CHAPTER 2 – ORGANIZATIONAL CLIMATE

INSTRUCTOR GUIDE
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	LESSON OBJECTIVES
	LEVEL

	A. Define EO Terms and Definitions
	Comprehension

	B. Explain the purpose of Climate Assessments and methods of employment
	Comprehension

	C. Explain the purpose and use of statistical data
	Knowledge

	D. Identify methods for prevention of discrimination
	Knowledge

	E. Explain methods for reporting inappropriate behavior
	Comprehension


Lesson Focus
Gain insight into the roles and responsibilities on an EOR and the Equal Opportunity Manual MCO P5354.1D.  This class will launch you into the philosophies of the Marine Corps policy on fair and equal treatment.

Lecture 1 Hour  

LEAD IN. The organizational climate is the responsibility of the commander.  Sound leadership is the key to eliminating all forms of unlawful discrimination, and those in supervisory positions must foster an environment free of inappropriate behavior.  All individuals in the unit must be treated fairly and with mutual respect. 
Unit personnel should be allowed and encouraged to address situations that detract from the unit’s cohesion and its ability to perform the mission.  Commanders must ensure that effective methods are in place to resolve complaints and can be used by all without intimidation and/or fear of reprisal.
The motto on the Great Seal of the United States reads, “E Pluribus Unum,” Out of Many, One.  Just as our one Nation was formed from many people, a commander must form one cohesive unit from many individuals.  To accomplish this, command involvement in the areas addressed in the following paragraphs is necessary.
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	CHAIN OF COMMAND

· Primary and Preferred channel for addressing discriminatory practices



PART I

CHAIN OF COMMAND.  Who is first person in the Chain of Command?

The chain of command is the primary and preferred channel for correcting discriminatory practices and for communicating EO matters.     
1.  Individuals who believe they have been subjected to discrimination or inappropriate behavior should report the incident to the chain of command.  
2.  EO is everyone’s responsibility.  Anyone who witnesses an act of discrimination has a responsibility to address, correct or report the inappropriate behavior immediately.   
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	MONITORING OF COMMAND CLIMATE

· Accomplished through concerned leadership and open responsive channels of communication
· Invaluable in assessing the cohesion of a command




PART II  


MONITORING OF COMMAND CLIMATE

1.  To identify areas requiring command attention, the commander must monitor all incidents that would reflex discord or discontent among Marines and Sailors.
2.  The analysis of such data, in conjunction with other management tools, is invaluable to the commander in assessing the cohesion of the command.
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	DISCRIMINATION INDICATORS

· Increase in complaints

· Increase in incidents

· Derogatory clothing and tattoos

· Segregation




Indicators of unit unrest or turmoil:
a.  Increase in racial, ethnic or sexual harassment complaints/incidents.

b.  Incidents with racial/ethnic/sexual overtones that occur on base or in the surrounding civilian community.

c.  Prejudicial literature, signs, graffiti, etc.

d.  Clothing or tattoo with racist/sexist or gang-related markings.

e.  group-imposed segregation in command billeting, mess halls, clubs, and recreation areas.

PART III  
METHODS TO MONITOR COMMAND CLIMATE
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	ASSESSMENT PROCESS

· Desired Outcome

· Scope and Sequence of Events

· Execution 

· Results Strategies


1.  Knowing the purpose prior to conducting the assessment goes a long way in determining key elements that will affect the climate assessment process.  These key elements include: 


a.  The desired outcome.  What exactly does the commander want to find out from the assessment?


b.  The scope and sequencing of events.  Who will be involved and how will the assessment be conducted.


c.  Execution:  Resources and required time schedules.  Who needs to be involved, what is needed to support the assessment, and the timelines for beginning and ending the assessment.


d.  Action planning and intervention strategies.  Depending on the outcome of the assessment, the commander will need to plan on what intervention strategies will be used to intervene or make corrections.
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	ASSESSMENTS

· Valuable tool in determining Command Climate

· With-in 90 days of assuming command

· Survey types


2.  If used and conducted appropriately, command assessments are valuable tools in determining command climate.  Commanders are required to assess their command EO climate within 90 days of assumption of command, and ensure proactive strategies are initiated to monitor unit progress if needed.   Commands that have been assessed within 90 days of a new commander’s arrival do not require a reassessment. 

    a.  DEOCS.  Results provide the commander with an overall comparison of other Marine Corps units that have taken the survey.   

