[image: image5.wmf]Unit Commander's

Family Readiness Goals

Battalion Family

Readiness Plan

Effective

FRG

FRG Leaders

Unit Family

Readiness Plan

Battalion Family

 Readiness Goals

Family Readiness

Goals

FORT BRAGG 

Family Readiness Group

Leader’s Handbook
[image: image6.wmf] 

[image: image7.png]O PERATI OIN
— 4
l

W

Resources for Educating About Deployment and You




[image: image8.png]



ACKNOWLEDGMENTS

A number of people contributed to this handbook, but foremost among those are Mr. James Peters and Mrs. Becky Poppelton. Their work as volunteers in the Mobilization and Deployment section of Army Community Service at Fort Hood, Texas, has been inspiring and invaluable. These individuals shared their FRG publication for training leaders, which has been used to develop this handbook into a comprehensive, reliable, and in-depth reference for FRG leaders.
Note:  This handbook has been personalized to meet the needs of the Fort Bragg community.  For more information, please contact:

Deployment and Mobilization Program


Army Community Service


Community Center, BLDG 1-3571 Corner of Knox and Randolph Sts.

Commercial Phone: (910) 396-8682/8683

DSN: 236-8682

Fax: (910) 396-5764

Monday though Friday 8am to 5pm

www.bragg.army.mil/mwr/community/ACS/ACS_Default.htm
August 03 Edition

Table of Contents

Chapter 1. Family Readiness Group Overview
7

Introduction
7

FRG Definition and Mission
7

Goals of the FRG
8

Do We Really Need FRGs?
9

The FRG—What’s in It for Us?
9

FRG Structure
11

The Unit-Level Structure
12

Battalion-Level and Higher-Level Family Readiness Support
15

Family Readiness Responsibilities
16

The Five Essential Ingredients of An Effective FRG
18

Insert: 


DA Pam 608-47 A Guide to Establishing Family Support Groups

Chapter 2. Leadership for Effective FRGs
21

What Kind of Leader Does It Take?
21

Leadership Goals
22

Military Role in the FRG
24

Teamwork—Expectations of the FRG Leader and Unit Commander
25

What Do FRG Leaders Need?
26

Leadership Styles
27

Supervising People
28

Leaders Actively Promote Diversity
29

Making Decisions and Leading Decision Making
30

Preparing and Giving Presentations
31

FRG Leadership Checklist
33

Inserts:

FRG Minutes Template

FRG Monthly Report Template

Overcoming Your Fear of Public Speaking

Sample Appointment Order

Chapter 3. Building Your FRG—Getting Started
35

Are You Ready?
35

How Do You Get Started?
35

Key Tasks of an Effective FRG
37

Plan the First FRG Meeting
37

What Should the First Meeting Accomplish?
37

Suggested Outline for Planning the First FRG Meeting
39

FRG Volunteers
43

Communication
44

Conducting the Meeting
46

Encourage Participation
47

Group Dynamics
48

Resistance to Change
49

Resolving Conflict
50

Childcare Issues
51

Insert:
Sample FRG Information Survey

Chapter 4. Building Your FRG—Working with Volunteers
53

Volunteers Make a Difference
53

Brief History of Army Volunteers
53

Volunteer Service
54

Volunteer Training
54

Volunteer Responsibilities
56

Volunteer Rights
58

Volunteer Records
58

Volunteer Discipline
60

Volunteer Code of Ethics
60

Volunteer Recognition
61

Typical FRG Volunteer Positions
64

Meaningful Assignments—A Sense of Purpose and Contribution
65

FRG Job Descriptions
65

Two Critical FRG Positions
66

Volunteer Resources
89

Insert:

XVIII Airborne Corps and Fort Bragg Reg 608-1 Installation Volunteer Recognition and Awards Program

Chapter 5. Building an Effective FRG—Preparing to Contact 

Soldiers and Families
91

Welcoming New Soldiers and Families
91

FRG Membership Roster
92

The FRG Phonetree
92

How Does the Phonetree Work?
93

Benefits of an Effective FRG Phonetree
95

How the Phonetree POC Gets Started
95

Six Types of Phone Calls
97

Basic Rules of Crisis Intervention
101

Brief Descriptions of Post Community Resources
104

Inserts:

