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HOW WE ARE GOING TO

ACCOMPLISH IT

•

Combine assessments of multiple real

observations, and determine overall strengths

and weaknesses, potential causes, and potential

developmental actions

•

Discuss the essential features of a unit

leadership development program and then

outline policies for one
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WHAT WE ARE TRYING TO

ACCOMPLISH

•

Learn how  to develop subordinates according to the

dimensions that define effective leadership

•

Improve skills for using the observe, assess, coach,

counsel model

•

Outline a company-level policy for leadership

development

•

Inspire ourselves to become committed to leader

development

TSP Number
158-I-1373

Title
Develop Subordinate Leaders in a Company
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Leaders of Character and Competence

Act to achieve Excellence by providing

purpose, direction, and motivation.

VALUES

“Be”

ATTRIBUTES

“Be”

SKILLS

4

“Know”

ACTIONS

“Do”

Loyalty

Mental

1

Interpersonal

Influencing

Operating

Improving

Duty

Communicating

Planning

Developing

Respect

Physical

2

Conceptual

Selfless Service

Decision Making

Executing

Building

Honor

Emotional

3

Technical

Integrity

Motivating

Assessing

Learning

Respect

Tactical

1

 

The mental attributes are will, self-discipline, initiative, judgment, confidence, intelligence, and

cultural awareness.

2

 

The physical attributes are health fitness, physical fitness, military bearing, and professional bearing.

3

 

The emotional attributes are self-control, balance, and stability.

4

 

The required interpersonal, conceptual, technical skills, and resulting tactical skills are different for the

direct, organizational, and strategic leaders.

LEADERSHIP CORE DIMENSIONS


Task Number
158-100-1373

Title
Develop Subordinate Leaders in a Company
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Loyalty

:

  Bear true faith and allegiance to the U.S. Constitution,

the Army, your unit and other soldiers.

Duty

:

  Fulfill your obligations.

Respect

:

  Treat people as they should be treated.

Selfless Service

:

  Put the welfare of the nation, the Army, and

your subordinates before your own.

Honor:

  Live up to all the Army values.

Integrity

:

  Do what’s right, legally and morally.

Personal Courage

:

  Face fear, danger, or adversity (Physical or

Moral)

Army Values

Army Values


Effective
10 November 2005
Date


[image: image6.wmf]VGT - 

7

“BE”

Attributes

  

Self-control

  Balance

  Stability

   Health Fitness

   Physical Fitness

   Military bearing

   Professional Bearing

   

Will

   Self Discipline

   Initiative

   Judgment

   Confidence

   Intelligence

  Cultural Awareness

Physical

Emotional

Mental


Supersedes
158-I-1373 dated 1 September 1999
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CULTURAL 

AWARENESS

–

Mental attribute of a leader

–

Leaders should focus on the similarities and 

differences between individuals

–

Leaders need to make use of the different talents 

individuals with different backgrounds bring to the 

team  

TSP


TSP User
Use this TSP in Captains Career Course and Warrant Officer Advanced Course.
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Operating

Planning

Executing

Assessing

Influencing

Communicating

Decision Making

Motivating

Improving

Developing

Building

Learning

Leader Actions

“DO”


Proponent
The proponent for this document is the Center for Army Leadership, U.S. Army Command and General Staff College, 250 Gibbon Avenue, Fort Leavenworth, Kansas  66027-2314
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SPECIFIC POLICIES FOR

DEVELOPMENT

•

Personnel Assignment and Utilization

•

Training and Developing Leaders

•

Schooling and Special Skills Training

•

Leadership Assessment, Performance Counseling,

Developmental Action Planning

•

Special Actions


Comments/
Send comments and recommendations directly to:  Commandant, U.S. Army Command

Recommen-
and General Staff College, 250 Gibbon Avenue, Fort Leavenworth, KS  66027-2314
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SAMPLE FORMAT

COMPANY LEADERSHIP DEVELOPMENT

PROGRAM

•

GOALS, INTENT, OR OBJECTIVES that provide direction

•

LEADER ROLES AND RESPONSIBILITIES that clarify

expectations of subordinates, and enable them to apply their

initiative to the development of subordinates

•

OTHER PLANNED ACTIVITIES THAT SUPPORT THE

PROGRAM

•

MEANS TO MEASURE & SUSTAIN its effectiveness

dations

Foreign
This product has been reviewed by the product developers in coordination with the Fort
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LEADER DEVELOPMENT

PROCESS

ASSESSMENT

FEEDBACK

REMEDIATION &

REINFORCEMENT

EDUCATION &

TRAINING

COUNSELING

AND

EVALUATION

•

  SPONSORSHIP

•

  RECEPTION

•

  INITIAL

      ASSESSMENT

•

  STANDARDS

Disclosure
Leavenworth (PMO Security Office) foreign disclosure authority.  This product is Restrictions
releasable to military students from all requesting foreign countries without restrictions.

PREFACE
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LEADER DEVELOPMENT

RESPONSIBILITIES IN

OPERATIONAL ASSIGNMENTS

•

Provide subordinate leaders opportunity, guidance,

example, inspiration

•

Provide initial assessment

•

Develop an assignment plan

•

Set clear organization and individual standards

•

Assess, provide feedback, and assist individuals in

planning developmental action plans

•

Provide counseling, evaluation, progressive and sequential

assignments

•

Provide METL based leader training


Purpose
This training support package (TSP) provides the instructor with a standardized lesson plan for presenting instruction for:

	Task number:
	158-100-1373

	Task title:
	Develop Subordinates Leaders in a Company.

	Conditions:
	As a company level leader, given instruction about emerging leadership doctrine, Army leadership policy, and a specified time limit.

	Standards:
	Completed a leadership task IAW guidance outlined in FM 22-100 (1999 version) while performing duties as a company level leader. 
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TERMINAL LEARNING

OBJECTIVE

•

TASK:  

Outline leadership development policies for a

company-sized unit.

•

CONDITION: 

 In a classroom environment,  given instruction

about leadership doctrine, small group discussions, and

practical exercises.

•

STANDARD:

 The student  completed a leadership task per

the guidance outlined in FM 22-100.


This TSP 

contains


	TABLE OF CONTENTS

Page

	Lesson
	Preface
	2

	Plan
	Section I  -  Administrative Data
	3

	
	Section II  -  Introduction
	7

	
	Terminal Learning Objective:  Outline leadership development policies for a company-sized unit. 
	7

	
	Section III -  Presentation
	11

	
	A.  Enabling Learning Objective A - (Session I) - Identify leader values, attributes, skills, actions, their relevancy to leader duties and responsibilities, and the framework they provide for developing leaders.
	11

	
	B.  Enabling Learning Objective B - (Session I) - Apply the Observe, Access, Coach and Counsel model (O/A/C/C) to improve leadership performance and potential.
	22

	
	C.  Enabling Learning Objective C - (Session II) - Identify the components of, and company level leaders roles in the leadership development process.   
	37

	
	D.  Enabling Learning Objective D - (Session III) - Identify functions, activities, and policies for a company leadership development program.  
	40

	
	Section IV – Summary
	44

	
	Section V  - Student Evaluation
	45

	Appendixes
	A.  Viewgraph Masters
	A-1

	
	B.  Final Examination and Solution
	B-1

	
	C.  Practical Exercises and Solutions
	C-1

	
	D.  Student Workbook
	D-1

	
	E.  Instructor Materials
	E-1


[image: image14.wmf]VGT - 

4

HOW YOU WILL BE EVALUATED

•

Developing an assessment summary combining

all observations to determine overall strengths

and weaknesses, potential causes, and potential

developmental actions (30% of overall grade)

•

Developing a Company-level Leader

Development Policy (70% of overall grade)



[image: image15.wmf]VGT - 

9

“KNOW”

Skills

Tactical

Technical

 Interpersonal

Conceptual

DEVELOP SUBORDINATE LEADERS IN A COMPANY
10 November 2005
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Absent any other guidance and on his own initiative, one of your

platoon leaders, 1LT Monte, presented you with a request to do a

much needed maintenance inspection for his platoon.  He wanted

all  assigned company TO&E equipment laid out for an inspection,

vehicle and commo mechanics present, and the squad leaders

leading the conduct of each step in the training manual, step-by-

step.  You approved the inspection, scheduled it, and  resourced it.

Five weeks later, you observed the maintenance inspection being

conducted.  The vehicles were getting the close attention they

needed.  You could hear 1LT Monte and the platoon sergeant

quizzing and then coaching the squad leaders about the special

checks needed to ensure equipment serviceability.

 

 

LEADERSHIP DIMENSIONS IN THE

MOTOR POOL
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DEVELOPING

. Teaches, trains, coaches and counsels subordinates increasing their knowledge, skills and confidence.

BUILDING 

.  Develops effective, disciplined, cohesive, team built on bonds of mutual trust, respect, and confidence. Fosters ethical climate.

ASSESSING

. Uses after-action and evaluation tools to facilitate consistent improvement.

LEARNING

. Actively seeks self-improvement (individual study, professional reading, etc.), and fosters a learning environment in the unit (IPRs, AARs, NCOPD, etc.)

PART V  -  DEVELOPMENTAL ASSESSMENT RECORD. 

Summary of key points made during follow-up counselings. Highlight progress and

 strengths observed as well as further development needed.

PART IV  -  VERIFICATION:  

              Rater initials                      Rated officer initials                          Date                     Senior rater initials

1st Assessment                Key Points

2nd Assessment                Key Points 

3rd Assessment                Key Points

Rated officer initials                                 Rater initials                                      Date       

Rated officer initials                                 Rater initials                                        Date   

Rated officer initials                                 Rater initials                                         Date

REVERSE SIDE DA FORM 67-9-1a

IMPROVING: 

 Developing, Building, Learning

JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM- PARTS  IV AND V

PART V  -  DEVELOPMENTAL ASSESSMENT RECORD. 

Summary of key points made during follow-up counselings. Highlight progress and

 strengths observed as well as developmental needs across values, attributes, skills, and actions.

1st Assessment                Key Points

Rated officer initials                                 Rater initials                                      Date       

PART IV  -  VERIFICATION:  

           Rater initials                            Rated officer initials

PART IV.  VERIFICATION

PART V.  DEVELOPMENTAL ASSESSMENT  RECORD

NOT A

RATING!!

participative

constructive

positive

candid

              

Summary

 of key points

-- discussion of values, attributes, skills

-- progress on developmental tasks and focus

-- noted strengths

-- further needs for focus/improvement 

-- rater/rated officer initials and date of counseling

senior rater initials

Date

SECTION I.
ADMINISTRATIVE DATA

All Courses 

Course Number(s)
Course Title(s)
Including This 



Captains Career Course
Lesson 


Warrant Officer Advanced Course
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INFLUENCING:

  

Communicating, Decision Making, Motivating

OPERATING:

 Planning, Executing, Assessing

PART III  -  DEVELOPMENTAL ACTION PLAN.

 Development tasks that target major performance objectives on the DA Form 67-9-1.

 (See FM 22-100, PART THREE)

Skill development is part of self-

development; prerequisite to action

JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM

For use of this form, see AR 623-105; the proponent agency is ODCSPER

PART I  -  INSTRUCTIONS.

 Use of this form is mandatory for Lieutenants and WO1s; optional for all other ranks.

Initial face-to-face (Part II and III)

- Discuss duty description/major performance objectives from DA Form 67-9-1.

- Discuss Army leader values, attributes and skills as related to future duty            

   performance and professional development (Part II: Leader Character)

- Complete Developmental Action Plan (Part III)- Record at least one                     

   developmental task for each leadership action that targets major performance   

     objectives listed on DA Form 67-9-1.

- Upon completion of the initial face-to-face counseling, date and initial Part IV

   (verification). Obtain senior rater's initials. Rated officer and rater retain file        

     copy for use during later follow-up counselings.                  

Quarterly Follow-up Counselings (Part V - Reverse)

- Discuss major performance objectives and progress made. Adjust as needed.

- Discuss progress made on developmental tasks;  update/modify tasks as

   needed to continue developmental process.

- Rater summarize key points in appropriate block of Part V.

- Rater and rated officer initial, date, and keep a file copy for use during later

   counselings. 

COMMUNICATING. 

Articulates written and oral ideas/concepts clearly and concisely. Message received equals message sent. Displays effective listening skills.

MOTIVATING. 

 Inspires, motivates, and guides others towards mission accomplishment. Sets the  example by being in excellent physical / mental condition and

consistently displaying proper military bearing.

DECISION MAKING.

 Reaches sound, logical decisions based on analysis/synthesis of information, and uses sound judgement to allocate resources and select    

appropriate course(s) of action.

DA Form 67-9-1a

NAME OF RATED OFFICER (Last, First, MI)                                                           SSN                                   GRADE         ORGANIZATION

FRONT SIDE DA FORM 67-9-1a

    NOTE: Reference for Army Leadership Doctrine is FM  22-100.

PART II CHARACTER.

 

 Disposition of the leader: combination of values, attributes, and skills

 affecting leader actions. (See FM 22-100, PART TWO)

1. 

 HONOR:

  Adherence to the Army's publicly declared code of values

2. 

 INTEGRITY: 

 Possesses high personal moral standards; honest in word and deed

3. 

 COURAGE:

  Manifests physical and moral bravery  

4.  

LOYALTY

:  Bears true faith and allegiance to the U.S. Constitution, the ARMY, the unit, and the soldier

5. 

 RESPECT:

  Promotes dignity, consideration, fairness, & EO  

6. 

 SELFLESS-SERVICE: 

 Places Army priorities before self

7. 

 DUTY: 

 Fulfills professional, legal, and moral obligations

MENTAL

Possesses desire, will, initiative, and

discipline

PHYSICAL

Maintains appropriate level of physical

fitness and military bearing

EMOTIONAL

Displays self-control; calm under pressure

CONCEPTUAL

Demonstrates sound judgment, critical /

creative thinking, moral reasoning

INTERPERSONAL

Shows skill with people: coaching, teaching,

counseling, motivating and empowering

Possesses the necessary expertise to

accomplish all tasks and functions

TACTICAL

  Demonstrates proficiency in required professional knowledge, judgment, and warfighting

TECHNICAL

ATTRIBUTES

Fundamental qualities and

characteristics

SKILLS (Competence)

PLANNING

. Uses critical and creative thinking to develop executable plans that are suitable, acceptable, and feasible.

EXECUTING.

  

Shows tactical and technical proficiency;

 meets mission standards; takes care of people/resources. Maximizes the use of available systems and

technology. Performs well under physical and mental stress.

ARMY VALUES

JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM- PART III

PART III.  DEVELOPMENTAL ACTION  PLAN

PART III  -  DEVELOPMENTAL ACTION PLAN.

 Development tasks that target major performance objectives on the DA Form 67-9-1.

 (See FM 22-100, PART THREE)

COMMUNICATING. 

Articulates written and oral ideas/concepts clearly and concisely. Message received equals message sent. Displays effective listening skills.

MOTIVATING. 

 Inspires, motivates, and guides others towards mission accomplishment. Sets the  example by being in excellent physical / mental condition and

consistently displaying proper military bearing.

DECISION MAKING.

 Reaches sound, logical decisions based on analysis/synthesis of information, and uses sound judgment to choose appropriate alternative(s).

INFLUENCING:

  

Communicating, Decision Making, Motivating

(1) Provide an oral OPORD brief to CO/XO during FTX in April.

(7)  Facilitate a discussion on the ethical decision making during

June OPD.

(3,6) Lead Platoon PT every Monday in April- set the example!

  Target performance objectives on Support Form

  At least 

one developmental task per leader action

  Tasks should be specific, measurable, and achievable

From Support Form

:

(1)  Ensure the Plt is

combat ready for NTC...


Task(s) 

TASK NUMBER
TASK TITLE
Taught or 

158-100-1373

Develop subordinate leaders in a company

Supported:
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INITIAL COUNSELING

FOLLOW-UP COUNSELINGS

PART I.  INSTRUCTIONS

DISCUSS

Skill development is self-development;

prerequisite to action

PART II CHARACTER.

 

 Disposition of the leader: combination of values, attributes, and skills

 affecting leader actions. (See FM 22-100, PART TWO)

1. 

 HONOR:

  Identifies with public code of Army values (honor)

2. 

 INTEGRITY: 

 Possesses sound moral values; honest in word and deed

3. 

 COURAGE:

  Manifests physical and moral bravery  

4.  

LOYALTY

:  Bears true faith and allegiance to the U.S. Constitution, the ARMY, the unit, and the soldier

5. 

 RESPECT:

  Promotes dignity, consideration, fairness, & EO  

6. 

 SELFLESS-SERVICE: 

 Places Army priorities before self

7. 

 DUTY: 

 Fulfills professional, legal, and moral obligations

MENTAL

Possesses desire, will, initiative, and

discipline

PHYSICAL

Maintains appropriate level of physical

fitness and military bearing

EMOTIONAL

Displays self-control; calm under pressure

CONCEPTUAL

Demonstrates sound judgment, critical /

creative thinking, moral reasoning

INTERPERSONAL

Shows skill with people: coaching, teaching,

counseling, motivating and empowering

Possesses the necessary expertise to

accomplish all tasks and functions

TACTICAL

  Demonstrates proficiency in required professional knowledge, judgment, and warfighting

TECHNICAL

ATTRIBUTES

Fundamental qualities and

characteristics

SKILLS (Competence)

PART II.  CHARACTER- LEADER VALUES, ATTRIBUTES, SKILLS

JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM- FRONT SIDE: PARTS  I & 2

  LEADER CHARACTER

Rater expectations 

Rated officer input

Relate to duties 

INFLUENCING:

  

Communicating, Decision Making, Motivating

OPERATING:

 Planning, Executing, Assessing

PART III  -  DEVELOPMENTAL ACTION PLAN.

