******INSTRUCTOR SOLUTION****INSTRUCTOR SOLUTION***

PRACTICAL EXERCISE SOLUTION

There is no one solution for this exercise.  The assess and the analysis steps are going to be fairly standard.  The solutions for the develop, implement and evaluate steps will vary.  In evaluating the plan and the development of the plan, the key is whether or not the plan is reasonable and realistic for the situation portrayed in the scenario and whether or not the plan is in keeping with the doctrinal guidance of FM 22-100.  The same is true when evaluating the implementation and evaluation plans.  YOU MUST rely on your leadership experience, training and FM 22-100 as you evaluate the final examinations.

1.  Stage 1:  Assess:.  Responses should include those listed below but may include others.  If in your judgment, the different responses are appropriate give the students credit.  This holds true for Step 2, analysis, also.)

Information Gathered

SOURCE
INFORMATION

1.  Own observation
1. NCOs and officers filled out counseling forms while soldiers were recovering from a field exercise.

2.
Each soldier and NCO was presented a counseling form and told to sign it.  No questions were permitted.  Subordinates were sent to an “appointment line” if they had questions.

2.  One of the LTs
1. Battalion commander’s policy to counsel soldiers monthly.  Not enough time to counsel individually as the mission comes first.

2. Current system is perfect.  No forms ever need to get back-dated.

3. No wasted time “talking”.

4.    Getting into the “appointment line” is not the thing to do.

3.  Top mechanic
1.
His squad leader did not recommend him for promotion due to poor performance.  When questioned, the squad leader “blew up” and told him to be quiet.  

2.
Would not let him explain about deadlined vehicles.  

2.  Stage 2:  Analysis)  The responses may vary from those listed below:  (See next page)

POSITIVE
NEGATIVE
NEED TO KNOW

1.  Counseling forms are being completed.
1.  Conduct of counseling sessions.  

a.  NCOs and officers completed counseling reports as soldiers went about recovery from recent field training exercise.

b.  Each soldier and NCO was presented a counseling form and told to sign if no questions.  If questions, told to go to “appointments line.”

c.  Everyone knows that getting in the appointments line is not the thing to do.

2.  Policy: Battalion commander’s policy is to counsel monthly.

3.  Attitude towards counseling (officer):

a.  Waste of time to sit and talk.

b.  Current system works.

c.  Mission comes first: counseling back burner.

4.  Observation of subordinate who had been counseled (top soldier):

a. Not allowed to question counseling which resulted in his not being recommended for promotion due to poor performance.

b. Was not allowed to explain vehicle problem.  Told to be quiet and that there was nothing he could do about it.
1.  How are officers counseled?

Instructor Note:  The problems your students list may be the same as the ones below or they may be different.  If the response is appropriate for the situation and in keeping with FM 22-100 (1999 version), count it as correct.  The number of issues/problems identified may differ from the five listed below.  If you determine the issues/problems provided as adequate, give the student full credit for the response.

Problems identified to be worked:

a.  Leaders need to learn appropriate counseling techniques IAW FM 22-100 (1999 version), Army Leadership, Appendix C, Developmental Counseling.

b.  Leaders need to learn the purpose of counseling IAW FM 22-100 (1999 version), Army Leadership, Appendix C, Developmental Counseling.

c.  Leaders need to learn how to prepare for counseling IAW FM 22-100 (1999 version), Army Leadership, Appendix C, Developmental Counseling.

d.  Need to determine how officers are scheduled for and receive counseling.

3.  Stage 3, Develop: 

a.  Objectives for plan:  

(1)  Teach leaders the purpose of counseling (IAW FM 22-100 (1999 version), Army Leadership, Appendix C, Developmental Counseling).

(2)  Teach leaders how to prepare for counseling (IAW FM 22-100 (1999 version), Army Leadership, Appendix C, Developmental Counseling).

(3)  Teach leaders when to counsel (IAW FM 22-100 (1999 version), Army Leadership, Appendix C, Developmental Counseling).

(4)  Teach leaders how to counsel (IAW FM 22-100 (1999 version), Army Leadership, Appendix C, Developmental Counseling.  

b.
Possible actions to take to meet objectives:

(1)  Conduct training classes for subordinate leaders.  Include classes on:  effective writing skills, communication skills, legal aspects of counseling, and the proper use of the NCOER.  

