
SUBCOURSE CD03-C 

PERSONAL AND PERFORMANCE COUNSEL ING 

(8 CRED IT HOURS) 

SELF-PACED LESSON 

us ARMY SERGEANTS MAJOR ACADEMY 

FORT BLISS , TEXAS 79918 

FEBRUARY 1989 

TH IS SUPERSEDES SUBCOURSE C00 3-C. DATE D NOV 82. 

39- 1644 



us ARMY SERGEAN TS MAJOR ACAD~ 

CD03­ C feB 89 

PERSONAL AND PERFORMANCE COUNSELING 

TABLE OF CONTENTS 

PAGE 

STUOE NT INFORMAT ION SHEET SIS-I thru SIS-3 

MODULE I : TH E COUNSELING PROCESS AND THE SUPERVISOR "-1- I 
MODULE EXERCISE (Self-Graded) ME-I-l 
MODUL E SOLUTION/OISCUSSION "SO-I-l 

MODULE II : PERSONAL COUNSELING AND REFERRAL M-II - I 
MODUL E EXERCISE (Self-Graded) "[-II-I thru ME ­ I 1-3 
MODULE SOLUT ION / DISCUSSION "SO-II-l thru MSD-II-2 

MODULE I I I: PERFORMANCE COUNSELING " - 111-1 
MODULE EXERCISE (Self-Graded) ME -Ill- I 
MODULE SOLUTION/DI SCUSSION "SO-Il l-I 

LE SSON EXER CISE (Facul t y-G raded) LE-I thru LE-3 

SUPPLEMENTAL READ ING 1. "Gu ide to Personal 
Counse l ing for Noncomm iss ioned Offlcer. - SR-I-I thru SR-I-13 

SUPPLEMENTAL READ ING 2. "The Super visor •• 
Counse lor " SR-2-1 thru SR-2-. 

SUPPLEMENTAL READING 3, "Gu ide to 
Perf ormance Counse l ing for 
Noncomm iss ioned Offi cers" SR-3- 1 thru SR-3-15 



us ARMY SERGEANTS MAJOR ACADEMY 
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PERSONAL ANO PERFORMANCE COUNSEL I NG 

STUDENT INFORMATI ON SHEET 

INTROOUCT ION 

Th i s se l f-paced lesson i s on counseling; i t is also about he l ping people. It is 
essential that you exam ine your l eadersh ip efforts in tern'S of goals and 
outcome s as you take into account the human element which make. counsel ing a 
un i que exper i ence. During th i s l esson you wil l be tak i ng a look at personal and 
performanc e counseling. It i s imperat ive for a l eader to be ilware ot the 
importance at counsel ing , the benet i ts a t counsel ing , and soma of the teChn i ques 
used i n counse l i ng . 

PURPOS E 

ThiS l esson presen ts a framework f or developing the basic counseling sk illl5 
which w i I I ass i s t the se n io r noncommissioned o ff icer to help others to solve 
pr ac ti c a l problems , both on the j ob and in dily-to-day liv i ng . By so doing, the 
senior noncomm i ss ioned off icer more adequatel y fulfills his / her (ole within the 
un i t and complements the effectiveness of t he or ganization . 

COURS E PROC EDURES 

First , check and ensure you have received a ll mater i al listed under ··Resource 
Materia l s. " AI I i tems ar e requir ed t o compl ete this subcour s e. Next, work tha 
modul es in ord er , I throug h III. Read t he learn i ng objective, comp l ete the 
modu l e and t he exerc i se il t t he end of each modul e . Compl ete the lacul ty-grilded 
l esson e_erclse and retur n i t to the Academy f or eva l uation . 

RESOURCE MATERIALS 

a . Three lesson modules . 

b. One facu l t y-gr aded lesson exercise . 

c. Supp lemen ta l Read i ng I , " Gu i de to Per son al Counsel i ng lor Noncommis­
s i oned Offlcer•. ­

d . Supplement il l Read ing 2, " The Superv iso r ilB Counselor. " 

e. Supplemen tal Read ing 3, "Guide to Performance Cou nsel i ng tor Nonconrn is­
s ioned Off i cers ." 

39-1 M4-N8 
SMA S I S- I 
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THE MODULES 

Each moduli follows a sim i lar format and i ncludes: 

a . Enab li ng Lurn i ng Objlct i ... u . 

b . Modu l i Raadlng . 

c. Moduli EXlrc l s • . 

d . Modul e Solut ion / D i sc uss i on Sheet . 

Work. one modul e at a t i me, blg l nni ng w i th Modu l e I . If you fee l t hat you c an 
perform a5 required by th. ob Ject i .... . you may turn to the eXlrclse without 
comp l et ing the modu l e read i ng . 

TERMINAL l EARN I NG OBJECTI VE 

TlO : To de ...elop and use effectl ...e counse li ng sk. il ls as requ i r.d for persona l 
counse ling and job performance appra l tlal. 

ENABL I NG lEARNING OBJ ECTIVES 

a . Oef l n. the purpose of counse li ng . 

b. Del i ne the role of the supe r ... l sor i n the counsel i ng process . 

c . Identify and descr i be the four elemen ts that are a part of prepar ing the 
en... l ronment for a counseling sess ion . 

d. Descri be the purpose of persona l counsel ing . 

• . Descr i be tha sk. i lls of paraphrasing , ref l ect i on, and sumnar l zat i on . 

f . Gillen a s i t uat i on , sllect tha most appropriate active l i sten i ng re ­
sponse . 

g. I dent i fy the nlcessary steps wh ich shou l d be taKen whe n a couns e l or i s 
aware that he / she has reached the I Im, t of h i S/ her competency . 

h . Describe the purpose of performa nc e counseling . 

I. Ident i fy and describe three possib l . approaches wh i ch a couns e l or may 
use I n a pe r f or mance appra i sa l sess i on. 

5 15-2 
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STANDARDS 


The stud ent mull t a nswe r at l east 75" (9) o f the tWI l \l1 question. correct l y on 
the faeu l ty-grldld I ••• or'! .... r c I se to reCI 1\l1t I - GO . ­

Date Oa u 

5 15-3 
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PERSONAL AND PERFORMANCE COUNSELING 

MODULE I 

THE COUNSELING PROCESS AND THE SUPERVISOR 

1. Enab li ng Learning Objectives. 

a. Oef ine the purpose of counse l ing. 

b. Def ine the ro le of the supervisor in the couns;el ing process. 

c. Identify and describe the four elements that are a part of preparing 
the environment for a counse ling session. 

2. Student Assignment. First of all, study the objectives above. Than, study 
Bnd read Sect ion 1 of Supplemental Reading I and al l of Supplemental Reading 2. 
Turn to the Module Exerc i se and do the exercises. Once you hava completed the 
exercises, cheCK your answers with the enclosed Module Solution/Discussion 
Sheet. This Is a se l f-graded exercise. Based on any I ncorrect responses, 
revie.,., reevaluate, and proceed to the next module. I f at any time during this 
process you are not sure of your Kno.,.ledge of this subject, stop and worK 
through the module readings unti I you feal qual if jed to complete the module 
exercise . 

M-I- I 
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PERSONAL AND PERFORMANCE COUNSELING 

MODU LE EXERCISE 
($.1 f -G ..ded) 

Ans",. r til.. fo ll ow l n" qu.. t ions basld 
t l'l,S l"lrc isl for yo~r InformAt ion. 

on your rlad ln" for til l' module. RIU l n 

I . Till pll~poal of COllna.I ,Jln" In "enffal Cln bl'.Lbl dl.crlbld al: 

2. TI'II rO l l of tl'll !oup.rll isor In tl'll counselln!jl prOCISS cln bllt be dlf l nld IS: 

Mal cll 1111 dlscript ion i n thl Sicond colvmo ""t h thl Ipproprlatl Ilement of 
prlpar ing th l couns l li ng In" l rOMllnl In tl'll f i rst co lvmo . 

EI ...... nu 	 Descr i pt ions 

3 . ..L Adllinc. not i f icat Ion I. 	 Whlnl"er poss lbll, bOlh tnl counsel .. and 
counselor SlIould be not I I l id in adlianci 

•• .lL AI IOI ....nl 'f ,,~ of tile lnlfflll ... . 

5. 	JL Planning b. Wh ill a dlll 111d plan of action la not 
adli isabil for person. I counael ing, I 

6 . P-llyllell Sitling 	 superlliaor alloul d dlllilop I ;eneral plln 
o f .ction In conduct ing plrformanCI 
counS<' I I ng . 

r.~~"'.' pllce wIlerl counall, ng .. conductld, 
Itl InlilrOMllnl, Ind Itt physlcel 
arrlngemlnt arl III l"trltnl!ly Important. 

d . 	 S... ff l c i l nl t l ..... allould bl a llot tld for 
thl Intlrll l lw so th.t n.lth.r thl 
coun'llor nOr thl coun'llll fel l rU.hld. 

ME-I-l 
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PERSONAL AND PERFORMANCE COUNSELING 

MODULE I 

SOLUTION/D ISCUSSION 
(Self-Graded) 

EXERC I SE 

STANDARD: Your re~ponse shoulo indicate an understending of the definit ion 
presented below to receive a -GO.-

Supp l emental Reading I, Section I, para 2, defines counseling as an 
interpersonal rel a t i onshi p in wh i ch the pr inc ipal objectives ..e the development 
of t he counselee, the Improvement of their wel fare, nd the r ••o l ution of the ir 
prob I 8/'11 

EXERC I SE 2 

STANDARD: Your raspense should i ndicate an understanding 01 the def i n i t i on 
pres~nt~d below to receive 8 -GD .­

Accord i ng t o the surrmary of Supplemental Read i ng 2, page SR-2-4, the h.l p.. / 
r llce iver concept is a more real is t ic way of look.ing at the supervi s or and 
subordinate r e lationship. The superv isor 's role is to help a subordinate to 
wil li ngly agree to 8 change of behavior that w ill benefit Ihe organintion 
w ithout In juring th. r llc ei ver's se lf-esteem or the work.lng relationsh i p . 

EXERCISES 3 thru 6 

STANDARD: To receive a - GO - you should correctly match all lour . Iernents lor 
prepar ing the counsel i ng env ir orvnent as d iscussed in Supplemental Read ing I. 

3. ,oe ,. page SR-I-S)-'­
,oe ,. page SR-I -5)•• -'-­

5. 0 (5R ,. pa911 SR-I-5) 

5. (5R ,. page 5'1-1-5)-'-­

MSD-I-I 
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PERSONAL AND PERFORMANCE COUNSELING 

MODULE II 

PERSONAL COUNSELING AND REFERRAL 

1. Enllb l l ng Lellrnlng Object i ves. 

a. Oeser i be the purpose 0 t per,>ona I ccunse l ing. 

b . De..cr l be the sk i l ls of p",ap~ri!ling, reflect i on, end surrrnar i zat i on. 

c. Gi ven a situat i on. "e l ect the MOst appropriate act iv., II"un i nll '''''ponse. 

d. Identify the necessary st eps which should be taken when a counselor is 
aware that h.,/sl\., has reached the limit of h i li/her competency. 

2 . Student AsslgM"llln t. First. study the objectives above . Then, study and read 
Sections II and III of SA I . Turn to Module Exerci"e I I and do t he exerc i ses. 
Once you have completed the exercises, check your answers w it h the enc losed 
Module Solution/O l "eusfl i on Sheet. Th i s Is a sel t -graded ex.,re l ".,. Bo"ed on any 
incorrect response!l, r ev i ew, reevaluate, and proceed to the next modu l e. I t at 
any time during th i" precess, you are not sure 01 your k now ledllM ot tnis !lub­
jeet, etop and wor k through the modul e r eading!l until you feel que li l l ed t tl com­
plete the MOdu le exer c i se. 

M- I 1' 1 
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PERSONAL AND PERFORMANCE COUNSELING 

MODU LE EXERCISE 
(S.II-G,.ded) 

II 

An...... r th. 10 1 l ow i ng quUt l on. bu.d 
th l l ....re l .. lor your In lor..... t l on . 

on your r ..d l ng lor th l . modu l e. Ru. l n 

I. The purpo.. o f p...on. 1 counseling c.n best b. described •• : 

M.!Ch the .1< 1I I/ruponse 1 is tld b. l ow w l lh i l ••ppropr i .Ile d••er i pr ,on. 

SI< III /Rupon.. 	 Due,lpt l Oo 

2 ::"....... _ .....ph'...lng .I . 	 Th i . ',.ponu Is "'Sid t o .ddru. th. 

e. n t •• 1 tll._ ....Ilen • co",n.e l ee .... 1< •• 

3 . 	 ...:Ii R"f l 'ct lon several st. lernents or .In ",nUS",. I IV l ong 
.tate,.". nt. 

4 . ..A.. Surrrn.r 1 ~1t ion 
b . RUM' tll .n Iddress ln" con lent. this tvpe 

o f sl< ill Idd,uses; th" l ul,n... b"hind 
the co"'ns.. I ' .. •• statement •. 

