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Introduction.  All commanders should consider the professional development of their subordinates a principal responsibility of command.  Commanders should see the development of their subordinates as a direct reflection on them.  A primary leadership tool used to develop subordinates is counseling.  Commanders at all levels must emphasize the counseling program.  Counseling allows for effective communication and understanding between senior and junior Marines; it continually strives to improve the individual Marine, as well as unit readiness.  Through counseling, Marines will achieve or maintain the highest possible level of performance.

Definition of Counseling.  Counseling is the part of leadership that ensures, by mutual understanding, that the efforts of leaders and their Marines are continuously directed toward increased unit readiness and effective individual performance.

USMC Counseling Program Goals.
· Develops Marines

· Is positive, forward-looking

· Focuses on continuously strengthening individual performance

· End result is increased individual effectiveness thus increased unit readiness

Performance Counseling/Performance Evaluation.  The distinction between performance evaluation and performance counseling is important to note.

· Performance evaluation focuses on past performance

· Performance counseling focuses on improving and maintaining future performance

Counseling should be a regular, continuing process.  It may be conducted formally or informally.  It may be planned and scheduled, or it may occur as the need arises.  To be effective, however, counseling must be viewed as an integral part of the day-to-day job of leadership.  Counseling should be separate from performance evaluation-although the two should be mutually complementary.

The Counseling Process.

	Type of Counseling
	Description

	Formal Counseling
	· Planned

· Scheduled

· Focuses on the junior's overall performance and expectations for the next several weeks or months

	Informal Counseling
	· Senior recognizes a need:

· Problem solving

· Praiseworthy

· Short and concentrated.  Reinforcing a specific aspect of performance


Three Types of Counseling Sessions

· Initial formal

· Follow-on formal

· Event related informal

Minimum Frequency of Counseling
· New senior/junior relationship - takes place within 30 days of establishing relationship

· Lance corporals and below - counseled by NCOs every 30 days

· Corporals through colonels - initial counseling session; a follow-on session in 90 days, then every six months

· Frequency of additional sessions will vary

Documentation.

· Optional format

· Should include

· Date

· Name

· Subject discussed

· Performance targets

· See Appendix A, NAVMC 2795, USMC User’s Guide to Counseling, for example

Five Elements of a Counseling Session

	Elements of a Counseling Session
	Description

	Preparation
	· Review the junior's current performance

· Define counseling objectives

· Give the junior advance notice; request self-evaluation and improvement plan

· Select appropriate location

· Plan how to conduct session

· Directive

· Nondirective

· Collaborative

· Agenda

	Opening
	· Set the junior at ease

· Review counseling objectives

	Main Body
	· Review progress against targets

· Involve the junior in the process

· Active listening

· Elicit targets and plan for improvement; provide input and guidance

	Closing
	· Summarize

· Strengths

· Improvement needs

· Targets

· Plan for improvement

· Ensure common understanding; gain commitment

	Follow up
	· Document the session

· Monitor performance


Counseling Techniques

	Technique
	Description

	Active Listening
	· Obstacles

· Lack of concentration

· Filters

· Techniques

· Listen not only for facts, but also for generalizations

· Distinguish between facts and opinions

· Listen for changes in tone of voice, rate of speech, and volume

· Watch for nonverbal cues


	Technique
	Description

	Questioning
	· Closed-end questions

· Open-end questions

· Probing questions

· Interpretive questions

	Giving Feedback
	· How

· Use positive reinforcement

· Focus on events - not on the person.

· Relate to the junior's and the unit's targets 

· Probe silent agreement

· Allow the junior to express emotions; avoid arguments

· Feedback is most effective if

· It deals with things that can be changed

· It is timely 

· It is given to address the junior's need

· You are prepared to hear the junior's response

	Problem Solving
	· Questions to ask:

· What is happening that shouldn't happen

· What is not happening that should happen

· Is something about the junior preventing performance

· Is something outside the junior's control impeding performance

· If the junior is part of the problem, explore whether the junior 

· Knows performance is not meeting expectations 

· Has the

· Required ability

· Necessary knowledge

· Necessary skills

· Proper attitude

· Tailor corrective action to the deficiency.  If

· A knowledge problem, provide information

· A skill problem, provide guidance and feedback

· An attitude problem, employ nondirective counseling

· Consider obstacles to performance outside the junior's control

· Inadequate definition of targets

· Lack of positive reinforcement 

· Insufficient resources

· Conflicting or competing demands on the junior's time 

· Lack of feedback on inadequate performance

· Lack of delegated authority

· Evaluate solutions

· Likely consequences

· Practicality 

· Required resources

· Likely benefits 

· Required support and follow-through

· Simplicity


	Technique
	Description

	Setting Goals
	· Performance goals are

· Targets to shoot for

· Planning tools

· Yardsticks for measuring performance and identifying problems

· Motivational tools

· Effective performance targets are

· Stated as a result or outcome

· Measurable

· Realistic

· Challenging

· A "must."

