                                  LESSON 2

                       DESCRIBE HOW TO ASSESS TRAINING

                                  OVERVIEW

LESSON DESCRIPTION:  In this lesson you will learn to describe

                        how to execute training.

TERMINAL LEARNING OBJECTIVE:

ACTION:        Describe how to assess training.

CONDITION:     You are a small unit leader or commander, given a

                description of how to execute training.

STANDARD:      Describe how to assess training in accordance with

                FM 25-101.

REFERENCE:     The material contained in this lesson was derived

                from FM 25-101.

                                INTRODUCTION

     Training assessment is an integral part of the training

management cycle.  Information obtained as a result of a

thoroughly planned evaluation provides the basis for the

commander's and leader's assessment of his unit and training

program.  Throughout, leaders benefit through the leadership

assessment and development program that occurs concurrently with

the training evaluation and assessment process.  Ultimately,

adjustments are made in resources, personnel, training methods,

and other areas to refine the training program focus.

                PART A - DESCRIBE HOW TO EVALUATE TRAINING

     The evaluation process is continuous.  Therefore, evaluations

must be planned for all training and considered as a way of life

in the unit.  Training evaluations are integral to training

management and are conducted by leaders at every level.

     Training evaluations measure the ability of soldiers, leaders,

and units to perform a task against Army standards.  It is a

snapshot, at a given time, of whether or not the task was

conducted to standard under prescribed conditions.
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1.   Identify the Different Types of Evaluation.

     There are four types of evaluations:  informal/internal,

informal/external, formal/internal, and formal/external.

     Informal evaluations are continuous evaluations conducted by

all leaders in the chain of command.  They are mainly used at

battalion level and below.  Informal evaluations provide

immediate feedback on training proficiency.

     Formal evaluations are conducted at all levels, but are

resource intensive and are usually scheduled on the long-range

and short-range calendars.  Formal evaluations require dedicated

observer controllers (OCs), and are sometimes used for

unannounced training events such as Emergency Deployment

Readiness Exercises (EDREs).

     Internal evaluations are planned, resourced, and conducted by

the unit undergoing the evaluation.  These evaluations are a

function of unit leadership whenever training is conducted.  This

type of evaluation is best suited for squad-sized elements to

document results of training.

     External evaluations are also planned and resourced, but are

normally conducted by the headquarters two levels above the unit

being evaluated.  For example, a tank battalion headquarters

would evaluate tank platoon.

     The four types of evaluations can be combined to meet the

particular needs of the units or soldiers being evaluated.  For

example, a division may conduct an external/formal evaluation of

a battalion FTX, while the battalion and company/teams may

conduct internal/informal evaluation of their own units.

Regardless of the type of evaluation, leaders must be present at

all training--personally supervising and evaluating.

2.   Develop an Evaluation Plan.

     Evaluations must be thoroughly planned and executed.  The

evaluation of collective training is critical to assessing a

unit's capability to perform its METL tasks.

     The chain of command begins planning for evaluations during

formulation of the long-range planning calendar.  For Active

Component battalions, that translates to 12 to 18 months before

training execution.  For the Reserve Component battalions, the

time frame is from 36 to 42 months.
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The following information facilitates the planning process:

          o    Type of exercise (battalion FTX, company FTX, company

               STX, TEWT).

          o    Dates of exercise.

          o    Type of evaluation (formal, informal, internal,

               external, or combination).

          o    Support requirements (internal and external).

          o    Coordination for external evaluation support.

     The evaluation planning process continues as the date for

training execution approaches.  During short-range planning (3 to

4 months out for AC battalions, 1 year for RC battalions)

commanders and leaders develop and provide the following

information:

          o    Commander's intent and focus for the exercise.

          o    Pre-execution checklist.

          o    Level of evaluation; for example, down to platoon

               level.

          o    Dates for training the O/Cs.

          o    Plan for conduct of O/C training.

     The evaluation planning process is not complete until the

evaluation and control plan is fully developed.  This is a

comprehensive plan that is continually refined up to the date of

execution.  An evaluation plan contains the following

information:

          o    Intent of the exercise and the evaluation.

          o    Evaluation procedures.

          o    Exercise scenario.

          o    Training objectives.

          o    Guidance on conduct of AARs.
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          o    Resource guidance.

          o    Required coordination.

          o    Discussion on O/C's role in safety.

          o    Rules of engagement.

          o    References (SMs, FMs, MTPs, and SOPs (including those

               of slice units)).

          o    Evaluation checklists (to include T&EOs).

