
THE ARMY TRAINING SYSTEM 

No slide, but principal theme is to talk about the A~'s Training System, 
not just TRAnoc's. 

Going to talk about·: 

- The impQ~tance of individual training throughout the Army, the real 
Army, that Army that is, not what most of us believe it is. 

- The proper sharing of responsibility for individual training among 
TRAnOC and field commands. 
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• Most of the Army is in the division forces. We have a very complex 
Army. Requires heavy support and much equipment. 

• Within active component, as shown above, here is the real fighting force. 
National Guard and much of USAR is also in division forces. 



SELECTED SYSTEMS 

110 
.(WH.EELED VEHICLES ______________ . ____ 195,349 
. ~t.\RTILLERY I MORTARS . _______________ 4,202 
.;'TRACKED VEHICLES ________________ ____ . 19,211 

( 'HELICOPTERS _________________________ 6,337 
if AIR DEFENSE _______________________ 8,063 
" 

~., AlTI-TANK _____________________ - ,---. 7,172 ., 
'. RADIOS _______________________ ._ .. - 64,804 

GENERATORS _. ____________ -- . -- 40,167 

• It is a highly mechanized Army with an abundance of equipment. Image 
of Army = soldiers with rifles is outdated. 

• IIQ = Initial Issue Quantity for active Army division forces only. This 
doesn't include floats or added supply stockage. This is best estimate 
of what is actually in the hands of the troops, for which they must be 
trained. 
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• Now, divide this equipment among the 440,000 soldiers of the active 
, division forces and this is the result: 

II One helicopter per 70 people doesn't mean 1 chopper per 70 aviation 
types; that's 1 chopper per 70 soldiers in our active divisional 
forces. 

II Few soldiers per piece of equipment, lots of equipment = need for 
much training to operate and maintain. 



• OR--

.78 SYSTEMS PER MAN 

(NOT INCLUDING SMALL ARMS) 

Totaling up all the systems, from helicopters to tanks 
there are .78 systems per man in our divisional active 

• That is a very highly weapons intensive or mechanized Army. 

• This is a different Army from what most people believe, both inside 
and outside the Army. We are not an Army of foot soldiers walking down 
a dusty trail--we are much more mechanized than that. 

• In fact, our Army is almost as equipment or capital oriented as the 
Navy or the Air Force. We just haven't realized what we have done to 
ourselves. 
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While the numbers of weapons systems are great, complexity of these 
systems are also significant--and growing. 

• More systems are being developed. Some will not just replace an older 
piece of equipment. Many are new concepts which simply increases the 
equipment per man ratio. 

• But the systems are also more complex and sophisticated. This will also 
tend to increase the tooth to tail ratio even more. 

• These are the weapon systems in various stages of the developmental 
process. 
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NEW WEAPONS SYSTEMS 
( DIVISION) 
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• More new weapon systems within a division. 

RITAIEW 
RPV 
SOTAS 
REM BASS 
MODATS 
MABIIC 
TACJAM 
MULTEWS 
ETC. 

• The same would be true if we looked at systems other than just weapons. 

• So the future will only increase the .78 system per soldier ratio and 
the future holds more complexity for each system. 
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• From the forces within a division, whether USAREUR or FORSCOM, a very 
. small percentage dismount for combat. The rest are tied to major items 

of equipment--the APC, the TOW on the APC, artillery tubes, trucks, etc. 

• Our Russian friends aren't much better off. 

• Trend is, in fact, to develop material which substitutes for manpower 
on the line of contact. 
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I As we look at particular systems, we also discover large increases in 
numbers and effectiveness. 

I The 4th Div in 1956 defended the same zone as the 3d AD today, but 
the 3d AD has: 

II three times as many anti-tank systems, 

II of ten times (at least) greater effectiveness. 



RANGE 

• Our Army-wide evaluations have shawn performance gaps between what some 
of our key weapons are capable of versus the actual performance of our 
crews. 

• This slide shows performance gaps in probability of hit at peak proficiency 
versus other times--the difference, for instance, between just completed 
tank gunnery season and three months later. Graphs would look like this 

. for time to reload, time to fire, and other individual or crew skills. 

