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Introduction 

This guide is a tool to help facilitators discuss the 18-minute Character Development 

Whiteboard Video with various audiences.  In the Army, we spend a great deal of time 

developing competence and commitment. Do we spend sufficient time on intentionally 

developing character? The following whiteboard video provides an explanation of The 

Army's Framework for Character Development, why character matters in the Army, and 

why the Army must intentionally develop character in its Soldiers and Army Civilians 

through the alignment of identity, climate, and culture with the Army Ethic as our guiding 

azimuth. 

 

The content of the video supports the FY 19-20 America’s Army Our Profession theme; 

“Prevailing in Large-Scale Combat Operations: Character, Trust, and Mission 

Command.”  In order to prevail in large-scale combat operations, Soldiers and Army 

Civilians must understand the interdependent relationships between character, trust, 

and mission command. Consistent demonstration of character, competence, and 

commitment develops mutual trust and cohesive teamwork – the first principle of 

mission command.  The outcome is readiness to prevail in the complex operational 

environment described in our doctrine (ADP/ADRP/FM 3-0).   Character development 

occurs over a lifetime and throughout a career through the alignment of identity, climate, 

and culture, with the Army Ethic as our guiding azimuth.  This video and the associated 

facilitator guide should help leaders discuss the role character plays in mission 

accomplishment and importance of deliberately developing it throughout the Army.   

Best Practices 

1. Review The Army’s Framework for Character Development, ADRP-1, and the 

AAOP FY 19-20 Training Support Package.   

2. Watch the video a few times before using it for a facilitated discussion prompt.     

3. Review the facilitation tips included in the back of this guide: facilitator traits, best 

practices, questioning formats, and effects of group sizes. 

 

  



Methodology 

This facilitator guide can be used for deliberate events where an hour or more is 

available as well as professional development opportunities when there is just enough 

time to watch the video and have a brief discussion.   

Option A - Professional Development Opportunity  

Commonly referred to as, “Hip-Pocket Training” a professional development opportunity 

should be rehearsed, resourced, and available when the opportunity presents itself.  

The Character Development Whiteboard Video provides Army leaders with a training 

aid to facilitate learning and to initiate conversations about character development.  This 

approach is most effective when the specific amount of training time available is 

unknown or known to be less than an hour.  The video is 18:35-minutes and at least 20-

minutes should be available for processing.  In this case, the facilitator should have 

participants watch the entire video and ask a few audience appropriate questions.  

Some of the questions that will initiate effective discussions include: 

 

1. What is character?  

2. Why is character important to the Army Profession? 

3. What is the relationship between character, trust, and mission command?     

4. How do you contribute to character development as a [direct, organizational, or 

strategic] leader. 

5. In which character development sphere do you personally have the greatest 

influence: identity, climate, or culture? 

Option B - Deliberate Professional Development  

Ideally, the Character Development Whiteboard Video will be used as part of a planned 

and deliberate one or two hour training event.  When the entire video (18:35-minutes) is 

used as part of a deliberate training activity, this gude offers 12 discussion prompts at 

specific times during the video.  The facilitator should select the prompts that fit the 

audience most appropriately.  Facilitators should plan on spending 5 to 15 minutes per 

question.  Do not attempt to pack all of the questions into a 1-hour training event, 

instead plan on no more than 5 questions per hour of training.   

 

 



Discussion Prompts 

 

2:21 Ask: Bad Apples vs. Bad Barrels - Why is it not enough to 

just focus on individual character development? 

 

Seek: Individuals affect climate but climate also affects 

individuals.  An unethical environment can corrode the 

character of even the best Soldiers and Army Civilians. 

 

Further Explore:  

● Ask participants for examples of times when they 

observed behavior from people they wouldn’t have 

expected it from because of the group setting they 

were in.  Consider using dyads/triads at first to 

increase willingness to share - then open it up to the 

larger group.  

● Ask participants to discuss the difference between 

addressing a bad apple in a good barrel versus 

addressing a bad apple in a barrel with lots of bad 

apples.   

● Expand on the previous conversation - what options 

exist to address bad apples when the entire barrel 

seems to be spoiled? 

 

3:33 Ask: Describe experiences in company A and company B.   

 

Seek: Participants will likely have plenty of examples of 

both types of organizations.  Determine if the audience 

sees an ethical conflict with the climate in company B.  

What biases do they hold against or for either type of 

climate? 

 

Further explore:  

● How does the climate of company A vs. company B 

affect mission command?   

● If you were a senior leader in charge of both 

companies, how would their climates affect your 

decisions about them? 



 

3:51 Ask: Describe a time when you experienced a company 

like company B being selected for an opportunity over 

company A.   

 

Seek: disagreement for discourse.  What were the 

consequences?  How did members of company A feel?  

What were the 2nd and 3rd order effects for the mission 

and the Army Profession in the long run?  

