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EDUCATIONAL OBJECTIVES:  The student will identify the following:





	a.	Marine Corps order for counseling. 


	b.	Marine Corps policy on counseling.


	c.	Counseling responsibilities of the small unit leader.


	d.	Types of counseling sessions.


	e.	Elements of initial and follow-up counseling.


	f.	Three types of counseling.


	g.	Three levels of listening.


	h.	Ten commandments of good listening.


	i.	Cultural and psychological barriers to effective listening.


	j.	Three common myths attributed to poor listening techniques.


	k.	Complex process of active listening.


	l.	Feedback as a specific response to the transaction of speaking-listening.





OUTLINE





1.	MARINE CORPS ORDER FOR COUNSELING:  The purpose of counseling is to ensure, by mutual understanding, that the efforts of leaders and their Marines are continuously directed toward increased unit readiness and effective individual performance.  Marine Corps Order 1610.12 provides the policy for the counseling program.





	a.	Counseling involves two-way communication between you and your Marines to help achieve or maintain the highest possible level of performance.





	b.	Counseling is done on a regular basis by the senior officer, staff noncommissioned officer, or noncommissioned officer to whom the Marine reports.





	c.	Your role as the senior is to help the junior Marine to achieve or maintain desired levels of performance and to plan ahead.





	d.	The junior Marine is responsible for meeting the objectives that are developed during the counseling process.  You must continuously follow-up to ensure this.





	e.	To be truly effective, the counseling process involves supporting and reinforcing good performance as well as correcting deficiencies.  It is a positive, forward-looking process that


focuses on improving a Marine's performance.





	f.	There are times when your counseling will be a one way conversation.  These should be very direct in nature and are not mentioned in the Marine Corps order.


�2.	MARINE CORPS POLICY ON COUNSELING:  Counseling is a tool of leadership universally recognized as essential to accomplishing the Marine Corps goals of developing juniors, improving individual performance, and enhancing unit productivity.  Therefore, every Marine will receive counseling; however, format and frequency may vary depending on the Marine's grade, experience, position, and responsibilities.  The policy further states that:





	a.	All counseling sessions at all levels and for all grades will be conducted on an individual basis.





	b.	It is recommended that some documentation of the counseling session be kept.





3.	COUNSELING RESPONSIBILITIES OF THE SMALL UNIT LEADER:   The first sergeant has the responsibility of teaching the small unit leader how to apply and achieve the objectives of the Marine Corps counseling program.  These objectives are as follows:





	a.	Maintain counseling as an integral and continuous part of traditional Marine leadership.





	b.	Develop counseling skills through a continuing education program that teaches the importance of daily coaching and provides the tools to conduct effective counseling.





	c.	Increase individual performance and productivity through counseling and thereby increase unit readiness and effectiveness.





	d.	Enhance the leader's ability to improve the junior's performance.





	e.	Create the ethic of effective counseling in a climate of solid leadership and provide a system to enhance that ethic.  By so doing, the program will ensure that the leadership goals captured in General Lejeune's words become reality:





			"...The relation between officer and enlisted men should in no sense be that of superior and inferior nor that of master and servant, but rather that of teacher and scholar.  In fact, it should partake of the nature of the relation between father and son,...."





This guidance has been determined to be of such significance that a change to the Marine Corps Manual states this guidance should also be applied to the relationship of noncommissioned officers and their subordinates.





	f.	If we are going to attempt to maintain our traditions in the Corps, knowledge will have to be passed down through counseling.





4.	THE TWO TYPES OF COUNSELING SESSIONS:  The two types of counseling sessions are initial counseling and follow-on counseling.





	a.	Initial Counseling Session  (ICS)  occurs when a new senior-junior relationship is established; that is, when a Marine first reports to a unit, or when there is a change in the Marine's immediate supervisor.  The ICS should occur approximately 30 days after the start of the senior-junior relationship.  It must establish the junior Marine's goals for the next few months as well as a common set of expectations about the Marine's performance.  The ICS should lay the groundwork for an effective, productive working relationship between you and the junior Marines.  Both the senior and junior should prepare for the initial counseling session.  It should be scheduled and planned (in advance) and should be designed to accomplish several objectives.





		(1)	Make the senior's expectations clear.





		(2)  Ensure that the junior Marine understands your expectations.





		(3)	Set goals or targets and make plans for the junior to meet those targets.





