LESSON 1


DESCRIBE HOW TO MANAGE PERFORMANCE-ORIENTED TRAINING

TASK: 
Upon completion of this lesson you will be able to describe


how to manage performance-oriented training.

CONDITIONS: Given this subcourse booklet and a pencil.

STANDARDS:
Correctly answer the questions on the Lesson 1 self-test.  You


must get 100% on the lesson self-test before you take the subcourse



post-test.

REFERENCES:
FM 25-2

LESSON 1

DESCRIBE HOW TO MANAGE PERFORMANCE-ORIENTED TRAINING

Introduction

In this lesson you will learn to describe how to manage performance-oriented training.


There are 6 enabling objectives in this lesson.  You must know how to do all 6 of these objectives.





DESCRIBE WHY TRAINING MANAGEMENT IS IMPORTANT


USE THE FOUR PART PROCESS

IDENTIFY THE THREE STAGES OF PLANNING

DESCRIBE BACKWARD PLANNING

IDENTIFY ROLES AND RESPONSIBILITIES OF NCO'S AND OFFICERS

AS TRAINERS

IDENTIFY TRAINING MANAGEMENT RESPONSIBILITIES


DESCRIBE WHY TRAINING MANAGEMENT IS IMPORTANT

1.
Training management is the main way a commander exercises command.  Whenever he spends time managing the unit training program, he is the key training manager of that unit.  Therefore, the commander should be well grounded in the fundamentals of training management.  He should also play an active role in molding the unit training program.

2. This subcourse is designed to help all those who are responsible for managing training.  The training and management methods described in this course come from years of experience of successful field commanders.  They have found that these methods work best in Army units.  This is a performance-oriented system that requires a minimum of paperwork.  Performance-oriented training is a systematic procedure concerned with developing a skill or critical task.  First, you isolate the task.  Next, you develop a test to demonstrate positive achievement of the training objectives.  Then, you train the soldier to enable him to pass the test.  Successful performance on the test insures the objectives are being met.  If used by the entire chain of command, performance-oriented training can end crisis management in the training program.

Practice Exercise #1

Fill in the blanks:

1.
_________________________________ is the main way a commander exercises command.

2.
_________________________________ is a systematic procedure concerned with developing a skill or critical task.

3.
In performance-oriented training, _______________________________________ insures the objectives are being met.

4.
Why should a commander be well grounded in the fundamentals of training management?

Answers to Practice Exercise #1

1.
training management

2.
performance-oriented training

3.
successful performance on the test

4.
Because he is the key training manager of the unit whenever he spends time managing the unit training program.


USE THE FOUR PART PROCESS

1. Training, if not properly managed, can easily get out of hand.  It helps to think of training management as a four-part process, whose end result (and starting point) is performance.

2. Look at the figure below.  As the figure illustrates, training management should not result in a training program that is isolated from other important unit programs.  It takes more than training to prepare a unit to perform its mission.  It also takes well maintained equipment, adequate supplies, effi- cient administration and excellent morale among the soldiers.  A commander normally has a "program" to take care of each of these areas.  It only makes sense that each of these programs should be based on careful planning, adequate resourcing and frequent checking for results.  In fact, each program should be managed very much the same way training is managed.  If all programs are planned, resourced and implemented based on what training is needed, they will be more likely to accomplish their goals without conflicting with one another.  Although the commander and his staff must concern themselves with all of a unit's activities and missions, this course concentrates mainly on how to manage the training program.  The training management techniques presented here are designed to help the commander make the training program an integral part of the overall unit effort.

3. Also, this diagram does not depict a chronological cycle where each step of the process is completed so that the next step can follow.  Instead, the diagram illustrates a cause and effect relationship of activities that could all be happening at the same time.  For example, training and evaluation activities will be scheduled and conducted nearly every week of the year.

