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TALK LIKE A LEADER: COMMUNICATION SKILLS TRAINING FOR
NONCOMMISSIONED OFFICERS

EXECUTIVE SUMMARY

Research Requirement:

The importance of knowledge of and capable use of communication skills is vital to
effective counseling. The process of counseling in the Army is essential for developing capable,
resilient, and satisfied Soldiers who are prepared for current and future responsibilities (U.S.
Department of the Army, 2014). Previous research suggests there are quite limited opportunities
for noncommissioned officers (NCOs), who are responsible for counseling their subordinates, to
enhance relevant skills in this area. The U.S. Army Research Institute for the Behavioral and
Social Sciences (ARI) developed a new skills-based training curriculum titled 7alk Like a Leader
(TLal) to address this issue. The TLal is a program designed especially for NCOs to help
improve their interpersonal skills specific to the counseling process. It also aligns with and
supports the Army's newly created Counseling Enhancement Tool (CET), a tool specifically
designed to help improve developmental counseling interactions. This report describes the
development of the TLal training, the formative evaluation conducted to ensure 7LAL training is
beneficial and improves communication skills for NCOs as intended, and recommendations for a
follow-up summative evaluation.

Procedure:

The research team used a multi-step process to develop the TLal training. First, they
reviewed the literature for evidence-based approaches to counseling. This was followed by
collaboration with a leading expert in motivational interviewing (MI). Based on these efforts, the
research team then developed an initial 7Lal training guide and asked Army subject matter
experts (SMEs) to review the guide and provide feedback. Next, the research team used the
feedback to develop the full curriculum, which consisted of six 2-hour modules. The research
team then aligned the training with the CET to support its implementation.

The research team then conducted a formative evaluation of the 7LaL training curriculum
to ensure the training was beneficial to NCOs. This formative evaluation involved pilot testing
the 7LalL training curriculum with NCOs across several installations. Participants were asked to
complete a series of questionnaires and surveys designed to capture their experience with the
course, including reactions, learning, and application of training.

Findings:
The results of the formative evaluation demonstrate that the 7LaL training was beneficial
to NCOs. Data collected from NCOs’ ratings and qualitative statements revealed that they found

the course to be highly effective and worth their time. Results also established that the training
produced an increase in participants’ ability to demonstrate effective communication skills,
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specifically noted by the increased levels of reflective listening capacity and their increased self-
efficacy in their communication skills.

Utilization and Dissemination of Findings:

Based on the findings of the formative evaluation, the research team recommends moving
forward with the current version of the 7Lal training with only a few minor modifications
related to the training sequence, clarifying the Army specific examples, and other minor edits. It
is also recommended that the training undergo a summative evaluation to further evaluate its
effectiveness and inform any further refinements. A finalized version of the training would serve
as a much-needed developmental resource for improving interpersonal communication in junior
NCOs across the Army.
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TALK LIKE A LEADER: COMMUNICATION SKILLS TRAINING FOR
NONCOMMISSIONED OFFICERS

“Actions speak louder than words, but not nearly as often.”
---Mark Twain

Counseling in the Army is an important tool for developing capable, resilient, and
satisfied Soldiers who are prepared for current and future responsibilities (U.S. Department of
the Army, 2014). Communication skills are vital throughout the developmental counseling
process. Proper usage of communication techniques is important in both informal and formal
counseling contexts to ensure the interactions between counselor and counseled share
understanding of the content discussed. The purpose of this technical report is to (a) review
existing Army training on interpersonal communication and counseling skills, (b) describe the
design and development of the exemplar training model for noncommissioned officers (NCO)
interpersonal communication and counseling skills, Talk Like a Leader (TLal), (c) describe the
formative evaluation of the 7LalL training, and (d) suggest ways to refine the 7LaL training to be
implemented in the upcoming summative evaluation and future research.

Overview and Need for NCO Communication Training

Soldiers receive a substantial amount of training from the time they attend basic combat
training until completion of their time in service. Training comes from three primary domains
(U.S. Department of the Army, 2017): (a) the institutional domain (e.g., training centers and
schools), (b) the operational domain (e.g., training activities at the home station, at combat
training centers, during joint exercises, or while operationally deployed), and (c) the self-
development domain (e.g., individual learning to expand one’s knowledge, self-awareness, or
situational awareness). While most training occurs or is reinforced in the operational units,
institutional training plays a key role throughout a Soldier’s career, from Initial Entry Training to
a series of professional development courses linked to progression through promotions (Basic
Leader Course, Advanced Leader Course, and Senior Leader Course, etc.).

There are limited opportunities in both operational and institutional domains for NCOs to
improve their interpersonal communication skills. According to Perkins (2015), interpersonal
tact is the single most important contributor to a leaders’ ability to improve the organization but
“is almost never addressed” by Army training. This view is further supported by the results of
the NCO 2020 Survey (Kinney et al., 2014) where more than 70% of the 83,000 NCOs surveyed
said they needed additional training on interpersonal communication (e.g., conflict management,
stress management, leading subordinates, negotiation, team building, and NCO-officer
relationships). Furthermore, about 85% of the NCOs surveyed said that additional training on
interpersonal communication skills would be useful for their roles as trainers and teachers
(Kinney et al., 2014).

According to the report on outcomes of the Center for Army Leadership Annual Survey
of Army Leadership (CASAL; Crissman, 2013; Riley et al., 2014) the Develops Others
competency has consistently been an area of needed improvement, with less than two-thirds of
those surveyed rating their immediate superior as effective at developing their leadership skills.



Moreover, according to Walker and Bonnot (2016), there is a disparity between how field grade
officers believe they are taking action to develop junior leaders, and the perception of junior
leaders who feel they are not being adequately developed. Walker and Bonnot (2016) suggest the
reason for the disparity in perceptions between Soldiers and their command with regards to
leadership development is due to a lack of communication. The authors further argue that a
greater use of two-way communication, and specifically employing reflective listening skills,
would enhance the shared understanding between leaders and subordinates thus reducing the
noted disparity in perceptions. This highlights the need for additional development amongst
NCOs, particularly in the area of interpersonal communication skills.

Design of TLalL

We designed TLalL to leverage interpersonal communication skills, which have copious
empirical support in other contexts, in the Army context to support junior NCOs’ interpersonal
effectiveness in the operational domain. Previous ARI research showed that junior NCOs’
effective use of communication skills are related to improvements in Soldiers’ satisfaction, job
performance, and overall readiness (Sanders, 2018). The TLaL program draws from two
research-based paradigms that were identified to be useful in the Army context (Sanders, 2018):
the Transtheoretical Model (TTM; sometimes called the “Stages of Change”), a cognitive model
of behavioral change; and Motivational Interviewing (MI), a conversational framework that
facilitates a person’s internal motivation for change. These two models complement one another
with the TTM describing how change occurs and MI providing guidance around specific
interpersonal communication skills that are most useful in helping people change.

Transtheoretical Model

The TTM is a model of cognitive readiness developed by Prochaska and DiClemente
(1986). After examining the natural progression of people who changed their behavior, they
identified a common progression of readiness: (a) Precontemplation is when the individual has
no interest or intention to change; (b) Contemplation is when the individual is ambivalent about
change, recognizing both pros and cons; (c) Preparation is when the individual has a goal to
initiate change within the next month; (d) Action is when the individual is practicing the new
behavior; and (e) Maintenance is when the individual is working to maintain the change over
time. The TTM is a useful way to think about change because it helps identify the most effective
strategies to reach individuals with the least amount of resistance (DiClemente & Prochaska,
1982; Prochaska & DiClemente, 1986; Prochaska et al., 1992). Figure 1 shows techniques that
are effective at each stage of change. Figure 2 illustrates how this model applies to a Soldier
addressing an issue like problematic alcohol use.



Figure 1

Effective Techniques Associated with the TTM (Adapted from Prochaska and DiClemente, 1986)

Pre-Contemplation

Contemplation

Preparation

Action

Maintenance

Consciousness
Raising: Public
education using mass
media. small groups.

Dramatic relief:
Taking action to
decrease anxiety and
other negative emotions
through playing,
grieving, testimonies,
simulations, and other
group activities.
Environmental Re-
evaluation: Learning
how one's actions affect
one's self/others
through guided
discussions w/family
members, testimonies,
story telling.

Self-reevaluation:
reevaluation of self-
image through group
activities:

*Values clarification
exercises

*Contact and
discussions w/role
models

*guided imagery
(where people imagine
themselves in the new
situation [e.g..
committed to
abstinence])

Self and Social
Liberation: Belief that
one can change and
commit to change and
creating social
conditions for change

by:

*Changing community
norms to favor change

*Drawing attention to
those who have made
commitments

*Organizing events for
public commitments

Using and fostering
social support and
caring relationships
through peer groups

Contingency
management:
Reinforcing positive
steps towards desired
behaviors (e.g.,
commitments), giving
praise. and recognition

Counter-conditioning:
Learning to substitute
healthy behaviors for
problem behaviors
(e.g.. group activities,
outlets)

Continue positive
reinforcement &
social support
through:

*Continuance of
support groups

«Institutionalization
(e.g.. through local
organizations) of
rewards and
recognition for
keeping commitments

Stimulus Control:
Remove triggers for
unhealthy behaviors.
Role-playing to
substitute prompt for
healthy behaviors.

Maintain self -
efficacy: Maintain
confidence to resist
temptations through
regular discussions.
accountability system




Figure 2

Stages of Change Example

RELAPSE
Soldier has returned to old
patterns; Relapse can PRE-
provide an opportunity to CONTEMPLATION
leam and develop a more Soldier does not see issues
successful plan next time. / with drinking. \
MAINTENANCE CONTEMPLATION

Soldier thinks there might
be a problem but is
ambivalent about change.

Soldier is maintaining
changes over time.

ACTION PREPARATION
Soldier has recently made Soldier decides to make
changes. changes and has a plan.

Motivational Interviewing

According to Miller and Rollnick (2013), motivational interviewing (MI) is “a
collaborative, goal-oriented style of communication with particular attention to the language of
change. It is designed to strengthen personal motivation for and commitment to a specific goal
by eliciting and exploring the person’s own reasons for change” (p. 29). Motivational
interviewing is a “guided” strategy that strikes a balance between the more non-directive style
that is used in psychological counseling and the more directive instruction and advice-giving that
is historically prevalent in NCO interactions. In the past, many NCOs believed their main roles
were to give instructions and enforce rules. Their conversations tended to use this directive style:
“You need to... so make sure you...” However, this approach is not well suited for most long-
term behavior changes (e.g., quitting smoking, weight loss, time management) or when the
person is not already highly motivated. In a guided style, the NCO is drawing out the person’s
motivation and the two parties are working together to solve the problem.



Motivational interviewing begins with an overall conversational tone while employing
specific talking strategies that help to engage a person and create an environment in support of
positive change. The “spirit” of MI emphasizes collaboration, compassion, evocation, and
acceptance. Collaboration means that M1 is done “with” a person, rather than “to” a person.
Compassion is a commitment to pursue the welfare and best interest of the other person, rather
than pushing one’s own agenda. Evocation involves viewing the person as an expert on his/her
behavior, while the practitioner’s role is to evoke or draw out solutions from the person. Finally,
acceptance is an attitude of openness towards the person’s background and goals (e.g., culture,
attitudes, beliefs, status). The core MI techniques include open-ended questions, affirmations,
reflections, and summaries. An effective MI practitioner uses these listening techniques
strategically to evoke statements from the other person about their desire, ability, reason, or need
to change, which leads to statements about commitment and planning (Magill et al., 2018). The
overall goal is to develop discrepancies between an individual’s current behavior and his/her
core values or desired outcome, which increases commitment to change.

Research has identified certain aspects of MI that are linked to behavior change,
specifically: (a) the level of empathic communication demonstrated by the practitioner, (b) the
practitioner’s ability to refrain from communication styles that are inconsistent with MI (e.g.,
confrontation, advising without permission, arguing, judging), and (c) the ability to increase the
amount of change talk, or statements in favor of change that a person uses (Lindqvist et al., 2017;
Magill et al., 2014; Magill et al., 2018; Miller & Rollnick, 2013). Furthermore, there is
substantial evidence that MI can influence motivation and behavioral change across various
populations and behavioral domains (Lundahl et al., 2010; Qiqi et al., 2021). For example, MI
has been used successfully to improve compliance with medical and mental health treatment, and
positively impact health conditions such as smoking, substance use, depressive symptoms, pain
management, weight management, and physical activity (Alexander et al., 2017; Lee et al., 2016;
O'Halloran et al., 2014; Romano & Peters, 2015; Spencer & Wheeler, 2016).

Notably, MI has often been used as a brief intervention in settings where there is
relatively little time to address behavioral change. These brief interventions have been
implemented successfully in doctor’s offices, emergency rooms, classrooms, and judicial settings
(Cordova et al., 2001; Reich et al., 2015; Stern et al., 2015). For example, when MI was used
during phone intake interviews for families in a mental health setting, the people who received
the MI intervention were three times as likely to keep their follow-up appointments, compared to
people who did not receive the intervention (Stern et al., 2015). Another advantage of Ml is its
adaptability to numerous settings and organizational structures. For example, MI has been used
successfully in the criminal justice system (Simmons et al., 2016; Walters et al., 2010), in the
family court system (Braver et al., 2016), and in occupational health and safety (Navidian et al.,
2015).

Like other complex skills research suggests that MI proficiency is unlikely to occur
through mere education or exposure to the information. Rather, effective training requires
demonstration, practice, and feedback (Miller & Rollnick, 2013). Motivational interviewing
trainings have most commonly occurred face-to-face; however, there is evidence that people can
be effectively trained via telephone or online interactions (Shingleton & Palfai, 2016). Moreover,
studies tend to show improvements in MI skills when standard training is supplemented with



follow-up feedback and coaching (Bennett et al., 2007; Miller et al., 2004). A review of training
studies (Schwalbe et al., 2014) showed that people were more likely to retain the skills if the
initial training was followed by feedback or coaching over a 6-month period.

Development of 7LalL

The two evidence-based approaches of TTM and MI provided the foundation for a skills-
based communication training for NCOs. In support of the development of this training program,
members of the research team also reviewed Army policies and existing training (e.g., ATP 6-
22.1, and ADP 6-22), solicited feedback from NCOs and Army subject matter experts (SMEs,
and partnered with academics with expertise in MI training. Regarding the training format, the
goal was to use “best-practices” from the literature:

e Organizing the training into more frequent, shorter duration contacts/sessions (as opposed
to single, longer sessions).

e Inclusion of interactive, skills-based components such as coaching and feedback; and

e Use of frequent positive reinforcement, specifically around trainees’ ability to increase
change talk.

The research team collaborated with Dr. Scott Walters, a leading MI trainer and content
expert, to adapt key aspects of MI into an Army-specific (NCO) context. The team first
developed a training guide that was reviewed by Army SMEs and then used the SMEs’ feedback
to inform the development of a full training curriculum. The training curriculum was organized
as six two-hour modules that were intended to be delivered in-person to operational units (see
Appendix A for an outline of the training curriculum).

The research team worked to align TLaL with the Army’s Counseling Enhancement Tool
(CET) (see Appendix B). The CET was developed at the request of the Combined Arms Center
to enhance the developmental counseling process for junior enlisted Soldiers. The CET consists
of a Leader form and Soldier form that addresses performance in seven areas: Tactical and
Technical Proficiency; Communicates Effectively; Exhibits Effort; Exhibits Personal Discipline;
Contributes to the Team; Exhibits Fitness, Military Bearing, and Appearance; and Manages
Personal Matters. The CET creates a structured opportunity for NCOs and their Soldiers to share
observations, discuss expectations, and develop collaborative plans in these areas. The research
team integrated components of the 7LaL curriculum into the CET, while simultaneously working
to make an effective communication framework for delivering the CET. Finally, to determine
whether the 7Lal training program was meeting the objectives for which it was designed, a
formative evaluation was conducted. The methods and results from the formative evaluation are
documented in this report, as well as recommendations to inform future refinements of the 7Lal
training.



Method

Participants

Participants consisted of a convenience sample of NCOs from two United States Army
Forces Command (FORSCOM) installations in the continental U.S (CONUS and representatives
from the This is My Squad (TIMS) leadership team. In order to be included in the study,
participants had to be an NCO in the U.S. Army with a rank between corporal (CPL) and
sergeant first class (SFC). In total, 114 Soldiers participated in the 7Lal training and 44 of these
Soldiers agreed to participate in the formative evaluation of the 7LalL training.

Materials

The TLaL training materials consisted of a training manual (Appendix E), PowerPoint
slides (Appendix C), worksheets, and lesson plans. The original design called for the training to
be delivered in-person by an expert trainer, however, it was necessary to shift to virtual delivery
(using Microsoft Teams) due to the COVID-19 pandemic. The trainings were delivered over a
four-month period (from January to May 2021). Demographic measures were collected from
participants prior to the training, including highest level of education, length of time in service,
sex, rank, branch/MOS, and component (i.e., Active Duty, Army Reserve, Army National
Guard). Additionally, a baseline measure of participants’ self-reported level of confidence in
their ability to counsel others was collected. Training evaluation measures were administered at
various stages throughout the training and were designed to assess Levels 1 (Reaction) and 2
(Learning) of Kirkpatrick’s (1998) training evaluation model. Table 1 outlines the various
evaluation measures and when they were administered.



Table 1

Evaluation Measures, Timing, and Evaluation Level

Measure Variables assessed Timing Kirkpatrick
evaluation
level(s)

Pre-Training Demographics, Soldier Before Module 1 (before 1,2

Assessment Responses Questionnaire, training)

growth mindset, self-efficacy,
empathy, self-monitoring, unit

readiness
Training Effectiveness of training, After Modules 2, 4, and 1
Evaluation Survey confidence in/feasibility of 6

applying training content,
suggestions for improving
training, reaction to the training

Knowledge Knowledge of training content Following Module 6 (end 2
Assessment (MI concepts) of training)

Post-Training Soldier Responses Following Module 6 (end 1,2
Assessment Questionnaire, growth mindset,  of training)

self-efficacy, empathy, self-
monitoring, unit readiness

The measures (described below) were delivered as electronic surveys (Portable
Document Format (PDF)) adapted for use with Army populations to assess the following
variables. Measures can be found in Appendix D.

Growth Mindset

The growth mindset scale consisted of five items, two from Dweck’s (2008) growth
mindset scale (Midkiff et al., 2018) and three from Tuckey et al.’s (2002) 23-item motives for
seeking feedback survey. All items were focused upon assessing an NCO’s growth mindset and
were rated on a 5-point scale (1 = strongly disagree; 5 = strongly agree). The growth mindset
measure was used as a potential covariate.

Self-Efficacy

The self-efficacy scale included items designed to assess confidence in applying the 7LalL
training skills following Bandura’s (2006) guide for constructing a self-efficacy scale. The scale
consists of nine items, rated on a 10-point scale (0 = not at all confident; 10 = extremely
confident).



Empathy

The perspective taking, personal distress, and empathic subscales from the Interpersonal
Reactivity Index were used to assess cognitive and affective empathy (Davis, 1980). The
empathy measure consisted of 21 items, seven items each from the perspective taking, personal
distress, and empathic subscales. All items were rated on a 5-point scale (1 = does not describe
me very well; 5 = describes me very well).

Self-Monitoring

A modified version of the Lennox Revised Self-Monitoring Scale was used to assess self-
monitoring (Lennox & Wolfe, 1984; O’Cass, 2000). The measure normally consists of 13 items
distributed between two subscales (i.e., ability to modify self-presentation and sensitivity to the
expressive behavior of others). Both subscales use a 6-point rating scale (0 = certainly, always
false; 5 = certainly, always true). For the current effort, four of the six items from the sensitivity
to the expressive behavior of others subscale were used. The four items were chosen because
they were deemed to be most related to the interpersonal communication skills in the military
population.

Unit Readiness

A revised version of Griffith’s (2006) Soldier and unit retention survey was used to
assess unit readiness. The original measure consists of 41 items distributed across 10 subscales
(i.e., unit administration, training quality, Soldier teamwork, Soldier caring, leader skills leader
caring, career intentions, unit combat-ready, equipment combat-ready, and leaders combat-
ready). The revised version included 11 items assessing Soldier teamwork, Soldier caring, leader
skills, and leader caring. A 5-point scale (1 = strongly disagree; 5 = strongly agree) was used to
rate each item.

Knowledge of Motivational Interviewing

This assessment consisted of 15 multiple choice items designed to measure the
knowledge retained from the 7Lal training. The assessment was developed by the authors for
the specific needs of this project. This assessment includes items such as: “A Soldier who is
experiencing mixed feelings about change, seeing both pros and cons, would most likely be at
which Stage of Change?”

Level of Confidence in Applying Motivational Interviewing

Participants were asked to rate their level of confidence in successfully applying the skills
learned in the TLal training, using a 10-point scale (1 = not at all confident; 10 = extremely
confident). Participants who scored themselves low (i.e., 5 or less) were asked to provide their
reasoning by selecting one or more options from a list. Example reasons included: “I do not have
the necessary knowledge and skills,” “I have other higher priorities,” and “I am not rewarded or
recognized for doing this.” An “other” option was available for participants who wanted to write
in their own explanation.



Perceived Feasibility in Implementing Motivational Interviewing

Participants were asked to rate the feasibility of implementing their newly acquired MI
skills (outside of the TLaL training) using a 10-point scale (1 = not at all feasible; 10 = extremely
feasible). Participants who gave a score of 5 or lower were asked to provide an explanation by
selecting one or more reasons from a list. Example reasons included: “I do not have the
necessary knowledge and skills,” “I have other higher priorities,” and “I am not rewarded or
recognized for doing this.” An “other” option was available for participants to write in their own
explanation.

Reactions to the Training

To measure reactions to the 7Lal training, a form was developed by the research team
consisting of 11 statements, rated on a 5-point scale (1 = strongly disagree; 5 = strongly agree)
(see table 1). Each statement addressed a different aspect of the training. Sample statements
included: “I understand the training content,” “The way the training was taught was a good fit to
my learning style,” and “I will use these communication skills on the job.” In addition to the 11
statements, participants received several open-ended questions about their experience in the
TLaL course.

Reflective Listening

To measure pre- and post-training reflective listening, participants completed the Soldier
Responses Questionnaire (Walters, 2020), an adaptation of the Probation Officer Responses
Questionnaire (Walters et al., 2008), which has been found to be correlated with more lengthy
assessments of MI skill (Walters et al., 2010). Participants were provided with two statements
that they might hear a subordinate say and were asked to write the next thing they would say if
they wanted the subordinate to know they were listening (see Figure 3). Table 2 provides the
criteria for scoring participant responses to the statements. Because participants responded to two
statements (i.e., items) and each statement had a maximum possible rating of 5, the total score
for each participant could range from 2 to 10 at each time point. An experienced trainer scored
all responses.
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Figure 3

Two Statements from Soldier Response Questionnaire

1. A Soldier tells you: “The PT standards are too strict. The kind of food they serve
in the Army makes people fat.”

What would you say if you wanted to let the person know you were listening?

2. A Soldier tells you: “My drinking can definitely get out of hand sometimes, but
there’s nothing else to do in town.”

What would you say if you wanted to let the person know you were listening?

Table 2

Rating Criteria for Sample Statements

Score | Description of Response

1 Response includes a roadblock response, whether or not it contains additional
elements. Roadblocks include ordering or threatening; persuading with logic, arguing,
lecturing; disagreeing, criticizing, sarcasm, labeling; or giving unsolicited advice,
suggestions, or solutions. Also given for irrelevant, inaccurate, or incomplete
responses.

2 Response contains a closed (yes/no/limited option) question. Also given for
affirmations, offers of help, or supportive statements that do not fit into other
categories. If the response also contains a roadblock, it receives a score of 1.

3 Response contains an open question. When multiple responses are made, the highest
level is scored (unless the response contains a roadblock, resulting in a score of 1).
4 Response repeats the basic content of the original statement. When multiple responses

are made, the highest level is scored (unless the response contains a roadblock,
resulting in a score of 1).

5 Response paraphrases the original statement, using substantially different language or
inferring meaning. When multiple responses are made, the highest level is scored
(unless the response contains a roadblock, resulting in a score of 1).
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Design

The formative evaluation utilized a non-randomized, single-group, cohort design. Each
cohort of participants completed the training as an intact group. Several variables were assessed
pre- and post-intervention to measure the impact of the training (e.g., growth mindset, self-
efficacy, responses to sample statements by subordinates). Other variables were assessed
immediately following each training session (e.g., participants’ reactions to the training session),
or after the entire training concluded (e.g., knowledge acquisition, confidence in ability to
implement MI techniques). The timing of evaluation measures and variables assessed is provided
in Table 1.

Procedure

Prior to beginning the 7Lal training, participants were given an overview of the training
and evaluation activities, a project summary, and a privacy act statement consistent with
Institutional Review Board (IRB) requirements. As shown in Table 1, pre-training measures
were administered before the first 7Lal module. Training evaluation surveys were administered
after Modules 2, 4, and 6. Additional post-training measures and a knowledge assessment were
administered at the end of the training (i.e., following Module 6). All the evaluation measures
were emailed to participants, completed electronically, and returned to the researchers in an
encrypted email except for the one in-person session during which paper versions of the surveys
were collected by the research team members.

Analysis

Descriptive statistics were calculated (e.g., means, standard deviations) for continuous
variables and frequencies were calculated for categorical variables. Dependent sample t-tests
were used to evaluate changes on pre- and post-training scores and correlational analyses were
used to explore factors (e.g., sex, educational level) that might be related to changes in outcome
measures. Several measures were used as control variables for potential extraneous variables that
might have influenced the results (i.e., difference in training format for one of the cohorts [e.g.,
virtual vs. one session in-person] and differences between individuals who completed the
evaluation measures versus those who did not). Correlational analysis was also used to explore
whether pre-test variables (e.g., growth mindset, unit readiness) were associated with changes in
relevant outcome measures. All quantitative analyses were performed using SPSS version 25.
Qualitative analysis (i.e., theme coding) was conducted in Excel on data related to the
effectiveness of the training and suggestions for improvement.

Results
Demographics
The vast majority of participants who agreed to participate in the formative evaluation of
the 7LalL training reported currently being in leadership positions; only a small number reported

they were not in a current leadership position or did not supervise Soldiers. Table 3 shows the
demographics of the 44 NCOs who completed and returned the baseline assessment.
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Table 3

Participant Demographics

Age (M, SD) 31.8 54 Component (N, %)

Time in Service (M, SD) 10.6 4.7 Active Duty 37 42.5

Sex (N, %) National Guard 5 5.7
Male 33 379 Reserves 2 2.3
Female 11 12.6 Education (N, %)

Rank (N, %) High School/GED 12 13.8
SPC/CPL 2 2.3 Some College 13 14.9
SGT 13 14.9 Associates 11 12.6
SSG 23 26.4 Bachelors 8 9.2
SFC 6 6.9 Did not return form 43 49.4

Note. N = 44.

Pre-measure Descriptive Statistics

Descriptive statistics, including minimum, maximum, mean, standard deviation,
skewness, and kurtosis for the scales of the pre- and post-measures, were computed for
participants (see Table 4 and Table 5). Both sets of measures assessed the same five variables
(i.e., growth mindset, self-efficacy, empathy, self-monitoring, and unit readiness). The results for
all five variables were negatively skewed, with self-efficacy having the greatest amount (-.99)
and unit readiness having the least amount (-.04) of skew. Similarly, results from the post-
measures were also negatively skewed (see Table 5). However, the greatest negative skewness
came from the unit readiness scale (-1.00) and the least from self-monitoring (-.05). It is likely
that the data distributions from the post-test were negatively impacted by the small sample size

(N = 24).