 Development tasks that target major performance objectives on the DA Form 67-9-1.

 (See FM 22-100, PART THREE)

Skill development is part of self-

development; prerequisite to action

JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM

For use of this form, see AR 623-105; the proponent agency is ODCSPER

PART I  -  INSTRUCTIONS.

 Use of this form is mandatory for Lieutenants and WO1s; optional for all other ranks.

Initial face-to-face (Part II and III)

- Discuss duty description/major performance objectives from DA Form 67-9-1.

- Discuss Army leader values, attributes and skills as related to future duty            

   performance and professional development (Part II: Leader Character)

- Complete Developmental Action Plan (Part III)- Record at least one                     

   developmental task for each leadership action that targets major performance   

     objectives listed on DA Form 67-9-1.

- Upon completion of the initial face-to-face counseling, date and initial Part IV

   (verification). Obtain senior rater's initials. Rated officer and rater retain file        

     copy for use during later follow-up counselings.                  

Quarterly Follow-up Counselings (Part V - Reverse)

- Discuss major performance objectives and progress made. Adjust as needed.

- Discuss progress made on developmental tasks;  update/modify tasks as

   needed to continue developmental process.

- Rater summarize key points in appropriate block of Part V.

- Rater and rated officer initial, date, and keep a file copy for use during later

   counselings. 

COMMUNICATING. 

Articulates written and oral ideas/concepts clearly and concisely. Message received equals message sent. Displays effective listening skills.

MOTIVATING. 

 Inspires, motivates, and guides others towards mission accomplishment. Sets the  example by being in excellent physical / mental condition and

consistently displaying proper military bearing.

DECISION MAKING.

 Reaches sound, logical decisions based on analysis/synthesis of information, and uses sound judgement to allocate resources and select    

appropriate course(s) of action.

DA Form 67-9-1a

NAME OF RATED OFFICER (Last, First, MI)                                                           SSN                                   GRADE         ORGANIZATION

FRONT SIDE DA FORM 67-9-1a

    NOTE: Reference for Army Leadership Doctrine is FM  22-100.

PART II CHARACTER.

 

 Disposition of the leader: combination of values, attributes, and skills

 affecting leader actions. (See FM 22-100, PART TWO)

1. 

 HONOR:

  Adherence to the Army's publicly declared code of values

2. 

 INTEGRITY: 

 Possesses high personal moral standards; honest in word and deed

3. 

 COURAGE:

  Manifests physical and moral bravery  

4.  

LOYALTY

:  Bears true faith and allegiance to the U.S. Constitution, the ARMY, the unit, and the soldier

5. 

 RESPECT:

  Promotes dignity, consideration, fairness, & EO  

6. 

 SELFLESS-SERVICE: 

 Places Army priorities before self

7. 

 DUTY: 

 Fulfills professional, legal, and moral obligations

MENTAL

Possesses desire, will, initiative, and

discipline

PHYSICAL

Maintains appropriate level of physical

fitness and military bearing

EMOTIONAL

Displays self-control; calm under pressure

CONCEPTUAL

Demonstrates sound judgment, critical /

creative thinking, moral reasoning

INTERPERSONAL

Shows skill with people: coaching, teaching,

counseling, motivating and empowering

Possesses the necessary expertise to

accomplish all tasks and functions

TACTICAL

  Demonstrates proficiency in required professional knowledge, judgment, and warfighting

TECHNICAL

ATTRIBUTES

Fundamental qualities and

characteristics

SKILLS (Competence)

PLANNING

. Uses critical and creative thinking to develop executable plans that are suitable, acceptable, and feasible.

EXECUTING.

  

Shows tactical and technical proficiency;

 meets mission standards; takes care of people/resources. Maximizes the use of available systems and

technology. Performs well under physical and mental stress.

ARMY VALUES


Reinforced:

TASK NUMBER
TASK TITLE
Task(s) 

158-100-1260

Counsel Subordinates


158-100-1110

Apply the Essential Elements of Army Leadership Doctrine 

   to a Given Situation 


158-100-1271
Develop Subordinate Leaders in a Platoon
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THE LEADER

of Character and Competence ACTS...

        “Be”

      “Know”

“Do”

to Achieve Excellence

Loyalty

Mental

Duty

Physical

Respect

Emotional

Selfless

Service

Honor

Integrity

Personal Courage

VALUES

Interpersonal

           Influencing

Conceptual

           Operating

Technical

           Improving

Tactical

ATTRIBUTES

SKILLS

ACTIONS


Academic
The academic hours required to teach this course are as follows:

Hours:




PEACETIME
MOBILIZATION



HOURS / TYPE
HOURS / TYPE
01:20/ CO   
01:20/ CO

02:20/ PE
02:20/ PE


Test 
02:00
02:00
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19

•

  

Use the Developmental Counseling Form or Junior

Officer Developmental Support Form (JODSF); attach

applicable assessment reports

•

  Summarize the ratings, by dimension

•

  Identify overall strengths and weaknesses

•

  Identify potential cause(s) for weaknesses

•

  Identify potential action(s) to maintain strengths and

address areas that require improvement

DEVELOP AN ASSESSMENT

SUMMARY


Test 
Review N/A
N/A
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PROVIDING FEEDBACK

•

Behavior oriented - not personally oriented

•

Shouldn’t always be negative

•

Don’t wait for a scheduled counseling session

•

Immediate



Total hours:  5:40

 5:40
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(+)

(-)

VALUES (INTEGRITY)

HE'S TRUTHFUL, EVEN IF IN TROUBLE

HE LIES UNDER PRESSURE

ATTRIBUTES (MIL BEARING)

APPEARANCE ALONE INSPIRES

BAD UNIFORM, NO ENERGY

SKILLS (TECHNICAL)

STICKS TO AND USES TLPS

CAN'T LAY HIS MORTAR

ACTIONS (DEVELOPING)

WENT TO COLLEGE CLASSES

BLEW OFF THE HOMEWORK

TRANSLATING DIMENSIONS 

TO OBSERVATIONS


Test Lesson:
NA
Number:


[image: image24.wmf]VGT - 
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RATING BEHAVIORS

E

  

EXCELLENT

.  EXCEEDS REQUIREMENTS 

FOR SUCCESSFUL TASK ACCOMPLISHMENT.

S

  

SATISFACTORY

.  MEETS REQUIREMENTS FOR

SUCCESSFUL TASK ACCOMPLISHMENT

.

NI

  

NEEDS

 

IMPROVEMENT

.  DOES NOT MEET 

REQUIREMENTS FOR SUCCESSFUL TASK 

ACCOMPLISHMENT.


Prerequisite 
LESSON NUMBER

LESSON TITLE
Lesson(s): 


158-100-1361
Develop a Unit Counseling Program

158-100-1260
Counsel Subordinates 

158-100-1281
Solve Problems Using the Military Problem Solving Process

158-100-1110
Apply the Essential Elements of Army Leadership Doctrine to a 

   Given Situation (PRE, WOCS)

158-100-1240 Communicate Effectively as a Leader

158-100-1250
Motivate Subordinates to Accomplish Unit Missions

158-100-1340
Communicate Effectively as a Unit or Staff Leader

158-100-1372
Build a Cohesive Unit or Organization

NOTE:  
FM22-100 is under revision and expected for publication as FM6-22 in Spring 2006.  Instructors refer to FM6-22 when published.  Develop a Unit Counseling Program class is an important prerequisite to Develop Subordinate Leaders in a Company instruction.  The Develop a Unit Counseling Program instruction sets the doctrinal framework for developmental counseling based on FM 22-100, Army Leadership, Appendix C, The Leadership Development Review and Developmental Counseling.  Communicate Effectively as a Unit or Staff Leader is an important prerequisite class and provides students with a more thorough understanding of active listening.
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CLASSIFY BEHAVIORS

•

Use all written, verbal, and nonverbal information

•

Use leadership dimension definitions and associated

behaviors

•

Though a behavior may fit more than one dimension,

list it under the most appropriate one (“best fit”)


Clearance
There is no clearance or access requirements for this lesson.
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OBSERVATIONS

•

All acts (verbal and nonverbal), appearances,

and actions are valid opportunities for

assessment

•

Ensure observations are complete

•

Observations must be objective

and Access:


References:

	[image: image27.wmf]VGT - 
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OER SUPPORT FORM

COUNSELING REQUIREMENTS

•

Rater:

–

Initial 30 day counseling session

–

Periodic follow-up performance counseling to make needed

adjustments to objectives

•

Senior Rater:

–

Must initial after each periodic follow-up counseling session

*

Raters are required to articulate developmental counseling

responsibilities as a performance objective on their 67-9-1

Number
	Title
	Date
	Pages/Para. No.
	Additional

Information

	FM 22-100
	Army Leadership
	1999
	Chapter 2, Appendixes B and C
	FM 22-100 will be used until FM 6-22 is released.

	
	The Army Mentorship Handbook


	1 Jan 2005
	All
	www.armyg1.army.mil/hr/MRC.asp
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# 710942
	Developmental Counseling
	1998
	Videoclips #1-4, 6 and 7
	Vehicle for Observe, Assess, and Assessment Summary

	DA Pamphlet 350-58
	Leader Development for America's Army
	Oct 1994
	1-54
	Instructor Background; Optional for Students 

	AR 623-205
	Enlisted Evaluation Reporting System
	Mar 1992
	Figure 6-1
	If copies of the NCO Counseling Checklist / Record are not available, the instructor can produce copies from the AR

	AR 623-105
	Officer Evaluation Reporting System
	Oct 97
	Figure 3-1.

and 3-3
	If copies of the Junior Officer Developmental Support Form (JODSF) and Officer Evaluation Report Support Form are not available, the instructor can produce copies from the AR.
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Leaders have three principal ways of developing others.  Leaders

can provide 

others with knowledge and feedback through counseling, coaching,

and 

mentoring.

Counseling 

–

occurs when a leader, who serves as a subordinate

’

s 

designated rater reviews with the subordinate his demonstrated 

performance and potential, often in relation to programmed 

performance evaluation. 

Coaching 

–

a person, who may or may not be in the Soldier

’

s or civilian

’

s 

chain of command focuses on improving current performance 

through skilled

-

based training, motivation and feedback.

Mentoring

–

is a relationship between a leader with greater experience 

than the one receiving the mentoring that provides guidance and 

advice; it is a future

-

oriented developmental activity, focused on 

growing in the profession and is characterized by mutual trust a

nd 

respect. 

Reference:  Army Mentorship Handbook
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MAJOR PERFORMANCE OBJECTIVE

CHECKLIST

IS THE PERFORMANCE OBJECTIVE:

•

Supportive of unit goals?

•

Relevant to an important aspect of the duty position?

•

Measurable with qualitative or quantitative criteria?

•

Results oriented and achievable?

•

Specific and clearly worded?

•

Set in a reasonable time?

•

Supported by authority and 

resourses

?

•

Backed by an action plan?

Student 
Students should read the Student Workbook prior to the beginning of the course.  The Study 
reading is an extract of FM 22-100 (1999 version).  If the students have FM 22-100,

Assignment
(1999 version) they should complete the following reading assignments.  If students do not have access to FM 22-100 (1999 version), the reading materials should be copied, provided as advance material and labeled "Student Reading".

Before ELO A:


Read Chapter 2, FM 22-100, Army Leadership (1999 version)


Read Appendix B, Performance Indicators, FM 22-100, Army Leadership (1999 version)
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NCOER COUNSELING

CHECKLIST/RECORD

•

Goal of counseling:

–

Set 

NCOs 

up for success

–

Look forward; don’t dwell on the past

•

Performance counseling:

–

 Initial within first 30 days

–

Atleast

 quarterly thereafter

•

Mandatory for CPL and SFC and is optional for counseling other

senior 

NCOs

•

A working copy of the NCOER must be utilized also

NOTE:  Students should have read Appendix C, The Leadership Development Review and Developmental Counseling during the Develop a Unit Counseling Program TSP.  If students have not received this class yet, they should be instructed to read Appendix C.
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SESSION 1, SUMMARY

•

  

Why is subordinate development such an

important leader responsibility and who benefits?

•

  What do the 23 core leadership dimensions have

to do with leadership development?

•

  How do we go about developing our subordinates

to achieve their full leadership potential?

Instructor 
The instructor should be knowledgeable of information contained within this and other

Requirements
supported TSPs and FM 22-100.
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Leaders have three principal ways of developing others.  Leaders

can provide 

others with knowledge and feedback through counseling, coaching,

and 

mentoring.

Counseling 

–

occurs when a leader, who serves as a subordinate

’

s 

designated rater reviews with the subordinate his demonstrated 

performance and potential, often in relation to programmed 

performance evaluation. 

Coaching 

–

a person, who may or may not be in the Soldier

’

s or civilian

’

s 

chain of command focuses on improving current performance 

through skilled

-

based training, motivation and feedback.

Mentoring

–

is a relationship between a leader with greater experience 

than the one receiving the mentoring that provides guidance and 

advice; it is a future

-

oriented developmental activity, focused on 

growing in the profession and is characterized by mutual trust a

nd 

respect. 

Reference:  Army Mentorship Handbook


Instructor Note:  The elements of “Army Mentorship” are being inserted in to this TSP and other similar TSPs because of today’s current operational environment and an emphasis on mentorship from Senior Army Leadership (Secretary of the Army, the Chief of Staff of the Army, and the Sergeant Major of the Army).  Mentorship is a powerful combat multiplier, the tip of the spear that enhances, accelerates, and supports the leader development that is being accomplished by the chain of command.  The Army Mentorship Resource Center, www.armyg1.army.mil/hr/MRC.asp, and the Army’s AKO Mentorship Community (under Personnel Community) are two great resources available to instructors and students to help facilitate the understanding of and the use of the mentorship program.
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TERMINAL LEARNING

OBJECTIVE

•

TASK:  

Outline leadership development policies for a

company-sized unit.

•

CONDITION: 

 In a classroom environment,  given instruction

about leadership doctrine, small group discussions, and

practical exercises.

•

STANDARD:

 The student  completed a leadership task per

the guidance outlined in FM 22-100.


Additional 
You will need an assistant or clerical support personnel to grade the examinations 
Personnel 
during class.

Requirements
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CULTURAL 

AWARENESS

–

Mental attribute of a leader

–

Leaders should focus on the similarities and 

differences between individuals

–

Leaders need to make use of the different talents 

individuals with different backgrounds bring to the 

team  


Equipment 
Overhead projector with screen; chalkboard/butcher paper; and a VCR with monitor.

Required:
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WHAT WE ARE TRYING TO

ACCOMPLISH

•

Learn how  to develop subordinates according to the

dimensions that define effective leadership

•

Improve skills for using the observe, assess, coach,

counsel model

•

Outline a company-level policy for leadership

development

•

Inspire ourselves to become committed to leader

development

for Instruction

Materials 
Instructor Materials:  VGTs (Appendix A); FM 22-100, (Chapter 2, Appendixes B and 
Required
 C), final examinations and instructor solutions (Appendix B), practical exercises, instructor solutions, and student handouts (Appendix C), instructor notes (Appendix E) and all referenced TSPs; VCR with monitor. 


Student Materials:  Student Workbook and/or Chapter 2, Appendixes B and C, of FM 22-


100 (1999 version).
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HOW WE ARE GOING TO

ACCOMPLISH IT

•

Combine assessments of multiple real

observations, and determine overall strengths

and weaknesses, potential causes, and potential

developmental actions

•

Discuss the essential features of a unit

leadership development program and then

outline policies for one
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HOW YOU WILL BE EVALUATED

•

Developing an assessment summary combining

all observations to determine overall strengths

and weaknesses, potential causes, and potential

developmental actions (30% of overall grade)

•

Developing a Company-level Leader

Development Policy (70% of overall grade)

Classroom 
Classroom desks in small group configuration.
Training Area, 

and Range 

Requirements 
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THE LEADER

of Character and Competence ACTS...

        “Be”

      “Know”

“Do”

to Achieve Excellence

Loyalty

Mental

Duty

Physical

Respect

Emotional

Selfless

Service

Honor

Integrity

Personal Courage

VALUES

Interpersonal

           Influencing

Conceptual

           Operating

Technical

           Improving

Tactical

ATTRIBUTES

SKILLS

ACTIONS


Ammunition 
None
Requirements
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Loyalty

:

  Bear true faith and allegiance to the U.S. Constitution,

the Army, your unit and other soldiers.

Duty

:

  Fulfill your obligations.

Respect

:

  Treat people as they should be treated.

Selfless Service

:

  Put the welfare of the nation, the Army, and

your subordinates before your own.

Honor:

  Live up to all the Army values.

Integrity

:

  Do what’s right, legally and morally.

Personal Courage

:

  Face fear, danger, or adversity (Physical or

Moral)

Army Values

Army Values


Instructional 
This TSP contains a lesson plan, paper masters for board materials and viewgraph Guidance:
transparencies (VGT), student handouts, practical exercises and evaluations with 
solutions.

1.  Pre-class assignments:


a.  Before presenting this lesson, instructors must thoroughly prepare by studying this lesson plan and reference materials relating to the emerging leadership and developmental counseling doctrine (FM 22-100, Army Leadership, 1999 version).


b.  Reproduce copies of the practical exercises and student workbooks for each student.