Quick Reference List for Key Callers

Sample Family Readiness Group Roster

Chapter 6. Running an Effective FRG—Communications
105

Newsletters
105

Does the FRG Need a Newsletter?
105

What Kind of Newsletter Should an FRG Have?
106

Getting Organized for the Newsletter
107

Designing the Newsletter
108

Editing
108

Layout
109

Proofreading, Illustrations, Final Copy, and Pasteups
110

Publishing the Newsletter
110

Distributing the Finished Newsletter
110

FRG Website
111

Media
112

Being Interviewed by the Media
112

Chapter 7. Running an Effective FRG—Special Events
115

Keep the Fun Times Coming!
115

Choosing Fun Events
115

What are Some Fun Things to Do?
116

The Planning Phase
117

Making It Happen
120

Finally, the After Action Report
120

Safety and Health during FRG Events
122

Food and Water Sanitation
122

Protection from Biting Creatures
122

Protection from Heat and Sun
123

Water Safety
123

Driver/Passenger/Pedestrian Safety
124

Other Safety Issues
124

Insert:

Event Ideas

Chapter 8. Running an Effective FRG—Money Matters
125

Funding the FRG
125

Establishing an FRG Fund Account
127

Balance Sheet for Managing the FRG Fund
129

Appropriate Uses of FRG Funds
130

FRG Fundraisers
130

Authorized Fundraisers
130

Prohibited Fundraising Activities
131

Obtaining Permission to Have a Fundraiser
131

Safety at Fundraising Activities
133

Things to Remember When Fundraising
133

Inserts:

XVIII Airborne Corps and Fort Bragg Policies

Policy #25 Raffles

Policy #39 On-Post Distribution of Publications

Policy #39 On-Post Distribution of Publications

Policy #40 Solicitation on Fort Bragg

Policy #48 Non MWR-Sponsored Events Public Use of Fort Bragg

Sample FRG Constitution

Sample Audit

Sample Donation Request

Sample Fundraising Request

Sample Release of Liability

Chapter 9. The FRG—Bringing It All Together
135

A Calm and Well-Planned Approach
135

Improving an Existing FRG
136

Problem Solving
136

Prevalent Problems in Weak FRGs
141

Getting Families and Soldiers Ready
143

Sustaining the FRG during a Mission
144

Children’s Issues during a Mission
146

Maintaining the FRG after the Mission
146

Avoiding Burnout
147

FRG Checklist
149
[image: image9.png]


Chapter 1

Family Readiness Group Overview
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Introduction

This FT Bragg  FRG Leader’s Handbook provides an overview of the Family Readiness Group (FRG); its purpose, structure, and function; command and member responsibilities; key leader job descriptions; and other aspects of building and leading effective FRGs. Its focus is on the essential ingredients and key tasks of effective FRGs and their importance in helping soldiers and families cope with the stresses of military life and in building cohesive families in the Army. In a very real sense, FRGs can help soldiers and their leaders with the military mission, too. This handbook explains how.
FRG Definition and Mission

The Family Readiness Group, formerly known as the Family Support Group (FSG), is a concept that had early roots among Army families, who banded together during war or tours overseas or other isolated locations, to provide information, moral support, and social outlets to their members. The Army focused sharply on family readiness as a result of lessons learned during the 1990–91 Gulf War. On 1 June 2000, Department of the Army renamed it Family Readiness Group to emphasize the need for readiness and self-sufficiency among Army families in the modern Army.

Paraphrasing DA Pamphlet 608-47 (see insert), the FRG is “an organization of family members, volunteers, soldiers, and civilian employees belonging to a unit/organization who together provide an avenue of mutual support and assistance and a network of communication among the members, the chain of command, and community resources.” Unit FRGs consist of all assigned and attached soldiers (married and single), their spouses, and children. This membership is automatic, and participation is voluntary. Extended families, fiancées, boy/girlfriends, retirees, DA civilians, and even interested community members can and should be included, as well.