Whln u..d eorrlc t lV. th,. r.Sponl. I .. t. 
th.. co",ns.. I" I<now thU til.. coun., l or i. 
undlr.t.ndlng thl me.nlng 21-hl. Idel• 
• nd thoughn . 

ME- I I-I 
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For Ile~ l i t ult i on g i ven be l ow , .ll l e t I~I ~1I1 IPpr opr i ltl r "pon • • wh i ch 
d ..-non. tr .lt .. I h.lt I lle cOl,lnll'lor I • • c t lv l l ., I I'tln l ng . 

s . Wi ll, Sirgl, I ·m jun no t 111,1.1 wh.lt 10 dO. go t a pr o b l .." Ih.1 I' m nOI 
.ur . abO~1 I nd I aon' l ~ now whllhlr to glt I lo.n or willi her I 'm )Ullt no t p l ln· 
n l ng Wi ll I nough . I don' f know . 1111 11, I tllOl,lgh( tnl.,bl yOll eOl,lld tI ll _ wlltt 
to do . 

(I) Lit ml gU 'Ioml p.per. OK , now, til l m, , xletly wllU til' prob l.m I •. 

( 2 ) Will, I hope that I c .n help . I t'. thl kind of til i ng WI wlnt to bl 
Ib le t o do fo r a ll o f our min ... " lip til .." ~ t r a i ghte n Ol,l t thl lr prob l~. 

( 3 1 '1' 01,1 can't s ee.'" t o makl un.1 ou t 0 1 t h i s pro b l eM . IS fllU i t ? 

3 An . ... r 

6 . I juU don' t under s llnd . Wh., .lIo u ld I _rk my butt o ff ? I ,pl nt 1_ ye.r . 
In t"l mud In Kor u gil b.ck II". I nd wllO c l r es1 I ( 11 11'1 lU I l it 
dow n. And my g irl , we ll . 

II ) YOu III I Ih.1 i t WIS ,,·t reil l y wort hwh il l and thtt you Ifln't r li l ly 
Ippre cl lt l d . 

( 2) '1'1111, I kn ow what you _.n . 
gue.s I t '. onl y nlt url l. 

( 3 ) IIInat'li your g irl go t to do wi th i t ? Some t hing lIa pPlnld wh ll l '101,1 w..1 
.... y? 

__ ..11__ Anlwer 

1 . I go t. ,. ,1 f rom D<lrun t he otller n l ll " t.nc i l · S bee n ~ugg l ng"" Iver 
.i nCI . Sill·' pren l ng me to gH "..rr l ld I nO I don· t knew whit t o dO. I p l l nnl d 
t o go t o colllg t when I go t out o f th , Ar m., nh l mIl" ln , I nd I Just don' l hlVI tne 
mIl nl Y ri gh t now to be ilb l e to 'fiord sclloo l .nd marriage too . BYI Oor .. n I.yl 
t hlt I f WI don · t gl t marr i ed , now, . hl J u. t Cln't w~lt a ny lo nil i r . I don' t O;now 
wllit 10 do. I l ove her, but if I hl lovld tnt! would she SlY thaI WI ' VI oot t o lIet 
mn ri l d no ... or Ihe·s go i ng to l ea" l ml? I jYI I c a n·t ..eem to In l w" th . t 
Ques t ion . 

( I ) If you have Iny do ubts, you mloht want t o cons ld l r t hl con.lqYl nc u; 0 1 
, poor dle l , i on . 

(21 You·rl s t ill young . TIII,a t~ lngs hive. w~y o f wo r k , ng Ihlmse lvel out 
I n t i11'II . 

13 . Yoy'rl wonderIng I I Ih' rl.,ly l ovld Yfu woul d s he ~u t Ih ll k i nd of 
pr es,url on, bul. at the S¥I'II I lmI, i l hyrll to I h i nk s lIe mi gl"l t IIIV' yo u. 

"3 Ans~r 

ME-I ' - 2 
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.n thl IVlnt wnlrl a coun"'or t •••• thlt h. can no ' ona.r b. of h.,p to th. 
coun•• •• e, or when the coun•• II ••"p.ar. to bl undlrao lna tmOtlOn,1 d l.tur­
b,nc•• , thlt co:.unse l or .hou ld con. ld.r r.ferr ing h i. coun•• I•• to IpproprllU 
prof ••l lona l hlt l p. Th••tlPI which h. shou ld fo ll ow In mak ing rlf.rrll Ir.: 

I rst: 

10: Third: 

ME-II-3 
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PERSONAL AND PERfORMANCE COUNSELING 

MODULE II 

SOLUTION/DISCUSSION 
(S.'I-Gradld) 

EXERCISE 

STANDARD: Yo"r 'npen...hould Ind l(:lh .n "nde,sunding 01 thl d.flnltion pre­

••nt.d b.'ow to r.c. iV I I "GO." 


P.r.onll coun.lling can b.st b. d••crib.d as an attempt to provld. I h.lping 

r.'ltionship which nsist. the loldl.r in d.v.'oplng Initlltiv••nd ItnOW"hOW in 
.olving h is own problems . (S.. SR I, pig. SA-I-61 

EXERCISES 2 through 4 

STANDARD: Th. stud.nt must carr.ctly """tCh a ll thr...klll, with Its Ippra­
prl.tl dlscrlption in ord.r to rle.ivi I "GO." 

"It. Plrlph... l ng : ~. Wh.n uSld cor ••c·tl ","'C'".~, ;.;;" ;. pon•• I.t. the 

Itnow th.t the coun•• ' •• ,. und.r.t.ndlng the me.nlng 01 h·l. Id •••• 

Pig. SR-I-8) 


3. R.II.ction: b. Rath.r th.n addr.ssing content. thl. type of .kill Iddr ••• ­
•• the le.' l ngs behind thl coun•• , •• •••lIt_nt5. (S•• SA 1. p.g. SA-i-III 

4 . Surnnariz.tion: I. Th •• r.lpanl' i. used to .ddr,.s the c.ntr.' th_ wh.n 
• couns.'.1 maltes .Ivlr,' .1I1_nll or In unusually long .t.t_nt. (Sel SR I. 
p.g. SA-'-IOI 

EXERCISES 5 through 7 

STANDARD: Th. stud"nt must .n. ... r III three question. corr.ctly In ord.r to 
r.c.lv. I "GO." 

51tultlon 5: 3. Th.re .r. no Itrong fill ings indicat.d. Th.y". confused. 
but th.r. il prObably more 10 the probl"",. A Pir.ph,lIS. r ••ponl. giv.1 them an 
opportunity to II.bo'lt, more on ttl. prOblem. 

S,lUllllon 6: !. Strong ItOTIOtion• • r. Indicated. A r.lI.cliv. r ••ponll ....ould 
b. mad., wh ich wi II .ncourag. th.... to v.nti latl thiS. 1•• ,lngl. 

Silulllion 1: 3. Hl i. r.'pon•••........,.riu. w...at was Slid. It leltnowl.dgl5 thlt 
th.lr feelings are mixld on th. I ••u. and off.rs them In opportunity to tallt 
mor •• 
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EXERCI SES 8 throuvh 10 

ST",NO",AO : Th. uud.nt mu.t Id.ntlfy .!I th....tlp. u••d In makIng I •• II..I!, 
Ind t~.V mu.t IPp..r in ordlr to ..ell"l I "GO.- (S.. SA I. pigi SA-I-Il) 

S. InlOrlll t~. counalJaI' th.t t~I' I, blyond thl l r CCllflpltll'lC:1 and t~at t~ly 
(counnlor) Irl ooing to rlfii't"-n ICqjI.n.aI ••1 to _Ol)~. 

II. "Ikl cont.et w i t~ t~. par,on or .glney to VItI~om t~IY VItI II I r"ar t~1 

coun'llll. 

10. Follow-up t~. coun•• III', , I tu.t lon l"ln t~oulI~ t~• ., I" b. lng coun.llid by 
11"l1li01'1' lis•. 

MSO-II-2 
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PERSOtCAL AHO PERFORMANCE COUNSEL ING 

MODULE III 

PERFORMANCE COUNSELING 

I. Enlb ll n; L..rnin; Obj.ctlll•• . 

I. O..crib. the purpg.. e ' p. r ler",anc. ceunS'ling. 

b. Id.ntify and dl.cribl thrll posslbll approachlS wh ich a couns.lor may 
u•• In a pe,formance apprl lill •••• Ion. 

First, .tudy thl obj ectl"l••bo"l . Thin, Itudyand 
ing 3. Turn tg the .... dul • .,,,,rcis. and do thl ilKlfCis"s. 

OnCI you hl"l comple tld thl 1~lrclSIS, chick your answers wi th thl .nc losed 
IIGcllde SGlutlon'Ohcu•• lon She.t . Thl. 1'1 •• I I-gr ldld 1...cl.l. B...d on Iny 
Incorrec t ,"pons;e., rI"i_, r .."lluau, and proceed to the na~t ....du !•. If It 
,ny time during this prGcla. you Ir. not .ur. gt your knowlldgl of this subJ.ct, 
Itop Ind work through thl modul. r.ldlngs until you '1.' qU11 Ifl.d to complet. 
thl moduli .~erciS8. 
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PERSO NAL AND PERFOR MANCE COUNSEL ING 

MODULE EXERCISE 
(Sel f-Grlded) 

III 

Answe r tile f ollow i ng quest i onlO blStd 
thil .xerG II. lor YO"r Inlorlllll t ion . 

on yo", r reading lor th i s mod", ' • . Ren i n 

I. The purpose 0 1 pl r formanel eounleling e a n bllt bl delcribed as: 

Identify the tllree pon lbl e appro ...Ch.1 II tOun!..! lo r m... y UII In a perlorlllllnCI 
appraisa l .... ,on, ... nd write ... brilf destrlption of ....011. 

2 . Approach I ~ 

3. Approach I I : 

4 . Approach III: 
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PERSONAL AND PERFORMANCE COUNSELING 

MODULE I I I 

SOLUT ION/ DISCUSS ION 
(Se l f-Graded ) 

EXERC ISE 1 

STANDARD : Your response shou ld ind icate an understand i ng of the def in i tion pre­
sented be l ow to re ce ive a "GO ." 

Accord ing to Slljlpl ementa I Read ing 3, page SR-3- 2, Sect ion I, para 2 . a., perfo 
manc. counser l ng attempts to mprov. pe~formane. or to~'ntain an already 
ek iating level of performance. 

EXERCISES 2 through 4 

STANDARD: Your response should correc tly ident I fy al I three approaches and 
i nd icate an understand ing of the defin i t ion presented below to rece lv. a -GO. " 

2 . The Te l I and Sell Method. The goa l is to te l I subordinates how they are 
do ing, ga in thair acceptance of the eva luat ion, and to motivated them to follow 
the leader's plana for Improvement . (See SR 3, para V 2, page SR-3-1I) 

3 . The Tell and Usten Method. F irst, the lead.r covers the strong and weak 
po ints of his; subord inate'5O duty performance as In the tell and sell . Th. 
reader then ekplore. h is; subord inate's react ion to the evaluat ion . (Sae SR 3, 
para V 2, page SR-3-131 

4. The Problem Solving Method . Th is method prov ides the counselor a l ow risk 
means of resolving conflicts by fac i litat ing a mutual search for solutions that 
will be acceptable to both supsr lor and subord Inate. (See SR 3, para V 3, 
page SR-3-14) 

MSO- I I I-I 
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PERSONAL AND PERFORMANCE COUNSELING 

SUPPLEMENTAL READ I NG 1 

"Gu ide to Persona I Counse ling for Noncorrrn i 5S i oned Of f i cers" 

PARA PAGE 

I. COUNSELING I N GENERAL 

Definition of Counseling i n Ge nera l . .... . • . . . .•.. . .•.. . . . . . 1 SR-1 -2 
Purpose of Counse l ing in Genera l ....•.... • ............ 2 SR-1-2 
Qua li t,es of a Good Counselor ................. . . . .. . . . .. . . . 3 SR-1-2 
Counse l ing Po i nters . . . .. . ... . ........... . .. ... • • . . . . . . . . .. 
Hin ts t o Improve Counsel ing ............ . . .. .. .. ... .•. .... 
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I. COUNSELING IN GENERAL 

I. Defin i tion of Counseling i n Genera l . 

Counsel i ng can be be5t de5cr ibed as a tace-to-face ,e l at i onship between two 
people whereby the counselor provides a learn i ng situat i on i n which the coun­
IIIlee I s helped to; understand his abi I ities, needs, strengths, and weakne5ses; 
acqu i re I nformat i on; c l arify option. or alternat i ves ava il able to them; and p l an 
and take a course of act i on on h i s own respons i bi l i ty. 

2. Purpose of Counsill i ng in Genera l . 

Counsel i ng often becomes an i nterpersona l relat i onsh i p in wh i ch the principal 
ob j ec t ives are the deve lopment o f the counselee , the improvement o f h i s we l fare , 
and the reso l ut ion of hiS prob l ems . 