2.  Student reading assignments:  Instructor provides students with the Student Workbook (App D) or FM 22-100, (1999 version) and guidance on what the required readings are for the first class:


Option 1:  Students independently pick up the student workbook at a designated point prior to a given date.


Option 2:  The instructor holds a pre-course meeting at least one day prior to the beginning of the course.  During this session the student workbook is given out and an overview of the course is presented.

3.  Instruction:  This instruction will be presented in two sessions.


a.  The first session is focused on concepts and processes associated with the new leadership doctrine and the observe, assess, coach, and counsel process (ELOs A & B).  Given the recent modifications in leader doctrine (1999) and the new emphasis about leadership development, much of the material will be new to the students.  This session is essential for understanding and applying follow-on instruction.  Students will be required to complete Assessment Summary Examination Form at the conclusion of this session.  This will count as 30 % of their grade.


b.  The second segment is organizationally oriented (ELO C and D) and addresses the application of both the Leader Development System and Process at the unit-level.  For the final examination, students will be required to complete a Memorandum addressing the organizational level leadership development process for a company. The Memorandum will count as 70% of their grade.


c.  During the summary segment at the end of the instruction, the students will benefit from sharing their leadership development programs in a group environment and summarize the highlights of the entire instruction.
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“BE”

Attributes

  

Self-control

  Balance

  Stability

   Health Fitness

   Physical Fitness

   Military bearing

   Professional Bearing

   

Will

   Self Discipline

   Initiative

   Judgment

   Confidence

   Intelligence

  Cultural Awareness

Physical

Emotional

Mental


Proponent 

NAME

RANK
POSITION
DATE
Lesson 

Mark R. French                                    
COL
Director, CAL     
  10 Nov 05
Plan 


______________________________
____
_____________
________ 
Approvals:
______________________________
____
_____________
________


_______________________________
____
_____________
________
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“KNOW”

Skills

Tactical

Technical

 Interpersonal

Conceptual
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Operating

Planning

Executing

Assessing

Influencing

Communicating

Decision Making

Motivating

Improving

Developing

Building

Learning

Leader Actions

“DO”
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Leaders of Character and Competence

Act to achieve Excellence by providing

purpose, direction, and motivation.

VALUES

“Be”

ATTRIBUTES

“Be”

SKILLS

4

“Know”

ACTIONS

“Do”

Loyalty

Mental

1

Interpersonal

Influencing

Operating

Improving

Duty

Communicating

Planning

Developing

Respect

Physical

2

Conceptual

Selfless Service

Decision Making

Executing

Building

Honor

Emotional

3

Technical

Integrity

Motivating

Assessing

Learning

Respect

Tactical

1

 

The mental attributes are will, self-discipline, initiative, judgment, confidence, intelligence, and

cultural awareness.

2

 

The physical attributes are health fitness, physical fitness, military bearing, and professional bearing.

3

 

The emotional attributes are self-control, balance, and stability.

4

 

The required interpersonal, conceptual, technical skills, and resulting tactical skills are different for the

direct, organizational, and strategic leaders.

LEADERSHIP CORE DIMENSIONS

SECTION II.
INTRODUCTION

Method of Instruction:  Conference
Instructor to student ratio is:  1:16
Time of Instruction:  00:10
Media:  VGTs 1-4
Instructor Note:  Post the agenda on a bulletin board or butcher-block paper.

- Suggested Agenda:  1st Session:


Leadership Standards for Leaders


Leadership Character and Actions


Observe/Assess/Coach/Counsel 

- Begin with a motivational hook to grab student attention:
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(+)

(-)

VALUES (INTEGRITY)

HE'S TRUTHFUL, EVEN IF IN TROUBLE

HE LIES UNDER PRESSURE

ATTRIBUTES (MIL BEARING)

APPEARANCE ALONE INSPIRES

BAD UNIFORM, NO ENERGY

SKILLS (TECHNICAL)

STICKS TO AND USES TLPS

CAN'T LAY HIS MORTAR

ACTIONS (DEVELOPING)

WENT TO COLLEGE CLASSES

BLEW OFF THE HOMEWORK

TRANSLATING DIMENSIONS 

TO OBSERVATIONS


Motivator: 
Subordinate leadership development is one of the most important responsibilities of every Army leader.  Nothing can have a higher priority than developing the leaders who will follow in your footsteps.  Your legacy and the Army's future rests on the shoulders of those prepared for greater responsibility.

The identification and development of our Army's future NCOs and junior officers start at the company level.  Company level leaders have the responsibility for identifying soldiers’ needs and mentoring, teaching, coaching, and counseling them to achieve their maximum potential.  The best of these soldiers become tomorrow’s NCOs and future leaders.  If subordinate development is done well there are enormous benefits for the soldier and the company.  The subordinate becomes invested in his/her own development and improves in the desired direction, and commitment and loyalty to the unit are increased through mutual trust and understanding.  This process results in improved platoon and company level cohesion and performance. 
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Absent any other guidance and on his own initiative, one of your

platoon leaders, 1LT Monte, presented you with a request to do a

much needed maintenance inspection for his platoon.  He wanted

all  assigned company TO&E equipment laid out for an inspection,

vehicle and commo mechanics present, and the squad leaders

leading the conduct of each step in the training manual, step-by-

step.  You approved the inspection, scheduled it, and  resourced it.

Five weeks later, you observed the maintenance inspection being

conducted.  The vehicles were getting the close attention they

needed.  You could hear 1LT Monte and the platoon sergeant

quizzing and then coaching the squad leaders about the special

checks needed to ensure equipment serviceability.

 

 

LEADERSHIP DIMENSIONS IN THE

MOTOR POOL

The development of subordinate leaders is a continuous process.  It begins with unbiased observations of the soldier which are then combined into an overall assessment about his/her current job performance.  As we all know, feedback must not always be negative nor should it wait until one gets “back to the office.”  Effective coaching occurs all the time to bring about continuous learning and professional growth.  This process concludes with the conduct of a developmental counseling session.  This results in a plan of action focused on specific developmental needs.  Applying the process is the focus of what we’ll be learning.  It is what we’ll come to know as “observe, assess, coach, and counsel” and it is the key to developing subordinates.  Of course, the process is circular.  Once a plan of action is established, the leader and subordinate both work to enable its objectives, and the leader begins the process again of observing, assessing, coaching, and counseling to bring about the subordinate’s continuous development.
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OBSERVATIONS

•

All acts (verbal and nonverbal), appearances,

and actions are valid opportunities for

assessment

•

Ensure observations are complete

•

Observations must be objective


Instructor Note:
Review the overall plan for conducting this instruction.  To study the doctrine, practice each of the procedures in a classroom environment and then apply what we've learned.
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CLASSIFY BEHAVIORS

•

Use all written, verbal, and nonverbal information

•

Use leadership dimension definitions and associated

behaviors

•

Though a behavior may fit more than one dimension,

list it under the most appropriate one (“best fit”)

Terminal 

	Learning
	Action:
	Outline leadership development policies for a company-sized unit.

	Objective
	Conditions:
	In a classroom environment, given instruction about emerging leadership doctrine outlined in FM 22-100, Army Leadership (1999 version), policy, small group discussions and practical exercises, with individual and team requirements, and a specified time limit.

	Standards:
	Completed a leadership task per the guidance outlined in FM 22-100 (1999 version) while performing duties as a company level leader.
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RATING BEHAVIORS

E

  

EXCELLENT

.  EXCEEDS REQUIREMENTS 

FOR SUCCESSFUL TASK ACCOMPLISHMENT.

S

  

SATISFACTORY

.  MEETS REQUIREMENTS FOR

SUCCESSFUL TASK ACCOMPLISHMENT

.

NI

  

NEEDS

 

IMPROVEMENT

.  DOES NOT MEET 

REQUIREMENTS FOR SUCCESSFUL TASK 

ACCOMPLISHMENT.


Safety
None.

Requirements
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PROVIDING FEEDBACK

•

Behavior oriented - not personally oriented

•

Shouldn’t always be negative

•

Don’t wait for a scheduled counseling session

•

Immediate


Risk
Low
Assessment 

Level
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•

  

Use the Developmental Counseling Form or Junior

Officer Developmental Support Form (JODSF); attach

applicable assessment reports

•

  Summarize the ratings, by dimension

•

  Identify overall strengths and weaknesses

•

  Identify potential cause(s) for weaknesses

•

  Identify potential action(s) to maintain strengths and

address areas that require improvement

DEVELOP AN ASSESSMENT

SUMMARY


Environmental 
NA
Considerations
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OER SUPPORT FORM

COUNSELING REQUIREMENTS

•

Rater:

–

Initial 30 day counseling session

–

Periodic follow-up performance counseling to make needed

adjustments to objectives

•

Senior Rater:

–

Must initial after each periodic follow-up counseling session

*

Raters are required to articulate developmental counseling

responsibilities as a performance objective on their 67-9-1


Evaluation
There are two student requirements:


a.  To address the individual leadership development process, the student must develop a written assessment summary that demonstrates his/her ability to observe, assess, and generate potential causes for developmental weaknesses and the needed developmental actions to address them.  The student must also classify and rate the observed behavior(s) based on the 23 core leadership dimensions. 


b.  To address the organizational level leadership development process, the student will develop a series of policy concepts that will address:


(1)  Guidance for implementing the individual leadership development process.


(2)  Methods for implementing various components of the organizational leadership development process. 


(3)  Guidelines for sustaining and measuring the effectiveness of the policies.

The suggested evaluation weighting is 30% of the total grade be allocated for the assessment summary (Item A above) and 70% of the total grade for the policy outline (Item B above).  The extent to which in-class participation is considered as part of the lesson evaluation, if at all, is optional.

[image: image52.wmf]VGT - 

22

INITIAL COUNSELING

FOLLOW-UP COUNSELINGS

PART I.  INSTRUCTIONS

DISCUSS

Skill development is self-development;

prerequisite to action

PART II CHARACTER.

 

 Disposition of the leader: combination of values, attributes, and skills

 affecting leader actions. (See FM 22-100, PART TWO)

1. 

 HONOR:

  Identifies with public code of Army values (honor)

2. 

 INTEGRITY: 

 Possesses sound moral values; honest in word and deed

3. 

 COURAGE:

  Manifests physical and moral bravery  

4.  

LOYALTY

:  Bears true faith and allegiance to the U.S. Constitution, the ARMY, the unit, and the soldier

5. 

 RESPECT:

  Promotes dignity, consideration, fairness, & EO  

6. 

 SELFLESS-SERVICE: 

 Places Army priorities before self

7. 

 DUTY: 

 Fulfills professional, legal, and moral obligations

MENTAL

Possesses desire, will, initiative, and

discipline

PHYSICAL

Maintains appropriate level of physical

fitness and military bearing

EMOTIONAL

Displays self-control; calm under pressure

CONCEPTUAL

Demonstrates sound judgment, critical /

creative thinking, moral reasoning

INTERPERSONAL

Shows skill with people: coaching, teaching,

counseling, motivating and empowering

Possesses the necessary expertise to

accomplish all tasks and functions

TACTICAL

  Demonstrates proficiency in required professional knowledge, judgment, and warfighting

TECHNICAL

ATTRIBUTES

Fundamental qualities and

characteristics

SKILLS (Competence)

PART II.  CHARACTER- LEADER VALUES, ATTRIBUTES, SKILLS

JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM- FRONT SIDE: PARTS  I & 2

  LEADER CHARACTER

Rater expectations 

Rated officer input

Relate to duties 

INFLUENCING:

  

Communicating, Decision Making, Motivating

OPERATING:

 Planning, Executing, Assessing

PART III  -  DEVELOPMENTAL ACTION PLAN.

 Development tasks that target major performance objectives on the DA Form 67-9-1.

 (See FM 22-100, PART THREE)

Skill development is part of self-

development; prerequisite to action

JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM

For use of this form, see AR 623-105; the proponent agency is ODCSPER

PART I  -  INSTRUCTIONS.

 Use of this form is mandatory for Lieutenants and WO1s; optional for all other ranks.

Initial face-to-face (Part II and III)

- Discuss duty description/major performance objectives from DA Form 67-9-1.

- Discuss Army leader values, attributes and skills as related to future duty            

   performance and professional development (Part II: Leader Character)

- Complete Developmental Action Plan (Part III)- Record at least one                     

   developmental task for each leadership action that targets major performance   

     objectives listed on DA Form 67-9-1.

- Upon completion of the initial face-to-face counseling, date and initial Part IV

   (verification). Obtain senior rater's initials. Rated officer and rater retain file        

     copy for use during later follow-up counselings.                  

Quarterly Follow-up Counselings (Part V - Reverse)

- Discuss major performance objectives and progress made. Adjust as needed.

- Discuss progress made on developmental tasks;  update/modify tasks as

   needed to continue developmental process.

- Rater summarize key points in appropriate block of Part V.

- Rater and rated officer initial, date, and keep a file copy for use during later

   counselings. 

COMMUNICATING. 

Articulates written and oral ideas/concepts clearly and concisely. Message received equals message sent. Displays effective listening skills.

MOTIVATING. 

 Inspires, motivates, and guides others towards mission accomplishment. Sets the  example by being in excellent physical / mental condition and

consistently displaying proper military bearing.

DECISION MAKING.

 Reaches sound, logical decisions based on analysis/synthesis of information, and uses sound judgement to allocate resources and select    

appropriate course(s) of action.

DA Form 67-9-1a

NAME OF RATED OFFICER (Last, First, MI)                                                           SSN                                   GRADE         ORGANIZATION

FRONT SIDE DA FORM 67-9-1a

    NOTE: Reference for Army Leadership Doctrine is FM  22-100.

PART II CHARACTER.

 

 Disposition of the leader: combination of values, attributes, and skills

 affecting leader actions. (See FM 22-100, PART TWO)

1. 

 HONOR:

  Adherence to the Army's publicly declared code of values

2. 

 INTEGRITY: 

 Possesses high personal moral standards; honest in word and deed

3. 

 COURAGE:

  Manifests physical and moral bravery  

4.  

LOYALTY

:  Bears true faith and allegiance to the U.S. Constitution, the ARMY, the unit, and the soldier

5. 

 RESPECT:

  Promotes dignity, consideration, fairness, & EO  

6. 

 SELFLESS-SERVICE: 

 Places Army priorities before self

7. 

 DUTY: 

 Fulfills professional, legal, and moral obligations

MENTAL

Possesses desire, will, initiative, and

discipline

PHYSICAL

Maintains appropriate level of physical

fitness and military bearing

EMOTIONAL

Displays self-control; calm under pressure

CONCEPTUAL

Demonstrates sound judgment, critical /

creative thinking, moral reasoning

INTERPERSONAL

Shows skill with people: coaching, teaching,

counseling, motivating and empowering

Possesses the necessary expertise to

accomplish all tasks and functions

TACTICAL

  Demonstrates proficiency in required professional knowledge, judgment, and warfighting

TECHNICAL

ATTRIBUTES

Fundamental qualities and

characteristics

SKILLS (Competence)

PLANNING

. Uses critical and creative thinking to develop executable plans that are suitable, acceptable, and feasible.

EXECUTING.

  

Shows tactical and technical proficiency;

 meets mission standards; takes care of people/resources. Maximizes the use of available systems and

technology. Performs well under physical and mental stress.

ARMY VALUES


Instructional Lead-In:

Instructor Note:  Review the overall plan for conducting this instruction:  to study the leadership doctrine (FM 22-100, Army Leadership (1999 version), practice an application of the individual leadership development process, and to learn about and outline a company-level leadership development policy.
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INFLUENCING:

  

Communicating, Decision Making, Motivating

OPERATING:

 Planning, Executing, Assessing

PART III  -  DEVELOPMENTAL ACTION PLAN.

 Development tasks that target major performance objectives on the DA Form 67-9-1.

 (See FM 22-100, PART THREE)

Skill development is part of self-

development; prerequisite to action

JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM

For use of this form, see AR 623-105; the proponent agency is ODCSPER

PART I  -  INSTRUCTIONS.

 Use of this form is mandatory for Lieutenants and WO1s; optional for all other ranks.

Initial face-to-face (Part II and III)

- Discuss duty description/major performance objectives from DA Form 67-9-1.

- Discuss Army leader values, attributes and skills as related to future duty            

   performance and professional development (Part II: Leader Character)

- Complete Developmental Action Plan (Part III)- Record at least one                     

   developmental task for each leadership action that targets major performance   

     objectives listed on DA Form 67-9-1.

- Upon completion of the initial face-to-face counseling, date and initial Part IV

   (verification). Obtain senior rater's initials. Rated officer and rater retain file        

     copy for use during later follow-up counselings.                  

Quarterly Follow-up Counselings (Part V - Reverse)

- Discuss major performance objectives and progress made. Adjust as needed.

- Discuss progress made on developmental tasks;  update/modify tasks as

   needed to continue developmental process.

- Rater summarize key points in appropriate block of Part V.

- Rater and rated officer initial, date, and keep a file copy for use during later

   counselings. 

COMMUNICATING. 

Articulates written and oral ideas/concepts clearly and concisely. Message received equals message sent. Displays effective listening skills.

MOTIVATING. 

 Inspires, motivates, and guides others towards mission accomplishment. Sets the  example by being in excellent physical / mental condition and

consistently displaying proper military bearing.

DECISION MAKING.

 Reaches sound, logical decisions based on analysis/synthesis of information, and uses sound judgement to allocate resources and select    

appropriate course(s) of action.