		(4)	Convey the senior's interest and concern.





		(5)	Help the junior Marine understand your leadership style.





		(6)	Motivate the junior Marine to achieve the highest possible level of future performance.





		(7)	Ensure that the junior Marine understands their primary and collateral duties as well as the mission and status of the unit.





	b.	Follow-on Sessions are the follow-up to the counseling process. The purpose of the follow-on session is to ensure that the Marines are on track.





		(1)	A follow-on session should deal with both strengths and weaknesses. 





		(2)	It should reinforce the junior's success and attempt to correct deficiencies. 





		(3)	It should identify and analyze the performance problems that have emerged since the last counseling session.





		(4)	Focus on identifying a mutually agreed upon solution to these problems.





		(5)	The senior and junior should review the junior's progress toward achievement of the targets established.





		(6)	Modify or add new targets, as appropriate.





		(7)	Promotion;





			1.	Meaning of new rank.





			2.	Traditions.





			3.	Expectations.





5.	ELEMENTS OF INITIAL AND FOLLOW-ON COUNSELING SESSIONS:  





	a.	Both participants should prepare for the session.





	b.	It should follow a predetermined agenda.





	c.	Both should participate fully and actively.





6.	FREQUENCY OF COUNSELING:  





	a.	Lance Corporals and below should receive counseling every 30 days to ensure current and frequent feedback.  This should be conducted by their immediate supervisor.  They must know what is expected of them and how they will be measured regarding those expectations. The session should be brief, the junior's strengths and weaknesses should be discussed, and guidance should be provided on improvement.





	b.	Counseling for corporals through colonels will begin with an initial counseling session approximately 30 days after the start of the senior-junior relationship.  A follow-on session �will occur approximately 90 days after the initial counseling session, and subsequent sessions will occur at least every 6 months; more frequently if necessary.





	c.	Interim Reviews and Event Related Counseling Sessions





		(1)	When the need exists the senior should initiate a session of this kind as soon as possible.





		(2)	Counseling should be a means of reinforcing a Marine's strengths as well as correcting deficiencies.





		(3)	A counseling session, however brief and informal it may be, keeps the junior aware of, or provides for the following:





			(a)	The senior's interest and concern.





			(b)	Gives the senior and the junior an opportunity to deal with problems before they become serious.





7.	THE COUNSELING PROCESS:  





	a.	Formal Counseling is conducted in formal planned sessions.  This occurs at the initial session and during follow-on sessions.  These should be scheduled and conducted according to  �an agreed upon agenda.  You should draw upon the full range of  counseling practices and skills.  You should focus on the junior's overall performance and on targets over a period of several weeks or months.





	b.	Informal Counseling can occur at any time, and can be initiated by either party.





8.	TYPES OF COUNSELING:





	a.	Directive Counseling:  The senior carries the ball, analyzing the situation, developing a solution or plan for improvement, and counsels the junior.  Directive counseling is senior centered, and should be used when the junior is inexperienced or immature.





	b.	Non-directive Counseling:  The senior asks questions, listens, and draws the junior out. The senior helps the junior to analyze the situation and develop the solution or plan for improvement.  The junior is encouraged to talk, be trouble free, and to have a clear mind.  The goal of the  non-directive approach is to help the junior become more mature and to develop personal resources.  You can use this approach with individuals that have attitude problems. Non-directive counseling is junior centered.





	c.	Collaborative Counseling:  This type draws on the directive and non-directive techniques.  It offers the senior greater flexibility.  This approach can succeed if the junior accepts (respects) the senior and is eager to solve the problem.





9.	BENEFITS OF THE COUNSELING PROCESS: 





	a.	The senior benefits by knowing that the expectations are understood, that guidance has been provided toward meeting those expectations, and that there has been a significant contribution made to the development of the individual Marine.





	b.	The junior benefits by knowing where they stand, what the senior thinks of their performance, good or bad, and what must be done to reach their full potential as a Marine.





	c.	The unit benefits when all of its members give continuous attention to the effectiveness of their performance and to work to improve performance wherever possible.  This will increase �overall unit effectiveness and readiness. 