3. Qualit i es of a Good Counselor. A good counse lor: 

a . Real i zes the counsel i ng sess i on is to he l p the counse l ee . 

b . Wants to help the counselee. 

c. Is hone5t and s i ncere. 

d . Regards the counse l ee as a va l uable huma n be i ng . 

e . Does not plac e h im5elf i n a position above the counselee. 

f . Makes the c ounse l ees fee l at ea5e so as to gain the i r trust . 

g. 15 confidential. I f he has t o break confidence for the sake of the unit 
or the lafety of ano ther, he should I nform the counselee that he has to do this, 
even il the cou nsel ee has not g i ven h is permiss i on . 

h. Does not probe unnece5sarily. 

i. 00e5 not condemn . 

J. Has empathy. 

I. L i stens and trie5 to undaf5tand . 

4 . Counsel ing Po i nters. 

The following po i nters arl to assist the I nd ivi dua l NCOs I n counse l i ng the i r 
subordinates in genlral. Moat app ly to both personal and performance coun­
sa l ing. Some would require modifiClt l on in performance counseling. These 
pointers or techn i ques are Imphas i zed i n SA-3 , 
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a. Be at ease and try to overcome self-consciousness on the part of the 
counselee. 

b. Use words suitable to the level of experience of the counselee; adapt 
your conversation to the counselee. 

c. Phrase questions so that they can be eas ily understood . 

d. Extend a friend l y greeting; use the counselee's name occas ionally when 
you speak to him. 

e. Encourage the counse l ee to give detai led answers . 

f. Be sincere. 

g. Always be calm and undisturbed during the sess ion. 

h. Don't ask tor information you already know un less you want to check 
answers or behavior. 

I. Give your undivided attention. 

j. Be courteous and businessl ike; keep the atmosphere in formal. though, in 
the case of persona l counse l ing. For obvious reasons, performance counsel ing 
would generally be more forma l. 

k. Be sure you understand each statement of the counselee as you go along. 

I. Keep appointments promptly . 

m. Fo ! low up clues given by the counselees in their statements . 

n. Make the interview or session a two-way affair. 

o. Never argue. 

p. Review information about the counselee pr ior to the session. 

q. Do not hurry or r ush; better to reschedu le than to rush a counsel ing 
session. 

r . Do not Imply answers to your questions. 

s. Be.s frank as poss ible. 

t. Let the counselee tel I his story. 

u. Stop! Look! Listen! Remember that everything that the counselees do can 
tel I something about how they are receiving what you say.' 

v. Don't jump from subject to subject. Wait until each has been fully 
covered . 

SR-1-3 
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w. Grant th e counselees strict con f idenc e, i f poss i b l e, i n refere nc e to any 
thing they should revea l about themselves. I f you have to break confidence for 
the sake a f the un i t or incise of danger to another i nd iv Idua I , make sure you 
notif y the counse l ees tha t you must do th i s- - ev en i f t hey don't give permi ssion. 
Bu t th is should be onl y in d i re ci r c umsta nces . 

,. Record a l I re I evant i nformat I on at the ear I i est oppor tun I ty, I f re ­
qui red , but don 't wri te dur ing the session unless absolutely necesslry. 

y . Don 't leave the counse l ees hanging in a i r at the end of the sess i on . 
Tell them def ini te l y what your next step i s go ing t o be (e . g., refe r ra l , f ollow 
up , etc .) . 

z . 00 not " pre.ch " i n the s eSS ion ; don't be afra i d to use your sense of 
humor whe n appr opri ate . 

• Observe whether the counselee s d is;pl ay undue app rehensi on or emot i on whe n they 
di scusses an area of performance or per sona l i ssue. Th is may te l I you where 
t hey are having pr Obl ems. 

5. 15 H in ts to Improve Counsel i ng . 

The major rem inder. or hin ts that should be emphasized i n orde r for counselors 
t o con t i nual l y impr Ove the i r counsel i ng abit it ies : 

a . Avoid draw i ng con clusions wh ich you th ink seem to f ollow fr om a 
statement by the counselee. 

b. Try to unders tand wh a t t he counselee is s.ying and fee l i ng. 

c. Whe n you ask quest ions, be sure you real l y need t he Informat ion . 

d . Kee p the conversa t i on ope n-ended. Don ' t cu t o ff or in terrupt the 
counse l ee . 

e. Don' t fee l you ha ve to s ave peop l e fr om hurting. 

f . Don' t be j udgment a l. 

,. Encou rage the counselees t o take the i niti .t ,ve and s ay what they want 
to say . 

h. 00 no t i nterrogate . 

; . Keep your own per sona I ex per I ences out 0 t the counse I i n9 iii i t uat ion 
unless you bel i eve they w i I I re al l y help. 

J. Don't do a ll the ta l k ing; r emember , it i s t he coun&el ee who has t he 
prob lem. 

k . I f necessary, get a corrm i tme n t for another sess ion. 
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I. Do not take sides. 

m. Do not confirm the counselees in the ir prejudices, etc. 

n. Keep your mind a lert. 

o. Help the counsel ees to help themselves. NOTE: Near the beginning of 
the counsel ing session, the counselor IIhould determine elCi1Ictly what the 
counselees have done to reso lve the i r own problems or Improve their performance. 

6. Preparing For The Counseling Env i ronment. 

a. Advance Not if icat ion. Whenever possible, the counselee Shou l d be notl­
f i ed in advance of the interview. ThiS perm i ts h i m to th i nk about hiS perfor­
mance or problems and to be prepared to discuss it. It also gives counselors 
time to prepare and to arrange their schedule. Advance notification ill a 
two-way street. 

b. Allotment of Time. Sufficient time should be allotted for the i nterview 
so that neither the counselor nor the counselee will feel rUShed. While it is 
recognized that a large number of personnel to be counseled may place restric­
tions on the amount of time allotted, every effort should be made to allow 
plenty 01 time. No session can be completely successfUl If the participants 
feel rushed. Also, you have to cons i der the impact on the counselee of schedul­
ing the t i me for the session after duty hourll, as Is sometllTMlS done. 

c. Planning. A general plan of action for conduct of the performance 
counseling should be developed. However, since flelCibi I I ty i s imperative in 
personal counseling, a h igh ly detailed plan is not advised. For performance 
counsel ing, the counselor should review all background In formation, with parti­
cul a r emphasis upon the perlormance appralsel. Then , they can develop a general 
plan for conducting the i nterview. Thill wi II mainly involve deciding upon the 
sequence of the I tems they wlllh to discuss and the points they Wish to make 
about each item. 

The place where the counsel ing IS to be conducted Is 
uncomfortable or disturbing phySical setting causes 

distractions and reduces the motivation of the counselee to actively partiCipate 
in the interview. At a minimum, there should be suff i cient space for the coun­
lIelor and the counselee to Sit comfortably. Lighting should be suff i cient, but 
not so bright that the counselees leel they are being subjected to I " third 
degree.· Ideally, the room should be free from noiS8. Care should be taken so 
that there will be no interruptions dur i ng the course of the interview. Pr ivacy 
is essential to prevent distractions and to maintain the atmoSphere of confiden­
tial ity. I n addition , the placement of the desk between the counselor and the 
counselee may give the Impression of a more farmal and authoritative atmosphere 
than the counselor wants in. say, a personal counsel ing situation. 

SR-l - S 



C003-C FEB 89 

7 . Observer's Checkl ist. These tIIre questions that one can ask one.alf when 
evaluilting iI counsai i ng session--the i r own or another counselor's. 

iI. How did the counselors open the interv iew? 

b. How d id they close i t? 

c. Were thes. two persons try in g to he l p each other, or were they opposing 
each other? 

d . What k; lnd of relationsh ip d id the counselor try to estab l ilih in the 
interview' 

e. Did the atmosphere ot the intervi ew change at <lIny po int? 

t . Did it become more or less comtortatde or stra i ned? Why? 

g. What fee li ng could you d.tect in the counselor? 

h. What fe.1 Ing could you detect in the counse lee? 

I. Did the counselor try to satisfy the needs of the counse l.e or the needs 
of the counselor? 

J. Did the counse lo r make the counse l ee tee I relilxed and comforta b le? 

k . Did the counse l or rea ll y li sten? 

I. Did the counse lor reilily try to understilnd what the c ounselee sa id and 
how the counselee te lt? 

m. If you h<lld been the counselee, how would you hilve responded to the coun­
selor's behavior? 

, . Did tho counselor re veill any biils or pre j ud ice? 

,. Did tho counselor respect tho r i ght of tho counselee to be h imsel f? 

,. Did tho counselo r present i nformiltion7"Y 

q. Who d id tho most talking, tho counselor counse l ee?" 

,. Did tho tw, agree on "Y future relilt ionsh ip7 


II . PERSONAL COUNSEL ING SKILLS 

1 . Def in i t ion and Purpose of Per so nil I Counse l ing. 

The purpose of personal counsel ing can best be descr ibed as an attempt to pro­
v ide a helping r.lationship wh ich assists the soldier in deve loping initi ative 
and know-how i n solv i ng h is own problems. 
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2. Act ive Listening. 

If superv i sors are to be effective ne l pers, tney must be effective I l ateners. In 
tna Efhct iva L i stan i ng block of In5truct ion, the most productive way of 
accompl i .n i ng ona-to-one CQlTmJnicat ion was i dantif l ed as act ive I I .tan l ng. Th i s 
means mora tnan s imply concentrat i ng on what tne otner peraon Is saying. It 
Includa. latti ng tha otner parson know you have naard him. We frequantly assume 
we know what tne other person means by nis word., that we understand what ne 
i ntended by n i s remarks. Th is may be the case. but often we may be missing an 
important alement in h i s conmun ication to us. It is useful to chack to see II 

we have neard what he real ly Intended to corrmunicate. 

Step. in Act ive Listening. 

Step 1 : ai II; (SENDER SENDS MESSAGE) 	 "I don't want t o go to tne play 
t onight. " 

Step 2: Mary : (LISTEN ER PARAPHRASES) 	 ·You are not Interested in seeing 
th i s p l ay ?­

Step 3; Bi I I: (SENDER REV ISES) " No, I'd like to see th i s play sometime.- It 's that I'm worr i ed about the work I need 
to gat dona for tomorrow. " 

Step 4 ; Mary : (LISTENER PARAPHRASES AGA IN) 	 " You'd I I ke to sea the p l ay , 
but you're worried about not 
being prapared for tomorrow 
and you'd I i ke to spand 
tonight gatting ready ." 

Step 5: B ill : (SENDER CONF I RMS ME SSAGE RECEIVED) 	 -Ya., that's what 
mean. 

Step 8 : Mary : (LISTENER RESPONDS TO MESSAGE ) 	 "We ll, I can understand that 
you'd not enjoy the p l ay 
with a ll that on your mind . 
Maybe we can go at another 
t ime. " 

Important Elements ot the Active Listening Process. 

Through act ive I is tening, the counse lor can improve coomun i cation w ith the coun­
selee in several ways . F i rst , active lis teni ng a llows the counselor t o check 
the accuracy of wnat he thought he heard. Sacondly, he can l et the counse l ee 
know ne I s really listening. And th i rdly, he can ass i st the counselae in clar­
Ifying h is problem and the possible solutions. Thera are three bas ic skills 
wh ich comprise act ive I i stan ing. They can be usad singu l ar ly or i n combination 
to enhance communicatio n . 
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Paraphrasing is a bas ic cOl"ITnunication skill. It i s a way of checking to mak;e 
sure that you understand the other person's Ideas, information. or suggestions 
as he in tended them. Paraphrasing is any means of showing the other person what 
his ideas means to you. 

Paraphras ing may respond to two dimensions of a communication: the In formation 
or content in the corrmunication. and what the person feels about the in formation 
or content. Sometimes the feel ing l evel w i II be the real message, and at other 
times almost no fee ling at all will be involved. Effective paraphrasing will 
seele. to pick up what the person IS really intending. 

Jim: "I am not sure if now is rea lly the best time to ret ire. or not." 

Gene: "It's hard to determine What's really right for you?" 

Learning to Paraphrase: 

People somet i mes think of paraphrasing as merely putting the other person's 
ideas in another way. They try to say the same thing with difterent words. 
Such word swapping may merely result In the illusion of mutual understanding. 
when there is none. It can become a k.ind of parroting that is meaningless. 

Effective paraphrasing is not a tr ick or a verbal gil"lTnick. It comes from an 
attitude. a desire to know what the other means. And to satisfy this desire you 
reveal the meaning he intended to convey. 

To paraphrase is not to mak;e a Judgment about the other person. He Is the only 
one who k:now5 what he really meant. It may not be in the form of a Question, 
but even then a Question mark. is always impl ied. Paraphrasing does not mean 
approv ing or agreeing with what a person says. Nor is it seeking to reassure 
or to prove or to argue. It is simply letting the other person k;now he has been 
heard. 