3.   Select O/Cs.

     The selection of highly qualified O/Cs is essential to getting

the most out of every training event.  The mission of the O/C is

to provide valid, credible observations of training to the unit

chain of command.  To be fully effective, O/Cs must follow these

rules:

          o    Be trained and rehearsed.

          o    Know the terrain.  (Conduct reconnaissance when

               possible.)

          o    Don't be argumentative.

          o    Identify strengths as well as weaknesses.

          o    Patiently observe all actions of a unit.  (Don't jump

               to conclusions.)

          o    Always use the chain of command.  (Don't take command

               of the unit.)

          o    Be prepared to coach unit leaders.

          o    Be flexible; base observations on unit's reaction to

               the tactical situation, not on personal knowledge of

               the preplanned scenario.

          o    Do what the soldiers do.  Experience the same

               conditions as the evaluated unit.

          o    Know OPFOR training objectives.
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     In addition to being fully trained, the O/C must be of equal

or greater rank to the leader of the unit being observed.  For

example, if a scout platoon is conducting an FTX, the O/C must be

an armor or infantry lieutenant who has had experience as a scout

platoon leader.  It is inappropriate to have the battalion signal

officer observe the scout platoon.  The signal officer would not

have the credibility required to execute the observation mission,

no matter how much he trained and rehearsed.

4.   Train O/Cs.

     Observer Controller is a duty position, just like being a

platoon sergeant or squad leader.  Good platoon sergeants need to

train, and the same is true for O/Cs.  Tough, realistic training

is the only way that O/Cs become technically and tactically

proficient.

     O/C training covers many subjects.  The most important aspect

of O/C training is knowing Army doctrine.  An O/C that does not

know Army doctrine is not only ineffective, but also counter

productive.  Soldiers and leaders learn from O/Cs.  If they learn

the wrong doctrine, then both time and money are wasted.

     O/C training is time consuming.  At a minimum, the training

plan for O/Cs should address the following subjects:

          o    Army doctrine.

          o    Safety and environmental considerations.

          o    Conduct of required rehearsals.

          o    Purpose and scope of the exercise.

          o    Training objectives.

          o    Training and evaluation outlines.

          o    Enemy situation (per OPORD).

          o    OPFOR organization.

          o    Participating units' task organization and METL.

          o    Communications plan.
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          o    Maneuver rights area (MRA) restrictions.

          o    Rules of engagement (ROE).

          o    Intelligence plans.

          o    Controller duties.

          o    Reconnaissance.

          o    Required records and reports.

          o    Casualty and damage assessment.

          o    AARs.

               PART B - DESCRIBE THE AFTER ACTION REVIEW (AAR)

1.   Describe the AAR Process.

     The After Action Review is a tool to review soldier, leader

and unit performance on specific tasks and missions.  The purpose

of the AAR is to actively involve soldiers and leaders in a

discussion process to discover three aspects of training:  WHAT

happened, WHY something happened, and HOW to improve on

weaknesses and sustain strengths in the future.  Additionally,

AARs provide unit commanders with information and insight

necessary to develop a unit training assessment.

     AARs can not be confused with critiques.  Critiques provide

only one perspective on what happened.  AARs encourage multiple

views from soldiers and leaders that may have an observation,

insight, or idea that will improve future task performance.  AARs

have the following characteristics:

          o    Conducted during or immediately after each event.

          o    Focus on training objectives.

          o    Focus on soldier, leader, and unit performance.

          o    Involve all participants in the discussion.

          o    Use open-ended questions.

          o    Judge neither success nor failure.
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          o    Determine strengths and weaknesses.

          o    Link performance to subsequent training.

2.   Describe the Two Types of AARs.

     There are two types of AARs:  formal and informal.  The

primary difference between the two is the level of planning,

preparation and resources required.  Formal AARs are more

comprehensive and resource intensive.

     Informal AARs are used at platoon level and below.  Small

units such as tank crews, squads and platoons are ideal for

informal free-flowing discussions.  These discussions orient on

soldier and crew actions, and are normally held prior to larger

unit AARs.  These AARs may be scheduled or done on-the-spot

during training as required.  For example, a tank commander may

conduct an informal AAR for his crew after they conduct a

tactical roadmarch as part of a platoon STX.  The main benefit of

an informal AAR is that it provides immediate feedback while the

training is still fresh in the soldiers' minds.

