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The Training Development and Delivery Directorate (TDADD), U.S. Army Training and Doctrine Command (TRADOC), is the proponent for the Senior Training Manager Desk Reference.

The Desk Reference consists of a series of guides, which describe how to perform the various duties and tasks of an archetypal TRADOC Senior Training Manager.  It is directed at assisting Army officers and senior civilians who, for the first time, are assigned to a Senior Training Manager position in a TRADOC school.

The most common of these Senior Training Manager positions are:

· Training Department Director

· Director, Directorate of Training and Doctrine (DOTD)

· Quality Assurance Office (QAO)

· Commander, Training Brigade.

Other senior managers at TRADOC schools who may benefit from using the Desk Reference include:

· Commandant

· Director, Directorate of Combat Developments (DCD)

· Deputy Assistant Commandant (DAC)

· Assistant Commandant.

The specific intent of the Desk Reference is to enable Army officers and senior civilians to bring their branch experience to bear on Army training in a manner compatible with TRADOC procedures and guidelines.

TDADD recognizes that duties and tasks vary at different TRADOC schools and for different Senior Training Manager jobs.  As a consequence, the guides and performance aids that constitute this Desk Reference may require modification, depending on the school and position involved.

All senior training managers and their duty positions will be referred to as organizations and organization heads unless we are referring to only one specific position.
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PURPOSE
The purpose of this Desk Reference is to guide job performance, minimizing the need to remember everything you are supposed to do.   You use the guides in this book on the job during job performance.

TRAINING SUPPORT
This Desk Reference replaces the need to attend lengthy training in which you would attempt to learn everything you need to know to perform on the job.  Instead, TRADOC has developed a one-week training course for Senior Training Managers assigned to TRADOC schools.  At the course, students receive a copy of this Desk Reference.  The rest of the course consists primarily of training exercises that cause you to use the Desk Reference as you would on the job.


The Training Development and Delivery Directorate (TDADD), TRADOC.  presents the Senior Training Manager Course.  Contact TDADD for information on attending the course.
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USING THE SYSTEMS APPROACH TO

TRAINING
All TRADOC schoolhouse training is developed using the Systems Approach to Training (SAT) process.  Figure 1 provides a diagram of the SAT processes or phases as identified in TRADOC Regulation 350-70, Systems Approach to Training Management, Processes, and Products.

It is considered a systems approach because nothing is done in isolation and all processes or phases interact with each other.  The following table outlines the SAT process.

In this SAT Phase...


You ask and answer these questions...

Evaluation

Analysis

Design
· Is there a performance problem?

· Is it caused by a skill or knowledge deficiency?

      (Training only solves skill or knowledge 

      deficiencies.)

· What do we want performers to do?

· What do we want performers to do after training?

· How can we most effectively and efficiently train them to do it?

In this SAT Phase...


You do this...

Development

Implementation

Evaluation
· Create institutional training and training materials.

· Create exportable training materials for the field.

· Validate training and training materials.

· Train cadre.

· Train soldiers and civilians.

· Maintain training records.

· Ensure trainees can perform to standard.

· Ensure trainers present training as designed.

· Ensure training solved the performance problem.
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The figure below is a diagram of the Army’s Systems Approach to Training (SAT) as described in TRADOC Regulation 350-70.
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FIGURE 1.  SYSTEMS APPROACH TO TRAINING
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USING THE SYSTEMS APPROACH TO TRAINING (continued)
The Systems Approach to Training follows standard problem solving procedures to ensure:

· The problem is properly defined.

· All available information about the problem is identified.

· The most effective and efficient solutions are developed.

· The solution is properly implemented.

· All aspects of the process, as well as the final product, are evaluated to ensure they were done properly and solved the problem.

There is no timeline associated with performing the SAT process.   Generally speaking, the more time and resources you have, the more thorough the process and the more confidant you will be that the problem will be solved the first time out.  There are timelines associated with obtaining resources to develop training and training products.  These resource timelines are very difficult to manipulate and often slow down the process if you cannot accomplish your goal with available resources.



SAT AND TOTAL ARMY QUALITY
Total Army Quality (TAQ) is the Army’s management philosophy and requires personal commitment from leaders at all levels.  For training, total quality management is SAT.  It governs our:

· Processes

· Services

· Products

Together with our people, it provides Total Army Quality.

SAT establishes a standard reference point around which we can do meaningful, quality work.

SAT provides TRADOC the means to make continuous quality improvement a daily work ethic and a way of life for soldiers and civilians.

Appendix A, Total Army Quality, provides the basic principles for total quality management in training and training development.  It should be used as a guide when performing all Senior Training Manager Duties and Tasks.  All training and training development should start and finish with quality.
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DESK REFERENCE LAYOUT
In the Desk Reference:

· Duty I covers decisions regarding planning.

· Duty II covers decisions regarding performance.

· Duty III covers decisions regarding doctrine.

· Duty IV covers decisions regarding resources.

The Desk Reference provides guides or job aids for performing 22 Senior Training Manager tasks.  Tasks, in turn, are grouped under the four major duties described above.  Appendices provide additional information about the tasks and duties.

As depicted in the samples on pages 6 and 7, The Desk Reference is laid out in the following general format:

· The LEFT-HAND PAGE (even-numbered pages) lists TASK STEPS and EXPANDED STEP INFORMATION in a two-column layout.

· The facing RIGHT-HAND PAGE (odd-numbered pages) provides still more information relevant to the steps on the left-hand page.

· Any additional information needed is found in the supporting appendices, which may be referenced from either the left- or right-hand page.
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SAMPLE LEFT-HAND PAGE

The left-hand column lists STEPS.  The right-hand column lists EXPANDED STEP INFORMATION.  Reference to RIGHT-HAND PAGE is circled below.


DUTY I.  DECISIONS REGARDING PLANNING





TASK 1.  Approve long-range plan





STEP


EXPANDED STEP INFORMATION



1. Ensure the doctrine development plan covers all known requirements.


Requirements to develop new or revise existing doctrine normally come from:

· Cyclic review.

· A general officer.

· User informal request to “look at” current doctrine.

· The requirements determination process (see Appendix B) as a result of the selection of doctrine as a solution set to a war-fighter requirement.

· A materiel or organizational solution that will impact current doctrine.

See Table I-1-1 for guidelines for reviewing the doctrine development requirements.





Continued on Page I-1-6

DOCLIT
Doctrinal literature

FC

Field circular

FM

Field manual

IPR

In-process review

TC
        Training circular

TR
        TRADOC regulation
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SAMPLE RIGHT-HAND PAGE




The RIGHT-HAND page provides additional information that may be helpful in performing the steps on the left page.  This table is specifically referred to in Step 1.


DUTY I.  DECISIONS REGARDING PLANNING



TASK 1.
Approve long-range plan


The table below provides guidelines for reviewing doctrine requirements for planning purposes.



TABLE I-1-1.  REVIEW DOCTRINE DEVELOPMENT REQUIREMENTS





PROCEDURE
PROCESS



Review a 5-year doctrinal literature program.


1. Are all doctrinal literature requirements identified?

· New, revised, changed or consolidated proponent field manuals (FMs), training circulars (TCs), field circulars (FCs), and joint publications.  See TR 25-30.  Requirements may be generated from:



Future Operational Capabilities.



Operational, functional, or branch concepts.



Battle labs.



IPR issues.



Training issues.



Lessons learned.



General officer guidance.

· Cyclic doctrinal reviews

· HQ TRADOC and other higher headquarters tasking priorities on doctrine workload.

2. Are material and manpower resources adequate and based on the requirements identified in 1, above?

3. Are required man-year efforts identified?





Continued on Page I-1-5
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USE OF ACRONYMS
A list of acronyms is in Appendix M.  As space allows, the text lists acronyms used at the bottom of one of the two facing pages.  When space does not allow the listing of acronyms where they were used, you can refer to Appendix M.

HOW TO USE
Using the Desk Reference is easy.

1. Look in the Table of Contents to find the Duty and Task that seems to best relate to your needs.

2. Turn to the appropriate Duty and read its Introduction: all duties have an accompanying introduction.  If the Duty seems on the mark, turn to the appropriate Task.

3. Follow the steps for the Task.

4. Some Tasks have accompanying worksheets, which have been collected in Appendix L of the Desk Reference.  The introductory text to a Task will clearly indicate that a worksheet has been developed for it.

5. As an alternative, use the Index at Appendix N to find specific information desired.

Note:  The Desk Reference IS NOT a regulation and should not be cited as such.  The Desk Reference is a guide and job aid for management of the training and doctrine development process.
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DUTY I.
DECISIONS REGARDING PLANNING

Introduction
TASK 1.
Approve long-range plan.

TASK 2.
Approve short-range or special project plan.

TASK 3.
Approve input to school/installation mobilization plan.

RELATED APPENDICES

Appendix A.
Total Army Quality

Appendix B.
Identify Performance Problems

Appendix F.
Resourcing

Appendix J.
Prioritization

Appendix K.
Contract Management Planning
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DUTY I REFERENCES

CJCSI 3170.01B
Joint Capabilities Integration and Development System (JCIDS)

AR 385-10
The Army Safety Program

TR 25-30
Preparation, Production, and Processing of Armywide Doctrinal and Training Literature (ADTL)

TR 350-35
Combined Arms Training Strategy

TR 350-70
Systems Approach to Training Management, Processes, and Products

TR 351-10
Institutional Leader Training and Education

TR 351-18
The Army School System (TASS)

FM 3-100.4                               Environmental Considerations in Military Operations.

TRADOC Pam 71-9
Requirements Determination

TRADOC Pam 525-3-0
Future Force Concepts

TRADOC Pam 525-3-0.1
Future Operational Capabilities
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INTRODUCTION
Planning provides the detailed scheme or method for developing training and doctrine.  It involves all Systems Approach to Training (SAT) phases and the planning of all aspects of training and doctrine development including but not limited to resources aspects that include funding, staffing, and scheduling.  The degree of planning varies with the office or command level.  It is a continuous process and should cover one to fifteen years.  Planning helps ensure the most efficient use of manpower and other resources to provide the most important training and doctrine first.  The training developer must continually update and adjust training development plans to meet resourcing and priority changes.

Figure I-1 shows the Planning, Programming, Budgeting, and Execution time frames.  You must consider these lead times when planning, especially when financial resources are involved.

THIS DUTY I TASK:


DESCRIBES WAYS TO DO THIS:

1. Approve long-range plan.
· Approve the doctrine development plan.

· Approve the training development plan.

2. Approve short-range or special project plan.
· Approve resources to achieve the short-range or special project training and doctrine development mission.

3. Approve input to school/installation mobilization plan.
· Approve input to the school/ installation mobilization mission.
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FIGURE I-1.  PPBES AND THE FISCAL YEARS

(See Page IV-1-1)
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TASK 1.
Approve long-range plan

You should be here if you have to approve your organization or special project long-range requirements.  For planning purposes, you should consider anything outside the year of execution (does not yet have resources provided) as being covered by this task.

Return to DUTY I Menu
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TASK 1.
Approve long-range plan

STEP
EXPANDED STEP INFORMATION



1. Ensure the doctrine development plan covers all known requirements.
Requirements to develop new or revise existing doctrine normally come from:

· Cyclic review.

· The chain of command.

· User informal request to “look at” current doctrine.

· The Requirements Determination process (see Appendix B) as a result of the selection of doctrine as a solution set to a required battlefield capability.

· A materiel or organizational solution that will impact current doctrine.

See Table I-1-1 for guidelines for approving the doctrine development requirements.

Continued on Page I-1-6
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DLMP
Doctrinal Literature Master Plan

DOCLIT
Doctrinal Literature

FC
Field Circular

FM
Field Manual

IPR
In-Process Review

RDP
Requirements Determination Process

TC
Training Circular

TR
TRADOC regulation

TASK 1.
Approve long-range plan

The table below provides guidelines for approving doctrine requirements for planning purposes.

TABLE I-1-1.  APPROVE DOCTRINE DEVELOPMENT

REQUIREMENTS

PROCEDURE
PROCESS



Review a 5 year Doctrinal Literature Program.
1. Are all doctrinal literature requirements identified?

· New, revised, changed or consolidated proponent field manuals (FMs), training circulars (TCs), field circulars (FCs), and joint publications.  See TR 25-30.  Requirements may be generated from:




Requirements Determination process.




Battle labs.




IPR issues.




Training issues.




Lessons learned.




General officer guidance.

· Cyclic doctrinal reviews

· HQ TRADOC and other higher headquarters tasking priorities on doctrine workload.

2. Are material and manpower resources adequate and based on the requirements identified in 1, above?

3. Are required man-year efforts identified?

4. Have doctrinal literature milestones been established using backward planning based on requirements in Duty III?

5. Have division/branch/special project requirements been consolidated into a draft organization doctrinal long-range plan?



Continued on Page I-1-5
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TASK 1.
Approve long-range plan


The table below provides guidelines for approving doctrine requirements for planning purposes.

TABLE I-1-1.  APPROVE DOCTRINE DEVELOPMENT

REQUIREMENTS (Continued)

PROCEDURE
PROCESS



Review the doctrinal literature master plan priorities.
1. Do production priorities support AC, CG, and higher headquarters guidelines?

2. Were production priorities properly staffed?

3. Have production priority problems been resolved?



Approve doctrine development workload.
1. Does the workload include appropriate doctrine development/SME requirements?

2. Do workload requirements include production personnel and resource requirements (e.g., management, writing, editing, graphics, clerical, etc.)?
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AC
Assistant Commandant

CG
Commanding General

SME
Subject matter expert

TASK 1.
Approve long-range plan

STEP


EXPANDED STEP INFORMATION

2. Ensure the training development plan covers all known requirements.
Training organizations will be involved in revising current training or developing new training.

Requirements to revise existing or develop new training may come from:

· The Requirements Determination process as a result of the selection of training as a solution set to a requirement.

· A materiel, organizational, doctrinal, or leader development solution that impacts current training.

See Table I-1-2 for guidelines for approving training development requirements.



Continued on Page I-1-8
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BOIP
Basis of issue plan

CAD
Course administrative data

CDD
Capabilities development document

ICD
Initial capabilities document

ITP
Individual training plan

POI
Program of instruction

QQPRI
Qualitative and quantitative personnel requirements information

SAT
Systems Approach to Training

SMMP
System MANPRINT Management Plan

STRAP
System training plan

TRAS
Training Requirements Analysis System

TSP
Training support package

TASK 1.
Approve long-range plan

The table below provides guidelines for approving training requirements for planning purposes.

TABLE I-1-2.  APPROVE TRAINING DEVELOPMENT REQUIREMENTS



PROCEDURE
NOTES

Approve input to revise current training
1. Were current training development long-range plans reviewed?

2. Are implications of any proposed changes and the resources necessary to implement them included?  Changes might come from HQ TRADOC, the school commandant, AC, input from the field, or from internal or external evaluations.

· Have SAT process requirements of any proposed changes been identified?  See TR 350-70 for minimum essential requirements and Duty II for what it takes to do the tasks.

· Have Training Requirements Analysis System (TRAS) revision requirements (ITP, CAD, and POI) been identified?  See TR 350-70 and Appendix G.

· Have TSP revision requirements been identified?  See TR 350-70.



Approve input to new systems training documents
1. Have materiel acquisition training inputs (ICD, CDD, SMMP, QQPRI, and BOIP) been identified?  See CJCSI 3170.01B and Duty II, Task 7.

2. Have STRAP development requirements been identified?  See Duty II, Task 8.

3. Have SAT process requirements been identified?  See TR 350-70 for minimum essential requirements and Duty II for what it takes to do the tasks.

4. Have Training Requirements Analysis System (TRAS) revision requirements (ITP, CAD, and POI) been identified?  See TR 350-70 and Appendix G.

5. Have TSP development requirements been identified?

6. Have facility input requirements to the Engineer Installation Long-range Plan been identified?

7. Have environmental impacts been identified?  See FM 3-100.4/MCRP-4-11B and Duty II, Tasks 2 and 3.

8. Have force protection and risk management factors been identified?  See AR 385-10, The Army Safety Program.
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TASK 1.
Approve long-range plan

STEP
EXPANDED STEP INFORMATION



3. Approve the training development workload to perform functions identified in steps 1 and 2.
Is the workload correctly reflected?

How was the training development workload (TDW) requirement determined?

· Were historical data used (generally considered most accurate)?

· Were all requirements for instructor/writers and SMEs considered for each SAT phase?  See Table I-1-3 for SAT TDW requirements.  The table attempts to identify all possible workload requirements.  You can tailor it by selecting only those that apply to the specific situation with which you are dealing.

· If TRADOC Estimated Time Values (available from the Training Development Workload Planner) were used, were factors unique to this project or situation considered?

Continued on Page I-1-10
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BOIP
Basis of issue plan

CAD
Course administrative data

IKPT
Instructor and key personnel training

ITP
Individual training plan

MANPRINT
Manpower and Personnel Integration

MTP
Mission training plan

POI
Program of instruction

QQPRI
Qualitative and quantitative personnel requirements information

SAT
Systems Approach to Training

SME
Subject matter expert

STP
Soldier training publication

STRAP
Systems training plan

TDW
Training development workload

TSP
Training support package

TASK 1.
Approve long-range plan

The table below provides guidelines for reviewing TDW requirements for planning purposes.

TABLE I-1-3.  REVIEW TDW REQUIREMENTS



PROCEDURE
NOTES

Review training development instructor/ writer requirements
Are instructor/writers needed for the following training development processes?

· Analysis:



Assess real/expected performance problems.



Perform mission analysis.



Perform collective task analysis.



Perform job analysis.



Perform individual task analysis.



Write STRAP.



Write ITP.



Prepare MANPRINT training input.



Prepare QQPRI training input.



Prepare BOIP training input.


Design:



Write objectives.



Prepare environmental risk assessment.



Conduct risk assessment.



Design/develop tests.



Validate tests.



Select training site(s).



Select methods and media for training.



Sequence and structure the training.



Write CAD.



Design MTP.



Design Drills.



Perform environmental risk assessment. 

           Write POI


Development:



Develop training materials.



Develop TSP.



Write MTP.



Plan Staff and Faculty Training.



Prepare input for new systems documents.



Write drills.



Validate Products.


Implementation:



Provide or undergo |Staff and Faculty Training.



Monitor implementation.



Maximize safety and manage risk.


Evaluation:



Perform internal evaluation.



Perform external evaluation.

Review SME requirements.
Generally, SMEs are required for each of the above processes unless the instructor/writer is also considered an SME.
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TASK 1.


Approve long-range plan

STEP
EXPANDED STEP INFORMATION



3. Approve the training development workload to perform functions identified in steps 1 and 2 (Continued).
In the absence of historical information, you can find estimated time values (ETVs) for various training development requirements in TRADOC Estimated Time Values for Training Development, which is available in the Training Development Workload Planner, an automated system at each school that is maintained by ATSC (in ASAT).

Estimated time values allow you to estimate the training development requirement for planning purposes based on TRADOC-wide averages.

CAUTION:  Be very careful if you use averages to estimate development time [Averages can be very misleading].  For example: while new simulation development may have an AVERAGE 245 man-days development time; a complex technical simulation could easily take 500 or more man-days.  This is why the best method for estimating development time is to use historical data (how long it has taken you in the past.)



3. Approve organization Long-range Plan.
See Table I-1-4 for guidelines on what your organization Long-range Plan should include.



4. Provide organization input to school Long-range Plans.
Long-range Plans generally cover 1-15 years beyond the current year of execution.  Organization input to school long-range plans includes both training and doctrine development requirements.



END
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ASAT

Automated Systems Approach to Training

ATSC

Army Training Support Center

ETV

Estimated time values

MCA

Military Construction Army

MS3

Manpower Staffing Standards System

SAT

Systems Approach to Training

SME

Subject matter expert

TDWP-ASAT
Training Development Workload Planner - Automated Systems Approach to Training

TRAS

Training Requirements Analysis System

TASK 1.
Approve long-range plan




The table below provides guidelines for approving your organization Long-range Plan.

TABLE I-1-4.  LONG-RANGE PLAN



QUESTIONS
NOTES



Has the workload for the next 1-15 years been approved?
See Step 3 for determining training development workload.  See Step 1 and Duty III, Task 1 to determine doctrine development workload requirements.



Have requirements been prioritized against workload capabilities?
Appendix J offers a sample of how to prioritize requirements.  The Training Development Workload Planner (TDWP) - ASAT allows the entry of integrated priorities for each requirement and the manual or automatic re-sequencing of existing integrated priorities.  Duty III, Task 3 contains information about doctrine development priorities.

 

Have goals, objectives, and milestones been established?
Articulate each SAT process and subsequent product as an organization goal or objective, and establish milestones to meet the development requirement.

Establish milestones through backward planning to ensure follow-on, dependent processes and products have the necessary preparatory work accomplished prior to their required start date (see Duty I, Task 2).



Have all personnel requirements been identified?
The branch, division, or project personnel requirements are a combination of the training developers and SMEs necessary for both doctrine and training development requirements.  TRAS provides important data for MS3 formulas that are used to determine personnel requirements.



Have all facility and/or equipment requirements been identified?
Justify training and training development facilities and equipment based on training effectiveness and efficiency issues.  Include the impact if the facilities or equipment are not received.  Ensure interface with the Engineer Installation Long-range Plan.  It takes a minimum of 5 years to obtain MCA facilities.
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TASK 2.


Approve short-range or special project plan

You should be here if you have to approve your organization short-range or special project requirements.

In this instance, short-range or special project planning covers those things your organization is doing during the current year of execution.
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TASK 2.


Approve short-range or special project plan

STEP
EXPANDED STEP INFORMATION



1. Review current long- and previous short-range plans.
The current long-range plans will provide a starting point for determining the requirements for the new short-range or special project plan.

Current long-range plans show what is planned for accomplishment in the upcoming year of execution, that is, the year you are now planning.

Previous short-range plans show what was scheduled for accomplishment in the past year.  In the new plan, you need to consider items that, for whatever reason, were not completed.

If there are no current plans available see Task 1 for developing long-range plans and start with step 2, below, for developing an initial short-range plan.



1. Review organizational requirements.
Table I-2-1 provides a list of the various documents that affect training and doctrine development requirements for the next year of execution.

If you have a special project, you need to develop the requirements for the project and incorporate it in your plan.

Short-range plans generally focus on four areas:

· Time

· Money

· People

· Equipment/material.



Continued on Page I-2-4
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TASK 2.
Approve short-range or special project plan


The table below identifies documents that provide short-range planning requirements.

TABLE I-2-1.  DOCUMENTS THAT PROVIDE

TRAINING/DOCTRINE

DEVELOPMENT CRITICAL PLANNING INFORMATION



Requirements Determination process related documents:

· TRADOC Pam 525-3-0 (Future Force Operations).

· TRADOC Pam 525-3-0.1 (Future Operational Capabilities).

· Science and Technology Master Plan (STMP).

Materiel acquisition related documents:

· Basis of Issue Plan (BOIP).

· Systems training plan (STRAP).

· New equipment training plan (NETP).

· Capabilities development document (CDD).

· Initial capabilities document (ICD).

· Displaced equipment training plan (DETP).

· Qualitative and quantitative personnel requirements information (QQPRI).

· Training aids, devices, simulators, and simulations (TADSS) requirements documents.

· Logistics Support Analysis Report (LSAR).

· Integrated Logistics Support Plan (ILSP).

· Material fielding plan.

· System MANPRINT Management Plan (SMMP).

TRAS related documents provide training and training development information:

· Individual training plan (ITP).

· Course administrative data (CAD).

· Program of instruction (POI).

The Army Doctrinal Training Literature Program (ADTLP) provides information on the publication milestones for FMs, TMs, STPs, and TSPs.

The Branch Combined Arms Training Strategy (CATS).

Environmental, Risk, and Safety Assessments.
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BOIP
Basis of Issue Plan

MANPRINT
Manpower and personnel integration

FM
Field manual

TM
Technical manual

STP
Soldier training publication

TSP
Training support package

TASK 2.
Approve short-range or special project plan

STEP
EXPANDED STEP INFORMATION



3. Review personnel required to accomplish identified requirements.
Are training development instructor/writer, subject matter expert, and support staff (e.g., editor, graphics, etc.) necessary to produce the training products identified?  (See SAT process or input to documents listed in Table I-2-1 on page I-2-3.)

Are the quantity and qualifications for training development instructor/writers and subject matter experts necessary to conduct each process and develop each product adequate?



3. Review facility/ equipment requirements.
Are the facilities and equipment that the personnel identified in Step 3 will need to accomplish their requirements correct and available?

Give special attention to hardware, software, and database requirements for use in training development because these items may require Other Procurement Army (OPA) dollars.



3. Review TDY requirements.
Are the TDY requirements necessary to complete each task and develop each product including location, length, and number of individuals identified?



Continued on Page I-2-6
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Other Procurement Army

SAT
Systems Approach to Training

TDY
Temporary duty
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TASK 2.
Approve short-range or special project plan

STEP
EXPANDED STEP INFORMATION



6. Review milestones.
Have milestones been established for starting and completing each training development product?  Typical scheduling tools include:

· Work breakdown structures (WBS) - used to provide a listing of tasks to be undertaken, who are responsible, the duration, and the cost.

· Gantt charts - used to provide easy reference to task beginning and ending dates.

· Network diagrams - used to show start and end times and to show how changes will impact on the overall project.  Examples of network diagrams include:



PERT (Program evaluation & review technique).



CPM (Critical path method).



Milestone charts.

Have all milestones been coordinated with the appropriate office responsible for the overall development of that product?



Continued on Page I-2-8
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TASK 2
Approve short-range or special project plan

STEP
EXPANDED STEP INFORMATION



7. Review organization cost elements.
Life-cycle cost elements are in two areas:

· Direct costs associated with carrying out the tasks involved in completing the project.  These include such things as labor costs, material costs, contracted services, etc.

· Overhead costs* associated with the administration of the project.  These include such things as planning, quality control, management, in-process reviews, etc.


*
Overhead costs for major programs or programs of high risk (high level of uncertainty) may be as much as 50-65% of the total costs.

Areas that historically cause errors when identifying cost elements are listed in Table 1-2-2.

Continued on Page I-2-10
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TASK 2.
Approve short-range or special project plan


Areas that historically cause errors in identifying cost elements include:

TABLE I-2-2.  HISTORICAL ERRORS



1. Poor technical estimates regarding time and costs.

2. Subject matter experts not used in planning and costing.

3. Changes made while the project is on-going, including:

· Overcoming unforeseen technical problems.

· Changes in the political climate (the boss changes).

· Changes in the user requirement.

· Proposed improvements by the technical or administrative staff (That’s nice, but if it could do this also, it would be even better).

4. Environmental factors, security factors, and safety requirements not considered at the start.
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TASK 2.
Approve short-range or special project plan

STEP
EXPANDED STEP INFORMATION



8. Review organization costs.
You can estimate costs in two ways:

· Use a bottom-up method.



Create a detailed work breakdown structure identifying all the tasks required to complete the project.



Make cost estimates for each of the tasks identified in the work breakdown structure using the cost elements identified in Step 7.



Add up each of the estimated costs.

· Use a top-down method for a rapid estimate.  See Table I-2-3 for top-down methodology.  While this method provides ballpark estimates, it is not as accurate as the bottom-up method.



Continued on Page I-2-12
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TASK 2.
Approve short-range or special project plan


The table below provides a top-down methodology for estimating project costs when contracting for the job.

TABLE I-2-3.  TOP-DOWN COST ESTIMATING




LABOR COSTS



Professional
(hours x $/hr) ______________



Technical
                     (hours x $/hr) ______________



Administrative
(hours x $/hr) ______________








           Labor Subtotal
___________


FRINGE BENEFITS
(25% of labor)




___________


OVERHEAD

(65% of labor + Fringe)


               ___________


OPERATIONS







___________


MAINTENANCE






___________


OTHER



TDY Per Diem



________________



______________



________________



______________



________________



______________



________________



______________



________________



______________








Other subtotal
                ___________








CONTRACTOR FEE
  ___________








GRAND TOTAL    
  ___________



                

The first step in top-down estimating is to estimate how many people, (professional, technical, and administrative) will be required to accomplish the plan.  Then determine their cost by multiplying their rate times the estimated number of hours they will be required on the task.  This gives you an estimate of the labor costs.  If you are estimating costs for contracting out the project(s), estimate fringe benefits by multiplying the labor costs by .25.  Estimate overhead by adding the labor costs and fringe benefits and multiplying by .65.  Then add these estimates to your estimates for operation and maintenance costs and any other cost elements such as TDY.  This will give you an estimate for the project(s).  Also, if you are estimating contractor costs, add in the contractor’s fee for the grand total.
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STEP
EXPANDED STEP INFORMATION



9. Review coordination with other agencies.
This plan covers each resident and nonresident course, all training and doctrine products, and all training development processes.  The preparation of this plan involves coordination between all directorates, departments, and units, including the Reserve Components, within the school and, often, with organizations external to the school to ensure success.



9. Approve the plan.




11. Provide input to the Master Evaluation Plan.
The Master Evaluation Plan (MEP) is an overall strategy that describes specific actions for conducting internal and external evaluations, assistance visits, and accreditation requirements.  It is written by a Quality Assurance Office (QAO), or equivalent in support of the overall training development and implementation effort.

The evaluation agency must obtain input from instructional departments and training developers to properly develop a plan that reflects the needs and priorities of the school.  Table I-2-4 provides guidelines for reviewing MEP input requirements.

If you do not play an early part in this process, you may find yourself involved in a misdirected or unhelpful evaluation that will be difficult to change later.



Continued on Page I-2-14
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PFTEA
Post-fielding training effectiveness analysis
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Quality Assurance Office

TEA
Training effectiveness analysis

TASK 2.
Approve short-range or special project plan


The table below provides general guidelines for reviewing Master Evaluation Plan input.

TABLE I-2-4.
REVIEW MEP INPUT



REVIEW....


FOR...



· Input to new MEP.
All appropriate organization requirements.  All new training should be internally and externally evaluated.  Current training should be reviewed periodically (depending on resources and priorities) or when information from the training departments or the field indicates there is a problem that might be related to training.  Sources of information include:

· TEA-4 (old PFTEA).

· Internal course evaluation.

· External evaluation.

· Interviews with students.

· Telephone calls from the field.

· Reports from trainers.

Does input to the plan identify:

· What you think needs to be evaluated.

· Why it needs to be evaluated.

· What you intend to do with the results?

Ensure your input reflects the need for feedback concerning the quality of training, competency of graduates, and utility of training products (include resident training, nonresident training, distributed training, and training aids, devices, simulations, and simulators).



· MEP input coordination
The QAO has evaluation expertise and can assist in determining what needs to be done and developing milestones.



· MEP update information as situation or conditions warrant.
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TASK 2.
Approve short-range or special project plan

STEP
EXPANDED STEP INFORMATION



12. Check achievement of milestones against plan.


Strategies for saving time/resources are provided in Table I-2-5.

13. Direct revision of plan as necessary.




14. Ensure planning decisions are documented as part of your audit trail.
Audit trails document reasons for decisions (including the CG said do it), can save considerable time, and, in some instances, litigation problems later.



END
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TASK 2.
Approve short-range or special project plan


The table below provides strategies for saving time/procedures during training development.

TABLE I-2-5.  TRAINING DEVELOPMENT TIME SAVERS



· Plan reviews at several points early in the development process.  Keep a list of items to be changed.  Errors cost more the longer they go uncorrected.

· Contact other departments/schools/services to ensure that the material you require has not already been developed and you are not making plans to “reinvent the wheel.”  A repository for training information for all the services is:



The Defense Manpower Data Center



99 Pacific Street



Suite 155A



Monterey, CA  93940



Telephone: (408) 655-0400

                  www.dmdc.osd.mil


You should routinely use them anytime new training is being planned.

· Investigate the use of job aids first.  A good job aid may eliminate or reduce the need for training.

· Consider exportable training early since this is normally less expensive than resident training.

· Consider distributing part of the course (pre and/or post) to allow a shorter resident portion.

· Have appropriate support -- clerical, ADP, editor, visual information, etc. -- for training developers and SMEs.  This can provide significant savings in man-days during development.

· Set up a team that goes from analysis through evaluation for continuity.
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Automatic data processing

SME
Subject matter expert
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TASK 3.
Approve input to school/installation mobilization plan


You should be here if you have to approve organization requirements for your school/installation mobilization plan.
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TASK 3.
Approve input to school/installation mobilization plan

STEP
EXPANDED STEP INFORMATION



1. Review current plan, directives, LOIs, audit trails, etc.
Current plans, directives, MOIs, etc., provide valuable information as to what is required and how it has been approached previously.



1. Review organization input to plan.
· Review TMOPS.

· Review ORGANIZATION requirements.

· Was input staffed with appropriate departments?

· Was input revised based on comments?



2. Review update input to mobilization ARPRINT.
· Review ARPRINT requirements.  See Table I-3-1.

· Did training activities consider MOB ARPRINT?

· Have appropriate resource requirements been considered?  See Table I-3-2.

· Have mobilization requirement shortfalls been identified?

· Have class schedules been consolidated?

· Has data been entered into ATRRS?



3. Review input for MOB TDA.
· Were MOIs reviewed?

· Was input staffed within the organization?

· Is a mobilization personnel roster being maintained?



Continued on Page I-3-4
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ATRRS
Army Training Requirements and Resources System

CAD
Course administrative data
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Letter of instruction

MOB
Mobilization

MOI
Method of instruction

POC
Point of contact

TDA
Table of distribution and allowance

TMOPS
TRADOC Mobilization and Planning System

TASK 3.
Approve input to school/installation mobilization plan


The table below provides general guidelines for reviewing ARPRINT mobilization requirements.

TABLE I-3-1.  REVIEW ARPRINT MOBILIZATION

REQUIREMENTS



1. Have organization MOIs for development of the MOB ARPRINT been reviewed?

2. Have higher headquarters guidance and directives (TMOPS) been reviewed?

3. Have guidance and directives been followed?

4. Has peacetime/MOB course comparison list been prepared?

5. Has the peacetime/MOB list been distributed to all affected agencies (i.e., facilities, equipment, support personnel, trainers, etc.)?

6. Have all courses that will continue or commence during MOB been correctly reflected?

7. Have any peacetime-only courses incorrectly included on the MOB list been identified?

8. Has the MOB course length for all courses been identified?




The table below provides general guidelines for reviewing MOB resource requirements.

TABLE I-3-2.  IDENTIFY MOB RESOURCE REQUIREMENTS



1. Has the student load capacity been determined?

2. Have student population figures been determined?

3. Have capabilities to teach courses listed on ARPRINT based on 1 and 2 above been determined?

4. Have frequency, start, and end dates for each course (e.g., Mobilization + x days for the start date determines the finish date) been determined?

5. Have constraints to the MOB training mission been determined?

6. Have course administrative data (CAD) been verified?
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EXPANDED STEP INFORMATION



5. Approve updated input to the school mobilization plan.
· Were all HQ TRADOC, installation, and directorate guidance and directives reviewed?

· Was the current school annex to the installation mobilization plan reviewed?

· Were appropriate guidance and directives to subordinates provided?

· Was subordinate input consolidated?

· Was organization input staffed with appropriate agencies and personnel?

· Did final organization input reflect staffing?



5. Ensure training/ doctrine development decisions are documented as part of your audit trail. 
Audit trails documenting reasons for decisions (including the CG said do it) can save considerable time and, in some instances, litigation problems later.



END
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INTRODUCTION
The training development process involves all Systems Approach to Training (SAT) phases for training development projects.  This duty provides the details necessary to plan and execute training and training development.  Training Development includes developing new courses, revising existing courses, and developing and revising all the training products required to support resident, nonresident, and unit training for both the Active Army and Reserve Component.  It requires considerable cooperation among many schoolhouse agencies and the field to ensure training analysis, design, development, implementation, and evaluation proceed smoothly and on schedule.

THIS DUTY II TASK:


DESCRIBES WAYS TO DO THIS:

1. Approve assessment of performance problems.
· Review soldier performance problems.

· Review causes of soldier performance problems.

· Review recommendations to revise or develop training to correct identified performance deficiencies.

· Coordinate with school components and the field, as necessary.

· Ensure incorporation of requirements determination results in the needs assessment.



1. Approve the analysis process.
· Direct mission, collective, job, and individual task analysis.

· Review/approve individual training plans (ITP).

· Ensure audit trails of all analysis documents are maintained.



Continued on Page II-2
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INTRODUCTION

(Continued)

THIS DUTY II TASK:


DESCRIBES WAYS TO DO THIS:

3. Approve the training design process. 
· Direct individual and collective training design.

· Ensure an audit trail of all design decisions is maintained.



3. Approve the training development process.
· Direct development and validation of individual and collective training and training products.

· Ensure an audit trail of all development decisions is maintained.



4. Approve the implementation of training.
· Ensure delivery of training is based upon design/ development.

· Ensure implementation schedule meets milestones.

· Ensure prompt response to student inquiries/ problems.

· Ensure an audit trail of all implementation decisions is maintained.



5. Approve evaluation of the training development process and products.
· Direct changes based upon evaluation results.

· Ensure evaluation milestones are met.

· Ensure an audit trail of all evaluation decisions is maintained.



6. Approve training input to combat development documents.
· Approve NETP input.

· Approve ICD training input.

· Approve CDD training input.

· Approve SMMP training input.

· Approve QQPRI training input.

· Approve BOIP training input.



7. Approve systems training plan (STRAP) development.


· Ensure STRAP training strategy is effective and meets established format.
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BOIP
Basis of issue plan

CDD
Capabilities development document

ICD
Initial capabilities document

NETP
New Equipment Training Plan

QQPRI
Qualitative and quantitative personnel requirements information

SMMP
System MANPRINT Management Plan

STRAP
System training plan

TASK 1.
Assess performance problems

OVERVIEW
As a director or commander, you must be actively involved in influencing soldier performance in the field.

To provide adequately trained soldiers to the field, you must identify and document any gap between the desired and actual performance of the soldiers.

The triggering circumstance is the identification of a performance problem or a required capability, often prompted by new or changed doctrine, equipment, or organizations.

The assessment can be reactive; that is, it identifies deficiencies between what exists now and what is required.  Or, it can be proactive, identifying training or products required to support future operational capabilities.  These capabilities may result in changes in doctrine, training, leader development, organization, or materiel.



REVIEW THE LITERATURE
All performance assessments begin with a thorough review of available literature including: operational concepts, capability issues, threat, doctrine, materiel acquisition, TOE/TDA, lessons learned, regulations, evaluations, and command directives and documents.
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TASK 1.
Assess performance problems


You should be here if you are getting either informal or formal information indicating that soldiers are not performing to standard, or that future capabilities will require changes in the way we do business.  Note:  A worksheet for this task is in Appendix L.

STEP


EXPANDED STEP INFORMATION

1. Establish Quality Control procedures.
See Appendix A for details on TAQ.



1. Review the identified performance problem (It should avoid stating problem cause or solution at this stage).
Assess performance problems requires a process to identify and document a gap between desired and actual soldier performance.  See Table II-1-1 for a list of major needs assessment triggering circumstances.

· The performance deficiencies should be stated in terms of a task STANDARD that soldiers cannot meet without attributing a cause to the deficiency.

Acceptable Example


“Soldiers don’t install the RF antenna correctly.”

Unacceptable Example


“Soldiers don’t know how to install the RF antenna correctly.”  (Implied cause is training deficiency.)

· Future required capabilities should be stated in terms of desired performance that soldiers or units must be able to attain without attributing it to a set solution domain (DOTMLPF).

Acceptable Example


“Units must be able to successfully engage enemy armored vehicles at ranges in excess of 5,000 meters.”

Unacceptable Example


“We need a new tank.”  (Implied solution is material.)



Continued on Page II-1-4

Return to DUTY II Menu

TASK 1.
Assess performance problems


The table below identifies various types of circumstances that would indicate a possible performance problem.

TABLE II-1-1. TRIGGERING CIRCUMSTANCES

FOR IDENTIFYING PERFORMANCE PROBLEMS



Formal reports

· Requirements determination process results.

· Battle Lab initiatives.

· Unit/Materiel Readiness Reports.

· Audits, inspections, and evaluations (internal and external).

· Safety Reports.

· Environmental reports or assessments.

· Lessons learned reports.

· Introduction or restructuring of MOS.

· Training Effectiveness Analysis (TEA)-4 Report (old post fielding training effectiveness analysis [PFTEA] report)

Informal Reports

· Commander’s comments.

· Personal observation.

· Student comments.

· Telephonic comments (school 1-800 number).

· After action reviews.
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Doctrine, organizations, training, leadership and education, materiel, personnel and facilities 

MOS
Military Occupational Specialty

PFTEA
Post fielding training effectiveness analysis

TAQ
Total Army Quality

TEA
Training effectiveness analysis

TASK 1.
Assess performance problems

STEP


EXPANDED STEP INFORMATION

2. Review the performance problem (continued).
· Ensure the problem is stated in terms of unit, collective, and/or individual tasks.  See Table II-1-2 for help in identifying sources of unit, collective, and individual tasks.

· Ensure the problem identifies who is deficient.  It should specify:



Enlisted/Warrant MOS/ASI/SQI.



Officer AOC/FA/SI not performing correctly.



2. Identify major cause(s) and impact(s) of the performance problem.
· Is the extent and gravity of the problem identified?  Has information from field commanders been obtained about the:



Extent (widespread among a number of units or isolated)?



Gravity (seriousness), safety, or security of problem and its impact on mission capabilities?


Note:  Follow up all problems involving safety or security immediately.

· Is the impact on individual and unit performance identified?  If there are no mission consequences, there may be no need to pursue the matter further.  See Table II-1-2 for help in identifying sources of missions.


You may use information derived from Unit Readiness Reports (DA Form 2715) and Materiel Readiness Report to assess consequences of performance problems.



Continued on Page II-1-6
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TASK 1.
Assess performance problems


The table below describes the various types of documents that specify individual and collective soldier performance.

TABLE II-1-2.  PERFORMANCE DESCRIPTION SOURCES



IF PROBLEMS SEEM TO BE OF THIS TYPE:
CHECK THESE DOCUMENTS:
NOTES

Mission
· TOE

· MTP

· FM


The MTP states missions

Collective tasks
· CTL

· MTPs

· Battle Drills

· Crew Drills

· FMs
School training departments create both Battle Drills and Crew Drills.  They are the link between individual tasks and collective tasks.  Often you can use performance deficiencies related to these documents to further identify individual task performance deficiencies.

Individual tasks
· STP

· CTL

· SM

· TMs

· FMs

· Job Books

· OFSM
STPs are built to support enlisted and officer training.

The SM lists all individual critical tasks for an enlisted MOS.

OFSM lists all individual critical tasks for an officer AOCs through company grade.

Review the CTL before updating SMs and MQSMs.  The schoolhouse may not teach all critical tasks.
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Area of concentration

ASI
Additional skill identifier

CTL
Critical task list

FA
Functional area

FM
Field manual

MOS
Military occupational specialty

MTP
Mission training plan

OFSM
Officer Foundation Skills Manual
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SM
Soldier’s manual

SQI
Special qualification identifier

STP
Soldier training publication

TM
Technical manual

TOE
Table of organization and equipment

TASK 1.
Assess performance problems

STEP


EXPANDED STEP INFORMATION

3. Identify major cause(s) and impact(s) of the performance problem (continued).
· Is the information reliable?


See Table II-1-3 for factors to consider when assessing both formal and informal performance reports.
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TASK 1.
Assess performance problems


The table below describes factors to consider when reviewing formal and informal performance data.

TABLE II-1-3.  ASSESS RELIABILITY OF PERFORMANCE DATA



FOR THIS TYPE OF INFORMATION:
CONSIDER THESE FACTORS WHEN ASSESSING ITS RELIABILITY:



Formal Report

Examples:

· Training Effectiveness Analyses (TEA).

· Branch Liaison Team (BLT) Reports.

· External ARTEP results.

· CTC results.

· Lessons Learned.

· AOSP results.
1. Availability or lack of supporting data.

2. Sample size and use of statistical procedures.

3. Degree to which assumptions can be made about performance throughout Army in U.S., Korea, NATO

4. Unity of view vs. differing opinions.

5. Degree to which report confirms what you believe to be the case.

6. Degree to which report confirms other assessments and actions (for example, known defects in current training courses).

7. Precision (Is report based on CTL or other task descriptions, or is it impressionistic?)

8. Logic (Do conclusions represent reasonable assessments of the performance data?)

9. Report experts (Were they the right experts?  As a rule, look for an expert who is one rank and/or skill level higher than that of the performers.)



Informal Information

Examples:

· Phone conversations.

· Department staff reviews.

· Discussions with performers at school or first-time performers.

· Discussions with performers in the field.

· After action reviews.


1. Knowledge levels of the personnel providing the information

2. Level of detail and relationship to CTLs, other task documentation (the more explicit the information, the more likely it is to be valid).

3. Availability or lack of support data.

4. Sample size and degree to which assumptions can be made about performance throughout Army in U.S., Korea, NATO, South America, etc.

5. Unity of view vs. differing opinions.

6. Degree to which report confirms what you believe to be the case.

7. Degree to which report confirms other assessments and actions (for example, known defects in current training courses).
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3. Identify major cause(s) and impact(s) of the performance problem (continued).
· Are the major causes of the performance problem identified?  Causes for unacceptable performance are:



Doctrinal deficiencies.

·    Organizational deficiencies.



Training deficiencies.



Materiel (equipment) deficiencies.



Leadership and education deficiencies.



Personnel deficiencies.

        
Facilities deficiencies.


Training can only solve skill and knowledge deficiencies.  Problems relating to environmental or motivational factors indicate a performance deficiency in one or more of the other causal areas and cannot be solved by training alone.


Table II-1-4 lists indicators of problem causes that may be related to the performance deficiency.  Review your evidence in light of these indicators.  If you don’t believe training deficiencies are a primary cause of the performance deficiency, consider the other four causes of unacceptable performance.



Continued on Page II-1-10
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The table below outlines indicators of problem causes with some typical possible solutions.

TABLE II-1-4.  INDICATORS OF PROBLEM CAUSES



INDICATOR
CAUSE


POSSIBLE SOLUTION

Doctrinal deficiency
· Soldiers perform as expected but mission still not achieved.

· Threat, doctrine or operational capabilities change.

· Task is poorly defined or described.
Change in doctrine, tactics, techniques, or procedures.

Organizations deficiency
· Soldiers not getting clear/timely feedback on performance.

· Lack of clarity on role/job in unit.

· Reward system is inadequate.