 

Further explore:  

● Discuss, “the ends justifies the means.”  As the 

participants explore “accomplishing the mission in 

the right way, effectively, efficiently, and ethically” 

guide them through a discussion about the pitfalls of 

judging mission success based solely on how 

effective it was without considering the efficiency 

(stewardship) and ethicality (honorable service). 

● Some participants may rationalize such a decision 

in the interest of mission accomplishment.  This is 

an opportunity to explore “accomplishing the 

mission in the right way, effectively, efficiently, and 

ethically.” 

● Is it possible for a company like company A to fight 

with the same violence of action as a company like 

company B?  Participants may offer various 

perspectives on the question that will facilitate 

further discussion about, “in the right way.”  If time 

allows, consider referencing Justin Watt’s, “The 

Effects of Combat on the Army Professional.” 

https://youtu.be/TIhzEq8hUIc?list=PLKayZ_53eEZk-

ug6XXtcvUnSLgeRvCWfH   

 

4:14 Ask: Do you agree? When the narrator says, “if company 

B is rewarded in their character deficiency...” Does 

company B have a character deficiency?  If they can 

accomplish the mission what’s the difference? 

 

Seek: Participants should identify the qualities of 

organizations that equal a, “character deficiency.”  Be 

prepared to facilitate a discussion with members who are 

https://youtu.be/TIhzEq8hUIc?list=PLKayZ_53eEZk-ug6XXtcvUnSLgeRvCWfH
https://youtu.be/TIhzEq8hUIc?list=PLKayZ_53eEZk-ug6XXtcvUnSLgeRvCWfH


unable or unwilling to look upon company B as lacking 

character.  Remember to leverage and empower members 

who identify the issues to create dialogue for those who 

are struggling.   The Fury and Kill Team vignettes that 

follow will help illustrate the point.   

 

Further explore:  

● Character is an essential element of certification as 

a member of the Profession.  However, it is often 

overshadowed by competence and commitment 

when it comes to “getting the job done.”  Encourage 

participants to talk about the important contribution 

character makes to developing and sustaining trust, 

and how trust contributes to effective use of mission 

command.     

 

7:15 Ask: Does character matter? How do you measure and 

develop character? 

 

Seek: Yes.  Participants should identify the character of 

our members as essential to the Profession.  Consider 

reminding participants of certification (3Cs).   

 

Further explore:  

● Why is character important?   

● Which is more important; character, competence, or 

commitment?  Ideally participants will agree that all 

three are equally important but that all three must 

be present for trust to exist.  Research shows that 

loss of confidence in leadership is equally divided 

among lack of competence, lack of commitment, 

and lack of character.     

 

7:15 Ask: Can character be developed? 

 

Seek: Yes.  Encourage curiosity and speculation.  The 

video continues to explain methods.  Use this opportunity 

to set conditions for further conversation later and to fix 

attention to key points addressed throughout the video. 

 



Further explore:  

● Can competence be developed?  Consider 

marksmanship, fitness, academic testing for 

instance.  These are all measurable elements of 

competence for Army Professionals.  If a member of 

the Profession is out of tolerance with regard to 

competence how far will you go to help them regain 

certification?  Have you ever developed a specific 

plan of action to develop competence of a 

subordinate or yourself to ensure the standards are 

achieved?  Have you ever done the same for 

character?   

 

 

7:57 Ask: How does the Army Ethic guide the development of 

character? 

 

Review: the principles of the Army Ethic. 

 

Seek: Discussion.  Participants should identify the 

principles and explain in their own words how each one 

guides the development of character.  Consider using 

smaller group sizes (dyads, triads) to increase discussion. 

 

9:28 Ask: Explore “the right way.”   

 

Seek: Dialogue.  Encourage conversation.  Get 

participants to give examples of Effective, Efficient, and 

Ethical.  Explore the consequences of missing one of the 

three.  Explore the power of intentionally including “mission 

accomplishment in the right way” as part of Troop Leading 

Procedures and the Military Decision Making Process.   

 

9:43 Ask: What is the relationship between character, trust, and 

mission command? 

 

Seek: Trust.  Call upon the principles of mission 

command; build cohesive teams through mutual trust, 

create shared understanding, provide a clear commander's 



intent, exercise disciplined initiative, use mission orders, 

and accept prudent risk.   

 

Further Explore:  

● What are some of the challenges associated with 

large scale conflict and what role does our shared 

identity as trusted Army Professionals (3Cs) play in 

overcoming those challenges? 

● Ask participants to share examples of a time that 

character playing a role in the effective use of 

mission command?  

 

11:45 Ask: Which sphere do you find yourself influencing most 

often? 

 

Seek: Understanding.  Discuss the statement, “That's 

because as an Army Professional we exist in all three 

spheres simultaneously.”  What does this mean to the 

participants?  In which sphere are they most influential?  