· Limited in number

· Jointly set

· Revised if circumstances change

	Planning for Improvement
	· Jointly develop plan for improvement

· Use plan to track progress and identify problems


Summary.  

· Key points to take action on:

· Set specific, measurable, realistic targets that you and the junior are committed to obtain

· Make problem solving a joint effort

· Guide the junior in developing a specific plan for improvement

· Key techniques:

· Questions

· Feedback

PART II:  STUDENT COUNSELING AT TBS

Introduction.  Officer students at TBS will be assigned garrison leadership billets to develop their leadership skills.  Additionally, the leadership billets will provide a vehicle for practical experience and application.  Students will be assigned garrison billets throughout the program of instruction (POI).  Garrison billets will be assigned for a two-week period, unless modified by the company commander, executive officer, or staff platoon commander (SPC).  Appendix I, Standard Operating Procedures for Student Companies, contains instructions for each garrison billet and the associated responsibilities.

General

Senior and subordinate billet holders must ensure they are familiar with the instructions and associated responsibilities for billet holders, as outlined in Appendix I of the SOP for Student Companies.  

When initially assigned a billet, senior billet holders will meet with their subordinate billet holders to establish expectations and discuss any additional responsibilities that are not covered in Appendix I of the SOP for Student Companies.

Students assigned garrison billets will be required to counsel their subordinate billet holders throughout their two-week tour of duty.  The frequency, type, and style of counseling will depend solely on the senior billet holder’s leadership style.

At the completion of the two-week period, senior billet holders will be required to write evaluations on their subordinate billet holders.  Enclosure 1 of this handout, lists by billet, the required billet evaluations.

Evaluations

Student billet evaluations will be written in standard Naval letter format, in accordance with SECNAVINST 5216.5, Department of the Navy Corrsepondence Manual.

Evaluations written by billet holders of platoon guide and above will use the format in Enclosure 2.

Squad leaders will use the format for squad leader evaluations as outlined in Enclosure 3.

Comments should focus on the Marine Reported On, and his or her performance during the evaluation period.  The billet evaluation is not a summary of action or events that occurred during the two-week period.  A list of required comments that will be covered in the narrative are

· Decision-making ability

· Communication ability (Oral/Written)

· Counseling skills/dealing with peers

· Attitude toward serving with MRO in the Operating Forces

· Ability to write non-inflated evaluations of subordinates

· Ability to keep subordinates informed

· Areas that need improvement 

· Participation in instruction (TDGs/DGs/STEXs)

A list of guided comments that will be covered in the narrative if observed during the evaluation period are

· Ability to function under duress

· Performance in additional/collateral duties

· Personal appearance (positive or negative deviation from generally accepted standard)

· Professional ethics

· Military presence/command presence

· Management skills (time, personnel, equipment)

· Demonstration of strengths or weaknesses in leadership traits and principles

· Assists peers in their education/training

Identical evaluations for any subordinate billet holders are not acceptable.

Required Counseling

Student billet holders will be required to counsel subordinate billet holders on their performance at the completion of the evaluation period.

During the scheduled time for Counseling Skills Practical Application, senior student billet holders will counsel subordinate billet holders and present them with a copy of the written evaluation.  At a minimum, a member of the company staff will observe the senior billet holders counseling one of their subordinate billet holders and will provide feedback on the content and conduct of the counseling to both students.

Student billet holders will submit billet evaluations to the respective student billet holder or staff officer after the subordinate billet holder has been counseled and has signed the evaluation.  The company executive officer will provide additional information regarding the submission of completed evaluations.

ENCLOSURE 1

REQUIRED BILLET EVALUATIONS
	Counselor Who Evaluates
	Billet Holder

	Commanding Officer
	Student Company Commander

	Executive Officer
	· Student Executive Officer

· Student First Sergeant

	Company Gunnery Sergeant
	Student Company Gunnery Sergeant

	Student Company Commander
	· Student Executive Officer

· Student Company Guide

· Student Platoon Commanders *

	Student Executive Officer
	· Student First Sergeant

· Student Company Gunnery Sergeant

· Student Company Police Sergeant

· Student Company Guide

	Student First Sergeant
	· Student Company Gunnery Sergeant

· Student Company Police Sergeant

· Student Company Guide

· Student Platoon Sergeants

	Student Company Gunnery Sergeant
	Student Platoon Sergeants*

	Staff Platoon Commander
	Student Platoon Commander

	Student Platoon Commander
	· Platoon Sergeant

· Platoon Guide

· Squad Leaders*

	Platoon Sergeant
	· Platoon Guide

· Squad Leaders*

	Platoon Guide
	Squad Leaders*

	Squad Leaders
	· Rank Squad

· Report on

· Top 3 students in the squad

· Bottom 3 students in the squad


*When evaluating multiple billet holders in the same billet, a ranking will be included in each evaluation.  For example, the Platoon Commander writes on 3 squad leaders.  In each evaluation, the squad leader would be ranked 1 of 3, 2 of 3, or 3 of 3.
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27 Apr 03

From:  Second Lieutenant Ian B. Stylin 123 45 4321/4401 USMCR, Platoon Commander, 5th Platoon

To:      Second Lieutenant Raymond G. Bowe 987 65 4321/9901 USMCR, 1st Squad Leader, 5th Platoon 

Subj:  STUDENT BILLET EVALUATION FOR SECOND LIEUTENANT RAYMOND G. BOWE FROM 13 TO

           24 APRIL 2003 

1.  The first paragraph will provide general information regarding the events that occurred during the two-week tour of duty.  From 13 to 24 April 2003, the company was beginning the initial part of the course.  The first week was very chaotic as platoons and squads were formed, billet holders were chosen, and the company began water survival training.  The company was also involved in various types of initial processing with medical, weigh-ins, gear issue, and administration.