· Tasks are distasteful.

· Soldiers not in appropriate job for their training.
· Refer appropriate information to the proponent, force management personnel, or unit chain of command.

Training deficiency
· Soldiers cannot perform task correctly.

· Practice is infrequent or unrealistic.

· Performance is complex and has no job aid.

· Task/equipment is new.

· Soldiers do not possess required knowledge to perform task.

· 
· Training

· Information

· Job aid

· Coaching

· Mentoring.

Materiel deficiency
· Equipment does function properly.

· Maintenance performed infrequently.

· Soldiers perform as expected but mission still not achieved.
· Refer appropriate information to combat development or new systems personnel. 



Leadership and education deficiency
· Work facilities inadequate.

· Barriers to performance present.

· Personnel shortages.

· Supply and demand difficulties.

· Organizational makeup not adequate for mission requirements.

· Frequent leader changes.
· Information

· Leader training in coaching, mentoring

· Education opportunities



Personnel deficiency
· Changes in MOS structure.

· MOS merger.
Change MOS structure and MOS merger point

Facilities deficiency
· Facilities not adequate for training.

· Maintenance of facilities not performed on a routine basis.  
Refer appropriate information to Facilities Engineers or new systems personnel/
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3. Identify major cause(s) and impact(s) of the performance problem (continued).
· Have any previous test results and course evaluations been reviewed?



Do the learning objectives, as stated, reflect the actual job performance requirements?  (See Appendix D for more information on writing learning objectives.)



Can the soldiers perform the objectives to the stated standard at the end of training?


Look for information suggesting that the course as a whole may have some problems, as opposed to a particular session or instructor or student(s) having a problem.  See Table II-1-5 for suggestions on how to evaluate certain common types of evaluation information.  Check for information indicating that tests have been validated, i.e., that students who pass tests can perform effectively and those who do not pass cannot perform.


If no data exist, focus the rest of the course review on ways to make the course more efficient and more reflective of anticipated soldier performance in the future.


To anticipate performance requirements, consider looking at combat training center (and other) results for trends.  Check results of Warfighting Lens Analysis reviews.  Check any TEA-4 (old PFTEA).



Continued on Page II-1-12

Return to DUTY II Menu
NCO
Noncommissioned Officer

PFTEA
Post-fielding training effectiveness analysis

POI
Program of instruction

TEA
Training effectiveness analysis

TASK 1.
Assess performance problems


The table below provides guidelines for reviewing evaluation information.

TABLE II-1-5.  REVIEWING EVALUATION INFORMATION ABOUT

SCHOOL COURSES



TYPE OF EVALUATION INFORMATION
CONSIDERATIONS



Student attrition rates
· Look for trends.  Attrition rates staying about the same?  Improving?  Worsening?

· Look for causes.  Where rates are high, administrative reasons may cause the dropout rate; e.g., failing the physical fitness test, lacking necessary visual acuity, etc.

Special training times
· Look at student evaluation plan for remediation details--make sure it is there.

· Look for remedial training in current and previous courses.  Such remediation may be taking place without overall course length being extended (for example, in the evenings).  Discuss extent of remediation with instructors.

· Look at the total training day, including soldierization.

· Look in the POI for massed training right before a test (could indicate insufficient previous training or poor training design).

High failure rates for certain tests
· Look at test/test item evaluation data.

· Don’t change the standard unless it is clearly inappropriate; look for the possibility that certain tests are causing problems.  Occasionally, poorly written tests may cause failures.  However, if the test is valid, then check the training design and presentation.

Student critique sheets
· Look for trends between classes and over time.

· Keep the perspective of the students in mind.  For many courses, they may lack experience to reach a balanced judgment.

· For NCO and other leadership courses, critiques will often reflect experience.

· Look for a grouping of complaints around particular tests, instructors, or training sessions.

· Pay attention to students saying they “still don’t understand.”  Even if they do in fact understand, such expressions indicate a lack of confidence, which in itself may cripple performance.
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3. Identify major cause(s) and impact(s) of the performance problem (continued).
· Have the tasks that soldiers should be performing at the end of training and on the job been identified?


Task analysis and course design documents provide the original intent of the course (as stated in objectives).  Evaluate that intent against current soldier performance at the end of training and in the field.  Failure to perform this step often leads to making changes that do more harm than good.  Consider holding a course review with a team of SMEs, training developers, and instructional system specialists from the department.  As a rule, select soldiers who have recent field experience and who are at least one grade and skill level above the grade/skill level being taught in the course.


Appendices C and D provide information for reviewing the task analysis and course design documentation (TLOs/ELOs, etc.)

· Have strengths and weaknesses of course tests, including hands-on tests, been identified?  (See Appendix D for more information on testing.)


Vital factors you should look for include:



Terminal learning objectives (see Appendix D) that are tested.



Use of hands-on performance tests.



Use of criterion-referenced tests.



Written tests, where used, can be justified (See Table 
II-1-6).



Tests realistically measure performance in objectives.



Tests allow use of job aids when they are used on the job.



Decision to use training devices in tests is for the sake of costs, safety, or realism.



Items with unusually high failure (or success) rates are reviewed.



Test validation data are available.



Continued On Page II-1-14
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The table below provides guidelines for reviewing the use of written tests.

TABLE II-1-6.  USING WRITTEN TESTS



QUESTIONS ABOUT WRITTEN TESTS
CONSIDERATIONS

Is the performance that is being measured paper and pencil performance?


When the performance consists of filling in forms, correcting memos, and preparing letters for commanding officer signature, paper tests are the obvious choice.



Is the test being used to indirectly measure “thinking” behavior?
Often, thinking behavior is measured best using paper tests.  For example, problems that are primarily mathematical in nature are often easily--and accurately --evaluated with paper tests.  Examples include: ammunition expended at different rates of fire, distances that can be traveled given current fuel levels, etc.  Also, memorized performance can be measured using paper; for example, listing the five steps of medical assistance on the battlefield from memory.



Is written testing being substituted as a less costly alternative to other forms of testing?
Often, costs drive the decision to use paper tests.  When this is the case, look to see if the performance is tested elsewhere in the course using more realistic evaluation devices.  Or, look to see if acceptable performance of a task can be inferred from the hands-on tests of other tasks.  For example, in leadership courses, case studies are often used to evaluate an officer’s ability to respond to a variety of different situations, combat or otherwise.



Does the written test measure anything useful?
Often, multiple-choice tests are selected, usually for reasons of efficiency in scoring.  As a rule, even well-constructed multiple choice tests can measure accurately “recognition” levels of performance only; using them to measure “recall” and “hands-on” performance always involves an inferential leap.  Multiple-choice tests need 4-5 choices to be effective.

True/False tests rarely measure anything of value in performance-oriented training.  They should not be used in Army training.
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3. Identify major cause(s) and impact(s) of the performance problem (continued).
· Has responsibility for correcting the problem been assigned?


NOTE:  You will proceed with this step if you have:



Identified one or more significant problems in the field.



Determined that the problem is widespread.



Determined that the problem was caused by training, leader development, or doctrinal deficiencies.


See Table II-1-7 for detailed guidelines for identifying the source of the problem


NOTE:  Information about schoolhouse responsibilities in the table is based on School Model 83.  Specific responsibilities in your school may vary from those listed.  Check your school’s mission and functions list if you are not sure whom in your school should be responsible for correcting problems.


As a rule, a training department is likely to be involved if soldiers don’t have the skills to perform individual tasks taught in the schoolhouse, whether or not the task is job aided.


Training departments may also be involved if soldiers cannot perform individual tasks that are taught in units or collective tasks.  Training departments may or may not be involved when performance problems stem from doctrinal problems.


The Director, Combat Developments, or TRADOC System Manager (TSM) normally has the lead on performance problems that stem from organizational or materiel problems.



Continued on Page II-1-16
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The table below provides guidelines for identifying responsibilities for correcting performance problems.

TABLE II-1-7.  IDENTIFYING RESPONSIBILITIES FOR SOLVING

PERFORMANCE PROBLEMS

IF THE

PROBLEM IS
AND THIS IS

ALSO TRUE
THEN

RESPONSIBILITY IS:


Problem based on inadequate CTL or task analysis (unsupported by SAT audit trail documentation).
Training organization or DOTD.

(Begin by checking Analysis data.)

Soldiers are not adequately performing their individual tasks. 
Problem based on unacceptable guides or job aids.
Either a training organization or DOTD, depending on who was responsible for developing the job aids.


Problem based on individual tasks taught in the schoolhouse.
Probably a training organization.

(Begin by checking the LP and analysis and design documents.)


Problem based on individual tasks taught in the field Army or ETM.
Possibly a training organization.

(Check SMs, crew drills, ITP for training problems.)


Soldiers are not adequately performing their collective tasks.

Normally a training organization or DOTD responsibility, depending on whom in your school is responsible for collective training materials.


Problem based on organization of units.
School problem.  DCD

Soldiers cannot perform for other than training deficiencies.
Problem based on faulty doctrine.
School problem.  DOTD, DCD, or tactics department.


Problem based on equipment inadequacies.
Possibly a school problem.  DOTD (new systems) or DCD.


Problem based on motivational factors or poor leadership. 
Unit responsibility, unless widespread across a number of units.
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4. Review courses of action.
To correct performance deficiencies, you will need to verify an identified problem, analyze possible solutions, and develop recommended solutions.

Regardless of the focus of the problem, if SAFETY, SECURITY, or ENVIRONMENTAL HAZARD is involved, you should handle problems of this kind as emergencies.

· Have possible courses of action been identified?  (See Table II-1-8 for information on making decisions about training.)

· Have courses of action been analyzed?  Analysis needs to include the advantages and disadvantages of each course of action.


If the problem has major mission impact and clearly is related to schoolhouse training or exportable materials, consider immediately investigating the training or materials.


If mission impact is bearable for the immediate future, consider delaying changes until a detailed evaluation of the course can be conducted.  Based on the evaluation, you may decide to fix the course using the SAT process.


If the problem lies with another department within the school, coordinate with the department’s director and provide them all appropriate information.


If you remain unsure or skeptical about the nature or cause of the problem, arrange to meet with the proponent agencies to request the initiation of a more formal investigation.



Continued on Page II-1-18

Return to DUTY II Menu

TASK 1.
Assess performance problems


The table below provides guidelines for reaching a decision about training.

TABLE II-1-8.  MAKING DECISIONS ABOUT TRAINING



IF THIS IS

TRUE:
AND THIS IS

TRUE:
THEN TAKE THIS STEP:


Performance trained is what is required in the field.
End review if you are satisfied that significant savings brought about by making the course more efficient cannot be obtained.

Tests are competent measure of soldier performance.
Performance trained is not performance required in the field.
Review course design and development documentation to ensure they track with analysis (see Duty II, Task 3 and 4 for guidance on the process.)  Monitor implementation to ensure it follows the design.  Consider resources before reaching a final decision.


Performance trained varies from performance called for in training objectives.
Make corrections to bring implementation in line with analysis, design and development (see Duty II, Task 5 for guidance on the process.)

Test are not competent
Performance trained is what is required in the field.
If you believe that the problem is primarily one of inadequate tests, order the tests revised and plan to review course again (See Appendix D for more information on testing.)

measure of student performance.
Performance trained is not performance required in the field.
Review the analysis documentation.  Initial critical task selection or job and task analysis could be flawed.  Changes made in analysis will require changes to be made in all other phases of SAT.  (See Duty II, Task 6 for more information on evaluation and Appendix A for more information on quality control).
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5. Approve the best alternative.
Once a recommendation is accepted, have a plan prepared that identifies who would do what, when, where, how, and why.  See Duty I for planning requirements.



6. Ensure decisions made to provide training solutions to performance problems are documented as part of your audit trail.
Audit trails document reasons for decisions (including the CG said do it), can save considerable time, and, in some instances, litigation problems later.  Decisions should be documented.  The needs assessment/needs analysis audit trail should include:

· Command directives/tasking.

· Copy of the problem statement.

· Record of literature search results.

· Copy of the possible solutions/corrective actions.

· Copy of needs analysis statement document.



END
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OVERVIEW
A comprehensive analysis makes certain that the critical performance requirements of the Army establish the content of training.  Analysis occurs through the life of training.  It does not end after trained soldiers are produced.  Evaluation and change will both drive the analysis.  The data collected during the analysis process forms the foundation for all training development, including design, development, implementation, and evaluation of training.  You will be involved in the decision making that the analysis requires.
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You should be here if your organization is responsible for ensuring the accuracy of mission, collective, job, or individual analysis.  You may also be required to furnish analysis input to combat/materiel development documents.

STEP


EXPANDED STEP INFORMATION

1. Establish Quality Control procedures.
See Appendix A for details on TAQ.



2. Approve mission analysis.
Does the mission analysis identify all the missions and collective tasks that personnel of the unit in question perform?

Mission analysis is conducted on new and existing Active Army and Reserve Component TOE units.  See Table II-2-1 to determine when to perform mission analysis and Appendix C for procedures to follow when directing the conduct of mission analysis.



3. Approve collective task analysis.
Does the collective analysis identify all the actions and decisions required to accomplish each critical collective task?

The basic task analysis process is the same for both collective and individual task analysis.  Training developers use the information produced by collective analysis to design and develop training and produce ARTEP products.  See Appendix C for procedures to follow when directing the conduct of collective task analysis.



Continued on Page II-2-4
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The table below describes when to perform mission analysis.

TABLE II-2-1.  WHEN MISSION ANALYSIS IS REQUIRED



MAJOR CHANGES HAVE OCCURRED AS INDICATED BY

· Creation of a new type of unit.

· Significant changes in the operational concept and employment doctrine of a unit.

· Substantial changes in the mission or capabilities of an existing unit.



REVISION OR UPDATE IS REQUIRED AS INDICATED BY

· Change in operational requirements.

· Change in weapon system(s) or other military hardware.

· Change in the personnel or equipment requirements within an existing TOE unit.

· Publication of a new FM or the requirement to produce new training material.
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4. Approve job analysis.
Have all the tasks performed by the jobholder in a TOE or TDA unit been identified?

Jobs are found within each skill level of an MOS or AOC.  Some jobs have an ASI, SI, SQI, or LIC designated.  Base job analysis for officers on the BC, FA, or AOC, depending upon the complexity of the BR, FA, or AOC within it.  Some jobs (such as the training NCO, unit movement officer, or unit movement coordinator) may not have the identification code.  You must also analyze these jobs or duty positions.

See Table II-2-2 to determine when to perform job analysis and Appendix C for procedures to follow when supervising the conduct of job analysis.



5. Approve individual task analysis.
Have all the actions and decisions required to perform each critical individual task been identified?

Have detailed task performance specifications such as conditions, standards, references, safety and environmental factors/hazards, task steps, skills/ knowledge, and performance measures been identified?

The basic analysis process is the same for both collective and individual analysis.  See Appendix C for procedures to follow when directing the conduct of individual task analysis.



6. Approve new/revised ITPs.
Does the ITP describe the overall plan to satisfy training requirements?  In general, you should prepare an ITP for each enlisted and warrant officer MOS, and officer BC, FA, or AOC.

See Appendix G for procedures to follow when managing the preparation of ITPs.
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The table below describes when to perform job analysis.

TABLE II-2-2.  WHEN JOB ANALYSIS IS REQUIRED



MAJOR CHANGES HAVE OCCURRED TO STRUCTURE OR CONTENT OF JOB TASKS AS INDICATED BY



· Mission and collective task analysis.

· Logistic support analysis report (LSAR).

· New equipment/materiel.

· Other data sources.



REVISION OR UPDATE IS REQUIRED AS INDICATED BY

· Changes in operational requirements or doctrine.

· Changes in weapons system(s) or other military hardware.

· Change in the personnel or equipment requirements within an existing TOE or TDA unit.

· Publication of a new FM or TM and the requirement to produce new training material.
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7. Approve input to common and shared task board and conferences.
As the proponent representative, you may be asked to provide input to common or shared task boards either by attending the board or by providing written input in advance.  In either case, you should do the following prior to the conference:

· Study any documents provided.

· Collect input from SMEs in all directories.

· Ensure that safety, security and environmental concerns, if any, are addressed.

· Approve input, including justification.



8. Ensure analysis decisions are documented as part of your audit trail.
Audit trails document reasons for decisions (including the CG said do it), can save considerable time, and, in some instances, litigation problems later.

See Table II-2-3 for items that you should include in the analysis audit trail.  Items listed in the table should be available in the school or on an electronic database.



END
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The table below provides general guidelines for documents that should be maintained in the analysis audit trail.

TABLE II-2-3.  ANALYSIS AUDIT TRAIL DOCUMENTS

MISSION ANALYSIS DOCUMENTS

1. Information resource list.

2. Battlefield organizational charts.

3. TOE/TDA structure diagram.

4. Emerging doctrine.

5. Mission identification/selection documentation.

6. Critical wartime missions, selection criteria, selection SOP, and proceedings.

7. Task documentation.

8. Critical task selection board documents.

9. Original command collective critical task approval document.

COLLECTIVE ANALYSIS DOCUMENTS

1. Task performance specifications.

2. Collective task analysis documentation.

3. Record of drill candidate selection.

4. Individual to collective task matrix.

JOB ANALYSIS DOCUMENTS

1. Literature search records.

2. Total task inventory.

3. Copy of all surveys and results.

4. Individual total task inventory and task identification documentation.

5. Critical task selection process, proceedings, and decisions of selection board.

6. Common and shared task documentation.

INDIVIDUAL TASK ANALYSIS DOCUMENTS

1. Task Analysis Documentation (worksheets or equivalent) on both current and retired tasks.

2. QAO task analysis review.

3. Common and shared task analysis.

GENERAL ANALYSIS DOCUMENTS

1. All correspondence.

2. ITPs.

3. Input provided to combat/materiel developers.

4. Environmental and Risk Analysis Checklists.
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TASK 3.
Approve the training design process

OVERVIEW
Design is initiated by the results of analysis, either collective or individual.  It translates analysis data into a structure or blueprint for training.  The design process decides how training will occur.  It ensures the systematic development of training programs and training materials to enhance the overall effectiveness and efficiency of the total training system.  As a senior manager, you will approve the design process for courses for which your organization is the proponent.  Under The Army School System (TASS), you design training for both Active Army and Reserve Component forces.
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You should be here if your organization is responsible for designing training or training materials.

STEP


EXPANDED STEP INFORMATION

1. Establish Quality Control Procedures.
See Appendix A for details on TAQ.

2. Approve the design of collective training materials.
This type of training design is based upon the results of mission and collective analysis.  The products are MTPs and drills for ARTEPs.

See Appendix D for procedures to follow when approving the design of collective training materials.



3. Approve the design of individual training or training materials.
This training design is based upon the results of individual task analysis.  It will form the basis for resident, TATS course distance learning instruction.

The training you design should use objectives for each level of development.  It should be performance-oriented, progressive, sequential, and integrated horizontally (for skill or grade progression within a specialty) and vertically (for performance of complementary duties between enlisted, NCO, warrant and commissioned officers).  Standards must support successful duty performance, be observable and measurable, and provide an indication of task proficiency.

As you approve the design of training, it is extremely important for you to consider the special training constraints for the Reserve Component (RC).  These constraints will affect how, when, and what training and training materials are designed for TATS courses.  You must consider these constraints throughout the design process.  See Table II-3-1 for an explanation of the RC training constraints.

See Appendix D for procedures to follow when supervising the design of individual training under the TATS and training materials for Active Army and RC.
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The table below describes Reserve Component training constraints.

TABLE II-3-1.  RC TRAINING CONSTRAINTS

Time
39 training days per year for the Reserve Component soldier vs. about 240 for the active duty soldier.

· 1 weekend per month in 4, 4-hour increments, not all of which goes to training and skills maintenance.

· 14-15 continuous days annually, of which about 11 days are devoted to training.

Dollars
Money for training the Reserve Component comes from a different pot.  If you call someone in for training, you not only have to pay transportation and per diem, you also have to pay their salary.

Geography
Wide dispersion causes large amounts of time to be expended traveling between units.  On average:

· 106 miles between companies and battalion,

· 9 miles to the motor pool,

· 129 miles to major equipment sites,

· 66 miles to a firing range, and

· 149 miles to pick up training devices.

Additionally, sister units often cross state lines.

Facilities
Limited classrooms and training environments are available in each armory, reserve center, and TASS battalion.  There is regional training site-maintenance (RTS-M) available where training can be scheduled.

Personnel
50% annual turn over of E5s and below.

Mission Conflict
· Often, whole units are reclassified to a new branch.

· Dual chain of authority - FORSCOM and state.

· Wartime mission and peacetime mission are often different, especially for the Army National Guard.

· Organizations at the two-star level (divisional size) are based on geographical proximity, not like units.
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STEP


EXPANDED STEP INFORMATION

4. Ensure an environmental risk assessment is completed on any task(s) identified as a potential hazard.
See Appendix D for guidance on performing an environmental risk assessment.

5. Monitor risk assessment and management in training design.
See Appendix L.

6. Ensure a safety risk assessment is completed on any tasks with a potential risk of injury or death.
Coordinate with local branch safety manager safety office.  See TR 350-70.

7. Provide training design input to combat/ material developers.
See Duty II, Task 7.

8. Ensure design decisions are documented as part of your audit trail.
Audit trails document reasons for decisions (including the CG said do it), can save considerable time, and, in some instances, litigation problems later.

See Table II-3-2 for items that should be included in the design audit trail.  Items listed in the table should be available in the school.



END
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TASK 3.
Approve the training design process


The table below provides general guidelines for documents that should be maintained in the design audit trail.

TABLE II-3-2.  DESIGN AUDIT TRAIL DOCUMENTS



COLLECTIVE DESIGN DOCUMENTS

1. MTP training and evaluation outlines.

2. All matrices for MTPs.

3. Drill to individual critical task matrix.

INDIVIDUAL DESIGN DOCUMENTS

1. Documents relating to why the course was designed/redesigned.

2. Documents relating to how the course design was accomplished.

3. Goal of the design.

4. Common and shared task design documents.

5. Approved learning analysis, including objectives, target audience description, and course sequence and structure.

6. Validated examinations or tests.

7. Approved training site selections (Active Army and Reserve Component).

GENERAL DESIGN DOCUMENTS

1. All correspondence.

2. Input provided to combat/material developers.

3. All project planning documents related to design, e.g., milestones, etc.

4. Results of IPRs, including decisions made.

5. CADs for all resident courses.

6. Environmental and Risk Assessments.
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TASK 4.
Approve the training development process

OVERVIEW
Development involves turning the design outputs into training products.  The primary training course development products are programs of instruction, lesson plans, student handouts, and examinations.


Developing media training products involves the actual production of training materials, e.g.,



Photographs



Drawings



Interactive multimedia instruction (IMI)



Support materials



Training aids, devices, simulators, and simulations (TADSS)



Editing



Printing



Reproducing



Distributing.
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TASK 4.
Approve the training development process


You should be here when you become involved in the development of training programs and products that are a result of the analysis and design processes.


Table II-4-1 provides an overview of the flow of the training development process.  This concept holds true for the development of both collective and individual training programs and products for the Active Army and the RC.

STEP


EXPANDED STEP INFORMATION

1. Establish Quality Control procedures. 
It is very important that all products you produce (i.e., MTP, ITP, TSP, STP, drills, etc.) are in agreement with each other.  The same task or related objective may appear in a variety of training documents.  You need to ensure it is the same in all of them, or an explanation of the difference is provided.

See Appendix A for details on TAQ.



2. Approve collective training product development.
Approve ARTEP mission training plan (MTP) development:

· Review the MTP administrative material.



Is the purpose of the MTP clearly stated?



Is the MTP organization indicated?



Is there a description of how to use the MTP?

· Review the draft MTP.  Details for reviewing the draft are in Appendix E.

· Review the final MTP.


Have:



Comments been researched?



Appropriate comments incorporated?



Justifications been prepared for comments not included, as appropriate?



Tables, figures, illustrations, etc. been revised as necessary?



Continued on Page II-4-4
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TASK 4.
Approve the training development process


The table below provides an overview of the flow of the training development process.

TABLE II-4-1.  TRAINING DEVELOPMENT OVERVIEW



PROCESS
DESCRIPTION

Review analysis and design outputs.
All training development should track with the products of analysis and design.

· The analysis products are described in Task 2.

· The design products are described in Task 3.

The analysis and design processes articulate the requirements for training and training materials.

Review existing materials.
All existing materials should be reviewed to determine:

· What is usable as is?

· What can be used with modification?

· What needs to be developed?

· What changes are necessary to conform to TATS?

This process should include final selection of methods and media to be used.

Revise existing or develop new materials.


See Table II-4-3 for types of materials.

Validate training and training materials.
Validate all training methods and media, including job aids, using appropriate samples of the target audience.

Document validation information including details of the samples used and the validation results.

Approve training program and training materials.
Approve all training programs and training materials for which you are proponent and have approval authority.  Process all other training programs and training materials for approval according to local policy and guidance.

Document the approval of all products for the development audit trail.

Return to DUTY II Menu

TASK 4.
Approve the training development process

STEP


EXPANDED STEP INFORMATION

2. Approve the development of collective training products (continued).
Approve the development of drills.

The proponent school for each collective task selected for drill development writes the drills.  Ensure the training developer prepared:

· Set-up instructions

· Walk- and talk-through instructions

· Required illustrations

· Drill contents.

Table II-4-2 defines the different types of drills.



Continued on Page II-4-6
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TASK 4.
Approve the training development process


The table below provides a list of the different types of drills that training developers prepare.

TABLE II-4-2.  TYPES OF DRILLS



DRILL TYPE


DESCRIPTION

Battle Drill
A critical collective task at squad or platoon level involving fire and/or maneuver, executed without the application of a deliberate decision making process, initiated on cue which is standard throughout like units in the Army, and is accomplished with minimal leader orders.



Crew Drill
A collective task performed by the crew of a weapon or piece of equipment to perform the systems combat function or to preserve life, which is standard throughout the Army, and accomplished with minimal leader orders.
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TASK 4.
Approve the training development process

STEP


EXPANDED STEP INFORMATION

3. Approve the development of individual training products.
Development of individual training products involves turning the design outputs into training products.  Table II-4-3 provides a list of the primary training development products.

Guidelines for reviewing individual training development products are provided in Appendix E.

Specific guidance for the development of lesson plans and common task training support packages is in TR 350-70, Systems Approach to Training Management, Processes and Products, and TR 351-18, The Army School System.



Continued on Page II-4-8
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TASK 4.
Approve the training development process


The table below provides a list of the primary training development products.

TABLE II-4-3.  TRAINING DEVELOPMENT PRODUCTS



· Soldier training publications.  These are publications that help the commander and NCO train the soldier, and the soldiers train themselves.  They include:



Soldier’s manuals (SM).



Officer Foundation Standards Manual (OFSM).



Trainer’s guides (TG).

· TATS course documentation, including:



Programs of instruction (POI).



Lesson plans.



Information sheets.



Student handouts.



Study guides.



Student workbooks.



Practical exercises.



Homework assignments.

· Resident course instructional media, including:



Print.



35mm slides.



Viewgraphs.



Flip charts.



Video/motion picture.



Interactive Multimedia Instruction (IMI).

· Training support packages (TSP).

· The Army Training System Courses (TATS-C).

· Army correspondence course programs (ACCP).

· Graphic training aids (GTA).

· On-the-job training (OJT) programs.

· Job aids.
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TASK 4.
Approve the training development process

STEP


EXPANDED STEP INFORMATION

3. Approve the development of individual training products (continued).
Table II-4-4 provides guidelines for approving the overall development process, regardless of the product.
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TASK 4.
Approve the training development process


The table below provides general guidelines for approving the overall development process.

TABLE II-4-4.  APPROVING THE DEVELOPMENT PROCESS



WERE...
NOTES



Design outputs followed?
The design outputs identify the development requirements.



Current materials reviewed? 
A review of current materials will identify what you can use as is, what you need to modify, and what you need to develop new.



The development plan(s) followed?
Each product should be approached as a special project and the appropriate planning done to manage the project.  See Duty I, 
Task 2.



Developed products reviewed?
Ensure the preliminary product developed meets your guidance and expectations.



Preliminary products staffed?
Preliminary products should be staffed with appropriate personnel and subject matter experts who will be using the product.



Appropriate revisions made?
Appropriate recommendations should have been incorporated and recommendations not incorporated documented.



Products (including tests) validated?
All products should be validated on a sample of the target population to verify they operate as intended.



Necessary revisions made?
Products should be revised after the validation, as necessary.



Products approved?
Approve all training programs and training materials for which you are proponent and have approval authority.  Process all other training programs and training materials for approval according to local policy and guidance.  Local standard operating procedures (SOP) should identify approval authority for each product.  If not, go to the product’s base regulatory or policy document.
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TASK 4.
Approve the training development process

STEP


EXPANDED STEP INFORMATION

3. Approve the development of individual training products (continued).
Follow the guidance contained in TR 351-18 and TRADOC Handbook 350-70-TATS when designing and developing courseware for use within The Army Training System (TATS).

Course materials should be developed to effectively support training conducted by RC training sites as well as training done at Active Army locations.  Both RC and Active training sites are components of The Army School System (TASS), which supports the individual training part of TATS.

RC training includes enlisted, warrant, and commissioned officer programs and sustainment and transition programs for presentation in regional training sites-maintenance (RTS-M).

From a development standpoint, you develop TATS training exactly the same as active training; that is, you closely follow the analysis and design outputs in preparing the training and supporting training materials.

It is important to remember that time and facility resources and requirements are different for the RC and the training design should reflect this.  If it doesn’t, then you should raise the issue with the designers; otherwise, you may develop training that is unusable in the RC environment.



Continued on Page II-4-12
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TASK 4.
Approve the training development process

STEP


EXPANDED STEP INFORMATION



4. Approve the plan for non-material-related instructor and key personnel training.
Although staff and faculty training takes place during the implementation process, planning for instructor and key personnel training occurs during the development process.  For materiel-related IKPT, see Task 7.

The staff, faculty, and cadre-training plan should be based on the training needed to enable them to implement and manage the training.

The plan must include TASS instructor and key personnel requirements.

Table II-4-5 provides guidelines for planning instructor and key personnel training.



Continued on Page II-4-14
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TASK 4.
Approve the training development process


The table below provides guidelines for reviewing instructor and key personnel training plan.

TABLE II-4-5.  PLANNING IKPT



1. Have all the instructor and key personnel requirements been identified?

· If the training was developed in-house, schoolhouse personnel will have put together the training requirements.

· If a contractor developed the training, the contractor will prepare the training requirements.


In either case, it is very important that these requirements are viable, will achieve the desired results, and cover all the media and material to be employed.

2. If the instructor and key personnel training was contractor developed, has coordination been accomplished for:

· Personnel and travel necessary to assist the contractor in preparing the course material?

· Personnel and travel (if it is away from the schoolhouse) to receive the training?

3. Has training been scheduled with all concerned?

4. Have appropriate resource requirements for training been programmed?

5. Have IPRs concerning the training development been programmed?

6. Has IKPT evaluation been planned?
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TASK 4.
Approve the training development process

STEP


EXPANDED STEP INFORMATION

5. Ensure the training development decisions are documented as part of your audit trail.
Audit trails document reasons for decisions (including the CG said do it), can save considerable time, and, in some instances, litigation problems later.

See Table II-4-6 for training development audit trail minimum essential requirements.



END
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TASK 4.
Approve the training development process


The table below provides minimum essential requirements for the training development process.

TABLE II-4-6.  TRAINING DEVELOPMENT AUDIT TRAIL



1. A copy of the training program documentation (TRAS documents POI, ITP, CAD).

2. A copy of course training materials (lesson plans, tests, visual aids, etc.).

3. MTP and drill development documentation.

4. Validation documentation.

5. Training program approval.

6. Training material approval.

7. MTP approval.

8. Drill approval.

9. IKPT program.
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TASK 5.
Approve the implementation of training

OVERVIEW
Implementation involves the separate but related functions of preparing for and conducting training.
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TASK 5.
Approve the implementation of training


You should be here when you have to direct the implementation of training programs within your schoolhouse.


The results of evaluating the implementation process (see Task 6) provide feedback into the other SAT processes.

STEP


EXPANDED STEP INFORMATION

1. Establish Quality Control procedures.
It is very important that you establish a standard program for ensuring the quality of training.

See Appendix A for details on TAQ.

2. Approve instructor qualification program.
An instructor qualification program assures qualified instructors at the time and place needed.  Components of an instructor qualification program include:

· Developing program procedures, to include the school staff and faculty instructor course and any other course specific special preparation.

· Certifying instructor qualification.

· Providing instructor sustainment training.

· The course management plan for each TATS course includes instructor qualification requirements.

See Table II-5-1 for guidelines for approving an instructor qualification program.

3. Approve the instructor evaluation program.
It is very important that instructors receive feedback on their performance.  This provides necessary information to improve and develop.

· Does the evaluation plan identify who will be evaluated and when?

· Are the evaluations scheduled with the instructor?

· Are there standard guidelines for evaluating training implementation that includes instructor performance?  A checklist in Appendix L provides example guidelines for evaluating training.

· Is appropriate feedback provided to those involved?

· Are performance records maintained?

Continued on Page II-5-4
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TASK 5.
Approve the implementation of training


The table below provides guidelines for approving your instructor qualification program.

TABLE II-5-1.  INSTRUCTOR QUALIFICATION GUIDELINES



1. Has the new instructor attended school staff and faculty instructor training courses as required in TR 350-70 and TR 351-18?

2. Does the instructor use materials from the course he or she will be presenting during instructor training?

3. Is training provided on any special equipment or devices to be used in the training to include safety aspects if appropriate?

4. Does a new instructor monitor an expert instructor or review a tape of one?

5. Is a reasonable time allowed to rehearse using actual materials and equipment (or mockups) until the instructor feels comfortable or ready?

6. Does the instructor present the instruction to a “murder board”?  Murder board composition can include some or all of the following:

· Division Chief

· Other qualified instructors

· Special subject matter or content experts (i.e., NBC, signal, etc.)

· Instructional Systems Specialist from Staff and Faculty Division.


If possible, the murder board should be conducted on all the training the instructor will present.  If the instructor is working in a small group instruction scenario and is responsible for a large amount of instruction, it may be necessary to randomly select modules for murder board presentation.  This should be done with little advance notice of which modules will be boarded.

7. Is subsequent “live” instruction monitored on a random basis?  If all instruction was not boarded, monitor one that was not boarded.

8. Are instructors certified in accordance with TR 350-70 and local policy?
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TASK 5.
Approve the implementation of training

STEP


EXPANDED STEP INFORMATION

4. Ensure training facilities and equipment meet the training requirement and have undergone a risk assessment.
Appropriate facilities and equipment are necessary to achieve maximum efficiency and effectiveness of the training program within safety constraints.

Appendix L provides guidelines for checking the appropriateness of the facilities and equipment.



5. Ensure the delivery of training is based on analysis, design, and development output.
Implementation of training can depart from the original intent over time.  It is important to ensure that the training remains focused on the outputs of analysis, design, and development.  Table II-5-2 provides a guideline for ensuring training is based on analysis, design, and development outputs.



6. Recommend or approve students for academic or administrative dismissal.
Students who do not meet the academic or administrative requirements established in your student evaluation plan will require a recommendation for dismissal.

Any recommendation for dismissal will necessitate accurate and well-maintained training and student counseling records.  TR 350-6 provides policy and guidance for testing and dismissal of students for initial entry training.  TR 351-10 is for NCOs, officers, and warrant officers.



Continued on Page II-5-6
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TASK 5.
Approve the implementation of training


The table below provides guidelines for ensuring training implementation is based on analysis, design, and development outputs.

TABLE II-5-2.  TRAINING IMPLEMENTATION GUIDELINES



1. Are validated training materials used to present the training?

2. Are appropriate resources available to support the training?

3. Ensure the environmental compliance checklist for instructors and training developers is completed (see Appendix L).

4. Ensure required safety briefings and safety steps are part of training and that safety equipment is available and in working condition (see Table II-5-3 and Appendix L).

5. Are training records maintained that provide trainers and trainees with the information necessary to conduct and receive training, including:

· Training program schedule?

· Training program changes?

· Test results?

· Evaluation feedback?

6. Is individual task performance data collected to support internal and external evaluation efforts?  Appendix L provides a Training Implementation Checklist that can assist in collecting this information.

6. Is a training implementation audit trail maintained (See Step 9 of this task)?
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TASK 5.
Approve the implementation of training

STEP


EXPANDED STEP INFORMATION

7. Ensure prompt response to student inquiries or problems.
Student inquiries should be handled in a timely fashion to ensure they don’t affect other training requirements.

· Review the inquiry.

· Determine validity of response to student comments.

· Ensure the alternatives reached were approved.

· Was a response prepared for the student?

· Ensure the inquiry and response are maintained (with reasons for decisions) in the audit trail.



8. Ensure extension training material distribution meets scheduled milestones.
Extension training materials are all training products sent to the field to assist in unit training, including:

· TATS courseware.

· Army correspondence courses.

· Training aids, devices, simulators, and simulations.

· Resident materials sent to the field.



9. Ensure implementation decisions are documented as part of your audit trail.
Audit trails document reasons for decisions (including the CG said do it), can save considerable time, and, in some instances, litigation problems later.

· Staff, faculty, and cadre training records

· Soldier and civilian training records

· Documentation of training modifications and rationale.



END
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TASK 5.
Approve the implementation of training

TABLE II-5-3.  ELEMENTS OF RISK MANAGEMENT



RISK MANAGEMENT PROCESS

1. IDENTIFY HAZARDS:  Identify hazards or factors that may adversely affect mission accomplishment.

2. ASSESS HAZARDS:  Determine extent of hazard’s detriment to mission.

3. MAKE RISK DECISION:  Reduce risk to that which is mission essential.

4. IMPLEMENT CONTROLS:  Establish measures necessary to control risks.

5. SUPERVISE:  Ensure control measures are followed.

DECISION FOR RESIDUAL RISK

EXTREMELY HIGH - MACOM Commander


HIGH - Corps/Division/Installation Commander


MEDIUM & LOW - Delegated to appropriate level



RISK ASSESSMENT MATRIX









HAZARD PROBABILITY




FREQUENT
LIKELY
OCCASIONAL
REMOTE
UNLIKELY




A
B
C
D
E


CATASTROPHIC
I
EXTREMELY HIGH




E

F

F

E

C

T













HIGH




CRITICAL
II









MARGINAL
III


MEDIUM



LOW



NEGLIGIBLE
IV
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TASK 6.
Approve evaluation of the training development process and products

OVERVIEW
You should be here when you become involved in evaluating the analysis, design, development, and implementation of the programs and products your organization has produced.


Evaluation is a continuous process that supports all stages of the systems approach.


Evaluation determines the effectiveness and efficiency of the schoolhouse products and the process used to develop them.
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TASK 6.
Approve evaluation of the training development process and products

EVALUATION TERMS
INTERNAL EVALUATION ensures learning objectives are achieved, and identifies changes necessary to keep the program effective and efficient.  It consists of evaluating the training programs and products during each phase of their preparation.


EXTERNAL EVALUATION determines the utility of a program or product to the organization.  It ensures the objectives learned in training and articulated in schoolhouse products properly reflect job requirements.


QUALITY CONTROL ensures the output of the organization and the efficiency of its developmental activities.  Quality control is everyone’s responsibility.   Your entire organization should strive to continuously improve (see Appendix A for more information on Total Army Quality).

STEP


EXPANDED STEP INFORMATION

1. Approve input into the master evaluation plan.
Input should identify evaluation requirements for training products and the process used to develop them.

You may already have done this.  See Duty I, Task 2, Step 11.

2. Approve organization detailed evaluation plans.
Organization plans identify internal and external requirements for specific information.  These plans should:

· Specify the methodology for collecting, processing, and analyzing the required information.

· Specify the methodology for validating the evaluation instrument.

· Identify analytical support required.

· Formalize reporting procedures.

· Describe target population.

· Be coordinated with the Quality Assurance Office  (QAO) or appropriate agency.

Table II-6-1 provides the minimum elements your organization evaluation plan should contain.

Continued on Page II-6-4
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Approve evaluation of the training development process and products


The table below provides the minimum elements your organization evaluation plan should contain.

TABLE II-6-1.  DETAILED EVALUATION PLAN



ELEMENT
DESCRIPTION



1. Statement of data and information requirements.
To provide institutional feedback on areas of concern, describe the data and information required from the MACOM chain of command down to unit commander level and the TRADOC chain of command down to service school directorate level.  Include the proposed method of data analysis, since this will have a significant impact on question construction.



1. Questions for data collection.
Include questions for surveys or structured interviews that influence essential elements of analysis.



2. Statement of resource requirements.
Specify the manpower, equipment, facilities, and other resources (like TDY $) that you will need to carry out the evaluation plans.



3. Specification of methods.
Tell how you are going to collect and analyze the information (written surveys, structured interviews, mail, telephone, VTC, etc.).



4. Identification of action responsibilities.
Identify the agencies or individuals, within and outside your organization, who will approve, conduct, and respond to results of the evaluation.



5. Specification or reporting procedures.
Identify:

· The need for and mode of interim reports.

· Format of the final report.

· Distribution.

· Time frame for completing the report.



Return to DUTY II Menu
MACOM
Major Army Command

QAO
Quality Assurance Office

TDY
Temporary duty

TRADOC
Training and Doctrine Command

VTC
Video teleconference

TASK 6.
Approve evaluation of the training development process and products

STEP


EXPANDED STEP INFORMATION

3. Approve the evaluation report.
The report should summarize:

· Procedures used.

· Findings.

· Inferences.

· Recommendations.



4. Approve a post evaluation report.
· The post evaluation report describes the actions that must be taken to correct any deficiencies noted in the evaluation report.

· You should disseminate the post evaluation report to all parties that the actions affect.



5. Assign accountability procedures and guidelines.
Accountability is an essential aspect of training development.  Assigning accountability for correcting any identified deficiencies and providing guidelines for how it is to be done assures the quality control function.



6. Ensure evaluation decisions are documented as part of your audit trail.
Audit trails document reasons for decisions (including the CG said to do it), can save considerable time, and, in some instances, litigation problems later.

· The evaluation audit trail should include documentation to support the decisions made and actions taken.

· The minimum essential requirements for the evaluation audit trail are:



Master evaluation plan.



Organization’s detailed evaluation plans (internal and external).



Evaluation reports.



Post evaluation reports.



END
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You should be here to determine your organization’s input to combat development documents and Materiel Requirements Documents (MRDs) supporting new equipment development and fielding.
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TASK 7.
Approve training input to combat development documents

INTRODUCTION
New training may be developed for a variety of reasons, including future capabilities for:


Doctrine
leadership and education


Organization
Personnel


Training
Facilities


Materiel





All of these are capability solutions from the requirements determination process.


Regardless of which outcome best satisfies the required capability, training will be a part of any solution.


This task focuses on training development information as it applies to new equipment.  You must apply all the Systems Approach to Training (SAT) processes in developing inputs to combat development documents.  The timing and specificity of training development input depends on the progress of the new equipment evolution from an identified need through development to production and deployment.  The senior training manager must ensure that training development for new equipment is totally integrated with the management of the new equipment acquisition.  You do this by following a five-stage acquisition model.  See Figure II-7-1.  The model delineates activities/phases where combat development and materiel developer personnel accomplish specific work and milestones, which are decision points in the model.


[image: image8.wmf] 








Figure II-7-1

                    TASK 7.
Approve training input to combat development documents

INTRODUCTION

(Continued)
A new equipment system can take from one to thirteen years to progress from identification of a materiel solution to a specific need to fielding.  Times may be reduced for commercially available systems, modification of developed systems or accelerated acquisition programs.

In addition to the functions described in the Duty II introduction, senior training managers must:

· Establish an effective quality control program, along with an audit trail, to ensure the development of quality products and an ability to reconstruct the rationale for decisions made during development.  (See Appendix A.)

· Review training input to combat development documents; TRADOC required training plans, and documentation that supports new equipment fielding, institutional training, and sustainment training.

· Ensure effective and suitable means of training units/leaders in the use of a new equipment system.

· Ensure that embedded training (ET) is a consideration for individual/operator, crew, functional, and force-level capabilities.  ET is training provided by capabilities designed to be built into or added into operational systems to enhance and maintain the skill proficiency necessary to operate and maintain that equipment end item.  DA policy requires that all systems equipped with a computer contain embedded training.
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TASK 7.
Approve training input to combat development documents

INTRODUCTION

(Continued)
Shown below are training development documents by acquisition model phase.

TRAINING DEVELOPMENT DOCUMENTS REQUIRED BY ACQUISITION MODEL AND SAT PHASE



DETERMINATION OF MISSION NEED
CONCEPT EXPLORATION
PROGRAM DEFINITION & RISK REDUCTION
ENGINEERING & MANUFACTURING DEVELOPMENT
PRODUCTION, FIELDING/ DEPLOYMENT, & OPERATIONAL SUPPORT

ANALYSIS
ANALYSIS & DESIGN
DESIGN & DEVELOPMENT
DEVELOPMENT & IMPLEMENTATION
IMPLEMENTATION & EVALUATION

Perform Mission Analysis.

Identify potential performance problems.

Participate in development of required capabilities:

- Ensure Doctrine, Training, Leader Development, and Organizational requirements include non-system training device input and appropriate training input to support the solution.

- Ensure material requirements include system training device input and other appropriate training input to support the Materiel requirement.
Perform collective task analysis.

Perform job and individual task analysis.

Perform critical task analyses.

Identify potential methods and media.

Perform preliminary site selection.

Prepare initial approved System Training Plan (STRAP).  Draft STRAP accompanies Initial Capabilities Document (ICD) during its staffing.

Prepare Training Effectiveness Analysis (TEA).

Prepare Training Test Support Package (TTSP).
Prepare learning objectives.

Perform learning analysis.

Prepare tests.

Review existing materials.

Review/update potential methods and media, and preliminary site selections.

Determine sequence and structure.

Validate methods and media.

Revise, develop, or acquire required materials.

Prepare or update TEA.

Prepare ITP.

Prepare Operation Test Readiness Statement.

Update STRAP – submit with Capabilities Production Document (CPD) prior to Milestone II.

Prepare preliminary POI.

Draft STPs.


Validate training program and materials.

Obtain approval for development products.

Plan staff, faculty, and cadre training.

Prepare facilities.

Update ITP.

Prepare CAD.

Update TEA.

Update STRAP – submit with CPD prior to Milestone III.

Finalize POI and STPs.

Prepare development audit trail.

Prepare Training Support Packages.

