Chapter II-2

Training Development Workload 

and Resource Management

II-2-1.  Chapter Overview

��Introduction	a.	This chapter provides guidance for the training development (TD) workload and resource 	management processes.

��Chapter	b.	This chapter covers the following:

Index�Content�Paragraph ��Administrative Information�II-2-2��Workload Management Overview�II-2-3��Prioritization and Programming of Training Development Requirements:  TD Workload Management Database�II-2-4��Proponent Training Development Plan�II-2-5��TD Project Management Plan�II-2-6��Resource Management:  Training Development Budget�II-2-7������II-2-2.  Administrative Information

��Purpose	a.	Cost efficient training development requires effective management.  Training development workload and resource management ---

		(1) 	Involves determining ---

(a) 	What exactly must be done.

(b) 	Who is going to do it.�(c) 	When it will be done.

(d) 	How much it will cost.��		(2) 	Requires management that ---

			(a) 	Directs and focuses the production effort.

			(b) 	Plans its mission accomplishment.

			(c) 	Prioritizes and schedules production workload within proponent schools.

			(d) 	Identifies TD and training resource requirements.

		(3) 	Incorporates the interrelated functions of ---

(a) 	Planning.

(b) 	Coordinating.

(c) 	Supervising.�(d)	Programming

(e)	Organizing.

(f)	Evaluating.�(g)	Budgeting.

(h)	Staffing.

(i)	Reporting.�(j)	Directing.

(k)	Controlling.

(l)	Decision making.��	Note:	These processes result in the identification of resource requirements only; they do not drive or ensure the procurement of required resources.

��References	b.	Required regulatory and procedural references are as follows:

	Regulatory:

		(1) 	AR 1-1, Planning, Programming, Budgeting, and Execution System

		(2) 	TR 25-32, TRADOC Doctrinal Literature Master Plan

		(3) 	Other chapters, this regulation:

			(a) 	Chapter II-4, Armywide Doctrinal and Training Literature Program (ADTLP) Product Management

			(b) 	Chapter IV-2, Combined Arms Training Strategy (CATS)

			(c) 	Chapter IV-3, Interface with Other Systems/Processes.

			(d) 	Chapter V-3, Collective Training Design:  Unit Training Strategies and Product Design

			(e) 	Chapter VI-4, Individual Training Design:  Individual Training Strategies and Course/Product Design

	Procedural:	DFAS-IN-Manual 37-100-FY

��Continued on next page

�II-2-2.  Administrative Information, Continued

��Definitions	c.	See Glossary for TD-related terms.

��Responsi-	d.	See Appendix B, Responsibilities, for top-level responsibilities. Responsibilities 

bilities	specific to workload management are as follows:

Activity�Responsibilities��(1)	HQ TRADOC, Deputy Chief of Staff for Training (DCST)�(a)	Provides policy and guidance on TD workload management and procedures.

(b)	Identifies workload categories.

(c)	Provides resources to execute TD workload.

(d)	Coordinates annually revised list of Total Army training requirements; finalizes list of course candidates for initial redesign as TATS Courses.

(e)	Approves (by end of 2nd QTR each fiscal year) prioritized course list for redesign to distance learning.��(2)	Commanders/

Commandants, Training/TD (Task) Proponents�(a)	Plan their training development work to obtain maximum resource benefit.

(b)	Identify impact on unit and soldier performance if constraints prohibit development of required training/training products.

(c)	Comply with budget directives, policy, and procedures.

(d)	Identify, prepare, and justify in clear and precise terms the TD and training budget.

(e)	Plan/Manage analysis and product/course design/ development.

(f)	Maintain TD workload requirements in the automated TD workload management database (Automated Systems Approach to Training [ASAT] Resource Management menu) and provide data to program/product managers as required.

(g)	Provide TD workload data to the TRADOC Status Report (TSR) semiannually.

(h)	Provide Training Requirements Analysis System (TRAS) product requirements to installation TRAS manager as required.