DA Form 67-9-1a

NAME OF RATED OFFICER (Last, First, MI)                                                           SSN                                   GRADE         ORGANIZATION

FRONT SIDE DA FORM 67-9-1a

    NOTE: Reference for Army Leadership Doctrine is FM  22-100.

PART II CHARACTER.

 

 Disposition of the leader: combination of values, attributes, and skills

 affecting leader actions. (See FM 22-100, PART TWO)

1. 

 HONOR:

  Adherence to the Army's publicly declared code of values

2. 

 INTEGRITY: 

 Possesses high personal moral standards; honest in word and deed

3. 

 COURAGE:

  Manifests physical and moral bravery  

4.  

LOYALTY

:  Bears true faith and allegiance to the U.S. Constitution, the ARMY, the unit, and the soldier

5. 

 RESPECT:

  Promotes dignity, consideration, fairness, & EO  

6. 

 SELFLESS-SERVICE: 

 Places Army priorities before self

7. 

 DUTY: 

 Fulfills professional, legal, and moral obligations

MENTAL

Possesses desire, will, initiative, and

discipline

PHYSICAL

Maintains appropriate level of physical

fitness and military bearing

EMOTIONAL

Displays self-control; calm under pressure

CONCEPTUAL

Demonstrates sound judgment, critical /

creative thinking, moral reasoning

INTERPERSONAL

Shows skill with people: coaching, teaching,

counseling, motivating and empowering

Possesses the necessary expertise to

accomplish all tasks and functions

TACTICAL

  Demonstrates proficiency in required professional knowledge, judgment, and warfighting

TECHNICAL

ATTRIBUTES

Fundamental qualities and

characteristics

SKILLS (Competence)

PLANNING

. Uses critical and creative thinking to develop executable plans that are suitable, acceptable, and feasible.

EXECUTING.

  

Shows tactical and technical proficiency;

 meets mission standards; takes care of people/resources. Maximizes the use of available systems and

technology. Performs well under physical and mental stress.

ARMY VALUES

JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM- PART III

PART III.  DEVELOPMENTAL ACTION  PLAN

PART III  -  DEVELOPMENTAL ACTION PLAN.

 Development tasks that target major performance objectives on the DA Form 67-9-1.

 (See FM 22-100, PART THREE)

COMMUNICATING. 

Articulates written and oral ideas/concepts clearly and concisely. Message received equals message sent. Displays effective listening skills.

MOTIVATING. 

 Inspires, motivates, and guides others towards mission accomplishment. Sets the  example by being in excellent physical / mental condition and

consistently displaying proper military bearing.

DECISION MAKING.

 Reaches sound, logical decisions based on analysis/synthesis of information, and uses sound judgment to choose appropriate alternative(s).

INFLUENCING:

  

Communicating, Decision Making, Motivating

(1) Provide an oral OPORD brief to CO/XO during FTX in April.

(7)  Facilitate a discussion on the ethical decision making during

June OPD.

(3,6) Lead Platoon PT every Monday in April- set the example!

  Target performance objectives on Support Form

  At least 

one developmental task per leader action

  Tasks should be specific, measurable, and achievable

From Support Form

:

(1)  Ensure the Plt is

combat ready for NTC...

So, what we’re trying to accomplish during this instruction over the next four sessions is as follows, 

SHOW VGT 1:  WHAT WE ARE TRYING TO ACCOMPLISH

[image: image54.wmf]VGT - 

24

DEVELOPING

. Teaches, trains, coaches and counsels subordinates increasing their knowledge, skills and confidence.

BUILDING 

.  Develops effective, disciplined, cohesive, team built on bonds of mutual trust, respect, and confidence. Fosters ethical climate.

ASSESSING

. Uses after-action and evaluation tools to facilitate consistent improvement.

LEARNING

. Actively seeks self-improvement (individual study, professional reading, etc.), and fosters a learning environment in the unit (IPRs, AARs, NCOPD, etc.)

PART V  -  DEVELOPMENTAL ASSESSMENT RECORD. 

Summary of key points made during follow-up counselings. Highlight progress and

 strengths observed as well as further development needed.

PART IV  -  VERIFICATION:  

              Rater initials                      Rated officer initials                          Date                     Senior rater initials

1st Assessment                Key Points

2nd Assessment                Key Points 

3rd Assessment                Key Points

Rated officer initials                                 Rater initials                                      Date       

Rated officer initials                                 Rater initials                                        Date   

Rated officer initials                                 Rater initials                                         Date

REVERSE SIDE DA FORM 67-9-1a

IMPROVING: 

 Developing, Building, Learning

JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM- PARTS  IV AND V

PART V  -  DEVELOPMENTAL ASSESSMENT RECORD. 

Summary of key points made during follow-up counselings. Highlight progress and

 strengths observed as well as developmental needs across values, attributes, skills, and actions.

1st Assessment                Key Points

Rated officer initials                                 Rater initials                                      Date       

PART IV  -  VERIFICATION:  

           Rater initials                            Rated officer initials

PART IV.  VERIFICATION

PART V.  DEVELOPMENTAL ASSESSMENT  RECORD

NOT A

RATING!!

participative

constructive

positive

candid

              

Summary

 of key points

-- discussion of values, attributes, skills

-- progress on developmental tasks and focus

-- noted strengths

-- further needs for focus/improvement 

-- rater/rated officer initials and date of counseling

senior rater initials

Date
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MAJOR PERFORMANCE OBJECTIVE

CHECKLIST

IS THE PERFORMANCE OBJECTIVE:

•

Supportive of unit goals?

•

Relevant to an important aspect of the duty position?

•

Measurable with qualitative or quantitative criteria?

•

Results oriented and achievable?

•

Specific and clearly worded?

•

Set in a reasonable time?

•

Supported by authority and 

resourses

?

•

Backed by an action plan?
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NCOER COUNSELING

CHECKLIST/RECORD

•

Goal of counseling:

–

Set 

NCOs 

up for success

–

Look forward; don’t dwell on the past

•

Performance counseling:

–

 Initial within first 30 days

–

Atleast

 quarterly thereafter

•

Mandatory for CPL and SFC and is optional for counseling other

senior 

NCOs

•

A working copy of the NCOER must be utilized also

Instructor Note:  Next, refer the class to the Session Agenda, followed by VGT 2.

To accomplish this, today we’ll be focusing on these topics (agenda):
AGENDA

Leadership Standards for Leaders 

Leadership Character and Actions

Observe-Assess-Coach-Counseling
During the next two sessions, we’ll apply what we learn today to doing these things so that we can better develop our subordinates 
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SESSION 1, SUMMARY

•

  

Why is subordinate development such an

important leader responsibility and who benefits?

•

  What do the 23 core leadership dimensions have

to do with leadership development?

•

  How do we go about developing our subordinates

to achieve their full leadership potential?

SHOW VGT 2:  HOW WE ARE GOING TO ACCOMPLISH IT
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LEADER DEVELOPMENT

RESPONSIBILITIES IN

OPERATIONAL ASSIGNMENTS

•

Provide subordinate leaders opportunity, guidance,

example, inspiration

•

Provide initial assessment

•

Develop an assignment plan

•

Set clear organization and individual standards

•

Assess, provide feedback, and assist individuals in

planning developmental action plans

•

Provide counseling, evaluation, progressive and sequential

assignments

•

Provide METL based leader training

Throughout the sessions, stay focused on the Terminal Learning Objective.  It defines what you must be able to do as the result of this training, and to what standard.

SHOW VGT 3:  TERMINAL LEARNING OBJECTIVE
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LEADER DEVELOPMENT

PROCESS

ASSESSMENT

FEEDBACK

REMEDIATION &

REINFORCEMENT

EDUCATION &

TRAINING

COUNSELING

AND

EVALUATION

•

  SPONSORSHIP

•

  RECEPTION

•

  INITIAL

      ASSESSMENT

•

  STANDARDS
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SAMPLE FORMAT

COMPANY LEADERSHIP DEVELOPMENT

PROGRAM

•

GOALS, INTENT, OR OBJECTIVES that provide direction

•

LEADER ROLES AND RESPONSIBILITIES that clarify

expectations of subordinates, and enable them to apply their

initiative to the development of subordinates

•

OTHER PLANNED ACTIVITIES THAT SUPPORT THE

PROGRAM

•

MEANS TO MEASURE & SUSTAIN its effectiveness

I expect that you’re most concerned with how you’ll be evaluated, so let me review that quickly, and answer any questions you have about what I’ve discussed so far.

SHOW VGT 4:  HOW YOU WILL BE EVALUATED
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SPECIFIC POLICIES FOR

DEVELOPMENT

•

Personnel Assignment and Utilization

•

Training and Developing Leaders

•

Schooling and Special Skills Training

•

Leadership Assessment, Performance Counseling,

Developmental Action Planning

•

Special Actions


As a result of today's lesson, you'll be asked to develop an Assessment Summary, Examination Form as part of your grade. Thereafter, following Session II, you'll be asked to develop your company-level leadership development program, which is your final Examination.  We will discuss the exams in class during Session III.


SECTION III.
PRESENTATION

Instructor Note:
Active student involvement is the key to meaningful learning.  To that end, this TSP has been prepared to help instructors generate maximum response among their students.  Instructor notes are in italic, key actions are underlined and suggested instructor narrative is in bold.  The rest of the text is intended for delivery to students.  Included are questions for the class at large and several small group exercises/discussion issues.  The instructor notes and questions keep "lecturing" to a minimum and student involvement to a maximum.  


During this upcoming instruction, students will conduct several practical exercises in small groups, so at the beginning of each session arrange student desks in small circles for three to five students.


- For this lesson, the instructor will require the following: VGT # 5-14; copies of the Attributes: Can you Identify practical exercise (Appendix C) and the instructor solution to the Attributes: Can you Identify practical exercise (Appendix C). 

SESSION I
(Continued from the Introduction)

A.
ENABLING LEARNING OBJECTIVE A
	Action:
	Evaluate leader values, attributes, skills, and actions, their relevancy to leader duties and responsibilities, and the framework they provide for developing leaders.

	Condition:
	In a classroom environment, given study of the leadership doctrine, instruction about emerging leadership doctrine and Army leadership policy, small group discussions and practical exercises with small group requirements, and a specified time limit.



	Standards:
	Correctly identify leader values, attributes, skills, and actions, the framework leader dimensions provide for developing soldiers and the leader's role in developing subordinates.  


1.
Learning Step/Activity 1:  Discuss the leadership doctrine by reviewing the leader values, attributes, skills, and actions and citing positive and negative behavioral examples of each.  

Method of Instruction:  PE

Instructor to student ratio is:  1:16
Time of Instruction:  01:00
Media:  VGTs 5-13; Practical exercise:  Attributes:  Can You Identify?
a.
Leadership Education and Training Framework.  How we are developed, and how we develop our subordinates is guided by leadership doctrine.  Our leadership doctrine is the basis for the Army's leadership assessment and evaluation system.  


The concept of leadership is often difficult to get one's arms around.  We usually know when leadership "feels right or wrong," but less so how to define it in practical terms.  What we're going to talk about as we discuss leader development is NOT NEW.  What makes leaders effective has not changed - we'll just be attempting to better refine our understanding based on the advances made in leadership doctrine.  
Instructor Note:
Refer the students to the second agenda item, “Leadership Character and Actions.”

SHOW VGT 5:  THE LEADER

We now transition to our leadership doctrine and the way leadership effectiveness is defined by “Leadership Character and Actions.”  As you reviewed in the advance readings, the dimensions outlined in the leadership doctrine are categorized into sets of values, attributes, skills, and actions. 

A leader of character (values & attributes) and competence (skills) acts (influences, operates, and improves) to achieve excellence by developing a force that can fight and win the nation’s wars and serve the common defense of the United States.

Values and attributes blend to account for the character of the leader.  Character describes what a leader must be.  Skills describe competence or what a leader of character must know.  Actions describe what a leader of character and competence must do.  None of these leadership principles stands alone and each is not an end in itself.  Instead, leadership is a blending of what the leader must be, what the leader must know, and what the leader must do.  Stated another way, leadership is a combination of what the leader is and what the leader does.

Everything begins with values  
SHOW VGT 6:  ARMY VALUES

Values define a leader's principles, moral virtues, and obligations - one's sense of professionalism.  Your subordinates enter the Army with their own values developed in childhood and nurtured through experience.  We are all shaped by what we have seen, what we have learned, and whom we have met.  But once a soldier puts on the uniform, once he or she takes the oath, they have promised to live by Army values.

QUESTION:  How would you define values as an Army core dimension?

Possible response:  Values are the beliefs we hold that tell us what we need to be every day, and in every action we take.

QUESTION:  Can a member of the Army have one set of values on the job and one at home after hours?

Possible response:  No.  The Army values must BE ADHERRED TO 24 HOURS a day.  


QUESTION:  What does it mean when we say that the Army is a “values-based” organization? 

Possible response:  It means that the Army has a prescribed set of values, seven to be exact:

Loyalty:  Bear true faith and allegiance to the US Constitution, the Army, our unit, and other soldiers

Duty:  Fulfill your obligations

Respect:  Treat people as they should be treated

Selfless service:  Put the welfare of the Nation, the Army, and your subordinates before your own

Honor:  Live up to all the Army values

Integrity:  Do what’s right, legally and morally

Personal Courage:  Face fear, danger, or adversity (physical or moral)

If you look at the first letter of the values, you find a mnemonic device which can help you remember the values:  LDRSHIP stands for leadership.


REMEMBER, placing the values in a given order DOES NOT indicate that the first value, loyalty, is more important than the second one, duty.  They are all of equal value.

QUESTION:  As a member of the Army, is it possible to follow some of the values and ignore others?

Possible response:  NO.  You cannot follow one value and ignore another.

SHOW VGT 7:  ATTRIBUTES


Attributes are fundamental qualities and characteristics.  Some of these aspects of attributes are generic and are determined at birth, such as whether a person will be tall or short, have green eyes or blue eyes, or be bald or have a lot of hair.  Many other aspects of attributes can change.  Leaders have control over developing many aspects of their attributes, such as their self-discipline, physical fitness, or emotional control.  People can develop and improve these attributes through correct and habitual practices.  Attributes divide into three groups--mental, physical, and emotional.

The mental attributes are intellectual aptitudes or capacities for learning that leaders must possess and can develop.  They consist of will, initiative, self-discipline, judgement, self-confidence, intelligence, and cultural awareness.

Physical attributes - health fitness, physical fitness, military bearing, and professional bearing - can be developed.

The emotional attributes - self-control, balance, and stability - contributes to how a leader feels and therefore to how he interacts with others.  The soldiers you will lead are human beings with hopes, fears, concerns, and dreams.  The leader who understands that will and endurance come from emotional energy and remembers that soldiers use emotional energy to accomplish amazing feats in tough times wields a powerful leadership tool.

We are now going to do an in-class exercise which will help you define the different components of the core dimension of the leadership doctrine - attributes.  The person to your right will be your partner in this exercise.  (You may also use groups of 3 students instead of 2 if you so choose.)  You are going to have 10 minutes to complete the exercise I will give you.  (The exercise is located in Appendix C).  The material covered in the exercise was in your reading assignments. 
Hand out the Attributes:  Can You Identify? practical exercise located in Appendix C.  The exercise and the correct responses are provided for the instructor in Appendix C also.

(If the students complete the task early, continue with the lesson.  If they are having problems, you might want to give them a couple of extra minutes to complete the assignment.)

Go around the room and have the student pairs give responses to the statements.  Encourage students to explain any responses especially those for which they have responses which are different than those listed on the instructor's solution sheet.  Encourage students to participate.

Cultural awareness is of particular importance in today’s army and is the final piece we will discuss prior to moving on to the skills.  
SHOW VGT 8:  CULTURAL AWARENESS

Awareness of “where a soldier is coming from,” i.e. gender, religion, family situation, etc., as well as the traditional race and ethnic concerns we are more familiar with is a key attribute.  Leaders must recognize that all people are different and should be valued for their individual differences.

The leader’s job is not to make everyone the same; even if that were possible, it would make a boring team.  Rather, the leader’s job is to take advantage of the fact that everyone is different and incorporate their talents into the Army team.

The skills address ways a leader deals with things, people, and ideas.

SHOW VGT 9:  SKILLS

Skills are largely synonymous with competencies.  Skills are those abilities or competencies that people develop and use with people, with ideas, and with things.  Competence is of primary importance for all Army leaders.  Subordinates look for competence in their leaders.  Skills, in conjunction with values and attributes make up a leader’s character and competence.  Skills entail what a leader must know.  Skill development is also part of self-development and is a prerequisite to action.  Any time a leader develops his skills, he develops himself.

As indicated by the VGT, the four categories of skills that a leader must KNOW are critical for the leader's success.  Interpersonal skills include coaching, teaching, counseling, motivating, and empowering your subordinates.  As expected, to successfully perform these skills you must learn to communicate.

The second category of KNOW skills involves conceptual knowledge.

QUESTION:  What do we mean by conceptual knowledge?

Possible response:  Competence in handling ideas.  It involves sound judgement as well as the ability to think creatively and reason analytically, critically, and morally.

QUESTION:  What do we mean by technical skills?

Possible response:  Competence in job-related tasks.

QUESTION:  What are some of the technical skills you need to have as a leader?

Possible response:  Answers will vary with group.

Finally, but not least, we have tactical skills.  It is very important that leaders understand the concept of tactical skills.  Tactical skills include activities such as motivating people under extreme conditions which involves interpersonal skills, understanding and applying tactical doctrine which requires conceptual skills, and employing weapons systems and field-craft which refers to technical skills.  Tactical skills bring together all available resources, human and material, to accomplish the mission.  Competent leaders combine education, self-study and practical experience in all the skill categories to improve their tactical skill.


