
Instructor Training aid when using segment #1, 2, 3 and 4 of the Developmental Counseling Video (one instructors observations)

The following is intended as a study guide for instructors using the “river crossing” video as part of the leader assessment training.  I have tried to present both the positive and the negative aspects of the video to give you an idea of the kinds of responses I’ve gotten from students working through this.  In SGI we have been successful in having each group focus first on one of the three character pieces (VAS) and then on the action piece for two different perspectives and to show the interrelationship of character and behavior.  Caution students who may be familiar with the “Nobody’s Fault” risk assessment film NOT to add any details.  If it is brought out that the soldiers dies as a result the results of the exercise are skewed.  The NCO goes from being a weak leader to being a bad person and it’s difficult if not impossible to get the group back on track.

Values:

Honor:  Does the individual behave honorably?  If we define honor as “that public moral code, the declared code of values”, does he adhere to the Army’s values?  He is probably acting in a manner consistent with the way he “grew up” in the Army.  He is treating his subordinates as he was treated.  This is not a bad soldier.  He is trying to accomplish the mission within what he has interpreted as the commander’s intent.  It may be that he is trying to do thing right but is not doing the right things when it comes to dealing with his soldiers.  (This may be in part evidence of a zero defect mentality).

Duty:  Means that we are willing and able to fulfill our professional, legal and moral obligations.  We have a duty to do the right things, right.  Just because something is legal, does not make it right and just because something is NOT illegal is it automatically correct or allowable behavior.  We have multiple duties as members of the Armed Forces.  Mission accomplishment and taking care of soldiers are two frequently used terms that talk to “duty.”  In the vignette it may appear that he is correct in his duty;  “legally right” in mission accomplishment first.  But is there not a higher moral obligation to assure the safety of his soldiers.  Is his focus on winning the competition getting in the way of doing the “right things right”?

Integrity:  Integrity means a great deal more than being truthful.  As it is used here it means to assure that our internalized value system, what each of us hold dear is consistent with the Army’s value system.  It is very possible that this soldier has internalized a value system of winning above all.  We have soldiers coming into the Army whose personal integrity may be limited to “me first”, “this is just a job”, “no one else or everyone else is doing it”, or it only counts if you get caught.  These individuals need to be taught and need to internalize a value system greater than their own.

Selfless Service:  Means to place Army priorities ahead of oneself.  Chances are that this individual thinks he is doing that.  That in striving to win the competition again that he unit will be well served.  FM 22-100 (1999 version) talks about the welfare of the nation and the organization coming before oneself.  It’s easy to be critical of this soldier in that he appears to want to win “since I’ve been here we....” for his own self-aggrandizement.  That may not be the case, even though it sounds this way.  Perhaps his pride in his unit (even though he says I) may be the motivating factor.  What he fails to do is put the welfare of his soldiers ahead of the mission.

Personal Courage:  We can argue at length whether this individual has physical courage or is simply foolish by walking into unknown waters.  But physical and mental courage are closely tied and he appears to lack the courage to do the right thing.  Blame shifting to the “old man” is basically ducking responsibility for one’s own actions.  Physical courage implies an ability to face our fear of physical harm and do what needs to be done in spite of our fears.  The real fear in this scenario was a fear of failing to win the competition and he never really acknowledged that.

Loyalty is a two way street.  We must present ourselves so that our soldiers will want to be loyal to us because we are honorable, because we do the hard right over the easy wrong.  Loyalty coerced by intimidation will not last during combat or any stressful condition.  We must earn the loyalty of our soldiers.  At the same time we must be loyal to them.  They must know that we care about them and that we will take care of them.  That the sacrifices they are asked to make are for good reason, not arbitrary willfulness.  And loyalty must be balanced.  Are we really loyal to the constitution, the Army and our superiors if we are being disloyal to our soldiers?  If we abuse the trust and confidence of our soldiers in order to demonstrate our loyalty to a superior we will fail.

Respect.  I leave respect for last because the most common interpretation is that respect can be demanded and is our due because of rank or position.  Certainly military tradition requires a respectful attitude and behavior based on rank.  Yet we all know of senior individuals that we have little or no respect for because of their actions.  The idea of respect having to do with a sensitivity and regard for each individuals dignity and worth is something that each us will have to work through.  Again respect based on fear or coercion is no respect and will not hold up under stressful conditions.  If asked I’m sure that the individuals in the video all think they are being “respectful,” yet their behaviors indicate something else.

