ARTEP 1-114-MTP

          




       ARTEP 1-114-MTP


CHAPTER 6

EXTERNAL EVALUATIONS

6-1. General. 

a. This chapter is a guide for preparing and conducting external evaluations.  Major paragraphs detail how to prepare the evaluation, select and train observer/controllers (O/Cs), and conduct the evaluation and the after action review (AAR). 

b. External evaluations provide an assessment of the unit's ability to perform its critical wartime missions.  The evaluation is for the squadron commander and his higher headquarters.  Squadron evaluations are administered at the discretion of the chain of command; they are usually planned, administered, and evaluated at a level two headquarters higher than the unit being evaluated.  For example, the division headquarters evaluates the squadron with input from the brigade/regiment headquarters.  The unit should modify the evaluation based on METT-TC, contingency plans, and the squadron's METL.  The METL, in conjunction with the T&EOs in Chapter 5 of this MTP, provides the primary basis and focus for an external evaluation.

6-2. Preparing the Evaluation.
a. General Preparation Procedures.  To ensure the evaluation accurately measures the squadron’s capabilities, the headquarters administering the evaluation must develop a plan to prepare, administer, evaluate, and report examination results.  This section outlines evaluation preparation procedures.

(1) The method used to prepare the evaluation depends on the intent of the commander administering the evaluation. The intent may be to determine the unit's ability to execute its wartime mission.  If so, the evaluation should mirror the missions required by their contingency plans.   The evaluation may be to a diagnostic tool to help the commander develop future training plans.  If so, the emphasis should be on devising an evaluation that allows him to see his unit perform as many tasks or subtasks as possible in the given time.  This evaluation should have as little redundancy as possible.

(2) An evaluation developed to evaluate fighting abilities should use, as a start point, the squadron's wartime contingency plan and possible missions associated with the execution of that plan.  The scenarios will reflect contingency plans; however, the preparer of the evaluation must realize that, because of the nature of missions being evaluated, there will be redundancy in the tasks that must be carried out.  

(3) The initiating headquarters should formulate a diagnostic evaluation to help develop future training plans. The headquarters should look across the full range of missions the squadron might be called upon to carry out.  It should select those missions with as little task and subtask redundancy as possible. This gives the squadron a more comprehensive evaluation in a given time period.

(4) The squadron evaluation often is a combination of evaluating fighting abilities and developing plans and orders.  It includes some missions selected because of the squadron's wartime contingency mission. Other missions are selected because of the value of the tasks and their contribution to a well-rounded evaluation.  Despite the technique used, after the mission and tasks are identified, they should be arranged in a logical sequence.  The sequence is based on the order in which they occur in the scenario.  The selected missions and tasks are then grouped into events.  The end of each event represents a breakpoint where the evaluation scenario can be interrupted, if required, for assessment, AARs, or a change in the scenario.  Missions and tasks are grouped into events. Then they are listed on the unit evaluation worksheet. (See Figure 6-1.)  The worksheet serves as the base document for  the AAR.
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UNIT EVALUATION WORKSHEET

Unit: 
Date:

No.
Mission/Task
Troop/

Platoon/Section
Troop/

Platoon/Section
Troop/

Platoon/Section
Troop/

Platoon/Section
Unit Overall Rating & Remarks



GO
GO
GO
GO




NO-GO
NO-GO
NO-GO
NO-GO




GO
GO
GO
GO




NO-GO
NO-GO
NO-GO
NO-GO




GO
GO
GO
GO




NO-GO
NO-GO
NO-GO
NO-GO




GO
GO
GO
GO




NO-GO
NO-GO
NO-GO
NO-GO




GO
GO
GO
GO




NO-GO
NO-GO
NO-GO
NO-GO




GO
GO
GO
GO




NO-GO
NO-GO
NO-GO
NO-GO




GO
GO
GO
GO




NO-GO
NO-GO
NO-GO
NO-GO




GO
GO
GO
GO




NO-GO
NO-GO
NO-GO
NO-GO




GO
GO
GO
GO




NO-GO
NO-GO
NO-GO
NO-GO




GO
GO
GO
GO




NO-GO
NO-GO
NO-GO
NO-GO




GO
GO
GO
GO




NO-GO
NO-GO
NO-GO
NO-GO




GO
GO
GO
GO




NO-GO
NO-GO
NO-GO
NO-GO


*If more space is required for remarks use the back side of this form
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Figure 6-1. Sample Unit Evaluation Worksheet.

(5) Preparation includes development of the following:  enemy situations; friendly situations; warning orders; FRAGOs; OPORDs; overlays; milestones; and message input to support the scenario. Besides being a vital requirement for a well-coordinated evaluation, production of these materials and documents provides excellent staff training.  (See FM 25-4.)
(6) O/C organization and O/C information packets must be developed.  O/C AARs and meeting requirements should be considered with the milestone schedule and key events list.

