MEMORANDUM:  Counseling Policy                                                                          


[image: image1.wmf]          DEPARTMENT OF THE ARMY

{INSERT UNIT ADDRESS}
	Insert Office Symbol
	                                                   01 NOV 2008


MEMORANDUM FOR all First Line Leaders, NCOICs and OIC of the 6250th   USAH Professional Services.

SUBJECT: Counseling policy  
1.  REFERENCES:

a. DA Pam 611-1 The Army Interview
b. AR 135-91: Service Obligations, Methods of Fulfillment, Participation requirements and Enforcement Procedures.
c. AR 135-175 Separation of Officers
d. AR 135–178  Enlisted Administrative Separations.
e. AR 600-8-19  Enlisted Promotions and Reductions

f. AR 600-9 Army Weight Control program

g. AR 635-200 Involuntary Separation, Ch 9

h. FM 21-20 Physical Fitness Training

i. FM 22-100-1 Military Leadership
j. Memo 6250th USAH Physical Profile Policy , 7 June 2008
k. Memo 6250th USAH Command Rescheduled Training (RST) Policy, 11 March 2008
2. PURPOSE:
a. Counseling forms (DA 4856) provide a means of documenting desirable behaviors and actions as well as undesirable behavior and actions.   Documentation of 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. 
b. Examples of event oriented counseling include, but are not limited to  

(1)  Specific instances of superior or substandard performance.

      (2)  Reception and integration counseling.

      (3)  Crisis counseling.

      (4)  Referral counseling.

      (5)  Promotion counseling.
      (6)  Separation counseling.
3. POLICY:

a. Counseling can be tied to specific instances of superior or substandard duty performance. Tell your subordinate whether or not the performance met the standard and what the subordinate did right or wrong. The key to successful counseling for specific performance is to conduct it as close to the event as possible. In addition, documentation of the event by DA Form 4856 is the Counseling Statement is critical to objectively identify the event and specify the corrective counseling undertaken. 
b.  This form is used to document either exemplary or adverse personnel actions regarding:
(1) Soldier evaluations
(2) Recommendations for retention
(3)   Recommendations for promotion or reduction in grade
(4) Recommendations for involuntary transfer
(5) Recommendations for disapproval of RST request
       (6)   Failure to comply with Unit and/or Army policies or standards.

c. The behavior itself (favorable or unfavorable) as well as the Unit or Army policy representing the standard(s) by which this behavior is evaluated must be noted on the DA Form 4856.   
(1)  For purposes of supporting involuntary separation from the Army, the counseling statement must include the following statement or its equivalent in Part III of DA Form 4856 for UCMJ purposes:   


 I am counseling you for the conduct noted above.  If this conduct continues, action may be initiated to separate you from the Army IAW AR 635-200.  If you are involuntary separated, you could receive an
Honorable Discharge, a General (Under Honorable Conditions) Discharge, or Under Other Than Honorable Conditions Discharge.  An Honorable Discharge is a separation with honor based on the quality of service, which meets the standards of acceptable conduct and performance of duty.  A General Discharge is a separation under honorable conditions, based on a military record being satisfactory but not sufficiently meritorious to warrant an Honorable Discharge.  A discharge Under 
Other Than Honorable Conditions is based upon a pattern of behavior of one or more acts or
omissions that constitute a significant departure from the conduct expected of a soldier.  An Honorable Discharge may be awarded under any provisions.  A General Discharge may be awarded for separation under Chapter 5, Chapter 9, Chapter 13 and Chapter 14.  An Under Other than
Honorable Conditions Discharge may be awarded for separation under Chapter 14 for misconduct.  If you receive an Honorable Discharge, you will be qualified for most benefits resulting from military service.  An involuntary honorable Discharge, however, will disqualify you from reenlistment for some period of time and may disqualify you from receiving transitional benefits (e.g., commissary, housing, health benefits) and the Montgomery GI Bill if you have not met other program requirements.  If you receive a General Discharge, you will be disqualified from reenlisting in the service for some period of time and you will be ineligible for some military and VA administered benefits, including the Montgomery GI Bill.  If you receive a discharge Under Other Than Honorable Conditions, you will be ineligible for reenlistment and for most benefits, including payments of accrued leave, transitional
benefits, the Montgomery GI Bill, and possibly transportation of dependents and household goods to home.   You may also face difficulty in obtaining civilian employment as employers have a low regard for General and Under Other Than Honorable conditions discharges.  Although there are agencies to which you may apply to have your characterization of service changed, it is unlikely that such application will be successful.         _______ (Soldier's initials) 
(2) DA Form 4856 Sections:

· Part II clearly identifies the event or behavior of comment

· Part III provides for discussion of the potential administrative consequences of the event or behavior.  
· Part IV provides a clear plan of action statement for mitigation of adverse events and/or behaviors including an agreement of benchmarks designed to identify improvement of the Soldier’s behavior, and verification that the soldier understands that the unacceptable 
conduct is linked with a specific standard such as a Unit policy or an Army Regulation.
· Part V provides for an assessment of the plan of action at a future date:  Did the plan of action result in improved behavior of the counseled Soldier?
(3) Examples of unacceptable behaviors and the counseling information that must be included in the DA Form 4856 are listed below.  This is not an all inclusive list, but indicates the areas that should be addressed in a counseling session.  Reference to authority for punitive action options using AR135-175 or AR 135-178 will be included in PART III of DA Form 4856.
(a)  APFT and/or ht wt failure: 

· Document APFT date and scores for pushup and sit-ups and run as performed/min required
· Document ht/wt  and Meets or Exceeds based on %BF
· Document enrollment in Special PopulationPT with FITT and requirement to 1) perform diagnostic APFT monthly until passes, 2) Soldier flagged and cannot attend school, grant RST, grant promotion until flag removed
· Document benchmarks for successful performance:  satisfactory progress in APFT must be evident in diagnostic APFT in 3 months, or satisfactory progress of 4 pounds weight loss/month must be measurable after 6 months in participation in the AWCP.  
(b) Temporary Profile issuance requiring extension:

· The Profiles Officer completes a counseling statement for a Soldier requesting a Temporary Profile extension unless the Profiles Officer includes a “plan of action” statement in the comments section of the DAForm 3349.  Otherwise, the Soldier’s FLL must complete a counseling statement for an Extended Temporary Profile in consultation with the Profiles Officer.

· Copy of the Unit Physical profiles policy memorandum is provided the soldier.
                           Agreement to bring in PCP evaluation of physical complaint documenting the medical   

                           problem and indicating corrective action or modification of physical activity that is         

                           required to prevent further injury.
· Agreement to take APFT after train-up period has expired
(c) No Show for BA without prior submission of 2R:
· Document reason for no show
· Document whether soldier attempted to call or email FLL regarding BA absence
· State # times Soldier was PNP for previous 9 months.
(d) Failure to maintain POC information:

· Failure to have working phone, pager and/or email, home address, or working AKO acct
· Failure to be reached or respond to Telephone alert or other Unit initiated administrative contact such as email, surface mail or physical address.
· Agreement to provide valid contact information within a specified period of time.
(e) Failure to comply with a lawful order:
· Document event, time, location
· Document adverse impact on Unit esprit, order, impact on mission success and/or unit readiness, standard of unbecoming conduct
(f)  Failure to bring equipment, uniforms, documents and/or specific administrative data by the stated suspense date (BLS cards, certifications, eval uation support forms, CAF folder documents, database update information, PPD records, etc.).
(g)  Misconduct for officers
·   Substandard performance of duty to as evidenced by apathy, defective attitudes, or           other character disorders, including inability or unwillingness to expend effort.
· Intentional neglect or failure to participate satisfactorily in required Ready Reserve   training (AR 135-91, chap 6), and/or conduct unbecoming an officer (AR 135-175 Section II, para 2).
(h) Misconduct for enlisted Soldiers
· Convictions in civil court, unsatisfactory performance or participation (AR135-178) or inefficiency in discharge of duties (AR 600-8-19, Section III para 10-5).    
· Inefficiency is a demonstration of characteristics that shows that the person cannot perform duties and responsibilities of the grade and MOS. Inefficiency may also include any act or conduct that clearly shows that the Soldier lacks those abilities and qualities normally required and expected of an individual of that grade and experience.
(i)   Dereliction of duty  
· Failure to perform assigned duties in the clinical area or in military capacity

· Failure to complete NCOER or Officer Evaluations timely including the Soldier’s own

· Failure to maintain personal CAF, professional certifications or other educational requirements mandated by MAMC for the Soldier’s MOS
(j)  Failure to maintain valid CAC card certificates, registration, AKO account access, digital signature ability.

d.  First line leaders counsel Soldiers who are eligible for promotion to PV2 through SSG without a waiver but not recommended in writing.  Counseling takes place initially when the Soldier attains eligibility, and at least every 3 months thereafter and include information as to why the Soldier
was not recommended and what can be done to correct deficiencies or qualities that reflect lack of promotion potential IAW AR 600-8-19 para 1-26.
e. Counseling DA 4856 Shells for the counselable events listed in para c. (3) are provided to ensure basic information is reported in a concise and objective manner.  The purpose of the counseling, description of key points for the counseling and basic plan of action are noted on the form.
f. Counseling Statements are retained for the Training Year in which it was issued.  They are not placed in the Soldier’s CAF folder.  The completed and signed DA Form 4856 is retained by the counseled Soldier and the Counselor.  A copy of the Counseling form is provided to the Soldier’s rater and first line leader. 
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