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PREFACE

Purpose This Training Support Package provides the instructor with a standardized lesson
plan for presenting instruction for:

Task Number Task Title

158-100-1180 Develop Subordinate Leaders in a Squad
158-100-1260 Counsel Subordinates

158-100-1271 Develop Subordinate Leaders in a Platoon
158-100-1361 Develop a Unit Counseling Program
158-100-1373 Develop Subordinate Leaders in a Company




L328 OCT 04
This TSP
Contains
TABLE OF CONTENTS
PAGE
e == SRR 2
Lesson Section | Administrative Data ..........ccoooiiiiiiii e 4
Section Il INTrOAUCTION.........ooiiiiiee et e e eree e e e eeeeanes 9
Terminal Learning Objective - Counsel subordinates......................... 9
Section I Presentation ...t 11
Enabling Learning Objective A - Discuss developmental
COUNSEIING. . e 11
Enabling Learning Objective B - Demonstrate the ability to use correct
counseling procedures and sKills...........c.cooiiiiiiiiii e, 40
Enabling Learning Objective C - Assess the performance of
SUDOIAINALES. ... 42
SECHON IV SUMMAIY ...coiiiiiiiii e 53
Section V Student Evaluation .............coooiiiiiiiiee e 55
Appendix A Viewgraph Masters A - e 1
Appendix B Test(s) and Test Solution(s) (N/A) B - 1
Appendix C Practical Exercises and Solutions € - ... 1
Appendix D Student Handouts D - e 1




L328

SECTION L.

All Courses
Including This
Lesson

Task(s)
Taught (*) or
Supported

Reinforced
Task(s)

Academic
Hours

Test Lesson
Number

Prerequisite
Lesson(s)

Clearance
Access

Foreign
Disclosure
Restrictions

OCT 04

COUNSEL SUBORDINATES

L328 / Version 2
01 Oct 2004
ADMINISTRATIVE DATA
Course Number Version Course Title
600-BNCOC 2 Basic Noncommissioned Officer Course

Task Number

158-100-1180 (*)

Task Title

Develop Subordinate Leaders in a Squad

158-100-1260 (*) Counsel Subordinates

158-100-1271 (*) Develop Subordinate Leaders in Platoon

158-100-1361 (*) Develop a Unit Counseling Program

158-100-1373 (*) Develop Subordinate Leaders in a Company

Task Number

158-100-1140

Task Title

Communicate Effectively in a Given Situation

The academic hours required to teach this lesson are as follows:

Resident
Hours/Methods
2 hrs 5 mins /Conference / Discussion
2 hrs 45 mins /Practical Exercise (Performance)

Test 0 hrs
Test Review 0 hrs
Total Hours: 5 hrs
Hours Lesson No.
Testing
(to include test review) 3 Hrs E303

Lesson Number Lesson Title

None

Security Level: Unclassified
Requirements: There are no clearance or access requirements for the lesson.

FD5. This product/publication has been reviewed by the product developers in
coordination with the USASMA foreign disclosure authority. This product is
releasable to students from all requesting foreign countries without restrictions.




L328 OCT 04

References
Number Title Date Additional
Information
DA PAM 600-25 US ARMY 15 Oct 2002 SH-8
NONCOMMISSIONED
OFFICER

PROFESSIONAL
DEVELOPMENT GUIDE

FM 22-100 ARMY LEADERSHIP 31 Aug 1999

FM 7-22.7 THE ARMY 23 Dec 2002 SH-7
NONCOMMISSIONED
OFFICER GUIDE

Student Study Before class--
Assignments
e Read FM 22-100, Chapters 2, 4, 5, and Appendixes B and C.
¢ Read Student Handouts 1, 7, and 8.
e Complete SH-2, Student Homework Assignment before class.

During class--

e Participate in group discussion.

e Participate in PE-1 and PE-2.

e Observe a video taped counseling session.

o Complete Observer's Worksheet on each counseling session and video.

After class--

Review all reference material.
Turn in all recoverable materials.
Participate in an after action review for the lesson.

Instructor 1:16, SSG, BNCOC graduate, served as a squad leader, ITC, and SGITC qualified
Requirements

Additional Name Stu Qty Man Hours
Support Ratio

Personnel None

Requirements

Equipment ID Stu Instr  Spt Qty Exp
Required Name Ratio Ratio
for Instruction  441.06 116 111 No 1 No
LCD Projection System
5820-00-T81-6161 1:16 1:1 No 1 No
VCR
6730-00-577-4813 1:16 1:1 No 1 No
SCREEN PROJECTION: BM-10
7021017134520 1:16 1:1 No 1 No
DELL CPU, MONITOR, MOUSE, KEYBOARD
7110-00-T81-1805 1:16 1:1 No 1 No

DRY ERASE BOARD
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Equipment
Required

for Instruction
(Continued)

Materials
Required

Classroom,
Training Area,
and Range
Requirements

Ammunition
Requirements

OCT 04
7510-01-424-4867 1116 1:1 No No
EASEL, (STAND ALONE) WITH PAPER
PENS 1:16 1:1 No No
PENS, ALCOHOL OR WATER-BASED
SNV 1240262544393 1:16 1:1 No No
36 - INCH COLOR MONITOR W/REMOTE
CONTROL AND LUXOR STAND
* Before Id indicates a TADSS
Instructor Materials:

o VGTs: 33.

o TSP.

o Copies of the practical exercise.

e Copies of all student handouts.

o DA Video 710942 “Developmental Counseling.”

e FM 22-100.

e FM7-227.

¢ DA PAM 600-25.

Student Materials:

e Reading materials listed on SH-1, Advance Sheet.

e FM22-100

e Pencils or pens and writing paper.

GEN INSTRUCT BLDG (CLASSROOM SIZE 40X40 PER 16 STU)

Id Name Exp Stu Instr Spt
Ratio Ratio Qty

None
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NOTE: Before presenting this lesson, instructors must thoroughly prepare by studying this lesson and
identified reference material.

NOTE: The intent of this lesson is for students to review developmental counseling
doctrine, practice counseling techniques, and familiarize students with unit counseling
program management; review and practice subordinate leader assessment and
development techniques.

Before class--

o Issue all student handouts to include the homework assignment.
e Issue all recoverable materials NLT three days prior to class.

e Read all TSP and references.

e View the video and review the Observer's Worksheet.

During class--

e Students observe counseling situations in the video "Developmental Counseling. “ After
each situation, students critique the counseling using the Observer’s Worksheet
contained in Appendix D.

e Before the role-playing practical exercise, place the students into three-person groups.

NOTE: The instructor will select two students per situation for the PE role-play part of this
lesson. One student plays the role of the leader, another plays the role of the subordinate
and the rest of the class will participate as observers. The observers will evaluate the
counselors using the criteria on the Observer’'s Worksheet. The counselors must use the
Developmental Counseling Form. At the end of each role play, the classes will then review
and discuss the Observer’'s Worksheet observations and the Developmental Counseling
Forms and compare them to the solution sheet DA Form 4856s. The instructor will collect
and review forms for doctrinal techniques learned.

e During ELO A, Learning Step/Activity 1, give the students an opportunity to surface
questions concerning their reading and the homework assignment.

After class--
e Collect all recoverable material.

e Report any TSP discrepancies to the Senior Small Group Leader.
e Conduct an After Action Review for this TSP.
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Wilson, Karen M. GS09 Training Specialist

Phillip, King W. GS11 Course Manager, B/ANCOC
Bennett-Green, Agnes D. SGM Chief, B/ANCOC

Lemon, Marion SGM Chief, CDDD
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SECTION L. INTRODUCTION

Method of Instruction: Conference / Discussion
Technique of Delivery: Small Group Instruction (SGI)
Instructor to Student Ratio is: 1:16

Time of Instruction: 5 mins

Media: None

Motivator Professional counselors receive years of schooling to learn how to effectively
counsel. The military expects all leaders to be able to counsel. In this short period
of time we will introduce you to the fundamentals of developmental counseling.
Then you will have the opportunity to apply these fundamentals in some very
realistic counseling situations. This training will provide you with the basics of

counseling, a skill; you will continue to develop as you grow as a leader.

Terminal NOTE: Inform the students of the following Terminal Learning Objective requirements.
t)?o?;glt?\?e At the completion of this lesson, you [the student] will:
Action: Counsel subordinates.
Conditions: | As a small unit leader in a company or battalion level unit.
Standards: Counseled subordinates by--
e discussing developmental counseling,
e demonstrating the ability to use correct counseling procedures
and skills, and
e assessing the performance of subordinates,
IAW DA Pam 600-25, FM 22-100 and FM 7-22.7.
Safety None
Requirements
Risk Low
Assessment
Level
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Environmental
Considerations

Evaluation

Instructional
Lead-In

OCT 04

NOTE: It is the responsibility of all soldiers and DA civilians to protect the environment from
damage.

None

During this course, you will take a 50 question written examination. This
examination will include questions on the ELOs and TLO from this lesson. You
must correctly answer 35 questions or more to receive a GO. AGOis a

graduation requirement.

Counseling is an important responsibility of all leaders. Many of you have
already, or soon will, counsel others. Unfortunately many leaders reserve
counseling for circumstances involving poor performance and problems. This has
led to a widespread perception that counseling is negative. Rather than being a
punitive action, developmental counseling should turn negative events into
developmental opportunities. During this training you will learn how to counsel
your subordinates in a manner that focuses on subordinate-centered

communication and subordinate development.

10
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SECTION IIL.

NOTE:

A.

PRESENTATION

OCT 04

Inform the students of the Enabling Learning Objective requirements.

ENABLING LEARNING OBJECTIVE

ACTION: Discuss Developmental Counseling.
CONDITIONS: | As a small unit leader in a company or battalion level unit.
STANDARDS: Discussed Developmental Counseling by--

e describing the four phases of a counseling session,
e describing the leader’s responsibilities, and
e describing the different types of counseling situations,

IAW FM 22-100, Appendix C and FM 7-22.7, Chapter 5.

Learning Step / Activity 1. Developmental Counseling

Method of Instruction: Conference / Discussion
Technique of Delivery: Small Group Instruction (SGI)
Instructor to Student Ratio: 1:16
Time of Instruction: 1 hr 45 mins

NOTE: During ELO A, Learning Step/Activity 1, give the students an opportunity to

Media: VGT-1 thru VGT-24

surface questions concerning their reading and the homework assignment.

This block of instruction provides you with the concepts of counseling and the
development of subordinates into competent and confident leaders. The goal of

counseling is to help develop soldiers, not to confuse, intimidate, or impact in a

negative way on the soldier you are going to counsel.

SHOW VGT-1, DEVELOPMENTAL COUNSELING

DEVELOPMENTAL COUNSELING

®>

Subordinate-centered
communication that produces a plan
outlining actions necessary for
subordinates to achieve individual
and organizational goals.

L328/0CT 04A/6T-1 Basio Nonsommissioned Officer Cause

Ref: FM 22-100, App C, para C-4

11
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QUESTION: Why should counseling lead to achievement of goals?

ANSWER: Counseling is a type of communication which leaders use to produce a
plan outlining actions that subordinates must take to achieve goals. It is much more
than providing feedback or direction.

Ref: FM 7-22.7, para 5-2

NOTE: To encourage student discussion ask the following: “How does counseling
relate to leadership?” Ensure discussion covers: Communications aimed at
developing a subordinate’s ability to achieve individual and unit goals.

Without a goal in mind, or a clear understanding of the goal, the communication
may lack focus; the counseling may simply be “conversation.” Leaders sometimes
contort the meaning of counseling and consider routine feedback and communication
to be counseling. Although we encourage this informal counseling, developmental
counseling is much more than telling a subordinate how they are doing. Performed
correctly, it can be a time-consuming endeavor and for that reason leaders need to
plan for and schedule counseling. Counseling is so important it should be on the
training schedule to ensure time is available to do it.

Several programs have counseling requirements associated with them (e.g.,
reenlistment, family care plan). Under these circumstances the decision to counsel is
at the discretion of the leader and the leader simply executes. However, there are
also times when a leader does not have to counsel, but should choose to counsel,
because it's the right thing to do. Whenever there is a need for focused two-way
communication aimed at subordinate development, a leader should counsel. You
should not reserve counseling solely for circumstances involving poor performance or
problems. Noting and reinforcing good performance is a very effective way to ensure
this behavior continues.

Ref: FM 22-100, App C, para C-56 and FM 7-22.7, para 5-30

REMOVE VGT-1

NOTE: Before showing the next VGT on leader counseling skills, subordinate-
centered communication, ask the students what the following phrase means:

“Subordinates assume an active role in the counseling session and maintain
responsibility for their actions.”

12
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SHOW VGT-2, LEADER COUNSELING SKILLS

LEADER COUNSELING SKILLS

Skills that leaders need in almost
every counseling situation include:

* Active Listening
* Responding
* Questioning

L328/0CT 04/06T-2 Blasio Noncommissione: d Dfficer Course

Ref: FM 22-100, App C, para C-16

QUESTION: Why is each of these skills important when conducting subordinate
centered communications?

ANSWER: These skills support more effective subordinate-centered communication,
where the subordinate is a vital contributor in the communication process.

Ref: FM 22-100, App C, para C-16 thru C-23

The purpose of subordinate-centered communication is to allow the
subordinate to maintain control and responsibility for the issue. This type of
communication, where the subordinate plays an active role, takes longer than
directive or leader-centered communication. However, subordinate participation is
necessary when leaders are attempting to help the subordinate develop and not
simply impart directions or advice.

Your subordinate needs to know that you are actively listening. You can
demonstrate your attentiveness by assuming an attentive posture and maintaining
eye contact. Give full attention to subordinates by listening to them and by listening
to the way they say their spoken words. In order to listen you have to be QUIET and
let the other person talk. Active listening involves listening to what others have to say
and the way in which they say it. Listen to the words not spoken and the silence.
Notice voice tone, eye contact, facial expression and appearance. Transmit an

understanding of the message through responding. Listen more than you speak:

13
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Most communication breakdowns occur during the receiving process. Why? Often
times, people become so preoccupied with their own thoughts and reactions that they
don't really hear what the other person is trying to say.
Ref: FM 22-100, App C, para C-17 thru C-20

The leader should check to make sure he understood his subordinate without
talking too much. Summarizing and interpreting comments demonstrate that the
message has been heard and understood. Leaders respond by telling the
subordinate, as exactly as they can and what they heard them say and the feelings
and attitudes involved. Paraphrase what the subordinate said without changing the
meaning. Do not respond to the subordinate's message by sending a message of
your own, such as evaluating or drawing quick conclusions. Use appropriate eye
contact and gestures.
Ref: FM 22-100, App C, para C-21

If used correctly, questioning serves as a way to obtain valuable information,
establish rapport, clarify, and most importantly, facilitate and focus the subordinate's
thinking. The questions you ask and the manner in which you ask them facilitate or
hinder the process of communication. The intent of questioning is to allow the
subordinate to reach their own conclusions about their developmental success and/or
needs. Ask open-ended questions which require more than a yes/no answer.
Ref: FM 22-100, App C, para C-22

REMOVE VGT-2

14
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SHOW VGT-3, THE LEADER AS A COUNSELOR

THE LEADER AS A COUNSELOR

= Respect for Subordinates

= Self Awareness & Cultural Awareness
=  Empathy

= Credibility

L328/0CT 04/06T-2 Blasio Noncommissione: d Dfficer Course

Ref: FM 22-100, App C, para C-9

QUESTION: How do these leader qualities enhance the effectiveness of the
subordinate centered communication during a counseling session?

ANSWER: Ensure that the students’ answers include the fact that it is difficult to
achieve meaningful communication without first exhibiting these following qualities.

Ref: FM 22-100, para C-9 thru C-14

Let's discuss how the qualities listed on the VGT assist leaders in counseling.
It is difficult to achieve meaningful communication without first exhibiting the following
qualities:

o Respect for Subordinates: Fosters two-way respect in the relationship, which
improves the chances of achieving the goals of counseling.

o Self and Cultural Awareness: Self-awareness is a leader’s understanding of
himself. An awareness of our own values, needs, and biases makes us less likely to
project our feelings onto the subordinate.

Cultural awareness is a mental attribute and a part of self-awareness. Leaders
must be aware of the similarities and differences between individuals of different
cultural backgrounds and how these factors may influence values and actions.
Cultural awareness enhances a leader’s ability to display empathy.

Ref: FM 22-100, Chapter 2, para 2-59 thru 2-66
o Empathy: A real understanding of how the subordinate “sees” the situation

increases a leader’s ability to help. The subordinate is able to quickly tell if the leader
“knows where I'm coming from.”

15
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Ref: FM 22-100, App C, para C-13

o Credibility: Honesty, consistency, and straightforward statements and actions
make it easier to achieve meaningful communication. Behave in a manner that your
subordinates respect and trust. If you lack credibility with your subordinates, you will
find it difficult to influence them.

Ref: FM 22-100, App C, para C-14
NOTE: Follow-up ideas/or questions to ask:
Would you be open to listen to a leader whom you felt...
did not respect you?
tried to project his values onto you?

was not honest?
did not understand your situation?

REMOVE VGT-3

SHOW VGT-4, CATEGORIES OF DEVELOPMENTAL COUNSELING

CATEGORIES OF
DEVELOPMENTAL COUNSELING

The two major categories of developmental
counseling consist of the following:

« Event-oriented

« Performance and Professional Growth

L328/0CT 04/06T-4 Blasio Noncommissione: d Dfficer Course

Ref: FM 22-100, App C, para C-26

Event-oriented Counseling: What do we mean by “event-oriented”
counseling? You key it to some event or situation that may precede the need for
counseling, or maybe after the fact.
Ref: FM 22-100, App C, para C-27

Performance and Professional Growth Counseling: You and the
subordinate jointly establish performance objectives and standards for the next
period. You should focus the session on the subordinate’s strengths, areas needing

improvement and potential.

16
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Ref: FM 22-100, App C, para C-38

REMOVE VGT-4
SHOW VGT-5, CATEGORIES OF DEVELOPMENTAL COUNSELING, (CONT)

CATEGORIES OF DEVELOPMENTAL
COUNSELING (cont)

Event-oriented

« Specific Instances of Superior or Substandard
Performance Counseling

* Reception and Integration Counseling

« Crisis Counseling

+ Referral Counseling

* Prometion Counseling

+ Adverse Separation Counseling

L328/0CT 04/V6T-6 Blasio Noncommissione: d Dfficer Course

Ref: FM 22-100, App C, para C-27

Specific Instances--many leaders focus this counseling on poor performance
and fail to acknowledge excellent performance or put it off until they inadvertently
forget about it. To be successful, you must conduct this counseling as close to the
event as possible. To conduct a check on yourself, you may want to occasionally
keep track of superior and substandard performance counseling incidents.

When preparing to conduct substandard performance counseling, you must
ensure the subordinate knows the standards expected of him. Then you and the
subordinate should develop a plan of action to improve his performance or skills.
This may be where you have to administer corrective training until the subordinate
knows and achieves the standard. Once the training meets the standard (determined
by your follow-up assessment), this training should end. When counseling a
subordinate for a specific performance, you should take the following actions:

o Tell the subordinate the purpose of the counseling, what you expect, and how the
subordinate failed to meet the standard.

e Address the specific unacceptable behavioral action, not the person’s character.

e Tell the subordinate the effect of the behavior, action, or performance on the rest
of the organization.

o Actively listen to the subordinate’s response.
e Remain unemotional.

17
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e Teach the subordinate how to meet the standard.

e Prepare to do some personal counseling, since a failure to meet the standard
may relate to or be the result of an unresolved personal problem.

e Explain to the subordinate what he must do to improve performance (plan of
action).

¢ Identify your responsibilities in implementing the plan of action.

e Continue to assess and follow up on the subordinate’s progress.

e Adjust plan of action as necessary.

Ref: FM 22-100, App C, para C-31

NOTE: Clarify any questions the students may have before moving on.

Reception and Integration Counseling: As a leader, you must counsel new
team members when they arrive in your organization. Reception and integration
counseling serves two purposes. First, it identifies and gives you a chance to help fix
any problems or concerns that new members may have, especially any issues
resulting from the new duty assignment. Second, it lets them know the organizational
standards and how they fit into the team. It clarifies job titles and sends the message
that the NCO support channel and chain of command care. Reception and
integration counseling should begin immediately upon arrival so new team members
can quickly become integrated into the organization. What are some possible areas
of discussion for this type of counseling?

NOTE: Have students follow along in FM 22-100, App C, and Fig C-4 as you

generate a discussion of each of the following elements. Solicit other possible areas
of discussion from students.

e Organizational standards.

e Chain of command.

e Personnel/personal affairs/initial clothing issue.

¢ Organizational history, organization, and mission.

e Soldier programs within the organization, such as soldier of the
month/quarter/year and Audie Murphy/SGT Morales clubs.

e Off limits and danger areas.

e Functions and locations of support activities (see Figure C-3).

e On and off-post recreational, educational, cultural, and historical opportunities.

e Foreign nation or host nation orientation.

e Other areas the individual should be aware of, as determined by the leader.

These are just some of the possible areas to discuss in this type of counseling.

18
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Crisis Counseling: You may conduct crisis counseling to get a subordinate
through the initial shock after receiving negative news, such as notification of the
death of a loved one. You may assist the subordinate by listening and, as
appropriate, providing guidance. Assistance may include referring the subordinate to
a support activity or coordinating external agency support. Crisis counseling focuses
on the subordinate’s immediate, short-term needs. Normally this type of counseling
will require heavy involvement by your chain of command.

Ref: FM 22-100, App C, para C-33

Referral Counseling: This provides you the opportunity to help subordinates
work through a personal situation and may or may not follow crisis counseling.
Referral counseling may also act as preventative counseling before the situation
becomes a problem. Usually, the leader assists the subordinate in identifying the
problem and refers him or her to the appropriate activity. Generally, it is a good idea
to keep your NCO support channel informed in situations such as these.

Ref: FM 22-100, App C, para C-34

NOTE: The instructor should have the students turn to FM 22-100, App C, p C-6,
(Fig C-3) and take a brief look at the referral listing of support activities.

Keep in mind, more than one activity may apply depending on the situation.
You have an array of resources available to you to help assist in taking care of your
subordinates. Remember, a listing such as this is a good reference, but with a little
research on your behalf, you will probably find others. Never hesitate to use them
when required.
Ref: FM 22-100, App C, para C-34

Promotion Counseling: AR 600-8-19 requires counseling of soldiers not
recommended for promotion, but eligible for promotion to PV2 through SSG without a
waiver (fully qualified). This counseling must be in writing and will take place initially
when the soldier attains eligibility, periodically (at least every 3 months), and include
information as to why the soldier didn’t receive a recommendation what to do to

correct deficiencies or qualities, which impede promotion potential. Keeping your

19
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subordinates informed on their promotion eligibility is a valuable morale-enhancing
tool.
Ref: FM 22-100, App C, para C-35
QUESTION: What would do about the subordinate who, regardless of how much
effort you expend, fails to conform to standards or commits serious acts of
misconduct?
ANSWER: This is where required adverse separation counseling takes place.
Ref: FM 22-100, App C, para C-36 and C-37

Adverse Separation Counseling: involves informing the soldier of the
administrative actions available to the commander in the event substandard
performance continues and the consequences associated with those actions (Ref:
AR 635-200). Developmental counseling also may not apply when an individual has
engaged in more serious acts of misconduct. You should refer these cases up the
NCO support channel, the chain of command and the servicing staff judge advocate.
When a leader’s rehabilitative efforts fail, counseling with a view towards separation
fills an administrative prerequisite to many administrative discharges and serves as a
final warning to the soldier to improve performance or face discharge. It is always
advisable to involve the chain of command as soon as you determine the need for
adverse separation counseling. The first sergeant or commander should inform the
soldier of the notification requirements outlined in AR 635-200.

REMOVE VGT-5

20
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SHOW VGT-6, CATEGORIES OF DEVELOPMENTAL COUNSELING (CONT)

CATEGORIES OF DEVELOPMENTAL
COUNSELING (cont)

®

Performance and Professional Growth
Performance: (Quarterly)
Review Past Performance
Focus on Future Objectives and Goals

Professional Growth: (Future Oriented)
Short and Long Term Goals
Professional Development Model

LE28/0CT D4 A/GTB Buasio Noncommissione: d Dificer Couise

Ref: FM 22-100, App C, para C-38 thru C-45 and FM 7-22.7, para 5-22 thru 5-25
Performance Counseling: During performance counseling, the leader
completes the assessment of the subordinate’s duty performance during the previous
quarter. The leader and soldier jointly establish performance objectives for the next
quarter. Rather than dwelling on the past, leaders should focus the session on the

soldier’s strengths, areas needing improvement, and potential.

QUESTION: What type of counseling is mandatory, face-to-face counseling, for
NCOs as required between the rater and the rated NCO under the NCOER system?

ANSWER: Performance Counseling.
Ref: FM 22-100, App C, para C-39

Performance counseling at the beginning of and during the evaluation period
facilitates a soldier’s involvement in the evaluation process. Performance counseling
communicates standards and is an opportunity for leaders to establish and clarify the
expected values, attributes, skills, and actions. As an Army leader, you must be sure
to tie your expectations to performance objectives and appropriate standards. You
must establish standards for your soldiers to work towards and teach them how to
achieve those standards if they are to develop.

Ref: FM 22-100, App C, para C-38 through C-41 and FM 7-22.7, para 5-22 thru 5-25

21
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Professional Growth Counseling: Includes planning for the accomplishment
of individual and professional goals. This also assists subordinates in achieving
organizational goals. It is imperative for all leaders to conduct professional growth
counseling with their soldiers to develop the leaders of tomorrow. Professional
growth counseling begins as an initial counseling within 30 days of arrival to a new
unit. Additional counseling occurs quarterly thereafter with an assessment at a
minimum of once a month. This counseling is a continuous process and must include
goals and expectations for the most current quarter along with long-term goals and
expectations. During the counseling session, the leader and the subordinate jointly
conduct an assessment to identify and discuss strengths and weaknesses. They
then create a plan of action to build upon strengths and overcome weaknesses. The
leader must encourage, remain positive, assist the subordinate to help himself and
focus toward the future. This future-oriented approach establishes short and long-
term goals and objectives. You should use FM 22-100, Appendix B, as a tool in
conducting a leadership assessment, which is part of professional growth counseling.
We will cover this assessment in more detail later in this lesson.

Ref: FM 22-100, App C, para C-42 and C-43, and FM 7-22.7, para 5-29 thru 5-32

Professional Development Model (PDM): These are tools leaders should
use during performance and professional growth counseling sessions to focus their
subordinate’s professional growth and career development plan of action. PDMs are
in DA PAM 600-25 (extract in SH-8) and cover all Army MOS’s. Specific and goal-
oriented development allows individuals and leaders to build a functional professional
growth plan tailored to subordinate NCO and unit needs. NCO professional
development models (PDM) are the soldiers’ guide to self-development.

Ref: DA PAM 600-25 (extract in SH-8)

QUESTION: Should you view categories of counseling as separate, distinct, or
exhaustive when organizing or focusing a counseling session?

ANSWER: No.

Ref: FM 22-100, App C, para C-45
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REMOVE VGT-6

SHOW VGT-7, COUNSELING CYCLE CONTINUOUS PROCESS

‘Gounseling Cycle Continuous P-rocessEA

S
“] eaders conduct fing to develop soldiers to achieve personal,——
professional developmeni, and organizational goals, and {o prepare themn for
increased responsibilifies.”
* FM 7-22.7
Bar ARRIVE AT
i
- Reception and 0 Deys
Infegration
PRTHWAY - Ipitial NCOER
e ore
- Final Assessment
NCOER forthe quarter 90 Days
Checidist ScldierlLeadery - g!;lﬂl:e:?d QTR
Development,/ - NCOER l:ghe\:klisl 'éi:';'?ﬁ?ﬁ.'}ﬁ:’.'n
the year

Sels :%\'Em: hool 1
© Ernrr%h’;n 20 Poor performance
NCOER becomes developmental

Checldist opportunities

IDPOINT
6 MONTHS

L328/0CT 04A/GT-7 Basic Noncommissiones d Dfficar Course

Ref: FM 7-22.7, para 5-5 thru 5-32

Counseling is a continuous process that starts when the soldier arrives at the
unit and continues throughout the soldier’s time within the unit. The final counseling a
soldier receives is during his/her exit brief upon departure to a new assignment or
PCS.

The first counseling a soldier receives is the reception and integration
counseling. Initial NCOER counseling would follow this (within the first 30 days for all
NCOs), if not included as part of the reception and integration counseling. The leader
then uses the same counseling form the following month to sit down with the soldier
to reassess the plan of action and document progress. Conduct this process again
the following month, and then close it out at the end of the quarter. Conduct all
counseling on the same form (with an added continuation sheet if needed). NCOs
receive NCOER counseling on a quarterly basis.

Ref: FM 22-100, App C, para C-38 thru C-41 and FM 7-22.7, para 5-30 and 5-31

REMOVE VGT-7
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SHOW VGT-8, THE COUNSELING PROCESS

‘ THE COUNSELING PROCESS

« ldentify the need for counseling
* Prepare for counseling
« Conduct counseling

* Follow up

L328/0CT 04/J6T-2 Blasio Noncommissione: d Dfficer Course

Ref: FM 22-100, App C, para C-55

The Counseling Process: Effective leaders use the counseling process
shown on this slide. We will cover each stage of the process in depth during the next
several minutes.
Ref: FM 22-100, App C, para C-55
REMOVE VGT-8

SHOW VGT-9, IDENTIFY THE NEED FOR COUNSELING

: ‘ IDENTIFY THE NEED FOR
/ COUNSELING

(%

» Sometimes dictated by policy or regulation
{NCOER, separation, quarterly
performance and professional growth, etc.)

+ Conduct developmental counseling
whenever the need arises for focused, two-
way communication aimed at subordinate
development.

L328/0CT 04A/6T-0 Buasio Nansommissianes d Dificer Course

Ref: FM 22-100, App C, para C-56

Identify the Need for Counseling: Quite often, organizational policies, such
as counseling associated with an evaluation or counseling required by command or

unit policy, focus the counseling session. However, a leader may conduct
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developmental counseling whenever the need arises for focused, two-way,
communication aimed at subordinate development. If the question exists,
“should | counsel,” the answer is yes. Developing subordinates consists of observing
the subordinate’s performance, comparing it to the standard, and then providing
feedback to the subordinate in the form of counseling.

Ref: FM 22-100, App C, para C-56

REMOVE VGT-9

SHOW VGT-10, PREPARE FOR COUNSELING

PREPARE FOR COUNSELING

%

« Select a suitable place.

+ Schedule the time.

+ Notify the subordinate well in advance.
« Organize the information.

+ Qutline the components of the counseling
session.

* Plan a counseling strategy.
+ Establish the right atmosphere.

L328/0CT D4 A/GT-10 Buasio Noncommissione: d Dificer Couise

Ref: FM 22-100, App C, para C-57

QUESTION: Can counseling occur spontaneously without formal preparation?
ANSWER: Yes.

Ref: FM 22-100, App C, para C-58 and C-66

QUESTION: When is an appropriate time to counsel?

ANSWER: Leaders should counsel subordinates during the duty day. After-duty
counseling may appear as rushed or perceived as unfavorable.

Ref: FM 22-100, App C, para C-59

The length of counseling depends on the complexity of the issue. As a general
rule counseling should not last more than one hour. A leader should notify the
subordinate of why, where, and when counseling is to take place and what the
subordinate should do to prepare for the session. The leader should review all

pertinent information and should focus on specific and objective behaviors that the
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subordinate must maintain or improve on as well as a plan of action with clear and
obtainable goals
Ref: FM 22- 100, App C, para C-59
QUESTION: Why should a leader prepare an outline?
ANSWER: An outline forces you to think about the counseling. The outline should
not be thought of as an additional requirement to make the process even more time
consuming, but as an instrument to ensure that the counseling will be effective.
Ref: FM 22-100, App C, para C-62

In the process of outlining the counseling session, the leader should devote
time to thinking about and making notes on the purpose of the session, points
relevant to the issue, possible questions, possible actions, etc. With an outline,
leaders will not forget to bring up key points, ask important questions or relate the
issue to a goal. Preparing a counseling outline is a way for you to ensure you
conduct a proper counseling session.
Ref: FM 22-100, App C, para C-62
QUESTION: What is a counseling strategy?

ANSWER: A counseling strategy is how the leader plans on developing the
counseling session to achieve the intended results.

Ref: FM 22-100, App C, para C-63

Some subordinates readily participate in the counseling, while others resist
involvement. Some subordinates will want to dispute every statement while others
will readily agree to anything. Some will understand hints and the leader's intent,
while others will need things explicitly stated. It is difficult to know how subordinates
will react to each counseling session. Base your strategy on the personality of the
subordinate and the nature of the issue. Although you should prepare a counseling
strategy, prepare to adjust that strategy as the counseling session develops and as
you receive additional information.

Ref: FM 22-100, App C, para C-63
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Establishing the right atmosphere promotes two-way communication between
the leader and the subordinate. Some situations may require a relaxed atmosphere
and some may require a more formal atmosphere.

Ref: FM 22-100, App C, para C-64

REMOVE VGT-10

Break: TIME: 00:50 to 01:00

TIME: 01:00 to 01:50 (continue Learning Step/Activity 1, ELOA)

SHOW VGT-11, CONDUCT THE COUNSELING SESSION

~ SESSION '

= Opening the Session: State the
purpose of the session and establish a
subordinate-centered setting.

®>

» Discussing the Issues: You and the
subordinate should attempt to develop a
mutual understanding of the issues.

L328/0CT 0476 T-11 Basio Nonsommissioned Officer Cause

Ref: FM 22-100, App C, para C-67

Open the Session: One technique to establish a subordinate-centered tone
early in the session is to invite the subordinate to speak. Not all counselors or
subordinates feel comfortable with “icebreakers”, such as bringing up the weather or
the local sports teams. There is no need to put on airs in a counseling session,
simply let the subordinate know that you want to help the subordinate to develop a
plan to achieve goals.

A clearly stated purpose of the counseling session will focus the
communication. Counseling sessions are not fact-finding investigations, solutions to
problems or a forum to give one-sided performance feedback. A clearly stated
purpose of the session can set a comfortable tone and lead to an open and

productive session. If applicable, the leader and subordinate start the counseling
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session by reviewing the status of the previous plan of action from their last
counseling session.
Ref: FM 22-100, App C, para C-68

Discuss the Issues: A joint understanding of the situation is a critical step in
the counseling process. This joint understanding allows the leader to examine the
situation from the subordinate’s perspective. It also allows the subordinate to
examine the situation from the leader’s perspective. The leader does not have to
agree with the subordinate’s perspective, but it is important that the subordinate feels
that the leader has made a genuine attempt to understand his/her perspective. If the
leader and the subordinate do not agree upon the issue, the subordinate may resist
involvement in the development of the plan of action.

The best way to develop a joint understanding is to let the subordinate do most
of the talking. The counselor should bring the issue to light using the skills of
listening, responding, and questioning. Leaders do not need to dominate the
conversation, but help the subordinate come to an understanding of the issue.

Ref: FM 22-100, App C, para C-69

Both the leader and subordinate should provide examples or cite specific
observations to reduce the biased or judgmental perception that either one may have.
Each should provide specific examples so neither the subordinate nor the leader will
be likely to become argumentative during the session.

It is important to initially specify the performance only, without passing
judgment. Ask the subordinate if your description of the performance is accurate.
Ref: FM 22-100, App C, para C-70

REMOVE VGT-11
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SHOW VGT-12, CONDUCT THE COUNSELING SESSION (CONT)

* Developing the Plan of Action:

+ Must be specific and achieve the desired result

= Shows the subordinate how to modify or
maintain behavior, avoiding vague intentions.

* Recording and Closing the Session:

» Verbally summarize key points and ask if the
subordinate understands the plan of action.

L328/0CT 04/6T-12 Blasio Noncommissione: d Dfficer Course

Ref: FM 22-100, App C, para C-71 thru C-74

Developing a Plan of Action: A plan of action is simply a plan that specifies
the actions required to achieve the desired result. The plan is what the subordinate
must do to achieve the agreed upon goal, whether it be to improve performance,
solve a problem or attain a career goal. Counseling is just “talk” unless there is a
plan to energize “good intentions” into action. You must document the plan of action
to help the leader and the subordinate stay focused on the plan and to facilitate
follow-ups to the counseling. A specific and achievable plan of action sets the stage
for successful development.

Many times the leader does not have the expertise or the resources to achieve
the goal of the counseling. In these situations, the leader should recognize his
limitations and include a referral as part of the plan of action.

Ref: FM 22-100, App C, para C-71

Recording and Closing the Session: Leaders should try everything possible
throughout the counseling session to ensure that the subordinate accepts the plan of
action. It is unrealistic though to think that subordinates are going to accept every
plan. If the subordinate does not accept the plan, the leader should review the plan
to ensure that it is realistic, valid, and adheres to the standards within the unit, and

then the approach to counseling takes a more directive mode.
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Although requirements to record counseling sessions vary, it is always a good
idea to document the key points of a counseling session so that, at a later date, the
leader can refer back to the agreed upon plan of action. Documentation serves as a
ready reference of a subordinate’s accomplishments, improvements, personal
preferences, or problems.

Certain Army regulations require written records of counseling. Some
examples are bar to reenlistment, administrative separation chapters, and overweight
counseling. In those cases where separation is likely, the leader must maintain
accurate counseling records.

Ref: FM 22-100, App C, para C-72 thru C-74
REMOVE VGT-12

SHOW VGT-13, FOLLOW UP

FOLLOW UP

« LEADER’'S RESPONSIBILITIES:
— You must support subordinates as they implement
their plans of action
— Includes teaching, coaching, or providing time and
resources

+ ASSESS THE PLAN OF ACTION:

— Review the plan of action with the subordinate to
determine if they achieved the desired results

— Modify plan of action if necessary

L328/0CT 04/6T-12 Blasio Noncommissione: d Dificer Course

FM 22-100, App C, para C-75 and C-76

Leader’s Responsibilities: After the counseling session the leader’s
responsibilities are a very important part of the counseling process. They include the
leader’s support through implementation of the plan and observation and assessment
of the plan. Leaders can support the subordinate in many ways: teaching, coaching,
or providing resources, such as time, equipment, training aids, etc. During

observation and assessment of the plan, the leader may choose to modify the plan or
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take other actions to include additional counseling, referrals, informing the chain of
command or corrective measures.

It is important that leaders do not “wash their hands” of the issue once the
counseling session is over. Just as it is a leader’s responsibility to counsel, a leader
must also observe the implementation of the plan and take appropriate actions after
counseling.

Ref: FM 22-100, App C, para C-75

Assess the Plan of Action: FM 22-100 states, “During the assessment,
review the plan of action with the subordinate to determine if the desired results were
achieved.” Also, during the assessment the leader and subordinate might adjust the
original plan of action due to changes that have occurred in the unit, section, or
individual soldier’s situation. The assessment of the plan of action provides useful
information for future follow-up counseling sessions.

Ref: FM 22-100, App C, para C-76
REMOVE VGT-13

SHOW VGT-14, DA FORM 4856 - PART | - ADMINISTRATIVE DATA

T DruommTALCOTeERNGTORM 1
Part I: {Administrative Data)

PANCLRAL PUBKI: T g memmpe ngw sz,
BT YINE D353 Fox rimodiom s I dm et VW T 23-100 . Tawina il a5 o s memny.
| OCIOE Demm w7 000 |
TARTI. ADNINISTRATIVE DATA
Thme [Last, Firt, D) Tl § Grode Sochl SaawEy o, Dt of Comselng

Crepimtion ‘Hame and THle of Courselor

EART II- BACKCROUND INFORMATION
/ T e e e L
=

Part 1I: (Background Information) Leader states the
reason for the counseling and includes the leader's
facts and observations prior to the counseling.

/ AN

Part IlIl: (Summary of Counseling) Key Points of
Discussion

pwn RIS vz g e, S
¥ iR -

DA FORI 4656 TUH &
LEZ8/0CT 040/6T-14

TN CIFTUN B [3 NI Er Basic Honcommissioned Dfficer Course

Ref: FM 22-100, App C, Fig C-11
The Developmental Counseling Form aids and guides the leader in conducting
and recording a counseling session. This VGT shows the main parts of the front side

of the form. During the Purpose of Counseling portion of the counseling session,
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the leader states the reason for the counseling, e.g., Performance/Professional
Growth or Event-oriented counseling, and includes the leader's facts and
observations made prior to the counseling. If applicable, the leader and subordinate
start the counseling session by reviewing the status of the previous plan of action.
Ref: FM 22-100, App C, para C-78

The Key Points of Discussion was a part of our earlier discussion when we
talked about the issues as part of the counseling process. The leader writes the
outline in this block during the “Prepare for Counseling” stage, when he outlined the
components of the counseling session.
Ref: FM 22-100, App C, para C-71

QUESTION: When do you fill in Parts I, 1l, and Il of the Developmental Counseling
Form?