10.	CONDUCTING A COUNSELING SESSION :   The five elements of a counseling session that we are about to discuss apply to all formal sessions, both the initial counseling session and follow-on sessions.  The five elements are:





		*	Preparation	


		* 	Opening


		*	Main Body


		*	Closing	


		*	Follow-up





	a.  Preparation:  





		(1)	The most effective counseling sessions start with thorough advance preparation.  Both the senior and the junior should prepare for the session.  Figure 303-1 provides an overview of the counseling process.





		(2)	Reviewing and Evaluating Performance





			(a)	The first step in preparing for a counseling session is to review and evaluate the junior's performance since the last session.  The review should cover everything that was planned at the last counseling session and anything that has occurred in the meantime that either party thinks should be discussed.  The review should be as detailed and specific as possible.  It should cover both good and bad performance, performance that the senior or junior consider praiseworthy, as well as any problems that need correction.





			(b)	To ensure having a complete, balanced picture of the junior's performance for the period to be discussed, the senior should keep informal notes for reference when the time comes to prepare for the counseling session.  The leader's notebook is the ideal place for such notes.  The notes should serve as a memory jogger to ensure that the senior does not forget or overlook events needing attention in a counseling session, particularly things that happened several weeks or months before the session.





			(c)	Most counseling will revolve around a Marine's performance, i.e., welcoming, PERB, NJP, etc., etc..





		(3)	Defining Objectives.  Both the senior and junior should have a clear idea of what they want to accomplish in the counseling session.  To this end, they should identify successes, failures, and problems that should be covered.  This stage of the planning process should include analysis of performance problems, development of some tentative solutions for them, and identification of the junior's targets for the next performance period.





		(4)	Setting the Agenda





			(a)	The agenda should reflect the objectives for the session.  The topics to be covered should be in the sequence in which the senior would like to discuss them.  For example, it is often desirable to start the session with positive comments on the performance that the senior wants to praise and reinforce.  Save discussion of problems and difficult issues until both parties are warmed up and feeling comfortable.








        Steps                                       Activities                                  Counseling Skills


 


1.  Preparation      �
   a.  Review performance.


   b.  Determine what      


        counseling is to 


        accomplish.


   c.  Subordinate 


        provides input.


   d.  Determine how to


        conduct meeting.     �
   a.  Setting targets.


   b.  Problem solving.�
�
2.  Opening �
   a.  State expectations


        for the meeting.   


   b.  Establish a good


        climate.�
    a.  Questioning.





    b.  Active listening.


�
�
3.  Main Body�
�
    a.  Setting targets.


    b.  Questioning.


    c.  Giving feedback.


    d.  Active listening.


    e.  Problem solving.�
�
4.  Closing �
         Plan for   


         improvement.�
         Planning for


   �
�
5.  Follow-up �
     a.  Make personal


          notes of the                              meeting.        


     b.  Monitor                                   performance. 


     c.  Continue the


          process. Plan new


          actions when


          current actions are


          achieved.     �
    a.  Problem solving.








     b.  Questioning.





     c.  Giving feedback.


     d.  Setting targets.


     e.  Planning for


          improvement.�
�



�                        Figure 303-1  AN OVERVIEW OF THE COUNSELING PROCESS





			(b)	The senior should ask the junior for suggestions on the agenda, these should be written in advance, preferably in their notebooks.





			(c)	The senior should also give some thought to the counseling approach that will be used during the session.  Should it be primarily directive, non-directive, or collaborative? 


This decision will depend on the senior's assessment of the situation, the amount of time that the session should take, the junior's readiness to confront performance problems, and the seriousness �of the problems.





			(d)	The senior should give some thought to the questions that may be asked during the session.  While the session need not and should not be "scripted" in advance, the senior may find it helpful to identify a few key questions on the most important issues.  These key questions may then be used to initiate the discussion.





		(5)	Scheduling the Time and Place of the Session:  The counseling session should be scheduled enough in advance so that both parties have sufficient time to prepare for it.  The senior should ensure that the calendar is clear.  There should not be any interruptions.  Time should be set aside for the session so that everything on the agenda can be covered.  Generally, formal, initial, or follow-on sessions will take from 45 minutes to an hour to complete.





		(6)	The Setting for the Session





			(a)	It is important that both parties be relaxed, talk comfortably and easily.  It is also important that full attention be given to the counseling session.  It can be a disconcerting or even humiliating experience for a junior to talk to a senior who is only giving partial or sporadic attention.  Anything other than well-focused attention can easily be interpreted as meaning that the problems, and the junior as a person, are unimportant.





