LESSON 2

PERFORM BACKWARD PLANNING
TASK:
Upon completion of this lesson you will be able to perform backward planning.



CONDITIONS:
Given this subcourse booklet and a pencil.



STANDARDS:
Correctly answer the questions on the Lesson #2 self-test.  You

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



REFERENCES:
FM 25-3

LESSON 2

PERFORM BACKWARD PLANNING

Introduction

     In this lesson you will learn how to perform backward planning.  There are 3

enabling objectives in this lesson.  You must know how to do all 3 of these

objectives.

     OBJECTIVE      DETERMINE WHEN AND HOW TO USE BACKWARD PLANNING

         1             

     OBJECTIVE      IDENTIFY THE FIVE BACKWARD PLANNING STEPS

         2                             

     OBJECTIVE      WRITE A TRAINING AND EVALUATION PLAN FOR AN ARTEP TASK

         3

     OBJECTIVE      APPLY THE PLAN YOU WRITE

         4

                                      18

     OBJECTIVE      DETERMINE WHEN AND HOW TO USE BACKWARD PLANNING

         1 

1.   You have thought through the training guidance and generally figured out how

     you are going to do the training.  The next action is to organize your time

     so you will be ready, while still accomplishing all the other things platoon

     leaders must do.

2.   Backward planning is the best way to do this organizing.  If you do backward

     planning well, you will soon have a complete list of things that must be

     done in the right order.  The time spent backward planning more than pays

     for itself in time saved later.

3.   When doing backward planning, be realistic and consider all your respon-

     sibilities.  Being realistic means not spending time planning for ideal

     conditions.  You must consider the guidance, your people, the time

     available, and the resource situation.  Base your plan on your actual

     situation.  Do not look for ideal resources unless you truly expect to get

     them.  As you backward plan, build in time for your other responsibilities--

     leadership and administrative tasks, maintenance, and other planned activities.

     You cannot ignore your other responsibilities.  Careful backward planning

     keeps that from happening.
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     OBJECTIVE      IDENTIFY THE FIVE BACKWARD PLANNING STEPS

         2

1.   There are five backward planning steps.  Let's review each step.

     a.  Determine what must be trained and how.  You must know what your

         mission is.  You have received the training guidance, studied the

         guidance, and made some decisions about how the training will happen.

         You also need to pin down the time and place of the training.  For

         example, if training will occur two weeks from next Wednesday and the

         training objective is to measure the distance between points on a map,

         you may decide to use a lecture, demonstration, and practical exercise.

     b.  List necessary actions.  Give this step the biggest share of your

         attention.  Try to think of and write down everything you must do to

         prepare yourself, your soldiers, and your resources.  Be complete and

         be detailed.  If you do not have much experience with the task you will

         train, get someone who has the experience to help you.  A good list

         will save you time and prevent surprises.

     c.  Arrange the actions in order.  Next, you sequence the actions you

         listed in Step b in the order they must be done.

     d.  Estimate the time needed for each action.  Next, estimate the time

         needed to do each action.

     e.  Schedule the actions.  Develop your time schedule.  Start with the time

         when your training session will begin.  Work backward from that time

         and schedule times for handling or completing work on each action

         needed to prepare training.  Do not forget to consider all the other

         things you have to do besides getting ready for your training session.

         You must work around your other responsibilities.  Do not pin yourself

         down to a schedule that is too tight.  Leave yourself some extra time

         in case something goes wrong.  Some backward planners like to do steps

         b, c and d at the same time.  Good backward planning covers all the

         details.  If you have to see some people to arrange for resources, call

         ahead and make sure they will be there.
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     OBJECTIVE      WRITE A TRAINING AND EVALUATION PLAN FOR AN ARTEP TASK

         3

1.   We will take an ARTEP task (Perform Destruction of Ammo to Prevent Enemy

     Capture) and show how to develop a Training and Evaluation Plan using the

     five backward planning steps.

2.   First, determine what must be trained and how.  Look in the ARTEP for that

     task.  Here you will find the subtask steps and references.  You will need

     to develop the general situation and initial requirements for training the

     task.  The "Conditions" statement gives you this information.  For this

     task, you will need a request from the proper authorities, a disposal site,

     bulk explosives, and other disposal tools.  Determine how to get the

     necessary equipment and pin down a place and time for the training.  Have an

     idea of what methods you want to use.  For this task, you would probably

     want to have a demonstration and then practice.

3.   Next, list the necessary actions.  Identify any supporting tasks.

     Supporting tasks should be taught first.  For example, you must also know

     how to verify the authorization for destruction.  Your soldiers must also

     know how to stack ammo.  Look at the Training/Evaluation Standards column to

     find other supporting tasks.  You must also select the tasks for training

     and evaluation.  These are the steps in the Training/Evaluation Standards

     column.  For these, you need to determine how you will evaluate performance.