Obviously. paraphrasing is not your only response in a I ively conversation, but 
i t is o ften a neglected element. This k; i nd of act ive I istening can greatly 
facilitate good cOl"ITnunication. There are added benef i ts from paraphrasing. It 
lets the other person k;now you are really interested in what he is saying. It 
shows you want to know what he means. And if the other feels you can under­
stand his point of view, he is more I ikely to want to hear your point of view. 
Also. paraphrasil'1g can be useful to the other person in helping to clarify his 
own thoughts or feelings by seeing them more objectively or in a d i fferent 
perspective. 
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Prilct i c8 Situation. in Paraphrasing . (Notice the moat useful paraphrase i n each 
case . ) 

I . J im shou l d never have become a teilcher, he has such expens ive tastes . 

a . 	 You mean teaching I sn't the right Job for him. 

b. 	 Not everyone c an be a teacher. 

x 	 c. You mean he should have gone into a field with a h i gher standar d 
of l iv i ng . 

2. realty get fed up with the work I 'm do i ng . It j ust seem5 po i nt l ess 
and I 'm wasting my time. 

a. I k:now just how you teel ! 

X b. You really wo uld I ike to make your time count for someth i ng? 

c. 	 I know t he work may be boring but there may be more va l ue there 
than you think just now. 

b. 	 Reflect ion of Fee l i ng. 

Paraphrase is most often used to restate the content of the message whe reas 
ref l ection is used to ilcknow l edge tha flel i ng behind the message. When the 
counselor i s act i vely li stening, he can ident i fy the feel i ngs assoc i ated with 
the message. The counsel ee 's manners , tone, and phys i ca l pos i t ion are al l c l ues 
to h i s current fle li llgs. I f aile has troub l e i da n t l fyillg the feel i ngs , he call 
th i nk to h imself , - How does th i s person teel ?" 

Learn i ng to Reflect Feel ings. 

How do 	 the people feel ill the foll ow ing three messages? 

Cou llselee I: I'm real l y ready to sock him i n the face the next t ime he 
mouths o ff . 

Perhaps you described these feel i ngs as angry, I rritated, or mad. 

Counselee 2: Why do I always have to get pick:ed on? I'm always having to 
justify why I do something. 

Imagine how th i s person feels , Di d you imagine puzz l ed, defensive , 
irr i tated--maybe some of a l I three. 

Counse l ee 3: 	 You c an imag i ne how I felt when I d i 5cavered my w i fe was go ing 
out on me. What 5hould t da--Ieava--canfrant her--beat her ? 

ThiS person probably feels angry, upset, resentful. and contused . 
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Pract ice Situations In Reflection of Feel ings . 

I. Wit doe.n't INke any sen.e . I work my butt oft around here. But do you 
think anyone notice.? H.I I nol " 

a . 	 Yeah . t know wnat you mean . -
X b. You ru lly teel unappreciated for all the work you do, r i ght ? 

c. 	 Listen . Folks do real l y care about what you do; they just don't 
show i t. 

2 . "Wel l, I'm due to get out of the serllice next month. The j ob-market sure 
doesn 't l ook promis i ng for a guy w i th my skil ls. · 

a . 	 Hall e h i th. You' I I f i nd a job somewhere.-
b . 	 Hav e you ta l ked th i s over with anyone? 

x c. Are you .fraid that you wi I I not be ab le to land a job? 

c . 	 Su~rizat l on . 

Aftar a counselee has expressed several messagas. h i. message. w i t I suggest cer­
tain pattern. that can be reterred to as theme. . The.e thame. are topics wh ich 
the counselee continually reters to in some way . The counselor can i dentify 
these theme. by li sten i ng to what the counselee repeat. over and over. The 
counselee i. trying to tell the counselor what he need. to focull on i n th i s 
counse li ng ••ssion . The primary purpose of lIullTTlar lza t lon is to tie together 
these common ideas . Summar i zation can serve •• a good feedback tool for the 
counselor by creat i ng mean i ng 'rom v ague and ambiguous massage• . 

Examples of Summar i zation Responses . 

I. Sold i er : Sometimes I would real l y l i ke to get out of the Army and go to 
co ll ege. But it would sure be hard to provide for my fam ily. And i t has bean a 
l ong t ime since I WI S In s chool. I t 's hard to know what to do . 

Sumnar i zat i on Response : You hel torn . Somet imes you want to go to schoo l. 
Other times, you're not sure it it would re.1 Iy work out. 

,
2. So l d i er : I know dr i nk i ng r.a l Iy doesn't help me i n the long run. And i t 
sure doesn ' t he l p my family . My wife keeps threaten i ng to leave . I know al l 
th i s . It's hard to stay away from booze. Hav i ng a dr i nk makes me fee l 
rel i eved. 

Su~rilation Response : You're aware of soma of t he ways that drink i ng is not 
very helpful to you, yet you tee I better atter a dr i nk . 
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I I I . REFERRAL 

I. lInnls of Compltsnci. 

In th. cours. of Iny couns.llng, suplrvlsors may .ncountsr Indivi duals who 
Ippalr to b. und.rgo i ng ••rious p.rsonll problems Indlor emotlonll dlsturblnc.s . 
Such matt.r. Ir. usually out. Ida tha compatance of tha counselor to hIndi • . 
Although the counselor should b. al.rt tor signs of s.r ious disturbances , hI 
should res ist the temptations to delve into personal Ind emot ional problems . 
The necessary steps should ~e t ake n to refer the Individuals to approprllte 
sources where they can o~tain professional assistance: 

I . ~torm the couns.I ••s that th l. i. ~.yond your compet.nc. Ind that you 
Ir. going to r,f. r- them to s~on. Iisl. 

b. Make contact with the person or agency to whom you are reterring the 
counselee. 

c. Follow-up the counselees' s i tuation even though they are not be i ng 
counseled by you any longer. 

2. Agancies tor Referral. Some referrll agencies are listed bllow: 

I. Army Coomunity ServlcI 

b . Army Emergency Rei iet 

c. Alanon. Alcohol Ica Anonymous 

d. Alat ••n, Alcohol ics Anonymous 

a . Alcoho l ics Anonymous 

f. Chaplain 

g. Child Advocacy Counc i l 

h . HELP 

i. HOTLINE 

J. Human Relat ions and Equal Opportunity 

k . Legal Assistance 

I . Man tal Hyg iene 

m. Red Cross 

n . Sa lvat ion Army 
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o. State Depertment of We lfare 

p . USDA Food Stamp Center 

3 . Danger S i gns . 

In some cases, an Indivi dual who has gone to a un i t leader for counsel ing he l p 
may need professiona l help and, thus , he should be referred to a profess i onal. 
The follow i ng material descr i bes behav i or of ind i v i duals that may indicate that 
they may need he l p of some kind. In some cases a un i t l eader could provide 
counsel i ng and in other cases the i ndividua l shou l d be referred to prOhSlli i ona l s 
for he l p . 

There are eight (B) separate and d i stinct indicators of poss i b le persona l prob ­
lems wh i ch you shou l d be al ert for and be sensit i ve to when you observe them I n 
those w ith whom you are associated. 

1. The first, and probably one w i th wh i ch you are very fam ili ar, I s a sud­
den decl ine in duty performllnce. This I s a person who is II conscientious 
so l dier, who Is on t ime , and usuill Iy does h i s job , but suddenly becomes 
uncooperat i ve and unw i I I I ng to per torm . 

2. Second are changes in the person of the sold i er . Th i s would Inc l ude the 
Inability to sleep U night; II loss of appetite and loss of we igh t; a ga in in 
weight ; and a sharp change in personal appearanCI . These things are frequently 
signals of someth i ng powerful going on. 

3 , The th i rd danger s i gn i s w i t hdrawal from contact w i t h other people. 

4 . The four th is inappropr i ate moods . 8y th i s I s meant thllt i n a situat i on 
someone who, when you wou l d I:.:pect them to laugh , they cry instead; or where 
they would be expl c ted to be angry , they Illugh. I n other words the i r behav i or 
I s llimost oppos i te of what would normal l y be e:.:pe c ted for the situation . 

5. The f i fth danger sign is gross l y i napproprillte behav io r pa t t arns. By 
this is meant II soldier whose behav i or bears very l i tt l e rel ati onsh i p to the 
s i tuation. An e:.:ampie mi ght be II soldier who ur i nates in his plate in the mess 
ha I I . 

8. The s ix th danger s i gn that you shOu l d be aware of i s the recu rrence of 
&lome person al trauma, some l arge event in the li fe of your subordinates. Th i s 
i s highly subjecti ve . 8y that , I mean what may appear to you to be something 
Inconsequential can be someth i ng very overwhe l mi ng i n the t ite ot one ot the 
soldiers with whom you are assoc i llted . You should avoid maKing your Judgment 
about what i s or what is not traumat i c and be a l ert to accept the judgment of 
the so l d ier. 

7. The seventh danger s i gn, and one w i th which, I am sure, you ar e somewhat 
tam i liar. is the exce&ls I ve use of ill I coho I or a sudden i nc rease in the use of 
a lCOhol . 
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8 . Eight i s quite I i ke seven . the use of drugs. 

What do you do If you observe any of these things going on? I t is not for you 
to dec i de t hat counseling lihould take place . The non-direc t i ve appr oach i s 
usually best. To seek counseling is a counselee'. decis ion. However, it is 
appr opr i ate for you to estab l ish the possibility that counseling ca n take p l ace 
by some k i nd of outreach I n the d i rection ot this person in whom you have obser­
ved one or more o f the s i gns that ar e d i scussed. The outreach i tse l f should not 
be i n the form of a d i re c t commen t such as ; ·your personal appearance has de­
cl i ned l ately, and theref or e , I th ink you may be depressed . - But it shou ld be 
something to the effec t , " You seem t o be fee l ing down . Would you I i ke to ta l k. 
about I t? " This prOvides the counselee w ith the oppor tun i ty to say : " Yes, I am 
down . And this i s the reason why ... 

Sometimes you may make an attempt and you r attemp t w il I be rebufted or no t ac ted 
upon, bu t that's OK . The counselor must accept that it i s a counselee's deci­
Sion whether or not I counsel ing relationship w i II be tormed . At some l ater 
pO i nt in t ime counsel i ng may beg i n as a result o f some init i a l con tact that you 
have mad e . 
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PERSONAL AND PERFORMANCE COUNSELING 

SUPPLEMENTAL REAOING 2 

"The Supervisor as Counselor" 

As Fred F iedler rem inded us in a Psychology Today art icl e (1973), ship captains 
once could actua l ly whip sai lors who d idn't obey orders; managers could f i re 
people on the spot for slacking off; students could be expel led from school for 
talking back to teachers. Today, al I that has changed. Sailors are permitted 
to grow sideburns; uni ons protect workers from being t ired outright tor anything 
other than major transgression of the rules; students ara asked tor their sug­
gestions and even for their opinions. 

The person in charge used to have unquestioned authority to command and compel. 
Today, supervisors must focus on persuading rather than ordering workers to per­
form. They must learn how to convince workers to ach ieve their objectives or 
change the i r behavior . 

How can the supervisor do this effect ive ly? One ot the best ways is through 
counse I I ng. 

The word counselor has been abused lately. Counselors run the gamut from wel l ­
trained professionals to amateurs wh o deal in such unscientific areas as loan 
counseling and even funeral counsel ing. The "t rue" counselor Is a trained ex­
pert who understands the app li cat ion of behavioral science concepts to human 
relat ions. Supervisors cannot hope to become "professional " counselors without 
extens ive training and certif ication, but they can Improve their counsel ing 
skil Is to the po in t where they can use them to effectively persuade subordinates 
to be more productive. 

ROLE CONFLICT. 

Of all the ro les that superv isors may fill In their daily life (father or 
mother, son or daughter, husband or wife, d i5Cl pi inar ian, leader, etc l , the role 
of the counselor may be the most difficult for them to understand. One reason 
for this is that s~ supervisors find their role as counselor in confl ict with 
the i r role as discipl inarian. This is often the result of poor or Inadequate 
manage-ment training and a lack of understanding about how to sh i ft from one to 
another . 

CHANGE YOUR PERCEPTIONS. 

To simp l ify this problem of role confl ict, think of the counsel ing role in terms 
of a helper/receiver relationsh ip rather than a counselor/c\ lent one. Both 
helper and receiver must understand that the helper is try ing to influence and 
change the behavior of the rece ive r in a way that wil I be useful to both of 
them. 
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In the helper/receiver relationship, both parties have needs, values, and feel­
ings that influence their behavior in the relationship. 'n the old days, the 
supervisor could tell the receiver what was best for him without any interaction 
or w i thout cons i dering the subordinate's needs, values, and feelingS--unless the 
supervi sor was e;.ctraordinarily sensitive. The receiver--either through fear of 
l os i ng h i s Job or respect for the supervisor or both--often carried out the 
supe r v i sor's prescriptions. But the supervisor was sharing the responsibility 
for the outcome of his rec0nrn8ndation. If the receiver carried out the super­
visor's recOflTTlendation and it failed, the receiver could always blame the super­
visor for having g i ven poor advice. 

