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�A vital part of maintaining combat readiness is maintaining individual readiness. The importance of family support and family preparedness to the overall goal of total readiness - and, ultimately, to the outcome of a mission - cannot be overemphasized.





Deployment exercises keep our military forces at the highest state of preparedness possible. Our military is faced with the ever-present challenge of updating and modifying existing weaponry and tactics to meet the always-changing nature of warfare. We need these exercises to find out just how well prepared we are, to maintain our readiness and to exhibit to would-be aggressors our ability and willingness to counter any foreign incursions across our own or allied borders.





Deployment may be as short as an overnight alert or as long as an unaccompanied overseas tour. In between there may be many field training exercises that can last for weeks. Deployments may be to undetermined locations and for undetermined periods of time.





The number of times an individual soldier is deployed varies with the nature of his or her unit. Certain types of support units, for example, may deploy 20 to 30 times within a year, while other units may take part in as few as two major deployments and a few additional training deployments during the same period.





Deployment is often announced, so soldiers may know that they will be going on deployment months in advance. They may also know the specific location and length of time. However, given the nature of our world today (with conflicts possible at any moment in the Persian Gulf, Central America, Asia and other locations), the possibility for unannounced deployment does exist. Our way of life and the everyday freedoms we take for granted are ours only as long as we remain prepared militarily to resist those who would take them from us.





But today's Army is a married Army. Over one-half of our soldiers are married, and most have their families living with them. In an active-duty unit, the desire to lead a normal family life often comes into sharp conflict with the requirements of military service. Deployment is the best example of this conflict. Deployment means separation from the family. And stress due to family separation can prove harmful to the soldier and the unit.





Studies by the Walter Reed Institute and others have shown that family problems lead to troubled soldiers and poor military performance during deployment - whether for actual combat or field training exercises. Needless to say, no commander would want his or her flank covered by a soldier who is worried about the family back home.





Furthermore, soldiers suffering from stress are more likely to suffer mental and emotional breakdowns during military conflicts. For every four soldiers wounded or killed in a conflict, there is one that suffers a breakdown. Studies also show that soldiers can cope with stress better if they know that their families are being cared for during their absence.
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�
�This means that a system of family support and assistance must be in place prior to deployment. It means that the unit commander must make sure that each soldier, along with packing his or her individual weapon and equipment, has left behind a family well prepared for separation.





Among the benefits to the unit of family support and assistance programs are these:





(	Soldiers who are mentally and emotionally present during combat and training, able to concentrate fully on the mission, and





(	Sustained manpower to accomplish the mission, with less likelihood of casualties and less chance that a soldier will have to leave the field to fill out a form or be sent back to post because a family task was neglected.





Following a deployment, the Rear Detachment Commander (RDC), if one has been appointed, is perhaps the first to feel the effects of family readiness or its lack. If the family is not ready, the RDC is likely to spend a lot of time putting out fires within 24 hours after the soldier leaves. Such crises can range from moving a family into new quarters to helping a spouse start a car that is past due for servicing.





If families are as well prepared as they can be prior to deployment, the RDC can spend time and energy on real emergencies and on activities that improve the quality of life for the family during the soldier's absence.





Family readiness also means that the soldier can leave for deployment with the peace of mind that comes from knowing that he or she has done everything possible to provide for family needs during separation. It is the same peace of mind soldiers experience when they are certain that their duffel bags contain everything needed on deployment. This means less stress for both soldiers and family members and a better chance that the soldier will return from deployment in good health.





Finally, the level of family readiness at deployment has a direct effect on the quality of family life during the homecoming period. Fitting back into the family after an extended deployment has its own stress factors. Coming back to a family that is angry, or one that has suffered unnecessary hardship during separation, will create even more family problems.





The chance of coming home to a loving family is increased if the family has been fully prepared prior to deployment. It is difficult to imagine a spouse looking forward to the homecoming of a soldier who has either deliberately confiscated his or her ID card (an illegal act) or who had forgotten to renew the ID or to provide for financial needs.





In addition, family readiness means that family members will suffer less stress due to deployment. They will be better prepared to cope with whatever stress does result from the soldier's absence. And life is likely to be less stressful if the spouse has all the information needed to take care of emergencies.


�
�Family members will feel loved and cared for if they know that the soldier has done everything he or she could to ensure their welfare. This helps ensure the soldier's coming home to a warm welcome.





When family readiness is treated as a family affair and all family members are included in the process, it can also promote togetherness. Setting aside time periodically to update family records and to communicate about family goals can contribute to closeness.





If the family has worked together to maintain family readiness as an ongoing activity, they will have time when deployment is announced to psychologically prepare each other and their children for the separation. There will be time to talk about feelings, alleviate fears and plan activities that will help maintain the soldier's presence in the family and help the spouse use the separation time constructively.





Family readiness is everybody's business - everyone benefits from the family being prepared. It follows that family support and family readiness should carry the full endorsement of the command, the soldier and the family.
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The Army's relationship with the service member's family has evolved slowly for more than two centuries. Until the Vietnam conflict, the Army's philosophy toward the family could be summed up by the witticism, "If the Army wanted you to have a family, it would have issued you one." However, with the deployment of units to the Dominican Republic and to Vietnam, the Army recognized a greater responsibility to Army families.





The Army realized family problems in the United States seriously influenced the performance of soldiers in Vietnam, and the resultant Army Community Services program was the first of many Army responses to this challenge.





On August 15, 1983, the Army Chief of Staff specified a philosophy toward the family in the Army Family White Paper:





A partnership exists between the Army and Army families. The army's unique missions, concept of service and lifestyle of its members -all affect the nature of this partnership. Towards the goal of building a strong partnership, the Army remains committed to assuring adequate support to families in order to promote wellness; to develop a sense of community; and to strengthen the mutually reinforcing bonds between the Army and its families.





The basis of this statement is the understanding that the Army is an institution, not an occupation. Members take an oath of service to the Nation and the Army, rather than simply accept a job. As an institution, the Army has moral and ethical obligations to those who serve and to their families; they, correspondingly, have responsibilities to the Army. This relationship creates a partnership based on the constants of human behavior and our American traditions that blend the responsibility of each individual for his/her own welfare and the obligations of the society to its members.