[image: image1.png]PLAN
(analyze)

Figure 1: Leadership and Management in Units




Practice Exercise #2

1. Fill in the blank:  The end result (and starting point) of training management is _______________________________.

2.
List the four steps in the four part process of training management.


a.


b.


c.


d.

3.
Circle the letter of the true statement.


a.
In performance-oriented training, there is a chronological cycle



where each step of the process is completed so that the next step



can follow.


b.
In performance-oriented training, there is a cause and effect



relationship of activities that could all be happening at the same



time.

Answers to Practice Exercise #2

1.  performance

2.
a.  plan


b.  resource


c.  evaluate


d.  train

3.
b


IDENTIFY THE THREE STAGES OF PLANNING

1.
Planning for training and resourcing planned training occurs in various 
stages year-round.  This objective discusses planning and resourcing in 
three stages:



a.  Long-range planning -- 1-2 years ahead



b.  Short-range planning -- 1-3 months ahead



c.  Near-term planning -- 1-4 weeks ahead


These planning stages evolve from the way we measure time--i.e., by years,
months or weeks--and from the necessary actions that usually occur in these
time frames.

2. The whole point of planning is to determine exactly what training is needed so that actions can be taken that will make the training happen.  In long- range planning, training managers assess unit missions and unit proficiency. This allows them to set priorities for training that address known weaknesses.  Commanders can then propose adequate and realistic budgets, equipment needs and other requests for training resources based on an actual training program.

3. Short-range planning involves reviewing unit priorities and the ongoing training program so that specific people, times and other key resources can be earmarked for scheduled training.  In this stage of planning, a training event is broken down into all the activities that will take place during that event.  Everyone involved is given advance guidance as to what their roles and responsibilities will be.

4.
Near-term planning goes on all the time, because preparing for training is a continuous process.  At this stage, backward planning is required to insure that all soldiers, trainers, equipment and training resources are coordinated and ready to go on the day of training.  Backward planning involves preparing training schedules, exercise plans and other actions.
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Practice Exercise #3

Identify each of the following descriptions as long-range, short-range, or near-term planning:

1.
Training manager sets priorities for
______________________________ training that address known weaknesses.

2.
Training manager assesses the unit

______________________________ missions and unit proficiency.

3.
Training event is broken down into

______________________________ all the activities that will take

place during that event.

4.
Training manager reviews unit


______________________________

priorities and the ongoing training

program.

5.
The planning stage in which you would
______________________________

prepare a training schedule.

6.
The planning stage in which the

______________________________

trainer gives advance guidance on

roles and responsibilities to all

involved.

7.
The planning stage in which the

______________________________

trainer makes requests for training

resources. 

Answers to Practice Exercise #3

1.  long-range

2.  long-range

3.  short-range

4.  short-range

5.  near-term

6.  short-range

7.  long-range


DESCRIBE BACKWARD PLANNING

1. All the planning actions explained in this subcourse assume that the training manager is a competent backward planner.  Backward planning is the most critical and most frequently used skill in training management. Because of their importance, the backward planning steps are summarized here:


STEP 1: Identify the Critical Event 

A critical event is one that "must" happen.  It is usually a major or important event; one that has been planned, scheduled or resourced and one that cannot or should not be shifted to another date.  State what the event is in the clearest possible language.  If the plan needs to be very detailed, the event must be defined in specific terms.  When developing general guidance, a more general statement is acceptable. 


STEP 2: Identify All the Preliminary Actions

This step in backward planning should result in a list of "all" the necessary actions that must occur prior to the critical event in order to make it happen.  If the critical event itself can be divided into steps, define each step.  For complex tasks, it may be a good idea to get several knowledgeable people to brainstorm all the possible actions.  Include support actions, coordinations, administrative actions and preliminary training. 


STEP 3: Arrange the Preliminary Actions in Chronological Order

List all the preliminary actions in the order that they should be accomplished.  Those closest to the critical event should be listed last. If there is a prerequisite relationship between two or more actions, sequence them accordingly. 