Internal consistency coefficients (i.e., coefficient alphas) were also calculated (Cronbach,
1951) for the pre- and post-measures (Tables 4 and 5). Both pre- and post-measures generally
showed high levels of internal consistency. However, the pre-measure growth mindset scale had
a poor alpha (.61).
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Table 4

Descriptive Statistics for Pre-measures

Scale N Min Max M SD Skewness Kurtosis o
Growth 44 2.6 5.0 4.16 0.58 =72 .61 0.61
mindset
Self-efficacy 44 3.1 9.4 7.60 1.39 -.99 1.06 0.92
Empathy 44 2.1 4.2 3.20 0.44 -.64 .61 0.81
Self- 44 2.5 6.0 4.60 0.77 -.60 21 0.76
monitoring
Unit readiness 44 2.6 5.0 4.00 0.53 -.04 57 0.85

Table 5

Descriptive Statistics for Post-measures

Scale N Min Max M SD Skewness Kurtosis o
Growth 24 3.20 5.00 435 0.55 -.56 -.35 0.85
mindset
Self-efficacy 24 5.89 10.00 8.21 1.09 -.11 -.28 0.95
Empathy 24 2.57 4.14 3.24 0.38 =37 .10 0.84
Self- 24 3.00 6.00 4.68 0.73 -.05 .55 0.83
monitoring
Unit readiness 24 1.36 5.00 3.60 0.91 -1.00 1.56 0.98

Participants’ Reactions to the 7LaL Training
Ratings

Participants’ reactions to the 7LaL training (Level 1 of Kirkpatrick’s model) were
gathered on the Training Evaluation Survey after Modules 2, 4, and 6. Over 85% of participants
who returned the survey “agreed” or “strongly agreed” the training was worth their time at each
of the three time points. In addition, between one-third and one-half! of participants reported not
having prior knowledge of the skills presented during the training across the three-time intervals.
Figure 4 shows the percent of people who agreed that the training was worthwhile at each time
point.

! The percent of participants who strongly disagreed, disagreed, or were neutral on the statement about having prior
knowledge of the skills presented in the training was 33% (Time 1), 44% (Time 2), and 38% (Time 3).
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Figure 4

Training was Worth the Time Invested (Time 1, 2, and 3)

Time 1 (N = 48)
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Time 3 (N=21)
Neither Disagree
Nor Agree
14%

Agree
14%

Strongly Agree
72%

m Strongly Agree = Agree m Neither Disagree Nor Agree m Disagree = Strongly Disagree

The percent of participants who rated the training as effective on the Training Evaluation
showed mean scores ranged between 4.3 and 4.8 on a 5-point Likert scale. Table 4 shows the
survey results at each time point.

Table 6

Training Effectiveness

Percent of Participants who Agreed

or Strongly Agreed

Time 1 Time 2 Time 3
I understand the training content 93.8% 100% 95.2%
I understand the skills presented 91.7% 100% 90.5%
The order in which the training content was 85.4% 98.1% 95.2%
presented was effective
The way the training was taught was a good fit to 83.0% 92.2% 90.5%
my learning style
I had adequate opportunity to practice the skills 85.4% 96.2% 85.7%
presented during the training
I can apply the skills presented during the training 95.8% 98.1% 90.5%
immediately in my job
I will use these communication skills on the job 95.8% 100% 100%
The activities included in the session helped me 95.8% 100% 95.2%
better understand the skills presented
I learned new information about effective 93.8% 94.2% 95.2%

communication from this training
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Participants who completed the feedback survey were asked to rate their confidence in
being able to apply the skills they learned in the 7Lal training and how feasible they thought it
would be to implement the skills on a scale of 0 = not at all confident to 10 = extremely
confident. Mean confidence and feasibility ratings ranged from 8.1 to 8.9 across all time points.
Participants who chose a rating lower than a 6 were asked to select a reason from a list of
potential reasons (e.g., “I do not have the necessary knowledge and skills,” “I have other higher
priorities”). The relatively small (n = 6) number of participants who noted barriers to confidence
and/or feasibility indicated a lack of necessary resources to apply the skills (n = 2), and the
presence of more critical priorities (n = 4). Table 7 shows the mean confidence and feasibility
ratings at each time point.

Table 7

Confidence and Feasibility Ratings

Time 1 Time 2 Time 3
M SD M SD M SD
Confidence in applying MI skills 8.7 1.5 8.7 1.4 8.5 1.3
Feasibility of applying MI skills in unit 8.6 1.7 8.9 1.4 8.1 2.4

Note. M = mean; SD = standard deviation; MI = motivational interviewing.
Qualitative Feedback about Training Effectiveness

To further assess reactions to the training, participants who completed the feedback
survey were asked to provide open-ended feedback about which training activities helped them
understand the training content the most, and ways the training could be implemented more
effectively. This was done after the second, fourth, and sixth modules. Two members of the
research team analyzed these data by identifying common themes in participants’ overall
responses (~5-10 themes for each question plus a miscellaneous column). There were no
disagreements between the researchers with regard to themes. Each comment was then placed
under its corresponding theme. The themes that had the greatest number of comments were
considered major themes.

Regarding the training activities that were deemed most helpful, 45 comments from
participants indicated the breakout sessions were the most helpful activity. Participants also
reported that they liked learning about closed vs. open-ended questions (n = 15 comments) and
reflections (n = 8 comments). Finally, participants cited the usefulness of demonstrations in
which the instructor role-played a conversation with another participant (n = 9 comments).

Regarding the ways that the training could be implemented more effectively, participants
offered a number of suggestions about potential improvements:

1. Many participants (n = 48) indicated they would like more time in the breakout
sessions and/or more sessions.
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2. Some participants (n = 16) said they would have preferred the TLalL training be
delivered in-person which would also have prevented technological issues noted by
participants (e.g., lack of proper or adequate equipment, poor connectivity).

3. Inthree comments, participants suggested other changes such as showing the speaker
and slides concurrently during class instruction (which was not possible at the time
due to a limitation of Microsoft Teams), reducing the time between classes, and
having NCOs receive this training as part of their early professional military
education.

4. In two comments, participants said the training content should be taught by the senior
NCOs to junior leaders.

Participant responses also included themes noting the efficacy of the training. For
example, one theme involved participants (n = 13) requesting no changes be made the training.
Many participants (n = 42) took the opportunity to share a positive response to the training.

Training Impact

Several measures were included in the evaluation to assess level 2 of Kirkpatrick’s
model. These measures evaluated the impact of the training in terms of how much learning took
place. The measures included the Soldier Responses Questionnaire, a knowledge assessment, and
scales to assess growth mindset, self-efficacy, empathy, self-monitoring, and unit readiness.

Reflective Listening (Soldier Responses Questionnaire)

To evaluate the quality of participants’ reflective statements, participants who completed
the pre-measures and post-measures were asked to respond to two written statements that they
might hear a subordinate say. Each statement was coded by an expert (higher scores indicated
greater depth of listening). Figure 5 shows the distribution of ratings for each statement before
and after the training.
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Figure 5

Distribution of Ratings for Reflective Listening Statements
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Figure 6 shows the mean scores of participants (i.e., mean scores across the two
statements) before and after the training. Statistically significant increases in ratings for both
statements were noted from pre- to post-test (#(8) =-3.789, p = 0.005; CI [-6.08, -1.48]).
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Figure 6

Mean Ratings of Participant Reflective Listening Responses Pre- and Post-Training
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Knowledge of Motivational Interviewing

After completing the training, participants answered 15 multiple-choice questions
assessing their knowledge of material covered in the training (e.g., open- and closed-ended
questions, basic and double-sided reflections, forward-focused questions, identifying and
eliciting change talk). On average, participants answered approximately 68% of the questions
correctly. Table 8 shows the mean score, standard deviation, minimum score, and maximum
scores on this assessment.

Table 8

Mean Items Correct on Motivational Interviewing Knowledge Assessment

Mean Items Correct 10.18
Standard Deviation 1.89
Minimum / Maximum 6.00/13.00

Note. N = 22; 15-item assessment.
Improvements in Other Factors
Participants completed a series of scales before and after the training to assess growth

mindset, self-efficacy, empathy, self-monitoring, and unit readiness. Table 9 shows the mean
scores for the overall measures before and after the training.
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Table 9

Pre- and Post-Training Variable Descriptives

Pre-training (n =44)  Post-training (n = 24)

M SD M SD
Growth Mindset 4.16 0.58 4.35 0.55
Self-Efficacy 7.60 1.39 8.21 1.09
Empathy 3.19 0.44 3.24 0.38
Self-Monitoring 4.57 0.77 4.68 0.73
Unit Readiness 3.96 0.53 3.60 0.91

Note. M = mean, SD = standard deviation.

The mean self-efficacy ratings for participants who completed both measures increased
from pre- to post-test. There were no significant changes in the other measures over time. Table
10 shows the significance tests for these measures.

Table 10

T-tests for Pre- and Post-Training Variables

M SD t p-value
Growth Mindset
Pre-Training 3.95 0.46 -2.06 0.066
Post-Training 4.31 0.64
Self-Efficacy
Pre-Training 7.22 1.24 -4.69** 0.001
Post-Training 8.36 0.81
Empathy
Pre-Training 3.19 044 -1.76 0.108
Post-Training 3.94 0.83
Self-Monitoring
Pre-Training 4.50 0.66 -1.26 0.237
Post-Training 4.63 0.75
Unit Readiness
Pre-Training 3.85 049 0.14 0.895
Post-Training 3.83 0.69

Note. N=11. M = mean, SD = standard deviation, ** p = 0.001.

The empathy scale further breaks down into three subscales: perspective taking, personal
distress, and empathetic concern. Although the post-training scores trended in the positive
direction (e.g., increases in perspective-taking and empathic concern) the changes were not
statistically significant. Table 11 shows significance tests results for these measures.
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Table 11

T-tests for Pre- and Post-Training Empathy Subscales

M SD t p-value
Perspective Taking
Pre-Training 3.87 0.72 -1.18 0.26
Post-Training 4.04 0.60
Personal Distress
Pre-Training 2.01 0.82 0.14 0.89
Post-Training 2.00 0.63
Empathetic Concern
Pre-Training 3.74 0.73 -1.80 0.10
Post-Training 3.96 0.58

Note. N=11. M = mean, SD = standard deviation.

Correlations were calculated between the change scores for each of the pre- and post-test
variables and the change scores from the pre-and post-ratings of reflective listening from the
Soldier Responses Questionnaire. As shown in Table 12, changes in these variables were not
significantly correlated with change scores from the SRQ.

Table 12

Correlations Between Changes in Pre-and Post-Test Variables and Change Scores from the
Soldier Responses Questionnaire

r p-value
Growth Mindset 0.17 0.66
Self-Efficacy 0.19 0.62
Empathy 0.62 0.08
Self-Monitoring -0.05 0.89
Unit Readiness 0.09 0.84

Note. N=09.
Qualitative Responses about Training Impact

As part of the final evaluation survey, participants were asked to indicate whether the
training contributed to their development as a leader. Again, a thematic analysis revealed that
participants felt the training provided them with new communication tools (z = 10; e.g., “[the
training] gave me the tools I need to help get better answer[s] and better communication with my
Soldiers™), gave them a better understanding of how to ask questions and listen (n = 6; e.g., “[the
training] helped me understand how to ask questions in a productive positive manner,” and “[the
training] gives better understanding on how to properly demonstrate listening”). A few
participants (n = 3) noted that after the training they feel better able to better help their Soldiers
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(e.g., “I know how to take Soldiers’ desires and mold them into accomplished goals,” and “it will
help me address the real root of a Soldier’s problems and help them solve their own outcome™).

Discussion

The TLaL training was found to be an effective communication training for NCOs. The
participants of the formative evaluation rated the training highly in terms of being both effective
and worth their time. This finding was also supported by qualitative statements that the training
was effective as designed and presented. The participants expressed a preference for in-person
training, rather than virtual. Given this stated preference it is notable that participants expressed
such positive regard for the TLalL training.

Perhaps because of the skill practice during breakout sessions, participants reported
having high levels of confidence at the end of training that the skills they learned could be
applied on the job and would be feasible to implement. However, research has shown that
people’s self-ratings are not good indicators of actual skills (Dunning et al., 2004), one of the
reasons the post-test knowledge assessment and measure of reflective listening were included.
Given participants’ self-perceived confidence, it is not surprising that participants reported the
breakout sessions were the most helpful element, wishing for both more sessions and more time
in the sessions. In addition, several cohorts had lengthy intervals between the training sessions
during which they could practice the newly learned skills, which may also have contributed to
their self-reported confidence levels.

Observations were elicited from the 7LalL trainer and other researchers who participated
in the training events. One impression of the 7Lal training was the difficulty participants often
had in demonstrating the effective use of the basic communication skills during the guided
exercises. During exercises, participants were often quick to take a directive approach (e.g.,
provide advice and instruction) rather than try to “draw out” solutions through the use of open
questions and reflections from the other person. This tendency sometimes required remedial
instruction on reflective listening skills, especially around the purpose and use of reflections
(e.g., the purpose, when you would use reflections, what a reflection sounds like vs. other kinds
of listening utterances), and how to balance listening with information provision and instruction.
Interestingly, a few participants remarked to the trainer that the 7Lal skills had been helpful in
their personal relationships (e.g., speaking with partner or their children) and that this had led to
reduced stress at home.

The TLal training had an impact beyond the participants’ positive reactions, an
encouraging finding given the pilot status of the training, relatively small sample size, and the
need to shift to virtual training due to COVID restrictions. Participants demonstrated an increase
in reflective listening capacity and an increase in self-efficacy. Because participants were able to
practice the skills during the training, this might have led to increased listening capacity,
confidence, and feelings of self-efficacy. However, there were no significant changes observed
in other variables measured (i.e., growth mindset, empathy, self-monitoring, and unit readiness).
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Limitations of Formative Evaluation

Restrictions due to COVID required a shift to virtual rather than in-person delivery,
which contributed to several of the limitations observed in the formative evaluation. Limitations
due to the online delivery format included bandwidth issues and lack of camera/sound/chat
features for some trainees. Additionally, Microsoft Teams itself has limitations as a delivery
format, including the inability to view the training material and trainer side-by-side, and inability
to assign trainees to breakout rooms when they log in on incompatible devices. These limitations
might have affected the effectiveness of the training.

One of the primary limitations of this formative evaluation was the low response rates for
the evaluation measures. Participants experienced a significant response burden to complete the
surveys in PDF format, attach them to an email, then encrypt and send the email to the correct
email address. Likely due to this response burden, only nine participants completed both the pre-
training and post-training measures, meaning that statistical tests were likely underpowered. The
low response rates also limited our ability to perform some of the planned analysis such as
exploring differences based on sex or cohort.

Recommendations for Future Research

The next step in this research is to use the formative evaluation results to modify the
TLal training and then perform a summative evaluation of the revised training. It often takes
time for NCOs to adopt and integrate new skills and behaviors, and it can take additional time for
these changes to impact the behavior of their Soldiers and unit outcomes. Therefore, the
summative evaluation will utilize a longitudinal design by adding post-training observations of
actual TLaL skills. In addition, to assess the wider impact of the training, the research team will
go beyond collecting NCO (i.e., trainee) self-report measures by adding multi-rater assessments
to the evaluation (e.g., subordinate ratings of NCO behavior). These assessments will add
another perspective about the NCO’s behavior and will augment important information about the
impact of their behavior on the unit as a whole. This ongoing research will provide a better
picture of the true impact of the 7Lal training.

Recommendations for Future TLaL Trainings

This section contains recommendations for future research that follow from the formative
evaluation results and provide program design and delivery adjustments to improve the benefits
gained by NCOs who participate in the training. While the evaluation results suggested a need to
change the format of the training, primarily to conduct in-person trainings, we will focus on
recommendations assuming the next iteration of trainings will be in-person. Given the strides in
risk mitigation for COVID, we anticipate conducting the next 7LaL trainings in person.

Increase Number of Breakout Sessions. Results of the formative evaluation suggest
that NCOs found great value in the breakout sessions and wanted more opportunities to practice
the newly learned skills. Thus, it is recommended that the number of breakout sessions be
increased from one per module to two per module. This proposed adjustment is supported by
Kolb’s (1984) experiential learning cycle theory (see Figure 7) and Fixsen et al.’s (2005) review
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of the implementation science literature which suggests that repeated practice and feedback are
critical in skill acquisition.

Figure 7
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Increasing the number of breakout sessions would provide participants with more
opportunities to experiment with and apply the variety of skills presented in the training (i.e.,
Active Experimentation). Ideally, this would perpetuate the learning cycle by leading to transfer
of these skills to the job (i.e., Concrete Experience). Furthermore, it is recommended that some
of the additional breakout sessions build on breakout sessions from earlier in the training (e.g.,
repeating the exercise while adding one more skill). Such repetition will reinforce the skills
learned earlier in the training and allow participants to receive feedback on their progress (e.g.,
The United States Army Training and Doctrine Command (TRADOC) Regulation 350-70,
TRADOC Pamphlet 525-8-2).

To accommodate an increase in the number of breakout sessions, it may be necessary to
either remove lecture content (not recommended) or increase the length of the training modules.
Each of the six modules was originally designed to take 90 minutes to 2 hours. However, during
the formative evaluation, each module was typically delivered in 60-75 minutes (excluding
evaluation components). Adding one additional breakout session per module would increase the
training length, but not beyond the originally designed 90 minutes to 2 hours per module.
Additionally, during the formative evaluation, there were no indications that the participants had
issues with the length of the training. It is estimated that the cost of adding breakout sessions
would be low to moderate and would likely lead to significant improvements in participant
learning as well as the effectiveness of the training.

Increase Opportunities for Participation. Along with increasing the number of
breakout sessions, it was also suggested that the duration of each breakout session should either
be increased or the number of participants in each group should be decreased to ensure each
participant has an opportunity to complete the assigned activities. This recommendation is
supported by Kolb's (1984) experiential learning cycle theory and Fixsen et al.’s (2005) review
of the implementation science literature that demonstrate a critical role of practice, feedback, and
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peer modeling of skills. Allowing ample time during breakout sessions or dividing sessions into
smaller groups will help ensure participants have ample opportunity to engage in Active
Experimentation. Increasing the length of the breakout sessions would require either removing
lecture content (not recommended) or increasing the length of training modules. The latter would
increase the training burden on participants, but the research team estimates that the cost would
be moderate. An alternate approach would be to have fewer participants (i.e., 3-4) in each of the
breakout groups. In either case, it is anticipated that making this change would significantly
improve participant learning and the effectiveness of the overall course.

Additional In-session Support. Some participants suggested that breakout sessions
could benefit from having trained personnel on-hand to provide oversight and support. Research
in this area suggests the importance of ensuring learners have the right types of support at the
right times during their learning journey (Carlson McCall et al., 2018). Providing staff
supervision and coaching during breakout sessions would ensure that participants understand the
task and are receiving feedback as they practice the skills. Supervision and coaching might
include gentle reminders about what the skills entail during the early part of the learning process
and helping to facilitate participants’ active experimentation with these skills. These staff would
also help to ensure participants receive appropriate instructions and guidance for breakout room
activities. As skills become more concrete later in the training (Concrete Experience), these staff
can provide real-time feedback and guide participants through the Reflective Observation phase
of the learning cycle (Abstract Conceptualization, see Figure 7). The cost of accommodating this
recommendation would be high because it would require additional trained staff at the
installation(s) where training is delivered. A lower-cost alternative would be to ask alumni of the
TLaL course to provide oversight during breakout sessions, which would have the added benefit
of continuing to reinforce the alumni’s learning. Participants reported that the value of the
breakout sessions was high, and research supports the impact of such sessions on learning (Kolb,
1984). Thus, providing additional staff in the breakout sessions would be expected to have a high
impact on the effectiveness of the training.

Increase Time between Sessions. Another recommendation involves allowing time in
between sessions to practice the skills in real-world situations, bring back observations to share
with the group, and raise any issues or challenges that were encountered. This adjustment would
require minimal effort besides ensuring that participants are practicing the skills. It would have a
moderate impact on training by helping to improve participant learning and adoption of skills
beyond what they could achieve by just attending the one-time training. Alternatively, one could
add touchpoints between the sessions (e.g., structured homework activities; email/text outreach
to trainees with reminders to utilize the new skills; a quick conference call to allow trainees to
troubleshoot any issues they might be having) to support trainees as they practice the skills. The
inclusion of touchpoint activities would help reinforce the skills that are being developed and
keep them fresh in the minds of participants. They would also facilitate learning as participants
acquire Concrete Experience in the learning cycle (Kolb, 1984).

Expand to Include Senior NCOs and Officers. A final recommendation, noted by some
participants, is to consider expanding to include not only junior NCOs, but senior NCOs and
officers as well. Participants also proposed expanding the availability of the course beyond just
operational units, to include offering the training either in part or in its entirety at various points
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during an NCQO'’s professional military education (e.g., basic leader course, advanced leader
course). Relatedly, future trainings should consider who is best suited to provide the training and
mentorship that is necessary for skill development. In their review of the implementation science
literature, Fixsen et al. (2005) points out that selection of trainers is critical. People who are more
comfortable with speaking and “performing” may make better trainers, while people who have
more content knowledge and direct experience may make better coaches to follow up after
training.

Summary

The results of the formative evaluation revealed that the 7Lal training holds great
promise as a resource for enhancing NCO interpersonal communication skills. The results also
suggest moving forward with the current version of the training with only a few minor
modifications. These modifications include adding more (and longer) breakout sessions, having
trained personnel on-hand to support breakout sessions, and providing time and structured
touchpoints between sessions to help reinforce the skills learned. The effectiveness of the
modified training should then be evaluated using a longitudinal design in which measures
assessing an NCO’s long-term behavioral change and unit performance are collected from
multiple perspectives (e.g., supervisors and subordinates).
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Appendix A

Outline of TLaL Training Curriculum

Description

Learning objectives

Needed Materials

Module 1: This module 1. Identify 3-4 areas that 4. Distribute copies of
Motivation and | covers the basics contribute to overall the PowerPoint
Change of motivation military readiness slides
and 2. Explain how the stages of
communication. change and self-
determination theory are
used to promote behavior
changes
3. Recognize the role of
interpersonal style (e.g.,
directing, guiding,
following) in influencing
motivation.
Module 2: This module 5. Distinguish open from 8. Distribute copies of
Listening and covers the use of closed questions. the PowerPoint
Speaking with | open and closed | 6. Understand when open slides
Questions questions to and closed questions are 9. Distribute copies of
facilitate most useful as a “Useful Questions
conversations. communication style. and Statements”
7. Demonstrate in a brief handout
interview the ability to
generate more open than
closed questions.
Module 3: This module 10. Distinguish reflections 13. Distribute copies of
Listening and covers the use of from other types of the PowerPoint
Speaking with | reflections and listening responses slides
Reflections summaries to 11. Correctly respond to
facilitate statements to demonstrate
conversations. different types of
reflections
12. Demonstrate in a brief

interview the ability to
generate more reflections
than questions
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Description

Learning objectives

Needed Materials

Module 4: This module 14. Describe how affirmations | 17. Distribute copies of
Listening and focuses on the help improve performance the PowerPoint
Speaking with | use of and readiness slides
Affirmations affirmations as 15. Demonstrate in a brief 18. Distribute copies of
part of the interview the ability to “Characteristics of
communication summarize a person’s Effective
process. strengths Changers” handout
16. Demonstrate in a brief
interview the ability to
affirm positive efforts and
progress
Module 5: This module 19. Identify and distinguish 22. Distribute copies of
Evoking and covers the between change and the PowerPoint
Strengthening | importance of sustain talk slides
Commitment listening to the 20. Describe the link between
language your change talk and behavior
Soldier is using. change
The more change | 21. Respond to change talk
talk, the more with reflective listening
likely change is responses
to occur.
Module 6: This module 23. Distinguish forward- from | 27. Distribute copies of
Instructions for | covers the use of backward-focused the PowerPoint
Trainers motivational questions slides
interviewing in | 24. Explain the importance of | 28. Distribute copies of
developmental emphasizing autonomy in the CET Soldier
counseling advice giving and Leader forms
interactions. 25. Demonstrate the use of

26.

“SMART” goals in
planning
Demonstrate in a brief

interview the use of the
CET
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Appendix B

Counseling Enhancement Tool (CET)

Counseling Enhancement Tool: CET

Background: MCOs play an important role in the professional development of junior enlisted
Soldiers by training, educating, and counseling Soldiers to improve performance of present and
future duties in accordance with the Army Ethic. To support MCOs in this task, the Counseling
Enhancement Tool (piloted as the Soldier and Leader Development Tool) was designed to assist
MCOs in having quality conversations with Scldiers that promote the professional development of
junior NCOs during the performance counseling process. The CET provides guidance for
interactive, collaborative, two-way conversations about Soldier development for the purpose of
improving performance.

The CET s based on motivational interviewing, which is a collaborative, goal-onented shde of
communication designed to sirengthen personal mofivation for, and commitment to goals by
gliciing and exploring the person's own reasons for change. The Talk Like a Leader (TLal), an
empincally supported communication skills training developed for Amy NCOs, provides skill-based
training that supports the CET.

Purpose: The CET was designed to aid leaders in fostering an open dialogue between themselves
and their subordinates regarding the developmental progress of the subordinate. The todl is not
intended to make evaluative decisions, but rather maximize existing opportunities for NCOs and
their Soldiers to share their observations, discuss expectations, and develop collalxorative plans to
increase goal attainment.

General overview: The CET provides seven topic areas, gleaned from doctrine and ressarch,
relevant to all junior enlisted Soldiers. These topics should be considered a minimum for
developmental counseling, rather than an exhaustve list of potential topics. There may be other
areas that you and your Soldiers need to discuss regarding development and these should be
added infto the discussion. The CET consists of two parts: a Soldier Form and a Leader Form. The
Soldier Form is designed to prepare junior enlisted Soldiers for the performance counssling by
engaging in self-evaluation exercises. The Leader form provides prompts for the NCO to walk
through a conversation about developmental counseling with the Soldier. Both forms include:
embedded instructions in the interactive PDF form and expanded instructions here. Each form also
includes the same seven focus areas to be discussed: Taclical and Technical Proficiency;
Communicates Effectively; Exhibits Effort; Exhibits Personal Discipline; Contributes fo the Team;
Exhibits Fitness, Milltary Bearing, and Appearance, and Manages Personal Matters.

Procedure;

A. Part 1: Preparation: The leader provides the CET Soidier form to the Soldier along with
thess instructions and a tme-frame for completion. The leader completes each sub-
section A and B of each of the seven topic areas included on the CET.

«  Sub-zection A Sustain and Improve. The leader reads each descripion and marks
each with the rating that best describes the Soldier's performance over the past rating
period (typically in the past month).

«  Sub-zaction B. Observations. The leader makes notes of the Soldier's behaviors, either
direct oheervations or those reported by others, that support the Solgier Performance
choice. Observations should include areas of sirength, as well as opportunities for growth.
It is important chearvations be as specific and detailed as possible. Including the
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frequency of the behavior, the impact it has on others, its connection to Soldier and
team performance, goals, and the overall mission may be particularly helpful. If Soldier
observations are currently tracked in another format (e.q., a green book, running DA
Form 4358), note their location for quick reference in preparation for the discussion with
the Soldier.