ANSWER: You fill in Parts |, Il, and the outline for Part Il while preparing for the
session. Handwrite the key points of discussion, as well the goals and objectives
during the counseling session.

Ref: FM 22-100, App C, para C-62 and Fig C-9
REMOVE VGT-14

SHOW VGT-15, DA FORM 4856 - PLAN OF ACTION

Plan of Action: (Outlines actions that the subordinate will do
after the counseling session to reach the agreed upon goal(s).
The actions must be specific enough to modify or maintain the
subordinate’s behavior and include a specific time line for
implementation and assessment (Part IV below):

Leader Responsibilities: (Leader's responsibilities in
implementing the plan of action):

= —
Assessment: (Did the plan of action achieve the desired

results? This section is completed by both the leader and the
individual counseled and provides useful information for follow-

u@mseling):

[ [rarr—, [ T—

o=
o PR 5 )

LE28/0CT 04 6T- 15 Biasic Noncommissioned Orficer Course

Ref: FM 22-100, App C, para C-71, and Fig C-11
The plan of action outlines actions that the subordinate will do after the

counseling session to reach the agreed upon goal(s). The actions must be specific
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enough to modify or maintain the subordinate’s behavior and include a specific time
line for implementation and assessment (Part IV of the form). Earlier in the lesson we
discussed developing a plan of action. You should determine a date for the next
assessment with the subordinate during the actual counseling session (i.e., next
week, next month, next quarter, etc). You should list this date in the plan of action
area of the counseling form. As counseling session’s progress, the assessment of
the plan of action becomes the starting point for future counseling sessions.
Ref: FM 22-100, App C, para C-71, C-75, C-76 and Fig C-9

In the Leader’s Responsibilities block, you annotate your responsibilities in
supporting and assisting the subordinate to implement the plan of action. You list the
resources necessary to accomplish the plan of action and commit to providing them
to the subordinate. Here is where you sign and date the form.
Ref: FM 22-100, App C, Fig C-9
QUESTION: What is the importance of annotating leader’s responsibilities?

ANSWER: When the leader demonstrates that he plans to actively support the plan
of action, the subordinate will respond to your care and concern for his success.

Ref: FM 22-100, App C, para C-75 and Fig C-9

Professional growth counseling for ALL soldiers occurs quarterly with a face-to-
face assessment at a minimum of once a month. During the assessment portion of
a counseling session, you and the subordinate review the plan of action to determine
if the subordinate achieved the desired results. Both you and the subordinate
complete this section, which provides useful information for any follow-up counseling.
You should complete this block prior to the start of any follow-up counseling sessions.
A counseling session is not complete until completion of this block. During
performance/ professional growth counseling, this block serves as the starting point
for future counseling endeavors. You must remember to conduct this assessment
based on resolution of the situation or the established time line discussed in the plan
of action. You and the subordinate should determine a date for the next session and

both of you should keep a record of the counseling form.
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Ref: FM 22-100, App C, Fig C-11, and FM 7-22.7, para 5-30
REMOVE VGT-15

For the next few minutes we will review a properly filled out DA Form 4856 for
the following scenario:

The counselor is a section sergeant and a new sergeant is arriving at the unit
for assignment to the section. This sergeant has four years in the Army. There is
currently a team leader’s position open in the section. This sergeant is coming from

Germany with a wife and one child.

SHOW VGT-16, DA FORM 4856 - EXAMPLE COUNSELING, PARTS | AND I

DEVELOPMENTAL COUNSELING FORM
Farmaf i Somuma M 33100

ATTHCAITY 3 USE 101, Cepectmecal Reguitim 10 U J011, facssopa fom Mooyl .01 BIG7 (SEH)
e L malimra,

ACOIE TEES: For FM22100.
TIRCLOSUAR: Dacinism & mismery.

‘e Tines 1. P | niekae |8 deeeee
e Recen s |

Crgwimbon  |JyIT NAME Foams and Tile of Cowmnselar

PARTII- BACKGROUND INFORAATION

Purpose of Coumnseling: (Leader states the Teason far the comseling, e ¢ Performare /Profession] or Brert-
Crisze inchudes the tothe comse g
Eveni-Oriented: SGT Lester is receiving his Reception and Integration
Counseling and initial NCOER counseling {gee attached DA Form 2166-8-1)

Facts: SGT Lester arived from overseas and is assigned as 4th Squad Leader,
1st Platoon.

PARTIN - SUMMARY OF COUNSELING
[2 is section durng or B b sequent

0 cunseling.

Key Poinks of Discussion:

i IS, uz vmn wimmer, Rz uan
= ysimzman sl et e Elnes of ol e i 4 emL e e a2 B8 113-30

LEZ5/0CT 04AGT-15. DA FORM4956-E, TUH 99 LI QTR I CReaLEm

Basic Noncommissionad Officer Course

Ref: FM 22-100, App C, Fig C-10

Here we see the DA Form 4856 Parts | and Il completed by the counselor prior
to conducting the session. The leader takes this opportunity to combine the
categories of counseling: Reception and Integration (Event-Oriented) and Initial
NCOER Counseling (Performance/Professional Growth).
Ref: FM 22-100, App C, para C-32, C-45 and Fig C-10
REMOVE VGT-16
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SHOW VGT-17, DA FORM 4856 - EXAMPLE COUNSELING, ADMIN DATA

NCO COUNSELING CHECKLIST/RECORD
i o, R 1324k i iy W DECAPER.
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Ref: FM 22-100, App C, para C-62 and Fig C-6
The counselor also fills out the administrative data on the DA Form 2166-8-1,
since he is counseling an NCO.
Ref: FM 22-100, App C, para C-62 and Fig C-6
REMOVE VGT-17

SHOW VGT-18, DA FORM 4856 - EXAMPLE COUNSELING, PART Il

PART I - SUNMARY OF COUNSELING
Complale fhis seclion during or inmediatdy adsequent to counsding.

Key Painds of Discussion:

o Personal and Family Issues:

© DISEUSS duty pOSIion and review job deseription:

0 Leader's Book for Alpha Team:

Persomal and Crganizational Goals:

P 3 [
aLnsam.

‘ECITION CFTON B IS CETLEIR
DA FORRA 4856-E, JUH 99

L3Z8/0CT 04 6T-18 Basic Nonsommissioned Officer Course

Ref: FM 22-100, App C, para C-62 and Fig C-11
Notice he has formed an outline of Key Points to discuss. He will then expand
on these during the session with input from the subordinate.

Ref: FM 22-100, App C, para C-62 and Fig C-11
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REMOVE VGT-18

SHOW VGT-19, DA FORM 4856 - EXAMPLE COUNSELING, PART lll, FILLED IN

PART I - SUMMARY OF COUNSELING
Cumplete fis seckicn. during or e
ey Peintts of Biscusrion:
o Personal and Family Issues:

o Finances (PCS Entitiements, I saves)

o Mousing, Child eare Center

0 Family Readiness Groi
o Discuss duty position and review job description:

o Di duty and r ibility to train, lead, and develop team

o Standards- setting and enforcing

o Deployments and Exercises
o Leader's Book for Alpha Team:

Duty rosters and training schediies

Unit METL, Command Policies and SOPs

counsding.

Unit Physical Fitness Prog it fEtness agriastic APFT
Sofdier Key Information
Chain of C 0 Support Ci

Rating ChakvNCOER
o Alert/Recall Roster and Accountability
i ility and Mai

qirp.

Hand
o Personal and Crganizational Goals:

o Professional Development

o Education (Chvilian and Military)

0 Career Enhancing Opportunities (NCO of the Month Board,

Aundie Murphy Board)
o Short and Long Term Goals
0 _Unit Readiness

OIZFLINSIACEITNG
) ppiea st ELL ur e, B epemion

L323/0CT 04VGT-19 Da FORM $556-E, JUN 99 FOITION CFTUN B S CBELETE

P

Basic Moncommissioned Officer Course

Ref: FM 22-100, App C, para C-69 and C-70, and Fig C-10

Here you see how the Key Points have expanded during the session and it
appears in italics to portray handwritten entries. Army regulations require written
entries as a means to promote subordinate-centered session with two-way
communication. This also provides leaders with an indicator when checking
counseling.
Ref: FM 22-100, App C, para C-62, C-64, C-73 and Fig C-11
REMOVE VGT-19

SHOW VGT-20, DA FORM 4856 - EXAMPLE COUNSELING, PART IV

Plan of Acti
god(s). 0 be spedtic enmgh o modify or mairdai irede's hedunor aniis
irne Line for & fien and TV hdowy:

o Provide spouse with Family Readiness Group contact info. and
encourage her (o attend the next meeling.

Review Unit METL and Command Policies by Monday, and SOPs
by the end of next week.

Condusct joint inventory of team equipment within 26 days.
Review leaders book from previous team leader within 2 weeks.
Condisct open discussion with team members next week

Condisct inikial coumseling on each team member within 38 days.
0 Prepare to take a diagnostic APFT within 36 days and prepare to
conduet PT.

o Visit the edircation center to look into next semester's schedule.

In support of long-term goal of promotion to 556G, work on weapons
jon, PT, and enilr: iftary i

o Study pertinent Army Regirlations and FMs for board appearance.
Verdy team's SRP packets within 66 days.

0 Monthly assessments on or about 6§ OCT 04, 6 NOV 64, 6§ DEG 04.

LE22/0CT 04V GT-20
o PR o £ v

Basic Noncommissionad Officer Course

Ref: FM 22-100, App C, para C-71 and Fig C-11

36



L328 OCT 04

Develop the Plan of Action during the session with input from the subordinate.
Keeping the plan of action discussed, organized and focused by following the order of
the issues contained in the key points of discussion. Note that the last line in the plan
of action should list the follow-up assessment date(s).

Ref: FM 22-100, App C, para C-71 and Fig C-12
REMOVE VGT-20

SHOW VGT-21, DA FORM 4856 - EXAMPLE COUNSELING, SESSION CLOSING

Session Closing:

plan of action. The subordinate agreesidisagress and provides rermaks if appropriste)
Individual counselsd. 1 disagree with the information dbove
Indrvadual comnseled rezaarks:

St of ntidmloreneid M T Lester .. 6 Sep 84

Demdar Bmpndiiin  flouleds e & sepleacasiag el of sor

.......

LEZB/0CT 04V GT-21 = T TR T
o PR £ £ e

Basic Moncommissioned Officer Course

Ref: FM 22-100, App C, para C-72 thru C-74, and Fig C-11

When you close the session, the subordinate agrees or disagrees with the plan
(likely to agree since they provided input), and then the subordinate signs and dates
the DA Form 4856.
Ref: FM 22-100, App C, para C-72 thru C-74, and Fig C-11

REMOVE VGT-21
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SHOW VGT-22, DA FORM 4856 - EXAMPLE COUNSELING, RECORD OF KEY

POINTS SECTION

COUNSEUNG 4. sk rated NCO for ideas, examples and opinions onwhat
1. G0 awer eachpart of the duty desoription with rated N0 has been done sofar and what oan be done betrer. (This step
Disouss any changes, espesialy tothe area of special emphasis.  oan be dane first or last)

el ted HED how b 7he & asg. Lise your surkess
standands == 3 guide forthe discussion (the examples on pages 3 BEFORE THE NCO DEPARTS THE COUNSELING SESSION
and 4 may help). Firs, for each valueirasponsibilty, talk about what 1. Record counseling date on this form.
as happened nrasporceto ary deoussionyouhad duringthelsst 2. Wite any addiional key poines tha oame up durng the
counseling session (remember, obsered adion, demenstrated  courseling session on this
behaviorand resuts). Gecond,talk about uhat was done well Third. 3. Show key poitsto i N0 and et histher intials
talk about how to do bater The gosl is to getall NCOstobe 4. Save NCO-ERwith this checkist fornest counseling
sugcerstl and mast standards ssssion. (Nates should make record NCO-ER preparation easy

= s, gue sxaples of arlencatia ould sply. stthe and ofthe g e

omething to sirive for, REMEMBER,

Ll BN E IS SPELIAL, HLY APE AL EUE T Ereelame
inciuds resutts and ten inohes subordinates

COUNSELING RECORIVKEY FOINTS HADE

WA
o Team Leader duy description and respon sibilifies o includs to tain, lead, and develop the team
o Leaders Book review
o Organizational ad personal goals
o See DA Form 4856 Reception and Integration counseling

e 6.5ep (4 matEQNCOW WAL JTL

LATER.
DaTe RATED NCO'S INTIALS.
LATER.
OATE RATED HGO'S NTIALS
LEZ8I0CT 0406 T-22 Basic Nencemmissionad Officer Course

Ref: FM 22-100, App C, para C-74, and Fig C-10

The counselor gets the information form 2166-8-1 and then transfers the

information to 4856. The counselor writes bullets in the record section of the DA

Form 2166-8-1, gets the subordinates initials, dates it, and attaches the DA Form

4856 for this counseling session.

Ref: FM 22-100, App C, para C-74, and Fig C-10

REMOVE VGT-22

SHOW VGT-23, EXAMPLE COUNSELING, LEADER RESPONSIBILITIES

sypmorcanene __JOSEPH J. Paul e B 5SEp 64
SARTIV. AKTNINTNT £ TEX R &% 7 ACTEE
B
[—
LEZB/OCT 04V GT-23 T BT Fm et ot B A T W e e e i,

Session Closing,
plan oFaction. The suberdimete agreesidisagrees and provides rermks if appropriate)
Individual counseled: Iy disagree with the information dbove

Indrvidual counseled remarks:

S of Il 1M T. Lester oul Scp 64

Leader Responsihilities: (Leader’s responsibilities in implementing the plan of action):
l'rll‘ruml:: to lﬂlll, Provide inl'brmﬂmn on next FRG meeting;

job ip Afford time fo review policies
land SOPs; vanie copy of updated rating scheme and alert roster;
ic APFT; Will check counseling

on your it ll'l 39 n‘ays, it for class with Supply

SGT on iRy and resp iity; Supervise team nventory
jof equipment; Provide list of reference material to assist in
\preparation for NCO of the Month, Audie Murphy, and Promotion
Board; Assist in resolving any problems that may develop.

[ rrrre—y

Biasic Moncommissioned Officer Course

Ref: FM 22-100, App C, para C-75, and Fig C-11
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The leader records what actions he will take in support of the plan, signs and
dates. After the counseling session provide the subordinate with a copy so he/she
can began execution of the plan of action.

Ref: FM 22-100, App C, para C-75, and Fig C-11
REMOVE VGT-23

SHOW VGT-24, DA FORM 4856 - EXAMPLE COUNSELING, MONTHLY
ASSESSMENT

Session Closing, -
planofaction. The subordinate agrees/disagrees and provides remarks if appropriate)

Individual counseled 1 disagree with the information above

Individual counseled remarks:

Sigmen of Intiitmlcomeid_oJiM T Lester o5 Sep 84
Leader es .
Iniroduce fo squad: Provide i on nexd
Refilorce/explain fob descripfon; Alford ne o revew policies
and SOPs; Provide copy of updaied rating schermie and aleri rosfer;
Schedide/zdminisfer dagnosiic APFT; Will check counselng
packels on your soldiers i 30 days; Coordinzie for clzss wilh Supply
SGT on Thilil fze Squad mvenfory
of - Provide ¥si of ial lo assisin

preparation for NCO of ie Monil, Audic Murphy, and Promolion
Board, Assisim resohving any problems =i may develop.

Joseph J. Pall o B 5ER 04
PARTTV- & T OF THE PLAN OF ACTION
This satimic Leader mthe
liricual
Assessments done on: 3 Oct 64 JTLAP
©On 26 Sep 04, SGT Lester g a team

inventory. He made the necessary correction, signed for and
ibility for the team i

On 2 Oct 84, SGT Lester took a diagnostic APFT and scored 220 with a
score of 65 on the nn.

Comselar: Individual Comseled;, Date of Assessment,
= =

LE28/0CT DiaT-24 Biasic Moncommissioned Officer Course

Ref: FM 22-100, App C, para C-76 and Fig C-11 and FM 7-22.7, para 5-30

Thirty days or so later they conduct the first assessment by reviewing the Plan
of Action, discussing accomplishments, placing comments in part IV of the DA Form
4856, and reviewing the remaining actions required in the plan and making
adjustments if needed. They record the date (3 Oct 04) and each initial in the
assessment block of the form as shown on the VGT.

Ref: FM 22-100, App C, para C-76 and Fig C-11 and FM 7-22.7, para 5-30
REMOVE VGT-24

For the past one hour and 45 minutes we have reviewed the basics of
developmental counseling including an overview of developmental counseling
doctrine, leader counseling skills, categories of counseling, the counseling process,
and the use of the DA Form 4656 to record a counseling session. In ELO B, you will
have an opportunity to put this knowledge to use during several practical exercise

situations.
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Break: TIME 01:50 to 02:00

ENABLING LEARNING OBJECTIVE

ACTION: Demonstrate the ability to use correct counseling procedures and
skills.

CONDITIONS: | As a small unit leader in a company or battalion level unit.

STANDARDS: Demonstrated the ability to use correct counseling procedures by--

¢ identifying strengths and weakness of the counseling session,

and
e observing the parts of the counseling session that need
improvement,

IAW FM 22-100, SH-5, and SH-6.

Learning Step / Activity 1. Conduct a Counseling Session

Method of Instruction: Practical Exercise (Performance)
Technique of Delivery: Small Group Instruction (SGI)
Instructor to Student Ratio: 1:16
Time of Instruction: 2 hrs

Media: VGT-25 and VGT-26

NOTE: This PE is from 02:00 to 03:50 with ten-minute breaks from 02:50 to 03:00
and from 03:50 to 04:00.

This block of instruction will present the Observer’'s Worksheet, to correctly

identify counseling session components, counseling skills, and strengths and

weakness of a counseling session utilizing practical exercise situations.

SHOW VGT-25, OBSERVER'S WORKSHEET (Front)

Ref: SH-6-1

>

OBSERVER'S WORKSHEET (Front)

Observers W arks heet Case Study

LE22/0CT 04VGT-25 Basic Moncommissioned Officer Course
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This observer’s worksheet is a classroom tool to help you identify and discuss
these areas during the lesson.

NOTE: Introduce the Observer's Worksheet to the students before the PEs. Refer
students to (SH-6-1 and SH-6-2).

NOTE: During this learning activity, use PE-1 provided to practice counseling skills.
The students will observe and evaluate each of the sessions using the Observer’s
Worksheet(s) provided in the student handout.

REMOVE VGT-25
SHOW VGT-26, OBSERVER'S WORKSHEET (Back)

OBSERVER'S WORKSHEET (Back)

®>

3. Comments should be previded on each component of the counseling sesslen and leader
counseling skllis listed on the front side of this form:

Overall strengths of the counseling sexsion:

Areax where improvement is needed:

Name of € i Date:
Name of : i Date:

LEZB/0CT 04 /G T-20 Basic Horicommissioned Officer Coutse

Ref: SH-6-2
REMOVE VGT-26
NOTE: Review ELO B with the students at the conclusion of PE-1.

After acting out and observing the role-playing situations in PE-1, you should
have a better idea of how to apply our developmental counseling doctrine. Many of
you have probably already applied these counseling skills in your units, but you
probably saw some areas that you could improve on in counseling skills development.
With experience, practical application and continued study, you will be able to
continue to develop your leader counseling skills.

During PE-1, you may have noticed event-oriented counseling scenarios for all
of the situations. At the end of ELO C, we will view a developmental counseling video
that covers a Performance/Professional growth-counseling scenario. But first, we will

learn a method to assess the leader performance of subordinates.
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C. ENABLING LEARNING OBJECTIVE
ACTION: Assess the performance of subordinates.
CONDITIONS: | As a small unit leader in a company or battalion level unit.
STANDARDS: | Assessed the performance of subordinates by--
e observing leadership performance,
e recording actions,
e classifying actions using leadership dimensions,
e rating leadership performance, and
e developing subordinates using performance indicators,
IAW FM 22-100 within a specific timeline.
1. Learning Step / Activity 1. Assess Subordinate Performance

Method of Instruction: Practical Exercise (Performance)
Technique of Delivery: Small Group Instruction (SGI)
Instructor to Student Ratio: 1:16
Time of Instruction: 45 mins

Media: VGT-27 thru VGT-32, and DA Video 710942 (8 minutes)

Until now we have discussed methods for providing feedback to soldiers in the
form of counseling. Counseling, however, does not just happen because we want to
counsel. As we have often said, you use counseling for development. But to develop
what? In this part of the lesson, we’ll look at what should go on before we ever get to

a counseling session. We look at how to observe the behavior of a subordinate and

to assess whether that behavior is meeting established standards.

Observe, Assess, Coach, and Counsel (O/A/C/C) model is a process leaders
apply to develop their subordinates. Developing subordinates, like so many other
skills we must master in the Army, takes practice. There is a straight forward process
that helps to organize and make effective our approach. Part of what observing
entails, however, comes before the actual observations can take place. A leader has
to decide when and where to make an observation of a subordinate’s performance.

In nearly all cases, we want to observe a subordinate’s performance without looking

for a specific thing.
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We take note of performance as it occurs, as objectively as possible, because
we don’t want to bias what it is we see. There are times, however, when we might
want to follow up on a specific performance indicator--perhaps as a follow-up to
developmental counseling. To do so is okay, but know that it is not a perfectly
objective approach.

Time is always scarce, so a leader needs to maximize those observation
opportunities. Once determined, leaders must give these performance observations
their undivided attention and maximum focus. Focus on pure performance; don't
make any evaluations, yet. Just the facts are important. All observable actions may
be important (i.e., verbal and nonverbal; gestures; commands; and periods of
inactivity) because you would also combine performance “snapshots" to provide
deeper insight about a subordinate’s developmental strengths and weaknesses.
Even though you plan to observe, there are also many times when you, as a leader,
will merely stumble onto observations of your subordinates. No plan, no focus—you
just see or hear something that merits your attention. Here are some things to keep
in mind about observing.

NOTE: A USASMA Counseling Team comprised of CSM (D) personnel compiled the
foIIowjng information from FM 22-100, FM 7-22.7, (Chapter 5), and personal
experiences.

SHOW VGT-27, OBSERVE LEADERSHIP PERFORMANCE (Actions)

>

* All acts {verbal and nonverbal), appearances,
and actions are valid opportunities for
assessment.

« Ensure observations are complete.
* Observations must be objective.

L222/0CT 04 VG T-27 Basic Moncommissioned Officer Course

Ref: (see note above)
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Focus on every relevant action: verbal and nonverbal, appearance, and
responses to the subordinate's actions by peers or other subordinates. Ensure the
record of observations is complete. Observe everything from the beginning to end
without distracting or interfering with the subordinate's performance (obviously, step
in if you observe a risk to safety). Be objective and avoid biased perceptions
(especially those biased by the way you would have done something) and split-
second judgments.

NOTE: To promote student discussion, ask, as leaders, where can we make
observations of a subordinate leader's values, attributes, skills, and actions.

NOTE: After allowing several students to respond, ensure that the discussions
covered at least the following points: In the field, in garrison, in formations, the motor
pool, etc.

The key to observation is to realize that it is not a passive activity. Leaders
must be on the lookout for subordinate's actions relevant to the leadership
dimensions.

Without having the facts, made possible by objective observation, leaders often
lack the credibility and the confidence to justify their observations with subordinates.
Having detailed and clear notes about observations is the leader's key to being able
to address concerns with subordinates. Record observations by the most reliable and
effective method available (paper and pencil; video, tape recorder, etc.) during, or as
soon after the action as possible. Record exactly what you see. This requires that
leaders suspend judgment, postpone classifying, and forget ratings while recording
data. This is really tough to do, but we've got to try our best because the integrity of
the entire process relies on quality observations. If observed, record actions during
the planning and preparation periods of the activity. Record actions in the order in
which they occurred during the activity. Here are some general tips about recording
to keep in mind.

NOTE: A USASMA Counseling Team comprised of CSM (D) personnel compiled the

following information from FM 22-100, FM 7-22.7 (Chapter 5), and personal
experiences.

44



L328 OCT 04

REMOVE VGT-27

SHOW VGT-28, RECORD LEADERSHIP PERFORMANCE - (Actions)

RECORD LEADERSHIP
PERFORMANCE (Actions)

>

* Record on 3x5 cards, notebook, video, audio
tape.

= Note actions not taken. They are equally
important.

* Use direct quotes when possible and bullet
comments rather than complete sentences.

= Record actions in chronological sequence.

Do not allow winning, losing, or mission
accomplishment to influence recorded actions.

LS28/0CT 04 AT 28 Basic Honcommissioned Officer Courss

Ref: A USASMA Counseling Team comprised of CSM (D) personnel compiled the
following information from FM 22-100, FM 7-22.7 (Chapter 5), and personal
experiences.

-- Record actions observed, including any required actions not taken by the leader
during the activity. These are easy to overlook.

-- Use as many direct quotes as possible.

-- It is not necessary to record in complete sentences; communication of the
important information is the key to being able to follow it up later with the subordinate.

-- Record behavior in chronological sequence. This is very important, and often
helps re-create the example for the subordinate during counseling.

-- Do not allow the atmosphere of winning or losing in a group situation, or mission
accomplishment in a tactical situation, affect or influence recording the subordinate
leader’s behavior.

The key to making effective observations is to document what you see, as
accurately and objectively as possible, and to apply those observations as the basis
for developmental counseling. This is a key step: If you don’t record the behavior

correctly you can’t categorize or rate it later.

QUESTION: Why might multiple observations prove better than a single observation
when trying to identify a subordinate leader’s developmental needs?

ANSWER: Multiple observations are much more reliable. Multiple observations
provide more data-points from which to draw conclusions about a subordinate’s true
performance. They're less likely to represent random behaviors on the part of the
subordinate, as well as your random moods and biases as the observer/leader.
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QUESTION: What are other sources of information concerning a subordinate’s
performance?

ANSWER: Other NCOs with whom the subordinate may have been attached for a
work detail, or special duty. Perhaps the first sergeant has made some observations,
which would benefit in the development of your subordinate.

Ref: A USASMA Counseling Team comprised of CSM (D) personnel compiled the
following information from FM 22-100, FM 7-22.7 (Chapter 5), and personal
experiences.

REMOVE VGT-28

NOTE: Have the students refer to the leadership dimension portion of FM 22-100,
Appendix B, for use during this section.

Classify leadership actions by determining what dimension applies before
deciding how well a subordinate is doing it. An important feature in the assessment
process is accurately categorizing leader’s actions based on the core leadership
dimensions. Observations of leader performance are only useful to the leader and
the rated subordinate as long as they can accurately classify them in terms of our
doctrinally based leadership dimensions. Just like trying to always remain objective in
observing actions, classification of performance in accordance with the leader
dimensions isn't always easy, but it always must precede a rating. Classifying is the
key to rating. Similarly, classifying is key to developing appropriate developmental
actions addressing a subordinate’s needs. Determine what dimensions need
improvement before determining how to fix them. When classifying performance

soon after recording an observation, keep the following basic rules in mind:
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SHOW VGT-29, APPENDIX B, CLASSIFY USING PERFORMANCE INDICATORS

APPENDIX B — Classify Using
Performance Indicators

>

= Use all written, verbal, and non-verbal information.

» Use leadership dimensions, definitiens, and associated
actions.

* Though an action may fit mere than ene dimension, list
it under the most appropriate one {best fit).

* Look deeper than the general indicators.

« Be specific, precise, objective, fair.

L222/0CT 04 VG T-20 Basic Moncommissioned Officer Course

Ref: A USASMA Counseling Team comprised of CSM (D) personnel compiled the
following information from FM 22-100, Chapters 1 thru 7, App B, p B-1, para 17 and
18 and personal experiences.

NOTE:

e Use all written, verbal, and nonverbal information (i.e., plans, orders, AARs, etc.)

e Understand and apply the precise definitions of the leader dimensions assist in
classifying leader’s actions. Some observations may fit more than one
dimension. If a leader action example is difficult to precisely classify by leader
dimension, list it under the most appropriate dimension.

Ref: A USASMA Counseling Team comprised of CSM (D) personnel compiled the
following information from FM 22-100, Chapters 1 thru 7, App B, p B-1, para 17 and
18, and personal experiences.

REMOVE VGT-29

SHOW VGT-30, APPENDIX B, PERFORMANCE INDICATORS

>
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Ref: FM 22-100, App B, p B-1, Fig B-1
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Let's take a look at Appendix B. It provides a list of Performance Indicators
that can help to determine areas of weakness in yourself or your subordinates. Use it
as a tool to develop a plan of action also, since you should tie the plan of action to the
appropriate standards and expectations.

Ref: FM 22-100, App B

NOTE: Write the following vignette on a butcher paper or on the board ahead of time
and save the example for use again in the future.

Here's an example of how to classify leadership performance: Suppose | observed
and recorded the following actions behavior: (point to the written example so that the
students can read the vignette).

“An assistant squad leader uses the reverse planning process to ensure his unit
would cross the line of departure on time. He considered the condition of the route,
and also adjusted the timetable to account for movement at night.”

How would you classify the leadership dimensions from the vignette? First you
need to classify what the dimensions involve:
Actions--Planning; maybe assessing.
Skills--Technical.

Attributes--Mental.
Values--duty.

Again, did everyone notice in this example how simple behaviors entailed
multiple and overlapping leadership dimensions?
Ref: FM 22-100, App B, p B-1, para B-1
NOTE: Solicit the class for any questions. Then, distribute the PE-2 Classification
and Rating Exercise, to the students and direct them to complete the first few
observations. Advise the students to IGNORE THE RATING component for now.
The discussion among students is valuable so encourage it--but push them to work
quickly (they won't have much time in the field to debate these issues).
-- After five minutes, call on various students to share their solution to a given
exercise in the PE-2 Classification and Rating Exercise, and solicit a critique and
discussion among the other students for each of the five examples.

-- Have the students keep their Classification and Rating exercises handy for
additional group work in a few minutes.

Take just a minute to have the students summarize the highlights of the
instruction, so far, before proceeding to Rating.

QUESTION: Can anyone explain when, why, and how we should classify leader
actions?
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ANSWER: Record a classification AFTER observation. After observing, classify the
action to ensure absence of bias, and BEFORE rating the performance so that one
knows what dimension applies before determining the rating.

Ref: FM 22-100, Chapter 5, para 5-67 and App B, para B-1

REMOVE VGT-30

NOTE: To promote student discussion, ask why it's sometimes difficult for people to
understand the difference between “evaluating” and “developing” subordinates.

QUESTION: How is rating in the observe/assess/coach/counsel model different than
the rating done on an NCOER?

ANSWER: “Evaluating” is rating performance in terms of one’s currently assigned
position. Your squad leader receives an NCOER reflecting how well he/she performs
as a squad leader. “Development” focuses on improving a subordinate’s potential.
To develop a squad leader we rate observations based on performance required of a
section sergeant or platoon sergeant.
Ref: FM 7-22.7, Chapter 5, para 5-26 thru 5-28

Evaluation is an assessment of current performance. DEVELOPMENT
MEANS GROWTH. The leader must look beyond what’s required today of the
subordinate and help further develop that subordinate’s potential for ever-increasing
responsibilities. There are some cases where the subordinate isn't getting it right in
his or her current position. Obviously, in those cases, leaders must focus
development to help the subordinate achieve standards required of the current

position.

QUESTION: When assessing subordinates, how do we determine what the standard
is for rating observations of subordinate values, attributes, skills, and actions?

ANSWER: Our experience, the advice of others, and the performance indicators
provided in Appendix B, FM 22-100.

Ref: FM 22-100, App B

Appendix B, FM 22-100, provides performance indicators for each leadership
dimension. In conjunction with the behaviors indicated by the performance indicators,
we rate the subordinate’s performance in each indicator as strength or a weakness.
We then can focus our developmental counseling session on maintaining leadership
strengths and improving leadership weaknesses.

Ref: FM 22-100, App B
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SHOW VGT-31, APPENDIX B - RATE AND DEVELOP USING PERFORMANCE
INDICATORS

APPENDIX B — Rate and Develop
Using Performance Indicators

>

= Compare actions to leadership dimensions and
determine if they are strengths or weaknesses.

« Conduct developmental counseling and allow
subordinate to assess himself.

« Develop plan of action.
« Assess plan of action and change if necessary.

« Continue to assess performance of subordinate
leader.

L=22/0CT 04 A/GT-31 Basic Honcommissioned Officer Courss

Ref: FM 22-100, App B

NOTE: Show the students the example from LS/A 1, ELO C that you wrote earlier on
butcher paper or on the board about the assistant squad leader who planned to get
his squad to the line of departure.

CLASS PE/EXAMPLE: (Referring to the posted example.) You will recall that
the assistant squad leader took into account the condition of the route and the effect
that darkness would have on the movement speed. We said that the technical,
planning, and assessing dimensions applied.

QUESTION: How would you rate him for development purposes? Why?
ANSWER: “Strength” seems like the best answer given it's a subordinate.
Performing to standard at the squad leader level. There’s not too much information
here, but the subordinate clearly has a handle on the movement.

NOTE: No one should suggest that it is a developmental weakness.

Ref: FM 22-100, App B

A leader could rate this observation as: (Technical: “Strength”; Planning:

“Strength”; and Assessing: “Strength.”

Ref: FM 22-100, App B

REMOVE VGT-31

NOTE: Solicit the class for any questions. Then, have students take out their PE-2,
Classification and Rating Exercise and direct them to complete the ratings. The

discussion among students is valuable so encourage it; but push them to work quickly
(they won't have much time in the field to debate these issues).
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After five minutes, call on various students to share their solution to a given exercise
in the PE-2, Classification and Rating Exercise, and solicit a discussion among the
other students for each of the examples.

SHOW VGT-32, ASSESS AND DEVELOP SUBORDINATES (SUMMARY)

ASSESS AND DEVELOP
SUBORDINATES (SUMMARY)

>

* Plan where & when to OBSERVE subordinate
performance.
« RECORD performance.

» CLASSIFY and RATE performance by
applying leadership dimensions.

» Conduct DEVELOPMENTAL COUNSELING.
» Continue to ASSESS the PLAN OF ACTION.

LE2B/0CT 096 T-2 Basic Noncommissioned Offiser Coutse

Ref: FM 22-100, para 5-67 and para 5-68

Let’s review the highlights of developing subordinates. We discussed how to
assess subordinate leader performance by observing, recording, classifying, and
rating leader actions based on the leadership dimensions. This results in an
assessment of subordinate leader performance.

In order to develop subordinates, we assess duty performance and then
conduct developmental counseling. During the counseling session we must develop
a subordinate centered plan of action to sustain the subordinate’s leadership
strengths and improve upon weaknesses. We then must continue to assess the plan
of action and the subordinate’s performance in subsequent developmental counseling
sessions.

For the next few minutes we will watch a developmental counseling video
where a section sergeant will apply the principles that we covered on assessing
subordinate performance and developing a plan of action to improve the leadership
abilities of a team leader.

NOTE: Pass out the Observer's Worksheet. Have the students observe and
document the counseling session on an Observer’'s Worksheet.
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Ref: FM 22-100, Chapter 5, para 5-66, App C, para C-55 thru C-76, and FM 7-22.7,
para 5-31 and para 5-32

NOTE: Show segment #5 of the Developmental Counseling Video (8 minutes and 45
seconds long).

NOTE: Conduct a check on learning by having the students share their observations
verbally. Be sure to point out that SSG Martin (in the video) conducted a quality
subordinate leader developmental counseling session by doing the following:

Assessed SGT Ferris’s leadership performance beforehand.

Required SGT Ferris to conduct a self-assessment.

Jointly identified leader strengths and weaknesses with SGT Ferris.

Developed a subordinate centered plan of action to maintain strengths and

improve on weak areas.

e The plan of action involved taking achievable concrete steps to improve
performance.

¢ Outlined leader responsibilities for supporting the plan of action.

e Summarized the session and ensured that SGT Ferris understood the plan of
action.

e Stated when they would get together for an assessment of the plan of action.

Ref: Segment #5 of the Developmental Counseling Video and FM 7-22.7, para 5-31
and 5-32

CHECK ON LEARNING:
QUESTION: Why do we assess the performance of subordinates?
ANSWER: To tell them where you see their strengths; let them know where they can improve.
Ref: FM 22-100, Chapter 5, para 5-66

QUESTION: What does leadership developmental counseling have to do with assessing the
performance of subordinates?

ANSWER: As a leader, you assist your subordinates in identifying strengths and weaknesses
and creating plans of action.

Ref: FM 22-100, App C, para C-5
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SECTION IV.

Check on
Learning

OCT 04

SUMMARY

Method of Instruction: Conference / Discussion
Technique of Delivery: Small Group Instruction (SGI)
Instructor to Student Ratio is: 1:16

Time of Instruction: 5 mins

Media: VGT-33

QUESTION: What is a significant part of “subordinate-centered” communication
during developmental counseling?

ANSWER: Subordinates are not merely passive listeners; they become actively
involved in the process.

Ref: FM 22-100, App C, para C-4
QUESTION: Why should leaders counsel subordinates?

ANSWER: Army leaders conduct counseling to help subordinates become better
team members, maintain or improve performance, and prepare for the future.

Ref: FM 22-100, App C, para C-8
QUESTION: What are the four stages of the counseling session?

ANSWER: Identify the need for counseling, prepare for counseling, conduct
counseling, and follow up.

Ref: FM 22-100, App C, para C-55
QUESTION: What are the different types of developmental counseling?

ANSWER: There are two major types--event-oriented and performance/
professional growth.

Ref: FM 22-100, App C, para C-26

QUESTION: What are the qualities leaders must demonstrate in order to be
effective counselors, especially the self and cultural awareness attribute.

ANSWER: The qualities include respect for subordinates, self-awareness, and
cultural awareness, empathy, and credibility. Aware leaders are more likely to act
constantly with their own values and actions.

Ref: FM 22-100, App C, para C-9 and C-14
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Review /
Summarize
Lesson

OCT 04

SHOW VGT-33, SUMMARY

SUMMARY N
-]
Developmental Counseling The Counseling Form
*  Definition + Link to DA Form 2166-8-1
= The Leaderas a
Counselor
= Categories of
Developmental
Counseling
The Session The P
. rr
= Open the session Purpose . Identify the need
* Discuss the issue - To develop Prepare
- Develop plan of subordinates Conduet
action ! andue
= Record and close - Follow up
the session
LEZBMOCT 04 AV GT-33 Basio Noncommissione d Officer Course

Ref: FM 22-100

You will become more comfortable with counseling with practice. There is
no school solution concerning counseling and there is no guaranteed formula for
success. Effective counseling is challenging. Many leaders avoid this challenge
and conduct superficial counseling. Do not get trapped in this dead-end alley. Get
comfortable counseling your subordinates and counsel them often, not just when
there is a problem.

Follow the guidelines we have discussed today and you will place your
subordinates in a position to develop more quickly and more fully than those who

lack the attention of a skilled leader/counselor.
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SECTION V. STUDENT EVALUATION

Testing NOTE: Describe how the student must demonstrate accomplishment of the TLO. Refer
Requirements student to the Student Evaluation Plan.

During this course, you will take a 50-questions written examination. This
examination will include questions on the ELOs and TLO from this lesson. You
must correctly answer 35 questions or more to receive a GO. A GO is a

graduation requirement.

Feedback NOTE: Feedback is essential to effective learning. Schedule and provide feedback on the
Requirements evaluation and any information to help answer students' questions about the test. Provide
remedial training as needed.

None
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VIEWGRAPHS FOR LESSON 1: L328 version 2

Enabling Learning Objective A
Learning Step 1

VGT-1, Developmental Counseling

DEVELOPMENTAL COUNSELING

Subordinate-centered
communication that produces a plan
outlining actions necessary for
subordinates to achieve individual
and organizational goals.