SELF-CONCEPT 

Before supervisors can even begin to counsel a subord i nate, they should under­
stand what is likely to go on in a particu l ar subordinate's mind while he is 
be ing counse l ed. To get anywhere close to the mark, they must know as much as 
poss i b l e about the subordinate's personal ity, feel ings, and attitudes. 

Each of us has created an image of ourselt--an image variously tagged by behav­
Ior sc i entists as the " self-image, " the "self-structure," or the "self-concept." 
Reg ar d l ess of the label used, each at us has a system of ideas and bel iefs about 
ourse l ves accumulated through many lite experiences . 

Here ar e some important things to remember about subord i nates' self-concept 
that w i ll directly affect your COunseling relationship with them: {n It is a 
patte r n of bel iets developed over a long per i od at time: (2) they have a deep­
seated need to preserve this system of ideas about themselves; and (3) In most 
cases, they will not only want to preserve it, but also to enhance or improve 
i t. 

Behavioral researchers have found that people cope with a threat to their self­
concept by e;.chibiting defensive behavior or by changing their self-concept and, 
poss i bly, their actions. The greater the threat to the person, the more nega" 
t i ve h i s react i on w i ll be to counsel i ng efforts. 

PRESENJ ALTERNAT IVE.S 

I f most people react this way when they are threatened, how can you hope to 
counsal subordinates without injur i ng the i r se l f-esteem, provoking defensive be­
hav ior, or incurring their wrath toward you? One approach proven to be helpful 
i s presenting the subordinate w i th severa l alternat i ves. The process is known 
as max i mi zing alternatives. 

If both people in the helping relationship agree that there is a problem and 
that the receiver's behavior i s unacceptable, then you have a foundation for 
beginn ing to e;.cplore alternative kinds ot actions you can ~ take. 

I f the he I per can get the rece i ver to understand and exp lore the var i ous courses 
of act i on available, the helper has taken a pOS i tive step toward solv i ng the 
prob l em or getting the subordinate to modify his behav i or. 
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The key to effective counsel ing is giving the receivers the freedom to choose 
the course of action that they feel is best for them under the circumstances. 
The receiver wi II be much more I ikely to carry out a course of action that they 
themselves have identified--because it is their decision and they are 
responsib l e for the outcome. 

The helpers can do their part by using the counsel ing relationship to let the 
receivers know exactly what is e.>lpected of them. This may inClude joint goal­
setting, better peer re l ations. increased promptness, greater efficiency in 
performing his j ob. If supervisors have tried to he l p the receiver explore 
alternatives and arrive at a personal decision. they can be more certain that 
his counsel i ng w i I I achieve the desired change. 

COUNSELING GU I DELINES. 

I f you want to be a more effective counselor, here are some guidelines to help 
you get the most out of the helper/receiver relationship; 

1. Don't argue. Subordinate w i ll try to preserve their self-concept by 
meeting your arguments with resistance. If you increase your argumentative 
position or continue to "pound away " et them. you w i II ach i eve even more resis­
tance and denia l . 

2. Be prepared to I isten. You must understand the subord i nates' pOint of 
view before you can begin to jo i ntly explore alternatives. Understanding sub­
ordinates' point of view. however, does not mean that you must agree with or 
support their pos i tion. There's a difference between empathy and sympathy. 

Let the subordinates do more than halt the talking. It may be easy tor you, 
because of your 8Kper ience as a superv i sor, to get trapped in a prescr ibing or 
lecturing role. But a "know- i t-al l " position may threaten receivers so much 
that they mentally leaves the scene or acts more defens i ve l y than they would if 
you were more receptive. 

3. Direct your comments to behavior that the subord i nate can change. By 
g i ving people unfavorable feedback about actions over which they have I ittle or 
no control, you only increase their feel i ngs of frustration and their need to 
defend themselves . 

.II. Give time l y feedback. Feedback i s most helpfu l to a subordinate when it 
i s g i ven et the earliest opportunity after an event or i nteraction hes occurred . 

Research in this area indicates that people may have a certain tolerance leve l 
tor accept i ng unfavorable feedback. When this level is approached or surpassed, 
no further learning takes piece. For th i s reeson, you should give feedback. 
often and I n sma I I Quant I ties . Feedbeck I 1m I ted to a campr ehens l ve, once-a-year 
performance review with subord i nates w i II not help them develop on the job. It 
may even hinder the i r growth . Smal l Changes effected over a long period of time 
wi II be better for the subordinate and better for you. 
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5. 
rellource. 
Try to see the 

." 
world fr om point of view . 

6 . Reflect the feel ings of the wor~er, I f you can focus on reflecting bac~ 
the feel i ng5 and att i tudes of the wor ~lrs instead of givi ng advi ce, the wo r~ers 
wil l be better able to find their own so l ution . 

When the supervisor bounces bac~ the fee l i ngs that the subordinate gives off, 
the worker can cont i nue to tB I ~ about them . Frequent use 01 "uhn-huhn, " "I 
see, " and "I s that so? " w i I I help bou nc e the conversat i ona l ba l I bac~ over t he 
net and g ive the subordinate a chance to e l aborate . 

7. As~ s~ill.d guelitions. The s~ il l f ul counse l or shou l d avoid quest i ons 
that cen be enswered w i th a sImple y!! or no . By stertlng questions wi th " How 
do you lee l about ... ?" or "What do you thin~ about ... ?" you give the wor ~er s 
a better Chance to l et their fae l ings and attitud es emerge a l ong with a 
mu l t i tude of i rrelevant fa c ts, details, and ellcuses . S i nce the purpose 0 1 the 
session iii to solve a problem , past facts are far l ess important then present 
fee li ngs and att i tudes. 

S. Be on the l oo~out for signals that the subord inate Is will ing t o conrnit 
h imself to change or ownersh i p i n the outcom. of the he l per / rece i ver relat i on ­
sh i p . Once subord i nates assume sresponsib il i ty f or over coming the i r own 
shortcom i ngs, your tas~ as a counselor i s a lmost complete. 

Robert A. Zawac~i 

Peter E. LaSota 

Reproduced 'rom Thll 1975 Annua l Handboo~ for Group Fac il i tators, John E. Jones 
and J. Wi lli am Pfe i ffer , Ed i tors . La Jo lla , C... . , Un i versity Assoc i ates , I nc . , 
1975 . 

In summary, it c an be conc l uded from the above art i clll t hat the he l per / rece i ver 
concept I s a more rea l is t i c way of 1 00~ l ng at the s upervisor and subord i nate 
relationsh i p. The helper in this case i s try i ng to influence and assi st the 
receiver I n ma~ l ng behav i ora l changes that w i ll be usefu l to the both of them. 
The super v i sor '5 r o l e is to help a subord i nate t o wi I I i ngly agree to a change of 
behav i or that wi I I benefit t he organ i Zltion w i thout I njur i ng the rece ivers 
se l l-esteem or the wor~ lng relati onshi p . 
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I. INTRODUCTION 

I. Purpose of Guide. 

a. This gu i de presents fundamental information and basic techn i ques for the 
conduct of performance counseling. 

b. It i s recogn i zed that, in actual practice, restr i ctions in time, space, 
and trained personnel may impose less than ideal conditions for desired perfor­
mance counsel i ng. However, in this guide, techniques for obtaining the best 
results w il l be descr i bed in order that the reader may compare his practices 
with opt ima I techn Iques and can str i ve toward improvement as cond i t ions perm i t. 

2. Defini t ion and Purpose of P.rforlftllnca Couns. n'~ 

a. Performance counsel ing is counsel ing on an individual or group leval 
based on e i ther sat i sfactory or unsat i sfactory performance of duty. The purpose 
of performance counseling is to improve or to ma i ntain an already ex i sting leve 
of performance. Th i s purpose is fulfilled by the performance appraisal and the 
couns iling intlrvlew. 

b. For best resvlts, every action 01 the counselor In appraising perfor­
~nce and in counsel ing should be govlrned by the above purpose. Esplcially 
during the counsel i ng InterView, everyth i ng the counselor does should be calcu ­
lated to help counselees obtain an accurate understanding of their performance, 
and to motivate them to achieve or ma i ntain a sat i sfactory level of performance. 
The key word here I s "motivation . " The counselor wants the soldiers to Improve 
or ma i nta i n their performance , for their own self-esteem and for the good 01 the 
un i t's m i ss i on. Counse l ors must be as positive as possible. II they concan­
trate only on the negat i ve performanca, they could lose the soldier, our 
greatest asset. 

3. Requ i rements for Learn i ng. 

a. Mi litary tra i ning involves learn i ng and usually requires performance 
evaluat i on. For learning to occur, an indiv i dual needs a high level 01 mot i va­
tion, should be of normal intelligence, and should possess the background know­
ledge related to his subject. 

b. Both motivation and knowledge ~re partly the result of person~1 charac­
ter i stiC5 of i ndividua l sold i er . However, both ar8, in large part, al50 the 
r.5ult& of conditions created by the counselor. With regard to those cond i tions 
under the control of the counselor, among the main requlfement5 for motivation 
and knowledge ~re; 

(I) Accurate appr~isal of performance. Praise the soldier if possible 
(and i f i t fits) . 

(2) Clear and understandable COlTTllunication of the appraisal to the 
counselee . 
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(3) Mutua l agreemen t of performance areas wher e problems ex i st . Even 
here, one can be pos i t ive and constructive . 

(4 ) Concrete suggestions for improving performance . 

c . The f i rst requ i rement is fulf i l l ed through the Performance Aoora i sal . 
The second, th i rd, and fourth requifltlTl8nts are Bccompl i shed through the Couns. l ­
Ing Interv i ew. 

d. These act i v i t i es are discussed in the fo ll ow ing sect i ons o f th i s gu i de. 

I I. PERFORMANCE APPRAISAL 

1. Def ini t i on and Pu r pose of Performance Appra i sal. 

a . Pe rformance Appra isa l is an ana lyt ical ev a luati on of the behav i or or 
ways an I nd i v i dua l or group eICecutes a task., ass i gnment , miss i on, etc. , i n com­
par i son w i th some ob j ect ive and/or standard of pr o f i c i ency . 

b. I t should be emphas i Zed that performance appr a i sal i s concerned with 
evaluation o f the behavior ~ ac t i ons of I ndi v i dua l s or gr oups and not w i th 
d iagnosis of their c haracter, suspec ted att i tudes, or other personal attributes . 
Actions can be observed and evaluated . It i s almoet i mposs i ble for the average 
ind ividUII to accurately assess the eh.rilcter of another person in any meaning­
ful way. Furthermor e , d i scuss ion of pefsonal traits w ith an individual usually 
generates de fens ive host ili t y. According l y, perf ormance appra i sa l and the sub­
sequent counse l ing i n terv i ew should be restr ic ted to eval uation and d i5cuss ion 
of observed act ions . 

2 . Suggested Seq uence of Appraisal. 

The to l lowing is a suggested sequence to t ollow i n perf ormance appraisal : 

a . Rev i ew the re l evant performance objective. and standards f or the task: to 
be observed. 

b ..... ith respect to each element , try to noU and reca l l as many .pecifie 
instances is poss i ble, avoidi ng genera l ized i mpressions. 

c . Eval uate t he counselees aga i nst the performance object ives and 
standards, no t against other people . Determi ne whethe r the y meet, eICceed, or 
fall short of the performance standards on each e l ement. 

d. Develop a I i st of those items where performince is satisfactory or 
better and a I i st o f items on which perf ormanc e i s unsatisfactory . 

e . From the two 1 i sts anc! your k.now l edge of the situation, try t o under­
stand why counselee! performed a9 they d id. 

f . 08ve l op conc rete suggest i ons concerning how the coun selee. c an go about 
improving weak. areu of performance for presentat i on i n the counsel ing 
interv i ew . What spec i f i ca lly Ciln they do to improve? 
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g. Bring the piecemeal ana lysis into final focus by means of • sUfmlary 
statement about the counselee's performance level. 

I I I . THE COUNSELING INTERVIEW 

1. Definition and Purpose of the Performence Counseling I nterview. 

The performance counseling interv i ew ie a cOII'munication procass batween a coun­
selor and a counselae In which tha counselor uses the process I n an orderly 
fash i on to COfmlunlcate the resu l ts of • performance appraisal to the counse l ee 
in such a way as to influence the future performance of the counselee. Thus, 
the purpose of the Interv i ew Is to conmunlcate the resu l ts of an appra isa l In 
SUCh a way that the counselees wi I I know haw he performed and how they may 
improve their performanca, and motivate the counselees to maintain good 
performance and to improve where needed . 

2. Objective of Counselor. 

The objective of the counselor should be to cOlll11unicate w i th understanding. He 
should convey the resu l ts of the appra i sa l to the counselee 50 that the coun­
selees achieves max imum understanding of the natura of the ir performance and how 
it can be improved. Every act ion of tha counselor during the course of the 

interview should be carried out w ith this objective in mind. 


