LESSON FOUR

ANSWER KEY AND FEEDBACK

SECTION I

Question
Answer
Page
Reference

1.
A
4-3
para 2.

2.
D
4-4
para b.

3.
B
4-7
para g.

4.
B
4-13
para b.(1).

5.
B
4-14
para (4)

SECTION II

Task:  Develop a plan to develop subordinate leaders in a company-sized organization.

Condition:  Given a practice exercise situation.

Standard:  As a minimum, your plan must address the three phases of subordinate development.

1.
Use this solution to evaluate your response to the Practice Exercise.  As a minimum your response should contain the following:

a.
Identification of the components of the current leader development program.

b.
An evaluation of the current leader development program.

c.
A plan to improve the current leader development program that is organized in three specific phases:

(1)
A reception and integration phase.

(2)
A basic skill development phase.

(3)
An advanced development and sustainment phase.

2.
Compare your response to the solution provided in paragraph three.  If you omitted sections or were unable to develop portions of the plan, go back to the appropriate portions of the lesson text and review the lesson material.  Remember that once you initiate a plan you must periodically assess your plan and revise it as required.

3.
A solution to the practice exercise situation is provided below:

a.
Identify the components of the current leader development program.

- The situation does not provide much data about the current leader development program.  From LTC Green's comments you know a few things about the current program, such as:

· The administrative technicians take care of most of the inprocessing, and initial assignment determinations.

· The battalion conducts a monthly orientation; however, it is difficult to get all the soldiers to the orientation.

· The battalion has a mechanic certification program; however, less than ½ of your SSGs and SGTs have completed the program.

· The senior warrant officers have developed a training program for the junior warrant officers in the battalion.

· The maintenance company gets their soldiers to schools.

· The battalion coordinates additional professional development activities such as staff rides and tactical exercises without troops.

- If you constructed a matrix to identify and list who does what in each phase, your matrix would contain entries similar to those in the matrix at the top of the next page.

b.
An evaluation of the current leader development program. Evaluate each phase of the leader development program separately.  Remember that each phase focuses on different aspects of a soldier's development.

(1)
Reception and integration.  The reception and integration phase should focus on the individual's:

- Record.

- Assignment.

- Previous experience and training.

- Developmental needs.

- Personal desires.

- Possible future assignments.

- Knowledge of unit history, traditions, and mission.

Although the administrative technician is involved in the inprocessing and assignment of new soldiers, there is little evidence of a leader development focus in this phase.  The battalion orientation may address some areas; however, once a soldier establishes himself in his new unit it's too late to obtain or communicate this type of information.  When you evaluated the reception and integration phase, did you consider questions similar to those found on page 4-23 of the lesson text?  If you had you would have found that since the company doesn't have a reception and integration program there is a significant gap in this phase.
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Many of LTC Green's comments suggest where gaps exist in the current leader development program.  These include:

- "Ensure each of your soldiers knows the standard."  LTC Green is referring to the operational readiness rate goal of 90 percent.

- "Some sections have their own mottos . . .they see themselves as members of individual detachments rather than a cohesive company."

(2)
Basic skill development phase.  The basic skill development phase should focus on:

- Unit METL tasks.

- Individual leader tasks.

- The leadership competencies.

The programs depicted in the matrix are a beginning but they don't address each area of focus.  LTC Green's comments also suggest gaps in the basic skill development phase of the current leader development program.

- "The maintenance company was weak in the METL task . . . The leadership was unable to organize and deploy the reaction force . . ."

- "Your weapons qualification scores . . . were acceptable . . . but nothing to write home about."

- "Less than half of your SSG and SGT mechanics have completed the mechanic certification program."

- "The exchange or flow information just isn't as efficient as it should be."

Although the senior warrant officers assist in the development of the junior warrant officers, the program does not appear to be integrated into any of the other programs or activities in place.  Despite these assessments, things aren't hopeless.  By maintaining the brigade operational readiness rate at or above 90 percent during the last ADT, the company demonstrated it can fulfill its mission.  However, like the reception and integration phase, this phase needs work.

(3)
Advanced development and sustainment phase.  This phase should focus on:

- Sustaining developed skills, knowledge and attitudes.

- Training to higher levels of proficiency.

- Initiating a self-development program.

- Attending additional institutional training.

- Sequential assignments.

- Additional programs.

This phase appears to have more of the components of a leader development program than the other phases.  The additional professional development activities and strong emphasis on continued institutional training indicate a considerable amount of work has been accomplished in this area.  However, LTC Green's comments regarding sequential assignments shows more work in this area is necessary.

c.
Preparation and execution of a leader development program in your unit.  The problem in this situation is not unlike the problem in many units.  When most units think about subordinate leader development they tend to focus on activities associated with the advanced development and sustainment phase. They overlook the first two phases that contain the fundamental aspects of a good leader development program.