(7) To prepare the evaluation for a squadron, the higher headquarters should ensure that ample maneuver space is available; supporting forces(OPFOR and CS and CSS elements normally attached to the unit being evaluated(are identified and made available; and sufficient ammunition, POL, and spare parts are on hand.

b. Mission-Essential Task List.   The squadron METL(in conjunction with the T&EOs in Chapter 5 of this MTP(provides the foundation and focus for external evaluations.  It lists the collective tasks the unit must successfully perform to accomplish its wartime mission. It also serves as the start point to develop the evaluation.  All mission-essential tasks should be evaluated to obtain an accurate assessment of the squadron's capability to perform its mission.  Additional collective tasks from Chapter 5 can be added to complement the mission essential tasks.  Since it is not possible to evaluate every task in this MTP, selective tailoring is required.  The list of evaluated tasks also can be modified when the evaluation is used primarily as a diagnostic tool.

c. Evaluation Scenario Development.  Evaluation tasks are identified and listed.  Once this is done, the evaluating headquarters develops a broad exercise scenario and supporting materials.  Figure 6-2 graphically portrays the scenario.  The scenario approximates the logical sequence in which tasks usually would be performed on the battlefield.  It should depict general events and broad time-planning factors so it can be revised, refined, and expanded as needed.  The materials in Chapter 4 of this MTP are valuable in developing the scenario.  Development of the scenario requires manpower devoted to planning and scheduling activities. Many of these actions can be done at the same time.  Table 6-1 provides a sample evaluation scenario.
(1) The scenario requires developing a variety of supporting materials. Friendly and enemy situations are developed in detail; they are prepared in the form of intelligence summaries (INTSUMs), OPORDs, map overlays, and related documents. These documents are used later during the evaluation.  A master event or incident list is prepared.  It depicts the cues or events that cause the squadron to perform the mission-essential tasks.  Developed along with the master event list are the actual event drivers.  These drivers include FRAGOs, messages, OPFOR missions, controller tasks, role player assignments, and records, and reports. Included in this process are determinations of evaluation requirements and responsibilities and preparation of materials that will help the O/Cs conduct the evaluation. 

(2) To prepare the master event list, developers must ensure they incorporate the cues or events that will cause the squadron to perform all mission-essential tasks.  Mission-essential tasks are directly related to the collective tasks in Chapter 5; therefore, developers will find cues already identified in the condition statement of each T&EO.  As  the exercise is being planned and developed,  the primary focus must be on structuring the evaluation.  It must be structured in such a way that it provides the squadron a chance to perform its mission-essential tasks to the standards specified in this MTP.

(3) A method to ensure most, if not all, mission-essential tasks are included in the evaluation is to expand the general scenario.  This is done by listing the mission-essential tasks that will be performed under each phase of the evaluation.  Adding an evaluation column to the unit evaluation worksheet produces a chart.  This chart can be used to summarize results of the evaluation of each critical task.  


Figure 6-2. Graphic Portrayal of Scenario.

Table 6-1. Sample Evaluation Scenario.
FTX:  CONDUCT RECONNAISSANCE OPERATIONS
EVALUATION SCENARIO

SEQUENCE
EVENT
MAXIMUM 
TIME ALLOTTED

PROPOSED 
TIME FRAME

1
Administrative preparations.
Pre FTX



2
Squadron receives OPORD.
1 hour
Day 1


3
Squadron initiates personnel recall and issues warning order to troops.
2 hours



4*
Squadron prepares for tactical movement.
4 hours



5
Squadron staff conducts staff planning process and prepares OPORD.
(2 to) 4 hours

(Depending on the com​plexi​ty of the mission)



6*
Coordinate required assistance during movement.
6 hours



7
Squadron issues OPORD to subordinate ele​ments.
1 hour



8*
Monitor movement of subordinate elements.
6 hours



9*
Conduct advance party operations. 
1.5 hours



10
Main body conducts tactical move.
1.5 hours

(Total en route time with​out train​ing events, based on distance traveled)



11*
Advance party secures AA and establishes hasty defense.
1 hour



12
Main body crosses a con​tami​nat​ed area (decon​tamina​tion is not per​formed; crossing is to train or evaluate cross​ing procedures only).
0.5 hour (AAR if required)



13
Main body continues tactical move to assembly area (AA).
N/A



14
Main body reacts to hostile aircraft.
0.5 hour (AAR if required)



15
Main body continues tactical move to AA.
N/A



16
Main body closes on and occupies AA. 
1 hour

(Unit SOP will vary on when AA occupation is complete)



17*
Squadron establishes force protection measures.
1 hour



18*
Aircraft arrive on site and conduct arming and refueling as necessary.
0.7 hour (Depending on distance)