-Paper generated

-Online

-Combination of both

* MCCASWin is no longer valid.

3.  Rapid command response to EO issues must be visible to all members of the unit.  The absence of a visible response can result in increased apprehension and polarization.  No incident having an effect on EO can be overlooked or discounted, regardless of how insignificant or limited its involvement may appear on the surface.  Every incident should be addressed and if necessary recorded and reported through the chain of command for resolution.

PART IV
MAINTENANCE OF STATISTICAL DATA
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	STATISTICAL DATA

· Ideal tool to manage the EO environment


1.  The maintenance and frequent review of statistical data relating to personnel can alert commanders to the development of trends and patterns that may affect the command's EO climate.  

2. Appendix A of the Equal Opportunity Manual is an ideal tool to manage the EO environment.  The Marine Corps Total Force System (MCTFS) is the best resource for compiling information needed to complete this report.

3. This is part of the AIRS Checklist for the unit Equal Opportunity Program.
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	COMMUNICATION / INFORMATION AND AWARDS PROGRAMS

· Channels of communication:
· Indoctrination briefs
· Leadership training
· Bulletin boards
· Internal information and public affairs
· Special Emphasis Observances
· Community Relations


PART V
COMMUNICATION / INFORMATION, AND AWARDS PROGRAMS 

1.  All unit personnel should be aware of the command’s EO policies, available communication channels, and all relevant information pertaining to the commands EO program.  Full use should be made of leadership training, unit information programs, command newsletters, bulletin boards, formations, welcome-aboard and indoctrination briefs to achieve this goal.  

-----Bulletin Boards should reflex the diversity of the unit.
2.  Effective internal information and public affairs programs provide an excellent means of demonstrating the command's commitment to EO.  To ensure these programs support their EO objectives, commanders will:
a.  Ensure that Special Emphasis Observances within the command are given proper recognition within the context of the Marine Corps’ ethos.  Appendix J contains a list of DoD recognized observances.

3.  Commands are encouraged to participate in the various EO, leadership, and community service award celebrations sponsored annually by civilian organizations.    Media.

 (SHOW PPT SLIDE #10)

	CAREER DEVELOPMENT / ASSIGNMENT

· Commanders ensure that discrimination is not a factor in screening processes for schools.
·  Assignments are based on:
· grade
· occupational skill requirements
· performance
· needs of the Marine Corps



PART VI
CAREER DEVELOPMENT / ASSIGNMENT
1.  The opportunity for advancement is essential to the morale and readiness of a command.  To ensure equality of opportunity for career progression and development, commanders will ensure that unlawful discrimination is not a factor in screening processes in military schools.

2.  Assignments have an impact on advancement potential.  Commanders will ensure that all assignments (primary duty, work details, transfer quotas, etc.) are based on grade, occupational skill requirements, performance, and the needs of the Marine Corps.  Marines will not be denied assignments for which they are qualified because of age, color, gender, race, religion, or national origin unless otherwise authorized/required by law or regulation.  
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	TRAINING

· Primary means of implementing the command EO objectives is through Leadership Training
· Training Information Resources


PART VII
TRAINING  
1.  One of the primary means for implementing the command EO objectives is through leadership training.  DoD Directives requires that all military personnel, including general officers, receive training in EO, human relations, and prevention of sexual harassment.  Specific EO training requirements will be discussed in Chapter 4. 
2.  All commands have training material available to them.  Every major command has an EOA assigned who maintains a Training Information Resources (TIR) Library.  The purpose of these libraries is to provide resources for commands or individuals to use in strengthening the cohesion and trust within units.  The TIR Library includes videos, books, lesson plans, posters, and other materials.  The EOA is responsible to maintain, update, and manage the TIR Library.  Equal Opportunity Representatives (EOR) will coordinate to use these resources when conducting training for their units.
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	MILITARY JUSTICE

· Investigate discrimination within the Judicial Process 
· Monitor disciplinary statistics- Appendix A