Plan institutional training.

Prepare Master Evaluation Plan.
Distribute training support materials.

Conduct institutional training.

Update Master Evaluation Plan.

Perform internal and external evaluations of school products.

Perform post-fielding TEA on training aids, devices, simulators, and simulations (TADSS) within 18 months.

Analyze evaluation results.

Identify any school deficiencies contributing to performance problems.

Perform needs analysis.

Use SAT to analyze and resolve deficiencies in training as appropriate.

Figure II-7-2
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TASK 7.
Approve training input to combat development documents

INTRODUCTION

(Continued)
Shown below are combat developer and materiel developer documents by acquisition model phase that require input from training developers.

COMBAT AND MATERIEL DEVELOPER DOCUMENTS BY ACQUISITION MODEL AND SAT PHASE

DETERMINATION OF MISSION NEED
CONCEPT EXPLORATION
PROGRAM DEFINITION & RISK REDUCTION
ENGINEERING & MANUFACTURING DEVELOPMENT
PRODUCTION, FIELDING/ DEPLOYMENT, & OPERATIONAL SUPPORT

ANALYSIS
ANALYSIS & DESIGN
DESIGN & DEVELOPMENT
DEVELOPMENT & IMPLEMENTATION
IMPLEMENTATION & EVALUATION

Holistic Warfighting Concept

Integrated Concept Team (ICT) – trainers provide members.

Operational, Functional & Branch Concepts.

Future Operational Capabilities (FOCs).

Doctrine, Training, Leader Development, Organizational, and Soldier issues.

Materiel issue.

System Improvement Plans (SIPs).

Horizontal Requirements and Technology Integration.

Warfighting Lens Analysis (WFLA) recommends materiel solution as best relative value for mission accomplishment.

Initial Capabilities Document (ICD), if needed.
System MANPRINT Management Plan (SMMP).

Capabilities Development Document (CDD).

Key Performance Parameters (KPP) approved by JROC for ACAT I

Analysis of Alternatives (AOA) - TEA is trainer’s input.

MANPRINT Integrated Concept Team (ICT) – trainers provide members.

Operational Mode Summary/Mission Profile.
Update SMMP.

Update CDD.

Update AOA - TEA is trainer’s input.

Basis of Issue Plan (BOIP).

Qualitative and Quantitative Personnel Requirements (QQPRI).

Instructor and Key Personnel Training (IKPT).

Operational Test Readiness Statement.

New Equipment Training Plan (NETP) includes Doctrine and Tactics Training (DTT) - trainers provide input.

Preplanned Product Improvement (P3I)
Update SMMP.

Prepare CPD.

Update AOA - TEA is trainer’s input.

Update NETP - DTT is trainer’s input.

IKPT.

Military Construction Army (MCA).

Technical Manuals - trainers provide input.
New Equipment Training (NET) - trainers provide DTT.

First Unit Equipped (FUED).

Post Fielding Training Effectiveness Analysis (PFTEA):

Evaluation of soldier performance, trainers, training support materials to include training devices, job aids, and STPs.

For the system within 24 months.

For non-system training device within 18 months.







Figure II-7-3
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CDD
Capabilities Development Document 
P3I
Pre-planned Product Improvement

CPD      Capabilities Production Document
NEPT
New Equipment Training Plan

DTT
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JROC    Joint Requirements Oversight Council

TASK 7.
Approve training input to combat development documents


Your organization may be required to provide training input to materiel requirements documents or activities.  The following steps outline a process for preparing this training input.

STEP


EXPANDED STEP INFORMATION

1. Direct determination of training input requirements.
Review appropriate regulatory guides to determine training input.  Also see Table II-7-1 for assistance in determining requirements.

2. Direct determination of manpower requirements.
Manpower requirements need to be identified for all the activities in Duty I, Task 1, Step 3.  See Duty IV, Task 5 for information on planning for and monitoring manpower requirements.

3. Review preparation of input, assuring adequacy and quality control.
Your subordinates must be aware of the standards expected.  The development process must consider all possible and probable contingencies.  Subject matter experts (SMEs) must be used to develop and review input.  Input must be edited for readability, adequacy, and quality control.  Input must be coordinated with other training branches, departments, divisions, and directorates.

4. Assure audit trail is detailed and complete.
The audit trail for training inputs will be diverse because of the ways in which they are provided.  In those instances where inputs are provided in working groups, the minimum requirements will be for group minutes, written input, or memorandums for record.  Where training effectiveness analyses (TEA) are used, the document itself becomes part of the audit trail.  For all other submissions, you should maintain the following:

· Correspondence from review and approval authorities.

· Copies of sources of information used in preparing the input.

· Comments received from staffing the input along with rationale for rejection, if rejected.

· Copies of DA Form 2028 or other documentation of input.

END
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TASK 7.
Approve training input to combat development documents

TABLE II-7-1.  TRAINING INPUT TO COMBAT DEVELOPMENT DOCUMENTS

CD DOCUMENT
TRAINING DEVELOPER INPUT



Initial Capabilities Document (ICD)
All acquisition programs are based on identified mission needs.  Continuing assessments of current and projected capabilities, in the context of changing military required capabilities and national defense policy, directly generate these needs.

You must first evaluate mission needs to determine if nonmaterial solutions can satisfy them; the requirements determination process fulfills this purpose.  All requirements with Acquisition Category (ACAT) I potential, or those that represent a new Army mission requires an Initial Capabilities Document (ICD).

Even when a materiel solution is desired,  paragraph 6 of the ICD must include non-materiel solutions considered.

Paragraph 7 of the ICD includes training constraints.  Training constraints you must consider include:

· Overload of tasks on an MOS.

· Training time.

· Resources (POL, ammunition, equipment, instructors, funds, etc.).

· Training burdens (school and unit).

· Facilities.

· Ranges and training areas.

· Embedded training or training devices.

· Manpower/force structure effectiveness on training capabilities.



System MANPRINT management plan (SMMP)
The training developer participates in the MANPRINT Integrated Concept Team (ICT) to ensure training constraints and issues are addressed.  Participation continues throughout the acquisition process.  Besides the constraints shown in the MNS above, the SMMP should consider the following issues:

· MOS rating and qualification requirements.

· Soldier learning capacity.

· Degradation of knowledge and skills.

· Training design.

· Soldier aptitude.



Continued on Page II-7-9
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TASK 7.
Approve training input to combat development documents

TABLE II-7-1.  TRAINING INPUT TO CD DOCUMENTS (Continued)



CD DOCUMENT
TRAINING DEVELOPER INPUT



SMMP (Continued)
· Target audience description.

· Reading level.

· Previous training.

· Cognitive, physical, or psychomotor characteristics or limitations that affect training.

· Training costs and affordability.

· See AR 602-2.

Capabilities Development Document (CDD)

Note:  Capabilities Production Document (CPD) uses the same format.
The CDD is a statement containing performance and related operational parameters for the proposed system.  The CDD  describes minimum acceptable requirements (thresholds) needed to satisfy the ICD.  The training developer must ensure that the CDD clearly states training requirements and constraints.  Trainer input should consider the following:

· Paragraph 11 of the CDD (Capabilities Required), state the need for embedded training (ET), training devices and BOIP as appropriate.

· Paragraph 13 in the CDD (Computer Resources) identify any unique user interface requirements, documentation needs, and special software certifications.  Check that software programs with Pre-planned Product Improvement (P3I) also include updates to training software.

· Paragraph 14 (Human Systems Integration) in the CDD.



Describe operational and maintenance training concepts (training devices, ET, and interactive courseware).



State objectives and thresholds for training.



Identify training methodologies to be used.

Ensure all ET and training devices are included in the CDD.  Also ensure there is strong supporting rationale for having them.



Continued On II-7-11
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TASK 7.
Approve training input to combat development documents

TABLE II-7-1.  TRAINING INPUT TO CD DOCUMENTS (Continued)



CD DOCUMENT
TRAINING DEVELOPER INPUT

Analysis of Alternatives (AOA)
TRADOC standard scenarios provide the operational context for analysis.

The AOA is an independent analysis check to validate operational and training requirements and cost effectiveness.

Ensure that a TEA is funded and accomplished in a timely manner to support the AOA.  The TEA identifies training initiatives (strategy, design, devices, technologies, etc.) that contribute to cost and training effectiveness of the materiel system.  There should be a TEA for each milestone.  See AR 71-9.

Basis of Issue Plan (BOIP)
Prepare the BOIP training impact statement.

Review the document and ensure inclusion of the total quantity of systems and/or components (including training devices) required for the training base.  A system may have several BOIPs that correspond to each line number or major component.  Each training device also has a BOIP.

This action is critical to the institution providing initial individual training.  Components are identified in the “Notes” section of the BOIP.  See AR 71-2.

Qualitative and Quantitative Personnel Requirements Information (QQPRI)
Prepare the QQPRI training impact statement.

Review for adequacy of support and consistency with the training concept, training strategy, and career management field objectives, and force structure objectives.  See AR 71-2.

Continued On Page II-7-13
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TASK 7.
Approve training input to combat development documents

TABLE II-7-1.  TRAINING INPUT TO CD DOCUMENTS (Continued)



CD DOCUMENT
TRAINING DEVELOPER INPUT

Instructor and Key Personnel Training (IKPT)
The materiel developer funds IKPT for new systems; however, the institution may have to pay the travel costs for personnel who are not NET team members.  The materiel contractor provides this training.  The institution training developers and instructors attend:

· To obtain essential information necessary for development of courseware for the institution.

· To receive training necessary to be a participant in initial or follow-on operational test and evaluation.

· To receive training necessary to be a member of the new equipment training team when the institution is required to provide such support.

Operational Test Readiness Statement
The institution trainer (usually a general officer) certifies:

· Test players can perform individual and collective tasks and know how to properly employ the system.

· Training validation has been done.

· Representative test players are being used.

· Training materials used are those that will be used in the school and units.



Continued On II-7-15
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TASK 7.
Approve training input to combat development documents

TABLE II-7-1.  TRAINING INPUT TO CD DOCUMENTS (Continued)



CD DOCUMENT
TRAINING DEVELOPER INPUT

New Equipment Training Plan (NETP)
You participate in this process in several ways:

· Use the Army Modernization Training Automation System (AMTAS) to review the materiel developer’s NETP and provide comments and recommended changes to the plan through the Systems Training Integration Division, Training Development and Delivery Directorate, HQ TRADOC.

· Use AMTAS to confirm size of personnel commitment when the institution has agreed to provide instructors for new equipment training.

· Use AMTAS to obtain schedule for new equipment fielding that the school will support with Doctrine and Tactics Training (DTT), a school responsibility.

Military Construction, Army (MCA) Facilities
Have all combat development documents reviewed to determine requirements for MCA facilities.  You must include these facilities in the installation engineer’s program at least five years in advance of the year required for occupancy.

Technical Manuals (TM)
Ensure adequacy of the material.

· Provide early input to the material developer.

· Attend in-process reviews of draft TM.

· Participate in and support TM assessment by:



coordinating the verification plan.



providing the following support for verification:



-
Facilities/tools.



-
Soldiers for tests.



-
Observers/supervisors.

New Equipment Training (NET)
Provide DTT for NET and provide members to the NET team as agreed between the materiel developer and institution.
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TASK 8.
Approve Systems Training Plan (STRAP) Development

INTRODUCTION
You should be here if you are responsible for supervising STRAP development or if your subordinates provide input to that document.


The STRAP defines the requirements for managing the development and integration of training new or improved materiel systems the Army plans to buy.  (The term “materiel” refers to both hardware and software.)  The STRAP applies to all materiel systems bought for the Active Army and Reserve Components under the standard acquisition strategy, Pre-planned Product Improvement (P3I), System Improvement Plan (SIP) and Materiel Change Management (MCM).  It fulfills the training planning requirements of AR 602-2 and AR 700-127.  Further, it addresses additional requirements contained in AR 71-32 and AR 71-9.


The training developer at the system proponent school prepares a STRAP for each developmental and non-developmental materiel system, including non-system training devices.  A draft STRAP accompanies the Capabilities Development Document (CDD) during staffing.  The STRAP will be approved prior to submitting the CDD to HQ TRADOC for approval.


The STRAP is the TRADOC proponent school master training plan for the materiel system and provides the following functions:



Documents the results of early training analyses covering specifically who requires training, what tasks need training, and when, where and how proponents will conduct training.



Starts the planning process for all necessary courses and course revisions, training products, and training support required in your school and supporting schools.



Establishes milestones to ensure timely development of training and training support to permit testing and fielding of the total system.



Communicates training requirements within and between TRADOC schools and centers, HQ TRADOC, materiel developers, users, MACOMs and HQ DA.
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TASK 8.
Approve Systems Training Plan (STRAP) Development

INTRODUCTION
STRAP functions (continued)

(Continued)



Establishes the basis for assessing training progress in support of the Requirement Review Committee (RRC) actions, integrated logistical support (ILS) reviews, training test support package (TTSP), TRADOC Materiel Evaluation Committee (TMEC) reviews, in-process reviews (IPR) and milestone decision reviews (MDR).


The STRAP is a living document to which information is added and updated as the materiel system development progresses.  Throughout this process, Total Army Quality (TAQ) and Directorate of Evaluation and Standardization (or its replacement organization) involvement are essential to ensuring a quality training product.


See Appendix A for more information on the Total Army Quality program.


The STRAP remains active until included training strategies or actions are implemented.


The Commander, U.S. Army Training Support Center acquires DCSOPS&T approval of STRAPs as TRADOC’s staff manager for Army Modernization Training 
(II-6-6 of TR 350-70).

STEP


EXPANDED STEP INFORMATION

1. Ensure STRAP training strategy is effective.
Effectiveness of the training strategy is largely dependent on the elements shown in Table II-8-1.



Continued On Page II-8-4
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TASK 8.
Approve Systems Training Plan (STRAP) Development


The table below presents some of the basic elements used in developing the training strategy for a materiel system.

TABLE II-8-1.  TRAINING STRATEGY DEVELOPMENT

ELEMENTS

· Describe how the new system will affect the Combined Arms Training Strategy (CATS), current or future, when it is fielded.

· The individual training strategy, including CATS that are affected by the system, provides a detailed description of how the enlisted and warrant officer MOS/SSI/SQI and commissioned officer AOC/FA/SI proponent(s) intend to train on the system.  This description includes:



Basic and advanced individual training.



Basic Noncommissioned Officer Courses (BNCOC).



Advanced Noncommissioned Officer Courses (ANCOC).



Warrant Officer Basic Courses (WOBC).



Warrant Officer Advanced Courses (WOAC).



Officer Basic Courses (OBC).



Officer Advanced Courses (OAC).



Other functional courses.

· Training strategy considerations include:



Elimination or reduction of how training affects the environment.



Use of stand-alone training devices.



Embedded training capabilities.



Simulations and simulators.

· If extension training is a selected alternative, proponents should consider:



Training in officer and NCO courses to provide the subject matter expertise to units.



Sustainment extension training of high quality ensures effective operation of the system in the field without the need for institutional training.

· The training strategy must support training of the system for all affected MOSs and units through the life cycle of the system.
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TASK 8.
Approve Systems Training Plan (STRAP) Development

STEP


EXPANDED STEP INFORMATION

2. Ensure STRAP meets minimum format and information requirements.
The STRAP format contains:

Para/

Annex
Subject

1
System Description

2
Target Audience

3
Assumptions

4
Training Constraints

5
Training Concept (Active Army &RC)

6a
NET Strategy (Active Army &RC)

6b
Individual Training Strategy (Warrior)

6c
Sustainment Strategy (Warfighter)

7
Training Products

8
Training Support

9
Post Fielding Training Effect. Analysis

A
Target Audience

B
CATS Individual Training (Warrior)

C
CATS Unit Training (Warfighter)

D
Milestones

E
Resources

F
References

G
Coordination

H
Acronyms

I
TADSS

It should include the analysis results conducted to determine training requirements for operators, maintainers, units, supervisors, commanders, institutions, and NET.  See Chapter II-6, TR 350-70.

3. Ensure STRAP meets established format and is complete.
The STRAP format is described in Table II-8-2.  

The STRAP is a living document dependent on development of the materiel system. It will not contain all the required information until the final document is prepared.  The Senior Training Manager must know what information is available at the time of publication.  See Chapter II-6, TR 350-70.
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TASK 8.


Approve Systems Training Plan (STRAP) Development


The table below describes the format, process, and requirements the Senior Training Manager should consider during STRAP development.

TABLE II-8-2.  STRAP REVIEW



REVIEW...


FOR...

System description
· Does the system description identify:



What the system looks like?



Who will employ it?



How units will use it?



Force protection requirements?



If the system replaces another system?



If the system is multipurpose?



Safety and environmental protection considerations?

· Is the new equipment training plan (NETP) number identified?

· Is the first unit equipped date (FUED) identified?



Target Audience


· Does the target audience provide a general description of the job holder(s)?  

· Does it address the audience in broad group terms/categories, and site(s) for initial and sustainment training?  Detailed target audience information will be addressed in Annex A of the STRAP.

Assumptions
Do assumptions support the validity of the training concept?



Training Constraints
· Does the paragraph identify and explain the potential constraints related to each of the MANPRINT domains that can impact training the new system?  Any constraints must be considered in the design, operation, and maintenance of the system.

· Does it provide a recommendation for each constraint identified?  The SMMP is the primary source of constraints, and STRAP constraints must be similar to SMMP constraints.  If not, changes must be documented.

· Are there Safety/Environmental training constraints?

Continued On Page II-8-7
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TASK 8.
Approve Systems Training Plan (STRAP) Development

TABLE II-8-2.  STRAP REVIEW (Continued)



REVIEW...


FOR...

Training Concept narrative (Active Army & Reserve Components)


Does this paragraph provide an executive summary of the general concept of how operator, maintainer, and Doctrine Tactics & Training (DTT) will be executed for institutional training, NET, and unit sustainment?  Does it:

· Note any differences in Active Army/RC delivery or format?

· Provide underlying philosophy and rationale for the strategy?

· Reflect the proponent’s Long Range strategy and any impact on CATS?



Training strategy (Active Army and RC)
Does the strategy ensure that:

· The detailed strategy for NET, individual, and unit training are described in separate sub-paragraphs? (They should require use of multimedia TSPs fielded with the system).  See Chapter V-7, TR 350-70.

· NET will be provided to the user?  Consider exportable interactive multimedia instruction (IMI) distance learning, train-the-trainer, contract NET training, and conventional training.

· The individual (Warrior) long/short range training strategies for operator and maintainer training are described?  Areas must be addressed by MOS/Area of Concentration (AOC), skill level, ASI, and SQI.

· DTT training (how to fight) is described.

· There is a summary matrix at Annex B.

· The Unit (Warfighter) training strategy and requirements are described?  Strategy must describe precisely how each collective task (including DTT) will be trained.

· There is a CATS short-range unit training strategy matrix at Annex C.

Training Products
Does the STRAP describe the full complement of support products required to support individual NET and unit initial/sustainment training?  Does it:

· Require a multimedia-based package for the TSP?

· Discuss the overall system TSP requirement and each specific training support product requirement?
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TASK 8.
Approve Systems Training Plan (STRAP) Development

TABLE II-8-2.  STRAP REVIEW (Continued)



REVIEW...


FOR...

Training Support
Does the STRAP Training Support section list and describe the training support infrastructure that will be required to use the training products and execute the training strategy?  Does it:

· Describe the Distributive Training infrastructure?  It must include all sites, connectivity, hardware /software, Internet access, etc.

· Describe facilities needed?  It should include Classroom XXI, Digitized Training Facilities, ranges, maneuver areas, training area site requirements, etc.

· Describe other support items and/or infrastructure not mentioned above?

· Describe Training Issues at risk?  These are items that must be resolved prior to system fielding.

· Describe the ammunition needed (type & quantity)?

 Training Effectiveness Analysis (TEA)
Proponents plan for, and conduct a TEA to evaluate the training subsystem.  It provides feedback that assists the proponent by providing lessons learned, and ensuring that training meets unit needs.

Does the PFTEA section:

· Describe the plans for the TEA.

· Identify the training and training support products that will be evaluated?

· Explain who will conduct it, how, and when?



Annex A – Target Audience
Does this annex present (at summary level of detail), the target audience for all training, including MOSs not trained at the proponent school?



Annex B – CATS Individual Training Strategies (Warrior)
Does this annex present a summary of the CATS long and short-range individual training strategy modifications for all MOSs involved?
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TASK 8.
Approve Systems Training Plan (STRAP) Development

TABLE II II-8-2.  STRAP REVIEW (Continued)



REVIEW...


FOR...

Annex C – CATS Short Range Unit Training Strategies (Warfighter)
Does this annex present a summary level short-range unit training strategy modification requirements for all MOSs involved?



Annex D – Training Development Milestone Schedule
Does the annex present the new materiel system training development milestones?  See Appendix J of TR 350-70 for guidance on format and use of TRADOC forms.



Annex E - Resources
Although the STRAP is not a Resourcing document, certain data is required for planning by the school(s), TRADOC, the PM, and AMC.

Does the annex display the Resourcing information as shown in Tab 7 of Appendix J, TR 350-70?  Does it organize it by proponent and school?



Annex F - References
Does this annex include system specific references?  Do not include Army/TRADOC regulations.  Include references such as the MNS (if required), ORD, SMMP, etc.



Annex G – Coordination
Does this annex contain all coordination points of contact?  Does it contain comments received, disposition of comments, and updates to POCs as necessary?



Annex H – Acronyms
Does this annex include all acronyms used in the STRAP?  Does it use the format shown in Appendix J of TR 350-70?
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TASK 8.
Approve Systems Training Plan (STRAP) Development

TABLE II-8-2.  STRAP REVIEW (Continued)



REVIEW...


FOR...

Annex I – TADSS Requirements


Does this annex:

· Describe the TADSS required for NET, to include DTT, institutional, and unit training?

· Include an overview and summary of the purpose or function of each TADSS required by the new system strategy?  See paragraph J-19 of TR 350-70 for format.

· Address each type of TADSS as stated in the CDD in a separate paragraph?  These paragraphs should summarize the TADSS strategy and address the need for instructor/operator training.  They should also address embedded training (ET) requirements.  Each device should contain a functional statement of the type device required, it’s operational environment, and projected quantity required.

· Reflect the proponent’s review of the contractor developed Logistics Support Analysis (LSA) data?

· Indicate consideration of all possible TADSS as reflected in paragraph J-19e of TR 350-70?
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Army Materiel Command
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TASK 8.



Approve Systems Training Plan (STRAP) Development

STEP


EXPANDED STEP INFORMATION

4. Ensure timely update or revision of STRAP.
Proponent school will submit updated or revised STRAP to DCSOPS&T for approval not later than 90 days prior to milestones II and III.  See TRADOC Pamphlet (TP) 71-9.



5. Ensure training status assessment accompanies the STRAP submitted for milestone III.
· A cover letter will be submitted with this STRAP to assess the status of the following elements:



Institutional training.



Unit/Sustainment training.



Resources.



System milestone schedule.

· The following criteria are used to make the assessments:



Red - Not ready and will result in a delay in fielding the training subsystem concurrently with the system.



Amber - Not ready but will be on schedule prior to the fielding of the system.



Green - On schedule and will support the system at fielding.

· If rated Red, proponent will provide a get-well date and describe proposed fixes to the products or training problems.  (A Red rating may result in a recommendation to delay the system until the training deficiencies are rated Green.)


























Continued on II-8-16
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TASK 8.
Approve Systems Training Plan (STRAP) Development

STEP



EXPANDED STEP INFORMATION

6. Ensure pertinent information in the STRAP is disseminated to other appropriate documents.

The STRAP feeds into many resourcing and planning documents including:

· Training Requirements Analysis System documents (ITP, CAD, POI).

· Soldier training publications (STP).

· Training device development.

· Army Modernization Training Automation System (AMTAS) - the database for new equipment training plans (NETP).

· Training Test Support Package (TTSP).

· Capabilities Development Document (CDD)

· Facilities (ranges and real property).

· Training effectiveness analyses (TEA).

· Doctrine and tactics training (DTT).

· Basis of issue plan (BOIP).

· Qualitative and quantitative personnel requirements information (QQPRI).

· Resourcing requirements.



7. Ensure audit trail is established.

While the STRAP itself provides an audit trail of actions over the life cycle of the system development, other documentation is essential to provide rationale for decisions.  Therefore, the audit trail should include:

· Copies of the STRAP and all updates to the STRAP.

· All internal staffing comments.

· Copies of all source information used in preparation of the STRAP.

· Correspondence received from external staffing with supporting schools and major army commands (MACOM).

· Approval correspondence with associated comments.



END
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DUTY III.  DECISIONS REGARDING DOCTRINE
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DUTY III REFERENCES

DA Pam 25-36
Design and Development of Instruction Publications

TR 25-30
Preparation, Production, and Processing of Armywide Doctrinal and Training Literature (ADTL)

TR 25-31
TRADOC Armywide Doctrinal and Training Literature Program

TR 25-32
TRADOC Doctrinal Literature Master Plan

TR 25-35
Preparation and Publishing U.S. Army Training and Doctrine Command (TRADOC) Administrative Publications

TR 350-70
Systems Approach to Training Management, Processes, and Products

TP 25-34
Desk Guide to Doctrine Writing

TP 25-35
Desk Guide to Doctrine Management

See Appendix I for supplemental doctrine development references.
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INTRODUCTION.

THIS DUTY III TASK:


DESCRIBES WAYS TO DO THIS

1. Direct the assessment phase.
Identify the doctrine development initiatives required to fulfill proponent doctrine requirements.



2. Direct the planning phase.
Produce the program plan that you will follow in developing doctrinal literature during the current year.



3. Direct the development phase.
Produce doctrine and doctrinal literature for publication.



4. Direct the printing and distribution phase.
Approve the procedures whereby doctrinal publications are published and distributed.



5. Direct the implementation and evaluation phase.
Approve the process for, and review the results of, the doctrinal literature feedback process.  Provide assistance to doctrine publications users and evaluate feedback on doctrinal publications.



6. Direct non-proponent doctrinal and training literature review.


Approve the review of the doctrine and training contained in non-proponent literature.
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INTRODUCTION
TRADOC schools, as proponents for their branches, are responsible for creating doctrine.



DOCTRINE
Doctrine is the fundamental principles by which military forces, or elements thereof, guide their actions in support of national objectives.  It is authoritative, but requires judgment in application.  It must also be operationally focused.



DOCTRINAL

LITERATURE
Doctrinal Literature contains the fundamental principles of doctrine, together with the tactics, techniques, and procedures, and the methodology to implement the doctrine principles.



RELATIONSHIPS
The relationships among the levels of doctrine, doctrinal publications, and operational focus are shown in Table III-1.



ADTLP
The Armywide Doctrinal and Training Literature Program (ADTLP), as described in TR 25-30, TR 25-31, TR 25-32, TR 350-70, and supplemented by TRADOC Pam 25-35.  TRADOC Pam 25-34 provides the guidelines for creating and disseminating doctrine.  Figure I-1, Appendix I, gives a graphic portrayal of this process.  Table I-1, Appendix I, provides a checklist you can use as a guide for accomplishing the major management activities during the doctrine development process.



PUBLICATION

MEDIUM
Doctrine is published in Field Manuals.
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The table below shows the relationship between the levels of doctrine, the levels of doctrinal publications, and the levels of operational focus.

TABLE III-1.  DOCTRINE, DOCTRINAL LITERATURE, AND

OPERATIONAL FOCUS RELATIONSHIP



LEVELS

OF

DOCTRINE


LEVELS OF

DOCTRINAL

PUBLICATIONS
LEVELS OF

OPERATIONAL

FOCUS

Doctrinal Principles


Keystone and Capstone
Missions & Objectives

Tactics


Combined Arms
Operations

Techniques


Proponent
Functions

Procedures


Employment Procedures


Tasks
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TASK 1.
Direct the assessment phase

INTRODUCTION
You should be here if you are directing the development of doctrine and are identifying doctrine development requirements.


The doctrine development process starts with the assessment phase during which you will identify your school’s requirements.


To do this you will need:



The TRADOC Doctrinal Literature Master Plan.



The school long-range doctrinal literature plan.



Access to sources of information from higher headquarters that may contain new concepts and/or doctrinal principles.


As a result of doing this task, you will produce a list of the total doctrine development requirements for which you are responsible, along with the rationale and general description of the doctrine solution for each new requirement.
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TASK 1.
Direct the assessment phase

STEP


EXPANDED STEP INFORMATION

1. Determine rationale for doctrine development initiatives directed by higher headquarters.
Higher headquarters may specifically direct doctrine development initiatives.  When this is the case, review all documents promulgating the initiative and talk to the action officer(s) at the issuing headquarters to determine the reason, purpose, and magnitude of the doctrine development effort directed.



2. Review doctrinal source documents for indications of doctrine development requirements.
Do source documents contain information that may provide a reason for a doctrine development requirement?  See Table III-1-1 for an example of the types of source documents you should review.



3. Review the analysis of current proponent doctrine.
Does the analysis compare the current doctrine contained in all proponent doctrinal literature to that espoused in source documents?



4. Review the deficiencies identified in current proponent doctrine.
Have specific items been identified in proponent doctrinal literature that require revision or for which you must develop new doctrine because the current doctrine is not in compliance or is inconsistent with Joint, Army, TRADOC, and MSC concepts and doctrine?



Continued on Page III-2-4
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TASK 1.
Direct the assessment phase


The table below lists various sources that may provide indicators of doctrine development requirements.

TABLE III-1-1.  DOCTRINAL SOURCE DOCUMENTS

Joint Chief of Staff Master Plan (JCS Pub 1-01)

Requirements determination documents:

· Future Operational Capabilities.

· Research, Development and Acquisition Plan.

Operational, Functional and Branch Concepts.

Army Long Range Planning Guidance (ALRPG).

Army Program Objective Memorandum (POM).

TRADOC Long Range Plan (TLRP).

TRADOC Doctrinal Literature Master Plan (TRADOC Reg 25-32).

525 Series of TRADOC pamphlets.

Approved functional concepts.

Army Keystone and Capstone manuals.

Joint doctrine and TTP publications.

Combined arms doctrinal publications.

AR 5-5 studies.

System program reviews.

Lessons learned from Center for Army Lessons Learned (CALL) and Joint Center for Lessons learned (JCLL).

Initial Capabilities Document (ICD).

After action reviews (AARs).

International standardization agreements (ISAs).

School 5-year Doctrinal Literature Plan.

Cyclical reviews/reviews at reprint.

Field/branch training team trip reports.

General officer guidance.
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TASK 1.
Direct the assessment phase

STEP


EXPANDED STEP INFORMATION

5. Review the list of the total doctrine development requirements for which your school is responsible.
Does the list include:

· All requirements listed in the TRADOC Doctrinal Literature Master Plan.

· Those requirements identified during the cyclical (18 month) review of publications in the implementation and evaluation phase (see Task 5, Step 4).

· All requirements listed on the school’s long-range doctrine development plan.

· Those listed as newly directed or identified requirements?



6. Review the general description of the solution to the doctrine development requirement.
Does the general description of the proposed solution follow the rationale initiating the requirement?



7. Ensure assessment decisions are documented as part of your audit trail.
Audit trails document reasons for decisions (including the CG said do it), can save considerable time, and, in some instances, litigation problems later.

Table III-1-2 indicates the types of information that are pertinent to a development initiative and that should be in the audit trail.



END
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TASK 1.
Direct the assessment phase


The table below describes examples of the types of information that need to be maintained in the audit trail for the assessment phase of doctrine development.

TABLE III-1-2.  TYPES OF INFORMATION NEEDED IN A

DOCTRINE ASSESSMENT AUDIT TRAIL



1. The rationale/reason for revision or creation of new doctrine.

2. The desired impact on force capability (in quantifiable terms).

3. The impact of this doctrine on the doctrine of other proponents.

4. All related initiatives, such as:

· Training of the new/revised doctrine

· Need for materiel improvement/acquisition in support of the newly revised doctrine.
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TASK 2.
Direct the planning phase

INTRODUCTION
You should be here if you are developing a program/plan for the accomplishment of the doctrine development effort during the current budget execution year and the planning out-years.


As manager of the doctrine development process, you are required to manage the effort to produce the doctrine development plan and program.


To do this, you will need:



The list of doctrine development requirements identified during the assessment phase, along with the documented rationale and general description of the doctrinal solution for each



Guidelines for establishing the scope of the doctrine development effort



Prioritization criteria and guidance from higher headquarters.


As a result of doing this task, you will produce a prioritized program that will serve as a guide for the doctrine development effort.
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TASK 2.
Direct the planning phase

STEP


EXPANDED STEP INFORMATION

1. Review the list of identified doctrine development requirements.
Do the doctrine requirements identified in the assessment phase include all the doctrine development initiatives from the proponent’s long-range plan as well as the new requirements identified during the assessment phase?



2. Approve the publication category and number.
Is media selection based on the doctrine content of, and the target audience to be served by, the publication?  See Appendix I, Table I-4, Pages I-17 and 18 for assistance in determining the category (level and type) of publication.

The publication number should follow the numbering system established in AR 25-30 and assigned by Futures Command.



3. Review the analysis of the doctrinal literature workload.
Has the analysis ascertained the scope of each requirement in order to:

· Determine the amount of work involved?

· Ensure consistency across all doctrinal publications?

· Limit redundancy across doctrinal publications?

See Table III-2-1 for the information that you should review from the analysis that may have an effect on the workload for each requirement.



Continued on Page III-2-4
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TASK 2.
Direct the planning phase


The table below indicates the workload information that must be determined for each requirement.

TABLE III-2-1.  WORKLOAD INFORMATION



Does the requirement entail developing an entirely new publication or incorporating it into an existing or future publication?

Is the objective organizational content of the publication identified (see Appendix I, Table I-4, Pages 
I-17 and 18 for assisting in determining the correct content of the publication)?

Is the amount of research that remains to be done prior to writing identified (e.g., is the nature of the doctrinal solution already known or does it have to be worked out)?

Is the amount of inter-branch coordination that must take place during the development process identified (e.g., with trainers, combat developers, etc.)?

Is the amount of inter-branch and inter-Service coordination that must take place during the development and approval process identified?
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TASK 2.
Direct the planning phase

STEP


EXPANDED STEP INFORMATION

4. Ensure resources are available.
Determine the resources available to accomplish the workload you have for the current year (see Duty IV for the categories of resources).  Include availability of DRAG members.



5. Make SMEs/doctrine writers available.
Determine the availability of SMEs/writers based upon physical numbers and the qualifications of the individual(s) needed to work on each publication (see Appendix I, Table I-2, Page I-12 for these qualifications).



6. Approve the prioritized doctrine development workload.
· Determine higher headquarters (Army, TRADOC, and MSC) criteria for publishing doctrine.

· Determine school criteria for publishing doctrine.  This may be available in the DOTD or training department.

· Integrate school criteria with that of higher headquarters.  See Table III-2-2.

· Match each proposed publication with the appropriate overall criteria category.

· Prioritize requirements.  For requirements having the same priority, apply the following criteria.



Sunk Costs.  Give priority to projects with the most invested.



Armywide impact.  Give priority to projects having greatest impact on the Army’s ability to prevent or wage war.



Continued on Page III-2-6
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TASK 2.
Direct the planning phase

TABLE III-2-2.  TRADOC DOCTRINAL PRIORITY



The TRADOC criteria shown below are the actual published priority.

TRADOC

Priority

1 Joint doctrine and tactics, techniques, and procedures.

2 Doctrinal publications supporting major new systems or units.

3 Doctrinal publications for which CG, TRADOC has approval authority (as annotated in TR 25-32).

Integrate the priority of higher headquarters with that of your school to come up with an overall prioritization criteria list that each requirement is judged against.
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TASK 2.
Direct the planning phase

STEP


EXPANDED STEP INFORMATION

7. Prioritize requirements.
Requirements that fall below the level of resources available for accomplishment in the year(s) being planned are UFRs.



8. Ensure documentation of the workload priority.
See Appendix I, Figure I-2, Page I-8 for a sample format for documenting your prioritization effort.



9. Have adjustments made to the 5-Year Doctrinal Literature Plan.
Make adjustments to the 5-Year Doctrinal Literature Plan when:

· The relative priority of doctrine development efforts change.

· The scope of a particular doctrine development effort changes significantly.

· The availability of either resources or writers to accomplish the work changes.

· Work is not completed according to the plan’s schedule.

· Adding another year (at the end of the current plan year) to maintain 5 years on the plan (i.e. the current year and 4 out-years) and to ensure all proponent FMs are reviewed every 18 months.

See Appendix I, Figure I-3, page I-9 for an example of a format for a 5-Year Doctrinal Literature Plan, and Figure I-4, Page I-10 for an example of a format for scheduling a doctrine development project.

 

Continued On Page III-2-8
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TASK 2.
Direct the planning phase

STEP


EXPANDED STEP INFORMATION

10. Review the doctrinal literature-related information sent to appropriate agencies.
Are the data concerning the doctrine development effort correct?  See Table III-2-3 for the types of information that you should send to various agencies.



11. Establish the quality control procedures for execution of the doctrine development program for the current budget execution year.


See Appendix A for guidelines for establishing quality control procedures.

12. Ensure planning decisions are documented as part of your audit trail.
Audit trails document reasons for decisions (including the CG said do it), can save considerable time, and, in some instances, litigation problems later.

Table III-2-4, Page III-2-10 indicates the types of information that are pertinent to the planning phase and should be in the audit trail.



END
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TASK 2.
Direct the planning phase


The table below indicates the doctrine development information provided to various agencies.

TABLE III-2-3.  INFORMATION FURNISHED TO

APPROPRIATE AGENCIES



TYPES OF INFORMATION


AGENCY TO RECEIVE

INFORMATION

The resource requirements (budget input) for doctrine development for the next 5 years (see Duty IV).

The prioritized list of doctrine development projects planned for completion during the current execution year.
Resource management office at your school.

TRADOC resource management office by way of TRAPPS (in the form of a school wrap-up).

Training department(s).

Director of Combat Developments.

Appropriate MSC.

Headquarters, TRADOC.

Other agencies.



The Doctrinal Literature 5-Year Plan.
DOTD or equivalent directorate.

Training department(s).

Director of Combat Developments.

Appropriate MSC.

Headquarters, TRADOC.

Other agencies.



Return to DUTY III Menu
DOTD
Directorate of Training and Doctrine

MSC
Major subordinate command

TRAPPS
TRADOC Planning and Programming System

UFR
Unfinanced requirement

This Page Not Used

TASK 2.
Direct the planning phase


The table below indicates the items that need to be maintained in the audit trail for the planning phase of doctrine development.

TABLE III-2-4.  AUDIT TRAIL ITEMS FOR THE

PLANNING PHASE



The following items should be in the audit trail for the planning phase:

· The rationale for assigning the media and number to the publication.

· The analysis results of the work required for doctrine development completion.

· A listing of the resources available for the current budget execution year to accomplish the doctrine development initiatives.

· The list of the development requirements indicating their priority and which ones are un-financed.

· An updated and current copy of the 5-Year Doctrinal Literature Plan.

· Documents granting approval for changes to the 5-Year Doctrinal Literature Plan.

· Copies of all doctrine literature related information sent to other agencies.

· A list of the quality control procedures established for the doctrine development program for the current year.
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TASK 3.
Direct the development phase

INTRODUCTION
You should be here if you are directing development of doctrine solutions to the requirements identified during the assessment phase and prioritized during the planning phase.


To direct the development phase, you will need:



The criteria for assigning doctrine writers.



The general description of the doctrinal solution for each requirement.
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TASK 3.
Direct the development phase

STEP


EXPANDED STEP INFORMATION

1. Approve the publication team.
· Has the appropriate department(s) been coordinated with to obtain writers?


· Will in-house or contract support be used?


· Has coordination been made with:



Editors?



Visual Information Specialists (VIS)?



Other support personnel that may be required?


· Have the team members been instructed as to:



Individual roles and responsibilities (See Appendix I, Table I-3, Pages I-13 through I-16)?



Research requirements?



Doctrinal publication format and style?



Procedures for coordinating with editors, graphic designers, and illustrators?



Work submission requirements (i.e., outline, initial/final drafts, etc.)?



TRADOC doctrine development standards (see Appendix I, Table I-7, Page I-21)?



External staffing guidelines (see Appendix I, Table 
I-6, Page I-20)?



Continued on Page III-3-4

Return to DUTY III Menu

This Page Not Used

TASK 3.
Direct the development phase

STEP


EXPANDED STEP INFORMATION

2. Provide doctrine writer(s) with resources required to accomplish the writing assignment.
Provide the writer(s) with:

· All the audit trail documentation gathered up to this point.

· The rationale for the writing assignment, as determined during the assessment phase.

· The general description of the proposed solution developed during the planning phase.

· Appropriate references (See Table III-1-1).

· Access to appropriate databases such as JDEL, JULL, and ALL (data from exercises at NTC, JRTC, and CMTC).



3. Initiate a Program Directive (PD) for each FM requirement.
Ensure General Officer involvement and that your staff:

· Captures top-down guidance.

· Establishes a management audit trail.

· Documents the project development process.



4. Forward the PD for each FM requirement (new or revision) through your chain of command to the designated approval authority (APP B of TR 25-32).
The PD must include, but is not limited to:

· Background.

· Scope.

· Recommended target audience.

· Development priority.

· Development milestones.

· Potential test requirements.

· Approval authority.

· Recommended review/approval process (e.g., decision paper, DRAG, IPR, etc.).



Continued on Page III-4-6
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TASK 3.
Direct the development phase

STEP


EXPANDED STEP INFORMATION

5. Review the initial outline.
The outline should contain:

· Chapter headings.

· Subsection, organization.

· Appendices.

· Identification of areas where content needs to be expanded or changed.

Where possible integrate the content considerations shown in Table III-3-1 into the outline.

The outline should conform to the current TRADOC doctrine development standards.  (See Appendix I, Table I-7, Page I-21 for these standards.)



6. Approve the outline.
Approve the outline prior to the writing team getting into the meat of the development effort.  If you are not the final approval authority for the FM, forward your outline to the appropriate approval authority.



Continued on Page III-3-8
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TASK 3.
Direct the development phase


The table below lists the content considerations that should be integrated into the publication where applicable.

TABLE III-3-1.  CONTENT CONSIDERATIONS



The following subjects should be integrated into the publication content where applicable:

· Application of competitive strategies.

· Battlefield nuclear warfare.

· Nuclear weapons employment.

· Nuclear, biological, and chemical (NBC) defense.

· Chemical weapons operations.

· Smoke operations.

· Terrorism counteraction.

· Accurate and sufficient threat data (see TR 381-1, Threat Management).

· Principles or TTP for the employment of task forces organized with maneuver forces of light divisions (including airborne and air assault units) and heavy divisions.

· Safety precautions.

· Risk management assessment.

· Interservice agreements.

· International agreements and publications (e.g. NATO STANAG).
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TASK 3.
Direct the development phase

STEP


EXPANDED STEP INFORMATION

7. Review the list of research/ coordination requirements.
Examples of types of research are the study of:

· History (e.g., reports by the Combat Studies Institute).

· AARs (e.g., NTC, JRTC, CMTC).

· Lessons learned (e.g., from CALL, JCLL).

· Papers written at Army schools, centers, or colleges (e.g., CGSC, SAMS, AWC).

· Test reports (e.g., operational reports).

· Simulation results (e.g., SIMNET-D, JESS).

· Existing, related Army, multi-service, and joint doctrine.

· Training information from:


The Defense Manpower Data Center


99 Pacific Street


Suite 155A


Monterey, CA  93940


Telephone (408) 655-0400

       www.dmdc.ods.mil
This step includes identification of the coordination that must be made with specific SMEs or other agencies/activities that may have an impact on the doctrinal content.



Continued On Page III-3-10
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TASK 3.
Direct the development phase

STEP


EXPANDED STEP INFORMATION

8. Review the list of key terminology.
Is key terminology pertinent to the doctrine development effort clearly defined and understood by all involved parties?



9. Approve the doctrine development production schedule.
Are timelines for the doctrine development activities based on the:

· Scope of the development effort?

· Level of complexity of issues?

· Amount of research that must be conducted?

· Amount of coordinating and staffing required?

· Available sources?

Are internal coordination/staffing requirements identified (especially with training, doctrine, and combat developers) where concurrent delivery of doctrinal and training products and new systems is required?

Are external coordination/staffing requirements identified?  See Appendix I, Table I-6, Page I-20 for guidelines for external coordination/staffing.

Are testing requirements identified?

Are timelines consistent with the installation program for doctrine development?



Continued On Page III-3-12
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TASK 3.
Direct the development phase

STEP


EXPANDED STEP INFORMATION

10. Direct preparation of an initial draft manuscript.
The content, format, and style of the publication should:

· Adhere to TRADOC doctrine development standards (see Table III-3-2).

· Adhere to guidelines established in the publications listed as the references for Duty III.

· Consider other applicable regulations.

· Directly address deficiencies found during the assessment phase.

· Adhere to level of content and target audience prescribed by the ADTLP (see Appendix I, Table I-4, Pages I-17 and 18).

· Avoid inaccurate/contradictory statements of doctrine or performance.

· Include doctrine and supporting TTP (tactics, techniques, & procedures) in a single FM.

· Include tactical standing operating procedures (TSOP) in the appropriate echelon manual.



11. Ensure coordination of the initial and final draft staffing with selected target audience representatives.
Use electronic media for developing/staffing of doctrinal publications.

· Limit outside agency staffing to initial draft only.

· Staff internal and final drafts within TRADOC IAW TR 25-32.

· Resolve any differences.

· Ensure writers incorporate appropriate comments.

· Use a DRAG to review content, if required.



Continued On Page III-3-14
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TASK 3.
Direct the development phase

TABLE III-3-2.  TRADOC DOCTRINE DEVELOPMENT STANDARDS



Review to ensure publication contents:

· Are consistent with Joint, multi-service, and Army approved doctrine, tactics, techniques and procedures (TTP), terms, and definitions (JCS Pub 1-02, AR 310-25, and FM 101-5-1).  If references conflict, JCS guidance has precedence.

· Are consistent with Capstone manuals and not contrary with U.S. national policy, international law, or international standardization agreements ratified by the U.S.

· Contain the “what and how” in enough detail for commanders/staff to accomplish their missions and tasks.  Do not describe everything in detail; leaders must think.

· Are integrated horizontally across mission areas and branches.

· Are integrated vertically to ensure consistency between force echelons.

· Are concise and understandable.  Use direct language and active verbs.

