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Chapter 2

Leadership for Effective FRGs
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What Kind of Leader Does It Take?

Leadership is the most important of the essential ingredients for effective FRGs. People sometimes lament, “Our FRG is nonexistent,” or “We schedule FRG meetings and nobody comes.” Fortunately, however, there are FRGs that are brimming with life, camaraderie, and fun. Why is this? Why do some FRGs work well while others struggle to exist? Every case is different, but the most common reason has to do with leadership. There are other factors, but without sound leadership, FRGs rarely function well.
“Leadership—the ability to influence others to act in a given way.” This definition is given in some form in every course on leadership. But what does it mean? What type of leader can build and run an effective FRG?
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Actually, a number of leaders are needed—both soldiers and volunteers—to reach that goal. Among them are the unit commander, other officers, first sergeant, other NCOs, the FRG leader, and various FRG committee chairpersons. All leaders have a role in the FRG success story. FRG leaders who possess characteristics shown in the graphic to the right will most likely have effective FRGs.
People with these character traits are likely to be very successful in a number of life roles, and FRG leaders who possess many of these traits have a good chance of influencing people to want to make the FRG work well. But every leader has a starting point, and the best training many FRG leaders receive is through the experience of serving the soldiers and families in their unit. There is a wide range of experience among FRG leaders, ranging from PFCs’ spouses to general officers’ spouses. However, whether the FRG leader is new to the job or has several years of experience, training is available through the local ACS, Guard or Reserve Family Program staff, and Army Family Team Building (AFTB). They often offer scheduled classes and can arrange special classes for the unit, the entire FRG, and desk-side FRG briefings for key leaders, if desired.
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Leadership Goals

FRG leaders must have general goals to accomplish within the FRG, including:
· Understand the unit commander’s readiness goals.
· Create or improve the FRG (see Chapter 3).
· Convey the commander’s goals to soldiers and families.
· [image: image6.wmf]Gain FRG members’ support; let members know how they can help meet the goals.
· Identify and recruit other leaders to chair committees.
· Organize and plan for successful FRG events with the help of committee chairpersons.
· Train every member to know what to do (see Chapter 4).
· Encourage families and soldiers to talk, work, and play together.
· Actively promote diversity.
· Work through others to get tasks done.
· Monitor leadership actions of key leaders.
· Assess progress toward readiness goals periodically.
· Change course when needed.
· Praise people publicly and often.
· Interact effectively with the commander and steering committee.
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Military Role in the FRG

Commanders and other military leaders fill different roles in FRG settings than they do while soldiering. The military role is highly structured and mostly involuntary, while the FRG role is based on democratic and voluntary participation. Military leaders, then, need to know when to “take off their military hats” and assume their roles as members of the FRG. This is a difficult act, and it should be recognized that the two roles overlap somewhat at times. What does this mean?
Consider some leadership norms or ground rules that generally apply to family readiness events, which are informal social events:

· Uniforms generally should not be worn to FRG events.
· Commanders should leave most leadership functions to the FRG leader and the FRG chairpersons.
· Exhibit respect for and courtesy toward all members.
· Normal military courtesy among soldiers is always observed, regardless of environment or dress.
· Commanders and other leaders should explain FRG norms to every soldier.
· Commanders and other leaders should never reprimand subordinates in public, especially in view of their spouses or families.
The FRG is a social organization, and soldiers and families must enjoy being members if it is to be successful. Informality, good manners, and fun are essential at FRG meetings and events. 
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Teamwork—Expectations of the FRG Leader and Unit Commander

