Enclosure 4A (Leader Development Expectations) to TRADOC FY 04 Command Training Guidance 


1. General.  Each curriculum for officers, WOs, and NCOs provides graduates who have essential sets of capabilities they can take into their next unit to refine and enhance those capabilities.  This section provides a compilation of the expected leader capabilities, by skill or grade level, and the ways to achieve those ends in FY 04-07.  It combines those capabilities expected in both IMT (minus IET) and PME.  The expectations of the Civilian Education System (CES) have yet to be determined, pending the completion of the CES needs assessment.

2. Officer Education System (OES).  

· Reintroduce the pillars of “theory, practice, history, and doctrine” as the framework and focus for officer curriculum development.  

· Scale the curriculums and their related focuses to meet the needs of the cohort of each grade level.  

· Emphasize the experiential learning model as the core method for developing lieutenants and captains. Place the officer in the elements of command and leadership during the conduct of small-unit operations for the lieutenants and up through battalion and brigade-level operations for captains in different environments and across the full spectrum of operations.   Produce an officer who is tactically and technically competent with the necessary adaptability, character, and values to lead and command combat operations in the COE for both major and small-scale contingency operations.  These officers must also have the ability to understand the differences between major and small-scale contingency operations, stability operations, and support operations, including training implications for unit readiness.  Officers must be able to respond effectively and quickly to multiple, simultaneous dilemmas. If we expect them to be successful, their training environment must be at least as complex and challenging as the environment they will face during operations.  

a. 2d Lieutenant.  Prepare 2d lieutenants for success in their first unit of assignment. Ensure they are tactically and technically competent officers and small-unit leaders with the moral character, confidence, and courage to lead a small unit within their assigned branch.  To develop and deliver this lieutenant, a progressive and sequential training program begins with precommissioning training (BOLC I – ROTC, USMA, OCS) and education, followed by common small-unit leader training (BOLC II) and then branch-specific training (BOLC III).  

(1) Focus on developing proficiency in common Army small-unit, direct leader skills while operating within a nonlinear, noncontiguous battlefield tactical environment.  The principal training strategy is hands-on and performance-oriented.  Provide each officer an AAR at the conclusion of each major training event, focusing on the performance of individual leadership skills.  Ensure every officer participates in a small-unit leader position in a contemporary mission environment, requiring combat skills in complex terrain.  Routinely employ a 360-degree individual progress evaluation, assessment, and feedback mechanism.  

(2) Prior to completing IMT basic officer leadership training, every officer will demonstrate proficiency in the common Army direct and small-unit leadership skills and associated tactical and technical branch requirements.  This basic officer leadership training will employ performance-oriented training.  To the extent possible, the training will be assignment-specific or assignment-oriented.  The pilots will determine the best place to teach these skills, knowledge, and attributes (SKAs) in BOLC I, II, or III.  End state—an officer who:

· Demonstrates proficiency in branch-related, small-unit leadership in a mission environment and who demonstrates mastery, knowledge, and understanding of: 

· The Army direct leadership values, skills, actions, and attributes required to successfully lead soldiers and small units in full-spectrum operations in the contemporary operational environment.

· Branch technical and tactical skills.
· Fieldcraft—day and night for sustained periods in variable conditions. Leaders must be comfortable and confident in the elements.

· Land navigation—dismounted and mounted, incorporating digital systems where applicable and resourced.

· Employment and operation of mission-essential equipment to accomplish branch-specific missions.

· Maintenance of individual clothing and organizational equipment in the field and preventive maintenance checks and services (PMCS).

· First aid, NBC detection, reporting, individual, and small-unit protective measures and decontamination.

· Individual and crew-served weapons organic to the small unit to which they likely will be assigned.

· Branch platoon-leading skills—focusing on troop-leading procedures and precombat inspections.

· Developmental counseling (Appendix C, FM 22-100, Army Leadership) for junior enlisted, sergeants, and staff sergeants.   