The next thing we will discuss is the actions - the actions are things leaders do.

SHOW VGT 10:  LEADER ACTIONS

It has been said, “behavior is believable.”  The leader’s actions set the example for subordinates.  Saying all the right words and having all the right values, attributes, and skills or character has no meaning to subordinates if not reinforced by the actions of the leader.  The leader’s actions are what the subordinates, peers, and superior leaders see.  Actions demonstrate what must be done.  Actions inspire others to follow the example.

Influencing consists of using appropriate people skills to guide individuals or teams towards mission accomplishment and resolving conflicts or disagreements.

Operating or accomplishing the mission is the short-term action of “getting the job done” on time and to standard.

Improving the organization entails performing those often-neglected long-term investment-type activities that are essential to improve everything that the leader influences.  “Improving” often means making a sacrifice now for long-term gains in unit proficiency.  


SHOW VGT 11:  LEADERSHIP CORE DIMENSIONS

This slide shows the 23 leadership core dimensions.  FM 22-100 (1999 version), Appendix B (or within the student handout) depicts the performance indicators for each dimension.  These indicators should assist leaders with assessing the values, attributes, skills, and actions of their subordinates.

Make no mistake about it, FM 22-100, Army Leadership, specifically the 23 leadership core dimensions, provides the basis for leadership assessment and leadership evaluation.  To emphasize this, the doctrine is integrated into the Army performance evaluation systems.  Incorporating the Army's leadership framework as evaluative criteria in the rater's portion of the Officer Evaluation Report (OER), NCOER, and the civilian evaluation system, TAPES, serves as an important mechanism for promoting greater discussion and attention to the Army's leadership doctrine.

These dimensions are consistent with the sorts of experiences you've already shared, but let’s look at each one in a bit more detail.

Instructor Note:
Ask the students to pull out their student workbooks and/or FM 22-100 (1999 version), Appendix B.  This appendix lists indicators that leaders can use to assess these dimensions in themselves and their subordinates.  The examples listed in the appendix serve as a management tool from which leaders can assist subordinates in developing/strengthening their weakness and maintaining their strengths.

Break the class down into small groups of 4-6 students.

As a way to better appreciate how these dimensions translate into observations, let me demonstrate an example of a positive and negative behavior of a few dimensions just as I'm going to ask each of your small groups to do in just a couple of minutes.  

SHOW VGT 12:  TRANSLATING DIMENSIONS INTO OBSERVATIONS

Dimension                              
(+)


                             (-)
VALUES (Integrity):
He's truthful, even if in trouble
He lies under pressure

ATTRIBUTES (Physical)
Appearance alone inspires
Bad uniform, no energy

SKILLS (Technical)
Sticks to and uses TLPs
Can't lay his mortar

ACTIONS (Developing)
Went to College Classes
Blew off the homework

Notice in all cases how these examples are focused on behaviors - what the subordinate does, not perceptions or feelings about a person.  Now, let me assign your small group either the set of value dimensions, attribute dimensions, skills, or action dimensions.  Your groups are to develop similar positive and negative examples for the remaining dimensions.  Be prepared to brief them to the rest of the class in about 10 minutes.  

Instructor Note:
Assign small groups either the set of values, attributes, skills, or actions.  Have each group identify, write on the board, and present to the class, as a whole, a positive and negative behavioral example of each dimension in their set.  (Allow about 10 minutes for the students to prepare their responses and 15 minutes for the small groups to present their responses.)  Allow students to challenge and defend their examples.  Following their presentations ask these questions:

Instructor Note:  Now, let's consider a scenario you might see in a motor pool.  Show VGT 13,

Leadership Dimensions in the Motor Pool, and direct the students, in their small groups, to carefully consider which dimensions are implied by these observations.  Allow about 5 minutes.  Working in your small groups, identify the dimensions of the platoon leader's leadership that are implied by this example in the motor pool.


SHOW VGT 13:  LEADERSHIP DIMENSIONS IN THE MOTOR POOL

QUESTION:  Which ACTIONS were implied by these observations and why?

Possible response:  INFLUENCING:  Decision making by employing sound judgement, logical reasoning, and using resources wisely;  motivating by inspiring and guiding others towards mission accomplishment.  OPERATING:  Planning is evident in detailed and executable plans; executing by virtue of meeting standards.  IMPROVING:  Developing subordinates by investing time in them;  building by fostering discipline and application of the chain of command.

QUESTION:  Which SKILLS are demonstrated?

Possible response:  Conceptual, interpersonal, and technical.

QUESTION:  Which ATTRIBUTES are implied by these observations?

Possible response:  Really only mental, good desire, will, and initiative.

QUESTION:  Any VALUES implied here?

Possible response:  Not really.  Perhaps "duty" by going beyond what was asked to "fulfill his professional, legal, and moral obligation" to ensure the readiness of his equipment.

QUESTION:  Why isn't there a SINGLE RIGHT ANSWER for the dimensions implied by this example?  

Possible response:  Because observations entail complex groupings of the various dimensions.

A behavior typically involves several of the dimensions, so you need not think observations are purely one dimension, or another.  As long as a leadership dimension is justified by what is observed, that dimension is said to apply.  For this reason, there is most often NO single correct answer.  

2.
Learning Step/Activity 2:  Explain the company level leader’s role in developing subordinates. 

Method of Instruction:  CO
Instructor to Student Ration is:  1:16
Time of Instruction:  00:05
Media:  VGT 14
As we discussed earlier, developing subordinates is our role.  At the company level, identification of subordinates with leadership potential is an important first step.  Developing leaders requires the company level leader, in this case, to know the leadership standards (doctrinal dimensions), apply those standards to observations of subordinates, and also requires the leader to tailor and communicate an individualized plan to develop that subordinate.  Because all subordinates do not have the same developmental needs, they MUST be developed individually in ways relevant to the subordinate’s specific developmental needs.

Unit readiness and mission accomplishment depend on every member's ability to perform to established standards.  Supervisors must develop their subordinates through counseling, coaching, and mentoring.  Leaders counsel, coach, and mentor subordinates and tailor specific actions to develop them.  To be effective, leaders must thoroughly understand the strengths, weaknesses, and professional goals of their subordinates.  

SHOW VGT 14:  DEVELOPING LEADERS

Leader development is the overarching concept that captures all development relationships and actions.  It is not the caricatured playing of favorites in which leaders select someone they like for special treatment.  That practice unfairly turns personal relationships into professional advantage.  Rather leader development is totally inclusive, real-life development for each subordinate.  As this slide states, leader development includes counseling, coaching, and mentoring.


a.
Counseling:  Good counseling focuses on the subordinate’s performance and problems with an eye toward tomorrow’s plans and solutions.  It is central to leader development.  Counseling is the means by which you prepare your subordinates of today to be leaders of tomorrow. 



b.
Coaching:  You can consider coaching to be both an operational and an improving leader action.  It is less formal than teaching.  When you are dealing with individuals, coaching is a form of specific instance counseling.  When you are dealing with all or part of a team, it is generally associated with AARs.  A coach is there day to day, sharing the experience but knowing the game plan (where we are going).  A coach knows the techniques and procedures that result in success.


c.
Mentoring:  Mentorship is part of the Army leader development system that compresses and accelerates development of professional, maturity, conceptual and team building skills.  Mentorship is the voluntary development relationship that exists between a person of greater experience and a person of lesser experience that is characterized by mutual trust and respect.

QUESTION:  Why should we NOT assume that development may not be needed or that the XO/platoon leaders have the same developmental needs?  
Possible response:  We all benefit from being developed - there's always room to grow professionally.  Every subordinate is different and each has different strengths and different developmental needs to better round him or her out for the next position of responsibility.  

QUESTION:  Why does it make sense that, as leaders, we focus our developmental actions on those specific needs (both strengths and weaknesses) a subordinate leader has?
Possible response:  Efficiency!  There's no sense spending time working on things a subordinate really doesn’t need to work on.  As leaders, we've got to observe, assess, and then tailor developmental actions in terms of the subordinate's specific developmental needs.

B.
ENABLING LEARNING OBJECTIVE B

	Action:
	Apply the Observe, Access, Coach, and Counsel model (O/A/C/C) to improve leadership performance and potential.

	Conditions:
	Ina classroom environment, given instruction about emerging leadership doctrine, small group discussion, practical exercises, and a specified time limit.

	Standard:
	Correctly identified: 

- the steps in the O/A/C/C model process, in the proper sequence

- how O/A/C/C is behaviorally-anchored

- how O/A/C/C entails both assessment and counseling


Instructor Notes:  Prepare the following for distribution to the class: 1)  assessment summary examination sheet (Appendix B);  2) classification and rating exercise (Appendix C); 3)  the Officer Evaluation Report Support Form (DA Form 67-9-1), the Junior Officer Developmental Support Form (DA Form 67-9-1a, AR 623-104),  4) NCO Counseling Checklist/Record (DA Form 2166-7-1) and NCO Evaluation Report (DA Form 2166-7, AR 623-205),  5)  Developmental Counseling Form for the officer to officer video clip (for OAC classes) or a copy of the Developmental Counseling form for the warrant officer to NCO video clip (for WOAC classes) (Appendix C) - but don't hand them out yet. In addition, the instructor will require the following: VGT #15-27, a VCR with monitor, and the Developmental Counseling video. 

Instructor Note:
Write "Observe, Assess, Coach, and Counsel" on the board in big letters, and refer to it during the instruction - it's the theme of Developing Subordinate Leaders!
1.
Learning Step/Activity 1: Use the Observe, Assess, Coach, and Counsel (O/A/C/C) model.

Method of Instruction:  CO

Instructor to student ratio:  1:16
Time of Instruction:  00:05
Media:  None
Instructor Note:
Begin by creating a connection to what has already been discussed.  Ask the students:

QUESTION:  So far, we agreed that tailoring the development of subordinates to their specific needs is important, but what are some of the ways leaders can go about doing that?

Possible response:  Get the subordinates involved in their own development, ask advice or ideas of other Platoon Leaders or the Platoon Sergeant and the 1SG.
QUESTIONS:  What are some specific ways your own leaders in the past have tried to develop you?  What have your leaders done well in terms of the techniques they've applied to developing you?
Possible response:  (Allow student input) i.e., Development by watching others do something well (modeling), studying something and leading others in a class (studying), or even getting placed in a position to be “in-charge” of a unit or special activity (doing).

a.
The observe, assess, coach, and counsel (O/A/C/C) model is a process applied by leaders to develop their subordinates.  Developing subordinates, like so many other skills we must master in the Army takes practice.  This is a straightforward process that helps to organize and make our approach more effective.  

Instructor Note:   Invariably, someone in the class will complain that this process takes TOO LONG TO DO.  BE READY!  Here are some suggestions to counter their skepticism: actually, the "observe and assess" goes very fast.  Taking a few minutes to plan where and when to observe makes “observing” efficient, and assessment less likely to be biased.  Coaching is something all good leaders do, all the time, and in the context of the subordinate’s job execution.  Perhaps the most demanding part is thinking about and preparing for the developmental counseling session itself.  With practice the whole process goes much easier; almost naturally.  Also, once subordinates are conditioned to begin developing themselves, it'll take less and less time on the leader's part to facilitate the process.  Lastly, easy or not, it is crucial to apply a process to ensure consistency - as many effective leaders have demonstrated that this process works.






It’s important that students make the mental connection between the O/A/C/C model and the skills needed to implement it - Don't rush them as they wrestle with answering the following questions.
QUESTION:  So, what leader skills are required if you are going to apply the observe, assess, coach, and counsel model?
Possible response:  Leaders must be able to do all the steps of the process.  Company level leaders will need to know the doctrinal dimensions, then be able to classify and rate observations, conduct on-the-spot coaching, develop a plan of action that addresses the subordinate leader's developmental needs, and conduct a developmental counseling session. 

QUESTION:  Beyond just helping the individual concerned develop into a more effective leader, how would applying this process make your job easier, and your company better?

Possible response:  Developing subordinates enables them to operate more independently, with more motivation and confidence, and in ways consistent with the platoon leader's intent. 

2.
Learning Step/Activity 2:  Classify and rate an observation of a subordinate leader.  

Method of Instruction:  PE

Instructor to student ratio:  1:16
Time of Instruction:  00:30
Media:  VGTs #15-17; Student Handout:  Classification and Rating Exercise 
Instructor Note:  Armed with the necessary doctrinal foundations, we now turn to the mechanics of the process.
During the first hour of instruction we identified the scope of leader dimensions we want to consider.  These form the basis for developing subordinate leaders.  So far, in this second hour, we've reviewed the process used to enable development against the standard.  Let's now take a closer look at the observe/ assess/ coach/ counsel process by actually applying it.


a.  Observe behavior:  Let's first address OBSERVING.  Time is always scarce, so a leader needs to maximize those observation opportunities.

QUESTION:  As a leader, how do we CREATE observation opportunities?  Where do we look for subordinate performance that we can assess?

Possible response:  Get out of your office and observe the subordinate leaders in action!  Plan observations by reviewing the training schedule or the timeline before an upcoming tactical operation.  Watch the issuance of the platoon OPORD or rehearsals is a good way to observe leader performance.  Warfighting skills are just in the field - so plan to observe in the motor pool, the classroom, and at the range also.  Special duties like Reports of Survey, SDO, and extra duty assignments are also good performance avenues.

Often, however, you'll stumble on to observations of your subordinates; no plan, no focus - you just see or hear something that merits your attention.  These observations, too, should be taken note of and also merit your consideration.

SHOW VGT 15:  OBSERVATIONS

QUESTION:  The key here is to realize that observation is NOT a passive activity, and that care must be taken to avoid bias!  What are some of the biases that we must guard against as we observe and make record of our subordinate leaders in action?

Possible response:  We're biased toward behaviors that result in successful outcomes, but success and failure don't always imply that the subordinate's dimensions are negatively related.  Likewise, we shouldn't be biased by the "way we'd do it" or "think it ought to be done".  Commanders must be open and objective to new ways of doing things.

QUESTION:  Why might multiple observations prove better than a single observation when trying to identify a subordinate leader's developmental needs?  How do you keep track of/record these?

Possible response:  Multiple observations are more reliable; less likely to be random behaviors.  Frequent/monthly counseling provides record.  Absent a record, we're biased to more heavily weigh what happens at the end of a given assessment period.


b.  Classify and Rate behaviors:  We now move to the next assessment step which entails classifying and rating observations.  Your experience enables you to classify observations pretty easily - in fact, you did it somewhat unconsciously last hour when we classified our observations of the platoon leader in the motor pool. A technique used for classifying observations IAW the new leadership dimensions is to first apply the observation to the set of "actions" to see if any of them might apply; then the "skills", then the "actions", and finally the "values".


SHOW VGT 16:  CLASSIFY BEHAVIOR

QUESTION:  To review, why isn't it critical WHICH dimension you fit the observation into, as long as you fit it somewhere and it makes sense?

Possible response:  Because as we said before, observations are complex combinations of dimensions - often impossible to differentiate.  
As long as a dimension can be identified that makes reasonable sense, then corrective actions can be generated to resolve the developmental weaknesses.  That's what counts!

QUESTION:  You've got a lot of experience rating behaviors so we won't spend too much time discussing it.  But let's address a couple of rating issues.  When we rate an observation of a subordinate for developmental purposes, against what standard are we comparing it?  Why?

Possible response:  Usually, the next higher position, i.e. for a platoon leader, a company commander; or for an Co XO, perhaps as a primary staff officer.  

Sometimes a subordinate isn't performing to standard in his current position, so in those cases we focus development on their current position and apply that standard to rate our observations.  That's BASIC SKILLS DEVELOPMENT.  But generally, because the leader is trying to shape the subordinate's development for the future, we try to increase the subordinate's potential beyond the here and now of mission accomplishment.  That's called ADVANCED DEVELOPMENT and SUSTAINMENT.

QUESTION:  How is rating for developmental purposes different than when we're preparing an evaluation like an OER or NCOER?

Possible response:  Evaluations assess performance in the current position.  Rating for developmental purposes is geared toward enhancing potential.

SHOW VGT 17:  RATING BEHAVIORS


We already discussed that FM 22-100, Appendix B, Performance Indicators, articulates standards for the leadership dimensions.  In addition, it is often practical to rate behaviors off of an excellent/satisfactory or needs improvement scale. 

Instructor Notes:  Solicit the class for any questions.  Then distribute the Classification and Rating Exercise (Appendix C) to the small groups and direct them to complete the example observations within the small groups.  The discussion among students within each group 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 about 15 minutes, call on the various small groups to share their solution to a given question on the Classification and Rating Exercise handout (see instructor notes, Appendix C), and solicit a critique and discussion among the other groups for each of the examples.


3.
Learning Step/Activity 3  Give feedback.

Method of Instruction:  CO
Instructor to student ratio:  1:16
Time of Instruction:  00:05
Media:  VGT #18-19
SHOW VGT 18:  PROVIDING FEEDBACK



a.  FEEDBACK.  Assessment is of NO VALUE in the development of a subordinate if you don't provide feedback and coaching to enable improvement.  Often, there is no improvement unless there is feedback to help the subordinate know what performance or behavior needs improvement.  The important thing to remember about feedback is that FEEDBACK DOES NOT ALWAYS NEED TO BE NEGATIVE AND IT MUST NOT WAIT UNTIL A FORMAL COUNSELING SESSION IS SET UP BACK AT THE OFFICE.  Feedback is best when it is clear, not personally but performance-oriented, constructive, and immediate.