Another vital aspect of family and soldier readiness concerns the FRG leader and the commander functioning as a team. It is important that both leaders support and communicate with one another regularly; however, if these leaders have widely divergent ideas and ways of doing things, the FRG may be plagued with problems. The same is true for the FRG leader’s ability to work with committee chairpersons as a team. It follows that each committee must be an effective team, too. Clearly, leadership is the most critical of the essential ingredients of effective FRGs. 
The FRG leader is a member of the commander’s special staff. The commander is responsible for the FRG and for supporting the efforts of the FRG leader, which puts in clear perspective the authority and responsibility delegated to the FRG leader. What should the FRG leader and commander expect of each other to be successful as a team?
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There are many similarities in the two lists shown above. In fact, they’re practically identical. And the Army’s Seven Core Values are embodied in them, too. 
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If the leader is lacking in some of these areas, it’s okay. No one can be all things to all people. On the other hand, if the leader is new to the Army or the position, knowledge and skills can be acquired and honed in time. This process can be moved along in the following ways: 
· Get training—sign up for post FRG training classes or classes offered by the Regional Family Program Academy.  Operation READY (Resources for Educating About Deployment and You) Classes are offered on a monthly basis at the Fort Bragg Community Center.  For a schedule of classes or to register, contact ACS at 396-8682.  Free limited childcare is provided.
· Get special training—arrange for training tailored to your unit or situation.  The Deployment and Mobilization Staff at Army Community Service (ACS) are avilable to conduct training at the unit level.  To schedule a training, contact ACS at 396-8682.
· Get material on FRGs—the FRG trainer, normally located at ACS on the post, or from your Guard/Reserve family program staff.
· Sign up for Army Family Team Building classes 396-AFTB.  Limted free childcare is provided.
· Get help—find willing and capable people to work with.
· Get started—experience is a great teacher.
Take a look at the FRG Leadership Checklist at the end of this chapter (page 33). FRG leaders can use this to determine their strong points and areas that are in need of work. 

Leadership Styles

How does an FRG leader exhibit the traits and skills discussed so far and still get the job done? Can the leader be kind and considerate in the FRG and achieve the readiness goals of the command? 

What is the “job,” really? Recall that the job is to improve cohesion, morale, and self-reliance among people who have choices (to participate or not). The list below details different leadership styles:
· Directing—Leader is task oriented, with little group input, limited group experience or time. Military leaders must direct their units in order to accomplish their mission. 
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Coaching—Leader is both task and group oriented; directs and encourages the group’s effort, but the group is more experienced and makes inputs to the process. The leader watches progress and coaches the group as needed to keep on track. This style of leadership is prevalent in business (especially big corporations). 
· Supporting—Leader is group oriented; sets the overall project goals and supports the group’s efforts. The group has considerable experience and therefore makes major inputs on planning and decisions. The leader reviews progress at intervals and suggests changes.
· Delegating—Leader is more interested in group interaction than the outcome of the project. The group is highly experienced, and they define the project goals, plan, make decisions, and control their own work.
So, which leadership style should FRG leaders use? Very simply, for a volunteer group, coaching and supporting styles work best. With more critical concerns, use coaching, but the directing style should rarely (if ever) be used. More routine tasks call for a supporting style, even delegation for simple ones. FRG leaders may find it necessary to use any or all of these styles. The situation, experience of the group, and time needed to accomplish the task are all factors that help determine the style.

Supervising People

Among leader skills listed previously in this chapter were the ability to supervise and motivate people, manage multiple projects, and work harmoniously with a variety of personalities. The following is a list of do’s and don’ts for supervising people:
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Additional aspects of leading people will be covered later. For more information on the subject, consult Operation READY The Army Family Readiness Handbook, which has an excellent chapter on leadership.



	Can I Lead the FRG? Should I?

The first answer is, “Most Army spouses can do the job and do it well.” However, in the same breath is the caution that, “Some spouses can’t or shouldn’t take the job,” for a variety of good reasons:

· schedule overload,
· personal problems,
· introverted personality, 
· fear of public speaking,
· fear of failure,
· illness or handicap, or
· lack of interest.
Army spouses are busy. Many wear several hats—wife, mother, wage earner, college student, caregiver for aged parents, not to mention housekeeper and many other jobs. Some spouses are very private—not the outgoing kind who can lead large, diverse groups. Some take on the FRG leader job simply because their spouses are the commanders, but some spouses don’t want the job, which is fine. 
Sure, you can do the job. But keep in mind that your decision can affect the morale and lives of a lot of people. They need strong and caring leadership from their FRG leader. So, be honest with yourself and make the right decision. If you decide to take the job, do it wholeheartedly. If not, leave the job to someone who will—and give them your full support.




