

DEPARTMENT OF THE ARMY

BROOKE ARMY MEDICAL CENTER

FORT SAM HOUSTON, TEXAS  78234-6200


REPLY TO


ATTENTION OF

MCHE-TC                                                                                     
6 August 2003

MEMORANDUM FOR TROOP COMMAND, BROOKE ARMY MEDICAL CENTER (BAMC), PERSONNEL, FORT SAM HOUSTON, TX  78234-6200

SUBJECT:  Initial Counseling of Officers, NCOs and Soldiers and Subsequent Quarterly Counseling (Policy Memorandum #18)

1.  PURPOSE:  To establish policy, responsibilities and procedures for the professional and performance-counseling program.

2.  APPLICABILITY:  All officers, noncommissioned officers and enlisted soldiers assigned to Troop Command.

3.  POLICY:  Counseling is a basic responsibility of every leader and the most important part of taking care of soldiers.  A soldier‑to‑soldier relationship recognizes and encourages good performance.  Its principal objectives are developing the soldier, improving the well‑being of the soldier, and resolving

problems.  Counseling should outline at a minimum what the soldier's job is (duties), what needs to be done (goals), how they are to perform (standards), and what they are in charge of (responsibilities).  More specific counseling requirements follow:

     a.  All Officers will be counseled within 30 days of initial duty assignments using the DA Form 67‑9‑1, Officer Evaluation Report Support Form.  Written counseling will occur at least quarterly thereafter.  The rater will use the counseling form to record the results of the subsequent counseling but at a minimum the session will result in the DA Form 67‑9‑1 being updated.

     b.  All noncommissioned officers (SGT‑SGM, and Corporal) will receive written counseling within 30 days of initial duty assignment and at least quarterly thereafter.  The NCO checklist/record DA Form 2166‑8-1, NCO Counseling Checklist/Record, and the draft copy of the NCOER (DA Form 2166‑8, NCO Evaluation Report) are the primary tools for counseling and will be used to record the results of the counseling.

     c.  All soldiers in the rank of SPC and below will receive initial counseling within 30 days of arrival in the unit.  Monthly performance counseling is required thereafter. DA Form 4856, Developmental Counseling Form, will be used to record the results of the counseling.
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     d.  Non‑recommendation for SGT/SSG board appearance and denial of promotion advancement to PV2/PFC/SPC requires written counseling.  First line supervisors will use DA Form 4856, Developmental Counseling Form and provide a copy to the soldier.  The Company Commander will ensure counseling is completed and verify by signing the C01 report.

     e.  Officer Promotion Denials. (2LT to ILT; WOI to CW2).  A formal written counseling letter will be prepared alerting the officer in question of his/her shortcomings.  This should be accomplished in a minimum of 3 months in advance of proposed denial.  Promotion denials based on misconduct are an exception to this policy.  However, in either case, I will be personally advised before any such action is taken.

4.  Special Counseling Requirements:

     a.  Bars/Flags: Soldiers who are barred and flagged will receive a monthly counseling regarding their performance and/or progress by their first line supervisor.

     b.  Relief for Cause: All relief for cause actions on senior grade noncommissioned officers (SFC‑SGM) will be cleared in advance through me.  All SSGs and below will be cleared by the Troop Command Sergeant Major.

     c.  Administrative Separations: Commanders should instruct all immediate supervisors to identify soldiers who may have difficulties and notify the Commander and first sergeant immediately to ensure proper action is taken IAW AR 635‑200, Enlisted Personnel.  Commanders should consult early with their trial counsel and the soldier's immediate supervisors to deal properly with these soldiers.  The Commander and supervisors must plan to demonstrate and document efforts to develop the soldier.  Consequently, junior leaders should be instructed to document all counseling sessions in writing.

5.  The Troop Command Sergeant Major and unit first sergeant will conduct quarterly reviews of a selected percentage of enlisted counseling.

                                                                        //s//

                                                                 JAMES A. MUNDY                                                                      

                                                                 LTC, MS

                                                                 Commanding                           
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