The FRG mission is “to assist commanders in maintaining readiness of soldiers, families, and communities within the Army by promoting self-sufficiency, resiliency, and stability during peace and war.”
[image: image2.wmf]Goals of the FRG
Based on the FRG mission statement, the FRG may fill many important roles, including: 

· build soldier and family cohesion and morale;

· prepare soldiers and families for separation during deployments and, later, for the stresses of reunion;

· reduce soldier and family stress;

· reduce the commander’s and other leaders’ workloads;

· help soldiers focus on their mission during deployments;

· help families become more self-sufficient;

· provide an avenue for sharing timely, accurate information; and

· promote better use of post and community resources.

Later, these roles will be translated into the key tasks that effective FRGs plan and implement for their soldiers and families.

[image: image10.wmf]
Do We Really Need FRGs? 

Many experienced soldiers and spouses firmly believe that FRGs are important. Consider the following facts, based on recent research by the Army Community and Family Support Center, about the Army family:

· The ratio of immediate family members to soldiers is about 60 to 40.

· About 60 percent of soldiers are married.

· The ratio of children to soldier-parents is about two to one.

· About 6 percent of soldier-parents are single.

· Single soldiers have families somewhere.

· Families help soldiers make career decisions.

· Finally, the single most important concern of soldiers is that their families will be taken care of, both during peace and deployments. 

So, yes, effective FRGs are important for soldiers and families. To create effective FRGs, the five essential ingredients—leadership, organization, training, fun activities, and communication—must be built into the unit FRGs. Of course, this is easier said than done, but it’s a basic fact that must be embraced by every leader—both military and spouse—if soldiers and families are to be successful.
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The FRG—What’s in It for Us?

[image: image12.wmf]For spouses and family members, the FRG gives a sense of belonging to the unit and the Army community—the Army Family. It provides a way to develop friendships, share important information, obtain referrals to needed Army resources, and share moral support during unit deployments. For the long-term, involvement in FRG activities can foster more positive attitudes among Army families and provide a better understanding of military life, the unit, and its mission.
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For soldiers, peace of mind—soldiers can be assured that their family members will be more self-sufficient and will have reliable and friendly support while they are deployed. This peace of mind can help soldiers focus on their work, perform better, relate better to other soldiers, and be safer while they’re on a training or real-world mission.

For commanders, the unit FRG helps to lighten their workload, especially in the area of soldier and family readiness goals. The FRG can enhance camaraderie and unit readiness by promoting self-reliance and by helping soldiers and family members to identify closely with the unit. 

[image: image14.wmf]For the military and civilian communities, a well-established FRG program can help forestall serious family problems (such as family violence, substance abuse, juvenile delinquency, child abuse, etc.) that weaken Army families and place heavy demands on community service agencies. FRGs refer family members to military or civilian community resources and help families develop coping skills and stronger family units. Effective FRGs also provide a positive environment for diverse cultures to thrive together and to truly become one Army family—an Army of One.

[image: image15.wmf]
For the Army, successful FRG programs, combined with ample and available community resources, help the Army achieve its primary goals—including the all-important goal of attracting and retaining high-quality soldiers and families in the Army. 

For the Army Family and society as a whole, peace of mind; togetherness; pride in ourselves as individuals, families, units, and a nation of diverse cultures; and confidence that our Army can promote a better and safer world.
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FRG Structure

FRGs can be structured in a number of ways, based on the type of unit, its mission, the needs of the soldiers and family members, and sometimes local policies. The FRG structure outlined in this handbook is based on active Army units co-located with headquarters on a permanent garrison. It can also be adapted for use in commands, both active and reserve, which are split among distant posts, sometimes in different states and even different countries. 

FRGs typically are organized at two or more levels to form a support network for unit soldiers and families:

· The unit-level FRG (and sometimes in separate detachments) is the “grassroots” organization for soldier and family readiness in the Army and, therefore, will receive major emphasis in this handbook. Its main function is to build a friendly support and information network for the members before, during, and after deployments.