(i)	Review/Provide input to major command (MACOM)-proposed draft list of TATS Course candidates for redesign to distance learning.��(3)	Training Product Program Managers�(a)	Coordinate program requirements with proponent schools.

(b)	Monitor status of product production.

(c)	Coordinate product  production and distribution requirements.

(d)	Provide TD production workload data and specified reports to HQ TRADOC upon request.����II-2-3.  Workload Management Overview

��Process	a.	Workload management involves short- and long-range planning of workload to meet

Description 	new or revised training requirements.  It includes prioritizing of proponent training strategy decisions and applying estimated time values (ETVs) to determine proponent workload capabilities; programming of workload requirements; and planning to ensure the identification of resources needed to manage and implement TD.  Training development management ---

��Continued on next page



�II-2-3.  Workload Management Overview, Continued

��Process	(continued)

Description		(1) 	Is a continuous process that involves constant updates to meet resourcing and priority changes.

		(2) 	Is a detailed, systematic examination of all phases and aspects of TD, including prioritizing, funding, staffing, resourcing (personnel, temporary duty [TDY], etc.), and scheduling.

		(3) 	Identifies and establishes development milestones for all production actions required to satisfy approved training requirements.

		(4) 	Includes new starts, revision of current training, support of new systems, and developing training device requirements.

		(5) 	Varies in degree of detail with the office or command level.

		(6) 	Covers execution, budget, and programming years.

��Outputs	b.	Workload management outputs are as follows.  An asterisk marks the minimum 	essential requirement.

	*	(1)	TRADOC Status Report.

	*	(2) 	Proponent Training Development Plan, comprising ---

			(a) 	Prioritized training development workload.

			(b) 	Identified training development deficiencies.

			(c) 	Training/TD deficiency impact.

	*	(3)	Master Evaluation Plan (MEP).

		(4) 	Proponent TD project management plans.

			Note:	The information may exist in a database or as a written document.

			Examples:  

			(a)	Job and Task Analysis Plan.

			(b)	(Course Title) Course Design and Development Plan.

		(5) 	Input to ---

			(a) 	New/updated Individual Training Plan (ITP).

			(b) 	Revised Systems Training Plan (STRAP).

			(c) 	New/updated Displaced Equipment Training Plan (DETP).

			(d) 	Doctrinal Literature Master Plan

��Start Point	c.	Management of training development workload is a continuous process as there are different stages of management and planning.  The basic planning documents, however, are based on fiscal year budget requirements.

��Procedure	d.	The general management procedure is as follows:

Step�Action�See Paragraph��1�Enter training development workload requirements into automated TD workload database (currently ASAT [Resource Management menu]).

Note:  Needs analysis identifies training/TD requirements.�II-2-4��2�Prioritize training development requirements.���3�Identify requirements that can/can not be met.���4�Develop the Proponent TD Plan.�II-2-5��5�Develop a  proponent TD project management plan.�II-2-6��6�Establish the TD team.�II-3-4������Process	e.	Training development management essentially never ends.  Plans and databases   

Completion 	must be continually updated and adjusted to meet resourcing and priority changes.

��Continued on next page

�II-2-3.  Workload Management Overview, Continued

��Process	f.	The workload management process, from prioritized TD/training requirements to the    

Flow	short- and long-range plans, is depicted below.  The workload management documents, the TD Plan and the project management plan, are hi-lighted.

�����Quality	g.	For quality training development, each individual involved in the management

Control	process must ensure that ---

		(1) 	All valid TD requirements are identified and included.

		(2) 	The TD Plan is comprehensive.

		(3) 	Project management plans include sufficient detail to ensure personnel and other resource needs are programmed far enough in advance to ensure they are available when and where needed.

		(4) 	Development milestones are established and met.

		(5) 	The impact on unit mission and task accomplishment for unmet training requirements is identified and brought to command attention.

��II-2-4.	Prioritization and Programming of Training Development Requirements:  TD Workload Management Database

��Process	a.	Prioritization of TD workload results in distinguishing of workload requirements

Description	that can be accomplished from those that cannot be accomplished with given resources, to include backlog.  Total requirements are programmed to reflect ongoing and future workload requirements. 