STEP 4: Estimate the Time Needed for Each Action 

STEP 5: Schedule the Critical Event First and Then the and Preliminary


Actions 

State the date and time that each action should take place.  Since the time for the critical event is fixed, it is scheduled first.  Work backwards from the critical event to schedule the preliminary actions.  Consider other already scheduled events during this process.  The important thing to remember is that you schedule the critical event first.


STEP 6:Check for Feasibility

The schedule must be practical.  Inspect it to see that no necessary actions have been omitted, that all actions flow smoothly and logically, and that resources are available to accomplish each action.  If the critical event is particularly consequential or complex, it is a good idea to have your schedule reviewed by people who have had experience with similar events.

2.
The standard Army Training Management System is a one-Army system.  It is a minimum framework of actions that must take place regardless of the type of unit that uses it.  The details that make up the flesh and muscle of the training program for an AG company, a medical battalion or a Reserve Component signal battalion may differ from those of an armored cavalry squadron in Germany.  However, the same processes apply to all Army units, whether active or reserve, Combat, Combat Support, or Combat Service Support.

Practice Exercise #4

Fill in the blanks:

1.
____________________________ is the most critical and most frequently used skill in training management.

2.
A _____________________________ is an event that must happen.

3.
In backward planning, how should the preliminary actions be arranged?

4.
When writing a training schedule, which event should you schedule first?

5.
What is the last step you should perform in backward planning?

Answers to Practice Exercise #4

1. backward planning

2.
critical event

3.
in chronological order

4. the critical event

5.
check for feasibility


IDENTIFY ROLES AND RESPONSIBILITIES OF NCO'S AND OFFICERS

AS TRAINERS

1. For a look at training roles and responsibilities, let's go directly to the battalion and review each key leader's position and role

a. Battalion Commander/S3

(1) The battalion commander has the overall responsibility for training in the battalion.  His primary training role is to manage training, allocate resources, and train subordinates (company commanders and primary staff).  As previously mentioned, subordinates will tend to imitate the commander's attitudes and behavior.  In developing a training program, the battalion commander must not only consider the necessity to train soldiers and the unit to the standards outlined in the soldiers' manual and ARTEP, but also determine from higher headquarters what other training tasks the unit must perform.

(2) The battalion commander decides what to train and in a very broad sense how.  This information is part of the proposed training program, which must be provided to subordinates.  The commander, with the battalion S3 and company commanders, should hold frequent training meetings at which they collectively iron out coordinating details for future training and make last-minute changes in the training program.  It is up to the battalion and higher level commanders to insure that no unnecessary commitments that will interfere with scheduled training are placed on the unit.  They must see that time and resources are not wasted.  To accomplish  his responsibilities as training manager the battalion commander  (and S3) must:

(a) Know the ARTEP, trainer's guides, and assigned and implied missions

(b) Be personally involved with training.

(c) Train commanders and staff.

(d) Provide resources and guard against training distractions.

(e) Maintain effective two-way communications with subordinates.

(f) Constantly evaluate training.

b.
The Company Commander
(1) The company commander is the principal company trainer.  Command interest and personal involvement in every part of training will

set the tone and determine the success or failure of the unit's

training program.  This applies particularly to training subor-

dinate leaders, who tend to imitate their commander.

(2) Feedback at this level is critical, because it is the company commander who must take the guidance from battalion and turn it into specific actions at company level.  He provides training input and feedback to the battalion commander and listens to feed- back from his subordinates.  If the flow of information up and down is not honest and open, the training program will be misdirected.  To effectively train his unit, the company commander must:

(a) Provide training input and feedback to battalion.

(b) Insure that programmed training takes place.

(c) Be intimately familiar with ARTEP, TG, SM, and SQT.

(d) Be personally involved with training.

(e) Constantly evaluate training.