�
�Our unique mission and lifestyle affect this partnership in ways rarely found in our society. Since we are in the readiness business, we are concerned not only with the number of people in the force, but also with their degree of commitment - their willingness to not only train, but also to deploy and, if necessary, to fight - their acceptance of the unlimited liability contract. The need for reciprocity of this commitment is the basis of the partnership between the Army and the Army Family.





As a result, adequacy of support must be based on this unique partnership. The Army will never have all the resources it needs. Therefore, we must balance our dollars spent for family programs with those spent to discharge our moral responsibilities to give our soldiers the equipment, training and leadership they need to have the best chance for survival (from a family perspective) and victory (from a societal perspective) on the battlefield; emotionally, mentally and physically. This is why we have targeted "Wellness" and "Sense of Community" as the major thrusts of our efforts.





In promoting family wellness, we must also find ways to transfer the skills, experiences, attitudes and ethical strengths of the many healthy Army families. Despite the pressures, the vast majority of families manage and grow through their involvement with Army life. We know that most Army families find military lifestyle exciting; enjoy the opportunities for travel and cultural interaction; and most importantly, have positive feelings about the Army and its place in our society. While the needs of families experiencing stress must be considered, we must promote the positive aspects of Army families as our primary goal.





The strength of a community lies in the contributions and talents of its members. If the right elements are together in the right environment, the end product is often greater than what would otherwise be expected from the elements functioning independently.





Our concept of the Army-Family community is such a relationship. The family is linked to the unit by the service member and those unit programs in which the family wishes to participate. The family and unit are linked also by common community activities. Our goal is to increase the bond between the family unit and the Army community - create a sense of interdependence.





In fostering interdependence between the family and the Army, we are again looking at the Army as an institution. The Army has a responsibility to its members and the members have a responsibility to the Army and each other. If for the greater good resources must be used now for modernization or other programs, Army families, communities and the chain of command must through their own efforts insure that the reciprocity of commitment remains. It is not a we/they situation, it is us - US as in U.S. Army.


John A. Wickham, Jr.


General, United States Army


Chief of Staff





The three critical elements in this philosophy are partnership, wellness and a sense of community.


�
�Partnership. A partnership has to exist between the Army as an institution and the individuals who are part of it - soldiers, civilians, retirees and family members. The term partnership expresses the cohesion of the Army and members of Army families based on mutual understanding of the mission and commitment to each other. It includes the needs for independence and dependence between the two partners within a model in which the Army serves as an institution rather than a job or work place. Partnership is a reciprocal relationship built on moral and ethical responsibilities, as well as on statutory and regulatory requirements.





Wellness. The term wellness highlights our concern for developing those strengths, skills, aptitudes and attitudes that contribute to wholeness and health in body, mind and spirit. In the past, most of our plans, programs and policies focused on basic needs or on correcting dysfunctions. Our concentration now and in the future is to capitalize on what is working well by drawing on the characteristics of our many healthy families and transmitting these characteristics to those needing assistance.





Sense of community. A sense of community is the center of the partnership, with all members offered the challenge and opportunity to work together for the common good. When viewed in this light, it means each member of the Army community has a special responsibility to make it a better place in which to live and work - a concerted move toward an Army of excellence.





The final goal is the creation of an environment in which the total Army family, individually and as a unit, can become the finest force the world has yet known. This underlying philosophy is based on the concept that a better family environment would attract (recruit), inspire (make ready) and retain the best talent our nation has to offer. These "three R's" are the bottom-line goals: recruitment, readiness and retention of the best.





These goals are designed to serve as management tools for the planning and programming necessary to move the Army into the future in the most effective way. Since the Army is people, these human goals support the other Army goals and form the foundation for helping the individuals associated with the Army to achieve their full potential. A crucial component of this effort is the objective of fostering wholesome families and communities.





Once the philosophical basis of the relationship between the Army and the Army family was established by the Army Family White Paper of 1983, the Family Action Plan was a logical consequence. Along with other Army goals, the plan seeks to implement the broad philosophical concepts stated in the White Paper and provides a comprehensive way to direct current and future efforts on behalf of Army families within the scope of available resources.
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�To further emphasize the importance of families to the Army, 1984 was declared the "Year of the Army Family." This declaration further cemented the Army's institutional commitment to its families and provided the additional incentive needed to bring about change.





The Year of the Army Family expanded the scope of the Army family beyond the traditional idea of parents and children. The "family" became all soldiers, single and married, plus associated Guard, Reserves, civilians and retirees. In keeping with this philosophy, the Army Family Action Plan includes items supporting all these dimensions of the redefined Army family.





Much progress was made in the years following the original publication of the Army Family Action Plan:





For the first time, resources were programmed specifically for a variety of family programs such as family member employment, consumer affairs and financial management, family services, family research and child care center construction.  A General Officer Steering Committee was instituted to review progress, redirect resources and identify additional family issues.





In an unprecedented Army-wide effort to determine family needs and review the implementation of the Family Action Plan in the field, the Chief of Staff directed that a worldwide special Inspector General inspection be conducted.  The results of that inspection have been incorporated into the Army Family Action Plan.





The Army reinforced its commitment to its families by establishing the U.S. Army Community and Family Support Center.  The Army Family Action Plan and the Center continued the momentum of the Year of the Army Family and ensured the institutional survival of family programs and policies.





Significant new funds were requested for family programs, and Congress was supportive with authorizations and appropriations.  In addition, the existence of the Community and Family Support Center improved the management of Army family programs.





Each year Army family members and key Army leaders meet at the Army Family Action Planning Conference.  This key annual event addresses current issues of importance to the Army and its families. The issues are incorporated for action into the Army's annual Family Action Plan.





Major commands and installations are responding to the needs of the total Army family with commitments of their own. Resources are now requested specifically for family programs. Installations are also redirecting existing resources to support a variety of family programs for which funds are not yet available. Notable among these are the establishment of family fitness programs and outreach initiatives designated to answer the needs of junior enlisted families.


�
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�The National Guard Bureau and the Office of the Chief of Army Reserve also recognize and address family needs. A Family Program Manager serves at the Bureau, and a coordinator is assigned to every state headquarters. The Army Reserve employs a Community and Family Support Officer in the Office of the Chief and coordinators in the major commands.