Attributes:

The three attributes (physical, emotional and mental) are all in play during the video.  Perhaps the real issue in the video is not that the NCO is lacking in particular attributes, but that they are not in balance.  He appears to have the will and self-discipline to get the job done, but those attributes need to be balanced by judgment and self control in order to accomplish the mission.  In this case getting the job done and mission accomplishments are not the same thing.  Mission accomplishment implies a much broader scope and an inferred/implied higher standard.

Each of the attributes can be seen from both a positive and negative perspective.  The NCO is apparently fit and he looks good, but what about his bearing.  This is an area where two attributes overlap.  He does not exercise self-control, composure or mature responsible behavior, but he looks good.  He also appears to be an intelligent, articulate individual, but he fails to use good judgment.  I really have to wonder at someone looking a river and a map and saying “but the map doesn’t show a river here.”  Interestingly enough the OER says “possess desire, will, initiative and discipline”.  It is only in FM 22-100 that there is a lengthy discussion of the need to have balance between will and judgment.  As we go through the video try to observe his behaviors and the impact that they have on his subordinates.  When we fail to be calm under pressure we undermine our subordinates confidence and their willingness to share crucial information which we need.  We also set a climate through our use or abuse of our attributes.

Each of the skills can also be examined in the video.

Conceptual skills:  Critical and creative thinking, problem solving and moral reasoning are some of the conceptual skills discussed in FM 22-100 (1999 version).  The OER includes judgment as a skill vice an attribute.  Critical and creative thinking skills are discussed in depth in FM 22-100 (1999 version).  Basically when we talk about critical thinking we are looking at careful examination of the situation.  What is our purpose, what is the problem to be solved? Have we considered applicable perspectives, compiled factual data, and evaluated our assumptions?  What inferences and conclusions can we draw about that data and our assumptions?  And finally, have we considered the implications and consequence of our actions?  Critical though takes both time and practice.  It requires that we get out of the reactive mode and move into the proactive.  There were many things in the video that demonstrate the need for critical thinking.  It also provides a methodology for teaching (integrating) critical thinking into leader development.  Use the critical and creative thinking worksheet to help clarify your thoughts on the video/situation.  I have found that it really helps me keep on track.  The creative skills we are talking about means thinking outside of the “box” outside of the way we usually think about things.  Creative thinking can be stimulated by discussion, feedback (if he had listened to the SGT instead of rejecting his input out of hand, they may have come up with a way to win the competition with out compromising soldier safety).

Interpersonal Skills is an area that most students can find all the things that are wrong.  This is an excellent opportunity to talk about the “whys” of the NCO’s behavior.  Was he treated in the way that he treats his soldiers?  Probably.  When we move to the developmental action plan this is an area that most students can identify with from either or both perspectives.  A lot of personal experiences with both good and poor leaders and almost always attributed to poor interpersonal skills.  This is also an area that is most mentioned that “I want my rater to check the block on this.  

Technical skills:  Apparently the NCO had some real strengths here as he has already won the competition three times.  But, again the interrelationship of values, attributes and skills comes to bear.  In spite of his technical competency he does not have the flexibility to pursue other course of action when his plan falls through.  There is a specific procedure for river crossings which he is either not aware of or chooses to ignore.  

Putting this all together for an overall rating of tactical competency this individual may prove to be an excellent leader in combat with some refinement of his values, attributes, and skills.  He has the spirit needed of a warfighter, but lacks the experience (right kind of experience) at this point in time.  Redirect and mentoring of this individual could result in a highly effective and efficient leader.

The action piece is an area that I try to get the students to see the applicability of all the actions (operate, influence and improve) in everything we do.  Even in an academic environment we are involved in the actions.  Usually at this point I have the students start working on developmental actions to address each of the areas.  Again in SIG this is pretty effective, but would be difficult with a large class.

I have each of the three groups take one dimension, (operate, improve and influence) and try to come up with an action plan which addresses each of the subcategorize.  The plan must be measurable, attainable, objective and to a standard.  After completing this part of the exercise I have them identify some tasks that they can work on while in the institution to improve their own leadership.  Have gotten mixed and interesting results.