			(b)	You can increase effectiveness and credibility when you "clear" your mind as much as possible before attempting to counsel someone.  "Mind clearing" may include taking care of anything "urgent" or "pressing" that might interrupt your thought process once the session has started.  It may be better to keep the junior waiting a few minutes so that you can say:  "Thanks for waiting. I had to take care of some personal matters so that I could give you my full attention."





			(c)	Sometimes, however, in spite of one's best effort to clear their mind, you may find some cue that brings your mind back to an unresolved problem or forgotten task.  Instead of trying to force your mind back to the task at hand, it may be helpful to simply say, for example:  "Your mention of a driver's license reminds me that mine is about to expire.  Let me make a note of that so it won't become a distraction, and then we can continue our discussion."





			(d)	It has been demonstrated that even if one attempts to disregard an internal disruption, there is a good chance that one's face or posture will indicate that something is wrong.  If you choose to hide your thoughts or feelings, the other person may be confused and incorrectly assume that they are responsible for your reaction.





			(e)	Outside disruptions can confuse and interrupt the flow of the session to the point where rapport is lost and considerable time must be spent recovering before the session can �continue.  A little preplanning can prevent many disruptions that might otherwise occur.  For example, let others know that you will be counseling and do not wish to be interrupted.  If however, you are disrupted, handle it promptly and be as open as possible with the junior.





			(f)	The comfort of each person needs to be considered.  Frequently, such matters as a nervous junior's need for fresh air or the light into which the junior might be staring are �overlooked.  Give consideration to the appropriate room temperature, and avoid having either person face an unshaded window.





			(g)	The seating arrangement can also be important.  For example, facing each other across a desk may make the relationship seem too formal for relaxed discussion.  The senior should consider a seating arrangement that enhances the personal, informal tone of the counseling process.





	b.	Opening the Session:  Two things are important in the opening moments of the session. First, a climate should be established conducive to an open, relaxed discussion.  It is usually a good idea to begin with a cup of coffee and a few minutes of small talk.  Second, both parties should understand why they are holding the session.  To ensure they do, the senior should invite the junior's comments before proceeding to the main body of the session.





	c.	Conducting the Session:





		(1)	Guiding the Discussion





			(a)	While the counseling process must be a two way interchange to be productive, the senior must guide the discussion to ensure all objectives set for the session are accomplished.  At the same time, the senior should be attentive and responsive to the junior's reactions.





			(b)	The agenda should be a guide.  While it should be followed as closely as possible, the senior should also be flexible.  However, once you have begun discussion on a specific topic remain on that topic until its discussion is complete.  This avoids loose ends and forgotten objectives.





		(2)	Encouraging the Junior's Participation 





			(a)	There are a number of counseling techniques at the senior's disposal for promoting a two-way conversation and keeping the junior actively involved.  The senior should know these techniques and approaches for encouraging participation by the junior.





			(b)	In this process, it is very important for the senior to remember to pay attention to the junior, and to concentrate on what the junior is doing and saying during the session.  Also, the senior must keep the overall purpose of the counseling process in mind; which is to develop the junior's ability to evaluate performance clearly and objectively and to take responsibility for improving performance, thereby contributing to unit readiness.





		(3)	Agreeing on Targets and Plans for Improvement





			(a)	The last stage of the counseling session should define the junior's targets and lay out plans for meeting them.  Both parties should enter the session with some idea of what these targets should be.  After all other items on the agenda have been thoroughly aired, the senior should review earlier thoughts about the targets, and the junior should do the same.  The senior �and the junior may want to modify the targets; for example, make one or more of the targets more challenging.  They may want to add or drop some.  In any case, the senior must be satisfied that the targets will accomplish what is considered most important in the junior's future performance and overall development.  The senior must also ensure that the junior understands and agrees to the targets.





			(b)	Once the performance targets have been established, the junior should outline a plan for meeting them.  The plan for improvement need not be elaborate.  However, it should be detailed and specific enough to indicate to the senior that the junior understands what is expected to be accomplished, and that they also have a clear idea of how to go about it.





	d.	Closing the Session:





		(1)	Before the session ends, the senior should take a few minutes to review and summarize the items discussed.  The senior should then ask for the junior's comments to ensure that the results of the session were understood.