Most importantly, family members themselves are responding to the needs of the Army community in the true spirit of partnership. Nowhere has this been more evident than in the formation of Family Support Groups (FSGs) throughout the country. These groups emphasize self-help and mutual support to families and soldiers during and after deployment.





Another aspect of the Army's commitment to the total Army family is the Army Quality of Life Program. Quality of life is a broad concept that includes the degree to which the common human needs of an individual or family are satisfied. The Quality of Life Program is a collective body of policies, programs and actions that acknowledge the Army's obligation to provide for the needs, in both living and duty environments, of the Army community. The goal is to foster commitment to service and encourage personal readiness to fulfill military requirements. The Quality of Life Program applies to both military and civilian personnel.





The primary objective of the Army Quality of Life Program is to promote the development of the military group cohesiveness that is essential to combat effectiveness. The secondary objective is to assist in attracting, positively motivating and retaining high-quality individuals. These objectives are accomplished by policies and programs that show the Army "takes care of its own" by providing a military community with a way of life in which the health, general welfare, and spiritual and moral needs of its members and their family members are met. Such provisions free soldiers to concentrate on mission performance, promote their personal identification with the military community and foster their loyalty and dedication to service. Readiness is the fundamental principle and goal of the Quality of Life Program.
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In no other profession is family separation faced so frequently as it is in military service. This is the reason for the old, anonymous saying, "A marriage that can survive a tour of military service is one that will endure all of life's battles."





These separations take many forms. They can range from a soldier going on a hardship tour or field training exercise to a partial or full mobilization of our country's military resources. Separations can be individual or unit based. No matter which type of separation is involved, a stressful and at times traumatic situation is created for all members of the family unit.
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The stress of separation can disrupt normal family functioning. Findings by the Walter Reed Army Institute and other behavioral scientists show that family problems lead to troubled soldiers. This can have serious adverse effects on military performance, resulting in reduced readiness to fight, psychological problems or even physical injuries. The soldier performs better when he or she is confident that family members can cope with the stress of separation and have access to supportive resources.


�


The military chain of command is responsible for identifying and addressing the problems of soldiers and families within their command, especially those arising from frequent family separations. The chain of command can establish an atmosphere that encourages healthy family functioning by expressing and demonstrating care and concern. Promoting family-member involvement in the form of an institutionalized FSG program is one method commanders can use to establish this atmosphere within their command.
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DESERT STORM UPDATE





TOPIC: The Need for FSGs





Discussion: Family separation creates psychological stress for both the deploying soldier and the family left behind. Soldiers who feel their families can manage without them are better able to concentrate on mission tasks. Commanders demonstrate compassionate concern for their soldiers when they actively participate in FSGs as part of unit predeployment readiness. During deployments, FSGs assist the rear detachment in sustaining families of deployed soldiers by exchanging support and transmitting accurate information between families and the RDC.





Lessons: FSGs play a central role in sustaining families by providing social and emotional support before, during and after family separations. FSGs need unit support before deployment and rear detachment support while forces are deployed.





(	FSGs give confidence to soldiers that their dependents will cope in their�absence and remove family feelings of isolation and anxiety.





(	FSGs benefit the command by helping to sustain morale. The Army�would be well advised to keep plans for family support institutions in a�state of readiness just like the plans for troop support and equipment�maintenance. During peacetime, the justification for continuing Army�family support mechanisms is ultimately to maintain high levels of�deployment readiness for a family-based, married, military organization.�During wartime deployments, the justification for family support shifts�to maintaining morale of soldiers and their will to fight.


�
�Chapters 2 and 3 of this handbook provide extensive information on FSG development; Chapter 4 tells how to prepare for deployment separations; Chapter 5 provides additional resources for use by Army personnel involved in deployment and family assistance activities; and information of special interest to commanders and other leaders is included in the remainder of this chapter. However, both the material itself and the ongoing family support activities it is intended to encourage need to be monitored, evaluated and adjusted on a continuous basis. This requires ongoing command-level involvement.





Careful early preparation is one of the keys to successful Army family support efforts. The other key is ongoing reevaluation of these efforts. Needs are never static, especially with the constant personnel changes in the military environment. So, for example, although initial goals and objectives are essential to get Family Support Groups organized and functional, these goals and the activities and roles of all participants, both unit and FSG, must be periodically reevaluated and appropriate changes made.





An ongoing evaluation on the most effective ways to prepare soldiers and family members for deployment is crucial to the quality of the predeployment briefings. If care does not go into monitoring how pertinent the readiness information disseminated actually is, the chances of success and cooperation are diminished.





Further, evaluation of FSG effectiveness and the quality of readiness information cannot take place independently of evaluation of the unit's total family support plan for deployment. Therefore, input must be obtained from FSG volunteers, family members, soldiers, the chain of command, the Rear Detachment Commander and the key community staff involved.





Family support personnel must also receive training on an ongoing basis. An example of such training is a precommand course for company commanders, first sergeants and their spouses initiated in 1987. The course covered subjects such as building a viable Family Support Group, working with family and community agencies, dealing with a family crisis and organizing the rear detachment operation.





In the final analysis, however, it is the duty of commanders at all levels to make sure that an effective system for family support and assistance is in place and operating on an ongoing basis. The "wellness model" in the next section provides a conceptual framework for thinking about the effectiveness of a family support program.


�
�
�This section is intended to provide commanders with a framework for looking at families from a wellness concept. The model for assessment that is described assumes that all families are healthy, growth-oriented systems that will normally change over time. This model assumes that since families are essentially healthy and growth oriented, the function of family services in the military is twofold:
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(	To affirm a family's strengths and assist in developing them further, and





(	To assist the family in successfully navigating roadblocks and overcoming distracters to its maturing process.





The conceptual model presented here can serve as a data-gathering tool, as a tool for developing new family services such as family advocacy and as an evaluation tool to help determine what family services are being offered to which families and how effective those services are in meeting family needs.





The six-stage model is based on observation of a traditional family circle. However, it does not exclude single-parent families nor blended families. These families experience the same stages of development. In single-parent and blended families the stages are interrupted by death or divorce, and they may add or repeat stages with remarriage. Many families can be in more than one stage at any given time.