As with the values, attributes and skills the actions are demonstrated by the video.  Again by breaking the students down into small groups and having them work on only one dimension this exercise goes faster.  Each group makes their observations, assessment and comes up with a draft developmental action plan.  They quickly see the interconnection of the “character” piece and the behavior piece.  This generates a lot of discussion on how to come up with that specific, objective, measurable action plan which will helps the individual improve their leader skills while simultaneously addressing character development.

Under Operate they are quick to point out that neither assessment of the squad nor the situation was adequate, there was a plan but it did not have a risk analysis or alternate course of actions.  The execution may have been OK to a point, but obviously the river crossing piece was unexecutable.  Under influencing they all pick up on lack of communication and poor motivation and decision making skills.  They are usually able to trace this back to poor interpersonal skills.  Under the improve dimension, they pick up on poor team building and development, but argue that the application of lessons learned may be satisfactory.

Students should be able to identify that a single action plan may address multiple dimensions.  That leads to a sense that this may not be as big a time investment as initially anticipated (always a big argument when we first talk about leader development).  Not only can a single plan be used for multiple dimensions, but the same or similar plan may be used for multiple subordinates by shifting the emphasis of the plan to each soldiers particular needs.

Almost always, the groups will identify some kind of activity such as a leader reaction course, mapex, deployment or recovery for field use.  They usually backward plan starting with the desired result and breaking it down to the building blocks of achievement.  They tend to want to skip the “how” part, assuming that everyone will know fundamentals.  Unless you challenge them that if all the foundational pieces were in place we wouldn’t need a plan they won’t answer this piece.  The old saw “for want of a penny...” works quite well.  Also taking them back to the values dimensions each time works well.  How do you get this individual to understand the value of respect, to understand how by respecting his soldiers he will be better able to accomplish the mission.  This invariably leads to a discussion of how to demonstrate the effectiveness of the values.  Again, a lot of discussion, in part because they provide examples of where someone got “hosed” for doing the right thing while another was commended for doing something on the margin. 

It may provide some insight that the area where most teams have had difficulty has been in identifying a way to help someone learn how to make better decisions.  I think this ties right into the critical thinking piece and the fact that we are “sloppy” when it come to thinking.  We tend to make decisions without using a lot of the critical thinking steps and many agree that they shoot from the hip based on experiences.  When asked how they got to that point most appear to feel uncomfortable.  It would probably be helpful to put the critical thinking skills in front of leader development or at least teach it in conjunction.

Instructor Training aid when using segment #6 of the Developmental Counseling Video

Segment 6:

Warrant Officer with NCO
Cast:

Warrant Officer Vicky Lang

     An experienced Warrant Officer who started out as a soldier mechanic, worked her way up to be an NCO, then became a Warrant Officer.  As a Warrant Officer she is now responsible for oversight, leadership, and supervision of a major maintenance facility.  As a result of her experience, she is a tough taskmaster who knows what is going on in the organization.  During this developmental counseling session, she wants to be a coach and teacher, but finds out that SSG Rovero does not completely agree with her assessment of his performance.  

Staff Sergeant Jim Rovero

     A dedicated mechanic who loves to get under the hood, turn wrenches and feel the grease under his fingernails.  Now that he’s a Motor Sergeant, though, he’s having a tough time adjusting to his responsibilities as a supervisor, namely to check up on the multiple maintenance jobs his soldiers are responsible for, and establishing a system for ensuring that work gets done on time.

Lang/Rovero Relationship

     Ms. Lang is Rovero’s boss in this scenario, so there is a certain degree of respect in tone and use of titles by SSG Rovero.  This video segment is purposely designed, however, to show a session in which there is 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).  Lang has difficulty getting Rovero to do an honest self-appraisal of his performance.  Her strategy in this situation is to provide Rovero with clear examples of his leader behavior along with the adverse effects it is having on the soldiers and the unit.  Once they both agree on the assessment, both Lang and 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 Rovero’s performance.  Near the end of the session, SSG Rovero starts taking charge of his action plan –identifying, without 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 Ms Lang and SSG Rovero.

LANG:  Come in.

ROVERO:  Sorry, Ms Lang.  Got tied up on a Job that’s been running late.