· Encourage initiative on the part of both leaders and subordinates.

· Focus on defeating defined threats to U.S. interests, combat forces, or defined low-intensity conflict (LIC) threats of any origin.

· Are not unnecessarily redundant with other publications that have the same target audience.

· Relate to the required capabilities identified by the Joint Capabilities Integration and Development System (JCIDS) process.
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TASK 3.
Direct the development phase

STEP


EXPANDED STEP INFORMATION

12. Support DRAG review requests of selected drafts.
Provide assistance to the DRAG as requested.  Examples of the types of support are:

· Documents from audit trail.

 Background data on the rationale and/or critical thinking used in developing the doctrine.

 SME/writer support to address either proponent doctrine integrated into other publications, or the doctrine in the publication being reviewed (proponent or otherwise).

· Use of teleconferencing facilities.

· Incorporation of DRAG comments in draft.



13. Recommend testing of new or radically changed doctrine to your CG.
Recommend low-cost testing such as Center for Army Lessons Learned (CALL) NTC focused rotations.

· Test at Battle Laboratories, Army and Joint FTXs or CPXs or through AWEs.

· Tests should be concurrent with staffing the initial draft.
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TASK 3.
Direct the development phase

STEP


EXPANDED STEP INFORMATION

14. Approve the final draft.
Review comments of the review authority for the specific publication.

· Resolve any differences.

· Have writers incorporate the appropriate comments.

· Send to approval authority (see Table III-3-3 for those publications requiring CG TRADOC approval.



15. Approve the CRC or the comprehensive dummy (if a CRM is used).
See the checklist at Appendix I, Figure I-6, Page I-20.



16. Ensure development phase decisions are documented as part of your audit trail.
Audit trails document reasons for decisions (including the CG said do it), can save considerable time, and, in some instances, litigation problems later.

See Table III-3-4 for those items produced during the development phase that should be included in the audit trail.



END
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TASK 3.
Direct the development phase

TABLE III-3-3.  PUBLICATIONS FOR CG TRADOC APPROVAL



Number


Title
Proponent

FM 3-0

FM 7-0

FM 7-1

FM 22-100

FM 71-100

FM 100-7

FM 100-8

FM 100-15

FM 100-16

FM 100-17

FM 100-18

FM 100-23

FM 101-5

Joint Pub 3-9


The Army in Theatre Operations

Training the Force

Battle Focused Training

Military Leadership

Division Operations

The Army in Theatre Operations

The Army in Multinational Operations

Corps Operations

Army Operational Support

Mobilization, Deployment, DeMOB, and Redeployment

Space Support for Army Operations

Army Special Operations Forces

Staff Organization and Operation

Nuclear Operations


DCSDOC

USACAC

USACAC

USACAC

DCSDOC

USACAD

DCSDOC

DCSDOC

DCSDOC

USACAC

USACAC

USAJFKSW

USACAC

JCS
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TASK 3.
Direct the development phase


The table below lists the items that should be in the audit trail for the Development phase.

TABLE III-3-4.  AUDIT TRAIL ITEMS FOR THE

DEVELOPMENT PHASE



The audit trail for the development phase should have, at a minimum, copies of each of the following documents:

· Copies of each document used during research.

· List of key terms used.

· Production schedule.

· Documentation justifying, requesting, and granting approval for change(s) to the doctrine development program plan.

· Outline.

· Initial draft.

· Final draft.

· Final approved edited draft.

· Camera-ready copy or camera ready mechanical.

Each document should have, at a minimum, the following accompanying materials:

· Correspondence from the review and approval authorities for each document as appropriate.

· A copy of document iterations, thereby providing a chronology of the changes and critical thinking.

· Copies of the sources of information used in research.

· The comments from the internal and external staffing of the documents.
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TASK 4.
Direct the printing and distribution phase

INTRODUCTION
You should be here if you are ready to have the publication printed and distributed.


As director of the doctrine development process, it is your responsibility to ensure coordination of the printing and distribution phase of this process.


To do this, you will need:



The number of publications required for instructional support at each TRADOC school during the first year of publication.



Other service and agency requirements.


As a result of doing this task, the publication will be printed in sufficient copies and distributed in such a manner as to reach the target audience for which it was developed.
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TASK 4.
Direct the printing and distribution phase

STEP


EXPANDED STEP INFORMATION

1. Review the first-year instructional requirements.
Do requirements include the number needed for instruction by each TRADOC school during the first year of publication?



2. Review the requirements from other services and agencies.
Does each request include a chargeable fund citation, and an address that includes the building number to which the publications are to be delivered?



3. Review print request submission package.
Table III-4-1 lists the items that you should include in the submission package requesting printing of the publication that our staff forwards to:


Commander


Futures Command


Fort Monroe, VA  23651



Continued On Page III-4-4
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TASK 4.
Direct the printing and distribution phase


The table below indicates the items that should be included in the submission package to request printing of the publication.

TABLE III-4-1.  Submission Package Contents



Ensure the package includes:

· A DA Form 260, Request for Printing of Publication.

· A completed CRC/CRM.

· Two copies of a comprehensive or printer’s dummy of the CRM.

· The RGL of the target audience.

· Copyright releases.

· A DA Form 1167, Request for Approval of Form, signed by the FMO, if the publication prescribes a new form.

· A comprehensive dummy, or CRC and two copies of each new, or revised recommended form.

· The first-year instructional requirements from TRADOC schools (see Step 1, this Task).

· The requirements from other services and agencies (see Step 1, this task).
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Camera ready copy

CRM
Camera ready mechanical

FMO
Forms management officer
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Reading grade level

TASK 4.
Direct the printing and distribution phase

STEP


EXPANDED STEP INFORMATION

4. Ensure printing and distribution decisions are documented as part of your audit trail.
Audit trails document reasons for decisions (including the CG said do it), can save considerable time, and, in some instances, litigation problems later.

See Table III-4-2 for items from the printing and distribution phase that should be included in the audit trail.



END

Return to DUTY III Menu
USAPDC
United States Army Publication Distribution Center

TASK 4.
Direct the printing and distribution phase


The table below indicates the items that should be in the printing and distribution phase.

TABLE III-4-2.  AUDIT TRAIL ITEMS



Ensure the audit trail for the Printing and Distribution phase includes:

· A copy of the DA Form 260.

· A copy of the CRC/CRM.

· A copy of the comprehensive or printer’s dummy of the CRM (if CRM is used).

· Documentation indicating the RGL of the target audience using the publication and how the RGL was determined.

· Copyright releases.

· A copy of any recommended new forms along with a copy of the DA Form 1167.

· Documentation of the determination of the first-year instructional requirements.

· Documentation used to determine the requirements from other services and agencies.
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TASK 5.
Direct the implementation and evaluation phase

INTRODUCTION
You should be here if the publication has been distributed to the field and you are starting to aid in the implementation and evaluation of the doctrine contained therein.


As director of the doctrine development process, you are responsible for managing the assistance provided to publication users as they implement doctrine.  You are also responsible for managing the evaluation of the feedback received on doctrine validity.


To do this task you will need:



DA Form 2028, Recommended Changes to Publication and Blank Forms, from publication users



Formal and informal inquiries from publication users



Information/reports/after action reviews about the use of the doctrine during training or actual combat.


This will provide users with clarification about the implementation of doctrine and furnish input concerning doctrine validity to the assessment phase of the doctrine development process.
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TASK 5.
Direct the implementation and evaluation phase

STEP


EXPANDED STEP INFORMATION

1. Ensure lines of communication with the training community are established (i.e., units, other TRADOC schools, allied forces, and other services).
Ensure communications:

· Make users aware of their role in providing feedback on the sufficiency, adequacy, and presentation of the doctrine within doctrinal publications.

· Provide an easy and efficient procedure for getting feedback from the users to the proponent.



2. Review replies to formal and informal inquiries from doctrinal publication users.
Ensure replies:

· Provide the information, assistance, or clarification requested.

· Do not contain information that is contrary to the doctrine espoused in current publication(s).

· Are not argumentative in nature.



3. Review report of the recommended changes to the publication.
Review the comments on the DA Forms 2028, Recommended Changes to Publications and Blank Forms that have been accepted.

Review comments not accepted and the reasons why.



4. Review the results of the mandatory cyclical (18 month) publication review.
Determine if any major trends toward unacceptability of the publication or the doctrine it contains exist (see Table III-5-1.)



5. Recommend rescinding of a publication.
Recommend for rescission (see Page III-5-4.)



Continued on Page III-5-4
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TASK 5.
Direct the implementation and evaluation phase


The table below indicates the management activities associated with the mandatory review (at least every 18 months) of proponent doctrinal publications.

TABLE III-5-1.  CYCLICAL PUBLICATION REVIEW



Ensure the review indicates whether the publication is:

· Still required and recommended for retention.

· Not required and recommended for rescission.

· Still current and with no recommendation for changes/revisions.

· Not current and is recommended for revision.

Integrate the requirement to change or revise the publication into the ADTLP priority list and/or TRADOC Master Plan.

Provide information concerning the requirement to the formal requirements determination process.

When the publication is determined to be no longer required (obsolete), ensure a written request for revision is forwarded through channels to:


Commander


Futures Command


Fort Monroe, VA  23651
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TASK 5.
Direct the implementation and evaluation phase

STEP


EXPANDED STEP INFORMATION

6. Ensure implementation and evaluation decisions are documented as part of your audit trail.
Audit trails document reasons for decisions (including the CG said do it), can save considerable time, and, in some instances, litigation problems later.

Ensure the audit trail for the implementation and evaluation phase includes:

· Copies of the DA Form 2028 received recommending changes to proponent doctrinal publications.

· Copies of the results of the cyclical review of proponent doctrinal publications.

· Copy of the request for revision of a doctrinal literature publication.



END
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TASK 6.
Direct non-proponent doctrinal and training literature review

INTRODUCTION
You should be here if your organization has received for review an Initial Draft (ID) of a doctrinal literature publication from another proponent, including multi-service and joint publications.


As director of the doctrine development process, you often may have to manage the review of a doctrinal publication produced by another proponent.


To do this task you will need:



The publication to be reviewed.



An SME/doctrine writer to review the publication.


As a result of doing this task, your organization will provide comments and/or recommended changes to the publications.
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SME
Subject matter expert

TASK 6.
Direct non-proponent doctrinal and training literature review

STEP


EXPANDED STEP INFORMATION

1. Obtain SME support.
Request SME support from the appropriate department(s).

An SME should be assigned to review a publication based on the same criteria used for assigning an SME to write a doctrinal publication (see Appendix I, Table I-2, Page I-10).



2. Establish internal review suspense process.
Ensure the suspense process provides enough time for a thorough review, yet meets the overall time frame mandated by the proponent of the document being reviewed.



3. Review comments and/or recommendations for changes.
Ensure comments and/or recommended changes:

· Identify specific areas where the doctrine is incorrect, unclear, or irrelevant to intended audience, redundant, and/or written in too little or too much detail.

· Provide specific alternative wording for appropriate passages.

· Do not contain information that is contrary to the doctrine espoused in current publication(s).

· Are not argumentative in nature.

· Indicate your school’s first year requirements for this publication.



4. Ensure results of review are documented as part of your audit trail.
Audit trails document reasons for decisions (including the CG said do it), can save considerable time, and, in some instances, litigation problems later.

See Table III-6-1 for those items that were produced/used during the review that should be in the audit trail.



END
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TASK 6.
Direct non-proponent doctrinal and training literature review


The table below lists the items that should be in the audit trail for the review of non-proponent doctrinal literature.

TABLE III-6-1.  AUDIT TRAIL ITEMS FOR THE REVIEW OF

NON-PROPONENT LITERATURE



The audit trail for the review of non-proponent literature should contain a listing of the non-proponent literature reviewed, and should include the following information:

· Number and title of the publication.

· Background/experience of the reviewing SME.

· Suspense date.

· Comments and/or recommendations for changes.

· The following information concerning the school’s first year requirements for each draft reviewed:



Number required.



Name of individual providing this number (normally someone in the school “training material support branch”).



Telephone number of the individual.



Delivery address, to include building number and street name.
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DUTY IV.
DECISIONS REGARDING RESOURCES

Introduction
TASK 1.
Prepare initial budget guidance for subordinate managers.

TASK 2.
Prioritize organization programs and requirements in order of importance.

TASK 3.
Approve final organization budget submission.

TASK 4.
Monitor budget execution and allocate or reapportion resources.

TASK 5.
Monitor manpower requirements and authorizations.

RELATED APPENDICES

Appendix G.
Training Requirements Analysis System (TRAS)

Appendix F.
Annual Resource Events

Appendix J.
Prioritization

Appendix K.
Contract Management Planning
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DUTY IV REFERENCES

AR 623-105
Officer Efficiency Report System

AR 690-400
Employee Performance and Utilization

DA Cir 623-88-1
NCOER System
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INTRODUCTION


Prepare initial budget guidance for subordinate managers


You should be here when your organization receives the annual COB/Resource Update funding guidance from the Installation or School as part of the process to develop the next fiscal year’s budget.  The Mid Year Review (MYR) in April may be an opportunity to readjust the budget, as well as gain some additional resources through reprogramming, based on other workload guidance.  It is also possible that some year-end money might become available.


You will need:



The local policy/SOP on budget preparation and submission.



Extracts from TRADOC/Installation and School TBG.



Local forms and format; current and previous two years’ budgets; higher headquarters budget forms.


You must be proactive and begin the planning process early.  Even if the guidance from higher headquarters is late, you can initiate planning based on the previous year’s budget call and budget.  Make sensible assumptions using trends.


Remember that budget preparation is an ongoing process during the year.  As programs are being executed, data on excess dollars and shortfalls should be recorded for future planning purposes.  You should also keep track of unplanned requirements and additives such as:  IVDs, MTTs, TATS course redesign and ARTEPs.
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ARTEP
Army Training Evaluation Program

COB
Command Operating Budget

IVD
Interactive videodisc

MTT
Mobile Training Teams

MYR
Mid-Year Review

SOP
Standing operating procedure

TATS
The Army Training System

TBG
TRADOC Budget Guidance
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TASK 1.
Prepare initial budget guidance for subordinate managers


The table below will help you differentiate among different budget requirements.

TABLE IV-1-1.  PPBES AND THE FISCAL YEARS

THE:
IS/ARE THE:


Prior Year

Previous FY


Execution Year

Current FY


Budget Years

Next Two FYs


Program Years

3-8 FYs out from the Execution Year


Planning Years

10 FYs following the Program Years


The table below provides a summary of the different PPBES events your Organization will provide budgetary input to during the FY.

TABLE IV-1-2.  PPBES

FOR THIS:
YOU WILL INPUT TO:
WHICH GOES INTO THE:


Planning and Programming Years
School/Installation 5 Year Plan

TRADOC POM (TPOM)


Budget Years
School/Installation COB

TRADOC COB or Resource Management Update (RMU)


School/Installation

Quarterly Reviews



Execution Year
TRADOC ATRM-2

TRADOC UFRs


Mid Year Review (MYR)

TRADOC BER


Year-end Closeout
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ATRM-2
Army Training Resource Management Report

BER
Budget Execution Review

COB
Command Operating Budget

FY
Fiscal year

PPBES
Planning, Programming, Budgeting, and Execution System

POM (TPOM)
Program Objective Memorandum (TRADOC POM)

TRADOC
Training and Doctrine Command

UFR
Unfinanced requirement

TASK 1.
Prepare initial budget guidance for subordinate managers


You may choose to delegate parts of this task to your deputy, the Program Management Branch, Budget Office or similar activity.  This is particularly true for steps dealing with preparing administrative instructions and worksheets.  Regardless of any delegation, you must ensure all of these actions take place.


This task begins with two possible actions on your part.

IF:


THEN START WITH:

The guidance is late
Step 1



The organization receives a guidance letter/memo from the installation/school 
Step 12
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TASK 1.
Prepare initial budget guidance for subordinate managers


Steps 1 - 11 are the steps you take prior to receiving the budget letter/memo.

STEP
EXPANDED STEP INFORMATION

1. Schedule a meeting with key organization staff and division/branch chiefs involved in the budget preparation process.
Purpose is to plan for budget submission and anticipate budget year changes from current year.



2. Review anticipated changes/requirements.
Changes/requirements include:

· Class Sizes (projected student loads).

· Facilities (classrooms, buildings, ranges).

· New/existing programs with projected student load.

· Ammunition.

· FORSCOM support requirements.

· Military training (IKPT).

· Civilian training.

· NETT requirements.

· Training devices.

· Civilian personnel.

· Travel.

· Transportation of things.

· Printing.

· Contracts.

· Supplies.

· Equipment to support operations and training new weapons systems.

· Other foreign student training.

· TATS courseware.

· Environmental actions.

3. Review any one-time costs.
One-time costs may include:

· Purchase of a copier.

· Purchase of computers.

· Lease/rental expenses.

· A one-time project.

Continued on Page IV-1-6
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TASK 1.
Prepare initial budget guidance for subordinate managers

STEP


EXPANDED STEP INFORMATION

4. Review any organization program evaluations, after action reviews, inspections and student feedback that will impact significantly on the budget process.




5. Approve priorities based on the plan.
TRADOC or School Long Range Plan



6. Review any known or suspected fenced dollars by project, amount and approximate obligation date.




7. Review organization personnel costs (civilian pay/benefits) EOR 1100/1200.
Include anticipated staffing changes.

Include numbers of personnel, proposed grades and any projected hire/loss dates.

Establish an ongoing database during the current fiscal year to be used in planning next year.



8. Instruct division/branch chiefs to compare monthly budgeted vs. actual expenses.
Determine validity of using current FY budget figures as a starting point for planning.

· Analyze and determine the reason for any differences.

· Differences will have to be taken into consideration during future planning.



Continued on Page IV-1-8
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FY
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The Army Training System
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TASK 1.
Prepare initial budget guidance for subordinate managers

STEP


EXPANDED STEP INFORMATION

9. Approve any new or changed organization goals, objectives and missions that will affect budget formulation.




10. Instruct budget personnel to begin thinking of any key pay and benefits impacts on each budget EOR.
EORs include:

· EOR 2100-Travel and per diem.

· EOR 2200-Transportation of things.

· EOR 2300-Rentals.

· EOR 2400-Printing and reproduction.

· EOR 2500-Contractual services.

· EOR 2600-Supplies (includes POL consumption).

· EOR 3100-Equipment.



11. Seek funding support.
Talk to the appropriate budget office about items you will be required to fund and any anticipated dollars from any post or garrison operating support funds.

Possible outside sources of support funds include:

· Government agencies.

· Department of Commerce.

· Tenant units using facilities.

· Environmental Protection Agency.



Continued on Page IV-1-10
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TASK 1.
Prepare initial budget guidance for subordinate managers


Steps 12 - 19 are the steps you take upon receipt of a budget guidance letter/memo.

STEP


EXPANDED STEP INFORMATION

12. Review the TBG letter/ memo and highlight any changes or additions from the previous FY.
Possible changes include:

· Funding targets for any EOR key elements and notes.

· Policy changes.

· Command emphasis.

· Civilian salary increases.

· TRADOC fenced dollars.

· Special guidance on UFR.

· New Programs.

· New weapons systems, equipment or organizations.

NOTES:  If you don’t get a copy of the actual TBG from HQ TRADOC, seek it out and review it.

· Go see the DRM for clarification and emphasis, if necessary.

· If there are things in the TBG that are not in the guidance letter, find out why; find out where the resources were “short stopped.”



13. Review the milestone and suspense dates.




14. Review submission worksheets and/or formats.
· Budget worksheets.

· Breakout worksheets for each EOR.

· UFR worksheets.

· Manpower worksheets.

· Civilian Grade Structure worksheets.



Continued on Page IV-1-12
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TASK 1.
Prepare initial budget guidance for subordinate managers

STEP


EXPANDED STEP INFORMATION

15. Determine who/what office will be responsible for preparing each part of the budget submission.
You may have a Program Management or Resource Management office that will put together the budget submission.  In this decision consider:

· Expertise.

· Previous experience.

· Any new forms/formats that have to be designed.

· Whether or not the programs are the same as the previous FY.



16. Approve milestone schedules for division/ branch level budget submissions.


17. Prepare budget guidance for the organization (written or verbal).
See Table IV-1-3 for input to budget guidance.



18. Conduct a budget planning meeting with all key staff members and division/ branch chiefs.
Hand out the organization budget guidance with the administrative instructions and worksheets/ forms.  In the meeting:

· Discuss the budget.

· Go over key guidance, requirements, priorities and formats.

· Review local requirements.

· Review organization mission, goals and objectives.

· Review suspense dates.

· Answer questions.



Continued on Page IV-1-14
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TASK 1.
Prepare initial budget guidance for subordinate managers


The table below describes what should be covered in the organization budget guidance.

TABLE IV-1-3.  ORGANIZATION BUDGET GUIDANCE



1. Explain peculiarities such as any organization-wide expenses that will be carried in certain EORs.

2. Describe the standards for development of any new goals and objectives to support budget submissions.

3. List EOR accounts to be used and a description of each account.

4. Describe AMSCO that will be used (e.g., 814771 - Instructor; 814772 - Training Development).

5. Describe MDEP (e.g., the MDEP titled TADV captures all resources associated with the design and development of training systems and materials.)

6. Establish milestone dates.

7. Prescribe format, forms and justification requirements for submission of data.

8. Remind division/branch chiefs of the following staff who can assist in budget preparation.

· Budget office.

· Program management office.

· Deputy/XO.

· Resource management office.

9. Motivate managers and staff to excel in preparing their submissions.
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TASK 1.
Prepare initial budget guidance for subordinate managers 

STEP


EXPANDED STEP INFORMATION

19. Schedule individual budget justification meetings with your division/branch chiefs.
· Review and discuss budget goals and objectives.

· Compare prior year actual and current year budget figures to requested figures.

· Verify any projected growth or downsizing factors.

· Determine if increases or decreases in program costs, or introduction of new programs support organizational missions and sound rationale.

· Determine if there is any “fluff” (unnecessary expense) in the program.

· See Table IV-1-4 for a summary of your role.



END

Return to DUTY IV Menu

TASK 1.
Prepare initial budget guidance for subordinate managers


Below is a list of some of the key steps you should follow in exercising your role in the budget processes.

TABLE IV-1-4.  SUMMARY OF YOUR ROLE IN THE BUDGET PROCESS



1. Identify your issues early.

2. Get with the DRM to get the issues into the school/installation program.

3. Fight to get your issues into the POM.

4. Track issues in the program.  Remember, you are fighting for your resources.

5. Track appropriate issues in the budget from issue identification through resource commitment.

6. Fight to ensure the dollars and manpower earmarked for your issues get to your organization.

7. Articulate your organization’s requirements so they receive the correct priority in your school or installation list.
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TASK 2.
Prioritize programs and requirements in order of importance.


You should be here upon receipt of the COB, MYR, or other budget input.


You will need:



TRADOC, installation or school prioritized requirements, organizational priorities and UFRs.



Local budget forms/worksheets and current year budget.


There may not be enough funding available to cover all organization missions and requirements.  It is then up to you to determine the relative order of importance among competing programs and requirements.  This will ultimately result in an organization budget submission to include a prioritized list of UFRs.


Prioritization is not a perfect science.  You will want to add to this list of possible criteria to make it a more complete reference for your personal use.  The better job you do at prioritization, the better chance you have of getting your organization’s top priority programs funded.


Each of your divisions/branches takes a “vertical” look at its particular piece of the budget.  It is up to you to take a “horizontal” look across the organization.  You will look at the entire program across all the divisions/branches and develop an integrated priority list.


Funding decisions and priority “reshuffling” occur on a nearly constant basis, but it must start with the most important programs getting the funding first.

NOTE:  There are no Tables in this Task.  Therefore, the right-hand pages are used for Step information to save paper.
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TASK 2.
Prioritize programs and requirements in order of importance.

STEP


EXPANDED STEP INFORMATION

1. Review installation/school guidance in the COB/BER for rationale for prioritization.
Guidance from TRADOC addresses the specific funding methodology in training and training developments.



1. Review your Commander’s priorities.
They should include the TRADOC priorities.



2. Review goals and priorities set by the installation/ school comptroller/DRM.
Review comptroller’s priorities to ensure they conform to the commander’s.



3. Review the budget input by EOR for each of the divisions/branches.
Use the following techniques to review:

· First, look at each of the budget requests in isolation, making notes and jotting down any questions.

· Then, look at each EOR in all the budget requests to get a “horizontal perspective.”

· Compare programs among organizations and your branches to make more educated choices when prioritizing within the organization.

· Check the program for balance.  Don’t completely wipe out professional development training or facility improvements even during periods of severely constrained resources.  If you do, your organization will pay the price in the long run.



4. Examine input for modernization efforts and priority Force Integration (FI) programs.  (Include priority items at the top of the resourcing list).
Look for:

· Any program strictly in support of new equipment integration into the force.  They will be fenced once received by the installation.  Some reprogramming can occur under special circumstances.

· Vital force integration fielding costs (e.g., introduction of a particular weapon system to the field).

· The Project Manager’s Total Package Fielding and what affect that will have on your budget.



Continued on Next Page
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TASK 2.
Prioritize programs and requirements in order of importance.

STEP


EXPANDED STEP INFORMATION

6. Examine any programs that might have potential impact on the Installation 5 Year Plan.
· Take the plan into account when looking at the “big picture” of programs and how your organization fulfills its part of the installation/ school mission.

· Programs should appear in the TLRP.

· Programs that make up the installation plan can get into the TRADOC POM and will not have to be submitted in the budget or current year as an UFR.



7. Review any pending STRAP and TRAS documents (ITP and POI in particular).
Be sure division/branch chiefs have included funds to support new training development identified in the STRAP and TRAS documents.

Check for expenditures for the following items:

· Training equipment.

· Facilities.

· Administrative and support equipment/ materials.

· Ammunition.

· Construction (ranges, maintenance areas, training areas, classrooms, etc.).

· Training materials.

· New systems to support training.



Continued on Next Page
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TASK 2.
Prioritize programs and requirements in order of importance.

STEP


EXPANDED STEP INFORMATION

8. Review resources for ADTLP.
· Doctrinal publications that support corrective action or capability enhancement strategies should be given first consideration in the development process.

· Schools should work closely with TRADOC when prioritizing ADTLP publications.



9. Approve priority of UFRs.
Examples of Categories are:

Category 1:

UFR will be funded in upcoming contract milestone.

Category 2:

UFR will be funded later in the year if funds become available.

Category 3:

UFR cannot be expected to be funded under current resource guidance but will receive consideration if additional funds become available.

Category 4:

UFR did not include needed information or will not receive further consideration.



Continued on Next Page
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TASK 2.
Prioritize programs and requirements in order of importance.

STEP


EXPANDED STEP INFORMATION

9. Approve priority of UFRs (continued.)
Consider the following when prioritizing UFRs:

· Is UFR a new mission assigned by:



HQDA?



HQ TRADOC?



Installation?



School?

· Is it a priority for the organization?

· Is it on the list because of excessive reprogramming during the current year?

· What is most important to the Army?

Don’t place a UFR you are confident will be funded at the bottom of the priority list and a lower priority requirement at the top of the list.  This hurts the organization’s credibility.

UFR cannot be viewed in isolation.  It is not right for you to reprogram heavily out of a particular account and then submit a high priority UFR in the same account.

Once a UFR gets established it remains in the system until it is funded, dropped or a new fiscal year begins.

Read the UFR narrative submitted by each of your divisions/branches and ask these questions:

· Is it CLEAR, CONCISE and TO THE POINT?

· Does it provide convincing justification?

· Is it part of a top priority DoD, Army or TRADOC project?

· What will not get done if funds are not provided?

· What will happen to the Army if funds are not provided?

· What capability will the Army lose?

· If it is an ongoing expenditure, where did funds come from before?

· If it is not resourced and will be funded “out of hide,” what will not get resourced?



Continued on Next Page
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TASK 2.
Prioritize programs and requirements in order of importance.

STEP


EXPANDED STEP INFORMATION

10. Prepare (or have prepared) prioritized lists of resourced and non-resourced requirements.
You may have to meet with each of the division/ branch chiefs to re-negotiate their budget submissions.

The School Commandant may ask for a listing of priorities as shown below:

· Top ten issues not financed.

· Top five issues not financed.

· What the organization proposes not to do.

The lists may appear in different formats depending on local policy.  They may be:

· Annotated lists submitted by the divisions/ branch.

· Priority lists as in Step 9.

· Lists put together for organization use while preparing the final budget request.

Have key personnel in the budget process review the prioritized lists and make necessary changes.



END
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TASK 3.
Approve final organization budget submission


You should be here after you have prioritized budget input from division/branch chiefs.


You will need installation/school and organization budget guidance, forms and formats, subordinate manager’s budget input, and current year budget.


When you are done, the final budget will be in proper format and will give dollar and manpower recognition to ALL known requirements; cost estimates will be fully supportable and planning valid; all forms will be properly completed.


As the organization head, you should have the final say on any budget negotiations with the division or branch chiefs.  Administrative preparation may be delegated to the RMO/budget office, but you will review and approve the final budget prepared by the staff.


The organization budget is the one place to examine the priorities of the organization. The priorities must be clearly outlined and reviewed many times before a final budget can be put together.  (See Duty IV, Task 2, for assistance in prioritizing.)

NOTE:  There are no Tables in this Task.  Therefore, the right-hand pages are used for Step information to save paper.
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TASK 3.
Approve final organization budget submission

STEP


EXPANDED STEP INFORMATION

1. Review the budget input by EOR for each of your divisions/branches.
Review according to these guidelines:

· First look at each of the budget requests in isolation, making notes and jotting down any questions.

· Look at each EOR in all the budget requests to get a “horizontal perspective.”  This will allow you to compare programs among divisions/ branches.

· Compare each EOR submission with the prior year or current year amounts and account for any significant differences.

NOTE:  As you review each EOR, question any figures or programs that are not in keeping with sound fiscal policies.



1. Review civilian pay and priorities.  EOR 1100/1200 (Civilian Pay/Benefits)



Budget guidance will contain a form to be filled out by each division/branch.  Review the statement “Impact if Unfinanced” if it is completed.

This EOR may be handled at the organization level and not require input by divisions/branches.

Civilian pay and projects include:

· Overtime pay and shift differentials for night or weekend training.

· Any plus ups (e.g., pay raise).

· Incentive awards (dollar amount coordinated with the CPO).

· A payroll amount adequate to support its work force.

· Civilian PCS expenses (e.g., closing costs).

NOTE:  Average salary figures for all jobs in the school are often used in distributing dollar guidance for payroll.  Make sure your organization is not getting short changed.



Continued on Next Page
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TASK 3.
Approve final organization budget submission

STEP


EXPANDED STEP INFORMATION

3. Review travel and per diem projections and targets in the funding guidance.  EOR 2100 (Travel and Per Diem)
Travel information will include:

· Purpose and destination.

· Number of persons.

· Duration of trip.

· FY quarter in which travel will occur.

Ask the following questions about travel projections:

· Do all trips support mission related projects?

· Could any trips be perceived as “junkets” or “boondoggles”?

· Does the number of trips seem excessive to accomplish the mission?

· Could VTC be substituted?

Are the following expenses included:

· Civilian PCS relocation expenses.

· Military medical travel.

· IKPT and MTT.

· Intern training.

· Civilian/military training.

NOTE:  Travel targets are normally established in the budget planning guidance.  All travel accounts should be subject to these targets and closely scrutinized.
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Mobile Training Team
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Video teleconference

TASK 3.
Approve final organization budget submission

STEP


EXPANDED STEP INFORMATION

4. Review projections for transportation of things.  EOR 2200 (Transportation of Things)
Transportation of things will include:

· Purpose of shipment.

· Quarter in which it will occur.

· Impact if un-financed.

Ask the following questions:

· Is this shipment necessary for mission accomplishment?

· Is any impact statement clear and justifiable?

· Is transportation outlined for all new systems or pieces of support training or maintenance?

· Do projections include shipment costs for items returned for warranty and repair/replacement?

Base these estimates on historical data.



5. Review rental projections.  EOR 2300 (Rentals)
Rental projections include:

· Rental equipment relocation expenses (if such a move is planned).

· Rent to purchase costs.

· Maintenance costs on rental equipment.

· Anticipated special equipment vehicle, aircraft or boat rentals.

Do rentals for office equipment seem excessive?  (This may lead you to recommend renegotiating the contract or outright purchase, if possible.)
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ISC
Information Systems Command

POL
Petroleum, oils and lubricants

TASK 3.
Approve final organization budget submission

STEP


EXPANDED STEP INFORMATION

6. Review printing and reproduction costs.  EOR 2400 (Printing and Reproduction)
Printing and reproduction will include:

· Project.

· Item description.

· Quarter in which it will occur and number of print units.

Ask the following questions:

· Is printing necessary to support mission accomplishment?

· Is there adequate justification for copies?

· If it is a reprint, is it necessary and in a reasonable quantity?

· Can alternative such as CD be used?

NOTE:  The school normally funds print and reproduction costs on STPs through development to the final draft.



7. Review contractual services projections.  EOR 2500 (Contractual Services)
Contractual services include:

· Civilian training.

· Registration fees.

· FY quarter in which it will occur.

· A variety of services.

Ask the following questions:

· Is the contract for a project that cannot be accomplished with internal resources?

· Do projections include contract support required for any new systems development, introduction or maintenance?

· Do projections include dollars for:



Computer maintenance?



All services needed by ISC?
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TASK 3.
Approve final organization budget submission

STEP


EXPANDED STEP INFORMATION

8. Review supplies projections.  EOR 2600 (Supplies)
Class 9 PLL and SSSC will normally show the quarter in which purchase will occur and cost of items by quarter.

Ask the following questions:

· Do historical use figures support the amount of supplies being ordered?

· Are supplies included for any new programs being implemented during the budget year?

Class 3 will normally show POL consumption by barrel, by type and by month.  It will also normally show an average price per barrel based on experience.



8. Review equipment projections.  EOR 3100 (Equipment)


Equipment information will include:

· Item of equipment.

· Number required.

· Unit cost and total cost.

· Projected date procurement initiated.

· Equipment justification in POI.



10. Make sure that any programs that might have potential impacts on the Installation Long Range Plan are included in the budget submission.
See Duty IV, Task 2, Step 6.

NOTE:  Programs that make up the Installation Long Range Plan can get into the TRADOC POM.

If a program is resourced, the installation will receive resources in the TBG.

Programs specifically funded through the POM process should be funded by the Installation.



10. Review any pending TRAS documents.
See Duty IV, Task 2, Step 7.
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TASK 3.
Approve final organization budget submission

STEP


EXPANDED STEP INFORMATION

12. Review any new equipment fielding plans.
· Ensure that all resources required for new equipment training are included in the budget.

· All school organizations play major roles in new equipment acquisition.

· See Duty II for more specific information on planning for new equipment training.



13. Direct your staff to put together the final organizational budget submission in accordance with local guidance.
· Prepare necessary cover letters.

· Place special emphasis on UFRs.

· Retain working papers for future reference.



14. As required, meet with the DRM, Assistant Commander, Comptroller, etc., to discuss the final organizational budget submission.
· Local policy will dictate who attends and how many meetings are required.  Normally, there will be a working PRAC for determining the proper distribution of resources.

· This meeting is vital, so make sure you are prepared.  You will normally have to provide a copy of your organizational budget for review before the meeting.

· If cuts are necessary, be aware of program changes/deletions that will have to be made to meet the reductions and their impact on your organization, the school and the Army.

· Gain concurrence or direction if further work needs to be done on the budget.
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TASK 3.
Approve final organization budget submission

STEP


EXPANDED STEP INFORMATION

15. Notify division/branch chiefs and staff of final budget figures that will be submitted to the School or Installation.




16. Participate as a member of the working PRAC to prioritize work on the School budget.
· Make sure your organizational budget is part of the school and installation budget submission.

· Make sure your submission doesn’t get “watered down.”

· Support and justify your budget.

· Follow up with the Installation DRM.

· Talk to and support your budget with the TRADOC staff functional representatives in DCSOPS&T, DCSRM, DCSPIF, Futures Command, etc.

· Follow up on UFRs.

· Follow up on your programs.



END
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DCSOPS&T
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TASK 4.
Monitor budget execution and reallocate or reapportion resources


You should be here when the FY budget guidance has been approved and received by the organization; spending has begun and the budget is being executed.


The budget could be under a continuing resolution authority when the FY begins.  Under a continuing resolution authority:



All contracts are subject to availability of funds.



You can hire new people.



You can execute a contract.



Spending level guidance for resolution period.


To do this task you will need:



Your organizational budget for the current FY.



Local policy on monthly and quarterly budget execution reports.



Local requirements/guidance on tracking budget execution.


As a result of doing this task properly, the budget will be maintained throughout the FY and funds spent as budgeted unless reallocated.  Allocations or reapportionment must be in accordance with local policy and sound fiscal management.


You, as well as other members of your staff involved in tracking the budget, may perform this task.
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TASK 4.
Monitor budget execution and reallocate or reapportion resources


This task will focus on monitoring budget execution and allocating or reapportioning resources on specific occasions during the execution year.  The specific occasions are:



When you receive the initial budget guidance for the FY under a continuing resolution authority.



When the actual budget figures for the organization are received as part of the final COB and the actual allocation of resources for the FY is less than what was requested for the program.



At the monthly reviews.



At the quarterly and midyear reviews.



Unplanned budget decrements from HQ TRADOC.



Unplanned actions that affect the organization.



If funds are available at the end of the year.
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TASK 4.
Monitor budget execution and reallocate or reapportion resources

STEP


EXPANDED STEP INFORMATION

1. Direct the budget/ administration office to prepare and maintain a Budget Record.
· Maintain the budget by EOR, to include AMSCO and MDEP for the organization.

· Local policy may dictate the format for maintaining budget execution records.

· It is important to keep records of monthly and quarterly budget vs. actual expenditures within each EOR by AMSCO and MDEP.

· Most organizations require the divisions/ branches to submit monthly spending plans broken down by AMSCO, EOR and MDEP.

· Similar monthly records should be maintained on each division/branch.  This will allow you to accurately monitor expenditures.

· The important point is to document reasons for any deviations from budget plans to help you to prepare a better budget the next year.

· After the initial funding is received, the installation must submit a phased plan showing monthly obligations, personnel levels and workload accomplishment.  HQ TRADOC uses these data as a baseline for measuring monthly and quarterly accomplishments.
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TASK 4.
Monitor budget execution and reallocate or reapportion resources


Upon receipt of breakout of resources from the initial funding, follow Steps 2-6.

STEP


EXPANDED STEP INFORMATION

2. Review the organization resource allocations for the FY.
See Table IV-4-1 for a description of resource allocations.



3. Compare resources received versus resources requested.
For example, you may discover that the organization only received two-thirds of what it asked for in EOR 2100 (Travel and Per Diem).

Verify the figure with your servicing resource management organization.
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Return to DUTY IV Menu
EOR
Element of resource

FY
Fiscal year

TASK 4.
Monitor budget execution and reallocate or reapportion resources


The table below describes how to allocate or reapportion resources.

TABLE IV-4-1.  RESOURCE ALLOCATIONS FOR THE FY



IF THE ALLOCATIONS:
AND IF YOU:
THEN DO THIS

Are the same as the figures submitted for the organization
DO NOT want to do any reapportionment based on changes since the figures were submitted


Notify the division/branch that they received what was planned.


DO want to reapportion resources




Are NOT the same as the figures submitted by the organization OR the priorities have changed.

Determine how to make the reapportionment.

Return to DUTY IV Menu

TASK 4.
Monitor budget execution and reallocate or reapportion resources


For monthly and quarterly reviews follow Steps 7-12

STEP


EXPANDED STEP INFORMATION

4. Review directed cuts with appropriate division/ branch chiefs.
If there is a shortfall, determine where cuts can best be made at this time.

· Make division/branch chiefs aware of the situation.

· Discuss what effect the cut will have on their programs.



5. Advise your superior on the impending decision and the impact of any funding shortfalls.
Use your prioritized lists to help with this (See Task 2).



6. Allocate available resources.




7. Review actual obligations by AMSCO, EOR and MDEP.
There are two budget analysis techniques for reviewing obligations:

· Actual vs. Planned.

· Straight-Lined.

See Table IV-4-2 for information on each technique.



8. Determine if there is a good reason for any lower than planned obligation rate.
· If there is a very large planned obligation rate in the last quarter, continue to monitor the obligations on a monthly basis.

· If not, you should examine the remaining plans and reallocate appropriate funds within the organization, if possible, or prepare to turn the funds back to the school/installation.
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TASK 4.
Monitor budget execution and reallocate or reapportion resources


Two budget analysis techniques are shown below.

TABLE IV-4-2.  BUDGET ANALYSIS TECHNIQUES

Actual vs. Planned

Actual vs. Planned normally provides a more accurate picture than Straight Line techniques.

When used:



Whenever actual expenditures will vary substantially from month-to-month.






Whenever high degree of accuracy is important.

Principle

characteristic:


Portrays a clear picture of what is planned for each month.  This allows for variances from month-to-month on actual obligations.


Month

EOR


ACTUAL
PLAN

DELTA


 June

2100


 250.2
383.4

 133.2

· This means that this EOR is only 65% obligated by the end of June compared to where it should be.  You would surmise that it might not be possible to obligate all the dollars budgeted for the remainder of the FY since obligations are behind at the end of the third quarter.

· Document deviations from planned obligations in order to better manage/plan for the next budget.

Straight Line

When used:



When obligations are similar month-to-month.

Principle

characteristic:


Portrays the same monthly obligations each month over the 12-month FY.


Month

EOR


ACTUAL
PLAN

DELTA


 June

2600


 150.2
168.4

  18.2

· This means that this EOR is 89% obligated by the end of June compared to where it should be on a Straight Line analysis.

· You would surmise that it might be possible to obligate all the dollars budgeted for the remainder of the FY since obligations are near where they should be at the end of the third quarter.

· Some typical expenditures analyzed using Straight Line include:



Civilian pay.



Self-service account.



Rentals.



ADP equipment on contract.
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TASK 4.
Monitor budget execution and reallocate or reapportion resources

STEP


EXPANDED STEP INFORMATION

9. Compare budgeted vs. actual dollars at the end of each quarter.
Ensure the organization and the divisions/ branches are spending the funds that were allocated for each quarter.

Look at beginning balance less obligations.  Are obligations significantly behind where they should be?

· If not, continue to monitor.

· If they are, follow procedures in Step 8.



10. If expenses exceed resources, analyze differences.
Are expenditures exceeding the budget?  If so:

· Are they justified?

· Were funds shifted from one quarter to another?

· Are expenditures still within reason for the FY?

· Was it a result of an approved request for reprogramming?

The true definition of what figure should be alarming (“red flag”) and prompt further analysis will have to be determined by you depending on local circumstances.  Come up with your own “comfort zone.”



Continued on Page IV-4-12

Return to DUTY IV Menu
FY
Fiscal year

This Page Not Used

TASK 4.
Monitor budget execution and reallocate or reapportion resources

STEP


EXPANDED STEP INFORMATION

11. Respond to budget submission requirements for the mid-year BER.
Steps include:

· Compare workload accomplishments to resources utilization.

· Examine known changes for the remainder of the FY.

· Review lists of UFRs for potential funding.

· Submit revised resource figures as required by local policy.  (Request assistance from division/ branch chiefs as required.)

· Be prepared to re-balance the workload and resources across the organization depending on the magnitude of the budget revision.



12. Schedule a quarterly budget review with each of your division/branch chiefs.
· Have each brief you on the status of his/her budget, any funds that might not be obligated, etc.

· Compare budget to actual in each EOR by AMSCO.

· Use the review as part of the individual performance evaluation.

· If significant mission or program changes occur, adjust budget and goals, if possible.

· Review UFRs to make sure they are current.  (Delete UFRs as necessary.)
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TASK 4.
Monitor budget execution and reallocate or reapportion resources


For unplanned budget decrements from TRADOC, follow Steps 13 - 14.

STEP


EXPANDED STEP INFORMATION

13. Prioritize requirements for future decrements from higher headquarters.
See Table IV-4-3 for some considerations in how to make this decision.



14. Notify division/branch chiefs of changes in program budgets.
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TASK 4.
Monitor budget execution and reallocate or reapportion resources


The table below describes some considerations in responding to budget decrements or decrement drills.

TABLE IV-4-3.  CONSIDERATIONS IN DECREMENTS



1. It is possible that during the FY, TRADOC may pass down a budget cut that will affect your program.  In this event, you will have to determine where cuts can occur.

2. There is one truth in a decrement drill:  “Stuff that’s done quick is usually done bad.”  Be prepared for decrement drills.

3. Cuts will either be in the form of specific mission cuts or cuts across the board.  Don’t submit “gold watches” (mandatory or high profile programs) that you know won’t be cut.

4. Options:

· Look at any low obligation rate.  If there is not an adequate reason, reallocate to those areas that are under obligated.

· Re-negotiate with the division/branch chiefs.




Review programs and un-financed requirements.




Review justification and impact statements.




Negotiate cuts.




Make unilateral decisions on cuts based on organization and school mission priorities.
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TASK 4.
Monitor budget execution and reallocate or reapportion resources

STEP


EXPANDED STEP INFORMATION

15. Identify un-programmed requirements.
Be prepared to request additional resources or receive additional resources for un-programmed requirements.

See Table IV-4-4 for information on what actions to take.



16. Use year-end close out funds.
Ensure maximum use of programmed funds prior to the end of the FY.  Be prepared to use any additional year-end funds provided to the organization by the school or installation.

Such funds may result from:

· Failure to award a contract.

· Awarding a contract at a lower than anticipated price.

· Slippage in delivery schedules.

· Lower than expected utility costs.

· A supplemental appropriation.

· Hire Lag.

See Table IV-4-4 for information on what actions to take.

See Table IV-4-5 for information on POM program analysis criteria.

See Table IV-4-6 for information on PRAC (PBAC) evaluation criteria.



END
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Program Objective Memorandum

PBAC
Program Budget Advisory Committee

PRAC
Program Resource Advisory Committee

TASK 4.
Monitor budget execution and reallocate or reapportion resources


The table below describes requirements and actions to take in handling un-programmed priorities and year-end closeout of funds.

TABLE IV-4-4.  UNPROGRAMMED FUNDS AND YEAR-END

CLOSE-OUT

Un-programmed Requirements



These may include:

1. Overlooked priority requirements.

2. New initiatives.

3. Directed missions or programs.

4. Emergencies stemming from “acts of God.”

If such an action occurs, higher headquarters will attempt to accommodate it by “trade-offs” of lower priority actions.  You may be requested to accomplish such a “trade-off” within the organization.