     Formal AARs are held at company level and above.  Formal AARs

are completed during finalization of the near-term training plan.

Planning for a formal AAR includes site reconnaissance and

selection, coordination for training aids, and Observer

Controller (OC) selection and training.  Examples of where a

formal AAR would be appropriate are:  Externally evaluated lane

training, small unit ARTEPs, and tank and Bradley gunnery tables.

3.   Describe the Four Steps of the AAR Sequence.

     The AAR sequence is broken into four steps:  planning,

preparation, execution, and the use of AAR results.  The amount

of planning and preparation depends on the type of AAR.

                                  PLANNING

     The AAR plan is part of the overall evaluation plan.  Leaders

conducting an AAR must ensure it accomplishes its objective to

promote learning.  At a minimum, AAR plans should include the

following:

          o    Objectives for the AAR.

          o    Designate qualified observer controllers.
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          o    Review the training and evaluation plan.

          o    Identify the participants.

          o    Identify potential AAR sites.

          o    Select training aids.

          o    Review the unit's training objectives and plans.

                                 PREPARATION

     Thorough planning reduces preparation time.  In addition to

final site selection and refinement, the organization of an AAR

must be completed.  This includes prepositioning training aids,

building sand tables, and deciding on a general layout.

Additionally, the AAR discussion must be thoroughly developed and

organized.  The AAR leader puts notes and observations from the

training in chronological sequence, then selects the most

critical events for discussion.  The final task for AAR

preparation is to rehearse at the actual AAR location.

                               CONDUCT THE AAR

     Before starting the AAR, leaders ensure that all participants

are present and ready.  The actual AAR sequence begins with an

introduction and a discussion of the AAR ground rules.  Included

in the sequence of events are the following actions:

          o    Review training objectives.

          o    Commander's mission/intent.

          o    OPFOR commander's mission/intent.

          o    Summary of recent events.

          o    Discussion of key issues:

               --Chronological order.

               --Uses the Battlefield Operating System (BOS) as a

                 guideline.

               --Tasks to sustain or improve.
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          o    Optional issues:

               --Soldier/leader skills.

               --Statistics.

          o    Safety issues.

          o    Summary.

     The actual AAR is a dynamic, candid, professional discussion

of training which focuses on unit performance against the Army

standard for the tasks being trained.  The AAR leader provides

the focus for the AAR, but avoids turning the discussion into a

critique or lecture.

     The final task of the conduct of the AAR is the summary.  Once

all key points have been discussed, the AAR leader leaves the

area to provide unit leaders and soldiers the chance to discuss

the training in private.

                              USING AAR RESULTS

     The real benefit of an AAR is taking the AAR results and

applying them to training.  If the results of the training are

positive, that information is used by the commander to plan

future training events.  However, if the training did not achieve

the Army standard, then the unit must immediately retrain.  If

retraining is delayed, soldiers must understand that the training

did not meet the Army standard and will be retrained later.  AARs

commonly reveal problems with unit Standing Operating Procedures

(SOPs).  When this type of problem is identified, unit leaders

must revise the SOP and ensure that changes are implemented

during future training events.

                    PART C - DESCRIBE TRAINING ASSESSMENTS

1.   Describe the Rating System for Training Assessments.

     A training assessment is defined as an analysis of the

effectiveness of a unit, activity, or force.  This is a

subjective analysis--that is, a personal view of the results of

training and their meaning.  Not all METL tasks have an Army

standard.  Sometimes higher headquarters dictates the standard.

Other times the commander must select an appropriate standard.
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     The commander's assessment of training proficiency on METL

tasks is rated as either "T" (trained), "P" (needs practice), or

"U" (untrained).

     "T" (trained) means that the unit can successfully perform the

task to standard.  Only sustainment training is needed.  The

leader judges task performance to be free of significant

shortcomings.  Practice on "T" tasks is designed to keep soldiers

from losing proficiency.

     "P" (needs practice) means that the unit can perform the task

with some shortcomings.  The shortcomings are not severe enough

to require complete retraining.  Only refresher training is

required.

     "U" (untrained) means that the unit cannot perform the task to

standard.  The leader prepares a comprehensive strategy to train

all supporting tasks not executed to standard.

2.   Describe the Elements of the Commander's Assessment.

     After training is completed, the commander must assess the

unit's proficiency on a given METL tasks.  This is accomplished

using training evaluation results (Training and Evaluation

Outlines from Mission Training Plans), AARs, personal

observations, and training records.  The commander uses the

assessment worksheet (see Figure 2-1) to record training status.