Instructor Note:  The leader's responsibility of being a coach and mentor was discussed a few slides earlier.  

SHOW VGT 19:  DEVELOP AN ASSESSMENT SUMMARY
     b.  Assessment Summary:  Assembling an assessment summary is simply combining all observations during a given period by leadership dimension and then from that determining overall developmental strengths, weaknesses, potential causes, and actions to resolve the subordinate's weaknesses.  As we said earlier, multiple observations make our assessment more reliable.  Your experience has enabled you to assess overall strengths and weaknesses and to determine the potential root cause of the developmental weaknesses, so we won't be spending much time talking about it in class.  Generating potential plans of action to address the developmental weaknesses, however, has proven more difficult so let's talk about it briefly.  



c.  Developmental Action Planning:  We'll refer to the planning a leader does to develop a subordinate leader in specific leadership dimensions as Developmental Action Planning.  (NOTE:  Developing a plan of action was discussed during the Develop A Unit Counseling Program TSP).  This is not just the leader's job to do alone, but rather a joint effort between the leader and the subordinate.


d.  Joint development of the plan of action is key to gaining the subordinate's understanding and commitment to it.  The leader's consideration of potential actions BEFORE actually sitting down with the subordinate in a developmental counseling session is essential to facilitating discussion, understanding, and generating ideas about ways a subordinate will develop.  A subordinate needs to prepare for the session also.  The more he/she is involved in thinking about his/her own development, the more likely actions taken will "stick" and be followed through.  So, how do we generate potential developmental actions?


4.
Learning Step/Activity 4:  Counseling Requirements in the OER and NCOER Evaluation Systems.  

Method of Instruction:  CO
Instructor to student ratio:  1:16
Time of Instruction:  00:20
Media:  Officer Evaluation Report Support Form (DA Form 67-9-1), Junior Officer Developmental Counseling Form (DA Form 67-9-1a), NCO Evaluation Report (DA Form 2166-7), NCO Counseling Checklist/Record (DA Form 2166-7-1), and VGTs # 20-27
Instructor Note:  Pass out one copy of the Officer Evaluation Report Support Form (DA Form 67-9-1), and a Junior Officer Developmental Counseling Form (DA Form 67-9-1a) to each student.  NOTE:  these forms are located in AR 623-105).

Instructor Note:  The purpose of this next session is to tie the developmental counseling process in FM 22-100 with the counseling requirements in the current OER system.  


Raters and senior raters have specific counseling requirements under the current OER system.  Lets discuss the OER Support Form first:


SHOW VGT 20:  OER SUPPORT FORM COUNSELING REQUIREMENTS

QUESTION:  What is the purpose of the OER Support Form counseling?

Possible response:  The purpose of the OER Support Form counseling is to promote top down emphasis on leadership communication, integrating rated officer participation in objective setting, performance counseling, and evaluation.  

Within the first 30 days of the rating period, the rater conducts the initial face-to-face counseling with the rated officer.  Jointly, the ratee and rater should discuss the scope of the rated officer's duties and the performance objectives he/she should attain.  The discussion should also include the relationship of the duty description and performance objectives with the organization's mission, problems, priorities, and similar matters.  


The follow up counseling enhances mission-related planning, assessment, and performance development.  Using performance objectives as the basis for leadership communication enables the rater and rated officer to identify the rated officer's most important tasks, priorities, and major areas of concern and responsibility.

(SHOW VGT 21, JODSF (67-9-1a) COUNSELING REQUIREMENTS)


[image: image1.emf]VGT - 21

JODSF COUNSELING 

REQUIREMENTS  

• Supplements the OER support form requirements; both are 

needed for WO1 and LTs

• Requires an initial counseling (within the first 30 days) and 

follow-up quarterly developmental counseling

• Supervisor and rated officer formulate a set of 

developmental task - each task must be tied to a specific 

leader action and to one or more performance objectives on 

the officer's OER Support Form.



The Junior Officer Developmental Support Form is mandatory for all LTs and WO1s.  Raters and senior raters of LTs and WO1s are responsible for ensuring the requirements of this form are executed.  The JODSF provides a standardized, unit level process to integrate development and performance.


The JODSF is a 1-page worksheet that augments the OER Support Form.  Developmental tasks targeting performance objectives listed on the Support Form are formulated and recorded.  The tie to the Support Form maintains emphasis on mission accomplishment.  The use of the Army's leadership doctrine (FM 22-100) ensures proper focus and consistency throughout the Army.


The purpose of the JODSF is to integrate duty performance with the development of junior officers.  Importantly, this is all accomplished within the framework of the Army's leadership doctrine.  The immediate supervisor, working closely with the junior officer, must formulate a set of developmental tasks.  Each task must be tied to a specific leader action and to one or more performance objectives on the officer's OER Support Form.  The form is good for subordinate involvement in the development of the plan of action because it clarifies the specific path towards improvement.  Utilizing the JODSF strengthens the chain of command because it promotes mutual trust and cohesion.  The intent is to provide the junior officer with a coherent path to success, one that strives to both accomplish the mission and develop the junior officer.  


The rater follows up on the developmental tasks with quarterly developmental counselings and records a summary of each on the reverse side of the form.


The senior rater approves the developmental tasks and enforces the program.  He or she rates compliance, or noncompliance, on the rater's OER.

SHOW VGT 22:  JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM (JODSF)


This is the front side of the Junior Officer Developmental Support Form (JODSF).  


Part I simply provides the basic instructions for use of the JODSF (point to the top of the form).  On the left side (point), the instructions cover the process for the initial counseling session that occurs within the first 30 days.  On the right side (point), the instructions cover requirements for the quarterly follow-up counseling session.


Part II depicts the doctrinal values, attributes, skills and actions that we discussed earlier and are covered in Chapter 2, FM 22-100.  The rater and rated officer should discuss these, particularly as they relate to the rated officer's duties and the rater's performance expectations.

SHOW VGT 23:  JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM -- PART III



Part IV is where the rated officer and rater date and initial after the first counseling session (point to the form).  The rater then gives the form to the senior rater for approval and revisions, if any.  The senior rater's initials validate the developmental plan (point to on the form).  The senior rater does not review this form again after this initial approval.  He/she will be able to monitor follow-up counseling via the Support Form. 



Part V (point) is where the rater records key points from the follow-up counseling.  The intent is that the comments be geared to development, not evaluation.  Therefore, only the rater and rated officer initial this part of the form, and it is not forwarded to the senior rater.


The rater and rated officer will also date and initial the Support Form after each quarterly follow-up session.  The rater then forwards a copy of the updated Support Form to the senior rater so he/she can monitor rater compliance with the follow-up quarterly counseling requirements.  Remember, the senior rater eventually will indicate compliance or noncompliance with the JODSF requirements on the rater's OER.

SHOW VGT 24:  JUNIOR OFFICER DEVELOPMENTAL COUNSELING FORM -- PARTS IV AND V


Part III is the essence of the form, the Developmental Action Plan.  Here the developmental tasks are recorded.  These tasks will target the performance objectives on the Support Form, and focus the rated officer's professional development using the nine leader actions.  The leader actions are fully discussed in Chapter 2, FM 22-100.


The actions are listed in Part III (point) broken down in their 3 doctrinal categories of Influencing, Operating, and Improving.  Five are on the bottom of the front side:  Communicating, Decision Making, Motivating, Planning, and Executing.  The other four (assessing, developing, building, and learning) are continued on the reverse side.


The requirement is that there must be at least one developmental task established and recorded for each of the nine doctrinal leadership actions.


Each task must target one or more of the major performance objectives on the OER Support Form.  The number of objective(s) from the OER Support Form should be annotated in parentheses to the left of the corresponding developmental task (point to the example).



Developmental tasks should be specific, measurable, and realistically achievable.  It is strongly recommended that each task be tied to a specific event and/or date.

SHOW VGT 25:  MAJOR PERFORMANCE OBJECTIVE CHECKLIST

Assess the quality of the major performance objective off these guidelines.  A good, quality performance objective will be able to be categorized under these guidelines.  

Instructor Note:
The purpose of this next session is to tie the developmental counseling process in FM 22-100 with the counseling requirements in the current NCOER system.  

SHOW VGT 26:  NCOER COUNSELING CHECKLIST/RECORD

Instructor Note:  Pass out one copy of the NCOER Counseling Checklist/Record (DA Form 2166-7-1) and the NCO Evaluation Report (DA Form 2166-7) to each student.  NOTE:  These forms are located in AR 623-205.

The NCOER Counseling Checklist/Record is a mandatory form that raters must utilize when conducting NCOER performance counseling.  Raters use the form to document key points made in the counseling session.  These notes will become the start point for the follow-on quarterly counseling sessions.  

Raters must also use a working copy of a NCOER when conducting the counseling session.  The working copy NCOER is utilized to document the duty description of the rated NCO, focus the discussion on the values and responsibilities listed in Part IV, and document what is considered for success (a meets standard rating) for each value/responsibility.  The discussion should be specific enough so that the rated NCO knows what is expected.  When possible, the rater and rated NCO should discuss specific examples of excellence that could apply and record these on the working NCOER document.  The specific examples of excellence give the rated NCO concrete goals to strive for.  

5.
Learning Step/Activity 5:  Conduct a Counseling Session.


Method of Instruction:  PE

Instructor to student ratio is:  1:16
Time of Instruction:  00:20
Media:  VGT #27/ FI (Developmental Counseling Video, segments 6 and 7), copies of the completed Developmental Counseling Form for the video clip being presented (App C), copies of the Assessment Summary Examination Form (App B).

Instructor Notes:
SHOW the videoclip illustrating a Developmental Counseling Session between a warrant officer and NCO to the WOAC class (Developmental Counseling video, segment #6) or the counseling session between two officers (Developmental Counseling video, segment #7). 

Emphasize the professional growth aspect of the counseling session.  Show how the counseling reinforces the values, attributes, skills, and actions in Leadership Doctrine.  Comments are provided for the instructor in Appendix E, Instructor Notes.  ISSUE students a copy of the completed Developmental Counseling Form for the video clip being presented (Appendix C).  Emphasize the positive orientation of this type of counseling.  This video demonstrates that a counseling session doesn’t have to take place in the office and can be conducted almost anywhere/anytime.

Instructor Note:  This completes the in-class discussion needed to guide students to achieve the individual-level component of the examination.  Issue the Assessment Summary examination sheet to the students.  Provide the following instructions to the students:  


6.
Learning Step/Activity 6: Assessment Summary Examination.

Method of Instruction:  TE


Instructor to student ratio is:  1:16
Time of Instruction:  00:30
Media: Developmental Counseling Video, segments 1-4, copies of the Assessment Summary Examination Form (App B).


"I am now passing out the Assessment Summary examination worksheet.  The subordinate performance I'm going to ask you to observe will be presented here, during four short videoclips.  You'll be shown the first clip twice, and the other two clips only once each, just like in the field.  The subject of your observation will be SGT McWilliams.


You are required to complete two actions.  First, assess (categorize and rate) SGT McWilliams' behavior according to the 23 core leadership dimensions.  The second thing you are required to do is develop a developmental plan of action (identifying subordinates' strengths, weaknesses, potential causes and potential actions). Inform the students they have 30 minutes to complete the Assessment Summary Examination Form.  

Instructor Notes:  Answer any questions and then show segments 1-4 from the Developmental Counseling video.  At the end of thirty minutes, your assistant should collect and grade the exams while you continue the class. See Appendix B for the solution.

Instructor Note:
Referring to VGT 27, facilitate the session summary. 

SHOW VGT 27:  SESSION I, SUMMARY

QUESTION #1:  Now, let’s look at these questions.  Why is subordinate development such an important leader responsibility and who benefits?

Possible response:  It’s important because today’s junior soldiers are tomorrow’s NCO and future commanders – and our Army needs them to be fully prepared for the missions and challenges they’ll most certainly face.  We all benefit!  The soldier and officer develops in the desired way that makes him more capable, able to contribute to the company, and more personally satisfied with him/herself.  The company leadership is improved, and collectively the members become more cohesive and well performing.  And the Army, as a whole, benefits by having leaders better prepared to face today and tomorrow’s challenges.
QUESTION #2:  What do the 23 core leadership dimensions have to do with leadership development?

Possible response:  The 23 leadership dimensions provide the foundation for leadership assessment, evaluation, and development.  These values, attributes, skills, and actions are the characteristics essential to leadership excellence.  We all can improve – defining the characteristics of leadership excellence enables a clear path to personal and professional development.

The 23 core leadership dimensions are integrated into the Army performance evaluations systems.  

QUESTION #3:  How do we go about developing our subordinates to achieve their full leadership potential?  

Possible response:  By applying the observe, assess, coach and counsel model.  By doing so, leaders can tailor development to an individual’s specific developmental needs. 

End of session:  
SESSION II


Instructor Note:  Prior to the beginning of class 


- Suggested Agenda, Session II:


Applying the Leader Development Process (ELO C)


Other Leader Development Program Components: (ELO D)


     -  Developing a Company Leadership Program


     -  Developing Company Leadership Policies

C.
ENABLING LEARNING OBJECTIVE C
	Action:
	Identify the components of, and the company level leaders' roles in the leadership development process. 

	Conditions:
	In a classroom environment, given instruction about emerging leadership doctrine and Army leadership policy, small group discussions and practical exercises with small group requirements, and a specified time limit.

	Standard:
	Correctly identified:  

-  the four components of the Army leader development process

-  company level roles associated with the leadership development process


QUESTION:  Now that you’ve actually practiced doing this, on your own, and without going into the specifics of the McWilliams case study what general questions do you have?

Possible response:  (Accept, and respond to student feedback).


Learning Step/Activity:  Explain the four components of the Army leadership 


development process.

Method of Instruction:  PE
Instructor student ratio:  1:16
Time of Instruction:  00:30
Media:  VGTs #28-29  
The Army Leader Development Process:  Creating an environment where developing leaders is the priority mission in the command or organization enhances the value and effectiveness of leader development during operational assignments.  Commanders, leaders, and supervisors enhance the development of subordinates by assigning them to progressively more complex and demanding duty positions.  Commanders should establish formal leader development programs that focus on developing individual leaders and teams, and ensure subordinate leaders understand their strengths, weaknesses, and developmental needs.



The commander decides leader assignments, formulates, supervises, and executes collective and individual training, to include professional development programs.  The leadership development process continues throughout a leader's tour as he/she is selected to serve in positions of increasing responsibility and authority.  It is a continuous, progressive, and sequential process.  


Throughout the career-long development of a leader, the education, training, experience, assessment, feedback, and reinforcement process occur in a logical and progressive sequence.  The mission, the needs of the unit, and the demonstrated potential of the leader are kept sharply in focus and must be balanced at all times.  Not all leaders will develop at the same rate or to the same level.  Leaders must be placed in positions of leadership for which they are prepared.  

SHOW VGT 28: LEADER DEVELOPMENT RESPONSIBILITIES IN OPERATIONAL ASSIGNMENTS

DA PAM 350-58, Leader Development for America's Army, outlines these responsibilities for commanders and supervisors in operational assignments.  

QUESTION:  How does the OER Support Form and the Developmental Action Planning done using the JODSF relate to the process of leader development?

Possible response:  The OER Support Form helps identify mission-relevant goals and objectives.  The Developmental Action Planning on the JODSF specifically focuses on the individual soldier’s leadership development process.  
SHOW VGT 29: LEADER DEVELOPMENT PROCESS

Throughout the development of a leader, the EDUCATION AND TRAINING, EXPERIENCE, ASSESSMENT, FEEDBACK AND REINFORCEMENT/REMEDIATION process occurs in a logical and progressive sequence.  The mission, the needs of the unit, and the demonstrated potential of the leader are kept sharply in focus and must always be balanced.  


a.  ASSESSMENT:  Assessment is a method used to figure out, from performance, the proficiency and potential of leaders.  Ideally, assessment is characterized by an objective judgement against known standards.  These standards can be found in Army Training and Evaluation Programs (ARTEP) manuals, Military Qualification Standards (MQS) manuals, Soldier Manuals, and unit standing operating procedures.  An assessment should be non-threatening, unbiased, and uninflated.  It is not an evaluation.  


b.  FEEDBACK:  Useful feedback is clear, formative guidance related to the process, standard, or outcome of an event.  Assessment feedback can include one-on-one verbal discussions, letters, notes, counseling forms, command inspection and leadership AARs.  


c.  REINFORCEMENT OR REMEDIATION:  Reinforcement nurtures continued success.  Through the AAR process, the leader assists the subordinate to self-discover where they did a good job and what factors contributed to the success and weakness of completion of the task.  


d.  TRAINING AND EDUCATION:  The commander's or supervisor's direct involvement in the development of leaders during operational assignments, as articulated in FM 25-100, Training the Force, is critical.  

Instructor Note: Assign each small group one of the leadership development processes and instruct each group to take about 20 minutes (10 minutes for group work and 10 minutes for briefs-back to the class) to consider the important elements (or principles; not examples) about each that merit consideration at the company-level.  NOTE:  Groups can back-brief the class verbally, on butcher paper, or on the board.


-  Here are some possibilities:


(1)  Assessment:


-  Ensure all leaders receive doctrinally-based assessments of their performance IAW published policies.


-  Decide which leadership dimensions to assess, identify assessment opportunities, conduct assessment, and provide individual with feedback.


-  Consolidate and analyze information from multiple sources where possible.


-  Identify strengths and weaknesses, causes for weaknesses, and courses of action the leader may use to improve his/her performance.