��TD Workload	b.	The automated TD workload management database (currently in ASAT) is an 

Management	automation tool for capturing, prioritizing, and identifying TD workload requirements.

Database	Information input by the proponent schools can be used internally for workload management and can be rolled up and summarized for higher headquarters use.

��Continued on next page

�II-2-4.	Prioritization and Programming of Training Development Requirements:  TD Workload Management Database, Continued

��Outputs	c.	An asterisk marks the minimum essential output:

		*(1)	A prioritized TD workload list that identifies workload requirements that CAN be met with given resources and those that CANNOT be met (i.e., unfunded requirements [UFRs]) for execution, budget, and programming years.

			Note:	UFRs address impact on mission and task accomplishment for workload requirements that WILL NOT be met.

		(2)	Identification of workload completed the preceding fiscal year (FY).

��Start Point	d.	Prioritization and programming start on receipt of a valid TD requirement.

��Procedure	e.	The general TD workload prioritizing and programming procedure is as follows:

Step�Action��(1)�Compile/input into database a list of all training development requirements identified through the needs analysis and design (training strategies) processes for budget and programming years.��(2)�Compare the requirements against the command's prioritization criteria.��(3)�Prioritize the requirements in the desired completion sequence.��(4)�Apply ETVs to determine which TD requirements the proponent can meet with given resources, including work force and contracting capability as well as reproduction/distribution funding.

Note:	Proponents can use TRADOC ETVs or proponent unique ETVs to assist in workload planning and control.  ETVs are NOT a vehicle for determining manpower resources.��(5)�For the execution, budget and programming years, identify ---

(a)	Resourced TD requirements by year (documents, dollars, manpower, equipment, printing).

	Note:	Link requirements to project management plans.

(b)	Unresourced TD requirements by year (documents, dollars, manpower, equipment, printing).

	Note:	Clearly and precisely identify impact on soldier performance and unit mission accomplishment; link them to UFRs.

Note:  Equipment/automation upgrade requirements should be initially determined during the Planning Phase.��(6)�Notify command of impact on mission and task accomplishment.��(7)�Maintain updated prioritized TD/training requirements list for execution and succeeding years as necessary.��	��Report 	f.	The following table provides timelines for reports representing execution as well as

Require-	the preceding and following FY workload reports:

ments�When�For�Who�What:  Report requirements.��1 May�Next FY 

(first budget year)�Proponent school�Identify study requirements as designated by HQ TRADOC, TDAA (ATTG-CD) memorandum. ��1 Sep 

�Next FY

�Proponent school�Identify TD workload that can and can not be accomplished with given resources for the up-coming FY (RCS ATTG-59).��14 Oct

�Current FY

(execution year)�Product/

Program Managers�Provide current year resourced/unresourced workload report to HQ TRADOC, TDAA (ATTG-CD) for approval as required.�������Continued on next page

�II-2-4.	Prioritization and Programming of Training Development Requirements:  TD Workload Management Database, Continued

��Report		(continued)

Require-�When�When�Who�What:  Report requirements.��ments�1 Nov�Current FY

(execution year)�HQ TRADOC, TDAA�Provide consolidated workload to be accomplished report by product and by school to the ADCST as required.���15 Oct�



Last FY�Proponent school�Provide summation of TD work completed during last FY to HQ TRADOC, ATTG-CD (RCS ATTG-60).��15 Nov�(prior

year)�HQ TRADOC, TDAA�Provide consolidated report of all program information concerning workload completions by product and by school

to the ADCST as required.��As requested�As requested�As requested�Ad hoc reports.����Quality	g.	For quality training development, each individual involved in the prioritization 

Control	and programming process must ensure that ---

		(1) 	Valid workload is entered into the automated TD workload database.

		(2) 	Workload is prioritized.

		(3) 	The automated TD workload database is kept current.