Year-End Close-Out Funds



1. Obligations must be prudent and address legitimate needs.

2. Budget items must be obligated prior to end of the year.

3. A comprehensive and continuous review of all dollars obligated but not disbursed must be conducted.

4. Dollars de-obligated after the end of the FY are generally lost.

5. Current year funds should NOT be used to fund a requirement of a future year.  Dollars should be spent on a bona fide need in the current year only.

6. Priority UFRs should be addressed with any available additional funds.

1. Year-end funds are never guaranteed, but you should be prepared to take immediate advantage of the availability of these funds.
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TASK 4.
Monitor budget execution and reallocate or reapportion resources


The table below will help you evaluate programs.

TABLE IV-4-5.  PROGRAM ANALYSIS CRITERIA



You will be required to evaluate new programs suggested by your divisions/branches.  You will also be called upon to sit on working groups/ committees to evaluate the worth of other school/installation programs.  Use this job aid to assist you in asking the right questions about a particular program.

1. What is it we want to buy (do)?

2. What is the estimated cost?

3. Can we afford that?  (Yes, subject to...)

4. Which program(s) must we kill/modify to bring in this new program?  (Can we kill/modify it?)

5. What programming is required for it?

6. What budgeting is required for it?

7. Does it remain within technical/schedule/performance limits?

8. Does it remain within cost limits?

9. Does it remain politically acceptable?

10. Do we continue to need it?

11. Is it required by NEPA or Army environmental regulation or guidance?
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TASK 4.
Monitor budget execution and reallocate or reapportion resources


The table below gives you an idea of some of the questions you need to ask about additional program requirements.

TABLE IV-4-6.  PRAC EVALUATION CRITERIA



One of your collateral duties will be to serve on the School/Installation Program Resources Advisory Committee.  Shown below are some of the questions you should be asking when reviewing each requirement brought before the committee.

1. Is the requirement documented?

2. Is it affordable?  If not, how will it be resourced?

3. Does the requirement compliment existing or planned organizations and doctrine?

4. Is the proposal supportable in terms of dollars and spaces now and in the future?

5. Is the proposal in line with Congressional directive?

6. Is it required by NEPA or Army environmental regulation or guidance?
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TASK 5.
Monitor manpower requirements and authorizations


You should be here upon receipt of the COB, BER or TRM input guidance from the school/installation, or any new requirement for manpower.


You will need:



The organization TDA.



Local policy on requesting or reprogramming manpower resources.



BMG and any local manpower forms/worksheets.



Current year budget manpower figures.



CPP.


Manpower is a key constraint on your organization’s mission.  Current TRADOC policy is that any new programs will result in no net manpower gain for the organization.


The TRADOC manpower management system obtains and allocates the manpower necessary for your school/ installation to accomplish its mission.  It functions as part of the DA manpower management system.
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TASK 5.
Monitor manpower requirements and authorizations

You must learn how to work within the manpower system.  Get to know the manpower managers on a first name basis.

Task 5 includes procedures to perform the following activities:



Identify manpower authorization requirements.



Obtain approval for manpower authorization changes using the TRM process.



Obtain approval for manpower authorization changes during the year using MOC windows.



Identify and adjust to deviations between planned and actual manpower requirements during the year.  (This includes receiving new missions during the year.)


Table IV-5-1 provides the manpower management sequence of events.

TABLE IV-5-1.  MANPOWER MANAGEMENT SEQUENCE OF EVENTS



1. First identify missions and the optimum numbers of manpower needed to perform the missions--the “requirements.”  (ARPRINT, Schedule X)

2. Compete for manpower “spaces”--the “allocations.”  (TPOM, SMDR, TRM)

3. The “spaces” are then documented and distributed by DA and TRADOC.  (BMG, MOC Windows, TDA changes)

4. Obtain people (“faces”) to fill the “spaces.”  (requisitioning and hiring)



See Table IV-5-2 for a review of basic manpower management tenets.
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TASK 5.
Monitor manpower requirements and authorizations


The table below outlines considerations that will enable you to make better manpower decisions.

TABLE IV-5-2.  BASIC TENETS OF GOOD MANPOWER

MANAGEMENT



1. Make manpower considerations an integral part of planning.

2. Prioritize and identify those lower priority items that your organization will not do.

3. Present every tasking with a resource bill when he/she asks your organization to take on a new mission or project.

4. Consider manpower implications before volunteering to do something.

5. Work closely with the manpower managers at your School or Installation to provide resources to accomplish your organization’s missions.

6. Identify problems in training loads early.

7. Be aware of unauthorized tasking or mission changes.

8. Report errors in manpower documents and reports.

9. Ensure the manpower documentation for your programs is prepared.
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TASK 5.
Monitor manpower requirements and authorizations

STEP


EXPANDED STEP INFORMATION

1. Compare organizational missions and programs against manpower requirements and authorizations in the TDA.
The TDA is the basis for obtaining military and civilian personnel for the organization.

TDAs are reviewed, approved and monitored by HQ TRADOC and DA.

· Review WCD.

· Develop, as required, proposed exceptions to the current  Standards.

· Work with the school/installation Manpower Office to compute allowed staffing.



2. Determine if there are any manpower requirements that are not on the TDA.
Ensure manpower requirements:

· Identify requests not on the TDA.

· Identify urgency of requests (time sensitive or not).

· Identify possible missions trade-offs.  See Table IV-5-3.

· Identify methods for obtaining manpower authorizations.  See Table IV-5-4.

Regardless of the process used to gain approval of the new requirements, they will have to be approved through a local manpower survey by submitting Schedule X.



3. Approve estimates for Civilian Pay Plan (CPP).


Continued on Page IV-5-6
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TASK 5.
Monitor manpower requirements and authorizations

TABLE IV-5-3.  IDENTIFY MISSION TRADE-OFFS



1. Often, organizations end up having to perform new missions without any increase in staff.

2. To plan for this contingency, identify current missions that the organization will no longer be able to complete given the new requirement.  These missions in effect are traded-off for the new missions.

3. EXAMPLE:  Assume your organization has been given a new mission to establish a proponent safety office that will take two years of effort.

· You prepare a Schedule X to document the workload, have it recognized and have a requirement approved for your TDA.

· Identify two work years of effort you are not going to do.

· Identify two requirements you will turn in (lose).

· Identify two authorizations supporting those requirements that will be reprogrammed to support the new mission.  Work with the school manpower manager to get the requirements identified by level of experience, specialty code, grade and other pertinent factors required by the job. 

TABLE IV-5-4.  SELECT METHOD FOR ACQUIRING MANPOWER

AUTHORIZATIONS



IF:
AND IF:
THEN DO THIS:


All requirements are on the TDA.

Reprogram as required.

Follow Installation COB instruction.



Requirements are urgent, high priority missions.
Obtain approval for out-of-cycle manpower authorization changes during the year.  See Step 6.


There are new requirements not on the TDA.

Requirements can be addressed through normal resourcing processes.
Obtain approval for manpower authorization changes using the TRM process.  See Step 4.

OR

Obtain approval for manpower authorization changes during the year using MOC windows.  See Step 5.
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TASK 5.
Monitor manpower requirements and authorizations

STEP


EXPANDED STEP INFORMATION

4. Obtain approval for manpower authorization changes using the TRM process.
· Ensure requested changes to manpower authorization documents (TDA) are submitted in time to be considered during the TRM conducted twice each year.

· The TRM validates and re-validates manpower requirements and distributes allocations in support of mission tasking.

· The TRM re-computes manpower requirements based on student workload and TRADOC missions.

· Student workloads are established in the ARPRINT that is a product of the SMDR conducted at DA.  The ARPRINT is produced 18 to 24 months prior to the execution year.  Each ARPRINT training course has a file in the ATRRS.

· It is important to remember that no new Army spaces are created.  Existing spaces are redistributed.  An additional space for your organization will come from somewhere else.

· Get the Schedule X in, approved and back prior to the TRM process.
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TASK 5.
Monitor manpower requirements and authorizations

STEP


EXPANDED STEP INFORMATION

5. Obtain approval for manpower authorization changes during the year using MOC windows.
· In the event of changes, ensure the organization’s manpower authorization documents (TDA) are reviewed during the MOC windows in January-March or July-September.

· Work with the school manpower manager to ensure the TDA is updated to reflect the change in requirements and authorizations.  See Table IV-5-5 to determine manpower authorization changes.



6. Obtain approval for out-of-cycle manpower authorization changes during the year.
Determine if manpower can be reprogrammed within the organization.

See Table IV-5-6 to help in this determination.

NOTE:  If you have a special project you want to accomplish, or your commander directs you to do a special project, you may use manpower provided for other purposes, but:

· You must still accomplish the original mission (unless relieved).

· You cannot ask for more manpower to perform the original mission because you are using what you were given originally elsewhere.

· Manpower diverted for missions not recognized by TRADOC are subject to withdrawal by TRADOC - the requirement, authorization, and the “face.”
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TASK 5.
Monitor manpower requirements and authorizations


The table below describes the process for determining manpower authorization changes.

TABLE IV-5-5.  CHANGING MANPOWER DOCUMENTS


Jan-Mar MOC Window


(if used)

Final look at next FY manpower




Jul-Sep MOC Window

First manpower adjustments to year following the next FY.


ODP
Adjustments to next FY will be based on TDAs documented during the current year summer MOC Window.




Command Grade Ceilings
Next FY ceilings will be spread May - June of current year.




CPP
Next year CPP estimates for the installation COB will be developed in March of the current year.


The table below describes some ways to assist you in determining if manpower resources can be reprogrammed within the organization.

TABLE IV-5-6.  REPROGRAMMING RESOURCES

IF RESOURCES...
THEN...

CAN BE reprogrammed within the organization



Follow local procedures or reprogramming.

CANNOT BE reprogrammed within the organization.
Request assistance from the School manpower manager to reprogram spaces from within the school

OR

Work with the manpower manager to determine when the next out-of-cycle PRAC meets and what is required for submission.
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TASK 5.
Monitor manpower requirements and authorizations

STEP


EXPANDED STEP INFORMATION

7. Monitor training loads and manpower resources.
· For each FY, DCST initially provides funding to support a percentage of the program student load based on prior year experience, and current SMDR.

· As the actual load materializes, it may exceed the initial funded level and require adjustments in resourcing through:



Directed military over-strength.



Over-hires.



Contract employees.



Temporaries.

· Identify problems early.  Don’t wait until the beginning of a fiscal year to say the load is wrong.

· Do not request manpower to support a load not approved by DCSOPS&T.



8. Manage civilian work force within approved CPP.
· Within statutory constraints, you may obligate from any appropriation or EOR within the CPP as long as the aggregate CPP is not exceeded.

· Position management is the efficient and economical assignment of work consistent with mission requirements.  See Table IV-5-7.

· Performance measurement requires establishing a system that monitors organization performance to ensure satisfactory mission accomplishment.  See Table IV-5-8.

· Performance standards of civilian and military work center managers will reflect accountability for managing their civilian work force within an approved CPP.

Note:  There is no statutory authority under MCB to reprogram funds among appropriations.



Continued on Page IV-5-14
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TASK 5.
Monitor manpower requirements and authorizations

TABLE IV-5-7.  POSITION MANAGEMENT



1. MCB offers you unique opportunities to assign work to positions within dollar limitations.  Resulting position structures should:

· Accomplish your mission.

· Improve work flow/work methods.

· Support recruitment.

· Provide a balanced mix of skills.

· Utilize employees.

· Motivate the work force to achieve mission goals.

· Provide opportunities for advancement.

· Support equal employment opportunity.



2. Your TDA must be modified when restructuring your organization eliminates or alters a military space authorization.  See Table IV-5-5.



3. See your installation CPO for the latest procedures for position management and necessary supporting references.



Return to DUTY IV Menu
CPO
Civilian Personnel Office

CPP
Civilian pay plan

DCST
Deputy Chief of Staff for Training

MCB
Manage civilians to budget

TDA
Table of Distribution and Allowance

This Page Not Used

TASK 5.
Monitor manpower requirements and authorizations


As a supervisor, you will have to evaluate or develop MCB performance measurements.  The table below provides criteria MCB performance measurement systems should be evaluated against.

TABLE IV-5-8.  PERFORMANCE MEASUREMENT



1. The MCB performance measurement system must establish a clear relationship between the installation mission, organization function(s), and employee performance standards.



2. Supervisors and employees must have a clear and common understanding of the relationship.



3. The MCB performance measurement requirement may be accomplished through existing measurement systems such as the review and analysis (R&A).



4. Specifications for the measurement system include:

· Measurable performance indicators that contribute directly or indirectly to overall mission accomplishment.

· Quantification of performance indicators derived from already reported data on existing measurement systems such as the R&A.

· Performance data compared against the baseline period (the base period in most instances is FY 90).



5. Coordination should be made with your local installation Resource Management Office for latest information/guidance on performance measurement systems.



6. Reporting is quarterly within the context of the R&A to permit corrective action prior to the end of the FY.
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TASK 5.
Monitor manpower requirements and authorizations

STEP


EXPANDED STEP INFORMATION

8a. Classify and evaluate positions.
· Classification and evaluation will be consistent with Title 5, U.S.C., OPM classification standards, and precedent classification decisions.  See Table IV-5-9.

· In no instance will the supervisor’s authority exceed that of the commander.



Continued on Page IV-5-18
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TASK 5.
Monitor manpower requirements and authorizations

TABLE IV-5-9.  POSITION CLASSIFICATION AND EVALUATION



1. MCB gives delegated personnel authority to assign title, series, and grade levels to positions under their control.  Supervisors MUST complete prescribed MCB training prior to being delegated classification authority.  Normally the installation CPO is responsible for providing this training.



2. Budget authority WILL be delegated concurrently with classification authority through the Program Director to each participating supervisor, in writing, identifying the supervisor by name and outlining specific statutory and regulatory responsibilities.



3. Supervisors may not classify their own position.



4. The CPO will provide technical support prior to submission of position classification and throughout the process.  Classification tools include:

· Handbook of Occupational Series.

· Position Classification Standards.

· OPM Certificates.

· HQ DA and TRADOC command guidance.



5. Position classification sequence of events is:

· Prepare a job description.  See Table IV-5-10.

· Obtain CPO classification advisory.

· Accept CPO advisory and sign the job description, or not accept and prepare an evaluation statement.

· Return the signed job description (with evaluation statement if appropriate) to the CPO for processing.



6. Position classification evaluation process:

· Determine pay plan.

· Determine series.

· Determine format.

· Compare to appropriate classification standard.
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TASK 5.
Monitor manpower requirements and authorizations

As a supervisor, you will be required to review or evaluate job descriptions prepared by subordinate personnel.

TABLE IV-5-10.  JOB DESCRIPTIONS



1. A job description meets the standard of adequacy if it contains sufficient information for evaluation purposes and to recruit qualified candidates.



2. A job description:

· Is the legal basis for pay.

· Provides basis for evaluating employee performance.

· Documents skill and knowledge requirements.

· Is a tool for assessing efficiency.

· Supports CPP requests.



3. Job descriptions should answer the following questions:

· What work is to be done?

· How is the work to be done?

· Why does the work need to be done?

· Under what controls is the work to be done?

· Under what conditions is the work to be done?

· What skills and knowledge are required to do the work?
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Monitor manpower requirements and authorizations

STEP


EXPANDED STEP INFORMATION

8b. Structure organizations efficiently and economically.
Structure will be consistent with DA position management objectives.  See Table IV-5-11.
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TASK 5.
Monitor manpower requirements and authorizations


As a supervisor, you will be required to structure your organization to take maximum advantage of your civilian work force.

TABLE IV-5-11.  MILITARY VS CIVILIAN SYSTEMS




Military

· Centralized career management.

· Central promotion authority.

· TDA controls grade.

· Rank is in the position.




Civilian

· Decentralized local management.

· Local merit promotion.

· Local work assignment controls grade.

· Rank is in the position.
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Monitor manpower requirements and authorizations

9. Seek immediate assistance on unresourced tasking or mission changes.
Seek assistance from agencies such as DA, MILPERCEN, Recruiting Command, TRADOC, installation, school, etc.

Report additional tasking without resources to the installation/school resource management office.



10. Review manpower and personnel reports.
Report errors quickly.  They could cost your organization valuable resources.



11. Monitor manpower requests for support of new systems development.
Do not assume someone else is attending to the manpower documentation process.

Training organizations must maintain a continuous dialogue with new system’s PMOs and the TSMs to make sure manpower needs are planned for and well documented.



END
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INTRODUCTION


You should be here if you are planning the training and doctrine development process and are establishing quality control procedures to ensure that the processes and products are carried out efficiently and effectively.
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Total Army Quality (TAQ) is the management philosophy of the United States Army.  It is a comprehensive, disciplined, structured, customer focused, management system which enables people to continuously improve organizations and processes.


The necessary level of standardization will be achieved by embedding the principles of TAQ throughout your training structures and systems.


Leaders at all levels will ensure their actions demonstrate universal involvement and participation in continuous improvement efforts.

PHASE


EXPANDED PHASE INFORMATION

1. Awareness.
This involves constancy of purpose, teamwork, and commitment to long-term continuous improvement for all processes and products.

· Learn what the TAQ program is all about.

· Personal example is the most effective way to demonstrate commitment.

TAQ includes processes and products.

2. Assessment.
During the assessment phase you should concentrate your activities on three areas:

· Attitudes.  How members of your organization view their working environment.  This should cover values, beliefs, opinions, and perceptions.

· Objective Performance.  What is done, how much it costs, and how customers (internal and external) assess the value of the products you produce and services you perform.

· Quality Audit.  How quality is managed in your organization.

Often, awareness is not established until after the process is accomplished or the product is completed.  This can lead to developing quality criteria that prove the product rather than a product that meets the criteria.  To ensure the results meet the need you should determine quality control checks before the process or product development starts.  See Table A-1 for common quality control indicators.

Continued on Page A-4
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The table below provides guidelines for establishing quality control.

TABLE A-1.  QUALITY CONTROL INDICATORS



INDICATOR


EXPANDED INFORMATION



1. Personnel are aware of and follow quality standards and local total quality management guidance.
To achieve the expected standards, your subordinates must be fully aware of them.

2. A sound development process for producing the product is being employed.
The Systems Approach to Training (SAT) is the Army’s training development process.  This process takes into account probable contingencies.  It also covers all the requirements to accomplish each task.  For example, when determining what the analysis requirements will be, use the analysis task in Duty II as an aid for determining what needs to be accomplished.

3. Technical and doctrinal accuracy.
Involve subject matter experts (SMEs) in the development process and in the evaluation of the merits of the final product.  SMEs include branch or technical experts, training developers, and instructional system specialists.

4. Established format requirements are met.
TRADOC and each installation generally publish formats or guidelines for most products.

5. Language is used properly.
All writing must conform to the standard Army writing style guides.

6. Established criteria are met.
All task requirements are met and questions are answered to your satisfaction.

7. Identified deficiencies are corrected.
You must check any deficiencies found during the process to ensure the corrections have been accomplished.
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PHASE


EXPANDED PHASE INFORMATION

3. Team Building.
Establish an explicit infrastructure to initiate, accomplish, and sustain the social and technical requirements of TAQ.

· Overlay the TAQ organization onto your existing structure.

· Ensure everyone in your organization is responsible and accountable for quality and continuous improvement.

Form a Process Action Team (PAT) to improve work processes and solve problems.  The PAT should:

· Perform approved improvements.

· Determine how the process is currently performed and measure existing capability.

· Apply a disciplined problem solving methodology (plan - do - check - act).

· Present recommended improvements to the Quality Management Board, usually made up of department and directorate heads.

It is too late if you wait until the process is finished or the product developed to find out it does not achieve the criteria or satisfactorily meet the need.  You must establish quality control checkpoints along the way to ensure the process is effective and the product meets the standard.

Table A-2 provides some basic continuous improvement principles.
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The table below provides some basic continuous improvement principles.

TABLE A-2.  CONTINUOUS IMPROVEMENT PRINCIPLES



PRINCIPLE


EXPANDED INFORMATION

1. Demonstrate your commitment to and involvement with quality.
· Emphasize commitment to safe operations and protecting the environment.

· Articulate how you are going to manage quality control.

· Establish procedures for how you are going to measure quality.

· Identify the cost of poor quality.

· Use Process Action Teams and recognize their results.

2. Communicate your quality philosophy, principles, and procedures.
Develop and discuss your quality control program with your Process Action Team and ensure they understand it.

3. Determine what is required to do it right the first time.
Identify the essential resources necessary to achieve quality and the standards required by researching how the best organizations do it.

4. Identify your user’s requirements and expectations.
Identify the requirements and expectations of the users of our products, both within your organization and outside it (units).

5. Establish guidelines to determine that user’s requirements and expectations have been met.
Internally and externally evaluate your products to ensure you are meeting your user’s requirements and expectations.  See Task II-6.

6. Fix problems that are easy to fix.
Fix improvements that are easy to fix and are within your authority.  See Table A-3 for guidelines for maintaining quality.

7. Prioritize fixing difficult problems.
For those problems that are more difficult or beyond your authority, assign teams to research and develop solutions.  See Table A-3 for guidelines for maintaining quality.
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PHASE


EXPANDED PHASE INFORMATION

4. Action.
Keys to implementation:

· Leadership.

· Customer focus.

· Shared vision.

· Assessment.

· Infrastructure.

· Empowered teams.

You need to build an environment in which subordinates want to continuously improve quality.  Your subordinates are your most valuable asset in quality control.  See Table A-3 for guidelines on maintaining quality.

Any work that a contractor accomplishes will require assurance that the contractor is aware of the quality control standards and achieves them.  The person dealing with the contractor as either a contracting officer’s representative (COR) or contracting officer’s technical representative (COTR) must attend the appropriate training for dealing with a contractor and ensuring they meet process as well as product requirements.  See Appendix K.



5. Coordination.
Make sure your staff coordinates the process they will use with appropriate agencies or they may waste a considerable amount of time and effort.  You need to assure that your product will meet its requirements and your expectations.



END
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The table below provides basic guidelines for maintaining quality.

TABLE A-3.  GUIDELINES FOR MAINTAINING QUALITY

PROCESS
GUIDELINES

1. Identify:




· The problem or project to be reviewed.


Don’t jump to conclusions or causes, just identify the problem or project to be reviewed.  See Duty II, Task 1.

· It may be directed as a result of evaluation or feedback from users, or it may be internally determined through your own quality improvement program.

· Clearly define the problem and the process you will use to address it.



· Who will be involved in addressing it?


Determine who will form the Process Action Team to address the problem.

· Appoint a team leader.

· Identify team members that include necessary SMEs, training specialists, and instructional system specialists.

· Provide guidance on what is to be done and how.

· Provide any necessary training to accomplish the task.



· Why (establish the importance).


Establish the reason for improvement.  Ensure all team members understand why the problem or program they are working on is important.



· What the ground rules will be.
Establish targets for improvement.

· Identify user target audience (both internal and external).

· Identify the difference between what is needed or expected and what currently exists.

· This can be done through group exercises or modified Delphi techniques.

Thoroughly describe the current situation.

· A good technique is to flow-chart the current system or process.

· Ensure everyone has the same understanding of the situation.
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TABLE A-3.  GUIDELINES FOR MAINTAINING QUALITY

(continued)

PROCESS
GUIDELINES

2. Determine causes.
You can do this by brainstorming with your PAT and gathering appropriate information (See Duty II, Task 1) which:

· Identifies possible causes.

· Evaluates each possible cause carefully identifying likely root causes.

· Selects most likely cause(s).



3. Identify solution(s).
Again, you can do this by brainstorming with your PAT and using the techniques discussed in Duty II, Task 1.

· Identify as many alternative solutions as you can.

· Evaluate the worth (effectiveness, efficiency, advantages, and disadvantages) of each alternative solution.  Consider the “ripple effect” of implementing each solution.

· Select the best solution(s).  Ensure it is achievable and affordable.

· Develop an implementation plan.

· Provide recommendations to appropriate approval authority through the chain of command.



4. Implement selected solution(s).
Implement changes by following the implementation plan.  Make adjustments as necessary and document execution and decisions made for use in the future as lessons learned.



5. Evaluate the results of your actions.
Plan the evaluation process (see Duty II, Task 6).

· Develop tools to evaluate the success of the solution in improving the situation.

· Evaluate the success of the change.

· Publish the results.
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TABLE A-3.  GUIDELINES FOR MAINTAINING QUALITY

(continued)



PROCESS


GUIDELINES

6. Monitor the process for continuous improvement.
Establish long and short-range goals for improving your processes and products.

· Consider establishing benchmarks as standards to be attained.

· Search for other ways to continuously improve.

· Continue this process as necessary, always looking for methods to do it more effectively and efficiently.
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INTRODUCTION:
You should be here if you are determining whether training development is needed based upon:



Your school’s input to the Requirements Determination process.



Your analysis of warfighting concepts, which include future operational capabilities (FOCs).



Solutions to DOTMLPF requirements.



Requirements generated by the Warfighter Rapid Acquisition Program (WRAP), information technology (IT) and Horizontal Requirements Integration (HRI).


The Systems Approach to Training process supports the requirements determination process by:



Implementing training, leader development and soldier development policies and integrating their requirements.



Identifying and developing model and simulation (M&S) training exercise and military operations (TEMO) requirements and policies.



Developing future training strategies and plans to support FOCs described in approved warfighting concepts.



Identifying and prioritizing training requirements specified and implied in warfighting requirements documents for doctrine, organization and materiel.



Identifying and integrating environmental and safety requirements in the training developments, leader developments and soldier developments process.
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DOTMLPF   Doctrine, Organization, Training, Materiel, Leader Development and Education, Personnel, Facilities

HRI
Horizontal Requirements Integration

IT
Information Technology

M&S
Model and Simulation

TEMO
Training, Exercise and Military Operations

WRAP
Warfighter Rapid Acquisition Program

INTRODUCTION
Requirements determination is the process the Army uses to determine requirements for operational forces of the future.  Warfighting concepts are developed which include future operational capabilities (FOCs).  Analysis of warfighting concepts leads to development of doctrine, organization, training, materiel, leader development and education, personnel and facilities (DOTMLPF) requirements.  It focuses on requirements as a change to any DOTMLPF domain, with materiel being the least desirable domain to change.  The process employs a multidiscipline team effort that includes all DOTMLPF agents, and it ensures the preferred solution includes affordable life cycle costs.  Under the requirements determination process, CG, TRADOC is the single approval agent for all warfighting requirements prior to their submission to DA.  All Army commands and the DA staff must follow TRADOC-established procedures for determining and documenting requirements.  Figure B-1 is a graphic representation of the Requirements Determination process.


Would like to do...
TRADOC DCSDOC develops the TRADOC Future Warfighting Vision – a 15 to 20 year projection of Army capabilities.  It addresses change and focuses on what the Army would like to accomplish.  It is influenced by national security and military strategies with science and technology providing a frame of reference, and is published in a series of white papers.


Can do...
An Integrated Concept Team (ICT) primarily representing the DOTMLPF domains, under the direction of the TRADOC Futures Command, develops and maintains the overarching concept.  The overarching concept translates the TRADOC Future Warfighting Vision into a detailed description that links to national and defense level planning documents.  It drives the development of concepts of operation that support the requirements determination process.  It describes future Army capabilities, their impact on the entire force, and the capabilities for deployment and employment of Army forces across the range of military operations in joint, multinational and interagency activities.  The overarching concept is published in TRADOC Pam 525-5, Force XXI Operations.
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DCSDOC
Deputy Chief of Staff for Doctrine

DOD
Department of Defense

DOTMLPF
Doctrine, Organization, Training, Materiel, Leader Development and Education, Personnel, Facilities

ICT
Integrated Concept Team


Should do…
Schools and other Army leaders use the ICT approach to develop more detailed concepts (normally a three to 15 year period) that describe the full range of future capabilities needed by the Army to execute the overarching concept.




FOCs are structured statements of desired operational capability that establish the foundation upon which Army requirements are based to achieve the progressive ideas articulated in HQ TRADOC approved warfighting concepts of operation.  They are intended to apply to tomorrow’s Army on the ever-changing battlefield, and should be expressed as objectives with clear, quantifiable and measurable goals.  Individual FOC objectives are identified in para. 3-4 of all TRADOC-approved, proponent-written concepts.  FOCs are listed in an appendix of the approved 525-series concept.  TRADOC Pam 525-66 lists all approved FOCs.




Warfighting Concept of Operation.  Concepts of operation translate a vision of warfighting into a more detailed, but still abstract, description of some future (normally 3 to 15 years) activity or end state.  Warfighting concepts describe future capabilities within a proposed structure of future military operations - how to deploy, fight, and sustain.  Concepts are the basis for experimentation and analyses leading to the determination of DOTMLPF requirements.  Concepts help focus force modernization and guide technological development.  Concepts are dynamic.  They change as perceptions and circumstances vary.  Concepts are the product of an Integrated Concept Team (ICT).  Concepts are evaluated using analyses, simulations, experiments, exercises, tests, actual operations, and senior military judgment.
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DOTMLPF
Doctrine, Organization, Training, Material, Leader Development and Education, Personnel, Facilities

FOC
Future Operational Capability

ICT
Integrated Concept Team


Better understanding of what to do…
Warfighting experimentation and analysis are key to the requirements determination process.  They give the Army an unsurpassed means to understand future warfighting requirements.  Progressive and iterative mixes of constructive (computer modeled war games), virtual (simulations done with electronic mock-ups of real weapons systems) and live (TOE units in field environments) experiments combined with operational experience and appropriate analyses (e.g., mission needs, technology and requirements trade-offs, system concept studies, analysis of alternatives), yield insights to better define warfighter concepts and requirements across the spectrum of DOTMLPF.


Decide to do…
Requirements determination occurs in the order of doctrine, training, leader development, organization, soldiers, and materiel, based on the expense and timeliness to field a capability.
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DOTMLPF
Doctrine, Organization, Training, Material, Leader Development and Education, Personnel, Facilities

 ICT
Integrated Concept Team

REQUIREMENTS DETERMINATION PROCESS


Figure B-1.  Requirements Determination Process
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You may be asked to contribute to your school’s input to the Requirements Determination process during concept development.  You will use the final results of the process to determine the training and leader development requirements addressed in the process.

THE REQUIREMENTS DETERMINATION PROCESS AND POTENTIAL PERFORMANCE PROBLEMS



PROCEDURES


NOTES

1. Review TRADOC Pam 525-5 and concepts of operation which include applicable FOCs.
TRADOC Pams 525-5, 525-66 and concepts of operation describe the capabilities the Army needs to successfully conduct future operations.  Less expensive solutions are preferred alternatives to more expensive solutions, therefore, the order in which to seek solutions is DOTMLPF.  See Table B-1 for the items you should review to determine whether training development is required to satisfy the requirement.



1. Provide input for concepts of operations.
During the process, you may be asked to provide training or leader development impact to be included in the concepts produced by your school or jointly with other schools and agencies.  These concepts describe future capabilities and are the basis for identifying requirements.  You provide input through ICTs.  See Table B-2 for the steps you can follow to develop these training assessments.



2. Prepare training and leader development input.
Provide DCST a detailed prioritized description of near-to-far term training strategies and leader development issues.

· Identify how issues will affect the DOTMLPF solution set(s).

· Incorporate training input capabilities with rationale into CATS.

· Document training strategies in TRAS documents.

· Incorporate system and non-system training devices into MRDs.

· Submit leader development requirements to the Leader Development Support System (LDSS) for further development and approval.



END
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The table provides a list of documents to review when analyzing the training impact of selected capability solutions.

TABLE B-1.  CAPABILITY ASSESSMENT REVIEW LIST



CAPABILITY FOCUS:
REVIEW THESE:

Doctrine
· Future operations capabilities.

· Concepts of operation.

· FMs.

· Battle drills and crew drills.

· MTPs.

· ARs and DA pamphlets and circulars.

· U.S. Code and Federal Regulations.

Organization
· New or modified TDA/TOE/TOE narratives



Training


· . TCs. 

· Army Occupational Skills Program data.

· AR 611-series.

· Job/duty/task analysis data.

· Armywide studies and reports (AR 5-5 studies, ARI studies).

· Lessons learned from combat training centers.

· Field and School evaluation reports.



Materiel
· MRDs (ICD, CDD, and CPD).

Equipment documentation and publications (e.g., BOIP, QQPRI, STRAP, NETP, TM, TEA).

Leadership and Education

Facilities

Personnel
· Army Occupational Skills Program data.

· MQS.

· AR 611-series.

· Job analysis data.

· Combat training centers after action reports.
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 ARI
Army Research Institute

BOIP
Basis of Issue Plan

CATS
Combined Arms Training Strategy

CDD
Capabilities Development Document

CPD
Capabilities Production Document

DCSOP&T
Deputy Chief of Staff for Operations and Training

ICD
Initial Capabilities Document

MRD
Materiel Requirements Document

NETP
New Equipment Training Plan

QQPRI
Quantitative and Qualitative Personnel Requirements Information

STRAP
System Training Plan

TDA
Table of Distribution and Allowances

TEA
Training Effectiveness Analysis

TM
Technical Manual

TOE
Table of Organization and Equipment
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The table below provides areas to include when preparing input for requirements determination as it may affect training.

TABLE B-2.  REQUIREMENTS DETERMINATION BRANCH ASSESSMENT



1. Formulate initial assessment.

· Review trends in human performance related to required capabilities.

· Study historical differences between expected and actual performance.

· Examine current and emerging technologies, techniques, and methods.

· Determine whether training programs, products, and strategies contribute to meeting required capabilities.

· Identify impact on environment (see FM 3-100.3/MCRP 4-11B for assessment procedures).

2. Develop training strategies to achieve collective/individual capabilities.

· Determine purpose and reason.

· Describe institutional training that supports capabilities.

· Describe unit training that supports capabilities.

· Describe general training support requirements that support capabilities such as implementation support, device and simulator support, training facilities, and instructor support.

· Describe how training capabilities apply to combat training centers.

· Describe how TASS will implement the training concept.

3. Determine which FOCs are affected.

4. Determine how the battlefield operating systems (BOS/AUTL) are affected.

5. Identify training impact on doctrine, organization, leader development, and materiel resolution strategies for identified capability issues.
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AUTL
Army Universal Task List 

BOS
Battlefield Operating System

FOC
Future Operational Capability

TASS
The Army School System

TC
Training Circular

TRAS
Training Requirements Analysis System
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INTRODUCTION


You should be here if you are reviewing or approving analysis process results.  This appendix outlines the questions you should get answers to during analysis.


The following documents should be available for your inspection of the analysis process of the systems approach to training:



Description of missions and duties.



Collective task inventories (total and critical).



Individual task inventories (total and critical).



Task performance specifications (collective and individual).



Supporting task analysis documentation.



Environmental Analysis Checklist

Return to List of Appendices

Mission and Collective Task Analysis
The following are questions to ask when reviewing mission and collective task analysis:

1. Are each of the following included in the audit trail documentation?

· Analysis plan.

· Supporting mission statements.

· Total collective task inventory.

· SOP for critical collective task selection process (see Table 
C-1).

· Documented approval of critical collective task inventory.

· Critical collective task performance specifications (critical collective task analysis worksheets).

2. Does analysis plan list ARTEP/MTP as a deliverable item and set a milestone for that event?

3. Is there documentation (critical collective task analysis worksheets) for each approved task?

4. Are tasks numbered with a system that designates proponentcy and general subject area?

For a checklist to review Mission and Collective Task analysis, see Appendix L.
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ARNG
Army National Guard

ARTEP
Army Training Evaluation Program

CTL
Critical task list

DOTD
Directorate of Training and Doctrine

MOS
Military Occupational Specialty

MTP
Mission training plan

RC
Reserve Component

SME
Subject matter expert

SOP
Standard Operating Procedures

USAR
United States Army Reserve


The table below describes the process for convening a Critical Task Selection Board for collective and individual tasks.

TABLE C-1.  CRITICAL TASK SELECTION BOARD



PROCEDURE


NOTES

1. Review back-up documentation for current CTL.
This is vital!  The task analysis worksheets often shed new light on why tasks were selected.  Proceeding without this review often results in new CTLs (and ultimately, courses) which unfix as much as they fix.

1. Revise current CTL.
Usually a SME and Education Specialist team can do this.  You need to review the Job Analysis--for fidelity to performance and ultimate value to the field.

NOTE:  You may not have the authority to change all CTL tasks.

2. Select members for a Task Review Committee.


See the TRADOC Reg 350-70 and the DOTD for details of your organization’s Task Review approval process.

For MOS courses, select a mix of the following:

· Soldiers one skill level higher than course teaches (e.g., supervisors).

· Soldiers performing the tasks within the MOS.

Whenever possible, members should have recent field experience (Active Army, USAR, and NG).  Recommend bringing people in from the field to form part of the team.

Committees almost always provide more valuable information when responding to an existing list as opposed to creating one for working with the old CTLs.

4. Provide committee with the total task inventory and revised CTL list already prepared.
You may decide to delay the assessment until you have analyzed the course in detail.



4. Assess consequences of revised CTLs.
Consequences can range from making minor revisions in CTL and course to redesigning the course to redoing all exportable training materials.
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Job Analysis
The following are questions to ask when reviewing a job analysis:

1. Total individual task inventory (gross task list) development:

· Analyzed unit collective task list?

· Used CODAP printout?

· Used SME input?

· Used appropriate documentation (TM, FM, MAC Chart)?

· Used field survey data?

· Used other data sources?



If is yes, what sources?

2. Critical individual task inventory (critical task list) development:

· Used acceptable task list verification methods (specify model used)?

· Critical task selection board was conducted, with board SOP and follow-up MFR in audit trail (see Table C-1)?

· Critical task list was approved by proponent (or proponent-delegated authority) prior to hand-off?

· Date of signed document.

· Number of critical tasks.

For a checklist to review job analysis, see Appendix L.
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CODAP
Comprehensive Occupational Data Analysis Program

FM
Field manual

MAC
Maintenance allocation chart

MFR
Memorandum for record

SME
Subject matter expert

SOP
Standing operating procedures

TB
Technical bulletin

TM
Technical manual
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Task Analysis
The following are questions to ask when reviewing a task analysis:

1. Were critical tasks analyzed on a task analysis worksheet?

2. Were task performance specifications (Conditions, Standard) prepared for each task based on field/wartime performance?

3. Are task performance specifications in approved Soldier’s Manual format (TRADOC Reg 350-70)?

4. Were task performance specifications crosswalked with collective training developers?

5. Are all enabling skills/knowledge requiring training identified?

6. Was a task skill/knowledge matrix identifying all enabling skills/knowledge developed?

7. Were performance steps verified/developed by SME IAW doctrinal manuals (TM, FM, TB, etc.)?

8. Was task performance flow-charted or detailed?

9. Is proper authority for any change in task list documented?  (If not, requires comment)

10. Was each task analysis document signed and dated by the writer and/or training developer?

11. Was initial training site selection performed IAW TRADOC guidance (TRADOC Reg 350-70)?

12. Was horizontal integration analysis conducted (TRADOC Reg 350-70)?

13. Was vertical integration analysis conducted (TRADOC Reg 350-70)?

14. What is the impact of the task performance on the environment?

15. Have safety and risk management concerns been addressed?

For a checklist to review task analysis, see Appendix L.

For risk assessment elements, see Appendix D.
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Task Specifications
This section defines different types of tasks and discusses procedures for reviewing task specifications.




Introduction
Task specifications identify the performance requirement, the conditions under which the performance is performed, the standards for correct performance and the performance measures that identify the steps required to meet the standard.



Definitions:


Task
Each critical collective and individual task identified during analysis must be trained.

A collective task (requires group participation) and an individual task must meet the following requirements:

· Is the lowest behavioral level in a job or mission that is performed for its own sake.

Good Example:  Engage enemy targets with an M60 machine gun.


Bad Example:  Load an M60 machine gun.  (This action is a step required as part of engaging enemy targets.)

· Must be specific.

· Must have a definite beginning and ending.

· Has only one action and, therefore, is described using only one action verb.

· Generally is performed in a relatively short time period; however, with supervisory, management, or leader tasks, there may be no specific time limit.

· Must be observable and measurable.




Critical Task
A collective or individual task determined to be essential to wartime mission, duty accomplishment, or survivability.  All critical tasks must be trained either in the training base or in the unit.  Critical tasks are identified by the proponent in a critical task list.

Continued On Page C-10

Return to Top of Appendix C
 

This Page Not Used

Definitions

(continued)


Proponent (Branch)


Task
Critical tasks performed by soldiers in a specific job level for which a training development agency has been assigned as training proponent.




Common Soldier


Task
Individual critical tasks performed by all soldiers regardless of rank, branch, or job level.


Example:
Perform mouth-to-mouth resuscitation is a task required to be performed by all soldiers.

A separate analysis must be conducted to identify all common tasks.  All branch proponents participate in this common task analysis.




Shared Task
Individual critical tasks performed by soldiers in two or more, but not all, MOSs or branches or between skill levels.


Example:
Conduct a route reconnaissance is a task performed by soldiers in several different MOSs of different ranks (officer and enlisted) in different jobs, but not by all soldiers.




Professional


Knowledge (PK)
A body of knowledge derived from and supporting a variety of individual or collective critical tasks.  An individual must possess this knowledge to ensure successful performance of the supported critical tasks.  You identify professional knowledge by using a skill/ knowledge matrix.  Professional knowledge contributes to the development and maintenance of desirable attitudes.  You should publish professional knowledge in standard task statement format as part of the critical tasks in your Soldier Training Publications.
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TASK

SPECIFICATION
A clear statement of what an individual or a group of individuals acting as a cohesive unit (crew, squad, platoon, etc.) must do on the job.

Performance consists of actions directed toward achieving a useful outcome.

Impartial observers, watching a soldier in action, should arrive at the same conclusion about whether the soldier has performed the task to standard.

Tasks have three parts:

1. Task Statement.

2. Conditions.

3. Standard.




PART 1:  TASK


STATEMENT
Describes the action or purposeful behavior.

Rules:

· Use a single, active, clear, direct verb.

· Each action must have an object and may include a modifier.

Important review criteria (see Table C-2):

· Is the statement CLEAR?

· Does the statement identify a meaningful unit of work?

· Is the task observable and/or measurable?

· Does the task have a definite beginning and ending?




PART 2:


CONDITIONS
Describes all relevant conditions that must exist when the performance commences -- the “givens” of a job performance situation.

Examples:

· During daylight, in a field location, given any standard issue hand grenade...
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The table below describes good and poor examples of task statements.

TABLE C-2.  EXAMPLES OF TASK STATEMENTS



REVIEW CRITERIA


GOOD EXAMPLE
POOR EXAMPLE

CLEAR STATEMENT
· Navigate from one point on the ground to another point, dismounted.
· Identify symbols on a map.

MEANINGFUL UNIT OF WORK
· Operate the NBC system on an M2A1 BFV.
· Remove the CVC helmet.

OBSERVABLE/ MEASURABLE
· Prepare meals for remote site feeding.
· Interpret the production schedule.

BEGINNING AND ENDING POINT
· Administer nerve agent antidote to self.
· Supervise emergency room personnel.
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BFV
Bradley Fighting Vehicle

CVC
Combat vehicle communications

NBC
Nuclear, biological and chemical


PART 2:


CONDITIONS


(continued)
Examples (continued):

· Given an M59 range outfit with accessories, an M2 burner unit, a fire extinguisher, a production schedule, the food service SOP...

Important review criteria:

· Do the conditions describe the environment; tools, supplies, and equipment; job aids and manuals; personnel; and any special physical demands required to perform the task on the job:




PART 3:


STANDARD
Describe the criteria that will be used to judge success or failure, acceptable or unacceptable performance.  In the Army, a standard is usually criteria of accuracy, completeness (quality), rate (quantity), or timeliness (speed).  A standards must be:


Objective



Reliable


Observable



Comprehensive


Measurable



Discriminating


Valid




Usable

Examples:

· Location must be identified within 100 meters... (Accuracy)

· All soldiers must be physically inspected for the following items... (Completeness)

· Five hundred per hour... (Rate)

· No more than 20 minutes can be taken... (Timeliness)

Important review criteria:

· Does the standard, taken as a whole, indicate that a soldier meeting that standard be able to perform acceptably in the field?

NOTE:  Safety and security requirements are often incorrectly listed as a standard when they are really procedures.  However, the standard may incorporate a statement that any safety or security failure will result in total failure on the task.

See Table C-3 for guidelines for reviewing task specifications.
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The table below describes the guidelines for reviewing task specifications.

TABLE C-3.  GUIDELINES FOR TASK SPECIFICATION REVIEW



REVIEW


QUESTIONS TO ASK:

1. Scope of task
· Collective analysis - Do all identified echelons perform the task basically the same way?  If so, minor differences can be identified in the task steps.

· Collective analysis - If identified echelons perform the task differently, have separate analyses been performed for each echelon?

· Individual analysis - Is the task common, shared, or job specific?

· Is MOPP addressed?

2. Conditions
· Do the conditions describe what causes task performance, such as an order or a tactical situation as a starting point?

· Do the conditions contain enough detailed information about present and future situations (METT-T), environment, and climate to allow development of task steps?

3. Task performance steps
· Are steps sequenced as they would be performed in wartime?

· Does each step detail who, what, where, when, how, and why it is performed?

· Does each step include the skills or knowledge required for successful performance?

· Are references included for each step?

· Does each step contain only one activity?

· Are job hazards/safety/environmental factors listed?

· Are there any steps missing?

4. Standards
· Are standards objective, observable, and measurable?

· Do standards describe the minimum acceptable level of task performance, including accuracy, speed, and quantity that the unit must demonstrate?

5. Performance measures
· Are performance measures observable and measurable?

· Do performance measures support the standard?

· Does each performance measure concern only one event?

· Does each statement begin with an action verb?
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METT-T  
Mission, enemy, terrain and weather, troops and support – time available 

MOPP
 
Mission oriented protection posture 

Environmental Analysis Checklist Procedures





General
The environmental analysis checklist (see Table C-4) provides an approach to identify the potential risk(s) of task performance operations, training activities, and exercises on specific environmental areas.  Training developers and leaders are required to use the checklist during the analysis phase of training development.  The checklist helps training developers identify those tasks and training requirements that pose potential environmental hazard or risk and which require a more detailed risk assessment during the design and development phases.  The environmental analysis checklist must be completed and included as part of the Systems Approach to Training audit trail.