LANG:  Have you got your self-assessment?  [This reinforces the expectation that all leaders will prepare a self-assessment prior to developmental counseling.  This also is a good technique to try and get the subordinate leader to start with most of the talking]

ROVERO:  Knew it was here somewhere.  You know, Ms Lang, after I finished reading my self-assessment, I realized, hey, I’m pretty good.

LANG:  In what department, Sergeant Rovero?

ROVERO:  (Detecting the slightly critical tone.) I don’t know.  See if it’s got the same things you wrote, Ms Lang.  Think I’m a good mechanic?

LANG:  You wanna know the truth?  You are pretty good.  [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]

ROVERO:  Thanks. (Detecting a caveat.) But?

LANG:  Well, like you said; you always seem to be running late on jobs.

ROVERO:  But, there’s a reason.

LANG:  O.K., Let’s hear it.

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 casual factors that may or may not be beyond the control of the subordinate leader]

LANG:  Well, that’s why we’re here.

ROVERO:  What do you mean?

[The leader can expect that some subordinates will be pretty defensive when it comes to leadership assessment.  It will be viewed by some as threatening]

LANG:  I thought we went over this last week when we set up this meeting.  What’d I say then? 
ROVERO:  Something about assessing my leadership strengths; areas I can improve in ……

LANG:  That’s part of it.  The focus is on developing your leadership.

ROVERO:  That’s funny, Ms. Lang.  I was a squared away NCO till I got here.  Now, all of the sudden I’ve got all this stuff to improve on. [Initially, leaders can expect to have many subordinates who have never received feedback on their leadership.  As developmental counseling becomes ingrained in the Army, more subordinates will be comfortable and familiar with leadership assessment and development].

LANG:  Well, leadership is a bigger part of your job now.  And it’s going to get more important as you move up the ranks.  You’ve got a lot of things in your favor.  Like I said, you’ve got 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] 

ROVERO:  Wait.  If I can just say something.  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 special time to take care of some family business.  I helped him with that. Right?

LANG:  Yes, you did.

ROVERO:  Isn’t that leadership?

LANG:  Yes, but that’s not the whole story.  (A pause and both know what has to come next.  Lang waits it out)  [Lang has already mentioned she has concerns with Rovero’s leadership.  She wants Rovero to tell his side of the story and complete his self-assessment.  Does he think everything is going well?]

ROVERO:  Well, okay, maybe things in the shop have been kinda screwed up.  And maybe it is my fault, but…..  [The subordinate leader is now at the point where he is beginning to admit to some shortcomings]

LANG:  (non-critical coach/teacher tone of voice)  Look, the way I see it, Sergeant Rovero, you still act like you’re 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 O-R rate.  Plus we might just get out of here at a decent hour.  [Lang knew this would probably be a sore spot with Rovero.  But, this is what she, the supervisor, is observing along with the general effects it is having on soldiers and the unit].

ROVERO:  I don’t think that’s what’s really happening.

LANG:  Alright, Sergeant Rovero, I’ve got several observations here (indicating his assessment notebook) but let’s just take yesterday for an example.  We had three TOW HMMWVs  (pronounced Hum-Vees) deadlined with electrical problems.  Those new guys, Harris, Jones and Wilson messed around with them all day and still couldn’t figure out what was causing the problem.  In the meantime, all the while, you’re over with another HMMWV changing out tires.  [CW2 Lang has done her homework.  IT is clear she makes observing and assessing 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].

ROVERO:  Somebody had to do it.

LANG:  And are the TOWs up?



[Links behavior to outcomes]

ROVERO:  We’re working on it.

LANG:  And when did everybody finish up last night?


[Again this question links leader behavior to outcomes.  Lang asks Rovero rather than tells him the outcome to promote ownership]

ROVERO:  About twenty-one hundred.

LANG:  We have to agree with what’s going on here.

ROVERO:  Alright, maybe you’re right, ma’am.  I’m just not that organized.  I don’t get into walking around with a list of jobs and checking up on people.  I’d just rather do it myself.  [It appears as though Lang’s detailed assessment has resulted in Rovero becoming a little more honest with himself.  Given that Lang also evaluates Rovero, leaders can expect that subordinates might hesitate to admit to shortcomings]. 
LANG:  Maybe so but lets’ try and come up with what we can do to improve things.

ROVERO:  Okay, Ma’am.