PART VIII
MILITARY JUSTICE.  Injustice perceived by an individual Marine or group of Marines, whether real or imagined, has a detrimental effect on unit readiness and morale.  Therefore, commanders will:

1.  Military Justice/administrative separations performed free of discrimination.

2.   Investigate all cases where discrimination is suspected or alleged.

2.  Monitor command statistics (Appendix A) for possible trends of unequal treatment.
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	TERMS AND DEFINITIONS

· Discrimination
· illegal treatment based on:
· Age
· Color
· Gender
· Race
· Religion
· National origin


PART IX
TERMS AND DEFINITIONS
1. DISCRIMINATION.  The illegal treatment of a person or group based on age, color, gender, race, religion, or national origin.  Discrimination also includes persons condoning, ignoring, or failing to correct negative and hostile working environments, where one or more of the discriminatory factors mentioned above is present.

2. Age discrimination in the Marine Corps---Ask for examples from students (Young Marines often minimized).
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	TERMS AND DEFINITIONS

· Elements of Sexual Harassment (MCO 1000.9)
· Form of discrimination that involves:
· Unwelcome sexual advances
· Sexual in Nature
· Creates Hostile Work environment
Specific details are covered in a separate period of instruction. 


2.  SEXUAL HARASSMENT.  Sexual harassment is a form of discrimination that involves unwelcome sexual advances, sexual in nature and it creates a hostile work enviornment.  . (Note: Due to the unique nature of military life, "workplace" is an expansive term and includes conduct on or off duty, 24 hours a day.)
a.  This definition emphasizes that workplace conduct, to be actionable as "abusive work environment" harassment, need not result in concrete psychological harm to the victim, but rather need only be so severe or pervasive that a reasonable person would perceive, and the victim does perceive, the work environment as hostile or abusive
b.  Any person in a supervisory or command position who fails to correct, or uses/condones any form of sexual behavior to control, influence, or affect the career, pay, or job of a military member or civilian employee is engaging in sexual harassment.  Similarly, any military member or civilian employee who makes deliberate or repeated unwelcome verbal comments, gestures, or physical contact of a sexual nature in the workplace is also engaging in sexual harassment.
c.  Willfully submitting false allegations is a violation of U.S. Navy Regulations and is punishable under the UCMJ.
d.  MCO 1000.9, requires commanders to take appropriate action in each substantiated incident of sexual harassment.  Appropriate action includes, but is not limited to, formal or informal counseling, non-punitive letter of caution, security clearance revocation, adverse fitness report, nonjudicial punishment (NJP), or court-martial.  Additionally, officers and enlisted personnel of the Navy or Marine Corps will be processed for administrative separation on the first substantiated incident of sexual harassment that involves any of the following circumstances:  

(1)  Threats or attempts to influence another’s career or job for sexual favors; 

(2)  Rewards in exchange for sexual favors; or

(3)  Physical contact of a sexual nature that, if found guilty as a violation of  the UCMJ, could result in a punitive discharge.   
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	TERMS AND DEFINITIONS

· Racial Incidents
· Incident that involves members of two or more racial/ethnic groups
· Support of known racist organizations or groups
· Significant Incident
 


3.  RACIAL INCIDENTS

a.  Whenever an incident occurs that appears to have a racial/ethnic cause. 
(1)  An incident should be considered as a racial/ethnic incident if it involves members of two or more racial/ethnic groups where racial/ethnic factors were the precipitating cause, or during the incident, became a motivating factor.  

(2)  Any incident which involves members of the command expressing or demonstrating open support for known racist organizations or groups should be considered a racial/ethnic incident.

b.  A racial/ethnic incident is defined as significant if it contains one or more of the following elements:
(1)  Death or personal injury that requires hospitalization of an individual.

(2)  Property damage in excess of $1,000 as the result of a racial incident.

(3)  A security/reaction force is alerted.

(4)  Racially motivated, riotous or rebellious conduct that involves defiance or overt contemptuous acts directed by a group toward military authority.

(5)  Racially motivated assaults involving use of a deadly weapon.

(6)  An incident in which a racist organization is identified or perceived as being involved.