3. Performanca Counsel ing Technigues. 

The following techniques are suggested as possible ways to conduct a Performance 
Counsel ing Interv i aw: 

a. Know what i s i nvolved in the soldier's job. 

b. Beg in by discuss ing the job performance before you discuss the man or 
any other details. Include in th i s a discussion at the performance objectives 
and standards establ ished prev iously. 

c. Determine what they think about the job. 

(1) I s i t an important j ob ? 

(2) Is it d i ff icu lt ? 

(3) Do you both agree on what the soldier's job is? 

d. Try to determine what they think their job performa nce i s I i ke. 

e. Don't do a ll the talk.ing. Listen to what they say. but supplement it i f 
you thi nk they have misunderstood something. 

f. I f you must criticize, try to criticize performance and not the soldier. 

g. Be sure to consider the diffi culty of the job and any other inf l uencing 
factors. 
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h . Remember, i t is as impor tant to praise so l diers for good performance as 
it is to crit i c i ze poor performance. 

i. Do not do performance cou nse l in9 too soon after · chewing " the person 
out. 

j, Don't get sidetracked i nto unr.lated issu.s when do ing performance coun­
.. ling. 

k. G i ve the sold i ers a clear p i cture of themselves and where they stand I n 
tha organization. 

I. Se honest; be fair . 

m. Se yourself. 

n. Se sure of your facts . Do not be too eas it y siltisfied; be sure your 
Quest i ons are completely answered . 

o. Help the soldier in every wily possible. 

p. Se sure the so l d i er understands your expectations or any new performance 
objectives and standards. 

Q. Give so l diers an opportun i ty to express their feel ings, ideas, etc., at 
end of the interv i ew . Close the i nterv i ew on a pOsit i ve, rather than a negati ve 
no te . 

r. FO llow up. 

4 . Conduct of the In terview . 

a. Establ ish rapport . 

{ O The counse lors' manner is as importan t as their appearance . I t Is 
through the i r manner thet they f i rst g ive counselees en Impression of their 
competence. Thus, the counse l ors w ill wa n t to cultivate an air of confidence, 
whi l e avoiding an att i tude o f overconfidence or "cock iness , " They w ill try to 
appear t o be ob j ect i ve in approech wh i le steering clear of appearing to be 
lither indifferent or unduly emot i onal . In general, the counselor Should seem 
ciillm, alert , flex i b l e, and fr i end l y . 

(2) The counselor should endeavor to create an I nformat atmosphere. 
The counSl l ee shou ld be a l lowed to sit, smoke and f r eely discuss the items w ith 
the counselor. H igh l evels o f forma l ity are not conduc i ve to pos i tive mot iva­
tion durin9 the I nterview. 

(3) Counselors should attempt to rei i eve any tenSions and make the 
counselee fee l at ease. They can do th i s by show ing acc eptance of the 
counselees and their i nexper i enc e , l etting them feel thiilt the i t,. v iews are 
important ilnd that the counselor is interested In hearing and d i scuss i ng them . 

SR-3-S 




CD03-C FE8 89 

(4) Counse lors should exp la in t he obj ect ives o f the i nt ervi ew. They 
shou ld inv i te the counse lees to ra ise Questions and to introduc e the ir own pro b­
lems . Counsel ors might point out that their interest is i n help ing the coun­
se l ees to perform better or to mainta in a satisfactory leve l of perf ormance . 

b . Estab l ish t he hcts . 

(1) The counse lors s houl d be open-m inded to the opin ions and facts pre­
sen ted by the counselee . The couns el ors do not have to accept them unl ess they 
have va l id ity . bu t they should be wi II ing to I isten t o them. 

(2) The couns e lor shou ld listen attentively as wel l as po li te l y. He 
shou ld I i sten to s i ft the important pOint s from the detai l s, separata fac ts from 
opin ions, iden t i fy informat ion. know when i nf or mat ion is presented as such , and 
when it is being used by the counse lee to persuade or in f lu ence the counse l or 
toward the counse l ee 's own purpose . 

(31 The counselors shoul d Observ e the cou nselee's reac t io ns during t he 
Interv iew. The y wi II assist in determining whether the counselees under stands 
what is being told to them, whethe r they accepts what is being told t o them, 
what parts are not cl ear, etc . Informat ion about these t hing s wi I I help the 
counse l or to know what po ints to elaborat e , what to fo l low up , and whet to 
emphas ize . 

(4) The counse l or shou ld be ab le t o commu nicate cl ear ly, concisely, a nd 
withou t beat ing ar oun d the bush . El abo rate wor ds are no t necessa r y. 

(5) Throughout the d iscuss ion of performance, the couns elor should 
gu ide the in ter vi ew ; however, the gu iding should be done inconsp icuously. For 
examp le , the counse lor could gui de the counse l ee back from det our s . escape 
fru i t l ess conversat ions , etc ., by t he use o f br ief quest ions . 

(6 ) The couns e lor s hould c i te specif ic Instances and e llampl es wherever 
poss ible. 

(7) Favorab l e po i nts of performa nce Shou ld be to ld f i rst. Th i. creates 
a mo re pos it ive mot ivat ion wi th the counse l ees and makes them less res i.tant to 
the l ater points for improv ement , If appl ;cable . 

c. Establ i sh so lut ions . 

(1) In c r i t iqu ing performance. i t is mor e useful t o pres ent solutions 
and points for Impr ovements t ha n to l abor on def ic ienc ies or what was wr ong. 

(2) In att emp t ing to mo t ivate the counse lees a nd t o get them to improve 
the ir per for ma nce, the cou nse lor is, i n effect , a ttl!1Tlpt ing t o inf lu ence the 
counselees . In fl uence attemp t s may t ake many torms a nd, in the cour.e o f an 
in ter v iew. a cou nse lor may need to use sever a l 0 ' al I of the forms depend ing 
upon the course taken by the interv iew and by the beh avi or of the counse lee 
dur i ng the interview. 
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la) Mapping alternatives . The counselor suggests a number of 
alternative actions that counselee might take. The dec i 5ion as to wh i ch alter­
native should be chosen i s l eft entire ly to the counselee. 

(b) Recommending. The counselor recommends a certain course of 
action. Whether the counse lees take the recorrmanded act i on is still left to 
them. 

(c) AdV i sing. Th i s I s a somewhat stronger form than "recommend­
i ng. Here, the counse l or advises the counselees that i t is i n their bllst 
interests to take a given course of action. Howevllr, there is still no 
suggest i on of command or threat i nvolved. 

(d) Persuading. The counselor attempts to persuade the counselee 
that a given course of action is in the counselee's best interests. The coun­
selor attempts to "sel l ' the counse l ee on taking a certain course of action. 

(e) Urg i ng. This is the strongest form of persuasion without re­
sorting to author i ty. The counselor exerts every effort to convince the coun­
selees that they shou ld take a g iven course of ectlon. However, there Is stili 
no suggestion of a command or threat. 

(II Commanding. The counselor orders the counselee to take a 
given course of action. No threat is made; however, there is no possibility of 
the counselee misunderstand ing thet a command I s I nvo lved . 

(gl Threatening. This is a command w i th the consequences for dis­
obedience cleerly spe ll ed out. This I s an "either/or" sltuetlon. The counselor 
commands the counse l ee to carry out a given course of act ion and prom i ses a spe­
c i fic conseq uenc e if the order i s not carr i ed out. 

(3) Wh i ch form or influence should be used w ill be determined by the 
amount 01 impact judged to be desirable by the counselor w i thin the particu l ar 
circumstances of the in terv i ew. 

5. Termination of the Interview. 

a. The interview should be closed when al I points in the appraisal have 
been covered, the counselee has had ample time to understand the appraisal, sug­
gestions tor improvements have been discussed, and the conversation is at a 
natural stopping point, or when the counse l ors has exhausted their resources for 
the counsel in g interview. 

b. The counselor should then summar i ze the appraisal in a general state­
ment. 

c. Mot i vation of the counselee is a continuous process throughout the coun­
sel 	ing interView, but a spec i al effort should be made at the termination of the 
in terv i ew to maintain or improve the counselee's will to perform. Th i s may, in 
fact, be accomp li shed during the appraisa l summary. 

d. It any act ion is to be taken by the counselor, such as a report subm it ­
ted , r ecords made, etc . , the counselee should be so In formed . 
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e. If time Is crit ical and the counselees appears to want to continue gen­
erll discussion of their situation, the counselor should suggest that perhaps 
they can talk further at a mutually convenient later tim.. 

f. If tha counsel ing interview was based on unsatisfactory performance of 
duty, the counselor will probably take follow-up action In the form of further 
observation and possible recounsel Ing. 

6. Suggest ions for Handl ing Various React ions. 

Some specif ic suggest ions for handl ing various react ions to the counse li ng 
interview are given below: 

a. The counselee accepts the counselor's appraisal and indicates a wi ll ing ­
ness to Improve . 

With the average counselee, the react ion described above will be the most common 
one. It wll I occur more often then 81 I the other reac t ions m.ntloned hereafter . 
The counselees may express genuine surprise at some parts of the appra isal, but 
their response wi t f be pos i t ive. The average counselee, when being counseled 
about his performance, Is likely to ask for elaborat ion of any constructive 
critic isms. This g ives the counselor a chance to discuss the detailed points of 
performance, although it appears to the counsel.es that the information is in 
rasponse to their own request . 

b . Tha counselees can't agree with the counselor's appraisal or the con­
structive critic lsmj however, they disagrees constructively and unemotionally . 

The counselor should be prepared to expect some disagreement based upon differ­
ences in personal ity and In perception of the situation. Such disagreement 
shou ld not hand icap communication between the counse lor and the counselee. No 
one completely agrees with any person. Ful I agreement is impossible and un­
necessary . The counselor should I isten careful ly to learn why the counselee 
does not agree. The counselors should check. the i r facts and the i r crit ique . If 
counselors are convinced that the i r appraisal has been correct and that they 
have communicated it to the counselee correctly, they can then state calm ly and 
without emotion that this is the i r (the counselors') evaluation of the situation 
and that they are g iv ing it to the counselee beca use he bel ieves the counselee 
wi l I want to know about it. 

c. The cou nselees agrees comp l etely and almost too easi Iy. The counselor 
s uspects the counselee does not understand or Is reserv ing their ob Ject ions . 

The counselor should restate the po ints for improvement, or, it deemed neces­
sary, get the counselee to restate them. It is wise to Insure that the coun­
selee's agreement Is a true agreement , that I t III not 8 dev ice for compl iment lng 
the counselor and thereby avo id ing cr i t ic ism. Some peop le use a device of easy 
agreement when crit ic ized . The counse lors should emphasize suggest ions for 
improvement . They should get the counse lees who appear to have accepted their 
evaluat ion to comm i t themselves strongly about do ing something regarding the 
Improvement . 
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d . Tne counse lees avoid blame wnicn is definitely tnelrs, IIn l fts the 
cr i tic ism to otner s--to associates, t o the counselor, or offic i . 1 pol ley . 

At the outset, the counselors should I is ten to the couns.le.s rather than 
ha l ting their recital. Counselors should speak and act so as to create the 
impression that they are Impart ial and fair-minded and want the counselees to 
take on l y tnat responsibility which Is theirs. Above sll, the counselor snould 
take care that counselee's irrational conduct does not upset end annoy him . At 
a ny rate , the counse lors shou ld not let the ir words and act ions convey the ir 
annoyance I f they fu l i t . 

e . The counse lee wants to qu i t . He appears to be a good sold i er and the 
counsel or wou ld I ike to see h im cont i nue . 

The counse lo r should find out why counselees wish to quit . They may not be too 
cl ear on th is themselves. Perhaps the emot ional release they get in rev iewing 
the ir rea sons wi II m<ilk.e the counse l .es less an:o: iou$ to qu it. The counsel ors 
should not be relvchnt to reassure the soldiers of the i r abil iti es. The 
cou nselo r should steer the conversat io n so that the counse l ees do not commit 
themselves def i nitely to quitt i ng and so that tne counsel eea do not make 
statements so harsh that they wi I I fee l that they cannot back down if they later 
desire to do so . 

f . The counse l ee l oses h is temper . He becomes emotional , angry or abusi ve . 

The counselors shou ld I isten. They shou ld not argue . At least In the 
beginning. they should not show disapprova l. It may be tnat the so ld i er is 
under st r a in and wil l recover rap idly trom this emot lo n.1 display . If the 
counsll!lees continues wi th their outburst, the counselor wi ll then have to tak.e 
the appropriate act ion as d ictated by offic ia l pol icy. 

g. The counsele. seems determ ined to argue. He den ies most of the coun­
selor's appraisal , ev id ence and op inions. 