B. Part 2: Conversation with Soldier: The leader and Saoldier set aside time o review sulb-
sections A and B. The leader guides the conversation using the rest of the CET, sub-
section C-E and Section 8.

+ Sub-section C. Expeciations. The purpose of this section is to set the tone of the
conversation, demonstrating to the Soldier they will have an important part in the
discussion about professional development. The basic approach is to halance experise
(What are you seeing? What recommendations do you have?) with evocation (What is
the Sofldier seeing? What ideas does the Soldier rave?). Understanding the Soldier's
perspective on their own performance, barriers, and needed resources provides the
leader with important information. In addition, by encouraging Soldier input, this helps
him or her be better prepared when they begin providing developmental counseling to
others. It is important to note that it is not necessary to share leader ratings immediately
with the Soldier, especially if it is significantly lower. The purpose of this section is to
gain a better understanding of what your expectations are and how they are being met
or not met. Based on how they are presented, your rating of the Soldier may inspire
them or discourage, and thus it should be shared with the intention of helping the
Soldier improve, not simply to provide a number that does not constitute a score or
assessment rating.

« Sub-section D. Goal In this sub-section the leader guides the conversation to a specific
goal the Soldier wants to accomplish using maore open-ended questions. The purpose is
to leverage the Soldier's internal motivation to a goal by allowing the Soldier a more
active role in the goal sefting process. It would be very easy for you as the leader to tell
the Soldier exactly what to do. Guiding the conversation in such a way to increase the
Soldier's intemal motivation and commitment to the goal allows the Soldier to take
responsibility for the goal, and develops a sense of empowerment. The leader can
provide suggestions or resources at opportune times (e.g., when the Soldier agrees to
hear suggestions) in order o maximize the Soldier's receptiveness and utilization of
provided suggestions.

The leader will repeat these steps for all seven sections ( Tactical and Technical Froficiency;
Communicafes Effectivaly; Exhibits Effort; Exhibits Personal Discipline; Contributes fo the Team;
Exhibits Fitnass, Military Bearing, and Appearance; and Manages Personal Matters).

A. Section 8. Plan. The purpose of this sub-section is to guide the leader through a discussion
focused on a plan forward. Have the Soldier identify three of goals from previous sections.
Once they have chosen the areas of focus the leader will help the Soldier develop SMART
goals. The leader can ask clarifying questions to make the goals Specific, Measurable,
Aftainable, Realistic, and Time-Bound. Be sure to include a plan on how this goal will be
followed up on. See section below titled: Help the Soldier to Plan. Ideally the leader will help
link these goals to the Soldiers Individual Development Plan in Army Tracker. This section is
designed to ensure that you and your Soldier have a shared understanding of the plan, any
bamers or resources needed, and how and when progress will be evaluated.

Tools and Approach: Developmental counseling relies strongly on interpersonal listening strategies

B-2




such as open-ended questions, affirmations, reflections, and summaries ("OARS"). These sirategies
are used throughout the meeting to ensure that the leader understands the Soldier's perspective and
is engaging the Soldier in the process.

B. Ask Open Questions: Closed guestions ask for yes/no or limited-range responses, while open
questions ask for longer answers or elaboration. Closed questions are better for getting short
answers or venfying understanding. Open questions are usually better at pulling out detailed
information or encouraging a person to think about the answer.

For instance:

« What questions do you have?

« |What do you want to do affer youTre done with active duty? Where do you want to be
long-term?

« |What other ideas do you have? What else might wark for you?

Cpen questions can also help a Soldier to amrive at a specific plan of action:

» There are a few things that people do here (provide a short list). Which of these do you
think would woark for you?

«  Who wouold (or will) help you to_ .7

« |What worked for you in the past?

During developmental counseling, it can be more useful to concentrate on forward-focused”
questions that ask what Soldiers coud do, will do, or things that will work for them. In conirast,
backwards guestions ask why Soldiers cant, wont, or didnt do something. For instance:

Avoid Try

Why did you do that? How can you fix this?

'Why did you forget to submit the form? What's your plan o make sure the form gels
Submitted next time?

‘Why are you late? How will you make sure you're here on time
fomormow?

The questions on the left encourage Soldiers to talk about barriers, while the ones on the right
encourage Soldiers io talk about solutions.

C. Affirm Positive Progress: Good leaders 9o out of their way to call attention to positive
progress. Some leaders take time to leam about a Soldiers family, hobbies, and strengths so
that they can show a genuing interest in his or her personal life. Knowing what drives your
Soldier, and what he or she is doing well is a crucial part of developmental counseling.

One kind of affimmation highlights something a Soldier has done well:
* This is really great work. The aftenfion to defall is excelient.
+« Youre making great progress on this exercise.
* [I's clear you've thought a lof about this.

Another kind of affirmation calls attention to strengths or character traits:
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You care a lof about your work product. | think you'll do well a5 & sergeant.
You're the kind of person who speaks up when something’s nof right, and that's a real
strength.

» You have a lot of leadership qualities. It's clear that people listen to you.

“How" (rather than *why") questions can reinforce positive efforts and build confidence:

+ How did you do this?
« How did you know that would work ?
* ‘You've done & remarkabile job putting all of this fogether. How did you manage fo do all that?

Emphasizing positive qualities can help shift Soldiers’ perspectives from their deficiencies to their
capabilities, and from past disappointments to future opportunities.

D. Reflect what the Soldier is Saying: Reflections are restatements or summaries of what a
Soldier is saying or thinking. They may repeat or rephrase what a Scldier has said,
summarize an emotion, or point out mixed feelings. The best reflections use slightly different
words to demonstrate that the leader understands the point the Soldier is trying to make.
Reflections demonstrate respect, and clarify that you and the Soldier both understand what
the conversation is about.

Here are some ways a leader could reflect back a Soldier's statement: *The PT standards are too
strict. The kind of food they serve in the Army makes people fat”

Repeat/Rephrase You think the PT standards are strict.

(use similar words)

Paraphrase It's been hard to meet the PT standards with the available
(use different words) food options. [adds meaning]

Double-Sided Reflection On the one hand, you do have g choice about what you eat,
(capture both sides) but on the ather hand, yvour choices are pretfy limited.
Reflection with a Twist It feels like you're being set up for faiure. You'd really have
(reflect back part, with a to plan ahead and be more careful about what yvou eat.
shightly different emphasis) [agrees with part of statement,_adds meaning]

At points of disagreement, reflections can acknowledge the Soldier's viewpoint while keeping the
conversation moving forward. Instead of disagreeing or pointing out a Soldier's poor attitude, a better
response is usually to reflect what the Soldier is saying and redirect the conversation with an open
guestion or a statement that highlights the Soldier's options or responsibility to meet the standard.

Soldier Says: Less Effective More Effective

| can't get to PT on time. Maybe you should leave your | You're right. Traffic in the
Everyone's coming here at house earlier. maorning is bad. Everyone’s gof
the same time and the traffic to figure out their own plan for
at the gate is terrible. It takes getting here by 0600. What are
forever to get through! your options?
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such as open-ended questions, affimations, reflections, and summaries ("OARS"). These strategies
are used throughout the meeting to ensure that the leader understands the Soldier's perspective and
is engaging the Soldier in the process.

B. Ask Open Questions: Closed questions ask for yes/no or limited-range responses, while open
questions ask for longer answers or elaboration. Closed questions are better for getting short
answers or verifying understanding. Open guestions are usually better at pulling out detailed
infarmation or encouraging a person to think about the answer.

For instance:

« What guestions do you have?

« What do you want to do after you're done with active duty? Where do you want to be
long-term?

» What other ideas do you have? What else might work for you?

Open questions can also help a Soldier to arrive at a specific plan of action:

# There are a few things that people do here (provide a short list). Which of these do you
think would work for you?
Who would {or will] help you to_. .7

-
« What worked for you in the past?

During developmental counseling, it can be more useful to concentrate on “forward-focused”
questions that ask what Soldiers could do, will do, or things that will work for them. In contrast,
backwards questions ask why Soldiers cant, wont, or didn't do something. For instance:

Avoid Try

Why did you do that? How can you fix this?

Why did you forget to submit the form? What's your plan fo make sure the form gets
submitfed next time?

Why are you late? How will you make sure you're here on ime
tomormow?

The guestions on the left encourage Soldiers to talk about barriers, while the ones on the right
encourage Soldiers to talk about solutions.

C. Affirn Positive Progress: Good leaders go out of their way to call attention to positive
progress. Some leaders take time to learn about a Soldier's family, hobbies, and strengths so
that they can show a genuine interest in his or her personal life. Knowing what drives your
Soldier, and what he or she is doing well is a crucial part of developmental counseling.

One kind of affirmation highlights something a Soldier has done well:

# This is really great work. The attention to detail is excellent.
* You're making great progress on this exercise.
# II's clear you've thought a lof about this.

Another kind of affirmation calls attention to strengths or character traits:




frequency of the behavior, the impact it has on others, its connection to Soldier and
team performance, goals, and the overall mission may be particularly helpful. If Scldier
observations are currently tracked in another format (e.g., a green book, running DA
Form 4858), note their location for quick reference in preparation for the discussion with
the Soldier.

B. Fart Z: Conversation with Soldier: The leader and Soldier set aside time to review sub-
sections A and B. The leader guides the conversation using the rest of the CET, sub-
section C-E and Section 8.

+ Sub-section C. Expectations. The purpose of this section is to set the tone of the
conversation, demonstrating to the Soldier they will have an important part in the
discussion about professional development. The basic approach is to balance expertise
(What are you sesing? What recommendations do you have?) with evocation (What is
the Soldier seeing? What ideas does the Soldier have?). Understanding the Soldier's
perspective on their own performance, barners, and needed resources provides the
leader with important information. In addition, by encouraging Soldier input, this helps
him or her be better prepared when they begin providing developmental counseling to
others. It is important to note that it is not necessary to share leader ratings immediately
with the Soldier, especially if it is significantly lower. The purpose of this section is to
gain a better understanding of what your expectations are and how they are being met
or not met. Based on how they are presented, your rating of the Soldier may inspire
them or discourage, and thus it should be shared with the intention of helping the
Soldier improve, not simply to provide a number that does not constitute a score or
assessment rating.

» Sub-section D. Goal In this sub-section the leader guides the conversation to a specific
goal the Soldier wants to accomplish using more open-ended questions. The purpose is
to leverage the Soldier's internal motivation to a goal by allowing the Soldier a more
active role in the goal setting process. It would be very easy for you as the leader to tell
the Soldier exactly what to do. Guiding the conversation in such a way to increase the
Soldier's internal motivation and commitment to the goal allows the Soldier to take
responsibility for the goal, and develops a sense of empowerment. The leader can
provide suggestions or resources at opportune times (e.g., when the Soldier agrees to
hear suggestions) in order to maximize the Scldier's receptiveness and utilization of
provided suggestions.

The leader will repeat these steps for all seven sections (Tactical and Technical Proficiency;
Communicates Effectively: Exhibits Effort; Exhibits Personal Discipling; Contributes to the Tean;
Exhibits Fitness, Military Bearing, and Appearance, and Manages Personal Matters).

A. Section 8. Plan. The purpose of this sub-section is to guide the leader through a discussion

focused on a plan forward. Have the Soldier identify three of goals from previous sections.
Once they have chosen the areas of focus the leader will help the Soldier develop SMART
goals. The leader can ask clarifying questions to make the goals Specific, Measurable,
Attainable, Realistic, and Time-Bound. Be sure to include a plan on how this goal will be
followed up on. See section below titled: Help the Soldier to Plan. Ideally the leader will help
link these goals to the Scldiers Individual Development Plan in Army Tracker. This section is
designed to ensure that you and your Soldier have a shared understanding of the plan, any
barriers or resources needed. and how and when progress will be evaluated.

Tools and Approach: Developmental counseling relies strongly on interpersonal listening strategies




| was never told I'd have to You signed the contract, So, this part is surprising fo you.
take all these classes. I'm just | didn’t you? You sure didn't Given that this is part of your
sitting in a room all day. have any problem taking the | training, what are some things
signing bonus. you can do to help you get
through this class?

Importantly, a leader does not have to agree with the Soldier in order to reflect Rather, reflections
show that a person understands what someone else is saying.

E. Summarize What you are Hearing: Summaries remind a person about major discussion
paints, the plan of action, and the person’s own reasons for taking action. Summaries also
allow for direction or commentary by the leader to emphasize parts of what the person has
said. A summary at the end of the counseling session demonstrates that the leader
understands all that has transpired, and reminds the Soldier about the plan of action to
address any deficiencies.

Here's an example of a summary where the leader and Soldier are talking about a stressful home
situation that is beginning to affect work performance. In this example, the leader does not have a
particular goal in mind other than helping a Soldier think through a difficult situation. The summary
alone can be helpful.

It's like you said...mamiages can be difficult. In your case, it's sort of like & vicious cycle. When
vou get home, you're exhsusted from being at work all day, and she's exhausted from being
alone with the baby. You both end up saying things you regret later. You 've suggested she
spend more time with the other wives on the base, but for whatever reason, it's just not
working for her.

Here's an example of a summary where the leader does have a goal in mind: helping improve a
Soldier's PT performance.

So, let me summarize here. We've been talking about time management and PT performance.
This week you've been consistently a few minutes late to formation, and the running, in
particular, has been rough. Because of the weight gain, you're at risk for failing your next PT
test. So, what's your plan here?

Here's an example of a summary that closes a developmental counseling interaction:

We've talked about a couple things. One s getting cawght up on your training hours, and you
thought that working with PFC Marshall on the flashcards would help. | think that's a smart
idea, and would benefit you both. As far as your work assignment, we talked about a couple of
options for the days you're not on vehicle maintenance. You said it's important to you to get
some skills you can use on HVAC repair when you finish active duty. What else do you want
to add to this plan?

F. Help the Soldier to Plan

Soldiers are more likely to achieve their goals if they are Specific, Measurable, Attainable, Realistic,
and Time bound {sometimes called *SMART" planning). If a Soldier has a large goal, it may help to
break the goal into smaller, short-term steps that will increase the chance of success. For example, if
a Soldier wants to obtain a job in an area where they have no experience, a leader might help the
Soldier to break the goal into smaller pieces. The leader can give suggestions and advice where




appropriate, but it is better if Soldiers are doing most of the problem solving.

Key Question Example
Specific What specifically do you want | /'d like to get more experfence in air
to achieve? defense.
Measurable How will you know if you've When I leave the Army, I'd like to get my
reached your goal? degree in aviation or aerospace
engineenng.
Attainable What resources are needed? | would need to apply to Air Defense
Artillery School.
Realistic Is the goal reasonable? | have a good head for numbers.
Aerospace is a big industry where | live.
Time-Bound When will each of the steps be | In the next week, I'd like to do some
completed without kicking the | research on what training programs are
can down the road? available.

A leader can help a Soldier brainstorm situations that might cause problems.

« What are some parts of your plan that might be difficuit?

+« What would you have fo do to address that?

A leader can also help a Soldier identify who (or what) would help to achieve the goal. Here are some
guestions that ask specifically about that person's role in the change process, and what the Scldier

would need to do to involve this person.

= Who is someone who might be able to help you? How would they help?
« What's your timeline?

Written or visual cues, such as notes, schedules, and reminders, can also be helpful. Again, the
Soldier should be the one who is doing most of the talking. Leaders sometimes add a bit of advice or

information where appropriate, and use reflections or summaries to reinforce the plan.

« What would that look like ? Where would you sfart? What would happen next?
* What are some things that might get in your way? How would you deal with that?
« [fyou're at a 2 now in your progress, what would it take to get you fo a 37




COUNSELING ENHANCEMENT TOOL
Leader Form

This tool is designed to support the development of Soldiers by offering a method NCOs can
use to enhance conversations around developmental counseling. Brief instructions are included
in each section and detailed instructions and guidance are contained in the tool reference
material.

Soldier: NCO: | |

Key events since last session: Dates of review: | ]

1. TACTICAL AND TECHNICAL PROFICIENCY (MOS AND WARRIOR TASKS)
1. A. Sustains and Improves. Mark 5 for sustain or | for improvement.

© SO | Demonstrates MOS proficiency.

05 @ | Demonstrates warrior task proficiency.

0 5C | Handles MOS task-related problems effectively.

O 50 1 MOS qualified.

0 SO | Other:| |

1.B. Observations:

1.C. Expectations: Ask Soldier: On a scale of 1-100%, what percentage of time do you think
you have met expe::lalh:lns-ﬂ:l T

1.D. Goal: Ask Solider: What can you do to improve? How can | help you get thera?

2. COMMUNICATES EFFECTIVELY
2.A. Sustains and Improves. Mark S for sustain or | for improvement.
OS 0l Speaks clearly and concisely.
0501 Demonstrates communication skills needed for job dutiesEngages in active listening.
050 Demonstrates understanding when receiving communication from others (e.g., clanfies
information, takes notes as needed).
OS50 | Distributes information in a timely manner (e.g., passes down relevant information to
Soldiers, filters up important information to chain of command).

OSO| Dther:| |

2.B. Observations:

2.C. Expectations: Ask Soldier: On a scale of 1-100%, what percentage of time do you think

you have met expectations? [ ] %
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2.D. Goal: Ask Soldier: What can you do to improve? How can | help you get there?

3. EXHIBITS EFFORT

3.A. Sustains and Improves. Mark S for sustain or | for improvement.
0850 | Completes work assignments even under challenging conditions.
OS50 | Puts forth extra effort as needed to accomplish tasks effectively
050 | Completes assignments without unnecessary supervision.
D50 | Takes initiative to accomplish tasks without supervision.
050 Seeks out challenging assignments and/or additional responsibilities.
O8O Other: | ]

3.B. Observations:

3.C. Expectations: Ask Soldier: On a scale of 1-100%, what percentage of time do you think
you have met expectations? I:l e

3.D. Goal: Ask Soldier: What can you do to improve? How can | help you get there?

4. EXHIBITS PERSONAL DISCIPLINE
d4.A. Sustains and Improves. Mark S for sustain or | for improvement.

O8O Holds self to Army values and standards.

250 | Holds others accountable to Army values and standards.
250 Follows orders; committed to obligations.

05O Exhibits self-control and discipline on the job.

0S5 0| Other: | |

4.B. Observations:

4.C. Expectations: Ask Soldier: On a scale of 1-100%, what percentage of time do you think
you have met expectations? o

4.D. Goal: Ask Soldier: What can yvou do to improve? How can | help you get there?

5. CONTRIBUTES TO THE TEAM
5.A. Sustains and Improves. Mark S for sustain or | for improvement.
D501 Treats others with dignity and respect.
0501 MNotices when others need help and offers assistance without being asked.
2501 Puts in effort to achieve team goals.
©501 Other| |
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5.B. Observations:

5.C. Expectations: Ask Soldier: On a scale of 1-100%, what percentage of time do you think
you have met expectations? e

5.D. Goal: Ask Soldier: What can you do to improve? How can | help you get there?

6. EXHIBITS FITNESS, MILITARY BEARING, AND APPEARANCE
6.A. Sustains and Improves. Mark S for sustain or | for improvement.
08 Ol Maintains physical condition per Army regulation.
08 ©1 Maintains excellent military bearing per Army regulation.
05Ol Maintains Army standards for appearance per Army regulation.

05O Cther: |

6.B.Observations:

6.C. Expectations: Ask Soldier: On a scale of 1-100%, what percentage of time do you think
you have met expectations? |:| e

6.D. Goal: Ask Soldier: What can you do to improve? How can | help you get there?

7. MANAGES PERSONAL MATTERS

T.A. Sustains and Improves. Mark S for sustain or | for improvement.
Os=| Fulfils commitments to family/ friends.
08 @| Maintains personal finances and budget; financial planning.

08 @| Uses sound judgment in personal matters.
OS @| Others: | |

7.C. Expectations: Ask Soldier: On a scale of 1-100%, what percentage of time do you
think you have met expectations? |:| O

7.D. Goal: Ask Soldier: What can you do to improve? How can | help you get there?

3 Dvalt wa. MAY 2021 {previously SalD-T)
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B.Plan: Based on the conversation, work with Soldier to identify three areas to focus. Review the
Soldier's information in the Small Unit Leader Tool, and their IDP in ACT. Have the Soldier
identify the top 3 areas they want to work on. Help the Soldier develop relevant SMART goals.

SMART Goal 1:

SMART Goal 2

SMART Goal 3

Barriers and Resources: Ask the Soldier: |s there anything that could get in the way of you
achieving these goals? Based on the discussion were you able to identify any additional
resources the Soldier could utilize for success?

4 Dvaft wa. MAY 2021 (previously SalD-T)




COUNSELING ENHAMCEMENT TOOL
Soldier Form

This form was developed to assist junior enlisted Soldiers engage in conversations with
NCOs about professional development. NCOs will ask your input in order to encourage a
dialogue conversation about your progress, areas for improvement, and ways to move
forward on your goals.

SOLDIER NAME: | NCO NAME:

1. TACTICAL AND TECHNICAL PROFICIENCY (MOS AND WARRIOR TASKS)
1. A. Sustain and Improve. Mark 5 for areas to sustain or | for areas you want to improve
@S ©| Demonstrate MOS proficiency
©5 Ol Demonstrate warrior task proficiency
o5 Ol Handle MOS task-related problems effectively
0S8 ol MOS qualified
05 ol Other: | |

Since my last developmental counseling | have received feedback about this area of
performance from (list all you recall)?

1.B. Observations: Please list specific observations to support your choices above.
Be prepared to share these examples with your NCO.

1.C. Expectations: On a scale of 1-100% what percentage of time have you met the
expectations of your NCO in this area? [:l %

1.D. Goal: How can you improve in this area? How can your leader help you improve?
Others?

2. COMMUMNICATES EFFECTIVELY
2.A. Sustain and Improve. Mark S for areas to sustain or | for areas you want to improve.

05 O Speak cleary and concisely

O35 O Demonstrate communication skills needed for job duties

05 ©| Engage in active listening

085 O Demonstrate understanding when receiving communication from others (e.g.,
clarifies information, takes notes as needed)

OS5 O | Distribute information in a timely manner (e.g., passes down relevant information
to Soldiers, filters up important information to chain of command)

0s O Other: | ]

Since my last developmental counseling | have received feedback about this area of
performance from (list all you recall)?
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2.B. Observations: Please list specific observations to support your choices above.
Be prepared to share these examples with your NCO.

2.C. Expectations: On a scale of 1-100% what percentage of time have you met the
expectations of your NCO in this area? I:I %

2.D. Goal: How can you improve in this area? How can your leader help you improve?
Others?

3. EXHIBITS EFFORT
3.A. Sustain and Improve. Mark S for areas to sustain or | for areas you want to improve
05 O Complete work assignments
05 ©| Putforth extra effort as needed to accomplish tasks effectively
05 O1 Complete assignments without unnecessary supervision
085 ©l Take initiative to accomplish tasks without being told
05 ©| Seek out challenging assignments andior additional responsibilties
©S O1 Other:
Since my last developmental counseling | have received feedback about this area
of performance from (list all you recall)?

3.B.Observations: Please list specific observations to support your choices above. Be
prepared to share these examples with your NCO.

3.C.On a scale of 1-100% what percentage of time have you met the expectations of your
NCO in this area? %a

3.D. Goal: How can you improve in this area? How can your leader help you improve? Others?

4.EXHIBITS PERSONAL DISCIPLINE
4.A. Sustain and Improve. Mark 5 for areas to sustain or | for areas you want o improve
OS50l Live the Army standards and values
0531 Hold others accountable to Army standards and values
052l Follow orders willingly
0S50l Exhibit self-control and discipline on the job
OS82 Other

Since my last developmental counseling | have received feedback about this area of
performance from (list all you recall)?

2 Dwaft ws, MAY 2021 (previously SalLD-T)




4.B. Observations: Please list specific observations to support your choices above.
Be prepared to share these examples with vour NCO.

4.C.Expectations:On a scale of 1-100% what percentage of time have you met the
expectations of your NCO in this area: |:| %

4.D.Goal: How can you improve in this area? How can your leader help you
improve? Others?

5. CONTRIBUTES TO THE TEAM
A. Sustain and Improve. Mark 5 for areas to sustain or | for areas you want to improve.
=8 Ol Treat others with dignity and respect
8 9| Offer assistance to others without being asked
=5 O Putin effort to achieve team goals
=5 O Other

Since my last performance counseling | have received feedback about this area of
perfommance from (list all you recall):

5.B. Observations: Please list specific observations to support your choices above. Be
prepared to share these examples with your NCO.

5.C. Expectations: On a scale of 1-100% what percentage of time have you met the
expectations of your NCO in thiz area? |:| Y

5.D. Goal: How can you improve in this area? How can your leader help you improve?
Cithers?

6. EXHIBITS FITNESS, MILITARY BEARING, AND APPEARANCE
6.A. Bustain and Improve. Mark 5 for areas to sustain or | for areas you want to improve.
050 | Maintain physical condition per Army regulation
O 50 1 Maintain military bearing per Army regulation
O 501 Maintain Army standards for appearance per Army regulation
O 501 Other

Since my |ast developmental counseling | have received feedback about this area of
performance from (list all you recall):

6.B.Observations: Please list specific observations to support your choices above. Be
prepared to share these examples with your NCO.
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6.C.Expectations: On a scale of 1-100% what percentage of time have you met the
expectations of your NCO in this area? [ |%

6.D.Goal: How can you improve in this area? How can your leader help you
mprove? Others?

7.MANAGES PERSONAL MATTERS
7.A. Sustain and Improve. Mark 5 for areas to sustain or | for areas you want to improve.
050 | Fulfill commitments to family/friends
D50 | Stay on top of personal finances and budget; financial planning
050 | Use sound judgment in personal matters
050 | Other:

Since my last developmental counseling | have received feedback about this area of
performance from (list all you recall):

T.B. Observations: Please list specific observations to support your choices above.
Be prepared to share these examples with your NCO,

T.C.Expectations: On a scale of 1-100%, what percentage of time have you met the
expectations of your MCO in this area over the past month? |:| S

7.D. Goal: How can you improve in this area? How can your leader help you improve ?
Others?

8.Plan: Consider three main goals you would like to focus on for the next evaluation
period. Think about your answers above, your overall goals, and your current status
on the following measures as you select your next goals:

SMART Goal 1:

SMART Goal 3:

Barriers and Resources: |s there anything that could interfere with you accomplishing
these goals? What is your plan tn address this hamrieer? How eould your leader help

you? How can othera halp you?
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Appendix C

TLaL Training Slides

Module 1 & 2

TALK LIKE A LEADER

How to Have Effective Everyday @
Conversations with Soldiers
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1. The interviewer should give at least 2-3
benefits that the person would see if
they made that change.

FIRST 2 Bwggest how the person coubd chamge.

UV AR = Emphasis how impartant i is for them

to change.

QUL EVIA G < warn ine person what miget happen i

they don't change.
5 [ you encounter any resisance, repeat
steps =4

1. Everyone should think abouat a
behavior they are interested in
changing that they could talk abouat
drinlang water, quitimg smoldng,
better sleep, e1c.).

TWI] 2. Form groups of three people.

INTERVIEWERS | et e
EXERCISE [

Omne of the other people will be the
first interviewes. That person's job is to
spend 3 minates strongly persuading
the speaker to make that change m that
behavior.

5. (The third perscn is the observer for
the first round j

®

1. Listen carefolly with the goal of
understanding where the person is
coming from.

2. Don't give any adwice.

& Try these fve questions:
= Why would pou want to make this

SECOND

IHTERHEWER: . d‘%‘:f:;ymrbe!m:sum fo male that
“THE LISTENER” et ucceedt,hows ol
you go about i}

* On a scale of 1-10, how impaortant is i
for pou to make that change?