For each stage, the important developmental tasks (challenges each family must meet) will be described, typical family strengths will be indicated, and possible roadblocks and distracters to healthy family functioning will be listed. In addition, the example of a hypothetical Army family will be used to clarify the characteristics of each stage. The six stages are:





	Stage I		Premarriage�	Stage II		Marriage - to Childbirth�	Stage III	Family - to Child Adolescence�	Stage IV	Family - Children in Adolescence�	Stage V		Family- at Child Launching�	Stage VI	Marriage - After Child Rearing





The analysis, design, development, delivery and evaluation of family services in a military or civilian community can be enhanced by using this six-stage model of the life cycle of the family as the foundation of this effort. The conclusion of this section will address the application of the six-stage developmental model in assessing family services and programs in specific locations. Each local installation or Reserve Component organization may also want to design its own methods for using the model.
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As stated earlier in this chapter, today's Army is a married Army. In contrast to the prevolunteer Army, in which two-thirds of the soldiers were either single or not living with families, over one-half of today's soldiers are married and most have families living with them.


�
�Army policy has been responsive to changing family needs. In the past, when the number of accompanying families was relatively few, Army programs and services could be selective and reactive in nature. As the number of Army families has increased, the number and variety of family resources has also increased. But the goal of many of these family programs has been to identify problems in families and then to provide remedies helpful to family members.





With the advent of the wellness concept of the family, it is clear that a new tool is needed to assess, plan and coordinate family services. Rather than focus on family illness, thinking in terms of wellness gives focus to the health and strengths of the family. The wellness concept is based on assumptions and produces conclusions that are fundamentally different from those of a "treatment" view of family services:





(	From a wellness concept, all families have a propensity for healthy


	growth as they travel through time.





(	There are distracters or roadblocks that may get in the way of families, slowing their journey or interfering with their wellness.





(	Institutions providing family services must be in the roadblock-removing business, that is, the business of assisting families to navigate obstacles that get in the way of their wellness journey.





Consequently, a new conceptual framework is indicated for assessing family services. This new way of looking at family services must be congruent with the wellness concept and it will be different from that suggested by a "treatment" model.





According to the wellness model, at each stage of the six stages in the development process there are three basic issues that must be addressed by those providing family assistance. The issues are these:





(	What resources and programs are required to increase the strengths


	of a couple in each stage?





(	What resources and programs are available or can be developed to assist couples in accomplishing the tasks specific to each stage?





(	What resources and programs are available or can be developed to assist the couple in navigating possible roadblocks or distracters?





�





Stage I: Premarriage. Stage I is a time of transition when an individual begins the process of separating himself or herself from the family in which he or she grew up.





The task of this stage is letting go of emotional and physical dependency on parents. The person, having learned individual skills in work and social interactions, prepares to make a commitment to a prospective marital partner in an intimate relationship.


�



�
�Strengths include the ability to tolerate separation from home, the ability to learn new tasks, a desire to make a relationship commitment, and idealism and hope for success in marriage.





Distracters include all those factors that keep the individual too closely tied to the parental family or create such an abrupt separation from the parents that the process cannot take place smoothly. Additional distracters are conditions that might prevent a couple's exploration of the different values and expectations they bring to a committed relationship. Distracters at this stage often include conflicts between personal and family values, couple separation, lack of joint decision-making skills and unrealistic expectations of marriage.





The family of Art and Alice began when both met in Advanced Individual Training. Art joined the Army because he wanted to get away from the conflicts in his family, while Alice wanted to learn skills that would give her a chance for independence and a better economic future than her parents had had. After a whirlwind courtship Art and Alice decided to marry.





Art, however, was stationed in Germany and Alice stateside. They began married life apart. Alice left the Army at the birth of their first child. The family eventually had two more children, and the years were punctuated by several additional moves, by school and training, and by promotions for Art. Both Art and Alice agreed that as their children reached adolescence, the level of family stress increased. They experienced many distracters to their sense of family well-being. The family's later decisions surrounding Art's retirement reflected challenges faced by many military families.





Art and Alice faced difficult decisions regarding the timing of their marriage. Both had a sense that the romance of their whirlwind courtship had blinded them to many of their differences. Alice's family, for example, wanted her to postpone marriage until she was able to support herself, and Art' s visits home were often more brief than necessary because disagreements always erupted after the first day.





Stage II: Marriage - to Childbirth. The primary task of this stage, which lasts until the birth of the first child, is the consolidation of the marital relationship. This means that the couple is able to work out normal differences in background and expectations and is able to derive primary emotional satisfaction from the marital relationship. The couple becomes a separate unit from their families of origin, yet each is included in the family of the other.





The couple's strengths may include intimacy, time to work on the relationship, openness to discovery with respect to each other, positive examples of marriage in parental families and the willingness of in-laws to accept and encourage the new couple.





Distracters are anything that may prevent the individual from investing appropriate energy in the new marriage: lengthy separations, difficulty in communicating at a distance, lack of information concerning an aspect of the relationship (financial, social, sexual and so on), a crisis in one of the parental families, adjustment problems with in-laws, spouse abuse.


�
�Art and Alice had little time for a honeymoon since Art returned to Germany so shortly after the wedding. Over the next months, the couple attempted to communicate long distance on important aspects of their life together. However, some decisions Alice simply had to make herself. Also, she did not tell Art about the difficulty she had with his mother. She hoped things would get better when Art returned home.





Stage III: Family - Childbirth to Child Adolescence. Stage III's main task is that the family master the skills of parenting roles. While maintaining the foundation of the marital bond, the family must include a new generation, provide nurturing for dependent children and make available an appropriate learning environment for all family members.





Possible strengths of the military family at Stage III may include an increasing familiarity with resources within the military community (health care, child care and so on), an orientation toward learning and the helpfulness of family members.





Distracters and roadblocks are whatever prevents a couple from providing a child with the nurturing care of the family. These may include an unplanned pregnancy, health problems of the mother or the child, difficulty in learning parental roles appropriate to providing nurturing and discipline for preteenage children, financial burdens, difficulty maintaining contact with grandparents and difficulty giving enough time and energy to the marital relationship.





Alice's pregnancy occurred within the time frame the couple had planned. When they told their families the good news, they noticed increased interest on the part of the prospective grandparents. However, Alice experienced a difficult pregnancy and premature delivery. The separation of Art and Alice from their newborn son during his hospital stay was stressful. When the baby went home, both Art and Alice were anxious over his health and their parenting skills. The arrival of their next two children seemed much easier in comparison to that of the first.