LANG:  Got any suggestions?  [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 subordinate identify the developmental task also promotes ownership and additional motivation to follow through on the task].

ROVERO:  Well, I suppose I could meet with the guys and talk things over.

LANG:  Uh huh.

ROVERO:  Get their ideas on what we can do to speed things up.  [This reinforces the concept that leaders should solicit the input of their subordinates and peers and include them in the decision-making process]

LANG:  Sounds like an AAR to me (Rovero nods)


[Lang is making a subtle correction here to put a little more structure into this developmental task so it doesn’t end up being  just a ‘BS’ session.]

ROVERO:  They’re liable to hand me a mirror.  (with a smile)

LANG:  Could happen.  (By this time the barriers between them should be down, enough for both to enjoy Rovero’s self-depreciating remark)

ROVERO:  Should I put that down?  (motions to form)
LANG:  Yeah, that’s a good start.  (Both enter it)  After you conduct an AAR, suppose I set it up so you spend some time with Staff Sergeant LeRoy -–you know, see how he manages his shop.  Then you can set up your own system.  [CW2 Lang identifies a resource (SSG LeRoy) to guide SSG Rovero, but she also doesn’t let SGT Rovero ‘off the hook’ for coming up with a plan to improve.  Had Lang dictated a system to Rovero he would not have learned how to set up a system on his own].
ROVERO:  Sergeant LeRoy got a good operation?  [Reinforces that a leader can, and should, seize opportunities to learn from other leaders.  CW2 Lang realizes that just telling a subordinate to develop a skill isn’t very effective.  I t may just result in the subordinate learning by trial and error.  Learning from study, practice, or observing/learning from another leader who does the task well is much more effective.]
LANG:  Uh huh. His vehicles are back up in no time.  Got commended on the last Command Inspection, too.  [Person’s identified as resources for development should be role models in the leader skill identified for development]

ROVERO:  Good enough for me. (makes a notation on form)

LANG:  We’ll get together again in a month and see how things are going.

ROVERO:  You’re going to let me work this out on my own?

LANG:  I’ll be around if you need me, but this is your plan.  You do it.  [Reinforces ownership of the action plan] 

ROVERO:  Okay.

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]

ROVERO:  Okay.  “Conduct an AAR with the maintenance section.”  “Observe Sergeant Leroy supervising maintenance operations.”

LANG:  Those should both work to improve Executing.  (each nod and make a notation)  [Lang reinforces the leadership doctrinal framework by listing developmental tasks IAW with the value, attribute, skill, and/or action it is designed to improve]
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]
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.  (They smile)  And I’ll let Sergeant LeRoy know you’re coming over to have a look at his maintenance operations.  (Lang makes a quick notation)  [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 Rovero, we’ve had some pretty straight talk here on things that need to improve.  (they each get ready to leave)  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, CW2 Lang is conscience of the need to reinforce and communicate what SGT Rovero is doing well].
ROVERO:  Appreciate that, Ms. Lang. (They stand and face each other.  Rovero looks at his greasy hand and pulls it away but Lang takes it anyway.  They shake and Rovero exits).

Instructor Training aid when using segment #7 of the Developmental Counseling Video 

Segment 7:

Officer with Officer Counseling Session
Cast:

Captain Walt Dennis

Easy-going on the outside, but type A on the inside.  Doesn’t miss much and expects maximum effort from all parties.  Has set a tone in the unit that putting out max effort is what counts.  Looks forward to sitting down with young LTs and working with them on their leadership.  Has a good sense of humor.

Lieutenant James Edmonds

Eager to do the right thing.  The climate set by CPT Dennis allows him to talk freely about what has gone right and what needs to improve.  Does have a tendency to take shortcomings personally, but eventually shakes it off and focuses on improving.  Loves his work.  Has a good sense of humor.

Dennis/Edmonds Relationship

A military superior to subordinate relationship, but each considers the other to be very competent.  They are really talking about “fine tuning” LT Edmonds’ leadership.  As they both have a good sense of humor, an occasional prank is played out between them.

Setting:

Company Commander’s office.  The developmental counseling session takes place right after the morning PT session.  Developmental counseling does not require an elaborate ‘set-up’- it occurs as a normal activity that can occur just about anytime.  Depicting a session occurring right after PT is meant to reinforce this point. 