��II-2-5.  Proponent Training Development Plan

��Process	a.	The title “Training Development Plan” is a generic name for a master planning 

Description	document.  Different proponent schools may have used different titles in the past.  It functions as a top-level plan covering all resourced requirements (reflected in training development project management plans) and unresourced requirements.  It ---

		(1) 	Includes ---

			(a) 	All required training products (resident and nonresident courses, training support package, etc.).

			(b) 	All training development processes (mission analysis, job analysis, etc.).

		(2) 	Shows what training development workload must be accomplished during the execution, budgeting, and programming years.

		(3) 	Increases in detail up to the execution year.

	Note:	It is a required plan; the requirements can be in a database or a written report as required.  The plan is for internal proponent school use.  

��Outputs	b.	The Proponent TD Plan provides ---

		(1) 	Management portrayal of proponent's long- and short-range training strategies.

		(2) 	Milestones for development/revision of ITP, STRAP, NETP, Combined Arms Training Strategy (CATS), and other plans.

		(3) 	Milestones and resource requirements for TD product/process development.

��Start Point	c.	The Proponent TD Plan is a living document.  Every time a new training develop-ment requirement is identified or an existing one changed, the plan must be adjusted.

��Continued on next page

�II-2-5.  Proponent Training Development Plan, Continued

��Procedure	d.	The following table provides the general procedure for developing a Proponent TD Plan.

	Note:  Information will be more detailed the closer the year it is to the execution year. 

Step�Action��(1)�Summarize all training development project management plan requirements in prioritized order, including milestones.

Note:   This equates to resourced TD requirements.��(2)�Summarize all unresourced requirements in prioritized order.  

(a)	Identify all resources required to complete each unresourced TD project.

(b)	Include impact of unmet training requirement on unit mission and task accomplishment.��(3)�Provide input to relevant long-range training plans.����Process	e.	The planning process is a continuing activity.  Proponents should maintain a 

Completion	current Training Development Plan.

��Quality	f.	For quality TD management planning, each individual involved with the Proponent

Control	TD Plan must ensure that ---

		(1) 	Information from all project management plans is included.

		(2) 	All unresourced requirements are included.

		(3) 	TD resource requirements by year for the execution, budget, and programming years are summarized.

��II-2-6.  TD Project Management Plan

��Process	a.	The training development project management plan ---

Description		(1) 	Is the proponent plan for developing training for a single, resourced, TD requirement, such as development or revision of ---

			(a) 	Resident and nonresident courses.

			(b) 	Analyses.

			(c) 	Training literature.

			(d) 	Strategies/plans.

		(2) 	Is based on a valid TD requirement identified during needs analysis or training design strategy development.

		(3) 	Details the personnel, milestones, costs, material, temporary duty (TDY), and all other factors required to develop the training.

		(4) 	Is for internal use and can vary in details and complexity depending on the training development project.  This plan can be ---

			(a) 	Simple, unwritten.

				Note:	The project requirements may exist in a database but not as a formal report. 

			(b) 	Complex, very detailed, and may even include a Memorandum of Understanding.

��Outputs	b.	A command-approved project management plan or documented project planning data is the output of this planning action.

��Start Point	c.	The project management plan is initiated on identification of a resourced training development requirement.

��Continued on next page

�II-2-6.  TD Project Management Plan, Continued

��Procedure	d.	The general procedure for developing a TD project management plan is as follows:

Step�Action��(1)�Identify project team members and consult as needed for plan requirements.

Note:	See Chapter II-3, TD Manpower Management.��(2)�Identify TD resources required to complete the development project.��(3)�Establish TD milestones for starting and completing the project and intermediate milestones as needed.��(4)�Determine and provide to budget office TDY requirements, to include TDY 

location, length, transportation requirements, personnel, and cost estimates.��(5)�Determine audiovisual support requirements.��(6)�Identify training product requirements and provide costs to budgeting office.

(a)	Identify distribution requirements and costs.

(b)	Identify printing/reproduction costs.��(7)�Coordinate between all directorates and departments within the proponent school and appropriate external units.��(8)�Update the Proponent TD Plan, ITP, STRAP, etc., as appropriate to the project.����Process	e.	The project management plan is complete when the training development project is 

Completion	complete.  It should be updated and adjusted to meet resourcing and priority changes.