19
Squadron headquarters establishes tactical operations center (TOC).
1 hour



20*
Troops establish command posts. 
1 hour



21*
Squadron establishes communications with higher HQ​ (may be simulated).
0.5 hour



22*
Squadron establishes internal communications.
0.5 hour



23
Conduct AAR: Troop and Squadron.
1.5



24
Squadron conducts reconnaissance operations and tactical sustainment.
72.0 hours



25*
Squadron executes STX-A:  Area Reconnaissance.
12 hours
Day 2


26*
Squadron executes STX-B:  Zone Reconnaissance.
12 hours
Day 3


27
Squadron receives FRAGO to redeploy to home station.
1 hour
Day 4


28*
Squadron prepares for redeployment.
3 hours



29
Squadron staff conducts staff planning process and issues a FRAGO to the troops.
2 (to 4) hours

(Depending on the com​plexi​ty of the mission)



30
Redeployment OPORD issued by squadron.
1 hour



31*
Conduct advance party operations.
1.5 hours



32
Main body conducts tactical move.
1.5 hours



33
Main body closes on and occupies AA home station.
3.0 hours.

(May be extended for equipment servicing and storage)



34
Conduct final AAR: Troop and Squadron.
1.5 hours





Total Time 96  hours



*  Indicates time is not added to the total time because tasks are performed simultaneously with other tasks.

NOTES:

· The proposed timing factors in this figure illustrate the process for evaluation development only.  Therefore they do not establish ARTEP standards for execution.

· Additional time is required if large portions of the exercise are conducted at night, under limited visibility, or under MOPP conditions.

· Events will be trained to standards, not time limitations.  The time required to train an event will vary based on METT-TC factors and the proficiency of the staff.

· AARs are not time-constrained.



6-3.  Resource Requirements and Planning Considerations.  Resource requirements and other planning considerations become evident as the evaluation is expanded and developed.  Even in the planning stages(when everything is subject to change(developers must begin to schedule, coordinate, and plan more to ensure a successful evaluation. Table 6-2 is an example of consolidated support requirements.  Requirements and considerations for the evaluation team or other staff agencies that have been designated specific responsibilities are to—

a. Schedule training areas.

b. Prepare a calendar of events and key milestones for the evaluation; include the final AAR and preparation of the after-action report.

c. Identify individual and squadron support requirements. Task applicable agencies, personnel, and units required to perform O/C, safety, support, OPFOR, and other functions.

d. Requisition training ammunition, training aids, other training materials, fuel, rations, and other required supplies.

e. Coordinate unit movement and transportation support requirements.

f. Identify equipment requirements and coordinating support.

g. Notify supporting and supported units of the planned evaluation dates and coordinate adjustments, to include personnel and unit support required to perform the unit's mission while it is undergoing evaluation.

h. Schedule and conduct safety training.

i. Schedule O/C training and orientation sessions.

j. Identify and schedule OPFOR training.

Table 6-2.  Example Consolidated Support Requirements.
CONSOLIDATED SUPPORT REQUIREMENTS

AMMUNITION

QUANTITY

5.56-mm (blank)

134 rounds/rifleman

7.62-mm (blank)

400/M60 machineguns

Caliber .50 (blank)

200 rounds per M2 machinegun

Hand grenade (practice)

2 per soldier

Hand grenade fuse (practice)

2 per soldier

Simulator, Artillery

8 per co./10 OPFOR

Simulator, Boobytrap

6 per co./3 OPFOR

OTHER ITEMS

QUANTITY

Diesel and MOGAS

500 gal.

JP8

10,000 gal.

Batteries – BA 200 (6-volt)

48 ea.

Batteries – BA 3090 (9-volt)

560 ea.

Chemlights

4 box per co.

War Wound Moulage Kit

1 ea.

Miles equipment for all weapons and personnel.

Miles controller guns per O/C.


6-4. Selecting and Training Observers/Controllers.  An accurate evaluation depends heavily on selecting O/Cs with the proper experience. They must be trained to fulfill their responsibilities.   They must be supervised throughout the conduct of the evaluation.  Standard procedures are essential.  They  ensure the evaluation is administered fairly and correctly for all units commanded by the evaluating headquarters.
a. At the squadron level, the number of O/Cs required varies.  The number depends on the technique of evaluation.  The intent may be to conduct a multi-echelon, simultaneous evaluation.  If so, the number of O/Cs can be high.  The intent may be to stick to the two-echelons-above rule(that is, division evaluates squadrons; squadrons evaluate platoons; troops evaluate sections.  If so, the number of O/Cs can be reduced.  An O/C team comprised of the personnel below is the minimum recommended to perform an external evaluation of a  squadron:

(1) Senior O/C: aviation lieutenant colonel.

(2) Staff O/C: aviation major or captain.

(3) Operations O/C: aviation major.

(4) Administrative O/C: MOS 75Z sergeant first class.