		(2)	As the session ends, a few words of small talk may be in order.  The occasion is not a social one, but in many ways it is a highly personal one.  It is important that the senior recognize this fact and should end the session on a positive, encouraging, and forward-looking note.





	e.	Follow-on:





		(1)	Documenting the Session





			(a)	The current edition of MCO 1610.12 recommends there should be some documentation of the counseling sessions kept.  These would be along the lines of personal counseling notes.





			(b)	These notes would be beneficial to both the senior and junior by serving as a quick reference in recalling the specifics of the counseling session.





			(c)	These notes could be as simple as an outline of the subjects discussed and guidance given.  It would aid in ensuring the mutual understanding of responsibilities, expectations, and the proper direction for the junior.





			(d)	These notes would also ensure that during future sessions topics are not repeated unless required.  Also, both senior and junior will be able to identify accomplishments based on the objectives previously set.





			(e)	Essentially, the use of the small unit leader's/platoon commander's notebook is one method for recording the counseling notes.





			(f)	Documentation of a counseling session is for use only by the senior and junior. It is not to be forwarded to an officer in the reporting chain, nor is it to be passed from one senior to the next when the senior/junior relationship ends, after which all documentation is destroyed.





			(g)	The counseling notes need not be elaborate or highly formalized, but should be specific and detailed enough to provide the following information:





				1.	The date of the counseling session.





				2.	The name of the Marine receiving counseling.





				3.	The subjects that were discussed.





				4.	The targets/tasks that were set. 





		(2)	Monitoring the Junior's Performance.  The senior must pay continuing attention to what happens after the counseling session.  From time to time, the senior should refer to the performance targets agreed to and make a judgment as to how well they are being met.  The senior should continue to encourage and reinforce good performance and help the junior to correct deficiencies.  In this process, the senior can use the subjects of the counseling session as the framework to help the junior improve and maintain a high level of performance.





11.	COUNSELING TECHNIQUES:    There are six techniques essential for an effective counseling session:





       1.  Setting Targets         		4.  Active Listening





       2.  Problem Solving       		5.  Giving Feedback





       3.  Questioning             		6.  Planning for Improvement





	a.	Setting Targets:  Individuals that set targets and use them effectively have proven to be far more successful than those that do not.  There are several key reasons why targets have a favorable effect on performance.





		(1)	A target must be stated as a result or an outcome (not as a means or a process) to be achieved by a given date.  The statement should begin with an action verb;  for example, "to �complete", "to achieve", "to obtain", etc...





		(2)	A target must be measurable.  If you can't gauge progress toward your target, it cannot serve as a guide toward action.  Thus, a target should include one or more standards by which to gauge progress.  If possible, the standards should be quantitative.  For example, "Qualify four Marines from your company to become marksmanship instructors within three months."  Stating the target in these measurable terms is much more useful than stating it in such vague language as, "Upgrade the marksmanship skills in your company through more effective �training." 





		(3)	A target must be realistic.  It may sound impressive to shoot for the moon.  However, since the chances are remote of achieving the target, it will have little or no effect on improving performance.





		(4)	A target must be challenging.  It should require the junior to "stretch".  If it is an easy matter to achieve the target, it will have little or no effect on performance.





		(5)	A target must be "a must".  If a target is stated, or thought of, in terms such as "would like", or "will try to", it will become nothing more than a nice intention.  The senior and �the junior must be completely committed to achieving the targets that are set, even though the junior may not achieve all of them. 





		(6)	Targets must be limited in number.  From a practical viewpoint, a Marine can normally concentrate on achieving three to four targets at a time.  It would be impractical to expect any more.  Based on the junior's improvement needs, only the highest priority targets should be set for the next performance period.





		(7)	Targets should be set by the senior and the junior.  A target is far more likely to be achieved if the junior participates in establishing it.  It will then become the junior's target as well as the senior's.





		(8)	Targets should be revised if circumstances change.  If unanticipated circumstances render a target unachievable for reasons beyond the junior's control, the target should be revised or replaced to reflect reality.  However, caution should be used to avoid relieving the junior of the responsibility of achieving the target if the junior is simply falling short because of inadequate performance. 





	b.	Problem Solving:  A well-stated target enables the senior and the junior to identify problems by comparing performance to date against the target.  Your responsibility is to bring the breadth of your knowledge and experience to bear in helping the junior define exactly what the problem is, what is causing it, and how to solve it.