• We "played" these levels of proficiency in one of our best force-on-force 
computer games. 



1 
''EXTRA'' TANK CO 

• By varying only levels of proficiency in the model (one force consisting 
of two company teams) the final outcome changed significantly. 

• At high levels of proficiency, the US force destroyed one ~ tank 
company above what they had destroyed'at lower levels of proficiency. 

• Which means--Individual Skills Do Make A Difference. 

• These skills were only reduced to levels that we have found actually 
existing in many of our active units. 



Well-trained soldiers kill more, survive better. 
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6 
"EXTRA" TANK 8N'S 

• Now projecting this performance to the corps level--a well-trained corps 
of two divisions knocked out six additional tank battalions as compared 
to a poorly trained corps. 

• US Army needs this kind of advantage. But how to train to build it? 
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ENVIRONMENT 

• Army training must contend with a tough environment. 

• We are a heavily mechanized Army loaded with equipment. How our soldiers 
use those systems on the battlefield makes a difference, and that under
scores the importance of individual training. 
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ACTIVE ARMY? 

• Turbulence--certainly a factor in reserves with a 25% turnover every year 
and 25,000 men getting a new MOS each year. Units being redesignated or 
restructured contribute to this figure. 

• Regardless of haw it happens, it is a fact of our environment. 

• Re active Army, LTG Shoemaker recently estimated that 25% of the soldiers 
' at Ft Hood are serving outside their MOS. 



CREW TURBULENCE 

- TANK CREW (TABU VIII) 
TOW CREW (OUALIFICATION 

EXERCISE) 

• These curves show that tank and TOW crews do not stay together very 
long after their qualification firing. 

• It would be similar for any weapon system--air defense, artillery, etc. 
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Another fact of life in our Army. A wheeled vehicle mechanic cannot be 
expected to be proficient on all 161 different vehicles; but they exist, 
so he or she may be faced with anyone of them. 

• There is tremendous difference between the job of cannon crewman on a 
105 towed and a 175 SP. Yet, the training base cannot forecast wh~ch 
weapon the 13B will be assigned to. 

• Infantry is worse. And the job mix problem exists for most MOSs. 



TANK GUNNERY PER~ORMANCE 
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• Loss of skills over time. Not surprising but it is a factor training 
managers must contend with. Not true for all skills, but acquiring 
targets, judging speeds, how to prepare weapons for firing, etc., are 
skills which improve with practice or for which there are forgetting 
curves with almost same slope as the learning curves. 
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• The forgetting curve is a fact on most systems, even those we thought we 
bad engineered to avoid it. 

• Probability of hit for the DRAGON degraded sharply in just a couple of 
months by actual test. 

• Better gunners don't falloff quite as fast, but their sharpness, too, 
. ~iminishes rapidly. 



CURRE~tT STATE OF PI'OFiCIENCY 
J 

AIR DEFENSE ................... 37% 
(FIGM saT VAUDAnal REBUt'll) 

• All the previous facts of our environment contribute to this. 

• Proficiency is increasing on subsequent SQT--as it should. 

• As we train to standards, results will show. 



ARMY 

• This is a depiction of the soldier's world. The Army is vague and 
uncertain. What he knows is his job, his MOS, and his unit (pr~rily 
not higher than company). 

• Training products must be aimed to address his environment--the center 
of circle, and how he interfaces with his job, his MOS and his unit. 

• . ~nless we create satisfaction at the center of this small universe, 
we won't be able to recruit and retain an Army. 



i 
M' SURVn IIClUDID fiRST HRM SOLDIIRS NUMBERING Z.lZO IN JZ STAHS 
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.. 

• This survey addressed reserve recruiting and retention • 

• The soldier, the center of that previous bull's-eye chart, wants 
challenging work and training. 