(1)
Since LTC Green asked you to, "let him know what changes you plan to make in each phase of the current leader development program," you owe him a response before you implement your plan.  When you brief LTC Green explain how you evaluated the current program.  Identify the key gaps you found during your evaluation and how you plan to address the problems, such as:

Gaps:

- The inprocessing and assignment procedures do not include an identification of previous training and experience.

- The company does not appear to consider an individual's developmental needs or personal desires.

- The company does not have a reception and integration program that involves unit leaders or complements the battalion's monthly orientation.

These gaps relate to the reception and integration phase.  The key to the reception and integration of a new leader is the company becoming involved in a new soldier's assignment as soon as they become aware of his assignment.

Possible solution:

- Before making a final assignment determination, conduct an interview with the new leader.  Ask the leader to describe his previous duty assignments and job positions.  Ask the leader if he has attended any schools not listed in his personnel record.

- During the interview determine the new leader's personal desires.  Ask him if he has a self-development plan and if so to describe the plan.  Ask the leader to identify his strengths and weaknesses.

- Develop a standardized company-level reception and integration program that includes:

1.
A complete review of the new leader's record.

2.
Assignment to a specific position based on the needs of the unit and the leader's previous experience and training.

3.
An assessment of the individual's developmental needs.

4.
Identification of the leader's personal desires.

5.
Identification of possible future assignments.

6.
Information about the unit's history, traditions, and mission.

Gaps:

- Less than HALF of the SSG and SGT mechanics have completed the mechanic certification program.

- Unit METL task training and training in the individual leader tasks associated with those tasks are not included in the company leader development program.

- There isn't a method of recording or tracking individual skill or task proficiency.

- The exchange or flow of information is not effective or efficient within the company.

These areas relate to the basic skill development phase.  The key to this phase is task proficiency (METL and individual) and the individual's mastery of the leadership competencies.

Possible solution:

- The company leader development program must reinforce the importance of the mechanic certification program.

- The heart of the unit program must be basic skill development.  The unit must focus its attention on METL task and individual leader task proficiency.  Identify and schedule training for those tasks that require periodic reinforcement.

- Leader books are necessary to track an individual's progress.  The books should include leader tasks and collective or METL tasks for which the leader is responsible.

- As a minimum focus on the leadership competency of communication.

Gaps:

- The company does not have an identified sequence of progressive leader assignments.

- The company does not have an established self- development program for all leaders.

These gaps relate to the advanced development and sustainment phase.  The key to this phase is the individual leader.

Possible solution:

- Develop a unit leader assignment/duty position sequence to provide a developmental direction for your subordinate leaders.

- Focus individual leaders toward self-development areas such as the Military Qualification Standards (MQS) and the MQS professional reading program or the noncommissioned officer self-development test.  These should form the baseline for your junior officer and NCO self-development programs.

(2)
When you brief LTC Green, keep your proposals simple and seek his input.  He is a valuable resource who can provide additional guidance and insight.  He can initiate changes in the way the battalion does business which will support your program.  And finally, he controls the resources of the battalion staff.  Following your briefing, you can proceed with the implementation of your program.

(3)
Implementation of your leader development program.  Once you have a clear picture of what you plan to accomplish, begin the implementation of your leader development program by taking the following steps:

- Hold an initial meeting with your key leaders.  Brief them on your findings--what you learned as a result of completing steps one and two and your discussion with the battalion commander.

- Explain what a leader development program is and the goal of your unit leader development program.

- Explain the three pillars of leader development, how they relate to each other, and who's responsible for what in each pillar.  Focus on the operational assignments pillar.

- Explain the process of leader development.  Use examples of events that occurred in your unit to reinforce the point that this is a continual process.

- Describe the phases of leader development.  Show how all leaders, officers, warrant officers, and NCOs are included.

- Explain the interaction between your higher headquarters' leader development program and your unit's program.

- Involve your subordinate leaders in the identification of METL and individual leader tasks that are critical to the development of successful leaders in your unit.

- Explain what a leader book is and how it is used. Each of your subordinate leaders should begin developing a leader book for the subordinate leaders they supervise.

- Explain the role and responsibilities of each leader in the development of his subordinate leaders.

You can't accomplish everything at once.  Begin the execution of your program by assigning tasks and designating an individual who is responsible for each task.  Based on the practice exercise situation you could look at three areas:

· Reception and integration.  Assign this area to your first sergeant.  Provide him guidance as necessary.

· Basic skill development.  Assign this area to your executive officer.  Working with each platoon leader and platoon sergeant he can identify the unit METL tasks and individual leader tasks that are important in the unit.  Review their effort.  Provide additional guidance as required.  Ensure all categories of leaders are included.

· Develop a subordinate leader development standing operating procedure.  This is a command responsibility.  You should develop this document.

4.
Your solution may not be as detailed as this solution.  That's okay.  The teaching point in this exercise is that leader development programs just don't happen.  They require a great deal of planning and effort.  They must change as personnel in the unit change.  A leader development program is not the end state.  It is the beginning of progressive series of training opportunities, experiences, and self-development that doesn't end until the leader completes his military career.
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