La3Z2/0CT 04 00GT-1 Basic Noncommizssioned Officer Course

A-1
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VGT-2, Leader Counseling Skills

LEADER COUNSELING SKILLS

Skills that leaders need in almost
every counseling situation include:

» Active Listening
 Responding
« Questioning

L3Z2/0CT 04 00 GT-2 Basic Noncommizssioned Officer Course

A-2
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OCT 04

VGT-3, The Leader as a Counselor

5 | THE LEADER AS A COUNSELOR |

Respect for Subordinates

Self Awareness & Cultural Awareness
Empathy

Credibility

L2Z2/0CT 04 0 GT-2

A-3
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VGT-4, Categories of Developmental Counseling

CATEGORIES OF

The two major categories of developmental
counseling consist of the following:

 Event-oriented

« Performance and Professional Growth

L322/0CT 04 0/ GT-4 Basic Noncommizssioned Officer Course

A-4
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VGT-5, Categories of Developmental Counseling (cont)

OCT 04

CATEGORIES OF DEVELOPMENTAL

Event-oriented

Specific Instances of Superior or Substandard
Performance Counseling

Reception and Integration Counseling

Crisis Counseling

Referral Counseling

Promotion Counseling

Adverse Separation Counseling

L3Z2/0CT 04 0 GT-5 Basic Noncommizssioned Officer Course

A-5
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VGT-6, Categories of Developmental Counseling (cont)

CATEGORIES OF DEVELOPMENTAL
COUNSELING (cor

Performance and Professional Growth
Performance: (Quarterly)
Review Past Performance
Focus on Future Objectives and Goals

Professional Growth: (Future Oriented)
Short and Long Term Goals
Professional Development Model

L3Z2/0CT 04 A GT-G Basic Noncommizsioned Officer Course

A-6
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VGT-7, Counseling Cycle Continuous Process

"l eaders conduct counseling io develop soldiers io achieve personal,
professional development, and organizational goals, and to prepare them for
increased responsibililies.”

Rel:eptlnn and

Integration
PATHWAY Icrll‘llﬂl Hli’:ﬂER
TO SUCCES ounseling 60 D
(30 days) e

- Final Assessment
for the quarter

- Initiate next QTR
Counseling

" NCOER  Checklist

FM 7-22.7

NCOER
Checklist

-+———90 Days

SoldierlLeader

Development

Event:
Select for schoal !
promotion

Repeat this 90 day
process throughout
the year

Poor performance
becomes developmental
opportunities

NCOER
Checkdist

T

IDPQINT
6 MONTHS

L2Z2/0CT 04 0 GT-T

Basic Noncommizsioned Officer Course

A-7
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VGT-8, The Counseling Process

THE COUNSELING PROCESS é
 |dentify the need for counseling
 Prepare for counseling
« Conduct counseling
* Follow up

A-8
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VGT-9, Identify the Need for Counseling

« Sometimes dictated by policy or regulation
(NCOER, separation, quarterly
performance and professional growth, etc.)

« Conduct developmental counseling
whenever the need arises for focused, two-
way communication aimed at subordinate
development.

L3Z2/0CT 04 00 GT-Q Basic Noncommizssioned Officer Course

A-9
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VGT-10, Prepare for Counseling

OCT 04

PREPARE FOR COUNSELING

« Select a suitable place.

« Schedule the time.

+ Notify the subordinate well in advance.
« Organize the information.

« Qutline the components of the counseling
session.

+ Plan a counseling strategy.
+ Establish the right atmosphere.

L222/0CT 04 00GT-10 Blasic Mon

commissioned Cfficer Course

A-10
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VGT-11, Conduct the Counseling Session

 Opening the Session: State the
purpose of the session and establish a
subordinate-centered setting.

* Discussing the Issues: You and the
subordinate should attempt to develop a
mutual understanding of the issues.

La322/0CT 04 00 GT-11 Basic Noncommizssioned Officer Course
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VGT-12, Conduct the Counseling Session (cont)

CONDUGCT THE COUNSELING A
2

* Developing the Plan of Action:

« Must be specific and achieve the desired result

+ Shows the subordinate how to modify or
maintain behavior, avoiding vague intentions.

* Recording and Closing the Session:

+ Verbally summarize key points and ask if the
subordinate understands the plan of action.

L3Z2/0CT 04 0/ GT-12 Basic Noncommizsioned Officer Course

A-12
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VGT-13, Follow Up

- LEADER’S RESPONSIBILITIES:

— You must support subordinates as they implement
their plans of action

— Includes teaching, coaching, or providing time and
resources

« ASSESS THE PLAN OF ACTION:

— Review the plan of action with the subordinate to
determine if they achieved the desired results

— Modify plan of action if necessary

L3Z2/0CT 04 0/ GT-12 Basic Noncommizssioned Officer Course

A-13
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OCT 04

VGT-14, DA Form Part | Administrative Data

DEVELOPMENTAL COUNSELING FOEM |

1
Part I: {Administrative Data)

Fme (Last. Firet, 1)

MAINCIFAL FUAMIEH: In mintanisn mepmiwimyars sEmimyeswasimyes s mrssmy i o oived .
AOUIINE UIES: Koz rclmniirmts e deoenpnent AW FMC33-100. Landen slwell we o fam u moneyyr.
| CIRLOIUAR: Dacliws 3 ey
FARTI- ADMINETRATIVE DATA

‘ Bk / Grade Social Seomiy Ho. Date of Conmeelvg

Crzarimtic Mame and Title of Conmree e

FART 0 - BACKGROUND INF ORMATION
Roposedf Comseling:  [Leader sates the Tewan for the coneeling, e 7 Performatce/Pmfess ivmal or Brevt-
Orderted oonzweling wnd ieindes the leades fats and cheenratinne prior tothe cameelivg):

Part |lI. {Background Information) Leader states the
reason for the counseling and includes the leader's
facts and observations prior to the counseling.

/

N

Part lll: (Summary of Counseling) Key Points of

Discussion

Thi farm willm ilﬂ!linp::nulrmllﬂn s mh it tmafin) npoteaet B l:ﬂmﬁlnﬂ. RImmmten
T m anl mifEatan)

OITHAFA TN STAOC TN S

afan of mmfth ks ey e 1w Baliimetoend AR 113-300.

Lo FORM 45 56, TIH o9
LS 0CT 040 GT-14

FIIIIN CFTUR B 13 CETLE LR Basic Noncommissioned Cfficer Course
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VGT-15, DA FORM 4856 - Plan of Action

/l!l....rh'.mgmnu i e rbi e vl e i ot e O il e gt 1kl ) TILS ot o bt gl vl ol g I R
o dady il il W i i il vl i el o ot e e i gl i Gl claietacally (el TV bedon

Plan of Action: {Outlines actions that the subordinate will do
after the counseling session to reach the agreed upon goal(s).
The actions must be specific enough to modify or maintain the
subordinate’s behavior and include a specific time line for
implementation and assessment {Part IV below):

Leader Responsibilities: (Leader’s responsibilities in
implementing the plan of action):

\|1-i.rl-|-miuili'-: el s gl bt . mbpletied e pad O ot |/'

Assessment: (Did the plan of action achieve the desired
results? This section is completed by both the leader and the
individual counseled and provides useful information for follow-

uwnseling): /

Comalos: Btk Chis el D o A
Fatw Hath the ceureals rand the ind sl | bl shmu b et ine e ndal the
DA FORB D56 (Rereae]

L3ZBf0CT 040 T-15 Basic Noncommissioned Cfficer Course

A-15
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VGT-16, DA FORM 4856 — Example Counseling, Part | and |l

OCT 04

L3253/0CT 040 GT-16 DA FORD 4356-E, TOH 29

DEVELOPMENTAL COUNSELING FORM

Fazmunffe Sonees FM 33-100

1074

| DATAREOUIRED EY THE FRIVACY ACT OF
AUTECATTY: § TIE 101, Dapurimacre] Rapuntnzs; 10 T 1011, Sacmiawyref tw Armyand FO 5197 | EENY
FAINE [PAL PURPCIT: In moatlmien incanlectingenl mensl ing sonmaling datw o riwining i 1 ahealingw .
ACUTINE TEFS: Fax ool il imw Lsilar doros Jn yoem o TR FM33-100. Lmiden o Twki wn tho fam mn ey
TIECLOITAF: Tlariom & mlurany.

FARTI- ADMINIS TRA DATA

"tedber, James T. P |WIEAe | e deene

Orzarization UNIT NAME Harme atd Tile of Comeelor

56 Paul, Joseph J.iSection SGT |
PARTI- BACKGROUND INFORM A TION

Purpose of Conmseling: (Leader states the Teason for the comeeling, ¢ .z Performrere e/Profe sdonal or Eiverd-

Orirted conmeelitg and mebides the leaders facte and obserirtione prior tothe comxse ng):
Event-Oriented: SGT Lester is receming his Reception and Integration
Counseling and initial NCOER counseling (see aitached DA Form 2166-8-1)
Facts: SGT Lester arived from overseas and is assigned as 4th Squad Leader,
1=t Platoon.

PARTIN - SUMMARY OF COUNSELING
[ this sectiom during or inme b 1o Coums

Ky Points of Disoussim:

[MHFA INSIALOC IICNE
T firm will b dastorgd wpen: o preeed ot fen ol okttt tamfm | eodisn e ET5, 01 gmn s tismeet, Fazimmtan
mymmranh anl mifEdEn el o e fakem wrm vm al il tion onl AR 173-300.

FOOOW OF T 29 I OB OLETE

Basic Noncommissioned Cfficer Course

A-16
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VGT-17, DA FORM 4856 — Example Counseling, Admin Data

NCO COUMSELING CHECKLIST/RECORD
Pimt wnleh ol i minly, ek N -3 P i plengle'onibnd dnipnie'vy i DT

NAMECF RATED NCO RANK OUTY PCRITICN LUNIT

HHC
Lester, James T. 5GT Team Leader Your Unit

PURPCEE TIEprmaEny pirpEese afeaniseling & B mproe e rfoma e 31d B prfess e iEiyde e iop e mied NGO . Tie Besteon e ing
& s bohhg bream. (tdoes 1otomelion tie pEtad oo miatees deie, mtier o e frtre 3 1d miatean b doe meter.
Conselngattie endattie mtig pered & oo Gt shee tiere & 10 tme & impoue Efae eEhEte

RULES:

1. Fae-to-te perirmaice conise g & ma iy tral Nemmmss eied Offee s

2. Tikfom & forise Seig mih 3 makig copy of tie NGO-ER Bremeietig NGO peramaize s se g &1 resmrhg =o0se g
conten b i o . 1 1se & maEsdEEny Brooose g I KGOS, R Liimigh CEM.

3. Actie Compmiert. lit@Eizonise g mist e ook d mitiin tie At30das of sz miig pered, sidatestgeareny hemater.
Aesenie Campmie 1S AANG, UEARY. Canseligmiste conciskdatestsemEnialy. Tiem & 12 madaimy e iselig sttie e
oitie mtig pered.

CHECKIT-FIRITCOUNNELING RERRION AT THE BEG INNING OF THE RATING PERICD

PREPARAT ION GOUNSELING

1. Schedik caniselig sesslan, 1oty A NGO, 1. Makesure tie med NGO bioms mtig slal.

2. Greicopyofestd iy ceserptan 1sed for mkd NCO'S gy 2. Xiomrmkd NGO tie dreftd iy ceseriglion o1 wirmomig
= ttim, @ BE b empyeftie NEO-ER, ndtie 1ames oftie =m eopy et tie NEO-ER. Emplah allpErs. | mied NGO pefamed
rathg sials. I it v, &0 Br Ay e mmae dily ceseriton

3. Updak ditycescriphion giee mge 3. betier

L Fllartatiig sian il:l:lltrni:r;?ﬂnl o1 merkhg cpyat A Oscis Hemeaihg ofean siedes ms bty 0 @t oo
NCO-ER, Park [1=ad LNGO-ER. Use tie riggermoms o NCO-ER, andtie

5. Aeadeasl of tie wahes espas blites 1 part Vet NGO-ER i eapded ce it is oo peges 3 aid b of s Bm B e,
tie enpEaded ce it es S id enampes o mEge Aaid boftisrm 4. EspEl §om ek waleiespans by sppies o tie speeie

E. TN 1am e ) a=lie 318 mepEis bty i Part A of NGo-ER o ity pesi i s homing or te g yeir sis cares fars i @
pples mtie mEd NGO 319 VErier driy pes e . meek 5 idans miiig). Use es=mpes onpages 3 Latts
Nok: Leacemilp 31d taliig may e mome difeit & sppiytiantie trmas asEdmiit e specfeso te med NGO raEly nos
otier i esdes g Biites mien e mied HGO 13 10 mlats eppecied.

sibomiEks. Leacem iip & smphy e ishg otiem 1 tie 5. kel EEloe, g le s peciie esEmples ofeme (Eice tiat
Emmplsime rtef tie mEs e and that e300 hzhiee pees @ conld apaly. Tk ghies e mied NGO sometihg speesl o
sIperan. Hako e e Sppled dirctyio sddtionaldrtes S sirle tor. Aemember iatoity s fem asiewe mal ezle i g
olieramas afArmycemmi ity i, hidlidsEl Trahihg s tie tiat el ez 1 SmaEnE Eiides spEE e e o E e ot
sk bty of 21l NGOs mietieror iottiem @ 5 ibom s . IElices E=mmplsime s of s1mmhates.

EuEry NGO o someting tiatemn e Bigitto ciem s shene 6. Gl raled NGO tie opparh ibyioa s qiestos 2 mane
Be iumled  sEmE may @ =g prg Em S iggestes.

1. Oecke miatya) cosker 1BCEEE =0y Br s ISeEs (amee &

sngams rathg) for ez wdie espEis bty Use tie enampes

I o1 page Aand baftis Brm a agiice o dewe loghg yeir

L3ZSS0CT 040 GT-17 Basic Noncommissioned Cfficer Course
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VGT-18, DA FORM 4856 — Example Counseling, Part 11l

PART IIT - SUMMARY OF COUNSELING
Complete this sedion during or immediabdy subseguent to coumseling .

Key Poinds of Dhisoussion:

o Personal and Family Issues:

o Discuss duty position and review job descriptian:

o Leader's Book for Alpha Team:

o Personal and Organizational Goals:

OIEFAIN STAOC 1IN S
IThe farm will ' derioernd on: mu gt (o ten fen nleidliston tmsfan) pmteaetEIE oz ugmnn timmet. Brmmmten
mywmrerh el e ten e o ol Wik ey om waldimes o el AR 113-300.

HOITICW COFTON I IS CHIILFTE
Tub FORM 4256-E, TTH 92

L3ZBf0CT 040 GT-15 Basic Noncommissioned Cfficer Course
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VGT-19, DA FORM 4856 - Example-Counseling, Part lll, Filled In

PART IIT - SUDNTMARY OF COUNSELING
Camplete this section during or immedizidy subsequent to cumseding.
ey Poinds of Discoussiom:
r o Personal and Family Issues:
Finances (PCS Entitiements, L eaves)
o Housing, Child care Center
o Family Readiness Group
o Discuss duty position and review job description:
Discuss dity and responsibility to train, lead, and develop team
Standards- setting and enforcing
Deployments and Exercises
o Leader's Book for Alpha Team:
o Durly rosters and traning schedisles
o Unit METL, Command Policies and SOPs
Unit Physical Fitness Program/unit ftness goal/diagnostic APFT
Soidier Key Information
Chain of Command/NCO Support Channel:
Rating ChawvNCOER
Alert/Recall Roster and Accoumtability
Equipment Accountabilty and Maintenance
Hand Receipts'Command Maintenance
o Personal and Organizational Goals:
Professional Development
Education (Civilian and Military)
Career Enhancing Opportunities (NCO of the Month Board,
Aurdie Mirphy Board)
Short and Long Term Goals
Unit Readiness

oo

oo

OINFRIN STAOC ICINE
Thi farm will i s towpwid wpwn: mani zt [ufier fmn winiinto mafin) rEmtenetFIL sr omantnrent. Frmpmten
THN WM l.ingﬁnlfhu if sk magmEn 1w ;:'li:hnﬁnll:d 113-300.

L3ZB/OCT 04VGT-19 Do FORM 4856-E, TUH 99 FOIIICN OFTON B 15 OBEILFTE

Basic Noncommissioned Cfficer Course
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OCT 04

VGT-20, DA FORM 4856 — Example Counseling, Part IV

LE20CT 040GT-20

Plan of Action:(Oulines aciors fadfhe subordinate vill do sfter fhe couns ding session to Teach the agreed upon
foalls). The anions onst be spedic enough be zn 3y or mairdsin fhe sldodinade's bdoior andirndude a spedfic
timne Hne for imgl dhation. amd it (Paxt TV helow):

o Provitle spouse with Family Readiness Group contact info. and
encourage her to attend the next meeting.

Review Unit METL and Command Policies by Monday, and S0Ps
by the end of next week.

o Condiset joint mventory of team equipment within 20 days.
Review leaders book from previous team leader within 2 weeks.

Condiret open discussion with team members next week

Conduct initial coumiseling on each team member within 39 days.
o Prepare to take a diagnostic APFT within 30 days and prepare to
conduct PT.

Visit the edircalion cenier to ook into next semester's schedisle.

In support of long-term goal of promotion to 556G, work on weapons
quakfication, PT, and civilian/military education.

o Stirdy pertinent Army Reguslations and FMs for board appearance.
Verity team's SRP packets within 60 days.

o Monthly assessments on or aboirt 6 OQCT 04, 6NOV 04, 6 DEC 04.

D PO D5 E (Fere)

Basic Noncommissioned Cfficer Course
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OCT 04

VGT-21, DA FORM 4856 — Example Counseling, Session Closing

L323/0CT 040G T-21

Indrvidual counseled remarks:

Session Closing:  me ke ousmin e ki of e oo i e o e bt st B
plan of action. The subordinate agreesfdisagrees and provvides remarks if appropeiate):
Indradual connseled: I disagree with the mforrmation aboe

Sigtom of  Inlividwiceed S0 T. LESEET - B SED 04
[ N—Te. © Lo el i ety e o o

MAFTIV- AIINNINETT OF THE K AY OT ACTION

Aasmimmnk

Rtivilusl coutieled it Tl el sk ot A MLl

otk (R AT LT S Dz ol Ju

Fabx Huth the cauresbs rand the ind relus | csure bl sheu b rets e el wf the ceuresling.

D PO D5 E (Ferei)

Basic Noncommissioned Cfficer Course

A-21




VGT-22, DA FORM 4856 — Example NCO Counseling, Record of Key Points Section
COUNSELUMNG 4. fehorated MCO for ideas, exanples and opiniors on what

1. Go over each part of the duby description withrated HCO.  has been done sofarand what can be done better. (This step
Dizcuss any changes, especially tothe area of special emphasis. can be donefist or lzst)

2. Tell @ed HCO how he f=he i= doing. Use your success
standards 2= a guide forthe discussion ithe examples on pages 2 BEFORETHEMCO DEPARTS THE COUNSELIMNG SESSION
and 4 may help’y First, for each wvaluefresponsibiliy, talk about what 1. Record counseling date on this fom.
has happened inresporseto amy discussionyou had dunngthe last 2. Wirte any addtional key points that came up during the
counzeling session (remember, obzeneed adtion, demonstrated  counseling session onthis form.
behavior and results). Second, talk about what was done well. Third, 3. Show key points to rated NC O and get hisfher intials.
talk about how to do beter The goal is to getall NCOsto be 4. Sawve NCO-ER with this checldist for nest counseling
successful and mea standards session. [Mates should make record NCO-ER prepargion easy

3. When possible, give examples of excellencetha could apphy. atthe end ofthe raing period.
Thiz gives the raed MCO something to strve for, RBWMBWBER,
EXCELLENCE IS5 SPECIAL, ONLY AFBEW ACHIEWE IT! Excellence
inzludes results and often imiohies subordinates .

COUMSELING RECORDVKEY POINTS MADE
INITIAL
o Team Leader duly descriphon and respongibilifies b include o train, lead, and develop the team
o Leaders Book review
o Crganizationel @ud personal goals
g See DA Form 4854 Reception and Inbegralion counseling
DATE 4.5ep (4 raTEDNooe WALy JTL
LATER
DATE RATED NGO'S INTLE
LATER
DATE RATED NGO'E INITIA LS
L3ZSS0CT 040 GT-22 Basic Noncommissioned Cfficer Course
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VGT-23, DA FORM 4856 — Example Counseling, Leader Responsibilities

OCT 04

L323/0CT 040G T-23

Session Closing:  me ke ousmin e ki of e oo i e o e bt st B

plan of action. The subordinate agreesfdisagrees and provvides remarks if appropeiate):
[ndradual connseled: I

disagree with the mforrmation aboe
Indrvidual counseled remarks:

Sigmtum of : Inlidmleemand S0 T. LESEET o SEP 04

Leader Responsihilities: (Leader’s responsibilities in implementing the plan of action):

introgirce to team; Provige information on next FRG meeting;
[Reinforce/explain joh description; Afford time to review policies

and SOPs; Provide copy of updated rating scheme and alert roster;
Schedirle/administer diagnostic APFT; Will check cowmseling
|packets on your sofdiers in 30 days; Coordinate for class with Supply
SGT on accountshilily and responsibility; Supervise team nventory
of equipment Provide list of reference material to assist in
reparation for NCO of the Month, Autfie Murphy, and Promotion
oard; Assist in resolving any problems that may develop.

Bacscuse _ JOSSEN J. Paid a5 SE0 04

MAFTIV- AIINNINETT OF THE K AY OT ACTION

Aanmimmn E
il e il prcris el A o B ciibie ety
ot iarlind: a0l il - D ol Jo
Futx Huth the ceurssks rand the nd felis |oeum skl sheu W reie e e nd el the mureslng.
DL FEORB 05 E (Revei]

Basic Noncommissioned Cfficer Course
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VGT-24, DA FORM 4856 — Example Counseling, Monthly Assessment

OCT 04

L323/0CT 040 G T-24

Sesmion Closing: (e e osesdn e by ool i oo ad et il aboilace ladsmuts B

plan of action. The subordinate agreesidisamrees and provides remarks if appropriate):
Individual counseled: I disagree with the information above

Indrvidual counseled remarks:
Sipmtors of  Inkimidmlcemmadi S0 T. LESHET vl SEp 64

Leader Pesponsthilities - peero somasmee o sphssn me gl of sy

Iniroduce fo squad; Provide informafon on Rnexd FRG meeing
Remiorce/explam job descripion; Aiford inne fo review policies

and S0Ps; Prowde copy of up dafed raing scheme and aleri rosier;
Schedileadmnisicr dagnosic APFT; Will check counmselng
packels on your soldiers i 30 days; Coordinaie for class wili Supply
SGT on accommizbily an d responsibidily; Supervise sguad myveniory
of eqispmenl, Frowide ¥si of reference malerial fo assisin
preparaion for NCO of Bie Monlh, Aodie Muorphy, and Promolion
Board, Assisim resohwng any problemns izl may develop,

cusene  JOSERN S Paul e O oEE O

PART IV - ASSESSMENT OF THE FLAN OF ACTION

Assessmeni: (Didthe plav of action addaere the desired reanke? This cectiopuic complatedber ot fhe leader 3 the
indimidual coneeled wd poomides vsefil irformatioe for folloreap coreeling):

Assessments done on: 3 Oct 04 JTLALIP
On 26 Sep 04, observed SGT Lester conducting a team equipment

inventory. He made the necessary correction, signed for and
accepted responsibility for the team equipment.
score of 65 on the nun.

Conmwselor: Budivridnal Conmiseled: Drate of Aeseserrend:

On 2 Oct 84, SGT Lester took 2 diagnostic APFT and scored 220 with a

Fabx Huth the ceurnnbe rand the el imslum | cnurembed sheu bl i in e rece nd uf the ceuresling.

Basic Noncommissioned Cfficer Course
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Enabling Learning Objective B

Learning Step 1

VGT-25, Observer's Worksheet (Front)

OCT 04

OBSERVER’S WORKSHEET (Front)

. .\____,-"

Obszervers W orksheet Case Study:
Ingtruetiony: Rat tie eogrisel@ron the Hems be o o6l0ig tie sEale provided.

o 1 2 3 4 S

| I | l | ]

Hotatall Poar Marginal Satletactory Vary good Etcallant
1. Compoenenfs affhe Counmnseling Session:
A, Open the 1errlmn.
Hluled |me purpsse of Ine sessimm mnd esluplished o subnrdinmle-cenlered lome.
B. Obicury the Inoue.
geeclmped @ mulusl wnderslmmding of ke sl luwlemn.. . TTTTITTTTSOS
. Oevelgp lin ﬂfl:“ﬂl‘l_
daimlip Wenlfled scliems ImellmeEr sElue preflem , Imprave perfarmemce, ar schizue gEmEis.
O. Clere the rprnlan.
Hummarized kep painls, checked mcceplance efplan afaclan, es(mniished fellam-Up MERSWIES,
2o Leader Counseling Shills
AooAetiwe Linteming L
Omue full mllemiimm o subsrdimele, maiminined appraprimle epe camlec] amd mude
apprEnrinkE geslires .
H. Reipanging
Ehecked underslending Bg pErEphrEsing o summ anzing .
C. Gurnrtiening
Askcd mpencndcd mueslions o gmin Infarmellan arpreumke heughl.
L2Z3/0CT 04 00 GT-25 Basic Noncommizsioned Officer Course
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VGT-26, Observer's Worksheet (Back)

OBSERVER’S WORKSHEET (Back)

3. Commerts should be provided on each component of the counsellng sesslon and leader
counsellng skilis listed on the front slde of this form:

Owerall xtrengthxs of the counseling xexxion:

Areax where improvemnent ig needed:

Name of Counselor: Signature: Date:
Name of Obxerver: Signature: Date:
L323/OCT 04 M GT-25 Basic Noncommissioned Cfficer Course
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Enabling Learning Objective C
Learning Step 1

VGT-27, Observe Leadership Performance (Actions)

OBSERVE LEADERSHIP

* All acts (verbal and nonverbal), appearances,

and actions are valid opportunities for
assessment.

* Ensure observations are complete.

« Observations must be objective.

L222/0CT 04 00GT-27 Basic Noncommissioned Cfficer Course
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VGT-28, Record Leadership Performance (Actions)

OCT 04

RECORD LEADERSHIP

PERFORMANCE (Actions)

« Record on 3x5 cards, notebook, video, audio

tape.

important.

Note actions not taken. They are equally

Use direct quotes when possible and bullet

comments rather than complete sentences.

Record actions in chronological sequence.
Do not allow winning, losing, or mission

accomplishment to influence recorded actions.

L328/0CT 04 M GT-23

Basic Noncommissioned Cfficer Course
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VGT-29, Appendix B — Classify Using Performance Indicators

APPENDIX B — Classify Using
Performance Indicators

» Use all written, verbal, and non-verbal information.

+ Use leadership dimensions, definitions, and associated
actions.

« Though an action may fit more than one dimension, list
it under the most appropriate one [best fit).

+ Look deeper than the general indicators.
+ Be specific, precise, objective, fair.

L3Z3/0CT 04 00 GT-29 Basic Noncommizsioned Officer Course
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OCT 04

VGT-30, Appendix B, Performance Indicators

THE LEADER I

Personal Courage

- To Achieve Excellence
Loyalty Mental Interpersonal
Duty Physical Conceptual
Hemel Emotional | Technical
Selfless Service
LA Tactical
Integrity

L323/0CT 04 M GT-30

----by providing purpose, direclion, and motivation.

Basic Noncommissioned Cfficer Course
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VGT-31, Appendix B — Rate and Develop using Performance Indicators

« Compare actions to leadership dimensions and
determine if they are strengths or weaknesses.

« Conduct developmental counseling and allow
subordinate to assess himself.

- Develop plan of action.
« Assess plan of action and change if necessary.

« Continue to assess performance of subordinate
leader.

L228/0CT 0400 GT-21 Basic Noncommissioned Cfficer Course
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VGT-32, Assess and Develop Subordinates (Summary)

ASSESS AND DEVELOP
SUBORDINATES (SUMMARY)

» Plan where & when to OBSERVE subordinate

performance.
« RECORD performance.

« CLASSIFY and RATE performance by
applying leadership dimensions.

« Conduct DEVELOPMENTAL COUNSELING.
« Continue to ASSESS the PLAN OF ACTION.

L3Z8/0CT 04 00 GT-32 Basic Noncommizsioned Officer Course
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VGT-33, Summary

OCT 04

SUMMARY

Developmental Counseling

Definition
The Leader as a
Counselor

Categories of
Developmental
Counseling

The Counseling Form
= Link to DA Form 2166-8-1

The Session

Open the session
Discuss the issue

Develop plan of
action

Record and close
the session

Purpose

To develop
subordinates

LEEZ3/0CT 04 00GT-23

The Process
Identify the need
Prepare
Conduct
Follow up

Basic Noncommizsioned Officer Course

A-33
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Appendix B Test(s) and Test Solution(s) (N/A)
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PRACTICAL EXERCISE 1

Title

CONDUCT A COUNSELING SESSION

Lesson
Number/Title

L328 version 2 / COUNSEL SUBORDINATES

Introduction

Use the situations in SH-5 for the counseling preparation and role-play
exercise. In each scenario, there is a brief reading for both the counselor and the

subordinate. Students may play the role of any counselor in the scenarios.

Motivator

To be a successful Army leader, you show respect for your subordinates
when you allow them to take responsibility for their own ideas and actions. This
training will provide you with the basics of counseling, a skill; you will continue to

develop as you grow as a leader.

Learning
Step/Activity

NOTE: The instructor should inform the students of the following Learning
Step/Activity requirements. (ELO B.1)

At the completion of this lesson, you [the student] will:

Action: Demonstrate the ability to use correct counseling procedures and
skills.

Conditions: | As a small unit leader in a company or battalion level unit.

Standards: Demonstrated the ability to use correct counseling procedures by--

¢ identifying strengths and weakness of the counseling session,
and

e observing the parts of the counseling session that need
improvement,

IAW FM 22-100, SH-5, and SH 6.

Safety
Requirements

Risk
Assessment
Level

Environmental
Considerations

None

Low

None

C-1




L328

OCT 04

Evaluation

Instructional
Lead-In

Resource
Requirements

Special
Instructions

This is not a graded PE. As a group, you will discuss the solution, review the
DA Form 4856 solution sheet that the instructor will hand out, and resolve any

misunderstandings.

This PE replicates real life situations, which directly relate to the material

covered in the lesson.

Instructor Materials:

e Copy of the practical exercise.
e Copies of all Student Handouts.
e FM 22-100.

Student Materials:

e Student Handouts.

e FM 22-100.

e Pencils or pens and writing paper.

Preparation for Counseling (role-play). Instructors will assign students a
counseling situation SH-5, (App D), and provide students approximately 2 minutes
to read the situation. The rest of the students in the class will complete an
Observers Worksheet SH-6, (App D) during the counseling role-play and discuss
his/her results with class following the role-play exercise.

e Instructor selects a pair of students to conduct each of the counseling role-play
situations. Within the pair, assign students the roles of counselor and subordinate.
The instructor will give the counselor and subordinate the handout for their
situation SH-5, (App D). The subordinate and counselor will read the handouts
prior to the beginning of the counseling session. The counselor will counsel the
subordinate for a period of approximately 10 minutes using the Developmental
Counseling procedures he/she reviewed earlier for the counseling session.

e The rest of the class will evaluate the counselor’s counseling performance
using the Observer’s Worksheet SH-6, (App D). The instructor will call on students
to assess the conduct of the session performance at the conclusion of the
counseling session. The theory is that the students will have to demonstrate some
mastery of the task to correctly evaluate someone else.

The counselor and the subordinate should receive ONLY the situations, which
apply to their role.

C-2



Procedures

Feedback
Requirements

L328
OCT 04

Instructors will choose from the following situations for this role-play exercise form
SH-5, (App D).

Situation 1. “PT Formation” (event / substandard performance counseling)

Situation 2. “Death of a Loved One” (event-crisis counseling)

Situation 3. “Expectant Mother” (event-crisis counseling)

Situation 4. “No Money Down” (event / referral counseling)

Situation 5. “Unacceptable Duty Performance” (event / substandard performance
counseling)

At the end of the role-plays, the students will discuss observations. The
class will discuss any points the counselor may have missed. The instructor will
hand out the solution DA Form 4856 at the end of each session and answer any
questions that the class may have concerning the recording of the counseling
session. The instructor will stress to the class that this is just one possible
solution, but that any correct solution must follow our counseling doctrine as

outlined in Appendix C, FM 22-100 and Chapter 5, FM 7-22.7.

C-3
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SOLUTIONS FOR
PRACTICAL EXERCISE 1

SITUATION 1

DEVELOPMENTAL COUNSELING FORM

For use of this form see FM 22-100.

DATA REQUIRED BY THE PRIVACY ACT OF 1974

AUTHORITY: 5 USC 301, Departmental Regulations; 10 USC 3013, Secretary of the Army and E.O. 9397 (SSN)
PRINCIPAL PURPOSE: To assist leaders in conducting and recording counseling data pertaining to subordinates.
ROUTINE USES: For subordinate leader development IAW FM 22-100. Leaders should use this form as necessary.
DISCLOSURE: Disclosure is voluntary.

PART I - ADMINISTRATIVE DATA

Name (Last, First, MI) Rank / Grade Social Security No. Date of Counseling
Downy, Billy B. CPL/E-4 123-45-6789 2 Aug 04
Organization Name and Title of Counselor

HHC, Your Unit, APO AE 09123 SGT Moore, Sally S. / Squad Leader

PART II - BACKGROUND INFORMATION

Purpose of Counseling: (Leader states the reason for the counseling, e.g. Performance/Professional or Event-Oriented counseling and includes the leaders
facts and observations prior to the counseling):

Event-Oriented: CPL Downy is being counseled for reporting late for PT formation.
Facts: CPL Downy arrives late for PT frequently offering excuses and apologizes. He’s attending college and I suspect this
contributes to his tardiness. This behavior has become routine, but CPL Downy is the best worker in the section.

PART III - SUMMARY OF COUNSELING
Complete this section during or immediately subsequent to counseling.

Key Points of Discussion:
o Reason for frequent tardiness:

- CPL Downy stated that his college schedule is tough and the homework load keeps him up late most nights; semester is
half over and he doesn’t want to drop any course.

- CPL Downy says he’s not intentionally late and figured his exemplary performance compensates tardiness, he also feels
PT is not challenging and is a waste of time.

- CPL Downy promised his family that homework wouldn’t occupy any time on weekends.
o Importance of Integrity.

- CPL Downy needs to gain a better understanding of what integrity means to a soldier.
o Failure to be at your appointed place of duty at the prescribed time is punishable under UCMJ Article 86:

In addition to being counseled on the points above, he/she received counseling on the following: (1) That continued behavior similar to
that for which he/she has been counseled may result in punishment under Article 15, UCMJ, court-martial, or adverse action such as a bar
to reenlistment, suspension of favorable personnel actions (promotion, retention, school), or other appropriate administrative sanctions; (2)
That if this behavior continues that separation under the provisions of AR 635-200 may be initiated; (3) That if separated prior to ETS, that
he/she could receive either an honorable, general, or other than honorable discharge for their current term of service, or their term of
service would be uncharacterized if they have served less than 180 days on active duty; (4) The basis for each characterization of service
and the discharge certificates received for each and that his/her character of service would become part of a permanent record and may be
provided to any Federal agency if they were to apply for either federal employment or security clearance; (5) The possible effects that each
type of discharge would have on reenlistment, civilian employment, veterans benefits, and related matters; (6) That a general discharge
would cause loss of civil service retirement credit; (7) That an other than honorable discharge would result in him/her being reduced to the
lowest enlisted rank, loss of payment of accrued leave, and loss of all benefits administered by the Veterans Administration and other
federal and state agencies; (8) That separation prior to ETS may preclude him/her from enlisting in any component of the Armed Forces;
(9) That separation prior to ETS may cause him/her to lose their entitlement to education benefits and money paid into the Army College
Fund; (10) That separation prior to ETS may cause him/her to repay any unearned bonus received for enlistment or reenlistment; (11) That
it would be unlikely that any attempt to have his/her characterization of service upgraded would be successful; (12) That he/she is
encouraged to make every reasonable effort to ensure his/her performance and conduct meet military standards; (13) That he/she would be
given a reasonable effort to bring their substandard performance and conduct to acceptable military standards.

o Goals to correct problem:
- Balance college, family, and duty requirements and report to PT on time.

OTHER INSTRUCTIONS
This form will be destroyed upon: reassignment (other than rehabilitative transfers), separation at ETS, or upon retirement. For separation requirements and
notification of loss of benefits/consequences see local directives and AR 635-200.

DA FORM 4856, JUN 99
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SOLUTION FOR SITUATION 1 (CONT)

Plan of Action: (Outlines actions that the subordinate will do after the counseling session to reach the agreed upon goal(s). The actions must be specific
enough to modify or maintain the subordinate’s behavior and include a specific time line for implementation and assessment (Part IV below):

o Discuss the situation with family and make them aware of problems caused by fencing off weekends ASAP.

o Develop a time management plan that creates a balance between college, family time, and duty obligations,
then let SGT Moore review NLT this Monday.

o From here forward report to PT formation on time.

0 Review FM 22-100, Chapter 2 and gain an understanding of integrity and brief SGT Moore on why it’s
important to a soldier by 7 Aug 2004.

0 Remain committed to completing this semester and reduce the class load in the future.

o Assessment date: 2 weeks after implementation of time management plan, on or about 19 August 2004.

Session Closing: (The leader summarizes the key points of the session and checks if the subordinate understands the plan of action. The subordinate
agrees/disagrees and provides remarks if appropriate):

Individual counseled: I agree / disagree with the information above

Individual counseled remarks:

Signature of Individual Counseled: __ Billy Bob Downy Date: 2 Aug 04 .

Leader Responsibilities: (Leader’s responsibilities in implementing the plan of action):

Provide CPL Downy a copy of FM 22-100; Review time management plan and recommend change if needed.
Continue to support CPL Downy’s degree goal. Reinforce the importance of integrity and evaluate CPL
Downy’s understanding until this weakness is corrected.

Signature of Counselor: __Sally Sue Moore Date: _2 Aug 04 .

PART IV - ASSESSMENT OF THE PLAN OF ACTION

Assessment: (Did the plan of action achieve the desired results? This section is completed by both the leader and the individual counseled and provides
useful information for follow-up counseling):

2 Aug 2004, CPL Downy discussed situation with family and they have agreed that using some of the weekend
as study time is necessary.

5 Aug 2004, CPL Downy presented a time management plan that he implemented immediately.

7 Aug 2004, CPL Downy explained in great detail the importance of integrity and conveyed real understanding
that it is an valuable trait to a leader and soldier.

19 Aug 2004, CPL Downy'’s time management plan has proven to be effective-he has balanced his time well and
has had no problems meeting school, family, and duty obligations.

Counselor: _Sally Sue Moore _ Individual Counseled: _Billy B. Downy Date of Assessment: _19 Aug 04

Note: Both the counselor and the individual counseled should retain a record of the counseling.

DA FORM 4856 (Reverse)
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SOLUTION FOR SITUATION 2

DEVELOPMENTAL COUNSELING FORM
For use of this form see FM 22-100.

DATA REQUIRED BY THE PRIVACY ACT OF 1974

AUTHORITY: 5 USC 301, Departmental Regulations; 10 USC 3013, Secretary of the Army and E.O. 9397 (SSN)
PRINCIPAL PURPOSE: To assist leaders in conducting and recording counseling data pertaining to subordinates.
ROUTINE USES: For subordinate leader development IAW FM 22-100. Leaders should use this form as necessary.
DISCLOSURE: Disclosure is voluntary.

Part I - Administrative Data

Name (Last, First, MI) Rank / Grade Social Security No. Date of Counseling
Huchster, Jim B. SPC/E-4 123-45-6789 2 Aug 04
Organization Name and Title of Counselor

HHC, Your Unit, APO AE 09123 SGT Niccum, Billy B. / Squad Leader

PART II - Background Information

Purpose of Counseling: (Leader states the reason for the counseling, e.g. Performance/Professional or Event-Oriented counseling and includes the leaders
facts and observations prior to the counseling):

Event-Oriented (Crisis): SPC Huchster is being counseled on circumstances surrounding the death of an
immediate family member.

Facts: SPC Huchster received notification from parents that an immediate family member passed away and
wants him to come home.

PART III - SUMMARY OF COUNSELING
Complete this section during or immediately subsequent to counseling.