The counselor should let the c ounse lees ta lk freely . While they are ta lking , 
the counse lor shou ld try to l ind ou t what is real l y bo thering the counselees . 
The counse lor shou ld thank the counselees for giving t hei r point of vi ew . The 
counse lor should avo id being drawn Into an emot ional argument that might block 
or ser iously de l ay an understand ing . However. the counselor should not retreat . 
He should be certa in that the counselee und erstands his po int of v Iew end h ie 
ins istenc e upon i t. The counse l or shou ld do th is calmly, moderately, and wi th 
out arguing . The counselor shou ld close the Interview tact ful IV. 

h . The counselee is obviously nervous and sensit ive. 

Apparently the counselor did no t put the counselee at ease . The counse lor 
shou ld e:o:pl .. in the purpose and c ons tr uc t ive va lue o f the c ounsel in; interview . 
Wh i Ie do ing th is. counselors shou ld ta l k In a Ir iendly fashion and a ll ow the 
counse lees any opportu n ity to ta lk. casua lly so that t hey may re li eve some of 
their te nsion . The counse lor shou ld not ta l k. dbout the counselee as a 
person-- inste ad the conversat ion shou ld be about the counselee 's performance 
and /or the i r situat ion. The counselor shou ld beg i n by refer r i ng to performance 
wh ich the counselee has done we i I . 
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i. The counselee Is obviously t~ 11 Ing In his perform~nce. 

The counselor should ta lk frankly and directly about the counselee5 ' perform­
ance. It may be some 9hock to the counselee. at fIrat, but getting them to fece 
the facte raallstlcal l y may result in Improvament and, if not, it may make thair 
failure eaa ler . I f there Is evidence thet the couneelees are not perfectly 
cla.r about their fal lures, they should be rev Iewed . Counse lees shou ld I..ve 
the In tarv lltW with complete understanding of whet will be necessary In ordar for 
them to Improve . 

J. The counselee has been counseled on h is performance several t imes pre­
v iously, but he continues to be def ic ient In the aame areaa as before . 

This case may require special effort and individua l atte nti on by the counselor . 
I f the counse lees have other promi sing at tr Ibutes and if I t is hoped that they 
can be salvaged, i t ia imperat iv e that the causes of his difficult ies be 
Ident i fied. If the counse lees remain deficient after previous repeated 
counseling, the reason may ba that the previously noted def iciencias were not 
accurately analyzed In the ear lier counsel ing sess ions . They may be daflcient 
because of mental I imi tat ions, phys icel I imitations , deficiencies in mot ivation , 
or because they are not c l ear e i ther about what is required or about the 
techniques to be used In carry ing out the performance. Me ntal Ilmltatlone are 
the moet difficult to identify ; however, unt i l def inite proof e~ l sts to the 
contrar y, i t can be assumed that the process by which the counse l.e was selected 
is sufficiently accurate and that mental I im i tat ions are not I ikely to b. the 
cauae. In performance tasks requiring de~terity, strength, endurance, or 
coordinat ion, physica l ' imitation may wei I be the cause . I f thia Is suspected, 
such a possibi I Ity should be d iscussed with the counselee and, if possible, 
confirmed with medical personnel. It may be that the counse l ee does not possess 
the physical attr ibutes necessary to sat isfactorily complete the tra ining . Wi th 
regard to mot ivat i on, the counselor should carefully obser ve the counse lee both 
during the counse lee's performance and during the counseling i nterview. The 
counselor should be able to note soma clues concerning the counselee's 
motivat ion . I f the counselor becomes conv inced that motivat ion Is def ic ient, 
the y shou ld try to learn the cause . It the c~use is legit imate, the counselor 
may be able to help the counselees overcome It and thus ra ise their mot ivation . 
On the other hand , the counselor wll I encounter a few Individuals whose 
mot ivat ions are l ow because they dO not I ike the tra in ing or because they never 
reelly deSired to succeed from the beginning . Since thesa Individuals heve been 
counssled on the i r performa nce before , now may be the time for them to be 
intormed that they most either pro-duce or ta il. Finally , if mot ivation appears 
to be h igh, the counselor should once aga i n rev i ew performance ob j ect iv es, 
standards, and techniq ues with the counselee to insure that the counse le. 
understands what is required and how It should be accomp li shed . The major po i nt 
is that there may be numerous reasons why a counselee is cons istently defic i ent . 
To salvage a counselee who may other wise be promising, careful e~p l orat l on of 
potentia l cause. is requ ired. 
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IV. SPECI AL RESPONSIBILITIES OF A LEADER 

I. Respons i bi li ty to Inform t he Subord i nates About The i r Perf ormance . 

a. Occas ionally, l eaders may tee 1 reluctant to critique the performance of 
the i r men , It i s helpful to recogn ize that performance appraisal is a matter ot 
mut ual r I ght s and ob i i gat ions on the part ot both leader and subordinate. 

( 1) By v i rtue o f t he i r pos i t i on , the ieaders : 

(a ) Have a ~ r l g h t - and t he authorit y t o appra i se perf ormance . 

(b ) Hav e an obll gat Io n to i n f orm subordinates of appraisal s and to 
d i s cu ss t he re su lts w i t h t hem . 

(2) Subord i nates : 

(a ) Have a - r i ght " to k now how they are perform i ng. 

( b ) Have an ob l igati on to try to profit from an appraisal of the i r 
per formance , 

2 . Responsib ility to recogn i ze t he Po ten tia l ities of Intervi ew i ng Techn i ques . 

Bec aus e of t he author i tati ve pos i ti on occ upied by the COunse l or , the counselee 
i s at a d isadv an tage during the interv iew. If interv i ewi ng te c hn i ques are ueed 

mal i ci ous l y , with the in ten tion of t r i c k i ng or trapping the counse l ees, or tor 
the purpose o f exert i ng pre ssu re upon t hem , they can be exc eed I ngly destructi ve 
to thei r I'I'IO t i vat i on and, with aome i nd i v i dua l s, to the i r emoti o na l balance. 
Acc or ding l y, I nter v i ew i ng techn i ques shoul d be used w i th c are and profess ional 
res ponsibi I ity . 

V. A COMPAR ISON OF THREE METHODS OF PERFORMANCE COUNSEL ING 

1. The Tell and Sel l Method . 

The pr i mar y ob j ec t i v e o f t h i s me t hod i s to c ommun i ca t e to subord i nates t he laad­
er ' s eval uat i on o f t he i r per formanc e . The goa l i s to tell s ubordinates how thay 
ar e do ing, ga i n t heir accepta nce o f the eva l uat i on, and t o mot i v ate them to 
f o l low t he l eader ' s p l ans f or Improv ement. If subord I nates want to correc t 
t he i r faul t s , if they accept the eva luat ions , and i f t hey possess the ab ili ty t o 
c hange. th en th i s method may be sat i sfac t ory . 

a . Sk il l Requ i reme nts . 

Lead ers need t o be able t o per su ade subord inates to change i n the desired 
d i rec t ion , as well as to be ab l e to mot i v ate t hem. Ju. t as sa l esmen must know 
the i r Cl i en ts i f t hey ar e t o se l l t he i r products , the se ll i ng o f evalua t i ons re ­
qui r es s i mi la r s k i l i s. 
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b. React ions. 

It is not unusual , however, tor subord inates to judge the i r leader's e~pecta ­

tions as unfair, the i r crit icisms as unjus t i f i ed , and the plans tor improvement 
as incorrect or unacceptab le , In many cases, s ubord inates cannot Improve s impl y 
because they want to . Even ts occur which are outside of their abi l ity to con-
t r 0 I . 

If subord inates fa il to respond to the leader's good intentions or resist the i r 
adv ice, the leader is put on the defensive and relations become strained to the 
poin t where ho s t il it y bu i lds. Such a result is not planned, yet happens desp i te 
an ything the leader can do. The s ubor d inates usua l ly notice their leader's 
increased defens iveness and back down . Moreover, t hey often do not dare to 
ques t io n the evaluat ion. Th i s si le nc e on the subord i nate's part may be mistaken 
as acceptance by the leader . Thus, subord inates fa i I t o commun icate their true 
fee l i ngs to the l eader . One consequence is that the leader feels obi igated t o 
talk more, thereby dominat ing the conversation . 

c. Results . 

Defens ive feel ings are a natura l result of th is method of counse l ing; ma inly 
because the leader take9 on the role of Ju dge a nd so lut ion-generator. Subordi­
nates ottan try to conceal the i r weaknesses; however, if criticism becomes too 
severe or praise too faint, they must protest to protect themselves. Any ques ­
tioning of the leader's evaluation may well br ing about a " face-saving " s i tua­
t io n . Unless the leader has e~treme patienc e. the re lat io nsh ip deteri orates . 
Howe ver, with the leader in c ommand , the subor dinates invari ably learn to g ive 
in and lose face . Often, many subordinates devel op insensitiv i ty and learn to 
ignore or rat iona l ize any crit ic ism , beg in to conceal performance shortfa ll s and 
attempt other methods to avo id unpleasant eva luat io n . The leader may soon be 
unaware of the true conditions of the subo rdi nate's un i t or area of respons ibil ­
i ty , and the subordinate may be thoroughly d issat isfied wi th the l eader's 
attempt at counsel ing as t here has been ne i ther sol u t ions to problems nor in­
creased subord inate selt - re l iance . 

Furthermore , a se l I ing s i tuation pr esents two possibi l it ies : The produc t is 
e i ther accepted by the subord inate or it is not . Frequent ly, subord inates 
accept the eva luation (or make their superior bel ieve they do ), only to escape 
the situation . 

If used, t he Tell and Se l I method is best su i ted for s i t uat ions in which 
prev ious performa nc e counsel ing e~per i ences betwee n the subordinate and l eaders 
have proven sat isfactory. the leader has firm l y estab l is hed t hemselves wi t h that 
particular s ubord inate, and knows that the subord inate's self-rei iance will not 
be degraded by these procedures . Th is method is effic ient i f i t works . An 
evaluation can be presented in about 15 minutes. Undesirab le or harmful effects 
may e~ceed ga ins . For e~ample, unfair appra isal may cause a subordinate to fee l 
rejected or angry . The leader may lose the loya l ty of that s ubordinate because 
mutual interests are no longer apparent . 
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If los i ng face resu l ts, a stra i n will be placed on everyday relationships and 
j ob sat i sfaction. 80th sides w i ll per ceive counsel ing sessions as uncomfortable 
and w il l tend to avo i d them in the future. The greatest r i sk appears when sub­
ord i nates accept the evaluation and try to please their super i or, rather than 
giv i ng them the benefit of their opinions and I nnovative I deas. Thus, they have 
l earned to become yes-men, a~ the leader i s soon surrounded by ye.-~n . At the 
same t i me, they are requ i red to appear to be independent and self-aterters . 
Weaker subordinates w i ll try to d i scover what the l eader wents and then do It 
that way . Upward communicat ion soon becomes none~ i stent. 

2 . The Te l l and listen Method . 

Th i s method i s often viewed wi th skept i c ism s ince the role of the leader tends 
to appear ambiguoue wi th respect to author i ty . F irst, the teader covers the 
strong and weak po i nts of the subordinate's performance . Although the leaders 
st l I I play the role of Judge, they try not to refute any statements made by a 
subordinate. I n fact, t hey enc ourage d i v erse comments to re l ease the subordin­
ate ' s frustrated fee lings aroused by the eval uat i on . 

Compared to the Tel l and Se ll , this method is d i fferent onl y in i ts handl i ng of 
disagreement and res i stance . The leader does not dom inate the d i scuss i on: 
rather, they encour ages subordinates to open up . It i s primarily eff.ctive as 
an ini t ia l performance counsel i ng, to deve l op u pward conmun i cation, and i s _ I I 
su i ted for in f orma l pe r for mance counsel ing situations. 

a . Sk i1 I Requi rements . 

Necessary ski lis i nc l ude: active listening, accepting, and trying to understand 
the subord i nate's attitudes and feel ings: effect i vely using silence-encouraging 
the subord inates to assume more responsibl I i ty for talk i ng: end summar i zing 
fee l ings and other means of subord i nates ' attempts to cQITT'I1Unicate-lndlceting 
pr ogress and showing understand i ng. The leader Should try not to agree or d i s­
agree. Rather, they s trive for understanding of the subord i nate's po i nt of 
view. The leader risks the possibility of a subordinate feeling that part or 
a ll of h i s evaluat i on i s unfa i r . 

b . Reac t i ons . 

Usually, face-saving i ssues are not forced, and the leade r avoids a defense­
provoking confrontat i on. The leader does not necessarily expect subordinates to 
agree w i th their entire ev a lue tlon, so he 15 In an advan tageous position to 
understand and respect feer ing s and op i nions. 

c. Re sul ts. 