		(1)	In comparing actual versus targeted performance to define the problem, certain questions should be addressed:





			(a)	What is happening that shouldn't happen?





			(b)	What is not happening that should happen?





			(c)	Is something about the junior preventing performance?





			(d)	Is something outside the junior's control impeding performance?





		(2)	If you determine that the junior is part of the problem, you should ask the following questions:





			(a)	Does the junior have the physical and mental ability to perform the task?





			(b)	Does the junior know that their performance is not meeting expectations?





			(c)	Does the junior have the knowledge necessary to do the job?





			(d)	Is the junior's attitude preventing effective performance?





		(3)	If the problem is due to a skill-related deficiency, corrective action must be taken to provide the junior with the training necessary to improve their ability.  The senior should periodically observe the junior performing the task, provide feedback on the task performed, and then give the junior a chance to practice the task again. 





		(4)	If the problem is due to an attitude-related deficiency, non-directive counseling techniques are usually most effective.  When you encourage the junior to put personal thoughts into words, the junior is likely to develop a more objective attitude understanding. 





		(5)	You may find that the obstacles impeding the junior's performance are outside the junior's control.  Such obstacles might include:





			(a)	Inadequate definition of the junior's targets, causing confusion or uncertainty about what is expected.





			(b)	Lack of positive reinforcement of good performance.





			(c)	Lack of feedback on inadequate performance.





			(d)	Conflicting or competing demands on the junior's time.





			(e)	Insufficient equipment, personnel, or resources to get the job done.





		(6)	As solutions are identified to overcome problems, the senior and the junior should address such questions as:





			(a)	What is most likely to happen if this action is taken?  Will it solve the problem or will it create new and larger problems?





			(b)	Is this solution practical?  Is it appropriate to the situation and will it be possible to carry out?





			(c)	What resources will this solution require in terms of time, money, morale, etc.?





			(d)	What are the likely benefits of the solution?  Is it worth doing?





			(e)	Can the necessary support and follow-through be provided?





			(f)	Is this the simplest solution to this particular problem?  Is there a simpler solution?





	c.	Questioning:  This is one of the most important techniques of effective counseling, not only to gather information and surface problems, viewpoints, and attitudes, but also to stimulate and guide creative thinking.  We will now look at four kinds of questions; closed-end, open-end, probing, and interpretive questions.





		(1)	Closed-end Questions.  A closed-end question usually calls for a very limited range of answers.  For example:  "When will the task be accomplished?"  Many closed-end questions can only be answered by a "yes" or "no".  By itself, a closed-end question leads no further, but may point the way to a follow-up question.  For example:  "Has the problem been solved?"  If the answer is "no", you would follow up with an open-end question, such as "How do you plan to deal with it?"





		(2)	Open-end Questions.  An open-end question allows the junior leeway to surface a variety of relevant information and to express views on either side of an issue.  Open-end questions often begin with words such as "how" and "why" and usually challenge the junior to think more deeply about performance and the actions required to improve it.  Open-end questions are usually more productive in a counseling session than closed-end questions because they involve the junior more deeply in the discussion and encourage the junior to take responsibility for it's progress.





		(3)	Probing Questions.  Probing questions are usually follow-up questions to closed-end or open-end questions.  They require the junior to explain or to amplify a thought.  Simple probing questions are often most effective, such as "How did you react?", "What did you do next?", or "Why do you feel that way?"





		(4)	Interpretive Questions.  These questions are used to clarify or amplify what the junior has said.  For example, if the junior says, "Our flanks weren't protected during the attack", 


you might ask, "You mean there was no reserve platoon?"  If your interpretation is wrong, the junior will usually be quick to correct you, thus providing the additional information you need.


No one likes to be misinterpreted.  However, if your interpretation is correct, the junior will undoubtedly affirm your response and add to it.





	d.	Active Listening:  Many people learn to ask good questions, then fail to listen actively to the responses.  Effective listening requires emotional maturity, hard concentration, and skills that are rarely taught in school.  Since we listen four times faster than we speak, we often use the extra time as listeners to think about something other than what is being said, such as what we are going to say next.  The following are several techniques for increasing our listening effectiveness:





		(1)	Listen not only for the facts, but also for threads of  meaning or generalizations that can be inferred from the facts.  Since you can listen faster than the other person can talk, you can use your time advantage to mentally summarize the points that may have been made so far.