(5) Logistics O/C: MOS 76Y sergeant first class.

(6) NBC O/C: MOS 54B sergeant first class.

b. O/Cs must be thoroughly familiar with the air cavalry/reconnaissance squadron missions, organization, equipment, and doctrine. They need to understand the overall operation of the squadron. They need to know how it is integrated into and supports Army operations.  Team members must have a comprehensive working knowledge of common individual and collective tasks in subjects such as attack, screens, covering force, security, communications, and NBC.  At least one member of the evaluation team must have detailed expertise in the NBC and local defense common task areas.  O/Cs should be at least equal in grade to the person in charge of the element of which they are making the primary evaluation.  If possible, O/Cs should have had previous experience in the position being evaluated.  All members of the team must be able to make objective assessments.  They must function effectively as team members.  They must be able to articulate their findings orally and in writing.

c. O/C training focuses on providing O/Cs a general understanding of the overall evaluation.  This training provides each O/C a detailed understanding of his specific duties and responsibilities, and building a spirit of teamwork.  O/C training should include(
(1) The overall evaluation design, general scenario, master event list, and specific evaluation purpose and objectives.  Each event is designed to evaluate specific critical missions or tasks within the overall scenario.  The O/Cs must know the evaluation thoroughly to ensure it is implemented correctly.

(2) The squadron METL, and the way it relates to T&EOs and other materials in the MTP.  The O/C must understand the task, the doctrine required to execute the task, the standards, and the methods used to measure mission and task accomplishment.   The squadron TACSOP should be given to each O/C.  The evaluation validates this document.

(3) O/C team composition and general duties and responsibilities of each team member. 

(4) Detailed duties and responsibilities of individual team members  Special emphasis should be placed on the master event list items for which O/Cs will be responsible.  Information is included on the evaluation control system.  It is used to ensure the evaluation is administered in a consistent, standardized way and correct data are collected for the final evaluation.

(5) A review of the written instructions and materials contained in the O/C folders. 

(6) A detailed reconnaissance of the area used for the evaluation.

(7) The O/C and command and control systems;  include a review of the O/C organization apparatus.  A flow chart usually depicts the organization; it shows evaluation coverage in depth.  The command and control system normally includes a separate radio net and signal operation instructions (SOI) for O/Cs.  The SOI should include call signs and frequencies for the evaluated unit, controllers, and OPFOR as well as for all O/Cs.  O/Cs should never rely on the organic tactical radio nets of the unit being evaluated.

(8) Safety procedures. 

(9) The evaluation data collection plan and procedures.  The plan states how data are to be reported, collected, consolidated, and briefed. It covers times and locations of O/C meetings and when O/Cs should debrief their counterparts.

(10)   AAR procedures and techniques. (See FM 25-4.)
d. A talk-through of the entire evaluation in which the evaluation team wargames all items of the master event list as they occur. The team reviews the objective of each event, individual team member responsibilities, and anticipated problems. O/Cs should be prepared to ride on aircraft and have in their possession necessary flight gear.   FARP, LZ, and PZ locations must be observed.   In some cases, it may be necessary for O/Cs to ride in designated chase aircraft.   If so, OCs must not interfere with the battalion being evaluated.
e. The senior O/C supervises the operation of the team. He provides team leadership.  He focuses his efforts on assuring evaluation personnel fulfill their responsibilities and adhere to the evaluation plan. He answers questions on the evaluation plan; resolves problems; synchronizes the efforts of team members; ensures close coordination among team members; holds periodic team coordination meetings; plans and orchestrates the squadron AAR; and conducts specific evaluation team AARs.

6-5.  Selecting and Training Opposing Forces.  Selection and training of the OPFOR is crucial to the success of a standardized evaluation.  OPFOR support may be used in only a few tasks; therefore, proper training and employment of this force is important to assure a proper assessment of unit capabilities.  OPFOR provide one of the control measures that influences the conditions under which the evaluation is administered.  It is impossible to have the same OPFOR unit each time, the better trained the OPFOR is to a stated standard, the more standard the evaluation.  During an external evaluation, OPFOR support should depict the most likely threat force the squadron will encounter. The force must be augmented with sufficient CS and CSS to accurately portray the expected threat.

a. The OPFOR commander should be well trained in OPFOR tactics and operations.  The size of the OPFOR element he commands determines his grade; he can range from senior NCO to field grade officer.  Besides duties and responsibilities leading various OPFOR elements, the OPFOR commander is a part-time member of the O/C team.  To fulfill these responsibilities, the OPFOR commander must take part in O/C planning and training activities. He also must be present during AARs.

b. OPFOR elements must be trained, organized, equipped, and maneuvered to depict threat forces as realistically as possible.  As a minimum, they must be distinguishable on the battlefield from friendly forces through use of visual modifications (VISMOD).  The characteristics of OPFOR weapons (range of weapons, rounds on board, protection, and penetration) should be the same as the enemy force being depicted. Aircraft survivability equipment (ASE) trainers should be employed to the maximum extent possible to simulate threat air defense capability. Some characteristics can be portrayed using the MILES, while others must be represented by O/C interaction. OPFOR training must include—

(1) Threat tactics.