     For example, you could have a time limit for the task.  Your means of

     evaluation should reflect accomplishment of the task.

4.   Arrange the actions in order.  This order is given to you in the ARTEP.  You

     can use this and add any other subtasks you feel may be necessary (for

     example, steps which describe how to verify the authorization for

     destruction).

5.   Estimate the time needed for each action.  Allow yourself a little "padding"

     so you don't get behind if something minor goes wrong.  Also, be sure to

     allow sufficient time for critique/correction action to occur.

6.   Schedule the actions in the order in which they will happen.  Identify the

     location at which each event will take place.  Also schedule preliminary

     training.  Make sure your resources will be there when you need them.
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     OBJECTIVE      APPLY THE PLAN YOU WRITE

         4                      

1.   A final action remains.  Do it.  Do the things you listed in your plan and

     do them on time.  Otherwise, they will all pile up at the last minute.  Like

     any other skill, your ability to backward plan will get better with practice.

     So do not be too worried if your first few backward plans do not work per-

     fectly.  Since backward planning is a skill, coaching and critiquing are

     good tools for improving it.  Get someone experienced to help you as you do

     your plan.  Then get a critique from that person.

2.   Backward planning is also a powerful leadership skill.  Backward planning

     steps work great for planning non-training missions.  It can be used anytime

     you or your unit must perform an action or produce a product by a fixed date.

     Backward planning helps find and eliminate problems before they happen, is

     easy to do, and helps you save time.  It is recommended that you use it

     whenever possible.
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                             Practice Exercise #1

You are directed to train your soldiers to measure the distance between points

on a map.  The training will occur two weeks from next Wednesday.  Arrange these

actions in the order in which you would do them, then estimate the time needed

for each action.  Finally, schedule the actions.

     Necessary Actions for Training the Task

     Conduct the training session

     Pick up equipment and materials

     Request the battalion classroom or other training area

     Rehearse presentation

     Prepare the training outline

     Think of ideas for practice activities

     Find out what resources are available

     Improve the training outline

     Tell the soldiers about the training

     Review the training objective and references

     Set up the classroom

     Check equipment and materials
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                       Answers to Practice Exercise #1

Actions Arranged in Correct Order

 1.   Request the battalion classroom or other training area

 2.   Review the training objective and references

 3.   Tell the soldiers about the training

 4.   Find out what resources are available

 5.   Think of ideas for practice activities

 6.   Prepare the training outline

 7.   Pick up equipment and materials

 8.   Check equipment and materials

 9.   Rehearse presentation

10.   Improve the training outline

11.   Set up the classroom

12.   Conduct the training session

Time Estimated for Each Action

 1.   Request the battalion classroom or other training area - 15 minutes

 2.   Review the training objective and references - 1 hour

 3.   Tell the soldiers about the training - 5 minutes

 4.   Find out what resources are available - 30 minutes

 5.   Think of ideas for practice activities - 1 hour

 6.   Prepare the training outline - 1 to 2 hours

 7.   Pick up equipment and materials - 1 hour

 8.   Check equipment and materials - 30 minutes

 9.   Rehearse presentation - 1 hour

10.   Improve the training outline - 30 minutes

11.   Set up the classroom - 30 minutes

12.   Conduct the training session - 1 hour

NOTE:  Your answers should be similar, but do not have to be the same.

Actions Scheduled

Right Now           Request the battalion classroom or other training

                     area

Tonight             Review the training objective and references

Tomorrow            Tell the soldiers about the training during

                     morning formation

4 December, 0830    Find out what resources are available

4 December, 1000    Think of ideas for practice activities

4 December, 1400    Prepare the training outline

7 December, 1430    Pick up equipment and materials

7 December, 1600    Check equipment and materials

8 December, 1600    Rehearse presentation

8 December, 2000    Improve the training outline

9 December, 1300    Set up the classroom

9 December, 1330    Conduct the training session

NOTE:  Your answers should be similar, but do not have to be the same.
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                             Lesson #2 Self-Test

Circle the letter of each correct answer.

1.   The best way to organize your time is:

     a.  crisis management

     b.  the unit schedule

     c.  backward planning

2.   The step which should get the biggest share of your attention is:

     a.  determine what must be trained

     b.  list necessary actions

     c.  arrange the actions in order

3.   Actions should be arranged:

     a.  in the order they must be done

     b.  in the order of importance

     c.  according to their length

4.   To schedule the actions, start:

     a.  at the first action

     b.  with the time when your training session will begin

     c.  at the performance test
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                          Lesson #2 Self-Test Answers

1.   c

     If you got this wrong go back to page 19 and review.

2.   b

     If you got this wrong go back to page 20 and review.

3.   a

     If you got this wrong go back to page 20 and review.

4.   b

     If you got this wrong go back to page 20 and review.
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