(f) Protect subordinates from outside distractions. 

c.
The Senior NCO (PSG, 1SG, CSM): 


Although there is only one chain of command, a less formal, parallel NCO support channel exists; i.e., command sergeants major to first sergeants to platoon sergeants.  The senior NCO through his personal observations, experience, and feedback enhances the mixing of individual and collective training at each echelon and thus influences the direction of training.  Also, by the way the senior NCO assigns administrative tasks, he can often protect his subordinates from training distractions.  It is better to detail a squad than to detail eight soldiers from different squads.  The key to success in training is mutual trust and confidence between commanders and NCO's.  If each knows that the other is reliable, proficient, and professional, a give-and-take occurs, with the benefits going to all subordinates.  Senior NCO's have been junior NCO's and understand what their subordinates do and how they feel.  While commanders issue policy and guidelines, NCO's carry out those policies.  Therefore, to fulfill his responsibilities, the senior NCO must:

(1) Be intimately familiar with ARTEP, SM, TG, and SQT.


(2)
Understand and apply performance-oriented training.


(3)  Reduce training distractions.


(4)  Advise the commander honestly.


(5)  Train the trainers.

d.
The Platoon Leader
The junior officer in a unit may play one of several roles depending on duty position and experience.  Responsibilities of a platoon leader parallel those of a platoon sergeant.  The platoon leader should take the lead in collective training of the platoon and squads.  He must hold the squad leaders accountable for training squad members and must ensure that squad leaders receive the leader training they need.  Therefore, to fulfill his responsibilities, the platoon leader must: 

(1)  Be intimately familiar with ARTEP, SM, TG, and SQT.

(2)  Understand and apply performance-oriented training.

(3)  Reduce training distractions.

(4)  Train the trainers.

(5)  Train and evaluate the squads and the platoon.

(6)  Provide training input and feedback to the company commander.

e.
The Squad Leader/Section Chief
The squad leader is the principal trainer for each soldier in his

squad; he is also the collective trainer of the squad.  Each squad

leader must be a good trainer and account for the training status of

the squad and the individuals in the squad.  To the soldiers in a

squad, the squad leader is the personification of the training program.

If he trains them to a high level of proficiency, then morale and spirit

will rise accordingly.  However, if training is poorly executed, they

tend to become discouraged and will not achieve their full potential.

Training should be conducted by junior leaders (squad/section).  The

squad is the core of the battalion training program and the level at

which the ultimate success or failure of the unit will be determined.
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Practice Exercise #5

Match the letter of the correct answer from Column B with the description in

Column A.


Column A
Column B

1
The principal company trainer __________
a. battalion commander

2.
The principal trainer for each soldier
b.  company commander


in the squad __________



c.  platoon leader

3.
Has the overall responsibility for


training in the battalion _____________
d.  squad leader

4.
Should take the lead in collective


training of the platoon and squads


_____________

5.
Collective trainer of the squad


_____________  

6.
Must hold the squad leaders accountable


for training squad members ___________

7.
Takes guidance from battalion and turns it


into specific actions at company level


_____________  

Answers to Practice Exercise #5

1.  b

2.  d

3.  a

4.  c

5.  d

6.  c

7.  b


IDENTIFY TRAINING MANAGEMENT RESPONSIBILITIES

1. As the training supervisor of junior leaders, training them in the concepts and techniques of conducting and evaluating training is probably your greatest responsibility. This objective will identify your training responsibilities and provide an overall look at the training management structure.

2.
Leaders must know how EPMS works (see Lesson II, Objective 8).  They have to be sure their soldiers can do soldier's manual tasks so they can qualify for retention and promotion when they take the SQT.  As soldiers progress in their careers, leaders must give them opportunities to attend NCOES schools. A look at various training responsibilities and specific training roles will help you understand the leader's involvement in training.

3.
Commanders/supervisors should not be concerned with the procedures of training, but with the results - not with lesson plans, labels, podium, rosters, and approved trainer mannerisms, but with mastery of a given task. They should conduct frequent evaluations of training to make sure that individuals and units demonstrate proficiency and that maximum use is made of available training resources.