* Why are you & a __ and not a Jower
number?

®

TWO INTERVIEWERS DEBRIEE

To the Speaker:
What was the difference between the two

interviewing styles?
In which scenario were you better understood,
supported and hopeful?

“ROADBLOCKS"TO0 COMMUNICATION

- Rush to Persuading
TS "
ﬂ'::a:;i provide advice with logic,
st or solutions lecturing

Withdrawing,

changing the
subject

Moralizing, Sharnindg,
preaching name-calling

Adspied tmm Gordon. (1970

17

18
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MODULE | DEBRIEF

LISTENING AND

Write damﬂmt:hn;gﬁ;:ln:ndmw: SPMING WITI{
QUESTIONS
.
19 20
EXAMPLE: HOW ARE THESE DIFFERENT?
Whai iz wrang with you? What weni wrong here?
[y it you o et [ aiima wiat happaned WHAT PERSON HAS BELN A 6000 LEADER
'Em:d,m Ihmmmhm | FOR YOU IN SOME ARES? WHAT WAS THIS
:wmpnmnn'-... |uu-mu,mmuu-t| PERSON LIRE?
This i all weomsg. F::-mh-nggm
Did you need semething? | What' on yeus mind? |
L -

21

22

WHAT MEKES A G0OD LEADER?

DIFFERENT CONVERSATION STYLES

Direeting

CaCICLCIONS

23

24
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WHAT MAKES & “CUIDED’ STYLE?
T

A
e

Tha leader speales sainly 1o F“‘!""h“
PR T ———— :l.mit:“&_hﬁ
Soldier i i 4 PESSIVE FE Sokbiar i in.am active sis
Saldior boaro little: aboot howr . —
:-mm gded mm- g it T
Enguged Leadership
25 26
BUILDING BLOCKS OF CONVERSATIONS
Motivational interviewing is a
collaborative conversation style for
strengthening a person’s own
motivation and commitment to
OPERENDED  AFFERM BEFLECT
change. QUESTIONE
27 28
Wharss your main
What else? motivetion? .
Dhe pow B sy W ] (it 30 oL
s taie abois s :-JI_MI m “
bt 2y TRy sl Wb o il i g P um
OPEN-ENDED QUESTIONS et st e naer | o smigmran
ML THAN OFT FORIFET JRTWIE (77 FIOFLD TALEIVE S g a—— ﬂmm
7 - Wha cashd s 1adl 12
conle] talle b dvout d—:‘lh. Hiow woud i
= ®
29 30
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WEAT ATND oF pUESTIONS ARE BEST?
.rf‘"f"_\‘-“‘-ﬁ

Questions to Questions o

gather encourage
information— thinking—Ulse
Use open or mainly open
closed questions

¢+ Haws 'y wvss dons Ses Daloam™
+ Mpw o gquiting sung ceey sib shar
[ L L
ighi®
+ Himer srvw peny rey by e W a?
+ e corcad pore owsvmied et et aloec i
[ r—
+ b Uwimn aryiiang diflswers S e o
do i b pmn e et P
+ Mo coaled v et Salp wetk
+ Hawany v s, <M -
_;_F.F-mhu"! L

- ba Ui e capaen. w0 4 il sty

31 iz
SOME MORE OPEN QUESTIONS
= Tell me mome absaut that
» 5o what do you Brink?
« What do you remember bom Ll Bee?
» Whare'when/how woilld you starf®
= What's (he first step®
= Whai woubd youo add?™
* Who could heldp you with 1bds?
= Whiat's your andersianding af par comversston lodsy?
= Wha else do you peed o do?
.
33 34
T e e
+ ey yoost Sl e vy pdmagre P lim 5 The sposker should thisk about s
::"i' S o
e g MORE OPEN e i e
. z‘f‘—"-"’ﬂ"m“ THEH EL“EED 1. The intervewer should spend 8 minmies
s : otk mimrriowing the spoaker abouat theic
» e oru g ing aleng willh your DUEETI'DHS bewsgghies and less B th | el
Trorin: faan ciosed
BT mam——
~ Thisgs olay & boma® . 3 deand
= D s il o, o, o biar beuT Mngﬂm
b Mt ihe end of B minsies, swichk mies.
L ]
a5
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“MORE OPEN THAN CLOSED” DEBRIEF

What's one thing the interviewer said that was
helpful to the speaker?
What are some advantages of open questions as
an interviewing style?

MODULE 2 DEBRIEF

Write down one thing you learned in this
module that stands out

37

a8
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Module 3 & 4

LISTENING END WHAT'S AN EXAMPLE OF A TIME YOU SAW
SPEAKING WITH COMMUNICATION BREAK DOWN? WHAT WAS
REFLECTIONS THE RESULT?
.

BUILDING BLOCKS OF CONVERSATIONS

mmmm

DIFFERENT CONVERSATION STYLES

Slere

Durecting Guiding
A @

_/ N/

WHAT MAKES A “GUIDED" STYLE?
JERS M

Omity Bach pe-ple a0 Epaking:
NG PRTEE EpiE .

— e = The losder i inlomeaied inthe

it sy pesisd Revoss =
SoldeT |6 IR &R actTeg poie
Soldier |earns how o comdect
OBAT Pl NI

Baldies s is & paiasee role

Ealdiar learne lrle 2o ow
o poreduct alta s guided
imterasiana

C-8



GIVE BOTH SIDES REFPEAT

REFLECT

EIPLAT RECK WEAT THT PERTON 1§ SAVING: INPROFES CLARITF

REWOERD OR
PARAPHRASE

GIVE THE EMOTION

Ifyom Said. ...

I'd really like to get started
on my associates degree.

Not a Reflectian Basic Reflection Advansed
Beflection
= Sounds lios

‘Thats interesting. = 5o youd like to

Whiat would you ‘get started on your'Te Erying to
YOUT asEoClales plan for your
= I've boon dogren. fwiture
thinking efgoing - Il sounds ke * You're meally
back to schoal you'Te resdy to excited about the
oo, get started. thawght af going
= i understand. back to schoal!

C-9

7 8
REFLECTIONS ARE TREQUENTLY USED IN... WHAT'S THE POINT OF REFLECTIONS?
Business Negotiston: 5 nof enough to fishen. .. they nesd fo know that pou have
ieard what they have sai. So refect back whaf pou hear.
LR S — A —
Crinis Nogottation: Actvaly (Sienmg i whal e PEVSan M 0SS (S 53] & wia! When a @ e .
Fsranes [negotiaton) is atke 1o neflect ihe subjecls ineiings. e Bvmer Q
i parosivind as baing undensrandiag This & M besl v &
relationship in wich i Derson i oS S Ahedy o accapd and' adt
L B Segpamions of M Mgk
SN S —r—
Fasunting: Resist the lamgtation b ‘naks Betiar” instandl insisad of givioy . R FLIBOND MEAGEME RO THER RS ARE
achvioe, oonlinue 10 accepi and meliect your ohia’s fasilings BN ENTERSRETED!
9 10
= Start with a reflection “stem™ . . .
e saping.. We just found out my girlfriend
& Ir's krindl af Mke. . . .
« So what Fm hearing ... is pregnant again. Finances are
= Summarine what the person satd . ¥
using yaus cwn. wards. already stretched so thin, I'm
-Eﬂﬂmmeu susnmnare e » .
Wr?:“ﬂwp;um not sure how we're gﬂ]l‘lg to
perscn s trying to make?" 1
~Knp':nl::‘"m|:"=|:1.h.- end so it make it work'
is a mflection, rather than a
question.
®
11 12




Overall we're pretty happy
here. It helps to have a good
neighborhood. I don't have to
WOITY.

I've got to figure out what I'm

doing after the Army. It's hard
to be 25 years old and not

know where you're headed.

13 14
" HOW WOULD YOU REFLECT THESE?
s ErurRLng o be EHﬂTlﬂH = Computers aren't my strong podnt. I'm having a hard time
putting s mech work, WORDS figuring ot this new Systerm.
and Aof seiing dny i " — N "
= um MT =I"m having & hard time adjusting 1o this new location. I"we
Tha whals Sy always lived in big towns, and it seems like thers's not a lot
Y REFLECTIONS going an here.
=I've switched fram cigareties to vaping. It love to quit
Thats secitingf entirely, bat it's been tougher than [ thougha.
»It's hard being away Irem my [amily. My wife gets mad that 1
can't be around for birthdays and stuff.
15 16
S your main
« Strip the statement down state reason for -ruamj.ng
onby the most important parts. .
= IS surprising. o
= M fesels Mlee @ waste aff Four
time, ard 50 i fresiraies pou. - =
- It almost feels lile poo'ne
o o gy SUMMARIZE
oiTas Dy Try ETsay A ITVET O LEAVE CONNEUT TEE JOTS
conjunction: -
LI becapse of that, pow
+ ... bcsed o that, por. .
o . bcause if feels like. .
-
17 18




= Summaries are just bonger
reflections.

= fummaries can be used gt the
and of a3 comversation to remind
the person of what they sabd.

= fummaries can be used during a
comversation to move from one
topie by another.

* S0 pour mast important
reasans are... What do pou
wanf fo do abowt If then?

= It you are using frequent
reflections, it will be easier to
remamber what the persan said
in your sxmmary.

- Forma group of thqee pecpie: 2 speaker,
an interviewer, and a recorder.

L Tloe sprealon sbould ik abuoui o
behawnaor het/'she s interested in

MORE guisting Hgnms E?u“’m'pm, Pyl
RETLECTIONS |t st
THEH thowghts and ideas about that behavior.
Try 0 e more reflectons than
uUESTIUHS ¢ mmmﬂdm“mauu
number of redleciions, open questions
and closed questicns used by the

imtervewer.
& A the end of B minsies, swiich rodes.

®

19
“MORE REFLECTIONS THAN QUESTIONS" DEBRIEF MODULE 3 DEBRIEF
hats one j?:g’u?;i::::;:::::fd fhatwras Write down one thing you learned in this
What's the point of reflections? Why repeat back module that stands out
what a person is saying?
- .
21 22
LISTENING AND WHATS AN tXAMPLE OF A TIME WHERE 4
SPEAKING WITH LEADER SAID SOMETHING 70 YOU THAT
B.FHRMTIGNS MEANT 4 GREAT DEAL?
.
23 24




Thai's geeal Thai
- I You've thoughi a lat
alsoul his,

you.

AFFIRM

RICORNTT POSITIVT CITORTS (NALITIEY: MAXLY CEINT MORT
L¥IF

Tha! was really

This is really geeat
arnari o potles thal.

l

WITHOUT AFFIRMATIONS. ..
O @

25

26

KINDS OF AFTIRMATIONS

Basic Affirmation Advanced Affirmation
(Things They're Dane) (Their Characher)

= This is great werk. = You sarc a lot aboul

* ¥iou're malking your work produc.
erceli=nt progress. = You hive a bot of

* Things are much Ieadership qualites.
imprereed. People laben o you

* Thanks far your honesty = Thais a really smari
heze. obs=rvanon.

27

Spboghionsy  Teudedyoa  Raseinpbic
GETTING MILEAGE QUT OF AFFIRMATIONS

29

28

L. Clrole Sve sirengihs on the shesi
that apply o you.
Find & pariner

T
E
E
|

STRENGTHS

a  Ask fha parsen o desonba what
ey MEANT by thal ETengen.

HEREISE +  Aalk f pereem i i an eramnle
ofl & Tema They exhaboed 1hai
Ty

= ook fof w2 ye dar wonds might
il ustar todgeiiugr, to lorm. an owerall
phoTmn.

= APt § morngs. sememarisa tho mass
posni of Th EGTTIHW.




“STRENGTHS EXERCISE" DEBRIEF

What'’s one thing the interviewer said that was
helpful to the speaker?
Why is a strength-based approach important in
improving performance and readiness?

31

32

1. Form a group of thres people: a
speaker, an inferviewer, and a recorder.

2. The speaker should think abowt a

bakhavior ha/she is interested

chariging (lusing weight, drinking

‘waler, quetng smoking, beiter sleop,

abe.).

The interviewer shiould spend B minntes

inte! the spoeakoT aboat their

thoughts and ideas abont that hehavior.

Try iouse arleast 2-3 alfirmancns that

e spRciic 1o the persan.

4. The necarder should kesp track of the
numbiar of reflections, open questans,
closed questions, and affirmations used
by ik imerwawer.

8. Aftheendol B miombes, swiich roles.

AFFIRMATIONS e
EXERCISE

®

“AFFIRMATIONS" DEBRIEF

What's one thing the interviewer said that was
helpful to the speaker?

Hew eounld you use an aetivity like this?

MODULE 4 DEBRIEF

Write down one thing you learned in this
module that stands out

35

34




Modules 5 & 6

EVOKING AND
STRENGTHENING
COMMITMENT

HOW TALE LEADS T0 CHANGE

Foopis talk about: Then they talk about: Whach leads io:
Desire
Ability .

—— Commitment——Change
Reasons
Need

= Dl Wasi, wish, les ("] wanf o
do beifer aboul beeping my stel
[—

= Ahdlity: Can. could, would (=
guess [ eould suart kesping rack ol
B rriach I'mm dirinking )

- Reasans: [, hes [~When | sick o
@ pokeciuls, & belpe besp fengy
siradght 7

s Nead: Meed, have io, got 1o ["ve
ol o figere oul whs Fm doing
aBer the Arrey”)

» Commmitrment: Will, gaing b ("T1
epend mane iee om 1l e weslk ™)

© | Ennt g Sy s Trafc o s gute
teribie

+ Pm willing fo pat o fim wark. | wai my = i
the Ay o mans somsthrg

By drmiag mon & bug dead. Fre gon = Eader
oo

TAN b o P coeghmeg i mor D | 1 e

| TILK ¥R CHANEE

' B s
| [T sy s ——— ——
ThEE? i waszan.

3 - e 1 O B e g

i g vt 1 ey gl el

+ Pl e e L e, | L L G
i gy o s B

+ Voem b b g ol i o b remaray. |
rai b Bl ey i e b |
i,

FOLLOW CHANGE TALE WITH “0ARS"

Ealdicr Sxya:
] want i ce batfer aboat
waping my stoff organed
“I gruess | could sart
Ieeping taack of how much
I'm cirinking.”
“Whan | stick io a schedul

Leades Saya:

What would that lock
ik ?

Thars a grea chea.

i helps ke ep things
skt

8o sticking Iz a
soredube wonkd things
mare pedietable.




If I get to sleep on time, the
mornings aren't too bad.

I've got to figure out a way to

lose 15 pounds. It’s like
carrying around a second
pack.

7 8
. I want to do a better job
I guess I could write down the co u:lic:tian ew_;;]:_l
steps. That might help me irlfriond. 1 know ifs hard on
remember. gi ) her
9 10
WHERE'S THE CHANGE TALK?
SOME RESPONSES TO THE “CHANGE” PART
___Ican definifely lose my temper af
Recognizes his times, and that's on me. I just wish PR i oo came hinge you could o to Kaep you hesd doms
1:::51:;:;% (Garza w?’gfd stay ouf of my way. “ ::;-?mmm:u'mm P
,f"’ HE?EP”HH 5o part of this i in how yow're responding to him. [single sided]
Tremta other Thinks other can b i fin 1 e [doehtn sidad)
differently Soldlz::as m ::m:m::m:.]n-mmmu right...[summarize
11 12




THE DOUBLE-SIDED REFLECTION:
PUT THE CHANGE TALK LAST
Losd e oA s [k o CoRNGE

Yer'd Mo b epoit mmight
smalking, but you're gain welght, it sounds lioe

Ton eowld fallow with:
atrald youmightgan  you'd ke o quit smoking. e
ey How would pou di that?

Youd bke w talk o your  Even thowgh it's resulted Wikat's pour frst step?

If I get to sleep on time, the
mornings aren’t too bad. But
someone’s always up late
playing video games. [ lose

track of time.

girliriend abeot this, but i Some arguments, it Wikat are pour apdions?
WY T bringit sounds Hke yoo recognize
o, it just resolis in a blg  §i's one of these things
argument. FOUvE fost gat o talk
hrongh. -
13 14
! "'TOE:: lt; ﬁgaun d: Tt,: ]‘:;kéz to There’s nothing to do here. If I
c in Eroun d-a second didn't smoke, I'd be bored out
ying of my skull. It probably affects
pack. But the Army sure . .
doesn’t make it easy with the myPTablt,hutI‘#nalnng
kind of food they serve. way from failing.
15 16
' :l,d.u -\al:?hn.:um
I want to do a better job Hﬂmﬁ'“’?“‘”"
communicating with my ; + Ll e sl thi shangs basss
girlfriend. I know it's hard on CHANGE TALE 1 e g, o e
her. But every time I bring it BATTING * ing iweiiddar
up, we just get into an CAGE [ ELE&%‘E‘:’.}: —
argument. r— Fupiin
4 Eachother parsea should sespead e
Elalamant with kn Opan qulabon, MErmalios, ar
17




Fhmnwm.pedmup-eq:lu a
apsakar, an mbsrnewss, and 8 menrdes.

“CHANGE TALK BATTING CAGE" DEBRIEF  Eahavis b fahe s imermtnd i
e custiong snclking, quting beties
What kind of change ralk statements did pou FOCUS ON s —
_ rite down? CHANGE TALK [ bagemreh
Which responses made pou want to talk more N,
about Cﬁﬂﬂgﬁ‘ » around desipe. dnlity. o, need,
i+ Tho moordar thould keep tack of any
e et —
- -
19
TOCUS ON CHANGE TALE" DEBRIEF MODULE § DERMIF
What's one thing the interviewer said that was
h-l'jpﬂ.l'f to the mr? Write down one thmgyou learned in this
What kinds of change talk did you notice? module that stands cut
- -

21 22

DIFFERENT CONVERSATION STYLES

COUNSELING -
INTERACTIONS O (“7{“ (=

23 24
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STICE WITH "TORWARD FOCUSED" QUESTIONS

Why did you do that? How can you fix this?
Why did you forget to What's pour plan to male

submit the form? sure the form gets submitted
next time?

Why are you late? How will pou make sure
you 're here an fime
lomorrow?

« Whal wesildl be the fived step?
= What would pou need o da e
maike rhat hsnpen?®

= Feow can | help pou® What do
you ased?

= Whal are soute Balnde |l magiil

# Howr womld
TR o woekdyou
= I pesis e ol o B v i e
progress, afial would i fake fio
eped jroes b a 37

25

26

“ELICIT PROVIDE ELICIT”

“Whai de “That's righi. “Be whai's
you know = ['ve also seen = your plan?”

= Rale e

o el 01 e o | v o .
Sovaldd it ba-ashiur # 1 para o

e don | s, el me ofve pou A

+ Froface advice with persissian to

about... 7™ that...” Asagree.
- T iy i gy s
b
“What are “Thats right. “Bo what's « Gove 2 menn of options.
you thinking —— Anather thing —* your firss - Phame s o g s coshd e
.l.'h-u'u d‘;.. you might step?” + Emphasme personal chasce.
— consider is..." ¥ e aqute ¥ s b et i
27 28
SETTING “SMART" GOALS
Tel lika 0 et RGOS STPEIEncE M ag What ! could you
dalura. ask to make this goal...
Wie | leawe B Arey, I'd ke
u-g; \n awisdon or -_P_n g =Specific
AnqUEANTG. a
§weasicl saed 1o grpy 1 Alx Dbt Measurable
Ardaryichacl =Attaimable
m::;;mlh =Realstic
I tha maxt weaake, T llem o oy Bama =Tirne-bound

sebbarch 08 WAAL WAIIRG BRSNS e
realeia

29

30




ERCTRE

s
|

&)

g
i
§

ﬂ -
anmoe
ConLssoemvE
.

COUNSELING ENHANCEMENT TOOL (CET)

31

iz

. Before the meeting:
- 1. Ask Soldier o compiete
/) " Sobdiar version
2. Give Sustan/Improve
rating for each area
3. Malw notos about Saldier’s
L - hnlu'rinr.ind‘u.d.ing'n_
of strength and
opportunities for growth
(Bection B)
L
33 14
During the meeting: ““Eﬂmple: .

1. Use questions io elicit ’ o e T
Soldier's ingut on 3% met in mmmmﬁ?]ﬂn
each ares (Baction C). Reflect P Trmigrte ackcd. ... I |
and b e e s e e O AR SO IOV P

2. Sham ohservatons and abcit
Soldier inpaot, with & focus an
areas of srengih

=

S poan perspacise’ What woukd T
e RO LEroRs By For [0 7 [Dpas

Quemtica]
v Thar's 3 oo ades fo . [Afiem]

+ Laf s surunanios wial we e Salbed

Al g dar . [Semmany]

35

i6




Example:
ot of i a0 300 P00 Weaited 10
improve war D ching oo wanied do
o w3k [Refooaon]
Wil ooe qoaa! poa wowsd M ioosai o
et W' the smaframe? How
i | it | Opan Quasiion|
O 0 o wesnd o, anad o (gl dhar,

[Eefectica])
In acidwian, ' e o chiallesge pou o
[Entarmmation | Wil wouwkd ¥ Lk i
Lmprove i thar ama? | Open Creoa |
S jpou tenk pos can... |

W¥Rar are come TENgT (5 mghe ger &=
et gy ¥ How' could joe moubleshost®
[Opan Qusisa]

-y ET———

+ Wikam In wl
TA{mis gters Ny o prer

- Pramiinis srmel laerae sigerass b
™

o A e, i 4 s il e
S i

+ Mlarismd weh Fa prasyg chald me

+ Oia e 0 locrmaton dus weel B osko
woonrn oull

How would you conduct a
counseling session with the

37

38

- My wriistend
= Famy mewth wiber by baaes iy W wiils
« sy i prrer (mareial desmms

« Futs lilm wlicn irin barerg sperds |
asting jk Foued Aok ring ik
Y

a il dadl

i
s scldiary may be & bl lisence oo
hm

How woold you condud a
counseling sestion with the
CET?

COUNSELING DEBRIET

What change talk did you notice? What(s) goal
did you set?
What kind of follow-up would pou want fo have
with this Soldier?

£l

MODULE & DEBRIEF

Write down one thing you learned in this
module that stands out

41

40
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Appendix D

TLaL Formative Evaluation Instruments

Talk Like a Leader Pre-Training Survey

DoDID # (found on your CAC):

Age:

Sex (select one): |:| Male |:| Female

Rank:

Branch/MOS:

Component (select one): Dﬁ.ﬂive Dty DResewes DNaticnal Guard

Time in Service: Years Maonths

Highest level of education completed (select one):

|:| High School/GED

|:| Completed some technical classes (like welding or auto mechanics)
|:| Completed technical training certificate program

|:| Received credit for some college courses

|:| Received an Associate degree

|:| Received a Bachelor's degree

|:| Recsived a post-graduate degree
How confident are you in your ability to counsel your Soldiers effectively (select one)?

|:| Mot at all confident
|:| Cinly slightly confident
|:| Somewhat confident

|:| Confident

I:' Extremely confident

Please continue to the next page.

D-1




Instructions: Here are some things a Soldier you supervise might say dunng a conversation.
Think about each statement as if you were really in the situation, with that person talking to you.
For each statement, wrte the next thing you would say if you wanted to let the person know that
you were listening. Wite only one or two sentences for each statement

1. A Soldier tells you: “The PT standards are too strict. The kind of food they serve in the Amy
makes people fat”

2. A Soldier tells you: "My drinking can definitely get out of hand sometimes, but there's
nothing else to do in town.”

Please continue to the next page.
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Instructions. Flease rate your level of agreement with the following items by selecting the
appropnate number on the scale from 1 (strongly disagree) fo 5 (strongly agree).

ltems

Level of agreement

Strongly
disagree

Disagree

2

Neither
disagree
nor agree

3

Agree
4

Strongly
agree

People have a certain amount
of ability, and you can't really
do much to change it.

You can leam new things, but
you can't really change your
basic ability.

It is important fo me to obtain
useful information about my
performance.

Receiving feedback about my
performance helps me to
improve my skills.

O O 0O O

O] O o

| would like to receive more
useful feedback about my
performance.

[]

[]

O Ojod | O

O 0] OO

Please continue to the next page.
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Instructions. Flease rate how confident you are in your ability to perform the behaviors
described below. Rate your degree of confidence by selecting the appropriate number on the
scale from O (not at all confident) to 10 (extremely confident):

Behaviors

Level of confidence

0=MNor at all confident

E=Moderately confident

10=Exmremely confident

0 1 2

4

3

B

8 9 10

My ability to use
questions to
guide others’
thought
PrOCESSES.

) O O

]

[]

[]

O] O O

My ability to
motivate even
the most
challenging
Soldiers.

My ability to
understand how
to change
someone’s
behavior.

My ability to find
opportunities
throughout the
day to talk with
Scldiers about
their behaviors.

Wy ability to get
a Soldier to
commit to a
certain course of
action.

Wy ability to
identify when a
Soldier neads
counseling.

Wy ability to
identify desired
outcomes of
important
conversations.

Please continue to the next page.
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Level of confidence

Behaviors 0=Nor at all confident S=Moderartely confiden: 10=Exmremely confident

0 1 . 3 4 5 6 7 8 9 10

My ability to

inspire Soldiers |:| I:' |:| |:| |:| |:| |:| |:| |:| |:|

to set goals.

My ability to

have positive DDDDDDDDDD

conversations
with Soldiers.

Please continue to the next page.
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Instructions. The following statements inguire about your thoughts and feelings in a vanety of
situations. For each item, indicate how well it descnbes you by selecting the approprate number
on the scale from 1 (does not describe me well) fo 5 (describes me very well).

How well item describes me

Statements 1=Does not describe me at all S=Describes me very well

1 2 4 5

(L]

| sometimes find it difficult to

see things from the "other |:| |:|
guy's” point of view.

] O

| try to look at everybody's side

of a disagreement before | |:| |:|
miake a decision.

[] []

| sometimes try to understand
my friends better by imagining

how things look from their |:| |:|
perspective.

O OO

If I'm sure I'm nght about
something, | don't waste much
time listening to other people’s
arguments.

| believe that there are two
sides to every question and fry
to look at them both.

When I'm upset at someone, |
usually try to "put myself in
his/her shoes” for a while.

Before cnticizing somebody, |
try to imagine how | would feel
if | were in their place.

In emergency situations, | feel
apprehensive and ill-at-ease.

| sometimes feel helpless when
| am in the middle of a very
emational situation.

N O I I I

N 1 o o O
N O o 0 A B O

1 0 e e
N 1 I O O O O O

When | see someone get hurt, |
tend to remain calm. |:| |:| |:|

Please continue to the next page.

[my]
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How well item describes me

Statements 1=Does not describe me af all S=Describes me very well

Being in a tense emotional
situation scares me.

| am usually pretty effective in
dealing with emergencies.

| tend to lose control during
emergencies.

When | see someone who
badly needs help in an
emergency, | go o pieces.

| often have tender, concemed
feelings for people less
fortunate than me.

Sometimes | don't feel very
sorry for other people when
they are having problems.

When | see someone being
taken advantage of, | feel kind
of protective towards them.

Other people’s misfortunes do
not usually disturb me a great
deal.

Oy O OO Odddje-

When | see someone being
treated unfairy, | sometimes
don't feel very much pity for
them.

]

| am often quite touched by
things that | see happen.