Description
The environmental analysis checklist procedures contained in this appendix provide a means of training developers to identify the potential risks of training tasks, operations, activities, and exercises on specific environmental areas.



Completing the process
The environmental analysis checklist provides a standard method for leaders and trainers to address environmental considerations using the following steps:

Step
Action

1
Review the Potential Environmental Risk or Hazard column of the Environmental Analysis Checklist for potential impact areas caused by the planned task operation, training activity, or exercise.

2
Review each training task, activity, or exercise and check the YES box if their realistic performance may present one or more of the potential environmental risks or hazards listed.

3
Flag any task performance identified as a potential environmental/safety risk or hazard for a detailed environmental risk assessment during the design and development phases.

4
Identify environmental risk assessment as a planning requirement in your Training Development Workload Planner database (identify resources for accomplishing it).


Review relevant documentation
Training developers are encouraged to review all relevant environmental documentation, such as Environmental Impact Studies and/or Environmental Assessments, while completing the Environmental Analysis Checklist during the analysis phase of their project.  Training developers are also encouraged to seek technical advice and assistance from their MACOM or installation environmental experts during this process.
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TABLE C-4.  ENVIRONMENTAL ANALYSIS CHECKLIST



Potential Environmental Risk or Hazard
YES
NO



Low visibility or night operations are necessary to perform or train the task.



Extensive use of explosives and training ammunition are necessary to perform or train the task.



Vehicle or equipment maintenance must be performed in a field environment as a part of the training operation, activity, or exercise and could cause environmental risk or hazard, such as spill of 25+ gallons.



Soldiers with experience responding to hazardous material or hazardous waste spills are required during the training operation, activity, or exercise.



Significant command and control provisions must be planned and exercised to preclude potential environmental damage.



Sustained (36 hours plus) high-tempo operations using heavy and noise producing equipment are necessary to perform or train the task.



Realistic performance oriented training of the task(s) during adverse weather conditions may cause environmental damage to the terrain.



Realistic performance of the task near sites with archeological, historic, and/or threatened/endangered species may lead to an environmental risk or hazard.



Environmental awareness training,  prior to task performance and environmental consequences of each soldier during task performance are required.



Use of unreliable or damaged equipment to perform or train the task could cause an environmental risk or hazard.



Sustained movement of heavy equipment near surface water sources (wetlands, streams, ditches, sewers, or drains) are necessary and/or unavoidable during the performance of the task or training operation, activity, or exercise.
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Completing the Environmental Analysis Checklist





Introduction
The following simple scenario provides a practical application using the Environmental Analysis Checklist.




Scenario
The Infantry School is proponent for all infantry individual and collective tasks, their associated operations (techniques, tactics, and procedures), and the training activities and exercises necessary to conduct them.  The tasks being reviewed are squad and platoon mounted techniques of movement for 11B mechanized infantry soldiers.  The training may take place over a variety of areas, including hills, wetlands, streams, rivers, arid areas, woodlands, etc.  Training exercises will involve normal operations (12-16 hours a day) during night and limited visibility operations.  Soldier familiarity with the terrain is unknown.  Although only minor maintenance (PMCS before, during, and after operations checks) will be performed during the training or task performance, the possibility exists for breakdowns and POL spills.  The experience of the soldiers in responding to hazardous material or waste spills is unknown, as is the soldiers’ tactical and environmental proficiency.




Completing the process
Based on the scenario, the training developer and other leaders perform the following steps for analyzing their planned activities.

Step
Action

1
Review the Potential Environmental Risk or Hazard column of the Environmental Analysis Checklist for potential impact areas caused by the planned tactical operational performance or training of mechanized vehicles movement across country.



2
Review the training tasks, operations, activities, and exercises and check the YES box if their realistic performance may present one or more potential risks or hazards to the environment (see Table C-5).  In this case,

· The task will be performed at night and during periods of limited visibility.

· Field maintenance of equipment is likely.

· Adverse weather conditions may cause much terrain damage when performing the task (heavy rain may considerably increase damage to terrain).

· Driving tracked vehicles can adversely affect archaeological and historic sites, and threatened or endangered species habitats.

· Soldiers need to be environmentally conscientious to preclude damage (like driving over trees instead of around them).

· Operations are likely to be performed close to surface water sources.



3
Flag tasks, operations, activities, and exercises identified as potential environmental/safety risks or hazards for a detailed environmental risk assessment during design and development phases.



4
Identify environmental risk assessment as a planning requirement in your Training Development Workload Planner database (identify resources for accomplishing it).
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TABLE C-5  ENVIRONMENTAL ANALYSIS CHECKLIST



Potential Environmental Risk or Hazard
YES
NO



Low visibility or night operations are necessary to perform or train the task.
v


Extensive use of explosives and training ammunition are necessary to perform or train the task.

v

Vehicle or equipment maintenance must be performed in a field environment as a part of the training operation, activity, or exercise and could cause environmental risk or hazard, such as spill of 25+ gallons.
v


Soldiers with experience responding to hazardous material or  hazardous waste spills are required during the training operation, activity, or exercise.

v

Significant command and control provisions must be planned and exercised to preclude potential environmental damage.

v

Sustained (36 hours plus) high-tempo operations using heavy and noise producing equipment are necessary to perform or train the task.

v

Realistic performance oriented training of the task(s) during adverse weather conditions may cause environmental damage to the terrain.
v


Realistic performance of the task near sites with archeological, historic, and/or threatened/endangered species may lead to an environmental risk or hazard.
v


Environmental awareness training prior to task performance and environmental conscientious of each soldier during task performance are required.
v


Use of unreliable or damaged equipment to perform or train the task could cause an environmental risk or hazard.

v

Sustained movement of heavy equipment near surface water sources (wetlands, streams, ditches, sewers, or drains) are necessary and/or unavoidable during the performance of the task or training operation, activity, or exercise.
v
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INTRODUCTION

You should be here if you are directing the design of collective or individual training or training products.  Training design is a dynamic process and, in addition to periodic updates based on needs assessment, we recommend you direct a review of the design of all programs for which you are responsible over a 3-5 year time frame.  Technology used to train can change significantly over 3-5 years.  This could have a considerable impact on the effectiveness and efficiency of your training programs.


This Appendix contains:


Section 1
Collective Training Design
D-2


Section 2
Individual Training Design
D-7


Section 3
Learning (Training)

D-37


Objectives


Section 4
Environmental Risk

D-43


Assessment Procedures


Return to List of Appendices

SECTION 1


Collective


Training Design
You should be here if you are directing the design of collective training materials.  These training materials may include MTPs or drills for ARTEPs.

Below are the procedures you should review when directing the design of collective training materials.

COLLECTIVE TRAINING DESIGN



PROCEDURES
NOTES



1. Approve MTP design.
The MTP should include the following items:

· Training and evaluation outlines.  Do outlines follow the format in TR 350-70?  They should include:



Elements.



Task, T&EO number and references.



Iteration.



Training status.



Conditions (including conditions under MOPP 4).



Task standard.



Task steps.



Performance measures.



GO, NO GO Column.



Task performance summary block.



Supporting individual tasks (including leader tasks).



Opposing forces tasks and standards.

· Training exercises.  Are the types of exercises being reviewed based on the echelon of the MTP being developed, the analysis documentation, and TR 350-70 guidelines?  Exercises may include:



STX

FCX



FTX

LCX



CPX

MAPEX



CFX

TEWT



LFX

DEPEX


You should check the general outline, objectives, training guidance, support requirements, operations orders, and graphics designed for all the above in accordance with the guidance in TR 350-70.

Continued on Page D-4
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COLLECTIVE TRAINING DESIGN



PROCEDURES


NOTES

1. Approve MTP design (continued).
MTP Items:  (continued)

· Are mission outlines graphically portrayed in accordance with TR 350-70?

· Do collective training matrices include:



Mission-to-collective task matrix?



Collective-task-to-individual- task matrix (for platoon MTPs)?



Leader-to-mission matrix (if necessary)?



Other matrices, as appropriate, such as publication reference-to- collective-task matrix?

· Environment and safety analysis (see Appendix L).

2. Approve selection of drills.
The design of the drills should include the following:

· Note all candidate tasks for inclusion as a drill from collective analysis.  Final selection to be based on:



Relative criticality.



Frequency of performance.



Reduces need for orders or commands.



Saves time.



Frees leaders to assess and direct operations.



Suitability as a crew or battle drill.  (See TR 350-70 for drill types.)



Continued on Page D-6
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ARTEP
Army Training Evaluation Program


CFX

Command field exercise


CPX

Command post exercise


DEPEX
Deployment exercise


FTX

Field training exercise


LFX

Live fire exercise


MOPP4
Mission oriented protection posture 4


MTP

Mission training plan


OPFOR
Opposing force


STX

Situational training exercise


T&EO
Training and Evaluation Outline
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COLLECTIVE TRAINING DESIGN



PROCEDURES


NOTES

3. Approve selection of drills.
The design of the drills should include the following:

· Note all candidate tasks for inclusion as a drill from collective analysis.  Final selection to be based on:



Relative criticality.



Frequency of performance.



Reduces need for orders or commands.



Saves time.



Frees leaders to assess and direct operations.



Suitability as a crew or battle drill.  (See TR 350-70 for drill types.)



4. Approve design of drills.
· Drill format is correct and complete:



Task statement.



Conditions.



Standards.



Supporting individual task (battle drills to include individual task-to-drill matrix.  Crew drill lists applicable supporting tasks).



Illustrations (if used).



Event set-up instructions.



Talk through and walk through instructions.



Coaching points.



When to evaluate performance.



List of supported training and evaluation outlines.



2. Ensure design of collective training materials is based on collective analysis.
This provides the feedback loop to collective analysis.

END
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SECTION 2


Individual


Training


Design
You should be here if you are directing the design of individual training or training products.  This may include:

· Resident training.

· Distributed training.

· Extension training.

· Soldier training publications.

Training must be designed for both the Active Army and Reserve Component soldiers.
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Below are the procedures you should follow when approving the design of individual training and training products.

INDIVIDUAL TRAINING DESIGN



PROCEDURES


NOTES

1. Approve terminal learning objectives.
The terminal learning objective (TLO) is the main objective of a lesson, module, or block of instruction.

The TLO is the translation of a critical task job related to the training environment.  It may exactly duplicate the job performance requirement, or be altered because of training or safety limitations.

It may cover one critical task, part of a critical task, or parts of more than one critical task.

· Are terminal learning objectives performance-oriented and written in action, condition, standard format?

· Are terminal learning objectives derived from actual job tasks (task, conditions, standards, and performance measures) from the analysis phase?

Ideally, the terminal learning objectives and job performance specifications should match exactly; however, this may not always be possible if soldiers are unable to perform tasks in the training environment exactly as they would perform them on the job.

See Section 3, Page D-35 for guidelines on reviewing learning objectives.

You must also review the objectives in TATS courses (see Table D-1).  If RC soldiers receive training on only the identified tasks, would you have confidence they will be able to perform the required job acceptably?

Continued on Page D-10

Return to Top of Appendix D
 

The table below describes the relationship between Active and RC mission, unit, and individual learning objectives.

TABLE D-1.  REDESIGN TO A TATS COURSE



1. Both RC and Active Army units are required to perform the same mission, unit, collective, and individual critical tasks to the same standard.



2. Under The Army Training System, Active Army and RC POIs merge into a single TATS course to be taught at both training sites.  Not all courses (in particular initial entry training) are redesigned as TATS courses.  TATS courses must be designed so they are suitable for delivery in both Active and RC training environments.



3. Many RC soldiers already have considerable Army skills.  All should have received training on “common” soldier tasks and, depending on the branch the unit serves, may also be strong in many technical skills.  Redesign reviews the critical objectives selected for training in relation to what your RC target population can already perform.  Train only those objectives that they cannot perform.



4. Design of TATS courses identifies the tasks to be trained followed by the creation of a design team.  Ideally, the team will include the same personnel who did the analysis and who have SME and distance learning expertise.



5. Active Army and RC soldiers are evaluated on all critical objectives using the same standard.  Sequence of training, methods and media in TATS courses must be suitable for use by both.
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ELO

Enabling learning objective


MOS

Military Occupational Specialty


POI

Program of instruction


RC

Reserve Component


TATS
The Army Training System


TLO

Terminal learning objective

Below are the procedures you should follow when approving the design of individual training and training products.

INDIVIDUAL TRAINING DESIGN



PROCEDURES


NOTES

2. Approve learning analysis.

· Review enabling learning objectives (ELOs).

· Review skill and knowledge requirements.
The learning analysis serves as the plan for designing training and producing required training materials.

Does the learning analysis identify specific requirements for training, including:

· Enabling learning objectives (ELOs)?

· Skills and knowledge required to master TLOs and ELOs?

· Methods and media for learning?

· Job aids requirements?

· TADSS requirements?

· Training site selection?

ELOs are an optional element of a lesson design.  They consist of a component action, skill, or knowledge that the soldier must master in order to achieve the TLO.

See Section 3, Page D-35 for guidelines on reviewing objectives.

Are all skills and knowledge required to perform TLOs and ELOs documented?  A learning analysis hierarchy is a good method to do this.  The hierarchy shows the relationship between TLOs, ELOs and the skills and knowledge required to master them.  This ensures sequential and progressive training in the most efficient and effective manner.



Continued on Page D-12
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ELO

Enabling learning objective


TADSS
Training aids, devices, simulators, and simulations


TLO

Terminal learning objective
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INDIVIDUAL TRAINING DESIGN



PROCEDURES
NOTES



2. Approve learning analysis (continued).

· Review method and media.
Methods are the techniques and procedures used in the delivery of instruction and evaluation (e.g., exercises, lectures, demonstration, etc.).

Media are agencies, instruments, or other means for presenting instructional materials (e.g., IMI, IVD, print, etc.).  See Table D-2 for guidelines to use when considering different types of media.

Training devices are also a type of media.  See Appendix H for guidelines on reviewing the selection of training devices.



Continued on Page D-14
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IMI
Interactive multimedia instruction

IVD
Interactive videodisc

The table below describes considerations in selecting media.

TABLE D-2 MEDIA SELECTION

General selection guideline
Are the media selected for a given block of instruction the least expensive that will permit the student to deliver the performance called for in the objective?

Consider varying media to avoid boredom when alternative selections are reasonably priced.

Selected strengths and weaknesses for typical media
Instructor lecture:


Strength:
Easy to prepare; easy to change; reach large target audiences at one time.


Weakness:
Message variation in different sessions; little chance for practice with feedback; typically, little or no skill acquisition by students.

Print lessons:


Strength:
Relatively inexpensive to prepare; excellent for teaching concepts.


Weakness:
Low-level simulations of hands-on performance.  Boring if overused.

Video:


Strength:
Demonstrate moving stimuli, subtle interpersonal behaviors.


Weakness:
Can be quite costly to develop.

Training devices:


Strength:
Provide high-level simulation, practice.


Weakness:
Can be quite costly to develop.

Actual equipment:


Strength:
High-level simulation and practice.


Weakness:
May be costly, dangerous and not available when needed.

Interactive multimedia instruction:


Strength:
Facilitates training administration when large numbers of students are involved; inexpensive to make large-scale changes to course materials; can teach sequential procedures well.


Weakness:
Initial development very costly; modifications may require expertise outside the schoolhouse.
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INDIVIDUAL TRAINING DESIGN



PROCEDURES


NOTES

2. Review/approve learning analysis (continued).

· Review methods and media (continued).
Check the media and methods to see if they fit training needs:

· Suitable for the audience.

· Useable at a wide number of sites.

· Resources will be available at training site.

· Suitable for use when training sessions are only a few hours or days at a time.

TATS courses that involve training at the school’s location for RC students should be coordinated with the school DRC and the TATS  RCE.

Combinations of methods are often used to train in the TASS.  Methods selection depends on the availability of equipment and training devices, trained cadre, and personnel for extended full-time service in the RC.

See Table D-3 for RC training methods.



Continued on Page D-16
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CBT
Computer based training

DRC
Directorate of Reserve Components

IET
Initial Entry Training

IVD
Interactive videodisc

MTT
Mobile training team

RC
Reserve Component

RCE
Regional Coordination Element

TASS
The Army School System


The table below describes common RC training methods.

TABLE D-3. TRAINING METHODS WITH FOCUS

ON RESERVE COMPONENT



TATS Course

· Primary method for leadership/professional development training.

· Trains same tasks to same standards both Active and RC.

· Primary advantage:  One course, one POI for Active and RC.

· Primary disadvantages:  Slow to bring on line, resource shortages at RC school sites.

Correspondence course training

· Consider using when tasks are very similar to tasks already at strength.

· Usually limited to officer and NCO training.

· Primary advantages:  very inexpensive; easily brought on line.

· Primary disadvantages:  very few tasks amenable to this type of instruction; current correspondence courses vary in quality.

Mobile Training Team (MTT)

· Consider using when training must begin immediately and no other alternatives are readily available.

· Consider using when RC units/soldiers are close together geographically and can be trained in quantity at one central training facility.

· Training depends on availability of equipment, including devices, at the RC unit training facilities.

· Primary advantages:  easily brought on line; use of trained instructors increases likelihood of quality training.

· Primary disadvantages:  deprives school of instructors; can be costly to school; usually doesn’t enable RCs to develop their own training capability.

RC cadre training at schoolhouse

· Some schoolhouse training for RC cadre may be mandated by school strategies for training RCs.

· Primary advantages:  RCs rapidly acquire capability to train themselves; costs to school usually low; quality control reasonably high.

· Primary disadvantages:  often requires more planning in beginning; under tight deadlines, may require second and third shift training at schoolhouse; RC costs may be high initially.

Total RC training at schoolhouse

· Usually acceptable only if IET, or very few soldiers will be trained.  Typically, is an emergency solution only.

· Primary advantages:  soldiers trained to criteria.

· Primary disadvantages:  costly for RC and schoolhouse; training often inefficient (unnecessary tasks taught).
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INDIVIDUAL TRAINING DESIGN



PROCEDURES


NOTES

2. Approve learning analysis (continued).

· Review job aid decisions
A job aid (also called a job performance aid) is a guide people use to minimize recall when performing duty position tasks.

A job aid has these characteristics:

· Stores and presents knowledge and/or procedural information on task performance.

· Is accessed when needed to perform the task.

· Provides signals (or clues) for when, and directions for how, to take actions.

· Reduces the memory required to perform the task to standard.

Soldiers can perform task either from memory or by using some sort of job aid.  Performance from recall is impressive, fast, and very costly to teach.  Guided performance is accurate, easily changed, and relatively inexpensive to teach.  See Table D-4.



NOTE:
Job aids can be used to reduce course training time since TLOs that lend themselves to job aids do not require resident training.



Continued on Page D-18
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The table below lists factors involved in deciding to train to recall or to use a job aid.

TABLE D-4.  JOB AID VS. RECALL



QUESTION

CONSEQUENCE

1. Is rapidity of performance vital?
IF YES....

IF NO....
Consider performance from recall first.

See Question 2.

2. Are there any safety concerns or environmental conditions that will preclude using job aids?
IF YES....

IF NO....
Consider performance from recall first.

See Question 3.

3. Are there any command, leadership, or perceptions of competency factors that preclude using job aids?
IF YES....

IF NO....
Consider performance from recall first.

See Question 4.

4. Is high rate of accuracy vital?
IF YES....

IF NO....
Consider job aided performance first.

See Question 5.

5. Is performance constantly changing?
IF YES....

IF NO....
Consider job aided performance first.

See Question 6.

6. Is performance complex?
IF YES....

IF NO....
Consider job aided performance first.

See Question 7.

7. Is performance infrequent?
IF YES....

IF NO....
Consider job aided performance first.

See Question 8.

8. Is scarcity of training resources a problem?
IF YES....
Consider job aided performance first.



NOTE:
A good job aid may be used for review before actual task performance.
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INDIVIDUAL TRAINING DESIGN



PROCEDURES


NOTES

2. Approve learning analysis (continued).

· Review job aid decisions (continued).
The following provide examples and non-examples of job aids:

Example:


A checklist to in-process personnel - the check list guides performance.

Non-example:

A multimeter to troubleshoot circuits - the multimeter is a tool, not a job aid, as it does not guide performance.  However, instructions on when and how to use the multimeter would be a job aid.

Example:


A TM for repairing an engine - the TM provides procedures and guides performance.

Non-example:

Flash cards to identify enemy vehicles - the flash cards are used to train the soldier on enemy recognition.  Time and combat conditions preclude their use while engaging enemy targets.

Job aids may require supporting training to learn how to use them or they may be simple, stand-alone documents that can be used without explanation or training.  Table D-5 provides assistance in determining if a job aid needs supporting instruction.



Continued on Page D-20
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TM 

Technical Manual

The table below lists considerations in deciding whether to support a job aid with instruction.

TABLE D-5.  JOB AID INSTRUCTION DECISION



If the...
THEN consider...

User requires directions on how to use the job aid during duty, task, or step performance




Task’s supporting skills and knowledge cannot be included in the job aid




Task step must be performed from recall without using the job aid


Supplementing the job aid with training

Task or step conditions differ in certain situations




User needs a lengthy explanation about why or when to perform the job-aided task or step




User must understand a considerable number of unfamiliar terms that cannot be easily included in the job aid




None of the above conditions exist for task or step performance


Using the job aid without supporting training

NOTE:
Your decision will influence the job aid requirement and production planning.  It will determine how the job aid will be distributed, during a course, or directly to units or the user.
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PROCEDURES


NOTES

2. Approve learning analysis (continued).

· Review TADSS decisions.

· Review site selection decisions.
Training aids, devices, simulators, and simulations can be important instruments for adding increased levels of hands-on, performance-oriented training, particularly when actual equipment is too costly or dangerous, or is not available in sufficient numbers to accomplish required training.  Appendix H provides detailed information on procuring TADSS for reasons of training effectiveness or training efficiency.

Site selection is the process of selecting the initial instructional setting for a task or objective.

Is the site selected the most effective and efficient training location?

Site selection decisions are influenced by:

· Wartime mission-related needs.

· Resource limitations.

Sites selected may include:

· Resident training in formal TASS facilities.

· Unit training (with or without job aids) -- this includes on-the-job training.

· Distributed training (this training is designed and administered by the schoolhouse and sent to soldiers to be completed at their duty location).

· Special facilities, such as simulators, ranges, etc.

Resident training should be reserved for those tasks or objectives that are required for performance during the first six months of initial assignment or those that cannot effectively be taught outside the school.  Table D-6 provides site selection recommendations.



Continued on Page D-22
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TADSS

Training aid devices, simulations, and simulators

TASS

The Army School System

The table below offers some guidelines on appropriate selection alternatives.

TABLE D-6.  SITE SELECTION RECOMMENDATIONS



RECOMMEND:
UNLESS:



Unit training
· Unit unable to provide equipment or instructor without degradation of readiness.

· Task requires training in theory that the unit cannot reasonably provide.

· Soldier must perform the task without assistance within the first six months of assignment.



Unit training with job aid


See Table D-4 for guidelines on when to select job aids for training.



Self development
· Training requires special media, equipment, or group interactions which the soldier cannot easily obtain.

· Training requires an instructor to be present.



Distributed training
· Training the task requires an instructor to be present.

· Performing the task in training would be dangerous or have serious consequences, and requires hands-on experience with equipment not available at the distributed site.

· Task will change soon or often.



Resident training in TASS facilities
· None of the above conditions are met.

· Unique requirements of the task require special facilities, simulators, or ranges.
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2. Approve learning analysis (continued).

· Review site selection decisions (continued).
Site selection impact on RC soldiers must also be considered.  Careful attention to site selection may alleviate some of the problems RC soldiers have with MOS qualification by reducing their resident training time.  Only the service school and special facilities time will need to be ADT.  The majority of training will be available in home study, from distributed sites, or in the unit.



3. Approve test design.
Do course examinations and the student evaluation plan:

· Measure performance called for in objectives?

· Test students under realistic conditions?

· Use validated test items, i.e., is there convincing evidence that students who pass exams can perform acceptably on the job?

· Require that tests be assessed for validity?

· Include how the student’s performance will be evaluated, course graduation requirements, re-testing and remediation policy, exam weight factors, instruction evaluated by each exam, examination challenge procedures, and TRADOC and school testing policy?

See Table D-7 for how guidelines review testing.

Appendix L provides a test design checklist.
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ADT

Active duty training


AIMS
Automated Information Management System


MOS

Military Occupational Specialty


RC

Reserve Component

To assist in reviewing tests, use the following essential elements of analysis:

TABLE D-7.  REVIEW OF TESTING



ESSENTIAL ELEMENT
CONSIDERATION



1. Do test items come directly from learning objectives?
Test items should focus on skills and knowledge required to perform tasks in the terminal learning objective.  Test items should match the performance measures of the learning objectives.



2. Does the test include all critical tasks or performance steps in the terminal learning objective?
All tasks or performance steps critical to the performance of the terminal learning objective should be tested, including:

· Critical decisions.

· Difficult actions.

· Critical discriminations.



3. Are the test conditions the same as the training conditions?
New conditions should not occur in testing that were not in the training.  Conditions should also be as close to the actual work environment as practical, within safety constraints.



4. Are the test standards the same as the training standards?
New standards should not occur in testing that were not in the training.  Standards should also be as close to the actual work requirements as practical.  Also check to see if the standards are the same as identified in the task analysis.



5. Are scoring instructions specific enough?
Scoring instructions should be specific enough to ensure correct performance is observable and understandable by both the examiner and the soldier being tested.



6. Have exams been validated?
Exams should be validated using target audience soldiers.  Test validation data should be recorded, along with interpretations of that data and conclusions made.



Return to Top of Appendix D
 

INDIVIDUAL TRAINING DESIGN



PROCEDURES


NOTES

3. Approve test design (continued).
Is there frequent testing and evaluation to provide feedback vital for developing competency?  Check for testing of combinations of tasks.

Do test design outputs match results of individual task analysis?  This provides the feedback loop to analysis.  All individual critical tasks should be trained and tested.



3. Review target population and entry behavior.
Review target population description, including their skill and knowledge level and reading grade level.

Does the target description tell us what soldiers are really like--not how we would like them to be?  The description should only include information that you can use in the design of the training program.



4. Review sequence and structure.

· Traditional training.

· Functional context.
The sequence and structure of the training design provides the overall blueprint for training, putting together the information from the learning analysis to produce the most effective and efficient training using the available resources.

Provides fundamentals (theory) in large block at the beginning of training.

Seeks to reduce large blocks of “fundamental” instruction by providing only the fundamentals needed for a specific task and then applying the new knowledge immediately on the task to be performed.

See Table D-8 for examples of traditional and functional context training.
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The table below describes primary facts of Functional Context Training.

TABLE D-8.  FUNCTIONAL CONTEXT TRAINING



Basic Principle of Functional Context Training:  Teach a fundamental skill/ knowledge then follow it immediately with hands-on practice on the equipment.

Example:  Traditional Training
Example:  Functional Context Training

Lesson 1:
Fundamentals of electricity.

Lesson 2:
Fundamentals of circuits.

Lesson 3:
Fundamentals of analog logic.

Lesson 4:
Fundamentals of digital logic.

Lesson 5:
Troubleshooting basic circuits.

Lesson 6:
Troubleshooting analog circuits.

Lesson 7:
Troubleshooting digital circuits.

 
Lesson 1:
Fundamentals of AC/DC circuit electricity.

Lesson 2:
Perform AC/DC distribution maintenance on the PATRIOT RS.

Lesson 3:
Fundamentals of digital-to-analog and analog-to-digital converters.

Lesson 4:
Troubleshoot D/A and A/D converters on the PATRIOT radar. 


Advantages of Functional Context Training

Disadvantages of Functional Context Training
· Reduces training costs (students forget less).

· Reduces length of training (large “fundamentals” blocks of instruction tend to fill up with nice-to-know instead of need-to-know training).

· Sequencing of training is somewhat more difficult.

· Takes more development time to build practical exercises that lecture notes.

· Potential loss of a screening device (in the Traditional Training example above, the instructor finds out early in the course if trainees can master digital logic).
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5. Review sequence and structure (continued).

· Demonstrate-practice-perform strategies.

· Combined task practice.

· Over-learning and interval practice.
When a new task is being taught, check to see that the following sequence is followed:

· Instructor demonstrates part or all of the task performance.

· Students practice task under supervision.

· Instructor assesses performance and provides frequent feedback.

Do courses include several practice sessions where combinations of tasks are practiced together as they are performed on the job?  For example:  Perform PATRIOT Fire Unit Operations that covers March Order and Emplacement, Voice and Radio Communications, Perimeter Operations, NBC Operations, and Denial and Destruction of Equipment.

Sometimes it is important that vital tasks be performed acceptably several weeks after training (and testing) has ended.  These are two ways to combat forgetting and the resulting attenuation of performance.

· Over-learning - scheduling more task practice sessions than are required to pass a hands-on test at the end of the course.  Also called over-training.

· Interval practice - scheduling several iterations of end-of-course performance during the course itself.

The DIF model used during the analysis process can be used to make decisions about whether over-learning and interval practice may be required.

Table D-9 provides general guidance for determining the amount and structure of training.

Continued on Page D-28
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The table below describes DIF guidelines that can be used to establish the continuum for training requirements that will allow proper allocation of limited training resources.

TABLE D-9.  USING DIF TO DETERMINE TRAINING STRUCTURE



If the task is...


Then the training requirement is...


Very difficult, very important, and not performed frequently on the job
High, you should consider structuring training with over-learning or interval practice to compensate for high likelihood of task performance decay.



Easy, of lower importance, and performed frequently on the job
Low, you should consider distributed training, on-the-job training, job aids, self-development, and other less expensive or intensive methods for training the task.
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DIF

Difficulty, Importance, and Frequency

NBC
Nuclear, biological and chemical
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5. Review sequence and structure (continued).

· Sequence.
There are several sequencing techniques that can be applied.  Risk assessment must be considered regardless of the sequencing technique used.  For example, a lesson that requires complicated, dangerous equipment should not immediately follow a three day exercise that allows soldiers little opportunity for sleep.

See Table D-10 for examples of sequencing techniques.
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ELO

Enabling learning objective


TLO

Terminal learning objective

The table below describes sequencing techniques that can be used to sequence training.

TABLE D-10.  SEQUENCING TECHNIQUES



ORDER


EXPLANATION
USE

Job performance
TLOs, ELOs, and learning steps are sequenced in the same order in which they are performed.  The learning sequence and performance sequence are the same.
Appropriate for actions that must be performed in prescribed order such as assembly and disassembly of a weapon.

Chronological
The training flows from topic to topic in the time order in which they actually happen.
Appropriate for actions that follow a specific order related to time such as the timed events of a military action.

Cause and effect
Actions are sequenced to show cause and effect relationships.
Appropriate for relationships to be committed to long term memory and for which training failures can be tolerated.

Critical order
Actions are sequenced in relative order of importance, least-to-most or most-to-least.
Appropriate for tasks which require an important action such as “clear weapon before starting disassembly.”

Simple-to-complex
Actions sequenced in terms of increasing complexity, with each building on the prior action.
Appropriate for tasks that  require performing a simple task in order to master a complex task.

Complex-to-simple
Actions are sequence in terms of decreasing complexity, each one associated with the complex structure of which it is a part.
Appropriate for actions that require understanding of a complex whole in order to give meaning to the simpler pieces.

Known-to-unknown
Familiar topics before unfamiliar ones.
Appropriate when the target audience has some familiarity with similar type actions that must be transferred to a specific unknown action.
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5. Review sequence and structure (continued).

· Appropriate use of active and passive instruction.

· Currency of materials.

· Planned student assignments.
Table D-11 provides definitions of active and passive instruction and provides guidelines for determining when it is appropriate to use each.

Are all materials used in the course, including:  FMs, TMs, media, and TOE tools and equipment current?

Are any planned student assignments current (do-ahead work, home studies, reading, etc.) and relate specifically to learning objectives?



Continued on Page D-32
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FM

Field manual


TM

Technical manual


TOE

Table of Organization and Equipment

The table below describes the uses of active and passive instruction.

TABLE D-11.  ACTIVE AND PASSIVE INSTRUCTION




Definitions
Passive Instruction:  Instruction in which the trainee role is passive, usually limited to listening or observing.  Passive instruction is instructor-centered learning.

Examples:  lecture, observing films or tapes.

Active Instruction:  Students actively engage in hands on performance: manipulating, operating--some form of action in which students do something, get feedback on it, and do it again.  Active instruction is student-centered learning and is the preferred method in most instances.

Examples:  hands-on practice; computer-based instruction featuring required student response with feedback.



Characteristics of acceptable passive instruction
· Brevity:  period of instruction is short.

· Appropriate mix of media:  simply talking is avoided.

· Question period is included.

· 

Characteristics of acceptable active instruction
· Is well sequenced.

· Uses individual pacing (students work at own best speed) even in classroom instruction.

· Includes adequate practice and feedback on practice.

· Progresses in practice through the crawl-walk-run strategy to go/no-go decision on performance.

· Gives question and answer opportunities.

· Uses training devices.

· Ends session with after-action review.

· 

When to use passive instruction
· Connecting previous with future instruction.

· Presenting summaries and reviews.

· Emphasizing value of achieving objectives.

· Demonstrating desired performance.

· 

When to use active instruction
· Imparting skills and performance, guided or otherwise.

· Teaching anything to recall.
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INDIVIDUAL TRAINING DESIGN



PROCEDURES


NOTES

5. Review sequence and structure (continued).

· Learning strategies.
Six learning strategies are normally used for training Army personnel.  They are programmed instruction, traditional instructor-led classroom instruction, exercise instruction, facilitator-led small-group instruction, pure group instruction, and mentor or apprenticeship instruction.  See Table D-12.



Continued on Page D-34
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The table below describes six learning strategies and teacher/student interaction for each strategy.  Strategies at the top of the list generally require less student maturity than those strategies at the bottom.

TABLE D-12.  LEARNING STRATEGIES



STRATEGY


DESCRIPTION

Programmed instruction
Teacher manages/student interacts with materials.  Highly structured interactive training that is normally media-delivered.



Traditional instruction
Teacher instructs/student studies.  Teacher-led classroom instruction.



Exercise learning
Teacher organizes/student experiences.  Instructor-planned experiences or experiential learning.



Small-group instruction
Teacher facilitates/student directs.  Facilitator-led groups of 6 to 16 students who apply their collective group skills to accomplish objectives.



Peer group process
Teacher coordinates/student creates.  Peer groups solve student-selected problems with the instructor assisting primarily as a learning resource coordinator.



Mentor or apprenticeship
Teacher models/student emulates.  One student or a small group of students assigned to an expert performer who assists student(s) to gain expertise.
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INDIVIDUAL TRAINING DESIGN



PROCEDURES


NOTES

6. Approve CAD.
The CAD provides critical planning information for each resident course and you should submit it 36 months prior to the fiscal year in which a course will be implemented.  See Appendix G for procedures to follow when supervising the development of CADs.



7. Approve STPs design.
STPs are publications that aid the soldier and serve as an aid to the NCO and commander training the individual soldier.  They help to standardize training for the entire Army.  STPs include:

· Soldier’s manuals.

· Officer Foundation System (OFS) manuals.

· Trainer’s guides.

Do STPs contain the task summaries of critical tasks, professional knowledge, and other training information used to train soldiers?

Are STPs:

· Based on job analysis and critical task analysis data?

· Include clarification of job(s) for which STP is being produced?

· Include shared task summaries from other proponents?

· Include task performance conditions, standards, and measures?

· Designed to include tables, graphics, etc., where appropriate.



Continued on Page D-36
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CAD

Course administrative data


NCO

Noncommissioned Officer


OFS

Officer Foundation System


STP

Soldier training publication
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INDIVIDUAL TRAINING DESIGN



PROCEDURES


NOTES

8. Approve design coordination plan.
Agencies for coordination may include:

· Individual task analysis team (if another group conducted the task analysis).

· QAO (Quality Assurance Office).

· Training development team, if different from design team.

· Futures Command (when new equipment, major doctrinal or organizational changes are being made).

· DOTD or appropriate local agency (for assistance with SAT, selection of training devices, or training with new systems).

· Instructors or others who will be responsible for implementing and administering training.

· RC representatives and TATS/RCE personnel, when developing courses for reserve use.



9. Approve total resource requirements.
Resource requirements will include, at a minimum:

· Training facilities (classrooms, training areas, ranges, etc.).

· Equipment, weapons, and transportation.

· Consumable requirements (paper, forms, pencils, etc.).

· Personnel and equipment support.

· Ammunition and ranges.

· Simulators, simulations, training aids, and training devices.

· Instructors.

· Printing and reproduction.



END
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DOTD
Directorate of Training and Doctrine

       QAO

Quality Assurance Office


RCE

Regional Coordination Element


RC

Reserve Component


SAT

Systems Approach to Training


TATS
The Army Training System

SECTION 3

LEARNING

OBJECTIVES

Introduction
Critical job tasks selected for training during analysis (see Appendix C) are written as a learning objective during design.



Definitions


Learning Objective
A precise three-part statement describing what the student is to be capable of accomplishing in terms of the expected student performance under specific conditions to accepted standards.  Learning objectives clearly and concisely describe student performance required to demonstrate competency in the material being taught.  LOs focus the training development on what needs to be trained and focuses student learning on what needs to be learned.  Both terminal and enabling objectives are learning objectives.  See “Criterion-referenced instruction (CRI).”




Terminal Learning Objective
The main objective of a lesson.  It is the performance required of the student to demonstrate competency in the material being taught.  A TLO describes exactly what the student must be capable of performing under the stated conditions to the prescribed standard on lesson completion.  There is only one TLO per lesson regardless of presentation method or media and it has only one verb.  The terminal learning objective may cover one critical task, part of a critical task (i.e., a skill or knowledge), or more than one critical task.  The terminal learning objective may be identical to the critical task being taught or there may be a disparity between them.  Where there is a disparity, it is the terminal learning objective standard that the student must achieve to demonstrate competency for course completion.  See “Learning objective” and “Enabling learning objective.”




Enabling Learning Objective
A learning objective that supports the terminal learning objective.  It must be learned or accomplished to learn or accomplish the terminal learning objective.  It consists of an action, condition, and standard.  Enabling objectives are identified when designing the lesson.  A terminal learning objective does not have to have enabling objectives, but it may have more than one.
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LEARNING

OBJECTIVE

FORMAT
TLOs and ELOs are developed in the same manner.  They have three parts:

1. Action

2. Conditions

3. Standard




PART 1:


ACTION
Describes the action or purposeful behavior the individual must do at the end of training.

Rules:

· Use one active, clear, direct verb for each objective.

· Each action must have an object and may include a modifier.

Important review criteria:

· Is the action statement CLEAR?

· Does the action statement identify a meaningful unit of work?

· Is the action observable and measurable?

· Does the action have a definite beginning and ending?




PART 2:


CONDITIONS
Describe all relevant conditions that must exist when the performance commences; the “givens” of a training situation.

Examples:

· Given a terrain board with miniature vehicles representative of a platoon of M1A1 tanks and threat vehicles...

· Given MOPP4, a simulated chemical agent, and...

Important review criteria:

· Do the conditions permit unrealistically easy, simple, or deviant performance from that required by the soldiers in the field?

· Can the conditions be met in a training environment?  (Expense and safety are the usual restrictions on realism.)
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PART 3:


STANDARD
Describes the criteria that will be used to judge success or failure, acceptable or unacceptable performance during training.  Describes the criteria that will be used to judge success or failure, acceptable or unacceptable performance.  In the Army, standards are usually criteria of accuracy, completeness (quality),  (quality), rate (quantity), or timeliness (speed).  Standards must be:


Objective



Reliable


Observable



Comprehensive


Measurable



Discriminating


Valid




Usable

Examples:

· Must score 80% or better...(Accuracy)

· Block 10 of the form must have the following information...(Completeness)

· No less than 40 words per minutes...(Rate)

· The initial adjustment must occur within one minute...(Timeliness)

Important review criteria:

· Do the standards, taken as a whole, indicate that a soldier meeting them at the end of training will be able to perform the same task acceptably in the field?

· If there is a deviation from job task performance requirements, is it based on reasonable training constraints or limitations?
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GENERAL

GUIDELINES FOR

REVIEWING

LEARNING

OBJECTIVES
1. DO concentrate on the clarity of the action statement.  Unclear action statements are a major problem with objectives, particularly for leader tasks.  In particular, question actions that are stated using the following verbs:

· Manage

· Supervise

· Coordinate

· Administer

· Interface

· Command

· Control

· Support

These words, and others like them, are the language of Army command and control.  However, when they are used in objectives, their use may indicate that trainers, training developers, or training managers have avoided answering the fundamental question embedded in performance-based training: what do we want people to DO?  If these words are used it should be because they represent the desired performance and the steps and performance measures must describe the required performance.

2. DO step back and ask yourself if the performance in all the objectives, taken as a whole, constitutes the best, most relevant performance your training developers can describe.

3. AVOID concentrating on the format of the objectives.  Instead, check to be sure action, conditions, and standards are present and clear and directly describe soldier performance in the field (or as close to it as the training situation will allow).

4. AVOID becoming overly concerned with specific attributes of standards or conditions.  For example, it is less important that a standard be correctly identified as an “accuracy” criterion than it is that the criteria are descriptive of how well the task or action must be done.

5. DO look for risk assessment/risk management and safety conditions and standards for potentially dangerous training.

6. ENSURE that job tasks, learning objectives and tests track together.
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SECTION 4
The environmental risk assessment determines the relative risk of training, operations, and exercises to the environment.  The procedures for performing this assessment were developed from the FM 3-100.4/MCRP 4-11B, Environmental Considerations In Military Operations.

A risk assessment may be initiated due to the results of analysis (Environmental Analysis Checklist) or due to the redesign of a training task, activity, operation, or exercise.  Use the environmental risk assessment procedures to assess all planned requirements for inherent environmental risks or hazards as part of the design and development phases of training development.  Include the completed environmental risk assessment as part of the Systems Approach to Training audit trail.



ENVIRONMENTAL RISK ASSESSMENT PROCEDURES
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Environmental Risk

Assessment Procedures 

Description

Overview

 Completing the process


The environmental risk assessment procedures provide a means for training developers to develop realistic, effective training and eliminate or reduce environmental hazards.

This process allows you to:

· Identify the influence of training requirements in relation to environmental factors.

· Determine potential hazards.

· Plan training activities to minimize impact on the environment and prevent needless damage.

The following procedures provide a step-by-step instruction for completing the Risk Management Worksheet in Table D-18 and 19.

Step
Action

1
Identify Environmental Hazards.  Environmental hazards include all activities that may pollute, create negative noise related effects, degrade archeological/cultural resources, or negatively affect, threaten, or endangered species’ habitats.  Table D-13 provides common environmental hazards identified by environmental media areas.

2
Assess Environmental Hazards To Determine Risk.  Risk assessment is a three-stage process to determine the risk of potential harm to the environment:

· Stage 1.  Assess the probability of each hazard.

· Stage 2.  Assess the severity of each hazard.

· Stage 3.  Determine the risk level of each hazard.

Probability and severity are estimates that require an individual’s judgment and a working knowledge of the risk management process and its terminology.  Table D-14 defines the four degrees of severity and Table D-15 the five degrees of probability.  To determine the risk level, refer to Table F-16. The risk level for the activity is where the severity and probability intersect.

3
Develop Controls and Make A Decision.  Develop controls to eliminate or reduce the probability or severity of each hazard, thereby lowering the overall risk.  Controls may consist of one of the following categories:

· Educational.

· Physical.

· Avoidance.

Table D-16 provides environmental-related controls examples.

Once all practicable risk control measures are in place, some risk will always remain.  This residual risk requires attention.

4
Implement Controls.  These are instructor actions and controls to reduce or eliminate hazards.  Ensure that controls are integrated into SOPs, written and verbal orders, Training Support Packages, and staff estimates.  The critical check for this step, with oversight, is to ensure that controls are converted to clear, simple execution orders understood at all levels.

5
Supervise and Evaluate.  Make on-the-spot corrections and hold those in charge accountable and require that all tasks be evaluated for environmental hazards.  Ensure that the AAR process includes an evaluation of environmental-related hazards, controls, and performance.
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TABLE D-13. COMMON ENVIRONMENTAL HAZARDS

Media Area
Common Environmental Hazards

Air
· Equipment exhaust.

· Convoy dust.

· Range fires.

· Open-air burning.

· Pyrotechnics/smoke pots/smoke grenades.

· Part-washer emissions.

· Paint emissions.

· Air-conditioner/refrigeration CFCs.

· Hazardous material or hazardous waste release.

Archeological/

Cultural
· Maneuvering in sensitive areas.

· Digging in sensitive areas.

· Soldier/Marine disturbing or removing artifacts.

· Demolition/munitions effects.

· Hazardous material or hazardous waste spills.

· Sonic booms/prop wash.

Noise
· Low-flying aircraft (helicopters).

· Demolition/munitions effects.

· Nighttime operations.

· Operations near post/camp boundaries and civilian populace.

· Vehicle convoys/maneuvers.

· Large-scale exercises.

Threatened/

Endangered Species
· Maneuvering in sensitive areas.

· Demolition/munitions effects, especially during breeding seasons.

· Soldiers/Marines disturbing habitat or individual species.

· Hazardous material or  hazardous waste spills or releases.

· Poor field sanitation.

· Improper cutting of vegetation.

· Damage to coral reefs.

Soil (Terrain)
· Over use of maneuver areas.

· Demolition/munitions effects.

· Range fires.

· Poor field sanitation.

· Poor maneuver-damage control.

· Erosion.

· Troop construction effects.

· Refueling operations.

· Hazardous material or hazardous waste spills.

· Maneuver in ecologically sensitive areas such as wetlands and tundra.

Water
· Refueling operations near water sources.

· Hazardous material or hazardous waste spills.

· Erosion and unchecked drainage.

· Amphibious/water crossing operations.

· Troop construction effects.

· Poor field sanitation.

· Washing vehicles at unapproved sites.
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Environmental Risk

Assessment Procedures

Summary
A training developer uses risk assessment to estimate the impact of training activities on the natural environment. Environmental-related risk is part of the risk management process, as detailed in FM 3-100.4/MCRP 4-11B, Environmental Considerations In Military Operations. Knowledge of environmental factors is key to planning and decision-making. Risk management does not convey authority to deliberately disobey local, state, national, or HN laws and regulations. The training developer uses the risk management guidelines to help him comply with environmental regulatory and legal requirements and operate within the law.  He should complete the risk assessments and include them as part of the audit trail. Risk assessments help the training developers identify potential environmental hazards, develop controls, make risk decisions, implement those controls, and ensure proper supervision and evaluation. Consolidate all environmental risks, as well as all other risks, into the overall risk management plan for training.
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TABLE D-14. HAZARD SEVERITY

Hazard Severity

Catastrophic  (I)
Loss of ability to accomplish the mission or mission failure, death or permanent total disability (accident risk), loss of major or mission-critical system or equipment, major property (facility) damage, severe environmental damage, mission-critical security failure, unacceptable collateral damage.