Key Points of Discussion:

o Assistance needed for emergency leave:
- SPC Huchster doesn’t have any accrued leave and would like 14 days advance leave.
- SPC Huchster doesn’t have any money in savings and family lives 1500 miles away, so he will need
financial assistance.
- SPC Huchster doesn’t have a POV.

o Documents/actions needed to process emergency leave request:
- Most recent copy of LES.
- Completion and submission of DA 31.
- Notification from Red Cross of immediate family members’ death.

o Goal:
- Get SPC Huchster home to his family ASAP, with the least amount of confusion and wasted effort.

OTHER INSTRUCTIONS
This form will be destroyed upon: reassignment (other than rehabilitative transfers), separation at ETS, or upon retirement. For separation requirements and
notification of loss of benefits/consequences see local directives and AR 635-200.

DA FORM 4856, JUN 99
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SOLUTION FOR SITUATION 2 (CONT)

Plan of Action: (Outlines actions that the subordinate will do after the counseling session to reach the agreed upon goal(s). The actions must be specific enough
to modify or maintain the subordinate’s behavior and include a specific time line for implementation and assessment (Part IV below):

o Go with SGT Niccum to the PSG and inform him of situation and get emergency leave request completed.

o Contact parents and give information needed for Red Cross notification.

0 Go to AER with SGT Niccum and apply for financial aid.

0 Make travel arrangements once financial aid is obtained-inform parents of itinerary.

o Assessment date: After leave ends on 18 August 2004.

Session Closing: (The leader summarizes the key points of the session and checks if the subordinate understands the plan of action. The subordinate
agrees/disagrees and provides remarks if appropriate):

Individual counseled: I agree / disagree with the information above

Individual counseled remarks:

Signature of Individual Counseled: __ Jim Bob Huchster Date: 2 Aug 04

Leader Responsibilities: (Leader’s responsibilities in implementing the plan of action):

Take SPC Huchster to the PSG, Assist SPC Huchster with completion of leave request; Escort SPC Huchster
to AER and the travel office; Follow-up with SPC Huchster, informing him of the importance of having
money saved and leave accrued for emergencies.

Signature of Counselor: __ Billy Bob Niccum Date: 2 Aug 04 .

Part IV - ASSESSMENT OF THE PLAN OF ACTION

Assessment: (Did the plan of action achieve the desired results? This section is completed by both the leader and the individual counseled and provides useful
information for follow-up counseling):

2 Aug 2004, SPC Huchster completed all administrative requirements for emergency leave and obtained an AER loan
to fund travel home and back-picked up tickets from travel office.
3 Aug 2004, dropped SPC Huchster off at airport.

18 Aug 2004, SPC Huchster returned to duty and we discussed the importance of saving money and leave, he stated
that he now plans to always keep a surplus of each.

Counselor: _Billy B. Niccum _ Individual Counseled: Jim B Huchster Date of Assessment: 18 Aug 04

Note: Both the counselor and the individual counseled should retain a record of the counseling.

REVERSE, DA FORM 4856, JUN 1999
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SOLUTION FOR SITUATION 3

DEVELOPMENTAL COUNSELING FORM
For use of this form see FM 22-100.

DATA REQUIRED BY THE PRIVACY ACT OF 1974

AUTHORITY: 5 USC 301, Departmental Regulations; 10 USC 3013, Secretary of the Army and E.O. 9397 (SSN)
PRINCIPAL PURPOSE: To assist leaders in conducting and recording counseling data pertaining to subordinates.
ROUTINE USES: For subordinate leader development IAW FM 22-100. Leaders should use this form as necessary.
DISCLOSURE: Disclosure is voluntary.

Part I - Administrative Data

Name (Last, First, MI) Rank / Grade Social Security No. Date of Counseling
Whidby, Sammy Q. PVT/E-1 123-45-6789 2 Aug 04
Organization Name and Title of Counselor

HHC, Your Unit, APO AE 09123 SGT Powell, Sally S. / Squad Leader

PART II - Background Information

Purpose of Counseling: (Leader states the reason for the counseling, e.g. Performance/Professional or Event-Oriented counseling and includes the leaders facts and
observations prior to the counseling):

Event-Oriented: PVT Whidby is being counseled because he wants to bring his spouse to Germany.
Facts: PVT Whidby has been in Germany for 2 weeks and asked if he could have a few days off to make arrangements
to bring his pregnant wife over to join him.

PART III - SUMMARY OF COUNSELING
Complete this section during or immediately subsequent to counseling.

Key Points of Discussion:

o What’s the hurry in getting spouse over here?

- Spouse doesn’t like F't Bliss and wants to leave ASAP.

- Spouse is 6 months pregnant and must fly before 7th month (by the end of next week).
- Spouse doesn’t get along with her family and has no support at Ft Bliss.

o Requirements to move spouse overseas:

- Must have travel orders with spouse on them.

- Spouse must have a passport.

- Must be command-sponsored for many benefits/entitlements.

- Must have abundant personal funds if she isn’t on orders and command sponsored.

o Entitlements for Army families living overseas:

- OHA.

- COLA.

- MIHA.

- Dislocation allowance and travel pays (or government furnished tickets).

o Hardships associated with overseas PCS and living in Germany:

- Language barrier.

- High cost of living.

- Transportation.

- Long wait for government quarters.

o Personal financial situation:
- Has small amount of savings that they’d saved for the baby’s arrival; spouse wants to use it for the trip and move
in costs here.

OTHER INSTRUCTIONS
This form will be destroyed upon: reassignment (other than rehabilitative transfers), separation at ETS, or upon retirement. For separation requirements and
notification of loss of benefits/consequences see local directives and AR 635-200.

DA FORM 4856, JUN 99
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SOLUTION FOR SITUATION 3 (CONT)

Plan of Action: (Outlines actions that the subordinate will do after the counseling session to reach the agreed upon goal(s). The actions must be specific
enough to modify or maintain the subordinate’s behavior and include a specific time line for implementation and assessment (Part IV below):

o Get a copy of PCS orders and determine what they say about movement of dependents.

o Consider the possibility of delaying the move of spouse until a couple of months after the baby is born. Consider
the following in making an informed decision: costs, transportation of household goods and timeline, availability
of housing here, does spouse have passport yet, POV shipment.

o Consider taking leave and traveling home to Ft Bliss when the baby is due to be born to support your spouse.

o Contact spouse tonight and discuss all of the possibilities that we discussed in the counseling session.

o0 Report to SGT Powell tomorrow at 1000 with a copy of PCS orders and be prepared to discuss the
situation in a level-headed manner.

o Assessment date: During counseling with SGT Powell tomorrow at 1000.

Session Closing: (The leader summarizes the key points of the session and checks if the subordinate understands the plan of action. The subordinate
agrees/disagrees and provides remarks if appropriate):

Individual counseled: I agree / disagree with the information above

Individual counseled remarks:

Signature of Individual Counseled: _ Sammy Q. Whidby Date: 2 Aug 04

Leader Responsibilities: (Leader’s responsibilities in implementing the plan of action):

Work with PVT Whidby in his development of a plan to move his spouse here; Talk with PSG today about
PVT Whidby'’s situation and seek advice and guidance. Call housing office about availability of economy
housing for PVT Whidby; research current OHA and COLA rates.

Signature of Counselor: __ Sally S. Powell Date: 2 Aug 04 .

Part IV - ASSESSMENT OF THE PLAN OF ACTION

Assessment: (Did the plan of action achieve the desired results? This section is completed by both the leader and the
individual counseled and provides useful information for follow-up counseling):

PVT Whidby’s PCS orders authorized him to move his spouse to Germany at government expense and she already has a
passport.

His spouse stated that she couldn’t wait until after the baby’s birth to move and expressed concerns about her mental health if
she has to wait.

Informed PVT Whidby that affordable economy housing was available now for a couple with a baby. Informed PVT Whidby
what the OHA and COLA allowances are for his grade and status.

He only has a small amount of hold baggage to ship and would request government furniture for his apartment here.
He has enough money saved to cover other costs and decided have his spouse fly over in 10 days.
The PSG concurred that it is PVT Whidby’s decision and we will assist to make it as smooth a move as possible for his spouse

as he will be a more productive soldier if he and his family are happy.

Counselor: _Sally S. Powell Individual Counseled: Sammy Q. Whidby Date of Assessment: 3 AUG 04

Note: Both the counselor and the individual counseled should retain a record of the counseling.

REVERSE, DA FORM 4856, JUN 1999
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SOLUTION FOR SITUATION 4

DEVELOPMENTAL COUNSELING FORM
For use of this form see FM 22-100.

DATA REQUIRED BY THE PRIVACY ACT OF 1974

AUTHORITY: 5 USC 301, Departmental Regulations; 10 USC 3013, Secretary of the Army and E.O. 9397 (SSN)
PRINCIPAL PURPOSE: To assist leaders in conducting and recording counseling data pertaining to subordinates.
ROUTINE USES: For subordinate leader development IAW FM 22-100. Leaders should use this form as necessary.
DISCLOSURE: Disclosure is voluntary.

Part I - Administrative Data

Name (Last, First, MI) Rank / Grade Social Security No. Date of
Counseling

Walters, Sammy S. PVT/E-1 123-45-6789 2 Aug 04

Organization Name and Title of Counselor

HHC, Your Unit, APO AE 09123 SGT Powell, Sally S. / Squad Leader

PART II - Background Information

Purpose of Counseling: (Leader states the reason for the counseling, e.g. Performance/Professional or Event-Oriented counseling and includes the leaders
facts and observations prior to the counseling):

Event-Oriented: PVT Walters is being counseled to discuss his financial situation.
Facts: This is PVT Walters first time away form his parents. He has recently purchased a new car, a stereo, and
wardrobe using newly established credit (4 credit cards, each with $500 credit line).

PART III - SUMMARY OF COUNSELING
Complete this section during or immediately subsequent to counseling.

Key Points of Discussion:
o Plan to pay back credit card companies and car loan:

- PVT Walters stated that he doesn’t have any financial problems and his plan to pay back the credit is his

business only.

- PVT Walters feels that he does a good job and his finances shouldn’t be anyone else’s concern.

- PVT Walters stated that for some reason, everybody wants to give him credit and he’ll be sure to pay back the
minimum monthly payments when the bills come; he doesn’t understand why everyone is so worried about his
finances.

- PVT Walters has never had a credit card before and this is the first new car that he’s ever owned. He said that
his parents never talked to him about credit or financial management.

o Benefits of saving ahead of time to make a purchase.
o Benefits of having a good credit rating.
o Consequences of delinquency of payments and indebtedness on your military career:
- Loss of security clearance!
- Possible UCMJ action!
- Loss of “buying power”!
- Poor credit rating!

- Repossession of new car!

o Goal:

- Maintain good credit rating and make payments on time.
- Keep new car.

OTHER INSTRUCTIONS
This form will be destroyed upon: reassignment (other than rehabilitative transfers), separation at ETS, or upon retirement. For separation requirements and
notification of loss of benefits/consequences see local directives and AR 635-200.

DA FORM 4856, JUN 99
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SOLUTION FOR SITUATION 4 (CONT)

Plan of Action: (Outlines actions that the subordinate will do after the counseling session to reach the agreed upon goal(s). The actions must be specific
enough to modify or maintain the subordinate’s behavior and include a specific time line for implementation and assessment (Part IV below):

o Attend the next installation budget/credit/financial management class to learn how to better manage finances
and available credit.

o Develop a plan to pay off one credit card at a time and get rid of all but one card; and brief the plan to SGT
Powell after class attendance.

0 Make all credit payments on time and allow for a cooling off period before making any more purchasing
decisions.

o Assessment date: During next quarterly performance counseling.

Session Closing: (The leader summarizes the key points of the session and checks if the subordinate understands the plan of action. The subordinate
agrees/disagrees and provides remarks if appropriate):

Individual counseled: I agree / disagree with the information above

Individual counseled remarks:

Signature of Individual Counseled: __ Sammy Sosa Walters Date: 2 Aug 04 .

Leader Responsibilities: (Leader’s responsibilities in implementing the plan of action):

Schedule PVT Walters for the next Installation budget/credit/financial management class and keep him
informed. Review PVT Walter’s credit management plan. Follow-up with PVT Walters on the
application of the plan and be available to provide more guidance.

Signature of Counselor: __ Sally Sue Powell Date: _2 Aug 04.

Part IV - ASSESSMENT OF THE PLAN OF ACTION

Assessment: (Did the plan of action achieve the desired results? This section is completed by both the leader and the individual counseled and provides
useful information for follow-up counseling):

14 AUG 04. PVT Walters attended the financial management class and learned some techniques to use in better
managing his credit and using his credit cards. He then briefed his plan to pay off all of the cards except one.

PVT Walters has made all of his car payments on time so far.

In accordance with his plan, PVT Walters has already paid off one of his credit cards and has been making
minimum payments on his other cards. He also has not made any other major credit purchases.

Counselor: Sally Sue Powell Individual Counseled: Sammy Sosa Walters Date of Assessment: 1 NOTV 04

Note: Both the counselor and the individual counseled should retain a record of the counseling.

REVERSE, DA FORM 4856, JUN 1999
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SOLUTION FOR SITUATION 5

DEVELOPMENTAL COUNSELING FORM
For use of this form see FM 22-100.

DATA REQUIRED BY THE PRIVACY ACT OF 1974

AUTHORITY: 5 USC 301, Departmental Regulations; 10 USC 3013, Secretary of the Army and E.O. 9397 (SSN)
PRINCIPAL PURPOSE: To assist leaders in conducting and recording counseling data pertaining to subordinates.
ROUTINE USES: For subordinate leader development IAW FM 22-100. Leaders should use this form as necessary.
DISCLOSURE: Disclosure is voluntary.

Part I - Administrative Data

Name (Last, First, MI) Rank / Grade Social Security No. Date of
Counseling

Evenhus, Jimmy J. SPC/E-4 123-45-6789 2 Aug 04

Organization Name and Title of Counselor

HHC, Your Unit, APO AE 09123 SGT Powell, Sally S. / Squad Leader

PART II - Background Information

Purpose of Counseling: (Leader states the reason for the counseling, e.g. Performance/Professional or Event-Oriented counseling and includes the leaders facts
and observations prior to the counseling):

Event-Oriented: SPC Evenhus is being counseled for not performing assigned duties to establish standards of the
office SOP.

Facts: SPC Evenhus did not turn off his computer prior to leaving work and there was a fire that destroyed the
computer. Prior to this incident, SPC Evenhus has performed his duties in an excellent manner.

PART III - SUMMARY OF COUNSELING
Complete this section during or immediately subsequent to counseling.

Key Points of Discussion:
o Reason(s) for unacceptable duty performance:
- SPC Evenhus stated that he’d received a distressing call from his wife on the day that he forgot to turn his
computer off.
- SPC Evenhus stated he’s having personal problems and can’t keep his mind on the job.
- SPC Evenhus stated that he was the co-signer on an auto loan and the buyer (his friend) has not made
payments for the past 4 months and the loan company told his wife that they would take him to court.
- SPC Evenhus tried unsuccessfully to locate his friend.
- SPC Evenhus doesn’t have enough money saved to cover the loan payments or to hire a lawyer.
o Potential for a Report of Survey to recover cost of the destroyed computer to the government.
o Failure to obey order or regulation is punishable under Article 92, UCMJ:

In addition to being counseled on the points above, he/she received counseling on the following: (1) That continued behavior
similar to that for which he/she has been counseled may result in punishment under Article 15, UCMJ, court-martial, or adverse
action such as a bar to reenlistment, suspension of favorable personnel actions (promotion, retention, school), or other appropriate
administrative sanctions; (2) That if this behavior continues that separation under the provisions of AR 635-200 may be initiated;
(3) That if separated prior to ETS, that he/she could receive either an honorable, general, or other than honorable discharge for
their current term of service, or their term of service would be uncharacterized if they have served less than 180 days on active
duty; (4) The basis for each characterization of service and the discharge certificates received for each and that his/her character
of service would become part of a permanent record and may be provided to any Federal agency if they were to apply for either
federal employment or security clearance; (5) The possible effects that each type of discharge would have on reenlistment,
civilian employment, veterans benefits, and related matters; (6) That a general discharge would cause loss of civil service
retirement credit; (7) That an other than honorable discharge would result in him/her being reduced to the lowest enlisted rank,
loss of payment of accrued leave, and loss of all benefits administered by the Veterans Administration and other federal and state
agencies; (8) That separation prior to ETS may preclude him/her from enlisting in any component of the Armed Forces; (9) That
separation prior to ETS may cause him/her to lose their entitlement to education benefits and money paid into the Army College
Fund; (10) That separation prior to ETS may cause him/her to repay any unearned bonus received for enlistment or reenlistment;
(11) That it would be unlikely that any attempt to have his/her characterization of service upgraded would be successful; (12)
That he/she is encouraged to make every reasonable effort to ensure his/her performance and conduct meet military standards;
(13) That he/she would be given a reasonable effort to bring their substandard performance and conduct to acceptable military
standards.

OTHER INSTRUCTIONS
This form will be destroyed upon: reassignment (other than rehabilitative transfers), separation at ETS, or upon retirement. For separation requirements and
notification of loss of benefits/consequences see local directives and AR 635-200.

DA FORM 4856, JUN 99
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SOLUTION FOR SITUATION 5 (CONT)

Plan of Action: (Outlines actions that the subordinate will do after the counseling session to reach the agreed upon goal(s). The actions must be specific enough
to modify or maintain the subordinate’s behavior and include a specific time line for implementation and assessment (Part IV below):

o Report to the legal assistance office for the appointment that SGT Powell will make to discuss your
situation and try to work out a legal defense plan to resolve the loan situation.

0 Research the Army value of “Duty” in FM 22-100, Chapter 4 and brief SGT Powell and the rest of the section on
Monday at 0900 on the importance of taking responsibility for your actions and working to the best of your ability.

o Report to AER for the appointment SGT Powell will make to discuss financial assistance available in this situation.

o Assessment date: TBD, After appointments with legal and AER.

Session Closing: (The leader summarizes the key points of the session and checks if the subordinate understands the plan of action. The subordinate
agrees/disagrees and provides remarks if appropriate):

Individual counseled: I agree / disagree with the information above

Individual counseled remarks:

Signature of Individual Counseled: __ Jimmy J. Evenhus Date: 2 Aug 04

Leader Responsibilities: (Leader’s responsibilities in implementing the plan of action):

Consult with PSG on best course of action to take in addressing the damaged computer in light of the surrounding
circumstances (underlying legal/financial problems). Work with SPC Evenhus in resolving the issue about the car
loan so that he can focus on doing a good job at work. Make appointments with the legal assistance office and AER.
Follow-up with SPC Evenhus on their recommendations.

Signature of Counselor: _ Sally S. Powell Date: 2 Aug 04.

Part IV - ASSESSMENT OF THE PLAN OF ACTION

Assessment: (Did the plan of action achieve the desired results? This section is completed by both the leader and the individual counseled and provides useful
information for follow-up counseling):

4 AUG 04: SPC Powell was able to get help from the legal assistance office in litigating with the Fly-by-Night loan
company on repayment of the car loan. He will have to pay the loan back, if he can’t locate his friend, but they were
able to come up with a payment plan to fit SPC Evenhus’ budget.

6 AUG 04: AER assisted SPC Evenhus in developing a budget that would allow him to pay the monthly car loan
payments, and still meet all of his other monthly financial obligations.

7 AUG 04: SPC Evenhus briefed me and the rest of the section on the Army value of “Duty” and how it related to
the situation with the computer fire. He also recommended to everyone that they never co-sign on a loan for a friend.

A report of survey is currently being conducted to determine liability for the loss of the computer.

Counselor: _ Sally S. Powell Individual Counseled: Jimmy J. Evenhus Date of Assessment: _7 AUG 04

Note: Both the counselor and the individual counseled should retain a record of the counseling.

REVERSE, DA FORM 4856, JUN 1999
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Title

Lesson
Number/Title

Introduction

Motivator

Learning
Step/Activity

Safety

Requirements

Risk
Assessment
Level

OCT 04

PRACTICAL EXERCISE 2

CLASSIFICATION AND RATING EXERCISE

L328 version 2 / COUNSEL SUBORDINATES

Professional counselors receive years of schooling to learn how to effectively
counsel. In the military, all leaders must be able to counsel. Throughout this
lesson we introduced you to the fundamentals of counseling, now you will have the
opportunity to apply these fundamentals in some very realistic counseling

situations.

To be a successful Army leader, you show respect for your subordinates
when you allow them to take responsibility for their own ideas and actions. This
training will provide you with the basics of counseling, a skill; you will continue to

develop as you grow as a leader.

NOTE: The instructor should inform the students of the following Learning
Step/Activity requirements. (ELO C.1)

At the completion of this lesson, you [the student] will:

Action: Assess the performance of subordinates.

Conditions: | As a small unit leader in a company or battalion level unit.

Standards: Assessed the performance of subordinates by--

e observing leadership performance,

e recording actions,

e classifying actions using leadership dimensions,

e rating leadership performance, and

e developing subordinates using performance indicators,

IAW FM 22-100 within a specific timeline.

None

Low

C-14
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Environmental
Considerations

Evaluation

Instructional
Lead-In

Resource
Requirements

Special
Instructions

Procedures

OCT 04

None

This is not a graded PE. At the end of the PE, you will receive a solution
sheet. As a group, you will discuss the solution and resolve any

misunderstandings.

This PE replicates real life situations that directly relates to the material

covered in the lesson.

Instructor Materials:

Copy of the practical exercise.

Copies of all student handouts.

DA Video 710942 “Developmental Counseling.”
FM 22-100.

FM 7-22.7.

DA PAM 600-25.

Student Materials:
e Reading materials listed on SH-1, Advance Sheet.
e Pencils or pens and writing paper.

None

Complete the PE and discuss solutions during this training.

Directions: As an assessor, you have observed and recorded behaviors. It is now
your task to accomplish the following:

e classify using the attributes, skills and actions and
e rate the behaviors as either leader strength (S) or a leader weakness (W).

A rating of "S" represents a successful performance of the task by a leader in the
targeted leadership position, while a rating of “W” means that the leader needs
some improvement in this area to meet the standard. Review the definition of each
attribute, skill or behavior before you rate the behaviors.

1. As soon as the mortar round landed outside the impact area, the unit stopped
training. The investigating officer interviewed the platoon and found that someone
opened and left the ammunition containers out in the open overnight. He also found
that the aiming circle used to lay the mortars was improperly set up. When asked to
show how to operate the mortar's sight, the squad leader was unable to properly
perform the task two times out of five.

Classification: Rating:
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2. SGT Hardy spoke in a clear, articulate manner with considerable inflection,
enthusiasm, and confidence. At times however, his enthusiasm caused him to be
rather lengthy in his responses, which also caused him to occasionally become
sidetracked from the topic of the discussion.

Classification: Rating:

3. After issuing clear guidance, 1SG Jones established milestones for the training
and then told the platoon sergeants that he wanted them to brief him on their plans
in three days. He listened to their plans, gave recommendations, and then watched
each platoon conduct the training.

Classification: Rating:

4. SFC Jones told the new Section Chief: "I'll test your competence by giving you
lots of responsibility, step aside, and watch to see how you handle it. You will either
sink or swim. If you can't produce, | need to find out now so that | can get rid of you
and get a replacement.” The new NCO was clearly not comfortable with this plan,
but before he could ask any questions, SFC Jones left the room.

Classification: Rating:

5. SGT James established clear standards, told soldiers what he expected, and
then monitored closely to see where he could assist and to see if his subordinates’
met his expectations. By doing this, he ensured uniformity of performance in critical
areas. His presence showed the importance of the mission and that he expected
high standards.

Classification: Rating:

6. SFC Thomas decided to counsel every soldier in his platoon that would soon be
in the window for reenlistment. He identified the six soldiers in his platoon who were
in the window, checked with the reenlistment NCO, and arranged to meet with each
soldier for thirty minutes. Though the sessions went well, there were numerous
interruptions because SFC Thomas used the dayroom to meet with the soldiers.

Classification: Rating:

7. Since SGT Foote did not have all the information she needed, she talked to the
platoon sergeant and the other squad leaders. After considering the information
they provided, she selected a course of action.

Classification: Rating:

C-16
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8. The vehicle winch was improperly adjusted. SGT Miller, the mechanic who
completed the service, said he did not know this was part of the service. The
vehicle's technical manual clearly showed that he was to check and adjust the winch
during the service. There were no other problems found during a check of the rest
of the vehicle.

Classification: Rating:

9. SGT Sharpe called the weather service, considered their forecast, and
announced that they conduct the class in the auditorium.

Classification: Rating:

10. As soon as it was evident that none of the section leaders understood the new
requisitioning procedures, SGT Good took time to explain the procedures to them.
He used the chalkboard to illustrate the procedures step by step and identify
responsibilities. He showed them how to complete the forms and explained the
advantages of the new system. After the short class, each of them seemed to
understand the system.

Classification: Rating:

11. Because of a long line at the supply window, the supply clerk chose to issue the
tools without referring to the SOP or talking to his NCOIC. This caused many
problems since he did not properly account for the tools on a shortage annex.

Classification: Rating:

12. The support platoon sergeant was always looking for new ideas. He came up
with a creative plan for resupplying the companies. Initially, there was some
resistance to the new procedures because they changed the way the companies
had been operating. In time, the new procedures improve resupply procedures.

Classification: Rating:

13. SPC Wilson presented his ideas for improving TOC operations to the OPS
NCOIC. The ideas were very innovative. SFC Thomas listened to the ideas but
quickly discounted them as being too different from the way they had been
operating.

Classification: Rating:

C-17
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14. SPC Jones used the Digital Message Device to send the fire mission.
According to the NCOIC, he did not input the data properly.

Classification: Rating:

15. The squad leader used the reverse planning process to ensure the unit would
cross the line of departure on time. He correctly considered that movement at night
would be slow.

Classification: Rating:

Feedback
Requirements

None

C-18
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SOLUTION FOR
PRACTICAL EXERCISE 2

1. As soon as the mortar round landed outside the impact area, the unit stopped training. The
investigating officer interviewed the platoon and found that someone opened the ammunition containers
and left throughout in the open the previous night. He also found that the aiming circle used to lay the
mortars was improperly set up. When asked to show how to operate the mortar's sight, the squad leader
was unable to properly perform the task two times out of five.

Classification: Executing/Tech skills Rating: W

2. SGT Hardy spoke in a clear, articulate, manner with considerable inflection, enthusiasm, and
confidence. Attimes, however, his enthusiasm caused him to be rather lengthy in his responses, which
also caused him to occasionally become sidetracked from the topic of the discussion.

Classification: Communicating Rating: W

3. After issuing clear guidance, 1SG Jones established milestones for the training and then told the
platoon sergeants that he wanted them to brief him on their plans in three days. He listened to their
plans, gave recommendations, and then watched each platoon conduct the training.

Classification: Planning/Tech skills Rating: S

4. SFC Jones told the new Section Chief: "I'll test your competence by giving you lots of responsibility,
step aside, and watch to see how you handle it. You will either sink or swim. If you can't produce, | need
to find out now so that | can get rid of you and get a replacement." The new NCO was clearly not
comfortable with this plan, but before he could ask any questions, SFC Jones left the room.

Classification: Developing/Motivating Rating: W

5. SGT James established clear standards, told soldiers what he expected, and then monitored closely to
see where he could assist and to see if his soldiers met his expectations. By doing this, he ensured
uniformity of performance in critical areas. His presence showed the importance of the mission and that
he expected high standards.

Classification: Executing Rating: S

6. SFC Thomas decided to counsel every soldier in his platoon that would soon be in the window for
reenlistment. He identified the six soldiers in his platoon who were in the window, checked with the
reenlistment NCO, and arranged to meet with each soldier for 30 minutes. Though the sessions went
well, there were numerous interruptions because SFC Thomas used the dayroom to meet with the
soldiers.

Classification: Planning Rating: W

7. Since SGT Foote did not have all the information she needed, she talked to the platoon sergeant and
the other squad leaders. After considering the information they provided, she selected a course of action.

Classification: Decision making Rating: S

C-19
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8. The vehicle winch was improperly adjusted. SGT Miller, the mechanic who completed the service,
said he did not know this was part of the service. The vehicle's technical manual clearly showed that he
was to check and adjust the winch during the service. There were no other problems found during a
check of the rest of the vehicle.

Classification: Executing/Technical Rating: W

9. SGT Sharpe called the weather service, considered their forecast, and announced that they conduct
the class in the auditorium.

Classification: Decision making Rating: S

10. As soon as it was evident that none of the section leaders understood the new requisitioning
procedures, SGT Good took time to explain the procedures to them. He used the chalkboard to illustrate
the procedures step by step and identify responsibilities. He showed them how to complete the forms
and explained the advantages of the new system. After the short class, each of them seemed to
understand the system.

Classification: Developing/Technical skills Rating: S

11. Because of a long line at the supply window, the supply clerk chose to issue the tools without
referring to the SOP or talking to his NCOIC. This caused many problems since he did not properly
account for the tools on a shortage annex.

Classification: Decision Making Rating: W

12. The support platoon sergeant was always looking for new ideas. He came up with a creative plan for
resupplying the companies. Initially, there was some resistance to the new procedures because they
changed the way the companies had been operating. In time, the new procedures improve resupply
procedures.

Classification: Learning Rating: S

13. SPC Wilson presented his ideas for improving TOC operations to the OPS NCOIC. The ideas were
very innovative. SFC Thomas listened to the ideas but quickly discounted them as being too different
from the way they had been operating.

Classification: Learning Rating: W

14. SPC Jones used the Digital Message Device to send the fire mission. According to the NCOIC, he
did not input the data properly.

Classification: Learning Rating: W

15. The squad leader used the reverse planning process to insure the unit would cross the line of
departure on time. He correctly considered that movement at night would be slow.

Classification: Planning Rating: S
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HANDOUTS FOR LESSON 1: L328 version 2
This appendix contains the items listed in this table--
Title/Synopsis Pages

SH-1, Advance Sheet

SH-1-1 and SH-1-2

SH-2, Student Homework Assignment

SH-2-1 and SH-2-2

SH-3, Solutions for Student Homework Assignment

SH-3-1

SH-4, Developmental Counseling Form

SH-4-1 and SH-4-2

SH-5, Role Play Situations

SH-5-1 thru SH-5-11

SH-6, Observer’s Worksheets for PE-1 and
Developmental Counseling Video

SH-6-1 thru SH-6-12

SH-7, Extract from FM 7-22.7

SH-7-1 thru SH-7-20

SH-8, Extract from DA PAM 600-25

SH-8-1 thru SH-8-8

D-1
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Student Handout 1

Advance Sheet

Lesson Hours This lesson consists of 2 hours and 5 minutes of conference/discussion and 2 hours
and 45 minutes of practical exercises.

Overview As a leader you will have to prepare a counseling Preparation Form prior to a
counseling session, conduct a subordinate-centered counseling session and
develop a Developmental Counseling Form during the session. During the
counseling session, you will produce a plan of action focusing the subordinate's
actions on individual and unit goal accomplishment, IAW FM 22-100. Include the
four phases of a counseling session, leader's responsibilities, and the different types
of counseling situations

Learning . . L
Objectives Terminal Learning Objective (TLO)
Action: Counsel subordinates.
Conditions: As a small unit leader in a company or battalion level unit.
Standards: Counseled subordinates by--
e discussing developmental counseling,
¢ demonstrating the ability to use correct counseling
procedures and skills, and
e assessing the performance of subordinates,
IAW DA PAM 600-25, FM 22-100 and FM 7-22.7.
ELO A Discuss developmental counseling.
ELO B Demonstrate the ability to use correct counseling procedures and skills.
ELO C Assess the performance of subordinates.
Assignments The students assignments for this lesson are:
e Read FM 22-100, Chapters 2, 4, 5, and Appendixes B and C, and Student
Handouts 1, 7, and 8.
e Complete the SH-2, Student Homework Assignment, prior to the class.
Additional None
Subject Area
Resources

SH-1-1
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Bring to Class You must bring the following materials to class:

¢ All reference material.
e Pen or pencil and writing paper.
e Completed Student Homework Assignment.

SH-1-2
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Student Handout 2
Student Homework Assignment

1. Define counseling.

3. Describe “subordinate-centered” communications.

3. Describe the three approaches to counseling.

4. List four qualities that leaders must demonstrate in order to counsel effectively.

5. Describe what cultural awareness means.

SH-2-1
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6. List and describe three leader counseling skills.

7. List four common counseling mistakes.

8. Identify five guidelines to improving counseling that you think are important.

9. Describe the two categories of counseling and give examples within each category.

10. List and describe the four components of the counseling session.

11. List the four sub-steps of the counseling process.

12. List the seven aspects of counseling preparation.

SH-2-2
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Student Handout 3

Solutions for Student Homework Assignment and DA Forms 4856
All answers are from FM 22-100

10.

11.

12.

. Define Counseling.

Answer: p 4-5, para 4-14.

. Describe “subordinate-centered counseling” communication.

Answer: p C-1, para C-4 and p C-14, para C-69.

. Describe the three approaches to counseling.

Answer: p C-10, para C-46 thru C-52.
List four qualities that leaders must demonstrate in order to counsel effectively.
Answer: p C-2, para C-9 —-C-14.
Describe what cultural awareness means.
Answer: p C-2, para C-21.
List and describe three leader counseling skills.
Answer: p C-3, para C-16- C-22.
List four common counseling mistakes.
Answer: p C-4, para C-23.
Identify five guidelines to improving counseling that you think are important.
Answer: p C-5, fig C-2.
Describe the two categories of counseling and give examples within each category.
Answer: pp C-7 and C-9.
List the four basic components of the counseling session.
Answer: pp C-13 and C-14, para C-67.
List the four stages of the counseling process.
Answer: p C-12, para C-55.
List the seven aspects of counseling preparation.

Answer: pp C-12 and C-13, para C-57 thru C-64.

SH-3-1
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Student Handout 4
Developmental Counseling Form

DEVELOPMENTAL COUNSELING FORM
For use of this form see FM 22-100.

DATA REQUIRED BY THE PRIVACY ACT OF 1974

AUTHORITY: 5 USC 301, Departmental Regulations; 10 USC 3013, Secretary of the Army and E.O. 9397 (SSN)
PRINCIPAL PURPOSE: To assist leaders in conducting and recording counseling data pertaining to subordinates.
ROUTINE USES: For subordinate leader development IAW FM 22-100. Leaders should use this form as necessary.
DISCLOSURE: Disclosure is voluntary.

PART I - ADMINISTRATIVE DATA

Name (Last, First, MI) Rank / Grade Social Security No. Date of Counseling

Organization Name and Title of Counselor

PART II - BACKGROUND INFORMATION

Purpose of Counseling: (Leader states the reason for the counseling, e.g. Performance/Professional or Event-Oriented counseling and includes the
leaders facts and observations prior to the counseling):

PART III - SUMMARY OF COUNSELING
Complete this section during or immediately subsequent to counseling.

Key Points of Discussion:

OTHER INSTRUCTIONS
This form will be destroyed upon: reassignment (other than rehabilitative transfers), separation at ETS, or upon retirement. For separation requirements
and notification of loss of benefits/consequences see local directives and AR 635-200.

DA FORM 4856, JUN 99 EDITION OF JUN 85 IS OBSOLETE
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Developmental Counseling Form (cont)

Plan of Action: (Outlines actions that the subordinate will do after the counseling session to reach the agreed upon goal(s). The actions must be specific
enough to modify or maintain the subordinate’s behavior and include a specific time line for implementation and assessment (Part IV below):

Session Closing: (The leader summarizes the key points of the session and checks if the subordinate understands the plan of action. The subordinate
agrees/disagrees and provides remarks if appropriate):

Individual counseled: I agree / disagree with the information above

Individual counseled remarks:

Signature of Individual Counseled: Date:

Leader Responsibilities: (Leader’s responsibilities in implementing the plan of action):

Signature of Counselor: Date: .

PART IV - ASSESSMENT OF THE PLAN OF ACTION

Assessment: (Did the plan of action achieve the desired results? This section is completed by both the leader and the individual counseled and provides
useful information for follow-up counseling):

Counselor: Individual Counseled: Date of Assessment:

Note: Both the counselor and the individual counseled should retain a record of the counseling.

DA FORM 4856 (Reverse)

SH-4-2
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Title

Instructions

Contents

Student Handout 5

Role Play Situations

OCT 04

Role Play Situations

Instructor should issue only the situation and roles that a specific pair will use.
Issue these items and give student approximately 2 minutes to read role-play

exercise.

The page number indicates a (L) for leader actions and a (S) for subordinate

actions.

This handout contains: Pages

Situation 1, PT Formation (Leader) SH-5-2 (L)
Situation 1, PT Formation (Subordinate) SH-5-3 (S)
Situation 2, Death of a Loved One (Leader) SH-5-4 (L)
Situation 2, Death of a Loved One (Subordinate) SH-5-5 (S)
Situation 3, Expectant Mother (Leader) SH-5-6 (L)
Situation 3, Expectant Mother (Subordinate) SH-5-7 (S)
Situation 4, No Money Down (Leader) SH-5-8 (L)
Situation 4, No Money Down (Subordinate) SH-5-9 (S)
Situation 5, Unacceptable Duty Performance (Leader) SH-5-10 (L)
Situation 5, Unacceptable Duty Performance (Subordinate) SH-5-11 (S)

SH-5-1
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Situation 1

“PT Formation”

Leader:

You are CPL Downy’s squad leader. He is the best worker in the section; however, he frequently arrives
late to physical training. When you question CPL Downy about his tardiness, he always provides an
excuse such as traffic, car problems, can’t find parking, and then apologizes.

You know that he is attending college at night. You suspect that his schedule is too much for him and
may be the main cause of his tardiness. You could kick yourself for recommending approval on his
tuition assistance two months ago. When you recommended approval, you knew CPL Downy was
setting up a pretty tough schedule; however, he is an outstanding soldier and you thought he could
handle the challenge.

You suspect that CPL Downy is not being honest with you regarding his tardiness. Several times you
have asked the platoon sergeant to disregard his tardiness assuring him that the tardiness was nothing
more than a few “isolated instances” from an outstanding soldier. Now these “isolated instances” are
becoming routine. Other squad members are crying favoritism. Today CPL Downy was late and you
decide to counsel him.
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Situation 1
“PT Formation”
Subordinate:

You are CPL Downy, a hard working conscientious soldier who is overcome with commitments. You are
trying to complete your associates’ degree by attending night courses four nights a week. You get out of
school at 2200 Monday through Thursday and immediately begin your homework. You normally hit the
sack at around 0100 and try to depart the house by 0545 to make PT formation. You now realize you are
in over your head, but the semester is half over and you do not want to drop a course at this stage in the
semester.

Lately you‘ve been arriving at PT a little late. You are not intentionally late for PT each morning, but it has
become harder and harder to get out of bed. You know that you are the best worker in the section. You
figure that your exemplary performance in the section compensates for your tardiness at PT. You also
feel that PT is not challenging and is a waste of time. Your squad leader has decided to counsel you as a
result of your tardiness.

(NOTE: When you began your rigorous schooling you promised your family that homework would not
occupy any time on your weekends; so far you have been true to your promise.)
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Situation 2
“Death of a Loved One”

Leader:

You are Specialist Huchster’'s squad leader and he has just approached you in a highly excited, frustrated
demeanor and requested to talk to you immediately. You ask him if it can wait, but he is really insistent to
the point of demanding that you talk to him immediately!
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Situation 2
“Death of a Loved One”

Subordinate:

You are Specialist Huchster and you just received a call from your parents (who live fifteen hundred miles
away) that an immediate family member has passed away. Your parents request that you come home
immediately.

You do not have any leave accrued, any money in your savings account, or a privately owned vehicle.
You are desperate and know of no one else to turn to except your squad leader. You have just asked
him to talk to you now about this pressing problem that has you anxious and frightened.
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Situation #3

“Expectant Mother”

Leader:

You are the squad leader for a military police unit in Germany. You have been in Germany for almost two
years. Your family joined you four months ago after a 15-month wait for government quarters. When you
first arrived, you considered economy housing for your family, but the expense was above your means.
You also knew that your family would be uncomfortable in the housing that you could afford on your pay.
Also, the housing would be far away from the military community facilities, including the schools, and your
family does not speak German.

PVT Whidby has been in your squad only a couple of weeks. He just approached you asking for a few
days off so he can make arrangements to bring his expectant wife over to join him.
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Situation #3

“Expectant Mother”
Subordinate:

You are PVT Whidby. You have been in the Army for ten months. You joined the Army because you
couldn’t find a job when you graduated from high school. You married your high school sweetheart right
after graduation. The two of you lived on her earnings from the local steak house until you joined the
Army. You and your wife have not had any contact with her parents since the day you married. They did
not approve of her marriage right after high school since you did not have a job; they thought you were
not mature enough for the responsibilities of marriage.