Stage IV: Family- Children in Adolescence. Stage IV is a time when learning increased flexibility so that the children may become independent is the primary task of family members. Family rules and boundaries need to be adjustable, allowing teenagers the freedom to move in and out of the family. During this stage, parents may fear that their teenagers will not turn out all right and that the parents will be blamed for it.





Additional stress occurs on installations when parents fear their teenagers will be caught in some violation of regulations or laws that will reflect adversely on the family. Often, parents redouble their efforts at this point to "perfect" the teenager before it is "too late."





Teenagers, on their part, fear they will never be given a chance for independence. They may feel restricted or smothered. Both parent and teenager may fear that the teenager will not leave the family as a fully functional young adult. Differing ideas on appropriate behavior and discipline for adolescents often cause conflict in the relationship between the parents.


�
�Stage IV military families may have the following strengths: education and skills from living in varied locations and cultures; social skills for functioning in new environments; sense of family identity as a result of shared moves and experiences; and pride in the soldier's accomplishments. They may also draw on models within the military community for both young men and young women as they gain new levels of responsibility and recognition, as well as models for limits and consequences.





Distracters and roadblocks include whatever hinders a teenager's growing independence. These may include parental difficulties in setting appropriate limits for their teenagers; teenagers' difficulties in gaining increased responsibility and freedom and in sustaining peer relationships; and special problems such as substance abuse, sexual abuse, incest, unwanted pregnancy, school problems, and conflict or distance in the parents' relationship.





When Art and Alice's son and two daughters entered the teen years, the couple was aware that family life seemed much more complicated. They worried about the children's grades and about how responsible the teenagers were in driving and dating. They did not want to seem naive about the teenagers' possible use of drugs or alcohol or about their sexual activity, yet they did not want to seem untrusting by bringing these issues up. The family experienced a major crisis when their son was injured in an automobile accident following a dance.





Stage V: Family - at Child Launching. Stage V is characterized by the experience of loss as parents let go of their parental roles and prepare to establish adult-to-adult relationships with their children. Children also give up their dependent role. With the loss of these roles comes an increase in time and energy available for other pursuits. Children invest in peer groups, work or education and eventually choose a marriage partner. Parents must make choices to reapportion their energy in new work, new interests and perhaps in the new roles of in-laws and grandparents. Of primary importance is the strength of the marriage and the ability of the parents to reinvest energy in their own relationship.





The primary task of Stage V is to shift energy from parent-child relationships back to the marital relationship in order to allow adult children to leave home. The strengths of this stage may include the desire of the couple to increase their own enjoyment and let go of the work of the previous stage; relative economic stability; and increased time and energy for individual interests.





Distracters at this stage often involve the couple's relationships. Common distracters are illness or death in the grandparental generation; too early or delayed departure of children from the home; distance or conflict between the couple themselves; and depression or illness resulting from anticipated departure.





Art and Alice faced serious decisions as Art approached 17 years of service. These involved the timing and location of retirement, decisions on a second


�



�
�career, Alice's plans to return to school and work, and assisting their young adult children with college. Another family crisis occurred when their 17-year-old daughter announced that she wished to leave school to marry a young soldier on orders to Germany.





Stage VI: Marriage - After Child Rearing. In Stage VI the family is once more composed primarily of husband and wife. Relationships to children are significant but not primary.





Resolution of loss is the task of this stage. The key is how the couple gets on with their lives in a way that has meaning for them. Strengths of Stage VI families may include skills and experience acquired over time, wisdom gained from acceptance, perspective derived from experience and the availability of increased leisure time.





Distracters and roadblocks at this stage include those things that prevent a couple from feeling satisfaction with their new role as a couple in the older generation. Distracters may include the inability of a parent to let go of an adult child; the inability of an adult child to function without parental support; out-of-touch partners experiencing the pain and loneliness of their marriage; loss of parents' dreams of success for their children; and loss of health on the part of either spouse.





The last stage of the family can be a time when the experiences of all the previous stages - the pain and joy, the holding on and letting go -culminate in a sense of satisfaction and accomplishment for the couple and their entire family. Stage VI is a new beginning to an old journey for two partners who live out the health and wellness of the family life cycle.





Art and Alice will be able to plan together for Art' s retirement. This included buying into Alice's brother' s business and moving to Alice's home town near a military base. Their middle daughter returned home for a period of time after college before finding a job. The couple was able to plan and enjoy frequent vacations and trips to visit grandchildren. After Art suffered a mild stroke, the couple became more focused on home and their hobby of gardening. They welcomed visits from children, grandchildren and friends.








�


Just as families move through developmental stages, the Army, in providing services to families, has moved through several stages to the present. In the past, when service for Army families was not emphasized, the family had to adjust to and fulfill the needs of the service member. As the emphasis on Army families grew dramatically, delivery of services became a main thrust of the Army. Families were provided with a variety of programs and services intended to ensure quality of life for the family member. This stage was very successful and enabled the Army to move to its present 


position.


�



�
�However, it seems that the proliferation of services to family, based on past necessity, had now begun to create difficulties. Commanders did not have a clear perspective on what services were available and for whom. Additionally, there was no tool for commanders to use to identify services available to families or to assess the effectiveness of these programs. A new tool was needed to insure targeted and effective delivery of services to Army families.





A metaphor of the dilemma might be to compare those providing family services to rainmakers. They fly over cloud after cloud dropping crystals and making the rain fall. There are many clouds and many rainmakers.





The problem with being a rainmaker is that the rainmakers really do not know how effectively the soil is being watered until they land their craft and examine the ground. Only on inspection of the target zone are they able to determine how effective their work has been. Rainmakers have high hopes of how well the rain project is going, assuming that all ground is moist and fertile for growth. Inspection may show this to be true in some areas; however, there may also be some land left desert while other areas are flooded.





The Army has used the six-stage family developmental model as a tool to assess the distribution of the "rainfall." Both deserts and flooded areas have been identified, along with well-watered areas. The one recommendation that has been almost unanimous is that the process should be continued.





