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1.  Problem:  The Army Chief of Staff has said that we do a lousy job of counseling, particularly performance counseling.  Come to thing of it, you haven't counseled anyone lately yourself.

2.  Background:  Discussions of senior army leaders with junior officers and NCOs, disciplinary and administrative board actions, and IG requests for assistance have indicated that we do a poor job of counseling subordinates.


All leaders are responsible for accomplishing their mission and taking care of their soldiers.  One of the surest ways to do both is to set clear, reasonable standards and to be sure that soldiers understand what is expected of them.  Counseling is one of the most important tools for communicating standards and enhancing understanding.  All too often, counseling occurs only when a soldier performs in a substandard manner.  Our responsi​bility to counsel soldiers is much more extensive.  Some of the requirements, such as for disciplinary action and OER/NCOER purposes, are regulatory.  Others, such as reinforcing positive performance and helping with personal problems, are moral leader​ship obligations.


FM 22-101, Leadership Counseling, identifies the reasons for counseling as reception, performance, personal, discipline, and professional growth and guidance.  The discussions on each of these areas are deserving of continuing command emphasis.  The consequences for failing in any of these areas could range from losing good soldiers because we did not show them how to become better soldiers, or take care of a personal problem to not getting rid of bad soldiers because we were not attentive to the counseling requirements.  Leaders at all levels must understand that the counseling of subordinates is not only required by regulation, it is an attribute of the true professional.


The following are some examples of regulatory required counseling that is not being conducted.


a.  Soldiers in the zone of promotion but not recommended.


b.  Soldiers placed on the weight control program (records must be flagged).


c.  APFT failures (records must be flagged).


d.  Performance failures leading to adverse action.

3.  Possible Solution:  Consider emphasizing the importance of all types of counseling by conducting professional development classes for your chain of command centered around the discussions in FM 22-101.  Make counseling a matter of command interest in your unit, checking its status in a formalized way, and setting up a simple suspense system for counseling required by regula​tion and routine performance counseling.  We owe it to our soldiers to tell them individually how they are progressing, not only when they "screw up", but when they are also doing a good job.  It is often difficult to tell an officer, non-commissioned officer, or soldier when they are not performing up to par.  However, we owe our soldiers the courtesy to "look him or her in the eyeball" and tell it like it is, good or bad.  They will respect you for it if done properly.  More often we fail to tell individual soldiers when they are doing something well and how to further improve.


POSITIVE COUNSELING


This brings up the subject of what we could call positive counseling.  It should be mandated and conducted by the chain of command on a sustained basis.  It could be done once a month, once a quarter, biannually, or as often as the commander deems necessary for the unit.  Immediately following annual training is an excellent time to evaluate and counsel soldiers.  Positive counseling starts with the first line supervisor and emanates up the chain of command.  Squad leaders counsel squad members, platoon sergeants counsel squad leaders, platoon leaders counsel platoon sergeants, etc.  Counseling doesn't always have to be done formally, but it should be documented using appropriate forms.  It can take place anytime during drill, such as slack periods, after drill, or after annual training.  Counseling soldiers can be approached much the same way we do an AAR.  Talk about what he or she needs, further training, or areas of im​prove​ment.  Completed counseling forms should be passed up the chain of command for comments and review by each supervisor to include the first sergeant and company commander.  Space should be allowed for each soldier to express his or her comments if they so desire.  Mandatory counseling produces some of the following benefits:


a.  It lets the soldier know how he or she is progressing, both good and bad, and what improvements are needed.


b.  Officers and NCOs continually gain experience in counsel​ing and solving problems while becoming comfortable with the process.


c.  Soldiers become comfortable with the process and don't feel they are being singled out since everyone is being coun​seled.


d.  The counseling process provides a record on each soldier that can be used for future actions (promotion, reduction, etc.).


e.  The experience requires NCOs to write.  The more they write the better they will get at expressing their views.  Requiring NCOs to write is considered good NCODP.


f.  Mandatory counseling incorporates regulatory counseling as mentioned in paragraph 2.


g.  The process ensures communications between the soldier and his or her supervisors and allows the chain of command to know if potential or real problems exist.  It also allows super​visors to start the problem solving process early if required.


h.  Counseling allows leaders to better know their soldiers.  It gives commanders the option of taking home counseling results to review for follow-up if needed.


i.  Most important, it lets the soldier know the chain of command is interested and cares about his or her training and welfare.


As General Powell said in his 1993 graduation speech to VMI cadets, "Good leaders solve problems.  The day you have no problems to solve you are in trouble.  It means the troops think you don't care about them or can't solve their problems.  At this point you are no longer leading."

4.  Reference:  FM 22-101, Leadership Counseling.

5.  POC:  Commanders and leaders at all levels.