(2) OPFOR missions and responsibilities.

(3) Rules of engagement.

(4) OPFOR tasks and standards for each mission.

(5) Threat weapons and equipment, if available.

(6) Command and control.

(7) Safety.

(8) The evaluation scenario (who does what and when).

(9) Impact of personnel and equipment shortages in the evaluated unit.

c. Offensive strength. If available, OPFOR should be armed with weapons organic to the force it is depicting.  OPFOR must have the mobility to move rapidly around the battlefield; the forces should be strong enough to offer the evaluated unit a realistic challenge. 

d. Defensive strength. As in the offense, OPFOR must have weapons organic to the force being depicted.  Attack/defense ratios can be greatly reduced directly proportional to the amount of time available for the OPFOR to prepare the defense.  The defense should be challenging.  Like the offense, it also depends on METT-TC. 

6-6. Conducting the Evaluation.
a. General.  The senior O/C is responsible overall for conducting the evaluation.  He also oversees support provided by the individuals and elements selected and trained to fulfill designated functions and responsibilities.

(1) O/Cs must be free to observe, report, and record the actions of the unit.  This chapter covers their selection, training, and duties.
(2) The squadron's next higher headquarters, or a specialized cell drawn from that headquarters,  should be selected and trained to serve as the control element for the evaluation.  This element issues orders, receives reports, provides feeder information, and controls the OPFOR.  This cell is commonly referred to as the “White Cell.”

(3) All exercise participants and supporting personnel have a continuing mission to ensure every facet of the evaluation is conducted in a safe manner.  Personnel observing unsafe conditions must take prompt action to correct them and advise superiors of the situation.

b. Phases of the Evaluation. Conduct of the evaluation is divided into three phases: pre-evaluation, evaluation, and post-evaluation as follows:
(1) Pre-evaluation phase.

(a) Reconnaissance of the evaluation area. The senior O/C and all other O/Cs must make a reconnaissance of the evaluation area.  This ensures all O/Cs understand the boundaries of the area,  locations of key terrain and objectives.

(b) Review of O/C folders.  Under control of the senior O/C, O/Cs should review their evaluation packets to ensure they contain all pertinent administrative and tactical directives.  The senior O/C must ensure all O/Cs understand the directives. He should review the milestone schedule.  He should  also answer any questions on the evaluation plan, control plan, or tactical scenario for the evaluated unit.

(2) Evaluation phase.

(a) Controlling the exercise.  Normally, the next higher headquarters acts as the controlling unit in a squadron evaluation.  In the role as the White Cell, it issues orders; receives reports; provides feeder information; and controls the OPFOR.  This frees the O/Cs to perform their principal duties of observing, reporting, and recording the actions of the evaluated unit.  The higher headquarters may choose to designate a separate control element to accompany the evaluated unit; this allows the O/C maximum flexibility because he does not have to function as both a controller and evaluator.

(b) O/C control.  A separate control element may be absent, or a problem in the control plan may prove detrimental to the continuity of the scenario.  If so, the O/C must be able to step in and implement the controls required to salvage the operation.  If the O/C is forced to take action, he must guard against overreacting and thus disrupting the initiative and momentum of the exercise.

(c) Ending the event.  The senior O/C should end an event when the evaluated unit has completed all tasks and missions in a particular event; he should also end the event when the unit has suffered such extensive casualties or damage that assigned missions or tasks cannot be executed.  Coordination with the senior O/C is crucial to ensure events are stopped and started in a timely fashion.  The senior O/C may decide he wants to run several events in sequence before halting the scenario to conduct a critique or gather evaluation data.  While this decision is normally made before the exercise begins, adjustments can be made during the operation if coordinated with the control headquarters.

(d) Guidelines for O/Cs.

1. Observe critical events based on the milestone schedule.  Record any action that might have an effect on later performance or mission outcome.  Be specific. Using T&EOs, evaluate events according to the unit evaluation worksheet, current doctrine, and unit SOPs.

2. Ensure that the control headquarters is kept abreast of the unit's location, and intent.  This enables the headquarters to control OPFOR action according to the desired sequence of events.

3. Enforce rules of engagement.

4. Enforce safety.

(3) Post-evaluation phase.

