people with problems.  If they feel mistreated, they may try to “get even.”

Policy
Announce policy on internal thefts and enforce it.

Safeguards
Ensure your security program works so employees, facilities, equipment, and other resources are always safe.  Use checklists for facility lockup, maintain property accountability, and keep surrounding areas well lighted at night.

Involvement
Encourage employee involvement in decisions.  This builds commitment, whereby people will safeguard government resources as effectively as their own.

Employee Assistance Program

Introduction
This map briefly explains the Employee Assistance Program.

Goal
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The goal of the Employee Assistance Program (EAP) is to assist supervisors in

· identifying employees with drug and alcohol abuse or other personal problems causing deficient work performance.

· motivating employees to seek help.

· providing short-term professional counseling.

· providing support and guidance throughout the problem-resolution period.
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Coverage 
EAP covers various problems and uses a variety of resource professionals who have expertise in the problem area.


Problem areas:

· Emotional.

· Financial.

· Marital and family.


· Alcohol or drug abuse.

· Miscellaneous—stress, smoking, office conflicts.

Confidence
Don’t attempt to pry information about employees from EAP staff.  For the EAP to succeed, those involved must hold information in strict confidence.  Ensure that you do not accidentally disclose information.  



Procedure
To assist troubled employees and use the EAP, take these steps:

Step
Action

1
Identify employees with deteriorating performance.  Examples:  

· Absenteeism.

· On-the-job absenteeism.

· Declining work performance.

· Attitude or behavioral changes.

· Accidents.

2
Counsel employees.

3
Resolve workplace causes, if practical.

4
Refer employees to EAP or other resources.

5
Make reasonable accommodations as appropriate.  

Note:  Drug abuse is not a basis for reasonable accommodation.

6
Assist employees in re-entering the workplace.

7
Be prepared to take appropriate HR actions.

8
Always maintain confidentiality.




Management Controls

Introduction
This map explains facts, terms, and responsibilities for management controls.

Definition


Management controls are tools managers use to protect resources.  Managers install management controls in their daily operations.  

Examples




Examples of management controls:

· Installing security measures (fences, locks, and guards) to protect assets.

· Separating key duties to make theft more difficult.

· Building edit checks into automated systems to prevent erroneous data entry.

· Verifying delivery of goods before paying vendors.

· Inspecting ammunition to identify hazards or verify it’s safe to use.



Purpose




The management control process is designed to ensure those responsible

· enforce or follow regulations.

· protect resources from theft, waste, or mismanagement.

· record important transactions properly.

· use information systems to produce accurate data.

Obligations




Supervisors must

· conduct management control evaluations.

· train subordinates in management control procedures.

· promptly correct detected weaknesses.

· report material weaknesses in annual statements or feeder reports.



Key terms
This table defines management controls:

Term
Definition
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Management control plan
A five-year schedule for conducting required management control evaluations.

Management control evaluation
A simple assessment of key controls such as observation, sampling, or simulation.

Assessable unit manager
Assessable units are building blocks that make up the organization.  The unit manager must be at least a Colonel or GS-15, or at the installation level, a senior functional chief.  

Management Control Administrator
The MCA at any level coordinates the management control process, to include establishing the Management Control Plan, ensuring evaluations are done, preparing the annual statement, and tracking material weaknesses to ensure they are corrected.




Section B—Taking Care of Soldiers

Overview

Introduction
This section discusses programs and military personnel actions that may involve the civilian supervisor who has military subordinates.



Rationale
Supervisors are also Army leaders.  They must demonstrate the same leadership qualities as their military counterparts.  Supervising soldiers entails a few more responsibilities, because you must consider military aspects of the soldier's performance, such as appearance and additional military duties.
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Terminology
Unless we make specific reference, the term “soldier” refers to

· officers.

· warrant officers.

· NCOs.

· enlisted soldiers.

Staying informed
Normally, soldiers consult their military leaders about military actions.  However, they may look to you for guidance when military expertise is not available or convenient.  Stay informed about military requirements so you can assist soldiers with either professional or personal needs.
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Involvement
The degree of your involvement in military-related activities depends in large part on location.  If your organization is located at a major installation, most military personnel and support services are readily available.  In more remote locations such as recruiting stations or National Guard armories, you may become more involved in assisting the soldiers who work for you.



In this section
This section contains these topics:

Topic
See Page

Military Duties
11-10

Morale and Welfare
11-11

Military Discipline
11-12

Evaluation Reports and Promotions
11-13

Recognition and Awards
11-14

End-of-Lesson Exercises
11-16

Answer Key and Feedback
11-18




Military Duties

Introduction
This map describes military duties of soldiers who may work for you.



Duties
Soldiers may "work" for you, but they also "serve" in the Army.  Consider this when assigning tasks and judging performance.  Anticipate military tasks that may require a soldier’s absence from the work place.  
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SOP
Use the organization’s SOP or write your own to cover military programs as they apply to your activity:


· Administrative policies.