T 1 I A
T I O I I O I A O A O
T I 1 O I I I I O A O e

[]

| would descnbe myself as a
pretty soft-hearted person.

o ooyt oo ot d d) -

]
L]
[]

Please continue to the next page.
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Instructions: For each item, please select the rafing that best descrnbes how frue the item is

about you.

ltems

How true item is about me

Certainly,
always
false

1

Somewhat | Somewhat

false but true, but
Generally with with Generally
false exception | exception true
2 3 4 5

Certainly,
always
true

6

| am often able to read
people’s true emotions
correctly through their eyes.

[]

[]

O O O

[]

My powers of intuition are
quite good when it comes fo
understanding others’
emctions and motives.

[]

[]

0| O O

[]

| can usually tell when I've
said something inappropnate
by reading it in the listeners
eyes.

If someone is lying to me, |
usually know it at once from
that person's manner of
EXpression.

[]

[]

O O O

Please continue to the next page.
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Instructions: Flease rafe your level of agreement with the following stafements by selecting the

approprate number on the scale from 1 (strongly disagree) to 5 (strongly agres).

Level of agreement

Neither
Statements Strongly disagree
disagree | Disagree | nor agree Agree
1 2 3 4

Strongly
agree

5

There is a lot of teamwork and
cooperation among members of
my unit.

My unit is better than others in
getting the job done.

Soldiers in my unit feel close to
each other.

The level of training in this unit
is very high.

Most of the Scldiers in my unit
can be trusted.

Officers most always get willing
and whole-hearted cooperation
from Soldiers in this unit.

MCOs most always get willing
and whole-heartaed cooperation
from Soldiers in this unit.

| would go to my unit HNCOs for
help with a personal problem.

| would go to my unit officers
for help with a personal
problem.

My officers are interested in my
personal welfare.

O OOy oo Oo|0) o) o
O O o ojoyO| ) oy O
O OO0 o /oo|0|da) o

My NCOs are interested in my
personal welfare.

O Oojo | o OoOidd)

[]
[]
[]

0o oo o) O0y o0 o).

Thank you for completing the survey.
Please send your completed survey via encrypted email to
usarmy.hood.hgda-ari. mesg.nco-research.
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Talk Like a Leader
Training Feedback Survey

DoDiDit:

Instructions. Thinking about the entire training, please indicate how much you agree with each
statement using the rating scale below:

Level of Agreement

Neither
Statements Strongly _ disagree Strongly
disagree | Disagree | nor agree Agree agree
1 2 3 4 5

The order in which the training
content was presented was
effective.

| understood the information
presented.

The way the fraining was taught
was a good fit to my leaming

style.

| had adequate opportunity to
practice the skills presented
during the training.

The activities included in the
session helped me better
understand the skills presenied.

| will be able to apply the skills
presented during the training
immediately in my job.

| will use these communication
skills on the job.

| learmed new information about
effective communication from
this training.

The trainer was knowledgeable
about the material covered in
the training.
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Level of Agreement

Neither
Statements Strongly _ disagree Strongly
disagree | Disagree | nor agree Agree agree
1 2 3 4 A

The trainer competently
demonstrated the skills that
were being covered during the
training.

The trainer provided examples
that were relevant to my work.

The trainer created an
envirenment that was
conducive to group learning.

The trainer used a variety of
formats to present material
(e.g., PowerPoint, video,
flipchart, demonstration).

| invested in it.

The training was worth the time

How confident are you that vou will be able to apply the skills presented back on the job?

(Select one rating)

Level of confidence

M=MNot ar all confident

S5=Moderately confident

{l=Exremely confident

My ability to apply the skills
from the training back on the
job

o1

2 3

4

5| 6

[ 8

g9 | 10

If you circled any number lower than 10, please answer the following question.

My confidence wouwld be higher I (Select all that apply):

| had the necessary knowledge and skills.

| had a better picture of what is expected of me.

| had fewer competing prioniies.

| had the necessary resources to do it
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| had better human support to do it.
Other (please explain):

How feasible iz it to implement the skills presented in your unit? (Select one rating)

Level of feasibility

O=Not at all feasibla 10=Extremely feasibla

How feasible it is to implement ] 1 2 3 4 a ] 7 ] a | 10
the skills from the training in
wour unit

If you circled any number lower than 10, please answer the following question.

Implementation would be more feasible if (Select all thaf apoly):

| had the necessary knowledge and skills.

| had a better picture of what is expected of me.
| had fewer competing priorities.

| had the necessary resources to do it

| had better human support to do it.

| was required to do this.

| was rewarded or recognized for doing this.

Other (please explain):

How do yvou beligve this training could be implemented more effectively?

Which activities helped you understand the content the most?
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In what ways did the training contribute to your development as a leader?

Other comments or suggestions to improve the training:




Talk Like a Leader
Knowledge Assessment

Enclosure [0-3: Trainee Knowledge Assessment

Talk Like a Leader
Knowledge Assessment

DoDID #:

Instructions. Flease respond to each of the following multipie-choice questions based on
NMotivational Infenviewing and the confent covered in the Tallc Like a Leader training. Each
question has only one cormect answer.

1. Which of the following best descnbes motivational interviewing?
|:| An unstructured way of talking with people about change.
|:| A conversation that uses extemal pressure to create change.
|:| A conversation that clarifies expectations and rules around behavior.

|:| A conversation that works to strengthen a person’s motivation and commitment to
change.

2. Which of the following health areas affect overall military readiness?
|:| Poor financial choices
I:I Inadequate slesp
|:| Poor hygiene
|:| Problem substance abuse
|:|AII of the above

3. A Soldier who is expeniencing mixed feelings about change, seeing both pros and cons,
would most likely be at which Stage of Change?

D Precontemplation
I:Iﬂn}ntemplation
|:| Preparation

Dﬂminn

Please continue to the next page.
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4. A behavior change is more likely to stick if Soldiers believe:

I:‘ Their progress will be carefully monitored for a short penod of ime.

I:‘ The behavior change is their choice, they have the skills necessary for the behavior, and
other people will support the change.

I:‘ The behavior change is important to other people, but not particulary important to them.

|:| They have liftle choice over whether or not to change; other people are telling them they
have to change.

5. Which conversation style is best suited for situations where there is not a clear resolution
(for instance, personal issues around mamiage or children)?

[birecting
[ ouiding
] Following
[suggesting

6. Which of the following best descnbes an open-ended question?

|:| A gquestion that requires an answer on a numbered scale.

|:| A gquestion that can be answered with a simple yes or no.

I:I A gquestion that can only be answered in one parficular way.

|:| A question that allows the person to respond with a wide range of possible answers.

7. Compared to open-ended gquestions, which of the following is true of closed-ended
questions?

I:I People are more likely to give shorter responses to closed-ended questions.

I:I People are more likely to think more about how they are going to respond before
answernng closed-ended questions.

|:| People are more likely to elaborate in response to closed-ended questions.

|:| People are more likely to give personal information in response to closed-ended
questions.

Please continue to the next page.




8. In the following exchange between a leader and Soldier, which strategy is the leader using?

Soldier: “It's hard being away from my family. I'm doing my best, but my wife still gets
mad that | can't be around for birthdays and stuff.”

Leader: “Sounds like you really care a lot about your family. You're trying to do the nght
thing.”

I:' Closed-ended question
I:I Open-ended question
I:I Affirmation

I:I Reflection

9. In the following exchange between a leader and Soldier, which strategy is the leader using?

Soldier: “It's hard being away from my family. I'm doing my best, but my wife still gets
mad that | can’t be around for birthdays and stuff.”

Leader: “Being away from your family and missing important events has been hard. It's
caused some issues between you and your wife”

I:I Closed-ended question
I:I Open-ended question
I:I Affirmation

I:I Reflection

10. Which of the following shows a double-sided reflection in response to the following
statement, “There's nothing to do here in the evening. If | didn't drink, I'd be bored out of my
skull?”

I:I It sounds like you think there’s nothing to do here in the evenings and you're womed
you would be bored.

D It's been hard to not drink because you're bored and there’s nothing else to do here.

I:I Cn the one hand, you do have a choice about whether you drink, but on the other hand,
you feel like you would be bored without drinking.

I:I Sounds like you'd really have to plan ahead to figure out something to do other than
drink.

Please continue to the next page.




11. If you were using a double-sided reflection and wanted to encourage a Soldier to respond
with change talk, in what order should you reflect change talk (Soldier's reasons for change)
and sustain talk (Soldier's reasons against change)?

I:IReﬂect the change talk first and then end with the sustain talk.
I:'Reﬂect the sustain talk first and then end with the change talk.
DReﬂect the sustain talk and ignore the change talk.

I:‘The order in which you reflect change talk and sustain talk doesn't matter.

12. What type of change talk is being used in the following sentence, “If | started working out in
the evening, | bet it would improve my PT score.”

| Ipesire

[ Javiity

| |reasons

[ INeed
Dﬂﬂmmilment

13. What is the difference between forward- and backward-focused questions?

I:I Forward-focused questions ask Soldiers to talk about solutions, while backward-
focused questions ask Soldiers to talk about barmers or problems.

|:| Forward-focused quesfions ask Soldiers about themselves, while backward-focused
questions ask Soldiers about other people.

I:I Forward-focused questions are open-ended, while backward-focused questions are
closed-ended.

I:IA]I of the above
14. What are SMART goals?

|:|Safe, Measurable, Accurate, Reliable, Timely
DSpeciﬁc, Measurable, Attainable, Realistic, Time-Bound
I:IEiafe, Meaningful, Accurate, Realistic, Time-Bound
I:ISpeciﬁ-:, Meaningful, Attainable, Reliable, Timely

Please continue to the next page.
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15. In the Plan-Do-Study-Act loop, what is the next stage after a Scldier has camied out a
behavior?

I:Iﬂl:ljust the plan.
|:| |dentify what will happen.
|:| Execute the plan.

I:I Compare expected to actual performance.

Thank you for completing the survey.
Please send your completed survey via encrypted email to
usarmy.hood_hqda-ar.mesg.nco-research
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Talk Like a Leader:
How to Have Effective Conversations with Soldiers

Training Guide

Scolt T. Walters, Ph.D.
University of Morth Texas Health Science Cantar

April Sanders, Ph.D.
Army Research Institute of Behavioral and Social Sciences, Fort Hood Unit
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Talk Like a Leader
Overview

Soldiers” choices about mental, physical, and relationship health strongly affect their
performance. Because of this, it is important that leaders have good communication with
Soldiers about these arcas. Talk Like a Leader (TLAL) uses empirically-validated approaches
adapted to the Army to promote more effective interactions with Soldiers across a wide range
of domains that influence performance and readiness.

TLAL draws from psychological approaches including motivational interviewing, the
Transtheoretical Stages of Change Model, Self-Perception Theory, and Self-Determination
Theory. Motivational interviewing is a guided approach where leaders and Soldiers work as a
team to produce a positive outcome. Rather than using only external pressure, motivational
interviewing looks for ways to build internal motivation to increase the Soldier’s engagement in
goal-oriented behaviors. TLAL also draws from the Transtheoretical Stages of Change Model
which describes the stages people go through when changing behavior. Motivational
interviewing borrows from Client-Centered counseling in its emphasis on listening and respect
for personal choice. It also draws from Self-Perception Theory, which says that people become
commitied to behaviors based on how they talk about them. Finally, Self Determination Theory
says that people who have internal reasons, who feel confident, and who have supportive
networks, are more likely to make positive, lasting changes.

Language plays an important role in motivational interviewing. The “relational™ part of
motivational interviewing includes listening strategies such as open-ended questions,
affirmations, reflections, and summaries {OARS) to engage Soldiers in conversations. Open
questions are those that ask for longer answers or elaboration. Affirmations call attention to
positive progress or evidence of strength and competence. Reflections are restatements or
summaries of what a person is saying or thinking. Reflections range from simple repetition
{uses similar words), to paraphrases {uses different words), to double-sided reflections (captures
both sides). The best reflections capture the person’s meaning. rather than just repeating back
their surface language. Finally, summaries help remind a person about major discussion points
and the plan of action. These listening strategies can be used in a vanety of settings.

The “technical™ part of motivational interviewing uses strategies to draw out “change talk™
from Soldiers about their desire, ability, reasons, need, and commitment to change. Increased
change talk, m turn, makes behavior change more likely. One way to increase change talk is to
evoke this kind of talk from Soldiers. A second way to increase change talk is to follow up on
language that is already supportive of positive change. The goal is for a leader to shape a
Soldier’s language—and behavior-—-in the direction of positive change.

People are more likely to follow through with things they have talked about in detail. Leaders
can help Soldiers develop goals that are Specific, Measurable, Attainable, Realistic, and Time
bound (SMART). The Plan-Do-Study-Act (PDSA) cvele provides a framework for setting
goals, implementing plans, monitoring progress, and adjusting plans based on feedback.
Thinking about the behavior from beginning to end can help a Soldier anticipate difficulties and
develop a contingency plan.
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TLAL is the noncommissioned officer (NCO) training that supponts the use of the Counseling
Enhancement Tool (CET). The CET was developed at the request of Combined Arms Center as
a tool to enhance the developmental counseling process for junior enlisted Soldiers. The CET
consists of a Leader and Soldier form that produce a collaborative, two-way conversation. The
CET and TLAL are being evaluated for their effectiveness and impact. Based on independent
piloting of both the CET and TLAL in 2020-2021, we are confident that using TLAL to support
tevo-way conversations during the CET can lead to improved Soldier development, job
performance, and other positive gains for individuals and their organizations.
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Talk Like a Leader *
Background

Soldiers warch what their leaders do. You can give them classes and lecture them forever, but it
is your personal example they will follow.
Gen. Colin Powell

Ket the example.
US Army Principles of Leadership, #4

Introduction

Gettysburg was a decisive battle in the Civil War. On the first day, it looked like it would be
another great Confederate victory. But Lee, the Confederate General, was cautious. He could
see that the enemy held the high ground to the south and he suspected the rest of the Union
Army was speeding towards Gettysburg. He ordered an attack on Cemetery Hill, but his orders
were vague, and were misinterpreted by his commanders. Lee did not check with his
commanders to see if the orders were understood; his commanders did not check with Lee to
clarify the message. As a result, the Confederate Army did not attack and the Union won the
battle two days later. It was the beginning of the end for the Confederacy.

Communication is the lifeblood of a team. Without good communication, messages can be
misunderstood, errors can occur, and opportunities can be lost. Good communication does not
happen by chance. It is a skill that can be leamned, measured and improved. This guide
introduces an evidence-based communication style called motivational interviewing. This
communication style is considered “evidence-based” because research suggests that, compared
to other communication styles, it can improve a person’s motivation and commitment to action.
Most of the examples in this guide focus on health behaviors like diet, sleep, substance use,
leisure time activities, and other activities that align with our Army’s values and affect military
readiness. The strategies in this guide can also help leaders to be more effective mentors in
broader areas like career, goals and family relationships.

In the worst-case scenario, a leader uses dysfunctional language to intimidate, coerce or unfairly

ish subordinates. This might accomplish short-term goals, but it leaves the team worse of
than before. In contrast, an effective leader leads through a commitment to shared values and
the use of ndirect influence in situations where clear lines of authomnty do not exist. Effective
communication can take time, but the goal is to build internal motivation and commitment,
rather than relying only on extemal pressure.

* Note: Portions of this guide have appeared previously in research manuals and other public
domain sources. For more information about the source matenal, see Appendix A,
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This guide begins by describing different kinds of leader-Soldier interactions. It then discusses
evidence-based models of communication that can improve motivation and readiness. It
concludes by showing how leaders can build motivation and commitment, particularly around
behaviors that affect military readiness. This approach helps produce resilient Soldiers who
have the mental, physical, and emotional ability to cope with adversity.

This guide can be used to train new leaders, as part of continuing education for more seasoned
leaders, and as a resource for others who are interested in the topic.

Communication and Readiness
Y our squad receives two new Soldiers this month:

The first Soldier (Soldier A) is returming from deployment. While deployed, he had a reputation
a5 being smart and a natural leader. However, when he was previously in garmison, he had
episodes of poor performance that resulted from heavy dninking. Although you did not know
him well, vou recall that he was a poor influence on other Soldiers. A previous leader had to
retrieve him from jail after he was arrested for driving under the influence. You have no idea
whether drinking is still a problem for him, but you want to be able to intervene before problems
occur. You know he is mamied and has two young children. He has been on time to formation
this week, but he looks wom out.

At the same time, another Soldier (Soldier B) is newly enlisted. You®re surprised he met enlistment
standards. When asked to speak in formation, it was difficult to understand his point. In addition, he
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secms o lack a lot of basic life skills. With his signing bonuws, he went on an expensive vacation and
has nothing left. He puts very Llittle effort info his training and spends his evenings cating junk fiood
and playing video games. You're afraid some of the other Soldiers with stronger personalitics mighi
b a bad influence on him. You are keeping an eye on him, but it seems like this 5 going to be a
full-tinee job.

MNoncommissioned officers (WCOs) play an essential role in Soldiers development. NCOs
provide the daily coaching and mentorship that helps Soldiers become more capable and
resilient, while also helping Soldiers to understand how they can contribute to the team. Regular
counseling helps to increase predictability and clanty. The Counseling Enhancement Tool
{Appendix H) was designed to help NCOs have quality conversations during developmental
counseling. In addition, NCOs have many day-to-day opportunities to speak with Soldiers about
their personal and professional goals. For instance, an NCO might recognize that one Soldier
has been drnking more on the weekends, while a second Soldier has begun to use humor that
other Soldiers find offensive, and a third Soldier seems distant and depressed. Some of these
behaviors might be addressed during developmental counseling, but they might also be raised
duning smaller, informal conversations before or after traiming, meals, or work assignmenis.

Good Communication

These everyday conversations are particularly important for voung Soldiers who may not have a
lot of life expenience. In fact, the concept of emerging adulthood means that most people--
Soldiers included--are stll developing psychologically well info their 207s. For this reason, it is
important that NCOs and other leaders have the knowledge and skills to be able to communicate
with Soldiers about a broad range of behaviors, even before behaviors become a “problem”™.
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Evidence-Based Communication

Dan McCall served as a Battery Commander in Afghanistan and Irag. Early in his career. he
was asked to conduct an After-Action Review (AAR) following a training exercise. He spent an
hour lecturing the trainees, giving them all the advice they needed to fix the problem.

Afterward, his commander, who had been waiching by video, told him it was the worst AAR he
had ever seen. The commander explained that McCall's job was to facilitate the discussion, not
to dominate it. In taking this approach, he had not helped Soldiers develop the skills they would
need to fix the problem on their own. As McCall tells it. “If the platoon was to improve, they
had to identify the failures and commit to making the necessary changes themselves.”

Leaders use different styles when communicating with Soldiers; some leaders use a more direct
style, while other leaders use a more laid back, listening style. Most people use a combination
of the two, and different situations might lend themselves to different styles. This continuum is
similar to the “Directive vs. Combined vs. Nondirective” distinction described in ATP 6-22.1

{ The Counseling Process).

Directing ——— Guiding ——  Following

A directive style is best where you need to give clear, concise instruction. A directive style says,
“I know how to solve this problem. Here's what you should do.” Sometimes, the urgency of the
mission may make this approach necessary. However, the drawback of a directive style is that
the Soldier does not learn very much. The leader’s desire to *“fix™ the problem can crowd out the
development of important skills the Soldier will need later. It’s important that Soldiers leam
how to solve problems on their own. In addition, when addressing behavioral issues, a directive
style tends to treat the symptoms rather than the causes of behavior. A direct “fix it” style is not
a good fit for all situations.

Om the other end of the continuum, a nondirective/following style is best when there is not a
clear resolution or when the Soldier needs to come up with the solution on his or her own. A
following style says, “This is a hard situation. | don’t know what the answer is, but |

trust you to make the decision that’s right for you.” A non-directive approach can be helpful
when there is not a clear goal, for instance if a Soldier is speaking about relationships or other
personal issues. Just talking through a situation can sometimes be helpful.

The middle style, guiding, uses a balance of the two styles. In this style, the leader serves as a
mentor to help the Soldier think through the best way to address an 1ssue. The parties work
together to find a solution. The goal is to help the Soldier develop skills to solve problems on
his or her own.
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Flow of Information

Directing Guiding Following

- CaS,

Practically, the styles use different skills: A Directing style uses more advice and instruction,
while a Following style uses more careful listening. Guiding tnies to balance the two styles, by
using the expertise of the leader to help the Soldier come up with his or her own ideas. Guiding
can take more time since it requires the leader to be patient with the Soldier’s way of working
through the problem. In a guided style, both people are speaking, and the leader is trying to
understand the other person’s perspective. The two parties are working as a team to solve the
problem.

In “hot™ decision-making, a person’s actions are strongly influenced by his or her emotional
state. Strong emotions can convey the seriousness of the situation and make the person more
invested in the outcome. “*Hot™ decisions can be useful when clear actions are needed quickly,
fior instance in emergency or battlefield situations, or when time 15 a limiting factor. However,
“hot™ decisions are poorly suited to most everyday behaviors becanse they tend to evoke strong
emotions and use all-or-none decision-making. Things like Soldier diet, exercise or time
management may affect readiness, but they are probably not emergencies right now.

Hot Decision-Making Process

Strategy Response

Draws sweeping conclusions | He always doas this! Ha's just lazy.

Emotion drives decision This really pisses me off!

All or none responsea I'm going fo let him have i Everyone knows what a
sloppy worker he is!

Most everyday behaviors respond better to a “cool™ decision-making process that gathers
evidence, considers the significance and context of the behaviors, and delivers a proportional

TeSPONSe.

Cool Decision-Making Procass
Strategy Rasponse
Gathers evidence Thiz has happened a few times, and mostly lowards
the end of the day.
Considers the significance Since they workad in a leam, someons alse made
him aware of the mistake.
Proportional response Re-doing the work is a rmasonabls response.
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In his book on leadership, General James Mattis advises leaders to think about Soldiers as
individuals: *_. .what makes them tick and what their specific goals are. One is striving to make
corporal, another needs a letter of recommendation for college, another is determined to break
cighteen minutes for three miles.” Likewise, US Armmy Principles of Leadership, #5 says “Know
your people.”

s  What motivates this person? One Soldier might be motivated because of future job
prospects, while another is more concerned about his reputation with other members of
his unit. Almost all Soldiers are motivated by positive feedback. Many times, simply
listening to what a Soldier talks about most often can tell you what is important to him
or her.

s  How ready is this person for change? People who are very motivated might benefit from
a “change-focused™ discussion, while people who are less motivated may need time to
weigh all the options. The goal in any single conversation may be to “plant a seed™ for
change or raise motivation a little bit.

¢ What kind of communication style will be most effective”? Some Soldiers benefit from
frequent, detailed feedback, while others work well with a more “hands off” style.
Effective leaders adapt their style based on what is best for the Soldier. In the same way
that leaders work to deliver the right person to the nght assignment at the right time,
they should strive to have the nght conversations with the night person at the right time.

Steve Jobs was once asked which one of his inventions made him most proud. The interviewer
assumed that he would talk about the original Macintosh or the iPhone. Instead, he explained
that these were all team efforts. A single person could not create these products. What he was
most proud of, he said, were the teams he had assembled to develop these revolutionary
creations. The Army’s greatest asset is its people, and thus a leader™s job is to maximize a
Soldier’s ability to contnibute to the mission of the team.

Why do People Change?

Motivation is not a fixed trait. It can be raised or lowered based on a person’s experience. If
leaders understand how motvation works, they can use their conversations to increase
motivation and commitment to positive behaviors. We know, for instance, that:

1. Motivation predicts behavior. Motivation predicts how likely a Soldier is to initiate and

carry through with an action. Motivation is not a guarantee, but it does increase the
likelihood that a Soldier will work hard at something.

2. Motivation is behavior-specific. People often have different motivation for different
behaviors. For instance, one Soldier may be very ready to complete training (because it
will help fiuture job prospects) and save money (because it helps family), but not be
ready at all to attend a substance abuse evaluation (thinks it's not a problem). It's
important to consider each behavior separately.

3. Movivation is changeable. Motivation is not a fixed trait like height or eye color; it can
be increased or decreased. For example, people frequently make changes afier a
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significant event like a birth, marniage, or death of a loved one. Motivation can also be
raised or lowered as a result of conversations between people. For instance, positive
recognition by a leader might make a Soldier work harder next time.

5. Motivation can be affected by bath internal and exiernal faciors, bui internally motivated
change usually lasis longer. Intemal reasons include personal goals (How important is
this to me?) and beliefs about competence and ability (Am [ going to be able to do this

well7).

Internal and extemnal forces work together to produce positive change. Change might begin
because of external pressure but might be continued for internal reasons. A Soldier’s traming
helps facilitate this process. Soldiers already possess a range of talents, abilities, skills and
resources. Engaged leaders “draw out™ these desired behaviors rather than “put in™ something

the Soldier doesn’t have.

Stages of Change

Imagine three Soldiers who are asked this question: “How important is PT in military
readiness?™ In response, they give three answers:

PT is the wors! part of my
day. And now | have o go
to profife PT in addition to
regular PT! What's that
supposad o achieve?

Other people complain
about i, but it’s not that

bad. Do my threa, gat my
Gl Bill, get an with my iife.

Honastly, I'm in the best
shape of my life. If you
think about it, the Army Is
paying you o exercise.

What explains why some Soldiers are very motivated, while other drag their feet and do the bare

minimum?

Mot Motivated

ey Somewhat Motivated &—

Vary Motivated

The *Stages of Change™ shows how people become more ready for change. According to this
model, people can range from having no interest change (precontemplation), to having some
awareness or mixed feelings around change (contemplation). to preparing for change
(planning), to having recently begun changes (action), to maintaining changes over time

(maintenance). The examples at the beginning of this guide (Soldier A and Soldier B) describe

people who are probably at the earlier stages of change.
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Precontemplation

You can often tell people’s readiness by listenmg to how they talk. Consider a Soldier who is
talking about drinking. Here's what that Soldier might sav at each of the stages:

Stage of Change

What the Soldier might Say

Pracontamplation

! work hard during the week. | deserve fo have a good time
whean I'm off duty.

Contemplation ! like fo go out on the weekend, bul | can definitely ovardo it
al fimes. If I'm humg over, I'm really dragging the maxt day.

Planning When | move off base, I'm definitely slowing down. | need o
gel serious about my college credits so | have my
associate’s degree by the time 'm done with active duty.

Action I've baan drinking a lof less the jas! couple waaks. | just
look for something else lo do on the weakend.

Maintenance The first faw months | hit it prefty hard on the weekands, but

since gedting promaoted, 'm mare caneful how | spand my
free time.

There are three factors that move people through the stages of change. The first factor is
developmental. People™s prionties change over time. For mstance, people in their 30°s ofien
have different goals than people in their 207s. The second factor is experiential. Many timies, a
personal experience such as a marmmage, birth of a child. or a promotion will motivate a person
to make different choices. The third factor involves system-level efforts like training and
expertences that help mstill Army values.
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Looking at change this way gives four insights:

. Change is aften a process. Some people make changes quickly, but for most people
change is a process that takes time as they become more aware of personal and
professional goals. People might need time to gather information, weigh the pros and
cons, or experiment with different options before committing to something.

2. Certain kinds of approaches are more helpfil at different stages. When talking to people
who are not interested in change (precontemplators), the geal may only be to raise their
level of awareness. People in the middle stages (planning, action) may need help to
develop a plan. In the later stages (action, maintenance ), when people are more
committed, advice and problem-solving can be helpful.

3. Relapse to old behaviors is a normal part of the cyele. Change is a trial-and-error
process for most people. People often make several attempits before the new behavior
sticks.

