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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 Talk 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 TLAL 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 TLaL 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 TLaL training curriculum 
to ensure the training was beneficial to NCOs. This formative evaluation involved pilot testing 
the TLaL 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 TLaL 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 TLaL 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 TLaL training, and (d) suggest ways to refine the TLaL 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. 
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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 TLaL 

 
We designed TLaL 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. 
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Figure 1 Commonly Used Techniques Associated with the TTM (Adapted from Prochaska) 
 
Effective Techniques Associated with the TTM (Adapted from Prochaska and DiClemente, 1986)  
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Figure 2 Stages of Change Example 
 
Stages of Change Example 
 

 
 

 
 

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. 
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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 MI 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 MI 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 
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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 TLaL 

 
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:  

 
• Organizing the training into more frequent, shorter duration contacts/sessions (as opposed 

to single, longer sessions).  
• Inclusion of interactive, skills-based components such as coaching and feedback; and 
• 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 TLaL curriculum into the CET, while simultaneously working 
to make an effective communication framework for delivering the CET. Finally, to determine 
whether the TLaL 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 TLaL 
training. 
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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 TLaL training and 44 of these 
Soldiers agreed to participate in the formative evaluation of the TLaL 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.  
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Table 1. Evaluation Measures, Timing, and Evaluation  
 
Evaluation Measures, Timing, and Evaluation Level  
 
Measure Variables assessed Timing Kirkpatrick 

evaluation 
level(s) 

Pre-Training 
Assessment 

Demographics, Soldier 
Responses Questionnaire, 
growth mindset, self-efficacy, 
empathy, self-monitoring, unit 
readiness 

Before Module 1 (before 
training) 

1, 2 

Training 
Evaluation Survey 

Effectiveness of training, 
confidence in/feasibility of 
applying training content, 
suggestions for improving 
training, reaction to the training 

After Modules 2, 4, and 
6 

1 

Knowledge 
Assessment 

Knowledge of training content 
(MI concepts) 

Following Module 6 (end 
of training) 

2 

Post-Training 
Assessment 

Soldier Responses 
Questionnaire, growth mindset, 
self-efficacy, empathy, self-
monitoring, unit readiness 

Following Module 6 (end 
of training) 

1, 2 

  
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 TLaL 
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).  
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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 TLaL 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. 
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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 TLaL 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 TLaL 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 TLaL 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 TLaL 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 5.4   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 37.9      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 α 
Growth 
mindset 

44 2.6 5.0 4.16 0.58 -.72 .61 0.61 

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-
monitoring 

44 2.5 6.0 4.60 0.77 -.60 .21 0.76 

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 α 
Growth 
mindset 

24 3.20 5.00 4.35 0.55 -.56 -.35 0.85 

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-
monitoring 

24 3.00 6.00 4.68 0.73 -.05 .55 0.83 

Unit readiness 24 1.36 5.00 3.60 0.91 -1.00 1.56 0.98 
 

Participants’ Reactions to the TLaL Training 
 

Ratings 
  

Participants’ reactions to the TLaL 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-half1 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.  
 
 
 
 
 

 
 

 
1 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) 
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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  
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 
presented was effective 

85.4% 98.1% 95.2% 

The way the training was taught was a good fit to 
my learning style 

83.0% 92.2% 90.5% 

I had adequate opportunity to practice the skills 
presented during the training 

85.4% 96.2% 85.7% 

I can apply the skills presented during the training 
immediately in my job 

95.8% 98.1% 90.5% 

I will use these communication skills on the job 95.8% 100% 100% 

The activities included in the session helped me 
better understand the skills presented 

95.8% 100% 95.2% 

I learned new information about effective 
communication from this training 

93.8% 94.2% 95.2% 
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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 TLaL 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 
 
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 TLaL 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. In three 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  
 

 

 
 

 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 (t(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 
 

 
 
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-t 
- and Post-Training Variables 
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 0.44 -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 0.49 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 
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 = 9.   