4.
One of the most critical aspects of training management is to fix respon- sibility and insure that everyone understands his/her role in the unit's training program.  The key responsibilities of the officer/NCO discussed in this lesson are shown in the chart on the following page.  These respon- sibilities may change slightly from unit to unit.  If the chart reflects the division of labor in your unit, then use it.  If not, change it to fit your needs.

TRAINING RESPONSIBILITIES OF THE OFFICER/NCO


NCO    

OFFICER


    RESPONSIBILITIES
SL
PSG
CSM/1SG
PL
CO CDR
S3/BN CDR

INDIVIDUAL TRAINING:







  Learn Soldier Manual Tasks
X
X
X
X
X
X

  Train Soldiers
X
X
X
X
X
X

  Evaluate Soldier’s Performance
X
X
X
X
X
X

  Train Subordinate Leaders
X
X
X
X
X
X

  Evaluate Subordinate Leaders
X
X
X
X
X
X

GENERAL:







  Provide Training Input
X
X
X
X
X
X

  Provide Feedback
X
X
X
X
X
X

  Protect Subordinates
X
X
X
X
X
X

  Plan Training




X
X

  Allocate Resources





X

  Program Training





X

COLLECTIVE TRAINING







  Conduct Collective Training/

  Evaluation


X
X
X
X
X
X









  Conduct Internal Squad ARTEP

X

X



  Conduct External Squad ARTEP




X


  Conduct Internal Platoon ARTEP




X


  Conduct External Platoon ARTEP





X

  Conduct Internal Company ARTEP





X

  Conduct External Company ARTEP





Bde

  Conduct Internal Battalion ARTEP





Bde

  Conduct External Battalion ARTEP





Div

Practice Exercise #6

Circle the letter of the correct answer.

1.
Probably the greatest responsibility for the training supervisor of junior leaders is:

a.  training them in the concepts and techniques of conducting and eva-

luating individual and collective training.

b.  providing feedback gained from periodic evaluation of the methods of

training.

c.  protecting them from distractions.

2.
Commanders/supervisors should be most concerned with:

a.  results.

b.  procedure. 

3.
One of the most critical aspects of training management is to:

a.  check trainer mannerisms.

b.  fix responsibility.

Answers to Practice Exercise #6

1.  a

2.  a

3.  b

Lesson #1 Self-Test

Circle the letter of each correct answer.

1.
The main way a commander exercises command is:


a.  training for the SQT.


b.  training management.


c.  training in a chronological cycle.

2.
A systematic procedure concerned with developing a skill or critical task


is:


a.  performance-oriented training.


b.  long-range planning.


c.  crisis management.

3.
In performance-oriented training, this insures the objectives are being


met:


a.  completion of the training cycle


b.  successful performance on the test


c.  a positive evaluation from the supervisor

4.
The end result (and starting point) of training management is:


a.  performance.


b.  evaluation.


c.  planning.

5.
The four-part process is an example of


a.  chronological cycle.


b.  a cause and effect relationship.


c.  crisis management.

6.
Planning for 1-3 months ahead is:


a.  long-range planning.


b.  near-term planning.


c.  short-range planning.

7.
Planning that goes on all the time is:


a.  long-range planning.


b.  short-range planning.


c.  near-term planning.

8.
The most critical and most frequently used skill in training management is:


a.  long-range planning.


b.  backward planning.


c.  four part planning.

9.
An event that "must" happen is:


a.  a critical event.


b.  a management event.


c.  a process event.

10.
In backward planning, the preliminary actions should be arranged:


a.  according to importance.


b.  according to equipment needs.


c.  in chronological order.

11.
When writing a training schedule, the event scheduled first should be:


a.  the critical event.


b.  the first chronological event.


c.  the event taking the most time.
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