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A US. Army Specialist attending the Basic Leader Course at the Noncommissioned Officer Academy Hawaii begins his Self-Assessment using
Project Athena's online resources. (Photo by Sgt. Christopher Thompson, Noncommissioned Officer Academy Hawaii)

Project Athena in Action
Coaching and the IDP (Part 2)

By Sgt. Maj. Craig A. Collins
NCO Leadership Center of Excellence

n this final article in the Project Athena series, we

will examine in detail the Common Individual

Development Plan (IDP). This is the backbone of
Project Athena. The IDP gives Soldiers a guide and
timeline to achieve their goals and a way to track career
progression. This article will cover how to fill out the
Goals, Insight, and Immediate Action areas, as well as
give tips for a smooth coaching session.

Common Individual Development Plan
The Common Individual Development Plan (IDP)
(“Personal Assessment Coaching Guide,” 2020.) is a
powerful tool for any Soldier as they seek to man-
age the personal and professional challenges of the
contemporary operating environment. The IDP is
the actionable document produced by an effective
coaching session and serves as a guide for a Soldier to
accomplish their personal and professional goals. The
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form itself is self-explanatory but there are some key
variables to remember.

How to Complete the IDP

When approaching the IDP and the coaching session,
the Soldier and coach should focus on the acronym:
SMART - Specific, Measurable, Attainable, Realistic, and
Time-Based. When approaching goals and plans, this
acronym gives Soldiers a concrete direction to go in with
actionable steps to take in an attainable time period.

Short- and Long-Term Goals

The goals and insight areas can be filled out in any
order, but it is recommended that a Soldier start with the
short- or long-term goals. Much like the Army Design
Methodology process (2015) it is best to start with the
desired end state (goals). After the Soldier determines
what they want to accomplish, it is important to under-
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Individual Development Plan (IDP) Form Instructions

{1} Leader's MName: Ealf-apianaton

{2} Short-Term Goals (PersonallProfessional, 0-1 Year):
Cach goal shauld meet SMART [Spealfic, Measurable, Achievable,
Resalislie:, sned Tirne-Spedlic] cailesia using 12-moenibes b rarme esach goal
Short tarm ﬁf_"ﬂlﬁ should have sel sxnplet en dotes o Ilnlm.:pe 1o ong tarm
guals wilh eslablishediag ] upon patrezaes ooomplzlon.

Fach sjnal shonld i et
a7 Timo-Spoeific) orite

{3) Leng-Term Goals (Parsenal/Professional: 1-4 Years):

SMART Spewcific:, Measurahle Archirvahle | Realistie:,
rin using 12-43 morths to iemc cach geal. Lorg-

lerrn yoals could be e conlinuation of @ sho e goal build wpon e
foundatizs of ehord-temm goale, cr ba ertirsly indspandsnt new gozls.

(4 Self-Assessment:

Inpil elala gpesnesalenl e Hleer Gales) il
assessmeant :3|I:Il'lg with alher commaon .'\.'I"I'I:r'
liress melrics (ACFT. 20KM. HP2T. . .eh)

Self-Asseszed Stronglhs:

Leader surnmarizss salact strengths most
dominatk in thzr cognitive and non-cognitive
domans.

Solf-Aesesged Dovelopmental Needs:

Leader aummarlzes sekct weaknesses moat
darninant in heir cognitive and non-cogniive
darnain:

Physical Fitness (ACFT TAFPFT )

(5} Cognitive;
Critical Thinking:

Lemsder may uss verblage d rectly from a Project Ath
report(s), as they relabe, to communlcate te most d
ratrsctor and studant can discuse the accirasies o

Communicationg (Reading; Writimg: Verhal)

{6) Leadership:
Competencies:

kni feedback and fram counse psdommanss
srnlnant sustars and msnoees W oeen in PME. the
hese contlusens and aorse Uoon o way fansard

Leader may use werblapge clecty from & Project Athane feedback and from courss perfarmance

raportis), a8 they relats, to communicats the most dg
Inazructor and siudent can d scuss the socuracles of

Technical & Tactical Knowledge {Warfighting):

Whilc in FME, the kceder shodd usc instructer
feedback and graded course materials {MOS-
based testing, sxercisss, and other evalustons)
as Warllghling metrlss to determne sustaln: and
Improves 1 technicel &and tazzizal fundamentels

minant sus:ging and improves. When in FME. the
ess conduskns and agree ugon a way forwand.