· The role of the NCO—team leaders, squad leaders, section and platoon sergeants—and the platoon leader in assessing; feeding back the results of that assessment; and planning, preparing, and executing mission-focused training in accordance with our training doctrine at the individual and small-unit level.  

· Knows how to work with NCOs in the accomplishment of unit missions to the collective standards outlined in the branch-appropriate MTP. 

· Continues to develop a warrior ethos, service ethic, and understanding of officership based on emerging concepts and doctrine. 

· Can lead a small unit in an effective AAR.

· Can successfully complete a full performance evaluation of the related combat proficiency tasks/drills within a virtual simulator (if available) demonstrating officer competence in the ability to both crew and command the major Army weapons platform to which the officer will be assigned.

b.  Captain.  Captains must be competent in tactical doctrine for the battalion task force (BN TF)- and brigade combat team (BCT)-related branch tactical doctrine.  Develop the captains’ understanding of combined arms. Infantry, Armor, Cavalry, and Aviation officers must be technically and tactically competent and know how to lead or command combined arms operations.  For other branches, ensure your officers know how to support combined arms operations at BN TF and BCT levels.  Captains must demonstrate:

· Proficiency to assess; feed back the results of that assessment; and plan, prepare, and execute mission-focused training in accordance with our training doctrine at the company and BN TF levels.  

· Brigade staff officer-level proficiency in our training doctrine for organizing, resourcing, and planning training for the type of brigade to which they are likely to be assigned. 

· Competency as staff officers, fully familiar with military planning and decision making, and with outstanding communication skills—reading, researching, effective writing, listening, and presentations. 

· Ability to assess training and provide effective AARs to subordinate leaders.  Address the performance assessment, doctrinal, TTP, and soldier manual crosswalk, and provide the specific elements of how to fix the performance shortfalls at the company level.  

· Proficiency in the Army maintenance and supply system for the type unit they will command

· Proficiency in developmental counseling (Appendix C, FM 22-100, Army Leadership) for junior enlisted, sergeants—master sergeants, and lieutenants.  

· To gain insights on leadership, doctrine, and tactics and the implications of technology, have captains read and digest combat studies on US Army historical battles and engagements.  To provide them a sense of pride and cohesion, have captains study US Army and their respective branch’s history, traditions, and customs.  To begin their joint education and training, captains will perform further study focusing on the contributions and history of the USAF, Navy, USMC, SOF, and the Coast Guard.  

c.  Major.  Focus on developing the direct and organizational leadership skills for their subsequent assignments in command and staff positions; mastering the operational doctrine as well as the joint doctrine for full-spectrum operations; and becoming academically accredited in their career specialties.  Majors must be competent staff officers, experts in military planning and decision making, and possess outstanding communication skills. Developing direct and organizational leadership skills necessary for commanding battalions and brigades is an essential component of the curriculum for operations career field (OPCF) officers, who represent the operational leadership and command cohort for our Army.  Begin preparing majors for commanding battalions and brigades by developing these skills through experiential learning applications and historical case studies and analyses.  OPCF officers must establish proficiency in brigade and battalion advanced warfighting skills and demonstrate the requisite skills for campaign planning for joint operations.  During this developmental experience, they will, as a minimum:

· Develop proficiency in the warfighting doctrine for division, corps, and joint task forces (JTFs) in full-spectrum operations.    

· Conduct thorough research and study of regional cultures, economies, military traditions, history, and contemporary national framework of security, for at least one combatant command’s area of responsibility, to include:

· Europe (west-central and eastern)

· Russia

· Southeast Asia

· China

· Northeast Asia

· Caspian Sea region

· Middle East/Persian Gulf

· Pakistan/India

· Central America

· South America  

· Research and study one major period in the evolution of warfare and the implications on theory and practice of warfare as it relates to the 21st century.  

· Demonstrate proficiency in the advanced application of our training doctrine for battalion, brigade, division, and corps with approved METL and adjustments to training proficiencies for small-scale contingency, stability, or support operations missions.

d. PCC Courses.  Continue to update officers on the latest information and lessons learned to help them be successful in command in your pre-command courses. Significant things we must train and educate them on are:

· FM 6-0, Command and Control, and Mission Command.