		(2)	Distinguish between facts and opinions or supporting arguments. For example:  "Private Jones reported a half hour late to work this morning", presumably a fact.  "Private Jones doesn't care about doing a good job", an opinion.





		(3)	Listen for changes in the junior's manner of speaking, tone of voice, rate of speech, hesitations, and so on.  These changes may indicate that the junior is unsure or is afraid to 


reveal something to you.  In such cases, you may want to draw the junior out either by asking interpretive or probing questions, or by restating.





		(4)	Watch for nonverbal cues, such as the junior avoiding your eyes, slumping in the chair, scowling, clenched fists, etc...  These behaviors may be signals that the junior is tuning 


out, concealing something, or resisting what you are saying.  You should gear your questions or comments accordingly.





	e.	Giving Feedback:


  


		(1)	We said earlier that one of the most important ingredients of motivation is knowing what is expected of you, knowing what your target is.  Another key ingredient is knowing how well you're doing.  Most people want to do their jobs well.  They want to know how to improve their job performance.  Feedback signifies that the senior cares about the junior as an individual and cares about personal progress as a Marine.  Feedback can be provided in a formal counseling session, an informal session, or day-to-day encounters in the ordinary course of work.  Giving the junior positive reinforcement often does more to accelerate performance improvement than criticism for deficient performance.





		(2)	Feedback should deal with the junior's performance, not with the junior as a person. For example, "The reserve platoon should have been located in a more defensible terrain during that maneuver" is much more useful feedback than "You used poor judgment in positioning the reserve platoon."  By criticizing the action rather than the person, the senior will be more �successful in getting the junior to explore the problem constructively.  Silent agreement by the junior to everything you say may indicate that this Marine is afraid to reveal personal thoughts


or wants to end the discussion.  In this case you can use open-end questions that require a thoughtful answer and expression of opinion. 





		(3)	Yet, if the junior argues persistently and becomes emotional in denying what you are saying, do not become emotional yourself or allow the discussion to turn into an argument. Rather, allow the junior to vent his personal feelings and listen actively for the real reasons for the junior's emotional reaction.





		(4)	Finally, it is important to be yourself in counseling, and to work toward building mutual understanding and a relationship of trust.  Feedback is most effective if:





			(a)	It deals specifically with things that can be changed.





			(b)	It is timely.  It should come as close as possible to the event while it is still fresh in the junior's memory.





			(c)	It is given to satisfy the junior's need, not yours.





			(d)	You are prepared to hear the junior's response.





	f.	Planning for Improvement:  Well-stated targets often go down the drain because specific plans for reaching them have not been outlined.  Under your guidance, the junior should play a central role in developing a plan for improvement.  The plan should spell out the steps the junior will take as well as a timetable for accomplishing it.  By taking the main responsibility in this phase of planning, the junior is far more likely to feel "ownership" for the plan for improvement and will be more committed to implementing it.





13.	THE IMPORTANCE OF ACTIVE LISTENING :    





	a.	The Three Levels of Listening:





		(1)	Not Hearing at All - characterized by blank stares.





		(2)	Passive Listening - where one listens to only the words without much response and without processing the whole message (i.e., the emotional tone, the nonverbal aspects of the message)





		(3)	Active Listening - where one takes on the total picture of the message and responds with head nodding, facial expressions, body movement, and verbal feedback so that the listener not only truly hears the message accurately but demonstrates to the one speaking that he or she is really being listened to.





	b.	Ten Commandments of Good Listening:  In his book entitled Dynamics of Organizational Behavior, Keith Davis offers some hints to help us increase our listening efficiency with each other in our daily transactions.  He calls them his ten commandments for good listening.





		(1)	Stop talking - You can't listen if you're talking.





		(2)	Put the talker at ease - Help them feel that they are free to talk.





		(3)	Show them that you want to listen - Look and act interested.





		(4)	Remove distractions - Do not doodle or shuffle papers.





		(5)	Empathize with him - Try to put yourself in their place so that you can see his point of view.





		(6)	Be Patient - Allow plenty of time and do not interrupt.





		(7)	Hold your temper - When you're mad, you stop listening.





		(8)	Go easy on argument and criticism - Criticism puts the talker on the defensive.





		(9)	Ask Questions - This encourages them and shows you are listening.