The battalion commander and key staff and families generally are members of the headquarters unit FRG. Occasionally, though, a single central FRG may exist at battalion level.

· The battalion-level FRG serves in an advisory and support capacity for unit-level FRGs. The steering committee interfaces regularly with unit-level FRGs, ensuring that the battalion and higher command family readiness goals are met.

By regulation, the unit commander is responsible for establishing and supporting the unit FRG. Ideally, family readiness is managed from the top, and commanders have unit family readiness performance goals they must meet. Clearly, they can’t meet those goals alone; they must identify capable spouse leadership and delegate clear responsibilities and the authority that goes with them to the spouse volunteers. Military members should not be FRG leaders. Commanders should encourage participation by all unit soldiers and families in FRG activities, which is best accomplished in a friendly, informal setting. Face it—soldiers of all grades will want to belong and will want their families to participate if the FRG is relaxed, democratic, meaningful, and fun. Remember, soldiers neither need nor want “another army within the Army.”
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Often, but not always, the FRG leader is the commander’s spouse because the commander believes his/her spouse can best relate to the family readiness goals. However, every commander should consider what is best for the unit, the soldiers, the families, and the mission. The commander must have clear family readiness goals and take the initiative to ensure that they are met or exceeded by helping spouse leaders build and run an effective FRG.

The Unit-Level FRG Structure

As stated, the primary emphasis of the FRG program is on the unit level, with support and guidance from battalion-level leadership and above. There are two major support circles or chains associated with any FRG: the Chain of Command and the Chain of Concern. The Chain of Command consists of military leaders and senior staff members, while the Chain of Concern is comprised of spouse volunteers, who assist the Chain of Command in supporting the unit FRG membership and achieving unit readiness goals. Figure 1 illustrates how these chains are related at the unit level. 
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Figure 1. Relationship between the Chain of Command 

and Chain of Concern.

The unit FRG structure is designed to promote communication of important information and to encourage contact and mutual support among soldiers and family members. 

It is through this grassroots organization and its activities that family readiness and soldier-family cohesion takes place. The unit FRG is normally the “lowest common denominator,” and FRGs usually are not broken down into smaller units, such as platoons. Cooperation and mutual support between the commander and the FRG leader are critical. Likewise, the willing service of various volunteers, as shown in Figure 2, is indispensable to the FRG leader and the effectiveness of the FRG. An effective FRG invariably has a strong, caring organization of military and volunteer leaders who work well together for the common good. Chapter 2 discusses FRG leadership in depth.
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Figure 2. Family and Soldier Readiness Structure.
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Figure 3, Soldier-Family Readiness Flowchart, also shows the organization and structure of a typical garrison-level soldier-family readiness program. Chapter 3 discusses in detail how to build the FRG organization to promote the readiness goals at the unit level. 

Figure 3. Soldier-Family Readiness Flowchart.

Battalion–Level and Higher-Level Family Readiness Support 

The battalion commander, his staff, and spouses provide guidance and support for the unit-level FRGs. The battalion commander, after all, has family readiness performance goals to share with subordinate commanders. Often the commander, staff, and families are members of the headquarters unit FRG, which mirrors the basic structure of other unit FRGs. 

The battalion commander appoints a senior spouse to lead a battalion FRG steering committee (sometimes called advisory committee) to ensure that the family readiness goals are met in all battalion units. The FRG steering committee consists of senior spouses and soldiers who:

· plan, activate, and coordinate overall FRG support;

· address family member concerns appropriate to the battalion;

· form organizational linkages with higher command and spouses;

· pass pertinent information to unit FRG representatives; and
· form volunteer committees to assist in the above activities.