(2)  Feedback:


-  Ensure leaders receive feedback for each assessed performance.


-  Use the AAR format for feedback after each performance and the developmental counseling format to consolidate assessment data and provide feedback to the subordinate.


-  Evaluate subordinate's overall performance and potential for promotion or higher level assignments.


-  When an individual is determined to be qualified, he/she enters the development cycle for that level.


-  Those found unqualified remain in the current development cycle and receive appropriate feedback and remediaton/reinforcement.   

 (3)  Remediation/Reinforcement:


-  Ensure leaders plan and execute action to improve their performance.


-  Ensure developmental action plans focus on maximizing strengths and minimizing weaknesses.


-  Conduct follow up performance assessments to check progress.  


-  Select or recommend for selection individuals who meet qualification standards for promotion or assignment to more complex duties and higher level positions.

(4)  Education and Training:


-  Ensure individuals receive institutional training that prepares them for duty position requirements.  This normally takes place before an individual is assigned to a new position.


-  Ensure individuals are adequately trained and educated before assigning them new duties, responsibilities, and missions for which they are held accountable.


-  This also includes civilian education that supports specific development goals.


-  Ensure leaders receive training during operational assignments that builds on previously acquired skills, knowledge, and behaviors.


-  Training may include institutional/unit training for special assignments and additional duties in the unit or instillation.


-  It includes METL-based leader training, specialized training for specific assignments and duty position requirements or specific training to meet the development needs of individuals.


-  Staff rides, tactical exercises without troops (TEWTs) and professional development classes reinforce skills, knowledge, and behaviors acquired during institutional training and education.


-  Instruction on the history and traditions of the unit or organization instills esprit and fosters teamwork.


-  Assign leaders duties, responsibilities, and missions that provide multiple opportunities to practice previously acquired skills, knowledge, and actions and experience the wide range of conditions and situations leaders face during combat operations.

As company level leaders we contribute extensively to the development of tomorrow's leaders, both among the Officers and NCO's.  Our subordinates are depending on us to exercise our authority in creating a developmental climate at the company level that fully addresses the components of the leadership development process and the operational, institutional, and self-development pillar.


D.
ENABLING LEARNING OBJECTIVE D

	Action:
	Identify functions, activities, and policies for a company leadership development program. 

	Conditions:
	In a classroom environment, given instruction about emerging leadership doctrine, small group discussion and practical exercises, and a specified time limit.

	Standards:
	Planned an effective leadership development program that included:  

-  Goals, Intent, or Objectives 

-  Leader Roles and Responsibilities

-  Methods or Policies

-  Other Planned Activities that Support the Program

-  Means to Measure and Sustain the Programs Effectiveness 


The instructor will require the following: VGT #30-31 and copies of the sample format for "Company Leadership Development Program" located in Appendix C.


Learning Step/Activity:  Identify ways to incorporate leader development into daily unit

operations. 
Method of Instruction:  CO
Instructor to student ratio:  1:16
Time of Instruction:  00:15
Media:  VGT #30-31 

So far, we've talked a lot about what you, the company-level leader, can do to set the conditions for leader development to flourish in the unit.  You are the driving force, and the program you put in place will enable BOTH INDIVIDUAL AND UNIT-level leadership development to gain its full potential in the company.  But you're not the only one who makes this successful in the company!

QUESTION:  How do you convey your leadership development priorities and emphasis?

Possible response:  Command philosophy, establishing policies or a leadership development program, checking up on it within your command, and by personal example.  

QUESTION:  As we've said before, setting the example or "walking the talk" goes a long way in demonstrating your convictions, but why isn't that enough?

Possible response:  There are more different ways leader development must take shape than a Commander can illustrate by example, and too many players that have important roles that neither the commander or first sergeant come in enough contact with to exercise their personal example.


SHOW VGT 30:  SAMPLE FORMAT: COMPANY LEADERSHIP DEVELOPMENT PROGRAM

Instructor Notes:  Hand out a copy of the sample format for "Company Leadership Development Program (located in Appendix C).

The company Leadership Development Program is a PLAN that provides the Commander's intent, goals, and unit-level policies for Leadership Development throughout the command.  The program addresses how both the individual and unit leadership development processes will be accomplished in the company.  Specific methods are prescribed that enable the development of all leaders, at all levels, generally by first-line leaders.  In the cases where policies are warranted to provide consistency throughout the company, unit-level policies are documented.  This program enables development of individuals for the sake of themselves, the unit, and the Army's future.  It enhances unit readiness by ensuring that development occurs in the context of the unit mission.  METL-related leader skills are attended to, and cross-program occurs consistent of the unit, its mission, and its METL.  This program contributes to making our companies truly learning organizations.  

This slide outlines a sample format - you'll develop and tailor this to your own unit needs, of course.  Notwithstanding the latitude you have in the format, there are some essential components of the program that must be addressed for the program to have merit.


a.  Roles and Responsibilities:

-  Officers:  Assist the Commander in planning and executing leader development actions and creating an environment that fosters development for all.


-  Warrant Officers:  Parallels the role of the officer, but beyond that offers added experience and technical insight to more creatively tailor developmental programs - both individual and organizational.


-  Noncommissioned Officers:  NCO's provide experience-based performance assessments for leader development and actions that individual leaders can use to improve performance and achieve maximum growth.


-  Senior leaders:  The senior leader is responsible for establishing a positive climate for leader development.  He articulates and directly influences how leader development will work within the parameters of his command/leadership philosophy.


-  Raters:  Raters need to be an active part of the leader development process as well.  The process requires a regular assessment to accurately provide guidance and identify a subordinate's self development needs.  The focus should not be limited to the subordinate's current assignment.

SHOW VGT 31:  SPECIFIC POLICIES FOR DEVELOPMENT


b.  Personnel Assignment and Utilization:  How LTs, senior NCOs and CPL/SGTs will be managed in the company - in their primary roles as NCOs and incoming 2LTs, or additional duties.  Will you move new SGTs to new chains of command?  Will you try to put new 2LTs with strong SFCs for a while, or else simply send them where they are needed most?  How long is long enough to be in the same position?


c.  Training and Developing Leaders:  How will leaders, SGT to 1LT, be certified as being proficient in their current duty position?  What tasks must they successfully accomplish to be considered trained?  What means will be employed to extract leader tasks from the METL and provide small group training on them as applied to the various levels?  What schooling opportunities contribute to unit readiness and individual development?


d.  Schooling and Special Skills Training:


e.  Leadership Assessment, Performance Counseling, and Developmental Action Planning:  How do we integrate AARs to the individual level to promote leadership development?  When will performance counseling be required and how will it be checked on?  How will you train all your subordinate leaders to apply the observe/assess/coach/counsel process?  How will you check on whether all of your soldiers have identified their weaknesses and are working on the Developmental Action Plans that resolve those weaknesses?


f.  Special Actions:  Address other activities that will promote leadership development in the organization.  Perhaps reading, NCOPD/OPDs and TEWT programs that are focused on METL-related issues or events; other programs aimed at skills certification for NCOs and officers; schooling when possible before re-assignment to a new position; and other developmental activities like financial/ career/retirement planning sessions, or leadership classes.

QUESTION:  What mechanisms will enable the program to be measured and sustained?

Possible response:  


1.  Make leadership development a topic at the weekly company training meeting.


2.  Attach a paragraph in the quarterly training guidance identifying specific events and items that you'll be checking on that quarter.


3.  Ask soldiers what their current developmental actions are that they are working on.


4.  Convene quarterly leadership development conferences to discuss the health of general aspects of the program, as well as particular individual development concerns.
Instructor Note:  This concludes the formal portion of the class.  It is now time to give the students the instructions for the final exam.  

The final exam, which is going to be graded and count for 70% of your overall grade for this class, is to put together a memorandum addressing the organizational level leadership development process for a company.  

Instructor Notes:  Students should be advised to use the sample format handed out during this session as a possible outline.  Students should be advised that the minimum acceptable length for the memorandum is 2 pages.  Inform the students they will have 1 hour and :30 minutes to complete the exam.  Have our assistant collect the exams at the end of the 1:30 and grade them while you continue with the class. 

SESSION III


SECTION IV 
SUMMARY

Method of Instruction:  CO
Instructor to student ratio:  1:16
Time of Instruction:  00:20
Media:  None
Instructor Notes:  The summary can be presented at the conclusion of ELO D or when the students turn

in their final examinations.  It is recommended that the summary be conducted when the students turn in their final examination so that the instructor can properly outprocess questions about the examination and students can share their feedback about the Leadership Development Program memorandums they developed.  Allow at least twenty minutes to summarize the entire block of instruction.

Provide the students with the sample Company Leadership Development Program solution (located in Appendix B).  Have the students compare the completed Leadership Development Program memorandum with the one they developed.  Discuss any differences and answer questions.

During this leadership development instruction over the course of the past two sessions, we have discussed:


-  The developmental leadership process at the individual and organizational levels.


-  The commander's roles and responsibilities for establishing a climate of leadership development in the company.


-  The means for developing a company leadership development process.

Instructor Notes:  Check on learning by asking the following questions:

We discussed how to develop subordinates: How to Observe, Assess, Coach and Counsel.  Do you think you’ll be able to do this once you return to a unit?  Let’s review the highlights of what we learned about Developing Subordinates in a Company.

QUESTION: What’s leadership doctrine got to do with counseling and developing subordinates?

QUESTION: How do you go about classifying and rating observations?

QUESTION:  Why do we do an Assessment Summary BEFORE counseling?

Your soldiers deserve the best you can give them, and attending to their development will no doubt result in a better platoon team, and better leaders for our Army of tomorrow.

Instructor Note:
Re-state the Terminal Learning Objective to the class, and ask if there are any questions. 

SECTION V.
STUDENT EVALUATION

Testing requirement:  There are two student requirements:


a.  To address the individual leadership development process, the student must develop a written assessment summary that demonstrates his/her ability to observe, assess, and generate potential causes for developmental weaknesses and the needed developmental actions to address them.  Students must also classify and rate the observed behavior based on the 23 core leadership dimensions.


b.  To address the organizational level leadership development process, the student will develop a series of policy concepts that will address:


(1)  Guidance for implementing the individual leadership development process.


(2)  Methods implementing various components of the organizational leadership development process. 


(3)  Guidelines for sustaining and measuring the effectiveness of the policies.

Scoring:

The suggested evaluation weighting is 30% of the total grade allocated for the assessment summary (Item A above) and 70% of the total grade for the policy outline (Item B above).  The extent to which in-class participation is considered as part of the lesson evaluation, if at all, is optional.  Students must receive a total score of 70 out of 100 points to receive credit for this task.



Points
Final Grade


90-100
A


80-89
B


70-79
C


0 -69
U

Each of the above requirements will be weighted similarly, and may be combined to create an overall grade for Leadership Development, or else combined with other assessment results (optional).

Feedback 
To Student: Schedule and provide feedback on the evaluation and any information Requirement:
to help answer students’ questions about the evaluated products


.

Appendix A

Viewgraph Masters

See MS Office File VGT1373.ppt
Appendix B

Final Examination and Solution

See MS Office Files TST1373.doc and TAN1373.doc
Appendix C

Practical Exercises and Solutions

See MS Office Files PE1373.doc and PAN1373.doc
Part 1 contains the practical exercises and solutions

Part 2 contains the student handouts

APPENDIX D 

Student Workbook

See MS Office File HO1373.doc

Appendix E

Instructor Materials

See MS Office File App E 1373.doc
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Skill development is self-development;

prerequisite to action













PART II CHARACTER.

 

 Disposition of the leader: combination of values, attributes, and skills

 affecting leader actions. (See FM 22-100, PART TWO)















1. 

 HONOR:

  Identifies with public code of Army values (honor)

2. 

 INTEGRITY: 

 Possesses sound moral values; honest in word and deed

3. 

 COURAGE:

  Manifests physical and moral bravery  

4.  

LOYALTY

:  Bears true faith and allegiance to the U.S. Constitution, the ARMY, the unit, and the soldier

5. 

 RESPECT:

  Promotes dignity, consideration, fairness, & EO  

6. 

 SELFLESS-SERVICE: 

 Places Army priorities before self

7. 

 DUTY: 

 Fulfills professional, legal, and moral obligations



MENTAL

Possesses desire, will, initiative, and

discipline

PHYSICAL

Maintains appropriate level of physical

fitness and military bearing

EMOTIONAL

Displays self-control; calm under pressure

CONCEPTUAL



Demonstrates sound judgment, critical /

creative thinking, moral reasoning

INTERPERSONAL

Shows skill with people: coaching, teaching,

counseling, motivating and empowering

Possesses the necessary expertise to

accomplish all tasks and functions

TACTICAL

  Demonstrates proficiency in required professional knowledge, judgment, and warfighting

TECHNICAL

ATTRIBUTES

Fundamental qualities and

characteristics

SKILLS (Competence)



















INITIAL COUNSELING

FOLLOW-UP COUNSELINGS

PART I.  INSTRUCTIONS



DISCUSS

PART II.  CHARACTER- LEADER VALUES, ATTRIBUTES, SKILLS

JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM- FRONT SIDE: PARTS  I & 2





  LEADER CHARACTER

Rater expectations 

Rated officer input

Relate to duties 











INFLUENCING:


  


Communicating, Decision Making, Motivating


OPERATING:


 Planning, Executing, Assessing


PART III  -  DEVELOPMENTAL ACTION PLAN.


 Development tasks that target major performance objectives on the DA Form 67-9-1.


 (See FM 22-100, PART THREE)


Skill development is part of self-


development; prerequisite to action


JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM


For use of this form, see AR 623-105; the proponent agency is ODCSPER


PART I  -  INSTRUCTIONS.


 Use of this form is mandatory for Lieutenants and WO1s; optional for all other ranks.


Initial face-to-face (Part II and III)


- Discuss duty description/major performance objectives from DA Form 67-9-1.


- Discuss Army leader values, attributes and skills as related to future duty            


   performance and professional development (Part II: Leader Character)


- Complete Developmental Action Plan (Part III)- Record at least one                     


   developmental task for each leadership action that targets major performance   


     objectives listed on DA Form 67-9-1.


- Upon completion of the initial face-to-face counseling, date and initial Part IV


   (verification). Obtain senior rater's initials. Rated officer and rater retain file        


     copy for use during later follow-up counselings.                  


Quarterly Follow-up Counselings (Part V - Reverse)


- Discuss major performance objectives and progress made. Adjust as needed.


- Discuss progress made on developmental tasks;  update/modify tasks as


   needed to continue developmental process.


- Rater summarize key points in appropriate block of Part V.


- Rater and rated officer initial, date, and keep a file copy for use during later


   counselings. 


COMMUNICATING. 


Articulates written and oral ideas/concepts clearly and concisely. Message received equals message sent. Displays effective listening skills.


MOTIVATING. 


 Inspires, motivates, and guides others towards mission accomplishment. Sets the  example by being in excellent physical / mental condition and


consistently displaying proper military bearing.


DECISION MAKING.


 Reaches sound, logical decisions based on analysis/synthesis of information, and uses sound judgement to allocate resources and select    


appropriate course(s) of action.


DA Form 67-9-1a


NAME OF RATED OFFICER (Last, First, MI)                                                           SSN                                   GRADE         ORGANIZATION


FRONT SIDE DA FORM 67-9-1a


    NOTE: Reference for Army Leadership Doctrine is FM  22-100.


PART II CHARACTER.


 


 Disposition of the leader: combination of values, attributes, and skills


 affecting leader actions. (See FM 22-100, PART TWO)


1. 


 HONOR:


  Adherence to the Army's publicly declared code of values


2. 


 INTEGRITY: 


 Possesses high personal moral standards; honest in word and deed


3. 


 COURAGE:


  Manifests physical and moral bravery  


4.  


LOYALTY


:  Bears true faith and allegiance to the U.S. Constitution, the ARMY, the unit, and the soldier


5. 


 RESPECT:


  Promotes dignity, consideration, fairness, & EO  


6. 


 SELFLESS-SERVICE: 


 Places Army priorities before self


7. 


 DUTY: 


 Fulfills professional, legal, and moral obligations


MENTAL


Possesses desire, will, initiative, and


discipline


PHYSICAL


Maintains appropriate level of physical


fitness and military bearing


EMOTIONAL


Displays self-control; calm under pressure


CONCEPTUAL


Demonstrates sound judgment, critical /


creative thinking, moral reasoning


INTERPERSONAL


Shows skill with people: coaching, teaching,


counseling, motivating and empowering


Possesses the necessary expertise to


accomplish all tasks and functions


TACTICAL


  Demonstrates proficiency in required professional knowledge, judgment, and warfighting


TECHNICAL


ATTRIBUTES


Fundamental qualities and


characteristics


SKILLS (Competence)


PLANNING


. Uses critical and creative thinking to develop executable plans that are suitable, acceptable, and feasible.


EXECUTING.


  


Shows tactical and technical proficiency;


 meets mission standards; takes care of people/resources. Maximizes the use of available systems and


technology. Performs well under physical and mental stress.