		(10)	 Stop talking - This comes first and last.





	c.	Cultural and Psychological Barriers to Effective Listening:  There are cultural and psychological factors that influence our reception of messages and our understanding of the meaning of these messages.  Every culture instructs its members in basic attitudes toward ideas, information, and people.  As children, we learned ways of learning and communicating as much as we learned content.  We are rarely conscious of these cultural sets or personal attitudes although we use them constantly to make sense of our experience.  However, as useful as these performed opinions are in giving us shortcuts to understanding, they can sometimes prevent us from getting the information we need.  Here are some cultural and psychological factors that have an impact on our listening.





		(1)	Status of the speaker - This is the first of a number of barriers to listening.  Because we see speaking as function of power, speakers of low social or job status often do not hold our attention as well as those we consider to be of high status.  Our attitude can prevent us from listening, both on the job and in our personal lives, when we give more attention to certain speakers.





		(2)	Our Strong Beliefs - The beliefs and values of our culture are very important to most of us.  We feel strongly about them.  These strong feelings can affect our concentration as listeners.  Sometimes we feel so strongly that we totally block out what we hear.





		(3)	Subject Matter Preference - Aside from personal factors, there are general cultural influences at work telling us that some subjects are in and of themselves more important than others and, therefore, more worthy of our attention.  These cultural or social norms can have a strong effect on us when we listen to a message.





		(4)	Unfamiliar Language - When people use a common language and simple vocabulary, it is easier for us to listen to and understand the content of what they say.  Sometimes in our job situation, we hear new, technical language or foreign words or even jargon or slang that's unfamiliar to us.





		(5)	New Ideas - It is easy to be negative to new ideas, especially if they require personal change.  They are difficult to listen to if they don't fit people's preconceptions.  A negative attitude automatically interferes with our ability to understand.





	d.	Three Common Myths Attributed to poor listening techniques:  There are many complex reasons for poor listening.  Often you deliberately tune someone out because you don't like that person, or because you are bored or simply tired.  However, many times your poor performance in listening is involuntary.  To gain insight onto the reasons for poor listening, we must dispel three myths which are quite pervasive and have obscured an understanding of the process.





		(1)	Myth 1:  Listening is a Natural Process - If you believe that listening is natural, then it follows that you never need to learn it.  Breathing is a natural process.  No one had to teach you how to breathe.  The myth that listening is something natural that you do normally, unconsciously, and automatically is most detrimental to your improvement in that area.  You will never learn what you believe you already know.





		(2)	Myth 2:  Hearing and Listening are the same - Although the relationship between hearing and listening is a complex one, and despite the fact that in some cases it is difficult to distinguish between them, hearing and listening are generally two distinct processes.





		(3)	Myth 3:  You are Speaking to a Mass Audience - Myths 1 and 2 centered on the listener and explained what makes it difficult to listen well.  Myth 3 is oriented toward the speaker and what makes it difficult for him or her to be listened to well.  When you find yourself  talking to several people, you often assume that you are being heard in the same manner by every one of your listeners.  This assumption is implicitly based on the premise that you are talking to a mass audience, that every member of that audience is identical and therefore will respond in like manner to what is heard.  The individual members composing any audience are not identical.  They are quite different people with different interests, different needs, and different motives for being there and listening to you.





	e.	Complex Process of active Listening:  You should by now have the impression that listening as a part of our communication is a complex as well as an important factor in interacting with others.  It is likely that the future will see more and more listening courses in our schools at all levels.  We will also see more and more emphasis placed on finding out how well people listen, or assessment of listening skills as well as skills of reading, writing, and speaking.  Listening is generally considered to consist of not only hearing, but the added dimensions of understanding, paying overt attention (attentiveness), analyzing what is heard, and then acting on the basis of what has been heard.  





	f.	Feedback as a Specific Response to the Transaction of Speaking-Listening:  In addition to these complex skills, there is the dimension of feedback.  Feedback is a specific response to the transaction of speaking-listening.  Following directions is one very clear way of giving feedback to a speaker that you actually listened to and understood.  Giving and receiving feedback is an integral part of our communication.  It becomes the action phase of our listening;  it operationalizes the transactions of speaking-listening behaviors.











REFERENCES:  		MCO 1610.12, U.S. Marine Corps Counseling Program


						NAVMC 2795, USMC User's Guide to Counseling
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