(2)  Require each subordinate leader to read Chapter 2, Appendix B and Appendix C of FM 22-100 (1999 version).

(3)  Have subordinate leaders role-play counseling situations.

(4)  Have subordinate leaders observe a counseling situation conducted properly.

(5)  Observe subordinate leader in counseling situation and provide feedback immediately.

(6)  Assign subordinates the responsibility to teach counseling classes.  Observe those classes.

(7)  Let subordinates know how important counseling is to you through your actions and words.

(8)  Publish a policy outlining your counseling philosophy IAW FM 22-100 (1999 version).

(9)  Administer a survey to determine the effectiveness of your counseling program.

(10)  Talk with your subordinates about their counseling experiences.

(11)  Be aware of the subordinate interactions and behaviors which give an indication of the success of the unit counseling program.

(12)  Have informal conversations with subordinates.

(13)  Invite senior leadership to talk with subordinates about counseling.

Instructor Note:  There are many actions which would also be effective and appropriate for the situation.  If the student’s suggestion is realistic and IAW FM 22-100 (1999 version) guidance and the information provided in the Student Handout, give the student credit.

c.
Plan of action:  (This is only a suggestion.  Other approaches and options which are IAW FM 22-100 (1999 version) and the Student Handout should be accepted.)

(1)  Role Modeling  


(a)  Conduct counseling sessions with subordinate leaders during which you demonstrate appropriate counseling techniques through role-playing.


(b)  Identify a subordinate who counsels effectively and let him/her serve as a role model for counseling.


(c)  Counsel your subordinates and make it known!

(2) Education:


(a)  Conduct counseling training with subordinate leaders you rate and they train their subordinate leaders.



(b)  Publish a policy outlining your counseling philosophy (IAW FM 22-100 (1999 version), Army Leadership, Appendix C, Developmental Counseling.


(c)  Require each leader to read Chapter 2, Appendix B and C of FM 22-100 (1999 version), Army Leadership, Appendix C, Developmental Counseling.


(d)  Observe leader in counseling situation and provide feedback immediately.


(3)  Leader involvement:


(a)  Let subordinates know how important counseling is to you through your actions and words.


(b)  Talk to your subordinates about the importance of counseling.


(c)  Counsel your subordinates.


(d)  Ask subordinates about their counseling experiences.


(e)  Publish a policy outlining your counseling philosophy (IAW FM 22-100 (1999 version), Army Leadership, Appendix C, Developmental Counseling).

4.  Stage 4, Implement:
a.  Prepare for classroom based training of subordinate leaders

(1)  Identify and reserve training site.

(2)  Schedule training.

(3)  Notify involved personnel

(4)  Read and study Chapter 2, Appendix B and C of FM 22-100 (1999 version).

(5)  Develop training materials.

(6)  Acquire required number of FM 22-100 (1999 version) or copies of the required sections (Appendix C, Developmental Counseling).

(7)  Identify and acquire required training equipment.

(8)  Schedule training.

(9)  Provide precourse requirements to subordinates involved in the training.

(10)  Prepare role-playing situations for classroom training.

(11)  Develop a policy outlining your counseling philosophy (IAW FM 22-100 (1999 version), Army Leadership, Appendix C, Developmental Counseling).

b.
Conduct the classroom training of subordinate leaders you rate.

c.
Assign subordinate leaders responsibility for teaching their subordinates about the counseling program.

5.  Stage 5, Evaluate:
a.  Gather information:  (Other responses are also correct.)

(1)  Ask subordinates about their counseling experiences.

(2)  Administer a survey to determine the effectiveness of your counseling program.

(3)  Observe the subordinate interactions and behaviors which give an indication of the success of the unit counseling program. 

(4)  Observe counseling sessions.

b.
Remediation effort, as necessary:

(1)  Conduct retraining of subordinate leaders who are not performing to expectation.

(2)  Have subordinate leader needing assistance observe a counseling situation which is conducted properly.  Observe him/her in a counseling situation and provide immediate feedback.

(3)  Continue to monitor.

(4)  Continue to evaluate.  

(5)  Make corrections to plan as needed.

(6)  Continue to demonstrate that the program is important through your actions and words.
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