��Quality	f.	Each individual involved must ensure the project management plan identifies ---

Control 		(1)	All resource requirements (dollars / manpower / equipment).

		(2)	Appropriate budget information.

��II-2-7.  Resource Management:  Training Development Budget

��Process	a.	Management takes steps to ensure the TD/training dollars and personnel are 

Description 	available to develop, implement, and maintain training.  TD budget management ensures budgetary input is provided to the Planning, Programming, Budgeting, and Execution System (PPBES).

	Note:	TD and training budgets must be managed together; it is uneconomical to develop training that cannot be implemented/maintained due to insufficient resources.

��Start	b.	Managing the TD/training budget is an ongoing process.  Keep budget information

Point	current to help ensure capability to apply one-time funds to meet unfunded requirements.

��PPBES	c.	The training development/training manager must provide budgetary input during 

Budget	the FY to the following PPBES events:

Events�Provide input to the …�for the ...�which goes into the ...��Directorate/ Department  quarterly reviews�Execution Year (current FY)�School/Installation Quarterly Reviews.��Mid-year review (MYR)��Mid-year review (MYR).��Year-end close-out��School/installation year-end close-out reports.��Directorate/Department budget�Budget years (years 1 and 2 following execution year)�School/Installation Command Operating Budget (COB) or Resource Management Update (RMU).��Directorate/Department Five-Year Plan�School/Installation Program Objective Memorandum (POM) (years 3 through 8 following execution year)�TRADOC POM (TPOM).����Continued on next page

II-2-7.  Resource Management:  Training Development Budget, Continued

��Procedure	d.	The general procedure to follow in managing the TD budget is as follows ---

Step�Action�See ��(1)�Determine budget requirements.

(a)	Extract budget requirements from all updated TD project management plans.�

Paragraph II-2-5���(b)	Extract budget requirements from the Proponent TD Plan.�Paragraph II-2-6���(c)	Include new/revised training resource requirements identified during training design.�Chapters

IV-4 & 7���(d)	Include anticipated changes/requirements.

(e)	Identify affected Elements of Resources (EOR).

(f)	Identify one-time costs.���(2)�Establish budget priorities.�Paragraph II-2-4��(3)�Develop budget requirements to meet PPBES events.

(a)	Develop requirement for the next budget year.

(b)	Conduct/participate in the mid-year review (MYR).

	Note:  Usually conducted in May.���(4)�Allocate/reapportion resources.�����Process	e.	TD budget development is an ongoing process that essentially never ends.  Plans 

Completion	must be continually updated and adjusted to meet resourcing and priority changes.

��Process	f.	The relationship of the TD planning process to the budget preparation is as follows:

Flows����		��Continued on next page

�II-2-7.  Resource Management:  Training Development Budget, Continued

��Decision	g.	Key TD management decision points in relation to short- and long-range training 

Points 	strategies and PPBES resource management actions are depicted in this chart.

	Note:  See Chapter IV-3, Interface with Other Systems/Processes.

��� EMBED Word.Picture.6  �����

Note 1:	Execution (current FY, e.g., FY 97).

	Budget (years 1-2 after execution year, e.g., FYs 98-99).

	Programming (years 3 through 8 after execution year, e.g., FYs 00-05).

	Planning (the ten FYs after the programming years, e.g., FYs 06-16).

Note 2:	The Structure Manning Decision Review (SMDR) provides justification for the training workload to the Army Program for Individual Training (ARPRINT).  TRADOC updates the manpower program for the Table of Distribution and Allowance (TDA) annually in the winter TRADOC Review of Manpower (TRM) (i.e., Management of Change [MOC] window).  This information is fed to units in TRADOC Manpower Guidance (TMG) and TRADOC Budget Guidance (TBG).

Note 3:	TRAS submission depends on resident course start dates.

Note 4:	Address equipment requirements and upgrades 
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