You were at Fort Bliss when the opportunity to transfer to Germany came up. Your wife was not happy at
Fort Bliss, so you decided to take the transfer to Germany. Your wife had been working in El Paso to
save some money for the baby and she understood that you would have to go to Germany to get settled
before she could come over. She presently lives in an apartment. She wants to use the money, which
was originally saved for the baby, to pay for utility deposits and for her plane fare to Germany. Your baby
is due in three months and the doctor won't let her fly after the seventh month; this means that you have
to bring her over by the end of next week.

SH-5-7 (S)



L328 OCT 04

Situation #4

“No Money Down”

Leader:

You are the squad leader of PVT Walters. This is PVT Walters’ first assignment since completion of
Advanced Individual Training (AIT). He has been in the unit for almost three months and is enjoying his
“‘new freedom.” He has recently purchased a new car and boasts about the great “no money down” deal
that he received. While inspecting his barracks room, you noticed a closet full of new clothes and an
expensive stereo. When you questioned him about his extravagance, he informed you of his “plentiful
credit.” He recently applied for and received four credit cards each with a $500 line of credit. You have
set up an appointment to counsel PVT Walters. You think he is heading for a financial disaster if he does
not get his spending under control.
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Situation #4

“No Money Down”

Subordinate:

You are PVT Walters, 18 years old, and three months into your first assignment. For the first time in your
life you are away from your parents and have a steady income. There are a lot of things you need to get
yourself established as an adult: a car, some decent clothes, a good stereo, etc. Instead of saving for
these items you shopped around for a car you could get for “ho money down,” you bought your stereo on
the Deferred Payment Plan (DPP) and you bought a new wardrobe with one of your credit cards.

For some reason, everybody wants to give you credit. Credit card applications keep coming in the mail
and you have thus far been approved for four cards and have accumulated a total line of credit of $2,000.
At this rate you will never run out of “buying power.”

You know your squad leader thinks you are “extravagant.” He is old fashioned and boring; drives an old
junker and doesn’t even own a CD player. As long as you are doing your job (and you are), you feel that
no one has any business passing judgment on your personal affairs. At the present time there are no
letters of indebtedness, or financial problems. You don’t understand why your squad leader informed you
that he has scheduled counseling to discuss your financial situation.
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Situation #5
“Unacceptable Duty Performance”

Leader:

You are SPC Evenhus’ squad leader. Yesterday, you received word that SPC Evenhus did not perform
his assigned duties to established standards. SPC Evenhus did not turn off the computer prior to leaving
work and there was a fire that destroyed the computer. Prior to the incident, SPC Evenhus had
performed his duties in an excellent manner. You have notified him that you wish to speak to him about
yesterday’s incident.
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Situation #5

“Unacceptable Duty Performance”

Subordinate:

You are SPC Evenhus. Your squad leader has called you into the office to speak to you about the fire
that destroyed the computer yesterday. You recognize that you may have been responsible for the fire.
However, you have personal problems and you can’t keep your mind on the job. Three weeks ago, Mr.
House from Fly-By-Night Loan Company called you about a loan, which you signed as a cosigner two
years ago for your best friend who needed the money to buy a new car. At the time, you thought helping
your friend purchase a new car was the right thing to do. Since then, however, events have raised some
doubts. For example, when Mr. House called, he told you that the account was four months behind in
payments, and he was unable to contact your friend. He stated that his company insists on immediate
payment in full on the account. You managed to get a two-week postponement, and you tried
unsuccessfully to locate your friend. You have been avoiding Mr. House’s calls because you don’t see a
solution. You have not told your wife because she did not want you to sign as a cosigner for the loan in
the first place. On the day you forgot to turn your computer off prior to leaving work, you left early
because your wife had called you and she sounded extremely upset. It appears that Mr. House talked to
your wife and informed her that the remaining balance was due, and if it were not cleared up immediately,
the company would take you to court. Now you are facing a real dilemma. Your small savings are not
enough to cover the debt and on your stretched budget, you can’t afford a lawyer. Your parents are
unable to assist.

NOTE: It is important to the success of this role-play that you do not reveal your financial problems until
the leader asks the proper questions to bring out this information.
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Student Handout 6
Observer’s Worksheet for PE-1 and Developmental Counseling Video

Observer’'s Worksheet For use with PE#1
Situation #1

Instructions: Rate the counselor on the items below using the scale provided.

0 1 2 3 4 5
| ]
I [ [ [
Not at all Poor Marginal Satisfactory Very good Excellent

1. Components of the Counseling Session:
A. Open the session.

Stated the purpose of the session and established a subordinate-centered tone.

B. Discuss the issue.
Developed a mutual understanding of the situation.

C. Develop a plan of action.
Jointly identified actions to solve problem, improve performance, or achieve goals.

D. Close the session.
Summarized key points, checked acceptance of plan of action, established
follow-up measures.
2. Leader Counseling Skills:

A. Active Listening

Gave full attention to subordinate, maintained appropriate eye contact and made
appropriate gestures.

B. Responding
Checked understanding by paraphrasing or summarizing.

C. Questioning
Asked open-ended questions to gain information or provoke thought.

FIe] 2= 1 IS ed o) (=T
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3. Make comments on each component of the counseling session and leader counseling skills
listed on the front of this form.

Overall strengths of the counseling session:

Areas where the soldier needs improvement:

Name of Counselor: Signature: Date:

Name of Observer: Signature: Date:

SH-6-2
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Observer’'s Worksheet For use with PE#1
Situation #2

Instructions: Rate the counselor on the items below using the scale provided.

0 1 2 3 4 5
| |

| ! ! ! !
Not at all Poor Marginal Satisfactory Very good Excellent

1. Components of the Counseling Session:
A. Open the session.

Stated the purpose of the session and established a subordinate-centered tone.

B. Discuss the issue.
Developed a mutual understanding of the situation.

C. Develop a plan of action.
Jointly identified actions to solve problem, improve performance, or achieve goals.

D. Close the session.
Summarized key points, checked acceptance of plan of action, established
follow-up measures.
2. Leader Counseling Skills:

A. Active Listening

Gave full attention to subordinate, maintained appropriate eye contact and made
appropriate gestures.

B. Responding
Checked understanding by paraphrasing or summarizing.

C. Questioning
Asked open-ended questions to gain information or provoke thought.

FILe] 2= 1R ed o) (=T
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3. Make comments on each component of the counseling session and leader counseling skills
listed on the front side of the form.

Overall strengths of the counseling session:

Areas where the soldier needs improvement:

Name of Counselor: Signature: Date:

Name of Observer: Signature: Date:
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Observer’'s Worksheet For use with PE#1
Situation #3

Instructions: Rate the counselor on the items below using the scale provided.

0 1 2 3 4 5
| |

| ! ! ! !
Not at all Poor Marginal Satisfactory Very good Excellent

1. Components of the Counseling Session:

A. Open the session.
Stated the purpose of the session and established a subordinate-centered tone.

B. Discuss the issue.
Developed a mutual understanding of the situation.

C. Develop a plan of action.
Jointly identified actions to solve problem, improve performance, or achieve goals.

D. Close the session.
Summarized key points, checked acceptance of plan of action, established
follow-up measures.

2. Leader Counseling Skills:
A. Active Listening

Gave full attention to subordinate, maintained appropriate eye contact and made
appropriate gestures.

B. Responding
Checked understanding by paraphrasing or summarizing.

C. Questioning
Asked open-ended questions to gain information or provoke thought.

FILe] 2= 1R ed o) (=T
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3. Make comments on each component of the counseling session and leader counseling skills
listed on the front side of the form.

Overall strengths of the counseling session:

Areas where the solider needs improvement:

Name of Counselor: Signature: Date:

Name of Observer: Signature: Date:
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Observer’'s Worksheet For use with PE#1
Situation #4

Instructions: Rate the counselor on the items below using the scale provided.

0 1 2 3 4 5
| |

| ! ! ! !
Not at all Poor Marginal Satisfactory Very good Excellent

1. Components of the Counseling Session:
A. Open the session.

Stated the purpose of the session and established a subordinate-centered tone.

B. Discuss the issue.
Developed a mutual understanding of the situation.

C. Develop a plan of action.
Jointly identified actions to solve problem, improve performance, or achieve goals.

D. Close the session.
Summarized key points, checked acceptance of plan of action, established
follow-up measures.
2. Leader Counseling Skills:

A. Active Listening

Gave full attention to subordinate, maintained appropriate eye contact and made
appropriate gestures.

B. Responding
Checked understanding by paraphrasing or summarizing.

C. Questioning
Asked open-ended questions to gain information or provoke thought.

FILe] 2= 1R ed o) (=T
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3. Make comments on each component of the counseling session and leader counseling skills
listed on the front side of the form.

Overall strengths of the counseling session:

Areas where the soldiers needs improvement:

Name of Counselor: Signature: Date:

Name of Observer: Signature: Date:
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Observer’'s Worksheet For use with PE#1
Situation #5

Instructions: Rate the counselor on the items below using the scale provided.

0 1 2 3 4 5
| |

| ! ! ! !
Not at all Poor Marginal Satisfactory Very good Excellent

1. Components of the Counseling Session:
A. Open the session.

Stated the purpose of the session and established a subordinate-centered tone.

B. Discuss the issue.
Developed a mutual understanding of the situation.

C. Develop a plan of action.
Jointly identified actions to solve problem, improve performance, or achieve goals.

D. Close the session.
Summarized key points, checked acceptance of plan of action, established
follow-up measures.
2. Leader Counseling Skills:

A. Active Listening

Gave full attention to subordinate, maintained appropriate eye contact and made
appropriate gestures.

B. Responding
Checked understanding by paraphrasing or summarizing.

C. Questioning
Asked open-ended questions to gain information or provoke thought.

FILe] 2= 1R ed o) (=T
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3. Make comments on each component of the counseling session and leader counseling skills
listed on the front side of the form.

Overall strengths of the counseling session:

Areas where the soldiers needs improvement:

Name of Counselor: Signature: Date:

Name of Observer: Signature: Date:

SH-6-10



L328 OCT 04

Observer’'s Worksheet For use with The Developmental Counseling Video

Instructions: Rate the counselor on the items below using the scale provided.

5
| i i i i
Not at all Poor Marginal Satisfactory Very good Excellent

0 1 2 3 4
|
a

1. Components of the Counseling Session:
A. Open the session.

Stated the purpose of the session and established a subordinate-centered tone.

B. Discuss the issue.
Developed a mutual understanding of the situation.

C. Develop a plan of action.
Jointly identified actions to solve problem, improve performance, or achieve goals.

D. Close the session.
Summarized key points, checked acceptance of plan of action, established
follow-up measures.
2. Leader Counseling Skills:

A. Active Listening

Gave full attention to subordinate, maintained appropriate eye contact and made
appropriate gestures.

B. Responding
Checked understanding by paraphrasing or summarizing.

C. Questioning
Asked open-ended questions to gain information or provoke thought.
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3. Make comments on each component of the counseling session and leader counseling skills
listed on the front side of the form.

Overall strengths of the counseling session:

Areas where the soldiers needs improvement:

Name of Counselor: Signature: Date:

Name of Observer: Signature: Date:
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Student Handout 7

Extracted Material from FM 7-22.7

This student handout contains 19 pages of extracted material from the following
publication:

FM 7-22.7, The Army Noncommissioned Officer Guide, 23 December 2002

Chapter 5 pages 5-1 thru 5-20

Disclaimer: The developer downloaded this extract from the U.S. Army Publishing
Agency Home Page. The text may contain passive voice, misspelling, grammatical
errors, etc., and may not be in compliance with the Army Writing Style Program.

RECOVERABLE PUBLICATION
YOU RECEIVED THIS DOCUMENT IN A DAMAGE-FREE CONDITION.
DAMAGE IN ANY WAY, TO INCLUDE HIGHLIGHTING, PENCIL
MARKS, OR MISSING PAGES WILL SUBJECT YOU TO PECUNIARY
LIABILITY (STATEMENT OF CHARGES, CASH COLLECTION, ETC.)
TO RECOVER PRINTING COSTS.
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Chapter 5

Counseling and Mentorship

We have the best doctrine, the best training and the best
equipment in the world — but our people are the Army’s greatest

resource

Leader’s Responsibility...........

Effective Army Counseling Program.................ccccooceiininnine

The Counseling Process...........
Assess the Plan of Action.........

Types of Developmental Counseling ..............cccoccevenvenincn .

Event-Oriented Counseling.....

Counseling for Specific Instances..............cccccovvverviiniinnin e
Performance and Professional Growth Counseling...............

The Counseling Session ..........

Mentorship ..o,

Developmental Relationship ..

Sustain Mentorship..................
NCO Mentorship of Officers...

Mentorship Builds the Future

FM 7-22.7

Page
5-3
5-5
5-6
5-7
5-7
5-7
5-7
5-10
5-13
5-16
5-16
5-17
5-18
5-19

For more information on Counseling and Mentorship see FM 6-22 (22-
100) Army Leadership, Appendix C, Counseling; The Army Leadership

Homepage, www.leadership.army.mil; and the Army Counseling

Homepage, www.counseling.army.mil.

For more information on the NCO Evaluation System, see AR 623-205,

“Noncommissioned Officer Evaluation Reporting System,” 15 May 2002.

For more information on mentorship, see DA PAM 600-XX, “Army

Mentorship,” TBP.
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Counseling and Mentorship

5-1. At the time of the American Revolution, European armies were held
together by the most severe discipline. Enlistments in Europe and England
were often as long as twenty-five years, pay was very low and punishments
were cruel by today’s standards. To reduce desertion and motivate troops for
battle, the threat of flogging, even death, was held over soldier’s heads.
Frederick the Great of Prussia set the tone of the period with his view that
soldiers should be more afraid of their NCOs then the enemy. From the
founding of the Continental Army , the European tradition of harsh discipline
was rejected. Friedrich von Steuben, the Army’s first trainer and himself a
product of the old Prussian tradition, quickly came to understand that it would
take more than threats to get American recruits to perform well on the
battlefield. General George Washington agreed and together, both leaders
recognized that the American soldier was an individual citizen, not an
interchangeable commodity. Citizen-soldiers would have to be led, inspired
and disciplined by reason, creating the need to counsel.

5-2. To best understand the value of counseling it is best to first understand its
definition. Counseling is a type of communication that leaders use to empower
soldiers to achieve goals. It is much more than providing feedback or
direction. It is communication aimed at developing a soldier’s ability to
achieve individual and unit goals. Soldiers want to be counseled and will
respond to counseling because they want to know what it takes to be
successful in today’s Army. Regardless of your leadership position, your
soldiers see you as successful simply because you have achieved the level they
are striving to accomplish. Leaders must provide each of their soldiers with the
best possible road map to success. Today’s leadership doctrine incorporates
this definition in subordinate-centered communication, which leads to the
achievement of individual and unit goals.

LEADER’S RESPONSIBILITY

5-3. Today’s Army demands effective counseling. Due to the complexity of
equipment, diversity of personnel and organizational structure, we have unique
challenges. To overcome these problems, a leader has talent, experience and
the desire to succeed. Leaders help soldiers solve their problems by guiding
them to a workable solution through effective counseling. Counseling is so
important it should be on the training schedule to ensure sufficient time is
available to do it.

5-4. The Army’s values of Loyalty, Duty and Selfless Service require us to
counsel. The Army’s values of Honor, Integrity and Personal Courage also

require us to give straightforward feedback and the Army’s value of Respect
requires us to find the best way to communicate that feedback.

5-3
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5-5. Leaders conduct counseling to develop soldiers to achieve personal,
professional development and organizational goals, and to prepare them for
increased responsibilities. Leaders are responsible for developing their
soldiers. Unit readiness and mission accomplishment depend on every
member’s ability to perform to established standards. Supervisors must
develop their subordinates through teaching, coaching and counseling. Leaders
coach soldiers the same way any sports coach improves their team: by
identifying weaknesses, setting goals, developing and implementing a plan of
action and providing oversight and motivation throughout the process. To be
effective coaches, leaders must thoroughly understand the strengths,
weaknesses and professional goals of their soldiers.

“In developmental counseling, it’s a matter of sitting the soldier down and
telling him not only how well he did over the last thirty days, but also of
telling the soldier how he or she can improve their performance and then
looking deeper down the road.”

CSM Anthony Williams

5-6. Leaders counsel because it is their duty and the primary tool in developing
future leaders. For their counseling to be effective they must be honest and
have the personal courage to give straightforward feedback. Through respect
for the individual, leaders find the best way to communicate that guidance.
Senior NCOs should develop the counseling skills of their subordinate leaders.
One way to do this is for the senior NCO to sit in on a counseling session,
perhaps a reception and integration counseling, and then do an AAR with the
junior NCO.

= Purpose: Clearly define the purpose of the counseling.

= Flexibility: Fit the counseling style to the character of each soldier and to the
relationship desired.

=  Respect: View soldiers as unique, complex individuals, each with their own sets of
values, beliefs and attitudes.

=  Communication: Establish open, two-way communication with soldiers using
spoken language, nonverbal actions, gestures and body language. Effective
counselors listen more than they speak.

= Support: Encourage soldiers through actions while guiding them through their
problems.

= Motivation: Get every soldier to actively participate in counseling and understand its
value.

Figure 5-1. Characteristics of Effective Counseling

5-7. Some soldiers may perceive counseling as an adverse action. Effective
leaders who counsel properly and regularly can change that perception.

5-4
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Counseling and Mentorship

Leaders conduct counseling to help soldiers become better members of the
team, maintain or improve performance and prepare for the future. No easy
answers exist for exactly what to do in all leadership and counseling situations.
However, to conduct effective counseling, leaders should develop a counseling
style with the characteristics listed in Figure 5-1.

“You also must ensure the session is not done in a threatening manner.
Nothing will destroy communications faster than if the soldier thinks there
will be negative consequences to that conversation.”

CSM Daniel E. Wright

EFFECTIVE ARMY COUNSELING PROGRAM

5-8. Four elements are essential to the creation of an effective counseling
program:

=  Education and Training : Institutional and in units, through
mentorship and self-development. The Army must first provide a
base line of education to its soldiers to “show what right looks like.”
The Noncommissioned Officer Education System (NCOES) has the
primary responsibility to educate the NCO Corps on counseling.
However, NCOES cannot accomplish this alone. Unit NCO
Development Programs can and must conduct training workshops to
provide that base of education of what right looks like to our junior
leaders.

=  Experience: Learn by doing coupled with guidance from more senior
leaders. After initial education and training, all leaders must put their
skills to use. NCOs must practice counseling while at the same time
receiving guidance and mentoring on how to improve counseling
techniques.

= Continued support from both the Army and leaders: The Army’s
Counseling Website (www.counseling.army.mil), FM 6-22 (22-100),
Appendix B and C and leaders (through spot checks and random
monitoring of counseling sessions) provide the necessary support and
critiques that will improve a young leader’s counseling skills.

= Enforcement: Once NCOs have the tools (both education and
support) necessary for quality counseling, leaders must hold them
accountable to ensure acceptable counseling standards for both
frequency and content. This is accomplished through some type of
compliance program on unit inspections.

5-5
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THE COUNSELING PROCESS

5-9. Effective leaders use the counseling process. It consists of four stages:

= Identify the need for counseling.
=  Prepare for counseling.

=  Conduct counseling.

=  Follow-up.

“Listen to what soldiers have to say- they’ll tell you everything if you listen
openly. Criticize and they’ll clam up. Ask what isn’t working about programs
even if company statistics indicate that they are running well. Soldier
comments often provide insight into ways to improve things to save time and

make things more meaningful.”

COL David Reaney

Leaders must demonstrate certain
qualities to counsel effectively:

= Respect for soldiers.

=  Self and cultural awareness.
= Credibility.

=  Empathy.

Leaders must possess certain
counseling skills:

= Active listening.

=  Responding.

= Questioning.

Effective leaders avoid common
counseling mistakes. Leaders should
avoid the influence of:

=  Personal bias.

=  Rash judgments.

=  Stereotyping.

= The loss of emotional
control.

= Inflexible methods of
counseling.

= Improper follow-up.

The Counseling Process:

1. Identify the need for counseling.

2. Prepare for counseling:
Select a suitable place.
Schedule the time.
Notify the counselee well

in advance.

Organize information.
Outline the components
of the counseling
session.
Plan counseling strategy.
Establish the right
atmosphere.

3. Conduct the counseling
session:
Open the session.
Discuss the issue.
Develop a plan of action
(to include the leader’s
responsibilities).
Record and Close the
session.

4. Follow-up.
Support Plan of Action
Implementation.
Assess Plan of Action.

Figure 5-2. Major Aspects of Counseling Process
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ASSESS THE PLAN OF ACTION

5-10. The purpose of counseling is to develop soldiers who are better able to
achieve personal, professional and organizational goals. During the
assessment, review the plan of action with the soldier to determine if the
desired results were achieved. The leader and soldier should schedule future
follow-up counseling sessions. Figure 5-2 summarizes the major aspects of the
counseling process. Additional information on counseling is in Appendix C of
FM 6-22 (22-100) and on the Army Counseling Homepage
(www.counseling.army.mil).

“Nothing will ever replace one person looking another in the eyes and telling
the soldier his strengths and weaknesses. [Counseling] charts a path to
success and diverts soldiers from heading down the wrong road.”

SGM Randolph S. Hollingsworth
TYPES OF DEVELOPMENTAL COUNSELING

5-11. You can often categorize developmental counseling based on the topic of
the session. The two major categories of counseling are event-oriented and
performance and professional growth.

EVENT-ORIENTED COUNSELING

5-12. Event-oriented counseling involves a specific event or situation. It may
precede events, such as going to a promotion board or attending a school; or it
may follow events, such as a noteworthy duty performance, a problem with
performance or mission accomplishment, or a personal problem. Examples of
event-oriented counseling include, but are not limited to these types:

= Specific instances of superior or substandard performance.
= Reception and integration counseling.

Crisis counseling.

Referral counseling.

Promotion counseling.

Separation counseling.

COUNSELING FOR SPECIFIC INSTANCES

5-13. Sometimes counseling is tied to specific instances of superior or
substandard duty performance. For example, you tell your soldier whether or
not the performance met the standard and what the soldier did right or wrong.
The key to successful counseling for specific performance is to conduct the
counseling session as close to the time of the event as possible.

5-7
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5-14. When counseling a soldier for specific performance take the following
actions:

Tell the soldier the purpose of the counseling, what was expected and
how they failed to meet the standard.

Address the specific unacceptable behavior or action, not the person’s
character.

Tell the soldier the effect of the performance on the rest of the unit.
Actively listen to the soldier’s response.

Remain unemotional.

Teach the soldier how to meet the standard.

Be prepared to do some personal counseling since the lack of
performance may be related to or the result of a personal problem.
Explain to the soldier what will be done to improve performance (plan
of action). Identify your responsibilities in implementing the plan of
action.

Continue to assess and follow-up on the soldier’s progress. Adjust the
plan of action as necessary.

Reception and Integration Counseling

5-15. Leaders must counsel new team members when they report in. Reception
and integration counseling serves two purposes: First, it identifies and helps
fix any problems or concerns that new members have, especially any issues
resulting from the new duty assignment. Second, it lets them know the unit
standards and how they fit into the team. Reception and integration counseling
starts the team building process and lets the soldier know the leadership cares.

Reception and integration counseling clarifies job titles and it sends the
message that the chain of command cares. Reception and integration

counseling should begin immediately upon arrival so new team members can

quickly become integrated into the organization. Figure 5-3 gives some
possible discussion points.
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e Unit standards.

Chain of command.

NCO support channel (who and how used).

On and off duty conduct.

Personnel/personal affairs/initial clothing issue.

Unit history, organization and mission.

Soldier programs within the unit, such as soldier of the

month/quarter/year and Audie Murphy and Sergeant Morales Board.

= Off limits and danger areas.

=  Functions and locations of support activities.

= On and off post recreational, educational, cultural and historical
opportunities.

=  Foreign nation or host nation orientation.

= Other areas the individual should be aware of, as determined by the
rater.

Figure 5-3. Reception and Integration Counseling Points
Crisis Counseling

5-16. You may conduct crisis counseling to get a soldier through the initial
shock after receiving negative news, such as notification of the death of a
loved one. You help the soldier by listening and providing assistance, as
appropriate. Assistance may include referring the soldier to a support activity
or coordinating external agency support. Crisis counseling focuses on the
soldier’s immediate, short-term needs.

Referral Counseling

5-17. Referral counseling helps soldiers work through a personal situation and
may follow crisis counseling. Referral counseling also acts as preventative
counseling before the situation becomes a problem. Usually, the leader assists
the soldier in identifying the problem.

5-18. Outside agencies can help leaders resolve problems. Although it is
generally in an individual’s best interest to seek help first from his first line
leader, leaders must always respect an individual’s right to contact these
agencies on their own. Leaders can refer the soldier to the appropriate
resource, such as Army Community Services, a Chaplain, or a substance abuse
counselor. Additional information on support activities can be found in
Appendix B, Army Programs or in FM 6-22 (22-100), Appendix C.
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[Helping] soldiers cope with personal problems...means more than referring
the soldier to another person- the chaplain, a doctor, or counselor. Until the
problem is resolved, you have a soldier with a problem in your unit, so it’s
your problem.... Let your soldiers know what you 're doing to help them solve
their problems.

FM 22-600-20, The Army Noncommissioned Officer Guide, 1980

Promotion Counseling

5-19. Commanders or their designated representatives must conduct promotion
counseling for all specialists, corporals and sergeants who are eligible for
advancement without waiver, but are not recommended for promotion to the
next higher grade. Army regulations require that soldiers within this category
receive initial (event-oriented) counseling when they attain full eligibility and
then periodic (performance and personal growth) counseling at least quarterly.

Adverse Separation Counseling

5-20. Adverse separation counseling may involve informing the soldier of the
administrative actions available to the commander in the event substandard
performance continues and of the consequences associated with those
administrative actions. (See AR 635-200, Chapter 1, paragraph 1-16 and
Chapter 17.)

5-21. Developmental counseling may not apply when a soldier has engaged in
more serious acts of misconduct. In those situations, the leader should refer the
matter to the commander and the servicing staff judge advocate’s office. When
the leader’s rehabilitative efforts fail, counseling with a view towards
separation fills an administrative prerequisite to many administrative
discharges and serves as a final warning to the soldier to improve performance
or face discharge. In many cases, it may be beneficial to involve the chain of
command as soon as you determine that adverse separation counseling might
be required. The first sergeant or commander should inform the soldier of the
notification requirements outlined in AR 635-200.

PERFORMANCE AND PROFESSIONAL GROWTH COUNSELING
Performance Counseling

5-22. During performance counseling, the leader conducts a review of the
soldier’s duty performance during the previous quarter. The leader and soldier
jointly establish performance objectives and standards for the next quarter.
Rather than dwelling on the past, leaders should focus the session on the
soldier’s strengths, areas needing improvement and potential.

5-10
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Performance counseling informs soldiers about their jobs and the expected
performance standards and provides feedback on actual performance -- the best
counseling is always looking forward. It does not dwell on the past and what was
done, rather on the future and what can be done better.

DA Pam 623-205, “The NCO Evaluation Reporting System ‘In Brief,”” 1988

5-23. Performance counseling is required for noncommissioned officers;
mandatory, face-to-face performance counseling between the rater and the
rated NCO is required under the NCOER system.

5-24. Performance counseling at the beginning of and during the evaluation
period facilitates a soldier's involvement in the evaluation process.
Performance counseling communicates standards and is an opportunity for
leaders to establish and clarify the expected values, attributes, skills and
actions.

5-25. As an Army leader, you must ensure you've tied your expectations to
performance objectives and appropriate standards. You must establish
standards that your soldiers can work towards and must teach them how
to achieve those standards if they are to develop.

The NCO Evaluation Report

5-26. The Noncommissioned Officer Evaluation Reporting System (NCOERS)
is designed to —

=  Strengthen the ability of the NCO Corps to meet the professional challenges
of the future through the indoctrination of Army values and basic NCO
responsibilities. The continued use of Army values and NCO responsibilities

as evaluation criteria provides and reinforces a professional focus for the

rating chain’s view of performance. Over time, this results in acceptance of

the values and NCO responsibilities, better performance and a stronger NCO
Corps.

=  Ensure the selection of the best qualified noncommissioned officers to serve
in positions of increasing responsibility by providing rating chain view of
performance/potential for use in centralized selection, assignment and other
Enlisted Personnel Management System (EPMS) decisions. The information

in evaluation reports, the Army’s needs and the individual NCO’s

qualifications are used together as a basis for such personnel actions as

school selection, promotion, assignment, military occupational specialty

(MOS) classification, command sergeant major (CSM) designation and
qualitative management.

=  Contribute to Army-wide improved performance and professional
development by increased emphasis on performance counseling. Evaluation
reports provide the NCO formal recognition for performance of duty,
measurement of professional values and personal traits and along with the

NCO Counseling Checklist/Records are the basis for performance counseling

5-11
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by rating officials. Senior/subordinate communication is necessary to
maintain high professional standards and is key to an effective evaluation
system.

5-27. To ensure that sound personnel management decisions can be made and
that an NCO’s potential can be fully developed, evaluation reports must be
accurate and complete. Each report must be a thoughtful, fair appraisal of an
NCO’s ability and potential. Reports that are incomplete or fail to provide a
realistic and objective evaluation make personnel management decisions
difficult.

5-28. A single report should not, by itself, determine an NCO’s career. An
appraisal philosophy that recognizes continuous professional development and
growth (rather than one that demands immediate, uncompromising perfection)
best serves the Army and the NCO.

Professional Growth Counseling

5-29. Professional growth counseling is subordinate-centered communication
that outlines actions necessary for soldiers to achieve individual and
organizational goals and objectives. It is imperative for all leaders to conduct
professional growth counseling with their soldiers to develop the leaders of
tomorrow.

5-30. Professional growth counseling begins an initial counseling within 30
days of arrival. Additional counseling occurs quarterly thereafter with an
assessment at a minimum of once a month. Counseling is a continuous
process. Reception/Integration/Initial counseling must include
goals/expectations for most current quarter along with long term goals and
expectations.

5-31. During the counseling session a review is conducted jointly by the leader
and soldier to identify and discuss the soldier's strengths/weaknesses and to
create a plan of action to build upon strengths and overcome weaknesses. The
leader must encourage, remain objective/positive, assist the soldier help
himself and focus more towards the future. This future-oriented approach
establishes short and long-term goals and objectives.

5-32. FM 6-22 (22-100), Appendix B, provides the necessary tools for the
soldier to do a self-assessment based on performance indicators outlined in the
leadership dimension. This self-assessment will assist soldiers in identifying
their weaknesses and strengths and provide a means of improving their
leadership abilities/skills. All leaders should use the performance indicators in
FM 6-22 (22-100), Appendix B, as an assessment tool when counseling their
soldiers. This will assist them in providing specific, precise and objective
guidance to their soldiers.

5-12
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THE COUNSELING SESSION

This is an example of a Performance/Professional Growth counseling
session presented in four parts. It shows disagreement between the

leader and led on the leadership assessment. This makes the counseling
session difficult for both at first (each is a little defensive). SFC Lang has

difficulty getting SSG Rovero to do an honest self-appraisal of his
performance. The strategy in this situation is to provide SSG Rovero

with clear examples of his leader behavior along with the adverse effects

it is having on the soldiers and the unit.

SFC LANG: Come in.

SSG ROVERO: Sorry I'm late, SFC Lang. I got tied up on a job that’s been
running late.

SFC LANG: Have a seat SSG Rovero and lets get started. Do you have your
self-assessment with you? [This reinforces the expectation that all leaders will
prepare a self-assessment prior to developmental counseling. This also is a
good technique to try in order to get the subordinate leader to start with most of
the talking]

SSG ROVERO: I have it here somewhere. Yes here it is. You know, SFC Lang,
after I finished reading my self-assessment, I realized, hey, I’m pretty good!
SFC LANG: You want to know the truth? You are pretty good, but... [Here, the
leader is trying to reinforce and recognize good performance even though it’s
clear the leader is not satisfied with some other aspects of the subordinate
leader’s performance]

SSG ROVERO: Thanks. But?

SFC LANG: Well, like you said; you always seem to be running late on jobs.
SSG ROVERO: Well, some of the guys have been goofing off lately and I just
haven’t been able to get them back in line yet, that’s all. /[There can be a
tendency to place blame or identify causal factors that may or may not be
beyond the control of the subordinate leader]

SFC LANG: Well that’s why we’re here.

SSG ROVERO: What do you mean? [The leader can expect that some
subordinates will be pretty defensive when it comes to leadership assessment.

1t will be viewed by some as threatening]

SFC LANG: I thought we went over this last week when we set up this meeting.
What’d I say then?

SSG ROVERO: Something about assessing my leadership strengths; areas I
can improve in...

SFC LANG: That’s part of it. The focus is on developing your leadership.

SSG ROVERO: That’s funny, Sergeant. I was a squared away NCO until I got
here. Now, all of a sudden I’ve got all this stuff to improve on. [Initially, leaders
can expect to have many soldiers who have never received feedback on their
leadership. As developmental counseling becomes ingrained in the Army, more
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soldiers will be comfortable and familiar with leadership assessment and
development]

SFC LANG: Well, leadership is a bigger part of your job now. Leadership
responsibilities increase as you move up in the ranks. You’ve got a lot of
attributes in your favor. Like I said, you have very good technical skills, but...
[Again, the leader reinforces the good performance while still trying to get the
subordinate leader to admit and ‘own up’ to the shortcomings that need
improvement]

SSG ROVERO: I run a good shop. Our supply room is always stocked —
nobody ever has to borrow a tool from another company. And I go to bat for my
soldiers. Like when Hennessey needed time to take care of some family
business. I helped him with that. Right? Isn’t that leadership?

SFC LANG: Yes, but that’s not the whole story... [SFC Lang has already
mentioned she has concerns with SSG Rovero’s leadership. She wants SSG
Rovero to tell his side of the story and complete his self-assessment. Does he
think everything is going well?]

SSG ROVERO: Well, okay, maybe things in the shop aren't going as smoothly
as they should be. And maybe it is my fault, but...

SSG Rovero realizes he could make some improvements in some areas.

SFC LANG: The way I see it, you act like you’re still a mechanic instead of a
supervisor. Every time I walk through the bays you’re under some vehicle
turning wrenches. But while you’re doing that, who’s making sure all the jobs in
the shop are getting done? Sometimes these young mechanics we’ve got are
just spinning their wheels. Maybe if you spent more time making the rounds
and checking up on each job, we’d have a better OR rate. Plus we might be

able to get out of here at a decent hour. /[SFC Lang knew this would probably

5-14
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be a sore spot with SSG Rovero. But, this is what the supervisor is observing
along with the general effect it is having on soldiers and the unit]

SSG ROVERO: I don’t think that is what’s really happening.

SFC LANG: OK, I’ve got several observations here; let’s take yesterday for
example. We had three HMMW Vs deadlined with electrical problems. Those
new soldiers, Harris, Jones and Wilson, worked on them all day and still
couldn’t figure out what was causing the problem. Meanwhile, you’re over with
another HMMWYV changing tires. [SFC Lang did her homework. Observing and
assessing is part of her daily activity around the motor pool. Specific
observations of leader behavior along with the effects they are having on
individuals, the unit and operational outcomes are key prerequisites to
developmental activities]

SSG ROVERO: Somebody had to do it.

SFC LANG: And are the HWMMVs up? [Links behavior to outcomes]

SSG ROVERO: We’re working on it.

SFC LANG: And when did everybody finish and leave last night? [Again this
question links leader behavior to outcomes. SFC Lang asks SSG Rovero rather
than tells him the outcome to promote ownership]

SSG ROVERO: About twenty-one hundred.

SFC LANG: We have to agree on what’s happening here.

SSG ROVERO: Maybe you’re right, Sergeant. I need to work on my
organizational skills. I’m not comfortable walking around with a list of jobs and
checking up on people. I’d rather do it myself. /It appears as though SFC
Lang’s detailed assessment resulted in SSG Rovero becoming a little more
honest with himself. Given that SFC Lang also evaluates SSG Rovero, leaders
can expect that soldiers might hesitate to admit to shortcomings]

SFC LANG: I understand, but leaders have to learn how to assign tasks and
supervise. That’s the only way our soldier’s will learn.

SSG ROVERO: OK, Sergeant.

Once they both agree on the assessment, both SFC Lang and SSG Rovero
visibly relax. From this point on, the tone of the counseling session turns
visibly positive and developmental as they talk about ways to improve
SSG Rovero’s performance.

SFC LANG: So what could you do to improve your leadership skills? /Action
plan development is a joint activity. The leader should refrain from prescribing
developmental tasks unless the subordinate has no clue what to do or where to
begin. Having the soldier identify the developmental task also promotes
ownership and additional motivation to follow through]

SSG ROVERO: I know I need to learn how to delegate tasks. I could prioritize
the work that needs to be done and assign jobs based on experience. That way

I could spend more time training and supervising my more inexperienced
soldiers. [This reinforces the concept that leaders should solicit the input of
their soldiers and peers and include them in the decision-making process]

SFC LANG: Sounds like you have a good plan. Remember, all your soldiers
need your supervision. [SFC Lang is making a subtle correction here to put a
little more structure into this developmental plan.]

SSG ROVERO: Thanks for your help, Sergeant.

5-15
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5-33. Mentorship, probably the singular most misunderstood word surrounding
counseling and leadership. To best understand mentorship, it is best to first
define it. Mentorship is a voluntary, developmental relationship that exists
between a person of greater experience and a person of lesser experience.
Mentorship is not just a fancy buzzword. It is a proven approach and a
valuable tool for NCO leaders.

“The experiences of the mentor when shared gives the soldier a comparative
view to allow the soldier to develop and grow. The mentor is the sage old owl
who has been there and done that and uses the experience to counsel wisely
that young soldier.”

CSM A. Frank Lever, 111

5-34. Note that no specific action is exclusively “mentoring.” In fact, the term
“mentoring” is often used to describe a wide array of actions that outside of a
mentorship relationship refer to the core of leader development such as
counseling, teaching, coaching, role modeling, advising and guiding.

To be an effective mentor, you need the experience and wisdom of your years.
You also have to care. If you really care about your soldiers, then you will
devote the necessary time and attention to guiding them. Mentoring can take
place anywhere. It is a key way to lead and to strengthen Army values.

DA Pam 600-25, “NCO Development Program,” 1987

DEVELOPMENTAL RELATIONSHIP

5-35. Mentorship is clearly a developmental relationship and noncommissioned
officers have a mandate to develop their soldiers. Given that fact, shouldn’t all
leader-follower relationships be considered mentorship? Or why confuse the
issue by labeling as mentorship what is in the essence, good leadership? Why do
we need mentorship? When those mandated leader development actions occur
within a mentorship relationship, their potential impact is greatly magnified,
both for the individual and for the Army. This increase in development is due
primarily because of the high degree of trust and respect that characterizes a
mentoring relationship. Simply put good leadership stimulates development;
mentorship magnifies that development. See Figure 5-4.

“One of the most important responsibilities of a leader is to train, coach and
mentor subordinates... Some folks might maintain a relationship with an old
mentor throughout their careers and use them as a sounding board and for
guidance, but most people will have several mentors over their careers. Keep
in mind that a mentor is not a substitute for personal research, personal
planning, hard work and dedication to service.”

CSM Larry W. Gammon
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Figure 5-4. Mentorship Development

5-36. Mentorship can and will augment the natural development that occurs in
leadership, but it is not necessary or practical in all leader-follower
relationships. Soldiers will still develop if they are not mentored, but
mentorship can be a key element in the development of soldiers, contributing
to their greater well-being. We all have experience to give if we have the heart,
the spirit and the caring attitude to share these experiences and the lessons we
derive from them. Mentoring is simply giving of your knowledge to other
people. To be an effective mentor, all you need is experience and the wisdom
of your years and one other vital quality — you have to care!