(a) As soon as the exercise end, the senior O/C should assemble his O/Cs and prepare the final AAR.  He should then begin work on the final after-action report.  The after-action report is a formal document the commander uses to develop future training plans.  It addresses all combined arms functional tasks performed in the missions executed during the evaluation.  The format and content for the after-action report may vary among commands; however, all after-action reports should have, as a foundation, the unit evaluation worksheet annotated with the proper rating criteria as demonstrated during the course of the evaluation.  (See Figure 6-1.)  The AAR also conducted at the end of the exercise aids in preparing the written after-action report.  This provides the commander a precise evaluation of his unit training status and serves as the bridge between evaluation and training.  It also eliminates ambiguity resulting from use of generalized strength/weakness statements.

(b) Unit evaluation worksheets provide a consolidated roll-up of the unit's performance and of the squadron's overall mission rating for the missions and their supporting collective tasks, in other words, "Go," "No-Go."  Composition of the worksheet may vary depending on the unit's location, contingency plans, and intent of the evaluation.  For example, if the evaluation was designed to give an overall diagnostic assessment, the worksheet concentrates on underlying tasks.  For an evaluation to test contingency plans, the worksheet focuses on specific missions.

(c) To aid in planning future training, the squadron's training status is recorded on the unit proficiency worksheet.  The worksheet contains assessments of strong and weak areas noted during training and external evaluations.  The squadron commander and S3 use this record of training status to develop and modify long- and short-range training plans to prepare the unit for success in combat.

6-7. Recording External Evaluation Information.
a. a.  The senior O/C will prepare and implement the evaluation scoring system.  The commander makes the final evaluation assessment; the full team takes part in the process. Their report reflects the overall proficiency of unit in accomplishing its wartime missions.
b.  The evaluation system is based on assessment of the unit's performance on each mission essential task and all other collective tasks in the overall evaluation plan.  Evaluations include the following steps:

(1) Step 1: Identify each mission in the evaluation scenario.  Prepare a Task
Summary 
Worksheet for each mission. (See Figure 6-3.)
(2)  Step 2: Identify the T&EOs in Chapter 5 that correspond to each mission of the evaluation
scenario.

 (3)  Step 3: Use T&EO standards to evaluate the squadron's performance of the tasks.  Do this 
for each evaluation task.

(4) (4)  Step 4: On the T&EO, record a GO for each task step performed to standard, and a NO-GO
for each task step not performed to standard.

 (5)  Step 5: Record T&EO evaluation information on the Task Summary Worksheet.
 

 (6)  Step 6: Determine the squadron's overall capability to perform the task using the
information recorded on each Task Summary Worksheet and the task standard information from the T&EOs.  Use the following as guidance in making this determination:

(a) Go - The squadron successfully accomplished all critical task and task step standards.
 (b) No-Go - The squadron did not accomplish the task to task step standards.

 (7)  Step 7: Record T-P-U rating for each mission task on the unit evaluation worksheet. (See
Figure 6-1.)
c. Other locally designed reports approved by the senior O/C and prescribed in the evaluation plan may be used to collect evaluation information.  These reports should assist the team in recording the information on the squadron's capability to perform its wartime mission according to the established standards.  This information also assists the senior O/C in determining the unit's overall final rating.  Some reports that may be used include—

(1) Unit Data Sheet.  This report records personnel and equipment status information as well as narrative strength and weakness data. (See Figure 6-4.)

(2) Environmental Data Sheet.  This report records information on weather and terrain conditions present during task performance. (See Figure 6-5.) 

(3) Personnel and Equipment Loss Report.  This report records information on battalion personnel and equipment losses in OPFOR engagements. (See Figure 6-6.)

(4) Other reports.  These reports cover battlefield operating systems, losses, equipment status, supply status, and weapons effects, as locally prescribed. (See examples in Figures 6-7 through 6-11.)
TASK SUMMARY WORKSHEET

MISSION:  Zone Reconnaissance

T&EO NUMBER
TASK TITLE
EVALUATION



GO
NO-GO

01-1-1001
Command and Control (C2) Battalion/Squadron Operations



01-1-1002
Direct the Staff 



01-1-1016
Employ Operations Security (OPSEC) Measures



01-1-1019
Integrate Aircraft Survivability Measures



01-1-1020
Coordinate Downed Aircrew Recovery Operations



01-1-1022
Coordinate Fire Support



01-1-1024
Coordinate the Safety Program



01-1-1028
Participate in the Staff Planning Process (ASO)



01-1-1101
Participate in the Staff Planning Process (S1)



01-1-1120
Participate in the Staff Planning Process (CSM)



01-1-1201
Participate in the Staff Planning Process (S2)



01-1-1203
Process Information into Intelligence



01-1-1301
Participate in the Staff Planning Process (S3)



01-1-1303
Plan, Coordinate, and Control Tactical Operations



01-1-1306
Establish and Maintain a Tactical Command Post (TAC CP)



01-1-1308
Integrate Battalion/Squadron Operations Into The Army Airspace Command and Control (A2C2) Plan



01-1-1401
Participate in the Staff Planning Process (S4)



01-1-1403
Inform the Commander of Equipment Readiness Status



01-2-0203
Camouflage Vehicles and Equipment



01-2-0403
Comply with Established Army Airspace Command and Control (A2C2) Measures



01-2-2032
Conduct Tactical Air Movement



01-2-2035
Implement Fratricide Prevention Measures



01-2-2036
Report Information



01-2-2044
Conduct Battle Handover/Relief on Station



01-2-2047
Conduct Troop Leading Procedures




                                                                                        Figure 6-3.  Task Summary Worksheet.