The current training status addresses each of the seven

battlefield operating systems (BOS).

[image: image1.png]Example Commander’s Assessment Worksheet
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Figure 2-1.





                                                                       IS 8711

                                     2-10

     The assessment worksheet is a tool the commander uses to plan

training.  Weaknesses and strengths are identified, and future

training plans are revised as necessary.

     NCOs use leader books in assessing squad, crew, and soldier

proficiency.  The leader book has no specified format.  It should

contain only individual and collective tasks and drills required to

support the METL.

     In addition to recording administrative data such as common

tasks and skill qualification assessment, leaders also record

MOS-specific tasks which support the METL and annotate evaluation

results.

     For each task listed in the leader book, soldiers first need to

be trained and then evaluated to determine if they can actually

perform the task.  Leaders perform either a formal or an informal

evaluation; however, they always adhere to the performance standards

contained in the appropriate soldier's manual, or applicable MTPs.

Once the leader determines the proficiency of a squad, team, crew,

or soldier, he records the date of the evaluation as GO/NO-GO

opposite the task.

     The leader book should not be inspected.  Leaders need to refer

to it when talking about the proficiency of their soldiers and

units.  The CSM and 1SGs teach and mentor NCOs on the importance and

use of the leader book.  This is done as a part of leader

development.
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                                   LESSON 2

                              PRACTICE EXERCISE

     The following items will test your grasp of the material

covered in this lesson.  There is only one correct answer for each

item.  When you complete the exercise, check your answer with the

answer key that follows.  If you answer any item incorrectly, study

again that part of the lesson which contains the portion involved.

1.   The analysis of the information provided through evaluation is

the key mechanism that ______________ use for their

assessment.

A.   First Sergeants

B.   Platoon leaders

C.   Command Sergeants Major

D.   Commanders

2.   If a company is conducting externally evaluated STXs, what

headquarters would normally conduct the evaluation?

A.   Brigade Headquarters.

B.   Corps Headquarters.

C.   Division Headquarters.

D.   Battalion Headquarters.

3.   Informal evaluations are most commonly used at _________________

level and below.

A.   Company

B.   Brigade

C.   Battalion

D.   Division

4.   When is the evaluation planning process complete?

A.   When the evaluation control plan is fully developed.

B.   When the AAR is complete.

C.   When the training exercise is completed.

D.   When the OPFOR has been defeated.
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5.   The commander's assessment of training proficiency on METL tasks

is rated as either "T", "P", or "U".  "P" stands for _______________.

A.   Needs practice.

B.   Partially trained.

C.   Practice.

D.   Particularly well trained.

6.   The four steps of the AAR sequence are:  planning, execution,

the use of AAR results and ______________________.

A.   Preparation.

B.   Review.

C.   Rehearse.

D.   Practice.

7.   Evaluation of training measures the demonstrated ability of

soldiers, leaders, and units to perform a task against

_______________ standards.

A.   Combat

B.   Army

C.   The commander's

D.   Modified METL

8.   What are the two basic types of AARs?

A.   Formal, informal.

B.   Formal, internal.

C.   Informal, external.

D.   Informal, informational.

9.   What is the final task for AAR preparation?

A.   Select O/Cs.

B.   Select an AAR site.

C.   Rehearse at the actual AAR site.

D.   Conduct the actual AAR.

10.  Which of the following is NOT one of the parts of the AAR?

A.   Review what was supposed to happen (training plan).

B.   Establish what happened (to include OPFOR point of view).

C.   Determine how the task should be done differently next

     time.

D.   Critique soldiers on their shortfalls.
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                                   LESSON 2

                               PRACTICE EXERCISE

                            ANSWER KEY AND FEEDBACK

Item      Correct Answer and Feedback

1.        D.   Commanders.  (page 2-1, Introduction)

2.        D.   Battalion Headquarters.  (page 2-2)

3.        C.   Battalion.  (page 2-2)

4.        A.   When the evaluation and control plan is fully

               developed.  (page 2-2)

5.        A.   Needs Practice.  (page 2-10)

6.        A.   Preparation.  (page 2-7)

7.        B.   Army.  (page 2-1)

8.        A.   Formal / Informal.  (page 2-7)

9.        C.   Rehearse the actual AAR site.  (page 2-8)

10.       D.   The AAR is not a critique.  (page 2-8)
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