Leaders Actively Promote Diversity

Promoting diversity, fairness, and justice is a top priority of military and spouse leaders. This is because equal rights, inclusion, and fair treatment of all people are vitally important in our culture and the Army. FRGs, like their units, have diverse memberships. Soldiers and family members are of all ranks, genders, ages, races, religions, and cultural backgrounds. Each member brings a wide range of skills, experience, interests, and motivations to the group. Leaders can build a strong team by putting those talents and backgrounds to good use and by setting a good, genuine example in how they view and treat people. Keep in mind that:
· Everyone wants to be included.
· Everyone wants to be valued and respected.
· Everyone wants to be treated fairly.
· Everyone wants to contribute.
· Everyone has ideas to share.
· Everyone is a unique individual.
· FRG members are volunteers.
How can leaders create win-win outcomes for everyone? An excellent way to help people of different backgrounds develop friendships is to plan activities that bring people together to talk, work, and play on the same team. This, after all, is what the FRG is about.
Making Decisions and Leading Decision Making

A leader is expected to make decisions—sound ones that keep the FRG, a committee, or a project running well. Keep in mind that there are several levels of decisions that require good judgment and leadership, and the same is true for FRG committee chairpersons. Leaders need to know when and how to use or initiate all of them:


	Decision Making

Questions will arise for any leader, and that’s certainly true of an FRG leader. But some leaders feel that they are expected to make all decisions—that if they don’t make quick and aggressive decisions, people will consider them unable to lead. This is not true.
The keys to good decision making are:
· Keep a positive attitude.
· Research adequately before making a decision.
· Understand the situation completely.
· Possess good problem-solving skills and good judgment.
· Be flexible.
· Ensure that action is taken once a decision is made.
Share credit.


Preparing and Giving Presentations

Another desirable leadership skill is public speaking. The FRG leader and committee chairpersons will have many opportunities to speak before groups of people. Clearly, they must enjoy speaking before and leading a group, and they need to be proficient at it. 



. 
More information about public speaking is included in AFTB courses 3.03.1 and 3.03.2. Keep in mind that the course on presentations is aimed primarily at more formal events, such as a briefing for senior spouses or a distinguished visitor.
When speaking before the FRG or leading a meeting of committee members, keep it informal, friendly, brief, focused, relevant, and helpful. Additionally, leaders are often asked to present reports or proposals to the FRG steering committee and other key people; brevity and conciseness are necessary there, too. Remember: substance, relating well to others, and getting the job done well are much more important than form and formality!
Other pointers:

· Relax and smile.
· Speak clearly and simply.
· Stick to the agenda.
· Avoid distracting gestures.
· Invite others’ inputs.
· Listen actively to questions or comments by others.
· Repeat questions if needed.
· Keep to the time limit unless it can’t be helped.
· Provide equal time for others to speak.

· Never put down anyone, especially in front of others.
· Deal gently with argumentative members. If they persist, invite them to meet later.
· Thank others for their inputs.
· Summarize major points.
· End on a positive note.

FRG Leadership Checklist
	1  I know and support the commander’s readiness goals. 