Family Readiness Responsibilities

	Chain of Command Responsibilities

	Battalion Commander
	Unit Commander
	Rear Detachment Officer 

	· prepares Family Readiness Plan (FRP) and sets family readiness goals for the battalion,

· selects FRG steering committee chair,
· participates in steering committee meetings, reviews FRG programs in command, and 
· coordinates with higher command on major family readiness issues.
	· prepares FRP and sets family readiness goals for the unit,
· appoints FRG leader and treasurer,
· supports FRG leader as practicable,
· coordinates with FRG leader on fundraisers and other FRG activities,

· reviews FRG fund status and newsletters,

· appoints Rear Detachment Officer (RDO) when deployment is planned,

· encourages all soldiers and families to participate in FRG activities, and

· ensures that vital family readiness information is conveyed to the FRG leader and soldiers.
	· serves as unit commander during deployment,
· performs same duties as commander,

· helps resolve family readiness problems or refers them to appropriate post agencies, and

· maintains regular contact with deployed unit.



	Chain of Concern Responsibilities[image: image4.jpg]




	FRG Steering or Advisory Committee
	FRG Leader

	· oversees and supports FRG activities in the command,

· provides assistance to FRG leaders, and

· coordinates with battalion commander on family readiness policies and special issues.


	· supports commander’s family readiness goals,

· provides overall leadership for unit FRG,

· recruits other volunteers for key FRG positions (or presides over elections),

· supervises planning and running of all FRG events,

· presides over FRG events,

· reviews FRG fund status and newsletters,

· ensures that all members are involved in group decisions and events,

· ensures that key information is conveyed to members,

· ensures that FRG phonetree is functional and up-to-date, and

· represents the FRG at steering committee meetings.

	Family Members
	Soldiers (Married and Single)

	· support their soldiers,
· support command readiness goals,
· participate willingly and contribute to FRG activities,

· keep personal affairs in reasonable order, and

· inform commander and FRG leader of key changes.
	· participate in FRG and encourage their families to do so, and
· assist FRG leaders with FRG projects.



The Five Essential Ingredients of an Effective FRG

With today’s smaller Army, active and reserve units that train for and support warfighting and peacekeeping missions experience unprecedented turbulence and uncertainty. These soldiers, their families (both immediate and extended), and friends endure frequent separations during training and longer overseas missions. Therefore, all units and soldiers must achieve and maintain a high state of readiness, and so must the families. Building and nurturing strong, active FRGs—effective FRGs—is critical.

Experienced commanders and FRG leaders have learned that certain factors make FRGs effective and successful, all of which involve five essential ingredients—a concept that is the cornerstone of this handbook. The goal of an effective FRG can be achieved through active participation in the FRG and by infusing it with the five essential ingredients listed below (shown in boldface type):

· strong, caring leadership;

· effective organization in a positive, friendly environment;

· work, train, and play well together; 

· plan and enjoy fun activities, and include everyone;

· communicate well and share timely, accurate information; and

· make Army units and families stronger.

Each member of the FRG—regardless of rank, gender, marital status, age, race, or religion—is important and can make valuable contributions to soldier and family readiness, morale, and cohesion. Max DePree, author of Leadership Is an Art, reminds us that “by ourselves, we suffer serious limitations. Together, we can create something wonderful.” By employing the five essential ingredients in the FRG, together we can “create something wonderful” and accomplish our goals.
The five essential ingredients are discussed in depth in the chapters that follow; however, a brief overview of how each essential ingredient works in an effective FRG is shown below:

· Caring leaders—soldiers and spouses who lead and serve their units and FRGs with great regard and affection for the soldiers and families. Their focus is on the needs of the members, unit family readiness goals, and the military mission. Leadership of the FRG is, by far, the most important single ingredient.
· Well organized—the FRG leader recruits and motivates capable spouse volunteers to help organize and lead the unit FRG. With their help, the leader organizes committees and work groups, who accomplish all the key tasks of an effective FRG.

· Well trained—all members (every soldier and family member) are trained at some level to understand the unit’s mission and family readiness goals, and their roles in helping to meet them. 

· Fun FRG events—astute leaders ensure that the unit family regularly plans and enjoys fun events together. In fact, every event of the FRG should be enjoyable or at least pleasant for all members. Like caring leadership, fun FRG events are critical to the strength and longevity of the FRG.