4. Although we would like to see a Soldier move through all of the stages quickly, the goal
of any particular conversation may only be to “plant a seed ™ or raise motivation a litde
bir. Each conversation helps a Soldier become a little more committed to making
changes.

The Stages of Change model can make conversations more efficient because it suggests better
ways of talking to a person. For instance, if a Soldier is already making positive progress, we
lose ground by pointing out old problems. On the other hand, if a Soldier is not yet interested in
change, we waste time by giving advice and suggestions to someone who is not vet convinced
they need to change.

Self-Determination Theory

The Stages of Change model describes iow people change. but it doesn™t tell us why people
change. We might assume that people weigh all their options and think rationally when making
a decision. Unfortunately. this logic doesn’t always hold up; people don’t always behave
rationally. For example, a Soldier might decide that the small immediate benefits of continuing
to drink at a bar with friends are more important than the larger future penalty for violating
curfew.

Another model called Self Determination Theory (SDT) explains why some changes stick better
than others. SDT first assumes a range of motivation. Like the Stages of Change, people can
range from having no interest in change to being very interested in change. People on the lower
end of the scale have only external reasons for change (1 might fail tape™), whereas people on
the upper end may also have intemal reasons such as family, health, or personal pride (°1 want
to take care of myself™).

When people have infernal reasons for change, they try harder, are more satisfied, and stick
with those changes longer than when they make changes for external reasons. The more we can
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help a Soldier “own™ and “take credit for” positive behaviors, the more likely he or she is to
keep doing those things. The Chinese philosopher Lao Tzu once said. “A leader is best when
people barely know he exists. When his work is done, his aim fulfilled, they wall say: We did it

ourselves.”

Here are two ways Soldiers might describe vehicle maintenance. Based on their statements, the
Soldier on the right has more internal motivation and is probably going to work harder.

Extearnal Motivation Intarnal Motivation
Soldiar The eguipment s ald and I've leamed a lot fram daing
Statements always breaking. It's just got | PMCS on the egquipment. I'd
fo make it through dispatch, like o gat more fraining so l
and then itll be someone can wark an aircralf engines
alse s problam. oire day.
Quality of Effort | Low High

Gen. Dwight Eisenhower said, “Leadership is the ant of getting someone else to do something
vou want done because he wants it done.” Eisenhower knew that intermal motivation produces
better quality work. SDT says that leaders can increase Soldiers” internal motivation by
highlighting three factors in their conversations—autonomy, competence, and relatedness.

s _dwonomy is a Soldier'’s perception of him- or herself as the determining agent of an
action (] want to do a good job™). A leader can build autonomy by “normalizing”
difficulties {“It can be hard to get it right the first time. It often takes practice™),
providing options (“There’s a couple things that might help here™), and emphasizing
personal choice (*What's your best option?”). This gives the Soldier some choice and
ownership over the outcome.

»  Competence imvolves beliefs abour abifity (] can do this™). Some Soldiers come from
backgrounds where expectations are low, and examples of prosocial behavior are hard to
find. Helping Soldiers to set realistic goals, emphasizing personal strengths, and giving
positive feedback on progress (rather than only pointing out what a Soldier has done
wrong) can increase his or her sense of competence. In fact, encouragement from a
leader may be the only positive feedback that some Soldiers receive with any regulanty.
When feasible, demonstrating the task or behavior can help people build confidence.

» [Positive, lasting change is more likely when Soldiers believe thai it will benefit his or
her social group. For instance, a Soldier might practice a drill because he wants to
contribute to the performance of his unit, while another Soldier might complete an
online course or save money because she wants to make life better for her fammly. This
highlights the impontance of well-thought-out “battle buddy™ teams that will
complement and leam from each other.
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In sum, Soldiers who have internal reasons for change, who feel confident about new behaviors,
and who have others to support them, are more likely to make lasting changes. This kind of
positive attitude enables a leader to assign more trust and responsibility to a Soldier, which in
tumn, helps the Soldier to develop further.

What is Motivational Interviewing?

Motivational interviewing is a structured way of talking with people about change. Motivational
mterviewing arose during the 1980s from alcohol counseling research. Research began to
suggest that certain types of brief counseling interactions were as effective as more lengthy
mterventions and that a centain provider style was better at helping people change. In a review
of research studies, motivational interviewing was significantly better than other approaches in
three out of four studies, and outperformed traditional advice-giving 80% of the time.
Motivational interviewing has been used effectively to address a range of behaviors, including
alcohol and drug use, gambling. diet and exercise, medication compliance, and criminal
behavior.

Rather than using external pressure, motivational mterviewing looks for ways to build internal
maotivation for change. The goal is for a leader to speak in a disciplined way so that his or her
waords positively influence Soldiers” motivation and commitment. Motivational interviewing
borrows from Client-Centered counseling in its emphasis on listening and respect for personal
choice. It also draws from Self-Perception Theory, which says that a person becomes
committed 1o something based on how he or she talks about it. Thus, a Soldier who talks about
the benefits of change is more likely to make that change, whereas a Soldier who argues and
defends the status quo is more likely to continue in that behavior. Finally, motivational
mierviewing is also connected to the Stages of Change Model, which says that people go a
change process. For most people, ambivalence--mixed feelings, reluctance. arguments against
change--is a normal part of the process. This communication style can be useful in everyday
conversations, as well as integrated with formal developmental counseling. Although
motivational interviewing can work throughout the change process. it is especially useful with
people who are resistant, reluctant, or otherwise early in their thinking about change.

Motivational interviewing is a guided approach where leaders and Soldiers work as a team to
produce a positive outcome. A lthough motivational interviewing suggests some tangible
strategies, it 1s better to think about it as a set of prnciples:
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»  [Express Empatiy. Empathy is about good rapport and a positive working relationship.
Empathy is not the same thing as sympathy. It doesn’t mean you share the same
experience as the person. Rather, empathy means that you are trying to understand the
person’s point of view, even if you don’t agree with it.

»  Roll with Resistance. It is normal to have mixed feelings about change. Because of this,
“rolling with resistance™ means avoiding arguments when possible. Instead, we look for
other ways to respond when challenged.

o Develop Discrepancy. Discrepancy is the feeling that one’s current behavior is out of
line with personal values or goals. Rather than telling people why they should change,
we try to help them come up with their own motivation for change.

s Support Self-Efficacy. A person is more likely to make changes when they feel
confident. Therefore, we help people come up with their own plans and affirm positive

PrOgress.

People are more likely to make lasting changes when they think through, and talk about. their
plans for change. Thus, the best kind of interaction is one where the Soldier does most of the
talking. The way a leader talks sets the tone for how a Soldier talks, which in turmn, influences
the way the Soldier acts. A Soldicr may start a conversation with a certain level of motivation,
but how a leader speaks determines whether that motivation goes up or down over the course of
the conversation.

Focusing

The ancient Greeks said that people should strive for *a sound mind in a sound body.” They
recognized that a person with a healthy mind can act guickly and decisively. Likewise, General
Ann Dunwoody, the former Commanding General of U.S. Army Materiel Command said. "A
high-performing organization is one that does routine things in an outstanding manner.”

Military readiness is strongly affected by small, day-to-day behaviors. For instance, if a Soldier
gains too much weight, he or she may perform poorly during an exercise. 1f a Soldier has
trouble sleeping, that can affect concentration during the day. For most people, the areas are
interrelated. Poor sleep can lead to m.-:ght gain or depression. Family problems may canse
issues with attitnde or work
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Behaviors
Relationships

some behaviors help to maintain fisress and bearing:
» Healthy Dier: Soldier consumes a proper amount and good balance of healthy food
s Adequare Sleep: Soldier obtains regular, restful sleep
s (ood Hygiene: Soldier appears healthy and well-groomed; maintains Army standards
per regulation
o Avoiding Probiem Substance Use: Soldier avoids using substances excessively or in
situations that might put the Soldier or others at risk

Performanca

Some behaviors focus on behaviors and mindser:

s (ood Artitude: Soldier uses positive language; follows orders; exhibits self-control and
discipline

o (food Concentration: Soldier is alert and attentive to details; demonstrates
understanding when receiving communication and passes along information in a timely
manmner

» Healthy Recreation Choices: Soldier engages im activities that contribute to physical and
mental wellbeing

*  Wise Financial Choices: Soldier makes financial choices that contribute to long-term
well-beng; manages money and fulfills obligations to others

some behaviors promate good relafionships:
s Respect for (hthers: Soldier is considerate of others™ person and pr
» Teamwork: Soldier treats others with respect; offers assistance without being asked; puts
in effort to achieve team goals
o Family/Marriage/Children: Soldier has positive relationships with loved ones; fulfills
commitments to family and friends

Some behaviors encourage performance amd discipline:
»  Crood Work Product: Soldier completes work with minimal oversight; completes work
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assignments even under challenging conditions; asks for help when needed

*  Prompt to Assignment: Soldier plans ahead in order to amve promptly to assignments:
does not make others late

» Education and Training: Soldier looks for opportunities to learn or improve
performance

»  Personal Discipline: Holds self and others to Army values and standards

Conversations about performance are most effective when they address one or two areas at a
time. Thus, a leader needs to decide which behaviors to talk about right now and which can be
left for later. While there are standard follow-up periods for developmental counseling, leaders
should be sensitive to how frequently (daily, weekly, monthly) they should follow up. Good
leaders are also familiar with resources to help Soldiers who are experiencing more serious
problems (e.g., suicide, sexual assault). Leaders should feel empowered to seck information or
refer Soldiers when the topic is outside their expertise.

The Counseling Enhancement Tool (CET; Appendix H) provides a way to review these
behaviors through seven sections: Tacrical and Technical Proficiency; Communicates
Effectively; Exhibits Effort; Exhibits Personal Discipline; Contributes to the Team; Exhibits
Fitness, Military Bearing, and Appearance; and Manages Personal Matters. The CET is
designed to maximize opportunities for NCOs and their Soldiers to share observations, discuss
expectations, and develop collaborative plans.

Engaged Leadership

In 2012, Google began a project called Project Arnistotle. They interviewed hundreds of people
to determine the “secret sauce” in productive teams. Interestingly, they could find no particular
mix of background or personality that made a team more effective. According to one of
Google's project managers, “The who part of the equation didn’t seem to matter.” One vanable
that did matter was the extent to which team members listened to each other. Groups that took
tums duning a conversation tended to be more cohesive and effective.

In a talk on leadership, Gen. Mark Welsh said. “Leadership is a gift. It's given by those who
follow. You have to be worthy of it.”” This kind of engaged leadership starts with a good
working relationship. Four ingredients—Open Questions, Affirmations, Reflections, and
Summaries {sometimes called “0OARS”}—form the basis of this disciplined listening and

speaking style.
Ask (O)pen Questions

Closed questions ask for yes/'no or limited-range responses, while open questions ask for longer
answers or elaboration. Closed questions are better for getting short answers or verifying
understanding. Open questions are better at pulling out detailed information and encouraging a
person to think about the answer.
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Closed Question Open Question

Do vou have any guestions about this? | What guestions oo you have about this?

Is there anything you could do to What cowld you do to remingd yoursalf
ramind yoursalf about the new about the new assignment next
assignment next Monday? Monday?

Iz there someona you could talk to Who cowd you talk fo about this? How
about this? would that help?

Anything alse? What else?

Closed questions are weak ways to structure a conversation because they don’t invite a person
to talk through their response. The Soldier’s experience must also be considered when asking
questions, as he or she might feel embarrassed if not able to give the “correct” response. Open
questions are better for structuring conversations because they ask for longer, more thoughtful
TESPONSEs.

Consider the difference between these two basic questions: “Amything else? ™ va, “Whar elze? "

Changing one word increases the quality of the response. The first question asks for a simple
yes or no. The second guestion invites a more detailed answer.

Open questions keep a person talking--they pull out speech. For instance:

What questions do you have?
What do you want to do affer vau re done with active duty” Where do vou want ta be
long-rerm ?

»  What other ideas do vou have? What else might work for vou?

Questions like these encourage a Soldier to think through the answer. Open questions can also
help a Soldier arrive at a specific plan of action:

» There are a few things thar people do here (provide a short list). Which of these do you
think would wark for you?

*  Who would for will) help vou ta...*

*  What worked for vou in the pasi?

This approach requires leaders to be patient. to avoid jumping in and finishing sentences or
drawing conclusions too quickly. As Stephen Covey says, “Seek first to understand, then to be
understood " Similarly, William Ury says, “Effective negotiators listen more than they talk.”™
Disciplined listening helps a leader to understand a Soldier’s perspective and helps a Soldier to
think through his or her responses as part of the leaming process.

Affirm

In his classic book on business management, Dale Camegie writes about his reasons for picking
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Charles Schwab as the first president of U.S. Steel. Schwab had a remarkable way of getting
things done that made him well worth his million dollars a year salary. At the heart of Schwab’s
genius was his ability to motivate people through encouragement. Schwab said, 1 am anxious
to praise...1f I like anything, [ am hearty in my approbation and lavish in my praise.” Schwab
went out of his way to recognize positive efforts.

Unfortunately, many people do just the opposite--they criticize what bothers them and stay quiet
when they see something they like. Some leaders avoid praise because they believe that Soldiers
should not be rewarded for doing what they re ordered to do. However., if a leader believes that
his or her role involves helping Soldiers develop new skills, positive reinforcement must be part
of the equation. Good leaders go out of their way to call attention to positive progress or
evidence of strength and competence. Furthermore, “disciplined initiative™ will only happen if
positive behaviors are reinforced. 1f only negative behaviors are identified, then initiative and
growth for both Soldiers and the organization will cease, as it will create a rnisk-averse culture
where people put in only the minimum amount of effort.

One kind of affirmation highlights something a Soldier has done well:

»  This is really great work. The detail is excellent.
®  You're .Imking Ereal progress.
s Things are much improved.

Another kind of affirmation calls attention to character strengths:

» You care a lat about your work product. ! think you Il do well as a sergeant.
»  You have a lot of leadership qualities. People listen to you.
% Thar's a really smart observation.

Character strengths become evident when people do things repeatedly. For instance, staying late
to complete work (*1 appreciate you staying late to finish this up™) might be evidence of
integrity or work ethic (1 appreciate the good example you're setting for others™), while
secking feedback (“I'm happy to provide feedback here. Thanks for asking™) might be evidence
of motivation or mitiative (“This is great initiative. You're always trying to do better.”).
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Some research suggests the optimal ratio for positive behavior change is around four
affirmations for every critique. At minimum, leaders should wse as many affirmations as
possible, and affirm any behavior that you want to see again. Engaged leaders take time to learn
about a Soldiers” families, hobbies, and strengths so they can show a genuine interest in their
personal life. Knowing what drives your Soldier is a key part of the affirmation process.

Another affirmation strategy is to “blame™ Soldiers for their successes. Rather than dwelling on
failures. this involves calling out personal successes. “How™ questions can reinforce positive
cftorts and build confidence:

o  This is great. How did you figure it out?
»  Haow did vou know thar wonld work?
» You ve done a good job putting all of this tegether. How did you manage to do that?

Emphasizing positive qualities helps Soldiers to think less about their deficiencies and more
about their capabilities. As General Colin Powell once said, “Perpetual optimism is a force
multiplier.”

Reflect
New leaders sometimes underestimate the importance of repeating back what people are saying.
In fact, reflections are a frequent part of counseling, negotiation, and sales techniques. For

instance, in William Ury’s bestselling book on business negotiation, “Getting Past No,” he
suggests starting a business negotiation by reflecting and summarizing what the other person is

2]
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saying: “They need to know that you have heard what they have said. So reflect back what vou
hear.” Likewise, in his *On-Scenc Guide for Crisis Megotiators,” Frederick Lanceley writes, “li
is far more effective for the negotiator to demonstrate understanding through active listening
than to say, 'l understand.™

Reflections (sometimes called “brief backs™ or “closed-loop™ communication) are restatements
of what a Soldier is saying or thinking. Reflections may repeat or rephrase what a Soldier has
said, summarize an emotion, or point out mixed feelings. The best reflections use slightly
different words to demonstrate that the leader understands the point the Soldier is trying to make.
Some reflections help to “connect the dots™ or draw a conclusion.

For mstance, here are some ways a leader could reflect a Soldier’s statement: “*We just found
out my girlfriend is pregnant again. Finances are already stretched so thin, 1'm not sure how
we're going to make it work.”

Repeat/Rephrase It sounds ke you're concemed about how the baby
(use similar words) is going to affect your finances.

Paraphrase That's a tough spot to be In. You're not sure what o
(use different words) do. [adds meaning]

Double-Sided Reflection | So there's some foy aboul the new baby, buf also a
{capture both sides) lot of anxiely aboul what this will mean.

Reflection with a Twist So you're really going o have o gel creative o
(reflect back part, with a figure oul how o make this work within your budoel.
slighitly differant [agrees with part of statement, adds meaning]
emphasizs)

All of these reflections restate what the Soldier has said, either using the same words or using
different words. Because the leader says it back, it"s clear that he or she understands what the
Soldier is trying to say.

o That's a tough spot fo be in.
*  You 're really warried.
o You don 't know how you ‘re going to make it work.

On the other hand, responses that give the leader’s view or opinion are not reflections. Here are
examples of responses that would not be reflections:

» [ understand what you're saving. (lacks Soldier content)

s [ understand how difficulr that is. (emphasizes the leader’s understanding)

¢ You'll be fine. When we had our second child, we figured owt how to make it work,
(dismisses Soldier’s view) '

[
[ ]
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Imagine a Soldier who says, *1'd really like to get started on my associate’s degree.” Responses
on the left are not reflections because they don’t restate or paraphrase what the Soldier said.
Responses in the middle repeat back the basic content of what the person said. Responses on the
right are better quality reflections because they reflect the person’s meaning, rather than their
surface language.

Not a Reflection Basic Reflection Advanced Reflection
+ That's interesting. What | » So you'd like to get + Sounds like you're
would you study? started on your degree. trying to plan for your
+ |'via been thinking of + |t sounds like you're fulure.
going back to school ready o get started on + You're excited about
toa. your degres. getting a head start!
+ | undarstand.

Reflections have an important role in motivational interviewing because they can help a leader
“roll with™ resistant statements. They acknowledge the Soldier’s viewpoint while keeping the
conversation moving forward. Instead of disagreeing with or pointing out a Soldier’s incorrect
thinking or poor attitude, a better response is usually to reflect what the Soldier s saying and
redirect the conversation with an open question. This lets the Soldier know that vou are listening
and helps him or her think about how to address the problem on their own. Here's an example
of how a Leader might use reflections to respond to more troublesome statements.

Soldier Says: Less Effective More Effective

| can't get to PT on time. Maybe you should leave | You're aght. Traffic in the

Everyone's coming here at | your house earlier. maming is bad. Everyone’s

the zame time and the gol fo Rgure out thelr own

traffic is terrible. plan for getting here by
0600, What are your
oplions?

| was never told I'd have to | You signed the contract, | So. this part Is surprising to

take all thesa classes. I'm | didn't you? You sure you. Given thatl this is pan

just sitting in a room all didn't have any problem | of your fraining, what are

day. taking the signing bonus. | some things yvou can do fo
help you get through this
class?

Importantly, a leader does not have to agree with the Soldier to reflect what they are saying.
Rather, reflections show that you understand the point the person is trying o make.

Two things can help to raise the quality of reflections:

1. Simplify the statement. Repeat back the most important parts of what a person has said.
Avoad starting reflections with stems like, *So, what 1"m heanng vou say is that. . "or
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“What you're telling me is that._.” that can make the reflections feel forced or
disingenuous. Just restate what the person is saving, using plain language.

» That's really exciting!
» i’z a lot to think about. You 're having a hard rime figuring out what fo do.
o i jeels like a waste of vour time, and so If frusirates your.

2. Constinuge the thought. The best reflections don’t just parrot back what a person says.
They either paraphrase or guess what would come next if the person continued to talk.
In this way, geod reflections give momentum to a conversation by helping the person
express his or her thoughts.

o _and that makes you angry.
s _it's overwhelming fo think abowut what you Il do after you leave the military.
» 5o you re siill working through your options here.

Summarize

Summaries remind a person about major discussion points, the plan of action, and the person’s
own reasons for taking action. Summaries are useful in three ways. If a person stops talking,
summarics can be a bridge to help him or her keep talking. Like reflections, summaries can
point out a pattem in what the person is saying. Finally, summaries allow for direction or
commentary by the leader to emphasize parts of what the person has said. This helps
demonstrate that the leader accurately understands all that has transpired.

Here's an example of a summary where the leader and Soldier are talking about a stressful home
situation. In this example, the leader does not have a particular goal in mind other than helping a
Soldier think through a difficult situation.

1t 's like you said...relationships can be difficult. In vour case, ir's sort of a vicious cycle.
When vou get home, you 're exhausted from being at work all day, and she s exhansted
fram being with the baby. You both end up saving things vou regret later. You ve
suggested she spend more time with the other wives on the base, but for whatever
reason, it's just not working for her.

Here's an example of & summary where the leader does have a goal in mind--helping improve a
Soldier’s PT performance.

So, let me summarize here. We ' 've been ralking about time management and PT
performance. This week you 've been consistently a few minutes late to formation, and
the running, in particular, has been rough. Because of the weight gain, you 're af risk for
Jailing your next PT test. 5o, what 's your plan here?
Here's an example of a summary that might be used at the end of a counseling interaction:

We ve talked abowt a couple things. One is getting canght up on your training hours,
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and vou thought that working with PFC Marshall on the flashcards would help. I think
that s a smart idea, and would benefit vou both. As far as your work assignment, we
talked about options for the days you re not on vehicle maintenance. You said it would

be great 1o get some skills thar might be transferrable to HVAC repair owtside the Army.
Wiat elve do you want to add fo this plan?

The technigues above—Open Questions, Affirmations, Reflections, and Summaries (OARS)—
are the building blocks of conversations.

Uzing DARS in Everyday Conversations

A technique called “Conversation Analysis” looks at how people take tums in speaking. In
competifive conversations, one person dominates by interrupting, talking over, or drawing
conclusions before the speaker is done talking. In cooperative conversations, the listener waits
until the speaker is done talking. and may ask questions or repeat what the speaker has said to
help him or her make the point. A cooperative approach tends to be better at moving
conversations forward; it helps both parties understand the full meaning of the communication.
A similar pattern is found in analyses of conversations in emergency flight and hospital trauma
scenarios; teams that take tums tend to be more efficient than teams where one or two people
dommate the conversation.

Here's an example where a leader has pulled a Soldier aside during morning PT for a brief
check-in. The leader has noticed that the Soldier is unhappy with work assignments. This is a

“following™ conversation because the leader doesn’t have a particular goal in mind. The only
goal 15 to listen carefully. The listening is helpful by itself.

Leader:  wanted to check in and see how things were going. Seems like it's been a rough

transition from AT

Soldier: Yes sir, the Army isn "t what { expected ar all.

Leader: It's been a surprise. |Reflection)

Soldier: Well, veah. Waking up in the dark. PT ar 0530 Spending my day doing PMCS on
vehicles. It sucks.

Leader: It's a lot of hard snuff. and not that interesting. [Reflection]

Soldier: P was teld it wonld be exciting. [ saw videos of blowing souff up. Instead ['m
changing oil and cleaning latrines!

Leader: .. seems [ike a lot of grunt work. [Reflection]

Soldier: And now I 've got four more years of this? It sucks.

Leader: So. let me see if  have this right. Enlisoment is not what you expected, and there

are lots of things right now that feels unsatisfving. [Summary)

Soldier: Yeah, I guess.

Leader: T'o be fair. some of these things are just part of military life. It sometimes takes
time to get used to the schedule and duties. What kind of things are you most
interested in® Whar were you hoping to get out of yvour time in the Army?
[Information; Reflection]

Soldier: Honestly, the field exercises seem pretiy coal. Maybe operating the heavy
equipment.
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Leader: Ckay. Thanks for sharing that with me. ft's impartant fo me fo have good
cammunication with the Soldiers an my team. 5o what I'd like to do is o check in
with you again fo see how things are going. Mavbe we can work together fo
come up with a plan. Sound fair? [ Affirmation; Offer of Help]

Soldier: Sure. Thai makes sense. Thank veu sir.

“Following™ and “guiding™ conversations often start with phrases like:
» [ noticed that ...
»  Sowhat's been going on with_..?
*  What's an vour ming?

Here’s another conversation where a leader is speaking with a Soldier about difficulties with a
roommate. This is more of a “guided” conversation because the leader’s goal is to help the
Soldier think about the best ways to manage this relationship. Again, the leader listens carefully
and resists the tendency to try to *fix” the Soldier's situation. The leader might give some
information or advice, but it’s important that the Soldier learn how to address situations like this
on his own.

Leader: Haow are things going with your roommate? [ understand there have been some
difficulties. [Open Question]

Soldier: Honestly sir, it 's a mess. He leaves his crap everywhere. When I'm trying 1o
slegp. he splaying video games and drinking Red Bull.

Leader: Ir's hard being in such a small space. [Reflection]

Soldier: In the evenings I'm trying to study. { want to make something with my life. He
Jjust wastes all his time and drags me into his messes.

Leader: Sounds like it is really interfering with your goals. What have you tried to
address the problem?

Soldier: Not much. 1've tried to talk to him before, but it goes nowhere.

Leader: I wonder if | could make a suggestion. (wait for a response) One of the things
that sometimes works is o develop a sori-of contract between roommates. To
agree on basic things like quier times, and where stuff is kept. I've seen that work
Jjor others, but of course, vou'd have to sit down with him and talk abows thaze

things. [Suggestion; Emphasis on Personal Responsibility]

Soldier: [ don 't knev. He just doesn 't seem to care about anvthing.

Leader: This is a pretty commaon situation, and it s possible that it might help 10 share
this with him in a calm tone and agree on some basic things like guiet times.
[Suggestion|

Soldier: Yeah, { guess it couldn 't hurt.

Leader: Ok, let me check in with vou later thiz week to see how it'’s going. [Follow up]

Soldier: Thank you sir.

Evoking

Recognizing and Evoking Change Talk

The Navajo language played a vital role in World War I1. Navajo “code talkers™ used a secret

E-27




language to send coded information over the radio. This code helped the Allies to win major
victories in the Pacific theatre. The use of Native American language was not new. The US had
used Choctaw speakers durng World War 1, but Germany and Japan had worked hard to learn
the Choctaw language before the outbreak of World War I1. The Mavajo language, however, is
incky for non-natives because it is not written down. In 1942, the US created 200 new Kavajo
words for military terms and had a team of “code talkers™ memonze and practice transmitting
them under stressful conditions. After the decisive battle at Guadalcanal, Maj Gen Vandergnff
concluded, *We don’t understand it, but it works. Send us more Navajos.”

Language and behavior are strongly related. Of course, people use words to describe their
behavior, but the opposite can also be true: People can literally talk themselves in and out of
change. This happens in debates when people become more entrenched in their viewpoints the
more they talk about them. In research studies with people who don't have strong views about a
topic, giving them an opportunity to talk about one side or the other tends to move their views to

that side. This observation led psychologist Daryl Bem to conclude, “As 1 hear myself talk, |
learn what | believe.”

Researchers have studied the kind of language people use when talking about change. This

“change talk™ can be divided into five categories—desire, ability, reasons, need and
commitment.

People talk about: Then they talk about: Which leads ta:
Desire
Ability
Reasons
Need

When people talk about their desire, ability. reasons, or need to change. they are more likely o
talk about their commitment to change. Commitment talk makes them more likely to take action.