"Soldiers want to know what's going on. They don't want to reinvent the
wheel to address problems that someone else has already solved."”
CSM Cynthia A. Pritchett

SUSTAIN MENTORSHIP

5-37. Mentorship is demanding business, but the future of the Army depends
on the trained and effective leaders whom you leave behind. Sometimes it
requires you to set priorities, to balance short-term readiness with long-term
leader development. The commitment to mentoring future leaders may require
you to take risks. It requires you to give soldiers the opportunity to learn and
develop them while using your experience to guide them without
micromanaging. Mentoring will lead your soldiers to successes that build their
confidence and skills for the future. The key to mentorship in the US Army is
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that it is a sustained relationship and may last through the entire career of a
young soldier and even into retirement.

5-38. While not a formal, mandated program like counseling, mentorship does
have some very distinct characteristics that we can use as a guide for our
mentoring. See Figure 5-5.

e  Personal, voluntary developmental relationship existing between
soldiers.

=  Mentor is a close, trusted and experienced counselor or guide.

=  Not bound by geographical location.

Mutual agreement on mentoring relationship.

Mentoring relationship devoid of conflicting interests.

Common professional interests.

Enduring relationship, frequency based on need, not predetermined

event or time.

= Shared Army Values.

=  Soldier may have more than one mentor over time.

=  Two-way communications.

=  Mentor must be willing to share professional knowledge, training and

experience in a trusted and respected atmosphere.

Mentor maintains confidentiality and trust.

Sincere caring on part of the mentor.

Relationship may be initiated by superior, peer, or subordinate.

Can cross military, civilian, active or retired lines.

Figure 5-5. Mentorship Characteristics

“Soldiers can solve 98 percent of their problems by just talking to someone
about them. All you have to do is listen.”
SMA William G. Bainbridge

NCO MENTORSHIP OF OFFICERS

5-39. Senior NCOs have a great deal of experience that is valuable to officers.
An officer who has an NCO as a mentor is taking advantage of that experience
and also of the unique perspective NCOs develop in leadership, training and
professionalism. Even very senior officers seek trusted NCOs’ advice and
counsel. A mentorship relationship that is unique in the Army and the NCO
Corps is the relationship between a platoon sergeant and his young platoon
leader. Especially in their early years, young officers need to be paired with
senior experienced NCOs. The relationship that frequently comes from this
experience tends to be instrumental in the young officers' development. Young
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officers may forget a lot of things about their time in the military, but they will
never forget, good or bad, their first platoon sergeant.

MENTORSHIP BUILDS THE FUTURE

5-40. Mentorship offers unparalleled opportunities to build a better Army. If
you are a noncommissioned officer and are not mentoring several promising
young leaders, you are missing an important opportunity to contribute to the
Army’s future. Mentorship is the single, easiest way to develop young leaders.
But to do so, the mentor must be willing to commit the time and energy
necessary to do it right and to set the conditions for success so young leaders
will seek him out to be their mentor.

“Becoming a mentor should not be a hasty endeavor. It is not a part-time job.
It is an intense relationship between teacher and student. The process
requires time and caring. Effective mentors are totally committed to spending
the necessary time and attention it takes to share values, attitudes and beliefs.
This includes helping a soldier make career decisions and providing support
and encouragement that allow leaders to grow.”

CSM Christine E. Seitzinger

Near the end of the session, SSG Rovero starts taking charge of his action
plan — identifying, without SFC Lang’s assistance, things he can do to
improve his leadership. As the session closes, there is a renewed air of
respect and understanding between SFC Lang and SSG Rovero.
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SFC LANG: Why don’t you read back to me what you’ve got. /As
developmental sessions come to a close, it is important to review tasks and
confirm what was said earlier in the session]

SSG ROVERO: Okay. [Making notes to himself.] “Conduct an AAR with the
maintenance section; observe Sergeant Leroy supervising maintenance
operations.”

SFC LANG: Those should both work to improve Executing. [SFC Lang
reinforces the leadership doctrinal framework by listing developmental tasks
1AW with the value, attribute, skill and/or action it is designed to improve]

SSG ROVERO: One I just thought of, “develop a daily plan for supervising
maintenance operations.” I think if I just sat down each morning and split up the
jobs better, plus figure out where I’'m needed most... [This is an ideal outcome
to be sought after in developmental counseling — the subordinate leader coming
up with and identifying developmental tasks. Also note the total number of tasks
identified. A few clearly defined tasks with high potential for improvement and
are better than numerous, ill-defined tasks with questionable outcomes]

SFC LANG: Sounds good. OR rate is bound to go up. And just think of what
this is going to do to everybody’s motivation around here — getting home at a
decent hour. And I'’ll let Sergeant LeRoy know you’re coming over to have a
look at his maintenance operations. [Again, the action plan may very well
require action on the part of the leader, not just the subordinate leader. At a
minimum the leader is going to have to plan and allocate time to get out and
make subsequent observations of the leader to assess whether or not
improvement is being made and perhaps conduct some on-the-spot coaching].
Well, Sergeant, we’ve had some pretty straight talk here on things that need to
improve. And don’t forget you’ve got a lot going for you. Best technical skill I’'ve
seen. Keep up the good work. [Action plans are also about sustaining the ‘good
stuff.” In closing the session, SF'C Lang is conscience of the need to reinforce
and communicate what SSG Rovero is doing well]

SSG ROVERO: Appreciate that, SFC Lang.

5-41. During the counseling, the leader and soldier conduct a review to

identify and discuss the soldier’s strengths and weaknesses and create a plan of
action to build upon strengths and overcome weaknesses. This counseling is

not normally event-driven. The discussion may include opportunities for

civilian or military schooling, future duty assignments, special programs and

reenlistment options. Every person’s needs are different and leaders must
apply specific courses of action tailored to each soldier.
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DA PAM 600-25

Chapter 2
Leader Development Process

2-1. Leader development process

The leader development process consists of three distinct, but closely related pillars: institutional training,
operational assignments, and self-development. This is a continuous cycle of education, training, experience,
assessment, feedback, and reinforcement designed to meet the needs of the Army, the unit, and develop the potential
of noncommissioned officers as leaders. In all three pillars, the emphasis is on developing competent and confident
leaders of character who understand, and have the ability to exploit the full potential of current and future Army
doctrine across the full spectrum of military operations.

2-2. Institutional training

a. Institutional training is all formal military training and education NCOs receive throughout a military career. The
purpose of institutional training is to develop the values, attributes, critical war fighting skills, and actions that are
essential to quality NCO leadership. When these same values, attributes, skills, and actions are tested, reinforced,
and strengthened by follow-on operational assignments and meaningful self-development programs, NCOs attain
and sustain competency in their profession of arms. Institutional training provides the sound foundation upon which
all future leader development rests. The Noncommissioned Officer Education System (NCOES) and certain other
functional courses form the institutional training pillar of NCO leader development. NCOES is designed to prepare
noncommissioned officers to lead and train soldiers who work and fight under their leadership, and assist their
assigned leaders to execute unit missions. NCOES does this through progressive and sequential training using small
group instruction for NCOs throughout four levels of schooling: primary, basic, advanced, and senior. Functional
courses are based on specific skills required for special assignments or duties. The Army uses resident and distance
learning instruction to provide this institutional training.

b. The Primary Leadership Development Course (PLDC) is a non-military occupational specialty (MOS) specific,
field-oriented, leadership course built around basic soldier skills. PLDC trains specialist (SPC)(P), corporal
(CPL)(P), and sergeants at Noncommissioned Officer Academies (NCOA) throughout the Army. The training is
focused on the values, attributes, skills, and actions needed for team leadership responsibilities at the rank of
sergeant (SGT). Active Army (AA) and Active Guard (AGR) Reserve Component (RC) NCOs attend a 30-day
resident course. Non-AGR RC NCOs complete pre-resident training, then attend a 15 day resident phase during
active duty for training (ADT) or annual training (AT) at a TASS (The Army School System) institution. Promotion
to SGT is contingent upon successful completion of PLDC.

¢. The Basic Noncommissioned Officer Course (BNCOC) is between 2 to 55 weeks, depending upon the MOS, and
consists of two or more phases. Phase I, which is a stand alone common core, uses the small group instruction
process to teach the theory and principles of battle-focused common core training, leadership, and war fighting skills
required to lead a squad-sized element in combat. Phase II is "hands on," performance oriented, technical training
that is specific to the MOS. The level of training received at BNCOC progressively and sequentially improves upon
the previous instruction received in PLDC and operational assignments. All NCOs attend a TASS school facility
dependent upon training seat availability and proximity to home station. Non-AGR RC NCOs attend during ADT or
AT. Promotion to staff sergeant is contingent upon successful completion of BNCOC.

d. The Advanced Noncommissioned Officer Course (ANCOC) is structured similar to BNCOC, and prepares NCOs
to assume the duties and responsibilities needed to lead a platoon-sized element. ANCOC has a phase I stand-alone
common core, as well as proponent phases that include hands-on and performance oriented training that emphasize
war-fighting skills. ANCOC is conducted at resident service schools and the course length is based upon the MOS.
As with BNCOC, AA and RC NCOs attend a TASS school facility dependent upon training seat availability. Non-
AGR RC NCOs attend during ADT or AT. Promotion to SFC is contingent upon successful completion of ANCOC.

e. The Sergeants Major Course (SMC) prepares selected master sergeants (MSG) to perform the duties of sergeant
major (SGM) and command sergeant major (CSM) for staff and troop assignments. The SMC is the pinnacle of the
enlisted education system, and is a prerequisite for promotion to SGM and appointment to CSM. This senior-level
training is obtained through a 9-month resident course taught at Fort Bliss, TX or through a two-year non-resident
course for RC and selected AA personnel.
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/- Functional courses such as drill sergeant, recruiter, and attaché training are required for special assignments.
Other functional courses such as the Battle Staff Course and First Sergeants Course (FSC), provide specific skills
required for duties in operations and leadership areas of responsibility. Senior NCOs selected for first sergeant duty
are required to attend the FSC prior to assuming their initial first sergeant position. Command sergeants major
(CSM) attend the Command Sergeants Major course to prepare them for their initial duty as a CSM.

2-3. Operational assignments

a. Operational experience provides leaders the opportunity to employ and further develop those skills attained
through the process of formal education. Experience gained through a variety of challenging duty assignments
prepares NCOs to lead soldiers in combat.

b. Operational assignments are made based on the NCO’s military specialty and additional skills. Special duty
assignments present a unique challenge and opportunity for leader development as the NCO is often performing
duties outside his or her primary military occupational specialty (PMOS) in positions that include drill instructor,
recruiter, joint duty, and attaché. Commanders and leaders use the Unit Leader Development Plan (LDP) and
noncommissioned officer professional development (NCOPD) to enhance NCO leader development during
operational assignments.

c¢. Developing leaders is a priority mission in Army organizations. Commanders, leaders, and supervisors develop
subordinates and ensure necessary educational requirements are met. Commanders should establish a formal unit
LDP that focuses on developing individual leaders. These programs should consist of three phases: reception and
integration; basic skills development; and advanced development and sustainment.

(1) Conduct an assessment of basic skills to identify strengths that must be sustained, weaknesses that need
improvement, and skills that need to be developed for the NCO to assume greater responsibilities.

(2) Integrate mission essential task list (METL) based training and other unit-related training that support
the unit METL.

(3) Correct weaknesses that impact on the performance of duties. Gain experience for assignment and
career development needs.

d. The NCOPD is the NCO leader development program implemented by the CSM, and is based on the
commander’s guidance and directives. This program encompasses most leadership training at the unit level, and is
tailored to the unique requirements of that unit and its NCOs.

e. Commanders must continuously integrate individual training with collective training to effectively use available
time and resources to develop leaders and ensure soldiers can perform every task required at their skill level.
Operational assignments should reflect the present and projected level of the soldier’s institutional training and
performance abilities.

24, Self-development

a. Self-development is a planned, progressive and sequential program followed by NCOs. This program is
comprised of individual study, education, research, and professional reading (see the Army Chief of Staff’s
professional reading list-appendix E). Self-development also includes practice, and self-assessment, and ideally is
synchronized with institutional training and operational assignments. Self-development programs should
complement and expand on advancements and accomplishments gained during institutional training and operational
assignments, and the programs require a lifelong commitment. Self-development is a personal responsibility and
focuses on maximizing leader strengths, minimizing weaknesses, and achieving individual leader development
goals. Self-development is a joint effort involving the individual soldier and the full support of commanders,
leaders, and supervisors to be effective.

b. Initially, self-development is narrow in focus, but broadens as individuals become more familiar with their own
strengths and weaknesses, determine their specific needs, and become more independent. Each leader’s knowledge
and perspective increase with age, experience, institutional training, and operational assignments. Specific and goal-
oriented development allows individuals, commanders, and leaders to build a functional self-development program
tailored to NCO and unit needs. NCO professional development models (PDM) are the soldiers’ guide to self-
development.
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2-5. Educational activities in support of self-development

Many self-development activities recommended on a PDM come from programs and services offered through the
Army Continuing Education System (ACES), which operates education and learning centers throughout the Army.
ACES assists soldiers with self-development as described below:

a. Education center counseling services provide academic and vocational counseling to help soldiers establish
professional and educational goals. Counselors assist in enrolling the soldier in appropriate courses and in finding
alternate methods to achieve the soldier’s goal when duty schedule prevents regular course enrollment.

b. Functional Academic Skills Training (FAST) offers instruction in reading, mathematics, and communication
skills to help soldiers function on the job, prepare for advanced training, and meet prerequisites for continued
education. These courses can help selected soldiers achieve the current recommended reading grade levels and the
Army’s recommended writing standard. This is an on-duty commander’s program to ensure soldiers possess the
necessary reading and writing skills to succeed in their occupational specialty. Read-to-lead is a self-paced program
to help soldiers improve their reading skills.

c¢. High school completion programs offer soldiers the opportunity to earn a high school diploma or equivalency
certificate on or off-duty.

d. College level courses are available through installation education centers that coordinate with participating
colleges to provide on-post programs that lead to a degree. Most institutions, operating on-post, are part of the
Service members Opportunity Colleges Army Degree (SOCAD), which guarantees soldiers’ transfer of credits and
acceptance of non-traditional credits, such as military experience and College Level Examination Program (CLEP)
tests. Also included are courses for credentialing, certification, and licensing through the education centers or using
an online Web site, Army Credentialing Opportunities Online (COOL). Tuition assistance (TA) is authorized to pay
for voluntary off-duty, and approved on duty, education programs that support Army educational objectives and the
soldier’s self-development goals. These programs help soldiers earn post secondary degrees, that is, associate and
baccalaureate’s degrees, recommended on professional development models. Education counselors assist soldiers in
applying for tuition assistance.

e. Testing is offered by education centers for a wide range of academic and vocational tests. These tests include the
Adult Basic Education (Test) (TABE)-A Reading Comprehension Test for NCOES; Scholastic Aptitude Test (SAT)
and American College Test (ACT) for college entrance; and College Level Examination Program tests for college
credit.

/- Language training for non-linguists is provided by ACES through host-nation orientation and instruction in basic
language skills. These courses enhance language skills of soldiers whose primary duties require frequent contact
with host-nation counterparts. Materials are also available for sustainment of language skills.

g. Correspondence courses are offered through The Defense Activity for Non-Traditional Educational Support
(DANTES), which publishes a catalog of post-secondary correspondence courses in which soldiers may enroll in, as
well as attending regular classroom courses. Education counselors can advise soldiers on the availability of
approved courses and tuition assistance.

h. Army Learning Centers provide a variety of independent study materials, computer-based instruction, language
labs, tutorial services, and a military publications library. These centers support self-development, unit, and
individual training. Materials recommended on PDM reading lists can generally be found in Army learning centers.

i. The Army Correspondence Course Program (ACCP) provides a variety of self-study correspondence courses that
are specific to each MOS and CMF. Courses are also available in leadership and training management, and are
geared to professional development. Proponent schools develop the courses, many of which consist of sub-courses
that provide the soldier promotion points once completed. Soldiers can enroll for courses at the their unit, their
Army learning center or online.
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2—-6. Professional development models
Professional development models are developed for each MOS, and are found in chapters 4 through 36 of this
publication. PDMs —

a. Outline institutional training and operational assignments in relation to career management field (CMF)
recommended self-development activities. Leader self-development is an individual soldier responsibility, and the
only leader development phase over which a soldier has direct control.

b. Emphasize self-development. However, soldiers should not emphasize PDM activities to the point where self
development takes precedence over duty performance.

c. List operational assignments as examples of career development. Soldiers should consult with their supervisors
and career advisors for their particular CMF progression.

d. Guide soldiers through CMF proponent recommended activities to become more proficient at current and next
higher-level duty positions.

e. Identify courses and training that complement and supplement institutional instruction and operational assignment
experiences.

/- Focus on broad recommendations, which address the values, attributes, skills, and actions successful NCOs have
found to be beneficial to their career progression. Each PDM lists recommended self-development activities to
complete prior to attending NCOES and for specific MOS skill levels. Activities include ACCP, computer-based
instruction, post secondary courses, professional readings, and learning center activities.

g. Recommend goals to include professional certification, credentialing, and degrees related to the soldier’s CMF.

h. Contain recommendations for self-development. It may not be feasible for a soldier to complete all recommended
activities since some duty assignments may preclude off-duty education. However, there are alternate methods of
achieving recommendations, for example, examinations, distance learning, and learning center activities.

i. Offer a series of planned, progressive, and sequential developmental activities that leaders can follow to enhance
and sustain military leadership competencies throughout their careers. Any self-development activities undertaken

will require personal sacrifice of off-duty time if the soldier is to achieve the desired goal.

J. Provide the recommended activities soldiers can take to better prepare themselves for each phase of NCOES and
to perform in each duty assignment.
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Chapter 4
Infantry (CMF 11) Career Progression Plan

4-1. Duties

The Infantry Force is a branch designed to close with the enemy by fire and maneuver to destroy or capture him, and
repel his assault by fire, close combat, and counterattack. The Infantry can fight mounted or dismounted according
to terrain conditions and mission requirements. This career field is closed to women.

4-2. MOS 11B Infantryman

a. Major duties. The infantryman supervises, leads, or serves as a member of an infantry activity that employs
individual small arms weapons or heavy anti-armor crew served weapons, either vehicle or dismounted in support of
offensive and defensive combat operations.

b. Prerequisites. See DA Pam 611-21 and PERSCOM Smartbook Web site.

¢. Goals for development The purpose of the infantryman professional development pattern is to educate soldiers
and NCOs on how to map their career to become successful combat leaders. United States Army Infantry Center’s
(USAIC’s) commitment to the Infantry Force is that it will prepare NCOs for success through training in the
institution, based on a thorough review of training strategy. The Noncommissioned Officer Education System
(NCOES) System will also provide multifunctional training during Basic Noncommissioned Officer Course
(BNCOC), and Advanced Noncommissioned Officer Course (ANCOC) to all NCOs to assist in forming the NCO
into a leader prepared to excel in any Infantry assignment. Infantrymen will fill varied tactical assignments during
their career, which will come when the NCO transitions between the different functions of Infantry (light,
mechanized, and antiarmor). The Light Leaders Course, Bradley Transition Course, and Anti-Armor Leaders course
have been instituted to

provide the specialized training required to set the adaptive infantry leader for success. Follow-on assignments at
the brigade and division staff will then add to their overall professional knowledge. In a tactical unit, the NCO
should spend roughly 75 percent of his assignments at battalion level and below and 25 percent in other duty
positions. Back-to-back, non-infantry tactical assignments should be avoided (such as going from drill sergeant to
recruiter duty, instructor, or staff to similar positions). It is possible these situations will occur due to direct
assignment from the Department of the Army. NCOs should seek the harder, more professionally rewarding,
leadership positions: team leader, squad leader, section leader, platoon sergeant, and first sergeant. They should
round out their careers with battalion/brigade operations experience.

(1) Private (PVT)-SPC/CPL.

(a) Institutional training. One station unit training (OSUT), Primary Leadership Development Course (PLDC).

(b) Operational assignments. The focus during the early years of a soldier’s career should be on building a strong
base of technical expertise in equipment, basic MOS skills, and common soldier tasks.

(c) Self-development. Soldiers should become familiar with and study the following military publications: FM 21—
20, FM 22-5, AR 670-1, FM 21-75, FM 21-11, and all-10 level maintenance manuals associated with their
equipment. The following is the suggested reading list: Art of War (Sun Tzu), The Forgotten Soldier (Sajer, Guy),
The Killer Angels (Shaara, Michael). The OPTEMPO of tactical assignments limits the opportunity for civilian
education, but if you are willing to make sacrifices, then the chances are there. If you are unable to pursue formal
civilian courses CLEP and DANTES are available; again these are based on the individual soldiers’ own desire to
excel. There are, however, ample opportunities to participate in various types of correspondence courses.

(d) Additional training. Airborne, Air Assault, Javelin/Dragon, Sniper, Rappel Master.

(e) Special assignments. Recruiter programs (must volunteer).

(2) SGT.

(a) Institutional training. PLDC (for conditional promotion to SGT, see AR 600-8—19), and BNCOC.

(b) Operational assignments. The focus during this phase of a soldier’s career should be on developing leadership
skills, honing on technical expertise, and laying a foundation of tactical knowledge. Team leader and squad leader
positions should be sought out.

(c) Self-development. Soldiers should study and master the following military publications: FM 1, FM 3-0, FM 3—
25.26, FM 22-100, FM 25-100, FM 25-101, all -10 level maintenance manuals associated with their equipment,
and all battle drills that are associated with current assignment. The following is the suggested reading list:
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Common Sense Training (Collins, Presidio Press, 1980, ISBN 0-89141-046—5), Small Unit Leadership (Malone,
Mike), Rules for Leadership; Improving Unit Performance (Blade, National Defense University Press, 1986, 88—
28556), Guide to Effective Military Writing (Mclntosh, Stackpole Books), Readings on famous military leaders;
that is, Napoleon, Grant, Lee, Pershing, Patton, Bradley, Ridgeway, Westmoreland, Schwartzkopf, The Story of the
Noncommissioned Officer Corps (Center for Military History, 70-38), Attacks (Rommel), When bad things happen
to good people (Kushner, Harold S). Seek opportunities to pursue college level courses.

(d) Additional training. Light Leaders Course, Bradley Transition Course, Anti-Armor Leaders Course, Ranger,
Airborne, Air Assault, Jumpmaster, Sniper, Master Fitness, Rappel Master, Master Gunner (SGT promotable).

(e) Special assignments.. Drill sergeant (SGT promotable).

(3) SSG.

(a) Institutional training. BNCOC (for conditional promotion to SSG, see AR 600-8—-19), ANCOC, and Battle Staff
Course.

(b) Operational assignments. The focus of this phase is to continue development and refinement of the leadership
skills and tactical and technical expertise at the squad and platoon level. Soldiers should seek duty as squad/section
leaders, possibly platoon sergeants if the opportunity is available.

(c) Self-development. Soldiers should study and master the following military publications: FM 3-25.26, FM 22—
100, FM 25-100, FM 25-101, DA Pam 600-25, all-10 level maintenance manuals associated with their equipment,
and all battle drills that are associated with current assignment. The following is the suggested reading list: Small
Unit Administration (Manual or ADP Systems, Stackpole Books), The Noncommissioned Officers’ Family Guide
(Gross, Beau Lac Pub, 1985, ISBN 0-911980-13—-X). At this stage soldiers should seek opportunities to pursue
completion of an associate’s degree.

(d) Additional training. Master gunner, Light Leaders Course, Bradley Transition Course, Anti-Armor Leaders
Course, Ranger, Airborne, Air Assault, Master Gunner, Pathfinder, Jumpmaster, Rappel Master, Master Fitness.

(e) Special assignments. Instructor, drill sergeant, recruiter, AA/RC advisor, observer/controller.

(4) SFC.

(a) Institutional training. ANCOC (for conditional promotion to SFC, see AR 600-8-19), First Sergeants Course
(First time first sergeants are required to attend the FSC prior to holding a first sergeant position), and Battle Staff
Course.

(b) Operational assignments. The critical assignment at this stage is platoon sergeant, especially in a tactical unit.
Platoon sergeant is an assignment you must seek to be qualified in the duty position and will enhance your ability to
be a better leader in combat. It also increases soldier potential for selection to MSG.

(c) Self-development. Soldiers should study and master the following military publications: FM 3-7, FM 21-31, FM
25-100, FM 3-0, FM 25-101, DA Pam 600-25, AR 350-17, AR 750-1. The following is the suggested reading list:
Readings about world politics and tensions issues, Combat Leader’s Field Guide (10th Ed., Stackpole Books), Roots
of Strategy, Book 2 (Picq, Clausewitz, Jomini, Stackpole Books). At this stage you should seek opportunities to
pursue completion of an associate’s degree.

(d) Additional training. Light Leaders Course, Bradley Leaders Course, Master Gunner, Anti-Armor Leaders
Course, Ranger, Airborne, Air Assault, Drill Sergeant, Rappel Master, Jumpmaster, Air Tactical Operation Course,
Master Fitness, Equal Opportunity Advisor.

(e) Special assignments. IG NCO, instructor, drill sergeant, observer/controller at a Combat Training Center (JRTC,
CMTC, NTC), AA/RC advisor, ROTC, EO advisor, Career management NCO, battalion/brigade/division
operations, troop command (RC), State HQ (ARNGUS), regional support command or GO command (USAR).

d. Professional Development Model for MOS 11B. See Professional Development Model for MOS 11B.
e. Army career degrees. See SOCAD Army Career Degree Program.

f- Gl to Jobs. See GI to Jobs COOL Web site.
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	bullet - • Obstacles. Hazards associated with obstacles may be accident or tactical. They may be ...
	bullet - • Key terrain and decisive terrain. Hazards are a marked advantage terrain provides to t...
	bullet - • Avenues of approach. Hazards associated with avenues of approach can affect both tacti...
	4th sub - Weather.

	Body - Weather works hand-in-hand with terrain to create hazards. To identify weather hazards, le...
	bullet - • Adverse effects of heat and cold hazards on the performance of soldiers.
	bullet - • Effects of climate and weather on maintenance of vehicles and equipment before beginni...
	bullet - • Hazardous effects of weather on the five military aspects of terrain.
	3rd sub - Troops

	Body - Leaders analyze the capabilities of available friendly troops. Associated hazards impact b...
	bullet - • Hazards to the physical and emotional health of soldiers. Inadequate sanitation facili...
	bullet - • Hazards to task organization or units participating in an operation. Hazards include h...
	bullet - • Hazards associated with long-term missions. Long-term missions include nation building...
	3rd sub - Time Available

	Body - The hazard is insufficient time to plan, prepare, and execute operations. Planning time is...
	3rd sub - Civilians

	Body - The commander’s legal responsibility is to consider hazards to, and safeguarding of, civil...
	bullet - • In a wartime environment. The commander must consider the hazard of collateral damage ...
	bullet - • In a peacetime environment. The commander must consider the political attitudes and pr...
	Body - Adversaries are hostile elements other than the enemy that may be encountered during any o...
	2nd sub - STEP 2. ASSESS HAZARDS

	Body - Step 2 completes the risk assessment. Risk is the chance of hazard or bad consequences. Th...
	Body - The incident must be credible in that it must have a reasonable expectation of happening. ...
	3rd sub - Substep A

	Body - Leaders and staffs assess each hazard in relation to the probability of a hazardous incide...
	Body - 
	fig 2-2 head - FREQUENT (A) Occurs very often, continuously experienced

	fig 2-2 body - Single item
	fig 2-2 body - Occurs very often in service life. Expected to occur several times over duration o...
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs continuously during a specific mission or operation, or over a service life.
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurs very often in career. Expected to occur several times during mission or ope...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs continuously during a specific mission or operation.
	fig 2-2 head - LIKELY (B) Occurs several times

	fig 2-2 body - Single item
	fig 2-2 body - Occurs several times in service life. Expected to occur during a specific mission ...
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs at a high rate, but experienced intermittently (regular intervals, generall...
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurs several times in career. Expected to occur during a specific mission or ope...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs at a high rate, but experienced intermittently.
	fig 2-2 head - OCCASIONAL (C) Occurs sporadically

	fig 2-2 body - Single item
	fig 2-2 body - Occurs some time in service life. May occur about as often as not during a specifi...
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs several times in service life.
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurs some time in career. May occur during a specific mission or operation, but ...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs sporadically (irregularly, sparsely, or sometimes).
	Body - 
	Body - 
	fig 2-2 head - SELDOM (D) Remotely possible; could occur at some time

	fig 2-2 body - Single item
	fig 2-2 body - Occurs in service life, but only remotely possible. Not expected to occur during a...
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs as isolated incidents. Possible to occur some time in service life, but rar...
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurs as isolated incident during a career. Remotely possible, but not expected t...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs rarely within exposed population as isolated incidents.
	fig 2-2 head - UNLIKELY (E) Can assume will not occur, but not impossible

	fig 2-2 body - Single item
	fig 2-2 body - Occurrence not impossible, but can assume will almost never occur in service life....
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs very rarely (almost never or improbable). Incidents may occur over service ...
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurrence not impossible, but may assume will not occur in career or during a spe...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs very rarely, but not impossible.
	Caption - Figure 2-2. Hazard Probability (continued)
	3rd sub - Substep B


	Body - Substep B addresses the severity of each hazard. It is expressed in terms of—
	bullet - • Degree of injury or illness.
	bullet - • Loss of or damage to equipment or property.
	bullet - • Environmental damage.
	bullet - • Other mission-impairing factors such as lost combat power.
	Body - The degree of severity estimated for each hazard may be based on knowledge of the results ...
	fig 2-3heading - CATASTROPHIC (I) Loss of ability to accomplish the mission or mission failure. D...
	fig 2-3heading - CRITICAL (II) Significantly (severely) degraded mission capability or unit readi...
	fig 2-3heading - MARGINAL (III) Degraded mission capability or unit readiness. Minor damage to eq...
	fig 2-3heading - NEGLIGIBLE (IV) Little or no adverse impact on mission capability. First aid or ...
	Caption - Figure 2-3. Hazard Severity
	3rd sub - Substep C


	Body - In this substep leaders and staffs expand what they understand about probable hazardous in...
	Body - Figure 2-4 is a standardized matrix that can be used to assist in this process. Leaders an...
	Body - Figure�2-5 provides a summary of the levels of risk. It also provides examples of hazardou...
	new fig 2-5 - E - Extremely High: Loss of ability to accomplish the mission if hazards occur duri...
	new fig 2-5 - Example: A commander finds that one of his implied tasks to attack an objective inv...
	new fig 2-5 - H - High: Significant degradation of mission capabilities in terms of the required ...
	new fig 2-5 - Example: During a preplanned ambush, the leader discovers that the force he intends...
	new fig 2-5 - M - Moderate: Expected degraded mission capabilities in terms of the required missi...
	new fig 2-5 - Example: A commander in a defensive position receives a warning order to be prepare...
	new fig 2-5 - L - Low: Expected losses have little or no impact on accomplishing the mission. The...
	new fig 2-5 - Example: A mechanized task force (TF) conducting a movement to contact in a desert ...
	Caption - Figure 2-5. Levels of Risk (continued)
	2nd sub - STEP 3. DEVELOP CONTROLS AND MAKE RISK DECISIONS


	sec quote - Risk management is the recognition that decision making occurs under conditions of un...
	sec quote byline - FM 100-7, Decisive Force:
	sec quote byline - The Army in Theater Operations, May 1995
	Body - Step 3 is accomplished in two substeps: develop controls and make risk decisions. This is ...
	3rd sub - Substep A - Develop Controls

	Body - After assessing each hazard, leaders develop one or more controls that either eliminate th...
	4th sub - Types of Controls

	Body - Controls can take many forms, but fall into three basic categories—educational controls, p...
	bullet - • Educational controls. These controls are based on the knowledge and skills of the unit...
	bullet - • Physical controls. These controls may take the form of barriers and guards or signs to...
	bullet - • Avoidance. These controls are applied when leaders take positive action to prevent con...
	4th sub - Criteria for Controls.

	Body - To be effective, each control developed must meet the following criteria:
	bullet - • Suitability. It must remove the hazard or mitigate (reduce) the residual risk to an ac...
	bullet - • Feasibility. The unit must have the capability to implement the control.
	bullet - • Acceptability. The benefit gained by implementing the control must justify the cost in...
	fig 2-6 - Support Availability of adequate personnel, equipment, supplies, and facilities necessa...
	fig 2-6 - Standards Guidance and procedures for implementing a control are clear, practical, and ...
	fig 2-6 - Training Knowledge and skills are adequate to implement a control.
	fig 2-6 - Leadership Leaders are competent to implement a control.
	fig 2-6 - Individual Individual soldiers are sufficiently self-disciplined to implement a control.
	Caption - Figure 2-6. Criteria for Determining Acceptability of Controls
	4th sub - Examples of Controls.


	Body - Examples of controls include—
	bullet - • Engineering or designing to eliminate or control hazards.
	bullet - • Selecting a COA that avoids identified hazards.
	bullet - • Limiting the number of people and the amount of time they are exposed to hazards, cons...
	bullet - • Selecting personnel with appropriate mental, emotional, and physical capabilities.
	bullet - • Providing protective clothing, equipment, and safety and security devices.
	bullet - • Providing such services as adequate sanitation facilities and water purification capab...
	bullet - • Providing warning signs and signals.
	bullet - • Scheduling vehicle and aircraft silhouette drills.
	bullet - • Planning training, including rehearsals, rock drills, battle drills, and so forth.
	bullet - • Programming communications links for key civilian organizations.
	bullet - • Establishing battlefield controls such as areas of operations and boundaries, direct f...
	bullet - • Developing terrorist attack warning systems and response plans.
	Body - The key is to specify who, what, where, when, and how each control is to be used. For exam...
	bullet - • Planning and scheduling intensive threat and friendly vehicle identification refresher...
	bullet - • Programming installation of crashworthy passenger seats in the UH�60 Blackhawk, when m...
	bullet - • Requiring soldiers to wear flak vests and helmets during movement to contact, or when ...
	bullet - • Establishing strong continuity documents and planning overlap tours for key leaders fa...
	4th sub - Residual Risk.

	Body - Once the responsible leader develops and accepts controls, he determines the residual risk...
	bullet - • Residual risk is the risk remaining after controls have been selected for the hazard. ...
	bullet - • Overall residual risk of a mission must be determined when more than one hazard is ide...
	3rd sub - Substep B - Make Risk Decision

	Body - A key element of the risk decision is determining if the risk is justified. The commander ...
	Body - Leaders can use the risk assessment matrix in Figure�2�4—in conjunction with their command...
	2nd sub - STEP 4. IMPLEMENT CONTROLS

	Body - Leaders and staffs ensure that controls are integrated into SOPs, written and verbal order...
	bullet - • Appropriate superior, adjacent, and subordinate units and those executing the mission.
	bullet - • Logistics Civil Augmentation Program (LOGCAP) organizations and civilian agencies that...
	Body - The media, NGOs, and PVOs must be included in coordination when their presence impacts or ...
	Body - Leaders must explain how supervisors will implement controls. Examples of control implemen...
	bullet - • Conducting vehicle and aircraft silhouette drills.
	bullet - • Conducting rehearsals, rock drills, battle drills, and so forth.
	bullet - • Conducting intensive threat and friendly vehicle identification refresher training for...
	bullet - • Conducting orientation for replacement personnel.
	bullet - • Installing and maintaining communications links for key civilian organizations.
	bullet - • Operating in convoys of four vehicles minimum.
	bullet - • Carrying weapons and wearing flak jackets and helmets when outside secure compounds.
	2nd sub - STEP 5. SUPERVISE AND EVALUATE

	sec quote - Leaders must supervise the execution of their orders. The more untrained the troops, ...
	sec quote byline - Infantry in Battle, 1939
	Body - During mission preparation and execution, leaders must ensure that their subordinates unde...
	3rd sub - Supervise

	Body - Leaders supervise mission rehearsal and execution to ensure standards and controls are enf...
	Body - During sustained operations, leaders continue planning to ensure that controls emplaced at...
	bullet - • Climatic extremes.
	bullet - • NBC and hazardous waste contamination.
	bullet - • Diseases native to a particular area of operation or indigenous population.
	bullet - • Terrorist threats.
	3rd sub - Evaluate

	Body - After a mission, leaders and individuals evaluate how well the risk management process was...
	bullet - • Determine how to ensure that successes are continued to the next mission.
	bullet - • Capture and disseminate lessons learned so that others may benefit from the experience.
	bullet - • Consider the effectiveness of the risk assessment in identifying and accurately assess...
	bullet - • Determine whether the level of residual risk of each hazard and of the overall mission...
	bullet - • Evaluate the effectiveness of each control in reducing or removing risk, including whe...
	Body - Leaders and individuals determine why some controls were ineffective and what should be do...
	Body - Figure 2-7 shows that the risk management process continues throughout a mission as well a...
	1st subhead - TOOLS AND PITFALLS

	Body - The appendix�provides examples of risk management tools to help leaders assess identified ...
	Body - Units train to a standard. They operate and train regardless of the degree of real or perc...
	Body - Figure�A�7 provides an example of risk management considerations integrated into a mission...
	Body - Pitfalls arise when risk management tools are used without adaptation to the factors of ME...
	Body - Completing the risk assessment alone, but failing to identify effective controls, usually ...
	Caption - Figure 2-5. Levels of Risk
	Caption - Figure 2-7. Continuous Application of Risk Management
	Caption - Figure 2-1. Risk Management Steps Correlated with Military Decision-Making Tasks
	Caption - Figure 2-2. Hazard Probability
	Caption - Figure 2-4. Risk Assessment Matrix
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	intro text - This chapter presents the moral and ethical implications of risk management. It outl...
	1st subhead - MORAL AND ETHICAL IMPLICATIONS FOR LEADERS

	Body - To be successful, risk management must be underwritten by the chain of command. Leaders sh...
	Body - Leaders accept that things may go wrong, even with the certain knowledge that a subordinat...
	sec quote - Everyday as we respond to the nation’s needs, we expose our soldiers to hazards in un...
	sec quote byline - General Dennis J. Reimer
	sec quote byline - Chief of Staff, Army
	1st subhead - RESPONSIBILITIES

	Body - One critical task for all operations is minimizing risk. Every military plan must make thi...
	Body - The commander and his staff must look at tactical risks and accident risks. They use the s...
	Body - Leaders and soldiers at all levels are responsible and accountable for managing risks by e...
	bullet - • Identified during planning, preparation, and execution of operations.
	bullet - • Controlled during preparation and execution of operations.
	Body - Soldiers are responsible for executing risk controls to standards. They must continuously ...
	Body - Sometimes commanders are not properly advised in situations where the assumption of risk m...
	bullet - • The risk denial syndrome in which leaders do not want to know of the risk.
	bullet - • A staff member who believes that the risk decision is part of his job and does not wan...
	bullet - • A subordinate who does not fully understand the higher commander’s guidance.
	bullet - • Complacency—outright failure to recognize a hazard or the level of risk involved, or o...
	bullet - • Use of a standardized risk assessment tool, such as a risk assessment card, that is no...
	2nd sub - COMMANDERS

	Body - The commander directs the organization and sets priorities and the command climate (values...
	bullet - • Demonstrating consistent and sustained risk management behavior through leading by exa...
	bullet - • Providing clear guidance, when appropriate, on where or what risk to accept.
	bullet - • Obtaining and providing to subordinates the necessary assets to control risk.
	bullet - • Knowing their own limitations, their leaders’ and soldiers’ limitations, and their uni...
	bullet - • Preventing a zero-defects mindset from creeping into their command’s culture.
	bullet - • Allowing subordinates to make mistakes and learn from them.
	bullet - • Demonstrating full confidence in subordinates’ mastery of their trade and their abilit...
	bullet - • Keeping subordinates informed; consulting with subordinate leaders before making a dec...
	bullet - • Listening to subordinates.
	Body - Commanders are responsible and accountable for their own actions and those of units under ...
	Body - Command is often exercised in conditions of uncertainty and ambiguity, where violence, dan...
	Body - Avoiding the zero-risk mindset requires the exercise of positive leadership. The commander...
	Body - Risk management is a two-way street. It is important that those involved in mission prepar...
	Body - The objective of managing risk is not to remove all risk, but to eliminate unnecessary ris...
	2nd sub - Leaders

	Body - Many of the tasks identified for commanders apply to all leaders. Leaders’ specific respon...
	bullet - • Establishing clear, feasible risk management policies and goals.
	bullet - • Conducting detailed planning within time constraints; assessing each mission and task ...
	bullet - • Making informed risk decisions and establishing and clearly communicating risk guidance.
	bullet - • Training the risk management process. Ensuring subordinates understand the who, what, ...
	bullet - • Examining how subordinates manage risk and how soldiers protect themselves.
	bullet - • Supervising and evaluating the unit’s execution of risk controls during the mission to...
	bullet - • Advising his chain of command on risks and risk-reduction measures.
	bullet - • Providing subordinates with feedback on their performance and ways to improve.
	bullet - • Assessing the effectiveness of their unit’s risk management program.
	bullet - • Capturing and disseminating lessons learned to ensure they are continued from mission ...
	2nd sub - STAFFs