· OES Transformation and impact on their role in junior officer leader development.

· Digital skills. 

· Urban/complex terrain operations. 

· Strategic application of land power in both the joint and combined battlespace.

· FM 7-0, Training the Force.

3. WOES provides:  

· Performance-based certification and qualification training to develop WOs for progressively more difficult and complex assignments.  

· Highly specialized experts and trainers competent in technical, tactical, and leader SKAs.

· Creative problem solvers able to function in highly complex and dynamic environments.

· Proficient operators, maintainers, administrators, and managers of Army equipment, support activities, and technical systems.  

· A combination of branch-immaterial courses that deliver progressive and sequential training throughout an entire career.  Regardless of branch affiliation or occupational specialty, the thread that ties all WOES courses together is common core training. 

a.
Warrant Officer Candidate.  The Warrant Officer Candidate School (WOCS) evaluates and prepares candidates for appointment without regard to any specific MOS.  Candidates receive training in the performance of basic leader tasks.  They are assessed on the performance of these tasks and their potential to serve as WOs. Training takes place in a physically and mentally demanding, high-stress environment. The WOCS also provides MOS-immaterial training designed to assess the potential of candidates to become successful Army WOs and provide training in basic officer competencies.  Branch proponents provide functional MOS certification training and reinforcement for the leadership and core value training during the WOCS.   

b.  Basic Warrant Officer.  Warrant Officer candidate selectees are designated to attend an MOS-specific Basic Warrant Officer Course (WOBC) at the same time they are selected to attend WOCS.  The WOBC (including the Initial Entry Rotary Wing Qualification Course), conducted by Branch proponents, supports the MOS training and technical certification process.  This process ensures that all WOs attain the degree of technical and tactical competence needed to perform in their MOS at the platoon through battalion levels.  Training is performance-oriented and focuses on technical skills, leadership, effective communication, unit training, maintenance operations, security, property accountability, tactics, ethics, and development of subordinates.  WOBC proponents provide the resources (manpower, equipment, facilities, and so forth) to provide functional training and reinforcement to develop WOs who are highly specialized experts and trainers.  At endstate, WOs are fully competent in technical, tactical, and leader SKAs; creative problem solvers able to function in highly complex and dynamic environments; and proficient operators, maintainers, administrators, and managers of the Army’s equipment, support activities, and technical systems.  

c.  Intermediate Warrant officer.  The Army, as yet, has no course for this level of WO education.  The WOCC must analyze the requirements to develop a Warrant Officer Intermediate Course (WOIC).  The WOIC should provide MOS-specific training designed to update WOs on current and emerging technical and tactical requirements for their specialties and to enhance the level of technical skill and competence.  The course would be taught at the three- to four-year point of WO service (WOS).  This training can help warrant officers receive training/updates on fast-changing technology advances and equipment, thereby closing the gap that currently exists.  The WOIC should be performance-oriented, equipment-intensive training but should also take advantage of appropriate Advanced Distributed Learning applications. 

d.  Advanced Warrant officer.   Warrant Officers in the grade of CW3 attend the Warrant Officer Advanced Course (WOAC) at approximately the sixth year of WOS. This course is MOS-specific and builds upon the skills, knowledge, and experience developed through previous training and assignments.  The course provides the tactical, technical, and leader training needed to serve in company and higher-level positions.  The primary focus is directed toward leadership skill reinforcement, staff skills, and advanced MOS-specific training.  The course consists of two components:

· Action Officer’s Development Course.  A prerequisite MOS and branch- immaterial nonresident phase covering staff skills and roles. 