"WHILE EACH SOLDIER HAS HIS OWN UNIQUE EXPERI

ENCES AND OPINIONS, THERE IS A CONSISTENT 

THREAD TO THEIR THINKING. FEATURES THEY LIKE: 

JOB SATISFACTION IS CRUCIAL: UNIT INTEGRITY IS 

ALSO PARAMOUNT, AND ATTITUDES ARE FAVORABLE 

WHEN MEN FEEL THEY HAVE A MISSION THEY CAN 

UNDERSTAND AND SUPPORT, WHEN THEY FEEL THEY 

ARE TREATED FAIRLY, AND WHEN THEY FEEL THAT 

THEIR UNIT IS COMPETENT." 
N W AYf R 

JANUARY 1916 

• This is from a study for Recruiting Command by the N. W. Ayer firm on 
why soldiers reenlist. 

• A good independent look at our Army by an outside agency. 

• Job satisfaction is crucial. You can't have job satisfaction unless 
the soldier feels he is competent for his job and considers that his 
MOS proficiency is contributing to unit proficiency. 



• One way of looking at A~ training. There has to be a division of labor 
between TRADOC and other MACOM on everyone of those blocks. 

• Blocks are movable--we can shift burden on anyone more to TRADOC or move 
toward operating commands. DA must insure balance of $, manpower, and 
material, but system can change. 

• As Board of Directors for Army, we have to decide what the balance should 
be, how to share the training burden. But he fore you make decision, 
understand how the decisions on what to train, how and where, etc., have 
been made to date. 
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This is the model for development and conduct of individual and collective 
(units and crews) training systems. TRAnOC follows this approach. 

• The Training Developer begins by determining which tasks must be taught 
for each MOS and at each skill level throughout the life cycle of that MOS. 

• Then the question i~where should the task be trained? That's an important 
"question and the answer must consider the environment previously discussed-
turbulence, job variety in MOS, forgetting curves, etc. 

• Prepare the test to evaluate those tasks. 

• Develop training materials to support the training for those tasks and 
their evaluation. 

• Then conduct the training, evaluate the results, and fine tune the system. 

• It is a systematic and logical process. 



STRUCTURING FOR THE SYSTEM 

• TRADOC schools were organized last year around the systems approach. 

• Trainers are separate. The trainers are the actual instructors. They can 
influence training development, but basically they don't determine what 
to train. What to train, and the standards to which these tasks must be 
taught, are determined by the Training Developers. 

• We have independent evaluators to keep whole system honest. 



THE TRAINING FACTORY 

RESERVE 
COMPONENTS 

ACTIVE 
ARMY STUDENTS 

• For at least a year, this has been the orientation of the TRADOC schools. 
This is our way of looking at ourselves--as a training factory which has 
three equally important customers. 

• Some of our products will be consumed down the hall to teach in the 
classroom, but a large percentage will be provided for the units because 
realistically that's where 90% of the training in the Army is conducted 
(both active Army and Reserve Components). 
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Picking the critical tasks for each MOS to be trained in is not easy. 
This chart shows the Infantry School had a rough t~e narrowing the list 
down to those really critical tasks upon which combat proficiency rests. 

• They can accomplish this analysis only in conjunction with the operating 
commands. As the lIB example depicts~ USAIS first surveyed the units 
in 1973 and later sent out a draft Soldier's Manual for comment in 1975. 

• We have learned much in this process. Through MILPERCEN the Army bought 
the Air Force's CODAP program (Comprehensive Occupational Data Analysis 
Program) which allows us to survey an Army-wide MOS to find out what they 
are doing, what supervisors say they are doing~ and analyze the results 
by computer. 
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tASKS 

This shows all the jobs or duties to which a Skill Level 1 infantryman 
could be assigned. In all these jobs, there are 131 critical tasks which 
are either common to any infantryman regardless of his job (56) or tasks 
only connected with specific duty positions (the 75 job related tasks). 
(Note: The previous slide listed 73 critical tasks. That equates to 56 
common plus 17 for the scout position which is the highest number of tasks 
required of anyone Skill Levell infantryman.) 

• Using all those environmental factors previously discussed--forgetting 
curves, turbulence, job variety, resources, etc.--TRADOC trains 44 of these 
tasks. Hence, the units must train 87. Skill Levell is also where most 
of the tasks are for the entire MOS. For example, 53% of the entire lIB 
tasks up through E-7 grade level are found in Skill Levell. 