	Body - The chief of staff or executive officer is responsible for supervising integration of risk...
	bullet - • Analyzing his functional area and applying risk management during the military decisio...
	bullet - • Identifying constraints in the higher commander’s risk guidance.
	bullet - • Including hazards and their risks in the mission analysis briefing.
	bullet - • Including a risk assessment for the commander’s estimate.
	bullet - • Considering the risk assessment in the operations estimate.
	bullet - • Including risks and recommending ways to reduce their impact in the staff estimate.
	bullet - • Implementing risk controls by coordinating and integrating them into the appropriate p...
	bullet - • Establishing procedures and standards that are clear and practical.
	bullet - • Determining the effectiveness of hazard/risk controls and continuously assessing their...
	bullet - • Supervising, evaluating, and assessing the integration of risk management during an op...
	bullet - • Continuously identifying hazards, assessing initial and residual risks for each hazard...
	bullet - • Identifying and assessing hazards associated with complacency, especially during exten...
	Body - At the operational level, staffs focus on hazards and their risks across the spectrum of p...
	2nd sub - INDIVIDUALS

	Body - The level of expertise and maturity of the individual influence his proficiency in managin...
	Body - Some soldiers and individuals ignore existing standards and improvise their own. Due to in...
	bullet - • Overestimating their ability to respond to or recover from a hazardous incident—they b...
	bullet - • Underestimating the level of risk posed by a hazard.
	Body - It is imperative that individuals understand and execute controls implemented by leaders a...
	Body - Individuals must maintain situational awareness and self- discipline when they perform the...
	bullet - • Understand and apply risk management.
	bullet - • Execute controls directed by their leaders, that is, perform to standards.
	bullet - • Carry risk management over into training and activities—both on and off duty.
	bullet - • Look out for others—anyone has authority to halt something that is inherently unsafe.
	1st subhead - INTEGRATION INTO TRAINING AND OPERATIONS

	sec quote - ARFOR commanders/leaders must continuously employ risk management approaches to effec...
	sec quote byline - FM 100-7, Decisive Force: The Army in Theater Operations, May 1995
	Body - Integrating risk management into training and operations—
	bullet - • Preserves the lives and well-being of everyone.
	bullet - • Conserves equipment, facilities, environmental resources, and combat power.
	Body - Risk management must not be treated as an afterthought. It must be planned for up front. L...
	Body - When integrating risk management into sustained operations, leaders must consider increase...
	bullet - • The complexity of mission development and associated changing interrelationships with ...
	bullet - • The inclusion of civilian contractors, for example, LOGCAP, as part of the force.
	bullet - • The presence of the media, NGOs, and PVOs.
	Body - These diverse elements need to be integrated into the risk management process.
	Body - Two key considerations relevant to managing risk in complex operational environments include—
	bullet - • Understanding the culture of the indigenous population or society and its way of doing...
	bullet - • The dynamics of managing risk and the way the leader and his subordinates manage risk....
	Sub Bullet - — Having the right combination of well-trained, disciplined, well-armed, and well-eq...
	Sub Bullet - — Issuing clear guidance to minimize risk.
	Sub Bullet - — Determining and implementing risk controls for carrying out the mission.
	Sub Bullet - — Maintaining situational awareness, especially of vulnerabilities.
	Sub Bullet - — Avoiding unnecessary accident risk.
	Body - Risk management works best when incorporated into existing command training and operationa...
	bullet - • Development of policy, goals, objectives, and priorities in the commander’s quarterly ...
	bullet - • The commander’s training assessment, by identifying hazards and risk controls.
	bullet - • Systematic observation and assessment of the unit’s risk management performance and fe...
	Body - Leaders and soldiers must have the skills, knowledge, and attitude to effectively manage r...
	Body - Doctrine developers must integrate risk management into planning for all Army processes, e...
	1st subhead - ASSESSMENT OF THE RISK MANAGEMENT PROCESS

	Body - To assess the risk management process is to determine a unit’s current level of proficienc...
	Body - How well risk is managed affects readiness. Leaders need to know the current status and ef...
	bullet - • Effectively risk management is embedded into planning and preparing for operations.
	bullet - • Well risk management is understood by subordinate leaders and soldiers.
	bullet - • Effectively risk management is used to execute operations.
	Body - Leaders assess the effectiveness of their units by reviewing how well hazards are identifi...
	bullet - • Specified in oral and written OPORDs, OPLANs, and SOPs.
	bullet - • Communicated to lowest level of chain of command.
	bullet - • Included in short-, near-, and long-term training plans.
	bullet - • Implemented into training and activities on and off duty.
	bullet - • Embedded into protect-the-force programs such as safety and health and antiterrorism.
	bullet - • Part of after-action reviews and fed into lessons learned.
	Body - Risk management cannot be seen as a competitive program whereby a unit or leader is judged...
	sec quote - Take calculated risks. That is quite different from being rash.
	sec quote byline - General George S. Patton, Jr.
	Body - 
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	intro text - The examples in this appendix are designed to help those charged with managing risk.
	1st subhead - Tracking Tool

	Body - The work sheet instructions are in Figure A-1.
	Body - The work sheet (Figure A-2) provides a starting point to logically track the process of ha...
	Body - Examples provided in Figures A-3 through A-6 should help individuals manage risk at the ta...
	Caption - Figure A-4. Example of Completed Risk Management Work Sheet for Company/Team
	Caption - Figure A-5. Example of Completed Risk Management Work Sheet for Battalion/Task Force
	Caption - Figure A-5. Example of Completed Risk Management Work Sheet for Battalion/Task Force (c...
	Caption - Figure A-5. Example of Completed Risk Management Work Sheet for Battalion/Task Force (c...
	Caption - Figure A-6. Example of Completed Risk Management Work Sheet for Division/Corps/EAC Task...
	Caption - Figure A-6. Example of Completed Risk Management Work Sheet for Division/Corps/EAC Task...
	Caption - Figure A-6. Example of Completed Risk Management Work Sheet for Division/Corps/EAC Task...
	1st subhead - MISSION TRAINING PLAN

	Body - Figure A-7 shows risk management integrated into an MTP task. The example portrays a possi...
	fig a-7 body - TASK: C2 THE BATTALION (7-1-1901)(FM 7-20)
	fig a-7 body - ITERATION: 1 2 3 4 5 (circle)
	fig a-7 body - TRAINING STATUS: T P U (circle)
	fig a-7 body - CONDITION: The brigade issues an OPORD or FRAGO
	MTP Body - TASK STANDARD:
	fig a-7 sub body text - a. The battalion plan accomplishes the directed mission and specified tas...
	fig a-7 sub body text - b. The plan is as fully prepared as time allows to initiate the mission a...
	fig a-7 sub body text - c. The battalion controls and synchronizes subordinate and supporting ele...
	fig a-7 sub body text - d. The battalion keeps higher, adjacent, subordinate, supporting, and sup...
	mtp header - SUBTASKS AND STANDARDS: GO NO-GO
	MTP Boxed text - +1. Battalion leaders issue the warning order.
	fig a-7 sub body text - a. A complete warning order is issued within 15 minutes of receipt of the...
	fig a-7 sub body text - b. Warning order is received by all platoons within 45 minutes of issuanc...
	MTP Boxed text - *2. Battalion commander analyzes mission and gives initial guidance.
	fig a-7 sub body text - a. Guidance includes restated mission, which includes brigade commander’s...
	fig a-7 sub body text - b. Guidance is given within 30 minutes of receipt of order.
	fig a-7 sub body text - c. Guidance includes instructions on information requirements and initial...
	MTP Boxed text - +3. Battalion accomplishes reconnaissance and other actions to gather needed inf...
	fig a-7 sub body text - a. Reconnaissance actions begin to physically gain information on the ene...
	fig a-7 sub body text - b. Commander conducts a personal reconnaissance, when possible. If not, t...
	fig a-7 sub body text - c. Subordinate leaders perform a personal reconnaissance when possible. S...
	fig a-7 sub body text - d. Staff coordinates with subordinate, higher, supporting, and adjacent h...
	fig a-7 sub body text - e. Staff provides operations, intelligence, and CSS estimates to include ...
	MTP Boxed text - +4. Battalion commander develops and wargames courses of action and selects one.
	fig a-7 sub body text - a. Tactically feasible courses of action (include CS and maneuver) are ma...
	fig a-7 sub body text - b. Best COA is selected.
	fig a-7 sub body text - c. COA is wargamed and refined by the command and staff. The staff must u...
	MTP Boxed text - *5. Staff develops an OPLAN and OPORD from the commander’s guidance.
	MTP - OPLAN and OPORD successfully accomplish the mission according to higher commander’s intent....
	MTP Boxed text - *6. Battalion commander and staff issue implementing FRAGOs (accident risk contr...
	MTP Boxed text - *7. Battalion commander issues the OPORD/FRAGO.
	fig a-7 sub body text - a. OPORD/FRAGO is issued IAW the one-third, two-thirds rule and makes ful...
	fig a-7 sub body text - b. OPORD/FRAGO accomplishes all directed missions and tasks, complies wit...
	fig a-7 sub body text - c. All subordinate and supporting elements receive the OPORD/FRAGO.
	fig a-7 sub body text - d. OPORD/FRAGO contains task organization, mission, concept, accident ris...
	fig a-7 sub body text - e. If more time is available, the battalion commander issues a fully deve...
	fig a-7 sub body text - f. Order is given at a location that reduces travel time, allows observat...
	fig a-7 sub body text - g. Battalion commander should perform brief-backs and war gaming, to incl...
	fig a-7 sub body text - h. Subordinate leaders and staff should perform lateral coordination befo...
	MTP Boxed text - +8. Commander and staff coordinate and refine the plan.
	fig a-7 sub body text - a. Time is well used to continue gathering information and to improve the...
	fig a-7 sub body text - b. New information is disseminated and coordinated with higher, adjacent,...
	MTP Bullet - • Changes or refinements in plan.
	MTP Bullet - • Information on the enemy in the sector or zone.
	MTP Bullet - • Information that impacts on planning and execution (risk acceptance decisions/haza...
	MTP Bullet - • Adjustments/changes in the plans.
	MTP Boxed text - +*9. Battalion executes changes in task organization.
	fig a-7 sub body text - a. Main CP coordinates link-up location, time, and responsible element.
	fig a-7 sub body text - b. Attachments/new elements are received at the coordinated location and ...
	fig a-7 sub body text - c. Detachments reach the link-up point at the time and place directed.
	MTP Boxed text - +*10. Battalion performs and commander and staff perform, supervise, and monitor...
	fig a-7 sub body text - a. Command group/XO performs brief-backs with subordinate commanders, lea...
	fig a-7 sub body text - b. Main CP maintains status of preparations.
	fig a-7 sub body text - c. Elements make full use of time to prepare for the operation. Subjectiv...
	MTP Boxed text - +*11. Battalion sees the battlefield.
	fig a-7 sub body text - a. Command group is positioned to see and move.
	fig a-7 sub body text - b. Companies and other subordinates accurately report critical informatio...
	fig a-7 sub body text - c. Main CP collects, analyzes, and passes processed critical information.
	fig a-7 sub body text - d. Subordinates execute intelligence collection plan. See subordinate ele...
	MTP Boxed text - +*12. Battalion leaders command and control the execution.
	fig a-7 sub body text - a. Subordinate elements report enemy and friendly actions, change in stat...
	fig a-7 sub body text - b. Battalion leaders win the battle by directing the maneuver of units, c...
	MTP Para (1) - (1) Elements not following OPLAN and OPORD are corrected.
	MTP Para (1) - (2) Responses to new METT-T hazards are directed soon after the new situation occurs.
	MTP Para (1) - (3) No friendly casualties inflicted by friendly direct or indirect fires or other...
	MTP Para (1) - (4) Number/percentage of direct fire weapons engaging the enemy.
	MTP Para (1) - (5) Number/percentage of indirect fire rounds fired and percentage hitting/suppres...
	MTP Para (1) - (6) Number of enemy casualties.
	MTP Para (1) - (7) Number of friendly casualties.
	fig a-7 sub body text - c. The C2 and CSS assets are controlled to support maneuver effort. Indic...
	MTP Para (1) - (1) Effective CSS and C2.
	MTP Para (1) - (2) C2 or CSS elements not destroyed by enemy direct fires.
	fig a-7 sub body text - d. FRAGOs are clear, concise, include risk management, and are quickly ex...
	fig a-7 sub body text - e. Changes that affect the battle are disseminated within five minutes.
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	Caption - Figure 1-2. Key Aspects of Risk Management

	chapter no. - Chapter 1
	chapter title - Risk Management Fundamentals

	sec quote - Sizing up opponents to determine victory, assessing dangers and distances is the prop...
	sec quote byline - Sun Tzu, The Art of War, “Terrain”
	intro text - Risk management is the process of identifying, assessing, and controlling risks aris...
	intro text - Risk is characterized by both the probability and severity of a potential loss that ...
	1st subhead - BACKGROUND

	Body - Throughout the history of armed conflict, government and military leaders have tried to re...
	bullet - • Effects of casualties.
	bullet - • Impact on civilians.
	bullet - • Damage to the environment.
	bullet - • Loss of equipment.
	bullet - • Level of public reaction.
	Body - War is inherently complex, dynamic, and fluid. It is characterized by uncertainty, ambigui...
	Body - Historically, the Army has had more accidental losses, including fratricide (friendly fire...
	bullet - • An ever-changing operational environment.
	bullet - • Effects of a fast-paced, high-operational tempo (OPTEMPO) and a high-personnel tempo (...
	bullet - • Equipment failure, support failure, and the effects of the physical environment.
	1st subhead - PRINCIPLES

	Body - The basic principles that provide a framework for implementing the risk management process...
	bullet - • Integrating risk management into mission planning, preparation, and execution. Leaders...
	bullet - • Making risk decisions at the appropriate level in the chain of command. The commander ...
	bullet - • Accepting no unnecessary risk. Commanders compare and balance risks against mission ex...
	1st subhead - APPLICABILITY

	Body - Risk management applies to all situations and environments across the wide range of Army o...
	2nd sub - DEVELOPMENT

	Body - Development concerns include force design, manpower allocation, training and training deve...
	3rd sub - Force Design
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	bullet - • Modification tables of organization and equipment (MTOE).
	bullet - • Tables of distribution and allowances (TDA) organizations.
	3rd sub - Manpower Allocations
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	3rd sub - Training and Training Developments

	Body - Concerns include hazardous and critical training tasks and feasible risk reduction measure...
	3rd sub - Combat and Materiel Developments and Battle Laboratories

	Body - Concerns include providing a means to assist in making informed trade-off decisions such as—
	bullet - • Balancing equipment form, fit, and function.
	bullet - • Balancing the durability and cost of equipment and spare parts against their reliabili...
	bullet - • Determining the environmental impact.
	bullet - • Determining whether to accept systems with less than the full capabilities prescribed ...
	Body - ARs 70-1 and 385-16 and MIL-STD-882 provide details on risk management application in the ...
	2nd sub - FIELDING

	Body - Fielding concerns include personnel assignments, sustainment and logistics, training, and ...
	3rd sub - Personnel Assignments

	Body - Concerns include making informed decisions in assigning replacement personnel. For example...
	3rd sub - Sustainment and Logistics

	Body - Concerns include enhancing one’s ability to determine support requirements, the order in w...
	3rd sub - Training

	Body - Concerns include helping leaders determine the—
	bullet - • Balance between training realism and unnecessary risks in training.
	bullet - • Impact of training operations on the environment.
	bullet - • Level of proficiency and experience of soldiers and leaders.
	3rd sub - Base Operations

	Body - Concerns include prioritizing the execution of base operations functions to get the most b...
	2nd sub - EMPLOYMENT

	Body - Employment concerns include force protection and deployment, operations, and redeployment.
	3rd sub - Force Protection

	Body - Concerns include developing a plan that identifies threats and their associated hazards an...
	3rd sub - Deployment, Operations, and Redeployment

	Body - Concerns include—
	bullet - • Analyzing the factors of mission, enemy, terrain, troops, and time available (METT�T) ...
	bullet - • Determining the correct units, equipment composition, and sequence.
	bullet - • Identifying controls essential to safety and environmental protection.
	1st subhead - CONSTRAINTS

	Body - Risk management does not convey authority to violate the law-of- land warfare or deliberat...
	Body - Risk management assists the commander in complying with regulatory and legal requirements by—
	bullet - • Identifying applicable legal standards that affect the mission.
	bullet - • Identifying alternate COAs or alternate standards that meet the intent of the law.
	bullet - • Ensuring better use of limited resources through establishing priorities to correct kn...
	Caption - Figure 1-1. Battle and Nonbattle Casualties
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	chapter no. - Chapter 2
	chapter title - Risk Management Process

	sec quote - First reckon, then risk
	sec quote byline - Field Marshal Helmuth von Moltke
	intro text - This chapter provides the essence of the five-step risk management process. It illus...
	1st subhead - THE FIVE STEPS: AN OVERVIEW

	Body - Risk management is the process of identifying and controlling hazards to conserve combat p...
	bullet - • Step 1. Identify hazards.
	bullet - • Step 2. Assess hazards to determine risks.
	bullet - • Step 3. Develop controls and make risk decisions.
	bullet - • Step 4. Implement controls.
	bullet - • Step 5. Supervise and evaluate.
	Body - This five-step process is integrated into the military decision-making process as shown in...
	Body - FM�100�40 provides insight into the context in which the risk management process is applie...
	bullet - • Solving tactical problems (Chapter 1).
	bullet - • The science and art of tactics (Chapter 1).
	bullet - • Hasty versus deliberate operations (Chapter 1).
	bullet - • The plan-prepare-execute cycle (Chapter 1).
	bullet - • Basic tactical control measures (Chapter 2).
	bullet - • The factors of METT�T (Chapter 2).
	Body - Risk decisions should be based upon awareness rather than mechanical habit. Leaders should...
	bullet - • Tactical risk is risk concerned with hazards that exist because of the presence of eit...
	bullet - • Accident risk includes all operational risk considerations other than tactical risk. I...
	2nd sub - STEPS 1 AND 2

	Body - Steps 1 and 2 together comprise the risk assessment. In Step 1, individuals identify the h...
	2nd sub - STEPS 3 through 5

	Body - Steps 3 through 5 are the essential follow-through actions to effectively manage risk. In ...
	1st subhead - THE FIVE STEPS APPLIED
	2nd sub - STEP 1. IDENTIFY HAZARDS


	Body - A hazard is an actual or potential condition where the following can occur due to exposure...
	bullet - • Injury, illness, or death of personnel.
	bullet - • Damage to or loss of equipment and property.
	bullet - • Mission degradation.
	Body - Hazards are sources of danger or risks due to enemy or adversary presence and other condit...
	Body - The ability of unit leaders and staffs to identify hazards is key. One reality of today’s ...
	Body - The factors of METT�T provide a sound framework for identifying hazards when planning, pre...
	3rd sub - Mission

	Body - Leaders first analyze the assigned mission. They look at the type of mission to be accompl...
	bullet - • A scheme of maneuver that is difficult to understand or too complex for accurate commu...
	bullet - • The impact of operating under a fragmentary order (FRAGO).
	3rd sub - Enemy

	Body - Commanders look for enemy capabilities that pose significant hazards to the operation. For...
	bullet - • Assess potential advantages to the enemy provided by the battlefield environment.
	bullet - • Fully assess the enemy’s capabilities.
	bullet - • Understand enemy collection capabilities and friendly vulnerabilities to those capabil...
	bullet - • Accurately determine the enemy’s probable COAs.
	bullet - • Plan and coordinate active ground and aerial reconnaissance activities.
	bullet - • Disseminate intelligence about the enemy to lower levels.
	bullet - • Identifying terrorist threats and capabilities.
	Body - Intelligence plays a critical part in identifying hazards associated with tactical risk. I...
	bullet - • Identifying the opportunities and constraints the battlefield environment offers to th...
	bullet - • Thoroughly portraying threat capabilities and vulnerabilities.
	bullet - • Collecting information on populations, governments, and infrastructures.
	Body - FMs�34�130 and 34�60, respectively, provide detailed information on IPB and on counterinte...
	3rd sub - Terrain and Weather

	Body - In addition to those due to the enemy or adversaries, the most obvious hazards to military...
	bullet - • How long the unit has operated in the environment and climate.
	bullet - • Whether the terrain has been crossed before.
	4th sub - Terrain.

	Body - The five main military aspects of terrain—observation and fields of fire, cover and concea...
	bullet - • Observation and fields of fire. Hazards associated with this usually involve when the ...
	bullet - • Cover and concealment. Hazards associated with cover and concealment are created by th...
	bullet - • Obstacles. Hazards associated with obstacles may be accident or tactical. They may be ...
	bullet - • Key terrain and decisive terrain. Hazards are a marked advantage terrain provides to t...
	bullet - • Avenues of approach. Hazards associated with avenues of approach can affect both tacti...
	4th sub - Weather.

	Body - Weather works hand-in-hand with terrain to create hazards. To identify weather hazards, le...
	bullet - • Adverse effects of heat and cold hazards on the performance of soldiers.
	bullet - • Effects of climate and weather on maintenance of vehicles and equipment before beginni...
	bullet - • Hazardous effects of weather on the five military aspects of terrain.
	3rd sub - Troops

	Body - Leaders analyze the capabilities of available friendly troops. Associated hazards impact b...
	bullet - • Hazards to the physical and emotional health of soldiers. Inadequate sanitation facili...
	bullet - • Hazards to task organization or units participating in an operation. Hazards include h...
	bullet - • Hazards associated with long-term missions. Long-term missions include nation building...
	3rd sub - Time Available

	Body - The hazard is insufficient time to plan, prepare, and execute operations. Planning time is...
	3rd sub - Civilians

	Body - The commander’s legal responsibility is to consider hazards to, and safeguarding of, civil...
	bullet - • In a wartime environment. The commander must consider the hazard of collateral damage ...
	bullet - • In a peacetime environment. The commander must consider the political attitudes and pr...
	Body - Adversaries are hostile elements other than the enemy that may be encountered during any o...
	2nd sub - STEP 2. ASSESS HAZARDS

	Body - Step 2 completes the risk assessment. Risk is the chance of hazard or bad consequences. Th...
	Body - The incident must be credible in that it must have a reasonable expectation of happening. ...
	3rd sub - Substep A

	Body - Leaders and staffs assess each hazard in relation to the probability of a hazardous incide...
	Body - 
	fig 2-2 head - FREQUENT (A) Occurs very often, continuously experienced

	fig 2-2 body - Single item
	fig 2-2 body - Occurs very often in service life. Expected to occur several times over duration o...
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs continuously during a specific mission or operation, or over a service life.
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurs very often in career. Expected to occur several times during mission or ope...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs continuously during a specific mission or operation.
	fig 2-2 head - LIKELY (B) Occurs several times

	fig 2-2 body - Single item
	fig 2-2 body - Occurs several times in service life. Expected to occur during a specific mission ...
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs at a high rate, but experienced intermittently (regular intervals, generall...
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurs several times in career. Expected to occur during a specific mission or ope...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs at a high rate, but experienced intermittently.
	fig 2-2 head - OCCASIONAL (C) Occurs sporadically

	fig 2-2 body - Single item
	fig 2-2 body - Occurs some time in service life. May occur about as often as not during a specifi...
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs several times in service life.
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurs some time in career. May occur during a specific mission or operation, but ...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs sporadically (irregularly, sparsely, or sometimes).
	Body - 
	Body - 
	fig 2-2 head - SELDOM (D) Remotely possible; could occur at some time

	fig 2-2 body - Single item
	fig 2-2 body - Occurs in service life, but only remotely possible. Not expected to occur during a...
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs as isolated incidents. Possible to occur some time in service life, but rar...
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurs as isolated incident during a career. Remotely possible, but not expected t...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs rarely within exposed population as isolated incidents.
	fig 2-2 head - UNLIKELY (E) Can assume will not occur, but not impossible

	fig 2-2 body - Single item
	fig 2-2 body - Occurrence not impossible, but can assume will almost never occur in service life....
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs very rarely (almost never or improbable). Incidents may occur over service ...
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurrence not impossible, but may assume will not occur in career or during a spe...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs very rarely, but not impossible.
	Caption - Figure 2-2. Hazard Probability (continued)
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	Body - Substep B addresses the severity of each hazard. It is expressed in terms of—
	bullet - • Degree of injury or illness.
	bullet - • Loss of or damage to equipment or property.
	bullet - • Environmental damage.
	bullet - • Other mission-impairing factors such as lost combat power.
	Body - The degree of severity estimated for each hazard may be based on knowledge of the results ...
	fig 2-3heading - CATASTROPHIC (I) Loss of ability to accomplish the mission or mission failure. D...
	fig 2-3heading - CRITICAL (II) Significantly (severely) degraded mission capability or unit readi...
	fig 2-3heading - MARGINAL (III) Degraded mission capability or unit readiness. Minor damage to eq...
	fig 2-3heading - NEGLIGIBLE (IV) Little or no adverse impact on mission capability. First aid or ...
	Caption - Figure 2-3. Hazard Severity
	3rd sub - Substep C


	Body - In this substep leaders and staffs expand what they understand about probable hazardous in...
	Body - Figure 2-4 is a standardized matrix that can be used to assist in this process. Leaders an...
	Body - Figure�2-5 provides a summary of the levels of risk. It also provides examples of hazardou...
	new fig 2-5 - E - Extremely High: Loss of ability to accomplish the mission if hazards occur duri...
	new fig 2-5 - Example: A commander finds that one of his implied tasks to attack an objective inv...
	new fig 2-5 - H - High: Significant degradation of mission capabilities in terms of the required ...
	new fig 2-5 - Example: During a preplanned ambush, the leader discovers that the force he intends...
	new fig 2-5 - M - Moderate: Expected degraded mission capabilities in terms of the required missi...
	new fig 2-5 - Example: A commander in a defensive position receives a warning order to be prepare...
	new fig 2-5 - L - Low: Expected losses have little or no impact on accomplishing the mission. The...
	new fig 2-5 - Example: A mechanized task force (TF) conducting a movement to contact in a desert ...
	Caption - Figure 2-5. Levels of Risk (continued)
	2nd sub - STEP 3. DEVELOP CONTROLS AND MAKE RISK DECISIONS


	sec quote - Risk management is the recognition that decision making occurs under conditions of un...
	sec quote byline - FM 100-7, Decisive Force:
	sec quote byline - The Army in Theater Operations, May 1995
	Body - Step 3 is accomplished in two substeps: develop controls and make risk decisions. This is ...
	3rd sub - Substep A - Develop Controls

	Body - After assessing each hazard, leaders develop one or more controls that either eliminate th...
	4th sub - Types of Controls

	Body - Controls can take many forms, but fall into three basic categories—educational controls, p...
	bullet - • Educational controls. These controls are based on the knowledge and skills of the unit...
	bullet - • Physical controls. These controls may take the form of barriers and guards or signs to...
	bullet - • Avoidance. These controls are applied when leaders take positive action to prevent con...
	4th sub - Criteria for Controls.

	Body - To be effective, each control developed must meet the following criteria:
	bullet - • Suitability. It must remove the hazard or mitigate (reduce) the residual risk to an ac...
	bullet - • Feasibility. The unit must have the capability to implement the control.
	bullet - • Acceptability. The benefit gained by implementing the control must justify the cost in...
	fig 2-6 - Support Availability of adequate personnel, equipment, supplies, and facilities necessa...
	fig 2-6 - Standards Guidance and procedures for implementing a control are clear, practical, and ...
	fig 2-6 - Training Knowledge and skills are adequate to implement a control.
	fig 2-6 - Leadership Leaders are competent to implement a control.
	fig 2-6 - Individual Individual soldiers are sufficiently self-disciplined to implement a control.
	Caption - Figure 2-6. Criteria for Determining Acceptability of Controls
	4th sub - Examples of Controls.


	Body - Examples of controls include—
	bullet - • Engineering or designing to eliminate or control hazards.
	bullet - • Selecting a COA that avoids identified hazards.
	bullet - • Limiting the number of people and the amount of time they are exposed to hazards, cons...
	bullet - • Selecting personnel with appropriate mental, emotional, and physical capabilities.
	bullet - • Providing protective clothing, equipment, and safety and security devices.
	bullet - • Providing such services as adequate sanitation facilities and water purification capab...
	bullet - • Providing warning signs and signals.
	bullet - • Scheduling vehicle and aircraft silhouette drills.
	bullet - • Planning training, including rehearsals, rock drills, battle drills, and so forth.
	bullet - • Programming communications links for key civilian organizations.
	bullet - • Establishing battlefield controls such as areas of operations and boundaries, direct f...
	bullet - • Developing terrorist attack warning systems and response plans.
	Body - The key is to specify who, what, where, when, and how each control is to be used. For exam...
	bullet - • Planning and scheduling intensive threat and friendly vehicle identification refresher...
	bullet - • Programming installation of crashworthy passenger seats in the UH�60 Blackhawk, when m...
	bullet - • Requiring soldiers to wear flak vests and helmets during movement to contact, or when ...
	bullet - • Establishing strong continuity documents and planning overlap tours for key leaders fa...
	4th sub - Residual Risk.

	Body - Once the responsible leader develops and accepts controls, he determines the residual risk...
	bullet - • Residual risk is the risk remaining after controls have been selected for the hazard. ...
	bullet - • Overall residual risk of a mission must be determined when more than one hazard is ide...
	3rd sub - Substep B - Make Risk Decision

	Body - A key element of the risk decision is determining if the risk is justified. The commander ...
	Body - Leaders can use the risk assessment matrix in Figure�2�4—in conjunction with their command...
	2nd sub - STEP 4. IMPLEMENT CONTROLS

	Body - Leaders and staffs ensure that controls are integrated into SOPs, written and verbal order...
	bullet - • Appropriate superior, adjacent, and subordinate units and those executing the mission.
	bullet - • Logistics Civil Augmentation Program (LOGCAP) organizations and civilian agencies that...
	Body - The media, NGOs, and PVOs must be included in coordination when their presence impacts or ...
	Body - Leaders must explain how supervisors will implement controls. Examples of control implemen...
	bullet - • Conducting vehicle and aircraft silhouette drills.
	bullet - • Conducting rehearsals, rock drills, battle drills, and so forth.
	bullet - • Conducting intensive threat and friendly vehicle identification refresher training for...
	bullet - • Conducting orientation for replacement personnel.
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	Special Segment Title - Risk management assists the commander or leader in—
	Special Segment Bullet - • Conserving lives and resources and avoiding unnecessary risk.
	Special Segment Bullet - • Making an informed decision to implement a COA.
	Special Segment Bullet - • Identifying feasible and effective control measures where specific sta...
	Special Segment Bullet - • Providing reasonable alternatives for mission accomplishment.
	Special Segment Title - Risk management does not—
	Special Segment Bullet - • Inhibit the commander’s and leader's flexibility and initiative.
	Special Segment Bullet - • Remove risk altogether, or support a zero defects mindset.
	Special Segment Bullet - • Require a GO/NO-GO decision.
	Special Segment Bullet - • Sanction or justify violating the law.
	Special Segment Bullet - • Remove the necessity for standard drills, tactics, techniques, and pro...
	Caption - Figure 1-2. Key Aspects of Risk Management

	chapter no. - Chapter 1
	chapter title - Risk Management Fundamentals

	sec quote - Sizing up opponents to determine victory, assessing dangers and distances is the prop...
	sec quote byline - Sun Tzu, The Art of War, “Terrain”
	intro text - Risk management is the process of identifying, assessing, and controlling risks aris...
	intro text - Risk is characterized by both the probability and severity of a potential loss that ...
	1st subhead - BACKGROUND

	Body - Throughout the history of armed conflict, government and military leaders have tried to re...
	bullet - • Effects of casualties.
	bullet - • Impact on civilians.
	bullet - • Damage to the environment.
	bullet - • Loss of equipment.
	bullet - • Level of public reaction.
	Body - War is inherently complex, dynamic, and fluid. It is characterized by uncertainty, ambigui...
	Body - Historically, the Army has had more accidental losses, including fratricide (friendly fire...
	bullet - • An ever-changing operational environment.
	bullet - • Effects of a fast-paced, high-operational tempo (OPTEMPO) and a high-personnel tempo (...
	bullet - • Equipment failure, support failure, and the effects of the physical environment.
	1st subhead - PRINCIPLES

	Body - The basic principles that provide a framework for implementing the risk management process...
	bullet - • Integrating risk management into mission planning, preparation, and execution. Leaders...
	bullet - • Making risk decisions at the appropriate level in the chain of command. The commander ...
	bullet - • Accepting no unnecessary risk. Commanders compare and balance risks against mission ex...
	1st subhead - APPLICABILITY

	Body - Risk management applies to all situations and environments across the wide range of Army o...
	2nd sub - DEVELOPMENT

	Body - Development concerns include force design, manpower allocation, training and training deve...
	3rd sub - Force Design

	Body - Concerns include risks introduced in trade-off decisions that involve the design and equip...
	bullet - • Tables of organization and equipment (TOE).
	bullet - • Modification tables of organization and equipment (MTOE).
	bullet - • Tables of distribution and allowances (TDA) organizations.
	3rd sub - Manpower Allocations

	Body - Concerns include shortfalls in manning that put unit readiness and full use of combat syst...
	3rd sub - Training and Training Developments

	Body - Concerns include hazardous and critical training tasks and feasible risk reduction measure...
	3rd sub - Combat and Materiel Developments and Battle Laboratories

	Body - Concerns include providing a means to assist in making informed trade-off decisions such as—
	bullet - • Balancing equipment form, fit, and function.
	bullet - • Balancing the durability and cost of equipment and spare parts against their reliabili...
	bullet - • Determining the environmental impact.
	bullet - • Determining whether to accept systems with less than the full capabilities prescribed ...
	Body - ARs 70-1 and 385-16 and MIL-STD-882 provide details on risk management application in the ...
	2nd sub - FIELDING

	Body - Fielding concerns include personnel assignments, sustainment and logistics, training, and ...
	3rd sub - Personnel Assignments

	Body - Concerns include making informed decisions in assigning replacement personnel. For example...
	3rd sub - Sustainment and Logistics

	Body - Concerns include enhancing one’s ability to determine support requirements, the order in w...
	3rd sub - Training

	Body - Concerns include helping leaders determine the—
	bullet - • Balance between training realism and unnecessary risks in training.
	bullet - • Impact of training operations on the environment.
	bullet - • Level of proficiency and experience of soldiers and leaders.
	3rd sub - Base Operations

	Body - Concerns include prioritizing the execution of base operations functions to get the most b...
	2nd sub - EMPLOYMENT

	Body - Employment concerns include force protection and deployment, operations, and redeployment.
	3rd sub - Force Protection

	Body - Concerns include developing a plan that identifies threats and their associated hazards an...
	3rd sub - Deployment, Operations, and Redeployment

	Body - Concerns include—
	bullet - • Analyzing the factors of mission, enemy, terrain, troops, and time available (METT�T) ...
	bullet - • Determining the correct units, equipment composition, and sequence.
	bullet - • Identifying controls essential to safety and environmental protection.
	1st subhead - CONSTRAINTS

	Body - Risk management does not convey authority to violate the law-of- land warfare or deliberat...
	Body - Risk management assists the commander in complying with regulatory and legal requirements by—
	bullet - • Identifying applicable legal standards that affect the mission.
	bullet - • Identifying alternate COAs or alternate standards that meet the intent of the law.
	bullet - • Ensuring better use of limited resources through establishing priorities to correct kn...
	Caption - Figure 1-1. Battle and Nonbattle Casualties
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	chapter no. - Chapter 2
	chapter title - Risk Management Process

	sec quote - First reckon, then risk
	sec quote byline - Field Marshal Helmuth von Moltke
	intro text - This chapter provides the essence of the five-step risk management process. It illus...
	1st subhead - THE FIVE STEPS: AN OVERVIEW

	Body - Risk management is the process of identifying and controlling hazards to conserve combat p...
	bullet - • Step 1. Identify hazards.
	bullet - • Step 2. Assess hazards to determine risks.
	bullet - • Step 3. Develop controls and make risk decisions.
	bullet - • Step 4. Implement controls.
	bullet - • Step 5. Supervise and evaluate.
	Body - This five-step process is integrated into the military decision-making process as shown in...
	Body - FM�100�40 provides insight into the context in which the risk management process is applie...
	bullet - • Solving tactical problems (Chapter 1).
	bullet - • The science and art of tactics (Chapter 1).
	bullet - • Hasty versus deliberate operations (Chapter 1).
	bullet - • The plan-prepare-execute cycle (Chapter 1).
	bullet - • Basic tactical control measures (Chapter 2).
	bullet - • The factors of METT�T (Chapter 2).
	Body - Risk decisions should be based upon awareness rather than mechanical habit. Leaders should...
	bullet - • Tactical risk is risk concerned with hazards that exist because of the presence of eit...
	bullet - • Accident risk includes all operational risk considerations other than tactical risk. I...
	2nd sub - STEPS 1 AND 2

	Body - Steps 1 and 2 together comprise the risk assessment. In Step 1, individuals identify the h...
	2nd sub - STEPS 3 through 5

	Body - Steps 3 through 5 are the essential follow-through actions to effectively manage risk. In ...
	1st subhead - THE FIVE STEPS APPLIED
	2nd sub - STEP 1. IDENTIFY HAZARDS


	Body - A hazard is an actual or potential condition where the following can occur due to exposure...
	bullet - • Injury, illness, or death of personnel.
	bullet - • Damage to or loss of equipment and property.
	bullet - • Mission degradation.
	Body - Hazards are sources of danger or risks due to enemy or adversary presence and other condit...
	Body - The ability of unit leaders and staffs to identify hazards is key. One reality of today’s ...
	Body - The factors of METT�T provide a sound framework for identifying hazards when planning, pre...
	3rd sub - Mission

	Body - Leaders first analyze the assigned mission. They look at the type of mission to be accompl...
	bullet - • A scheme of maneuver that is difficult to understand or too complex for accurate commu...
	bullet - • The impact of operating under a fragmentary order (FRAGO).
	3rd sub - Enemy

	Body - Commanders look for enemy capabilities that pose significant hazards to the operation. For...
	bullet - • Assess potential advantages to the enemy provided by the battlefield environment.
	bullet - • Fully assess the enemy’s capabilities.
	bullet - • Understand enemy collection capabilities and friendly vulnerabilities to those capabil...
	bullet - • Accurately determine the enemy’s probable COAs.
	bullet - • Plan and coordinate active ground and aerial reconnaissance activities.
	bullet - • Disseminate intelligence about the enemy to lower levels.
	bullet - • Identifying terrorist threats and capabilities.
	Body - Intelligence plays a critical part in identifying hazards associated with tactical risk. I...
	bullet - • Identifying the opportunities and constraints the battlefield environment offers to th...
	bullet - • Thoroughly portraying threat capabilities and vulnerabilities.
	bullet - • Collecting information on populations, governments, and infrastructures.
	Body - FMs�34�130 and 34�60, respectively, provide detailed information on IPB and on counterinte...
	3rd sub - Terrain and Weather

	Body - In addition to those due to the enemy or adversaries, the most obvious hazards to military...
	bullet - • How long the unit has operated in the environment and climate.
	bullet - • Whether the terrain has been crossed before.
	4th sub - Terrain.

	Body - The five main military aspects of terrain—observation and fields of fire, cover and concea...
	bullet - • Observation and fields of fire. Hazards associated with this usually involve when the ...
	bullet - • Cover and concealment. Hazards associated with cover and concealment are created by th...
	bullet - • Obstacles. Hazards associated with obstacles may be accident or tactical. They may be ...
	bullet - • Key terrain and decisive terrain. Hazards are a marked advantage terrain provides to t...
	bullet - • Avenues of approach. Hazards associated with avenues of approach can affect both tacti...
	4th sub - Weather.