2  I embrace those goals and convey them to other volunteers.
3  I frequently confer with the commander about FRG plans and activities.
4  I frequently confer with all chairpersons about FRG plans and activities.
5  I set the example by welcoming diversity among our FRG members.
6  I actively seek inclusion of all members in FRG meetings and activities.
7  I readily make some decisions on my own when appropriate.
8  I share important decisions with the committee leaders and the commander.
9  I seek input on group activities and concerns from the membership.
10 I have a positive attitude of friendliness, kindness, and service. 
11 I am an assertive but humble and kind leader.
12 I treat everyone with respect and regard; I never criticize but I mentor.
13 I try not to dominate meetings and strive to get others involved.
14 I try to keep meetings focused, fun, and reasonably brief.
15 I frequently and publicly thank people for their help.
16 I attend all steering committee meetings or ensure that an alternate does.
17 I seek to resolve conflict peaceably and promote harmony among the FRG members.
18 I listen actively and seek to understand the other person’s viewpoint.
19 I follow up with chairpersons to make sure critical tasks are done on time.
20 I am careful not to micromanage.
21 I am able to recruit capable members to help with committee work.
22 I work well through others to get tasks done.
23 I plan well and get help with planning, preparing meeting agendas, and seeing that activities are organized and done well. 
24 I try to balance the importance of task versus relationships.
25 I have completed family readiness training and promote it among the FRG members.

Number of “Yes” answers _____ x 4 points each = Total Score: ____________

Use this checklist to check yourself and, where applicable, your committee chairpersons. Be as objective as you can. Counting 4 points for each “yes” answer and 0 for each “no,” what is your score? What are your strong points? Where do you need to improve? Grade yourself with this scale: 88 or above, effective FRG leader; 74-84, good; 60-70, average; under 60, below average. 

Are you an effective FRG leader? If not, what will it take to become one?
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 Impacts of Poor Leadership on the FRG





What happens if leaders do not have a substantial share of the positive leader traits that have been described? Some examples of poor leadership and its consequences may include:





too military—spouses will not attend;


too formal—a big turnoff that repels membership;


too pushy—another big turnoff;


leader dominates meetings—same result;


leader makes all or most decisions—discourages participation and development of other leaders;


leader has no clear goals—members have nothing to support;


leadership does not discourage cliques, rumors, and gossip—some members won’t participate in the FRG;


leadership does not recognize volunteer efforts—members won’t volunteer anymore; and


leadership does not plan fun activities—FRG is doomed.











All Soldiers Need Family Readiness Training!  





Many commanders, both new and experienced, do not understand the impacts family readiness can have on soldier and family cohesion and morale. This is true of other key leaders, as well. It is strongly recommended that these leaders receive training in FRG requirements, leadership, missions, roles, etc. And they need to pass on this training to each soldier, both single and married, who need training on the benefits and ground rules of their FRG so they can understand:


unit readiness goals and mission,


benefits of their unit FRG,


how the FRG can help support the military mission,


ground rules for participation in the FRG, and


Army benefits and how to access them


They also need to learn how to:


promote cohesiveness in the unit family,


gain important information about upcoming deployments,


become better leaders,


gain valuable training in operation, and


get more personal satisfaction from belonging to the Army family.





The Pros and Cons of Having a Co-Leader





FRG leaders should seriously consider having a co-leader to share the leadership and workload duties. If the leader’s sponsor is an officer, determine if an NCO’s spouse is interested in co-leading the FRG; however, if the leader is the spouse of an NCO or below, it might be helpful to seek out an officer’s spouse who is interested in co-leading. At the least, the co-leader can be an advisor or assistant, and the co-leader can help mobilize others to actively participate in FRG activities. This approach ensures that everyone feels welcome, represented, and needed in the FRG.





On the downside, splitting leadership can have some drawbacks. Co-leaders must talk regularly to each other to avoid confusion and missed opportunities. They need to agree on what areas and projects each will supervise and make joint decisions on important issues. Ultimately, the decision to have a co-leader must be based on what is best for the FRG, the soldiers, and the families.














Is the FRG a Social Organization?





Absolutely, yes! The value of the FRG as a social group in today’s Army is critically important. The fact is, without social mingling and meaningful, fun activities for all, FRGs cannot survive for long. To be effective, FRGs should have characteristics such as:


positive, friendly, informal environment;


no rank or cliques;


clear goals;


meaningful, fun activities to participate in as a unit family;


decentralized decisions;


everyone included;


timely, accurate information flow; and


no gossip.











26

Operation READY
Fort Bragg FRG Leader’s Handbook

27