01-2-2051
Employ Passive Air Defense Measures



01-2-6102
Conduct Zone Reconnaissance



01-2-6104
Perform Actions on Contact



01-2-6107
Conduct Hasty Attack



01-2-7105
Perform Aerial Passage of Lines



01-3-7726
Conduct Forward Arming and Refueling Point (FARP) Operations



01-4-1352
Establish  Communications



01-4-1414
Provide Tactical Command, Control, Communications, and Computers (C4) Systems Planning



EVALUATOR’S COMMENTS



EVALUATOR’S SIGNATURE
DATE

Figure 6-3. Task Summary Worksheet(concluded.






6-8. Conducting the AfterAction Review.
a. AARs expand the value of an evaluation. They provide direct feedback to squadron members; they involve them in the training diagnosis process and enable them to discover for themselves what happened during the evaluation and why. Participants themselves identify errors and seek solutions that increase the value of the training and reinforce learning.  The senior O/C is responsible for the AAR process.  He coordinates the entire AAR program from the initial planning of the evaluation through after-action phases.

b. Key steps in the AAR process include the following:

(1) AAR planning.  Planning for AARs is initiated during preparation activities long before the start of the actual evaluation.  AARs are integrated into the general scenario at logical break points and into the detailed evaluation scenario that is developed later.  Qualified O/Cs are selected and trained.  This phase also includes identification of potential AAR sites and the requisition of equipment and supplies needed to conduct the AAR.

(2) AAR preparation.  Preparation for the AAR begins with the start of the actual evaluation.  In addition to the O/Cs watching the squadron perform its combat critical tasks, this phase includes a review of training objectives, orders, and doctrine.  Final AAR site selection is completed, and time and attendance requirements are established.  AAR information is gathered from O/Cs and applicable squadron personnel.  The AAR is organized and rehearsed.

(3) AAR Conduct.  AARs are an ongoing process throughout the evaluation.  They are conducted at logical breakpoints in the exercise, at the end of each event or mission, at intervals directed by the senior O/C, and at the end of the evaluation.  In a multilevel evaluation, an oral AAR of the action to date takes place at every level between the O/C and his counterpart in the evaluated unit.

After AAR participants assemble, the senior O/C opens the AAR with a statement of purpose.  He also establishes the AAR ground rules and procedures and restates the training and evaluation objectives.  The following are some guidelines for a successful AAR.

(a) AARs are not critiques.  They are professional discussions of training events.

(b) The senior O/C guides the discussion to ensure the participants openly discuss important lessons.

(c) Dialogue is encouraged among O/Cs and unit personnel.  Discussion covers not only strengths and weaknesses, but also the rationale behind the decisions and actions that resulted in the demonstrated strengths or weaknesses.

(d) All individuals who participated in the evaluation are present for the AAR if possible.  As a minimum, every unit or element that participated in the exercise is represented.

(e) Participants discuss not only what happened but also how it happened and how it could have been done better. 

(f) Events that were not directly related to the major training objectives are not examined.

(g) Participants do not offer self-serving excuses for inappropriate actions.

(h) The reason for success or failure of a unit is specifically tied to its performance on a task.  Summations by the O/C should focus on the demonstrated proficiency of the unit in executing T&EOs.

(i) Sequentially, the discussion will normally cover what was planned and what happened relative to the doctrine that applies to the action, followed by critiques from the O/C and from the OPFOR view.

(j) Discussion should focus on training objectives as they relate to the battlefield  operating systems.

(k) The end result should be that soldiers and leaders, through discovery learning, gain a better understanding of their individual and collective strengths and weaknesses and become more proficient in training for and performing their combat critical tasks.

UNIT DATA SHEET

1.  SQUADRON DESIGNATION:                                                                    DATE:

2.  UNIT LEADERS (CIRCLE MOST CORRECT ANSWER)

POSITION
RANK
TIME IN UNIT (MONTHS)

SQDN CDR
LTC
1-3
4-6
7-12
13-18
(19

SQDN XO
MAJ
1-3
4-6
7-12
13-18
(19

SQDN S3
MAJ
1-3
4-6
7-12
13-18
(19

SQDN MAINT OFFICER
CPT
1-3
4-6
7-12
13-18
(19

HHT CDR
CPT
1-3
4-6
7-12
13-18
(19

TRP CDR
CPT
1-3
4-6
7-12
13-18
(19

TRP CDR
CPT
1-3
4-6
7-12
13-18
(19

TRP CDR
CPT
1-3
4-6
7-12
13-18
(19

TRP CDR
CPT
1-3
4-6
7-12
13-18
(19

3.  SQUADRON STRENGTH (excluding leaders):


4.  EQUIPMENT SHORTAGES (Major items):


5.  COMMENTS:

OBSERVER CONTROLLERS SIGNATURE:

Figure 6-4.  Sample Unit Data Sheet.

