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Abstract: 
This article is based on a memorandum distributed to participating general officers at the US Army Training and Doctrine Command Commandants' and Division Commanders Conference on 7 and 8 April 1998 at Fort Leavenworth.  Shares a company commander's lessons learned from implementing the Consideration of Others (CO2) program with the 3rd United States Infantry, Fort Myer, Virginia.  Recommendations on how to successfully implement the program elsewhere; Goal of the program; Approaches used in the program.

By Malcolm B. Frost, Captain, US Army 

CONSIDERATION OF OTHERS: LESSONS LEARNED

This article shares a company commander's lessons learned from implementing the Consideration of Others (C02) program with the 3d US Infantry (The Old Guard), Fort Myer, Virginia, and to provide recommendations on how to successfully implement the program elsewhere. 

Leaders should not view C02 only as an equal opportunity (EO) issue.  That is the wrong approach to C02 and will cause both leaders and soldiers-who may be skeptical and fearful of EO initiatives--to distrust the program.  C02 is not about EO.  The program's goal is for every soldier and civilian to treat each other with dignity and respect no matter what the situation---using the golden role: Treat others as you would want them to treat you. 

This broad civility naturally encompasses people of different races, genders, colors, creeds, religions and upbringing or experience.  Leaders who approach C02 in this way will find that soldiers will be more open to the program (no EO stigma attached).  Over time, soldiers and civilians will naturally address issues that fall under the EO spectrum. This approach will save much time and leader heartache during the program's start-up and implementation. 

Believe in the Program 
Leaders cannot expect miracles and tangible results overnight.  This is a reflection of society and the values soldiers embraced as youths.  Skepticism is natural, but if acted on, it can become a leadership cop--out.  Measurable results are difficult to attain, but through hard work and program ownership at all leadership levels, leaders will soon see anecdotal evidence that the program is working.  At first it can be a frustrating program to implement, but if leaders dig in and believe in it, over time they can solidify it.  It may take six months, but leaders will see results that will pay dividends for themselves, other individuals and the Army. 

The best way to measure results is through "anecdotes of effectiveness," which are snapshots of lessons learned that participants bring out during small-group discussions. They generally fall into two categories---policy and procedure and interpersonal.  These lessons learned drive positive changes in policy for the organization or group and display respect and dignity issues learned at the individual level.  Although it might be difficult to measure the amount of progress made, leaders will find this is an effective way to track trends and progress toward C02 goals. 

Skepticism might occur at the sergeant first class and senior staff sergeant levels.  The leader can combat skepticism by sending the skeptic to a facilitator-training course, then using him as a small-group discussion facilitator.  It will be amazing to see how his perspective will change.  If feasible, the leader can request a mobile training team from the Defense Equal Opportunity Management Institute to train senior leaders down to company or platoon level.  This proved beneficial in the Military District of Washington and gave commanders and senior leaders a broad perspective about EO, civility and the impact respect and dignity can have on an organization and individuals. 

Promote the Program 
Although proper perspective and guidance by leaders at company and higher levels is vital to the program's success, the program will surely fail if noncommissioned officers at platoon, squad and section levels do not understand, accept and promote the program. Equally important is the training of small--group discussion facilitators.  It is recommended that facilitators hold a rank of sergeant to sergeant first class, understand and believe in the program and be capable of facilitating healthy discussions.  The facilitator must also prevent gripe sessions, involve individuals participating and focus on the commander's goals.  Facilitators should be articulate, open-minded and approachable.  Facilitators and commanders must maintain constant dialogue to ensure the program is progressing and properly implemented. In general, a 130-soldier unit should have a minimum of seven facilitators (under 20 to 1 ratio) to maintain a healthy, continuous program. 

Enforce the Program 
Education via lecture, tape and small--group discussions is not enough.  A leader can talk all day, every day, about the program, but for results, he must enforce it. Enforcement is when the ball really starts rolling and when soldiers buy into the program.  This all sounds like rhetoric until leaders take action via necessary counseling, administrative and other legal means demonstrating their commitment and belief in the program.  Consistency and equity from leaders who display program ownership are essential when dealing with CO2 violations. 

A leader earns his money in the small-group discussions.  They are where dialogue takes place that allows individuals in the group to realize differences, which are not obvious.  Vignettes can highlight background, interpretations, upbringing, geography and other facets that make each of us individuals.  Soldiers can learn that theirs is not the only perspective and that respect of others' opinions and views is important. 

To optimize participation, time and overall session effectiveness, small groups should not exceed 25 soldiers and civilians.  All leaders must participate in several sessions from beginning to end.  They should not just "pop in and out." Leaders must participate on a nonattribution basis during the small-group discussions.  Otherwise, leaders will violate the established group norms and will address issues without understanding previous dialogue.  As a result, soldiers will "clam up" and not participate, thus stifling the learning process.  If, while observing and participating in discussions, leaders believe their presence stifles conversation and interaction, this may indicate a deeper communication problem up and down the chain of command. 

Tailor the Program 
Every program will be unique and must be tailored by the leader to best fit the unit's and individuals' needs.  Programs within combat, combat support and combat service support units are different based on the mission and makeup of individuals and issues to address because of the diversity within the organization. 

Headquarters companies will find different issues to address because of their varied military occupation specialties.  These differences should drive small-group discussion topics and are important to each unit's unique mission and mix of individuals.  There is no "cookie cutter" approach to this program, just hard work and complete commitment. 

"That Tomorrow May Better Know Our Times"

As the George C. Marshall Foundation watchword, this phrase superbly captures the essence of this 45-year-old institution.  Military Review has enjoyed a long-term working relationship with the George C. Marshall Library, Archives and Research Center.  Over the years, the center has provided Military Review archival photographs and background research material for use in the journal.  This issue of Military Review is no exception. 

To preserve, disseminate and facilitate the use of General Marshall's papers, the Marshall Foundation supports the research and publication of The Papers of George Catlett Marshall.  The oldest, and one of the most prestigious university presses in the United States--Johns Hopkins University Press--joins the Marshall Foundation as publisher and distributor of these important scholarly volumes.  Four volumes in the series of seven are complete.  For more information on The Marshall Papers Project, call (540) 463-7103, ext. 232 or 233.  For information on educational programs, write to the: George C. Marshall Foundation Education Director, EO. Drawer 1600, Lexington, Virginia 24450; or call (540) 463-7103, ext. 229 or facsimile (540) 464-5229.  You can also access the Foundation's education programs at their web site: <http://www.gcmarshallfdn.org>. 