Critical  (II)
Significantly (severely) degraded mission capability or unit readiness, permanent partial disability, temporary total disability exceeding 3 months time (accident risk), extensive (major) damage to equipment or systems, significant damage to property or the environment, security failure, significant collateral damage.

Marginal  (III)
Degraded mission capability or unit readiness, minor damage to equipment or systems, property, or the environment; lost day due to injury or illness not exceeding 3 months (accident risk); minor damage to property or the environment.

Negligible  (IV)
Little or no adverse impact on mission capability, first aid or minor medical treatment (accident risk), slight equipment or system damage but fully functional and serviceable, little or no property or environmental damage.
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TABLE D-15. HAZARD PROBABILITY

FREQUENT (A) Occurs very often, continuously experienced

Single item
Occurs very often in service life.  Expected to occur several times over duration of a specific mission or operation.  Always occurs.

Fleet or inventory of items
Occurs continuously during a specific mission or operation or over a service life. 

Individual soldier
Occurs very often in career.  Expected to occur several times during mission or operation.  Always occurs.

All soldiers exposed
Occurs continuously during a specific mission or operation.

LIKELY (B) Occurs several times

Single item
Occurs several times in service life.  Expected to occur during a specific mission or operation.

Fleet or inventory of items
Occurs at a high rate but experienced intermittently (regular intervals, generally often).

Individual soldier
Occurs several times in career.  Expected to occur during a specific mission or operation.

All soldiers exposed
Occurs at a high rate but experienced intermittently.

OCCASIONAL (C) Occurs sporadically

Single item
Occurs sometime in service life.  May occur about as often not during a specific mission or operation.

Fleet or inventory of items
Occurs several times in service life. 

Individual soldier
Occurs sometime in career.  May occur during a specific mission or operation but not often.

All soldiers exposed
Occurs sporadically (irregularly, sparsely, or sometimes).
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TABLE D-15. HAZARD PROBABILITY (CONTINUED)

SELDOM (D) Remotely possible; could occur at sometime

Single item
Occurs in service life but only remotely possible. Not expected to occur during a specific mission or operation.

Fleet or inventory of items
Occurs as isolated incident.  Possible to occur sometime in service life but rarely.  Usually does not occur.

Individual soldier
Occurs as isolated incident during a career. Remotely possible but not expected to occur during a specific mission or operation.

All soldiers exposed
Occurs rarely within exposed population as isolated incidents.

UNLIKELY (E) Can assume will not occur, but not impossible

Single item
Occurrence not impossible but may assume will almost never occur in service life.  May assume will not occur during a specific mission or operation.

Fleet or inventory of items
Occurs very rarely (almost never or improbable). Incidents may occur over service life.

Individual soldier
Occurrence not impossible but may assume will not occur in career or during a specific mission or operation.

All soldiers exposed
Occurs very rarely but not impossible.
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TABLE D-16. RISK ASSESSMENT MATRIX



Probability

Severity

Frequent

(A)
Likely 

(B)
Occasional

(C)
Seldom

(D)
Unlikely

(E)

Catastrophic
(I)
E
E
H
H
M

Critical
(II)
E
H
H
M
L

Marginal
(III)
H
M
M
L
L

Negligible
(IV)
M
L
L
L
L

Risk Category

Extremely High  (E)

Mission failure if hazardous incidents occur during mission.  A frequent or likely probability of catastrophic loss (IA or IB) or frequent probability of critical loss (IIA) occurs.

High  (H)

Significantly degraded mission capabilities in terms of required mission standard or not accomplishing all parts of the mission, not completing the mission to standard (if hazards occur during mission).  Occasional to seldom probability of catastrophic loss (IC or ID).  A likely to occasional probability of a critical loss occurring (IIB or IIC) with material and soldier system. Frequent probability of marginal (IIIA) losses.

Moderate  (M)

Expected degraded mission capabilities in terms of required mission standard. Will have reduced mission capability (if hazards occur during mission). Unlikely probability of catastrophic loss (IE).  The probability of a critical loss occurring is seldom (IID).  Marginal losses occur with a probability of no more often than likely (IIIB or IIIC).  Frequent probability of negligible (IVA) losses.

Low  (L)

Expected losses have little or no impact on accomplishing the mission.  The probability of critical loss is unlikely (IIE), while that of marginal loss is no more often than seldom (IIIB through IIIE).
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TABLE D-17. ENVIRONMENTAL-RELATED CONTROLS

Control Type
Environmental-Related Examples

Educational
· Conducting unit environmental-awareness training.

· Conducting an environmental briefing before deployment.

· Performing tasks to environmental standards.

· Reviewing environmental considerations in AARS.

· Reading unit’s environmental SOPs and policies.

· Conducting spill-prevention training.

· Publishing an environmental annex/appendix to the OPORD/OPLAN.

Physical
· Providing spill-prevention equipment.

· Establishing a field trash-collection point and procedures.

· Establishing a field satellite-accumulation site and procedures.

· Policing field locations.

· Practicing good field sanitation. 

· Filling in fighting positions.

· Posting signs and warnings for off-limit areas.

Avoidance
· Maneuvering around historical/cultural sites.

· Establishing refueling and maintenance areas away from wetlands and drainage areas.

· Crossing streams at approved sites.

· Preventing pollution.

· Limiting noise in endangered and threatened species’ habitats.

· Avoiding refueling over water sources.

· Curtailing use of live vegetation for camouflage.
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AAR

After Action Review

OPLAN

Operations Plan

OPORD

Operations Order 

SOP 

Standard Operation Procedures

Environmental Risk Assessment Example




Introduction
The following scenario provides an example of how to perform an assessment using the risk management worksheet.  Assume the results of an Environmental Analysis Checklist prepared during analysis cause the training developer to perform this Environmental Risk Assessment.



Scenario
The Armor School will conduct a platoon-level field training exercise (FTX) during the Armor Officer Basic Course. The exercise will be conducted in a training area at Fort Knox, which is located adjacent to civilian areas. The area has hills, wetlands, and several winding streams. The wetlands are identified and marked on maps. Command and control are adequate to good depending on the activity being conducted. The FTX will involve normal operations (12-16 hours a day) in night and limited visibility and include river-crossing operations. The forecasted weather will not adversely affect operations. The soldiers are somewhat familiar with the terrain, which contains some identified and marked-off archeological sites. The training area contains the habitats for two endangered species, which are marked off and posted. In addition, the soldiers will be briefed on the endangered species. Although minor maintenance will be done in the training area, adequate spill cleanup materials are available, if needed. However, the experience of the organization's soldiers in responding to hazardous or waste spills is mixed. The students' tactical and environmental proficiencies are low and their response unknown. The supporting unit (particularly the maintenance personnel) are well trained and responsive.

Completing the process
Concentrating on the specific task of convoy operations, the following procedures provide step-by-step instructions for completing the Risk Management Worksheet in Table D-29.  This example only includes the movement of heavy vehicles.  The training developer would complete the process for all ELOs/TLOs tasks to be conducted during the FTX (i.e. maintenance operations, tactical bivouac, etc.).  See FM 3-100.4/MCRP 4-11B, Environmental Considerations In Military Operations for more examples.
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COA

Course of action

ELO

Enabling learning objective

FTX       
Field Training Exercise

METT-T
Mission, enemy, terrain, troops – time

TLO

Terminal learning objective
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Environmental Risk 

Assessment Example

(continued)

Completing the process

Step
Action
Assessment

1
Complete Administrative Blocks of Worksheet
The administrative blocks of the worksheet are self-explanatory and include Blocks A-D.

Column E is completed for each TLO and ELO.

Columns F-J, are completed using Steps 1 through 4, see Table D-19.

2
Identify Hazards


Identify hazards by reviewing METT-T factors for the mission or task.  Place in Column F.  Additional factors include historical lessons learned, experience, judgment equipment characteristics and warnings, and environmental considerations.

3
Assess Hazards
Assess Hazards—assessment includes historical lessons learned, intuitive analyses, experience, judgment, equipment characteristics and warnings, and environmental considerations. Determine initial risk for each hazard by applying risk assessment matrix Table D-16.  Enter the risk level for each hazard in Column G.

4
Develop Controls
Develop one or more controls for each hazard that will either eliminate the hazard or reduce the risk (probability and/or severity) of a hazardous incident. Specify who, what, where, when, and how for each control. Enter controls in Column H.

Determine Residual Risk—determine the residual risk for each hazard by applying the risk assessment matrix Table D 16 the residual-risk level for each hazard.  Place residual risk level in Column I.

5
Implement Controls
Decide how each control will be put into effect or communicated to the personnel who will make it happen (written or verbal instruction: tactical, safety, garrison SOPs, rehearsals). Enter Implement Controls “How To” in Column J.

6
Determine Overall Mission/Task Risk
Select the highest residual-risk level and circle it in Block K. This becomes the overall mission or task-risk level.  The commander decides whether the controls are sufficient to accept the residual risk. If the risk is too great to continue the mission or task, the commander directs development of additional controls or modifies, changes, or rejects the COA.

7
Supervise and Evaluate
This last step is not on the work sheet. Plan how each control will be monitored for implementation (continuous supervision, spot-checks) and reassess hazards as the situation changes. Determine if the controls worked and if they can be improved. Pass on lessons learned.
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TABLE D-18.  ENVIRONMENTAL RISK MANAGEMENT WORKSHEET -- FORMAT

 A.  Mission or Task:
 B.  Date/Time Group:
 C.  Date Prepared:



Begin:




  End:


 D.  Prepared by:  (Rank Last Name, Duty Position)

 E.  Task:
 F. Identify

     Hazards:
 G.  Assess

       Hazards:
 H.  Develop Controls:
 I.  Determine

  Residential Risk
 J.  Implement

 Controls (How to)








 K.  Determine Overall Mission/Task Risk Level After Controls and Implemented (Circle One):

LOW  (L)
MODERATE  (M)
HIGH  (H)
EXTREMELY HIGH  (E)
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TABLE D-19.  ENVIRONMENTAL RISK MANAGEMENT WORKSHEET -- EXAMPLE

 A.  Mission or Task:

Conduct FTX
 B.  Date/Time Group:
 C.  Date Prepared:

22 May XX



Begin:   010600RJunXX




   End:   061200JunXX


 D.  Prepared by:  (Rank Last Name, Duty Position):      John Brown, Training Developer

 E.  Task:
 F. Identify

     Hazards:
 G.  Assess

       Hazards:
 H.  Develop Controls:
 I.  Determine

  Residential Risk
 J.  Implement

 Controls (How to)

Conduct movement of heavy vehicles and systems.
Vehicle accidents and breakdowns causing spill of fuel and HM.

Spills during refueling stops.

Maneuver damage from off road movement.
Moderate (M)

Moderate (M)

Moderate (M)
1. Train all drivers on proper actions to take during a spill:
   --  Protect yourself.
   --  Stop the flow.
   --  Notify chain of 
        command
2. Provide vehicle spill equipment.

1. Train all fuel handlers on proper refueling procedures.
2. Provide spill equipment.
3. Ensure only fuel handles will dispense fuel.

1. Brief all drivers to stay on primary and secondary roads.
2. Conduct prime route recon.

Low (L)

Low (L)

Low (L)
TACSOP, para 8 (a), OPORD – train all drivers before the exercise.  Supply NCO will order and issue vehicle spill equipment.  Platoon leaders will brief all soldiers before the convoy (ARTEP 5-145-32).

TACSOP, para 8 (a), OPORD – support platoon leaders will check status of all spill equipment and brief all solders before the convoy on refueling procedures. (ARTEP 5-145-32, MTP 5-2-1030).

TACSOP, para 8 (a), OPORD – support platoon leader will check status of spill equipment and brief all soldiers before the convoy on refueling procedures. (ARTEP 5-145-32, MTP 5-2-1030).

 K.  Determine Overall Mission/Task Risk Level After Controls and Implemented (Circle One):

LOW  (L)
MODERATE  (M)
HIGH  (H)
EXTREMELY HIGH  (E)
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INTRODUCTION

You should be here if you are directing the development of collective or individual training products.  These training products may include:



Mission Training Plans



Drills



Soldier training publications



Resident course documentation



Resident course instructional materials



Training support packages (TSP)



TATS Courseware



Army Correspondence Course Programs (ACCP)



Graphic training aids (GTA)



On-the-job training (OJT) programs



Job aids

Additionally, TR 350-70 (Chapter VI and Appendix E), provides guidance on training development issues, including format for training support packages and lesson plans.


Return to List of Appendices

There are some common principles to look for in all training products.  These are presented in Table E-1.

Below are the development products you should review and approve.

TRAINING DEVELOPMENT PRODUCTS



PRODUCTS


NOTES

1. Approve MTPs.
See Table E-2.



2. Approve drills.
See Table E-3.



3. Approve STPs.
See Table E-4.



4. Approve resident course documentation.
· Programs of Instruction (Table E-5).

· Lesson plans (Table E-6).

· Information sheets (Table E-7).

· Student handouts (Table E-8).

· Study guides (Table E-9).

· Student workbooks (Table E-10).

· Practical exercises (Table E-11).

· Home assignment sheets (Table E-12).



5. Approve resident course instructional materials.
· Print (Table E-13).

· Viewgraphs (Table E-14).

· Computer-based instruction (interactive media), (Table E-15).



6. Approve training support packages.
The primary training support package outputs are the same as resident course materials.  They are subject to the same reviews as resident course products.  In addition, you should review training support packages as indicated in Table E-16.



Continued on Page E-14
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NOTE:  The next 12 pages contain only tables.  Therefore, tables are placed on even and odd pages to conserve paper.

The table below provides questions you should ask when approving all training development products.

TABLE E-1.  APPROVING TRAINING PRODUCTS



1. Is the information provided in a clear and concise manner?

2. Has the document been staffed with a subject matter or technical expert to ensure the validity of its contents are accurate and current?

3. Has the document been staffed with an instructional systems specialist/SME to ensure the educational value of the way the information is presented?

· Is the material consistent with the design concept?

· Are appropriate TLOs and ELOs adequately covered?

· Is the sequencing effective?

4. Has the document been staffed with an environmental coordinator to ensure:

· Environmental considerations identified during task analysis are incorporated into the training materials?

· Environmental compliance requirements have been met?

5. Has the document been staffed with the Branch Safety Manager to ensure safety considerations have been integrated into all training products?

6. Is the document written at the appropriate reading level for the target audience?

7. Has the document been validated on a portion of the target population?

8. Is there appropriate audit trail documentation?
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ELO

Enabling learning objective


MTP

Mission training plan


SME

Subject Matter Expert


STP

Soldier training publication


TLO

Terminal learning objective

In addition to the questions in Table E-1, the table below provides the requirements for approving an MTP (See TR Pam 350-70-1 for regulatory guidance).

TABLE E-2. APPROVE MTP



Component
Purpose

Cover
Identifies the MTP number, the title of the MTP, and issuing headquarters.

Table of Contents
List the chapter titles, section titles, appendixes, and page numbers.

Preface
Provides a brief opening remarks or introductory remarks regarding the MTP.

Chapter 1, Unit Training
Provides an explanation and the organization of the MTP and explains how to use it in establishing an effective training program.

Chapter 2, Training Matrices
Provides collective training matrices that show the relationship between missions, collective tasks, and individual tasks.

Chapter 3, Mission Outlines (Company down) Training Plans (Battalion and above)
Provides a method for using the MTP to prepare a training plan for the critical mission(s).  It will include how to plan HHC, HHB, or HHD training.  Mission outline is required in Company or lower.  (When this chapter is used for battalion and higher Maps, it is called training plans.

Chapter 4, Training Exercise
Provides training exercises that combine with leader training activities to assist in training critical missions and tasks.

Chapter 5, Training and Evaluation Outlines
Provides the training criteria for tasks that must be mastered to perform critical missions.

Chapter 6, External Evaluation
Provides instructions for the planning, preparation, and execution of an external evaluation.

Appendices
Provide additional or supplemental information on a subject covered in the MTP.  Specific guidelines are in TR 350-70.

Glossary
Explanation of terms and acronyms used in MTP.

References
List of manuals and publications used in the MTP.
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In addition to the questions in Table E-1, the table below provides approval guidelines for drill book development.

TABLE E-3.  APPROVE DRILLS



1. Does the draft drill book include:

· Appropriate artwork?

· Formatting IAW TR 350-70?

· Sufficient copies for internal and field coordination?

2. Does the final drill book:

· Incorporate appropriate comments from the field and internal staffing?

· Include major subordinate command approval?

· Include coordination with ATSC for publication?

3. Have appropriate quality control checks been accomplished?  See Appendix A for quality control checks.

4. Does the drill audit trail include:

· A copy of the individual critical task to drill matrix?

· A copy of the draft drill?

· A copy of the final drill audit trail?

· The original major subordinate command review and comments?

· A copy of the IPR proceedings?

· The original command approval for the drill?

· A copy of the final drill?
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AAR

After action review

ATSC

Army Training Support Center

FM


Field manual

HHC

Headquarters, Headquarters Company

HHB

Headquarters, Headquarters Battery

HHD

Headquarters, Headquarters Detachment

IAW

In accordance with

IPR


In-process review

MTP

Mission training plan

OPFOR

Opposing force

TR


TRADOC regulation

In addition to the questions in Table E-1, the table below provides guidelines for what you should look for when approving soldier training publications.

TABLE E-4.  APPROVE SOLDIER TRAINING PUBLICATIONS



· Does the STP track with the job analysis and individual critical task analysis?

· Is there a task summary page for each critical task?

· Are there task performance specification data for each critical task and professional knowledge subject that provide:



Task performance conditions



Task performance standards



Task performance measures?

· Is the standard text customized to clarify the different jobs for which the STP has been produced?

· Are necessary tables, figures, draft illustrations, etc., provided and appropriately identified?

· Was the STP written to the appropriate skill level and reading level?

· Has appropriate command approval been obtained?

· Is an appropriate training guide included?

· Was the STP properly staffed?

· Does the STP meet established quality control standards (see appropriate regulatory guidance: TR 350-70 for soldier’s manuals, and for OFS manuals)?

· Is there appropriate audit trail documentation?
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ASAT

Automated Systems Approach to Training

DOTD

Directorate of Training and Doctrine

ICH


Instructor contact hours

IAW

In accordance with

MQS

Military qualification standards

OFS

Officer Foundation Skills

POI


Program of instruction

QAO

Quality Assurance Office

STP


Soldier training publication

TR


TRADOC regulation

TRADOC
Training and Doctrine Command

In addition to the questions in Table E-1, the table below provides questions you should answer when approving programs of instruction (POI).

TABLE E-5.  APPROVE PROGRAMS OF INSTRUCTION



· Does the POI track with the job analysis, individual critical task analysis, and course design?

· Was the POI reviewed for current and accurate contents by:



Training department(s) subject matter experts?



By the QAO?



By the DOTD?



By Training Brigade/Battalion?

· Is there TRADOC approval for variations from the approved ICH authorizations?

· Is the POI prepared IAW TR 350-70 and ASAT?

· Does the POI meet established quality control standards (see TR 350-70 and ASAT):



Identify all tasks selected for resident training by appropriate selection boards



Reflect the resident course design



Meet established format requirements of TR 350-70 and ASAT



Contain all required annexes and components per TR 350-70 and ASAT



Contain properly prepared ICH computation sheets



Contain properly validated ICHs?

In addition to the questions in Table E-1, the table below provides guidelines for what you should look for when approving lesson plans.

TABLE E-6.  APPROVE LESSON PLANS



· Does the lesson plan follow the lesson outline and support the job task?

· Does the lesson plan sufficiently cover the task performance specifications for the tasks being trained?

· Does the lesson plan contain sufficient detail to permit a new instructor, after appropriate rehearsal, to teach the lesson with no loss of performance?

· Has the lesson plan been staffed with the course designers?

· Is the lesson plan technically/tactically/doctrinally accurate and current?
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In addition to the questions in Table E-1, the table below provides guidelines for what you should look for when approving information sheets.

TABLE E-7.  APPROVE INFORMATION SHEETS



· Does the information sheet provide information that is not available from other sources?

· Is the content current and accurate?

· Is the information that is available in other sources made clearer or more concise?



In addition to the questions in Table E-1, the table below provides guidelines for what you should look for when approving student handouts.

TABLE E-8.  APPROVE STUDENT HANDOUTS



· Does the handout provide an excerpt from an existing document that aids in achieving the task performance specifications for the task being trained?

· Is the content current and accurate?

· Is the information provided in a clear and concise manner?  If not, you may want to consider creating an information sheet that more clearly presents the required material.

· Is the handout written at the appropriate reading level for the target audience?  If not, you may want to consider creating an information sheet that more clearly presents the required material.



In addition to the questions in Table E-1, the table below provides guidelines for what you should look for when approving study guides.

TABLE E-9.  APPROVE STUDY GUIDES



· Does the study guide lead the student through the objectives of the course as it is taught?

· Does the study guide facilitate note taking?

· Does the study guide highlight the main points to be learned?
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In addition to the questions in Table E-1, the table below provides guidelines for what you should look for when approving student workbooks.

TABLE E-10.  APPROVE STUDENT WORKBOOKS

· Do the exercises in the workbook adequately cover the objectives of the lesson?

· Are the instructions clear and do they adequately cover the work to be done?

In addition to the questions in Table E-1, the table below provides guidelines for what you should look for when approving practical exercises.

TABLE E-11.  APPROVE PRACTICAL EXERCISE SHEETS

· Does the exercise sheet adequately describe what the student is to do?

· Does the exercise sufficiently practice the learning objective that is being learned?

· Are the instructions clear and do they adequately cover the requirement?

· Are all required materials to perform the exercise available and referenced?

· Does the exercise sheet explain how the exercise will be evaluated?

In addition to the questions in Table E-1, the table below provides guidelines for what you should look for when approving home assignment sheets.

TABLE E-12.  APPROVE HOME ASSIGNMENT SHEETS



· Does the home assignment requirement support the lesson learning objective?

· Does the home assignment sheet detail what procedure is to be followed and what is to be done?

· Does the home assignment sheet explain how the work will be evaluated?

· Are the instructions clear and do they adequately cover the requirement?

· Are all required materials to perform the home assignment available to the student?
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In addition to the questions in Table E-1, the table below provides questions you should answer when approving printed materials.

TABLE E-13.  APPROVE PRINTED MATERIALS



· Text organization



Are sentences and paragraphs in a logical order?



Is there an overview of the main ideas?



Are informative headings employed?

· Writing technique



Is active voice used?



Are personal pronouns used effectively?



Are action verbs used?



Are sentences short and concise?



Are equivalent items addressed in the same fashion?



Is writing at the appropriate reading level for the target audience?

· Document organization and format



Was proper format used?



Was appropriate type point used for the situation?



Were important items highlighted (taken care not to over-highlight)?



Was white space employed between margins and sections?



Do appropriate illustrations, graphs, and pictures supplement the text?



In addition to the questions in Table E-1, the table below provides questions you should answer when approving viewgraphs.

TABLE E-14.  APPROVE VIEWGRAPHS



· Is there only one major idea or concept on each viewgraph?

· Are only key words or phrases used (less than 6 words per line and 6 lines per viewgraph)?

· Are the letters and graphics large and legible?

· Are the viewgraphs interesting (do they employ color, different type styles, and graphics)?



Return to Top of Appendix E
 
In addition to the questions in Table E-1, the table below provides questions you should answer when approving computer-based instructional materials (interactive media).

TABLE E-15.  APPROVE INTERACTIVE MULTIMEDIA INSTRUCTION



· Is there good input analysis (is there response matching and feedback)?

· Does an adequate form of data collection record student performance?

· Does an orientation mechanism let students know where they are in the lesson?

· Do adequate student and instructor controls make it easy to move around in the lesson?

· Are there adequate help options if the student needs extra explanation?

· Can students and instructors make comments on things without having to leave the program?

· Is the screen appropriately partitioned (variety can be used) to provide such things as:



Graphics



Questions and feedback



Controls?

· Does appropriate animation, using computer-generated graphics, provide dynamic explanations and demonstrations?

· Has the program been thoroughly debugged and validated?

· Is the text readable?

· Are graphics understandable and clear?

· Will the life-cycle of the software make it cost effective?

· Has the program been developed using Asymetrics Toolbook II?
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In addition to the questions in Table E-1, the table below provides guidelines for what you should look for when approving training support packages.

TABLE E-16.  APPROVE TRAINING SUPPORT PACKAGES



· Does the training support package track with the training outline developed in the design process?

· Have a subject-matter or technical expert, an instructional systems specialist, and a QAO evaluator reviewed the complete package for technical accuracy, educational effectiveness, and test item validity, reliability, and discrimination?

· Has the document been staffed with an environmental coordinator to ensure:



Environmental considerations identified during task analysis are incorporated into the training materials?



Environmental compliance requirements have been met?

· Has the document been staffed with the Branch Safety Manager to ensure safety considerations have been integrated into all training products?

· Do the materials present the information in a clear and concise manner?

· Are appropriate TLOs and ELOs adequately covered?

· Is the sequencing of the TLOs and ELOs effective?

· Do the materials use language properly?

· Is the TSP in the proper format?  (See TR 350-70.)

· Has the TSP been validated on a portion of the target population, both Active and RC?

· Has the TSP been approved for use?

· Is there appropriate audit trail documentation?

· Have quality control checkpoints been used?
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ELO

Enabling learning objective


QAO

Quality Assurance Office


RC

Reserve Component


TLO

Terminal learning objective


TSP

Training support package

INDIVIDUAL TRAINING DEVELOPMENT



PROCEDURES


NOTES

7. Approve The Army Training System (TATS) Courses.
TATS courses are exportable, institutional training material to be taught by the Army service schools, regional schools, battalions, and brigades within the six TATS regions.  Courses may be attended by the Active Army and RC soldiers on an equal basis.

From a development standpoint, TATS training is developed exactly the same as active training; that is, it closely follows the analysis and design outputs in preparing the training and supporting training materials.

The primary TATS Course outputs are:

· A POI.

· Detailed lesson plan.

· Information sheets.

· Student handouts.

· Student workbook.

· Home assignment sheets.

· Practical exercise sheets.

· A TSP with:




An instructor guide.




A student guide.




An examination package.




Examination solution sheets.




All slides, viewgraphs, videotapes, and instructional media.

All of the above are subject to the same reviews as resident course products.



Continued on Page E-16
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POI

Program of Instruction


RC

Reserve Component


TATS
The Army Training System


TSP

Training support package
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INDIVIDUAL TRAINING DEVELOPMENT



PRODUCT


NOTES

8. Approve Army Correspondence Course Programs (ACCP).
The Army Correspondence Course Program is the formal nonresident extension of the schoolhouse curriculum.

Training developers from the proponent school develop correspondence course materials and examinations.

The proponent:

· Constructs examinations.

· Develops artwork.

· Produces the text.

· Validates the course.

· Provides ATSC with camera ready copies or computer generated diskettes.

All of the above are subject to the same reviews as resident course products.

In addition, you should review ACCPs as indicated in Table E-17.



Continued on Page E-18
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In addition to the questions in Table E-1, the table below provides guidelines for what you should look for when approving Army Correspondence Course Program materials.

TABLE E-17.  APPROVE ACCP



· Does the ACCP track with the training sequence and structure developed in the design process?

· Have a subject matter or technical expert, an instructional systems specialist, and a QAO evaluator reviewed the complete course for technical accuracy, educational effectiveness, and test item validity, reliability, and discrimination?

· Have tests been validated with both SMEs and non-SMEs?

· Do the materials present the information in a clear and concise manner?

· Are appropriate TLOs and ELOs adequately covered?

· Is the sequencing of the TLOs and ELOs effective?

· Do the materials use language properly?

· Are there enough practical exercises, drills, and evaluations or tests to reinforce learning?

· Is the ACCP in the proper format?

· Has the ACCP been validated on a portion of the target population?

· Has the ACCP been approved for use?

· Has the ACCP catalog been updated?
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ACCP
Army Correspondence Course Program


ATSC
Army Training Support Center


ELO

Enabling learning objective


QAO

Quality Assurance Office


SME

Subject Matter Expert


TLO

Terminal learning objective

INDIVIDUAL TRAINING DEVELOPMENT



PROCEDURES


NOTES

9. Approve graphic training aids (GTA).
Graphic training aids are printed supplemental training tools such as:

· Flash cards

· Flip charts

· Slides

· Transparencies

· Simulated two-dimensional manual battlefield games

All of the above are subject to the same reviews as similar printed resident course materials.

In addition, you should review graphic training aid development to ensure:

· Development of an appropriate basis of issue plan.

· Completion of a Defense Automated Visual Information System search before development.



Continued on Page E-20
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INDIVIDUAL TRAINING DEVELOPMENT



PROCEDURES


NOTES

10. Approve on-the-job training (OJT) programs.
On-the-job training is individual training that occurs in the unit under the supervision of the NCO chain-of-command.

OJT is generally a correspondence course in which the supervisor enrolls the soldier, conducts the training on the job, and gives proficiency tests using a plan and supporting materials that the proponent school develops.

Proponent-developed OJT materials are subject to the same reviews as similar resident course materials.



11. Approve job aids.
A job aid is a checklist, procedural guide (map), process map, decision table, worksheet, algorithm, or other device used by a soldier as an aid in performing duty position tasks.

Job aids should be subject to the same review questions that apply to similar resident course materials found in this appendix.

HQ TRADOC has developed a job-aid authoring guide which is available through the Training Development and Delivery Directorate (TDADD) of the DCSOPS&T.



END
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DCSOPS&T
Deputy Chief of Staff for Operations and Training

INTRODUCTION:



You should be here if you are directing the development long and short 







range budget planning, participating in POM input decisions, or developing 







or executing a budget.

Key Resourcing Decision Points for Senior Training Managers

PPBES KEY DECISION POINTS

Planning


October

    November

December

Years (9 to

19 years)

200X(+9) – 200X(+18)



Program

Years (3 to

8 years)

200X(+3) - 
200X(+8)


Budget

Years (2

years)

200X(+1) – 200X(+2)


Execution

Year

200X


Return to List of Appendices
DR


Desk Reference

DOTD

Director of Training and Doctrine

POM

Program Objective Memorandum

PPBES    
 
Planning, Programming, Budgeting, and Execution System

SMDR

Structure Manning Decision Review

TRADOC
Training and Doctrine Command

TRAP

Training Requirements Arbitration Process/Panel

Key Resourcing Decision Points for Senior Training Managers

PPBES KEY DECISION POINTS

Planning


January


February

        March

Years (9 to

19 years)

200X(+9) – 200X(+18)


Program

         from TRADOC





to TRADOC

Years (3 to

8 years)

200X(+3) – 200X(+8)


Budget

Years (2

years)

200X(+1 )- 200X(+2)




Execution

Year

200X
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BAG 

Budget aggregate group

COB

Command operating budget

DR


Desk Reference

FY


Fiscal Year

PPBES    
 
Planning, Programming, Budgeting, and Execution System

PRAC

Program Resource Advisory Committee

TBG

TRADOC Budget Guidance

TDA

Table of distribution and allowance

TRADOC
Training and Doctrine Command

Key Resourcing Decision Points for Senior Training Managers

PPBES KEY DECISION POINTS

Planning


April



May



June

Years (9 to

19 years)

200X(+9) – 200X(+18)

Program

Years (3 to

8 years)

200X(+3) – 200X(+8)

Budget

Years (2

years)

200X(+1) – 200X(+2)


Execution

Year

200X
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DR


Desk Reference

PPBES    
 
Planning, Programming, Budgeting, and Execution System

TRADOC
Training and Doctrine Command

TBG

TRADOC Budget Guidance

Key Resourcing Decision Points for Senior Training Managers

PPBES KEY DECISION POINTS

Planning


July


    August


September

Years (9 to

19 years)

200X(+9) – 200X(+18)


Program

Years (3 to

8 years)

200X(+3) – 200X(+8)

Budget

Years (2

years)

200X(+1) – 200X(+2)



Execution

Year

200X
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DR


Desk Reference

PPBES    
 
Planning, Programming, Budgeting, and Execution System

TRADOC
Training and Doctrine Command

INTRODUCTION

You should be here if you are directing training development and are using TRAS to document your training plans and their supporting requirements.  Three documents; the ITP, the CAD, and the POI, support TRAS.  TR 350-70 and TP 350-70-8 describe TRAS and contain detailed instructions for preparing and submitting TRAS documents.

This Appendix contains the following three sections:







Section 1

ITP

G-3







Section 2

CAD

G-7







Section 3

POI

G-11

Return to List of Appendices
NOTE:  This Appendix contains no tables.  Therefore, step information is placed on both even and odd pages to conserve paper.


CAD

Course administrative data


ITP

Individual training plan


POI

Program of instruction


TRAS
Training Requirements Analysis System
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SECTION 1
You should be here if you are directing the preparation or submission of new or revised ITPs.



INDIVIDUAL

TRAINING

PLAN (ITP)
The ITP describes the proponent’s overall strategy to satisfy training requirements for each enlisted MOS, officer AOC, warrant officer MOS, and functional training program.  The initial or revised ITP for new systems is based on information from the STRAP.

The actual submission of an ITP may vary depending upon the milestone schedule of a particular training development project; however, you use the results of analysis to complete new or revised ITPs.
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Below are the procedures you should review when directing the preparation and submission of ITPs.

REVIEW INDIVIDUAL TRAINING PLAN PROCEDURES



STEP


EXPANDED STEP INFORMATION

1. Ensure an ITP has been prepared for each enlisted MOS, officer AOC, warrant officer MOS, and separate training program.
An ITP should be prepared for each program for which your office is a proponent.



2. Approve ITP revision schedules.
ITPs should be reviewed at least every 18 months to determine whether changes are required.

ITPs are immediately updated when significant changes in training plans or resource requirements occur.



3. Approve ITP.
Review each ITP to ensure:

· It considers institutional and unit individual training, augmented by appropriate school-produced training support products.

· Its concept is cost-effective and consistent with established training policies and guidance.

· It covers the training concept for the next six years.

· It includes a narrative, milestone schedule (with supplement, if necessary), and resource estimate.  See TR 350-70 and TP 350-70-8.

· It covers both Active Army and RC issues.

· It has been coordinated with appropriate agencies, including the RC.



Continued on Page G-5
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REVIEW INDIVIDUAL TRAINING PLAN PROCEDURES



STEP


EXPANDED STEP INFORMATION

4. Have ITP submitted to HQ, TRADOC.
New ITPs or changes should be submitted at least 5 years prior to the fiscal year in which a new or revised course is to be implemented or as soon as the requirement becomes known.  This will facilitate validation of training and resource requirements and allow inclusion of the requirements in the MCA Command Priorities List.

See TRADOC Reg 350-70 for information that you should include in the letter of transmittal.



END
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AOC
Area of concentration

ITP
Individual training plan

MCA
Military Construction, Army

MOS
Military Occupational Specialty

RC
Reserve Component
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SECTION 2

COURSE

ADMINISTRATIVE

DATA (CAD)
You should be here if you are directing the preparation or submission of new or revised CADs.  The CAD provides critical planning information for each resident course.  The CAD is used to:

· Develop individual training requirements (student input) for new and revised courses.

· Establish a course file in ATRRS.

· Validate course requirements for resource consideration.

· Help determine allocation of instructor manpower requirements during the TRM, which can result in TDA changes and assignment of personnel to schools.

· Include course information in DA Pam 351-4.

The actual submission of a CAD may vary depending upon the milestone schedule of a particular training development project; however, enough information to prepare a CAD should be available approximately halfway through course design (when course length, purpose, and entry levels have been determined).  If you do not know all data by the time CAD submission is required, prepare the CAD using the best available estimates.

The CAD will be formatted and submitted in accordance with the procedures contained in the Automated Systems Approach to Training (ASAT) and TR 350-70.
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ASAT

Automated Systems Approach to Training

ATRRS

Army Training Requirements and Resources System

CAD

Course administrative data

IET


Initial entry training

TDA

Table of distribution and allowances

TRM

TRADOC Review of Manpower

Below are the procedures you should review when directing the preparation and submission of CADs.

REVIEW COURSE ADMINISTRATIVE DATA PROCEDURES



STEP


EXPANDED STEP INFORMATION

1. Ensure a CAD is prepared for each resident course.
You must have a CAD for each resident course for which your office is a proponent.  The CAD becomes the preface page of the POI.

2. Review ITP.
You should review ITPs as CADs are developed or changed to ensure courses are covered in the ITP.

3. Approve revision schedules for CAD/preface page.
You should review each CAD/preface page at least annually to determine whether changes are required.

Revise the CAD whenever significant changes are projected in training strategy, course content, data fields, or other course resource requirements.  When minor changes are required that will not affect enlistment contracts and can be accommodated within existing resources, no CAD is required.  Instead, include changes on the POI preface page when the POI is revised.

4. Approve CAD/preface page.
Review each CAD to ensure the CAD contains the following data elements:

· Course number, Phase, Version

· Course title

· Training location

· MOS/SSI/WOMOS

· Supporting ITP

· Purpose

· Scope

· Prerequisites

· Special Information

· Security Clearance

· Course length

· Instructor contact hours

· Class sizes



Continued on Page G-9
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REVIEW COURSE ADMINISTRATIVE DATA PROCEDURES



STEP


EXPANDED STEP INFORMATION

4. Approve CAD/preface page (continued).
· Academic hours

· Hours developed by others

· Course type code

· ITRO code

· Contract code

· Training start date

· TD proponent

· Army course proponent

· Training evaluation proponent

· TMA Field Team Validation



5. Have CAD submitted to HQ, TRADOC, using a memorandum of transmittal.
Submit each CAD or change at least 36 months prior to the fiscal year in which a new or revised course is to be implemented.  This will facilitate inclusion of individual training requirements in the ARPRINT so that resource requirements can be recognized during the normal resource cycle.

The CAD will be formatted and submitted in accordance with procedures contained in the ASAT and TR 350-70.



END
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ARPRINT
Army Program for Individual Training

CAD

Course administrative data

ITP


Individual training plan

ITRO

Interservice Training Review Organization

POI


Program of instruction

TD


Training development

TMA

TRADOC Manpower Activity

TR


TRADOC Regulation

WOMOS
             Warrant Officer Military Occupational Specialty
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SECTION 3

PROGRAM OF

INSTRUCTION (POI)
You should be here if you are directing the preparation or submission of new or revised POIs.  The POI is a formal course document that contains or updates the previously approved CAD and describes the training content, hours and type of instruction, and resources required to conduct peacetime and mobilization training in an institutional setting.

The actual submission of a POI may vary depending upon the milestone schedule of a particular training development project; however, POIs are normally prepared during course design/development.  The CAD becomes the preface page and is updated, if necessary, as you prepare the POI.
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CAD
Course administrative data

POI

Program of instruction

Below are the procedures you should review when directing the preparation and submission of POIs.

REVIEW PROGRAM OF INSTRUCTION PROCEDURES



STEP
EXPANDED STEP INFORMATION

1. Ensure a  POI is prepared for every resident course.
You must prepare a POI for each course for which your office is a proponent, including NCOA and RC courses.

2. Review update of ITP.
You should review and update ITPs as new courses are developed or before major changes are made.  In addition, you should update the preface page as you develop or change POIs.

3. Approve revision schedules for POIs.
You should review each  POI periodically to determine whether changes are required.

Update the POI when significant changes in courses or resource requirements occur.

4. Approve POI.
Ensure POI is prepared in the format specified in TR 350-70, TR 351-18, and the ASAT User’s Manual.  The POI usually includes:

· Cover sheet

· Table of contents

· Preface page

· Course summary

· Training annexes (with task, condition, standards)

· Mandatory training annex

· Examination annex

· Administrative annex

· Skill, knowledge, and task summary

· Ammunition summary

· Equipment summary

· Facilities summary

· Training aid, device, and substitute summary

· TMA Field Team Validation

· Headquarters endorsement

· Memorandum of transmittal

Ensure POI is coordinated with appropriate agencies, including the RC, prior to submitting to TRADOC for review.

Continued on Page G-13
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REVIEW PROGRAM OF INSTRUCTION PROCEDURES



STEP


EXPANDED STEP INFORMATION

5. Submit POI to HQ, TRADOC.
POIs must be submitted to HQ, TRADOC for review at least 12 months prior to course implementation.  Use ASAT to submit POIs to HQ, TRADOC.



6. Ensure POI is properly distributed.
Ensure POI is distributed to all school elements, installation staff, and other agencies or MACOMs responsible for implementing the POI.



END
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Course administrative data

ITP


Individual training plan

MACOM

Major Army Command

NCOA

Noncommissioned Officer Academy

POI


Program of instruction

RC


Reserve Component

TMA

TRADOC Manpower Activity
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INTRODUCTION
You should be here if you are considering using training devices as part of your training design.

This appendix describes the decision-making involved in acquiring simulators and training devices.  Basically, the decisions consist of asking the following questions:

1. Do we need devices based on performance effectiveness considerations?

2. If not, can we justify acquiring devices based on cost, safety or environmental reasons?

3. If we can, how do we go about getting them?

Typically, senior training managers confront these questions when faced with the prospect of planning for the integration of new equipment; or when wrestling with problems of current training, particularly with ways to improve it or make it less costly.  But regardless of when or why you are investigating training devices, the overall process remains the same.



NOTE:  The two terms - training devices and simulators - are used interchangeably.



Return to List of Appendices

DEVICES AND

SAT: DESIGNING

NEW COURSES
Decisions on acquiring training devices are media selection decisions and are theoretically part of the design phase of SAT.  However, lead times for acquiring devices often require senior training managers to recommend device selection and acquisition well in advance of the design phase.  Instead, it is more realistic to view training device decisions as incorporating the design phase process or methodology, regardless of when the actual choices are made.



DEVICES AND SAT:

DIAGNOSING

PROBLEMS WITH

CURRENT

COURSES
In terms of improving or shortening current training, senior training managers usually look at devices as part of the process of identifying changes that need to be made to current courses.



SYSTEM AND

NON-SYSTEM

DEVICES
System devices are devices dedicated to training for one type of specific military hardware or equipment; for example, a device that simulates the firing of a Stinger missile.  A non-system device is a device that can be used to train soldiers operating a variety of systems.  For example, an aircraft detection simulator can be used for all air defense systems.  The distinction influences how devices are acquired, not the reasons for acquiring them.

This Appendix is organized in the following three sections:

Section 1

Select training devices on the basis of PERFORMANCE EFFECTIVENESS CONSIDERATIONS.  (Page H-3)

Section 2

Select training devices on the basis of COST EFFECTIVENESS, SAFETY OR ENVIRONMENTAL CONSIDERATIONS.  (Page H-9)

Section 3

Acquire training devices.  (Page H-15)
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SECTION 1

Select training devices on the basis of PERFORMANCE

EFFECTIVENESS

CONSIDERATIONS.
You should be here if you are investigating the possibility of acquiring training devices to use in either schoolhouse training or in the field.  Performing this task acceptably assumes that you have already investigated using other media to achieve necessary performance as a part of the process for the SAT design phase.  It does not assume that you have reached a final decision, only that you are dissatisfied with the alternative’s effectiveness or cost.
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STEP


EXPANDED STEP INFORMATION

1. Collect data to answer the following question(s):

a. Can soldiers in active units, trained as they are now, carry out their battlefield mission in the event of war tomorrow?


NOTE:  If you are developing a new training course, you should rephrase the question as follows:

b. Assuming that training is implemented without devices, is it likely that units will be able to accomplish their battlefield missions?


See Table H-1 for some factors to consider in reaching your conclusion.

If soldiers can perform acceptably now, without devices, acquiring devices cannot be justified on the basis of performance effectiveness considerations alone.

· If you answer this question “Yes,” turn to Section 2 to see if devices can be acquired on the basis of Cost Effectiveness.

· If you answered this question “No,” see Step 2.

Continued on Page H-6
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The flowchart below graphically illustrates the decisions middle managers will make before making a recommendation to select a training device based on performance effectiveness.  On the pages following the flowchart, the individual steps are described in greater detail.

FIGURE H-1.  FLOWCHART FOR DECIDING DEVICE JUSTIFICATION
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STEP


EXPANDED STEP INFORMATION

2. Collect data to answer the following question:  Can soldiers in active units, given much more extensive training (but not training devices), carry out their mission as defined in battlefield doctrine in the event of war tomorrow?
If you answer “No,” see Step 3.

If you answer this question “Yes,” it means that a non-device alternative exists for achieving proficiency.  Devices are not required for performance effectiveness considerations alone.  Go to Section 2 of this appendix.



3. Collect data to answer the following question:  Can soldiers in active units, even if they cannot be trained in peacetime to necessary levels of proficiency (absent training devices), acquire proficiency rapidly enough in actual combat so that in the event of war they could carry out their mission as defined in battlefield doctrine?
If you answer “Yes,” go to Section 2 of this appendix.  If you answer this question, as the two proceeding questions, “No,” it means that you can justify acquiring devices on the basis of performance effectiveness considerations alone.  Go to Section 3 of this appendix.



END
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The table below describes some factors to consider in determining whether training devices will be required to achieve minimum proficiency.

TABLE H-1.  PERFORMANCE EFFECTIVENESS FACTORS



FACTOR
NOTES



Experience
One of the most important factors is your experience with training soldiers in the field and evaluating their performance after training.

Safety
Occasionally, safety considerations alone may preclude “realistic” practice using actual equipment.

Nature of

performance

feedback required
Feedback about performance often is vital in generating and maintaining skills.  In fact, training feedback often must exceed feedback normally received in combat if skills are to be developed and maintained.  For example, targets tell soldiers not only if they hit or miss, but by how much and where, thereby providing feedback needed to change their performance.  You need to decide the degree of feedback needed to ensure proficiency, and whether some alternative to training devices can provide it.

Similar systems
New equipment seldom is totally new.  Training on similar systems may provide insights on the need for training devices.  Training in other NATO armies may also provide valuable information.



Return to Top of Appendix H
This Page Not Used

SECTION 2

Select training devices on the basis of COST EFFECTIVENESS CONSIDERATIONS.
You should be here if you are investigating the possibility of acquiring training devices to use in either schoolhouse training or in the field.  You need to decide whether you can justify the acquisition of the devices on the basis of cost effectiveness.
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STEP


EXPANDED STEP INFORMATION

1. Identify any training task that, if performed using devices, will result in savings in munitions or POL costs.


See the examples in Table H-2.