CPT Dennis:  Hey, good job on the PT test.  What’d you score?

LT Edmonds:  295, Sir.  I lost a few points on the push-ups.

CPT Dennis:  Yeah, that “Dennis guy” is one tough grader.

(CPT Dennis was the LT’s grader on push-ups!)

LT Edmonds:  I can handle it, sir.  Next time it’ll be a max.

CPT Dennis:  How’s Swanson’s leg?

LT Edmonds:  Okay.  He’s pretty upset about not maxing the run though.  Got a bad case of leg cramps.

CPT Dennis:  He’s a good man.

LT Edmonds:  Sure is.  Always puts out a hundred percent.

CPT Dennis:  Okay, let’s get to it  (Gestures to the paper he was reading).  Remember what we talked about getting done this morning?

LT Edmonds:  Yes sir, Review leadership assessments and agree on the tasks I need to focus on next quarter.

CPT Dennis:  Roger.  (Pointing to LT Edmonds’ notebook)  So what did you come up with for your self-assessment?  [This reinforces the expectation that all leaders will prepare a self-assessment prior to developmental counseling.  Also, CPT Dennis, by having LT Edmonds go over the self-assessment gets him to do most of the talking while he is actively listening (maintains eye contact, occasional nodding)].

LT Edmonds:  Basically, sir, I’m all “ate up.”  (The two both enjoy a little humor so LT Edmonds starts off with a little).  (CPT Dennis is on to the prank; in the same serious tone he replies)

CPT Dennis:  Yeah, you’re right.  Should’ve fired you the day you walked in.  [Humor is part of the relationship between these two.  It reinforces that the leader and led don’t leave their personalities and relationships outside the door when conducting developmental counseling].

Okay, Lieutenant Edmonds, what’d you really come up with?

LT Edmonds:  Well, sir, I’ll start with the good stuff.  I think I’m pretty good at Executing.  During this last FTX- of course, it’s not just me, but the whole platoon executed all missions to standard.  I do work my folks a lot on rehearsing contingencies though.  So, like when we ran up against that roadblock during convoy ops, they knew exactly what to do.  I also asked my squad leaders and platoon sergeant how they thought I was doing.  They like it that I don’t waste a lot of time making a decision.  (Slight pause)  Sir, I also thought I was doing okay keeping you informed.  (Pauses, waiting for confirmation).  [A number of concepts are reinforced here.  The LT starts out with the good stuff - easy to talk about.  If the subordinate leader is having trouble discussing their self-assessment, the leader might prompt the subordinate leader to start-off by talking about their leadership strengths.  Second, the LT is using doctrinal leadership language (the action of executing).  Third, the LT solicited the input of his platoon sergeant and squad leaders as part of his self-assessment.  This reinforces the concept of taking into consideration the observations and assessment of subordinates, peers, as well as other superiors in developing the self-assessment].

CPT Dennis:  Yep, good job.  You reported that roadblock ASAP – which let me warn the other platoons the enemy was in the AO.  Also that time you led platoon PT.  (LT Edmonds nods knowingly) Even I was smoked. (They smile) Remember back when I was observing the OPFOR squad that ambushed your vehicle convoy?  (LT Edmonds nods, smiling.  He’s enjoying the praise)  Did a good job there too, getting control of the guys that were not in the kill zone.  You were rolling up OPFOR’s flank in no time.  So just keep doing what you’re doing on Execute.  Anything else?  (LT Edmonds nods in the negative)  [CPT Dennis is clearly comfortable in this developmental counseling session.  Why?  He’s gotten out and observed and assessed LT Edmonds on several occasions and has made some notes on his assessments.  So, he’s able to concur with LT Edmonds on his self-assessment in Executing.  Also, developmental counseling is about reinforcing the positives as well as identifying areas for development.  CPT Dennis reinforces the positives here].

Now that was the easy part.  What do you think you need to work on?  [Again, CPT Dennis is getting LT Edmonds to do most of the talking with this open-ended question.  CPT Dennis could have probably gone ahead and told LT Edmonds what he needs to work on, but this technique promotes ownership of the areas identified for improvement.  Also, the leader can ‘check’ the subordinate leaders ability to self-assess with this question].

