PRACTICAL EXERCISE

Situation:  You are a new leader in your organization.  Today you witnessed “counseling” in your unit.  All morning the soldiers went about recovery from the recent field training exercise, while the NCOs and officers filled out counseling forms.  After lunch, each soldier and NCO was presented a counseling form and told to sign if there were no questions, or go to the “appointment line” if there were questions.  You had never witnessed this sort of “mass counseling” before.

You were wondering if this was a normal occurrence and asked one of the lieutenants (LT) to explain.  He explained,


“It’s the battalion commander’s policy to counsel soldiers monthly.  There just isn’t time to sit down and talk to each soldier.  In this unit the mission comes first, and counseling is one of many things that gets placed on the back burner.  The current system is perfect; no forms ever need to get back-dated, a lot of time is not wasted “talking,” and those personnel who want to talk, have the opportunity to do so ... although everybody knows getting in the appointment line is not the thing to do!”

As the LT explained the system, you witnessed one of the top mechanics walking by looking dejected.  You approached this soldier and asked him about his glum expression.  He explained,

“My squad leader just gave me my counseling form.  He wrote, “I am not recommending you for promotion due to poor performance.”  When I questioned what he was talking about, he said he wasn’t recommending anyone in the squad due to the low Operational Readiness (OR) rate.  When I tried to explain that the deadlined vehicles were all awaiting parts and that there was nothing I could do about it, he told me to be quiet and that there wasn’t anything I could tell him about the motor pool.  He told me that a skilled mechanic finds ways to keep the vehicles up.  He blew up and said, “I just don’t get it!  Good mechanics with a little common sense and initiative will know how to take care of things.”

DIRECTIONS:  Using the scenario above, develop a unit-counseling plan to improve or maintain the counseling program reflected.  You must cover each of the 5 steps for developing a plan of action. 

a.  Step 1:  Assess.  Identify all of the information gained from the scenario. How was the information gathered—conversation, interview, records, or how?  (Don’t forget that this step should be objective and factual.)  Identify the information source.

b.  Step 2:  Analyze.  Sort the information gathered.  You may determine the need for additional information.  Your final requirement for this step is the identification of the problem(s) presented in the scenario.

c.  Step 3:  Develop.  Develop the plan of action which could correct the weaknesses you identified above.  Identify resources required by the plan.  Predict the outcomes which will be produced by the course of action.  Based on these predicted outcomes, select a course of action. 

d.  Step 4:  Implement (Execute).  You selected a plan of action.  Outline how you will implement that plan of action.

e.  Step 5:  Evaluate (Excellence).  Describe how you will determine when, and if, you accomplished your plan.  (Remember your audience and circumstances.)
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