——— Commitment——Change

Consider two Seldiers who smoke. The Soldier who makes the statement on the right is more
likely to quit smoking than a Soldier who makes the statement on the left. The Soldier on the
right is talking about reasons (coughing, expensive) and ability (medication) to quit, while the
Soldier on the left is talking shout reasons to continue smoking. (Talk that is against change is
called “sustain talk.™) In both cases, their speech is an indicator of their future behavior.

Low Likelihood of Change High Likelihaod of Change
There's nothing to do hare. IF 1 didn’t I'm coughing a ot more than | used to. |
smoke, I'd be bored out of my sk, know it's the smoking. Plus, it's expansive,
Sura, it affects my PT, buf I'm a long | ewven at commissary prices. | heard there
way from falling. So it's nof a big deal. | was some sort of medication that could

help peopie quit. Maybea | should look into
that
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Oine way to encourage change talk is to ask for it. Here are some questions that ask about desire,
ability, and reasons to change:

s Why would yvou want ro make that change? [Desire
s [fvou decided to change, how would vou go abour it? [Ability]
®  HWhar concerns do vou have abour your overall kealth? [Reasons)

Here are some questions that ask about commitment to change:
»  How are you going fo do thar?
e Whar will that look like?
o Whai's the firsi step?

A second way to encourage change talk is to follow up on productive statements. This makes it
meore likely that the person will continue to talk in a positive direction. Consider a Soldier who
says, “l know | need to improve my PT score, but these standards are impossible. 1"ve gained too
much weight in the last & months.” This statement has some change talk (“need to

improve PT™ and “gained a lot of weight™) and some sustam talk (“going to be impossible™). A
leader’s response determines which part the Soldier talks about.

If a leader wants the Soldier to talk more about change, here are some ways to follow up on the
more productive part of the statement:

Open Queastion So, what are some things you couwld do to lose weight?

Affirm That's a good connection thera. | agree thatl losing weaight would
help a iot, especially with your two-mile run time, since thal'’s
where you tend to lose the most paints.

Reflect So, the exira weight has really affected your PT score. [single
sidad)

It's important to you to improve your PT scare, but probably it
wolld mean some sort of weight loss. [double sided)

...and you would have to think about where o sfart, whether it
would be diet or exarcise, or something else. [reflection with a
twist, continues the thought]

Summarize So let me summarize and see if | have this right. . [summarize
moast important change elemants)

In these responses, the leader is using Open Questions, A ffirmations, Reflections and Summaries
{OARS) to shape the Soldier’s language—and behavior--im the direction of positive change.
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Here's another example where a Soldier uses both change talk and sustain talk. The leader
follows up on the change talk (underlined) to encourage the Soldier to talk more about his role in
the disagreement.

I can definitely lose my temper at times [Change Talk], and that s an me. I just wish (arza
worild stay out of my way. He s a punk! [Sustain Talk]

The tempiation is to follow the most irmitating part--the suggestion that the other Soldier deserved it
Howrever, ifa leader wants to increase the Soldier’s ownership over the action, the most productive
part is probably the recognition that his temper can get owt of control. Following up with a reflection
or question about this part makes it more likely that the Soldier wall continue to talk about his or her
own responsibilitg:

Reflection: 0K, so looking back, you recognize that yvou could have handled things
hetter.

Question: Looking back, wihat would you have done differently?

Here's an example where a Soldier talks about a curfew violation. The statement contains some
change talk (the first part) and some sustain talk (the second part):

We just fost frack of time [Change Talk). Traffic was bad, and then they singled me out for a
search. [SustainTalk]

If a leader wanted to encourage a Soldier to take ownership of the curfew violation, it might look
like this:

Reflection: Se looking back, you would have done things differently. You would have
planned ahead to make sure you had plenty of time to get back.

Question: So what s your plan moving forward fo make sure vou don 't lose track of time?

In both cases, the leader uses questions and reflections to nudge the conversation toward more
productive talk.

One special kind of reflection, a “double-sided™ reflection, repeats back both sides of what a
person says. People are more likely to talk more about whatever comes last in a double-sided
reflection. For instance, the diagram below shows two different ways of responding to the same
statement. Only the order is different. Since the second option puts the sustain talk first and
change talk last, the person is more likely to continue with change talk.
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Soldier says: If you said: Soldier responds:

o Tt
| know smoking's afraid S | — alrE_lad}.r_ gained a lot of
not good for my weight weight in the last year.
health. But the last '
time | tried o quit, |
ended up snacking Even tho .
all the time and el A Well yes, I've been
geined 5 lok of pounds, it sounds like — Ccoughing a lot mare,
weight. you're worried about plus my wife absolutely

the health eflects of hatem it

SIMoking.

When talking about change, it can also be more helpful to concentrate on “forward-focused™
questions. Forward questions ask what Soldiers cowld do, will do, or things that will work for
them. In contrast, backward questions ask why Soldiers can @, won T, or didn ¥ do something.

Avoid Try

Why did vou do that? How can you fix this?

Whiy did you forget to submit the form? | What's yvour plan to make sure the form gets
submitted naxt lime?

Why are you late? How will you make sure you're here on time
fomarmow?

The *“why™ questions on the left encourage people to talk about excuses and barriers, while the
“what™ and *how” questions on the right encourage people to talk about solutions.

Planning

Setting Goals

People are more likely to follow through with things they have talked about in detail. For this
reason, leaders should encourage Soldiers to talk about the timeline, and ask what things Soldiers
will need to do at each point in the plan. The leader can give suggestions and advice where
appropnate, but it is better if Soldiers are doing most of the problem-solving. The more specific,
the better.

*  Whar would be the first srep?
s What things would you need tfo do to make that happen?
% How can I help vou® What do vou need?

Geoals should be Specific, Measurable, Attainable, Realistic, and Time bound (sometimes called

b
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“SMART™ planning). If a Soldier has a large goal, it may help to break the goal into smaller,
short-term steps that will increase the chance of success. For example, if a Soldier wants to
obtain a job in an area where they have no experience, a leader might help the Soldier to break
the goal into smaller picces.

Kay Question Example
Specific What specifically do you I'd ke to gat mone experence in air
wanil to achiave? defanse.
Measurable How will you know if vou've | Whan | leave the Army, I'd ke to get
reached your goal? my degraa in avialion or asrospace
anginesaring.
Attainable What resources are neadad?| | would nead to apply to Air Defense
Artillary School.
Realistic Is the goal reasonable? [ have a good head for numbers.
Aprospace is a blg industry where |
live.

Time-Bound When will @ach of the steps | In the nexl week, I'd like fo do some
be completed without kicking | research on what fraining programs
the can down the road? are avallable.

A leader can help a Soldier brainstorm situations that might cause problems.

»  What are some parts of your plan that might be difficuls?
*  Whar would yvon have fo do to address that?

A leader can also help a Soldier identify who (or what) would help to achieve the goal. Here are
some questions that ask specifically about that person’s role in the change process, and what the
Soldier would need to do to involve this person.

» Who is someone who might be able to help you® How would they help?
*  What s your timeline”

The more specifically a person talks about an idea, the more likely it is to happen. Written or
visual cues, such as notes, schedules, and reminders, can also be helpful. Again, the Soldier
should be the one who is doing most of the talking. Leaders somectimes add a bat of advice or
information where appropriate and use reflections or summanes to reinforce the plan.

s What would that look like? Where would vou start? What would happen next?
o  What are some things that might get in your way? How would you deal with that?
o [fvou're at a 2 now in your progress, what would it take to get you to a 37

il
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Giving Information and Advice

Gen. George Patton said. "Don't tell people how to do things. Tell them what to do and they will
surprise you with their ingenuity.” Leaming how to solve problems is an important part of the
Soldier development process. However, when leaders do provide advice, certain things make it
more likely that a Soldier will act on that information. These strategies help a Soldier maintain
autonomy over a decision.

» Ask for permission before providing advice (e.g., “Would it be okay if | gave you some
information about. . 77}, In many cases, Soldiers don™t even know they need advice or
guidance.

» Preface advice with permission to disagree (e.g., “This may or may not work for you, but
one thing you might think about is...™)

» (iive more than one option (e.g.. “There are a couple of base resources that might work
for you. One option is to think about.. ™)

» Emphasize personal responsibility (e.g.. “Ultimately, you're the one who has to decide
what to do here.™)

One format for providing advice is called Elicit-Provide-Elicit. In this format, leaders first ask
Soldiers what they already know about something, or what questions they have (Elicit). The
leader gives a small amount of information (Provide), building on what the Soldier has said.
Finally, the leader asks what the Soldier would like to do with the information { Elicit). This
format emphasizes the Soldier's competence and responsibility in the action.

1. ELICIT readiness and interest
. “What do you know abaur how the field exercises are organized?”

o “"What have you heard about the NCO Development Program? ™
2. PROVIDE information or feedback

o “That's right. For most Soldiers ..

- “Yes, that's certainly one reason the program exists. Another reason is_.. "
3. ELICIT the plan or reaction

. “What 's yowr plan to improve performance ar the next drifl .. *”

»  “Howcan ! help?”

Following Up

The Greek philosopher Arnistotle said, *We are defined by what we do repeatedly, therefore
excellence is a habit.” Because behavior is often difficult to change, relapse is a normal part of
the process for most people, most of the time. For instance, the average smoker makes around
30 quit attempts before successfully quitting for good. Rates of success at quitting dnnking or
losing weight are similarly bad. Because of this, it is important for leaders to help Soldiers set
goals, try them out, evaluate the results, and think about the next attempt. Thinking about the
change process from beginning to end can help a Soldier anticipate difficultics and develop a
contingency plan in case of trouble.
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The Plan-Do-Study-Act (PDSA) cycle, designed for organization-level change, can also be
useful for person-level change. This framework can be useful during developmental counseling
sessions, as well as in informal conversations that happen between counseling sessions.
Everyday conversations keep the feedback loop moving so that things are accomplished
between counseling sessions. In the Plan stage, the Soldier and leader pick an area to work on,
set SMART goals. and develop a change plan. In the Do stage, the Soldier carries out the
behavior, while the leader monitors progress. In the Study stage, the two look at the data to see
what happened. Finally, in the Act stage, the Soldier and leader use the data to plan the next
change attempt, looking for opportunities for improvement. Close attention to each phase
ensures that the next attempt will be better than the last

« Adjust plan based on * Identify what will

performance happen _
* Think about what is « Make goals specific,
nesaded for next pha measurable,
attainable, realistic,
time-tound
Study Do
* Summarize and = Execute the plan
evaluate performance « Monitor and
* Compare expecied fo document progress

actual performamnce

The Counseling Enhancement Tool

The CET provides a structured way for NCOs and Soldiers to share observations, discuss
expectations, and develop collaborative plans. The CET is a two-way guided conversation
between a Soldier and a leader. Soldiers may have their own perspectives on performance,
barriers, and resources that will be useful in achieving goals. In addition, by encouraging Soldier
input, this helps the Soldier leam how to provide counscling o others. Appendix H gives stand-
alome instructions for administering the CET. This section gives a brief overview and examples
of how the skills in this manual are used to facilitate a developmental counseling session.

The CET covers seven topic arcas:
=  Tactical and Technical Proficiency
»  Communicates Effectively
= Exhibits Eftor
= Exhibits Personal Discipline
= (Contribuies to the Team
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* Exhibits Fitness, Military Bearing, and Appearance
*  Manages Personal Matiers

These topics are a minimum for developmental counseling: there may be other areas of focus
that can be added to the discussion. The CET consists of two parts: a Soldier Form and a Leader
Form. The Soldier Form, completed before the meeting. is designed to assist Soldiers in self-
evaluation. The Leader form, completed before and during the meeting, helps the NCO o
struciure a developmental counseling conversation.

Betore the counscling session:
1. Ask the Soldier to complete the CET Soldier Form.

2. Complete sections A and B of each area on the CET Leader Form.

a. (iive Sustain/lmprove rating for each area (Section A). Mark each with the rating
that best describes the Soldier’s performance over the rating period (typically in
the past month).

b. Make notes about the Soldier’s behavior, including areas of strength and
opportunities for growth ( Section B). Observations should include areas of
strength, as well as opportunities for growth. Observations should be as specific
and detailed as possible.

3. Schedule a time with the Soldier to review the form.

During the counseling session:
1. Explain to the Soldier that this will be a two-way conversation about professional

development. The basic approach is o balance gxperfise { Whar are vou seeing” Wiat
recommendations do vou have 7y with evocation {What is the Soldier seeing? What ideas
does the Soldier have?). Because this is a collaborative conversation. each person should
be talking about half the time.

2. Cover the areas one at a time, asking the Soldier what score they would give themselves
in each area (Section C). Reflect and summarize. It is not necessary to share leader ratings
immediately with the Soldier, especially if your ratings are significantly lower than the
Soldier's. Because the CET is more developmental than evaluarive, the most important
part of this section is to help the Soldier gain an understanding of the expectations and
how he or she can improve in an arca.

a. Why did vou give vourself that seore

b, What things are vou doing well in that area (e.g., why mat @ lower score)? | Take
notes on the form)

c.  What wonld if fake feo improve that score by jist 5 or [0% |Take notes on the
form|

3. Negotiate 2-3 SMART goals, including barriers and resources (Question ). Reflect and
SUMIMATize.

a. What poal wonld vou set for vonrself in this area’ What wonld that look [ike?
| Take notes on the form|
b, How wonld vou ge abour ihat? Where wonld vou start? | Take notes on the form)
c. When conld vou have that done? | Take notes on the form|
4. Summarize the interaction. Schedule a follow-up conversation if needed.
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Here's a conversation between a Soldier and leader in Section 3C {Exhibits Effort). The
conversation focuses on ways the Soldier could take more initiative:

Leader:

Soldier:

Soldier:

Soldier:

This section talks about the amount of effort vou pat inte whal vou're doing. That
imvolves both completing lasks, as well as looking for ways fo confribite, even
when things are not direcily assigned to vou. What percentage of the Hime do vou
Hhink vou've met the expectation in this area?

I think I'd give myself an 80 or W% There 's no problems as far as [ ean see.
§was a bt lower, around 0%, bt it looks like we re in the same balipark. Why
il you give vowrself that rating ?

What I've been dving 5o far isn't that hard. When | ger instructions, § follow
through right away and wail for the next set of instriciions.

§ would agree with that assessment. Your follow-through is pood. One thing 1
might challenge vou on is fo look for wavs to pitch in, even if it°s noi directiy
assigned fo vou. Taking initiative means theat vou ook for things that might be
dropped, and make sure fose things are getting done. What wonld if fake fo gel
that FiMG to, say, 75% in ihis area? What are some wavs yvou conld take more
initiative in this area’?

Well, 5PC Liu has been ont a lof with family issues. | sometimes see how things
pile up when he's gone. Since we do similar work, | guess we conld coordinate to
make sire evervihing is completed.

That's a great example of taking initiative. I'd love to talk more about that wihen
we get fo the planning section on Bie form.

Here's an example of a conversation between a Soldier and leader on Section 8 (Plan). The
conversation focuses on weight loss goals:

Leader:

Soldier:

Soldier:

Soldier:
Soldier:

Soldier:

Chre of the goals vou mentioned in Section & was aronnd weight loss. With the
mew Baby, vou recogrize tuat vou 've pul on a few poands and it's really affected
viuer T score.

It°s mot that big a deal, bt veah, that's frive.

What's a goal vou conld set for vourself in this area?

It°s really not fhat big a deal, but if § conld get back fo my previons weight in the
mexdt few moveties, that woeld be ideal.

Hew many pennds then?

I guess getting back fo I70, so 10 ponnds in fofal.

Wikat s a goal vou might set for venrrself in the neat month?

2-3 pounds probably.

And Tow worrld vou go aboudt theat?

I think just being back will help. Bt alse being more careful about what 'm
eating. When my pariner was pregnant, we both ale a lol more.

OK, so it sounds like weight loss is one of vour goals, specifically 2-3 pounds in
Hre mext month. Your plan is a combination of getting back info a routine, as well
as being more careful abowt what yvou eat. Tell me about the eating pari. What's
a specific goal vew'd like fo sel in that area?

i3
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Summary

Gen. James Mattis said, “The most important six mches on the battlefield is between your ears.”
For this reason, leaders need to have conversations with Soldiers about their mental, physical,
and relationship health. These areas work together to produce strong, capable Soldiers. Many of
the examples in this guide focus on broader lifestyle choices, such as dict. sleep, substance use,
and leisure time activities that affect military readiness. The guide began by describing different
kinds of leader-Soldier communication, ranging from formal counseling to informal
conversations. It then showed how motivational interviewing can improve conversations
between a leader and Soldier. It concluded by giving examples of strategies that can be used to
build Soldiers’ motivation and commitment to change during both formal and informal
CONVErsations.

Key Points:

» Soldier choices about diet, sleep, relationships, substance use, and letsure time activities,
can greatly affect military readiness.

* Leaders can use everyday conversations to help Soldiers become more capable and
resilent.

* Ina“guided” conversation, leader acts as a mentor to help a Soldier think through the
best way to address an issue, and develop the skills to problem-solve on his or her own.

» Behavior change is a process, relapse is normal, and certain kinds of conversations are a
better match for people at different stages of change.

* Soldiers who have internal reasons for change, who feel confident about new behaviors,
and who have others to support them, are more likely to make lasting changes.

® The "relational” part of motivational interviewing involves listening strategics such as
open-ended questions, affirmations, reflections, and summaries {OARS).

® The "technical” part of motivational interviewing uses those strategies to draw out
change talk around desire, ability, reasons, need and commitment to change.

#  The Plan-Do-Study-Act (PDSA) cycle can help identify areas for change, implement a
plan, monitor progress, and plan for future improvement.

® The Counseling Enhancement Tool (CET) provides a structured format for
developmental counseling, where both parties are working together to set goals and solve
problems.
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Appendix A: Source Material

Portions of these public domain sources were used in this manual:

Miller, W. B (Ed.) (2004 ). Combined Behavioral Intervention manual: A clinical
research guide for therapists treating people with alcohol abuse and dependence (Vol
1.). Bethesda, MD: Mational Institute on Alcohol Abuse and Alcoholism. [Appendix B)
Walters, 5. T., Alexander, M. A & Vader, A. M. (2008). The Officer Responses
Questionnaire: A procedure for measuring reflective listening in probation and parole
settings. Federal Probation, 72(2). 67-70. [ Appendix C]

Walters, 5. T, Clark. M. D.. Gingerich, B., & Meltzer. M. (2007). Motivating offenders
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Appendix B: Training Lesson Plans and Learning Objectives

A f-part PowerPoint training series accompanies this manual. Each module includes
presentation discussion, group exercises, and practice activities. Slides also have notes on how
to explain the material (the material assumes the trainer is already competent in the skills).
Modules can be completed in about 90 minutes. A multiple-choice questionnaire can be used at
the end of training to measure knowledge.

At the conclusion of each module, participants will be able to:

1. The How's and Why's of Behavior Change
a. ldentify 3-4 health areas that contribute to overall military readiness
b. Explain how the “stages of change™ and self-determination theory are used to
promote behavior change
¢. Recognize the role of interpersonal style (e.g., directing, guiding, following) in
influencing motivation
2. Using Open Questions
a. Distinguish open from closed questions
b. Explain when open and closed questions are most useful as a communication
style
¢. Demonstrate in a brief interview the ability to generate more open than closed
questions
3. Using Reflections and Summaries
a. Distinguish reflections from other types of listening responses
b. Correctly respond to statements to demonstrate different types of reflections
c. Demonstrate in a brief interview the ability to generate more reflections than
questions
4. Using Affirmations
8. Describe how affirmations help improve performance and readiness
b. Demonstrate in a brief interview the ability to summarize a person’s strengths
c. Demonstrate in a brief interview the ability to affirm positive efforts and progress
5. Evoking and Strengthening Commitment
a. ldentify and distingnish between change and sustain talk
b. Describe the connection between change talk and behavior change
c. Respond to change talk with reflective listening responses
fi. Everyday Conversations
Distinguish forward- from backward-focused questions
Explain the importance of emphasizing autonomy in advice giving
Demonstrate the use of “SMART™ goals in planning
Demonstrate in a brief interview the use of the CET

o
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Appendix C: Useful Questions and Statements

Useful Cuestions

What concems do you (does your OO, squad leader. etc.) have?

How has...caused trouble for vou?

What arc some good things about. .7

What are some not-so-good things about. .. ?

How would things be better for you if you made that change?

What thoughts have you had about change?

What do you think will happen if you don't...7

If you look forward to, say, a year from now, where would you like to be in your performance?
How do you want things to end up when you're done with active duty? Where do vou want to
be?

How would that pay off for you, if you went ahead and made this change?

In what situations is it hardest for you to stay sober/'avoid smoking/avoid spending

MOnEY MAanage your anger?’

There are a few things that might work for you (provide a short list). Which of these would you
like to try?

Here are some things that we need to talk about (provide a short list). Which of these would vou
like to talk about first?

(Om a scale of 1-10, how important is it for you to make a change in your._.?

Om a scale of 1-10, how confident are you that you could change if you wanted to?

If you wanted to change, how would you go about it?

Who would (or will) help you to...?

What worked for you in the past?

What would vou like to work on firss?

When would be a good time to stan?

How could (or wall) you do that?

What can | do to help you succeed at._.?

What else?

Usctul Statements

That's a good idea.

You're really well informed about...

That s really smart of you to_._

You've made a great effort to. ..

You have a lot of great ideas for...

You've obviously put a lot of thought into this.
It's frustrating/difficult.

It"s hard for you.

S0 the thing that most concerns you is....

You want to do the rght thing.

I think you could do it if you really wanted to.
I think that will work for yvou.

Thanks for talking with me.

1 appreciate your honesty.
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Appendix D: Characteristics of Successful Changers (“Strengths

Exercise")
Accepting Commutted Flexible Persevening | Stubbom
Active Competent Focused Persistent Thankful
Adaptable Concerned Forgiving Positive Thorough
Adventuresome | Confident Forward-looking | Powerful Thoughtful
Affectionate Considerate | Free Praverful Tough
Affirmative Courageous | Happy Cick Trusting
Alert Creative Healthy Reasonable | Trustworthy
Alive Decisive Hopeful Receptive Truthful
Ambitious Dedicated Imagmnative Relaxed Understanding
Anchored Determined Ingenious Rehable Unique
Assertive Die-hard Intelligent Resourceful | Unstoppable
Assured Diligent Knowledgeable | Responsible | Vigorous
Altentive Doer Loving Sensible Visionary
Bold Eager Mature Skillful Whole
Brave Earnest Open Sohd Willing
Bright Effective Optimistic Spiritual Winning
Capable Energetic Orderly Stable Wise
Careful Experienced | Organized Steady Waorthy
Cheerful Faithful Patient Straight Zealous
Clever Fearless Perceptive Strong Lestful

“Some Charscresistics of Sucossshul Changers™ B in the public demain and may be eeproduced and adapred wichoi
further permisgion, Crriginal source: Miller, W, K. (Ed.). {2004}, Comined Selweioral foterveviion mrenald: A
cliwiral researcl guiae for therapises treating people wish alcoba! 2 bure and depevwdence {Vol. 1). Bechesda, MDD Macicnal

Instivure an Alcchal Abuse and Alcohalism.
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Appendix E: Soldier Responses Questionnaire

Here are some things a Soldier might say during a conversation. Think about each statement as if you
were really in the situation, with that person talking to you. For cach statement, write the next thing you
would say if you wanted to let the person know that you were listening. Write only one or two sentences
fior each statement.

1. A Soldier tells vou: *The PT standards are too strict. The kind of food they serve in the Army makes
people fat”

2. A Soldier tells you: *My drinking can definitely get out of hand sometimes, but there's nothing else
to do in town.”

3. A Soldier tells you: *My squad leader always takes PFC Mitchell's side because they re from the
same town. They hang out and watch football all the time. He shouldn’t be giving me crap just
because I'm not a Raiders fan.™

4. A Soldier tells you: “It’s really hard being away from my family. My wife gets so mad that [ can’t
be there for birthdays and stuff. ['ve tried reaching out, but she won't even pick up the phone.”

5. A Soldier tells you: *I"ve been looking at different opportunities, but the training sucks here. ['ve
got to figure out what to do after | get out of the Army.”
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SCORING THE SOLMER RESPONSES (MUESTIONNAIRE

The SR0) measures depth of reflective listening. Each response is rated on the depth of reflection
and ability to avoid communication roadblocks (Gordon, 1%970). “Roadblocks™ like the following
can raise defensiveness and make change less likely:

» Ordering or threatening

» Persuading with logic, arguing, lecturing

» Disagreeing, criticizing. sarcasm, labeling

» (Giving unsolicited advice, suggestions or solutions
To score the SRO). give each written response a score from 1-5, based on the following criteria.
Several examples are given for each, using responses to Soldier statement #1.

A score of 1 is given if the response includes a roadblock response, whether or not it contains
additional elements. A score of 1 is also given for irrelevant, inaccurate or incomplete responses.
»  You have to meet the PT standards. it 's required. (ordering)
» [ het if vou lost some weight it wonld help with PT. (persuading with logic)
» So you re finding it difficulr to maintain a healthy dier. Whar abour eating smaller portions
or walking ro breakfast? (reflection, unsolicited advice)

A score of 2 is given if the response contains a closed (yes/'no/limited option) question. A score of 2
is also given for affirations, offers of help. or supportive statements that do not fit into other
categories. 1f the response also contains a roadblock, it receives a score of 1.

*  You think the standards are oo sirici” What do vou think they should be? (closed question)

v [r's good that vou recognize that the weight gain is affecting your PT score. (affirmation)

v  Would you like to talk about some ways that people manage their weight? (offer 1o help)

» [understand what you 're saying. (generic supportive statement)

A score of 3 is given if the response contains an open question. When multiple responses are made,
the highest level is scored (unless the response contains a roadblock, resulting in a score of 1).

v Tell me abour some of the difficulties you re having. (open question)

s  What do you think you should do? (open question)

v  What strategies do you think you could use to keep the weight down? (open question)

A score of 4 is given if the response repeats the basic content of the original statement. When
multipleresponses are made, the highest level is scored (unless the response contains a roadblock,
resulting in a score of 1).
» S ir seems like the food is the main reason you ‘re having trouble. (simple reflection)
» [t sounds like you are aware and want fo do something about the weight, but the food
aptions make it more difficuls. What kinds of things have you tried? (simple reflection, open
question)

A score of 5 is given if the response paraphrases the original statement, using substantially different
language or inferring meaning. When multiple responses are made, the highest level is scored
{unless the response contains a readblock, resulting in a score of 1).

»  You really feel stuck. (paraphrase that infers meaning)

»  You feel like vou re caught berween a rock and hard place. (paraphrase that infers meaning)

o You want to be fir, but it s hard to think about how you would do thar. Whar kinds of things
are you willing to try? (paraphrase that infers meaning, open question)
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It can sometimes be difficult to distinguish between reflections and other kinds of statements;
sometimes a word or two can make a difference. Reflections are statements that restate or
paraphrase what the Soldier has said. For instance, all of the following would probably be given a
score of 4 or 5 (unless followed by a roadblock). because they focus mainly an what the Saldier has
satid,

I’z frusirating.

I hear vou saving that you 're frustrated.
{ understand that you re angry.

i can see how frustrating this is.

{ can appreciate thar if makes you angry.