· Great communication—the commander and FRG leadership ensure that pertinent information and knowledge of essential post resources are passed on to all FRG members in a timely manner.
Revolving around the essential ingredients like numerous satellites, the key tasks of effective FRGs are the many services that capable volunteers perform for all the soldiers and families. The commander’s soldier-family readiness goals should mesh well with these tasks and support the unit mission. These goals are expressed in the unit Family Readiness Plan, which is reviewed with the next higher commander and the FRG leader. When the plan is complete, the FRG leader and committee chairpersons focus on the key tasks, organize and train the volunteers to help with the tasks, and lead the work for the benefit of all members. The result, of course, is an effective FRG.

How can we create a win-win outcome for all FRG members? How can we foster a favorable environment for enjoyment and personal growth for all FRG members? The best answer is by the example we set. It starts in our minds and hearts, with how we think and how we treat people as part of our day-by-day, minute-by-minute attitudes. It’s a leadership subject that surfaces regularly in FRGs.

The FRG is:


an information conduit;


a welcoming organization;


a self-help, referral organization;


a source of social support and group activities; and


a unit family dedicated to achieving social and military goals.


The FRG is not:


a babysitting service,


a taxi service,


a financial institution,


a professional counseling agency, or


another military organization.











“The Soldier Is an Extension of the Family….”





The old saying about the Army family, “If the Army wants you to have a family, they’ll issue you one!” is no longer operative in today’s Army. And the family is no longer seen as an extension of the soldier; now it’s quite the opposite. Today, clearly, we know soldiers are extensions of their families. So our changing Army and its missions point to the critical need for strong FRGs—effective FRGs—to help enhance soldier and family morale and success at home and at work. Effective FRGs can even help our soldiers accomplish military missions.


—Mr. David White, Chief, U.S. Army Family Liaison Office


Washington, D.C.
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The FRG and the Military Mission   �





Commanders and other leaders at all levels and spouses in leadership roles should be keenly aware that FRGs can help build better unit families and can help with military missions, as well. How could this be true? Simply put, well-organized and effective FRGs help improve morale among soldiers and their families. In turn, soldiers and their leaders are more focused on their missions, safer, and not as worried about their families when the unit is training or engaged in real-world missions. 





Selection of FRG Leaders





The FRG leader may be selected by the commander or elected by the FRG membership. In turn, the FRG leader selects other volunteers or holds elections to fill key positions. The leadership structure of the FRG is discussed in detail later. 





The Commander Is Not the FRG Leader





The unit commander—and actually, any soldier—should not fill the role of FRG leader. Though responsible for the FRG by regulation, the commander must delegate the position to a capable spouse volunteer because: 


soldiers often deploy with the unit;


spouses need to train in FRG leadership positions;


FRG members are volunteers, and they will relate better to a volunteer leader;


soldiers do not want other soldiers giving orders to their spouses and children; and


FRG members will be best served in a friendly, informal environment.





Other Family Readiness Entities





Rear Detachment Officer (RDO)—a unit officer who acts as unit commander in the rear when the unit is deployed.


Army Community Service (ACS) and other service organizations, on and off post, which assist soldiers and families.


Unit Chaplain—provides counseling on personal, family, and spiritual concerns.


US Army Reserve Family Program Director—provides assistance, guidance, and support to soldiers and family members.


Army National Guard State Family Program Coordinator—provides assistance, guidance, and support to Guard members and their families.


Family Assistance Center (FAC)—a one-stop-shop set up to provide essential family services during a major deployment.  The Fort Bragg FAC is activated by the Garrison Commander depedning on the needs of the community. 





Figure 2, Family and Soldier Readiness Structure, shows how these entities relate to the FRG. 








FRG Support and Guidance above Battalion Level





Brigade commanders and commanding generals of divisions and higher units have family readiness unit goals for their commands. Post or garrison commanders also have critical roles, particularly during major contingency operations. Often, senior staff and spouses fill advisory roles to assist the commanders and spouse leaders with family readiness issues. These senior advisors are seldom involved in small unit family readiness issues, focusing instead on policy issues and overall readiness of the command. They meet regularly with FRG steering committees and advise the senior leadership of progress toward readiness goals.
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