Self-Awaranese

Leeder rray usc vorbiege dincctly from thzir

LOR 8L, LDR260, or feedosck recaived throughout
their PME cxpericnos fo doicrmine mos: dominert
sustains and improves. Wals in FME the instroctor
and sudent can discuse these srass and @ way

forwand.

{7 Immediate Actions [Mexi 30 Days):

(PRAF ) cpasigpraed clulies (opraaliorsal Tree) ol sacddilinnal vesgoiemenis

Eaca goal should meet SMART [Sazcific, Measurable, Achisvakle Realistic, and Time-Spedfic) ciweria using 30-days to frame each criteria. Every goal
Tepresents a charge the leader seeks to make n the r behaver and actions iy e near-tarm. Thess may be lled to aceorr plshing ene of te leader's short-

or lcng-term goal(s) identifizd above. Leaders should consider identfing a rcelistic and achievablz numbe of geals by considering ther course worklosd

Figure 1: IDP with instructions for each field and where to find applicable information. Personal observations can also be used if the Leader

elects not to share their assessment feedback.

stand where they currently are in the process. This is
where the assessment feedback is used with the coach’s
knowledge and direct Soldier observations. Once the
Soldier and coach have determined the desired end
state, they can see where the Soldier is and where they
want to be. Then an actionable plan can be created.

Insight Areas

Blocks 4, 5, and 6 are the Project Athena insight areas
and are informed by the assessment results; however, these
blocks can be completed without the Project Athena feed-
back if a Soldier declines to share their results. Without
the Project Athena results, it will require more detailed
questions from the coach or using prior knowledge an
operational leader might already know about their Soldier.

Immediate Actions

The immediate actions or 90-day action plan is vital
to inspire action to accomplish the created objectives. By
using objectives to reinforce strengths and address devel-
opmental needs, goals can be accomplished incremen-
tally. This creates a small victories approach to the larger
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overall leader development. It also prevents Soldiers
from being overwhelmed by a large long-term goal by
having smaller subset goals/actions to complete.

Tips to Complete the IDP

One effective technique to complete an IDP is to use
a blank copy to take notes during the discussion phase.
However, it is important to not let notetaking take away
from the discussion. Maximum attention must be given
to the Soldier to ensure active listening and effective
questioning take place.

Another effective technique is to have the Soldier
take their own notes on a blank IDP during the session.
This ensures the coach is not distracted during the
session and the Soldier can focus on self-reflection and
critical thinking.

Regardless of the technique for notetaking, the import-
ant thing is the IDP is completed and reviewed periodi-
cally to provide continuous motivation and support to the
Soldier. When a coaching session is conducted effectively,
the IDP will almost write itself. It is then the coach’s
responsibility to ensure strengths, developmental needs,

November 2022

NCO Journal provides a forum and publishing opportunity for NCOs, by NCOs, for the open exchange of ideas and information in support of training, education and development.
https://www.armyupress.army.mil/Journals/NCO-Journal/




and a plan of action is agreed upon
D] Vicioy Starts Heral with the Soldier before the session is
g ¥ z concluded. Leader development is a
Pr oject Athena: Advancin g primary responsibility for every NCO
a Culture of Assessments and coaching Soldiers is an excellent

and Development way to ensure leader development is
Prorect Ao happening throughout the Army.

#-| Training and Doctrine Command \@6

Conclusion

Project Athena is a modern
assessment tool that promotes
self-reflection, critical thinking, and
forward growth in Soldiers. It should
absolutely be used at every level
and often. It ensures Soldiers are
constantly checking in with their de-
velopmental progress and lets them
know they are supported by their
units and chain of command. The
Army needs leaders. And Project
Brig. Gen. Charles Masaracchia, Mission Command Center of Excellence director, briefs officers and Athena makes it possible for today’s
noncommissioned officers about Project Athena Feb. 17, 2022, at the 1st Battalion, 61st Infantry Soldiers to become the leaders of
Regiment’s battalion classroom. (Photo by Alexandra Shea, Fort Jackson Public Affairs Office) tomorrow. H
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To read the previous articles in the Project Athena series check out the links below:

Project Athena in NCO PME

Project Athena in Action

Coaching and the IDP (Part 1)
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