All of the following would probably be given a score of 2 because they focus mainly on the leader’s
reaction or affect, rather than on what the Soldier has said.

v [ undersiand what vou're saving. | can see where vou're coming from. (lacks Soldier content)
» [appreciate you sharing that with me. (lacks Soldier content)
» [ understand the food choices are upserting. (emphasizes leader’s understanding))
» [ can appreciate how angry vou are about thar. (emphasizes leader’s understanding)
Depth of Listening
Low Medium High
(Simple Reflection) (Complex Reflection)
A e, A
i A hY ™
‘ | ‘ ‘ B
I understand The food You fesl like
how aifficul this options make it you're spinning
| understand Is for you. You'e finding e fomestPT  Youwantto  VOUT wheels given
what you're Wﬂm ar g slovidarnds. make different  the avaiable
sayng. standards are food choices, L
really difficuit. but i's been

aiffic i,

Modified from: Walters, 5.T., Cahill, M. A, Vader, A b, [2008]. The Officer Responses Questionnaire: & procedure for
measuring reflective listening in probation and parole settings. Faderal Probabion, 72(2), 67-T0.
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Appendix F: Counseling Enhancement Tool Soldier Form
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COUNSELING ENHANGEMENT TOOL
Soidier Formm

This farm was developed ta assist junior enlsted Soldiers engage in conversations with
MCOs about professional development. MCOs will ask your input in order fo encourage a
dialogue cormmrsation about your prograss, areas for impravament, and way's o move
farward on yaur goals.

SOLDIER MAME: | | NGO HAME: |

1. TACTICAL AND TECHNICAL PROFICIENCY (MOS AND WARRIOR TASKS)
1. A, Sustain and iImprove. Mark S for areas to sustam or | for areas yvou want to improve
ES o | Demonsirate MOS proficlency
G501 Demanstrale warrior task proficiency
050! Handle MCS task-related prablems effectively
OSSOl MOS qualified
oS50 Other: | |

Snce rry last developmental eounseling | have received feedback about this area of
rfarmance frarm [§=f all you recall)¥

1.B. Observations: Please list speciic obsarvations 1o support your cholcas aboyve,
Ba propared to share these examphas with your NCO,

1.G. Expectations: Ona scale of 1-100% whal percentage of bme have you rmet the
aupectations aof your RCO in this area? B

1.0, Goal: How can you improses inthis area? How can your leader help you mprove 7
Others?

2. COMMUMICATES EFFECTIVELY
2.4, Sustain and Improve. Mark Z for areas to sustain or | for areas you want to improve.

05 O Speakclearly and concisely

s O Demonsirate communication skills needed for job dutias

05 1 Engage in active lisiening

05 ©1 Demenstrate understanding when recelving cormrmunication from othars (e.q.,
clarifies information, takes notes as needed)

Q% Q| Distibute infarmation in a tmely manner (g.g.. passes dowmn relevant information
to Saldiers, filbars up irmpertant infermation b chain of command)

O30 Cther| |

Eince my last developmental counseling | have receined feedback about this area of
parformanca fram (§st all you recal)?

4
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2B, Obsarvations: Fleasa It specific ohsanations to suppot your choicas abova,
Ba prepared te share thesa examplas with yaur NCO.

2L, E:-rpnl:lzl:'nns Cn a scale of 1-100% what percentage of Bme have you mat the
pxpactations of yaur NCO in this area? D %

2.D. Goal: How can you mprove inthis area? How can your laadar halp you improve?
thare?

1 EXHIBITS EFFORT
3.8 Sustain and Improve. Mark S for areas o swstain ar | Tor areas you want 1o irmprave
Q& Ol Complete work assignments
05 O Pul forth extra efion as needad to accormplish tasks effectvaly
08 O Cormplele assignrments wihaul unnecessary supervision
Q5 01 Take iniliative to accomplish tasks without being tald
05 Gl Seek cut challkngng assignmants anddor addtional responsibilites
05 ol Other:
Since my last develapmental counseling | have received feedback about this area
of perfarrrance from (list all you recall)?

3.B.Obsarvations: Pleasa list specific chsarvations to support your cheicas above, Ba
prapared bo share these examples with your NCO

MCO in this area?
3.0, Goal; How can you imprava in this area? How can your leadaer halp you improva® Cthiers?

3.C.0n a scake of 1&7& wihal percaniage of me have you met the expaciations of your
%

4.EXHIBITS PERSOMNAL DISCIPLINE
4.8, Bustain and Improwve. Mark S for areas bo sustain or | for areas you want ba improve
D050 Live the Ay standards and values
0501 Hold cihers accountable fo &rmy standands and values
0501 Follew crdars willingly
030! Eshibk salf-contrel and discipline on the job
G501 Chhes

Sinca mry last devaelopmantal counsaling | kave recahed leadback about this area of
perfarrrance from (list all you racally?
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d.B. Observations: Flease k=l spacilic sbeerations o suppoed your chsices abava.
Be praparad ba share these examplss with your BCO.

4.C.Expectations:=On a scale of 1-100 [ percantage of brre have you rmet the
eupaciations of your NGO in this area: %

4.0.Goal; How can you improva in this anea’? How can your ladar halp you
improve? Olhars?

6. CONTRIBUTES TO THE TEAM
A Sustain and Improve. Mark 5 far areas o sustain or |er areas you want o improve.
G5 O Treal alhers with dignity and respect
S O Offer assistance to others without being askad
=g O Putineffortto achieve team goals
=35 O Other

Since my last paformance counselng | have received faedback about this area of
parfarmance frem (st all you recal):

5.B. Dbservations: Pleass lisl spescilic abservations o supporl your chaices above, Be
praparad be share these examplas with your NCO,

£.C. Expectations: On a scaka of 1-100% what percentage of tma have yau met the
expactations of your NCO In this area? [ ] %

5.0, Goal: How can you irmprove in this area® How can your leadar helg you improve T
Chars?

6. EXHIBITS FITNESS. MILITARY BEEARING, AND AFPEARANCE
6.8 Sustain and Improwve. Mark 5 for areas o sustain or | for areas you wan io improve.
050 | Mamntain physical condition par Army regulation
OS50 Maintain miltary bearing per Armmy regulation
0501 Maintain Armmy standards for appearance per Sy regulation
oS00 Cthar

Sirnica rryy lasl developmental counssling | kave racsived feedback aboul this area of
parfarrmancs fram (k= all you recall):

6.B. Observations: Fleasa lisl specilic observalions bo suppo your choices abave. Ba
preparad bo share these scamples with your RCO.
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6,C, Expectations: On a scale of 1-100% what percentage of fime have you med the
expaciaticns of paur NCO in this arca? :".ﬁ

6.0, Goal: How can you improes in this area? How can your leader help you
imprava? Cthers?

T.MANAGES PERSONAL MATTERS
T.A, Sustain and Improve. Mark 5 for areas 1o sustain or | for areas you want o improve,
0S50 | Fulfill corremitments e familyfriends

Cs0 | Stay on top of persanal financas and budgat; financial planning
0201 Use sound judgment in personal matters
050 | Cthar:

Sinca my last developrmantal counsaling | have recaived fesdback about this araa of
pedormance from dist all you recalll:

T.B. Observations: Pleass list :.pm:ﬁl: abservalions o suppart your chaices above.
Be prepared o share these examples with your NCO.

T.C.Expectations: OIn a scale of 1-100%, what percentage of time have you mat the
axpactations af your NGO in this area cver the past month? [ | %

T.0. Goal: How can you improve in this area? How can your leader help you improve 7
Othars?

8.Plan; Consider thres main geals you would like to fecus on for the next avaluation
pericd. Think abaut yeur answers above, your avarall goals, and your currant status
on the following measures ag you sebact your next goals
SMART Goal 1:

SMART Goal 2

SMART Goal 3

Barriers and Ressurces: |s there anything that could interfers with you acssmplishing

these goals? What is vour plan to address this barrier? How could your leader halp
you? How can others help you?
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Appendix G: Counseling Enhancement Tool Leader Form
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COUNSELING ENHANCEMENT TOOL
Leader Form

This tool is designad to suppert the develapmaent of Scoliers by offenng & methed HEOs can
wse o enhance comeersations around developmantal counsefng, Brief instructions are included
in each seclion and detaied insfruclions and guidance are contained in the ool reference
matenal,

soldier: | |  nco: | |

Key avents since last session; Dates of review: | |

1. TACTICAL AND TECHMICAL PROFIGIENCY (MO5 AND WARRIOR TASKS)
1. &, Sustains and Improves, Mark & for sustain or | for improvemans,

@ 501 Demonsirates MOS proficiency,

050 | Demanstrates warrior task proficiency.

0 50 | Handles MCS task-related prablems effecthel.

0O 20 | MOE gualified

0 50| Other| |

1.8. Observalions:

1.C. Expectations: Ask So On a scaba of 1-100%, what percantage of ima do you think
you have met expactations? %

1.0, Goal: Ask Solider: What can vou do to Irrprove How can | heldp wou get thare?

2. COMMUMNICATES EFFECTIVELY
A Bustains and Imgroves. Mark 5 Tar sustain or | Tar imprasermant.
CS00 Speaks clearky and concisaly.
CE 01 Demonstrates communication skills neaded for job dutiesEngages in active listening
0301 Demonstrabes understanding when receiving carmrmunication frarm athers (e.g,, clarifies
irderrabion, akes nates as neaded).
050 | Distrivutes infermation in a tmaly mannar (e.g., passes down ralevant infermation to
Soldiars, fitars up important information to chain of cormmand)
Q50| Cther: | |

1.8. Oheervalions:

2.C, Expectations- Ask Soldier; On a scale of 1-100%, what percentage of fime do you think
you have met expactations? [ | %
1 Draill v A 20210 iprestously SalDoT)

]|
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4.0, Goal Ask Soldier; What can you do to imprave? How can | help you get thera?

3. EXHIBITS EFFORT

3.8, Sustaing and Improves. Mark 5 for sustain ar | for imgrosearmant.
0501 Coamplates work assignmants sven undar challenging conditicns,
030 Puts farh extra effot as needed to accomplish tasks effectively
050 Complebes assignrents withoul unnecessany supervision.
OE0 1 Takes nitintive to accomplish tasks without suparision,
O30 1 Seoks out challenging assignments and'or addifional resparsi bilites.
OS50 | Other: | |

1.B. Obgervations:

3.C. Expectalions: Ask Soldier: On a scale of 1-100%, what percentage of fime do you think
you have et expactations? |:| %

3.0, Goal; Ask Saldier: What can you do to improve ¥ How can | help you ged there?

4. EXHIBITS PERSONAL DISCIPLINE
4.  Sustains and Improves. Mark 5 for sustain o | far irmprovernsni.
G501 Helds self to Army walues and standards,
0301 Helds cthars accountable o Ammy values and standards,
05 O Fallows ordens, cormemiied 1o obigatisns.
0501 Exhibits salf-control and discipling on tha job.

0501 Other: | |
4. B. Observations:

4.C. Ewpectations: Ask Saldign On a scaka of 1-100%, what percentage of tima do you think
youl have rret axpactations? %

4.0, Goal Ask Scldier; ¥What can you de to imprave® How can | help yau get there?

5. CONTRIBUTES TO THE TEAM
EA, Sustains and Improves. Mark 5 for sustan ar | for improvermant

D501 Treats athers with dignity and respact.

D501 Molices when oihers need help and offers assistance withaul baing asked.
D501 Pubs in effar Lo achisve bam goals.

©50| Other| |

2 Drall i, MAY 202 ipiedoiily Sal DTy
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BB, Cbsarvations:

6.0 Expectations: Ask 5o . a gcale of 1-100%, whal percentage of tirme do you think
vou have et expactations? %

5.0, Goal: Ask Soldier: Vhal can you do to imprave? How can | belp you gef there?

6. EXHIBITS FITNESS, MILITARY BEARING, AND APPEARANCE
6.4, Bustains and Improves. Mark 5 for sustan ar | for improvermant.
05 21 Maingains physical condiion per Army regulation
05 01 Maintaing excellent miliany bearing per Ay ragulatian,

0501 Maintains Arry standards for appearance per Army reguiation,
Q50 ':Illl'rﬂi‘l |

&.B . Observations:

6.C. Expactations: Ask Saldi a scale of 1-100%, what percantage of tirme do you think
you have met expectations? %

6.0. Goal: Ask Saoldiar What can you do bo improve? How can | help you E-H trera?

7. MANAGES PERSONAL MATTERS

7.8, Sustains and Improves. Mark S far sustam ar | far improvameant
056| Fulfils commitments ta farmily' friends.
OS5 e| Maintaing parsonal finances and budget: financial planning,

05 el Usas scund judgment in parscnal matters
05 el Others: | |

LB, OBSERVATION

T.G. Expectations: Azk Seldiern O be of 1-100%, what parcentage of time do you
think wou have mat expactations? %

T.0. Goal: Ask Soldier; What can you do to improva? How can | help you gat there?

1 Dvall va. MAY 2121 (presouly Sal O T)
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B.Plan: Basad on ihe convarsation, work with Soldier 1o identify thres areas 1o Tocus. Reviaw the
Saldier's. infermation in tha Small Unit Leader Teol, and thedir IDP in ACT. Have the Saldiar
identify the fop 3 areas they wand to wark an, Help the Saldier develop relevant SMART goals

SMART Goal 1:

SMART Goal 2

SMART Goal 3

Barriers and Resources: Ask the Saldier: |2 there anything thal could get in e way ol you
achigving these goals? Basad an the discussion wara you able to identify any addional
resaurces the Soldier could ulilize for success?

i Drail vl MAY X021 ipredously BalDT)
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Appendix H: Counseling Enhancement Tool Instructions
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Counseling Enhancement Tool: CET

Background: NCOs play an important role in the professional development of junior enlisted
Soldicrs by training ., educating, and counscling Soldiers in accordance with the Army Ethic. To
support NCOs in this task. the Counseling Enhancement Tool (piloted as the Soldier and Leader
Development Tool) was designed to help NCOs have quality conversations during
developmental counseling. The CET provides guidance for interactive, collaborative, two-way
conversations about Soldier development for the purpose of improving performance.

The CET is based on motivational interviewing, which is a collaborative, goal-oriented
communication style designed to strengthen motivation and commitment to goals. Talk Like a
Leader (TLAL), an empinically-supported communication skills training developed for Army
NCOs, provides skill-based training that supports the CET. (Contact Dr. April Sanders at the
Army Research Institute Fort Hood for more information on the TLAL:

april.d sandersY civi@mail mil ).

Purpose: The CET was designed to foster an open dialogue between leaders and subordinates.
The ool 15 not intended to make evaluative decisions, but rather maximize existing
opportunities for NCOs and Soldiers to share observations, discuss expectations, and develop
collaborative plans to increase goal attainment.

Overview: The CET provides seven topic areas, gleaned from doctrine and research. relevant to
all junior enlisted Soldiers. These topics should be considered a minimum for developmental
counseling, rather than an exhaustive list of potential topics. There may be other arcas that you
and vour Soldiers need to discuss regarding development and these should be added into the
discussion. The CET consists of two parts: a Soldier Form and a Leader Form. The Soldier
Form is designed to prepare junior enlisted Soldiers for developmental counseling by engaging
in self-evaluation exercises. The Leader form provides prompts for the NCO o walk through a
conversation about developmental counscling with the Soldier. Both forms include embedded
instructions in the interactive PDF form and expanded instructions here. Each form also
includes the same seven focus areas to be discussed: Tactical and Technical Proficiency;
Communicates Effectively; Exhibits Effors; Exhibits Personal Discipline; Contributes to the
Team; Exhibits Fitness, Military Bearing, and Appearance; and Manages Personal Matiers.

Proceduore:

A. Part 1: Planning: The leader provides the CET Soldier form to the Soldier along with
these instructions and a timeframe for completion. The leader completes each sub-
section A and B of each of the seven topic areas included on the CET.

»  Sub-section A. Sustain and fmprove. The leader reads each description and marks
each with the rating that best describes the Soldier’s performance over the past
rating period (tvpically in the past month).

¢ Sub-section B. Observations. The leader makes notes of the Soldier’s behaviors.,
either direct observations or those reported by others, that support the Saldier
Performance choice. Observations should include areas of strength, as well as
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opportunities for growth. It is important observations be as specific and detailed as
possible. Including the frequency of the behavior, the impact it has on others, its
connection to Soldier and team performance, goals, and the overall mission may be
particularly helpful. If Soldier observations are currently tracked in another format
ie.g.. a green hook, unning DA Form 4856), note their location for quick reference
for the discussion.

B. Part 2: Conversation with Soldier: The leader and Soldier set aside time to review sub-
sections A and B. The leader guides the conversation using the rest of the CET, sub-
section C-E and Section 8.

Sub-section C. Expectations. The purpose of this section is to set the tone of the
conversation, demonstrating to the Soldier they will have an important part in the
discussion about professional development. The basic approach is to balance
experise {What are yon seeing?” What recommendations do vou have ) with
evocation (What is the Soldier seeing? What ideas does the Soldier have?).
Understanding the Soldier’s perspective on their own performance, barriers, and
needed resources provides the leader with important information. In addition, by
encouraging Soldier input, this helps him or her be better prepared when they begin
providing developmental counseling to others. It 1s important to note that it is not
necessary to share leader ratings immediately with the Soldier, especially if it is
significantly lower. The purpose of this section is to gain a better understanding of
what vour expectations are and how they are being met or not met. Based on how
they are presented, your rating of the Soldier may inspire them or discourage, and
thus it should be shared with the intention of helping the Soldier improve, not simply
to provide a number that does not constifule a score or assessment rating.
Sub-section D). Goal. In this sub-section the leader guides the conversation to a
specific goal the Soldier wants to accomplish by using the tools and approaches
taught in the Talk Like a Leader training (see Tools and Approach section below for
a brief overview). The purpose is to leverage the Soldier's internal motivation to a
goal by allowing the Soldier a more active role in the goal setting process. When
leaders guide the conversation in such a way to increase the Soldier’s internal
miotivation and commitment to the goal rescarch suggests Soldiers will take more
responsibility for the outcomes than just being told what their goals should be. The
leader can provide suggestions or resources at opporiune imes (e.g., when the
Soldier agrees to hear suggestions) in order to maximize the Sobdier’s receptiveness
and utilization of provided suggestions.

The leader will repeat these steps for all seven sections (Tactical and Technical Proficiency;
Communicates Effectively; Exhibits Effort; Exhibits Personal Discipline; Comtributes to the
Team,; Exhibits Fitmess, Military Bearing, and Appearance; and Marnages Personal Matters).

Section 8. Plan. The purpose of this sub-section is to guide the leader through a
discussion focused on a plan forward. The coe questions included in Section 1
attempt to ensure the plan centers around activities that both the leader and Soldier
are willing and capable af performing within the time frame. The questions can be
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miaditied if the leader needs o ask the Soldier directly. For example, the cue question
“What is the Soldier willing to do to address barriers to progress?” can be changed to
ask the Soldier “What are you willing to do to overcome the barriers we discussed?”
As you discuss and plan the path forward it might be usetul to refer to the SMART
goal format (see below for more information): and'or integrate the plan with the
Soldier’s Individual Development Flan in Army Tracker. This section is designed to
ensurc that vou and your Soldier have a shared understanding of the plan for moving
Foraand.

Tools and Appreach: Developmental counseling relies strongly on interpersonal listening
strategies such as open-ended questions, aftirmations, reflections, and summarnes (TOARST).
These strategies are used throughout the meeting to ensure that the leader understands the
Soldier’s perspective and is engaging the Soldier in the process.

A. Ask Open Questions: Closed questions sk for yea/'no or limited-range responses. while
open questions ask for longer answers or elaboration. Closed questions are better for
getting short answers or verifying understanding. Open questions are usually better at

pulling out detailed information or encouraging a person to think about the answer.
For instance:

What questions do vou Tave?
What de vewr wanrt o do after vou're done with active duty? Where do vou want to be
long-term?

& What other ideas do vou have? What else might work for vou?

Open questions can also help a Soldier to armive at a specific plan of action:

#  There are a few things that peaple do here {provide a short list). Which of these do vou
think wonld work for von?
Whe would {or will) help vou fo...7

What worked for vou in the pasi?

During developmental counseling, it can be more useful to concentrate on ™ forward-focused™
questions that ask what Soldiers cowld do, will do, or things that will work fir them. In contrast,
backward questions ask why Soldiers can 7, wan'f, or didn § do something. For instance:

Avoid Try

Why did you do that? How can you fix this?

Why did you forget to submit the form? What's vour plan te make sire the form geis
sihnitted next fime?

Why are you late? Heoow will vour make sire vou're here on time
fomarrow?

The questions on the left encourage Soldiers to talk about barriers, while the ones on the right
encourage Soldiers to talk about solutions.
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B. Affirm Positive Progress: Good leaders go out of their way to call attention to positive
progress. Some leaders take time to learn about a Soldier’s family. hobbies, and strengths
0 that they can show a genuine interest in his or her personal life. Knowing what drives

your Soldier, and what he or she is doang well is a crucial part of developmental
counscling.

One kind of affirmation highlights something a Soldier has done well:

& This i5 really great work. The attention to dedail is excellent.

®  You're making greal progress.
®  Things are much improved.

Another kind of aftirmation calls attention to strengths or character traits:

®  You care a lot about vour work product. I think vew'll do well as a sergeant.

®  You have a lot of leadership gualities. People listen fo vou.
*  That's a really smart observation.

“How™ {rather than “why™) questions can reinforce positive efforts and build confidence:

*  How did vou de this?
& How did vou krow that would work?
*  You've done a remarkable job puiting all of this together. How did vou manage to de all

thai?

Emphasizing positive qualities can help shift Soldiers” perspectives from their deficiencies o
their capabilitics, and from past disappointments to future opportunitics.

C. Reflect what the Soldier is Saying: Reflections are restatements or summaries of what a
Soldier is saying or thinking. They may repeat or rephrase what a Soldier has said,
sunumAnze an emotion, or point out mixed feelings. The best reflections use slightly
different words to demonstrate that the leader understands the point the Soldier is trying
to make. Reflections demonstrate respect, and clarify that you and the Soldier both
understand what the conversation 1s about.

Here are some ways & leader could reflect a Soldier’s statement: *We just found out my
girlfriend is pregnant again. Finances are already stretched so thin, I'm not sure how we're going

to make it work.™

Repeat/Rephrase It sounds fike you re concermed about how the baby is
{use similar words) going toaffect vour fimances.
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Paraphrase
(use different words)

[adds meaning|

That's a towgh spef te be in. You're mof sure what fo div.

Dowble-SNided Reflection
{capture todh sides)

S dlvere’s some joy about the new baby, but also a lof of
anxiety aboef what this will mean.

HReflection with a Twist
reflect back part, with a
slightly different emphasis )

Se vou re really going te have to get creative fo figure
ot ow fo make this work within vour budgel. |agrees
with part of statement. adds meaning |

At points of dizagreement, reflections can acknowledge the Soldier's viewpoint while keeping
the conversation moving forward. Instead of disagresing or pointing out a Soldier’s poor attitude,
a better response is usually to reflect what the Soldeer is saying and redirect the conversation
with an open question or a statement that highlights the Soldier’s options or responsibility to

mieet the standard.

the same time and the tratfc
is termible.

Soldier 5ays: Less Effective More Effective
lcan’t get to FT on time. Maybe you should leave Youi “re right. Traffic in the
Everyone's coming here at your house earlier. morning is bad. Everyone's gof

fee figure oui their own plan for
pefting here by (60, Wihat are
Veuir apions !

I was never told 1I'd have to
take all these classes. I'm
Just sitting in a room all day.

Y ou signed the contract,
didn’t you? You sure didn’t
have any problem taking the
signing honus.

Kiv, this part is surprising fo
weri Criwent that this is part of
yeuir fraining, what are some
Hrirgs vewr can do o heip yon
pet ihrough this class?

Importantly, a leader does not have to agree with the Soldier in order to reflect. Rather,
reflections show that a person understands what someone else is saying.

D, Summarize What you are Heanng: Summaries remind a person about major discussion

points, the plan of action. and the person’s own reasons for iaking action. Summarkes also
allow fior direction or commentary by the leader to emphasize parts of what the person
has said. A summary at the end of the counseling session demonstrates that the leader
understands all that has transpired, and remimds the Soldier about the plan of action to

address any deficiencies.

Here's an example of a summary where the leader and Soldier are talking about a stressful home
situation that is beginning to affect work performance. In this example, the leader does not have
a particular goal in mind other than helping a Soldier think through a difficult situation. The

summary alone can be helpful.

It°s like you said. . marriages can be difficals. fn your case, it's sort of like a vicious
cyvele. When vou get home, vou 're exhansted from being af work all day, and she s
exhansied from being with the baby. You bath end up saying things you regret lafer.

]
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You've suggested she spend move time with the other wives on the base, but for whatever
reasio, its just mot working for her.

Here's an example of a summary where the leader does have a goal in mind: Helping improve a
Soldier’s FT performance.

S, led me summnarize here. Weve been talling about fime management and PT
performarnce . This week you 've been consistently a few minufes late fe formation, amd the
running, in particular, has been rough. Becanse of the weight gain, vou're af risk for
Jailing vower mext FT fest. e, wihat s yvowr plan here ?

Here's an example of a summary that closes a developmental counseling interaction:

Weve talked abont a conple things. One is getfing conght up on your fraining fours, and
yeui thoright that working with PEC Marshall on the flashcards would help. T think fhat s
a smart idea, and wold benefit von bodl. Ax far as yvour work assignment, we lolkbed
abont a conuple of options for the davs van're not on veliicle maintenance. You said if's
imporians fe vou fo gel some skills that might be fransferrable to HVAC repair oulside
the Army. What else do yvon wani b add fo this plan?

E. Help the Soldier to Plan

Soldiers are more likely to achieve their goals if they are Specific, Measurable, Attainable,
Kealistic, and Time bound (sometimes called “SMART™ planning}). If a Soldicr has a large goal,
it may help to break the goal into smaller, short-term steps that will increase the chance of
success. For example, if a Soldier wants to obtain a job in an area where they have no
cxperience, a leader might help the Soldier to break the goal into smaller pieces. The leader can
give suggestions and advice where appropriate, but it is better if Soldiers are doing most of the
problem solving.

Key QJuestion Example
Specific What specifically do you want | £d like fo gef more experience in air
to achieve? defense.
Measurahle How will you know if you've | When [ leave the Army, I'd like to get my
reached your goal? degree in aviallon oF derospace
SNgineering.
Attainable What resources are nesded? §woniled need to apply to Air Defense
Artitlery Solood.
Realistic Is the goal reasonable? Fiwave a good head for numbers.
Aerospace is a big industry where [ live,
Time-Bound When will each of the steps In the next week, I'd like to do some
be completed without kicking | research an what fraining programs are
the can down the road? availahle.

A leader can help a Soldier brainstonm situations that might cause problems.
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»  What are some parls of vour plan that might be difficnlt?
®  Wiat wonild you have fo do fo address that?

A leader can also help a Soldier identity who (or what) would help to achieve the goal. Here are
some questions that ask specifically about that person’s role in the change process, and what the
Soldier would need to do to involve this person.

»  Whe is someone who might be able to help vou How wonld they help?
®  Wihat's your fimeline *

Written or visual cucs, such as nofes, schedules, and reminders, can also be helptul. Again, the
Soldier should be the one who s doing most of the talking. Leaders sometimes add a bit of
advice or information where appropriate, and use reflections or summaries to reinforce the plan.

o What would that ook like? Where would you start? What would happen next?
& Wihat are somne fhungs that might get in vour way!” How wonld von deal with that?
®  ff vou're af @ 2 mow in your progress, what would if fake to get von foa 37
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