Since the requirement for specialized family-oriented programs was initially identified after publication of the original Army Family Action Plan, programs tailored to the needs of the families being served have been developed on many active Army installations and in National Guard armories and Reserve centers. Efforts continue in this direction to assure the availability of family-oriented programs to the entire Army.





The developmental model can be used as a tool for commanders in other ways, depending on the unique characteristics of each organization, the families being served, the people providing services and the command's goals in the area of family life.





The chaplain, as the representative of faith, brings ministry to the family through ritual religious education and pastoral care that informs and gives substance to the ritual. Through ministry, the chaplain helps to ease the transition from one phase of the life cycle to another. The chaplain also celebrates tasks met and assists the family in moving on to the next phase of development.


�
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�


�Maintaining family wellness through a program of family support begins by seeing to it that new personnel and their families are integrated into the community as smoothly as possible. Joining a new unit represents a critical transition period for individual soldiers and their families. Creation of a receptive atmosphere and establishment of a sense of belonging are paramount for newly assigned personnel and their immediate families. This section describes a battalion-level sponsorship program in which assigned sponsors assist new members (officers, NCOs and enlisted soldiers) in acclimating to the new work and community environment, easing stress and anxiety normally associated with these moves.





An active, well-planned sponsorship program covering all aspects of joining a new battalion and a new community can contribute greatly to a healthy command climate and, in turn, to mission preparedness. Sponsorship is more than transmitting needed information: A properly managed program can reveal - and more importantly, resolve - potential problems that otherwise may cause unnecessary hardships to new arrivals.





A well-administered program will assist commanders and supervisors to ensure that newly assigned soldiers understand standards of performance, conduct and appearance in anticipation of any conflict with the arrival's perceptions and expectations. Conversely, a poorly managed program only creates the impression of command apathy toward new arrivals.





Soldiers must never feel unwanted for they are the sole reason why leaders exist! Soldiers, sponsors, commanders and supervisors must realize that sponsorship is a program we all have an obligation to support.








�


Policies and procedures for a typical active Army battalion sponsorship program follow. These can be modified for adoption by other levels of command or to suit local conditions. Reserve Component units will find it necessary to significantly modify these procedures; however, the principles remain the same.





All officers, warrant officers and enlisted members in grades E-5 and above should have sponsors appointed upon notification of their assignment. Married personnel, regardless of rank, should also have an appointed sponsor at this time.





The Battalion Commander should personally welcome all officers, warrant officers, NCOs and enlisted personnel on arrival. Officers, warrant officers and NCOs (E-5 and above) should be scheduled for an introductory interview by the Battalion S-1. All E-4's and below should be welcomed by the Battalion Commander within five working days of arrival at a weekly Welcome Briefing. The Commander may also add a personal note to each welcome letter to be sent to incoming officer and warrant officer personnel.


�
�
�The Battalion Command Sergeant Major (CSM) should personally welcome all NCOs and enlisted personnel on arrival. NCOs (E-5 and above) should be scheduled for an entrance call with the CSM. All E-4s and below should be welcomed by the CSM within five working days of arrival in conjunction with the Battalion Commander's welcome.





The CSM can also insure that all NCOs and enlisted personnel are briefed on necessary areas such as the following:


(	Unit mission and operational requirements


(	Use of the chain of command


(	Standards of conduct


(	Standards of appearance (including uniform and haircut standards)


(	Weight control program


(	Promotion policy


(	Schools program


(	Battalion pass/leave policy


(	Responsibilities of NCOs


(	NCO professional development program (NCOPD)


(	Personnel and equipment accountability, maintenance and training


(	Family Support Group program


The Battalion S-1 should monitor the overall battalion sponsorship program and maintain all related records. Other duties may include:





(	Providing Welcome Packets to sponsors;





(	Scheduling all E-5 and above personnel to meet with the Battalion Commander;





(	Monitoring the requirement for Defense Eligibility Enrollment Reporting System processing;





(	Monitoring the requirement for Family Care Plans;





(	Appointing officer or warrant officer sponsors within three�working days of receipt of notification of assignment;





(	Requesting original command welcome letters from officer sponsors prior to dispatching to the Battalion Commander to add a personal note; and





(	Guaranteeing attendance of all newly assigned personnel in grades E-4 and below at the weekly Welcome Briefing conducted by the Battalion Commander and the CSM, informing companies if rescheduling is necessary.


�
Company Commanders should initiate programs to guarantee sponsors who are responsible, enthusiastic and adequately trained to perform to the highest standards as representatives of the command. They should seek volunteers who have potential in the above areas to be trained as sponsors on a recurring basis. Their other sponsorship duties may include:


�


(	Appointing an NCO or enlisted sponsor in writing within three�	working days after receiving notification of a new arrival;





(	Insuring that the sponsor is in the same grade or higher than the incoming member, in the same marital status and military specialty (when possible), familiar with the local military/civilian area, and not in receipt of reassignment instructions nor scheduled for temporary duty or leave during the time it takes the newly arrived member to be processed;





(	Forwarding completed sponsor appointment forms to the Battalion S-l; and





(	Counseling the sponsor on the joint responsibility to the commander and to the incoming individual.








LIMIT





Sponsors must understand that promise of payment of financial obligation in the newly assigned service member's name or expenditures of personal funds are not to be made unless a Power of Attorney specifying what actions the sponsor is authorized to undertake has been provided.








�The Company Commander should send a command welcome letter to all incoming personnel within five working days after receiving the assignment notification alert. For NCOs and enlisted personnel, it is recommended the command welcome letter be prepared by company executive officers. The command welcome letter may include:





(	A brief history of the battalion,





(	The unit's location and telephone number,





(	The individual's tentative duty assignment, and





(	The name and address of the appointed sponsor.





Assigned sponsors must be given ample time during duty hours to accomplish their sponsorship tasks, and progress made by the sponsor in settling the new soldier must be monitored.


�
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�All newly assigned personnel should be briefed within five duty days after their arrival on areas such as:





(	Unit mission, history and organization


(	Chain of command and open door policy


(  	Company policies and performance expectations


(	Training program


(	Standards of conduct, appearance, military courtesy, good order and discipline


(	Uniform regulations


(	Work schedule


(	Promotion policies/rating schemes


(	EO program


(	Leave policies


(	Family Support Group program


(	Community and Chaplaincy programs


(	Predeployment readiness





In cases involving sole or in-service parents, the service member should be counseled on his or her obligation to prepare a Family Care Plan, regardless of rank. Unannounced arrivals should be handled as expeditiously as possible within the general program guidelines. Arrangements for courtesy calls and Welcome Briefings by the Battalion Commander and CSM for all newly arrived personnel should be coordinated with the Battalion S-1 and CSM.