LT Edmonds:  Well, sir, even though the platoon is getting the job done, seems like we keep making the same mistakes over and over again.  I haven’t really been putting much emphasis on AARs.  The train’s moving so fast there’s barely enough time to Execute.

CPT Dennis:  Sounds like you have a story to tell [again this encourages the subordinate leader to keep talking; CPT Dennis can focus on listening; checking the accuracy of the subordinate leader’s self-assessment].
LT Edmonds:  Yes, sir.  During that vehicle convoy?  One squad wasn’t even there.  When the ambush hit, they were sitting on the side of the road a few “clicks” back – deadlined.

CPT Dennis:  How come that’s an AAR problem?  [With this question, CPT Dennis is checking to see if LT Edmonds has truly identified the root, or causal factor, of the problem.  This also demonstrates that it is ok for the leader to not have personally observed every action that the subordinate leader brings in to the session.  The leader can facilitate the subordinate’s understanding, as well as complete his own understanding, with open-ended questions].

LT Edmonds:  Well sir, after three or four convoys, Sergeant Grant pulled me aside.  He brought up a couple of points.  First, I schedule PMCS pre-combat checks just before we move out – so even if a soldier finds a problem, there’s no time to fix it.  Second, we don’t have a vehicle recovery SOP and I never seem to make it a priority during rehearsals.  (Pause)  An AAR after the first vehicle convoy would have brought this stuff out.  [This indirectly reinforces the NCO’s role in coaching junior officers.  Sergeant Grant (actually SFC Grant - the LT’s platoon sergeant) is pointing out some of the problems the LT’s actions are causing.  Students might make a case that this is actually a leader ‘planning’ problem.  To facilitate a discussion on this point, the instructor might say, “I’m Lt Edmonds.  Ask me some questions that might help clear up whether this is an ‘assessing’ or ‘planning’ leader action problem?”  The instructor could role play to take it either way, or perhaps the problem is a little of both planning and assessing.  Some developmental needs don’t fit neatly in one leader value, attribute, skill, or action - that’s ok.  Instructors should reinforce that most of the developmental counseling session needs to be spent on action plan development, not assessment.  So, leaders should not waste too much time trying to categorize observations during a developmental counseling session].

Could have saved you a lot of headaches.  What do you plan to do about it? [Action plan development is a joint activity.  The leader should refrain from prescribing developmental tasks (unless the subordinate has no clue where to begin or what to do).  Having the subordinate identify the developmental task also promotes ownership and additional motivation to follow through on the task].

LT Edmonds:  Sir, conduct AARs, I guess.

CPT Dennis:  Okay, how about some specifics?  [The leader needs to correct/remediate broad/non-specific developmental tasks - especially ones that may not necessarily correct the need for development].

LT Edmonds:  Well, I guess as a minimum I should conduct AARs after the planning process – and again at the end of each one.

CPT Dennis:  That’d be a good start.  So a developmental task for the next quarter might be:  “Conduct AARs after each planning phase and at the end of each operation.”  How does that sound?  [CPT is demonstrating his active listening by repeating back to LT Edmonds what he heard him just say.  He is also making a subtle correction to make the developmental task more specific].

LT Edmonds:  Fine, sir.

CPT Dennis:  I’m going to relook our training schedule to make sure we’re giving you enough time to conduct AARs after each mission.  (makes quick notation; LT Edmonds concurs) Anything else you need to work on?  [This reinforces the leader may also have tasks to accomplish to support/resource the subordinate leader executing the developmental tasks].

LT Edmonds:  Well, sir, not sure this is on me, but the troops don’t seem to be as fired up as when I first got here.  Sure, they get the job done, but that’s about it.  Sir, if you could slow down the OPTEMPO a little bit, I think that would help.

CPT Dennis:  Roger, I agree with that.  We’ve been pushing pretty hard lately.  I’ve already talked to the Battalion Commander about it.  There’ll be a few breaks scheduled in over the next few months  [CPT Dennis is in touch with what is going on in the unit.  He is also working with his higher to proactively solve problems].

LT Edmonds:  Thanks, sir.