(7)  An incident which, in the commander's opinion, may result in escalation or future incidents that may negatively affect the command's readiness.

c.  All significant incidents will be reported to CMC (POC) with an information copy to CMC (MPE) upon occurrence.    Incidents that are not initially identified as having racial/ethnic overtones but later, through investigation, reveal racial/ethnic causes, will be reported upon that determination.  
(SHOW PPT SLIDE #16)

	PREVENTING DISCRIMINATION

· Be proactive

· Investigate thoroughly

· Address incidents

· Publicize policy

· Publicize complaint procedures

· Refusing to Condone

· Training




PART X PREVENTION OF DISCRIMINATION.  Methods to prevent discrimination and forms of harassment include:
1.  Being proactive and ensuring that all EO complaints are thoroughly investigated.  Addressing incidents of discrimination as quickly as possible.   
2.  Publicizing Marine Corps and local command EO policy.  Stressing leadership accountability and emphasizing teamwork.   
3.  Ensuring all Marines are aware of the avenues of filing EO complaints and actions that will be taken against personnel in substantiated cases.   
4. Setting the example by knowing what sexual harassment is and refusing to condone it.   

5. EO Training is an important factor in helping to reduce EO complaints.
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	REPORTING INAPPROPRIATE BEHAVIOR

· Informal (IRS)

· Formal (Request Mast)

· Recipients decision

· Forwarded complaints, Commanders decide the method of resolution



PART XI
REPORTING INAPPROPRIATE BEHAVIOR 

1.  The Marine Corps provides two methods for resolving EO complaints: informally  and formally.  The decision on which method to use rests with recipient, not with command personnel.  

2. Any person within the supervisory chain of command who receives a formal EO complaint will forward the complaint immediately to the commanding officer for action.  

3.  Once a complaint has been forwarded to the commanding officer for action, the method of resolution is then left to the commanding officer.  We will discuss complete complaint procedures in chapter 5. 
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	DISCRIMINATORY PRACTICES ON / OFF BASE

· Use of Base / Unit facilities




PART XII 
DISCRIMINATORY PRACTICES ON / OFF BASE  

1. USE OF BASE AND UNIT FACILITIES.  Base and unit facilities must be responsive to the needs of the command and must support the commander's EO policy.  Commanders must ensure that EO exists in the decision process regarding the use and operation of all base/unit facilities, to include barracks/living areas, exchanges, commissaries, religious activities, and entertainment/recreation facilities.  All unit leaders must ensure compliance with this policy, and be alert to any instance of discrimination.  Commanders will monitor the operation of all facilities to ensure that neither segregation nor discriminatory practices occur.

2. Ensure segregation is not occurring when assigning barracks room or housing.
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	DISCRIMINATION BY PRIVATE ORGANIZATIONS

· Use of facilities is prohibited 

· Off Limits justified

· Reject participation
· Full range of administrative procedures 



2.  DISCRIMINATION BY PRIVATE ORGANIZATIONS

a.  The DON policy prohibits Marine Corps units or Marine Corps-sponsored organizations from using the facilities of organizations having discriminatory membership policies.  However, membership and participation in such organizations or clubs by Marines as private citizens may be permitted as long as such participation is not contrary to good order and discipline.   

b.  When, in the opinion of the commander, the undermining effect of discriminatory practices of bona fide private organizations weakens the morale of their respective commands, "off-limits" sanctions may be justified.  

c. Marines must reject participation in organizations that espouse supremacist causes; attempt to create illegal discrimination based on race, creed, color, sex, religion, or national origin; advocate the use of force or violence; or otherwise engage in efforts to deprive individuals of their civil rights.  Active participation, such as publicly demonstrating or rallying, fund raising, recruiting and training members, organizing or leading such organizations, or otherwise engaging in activities in relation to such organizations or in furtherance of the objectives of such organizations that are viewed by command to be detrimental to the good order, discipline, or mission accomplishment of the unit, is incompatible with military service, and is therefore, prohibited.  

d. Commanders have the authority to employ the full range of administrative procedures, including separation or appropriate disciplinary action, against military personnel who actively participate in such groups.  Functions of command include vigilance about the existence of such activities; active use of investigative authority to include a prompt and fair complaint process; and use of administrative powers, such as counseling, reprimands, orders, and performance evaluations to deter such activities.  
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