ENVIRONMENTAL DATA SHEET

EXERCISE NUMBER AND DESCRIPTION:

DATE/TIME EXERCISE STARTED:

DATE/TIME EXERCISE ENDED:

1.  WEATHER CONDITIONS: (Circle appropriate description)  

Clear
Partly Cloudy
Cloudy
Hazy
Rain
Snow
Fog

Other:

Temperature:

2.  GROUND CONDITIONS: (Circle appropriate description)

Dry
Wet
Ice 
Snow

Other:

3.  LIGHT CONDITIONS: (Circle appropriate description)

Day
Night


Moon Phase:
None
¼
½
¾
Full

Average Range of Visibility Due to Light:

4.  TERRAIN:  (Circle appropriate description)

Flat
Rolling
Mountainous
Jungle
Desert 
Urban
Artic

Other:


Top Soil:
Sandy
Rocky
Clay
Other:

Average Range of Visibility Due to Terrain:

5.  REMARKS:

Figure 6-5.  Sample Environmental Data Sheet.
PERSONNEL AND EQUIPMENT LOSS REPORT

UNIT IDENTIFICATION:

Mission Title or

Task Number
Date/Time of Enemy Contact
Friendly KIA/WIA
Enemy KIA/WIA
Friendly Vehicles Destroyed
Enemy

Vehicles

Destroyed



































































































COMMENTS:

Figure 6-6.  Sample Personnel and Equipment Loss Report.
COMMAND AND CONTROL

OBSERVABLE

RESULTS:
SQDN
HHT
A TRP
B TRP
C TRP

Mission OPORD

received at






Warning order 

issued at






OPORD and graphics

disseminated

(one-third/two-third rule) 






Reconnaissance

conducted






Precombat checks






Rehearsal

Conducted






Coordination with

adjacent/rearward

supporting elements






Plan refined






Fire plans made—

direct and indirect






Combat status—

Number and

percentage of

operationally ready

aircraft/vehicles






KEY EVENTS:

Figure 6-7.  Sample AAR Collection Chart: Command and Control System.

NBC

OBSERVABLE RESULTS:


LOSSES
ELEMENT
REMARKS

Friendly

losses to

chemical tasks





LOSSES
ELEMENT
REMARKS

Friendly losses

Persistent

Contamination

(after attack)





MINUTES
ELEMENT/TYPE
REMARKS

Time after

chemical strike

mission

continues






KEY EVENTS

Figure 6-8.  Sample AAR Collection Chart: NBC.

COMBAT SERVICE SUPPORT

OBSERVABLE RESULTS


HHT
A TRP
B TRP
C TRP

Number/percentage

of Squadron

vehicles/elements

than ran out of

Class III or

Class V items





Number/percentage

of damaged

vehicles recovered

versus not recovered







KEY EVENTS:

Figure 6-9. Sample AAR Collection Chart: Combat Service Support.

COMBAT SERVICE SUPPORT

(VEHICLE STATUS)

TYPE

VEHICLE
BUMPER/TAIL NUMBER
DAMAGED/

DESTROYED/

MAINTENANCE
LOCATION
DATE 

NON-AVAILABLE
REMARKS
TOTAL DAYS

Combat

Vehicles

Listed







Recovery

Vehicles

Listed







Supply

Vehicles

Listed







Command

And

Control

Vehicles

Listed







KEY EVENTS:

Figure 6-10.  Sample AAR Collection Chart: CSS - Vehicle Status.

COMBAT SERVICE SUPPORT

(REQUISITION STATUS SUPPLY ITEMS)

UNIT PRIORITIES
03
06
13

HHT




A TRP




B TRP




C TRP




TOTAL




REMARKS:

Figure 6-11.  Sample AAR Collection Chart: CSS – Requisition Status Supply Items.
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OPORD

		Participate in Staff Planning Process

		Coordinate Pre-deployment Activities



		Conduct Unit Movement

		Employ Active and Passive Air Defense Measures

		Cross a Contaminated Area



		Occupy Assembly Area

		Establish and Maintain a Tactical Operations Center

		Support TOC Operations



		Command and Control Squadron Operations

		Plan Tactical Operations

		Participate in Staff Planning Process

		Conduct FARP Operations

		Conduct Sustainment Operations



		Conduct Zone Reconnaissance



		Conduct Area Reconnaissance











SP

RP
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