· Leadership philosophy.

· Mandatory classes.

· Security awareness.

· Appearance.


· Physical training.

· Drugs and alcohol.

· Discipline.

· Education.

· Reenlistment.



Additional duties
The soldier's main "job" may be in your shop, but often he'll spend time away from work for additional duties, training, or authorized personal obligations.  
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Examples:

· Investigating Officer.

· Report of Survey Officer.

· Board member.

· Staff Duty NCO.

· Escort Officer.


· Mandatory training and briefings.

· Sick call or medical appointments.

· Qualifications testing.

· Parades and ceremonies.

· Physical training.



Controls
The time soldiers spend on these activities can mount up.  Install controls so you'll know where people are.  Also view these activities in a positive sense; they're a means for professional growth.  



Tools
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Use these tools to control without over-supervising:

· Duty rosters.

· Training schedules.

· Calendar of events.

· TDY and leave forecasts.

· Sign-out board.



Morale and Welfare

Introduction
This map discusses a few ways of promoting soldiers’ morale and welfare.  Remember, soldiers are special.  Do your part to help take care of them.



Sponsorship
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Well before a newly assigned soldier arrives, do a few simple things to prepare him for his new assignment.

· Send a welcome letter and information packet.

· Assign a sponsor with a background similar to the soldier's.

· Have the sponsor call ahead to see if the soldier needs help.

· Update the soldier's duty description.

· Arrange for work space and supplies.

· When the soldier reports for duty, grant extra free time to settle-in, if needed.



Programs and agencies
The Army has established programs and engaged agencies to support soldiers and their families' quality of life.  
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Examples:

· Army Community Services (ACS).

· Army Emergency Relief (AER).

· The American Red Cross.

· Learning Resource Center.


· Day Care Center.

· PX, Commissary, Clubs.

· Morale, Welfare, Recreation (MWR).

· Thrift Shop.



Publicizing




Believe it or not, some soldiers still don't know about or use these services.  Encourage soldiers to use them.  Spread the word with announcements and posters.  Also keep a directory available.  

Steer soldiers to the right place when they need help.  For example, if a soldier approaches you for help on paying debts, refer him to an ACS debt counselor.  



Leave




We all need a break from the hassles of work.  But in our "can do" Army, many people work too hard and expect everyone else to do the same.

Encourage soldiers to use their annual leave.  Set the example—use yours.  

If you don't take leave, people may think you lack confidence in their ability.  

No one is indispensable—not even you.



Military Discipline
Introduction
This map explains the supervisor’s role in promoting military discipline.

Appearance and fitness




Encourage soldiers to maintain appearance and stay in shape.  Give them time for physical training.  It's a good investment; people in good shape perform better.  Besides, if they fail their PT test, they'll spend extra time away from the job for remedial training.

Set the example:  keep yourself well groomed and participate in physical training.



Weight control
The two-fold purpose of the weight control program is to ensure

· soldiers meet the demands of combat.

· they present a proper military appearance.

Overweight

[image: image13.wmf]
Failure to meet weight standards of AR 600-9 could have these consequences:

· Letter of concern or reprimand.

· Suspension of favorable personnel actions (flagging).

· Relief of duty.

· Bar to reenlistment.

· Administrative separation.

Discipline




Civilian supervisors can take limited disciplinary actions such as reminders, warnings, corrective training, or counseling to correct

· poor job performance.

· minor breaches in conduct—lateness, lack of cooperation.

· poor appearance.
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Perspective


Supervisors should resolve minor and occasional incidents themselves through inspirational leadership and counseling.  This keeps them out of the more punitive military channels.  However, this requires perspective:

Overlooking repeated minor violations will cause them to grow in frequency and magnitude.

Referring every minor breach of conduct to the soldier's commander may earn the supervisor the reputation of being a weak leader.

Serious incident
If a serious incident arises—a possible offense under the Uniform Code of Military Justice (UCMJ)—refer it to the chain of command.  Civilian supervisors have no authority to mete out punishment—only the military chain can do that.

Evaluation Reports and Promotions

Introduction
This map briefly describes military evaluation reports and promotions.

Rationale
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Official evaluation reports are the most important documents affecting the careers of officers and NCOs.  What you write can have lasting impact.  

If unfamiliar with the process, consult with military personnel experts, the command sergeant major, and senior raters.



References




If you rate officers or NCOs, consult these references for guidance:

· AR 623-105, The Officer Evaluation Reporting System (OERS).
· DA PAM 623-105, The OER Guide. 

· AR 623-205, Noncommissioned Officer Evaluation Reporting System (NCOERS).  

For more information, visit the PERSCOM Web site:

http://www-perscom.army.mil



Input
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The soldier may work for you, yet be assigned to a headquarters unit for command, administrative, and training purposes.  In some cases, he’ll have little contact with the unit other than periodic training or occasional additional duties.  In other cases, the soldier may have major responsibilities in the unit.