	Body - Weather works hand-in-hand with terrain to create hazards. To identify weather hazards, le...
	bullet - • Adverse effects of heat and cold hazards on the performance of soldiers.
	bullet - • Effects of climate and weather on maintenance of vehicles and equipment before beginni...
	bullet - • Hazardous effects of weather on the five military aspects of terrain.
	3rd sub - Troops

	Body - Leaders analyze the capabilities of available friendly troops. Associated hazards impact b...
	bullet - • Hazards to the physical and emotional health of soldiers. Inadequate sanitation facili...
	bullet - • Hazards to task organization or units participating in an operation. Hazards include h...
	bullet - • Hazards associated with long-term missions. Long-term missions include nation building...
	3rd sub - Time Available

	Body - The hazard is insufficient time to plan, prepare, and execute operations. Planning time is...
	3rd sub - Civilians

	Body - The commander’s legal responsibility is to consider hazards to, and safeguarding of, civil...
	bullet - • In a wartime environment. The commander must consider the hazard of collateral damage ...
	bullet - • In a peacetime environment. The commander must consider the political attitudes and pr...
	Body - Adversaries are hostile elements other than the enemy that may be encountered during any o...
	2nd sub - STEP 2. ASSESS HAZARDS

	Body - Step 2 completes the risk assessment. Risk is the chance of hazard or bad consequences. Th...
	Body - The incident must be credible in that it must have a reasonable expectation of happening. ...
	3rd sub - Substep A

	Body - Leaders and staffs assess each hazard in relation to the probability of a hazardous incide...
	Body - 
	fig 2-2 head - FREQUENT (A) Occurs very often, continuously experienced

	fig 2-2 body - Single item
	fig 2-2 body - Occurs very often in service life. Expected to occur several times over duration o...
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs continuously during a specific mission or operation, or over a service life.
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurs very often in career. Expected to occur several times during mission or ope...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs continuously during a specific mission or operation.
	fig 2-2 head - LIKELY (B) Occurs several times

	fig 2-2 body - Single item
	fig 2-2 body - Occurs several times in service life. Expected to occur during a specific mission ...
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs at a high rate, but experienced intermittently (regular intervals, generall...
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurs several times in career. Expected to occur during a specific mission or ope...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs at a high rate, but experienced intermittently.
	fig 2-2 head - OCCASIONAL (C) Occurs sporadically

	fig 2-2 body - Single item
	fig 2-2 body - Occurs some time in service life. May occur about as often as not during a specifi...
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs several times in service life.
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurs some time in career. May occur during a specific mission or operation, but ...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs sporadically (irregularly, sparsely, or sometimes).
	Body - 
	Body - 
	fig 2-2 head - SELDOM (D) Remotely possible; could occur at some time

	fig 2-2 body - Single item
	fig 2-2 body - Occurs in service life, but only remotely possible. Not expected to occur during a...
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs as isolated incidents. Possible to occur some time in service life, but rar...
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurs as isolated incident during a career. Remotely possible, but not expected t...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs rarely within exposed population as isolated incidents.
	fig 2-2 head - UNLIKELY (E) Can assume will not occur, but not impossible

	fig 2-2 body - Single item
	fig 2-2 body - Occurrence not impossible, but can assume will almost never occur in service life....
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs very rarely (almost never or improbable). Incidents may occur over service ...
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurrence not impossible, but may assume will not occur in career or during a spe...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs very rarely, but not impossible.
	Caption - Figure 2-2. Hazard Probability (continued)
	3rd sub - Substep B


	Body - Substep B addresses the severity of each hazard. It is expressed in terms of—
	bullet - • Degree of injury or illness.
	bullet - • Loss of or damage to equipment or property.
	bullet - • Environmental damage.
	bullet - • Other mission-impairing factors such as lost combat power.
	Body - The degree of severity estimated for each hazard may be based on knowledge of the results ...
	fig 2-3heading - CATASTROPHIC (I) Loss of ability to accomplish the mission or mission failure. D...
	fig 2-3heading - CRITICAL (II) Significantly (severely) degraded mission capability or unit readi...
	fig 2-3heading - MARGINAL (III) Degraded mission capability or unit readiness. Minor damage to eq...
	fig 2-3heading - NEGLIGIBLE (IV) Little or no adverse impact on mission capability. First aid or ...
	Caption - Figure 2-3. Hazard Severity
	3rd sub - Substep C


	Body - In this substep leaders and staffs expand what they understand about probable hazardous in...
	Body - Figure 2-4 is a standardized matrix that can be used to assist in this process. Leaders an...
	Body - Figure�2-5 provides a summary of the levels of risk. It also provides examples of hazardou...
	new fig 2-5 - E - Extremely High: Loss of ability to accomplish the mission if hazards occur duri...
	new fig 2-5 - Example: A commander finds that one of his implied tasks to attack an objective inv...
	new fig 2-5 - H - High: Significant degradation of mission capabilities in terms of the required ...
	new fig 2-5 - Example: During a preplanned ambush, the leader discovers that the force he intends...
	new fig 2-5 - M - Moderate: Expected degraded mission capabilities in terms of the required missi...
	new fig 2-5 - Example: A commander in a defensive position receives a warning order to be prepare...
	new fig 2-5 - L - Low: Expected losses have little or no impact on accomplishing the mission. The...
	new fig 2-5 - Example: A mechanized task force (TF) conducting a movement to contact in a desert ...
	Caption - Figure 2-5. Levels of Risk (continued)
	2nd sub - STEP 3. DEVELOP CONTROLS AND MAKE RISK DECISIONS


	sec quote - Risk management is the recognition that decision making occurs under conditions of un...
	sec quote byline - FM 100-7, Decisive Force:
	sec quote byline - The Army in Theater Operations, May 1995
	Body - Step 3 is accomplished in two substeps: develop controls and make risk decisions. This is ...
	3rd sub - Substep A - Develop Controls

	Body - After assessing each hazard, leaders develop one or more controls that either eliminate th...
	4th sub - Types of Controls

	Body - Controls can take many forms, but fall into three basic categories—educational controls, p...
	bullet - • Educational controls. These controls are based on the knowledge and skills of the unit...
	bullet - • Physical controls. These controls may take the form of barriers and guards or signs to...
	bullet - • Avoidance. These controls are applied when leaders take positive action to prevent con...
	4th sub - Criteria for Controls.

	Body - To be effective, each control developed must meet the following criteria:
	bullet - • Suitability. It must remove the hazard or mitigate (reduce) the residual risk to an ac...
	bullet - • Feasibility. The unit must have the capability to implement the control.
	bullet - • Acceptability. The benefit gained by implementing the control must justify the cost in...
	fig 2-6 - Support Availability of adequate personnel, equipment, supplies, and facilities necessa...
	fig 2-6 - Standards Guidance and procedures for implementing a control are clear, practical, and ...
	fig 2-6 - Training Knowledge and skills are adequate to implement a control.
	fig 2-6 - Leadership Leaders are competent to implement a control.
	fig 2-6 - Individual Individual soldiers are sufficiently self-disciplined to implement a control.
	Caption - Figure 2-6. Criteria for Determining Acceptability of Controls
	4th sub - Examples of Controls.


	Body - Examples of controls include—
	bullet - • Engineering or designing to eliminate or control hazards.
	bullet - • Selecting a COA that avoids identified hazards.
	bullet - • Limiting the number of people and the amount of time they are exposed to hazards, cons...
	bullet - • Selecting personnel with appropriate mental, emotional, and physical capabilities.
	bullet - • Providing protective clothing, equipment, and safety and security devices.
	bullet - • Providing such services as adequate sanitation facilities and water purification capab...
	bullet - • Providing warning signs and signals.
	bullet - • Scheduling vehicle and aircraft silhouette drills.
	bullet - • Planning training, including rehearsals, rock drills, battle drills, and so forth.
	bullet - • Programming communications links for key civilian organizations.
	bullet - • Establishing battlefield controls such as areas of operations and boundaries, direct f...
	bullet - • Developing terrorist attack warning systems and response plans.
	Body - The key is to specify who, what, where, when, and how each control is to be used. For exam...
	bullet - • Planning and scheduling intensive threat and friendly vehicle identification refresher...
	bullet - • Programming installation of crashworthy passenger seats in the UH�60 Blackhawk, when m...
	bullet - • Requiring soldiers to wear flak vests and helmets during movement to contact, or when ...
	bullet - • Establishing strong continuity documents and planning overlap tours for key leaders fa...
	4th sub - Residual Risk.

	Body - Once the responsible leader develops and accepts controls, he determines the residual risk...
	bullet - • Residual risk is the risk remaining after controls have been selected for the hazard. ...
	bullet - • Overall residual risk of a mission must be determined when more than one hazard is ide...
	3rd sub - Substep B - Make Risk Decision

	Body - A key element of the risk decision is determining if the risk is justified. The commander ...
	Body - Leaders can use the risk assessment matrix in Figure�2�4—in conjunction with their command...
	2nd sub - STEP 4. IMPLEMENT CONTROLS

	Body - Leaders and staffs ensure that controls are integrated into SOPs, written and verbal order...
	bullet - • Appropriate superior, adjacent, and subordinate units and those executing the mission.
	bullet - • Logistics Civil Augmentation Program (LOGCAP) organizations and civilian agencies that...
	Body - The media, NGOs, and PVOs must be included in coordination when their presence impacts or ...
	Body - Leaders must explain how supervisors will implement controls. Examples of control implemen...
	bullet - • Conducting vehicle and aircraft silhouette drills.
	bullet - • Conducting rehearsals, rock drills, battle drills, and so forth.
	bullet - • Conducting intensive threat and friendly vehicle identification refresher training for...
	bullet - • Conducting orientation for replacement personnel.
	bullet - • Installing and maintaining communications links for key civilian organizations.
	bullet - • Operating in convoys of four vehicles minimum.
	bullet - • Carrying weapons and wearing flak jackets and helmets when outside secure compounds.
	2nd sub - STEP 5. SUPERVISE AND EVALUATE

	sec quote - Leaders must supervise the execution of their orders. The more untrained the troops, ...
	sec quote byline - Infantry in Battle, 1939
	Body - During mission preparation and execution, leaders must ensure that their subordinates unde...
	3rd sub - Supervise

	Body - Leaders supervise mission rehearsal and execution to ensure standards and controls are enf...
	Body - During sustained operations, leaders continue planning to ensure that controls emplaced at...
	bullet - • Climatic extremes.
	bullet - • NBC and hazardous waste contamination.
	bullet - • Diseases native to a particular area of operation or indigenous population.
	bullet - • Terrorist threats.
	3rd sub - Evaluate

	Body - After a mission, leaders and individuals evaluate how well the risk management process was...
	bullet - • Determine how to ensure that successes are continued to the next mission.
	bullet - • Capture and disseminate lessons learned so that others may benefit from the experience.
	bullet - • Consider the effectiveness of the risk assessment in identifying and accurately assess...
	bullet - • Determine whether the level of residual risk of each hazard and of the overall mission...
	bullet - • Evaluate the effectiveness of each control in reducing or removing risk, including whe...
	Body - Leaders and individuals determine why some controls were ineffective and what should be do...
	Body - Figure 2-7 shows that the risk management process continues throughout a mission as well a...
	1st subhead - TOOLS AND PITFALLS

	Body - The appendix�provides examples of risk management tools to help leaders assess identified ...
	Body - Units train to a standard. They operate and train regardless of the degree of real or perc...
	Body - Figure�A�7 provides an example of risk management considerations integrated into a mission...
	Body - Pitfalls arise when risk management tools are used without adaptation to the factors of ME...
	Body - Completing the risk assessment alone, but failing to identify effective controls, usually ...
	Caption - Figure 2-5. Levels of Risk
	Caption - Figure 2-7. Continuous Application of Risk Management
	Caption - Figure 2-1. Risk Management Steps Correlated with Military Decision-Making Tasks
	Caption - Figure 2-2. Hazard Probability
	Caption - Figure 2-4. Risk Assessment Matrix
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	chapter no. - Appendix
	chapter title - Examples of Risk Management Application

	intro text - The examples in this appendix are designed to help those charged with managing risk.
	1st subhead - Tracking Tool

	Body - The work sheet instructions are in Figure A-1.
	Body - The work sheet (Figure A-2) provides a starting point to logically track the process of ha...
	Body - Examples provided in Figures A-3 through A-6 should help individuals manage risk at the ta...
	Caption - Figure A-4. Example of Completed Risk Management Work Sheet for Company/Team
	Caption - Figure A-5. Example of Completed Risk Management Work Sheet for Battalion/Task Force
	Caption - Figure A-5. Example of Completed Risk Management Work Sheet for Battalion/Task Force (c...
	Caption - Figure A-5. Example of Completed Risk Management Work Sheet for Battalion/Task Force (c...
	Caption - Figure A-6. Example of Completed Risk Management Work Sheet for Division/Corps/EAC Task...
	Caption - Figure A-6. Example of Completed Risk Management Work Sheet for Division/Corps/EAC Task...
	Caption - Figure A-6. Example of Completed Risk Management Work Sheet for Division/Corps/EAC Task...
	1st subhead - MISSION TRAINING PLAN

	Body - Figure A-7 shows risk management integrated into an MTP task. The example portrays a possi...
	fig a-7 body - TASK: C2 THE BATTALION (7-1-1901)(FM 7-20)
	fig a-7 body - ITERATION: 1 2 3 4 5 (circle)
	fig a-7 body - TRAINING STATUS: T P U (circle)
	fig a-7 body - CONDITION: The brigade issues an OPORD or FRAGO
	MTP Body - TASK STANDARD:
	fig a-7 sub body text - a. The battalion plan accomplishes the directed mission and specified tas...
	fig a-7 sub body text - b. The plan is as fully prepared as time allows to initiate the mission a...
	fig a-7 sub body text - c. The battalion controls and synchronizes subordinate and supporting ele...
	fig a-7 sub body text - d. The battalion keeps higher, adjacent, subordinate, supporting, and sup...
	mtp header - SUBTASKS AND STANDARDS: GO NO-GO
	MTP Boxed text - +1. Battalion leaders issue the warning order.
	fig a-7 sub body text - a. A complete warning order is issued within 15 minutes of receipt of the...
	fig a-7 sub body text - b. Warning order is received by all platoons within 45 minutes of issuanc...
	MTP Boxed text - *2. Battalion commander analyzes mission and gives initial guidance.
	fig a-7 sub body text - a. Guidance includes restated mission, which includes brigade commander’s...
	fig a-7 sub body text - b. Guidance is given within 30 minutes of receipt of order.
	fig a-7 sub body text - c. Guidance includes instructions on information requirements and initial...
	MTP Boxed text - +3. Battalion accomplishes reconnaissance and other actions to gather needed inf...
	fig a-7 sub body text - a. Reconnaissance actions begin to physically gain information on the ene...
	fig a-7 sub body text - b. Commander conducts a personal reconnaissance, when possible. If not, t...
	fig a-7 sub body text - c. Subordinate leaders perform a personal reconnaissance when possible. S...
	fig a-7 sub body text - d. Staff coordinates with subordinate, higher, supporting, and adjacent h...
	fig a-7 sub body text - e. Staff provides operations, intelligence, and CSS estimates to include ...
	MTP Boxed text - +4. Battalion commander develops and wargames courses of action and selects one.
	fig a-7 sub body text - a. Tactically feasible courses of action (include CS and maneuver) are ma...
	fig a-7 sub body text - b. Best COA is selected.
	fig a-7 sub body text - c. COA is wargamed and refined by the command and staff. The staff must u...
	MTP Boxed text - *5. Staff develops an OPLAN and OPORD from the commander’s guidance.
	MTP - OPLAN and OPORD successfully accomplish the mission according to higher commander’s intent....
	MTP Boxed text - *6. Battalion commander and staff issue implementing FRAGOs (accident risk contr...
	MTP Boxed text - *7. Battalion commander issues the OPORD/FRAGO.
	fig a-7 sub body text - a. OPORD/FRAGO is issued IAW the one-third, two-thirds rule and makes ful...
	fig a-7 sub body text - b. OPORD/FRAGO accomplishes all directed missions and tasks, complies wit...
	fig a-7 sub body text - c. All subordinate and supporting elements receive the OPORD/FRAGO.
	fig a-7 sub body text - d. OPORD/FRAGO contains task organization, mission, concept, accident ris...
	fig a-7 sub body text - e. If more time is available, the battalion commander issues a fully deve...
	fig a-7 sub body text - f. Order is given at a location that reduces travel time, allows observat...
	fig a-7 sub body text - g. Battalion commander should perform brief-backs and war gaming, to incl...
	fig a-7 sub body text - h. Subordinate leaders and staff should perform lateral coordination befo...
	MTP Boxed text - +8. Commander and staff coordinate and refine the plan.
	fig a-7 sub body text - a. Time is well used to continue gathering information and to improve the...
	fig a-7 sub body text - b. New information is disseminated and coordinated with higher, adjacent,...
	MTP Bullet - • Changes or refinements in plan.
	MTP Bullet - • Information on the enemy in the sector or zone.
	MTP Bullet - • Information that impacts on planning and execution (risk acceptance decisions/haza...
	MTP Bullet - • Adjustments/changes in the plans.
	MTP Boxed text - +*9. Battalion executes changes in task organization.
	fig a-7 sub body text - a. Main CP coordinates link-up location, time, and responsible element.
	fig a-7 sub body text - b. Attachments/new elements are received at the coordinated location and ...
	fig a-7 sub body text - c. Detachments reach the link-up point at the time and place directed.
	MTP Boxed text - +*10. Battalion performs and commander and staff perform, supervise, and monitor...
	fig a-7 sub body text - a. Command group/XO performs brief-backs with subordinate commanders, lea...
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	bullet - • Identifying terrorist threats and capabilities.
	Body - Intelligence plays a critical part in identifying hazards associated with tactical risk. I...
	bullet - • Identifying the opportunities and constraints the battlefield environment offers to th...
	bullet - • Thoroughly portraying threat capabilities and vulnerabilities.
	bullet - • Collecting information on populations, governments, and infrastructures.
	Body - FMs�34�130 and 34�60, respectively, provide detailed information on IPB and on counterinte...
	3rd sub - Terrain and Weather

	Body - In addition to those due to the enemy or adversaries, the most obvious hazards to military...
	bullet - • How long the unit has operated in the environment and climate.
	bullet - • Whether the terrain has been crossed before.
	4th sub - Terrain.

	Body - The five main military aspects of terrain—observation and fields of fire, cover and concea...
	bullet - • Observation and fields of fire. Hazards associated with this usually involve when the ...
	bullet - • Cover and concealment. Hazards associated with cover and concealment are created by th...
	bullet - • Obstacles. Hazards associated with obstacles may be accident or tactical. They may be ...
	bullet - • Key terrain and decisive terrain. Hazards are a marked advantage terrain provides to t...
	bullet - • Avenues of approach. Hazards associated with avenues of approach can affect both tacti...
	4th sub - Weather.

	Body - Weather works hand-in-hand with terrain to create hazards. To identify weather hazards, le...
	bullet - • Adverse effects of heat and cold hazards on the performance of soldiers.
	bullet - • Effects of climate and weather on maintenance of vehicles and equipment before beginni...
	bullet - • Hazardous effects of weather on the five military aspects of terrain.
	3rd sub - Troops

	Body - Leaders analyze the capabilities of available friendly troops. Associated hazards impact b...
	bullet - • Hazards to the physical and emotional health of soldiers. Inadequate sanitation facili...
	bullet - • Hazards to task organization or units participating in an operation. Hazards include h...
	bullet - • Hazards associated with long-term missions. Long-term missions include nation building...
	3rd sub - Time Available

	Body - The hazard is insufficient time to plan, prepare, and execute operations. Planning time is...
	3rd sub - Civilians

	Body - The commander’s legal responsibility is to consider hazards to, and safeguarding of, civil...
	bullet - • In a wartime environment. The commander must consider the hazard of collateral damage ...
	bullet - • In a peacetime environment. The commander must consider the political attitudes and pr...
	Body - Adversaries are hostile elements other than the enemy that may be encountered during any o...
	2nd sub - STEP 2. ASSESS HAZARDS

	Body - Step 2 completes the risk assessment. Risk is the chance of hazard or bad consequences. Th...
	Body - The incident must be credible in that it must have a reasonable expectation of happening. ...
	3rd sub - Substep A

	Body - Leaders and staffs assess each hazard in relation to the probability of a hazardous incide...
	Body - 
	fig 2-2 head - FREQUENT (A) Occurs very often, continuously experienced

	fig 2-2 body - Single item
	fig 2-2 body - Occurs very often in service life. Expected to occur several times over duration o...
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs continuously during a specific mission or operation, or over a service life.
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurs very often in career. Expected to occur several times during mission or ope...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs continuously during a specific mission or operation.
	fig 2-2 head - LIKELY (B) Occurs several times

	fig 2-2 body - Single item
	fig 2-2 body - Occurs several times in service life. Expected to occur during a specific mission ...
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs at a high rate, but experienced intermittently (regular intervals, generall...
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurs several times in career. Expected to occur during a specific mission or ope...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs at a high rate, but experienced intermittently.
	fig 2-2 head - OCCASIONAL (C) Occurs sporadically

	fig 2-2 body - Single item
	fig 2-2 body - Occurs some time in service life. May occur about as often as not during a specifi...
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs several times in service life.
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurs some time in career. May occur during a specific mission or operation, but ...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs sporadically (irregularly, sparsely, or sometimes).
	Body - 
	Body - 
	fig 2-2 head - SELDOM (D) Remotely possible; could occur at some time

	fig 2-2 body - Single item
	fig 2-2 body - Occurs in service life, but only remotely possible. Not expected to occur during a...
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs as isolated incidents. Possible to occur some time in service life, but rar...
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurs as isolated incident during a career. Remotely possible, but not expected t...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs rarely within exposed population as isolated incidents.
	fig 2-2 head - UNLIKELY (E) Can assume will not occur, but not impossible

	fig 2-2 body - Single item
	fig 2-2 body - Occurrence not impossible, but can assume will almost never occur in service life....
	fig 2-2 body - Fleet or inventory of items
	fig 2-2 body - Occurs very rarely (almost never or improbable). Incidents may occur over service ...
	fig 2-2 body - Individual soldier
	fig 2-2 body - Occurrence not impossible, but may assume will not occur in career or during a spe...
	fig 2-2 body - All soldiers exposed
	fig 2-2 body - Occurs very rarely, but not impossible.
	Caption - Figure 2-2. Hazard Probability (continued)
	3rd sub - Substep B


	Body - Substep B addresses the severity of each hazard. It is expressed in terms of—
	bullet - • Degree of injury or illness.
	bullet - • Loss of or damage to equipment or property.
	bullet - • Environmental damage.
	bullet - • Other mission-impairing factors such as lost combat power.
	Body - The degree of severity estimated for each hazard may be based on knowledge of the results ...
	fig 2-3heading - CATASTROPHIC (I) Loss of ability to accomplish the mission or mission failure. D...
	fig 2-3heading - CRITICAL (II) Significantly (severely) degraded mission capability or unit readi...
	fig 2-3heading - MARGINAL (III) Degraded mission capability or unit readiness. Minor damage to eq...
	fig 2-3heading - NEGLIGIBLE (IV) Little or no adverse impact on mission capability. First aid or ...
	Caption - Figure 2-3. Hazard Severity
	3rd sub - Substep C


	Body - In this substep leaders and staffs expand what they understand about probable hazardous in...
	Body - Figure 2-4 is a standardized matrix that can be used to assist in this process. Leaders an...
	Body - Figure�2-5 provides a summary of the levels of risk. It also provides examples of hazardou...
	new fig 2-5 - E - Extremely High: Loss of ability to accomplish the mission if hazards occur duri...
	new fig 2-5 - Example: A commander finds that one of his implied tasks to attack an objective inv...
	new fig 2-5 - H - High: Significant degradation of mission capabilities in terms of the required ...
	new fig 2-5 - Example: During a preplanned ambush, the leader discovers that the force he intends...
	new fig 2-5 - M - Moderate: Expected degraded mission capabilities in terms of the required missi...
	new fig 2-5 - Example: A commander in a defensive position receives a warning order to be prepare...
	new fig 2-5 - L - Low: Expected losses have little or no impact on accomplishing the mission. The...
	new fig 2-5 - Example: A mechanized task force (TF) conducting a movement to contact in a desert ...
	Caption - Figure 2-5. Levels of Risk (continued)
	2nd sub - STEP 3. DEVELOP CONTROLS AND MAKE RISK DECISIONS


	sec quote - Risk management is the recognition that decision making occurs under conditions of un...
	sec quote byline - FM 100-7, Decisive Force:
	sec quote byline - The Army in Theater Operations, May 1995
	Body - Step 3 is accomplished in two substeps: develop controls and make risk decisions. This is ...
	3rd sub - Substep A - Develop Controls

	Body - After assessing each hazard, leaders develop one or more controls that either eliminate th...
	4th sub - Types of Controls

	Body - Controls can take many forms, but fall into three basic categories—educational controls, p...
	bullet - • Educational controls. These controls are based on the knowledge and skills of the unit...
	bullet - • Physical controls. These controls may take the form of barriers and guards or signs to...
	bullet - • Avoidance. These controls are applied when leaders take positive action to prevent con...
	4th sub - Criteria for Controls.

	Body - To be effective, each control developed must meet the following criteria:
	bullet - • Suitability. It must remove the hazard or mitigate (reduce) the residual risk to an ac...
	bullet - • Feasibility. The unit must have the capability to implement the control.
	bullet - • Acceptability. The benefit gained by implementing the control must justify the cost in...
	fig 2-6 - Support Availability of adequate personnel, equipment, supplies, and facilities necessa...
	fig 2-6 - Standards Guidance and procedures for implementing a control are clear, practical, and ...
	fig 2-6 - Training Knowledge and skills are adequate to implement a control.
	fig 2-6 - Leadership Leaders are competent to implement a control.
	fig 2-6 - Individual Individual soldiers are sufficiently self-disciplined to implement a control.
	Caption - Figure 2-6. Criteria for Determining Acceptability of Controls
	4th sub - Examples of Controls.


	Body - Examples of controls include—
	bullet - • Engineering or designing to eliminate or control hazards.
	bullet - • Selecting a COA that avoids identified hazards.
	bullet - • Limiting the number of people and the amount of time they are exposed to hazards, cons...
	bullet - • Selecting personnel with appropriate mental, emotional, and physical capabilities.
	bullet - • Providing protective clothing, equipment, and safety and security devices.
	bullet - • Providing such services as adequate sanitation facilities and water purification capab...
	bullet - • Providing warning signs and signals.
	bullet - • Scheduling vehicle and aircraft silhouette drills.
	bullet - • Planning training, including rehearsals, rock drills, battle drills, and so forth.
	bullet - • Programming communications links for key civilian organizations.
	bullet - • Establishing battlefield controls such as areas of operations and boundaries, direct f...
	bullet - • Developing terrorist attack warning systems and response plans.
	Body - The key is to specify who, what, where, when, and how each control is to be used. For exam...
	bullet - • Planning and scheduling intensive threat and friendly vehicle identification refresher...
	bullet - • Programming installation of crashworthy passenger seats in the UH�60 Blackhawk, when m...
	bullet - • Requiring soldiers to wear flak vests and helmets during movement to contact, or when ...
	bullet - • Establishing strong continuity documents and planning overlap tours for key leaders fa...
	4th sub - Residual Risk.

	Body - Once the responsible leader develops and accepts controls, he determines the residual risk...
	bullet - • Residual risk is the risk remaining after controls have been selected for the hazard. ...
	bullet - • Overall residual risk of a mission must be determined when more than one hazard is ide...
	3rd sub - Substep B - Make Risk Decision

	Body - A key element of the risk decision is determining if the risk is justified. The commander ...
	Body - Leaders can use the risk assessment matrix in Figure�2�4—in conjunction with their command...
	2nd sub - STEP 4. IMPLEMENT CONTROLS

	Body - Leaders and staffs ensure that controls are integrated into SOPs, written and verbal order...
	bullet - • Appropriate superior, adjacent, and subordinate units and those executing the mission.
	bullet - • Logistics Civil Augmentation Program (LOGCAP) organizations and civilian agencies that...
	Body - The media, NGOs, and PVOs must be included in coordination when their presence impacts or ...
	Body - Leaders must explain how supervisors will implement controls. Examples of control implemen...
	bullet - • Conducting vehicle and aircraft silhouette drills.
	bullet - • Conducting rehearsals, rock drills, battle drills, and so forth.
	bullet - • Conducting intensive threat and friendly vehicle identification refresher training for...
	bullet - • Conducting orientation for replacement personnel.
	bullet - • Installing and maintaining communications links for key civilian organizations.
	bullet - • Operating in convoys of four vehicles minimum.
	bullet - • Carrying weapons and wearing flak jackets and helmets when outside secure compounds.
	2nd sub - STEP 5. SUPERVISE AND EVALUATE

	sec quote - Leaders must supervise the execution of their orders. The more untrained the troops, ...
	sec quote byline - Infantry in Battle, 1939
	Body - During mission preparation and execution, leaders must ensure that their subordinates unde...
	3rd sub - Supervise

	Body - Leaders supervise mission rehearsal and execution to ensure standards and controls are enf...
	Body - During sustained operations, leaders continue planning to ensure that controls emplaced at...
	bullet - • Climatic extremes.
	bullet - • NBC and hazardous waste contamination.
	bullet - • Diseases native to a particular area of operation or indigenous population.
	bullet - • Terrorist threats.
	3rd sub - Evaluate

	Body - After a mission, leaders and individuals evaluate how well the risk management process was...
	bullet - • Determine how to ensure that successes are continued to the next mission.
	bullet - • Capture and disseminate lessons learned so that others may benefit from the experience.
	bullet - • Consider the effectiveness of the risk assessment in identifying and accurately assess...
	bullet - • Determine whether the level of residual risk of each hazard and of the overall mission...
	bullet - • Evaluate the effectiveness of each control in reducing or removing risk, including whe...
	Body - Leaders and individuals determine why some controls were ineffective and what should be do...
	Body - Figure 2-7 shows that the risk management process continues throughout a mission as well a...
	1st subhead - TOOLS AND PITFALLS

	Body - The appendix�provides examples of risk management tools to help leaders assess identified ...
	Body - Units train to a standard. They operate and train regardless of the degree of real or perc...
	Body - Figure�A�7 provides an example of risk management considerations integrated into a mission...
	Body - Pitfalls arise when risk management tools are used without adaptation to the factors of ME...
	Body - Completing the risk assessment alone, but failing to identify effective controls, usually ...
	Caption - Figure 2-5. Levels of Risk
	Caption - Figure 2-7. Continuous Application of Risk Management
	Caption - Figure 2-1. Risk Management Steps Correlated with Military Decision-Making Tasks
	Caption - Figure 2-2. Hazard Probability
	Caption - Figure 2-4. Risk Assessment Matrix
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	bullet - • Knowing their own limitations, their leaders’ and soldiers’ limitations, and their uni...
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	bullet - • Demonstrating full confidence in subordinates’ mastery of their trade and their abilit...
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	bullet - • Listening to subordinates.
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	Body - Avoiding the zero-risk mindset requires the exercise of positive leadership. The commander...
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	2nd sub - Leaders
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	bullet - • Conducting detailed planning within time constraints; assessing each mission and task ...
	bullet - • Making informed risk decisions and establishing and clearly communicating risk guidance.
	bullet - • Training the risk management process. Ensuring subordinates understand the who, what, ...
	bullet - • Examining how subordinates manage risk and how soldiers protect themselves.
	bullet - • Supervising and evaluating the unit’s execution of risk controls during the mission to...
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	bullet - • Providing subordinates with feedback on their performance and ways to improve.
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	Body - The chief of staff or executive officer is responsible for supervising integration of risk...
	bullet - • Analyzing his functional area and applying risk management during the military decisio...
	bullet - • Identifying constraints in the higher commander’s risk guidance.
	bullet - • Including hazards and their risks in the mission analysis briefing.
	bullet - • Including a risk assessment for the commander’s estimate.
	bullet - • Considering the risk assessment in the operations estimate.
	bullet - • Including risks and recommending ways to reduce their impact in the staff estimate.
	bullet - • Implementing risk controls by coordinating and integrating them into the appropriate p...
	bullet - • Establishing procedures and standards that are clear and practical.
	bullet - • Determining the effectiveness of hazard/risk controls and continuously assessing their...
	bullet - • Supervising, evaluating, and assessing the integration of risk management during an op...
	bullet - • Continuously identifying hazards, assessing initial and residual risks for each hazard...
	bullet - • Identifying and assessing hazards associated with complacency, especially during exten...
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	2nd sub - INDIVIDUALS

	Body - The level of expertise and maturity of the individual influence his proficiency in managin...
	Body - Some soldiers and individuals ignore existing standards and improvise their own. Due to in...
	bullet - • Overestimating their ability to respond to or recover from a hazardous incident—they b...
	bullet - • Underestimating the level of risk posed by a hazard.
	Body - It is imperative that individuals understand and execute controls implemented by leaders a...
	Body - Individuals must maintain situational awareness and self- discipline when they perform the...
	bullet - • Understand and apply risk management.
	bullet - • Execute controls directed by their leaders, that is, perform to standards.
	bullet - • Carry risk management over into training and activities—both on and off duty.
	bullet - • Look out for others—anyone has authority to halt something that is inherently unsafe.
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	sec quote - ARFOR commanders/leaders must continuously employ risk management approaches to effec...
	sec quote byline - FM 100-7, Decisive Force: The Army in Theater Operations, May 1995
	Body - Integrating risk management into training and operations—
	bullet - • Preserves the lives and well-being of everyone.
	bullet - • Conserves equipment, facilities, environmental resources, and combat power.
	Body - Risk management must not be treated as an afterthought. It must be planned for up front. L...
	Body - When integrating risk management into sustained operations, leaders must consider increase...
	bullet - • The complexity of mission development and associated changing interrelationships with ...
	bullet - • The inclusion of civilian contractors, for example, LOGCAP, as part of the force.
	bullet - • The presence of the media, NGOs, and PVOs.
	Body - These diverse elements need to be integrated into the risk management process.
	Body - Two key considerations relevant to managing risk in complex operational environments include—
	bullet - • Understanding the culture of the indigenous population or society and its way of doing...
	bullet - • The dynamics of managing risk and the way the leader and his subordinates manage risk....
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	Sub Bullet - — Issuing clear guidance to minimize risk.
	Sub Bullet - — Determining and implementing risk controls for carrying out the mission.
	Sub Bullet - — Maintaining situational awareness, especially of vulnerabilities.
	Sub Bullet - — Avoiding unnecessary accident risk.
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	bullet - • Development of policy, goals, objectives, and priorities in the commander’s quarterly ...
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	sec quote byline - General George S. Patton, Jr.
	Body - 

	5.pdf
	chapter no. - Appendix
	chapter title - Examples of Risk Management Application
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	Body - The work sheet instructions are in Figure A-1.
	Body - The work sheet (Figure A-2) provides a starting point to logically track the process of ha...
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	Caption - Figure A-4. Example of Completed Risk Management Work Sheet for Company/Team
	Caption - Figure A-5. Example of Completed Risk Management Work Sheet for Battalion/Task Force
	Caption - Figure A-5. Example of Completed Risk Management Work Sheet for Battalion/Task Force (c...
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	Body - Figure A-7 shows risk management integrated into an MTP task. The example portrays a possi...
	fig a-7 body - TASK: C2 THE BATTALION (7-1-1901)(FM 7-20)
	fig a-7 body - ITERATION: 1 2 3 4 5 (circle)
	fig a-7 body - TRAINING STATUS: T P U (circle)
	fig a-7 body - CONDITION: The brigade issues an OPORD or FRAGO
	MTP Body - TASK STANDARD:
	fig a-7 sub body text - a. The battalion plan accomplishes the directed mission and specified tas...
	fig a-7 sub body text - b. The plan is as fully prepared as time allows to initiate the mission a...
	fig a-7 sub body text - c. The battalion controls and synchronizes subordinate and supporting ele...
	fig a-7 sub body text - d. The battalion keeps higher, adjacent, subordinate, supporting, and sup...
	mtp header - SUBTASKS AND STANDARDS: GO NO-GO
	MTP Boxed text - +1. Battalion leaders issue the warning order.
	fig a-7 sub body text - a. A complete warning order is issued within 15 minutes of receipt of the...
	fig a-7 sub body text - b. Warning order is received by all platoons within 45 minutes of issuanc...
	MTP Boxed text - *2. Battalion commander analyzes mission and gives initial guidance.
	fig a-7 sub body text - a. Guidance includes restated mission, which includes brigade commander’s...
	fig a-7 sub body text - b. Guidance is given within 30 minutes of receipt of order.
	fig a-7 sub body text - c. Guidance includes instructions on information requirements and initial...
	MTP Boxed text - +3. Battalion accomplishes reconnaissance and other actions to gather needed inf...
	fig a-7 sub body text - a. Reconnaissance actions begin to physically gain information on the ene...
	fig a-7 sub body text - b. Commander conducts a personal reconnaissance, when possible. If not, t...
	fig a-7 sub body text - c. Subordinate leaders perform a personal reconnaissance when possible. S...
	fig a-7 sub body text - d. Staff coordinates with subordinate, higher, supporting, and adjacent h...
	fig a-7 sub body text - e. Staff provides operations, intelligence, and CSS estimates to include ...
	MTP Boxed text - +4. Battalion commander develops and wargames courses of action and selects one.
	fig a-7 sub body text - a. Tactically feasible courses of action (include CS and maneuver) are ma...
	fig a-7 sub body text - b. Best COA is selected.
	fig a-7 sub body text - c. COA is wargamed and refined by the command and staff. The staff must u...
	MTP Boxed text - *5. Staff develops an OPLAN and OPORD from the commander’s guidance.
	MTP - OPLAN and OPORD successfully accomplish the mission according to higher commander’s intent....
	MTP Boxed text - *6. Battalion commander and staff issue implementing FRAGOs (accident risk contr...
	MTP Boxed text - *7. Battalion commander issues the OPORD/FRAGO.
	fig a-7 sub body text - a. OPORD/FRAGO is issued IAW the one-third, two-thirds rule and makes ful...
	fig a-7 sub body text - b. OPORD/FRAGO accomplishes all directed missions and tasks, complies wit...
	fig a-7 sub body text - c. All subordinate and supporting elements receive the OPORD/FRAGO.
	fig a-7 sub body text - d. OPORD/FRAGO contains task organization, mission, concept, accident ris...
	fig a-7 sub body text - e. If more time is available, the battalion commander issues a fully deve...
	fig a-7 sub body text - f. Order is given at a location that reduces travel time, allows observat...
	fig a-7 sub body text - g. Battalion commander should perform brief-backs and war gaming, to incl...
	fig a-7 sub body text - h. Subordinate leaders and staff should perform lateral coordination befo...
	MTP Boxed text - +8. Commander and staff coordinate and refine the plan.
	fig a-7 sub body text - a. Time is well used to continue gathering information and to improve the...
	fig a-7 sub body text - b. New information is disseminated and coordinated with higher, adjacent,...
	MTP Bullet - • Changes or refinements in plan.
	MTP Bullet - • Information on the enemy in the sector or zone.
	MTP Bullet - • Information that impacts on planning and execution (risk acceptance decisions/haza...
	MTP Bullet - • Adjustments/changes in the plans.
	MTP Boxed text - +*9. Battalion executes changes in task organization.
	fig a-7 sub body text - a. Main CP coordinates link-up location, time, and responsible element.
	fig a-7 sub body text - b. Attachments/new elements are received at the coordinated location and ...
	fig a-7 sub body text - c. Detachments reach the link-up point at the time and place directed.
	MTP Boxed text - +*10. Battalion performs and commander and staff perform, supervise, and monitor...
	fig a-7 sub body text - a. Command group/XO performs brief-backs with subordinate commanders, lea...
	fig a-7 sub body text - b. Main CP maintains status of preparations.
	fig a-7 sub body text - c. Elements make full use of time to prepare for the operation. Subjectiv...
	MTP Boxed text - +*11. Battalion sees the battlefield.
	fig a-7 sub body text - a. Command group is positioned to see and move.
	fig a-7 sub body text - b. Companies and other subordinates accurately report critical informatio...
	fig a-7 sub body text - c. Main CP collects, analyzes, and passes processed critical information.
	fig a-7 sub body text - d. Subordinates execute intelligence collection plan. See subordinate ele...
	MTP Boxed text - +*12. Battalion leaders command and control the execution.
	fig a-7 sub body text - a. Subordinate elements report enemy and friendly actions, change in stat...
	fig a-7 sub body text - b. Battalion leaders win the battle by directing the maneuver of units, c...
	MTP Para (1) - (1) Elements not following OPLAN and OPORD are corrected.
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