CPT Dennis:  One thing though.  I don’t think OPTEMPO is the only reason your platoon is dragging.  Let me hit you with a few observations.  First, Staff Sergeant Pratt, your best squad leader, PCSd last week.  Yet, his end of tour award was just now submitted.  Second,  Sergeant James and Hawthorne were scheduled for the Combat Lifesaver Course.  I could tell they were fired up about it.  Then during last weeks’ training meeting you turned those school slots back in.  No need to repeat what I said then, but soldiers attending school in important  [CPT Dennis has done his homework.  He makes observing and assessing part of his daily activities around the unit.  So when LT Edmonds brings this concern up during developmental counseling, CPT Dennis is not ‘in the dark’]

LT Edmonds:  Roger, sir.  Seems like we’re always tasked out; can’t afford to let ‘em go.  [There can be a tendency to place the blame or identify causal factors that are beyond the control of the subordinate leader.  The leader might want to challenge the subordinate leader on this; inquire if there are factors within control of the subordinate leader].

CPT Dennis:  We can work that part out – shift taskings around.  But, do you realize what this is doing to the platoon?  [CPT Dennis identifies what he, himself, can do to rectify the situation, but he also doesn’t let LT Edmonds ‘off the hook’ on this one.  In effect, he is try to get LT Edmonds to say to himself, “How am I, the leader, contributing to this problem?  What can I do differently to improve the situation?”]

LT Edmonds:  I do now, sir.  Guess I’ve been ‘telling’ people they are doing a good job, but haven’t been following up on it.  [CPT Dennis nods.  Now Lt Edmonds understands the link between his leader behavior and the effect it is having on subordinates].

CPT Dennis:  Okay.  So what can you do to improve?  [CPT Dennis again refocuses LT Edmonds on the purpose of this developmental session - it is on sustaining and improving his, the LT’s, leadership.  The focus is not on what the organization or other people need to do to improve the situation (although they may have a part in resolving the problem)].

LT Edmonds:  I need to get a handle on PCS awards and schools.

CPT Dennis:  How would you state that as a developmental task?  [Again, LT Edmonds continues to identify broad goals or objectives as opposed to specific tasks that are difficult to observe and assess.  CPT Dennis remediates/corrects with this question].

LT Edmonds:  (Thinks)  “Establish a system so soldiers get awards on time.”
CPT Dennis:  (Gives him a nod of approval)  Okay.  One more thing I want you to add.  Lieutenant Meyers has a super system for tracking awards over in 3rd Platoon.  I want you to go over and take a look at what he’s doing.  I’ll give him a heads up.  No need to reinvent the wheel.  [Reinforces that a leader can, and should, seize opportunities to learn from other leaders.  CPT Dennis recognizes that just telling a subordinate to develop a skill isn’t very effect.  It may just result in the leader learning by trial and error.  Learning from  study, practice, or observing/learning from another leader who does the task well is much more effective].

LT Edmonds:  Great, sir.

CPT Dennis:  How about reading back to me what you’ve got for developmental tasks?  [As the session comes to a close, it’s a good idea to confirm the tasks; make sure leader and led are ‘on the same sheet of music.]

LT Edmonds:  Under ASSESS:  Conduct AAR after each planning session.  Conduct AAR at the conclusion of each mission.  For MOTIVATE:  Establish a system so soldiers get awards on time.  Study 3rd Platoon’s award system.  Make going to school a higher priority.  [Reinforces that developmental tasks should be specific as to the doctrinal leader value, attribute, skill, and/or action that the task works to sustain or improve.  Also, the number of tasks is important.  Fewer, clearly specified tasks that will have high impact are better than numerous, ill-defined tasks with questionable outcomes]. 

CPT Dennis:  Let’s not forget you’re doing a good job at Executing.  [Action plans are about sustaining ‘the good stuff’ as well.  CPT Dennis is conscience of the need to reinforce and communicate what the LT is doing that is good; that needs to be sustained].  Okay, sounds good.  And I’ll plan to observe a couple of your AARs.  Plus relook how much time is being allocated for AARs on the training schedule.  Also, I’ll give Meyers a WARNORD you’re coming to check his awards system.  And remember, we’ll find a way to support sending soldiers to school.  [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].

LT Edmonds:  Sounds good sir.

CPT Dennis:  (in mock seriousness)  Lieutenant Edmonds, almost forgot, one more task.  (LT Edmonds taken in, he thinks there is something else “big” he has to work on).  Max those push-ups!  [Again, be yourself, relax, and think of ways to put people at ease in developmental counseling].
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