ARMY VALUES


UNKNOWN-0.unknown
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LEADER DEVELOPMENT PROCESS

ASSESSMENT

FEEDBACK

REMEDIATION &

REINFORCEMENT

EDUCATION &

TRAINING

COUNSELING

AND

EVALUATION

		  SPONSORSHIP

		  RECEPTION

		  INITIAL



      ASSESSMENT

		  STANDARDS










_981355020.ppt
VGT - *



SPECIFIC POLICIES FOR DEVELOPMENT

		Personnel Assignment and Utilization



		Training and Developing Leaders



		Schooling and Special Skills Training



		Leadership Assessment, Performance Counseling, Developmental Action Planning



		Special Actions
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CULTURAL AWARENESS 

		Mental attribute of a leader





		Leaders should focus on the similarities and differences between individuals





		Leaders need to make use of the different talents individuals with different backgrounds bring to the team  
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DEVELOPING LEADERS



Leaders have three principal ways of developing others.  Leaders can provide others with knowledge and feedback through counseling, coaching, and mentoring.



Counseling – occurs when a leader, who serves as a subordinate’s designated rater reviews with the subordinate his demonstrated performance and potential, often in relation to programmed performance evaluation. 



Coaching – a person, who may or may not be in the Soldier’s or civilian’s chain of command focuses on improving current performance through skilled-based training, motivation and feedback.



Mentoring – is a relationship between a leader with greater experience than the one receiving the mentoring that provides guidance and advice; it is a future-oriented developmental activity, focused on growing in the profession and is characterized by mutual trust and respect. 

Reference:  Army Mentorship Handbook








_982497197.ppt
VGT - *



TERMINAL LEARNING OBJECTIVE 

		TASK:  Outline leadership development policies for a company-sized unit.  





		CONDITION:  In a classroom environment,  given instruction about leadership doctrine, small group discussions, and practical exercises. 





		STANDARD: The student  completed a leadership task per the guidance outlined in FM 22-100.
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SAMPLE FORMAT

COMPANY LEADERSHIP DEVELOPMENT PROGRAM

		GOALS, INTENT, OR OBJECTIVES that provide direction



		LEADER ROLES AND RESPONSIBILITIES that clarify expectations of subordinates, and enable them to apply their initiative to the development of subordinates



		OTHER PLANNED ACTIVITIES THAT SUPPORT THE PROGRAM  



		MEANS TO MEASURE & SUSTAIN its effectiveness   
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PART IV  -  VERIFICATION:  

           Rater initials                            Rated officer initials































JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM- PARTS  IV AND V









PART V  -  DEVELOPMENTAL ASSESSMENT RECORD. 

Summary of key points made during follow-up counselings. Highlight progress and



 strengths observed as well as developmental needs across values, attributes, skills, and actions.



1st Assessment                Key Points



Rated officer initials                                 Rater initials                                      Date       











PART IV.  VERIFICATION



PART V.  DEVELOPMENTAL ASSESSMENT  RECORD

NOT A RATING!!

participative

constructive

positive

candid









              Summary of key points

-- discussion of values, attributes, skills

-- progress on developmental tasks and focus

-- noted strengths

-- further needs for focus/improvement 

-- rater/rated officer initials and date of counseling



senior rater initials

Date





DEVELOPING


. Teaches, trains, coaches and counsels subordinates increasing their knowledge, skills and confidence.


BUILDING 


.  Develops effective, disciplined, cohesive, team built on bonds of mutual trust, respect, and confidence. Fosters ethical climate.


ASSESSING


. Uses after-action and evaluation tools to facilitate consistent improvement.


LEARNING


. Actively seeks self-improvement (individual study, professional reading, etc.), and fosters a learning environment in the unit (IPRs, AARs, NCOPD, etc.)


PART V  -  DEVELOPMENTAL ASSESSMENT RECORD. 


Summary of key points made during follow-up counselings. Highlight progress and


 strengths observed as well as further development needed.


PART IV  -  VERIFICATION:  


              Rater initials                      Rated officer initials                          Date                     Senior rater initials


1st Assessment                Key Points


2nd Assessment                Key Points 


3rd Assessment                Key Points


Rated officer initials                                 Rater initials                                      Date       


Rated officer initials                                 Rater initials                                        Date   


Rated officer initials                                 Rater initials                                         Date


REVERSE SIDE DA FORM 67-9-1a


IMPROVING: 


 Developing, Building, Learning


UNKNOWN-0.unknown
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NCOER COUNSELING CHECKLIST/RECORD 

		Goal of counseling:  

		Set NCOs up for success

		Look forward; don’t dwell on the past



		Performance counseling:

		 Initial within first 30 days

		Atleast quarterly thereafter



		Mandatory for CPL and SFC and is optional for counseling other senior NCOs



		A working copy of the NCOER must be utilized also 
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LEADER DEVELOPMENT RESPONSIBILITIES IN OPERATIONAL ASSIGNMENTS

		Provide subordinate leaders opportunity, guidance, example, inspiration

		Provide initial assessment

		Develop an assignment plan

		Set clear organization and individual standards

		Assess, provide feedback, and assist individuals in planning developmental action plans

		Provide counseling, evaluation, progressive and sequential assignments

		Provide METL based leader training
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SESSION 1, SUMMARY 

		  Why is subordinate development such an important leader responsibility and who benefits?





		  What do the 23 core leadership dimensions have to do with leadership development?





		  How do we go about developing our subordinates to achieve their full leadership potential?  










_981353744.ppt
VGT - *



MAJOR PERFORMANCE OBJECTIVE CHECKLIST 

IS THE PERFORMANCE OBJECTIVE:



		Supportive of unit goals?

		Relevant to an important aspect of the duty position?

		Measurable with qualitative or quantitative criteria?

		Results oriented and achievable?

		Specific and clearly worded?

		Set in a reasonable time?

		Supported by authority and resourses?

		Backed by an action plan?
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From Support Form:

(1)  Ensure the Plt is combat ready for NTC...











JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM- PART III



PART III.  DEVELOPMENTAL ACTION  PLAN













PART III  -  DEVELOPMENTAL ACTION PLAN.

 Development tasks that target major performance objectives on the DA Form 67-9-1.

 (See FM 22-100, PART THREE)



COMMUNICATING. 

Articulates written and oral ideas/concepts clearly and concisely. Message received equals message sent. Displays effective listening skills.



MOTIVATING. 

 Inspires, motivates, and guides others towards mission accomplishment. Sets the  example by being in excellent physical / mental condition and

consistently displaying proper military bearing.





DECISION MAKING.

 Reaches sound, logical decisions based on analysis/synthesis of information, and uses sound judgment to choose appropriate alternative(s).







INFLUENCING:

  

Communicating, Decision Making, Motivating

(1) Provide an oral OPORD brief to CO/XO during FTX in April.

(7)  Facilitate a discussion on the ethical decision making during June OPD. 

(3,6) Lead Platoon PT every Monday in April- set the example!





  Target performance objectives on Support Form

  At least one developmental task per leader action

  Tasks should be specific, measurable, and achievable





INFLUENCING:


  


Communicating, Decision Making, Motivating


OPERATING:


 Planning, Executing, Assessing


PART III  -  DEVELOPMENTAL ACTION PLAN.


 Development tasks that target major performance objectives on the DA Form 67-9-1.


 (See FM 22-100, PART THREE)


Skill development is part of self-


development; prerequisite to action


JUNIOR OFFICER DEVELOPMENTAL SUPPORT FORM


For use of this form, see AR 623-105; the proponent agency is ODCSPER


PART I  -  INSTRUCTIONS.


 Use of this form is mandatory for Lieutenants and WO1s; optional for all other ranks.


Initial face-to-face (Part II and III)


- Discuss duty description/major performance objectives from DA Form 67-9-1.


- Discuss Army leader values, attributes and skills as related to future duty            


   performance and professional development (Part II: Leader Character)


- Complete Developmental Action Plan (Part III)- Record at least one                     


   developmental task for each leadership action that targets major performance   


     objectives listed on DA Form 67-9-1.


- Upon completion of the initial face-to-face counseling, date and initial Part IV


   (verification). Obtain senior rater's initials. Rated officer and rater retain file        


     copy for use during later follow-up counselings.                  


Quarterly Follow-up Counselings (Part V - Reverse)


- Discuss major performance objectives and progress made. Adjust as needed.


- Discuss progress made on developmental tasks;  update/modify tasks as


   needed to continue developmental process.


- Rater summarize key points in appropriate block of Part V.


- Rater and rated officer initial, date, and keep a file copy for use during later


   counselings. 


COMMUNICATING. 


Articulates written and oral ideas/concepts clearly and concisely. Message received equals message sent. Displays effective listening skills.


MOTIVATING. 


 Inspires, motivates, and guides others towards mission accomplishment. Sets the  example by being in excellent physical / mental condition and


consistently displaying proper military bearing.


DECISION MAKING.


 Reaches sound, logical decisions based on analysis/synthesis of information, and uses sound judgement to allocate resources and select    


appropriate course(s) of action.


DA Form 67-9-1a


NAME OF RATED OFFICER (Last, First, MI)                                                           SSN                                   GRADE         ORGANIZATION


FRONT SIDE DA FORM 67-9-1a


    NOTE: Reference for Army Leadership Doctrine is FM  22-100.


PART II CHARACTER.


 


 Disposition of the leader: combination of values, attributes, and skills


 affecting leader actions. (See FM 22-100, PART TWO)


1. 


 HONOR:


  Adherence to the Army's publicly declared code of values


2. 


 INTEGRITY: 


 Possesses high personal moral standards; honest in word and deed


3. 


 COURAGE:


  Manifests physical and moral bravery  


4.  


LOYALTY


:  Bears true faith and allegiance to the U.S. Constitution, the ARMY, the unit, and the soldier


5. 


 RESPECT:


  Promotes dignity, consideration, fairness, & EO  


6. 


 SELFLESS-SERVICE: 


 Places Army priorities before self


7. 


 DUTY: 


 Fulfills professional, legal, and moral obligations


MENTAL


Possesses desire, will, initiative, and


discipline


PHYSICAL


Maintains appropriate level of physical


fitness and military bearing


EMOTIONAL


Displays self-control; calm under pressure


CONCEPTUAL


Demonstrates sound judgment, critical /


creative thinking, moral reasoning


INTERPERSONAL


Shows skill with people: coaching, teaching,


counseling, motivating and empowering


Possesses the necessary expertise to


accomplish all tasks and functions


TACTICAL


  Demonstrates proficiency in required professional knowledge, judgment, and warfighting


TECHNICAL


ATTRIBUTES


Fundamental qualities and


characteristics


SKILLS (Competence)


PLANNING


. Uses critical and creative thinking to develop executable plans that are suitable, acceptable, and feasible.


EXECUTING.


  


Shows tactical and technical proficiency;


 meets mission standards; takes care of people/resources. Maximizes the use of available systems and


technology. Performs well under physical and mental stress.


ARMY VALUES


UNKNOWN-0.unknown
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“BE”

Attributes

  Self-control

  Balance

  Stability

   Health Fitness

   Physical Fitness

   Military bearing

   Professional Bearing

   Will

   Self Discipline

   Initiative

   Judgment

   Confidence

   Intelligence

  Cultural Awareness

Physical

Emotional

Mental
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Absent any other guidance and on his own initiative, one of your platoon leaders, 1LT Monte, presented you with a request to do a much needed maintenance inspection for his platoon.  He wanted all  assigned company TO&E equipment laid out for an inspection, vehicle and commo mechanics present, and the squad leaders leading the conduct of each step in the training manual, step-by-step.  You approved the inspection, scheduled it, and  resourced it. 	



Five weeks later, you observed the maintenance inspection being conducted.  The vehicles were getting the close attention they needed.  You could hear 1LT Monte and the platoon sergeant quizzing and then coaching the squad leaders about the special checks needed to ensure equipment serviceability.  						

LEADERSHIP DIMENSIONS IN THE MOTOR POOL
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PROVIDING FEEDBACK 

		Behavior oriented - not personally oriented



		Shouldn’t always be negative



		Don’t wait for a scheduled counseling session



		Immediate
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		  Use the Developmental Counseling Form or Junior Officer Developmental Support Form (JODSF); attach applicable assessment reports

		  Summarize the ratings, by dimension

		  Identify overall strengths and weaknesses

		  Identify potential cause(s) for weaknesses

		  Identify potential action(s) to maintain strengths and address areas that require improvement



DEVELOP AN ASSESSMENT SUMMARY 
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OER SUPPORT FORM COUNSELING REQUIREMENTS 

		Rater:

		Initial 30 day counseling session

		Periodic follow-up performance counseling to make needed adjustments to objectives



		Senior Rater:

		Must initial after each periodic follow-up counseling session





Raters are required to articulate developmental counseling responsibilities as a performance objective on their 67-9-1 
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CLASSIFY BEHAVIORS 

		Use all written, verbal, and nonverbal information





		Use leadership dimension definitions and associated behaviors





		Though a behavior may fit more than one dimension, list it under the most appropriate one (“best fit”) 
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RATING BEHAVIORS 

E		  EXCELLENT.  EXCEEDS REQUIREMENTS 			FOR SUCCESSFUL TASK ACCOMPLISHMENT.



S		  SATISFACTORY.  MEETS REQUIREMENTS FOR 		SUCCESSFUL TASK ACCOMPLISHMENT.



NI	  NEEDS IMPROVEMENT.  DOES NOT MEET 			REQUIREMENTS FOR SUCCESSFUL TASK 			ACCOMPLISHMENT.
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OBSERVATIONS 

		All acts (verbal and nonverbal), appearances, and actions are valid opportunities for assessment





		Ensure observations are complete





		Observations must be objective
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LEADERSHIP CORE DIMENSIONS





Leaders of Character and Competence


Act to achieve Excellence by providing purpose, direction, and motivation.





VALUES



“Be”


ATTRIBUTES



“Be”


SKILLS4



“Know”


ACTIONS



“Do”





Loyalty


Mental1


Interpersonal


Influencing


Operating


Improving





Duty








Communicating


Planning


Developing





Respect


Physical2


Conceptual














Selfless Service








Decision Making


Executing


Building





Honor


Emotional3


Technical














Integrity








Motivating


Assessing


Learning





Respect





Tactical














1 The mental attributes are will, self-discipline, initiative, judgment, confidence, intelligence, and cultural awareness.



2 The physical attributes are health fitness, physical fitness, military bearing, and professional bearing.



3 The emotional attributes are self-control, balance, and stability.



4 The required interpersonal, conceptual, technical skills, and resulting tactical skills are different for the direct, organizational, and strategic leaders.  





Leaders of Character and Competence


Act to achieve Excellence by providing


purpose, direction, and motivation.


VALUES


“Be”


ATTRIBUTES


“Be”


SKILLS


4


“Know”


ACTIONS


“Do”


Loyalty


Mental


1


Interpersonal


Influencing


Operating


Improving


Duty


Communicating


Planning


Developing


Respect


Physical


2


Conceptual


Selfless Service


Decision Making


Executing


Building


Honor


Emotional


3


Technical


Integrity


Motivating


Assessing


Learning


Respect


Tactical


1


 


The mental attributes are will, self-discipline, initiative, judgment, confidence, intelligence, and


cultural awareness.


2


 


The physical attributes are health fitness, physical fitness, military bearing, and professional bearing.


3


 


The emotional attributes are self-control, balance, and stability.


4


 


The required interpersonal, conceptual, technical skills, and resulting tactical skills are different for the


direct, organizational, and strategic leaders.
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	 (+)						(-)

VALUES (INTEGRITY)

HE'S TRUTHFUL, EVEN IF IN TROUBLE			HE LIES UNDER PRESSURE



ATTRIBUTES (MIL BEARING) 

APPEARANCE ALONE INSPIRES			BAD UNIFORM, NO ENERGY



SKILLS (TECHNICAL)

STICKS TO AND USES TLPS				CAN'T LAY HIS MORTAR



ACTIONS (DEVELOPING)

WENT TO COLLEGE CLASSES			BLEW OFF THE HOMEWORK	



TRANSLATING DIMENSIONS 

TO OBSERVATIONS
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Operating

Planning

Executing

Assessing

Influencing  

Communicating

Decision Making

Motivating

Improving

Developing

Building

Learning

Leader Actions

“DO”
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“KNOW”

Skills

Tactical

Technical

 Interpersonal

Conceptual
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HOW WE ARE GOING TO ACCOMPLISH IT

		Combine assessments of multiple real observations, and determine overall strengths and weaknesses, potential causes, and potential developmental actions



		Discuss the essential features of a unit leadership development program and then outline policies for one
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THE LEADER

of Character and Competence ACTS...





        “Be”			      “Know”		“Do”

to Achieve Excellence 

Loyalty		Mental	



Duty		Physical



Respect		Emotional



Selfless

Service



Honor

		

Integrity



Personal Courage

VALUES

Interpersonal	           Influencing



Conceptual		           Operating



Technical		           Improving



Tactical













ATTRIBUTES

SKILLS

ACTIONS
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Loyalty:  Bear true faith and allegiance to the U.S. Constitution, the Army, your unit and other soldiers.



Duty:  Fulfill your obligations.



Respect:  Treat people as they should be treated.



Selfless Service:  Put the welfare of the nation, the Army, and your subordinates before your own.



Honor:  Live up to all the Army values.



Integrity:  Do what’s right, legally and morally.



Personal Courage:  Face fear, danger, or adversity (Physical or Moral)



Army Values
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HOW YOU WILL BE EVALUATED 

		Developing an assessment summary combining all observations to determine overall strengths and weaknesses, potential causes, and potential developmental actions (30% of overall grade)



		Developing a Company-level Leader Development Policy (70% of overall grade) 
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WHAT WE ARE TRYING TO ACCOMPLISH 

		Learn how  to develop subordinates according to the dimensions that define effective leadership





		Improve skills for using the observe, assess, coach, counsel model



		Outline a company-level policy for leadership development





		Inspire ourselves to become committed to leader development 