 
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 (n = 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 TLaL 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 TLaL trainer and other researchers who participated 

in the training events. One impression of the TLaL 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 TLaL 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 TLaL 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 TLaL 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 

 
Kolb’s Experiential Learning Cycle 

 
 
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 NCO’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 TLaL 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: 
Motivation and 
Change 

This module 
covers the basics 
of motivation 
and 
communication. 
 

1. Identify 3-4 areas that 
contribute to overall 
military readiness 

2. Explain how the stages of 
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. 

4. Distribute copies of 
the PowerPoint 
slides 

Module 2: 
Listening and 
Speaking with 
Questions 

This module 
covers the use of 
open and closed 
questions to 
facilitate 
conversations. 

5. Distinguish open from 
closed questions. 

6. Understand when open 
and closed questions are 
most useful as a 
communication style. 

7. Demonstrate in a brief 
interview the ability to 
generate more open than 
closed questions. 

8. Distribute copies of 
the PowerPoint 
slides 

9. Distribute copies of 
“Useful Questions 
and Statements” 
handout 
 

Module 3: 
Listening and 
Speaking with 
Reflections 

This module 
covers the use of 
reflections and 
summaries to 
facilitate 
conversations. 

10. Distinguish reflections 
from other types of 
listening responses 

11. Correctly respond to 
statements to demonstrate 
different types of 
reflections 

12. Demonstrate in a brief 
interview the ability to 
generate more reflections 
than questions 
 

13. Distribute copies of 
the PowerPoint 
slides 
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 Description Learning objectives Needed Materials 
Module 4: 
Listening and 
Speaking with 
Affirmations 

This module 
focuses on the 
use of 
affirmations as 
part of the 
communication 
process. 

14. Describe how affirmations 
help improve performance 
and readiness 

15. Demonstrate in a brief 
interview the ability to 
summarize a person’s 
strengths 

16. Demonstrate in a brief 
interview the ability to 
affirm positive efforts and 
progress 
 

17. Distribute copies of 
the PowerPoint 
slides 

18. Distribute copies of 
“Characteristics of 
Effective 
Changers” handout 
 

Module 5: 
Evoking and 
Strengthening 
Commitment 

This module 
covers the 
importance of 
listening to the 
language your 
Soldier is using. 
The more change 
talk, the more 
likely change is 
to occur. 

19. Identify and distinguish 
between change and 
sustain talk 

20. Describe the link between 
change talk and behavior 
change 

21. Respond to change talk 
with reflective listening 
responses 
 

22. Distribute copies of 
the PowerPoint 
slides 

Module 6: 
Instructions for 
Trainers 

This module 
covers the use of 
motivational 
interviewing in 
developmental 
counseling 
interactions. 

23. Distinguish forward- from 
backward-focused 
questions 

24. Explain the importance of 
emphasizing autonomy in 
advice giving 

25. Demonstrate the use of 
“SMART” goals in 
planning 

26. Demonstrate in a brief 
interview the use of the 
CET 
 

27. Distribute copies of 
the PowerPoint 
slides 

28. Distribute copies of 
the CET Soldier 
and Leader forms 
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Counseling Enhancement Tool (CET) 
 

 



B-2 
 

 

 

 



B-3 
 

 



B-4 
 

 



B-5 
 

 



B-6 
 

  

 



B-7 
 

  

 



B-8 
 

 

  



B-9 
 

 



B-10 
 

 



B-11 
 

 



B-12 
 

 



B-13 
 

  



B-14 
 

 

  



B-15 
 

  



B-16 
 

  
 



C-1 
 

Appendix C 
 

TLaL Training Slides 
 

Module 1 & 2 
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TLaL Formative Evaluation Instruments 
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Talk Like a Leader  
Training Feedback Survey 
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Talk Like a Leader 
Knowledge Assessment 
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TLaL Training Guide  
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