2.  The second paragraph will focus on specific strengths, weaknesses, and actions for the Marine Reported On.  Emphasis will be placed on the required and guided comments listed in the Counseling Skills and Techniques student handout, paragraph 3, Evaluations (3 e. and 3 f.).  As 1st Squad Leader for 5th Platoon, Second Lieutenant Bowe needs work on his decision-making.  He often looks confused, but does not ask the obvious questions when it is clear that he does not understand.  He will not take action unless I give him specific guidance.  When he does perform a task, however, he always does a thorough job.  He is physically fit and maintains an immaculate personal appearance.  He scored high first class (297) on the inventory PFT.  He is determined and aggressive.  His squad was always on time and prepared for every event.  However, his unwillingness to take advice has impacted on his command presence.  I rarely saw him use his team leaders; he tended to do everything himself and stifled his subordinate leaders.  He personally inspected his squad's rooms but did not follow-up to correct discrepancies.  All of his squad's rifles were secured during my own walk-through inspection, indicating an attention to duty in this area.  All reports were well written and thorough.  His evaluations were submitted on time, written well, and provided an honest evaluation of his subordinates.  Second Lieutenant Bowe maintains a professional demeanor / vocabulary when addressing seniors as well as peers.  While I did not observe him in any ethical dilemmas, I am confident that Second Lieutenant Bowe would act responsibly if put in one.  I rank him 2 of 3 squad leaders.   I would gladly serve with him in the operating forces. 

3.  The third paragraph will focus on specific areas that require improvement or need to be maintained in order to achieve highest level of performance.  I have advised Second Lieutenant Bowe of the following in order to correct his deficiencies or maintain his performance:  1.  Be more receptive to suggestions and advice from your seniors and subordinates.  2.  Use your subordinate leaders to accomplish the mission.  3.  SUPERVISE all tasks you assign your subordinates and follow the six troop leading steps.  4.  Continue your excellent attention to duty in personnel and weapons accountability.  5.  Maintain your outstanding physical conditioning and personal appearance.

___________________________

_________________________________


(Reporting Senior - print name)



(Sign and date)

___________________________

_________________________________


(Marine Reported On - print name)



(Sign and date)
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27 Apr 03

From:  Second Lieutenant Ian M. Hard 123 45 1775/9901 USMC, 1st Squad Leader, 5th Platoon 

To:
 Staff Platoon Commander, 5th Platoon

Via:
 Student Platoon Commander, 5th Platoon

Subj:
SQUAD RANKINGS FOR FIRST SQUAD FOR PERIOD OF 13-24 APRIL 2003

1.  I rank the members of my squad as follows:


1 - Benatz, I.A.


2 - Smuckatelli, S.K.


3 - Jones, Z.B.


4 - Short, I.B.


5 - Fold, B.


6 - Nasium, J.


7 - Dell, I.P.


8 - Soft, U.R.


9 - Zummer, M.C.


10 - Green, I.M.


11 - Loser, A.B.

2.  The following squad members were not ranked. (Senior billet holders or personnel not observed will not be ranked.  List the Marine’s name and reason not ranked.)


Webster, C.T. - Company First Sergeant


Von Schnell, A. - Platoon Sergeant


Puller, C.C. - Emergency Leave during this period

3.  (Write narrative explaining why individual was ranked 1st, 2nd, or 3rd in the squad, write a separate paragraph on each individual.)  I rank Second Lieutenant Benatz first in the squad because he was always well prepared and helped his peers.  He volunteered to help Marines with land navigation on Saturday morning and organized a study group for the squad.  He consistently anticipated requirements and required little guidance.  He also performed his collateral duty as the ordnance representative for the company and organized an extra review session for the weapons practical exam.  He displayed a high level of maturity, selflessness, and initiative.  Second Lieutenant Benatz is by far the most professional officer in the squad.

4.  (Write narrative explaining why individual was ranked last, 2nd last, or 3rd last in the squad, write a separate paragraph on each individual.)  I rank Second Lieutenant Loser last in the squad because he always appeared lethargic and disinterested in the instruction received.  He never listened to his fireteam leader, and was disruptive in several squad meetings.  He was late for morning formation three times during this period and left his rifle unsecured twice.  I have serious reservations about serving with this Marine in the operating forces.

I.M. HARD


1
December 2002

8
December 2002

