DEPARTMENT OF THE ARMY
13™ ARMORED CORPS SUSTAINMENT COMMAND
39009 SUPPORT AVENUE
FORT HOOD, TEXAS 76544

AFVG-CO

MEMORANDUM FOR 13™ Armored Corps Sustainment Command

SUBJECT: Policy Letter #29, Counseling Program Policy

1. REFERENCE:
a. Army Regulation (AR) 600-20, Army Command Policy, dated 6 February 2025.

b. Army Regulation (AR) 623-3, Evaluation Reporting System, dated 14 February
2025.

c. Department of the Army (DA) Pamphlet 623-3, Evaluation Reporting System,
dated 12 February 2025.

d. Army Technique Publication (ATP) 6-22.1, Providing Feedback: Counseling,
Coaching, Mentoring, dated 13 February 2024.

2. PURPOSE. To establish the command philosophy, standards, and procedures for a
comprehensive and effective counseling program within the 13" Armored Corps
Sustainment Command.

3. APPLICABILITY. This policy is applicable to all officers, noncommissioned officers,
Soldiers, and civilian supervisors responsible for the counseling of military and DA
Civilian personnel.

4. GENERAL.

a. Counseling is a fundamental and continuous responsibility of Army leadership.
My expectation is that counseling is a proactive, not reactive, tool used to develop
individuals and improve the command's readiness.

b. Effective counseling builds trust, sets clear expectations, and develops
competent and confident leaders at every level. The goal of this program is to foster a
culture of open and honest communication, personal growth, and accountability.

c. All leaders will be proficient in conducting developmental counseling, and their
effectiveness will be evaluated by their senior raters.
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5. POLICY AND STANDARDS.

a. Initial Counseling: All leaders will conduct initial counseling for their subordinates
(military and civilian) within 30 days of assumption of rating responsibility. The
counseling will use DA Form 4856 (Developmental Counseling Form) or appropriate
evaluation form and cover duty descriptions, command philosophy, evaluation report
requirements, and performance objectives. Discuss related values, competencies, and
standards for success and specify rating chain.

b. Developmental Counseling: Leaders will use developmental counseling to help
subordinates achieve their personal and professional goals. Below are the three major
categories of developmental counseling.

(1) Performance Counseling: Quarterly performance counseling is the minimum
standard for all military personnel in the grade or E-5 and above. Soldiers E1-E4 should
be counseled monthly. Commanders and supervisors are encouraged to provide more
frequent feedback as needed. DA Form 4856 will be used for all performance
counseling sessions. Leaders will complete all counseling requirements associated with
the Officer Evaluation Report (OER) and Noncommissioned Officer Evaluation Report
(NCOER) systems, per AR 623-3.

(2) Event-Oriented Counseling: This counseling is required for specific
circumstances, such as a subordinate's superior or substandard performance, a
promotion, a disciplinary action, or a reintegration after deployment or extended
absence. Leaders will provide timely and thorough event-oriented counseling to address
and resolve issues, as well as recognize and reinforce positive behavior.

(3) Professional Growth Counseling: This counseling includes discussing training
opportunities, educational goals, and career progression, future duty assignments,
promotion considerations ensuring a focus on the whole Soldier concept.

c. Documentation: All counseling sessions will be accurately and professionally
documented on DA Form 4856. Counseling records will be maintained in a secure
location in accordance with Privacy Act guidelines and command directives.

d. Non-punitive Measures: Letters of counseling and other formal documentation are
intended to correct and record unacceptable behavior but are not punitive. This is
intended to inform the Soldier of deficiencies and the potential for more serious
administrative or legal consequences if behavior does not improve.

6. COMMANDER'S INTENT.
a. | expect every leader to personally invest in the development of their people.

Counseling is not an administrative burden; it is our most important tool for building
agile, adaptive, and disciplined units.
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b. Supervisors will actively mentor their subordinates, not just counsel them. This
means engaging in difficult conversations and providing honest, constructive feedback.

c. | will underwrite honest mistakes made by competent and committed leaders. | will
not, however, tolerate complacency or apathy. | expect you to lead with candor and
courage.

d. Leaders are required to review counseling packets of all subordinates’ leaders
with authority to submit counseling.

7. ASSESSMENT. The Deputy Commanding Officer will oversee the enforcement and
effectiveness of this policy. Subordinate commanders and staff sections leadership are
responsible for ensuring compliance within their training.

8. Point of Contact for this memorandum is the 13" ACSC DCO at (254) 287-8809.
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LAHAVIE J. BRUNSON
COL, LG

Commanding Officer
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