A continuation o f good relat i onsh i ps between l eader and subordinates usual ly 
resul ts us i ng the Te ll and Listen Method . Subordinates are I i ke ly t o regard the 
meeting as worthwh il e and ga in a fee li ng of Importance. The superior l earns 
about the subordinates' needs and asp ir ations and l earns to accept and respec t 
them through better understand i ng . Both l eader and subordinate may d i scover new 
ways to Improve duty performance. Chenge can occur I f suOord l nates c an Influ­
ence the i r leader's v i ews on superv i sory method, duty ass i grwnents, or perfor­
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~nce requirements. A leader wno li stens and I.arns w l l I i ndeed encourage 
upward commun i cation, and wi l l probably f i nd that ~cn of the i r evaluat i on i! 
accepted, simp l y because they d i d not attempt to preach . The leader proved 
tnelr w i II i ngness to l isten. 

3. Problem Solving Method. 

In tn i s method, the leader refra ins from be in g a judge and becomes a he l per. 
Although leaders may w i sh to hel p I n tne above two metnods, tney force them to 
become I: Judge . One cennot evaluate w ithout Judging . Si nce t he deve l opment of 
subord i nates is the primary ob j ect i ve of performance cou nsel i ng, pass i ng rigid 
Judgement become9 coun terproductive. Tne leader 9uggestlng a l l 90l u tlons Is 
slml l er Iy Ineffectual . 

In following a problem so l v i ng metnod, the l eader snould not indicate the ar ea 
ot subord inate development, for th i s wou l d const i tute judgment. Therefore, the 
leaders must l imit tne l r i nfluence to stimulating their subordinates' think i ng 
In l ieu of supplying so lut i ons. Leaders accept for considerat i on any and all 
Ideas that might poss i bly bear on help ing subordinates Improve their duty 
performance. Leaders acc ept subordinates as mature and responsible i nd ividual s . 
The leaders must develop tne ab i I ity to " tune out " the i r own viewpo i nt and try 
to see the job as subordinates see i t. If the i r Ideas seem impract i cal, they 
snould explore their v i ews to learn mor e spec i f i cally wnat they i ntended. 
Oftan, Ideas which are diffi cu l t to accept are ones tnat are most frequen tly 
mi sunderstood. leaders ara often so concerned w i th fau lts they observe, i t I s 
d i ff i cult for them t o suppress · put downs " or instant solut i ons. 

Tne problem so l ving method pr ov i des the counselor a low ris~ means of resolving 
conflicts by faci l itat i ng a mutua l search for solut i ons that w i ll be acceptab le 
to both superior and subordinate . Thus, the necess ity for the superior to use 
the power ot their rank and pos i tion is el iminated. Further, the problem 
solving method provides a means o f preventing conf lic ts between superiors and 
subordinates and a means of deve loping subord i nate se!f - rel iance. 

F i nal t y, in app l yi ng th i s metnod , one needs to l earn only a s i ng l e procadure . 
It can be used to improve anyone ' s performance . Th i s is in contrast to try i ng 
to t eern a l i st of so l utions t or every ~nown prob l em . Actua ! l y, no coo~book 
best solution can be known anead ot t i me for all Situat i ons . This fo llows 
because each super i or, eacn subordinate, and ea ch pr obl~ i s unique . Therefore, 
• un I que solut i on developed by both the super io r end the s ubord i nates I s truly 
the best lolution; especi a l ly s i nce i t gets at real problems. 

a . Skil l Requirements. 

Skil l s needed are sim i lar to those in the Te ll and L i sten method i n that ac t i ve 
I iaten l ng i s necessary. The l eader must be prepared to go beyond just be i ng 
intereatad i n subord i nates' v i ews or fee ! ings. leaders must be ab l e t o put 
tnose views to work in improving duty performance . Init i a lly, they may f i nd 
differences between tne i r own and the subord i nates' perception of performance 
standards . Such d i scover i es snould beg i n to reduce mi sunderstand i ng. 
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By restating subordinates' ideas, the leaders test their own understand ing and 
demonstrates acceptance of subordinates' ideas. Using stimulating questions 
w i I I convey a sense of cur i os i ty and interest as these Ideas are exp I ored . 
Ask in g for Illustrations, examples, or further eleborat l on shou l d not put 
subord inates on the defensive by indicating evaluation but should indicate a 
desire to understend complete l y. 

Sk ill S in surrmarizing are also useful in increasing COlTlllunication and i ntegra­
tion of ideas. If done on a ohalkboard, sIJrT111arlzing assists in understanding 
because it permits check i ng and refining of ideas presented, reorganiz ing and 
restructuring to portray each i dea in its proper re l ationship to the others. 

b. React ions. 

I f subordinates are free to ana lyze the i r duty assignments with the in tent of 
having a part in making changes toward improvement, they w ill be motivated to 
think in productive rather than reactive and other counterproductive ways. Pro­
ductive or positive th ink ing produces responsib l e and professional att i tudes . 
Any changes der ived are i rrmediate ly accepted because they are the subordinates' 
so l utions. In fact, by examin in g how to maximize the best features and to mini­
mize the poor ones, subordinates frequently voluntari Iy suggest needed changes 
i n their own behavior. 

Duty assignment sat i sfact ion is improved because the duty itself may be reorgan­
i zed, enlarged, or reschedu l ed. Perceptions of duty performance are mutua ll y 
agreed upon w i th more ass i stance from the leader relevant to what i s needed. 
Two-way cOlTmJnicat i on is guaranteed and confidence is establ ished, whereby 
future problems can be solved more effectively. It is almost certain that some 
duty i mprovements can be derived by subordinates. 

The self-development method maximizes mutua l l earning and commun icat ing. 
Usually,. one thinks of train ing and deve loping others as a one-way gain i n that 
the super io r gives knowledge and know-how wh i Ie the subordinates receive them. 
This method, li ke the Tell Bnd Listen method, offers the leader an opportunity 
to learn since it st imulates upward coomunication. It also creates a climate 
for quality decis ions end changes since I t pools the views end th i nking of sub­
ordinates. Resistance to change is a corrmon e:o:perience . When properly em­
ployed, th i s method does not merely remove sources of res i stance, it stimulates 
change for the better . 
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PERSONAL AND PERFORMANCE COUNSELING 

LESSON EXERCISE 
(Faculty-Graded) 

Answer the following questions by selecting the one most 
the MarKSBnse Answer Form with the same subcourse number 

co
as 

rrect answer. Use 
this aubcourse. 

Us ing a soft, number 2 pencil, completely blaCKen the circles corresponding to 
your answers. You may refer to the module read ings I f you desire. When you 
complete the exerc ise , mail your MarKSense Answer Form to the Academy for 
evaluat io n. 

There are a tota l of twelve questions. In order to receive a "GO ~ for th is 
subcourse, you must answer at least 751 (9) of them correctly. 

I, An interpersona l relationsh i p In which the principal objectives are the 
development of the counselees, the Improvement of their wei fare, and the 
resolution of their problems is a good descr i pt ion of the purpose of: 

a. leadersh i p 

b. Perf ormance counsel i ng 

<£) Counse l ing in general 

d. Career counsel ing 

2. Perhaps the best way to thinK of the superv isor/subordinate relationship 
dur ing the counseling process is: 

a. leader/counselee 

b. judge / defendant 

c . instructor/student 

~ he l per/ receiver 

3. In preparing for a cOunseling session, a counse l or shou ld allot the proper 
amount of tima, give advance notif ication to the counse l ee, arrange an 
appropriate phys ical sett ing, a nd: 

<iJ deve l op a general plan 

b. select a wi tness 

c. prepare counsel ing statements for signature 

d. notify their irmled i ate super ior of the coming session 
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4. 	 In personal counsel Ing, the counselor attempts : 

iI. to get all the detai Is about the problem 

b . to get the counselee 
own act ions 

to admit thilt the problem is the resu l t of the i r 

,. to get the 
problem 

counselee to fo llow a deta il ed p l an that will aolve the 

to prov ide 
develop ing 

a helping relationship which ass
In i t iat ive In eolvlng their own 

ists the 
problems. 

soldier In 

Selec t 
In the 

the stiltement 
f irst c ol ~ . 

thilt best desc r i bes the e lementa of ilct ive Iistan ing listed 

5. 	 A ~~hra.lng t:~A~act l va t latanlng ra.pon•• wh.ra the 
coun.elore attempta to indlcata that they 

6. 0 reflection 	 und.r.tand what the coun•• I•• ,••ayjpg. 

7 . 	~ summar ization b. An active li stening respon.e usad by the 
counselor t o ta l I the counael.e what they 
interpret the prob lem to be. 

c . 	 An act ive l Isten ing responae which a 
counselor can use to Ident i fy a central 
theme when the counselee makes several 
long statements . 

d . 	 An active I i atening rasponse where the 
counse lor attem9ts to indicate thet they 
understand what the counselee Is 
feel i ng . 

e. 	 An active I iatenlng respons e where the 
counse l or ahows empilthy by te ll ing the 
counse l ee how they have telt in s imilar 
s i tuat ions . 

8 . When counse lors dec ide to reter a counselee to anoth.r counse l or / agency, 
they should in form the counselee that he will be ratarred, mak.e contact wi th the 
counselor / agency t o whom they wi l l be makIng referral, and: 

a . 	 Notify the counselee'. inmad lata superv isor of his referral action. 

~ Fo llow-u p the counse l ee ' s s i tuat ion . 

c . Avoi d further contac t wi th 
the counse li ng pl an of the 

the counselee 
new counselor . 

so they do not intertere wi th 

d . Ask. the coun.elee's &uperv l li or 
the ir prob lem is resolved . 

to foll ow- up with the counsele. t o see if 
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9. Couneel Ing which Intende to improve Job performance Or to maintain an 
alre'ady uisting level of performance Ie: 

a. 	 carear counsal Ing 

b. 	 personal counsel ing 

c. 	 efficiency counsel ing .. 
'" 	performance coune.1 ing 

Select the statement thlt best describes the possible approaches to a 
performance counsel i ng I isted In the first column. 

10. 	 D Tell and Sell a. In this approach the superv isor covers 
the weak and atrong points of a subordin­

11 . A Tell and Listen ate's duty performance and seeks the sub­
ordinate'a reaction to the evaluation. 

12. 	~ Problem Solving 
b. 	 In this approach the supen/lsor allows 

the subordinate to Identify areas of 
Improvement , Ind then the supervisor 
auggests posa lble actions to remedy thesa 
weaknesses . 

c . 	 In this approach tha subordlnat. is 
encouraged to Ident I fy both weak areas of 
performance and methods of upgrad i ng 
their performance In thesl arIas. 

d . 	 In this method, tha superv isors 
communicate their evaluation of duty 
performance and attempts to hava the 
subordinate accept their evaluation and 
plans tor Improveme nts. 

e. 	 In this method, the supervisor uses 
detailed and reput.d counseling 
statements to build I fila on I 
subord inate'. Job performance so they 
hive proper documenta tion to back up 
the job performance evaluation . 
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SUBCOURSE QUESTIONNA I RE 


Lesson NO. _______ 

(RANK/NAME/CLASS NUMBER) 


The following questionna i re 15 designed to aS9 19t you in your stud i es and the 
Academy In refining or Improv i ng the course. As you complete the questionna ir e, 
p l ease answer each question frank ly. If you have a comment or recommendat i on 
that is not asked for, feel tree to add i t. Your assistance will he l p bu il d and 
maintain the best Academy possib l e. The completed questionnaire should be 
returned t o us wi th your fina l graded requir ement for this subcourse . 

1. How long did you spend on th i s subcourse1 Total Hours ____ 

2. How much prev ious experience did you have with the materi a l covered in th is 
subcourse' (Circle appropr i ate l etter) 

A. Above Average B. Average C. Be low Average D. None 

Responses for I tems 3 and 4. 

A Strongly agree 
B Agree 
C Uncertain 
o Strong l y d i sagree 
E Disagree 

3. This subcourse was use f ul to me in my current duty assignment. (Circ l e 
appropr iate l etter) 

A B c o E 

4 . The fo l lowing listed parts of the subcourse provided suff ici ently clear 
gU i dance and information to assist me I n my preparat ion of th i s lesson. (Circle 
appropr i ate l etter) 

Stated Purpose - A B c o E 

Stated Objectives A B c o E 

Student Requirements A B c o E 

Practical Exercises A B c o E 

Ins tructions - - - - A B c o E 
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Responses for quest ion 5 : 

A Ex cel len t 
B Above average 

Averllge 
o Be ! ow average 
E No napp! I cable 

5. Wi th regards to reference mater i al, indicate the adequacy of each of the 
fo llowing by circling thl appropr ia te l etter after each l i Sitlng. 

Supplemental Read i ngs A B c D E 

Mill ury Texts A B c D E 

C i vil i an Texts A B c D E 

Aud I 0 Tapes A B c D E 

Comments: _______________________________________________________________ 

6 . Wh i ch so lu t i oMild i scuSI. Jonl. t o s tudent requ i rements , I f &n'1, we re W 
helpfu l I n your prepa r at i on ' Please exp l a i n . 

7 . What add itional sub Ject (s ) i n the ar ea of th is l esson, i f any, might be 
he l pfu l to yOu? 

S. Add i t iona I comments: 
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