The responsibility of the sponsor can be summarized in a form letter over the signature of the commander. This sponsor assignment form should include the name, rank and SSN of the incoming person and the name of the unit to which he or she is currently assigned. Specific sponsor duties that should be listed may include:





(	Forwarding a welcome letter to the sponsored person within five days of receipt of the sponsor assignment and providing battalion Personnel and Administration Center (PAC) with a copy;





(	Assisting the individual in every way possible to prepare for the reassignment, including promptly responding to any requests for information;





(	Getting the individual on arrival at the airport and escorting him or her to their temporary accommodations (be sure the sponsor has the flight number and arrival time);





(	Accompanying the individual during in-processing;


�



�
(	Acquainting the individual with the surrounding area and�commonly used facilities;





�(	Introducing the individual to members of his or her new organization;





(	Giving all personnel with families a copy of relevant dependent travel regulations; and





(	Sponsoring the individual as the sponsor would want to be sponsored.





The sponsor should understand that his or her primary responsibility is to ensure that the transition of the newly assigned individual is as smooth and problem-free as possible. Responsibilities as a sponsor should take precedence over all other duties unless the sponsor has been released. The sponsor should be urged to remember that his or her role is part of the key to the success of the Army Sponsorship Program.





The sponsor should be sure to mention specific laws peculiar to the geographic area and the military community and any other pertinent information that might be of help. It is better to give too much information than too little. The sponsor is the first contact the soldier and his or her family will have in their new location, and every effort to extend a warm welcome should be made.





The sponsor should notify the battalion PAC when contact has been made with the person being sponsored. If contact has not been established within a reasonable period of time, he or she should contact them for assistance.





Semiannual chain of command visits to family residences are another excellent opportunity to show soldiers and their families that Army leadership is concerned about their welfare and make sure they are aware of the services and programs available to them. Visits should be scheduled with the soldier at a time advantageous to the family. Consideration should be given to commanders' being accompanied by their spouses. Visits might be limited to 15 minutes unless questions or problems are identified by the soldier or family members. Chain of command visits are a logical extension of the initial welcome of the sponsorship program.





The next section of this chapter provides tips for effective sponsorship. These can be duplicated for distribution to sponsors at the time sponsorship assignments are made.


�



�


Don't write a long, detailed letter.


	(	Be brief! Even though you possess a wealth of knowledge, keep it simple.


(	Include telephone numbers: work, home and Autovon.


(	Send brochures, literature, maps, a welcome pamphlet from Army�Community Service (ACS) and information from the local Chamber�of Commerce.





�(	Save time and energy; use a tape recorder. Write or call to make certain your newcomer has one. You may want to send successive recordings, which add a warm, personal touch to sponsorship.





Find out if you are sponsoring someone with a family.


(	Do they have children? What are their ages? Send information on�schools, including preschools and day cares.





(	Are there any pets? Inform them about any special quarantine�requirements and the cost.





(	Are there any special needs involving family, such as disabilities, special education needs, special requirements for the spouse?





(	Make temporary living arrangements for them so they will have a place to stay upon arrival





Don't paint an entirely rosy picture.


(	List inconveniences and problems they may encounter, such as�traffic problems, lines at the commissary, cost of living, housing�and so on.





(	Give good advice on how to handle problems and inconveniences. List the best times for commissary and PX shopping; mention the number of other service exchange stores and commissaries available.





(	Be sure to remind them to submit a change of address early.





Greet them personally.


(	Meet them at the airport.


(	Help with baggage pickup (arrange for a duty vehicle).


(	Drive them to their temporary residence.


(	Plan to pick them up, especially the soldier, to assist with in-processing.


(	Show them that you care, but when your help is no longer needed, leave them alone to enjoy their first day in their new location.





(	Give them your phone number in case they need your assistance.


�
(	Leave a list of unit and emergency numbers with them.


�


(	If there are children involved, offer to sit with them or arrange for a�sitter while the parents take care of the numerous tasks associated�with settling in.





(	Often the spouse must sit in the car while the soldier in-processes. Make arrangements for the spouse to stay in your house or in the temporary quarters, whichever would be more convenient.





It's always nice if the spouse of the sponsor can write to the spouse of the person being sponsored. Subjects such as children, schools, shopping, churches, quarters, child care, activities on post, and so on can be addressed. This also adds a personal touch and makes the incoming spouse feel like a part of the battalion.





Involve the family.





(	The soldier will become acclimated quickly to his or her unit. It's also important for spouses of other unit soldiers to become aware of and acquainted with the newly arrived spouse. Children can also gain new friends quickly from among unit families, which will help them settle into their new environment.





(	Consider having some families from your unit gather in your home�with the newcomers as the honored guests.





(	The spouses of other soldiers in the unit may want to sponsor a get-together, which will help the newly arrived spouse to get acquainted.





(	Introduce the family to the Family Support Group (FSG). Suggest that the FSG contact person visit the family to explain the benefits of the group.





Finally, be a good sponsor. It will help everyone in the long run.


�


�
�



�
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�Over the past six years my colleagues and I at the Walter Reed Army Institute of Research have interviewed thousands of soldiers in more than a hundred companies and batteries as part of our evaluation of the Unit Manning System. The data is clear: The chief influence of cohort potential is leader behavior. Units in which leaders behave like they value people and express concern for their welfare score high on measures of cohesion; conversely, units with leaders who are relatively unconcerned about people score low on the cohesion measures. A leader who lacks concern easily wreaks havoc on the unit.





When we talk to leaders, however, none admit to being unfeeling or uncaring. All know the importance of taking care of their people. We have no reason to doubt their sincerity; they genuinely feel that they care. Unfortunately they, too, often assume their intentions and heartfelt personal concerns are enough and obvious to other members of the unit. Too often they are not. Too often the perceptions of troops in the unit are the opposite of what the leader says and feels. This paper is a speech I will never be invited to give to Army leaders -officers and NCOs - who say they care but then bring misery to their subordinates.