· Branch proponent-developed and administered resident phase. It includes leadership, ethics, communication, military law, and personnel management.  Branch:  approximately 85 percent of the course is MOS-specific technical and tactical training. Branch-immaterial training:  leadership, ethics, communication, military law, and personnel management make up the remaining15 percent.  Proponents validate and certify their WOs’ MOS technical and tactical competency in this course.
e.  Chief Warrant Officer 4.  The Warrant Officer Staff Course (WOSC) teaches CW4s battalion and higher staff officer and leadership skills.  Instruction includes decision making, staff roles and functions, organizational theory, Army structure, budget formation and execution, communication, training management, personnel management, and special leadership issues.  The WOCC must initiate the foundation work on developing instruction and methods for including the ISC-Warrant Officer Track and Distributed Learning (DL) into WOSC.

· ISC-Warrant Officer Track.   Proposes to provide branch-immaterial and branch-material battlefield operating system technical and tactical skills, to include JPME and digital systems proficiency training focused on battalion staff and functional leadership skills needed to serve as a CW4 senior battalion systems technician. 

· Distributed Learning (DL) Training.  This aspect of the course should incorporate resident and nonresident methodologies with remaining lecture/conference sessions to place more emphasis on the technical and tactical training to produce a battalion systems technician. 
f.  Chief Warrant Officer 5 (CW5). The Warrant Officer Senior Staff Course (WOSSC) provides a broader Army perspective required for assignment to CW5 positions as technical, functional, and branch systems integrators and trainers at the operational and strategic organizational levels.  Instruction focuses on force integration (“how The Army runs”) and provides up-to-date information on Army policies, programs, and special items of interest.  The WOCC must initiate the foundation work on developing instruction and methods for including the Master Technician—Master Level into the WOSSC.
· Master Technician – Master Level.  Provide CW5s with branch-immaterial training to be technical, functional, and branch systems integrators and trainers at operational and strategic organizational levels.
4.   NCOES.   Transforming NCOES is more than just updating the curriculum or adding a few new tasks.  This requires in-depth analysis at the current learning models, methods, and media.  We expect our NCO corps to actively participate in lifelong learning and mentor their subordinates to do the same.  

NCOs are masters of individual and small-unit training. They are our recognized experts in fieldcraft, basic marksmanship, soldier care, and technical skills. While sustaining these traditional skills, TRADOC must help develop NCOs who have the conceptual and interpersonal skills, can master how to learn new information quickly, and can adapt to rapid mission changes to take advantage of opportunities on the battlefield.  Introduce the “how to learn” skill set in IET. Build on this framework in PLDC and BNCOC.  NCOs must be able to think critically and act decisively, based on commander’s intent and good situational awareness.  As the Army evolves its forces and doctrine to meet full-spectrum operational requirements, the NCO corps must evolve. Individual and small-unit technical, tactical, and training competencies remain the focus.  Tasks normally associated with more senior NCOs will migrate downward.  Develop learning models and strategies that provide the staff sergeants and sergeants first class a broader understanding of not only combined arms, but also joint, interagency, intergovernmental, and multinational operations.  Begin developing NCOs who are competent battle staff NCOs at the SSG level and continue to grow and refine those skills at the SFC and MSG levels.  Continue re-energizing Project Warrior as a career enhancer and an optimal way to involve our NCO corps fully in teaching, doctrine, and training development.  Initial experiments with Fort Knox’s Gauntlet training show great promise. Continue to explore ways to expand the linkage between officer, WO, and NCO institutional leader development experiences. 

a.  Sergeant (SGT).  PLDC is not performance-oriented enough.  We spend too much instruction time in “death by VGT.” Continue transforming the course to devote upwards of 90 percent of the resident training time to problem-solving, performance-oriented training.  A clear grounding in troop-leading procedures must occur at this point.  Make developing “leading and training” SKAs take center stage.  Continue: 

· Focusing on the common direct leader “KNOW” skills.

· Providing immediate assessment and feedback.

· Providing experiential learning.

Initiate or continue training and education transformation to provide:

· More experiential, performance-oriented learning.

· Add “BE” and “DO” aspects of NCO leadership.

· NCO role in training management: individual soldier, section, and team training.