Answers will depend upon the the experience level, rank, 

and maturity of the participants.   

 

17:30 Ask: Do my words match my deeds? 

 

Seek: Discussion / Authentic Disclosure.  Use triads to 

encourage discussion to explore self awareness.  How can 

I do better to uphold the Army Ethic?  Are the people in my 

organization living the ethic and, when they don’t, do I 

intervene appropriately?  Am I rewarding what ought to be 

rewarded?  

 

END Reflective Questions: 

 

● What did you learn from today’s discussion? 

● How could you use what you’ve learned today? 

● How will this information benefit you in the future? 

 

Seek: Open, candid conversation.   

 

 

  



Facilitation Tips 

The most effective way of training this material is through small group facilitated conversations.  

Facilitation differs from traditional training approaches.  Instead of the trainer being the “sage on 

the stage” they become the guide alongside the participants.  This section of the facilitator guide 

provides a few tips on effective facilitation that will help ensure participants get the most out of 

the training. 

Facilitator Traits and Qualities 

● Confidence 

● Communicates effectively 

● Enthusiastic 

● Sense of humor 

● Objective 

● Trustworthy 

● Analytical  

● Honest and Candid 

Best Practices 

 

● Build shared understanding 

● Start and resolve conflict 

● Stay neutral 

● Listen actively 

● Ask questions 

● Paraphrase to clarify 

● Synthesize ideas 

● Stay on track 

● Give and receive feedback 

● Test assumptions 

● Collect ideas 

● Summarize clearly 

● Label sidetracks 

● Create a safe environment 

● Apply group problem solving 

   



Effects of Group Size 

Groups come in all shapes and sizes! Will the size of the group and how you sub-divide 

them affect how you facilitate? Absolutely! 

 

Dyads 

Two person groups / partners. 

 

Advantages: Sharing; trust building; greater 

opportunity to share 

Disadvantages: Can get off track easily; 

limited perspective 

Facilitation Techniques: Keep it intimate 

and personal.  Allow freedom with 

timeframes. Group can be more autonomous. 

Facilitation Challenges: Don’t become a 

part of the group. Keep them on track. 

Monitor personality conflicts and biases. 

Triad 

Three person groups / teams. 

 

Advantages: Sharing; trust building; greater 

opportunity to give input; more perspective 

Disadvantages: Can get off track easily; 

dominant personalities dominate 

Facilitation Techniques: Keep it intimate 

and personal.  Encourage members to 

facilitate themselves.   

Facilitation Challenges: One member may 

dominate and become the “leader.”  Monitor 

conflict. Quiet members may “hide”. 

Small to Medium Group of 4-12 

Advantages: Individual diversity may be 

more evident. Trust building; opportunity to 

give input; greater perspective 

Disadvantages: Cliques begin to form.  

Personal one-on-one declines; strong 

personalities dominate.  Wallflowers can hide 

more easily. 

Facilitation Techniques: Establish group 

norms up front. Maintain focus of groups.  

Keep groups seated together. Work the 

crowd.  Allow the group to bond/build the 

team.   

Facilitation Challenges: Possibility of 

defined group roles and greater personality / 

behavior challenges. Group stages become 

more evident. Members may get frustrated if 

unheard.   

 

Large Group of 12 or more 

Advantages: Greater perspective; increased 

disagreements and perspectives 

Disadvantages: Participants have less 

opportunity to speak; not all opinions shared 

Facilitation Techniques: Visual aids may be 

needed.  May require AV/PA equipment.  

Keep the group on track and on time! 

Facilitation Challenges: Keep them 

interested.  Involve the entire group.  Keep 

challenging personalities in check.   

Question Formats 



Fact-finding… are targeted at verifiable data such as who, what, when, where and how 

much. Use them to gather information about the current situation. 

  

Feeling-finding… ask for subjective information that examines the participants’ opinions, 

feelings, values, and beliefs. They help you understand other’s views and usually contain 

words like think or feel. 

  

Tell-me-more… can help you find out more about what the participants are saying. They 

encourage the speaker to provide relevant details. 

  

Most/Least & Best/Worst… help you understand potential opportunities in the present 

situation. They let you test the outer limits of the participants’ wants and needs. 

  

Third-party… help uncover thoughts in an indirect manner. They’re designed to help 

people express sensitive information. 

  

Magic wand… let you explore people’s true desires. Known as “crystal ball” questions, 

these are useful in temporarily removing obstacles from a person’s mind. 

  

Closed questions… require a one-word answer like “yes” or “no”. When asked, they 

close off further discussion. This type of question usually begins with “Is”, “Can”, “How 

Many” or “Does”. 

  

Open questions… require more than a “yes” or “no” answer. They stimulate thinking and 

discussion. This type of question usually begins with “What”, “How”, “When”, or “Why”. 