2. Identify any training task that, if performed using devices, will result in savings in actual equipment costs.


See the examples in Table H-2.

3. Identify any training task that, if performed using devices, will result in savings through reduction in the length of training or staffing.


See the examples in Table H-2.

Continued on Page H-12
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The flowchart below graphically illustrates the decisions managers will make to recommend selecting a training device based on cost effectiveness.
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CATS
Combined Arms Training Strategy

STEP


EXPANDED STEP INFORMATION

4. Identify any training task that, if performed using devices, will result in significant enhancements to safety.
Providing for better safety may also allow more realistic performance and more practice.



5. Identify training tasks that, if performed using devices, will result in reducing environmental risk.
Reducing environmental risk may mandate use of devices.

6. Identify any training task that, if performed using devices, will result in soldiers being able to perform more tasks or tasks at a higher level of realism.
Performance that improves with iterative practice and testing routines often can be improved using devices.  Maintenance troubleshooting is a prime example.



7. Identify any training task that, if performed using devices, will result in soldiers being able to be trained in the field and not in the school.
Some devices, for example, may permit collective performance by actual crews.  Some devices can also turn field equipment into training devices; for example, software driven simulators that display various attack scenarios on the radar screens of Patriot Air Defense radar operators.



8. Decide if the length of the acquisition process may preclude doing any more work on acquiring devices.




9. Try to quantify savings from using training devices.
Work with the experts in the Program Office and DOTD or training department.  The goal is to specify savings in terms of dollars.



Continued on Page H-14
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The table below lists examples of savings realized by using training devices.

TABLE H-2.  EXAMPLES OF SAVING, USING TRAINING DEVICES



TYPE OF SAVINGS:


EXAMPLE:

Savings in munitions, POL costs.
· Dummy rounds.

· Using jeeps instead of tanks to practice following routes plotted ahead of time on a map.

· Using models on terrain boards.

Savings in actual equipment costs.
· Using a block of steel with a hole drilled in it to represent an actual engine block.  (With the block of steel, the consequences of over torquing an engine bolt - a snapped bolt - are trivial.  With an actual engine block, a snapped bolt removes the whole vehicle from the motor pool and from training.)

· Using a Stinger training device to familiarize soldiers with the blast and roar of the missile when it ignites.

· Using a device for repeated practice of a task when performing such as task on real equipment damages the equipment.

· Using films or scale models of helicopters to teach identification, instead of the actual helicopters.

Savings through reductions in length of training, reductions in staffing.
· Using an M-16 simulator to enable poor marksmen to become proficient marksmen without having to be held back or recycled.

· Using devices that directly provide feedback instead of having to rely on staff to provide the feedback.

· Using a classroom device, thereby reducing extensive transportation-related costs to and from a missile firing range.

· Using a mock-up of a machine gun instead of the actual gun, obviating the security requirements actual weapons require and the down time such requirements often cause.
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STEP


EXPANDED STEP INFORMATION

10. Try to specify cost of acquiring the devices.
You may or may not be able to do this at this time.  If you cannot, complete the work in Section 3 of this appendix, Acquire Training Devices.  Then return here and try to complete this step again.

Sources of cost information include:

· Various training effectiveness analyses (TEA and COEA) for the equipment.

· Device cost information for other similar systems, both American and allied military.

· Training devices marketing representatives.

· Specialists at school, usually on DOTD staff.



11. Decide whether COST EFFECTIVENESS CONSIDERATIONS are so clear and convincing as to compel the selection of devices for these considerations alone.
If you decide “Yes,” continue to Section 3 of this appendix, Acquire Training Devices.

If you decide “No,” continue with Step 11 below.



12. Decide if blend of COST EFFECTIVENESS and PERFORMANCE EFFECTIVENESS CONSIDERATIONS justify a decision to acquire devices.
If you decide “Yes,” continue to Section 3 of this appendix, Acquire Training Devices.

If you decide “No,” it means that you cannot justify acquiring devices at this time.



END

Return to Top of Appendix H
SECTION 3
You should be here if you have decided to acquire training devices.



Acquire Training devices.
Acquiring non-systems training devices consists of preparing documentation (and attending vital meetings) which convinces decision makers outside the schoolhouse of the validity and importance of your device.  Given the degree to which device requests exceed available funding, success will depend heavily on:

· The quality of the device documentation

· Your (or another individual of high rank) attendance at the panel reviews

· Your knowledgeable advocacy of your request.

NOTE: Steps 1-7 are performed more or less simultaneously.
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STEP


EXPANDED STEP INFORMATION

1. Integrate your device requirement into your Combined Arms Training Strategy (CATS).
Devices not included in your CATS are unlikely to be approved or funded.  Quantify the results of your cost effectiveness analysis and tie the device to the training strategy and include in your CATS.  Devices must provide a savings in OPTEMPO dollars and for ammunition to receive serious consideration.



2. Approve the preliminary schedule for completing device documentation.
The flowchart on Page H-13 provides a summary of what must be performed to have a device request considered.

A vital consideration is that an ORD/CDD must be submitted through appropriate channels to HQ, TRADOC for prioritization.



3. Ensure that currently existing and planned devices have been investigated.
Before beginning the process of developing a new device from scratch, check to see if other devices in the process of being developed will meet your needs.  Utilizing an existing device requirement often can reduce both time and costs of acquiring devices.  Contact the TPO for the simulation domain into which the device fits (live, constructive or virtual) for advice.

A prime source of information about devices being developed is the ORD/CDD submitted for these new systems.  The DCG, Futures Center should have access to all current ORD/CDD prepared Armywide.  Other excellent sources are the MNS/ICD and ORD/CDD already in the device funding pipeline.  Check with the DOTD or equivalent directorate at your school, your ATSC representative, and, if necessary, other schools.

Continued on Page H-18
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ATSC

Army Training Support Center

CDD

Capabilities development document

DOTD

Directorate of Training and Doctrine

DRRC

Device Requirements Review Committee

IC


Integrating Command

ICD


Initial capabilities document

MNS                    Mission needs statement

MSC

Major subordinate command

OPTEMPO
Operations tempo

ORD

Operational requirements document

TPO

TRADOC Proponent Office

TPIO

TRADOC Proponent Integrating Office

The flowchart below graphically illustrates the acquisition process proponents must go through to acquire non-system training devices.
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STEP


EXPANDED STEP INFORMATION

3. Ensure that currently existing and planned devices have been investigated (continued).
Review the data collected in Tasks 1 and 2.  Useful sources of information on current devices include PEO-STRI, ATSC and the Training Aids Support Office for your school.  Manufacturer’s Representatives are also a prime source of information about current devices.  See Table H-3 for suggestions on dealing with these representatives.



4. Review the broad specifications for the TADSS.
Start by reassessing your earlier decisions.  Evaluate the need for an altogether new device versus a current device or one already being developed.  Current devices or those already under development can be acquired more expeditiously and less expensively, increasing the probability that they will be acquired at all.  New devices will require strong justification and a high fidelity of performance.



5. Approve the description of how the device will be used in training.
Does it include such vital considerations as:

· Number of devices?

· Where they will be located?

· How they will be used (in the schoolhouse and in the field)?

· SM and critical tasks supported?

· Collective tasks supported?

· Facility requirements?

Note: If a new facility will be required, it will take a minimum of five years to obtain it if Major Construction, Army is required.  (Renovations of existing facilities to accommodate new training devices may be accomplished faster if the cost is $1M or less.)

 

Continued on Page H-20
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ATSC


Army Training Support Center

PEO-STRI

Program Executive Officer – Simulations, Training & Instrumentation

The table below suggests considerations to keep in mind when talking with training device manufacturer’s representatives.

TABLE H-3.  DEALING WITH MANUFACTURER’S

REPRESENTATIVES



Purpose
· To obtain information about the latest developments in device technology.

· To obtain information about devices similar to the one you are considering.

· To alert manufacturers to potential procurement using commercially available procedures.



Process
· Obtain approval from the Assistant Commandant or appropriate training office.  At some schools, rules prohibit such discussions because of a concern for potential conflict of interest.

· Contact the Contracting Office at your school to obtain information about what can and cannot be discussed and done at meetings with representatives.

· Arrange to meet individual representatives separately.

· Explain the device you have in mind, what you want it to do, how many you will need, and give a tentative time schedule for acquiring the device.

· Explain procurement status to date; i.e., MNS/ICD submitted, MNS/ICD approved, ORD/CDD submitted, ORD/CDD approved, etc.

· Check any claims that a commercial device exists.  (Check with the Contracting Office first.)

 

Other

considerations
· Never show representatives any internal procurement or device specification documents.

· Avoid mentioning brand names.

· Try to hold discussions with more than one manufacturer--but not at the same time.

· Ask others to attend if they can benefit from or contribute to the meeting.  If you are considering asking them to attend because of concerns about conflict of interest, do not hold any meeting at all.
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STEP


EXPANDED STEP INFORMATION

6. Recommend method for procuring the device.
You have four device acquisition processes to choose from:

· System ORD/CDD process (if you select this method, contact the system manager to determine how to proceed).

· NSTD ORD/CDD process.

· Existing approved NSTD ORD/CDD process.

· Streamlined NSTD ORD/CDD process (commercially available).

Any decisions made at this time can be reconsidered later.  See Table H-4 for a description of the four procedures.



7. Review the ORD/CDD.
ORD/CDD are prepared much the same as a new system ORD/CDD (see Duty II, Task 7).  .



Continued on Page H-22
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AMC

Army Materiel Command

ATSC

Army Training Support Center

CATS

Combined Arms Training Strategy

CDD

Capabilities development document

ICD


Initial capabilities document

ORD

Operational requirements document

NSTD

Non-system training device

RDT&E

Research, development, testing, and evaluation

TABLE H-4.  PROCUREMENT ALTERNATIVES



METHOD


DESCRIPTION AND BENEFITS

System ORD/CDD
If the device supports a particular system, utilize the System ORD/CDD.  Contact combat developments or the Project Manager for guidance.  Most Army systems being developed have a Project Manager.  If the Project Manager is willing to incorporate the device in the procurement strategy, he will program funds for it.



NSTD ORD/CDD
If you are going to use the NSTD ORD/CDD process it will require full RDT&E be funded and performed.  This method allows taking full advantage of new and emerging technologies.



Existing

NSTD ORD/CDD
If a satisfactory device is already being developed, consider adding your requirement to it.  Such a process can dramatically decrease acquisition time and costs.



Streamlined

NSTD ORD/CDD
This process can be used when there is a commercially available device that will meet your needs.  Although you will follow the normal NSTD ORD/CDD process, you will reduce the amount of time RDT&E dollars and the acquisition time considerably.
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STEP


EXPANDED STEP INFORMATION

8. Have the ORD/CDD submitted through ATSC at HQ, TRADOC.
The ORD/CDD is submitted through CAC for integration into the combined arms training strategy (CATS) to ATSC at HQ, TRADOC where it undergoes prioritization against all other TRADOC school training device requirements.

At this time, you must include all device costs, as you understand them, in your department’s program year budget (the year that you anticipate acquiring the device).  See Table H-5 for a description of how to budget for training devices.

Attend scheduled prioritization meetings and conferences, advocates are welcome.  High ranking (i.e., your Assistant Commandant, CG, etc.) knowledgeable advocates usually do well.  Be prepared to discuss the value of your device in terms of battlefield consequences.  Try to quantify these consequences as much as possible.

 

9. Recommend the BOIP and QQPRI.
Begin preparing both the BOIP and the QQPRI as required by the process.  You will need these documents regardless of the procurement method you ultimately choose.  Your school training device personnel can help you prepare them.



Continued on Page H-24
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ATSC

Army Training Support Center

BOIP

Basis of issue plan

CAC

Combined Arms Command

CDD

Capabilities development document

CG


Commanding General

NSTD

Non-system training device

ORD

Operational requirements document

QQPRI

Qualitative and quantitative personnel requirements information

RDA Plan
Research, Development and Acquisition Plan

TADSS

Training aids, devices, simulators and simulations

TMA

Training mission area

The table below describes how to budget for training devices in your school and department budgets.

TABLE H-5.  BUDGETING FOR DEVICES



1. You should budget for the device prior to receiving any TRADOC approvals.  The budget process permits budgeting for funds in anticipation of obtaining the necessary approvals.

2. You should budget for funds even though you are explicitly seeking funds from other sources that are not included in your department budget.  Doing this may increase the probability that your device will be funded.  The process works like this:

· NSTDs are prioritized under the training mission area (TMA) prioritization process.  This process establishes priorities for all NSTDs based on need.  The process is comprised of a number of procedures and decision points that culminate in a NSTD prioritization list.

· System TADSS are included in the acquisition programs of the materiel systems that they support and are prioritized under the RDA Plan prioritization process.  The RDA Plan is the long range planning document for research, development, and acquisition of materiel systems.
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STEP


EXPANDED STEP INFORMATION

10. Select the procurement method.
At this point, your choices are down to two:

· NSTD ORD/CDD

· Streamlined NSTD ORD/CDD

Base your decision on discussions with device manufacturers, ATSC, and others who may have a vested interest.  If a delay in making the decision will increase the probability of acquiring the device off-the-shelf (Streamlined NSTD method), the delay may still save time in the long run and increase the likelihood of obtaining the device.  Refer back to Table H-4 for a discussion of procurement methods.

Whichever method you select, be sure that the minimum essential soldier performance required from using the device is not compromised.



11. Approve documentation necessary for NSTD ORD/CDD submission.
See Table H-6 for the ORD/CDD format.  Check with the DCG, Futures Center for the most current ORD/CDD format.



END
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ATSC

Army Training Support Center

BOIP

Basis of issue plan

CDD

Capabilities development document

C3I


Command, control, communications, and intelligence

ICD


Initial capabilities document

ILS


Integrated logistics support

IPR


In-process review

MANPRINT
Manpower and personnel integration

ORD

Operational requirements document

NSTD

Non-system training device

TADSS

Training aids, devices, simulators, and simulations

The table below shows the format used for preparing your NSTD ORD/CDD submission.

TABLE H-6.  ORD/CDD (FORMAT) FOR NSTD



1. General Description of Operational Capability.  Identify the mission area(s) supported and describe the proposed TADSS.

2. Threat.  Identify the title of the capability package that the device supports.

3. Shortcomings of Existing Systems.  Describe why the existing systems or programs cannot meet the current or projected training requirements.

4. Capabilities Required.  Within the following sub-paragraphs, identify the performance capabilities and characteristics required.


a.
System Performance.


b.
Logistics and Readiness.


c.
Other System Characteristics (include MANPRINT requirements).

5. Program Support.  Use the following sub-paragraphs to address organizational intermediate, depot level, or contractor logistical support objectives for limited and full operational capabilities.


a.
Maintenance Planning.


b.
Support Equipment.


c.
Human Systems Integration/MANPRINT.  Includes MANPRINT requirements and constraints not covered in other paragraphs.


d.
Computer Resources.

e. Other Logistical Considerations.

f. Command, Control, Communication, and Intelligence.

g. Transportation and Basing.

h. Standardization, Interoperability, and Commonality.

i. Mapping, Charting, and Geodesy Support.

j. Environmental Support.

6. Force Structure.  Estimate the numbers of training systems or subsystems needed.  Include MANPRINT requirements.

7. Schedule Considerations.  Define what actions, when complete, will constitute attainment of initial and full operational capability.

Annexes:

A.  Rationale

B.  Coordination

C.  Training Device Strategy
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INTRODUCTION

You should be here if you are directing doctrine development.

This Appendix provides tables and figures in direct support of Duty III.  The following tables and figures are in this Appendix:

FIGURES



Figure I-1.
Armywide Doctrinal and Training Literature (ADTL) Flowchart.


I-4

Figure I-2.
Sample Format for Prioritized Doctrinal Workload.
I-8



Figure I-3.
5-Year Doctrinal Literature Program Worksheet.
I-9



Figure I-4.
Doctrine Development Project Milestone Schedule Worksheet.
I-10



TABLES



Table I-1.
Doctrine Management Checklist.
I-11



Table I-2.
Criteria for Assigning Doctrine Writers.
I-12



Table I-3.
Publication Team Roles and Responsibilities.
I-13



Table I-4.
Guideline for Establishing Scope of Doctrine Development Efforts (ADTL Hierarchy).
I-17



Table I-5.
Procedure for Determining Impact of Content on Doctrinal Literature Publications.
I-19



Table I-6.
Guide to External Staffing.
I-20



Table I-7.
TRADOC Doctrine Development Standards.
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Primary Doctrine Development References

Primary References


Purpose

TR 25-30, Preparation, Production, and Processing of Armywide Doctrinal and Training Literature (ADTL).
This regulation prescribes policy, standards, procedures, and responsibilities for the preparation production, and processing of publications in the TRADOC portion of the Armywide Doctrinal and Training Literature Program (ADTLP).  It also defines the roles and responsibilities of individuals responsible for preparing ADTLP publications.



TR 25-31, TRADOC Armywide Doctrinal and Training Literature Programs.

TR 25-32, TRADOC Doctrinal Literature Master Plan.
These regulations define policy and responsibilities for the development, coordination, review and approval authority of Army doctrinal literature.  They provide a plan for developing doctrinal literature that includes a listing of existing inventory and new requirements.



TRADOC Reg 25-35, Preparing and Publishing U.S. Army Training and Doctrine Command (TRADOC) Administrative Publications
This regulation explains how to program TRADOC administrative publications in alternate formats.



TR 350-70, Training and Doctrine Development Management, Processes, and Products
This regulation prescribes policies, procedures, and responsibilities for the TRADOC Armywide Doctrinal and Training Literature Program (ADTLP).



TRADOC Pam 25-35, Desk Guide to Doctrine Management.
This pamphlet explains how to perform doctrine management activities as part of the Armywide Doctrinal and Training Literature Program.
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Figure I-1, on pages I-4 through I-7, provides a flowchart for each of the doctrine development phases:








Assessment








Planning








Development








Printing and distribution

You can use this to see where in the process you are and in planning resources to accomplish each of the phases.
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1.  Assessment









Figure I-1.  Armywide Doctrinal and Training Literature (ADTL)

Flowchart
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CALL

Center for Army Lessons Learned

FAA

Functional area assessment

IPR


In-process review

JCLL

Joint Center for Lessons Learned

2.  Planning
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Figure I-1.  Armywide Doctrinal and Training Literature (ADTL)

Flowchart (continued).
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3.  Development
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Figure I-1.  Armywide Doctrinal and Training Literature (ADTL)

Flowchart (continued)
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4.  Printing/Distribution
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Figure I-1.  Armywide Doctrinal and Training Literature (ADTL)

Flowchart (continued)
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[image: image20.wmf]Figure I-3.  Example of 5 Year Doctrinal Literature Plan (DLP) 
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SAMPLE
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Figure I-4. Doctrine Development Project Milestone Schedule Worksheet
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Table I-1. Doctrine Management Checklist
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Table I-2.  Criteria for Assigning Doctrine Writers

DOCTRINAL PUBLICATION CATEGORY


WRITER SKILLS


WRITER

EXPERIENCE

Foundation/Keystone/ Capstone


Tech Writing, Military History/Theory
Staff College instructor

Combined Arms (EAC to CO Team)
Tech Writing
Command experience one level up, staff college instructor

 

Proponent Principles
Subject Matter Expertise
Service school instructor, field experience



Proponent Functions
Subject Matter Expertise
Service school instructor, field experience



Proponent Units
Subject Matter Expertise
Command experience one level up, service school instructor



Employment Procedures and Soldier (System)
Subject Matter Expertise
Service school instructor, field experience



Reference Training Manager
Training and Education Expertise
Operation staff experience (G2/G3)



Reference Environments
Subject Matter Expertise
Field experience (G2/G3)



Reference Threats
Threat Analysis
Field experience in region (G2/G3)



Reference Leadership
Military History, Organizational Behavior
Command experience



Reference Fundamentals
Subject Matter Expertise
Service school instructor
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CO

Company

DLP
Doctrinal literature program

EAC
Echelons above corps

G2

Intelligence

G3

Operations

SME
Subject matter expert

Table I-3.  Publication Team Roles and Responsibilities

SME/WRITER

Maintain a file of all guidance, comments and audit trail information.

Confirm the requirement for the publication and its writing purpose.

Plan and comply with project milestones.

Cooperate closely and continually with the editor and the visual information specialist from initial meeting through completion of the camera-ready mechanical (CRM) or camera-ready copy (CRC).

Designate the overall classification of the document, each classified portion of the document, and the downgrading instructions.

Determine the reading grade level (RGL) of the target audience and provide that information to the editor.

Conduct necessary research to attain the most complete, accurate, and up-to-date information available on the subject area.

Review other Joint Service and DA publications, including drafts, that may impact on the subject.

Coordinate with writers of other publications in progress to standardize content and minimize duplication.

Prepare and forward program directive to approval authority.

Prepare an outline and coordinate it with the editor; obtain necessary guidance and approval prior to preparing the initial draft.

Coordinate with combat developers to ensure that the approved operational concepts and those under development are considered during development of the publication.

Incorporate applicable international standardization agreements.

Coordinate with proponents of all required references to ensure that the most current information is considered and to avoid inconsistencies.

Comply with all requirements for inclusion of forms.

Comply with all requirements for graphics.

Comply with all requirements for data collection.

Obtain proper release of copyrighted material used and identify the material in the text.
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Table I-3.  Publication Team Roles and Responsibilities (continued)

SME/WRITER (continued)

Verify and categorize references for the consolidated list of references.

Coordinate with the agency Threat manager for review and approval of Threat content.

Staff the Publication at all necessary .

Evaluate and incorporate comments resulting from coordination and resolve disputes.

Brief superiors on progress of the publication and reasons for including or not including field comments.

Provide definitions for the glossary and identifying terms for the index.

Identify sources for illustrations, especially technical illustrations.

Adhere to publication standards and requirements prescribed in TR 25-30 and local directives.



EDITOR

Maintain a file of all approved editorial changes and other relevant information.

Provide continuity to a project during a turnover of writers.

Act as liaison between the SME and VIS.

Review the SME’s outline for logical, coherent, balanced, and consistent organization.

Compare the manuscript with the outline and make or recommend necessary adjustments.

Act as test reader.

Assess the text and revise it as necessary to ensure that it meets RGL requirements.

Minimize wordiness and redundancy.

Ensure adherence to prescribed format.
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ADTLP

Armywide Doctrinal and Training Literature Program

RGL

Reading Grade Level

SME

Subject Matter Expert

VIS


Visual Information Specialist

TR


TRADOC Regulation

Table I-3.  Publication Team Roles and Responsibilities (continued)

EDITOR (continued)

Ensure titles are accurate, succinct, and parallel.

Ensure contents conform to the rules of grammar and prescribed ADTLP style.

Ensure consistency of writing style, especially when different writers contribute to the publication.

Ensure all applicable required elements are included and ensure the wording of all necessary statements is accurate.

Verify the table of contents and the currency of forms and references, compile the glossary, and prepare the index.

Ensure the publication meets copyright, libel, and proprietary requirements.

Provide the VIS with a logically organized, properly formatted, and grammatically accurate final approved draft, including an outline showing all titles and subtitles.

Recommend to the VIS portions of text that may better function as graphics.

Reviewing the CRCs or CRMs to ensure corrections have been made.



VISUAL INFORMATION SPECIALIST

Ensure overall publication design format meets appropriate specifications.

Ensure that typography and layout are consistent.

Ensure that all graphics are essential and functional.

Determine illustration technique and photo treatment.

Determine the functional use of color.
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CRC
Camera Ready Copy

CRM
Camera Ready Mechanical

Table I-3.  Publication Team Roles and Responsibilities (continued)

VISUAL INFORMATION SPECIALIST (continued)

Create and produce the page-by-page layout for the comprehensive dummy or CRC.

Product a comprehensive dummy when required.

Supervise production of the CRMs.

Review the CRMs for adherence to the approved comprehensive dummy or page proofs.

Comply with pertinent regulations.
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ADTL
Armywide Doctrinal and Training Literature

CRC
Camera Ready Copy

CRM
Camera Ready Mechanical

SOP
Standing Operating Procedures

TTP

Tactics, Techniques and Procedures

Table I-4.
Guideline for Establishing Scope of Doctrine Development Efforts (ADTL Hierarchy)

Category
Content Considerations
Constraints
Target Audience



Keystone/

Capstone Pubs.
Cover the full range of operations.  Focus on principles.  Levels of War.  Applicability to range of threats, environments.
Compare to coverage of principles in Proponent Principles Publications.
Total Army, All Echelons.

Combined Arms Pubs.
Focus on Echelon/Force Type(s).  Range of Operations.  Covered.  Tactics & Techniques for conducting operations.  Relationship to higher/lower echelons.  Tactical SOP (Appendices)


Compare to publication for next echelon up/down.  Compare to coverage in Capstone pubs.


Multiple branch/service EAC to Company Team.

Principles Pubs.
Cover Specific Functions.  Relationship of function to Capstone document.  Principles for performing function in support of operations.  Variations of threat, environment, & echelon.


Check Capstone coverage of principles.
Branch or functional area brigade to squad.

Functional Pubs.
Cover specific functions.  Focus on TTP.  Relation of function to combined arms document.  Variations of threat, environment, & echelon.


Check coverage in combined arms pubs.  Check reference (threat of environment) pubs.


Entire functional area.

Unit Pubs.
TTP for type unit.  Range of functions performed by unit.  Appendices = Battle Drills, Tactical SOP.  Relation of unit to combined arms operations.


Compare to related unit/ combined arms/ proponent functional pubs.
Specific branch units.
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Table I-4.
Guideline for Establishing Scope of Doctrine Development Efforts (ADTL Hierarchy) (Continued)

Category


Content Considerations
Constraints
Target Audience

Soldier Pubs. (Systems)
Techniques & procedures for systems.  Crew Drills.  Detail functions/task that system performs.  Variation due to threat, echelon, or environment.


Compare to Proponent/Unit Publications.
System operators & maintainers.

Soldier Pubs. (Occupations)
Techniques & procedures for occupations.  Relations of job task to system/unit function.  Variation due to threat, echelon, or environment.


Check employment procedures and Soldier Pubs.  Check reference (fundamental) publications.

 
Individual Soldiers

Training Mgmt. Pubs.
Principles and TTP for Training Management.
Compare to Capstone Tng. Mgmt. Pub.
Commanders at all levels and branches.



Environment Pubs.
Particular environment types.  Include principles and TTP.  Variation due to type units and type operations.


Compare to environment discussions in other pubs.
All units/soldiers operating in special environments.  All specialties & career fields.



Threat Pubs.
Particular threat types.  Impact of various type units on operations.


Compare to threat discussions in other pubs.


All soldiers in leadership positions.



Leadership Pubs.
Principles and TTP for leadership.
Compare to Capstone leadership pubs.


All units/soldiers.

Fundamentals Pubs.
Procedures for performing tasks.
Compare to employment procedures pubs.


All units/soldiers.

Return to Top of Appendix I
 

Table I-5.
Procedure for Determining Impact of Content on Doctrinal Literature Publications

IF A DOCTRINAL

IMPROVEMENT INVOLVES


THEN

Changes to principles of combined arms operations or principles of employing particular capabilities in support of combined arms operations,


Changes may be required to Capstone doctrinal publications.

Changes to the combination of force capabilities or sequencing of these capabilities in forces ranging form EAC to CO Team,


Change may be required on one or more combined arms doctrinal publications.

Changes to the principles associated with the employment of the capabilities of an Army proponent,


Revisions may be required to one or more proponent principles doctrinal publications.

Changes to the way in which functions are performed by one or more branches or proponents,


Changes may be required to proponent TTP (functional) doctrinal publications.

Changes to the TTP for a proponent unit (e.g., field artillery battery),


Revisions may be required to proponent TTP (unit) doctrinal publications.



Changes to procedures for employing specific weapon systems,
Revisions may be required to proponent employment procedures (for systems) and soldier publications.



Changes to tasks and procedures associated with specific military occupational specialties or career fields,


Changes may be required to employment procedures (for occupations) and soldier doctrinal publications.

 

Changes to principles or TTP for (1) training management, (2) operating in special environments, (3) operation against specific threats, (4) providing leadership, or (5) performing fundamental tasks,


Changes may be required to one or more reference doctrinal publications (training management, environment, Threat, leadership, or fundamentals).
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ADTL

Armywide Doctrinal and Training Literature

EAC

Echelons above corps

CO


Company

TTP


Tactics, techniques, and procedures

This Page Not Used

Table I-7.  TRADOC Doctrine Development Standards

Ensure the publication contents:

· Are consistent with Joint, multi-service, and Army-approved doctrine, tactics, techniques and procedures (TTP) terms and definitions (Joint Pub 1-02, AR 310-25, AR 310-50 and FM 101-5-1; if references conflict, JCS guidance has precedence.

· Are consistent with Keystone and Capstone manuals and not contrary to U.S. national policy, international law, or international standardization agreements ratified by the U.S.

· Contain the “what” and “how” in sufficient detail for commanders and staffs to accomplish their missions and tasks.

· Are integrated horizontally across mission areas and branches.

· Are integrated vertically to ensure consistency between force echelons.

· Are concise and understandable.

· Encourage initiative on the part of leaders and subordinates alike.

· Focus on defeating defined threats to U.S. interests, combat forces, or defined low-intensity conflict (LIC) threats of any origin.

· Are not unnecessarily redundant with other publications with the same target audience.

· Are not suitable for merger or inclusion into with another document.

· Relate to required capabilities identified through the Requirements Determination process.
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JCS

Joint Chiefs of Staff

LIC

Low-intensity conflict

TTP
Tactics, techniques, and procedures

This Page Not Used

INTRODUCTION

You should be here upon receipt of resource requirements input from your key personnel.

You will need:


TRADOC, installation or school, and directorate or department prioritization guidance; division, branch, or project priorities and UFR.


Local forms/worksheets and current year budget.

This section assumes that not enough resourcing is available to cover all organization missions and requirements.  It is then up to you to determine the relative order of importance among competing programs and requirements.

Prioritization is not a perfect science.  You will want to add your local policies to this Appendix to make it a more complete reference for your personal use.  The better job you do at identifying criteria for prioritization, the better chance you have of getting your organization’s top priority programs resourced.

You need to look closely at submissions to ensure they are based on true needs and not “wants and desires.”  Consequently, your submission should meet the same criteria.

All of your personnel take a “vertical” look at their particular requirements.  It is up to you to take a “horizontal” look across the organization.  You will look at all programs across all the players and develop an integrated priority lists.

Resource decisions and priority “reshuffling” occur on a nearly constant basis, but the process must start with the most important programs getting resourcing first.

Return to List of Appendices
UFR
Unfinanced requirement

Steps 1 through 14 outline the process to follow when prioritizing programs within your organization in order to achieve your missions and goals within available resources.

STEP


EXPANDED STEP INFORMATION

1. Review TRADOC priorities.
Guidance from TRADOC may address the specific methodology for prioritizing your programs.



2. Review Commandant guidance.
They should include the TRADOC priorities.



3. Review goals and priorities set by the installation/ school comptroller/DRM.
Review the comptroller’s priorities to ensure they conform to your commander’s.



4. Review the budget input by EOR (see Appendix F) for your organization.
Use the following techniques to review:

· First, look at each of the requirements in isolation, making notes and jotting down any questions.

· Then, look at each EOR in every requirement to get a “horizontal perspective.”  See Appendix L-29 for a program EOR worksheet.

· Compare programs to make more educated choices when prioritizing within the organization.

· Check the program for balance.  Don’t completely wipe out professional development training or facility improvements even during periods of severely constrained resources.  If you do, your organization will pay the price in the long run.



Continued on Next Page
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STEP


EXPANDED STEP INFORMATION

5. Examine input for priority force integration (FI) programs.  (Include priority items at the top of the resourcing list.)
Look for:

· Any program strictly in support of new equipment integration into the force.  They are protected once received by the installation.  Some reprogramming can occur under special circumstances.

· Vital force integration fielding costs (e.g., introduction of a particular weapon system to the field).

· The project manager’s total package fielding and what effect that will have on your budget.



6. Examine any programs that have potential impact on the Installation 5-year Plan.
· Take the plan into account when looking at the “big picture” of programs and how your organization fulfills its part of the department mission.

· Programs should appear in the TLRP.

· Programs making up the installation plan can get into the TRADOC POM and will not have to be submitted in the budget or current year as UFR.



Continued on Next Page
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DRM

Directorate of Resource Management

EOR

Element of resource

FI


Force integration

POM

Program Objective Memorandum

TLRP

TRADOC Long Range Plan

UFR

Unfinanced requirement

STEP


EXPANDED STEP INFORMATION

7. Review any pending STRAP and TRAS (CAD and POI in particular) documents.
Be sure you have included funds to support new training development called for in the STRAP and TRAS documents.

Check expenditures for the following items:

· Training equipment.

· Facilities (barracks, dining facilities.

· Administrative and support equipment or materials.

· Ammunition.

· Construction (ranges, maintenance areas, training areas, classrooms, etc.).

· New systems to support training.



7. Review resources for ADTLP.
· Doctrinal publications that support capability enhancements within the Requirements Determination process and approved concepts should be given first consideration in the development process.

· Schools should work closely with their MSC in prioritizing their ADTLP publications.  The MSCs have published an integrated ADTLP methodology.



8. Review the category system TRADOC will use in deciding what to do with UFRs.
Examples of previous categories are:

Category 1:
UFR will be funded in upcoming contract milestone.

Category 2:
UFR will be funded later in the year if funds become available.

Category 3:
UFR cannot be expected to be funded under current resource guidance but will receive consideration if additional funds become available.

Category 4:
UFR did not include needed information or will not receive further consideration.



Continued on Next Page
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ADTLP

Armywide Doctrinal and Training Literature Program

ITP


Individual training plan

MSC

Major subordinate command

POI


Program of instruction

STRAP

Systems training plan

TRAS

Training Requirements Analysis System

UFR

Unfinanced requirement

STEP


EXPANDED STEP INFORMATION

10. Ask questions to determine order of priority of UFRs.
Questions include:

· Is UFR a new mission assigned by:



HQDA



HQ TRADOC



Installation



School?

· Is it a department priority?

· Is it on the list because of excessive reprogramming during the current year?

· What provides the greatest benefit to the Army?

Do not place a UFR you are confident will be funded at the bottom of the priority list and a lower priority requirement at the top of the list.  This hurts the organization’s credibility.

UFRs cannot be viewed in isolation.  Do not reprogram heavily out of a particular account and then submit a high priority UFR in the same account.

Once a UFR gets established, it remains in the system until it is funded, dropped or a new fiscal year begins.

11. Provide a UFR narrative for your organization.
Your UFR narrative should:

· Be CLEAR, CONCISE, and TO THE POINT.

· Provide convincing justification.

· Be part of a top priority DoD, Army or TRADOC project.

· Identify what will not get done if funds are not provided.

· Identify what will happen to the Army if resources are not provided.

· Identify what capability the Army will lose.

· Identify where funds came from before if it is an ongoing expenditure.

· Identify what current program will be unfunded if the UFR is not resourced and will be funded “out of hide”.

Continued on Next Page
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STEP


EXPANDED STEP INFORMATION



12. Determine organization priorities based on the input from the analysis in Steps 1 to 11.
· Table J-1 lists considerations for prioritizing your missions/tasks.

· You may have to meet with your boss to re-negotiate your budget submission.

· The School Commandant may ask for a listing of priorities as shown below:



Top ten issues not financed.



Top five issues not financed.



What the organization proposes not to do.



13. Prepare (or have prepared) prioritized lists of resourced and un-resourced requirements.
The lists may appear in different formats depending on local policy.  They may be:

· Annotated lists submitted by the divisions/ branches.

· Priority lists as in Step 12.

· Lists put together for directorate/department use while preparing their final budget request.



14. Have key personnel (including budget personnel) review the prioritized lists and make necessary changes.




END
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It is important to take the time to make good selections of tasks/missions you can accomplish with the resources provided.  The table below lists some considerations for prioritizing organization requirements.

TABLE J-1.  PRIORITIZATION CONSIDERATIONS



1. Select prioritization methodology (see Analytical Hierarchy Process Page J-8).

2. Rank order programs using appropriate methodology, using third parties to assess programs and personal experience.

3. Require program proponents to defend program in adversary meetings.

3. Ensure priorities reflect guidance and priorities from higher headquarters.
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Figure J-1 provides a method developed by Thomas Saaty for comparing programs.  It is used to determine priorities based on an overall comparison among all programs.

[image: image23.wmf]EXAMPLE ANALYTICAL HIERARCHY PROCESS 
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Figure J-1

In this methodology each program is rated against every other program as to whether it is more important.  If it is more important, then it gets a 1.  The scores are then totaled for each row, and the higher the score, the higher the priority.  In this example, Program C was ranked the number 1 overall priority.  NOTE:  In the event two or more programs appear to be equal in priority, give the higher priority to the program that has the most resources already committed (Sunk Costs).
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INTRODUCTION
You should be here if you are directing training development and considering contracting with the private sector for supplies or services to support the Government operation.

This appendix describes the decision-making involved in planning for contracting with the private sector.  Basically, the decisions consist of answering the following questions:

1. Do we need to contract for support or can we accomplish the mission with our own resources?

2. What alternatives are available to acquire private sector support?

3. What is my role as a manager in the acquisition planning process?

4. How does the contracting process work?

5. What are my legal constraints when dealing with industry representatives?



NOTE:  As a standing procedure, any questions or concerns about contracting with the private sector should be taken to your local contracting activity.

Return to List of Appendices
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1. Decide whether or not to contract.
Typically, managers confront the question of whether or not to contract when faced with the prospect of wrestling with problems of mission accomplishment and declining resources.  It is vital that you attempt to retain a degree of core capability, particularly as some tasks are “inherently governmental” and not suitable for contract.

Government policy is to consider the private sector as a source for supplies and services to accomplish mission support.  Examples of mission support include:

· Training and doctrine analysis.

· Test and evaluation.

· Analytical support.

· Interactive multimedia instruction (IMI) development.

· Combat development analysis.

· Platform instruction.



2. Determine the best acquisition alternative.
Once a decision is made to pursue private sector support, you have several valid means to accomplish contracting.  These are identified in Table K-1.

See your contracting activity for assistance in determining which acquisition alternative best fits your situation.

Further information should be obtained from your contracting activity.

Continued on Page K-4
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CAAS
Contracted Advisory and Assistance Services

IMI
Interactive multimedia instruction

The table below describes different acquisition alternatives and the factors used for selecting the appropriate one.

TABLE K-1.  ACQUISITION ALTERNATIVES



ALTERNATIVE
FACTORS

Full and open competition.
Costs are a dominant factor in competitive acquisition.  Competition provides the most value for the cost.  It has a significant and desirable effect on quality and technological superiority.

Contracting without providing for full or open competition because of a lack of planning, time, or loss of fiscal year funds is PROHIBITED.



Sole source.
Sole source means going to a single vendor without offering open competition.  There are only 7 circumstances permitting other than full and open competition.

· Only one responsible source.

· Unusual or compelling urgency.

· Industrial mobilization, or engineering, developmental, or research capability.

· International agreement.

· Authorized or required by statute.

· National security.

· Public interest.



Small business set-aside.
The primary purposes of increased small business contracting are the broadening of the industrial base for mobilization and future competition.



“Offloading”.
Offloading is the use of an already-in-place contract that is managed by another command, or when another agency awards a contract on your behalf.  This may save contract processing time, but increases the potential for abuse and loss of management control.  Offloading requires prior approval obtained through the submission of an “Offload Request.”
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3. Plan the contracting process.
Generally, the contracting or acquisition process occurs in 5 phases.  These phases are described in Table K-2.

The DOD Handbook (MIL-HDBK 29612) for Guidance for the Acquisition of Training Data and Services provides requirements and task descriptions for acquisition of military training programs.  These requirements and task descriptions can be tailored to fit the program you require.

You should use MIL-HDBK 29612 to accurately identify training development requirements for contracting with the private sector.  You must work as a team with your contracting activity to tailor the tasks and Data Item Descriptions (DIDs) cited in this standard to meet your specific needs.  The ultimate goal of the Handbook is to enable the Government to identify more accurately the data or information that the Government must have to fulfill a training requirement.  Because the standard has been prepared for joint service use, understanding how to tailor the task descriptions and data requirements cited is critical.  Failure to tailor accurately and intelligently will result in performance of tasks and purchase of data that either extend significantly beyond the minimum scope of the original training requirement or that do not meet the needs of the end user, while unnecessarily escalating the cost.  The contracting activity and training activity must work as a team to tailor the tasks and DIDs cited in this standard to meet Service-specific needs.

Questions regarding the regulation should be directed to the office of Defense Standardization Program Office (DSPO), telephone (215) 697-6257, or visit the web site at www.dsp.dla.mil.






Continued on Page K-6
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The table below describes the contract and acquisition process.

TABLE K-2.  CONTRACT & ACQUISITION PROCESS



PHASE


DESCRIPTION

Planning
Develop detailed specifications for all phases of the contract/acquisition process along with realistic delivery timelines.  To do this you:

· Determine your needs (use MIL-HDBK 29612).

· Coordinate with your contracting activity to determine what you will have to do.  This should include setting up an Advance Acquisition Planning Team as part of the TRADOC ADVANCE ACQUISITION PLANNING SYSTEM (TAAPS).

· Obtain any required special approvals.

· Program funds.

· Prepare planning documentation (includes an Acquisition Strategy for ALL acquisitions).  You must maintain a comprehensive audit trail.

 

Pre-solicitation
Contracting and legal personnel analyze your requirement and resolve regulatory and legal questions prior to solicitation.

NOTE:  During this time you may receive inquiries directly from contractors.  AVOID violation of procurement integrity laws.  Refer all contractors to your supporting contracting activity.



Solicitation
Prospective sources review your request for proposal and prepare and submit offers to the contracting activity.

Generally, a solicitation cannot be closed until all substantive questions have been answered.  You may be required to assist in answering technical questions from contractors.



Continued on Page K-7
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3. Plan the contracting process (continued).
Contracting is a very regulated process that changes often.  It is very important that you contact your supporting contracting activity for guidance on what to do and how to proceed as soon as possible after deciding to contract.

After completing the documents for contracting, it normally takes 6 to 12 months for actual contract award.  Hence, there is a vital need for planning to take place well before the work is required.

The U.S. Army Training Support Center (ATSC) maintains an open delivery order type contract for multimedia training development requirements.  This will preclude you having to go through the time-consuming bidding process and will allow unfinanced requirements (UFRs) to be processed with year-end money.

For assistance, contact the U.S. Army Training Support Center, Acquisition Support Branch, ATTN: ATIC-ITSC-C, Bldg. 2789, Fort Eustis, VA  23604 or telephone DSN 826-3608/(757) 878-3608.



Continued on Page K-8
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TABLE K-2.  CONTRACT & ACQUISITION PROCESS (continued)



PHASE


DESCRIPTION

Evaluation and award.
Contracts are evaluated and awarded on a number of factors, including price, technical capabilities and requirements, and “best value” standards.

As the technical or subject matter expert, you will be involved in the evaluation process.  Your contracting activity will assist you in identifying your evaluation and award requirements based on the type of contract involved.



Delivery and performance.
The time after contract award during which the contractor is required to deliver supplies or perform services.

For certain types of contracts, your contracting officer may appoint a technical or subject matter expert from your organization as a Contracting Officer’s Representative (COR) or Contracting Officer’s Technical Representative (COTR).  The COR/COTR’s main responsibility is to assure that the contractor performs as specified in the contract.

All COR/COTRs must be trained and certified.  Coordinate with your contracting officer or installation contracting activity to receive training and certification.
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4. Follow current policy regarding your contacts with contractors.
As a manager, you will probably have contacts with industry representatives outside the scope of the formal acquisition process.

These contacts are constrained by laws and regulations.  Consult your contracting activity ethics counselor.

Following receipt of that advice, meaningful dialogue with industry representatives is often very useful in accomplishing the TRADOC mission.

General rules for this contact are outlined in Table K-3.



END
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The table below describes the general rules that apply to any contacts with industry representatives.

TABLE K-3.  GENERAL RULES FOR CONTACTS WITH INDUSTRY



1. Avoid any perception of favoritism to any one source, particularly when dealing with former DA or DOD personnel.  To avoid furnishing information that may give an unfair competitive advantage, clear any information to be given out with your contracting activity.

2. Only contracting officers and their expressly authorized representatives acting within their authority are authorized to commit or obligate the government to a private sector organization.

3. You cannot request a contractor to provide goods or services to DA at no charge to the government.  Before any demonstrations are conducted, you must execute a Vendor Demonstration Agreement (available from your installation contracting activity).

4. DA personnel CANNOT furnish one potential contractor a commercial advantage over others.

5. Clear any discussion with contractors, on subjects that may require contracting support, with your installation contracting activity.

6. It is DoD policy to foster and encourage discussion and exchange of ideas with industry.  The submission of unsolicited proposals by industry is a valuable means to evaluate unique and innovative ideas.  If you receive an unsolicited proposal, forward it to your contracting activity without delay.  They will assure it receives full evaluation.
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5. Planning for the type and quantity of training/training support needed.
To better insure that the quantities and types of training and training products that you need are actually going to be procured, there are many considerations you need to review in planning to acquire training and training support services from a contractor.

A list of many of the considerations is provided in Table K-4.
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The table below lists many of the considerations that apply to the procurement of training data and services.

TABLE K-4.  PLANNING CONSIDERATIONS FOR CONTRACTED

TRAINING PRODUCTS AND SERVICES



The following are some of the considerations that should be reviewed when contracting for training and for training services.  The answers to the questions in this table will provide data for developing tasks and for tailoring data item descriptions (DIDs) as contained in MIL-HDBK-29612.  This list is not all inclusive.



1. Scope of the Training Requirement

a. Does the requirement include training analysis, design products, course instructional materials, the actual conduct of training, and evaluation support - or a combination of these?

b. Can an existing course fill the need, with or without modifications, or is a new course needed?

c. Are course materials available within the Government or commercially available that meet course needs?

d. Have training resource and planning requirements been identified by the Government, or will the contractor be tasked to identify resource and planning data?



2. Course Control Data

a. What performance deficiency is met by the proposed instruction?

b. What are the projected resource requirements in terms of instructors, support personnel, facilities, equipment, fuel, ammunition, printing support, and TADSS