Ladies and gentlemen: Rank and position are conferred from above, but leadership is confirmed from below. Your selection as an Army leader is evidence the Army has confidence in you, but this is the easy vote. In combat a silent vote of confidence is taken on every order. The same holds for training, but the returns take longer to count. Now you win the second, more difficult and really important vote of confidence. You say you do not wish to be liked, only respected, but too often you confuse respect with fear. You often appear uncertain of your authority and fearful you will not be respected. Therefore you set out to prove who is in charge.





In combat especially, but in training as well, you are totally dependent upon your subordinates. You can succeed only to the degree you are willing to join them first, and then lead them by their consent - because they trust you and believe in you. You talk about "my outfit," be it a battalion, company, battery, platoon, or squad, but it is not just yours. It is their unit, too. They were there before you and will remain after you. You are only on loan to the unit. You have been appointed and given the charge of helping them make it the most effective Army unit possible.





Communications are always problematic in organizations. You listen for what you want to hear and can never know enough. Again, your success depends on your subordinates. If you are any good at all, your subordinates will not shield you from the unpleasant.





When they do it is because they are fearful. They have tested your courage to hear the truth, and found you wanting. Also, they want to please; they want to handle problems themselves and not bother you with "trivial" details. Too often, however, what they see as trivial will be crucially important to your understanding. Unless you have worked extremely hard to gain their trust, unless they share your vision of what is really important, you will have the information you need in a form you can use.


�



�
�On the subject of communications, let me note that few know how to talk to soldiers. You substitute the "general officer shuffle" for meaningful communication. I am sure you recognize the shuffle: "Hi-there-where-ya-from?" (to be friendly); "How's-the-training?" (professional interest); "How's-the-chow-you-married-got-any-personal-problems ?" (personal concern); "Good talkin' to ya." Sadly, you probably learned this patter from watching general officers work the crowd, who in turn probably learned it from politicians or the movies.





If you really understand that you are totally dependent on the troops, I commend to you the examples of Generals Bradley and Ridgeway who knew they did not know, and knew that the troops had knowledge they needed. Bradley, even as a corps commander, had no problem joining soldiers in their foxholes; Ridgeway always asked in so many words from each private, "What do you know that I need to know, right now?" Instead of the shuffle let me suggest some alternate questions:





(	How much of your training time have we wasted today?


(	Are your leaders teaching you anything new?


(	How often do you stand around doing nothing until late afternoon, and then have to work after chow ?


(	Do you know what you are expected to accomplish today? To what standard? By when ?


(	When will you know what you have to do tomorrow?


(	Who deserves an award in this outfit?


(	Is discipline fair in this unit?


(	What is your wife's biggest gripe about your work?


(	If you could make one change in this outfit to make life better for the troops, what would it be?





When the troops get nervous at your questions and begin looking out the corners of their eyes for their sergeant or officer, or when the NCOs start grumbling that you're butting into "Sergeants' Business," then you know you do not yet have sufficient trust built up to bear the truth. This is called negative feedback. When your subordinate leaders pester you to come visit their outfit to see their latest innovation or to ask some more tough questions, it is called positive feedback. The quality of feedback you receive is completely in your hands.





My next point is that coaching is not mentoring. You coach one level below, but mentor two levels down. That means colonels mentor captains, and lieutenant colonels mentor lieutenants, and first sergeants and captains mentor squad leaders. The purpose of mentoring is to provide the junior with a glimpse of the context in which the superior makes decisions. This is crucial if, as our doctrine proposes, leaders at all levels grasp and implement the intent of those two levels removed.





Mentoring is not instruction from the platform, briefings or SOPs. It is not shooting the bull like one of the guys. It is talking quietly and informally about the Army, about important professional concerns - the essence of our profession. It might


�



�
involve suggested readings or even a written report, but the tone is always informal, the critique always gentle and the result always affirming. We talk a lot about mentoring, but few of us manage it at all because we confuse mentoring (setting context) with coaching (giving instructions).





You have repeatedly heard that families are important. They are, but we are often unclear as to why. Yes, common decency requires we attend to families; happy families make happy soldiers, and all that. Yes, we recruit soldiers, but retain families; therefore, families are important. All these reasons are true. The real reasons families are important, however, is that healthy families keep soldiers alive on the battlefield. My scientific colleagues have established that stress is cumulative. Soldiers who go into battle stressed with personal and family problems are at greater risk for panic, poor judgment, despair and apathy in combat. Soldiers with family problems who break in battle also have lower odds for recovery.





We have known for a long time that troubled families produce troubled soldiers who create troubles in their units. However, the evidence is now clear that troubled units produce troubled soldiers who then create troubles in their families.





�The causal chain is really a circle. We can pretty accurately assess the morale in our units in two ways: We can ask soldiers, or we can ask their families. They mirror each other.





I suggest, therefore, that you attend carefully to families in assessing your combat readiness. If you dare, judge your units by the degree of informal family participation. Families, especially wives, participate in group activities because they want to, not because they are ordered or "tasked" to attend.





I close with a golden rule of command. Consider how you would feel if you were bound by the same rules you impose on your soldiers. When you see barracks organized like basic training with tape on the floor for each piece of furniture, how would you feel if somebody were to organize your living room? How would you feel if your next commander changed the tapes? Then the next commander comes along and changes them back? We do this to soldiers in the barracks all the time, for no better reason than to prove to them (and ourselves) who is in charge.





In the name of pride, you sweat our troops to get increasing percentages of maximum scores on the PT test, or make them buff floors until they shine like shaving mirrors. Whose pride? You intend to improve morale, but the troops hate it. They do it in the hopes you will someday catch on and join the unit. You confuse what you do with the result you intend. Your soldiers really do want you to succeed because they want the unit to succeed. Their lives depend on the unit. So does yours. As their appointed leader you have great power to create misery and little power to reduce it, for you will be blind to its existence - unless you vigorously seek it out. What you intend is too often quite opposite of what you get. Your soldiers can only see what you do. They cannot know how you feel, or even your intentions to do good on their behalf. Your only hope is to concentrate on trust, communication, feedback, mentoring and families. Use your power wisely; the troops are watching and silently voting every day.
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