· Greater troop-leading procedures, precombat inspections, and fieldcraft.

· A standards-based education, evaluated by small-group leaders and peers.

· Ability to facilitate and actively participate in the AAR process.

· More challenging problem-solving situations.

b. Staff Sergeant (SSG).  Focus on making SSGs individual and small-unit tactical, technical, and training experts in their MOS and branch. Begin training battle staff skills needed for battalion battle staff operations. Initiate or continue the training and education transformation to provide:

· Performance-based learning.

· Clearer focus on leading and training within teams, sections, squads, and platoons.

· Enhanced MOS technical and tactical skills.

· Multiechelon, shared training events with other ranks.

· Exposure to the staff skills needed in the BN TF TOC.

c.  Sergeant First Class (SFC).  Expand the focus from MOS-specific training to the battlefield operating systems and combined arms. Main effort is on fighting, leading and training inside the platoon and company. Begin training battle staff skills for the BCT in concert with the battle captain counterpart in the CASC.  The officer-NCO relationship will receive more attention at this level. Continue training: 

· Common and MOS-specific direct leader skills

· Training management at the individual soldier and small unit.

· Expanded staff skills to perform battle staff functions inside the BN and BCT and fully complement the battle captain counterpart.

In FY 04-06, continue transforming SSG and SFC training and education to provide:

· Focus on fighting, leading, and training inside the platoon and company and the relationship to the company team and battalion task force.

· Battle staff skills to promote success inside the BN TF and BCT TOCs.

· Conceptual and interpersonal skills. 

· A BOS-centric and combined arms understanding and capability beyond the specific MOS.

· More multiechelon, common/shared training events with other ranks. 

· Focus on the officer-NCO relationship inside the company

d. Master Sergeant (MSG) and First Sergeant (1SG).  We do not provide any formal training between the ranks of SFC and MSG.  Today, we attempt to fill this void through two functional courses, First Sergeant Course and Battle Staff Course.  Neither is tied to promotion, and not all NCOs attend. Consequently, many newly promoted MSGs learn to succeed at their new rank the hard way—trial and error on the job.  In FY 04-06, we need to analyze the need to develop and implement a new standard Skill Level 5 course.  This potential course would provide all MSGs and 1SGs a core education consisting of leading, training, and some tactical skills.  Based on their MOS or assignment, these NCOs would also take one or more of the three additional tracks of Technical, First Sergeant, or Staff Skills.  This training should be a blend of advanced distributed learning and resident instruction taught in the Army School System.  The Senior NCO Course (SNCOC) would:

· Be conducted primarily on-demand, via ADL.

· Have a branch-immaterial core with some special tracks.

· Be focused on leading and training within the company and BN/BDE staff.

· Continue developing battle staff skills at the BCT.

· Develop battle staff integration skills needed for digital C4ISR systems.

· Provide the joint, interagency, intergovernmental, and multinational aspects of staff and leadership functions.

· Employ distributed simulations and be games-based.

e. Sergeant Major (SGM) and Command Sergeant Major (CSM).  If the Army implements skill level 5 for MSGs and 1SGs, then SGMs and CSMs would become skill level 6.  The capstone of NCOES continues to be the Sergeants Major Course.  Some of the same deficiencies mentioned about PLDC are also true of the current SMC. Replace teaching by VGT with problem solving activities, where students learn by doing.  The Command Sergeant Major Course (CSMC) must be linked to the Fort Leavenworth PCC and applicable Proponent PCCs as part of NCOES transformation. Continue to train and educate: 

· Battle staffs inside BCTs.

· How the Army runs.

· Sister services’ roles and missions.

· How to lead and train the battalion level and above.

· Group dynamics.

· Team building.

Initiate or continue to transform training and education for SGMs and CSMs to provide:

· More performance-based, simulation-driven exercises to explore full- spectrum operations within the COE.

· Education on leading complex organizations.

· Incorporation of joint operations.

· Building high-performing teams.

· Training and education on analog and digital operations.

· Command team relationships.
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