When evaluating performance, get input from the unit so you can credit military achievements on the evaluation report.  Also note the soldier’s achievements in the community, if these demonstrate initiative and leadership.



Rating tips
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To make OERS and NCOERS work, follow these tips:

· Counsel the rated officer or NCO on schedule.

· Give people a chance to improve before noting mistakes for the record.

· Document poor performance before noting it on the report.

· Involve the rated person in the objectives-setting process.

· Advocate the officer or NCO to the senior rater.

· Submit reports on time.
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Promotion
Part of the rewards of being a supervisor will be the satisfaction of watching soldiers grow because of your leadership.  Find out what it takes to get promoted and help them where possible.  

Examples:  enrolling in off-duty courses, coaching, awards for jobs well done.

Recognition and Awards
Introduction
This map explains how to recognize soldiers’ achievements.

HTNR




Hometown News Release (HTNR).  This program publicizes a soldier's achievement; it also promotes the Army.  

If an event is newsworthy, encourage the soldier to get it in the paper.  Contact the public affairs officer for assistance.

Examples
Examples of accomplishments worth an HTNR:




· Receipt of an award.

· Assignment to or departure from unit.

· Selection as Soldier of the Quarter.
· Promotion.

· School selection.

· Perfect PT score. 

Awards




Use awards to recognize soldiers for solid achievements.  It takes time to prepare the paperwork, but it pays off.  

Like most people, soldiers want recognition for hard work.  They respond better to positive strokes than to negative ones.

Program
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Learn how the awards system works, and then set up your own little program:  

· Consult experts and get sample write-ups for each kind of award.

· Get a copy of AR 672-5-1 and blank forms.

· Display DA Poster 360-99, Armed Forces Decorations and Awards.

· Maintain a suspense system to ensure every soldier has been considered.

· Verify that the award was entered in official records.



Anticipating
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Awards mean more when they’re timely.  Speed up the process by preparing paperwork ahead of time.  For example, at the beginning of a key project, if all goes well, submit the recommendation as the project nears completion.  

Present the award before the soldier departs.  The soldier is acknowledged in front of peers, and they see that a good job earns recognition.

Ceremony
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Awards ceremonies are special occasions.  Take time to do them right.  

· Invite the recipient's family and the commander if feasible.

· Arrange for photographs and be sure the recipient gets copies.  

· Post the photo on the bulletin board.

· Prepare your remarks in advance.  Don't "wing it."

· Know the recipient's specific accomplishments.
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Lesson 11—End-of-Lesson Exercises 

Instructions
Answer TRUE or FALSE.




1.  Supervisors should overlook minor injuries occurring on the job.  


2.  If employees are stressed out from work, the supervisor could arrange for stress 



management training.


3.  In a formal complaint, the alleged discriminatory agency must pay processing costs.


4.  Involving people in decisions may help to reduce crime in the workplace.


5.  Under the Employee Assistance Program, an employee abusing drugs should be 



reasonably accommodated.


6.  An example of a management control would be the separation of key duties to make 



theft more difficult.


7.  A soldier's additional duties are a means for professional growth.  


8  A supervisor who doesn't take annual leave may send the wrong message to 



subordinates.  


9.  If a soldier's achievements in the community demonstrate initiative and leadership, 



note them on the evaluation report.


10.  Presenting an award in front of peers affirms that a good job earns recognition.  
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Lesson 2—Answer Key and Feedback 

Instructions
Correct answers and page references cited below.



FALSE
1.  Supervisors should overlook minor injuries occurring on the job.  



(Page 11-2, Injuries)

TRUE
2.  If employees are stressed out from work, the supervisor could arrange for stress 



management training.  (Page 11-3, Stress)

TRUE
3.  In a formal complaint, the alleged discriminatory agency must pay processing costs



(Page 11-5, EEO complaints)

TRUE
4.  Involving people in decisions may help to reduce crime in the workplace.



(Page 11-6, Involvement)

FALSE
5.  Under the Employee Assistance Program, an employee abusing drugs should be 



reasonably accommodated.  (Page 11-7, Procedure, Step 5)

TRUE
6.  An example of a management control would be the separation of key duties to make 



theft more difficult.  (Page 11-8, Examples)







TRUE
7.  A soldier's additional duties are a means for professional growth.  



(Page 11-10, Additional duties)

TRUE
8  A supervisor who doesn't take annual leave may send the wrong message to 



subordinates.  (Page 11-11, Leave)







TRUE
9.  If a soldier's achievements in the community demonstrate initiative and leadership, 



note them on his evaluation report.  (Page 11-13, Input)

TRUE
10.  Presenting an award in front of peers affirms that a good job earns recognition.



(Page 11-4, Anticipating)
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