• The lIB exa~le was illustrated because it is the worst case. For 
artille~ (13B), of the 142 critical tasks in Skill Levell 58 tasks are 
taught in the institution and 84 tasks are taught in the unIt. In many 
MOSs, TRADOC trains a much higher percentage in Skill Levell. 

• This ''Where TC? Train" decision must take place for every MOS at every 
skill level. 
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• WHERE TAUGHT (SCH. VS UNIT) 

• There is a training plan, therefore, for every MOS. We publish this plan 
in two forms: to every soldier in his Soldier's Manual and to every 
company and battalion commander in a Commander's Manual. 

• The Commander's Manual tells what tasks are to be trained, where the 
training in these tasks takes place, and what materials support the trainer. 
It specifies what unit must train--either as first ttme or refresher. 

• 8M and eM are blueprint for individual training in unit. They layout 
the division of labor between TRADOC schools and units--in effect, they 
are a "contract" between us and the field. 



T R A I N I N G IVI ATE R I A l 

Training material is produced by TRADOC schools to train for mastery of 
every critical task. 
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• This is an essential element of training support for various MOSs. 

• Problem is the equipment is now available but individuals and units are 
not using it. It is an expensive program, and we may lose it if we don't 
use it. TEC works--given a chance. 

• Each lesson is validated by the contractor with soldiers before we buy 
it. Here are some of those validation results. 

• Note we are just beginning to get into the Combat Service Support lessons, 
which are greatly needed by both USAR and active force. 
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I Three NCOES courses--high1ighted--are designed for division NCOA. 
II BNCOC (Combat Arms) and PNCOC (CA) now underway using TRADOC curricula 

and instructor spaces. 
II PLC curriculum just tested in Europe and about to be furnished to rest 

of Army. 
I NCOES must be a joint venture. If not, most·NCOs will not get the training 

. they need. 
II After 5 years of trying, CONARC and TRADOC had put only 10% NCO through 

BNCOC (mostly wrong men). 
II New BNCOC programmed for 3.7 X increase (2156 vs. 7961 per year). 
II With school at division, serving leaders can go. 
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I Good NCOscan make a big difference. On left are general results of first 
8QT, reflecting untrained NCO. If they don't know, they cannot train 
subordinates. 

I On right is one battalion where we observed standards we would like to 
see everywhere. Investigation showed this a battalion where: 

. II SQT preparation decentralized to NCO. 

II TEC used widely both by NCO and men. 

II NCO knew their trade • 

• Objective is to so use NCOE8, 8M, TEC, TC, etc., that the whole Army will 
verify (V) current skill level and substantial portion will qualify (Q) 
for higher skill level. 
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• Same slide on left. 
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FAIRlESS I VALIDITY 

• But slide on right reflects soldiers' attitude about test. Even though 
test showed them they can't perform the tasks, they rate the test fair 
and valid. 

• Important finding since system won't work if soldiers think the SQT is a 
poor test. They don't. 
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Here is still another unit where we found high SQT scores. This compares 
use of TEC with scores on the hands-on events. Unit is exceptional in 
that it has many fine NCOs and holds them responsible for individual 
training. 

• Sergeants can make the system work. 
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SOLDIERS 

• Upright pyramid is depiction of an organization. Could be a platoon or 
a division or an Army. 

• Upside down pYramid overlays activity profile in that organization. 

• Lot of activity at higher levels (generals through captains are swamped 
but little useful work at the E-l through E-4 or E-5 levels). 

• Fairly typical description of most organizations in our Total Army today. 
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Results of recent Army-wide survey conducted by PACllA (Admin School). 
Large sample size. Four div, two regt, CSS slice--both USAREUR and CONUS. 



• Expansion of point number two on previous slide. 

• Challenging individual training is central answer to this problem. 
Question is, who can manage this training? The battalion commander, his 
company commanders and S-3s are already too busy. 

• The only answer is the NCO Corps. NCO must find the cracks of time 
"available to soldiers and fill it with individual training. 



• More from PACDA survey, 

• RegRrdless of the grade of the soldier, the soldier generally wants to 
manage his training himself or to have his NCO manage it. Remember the 
'~ull's-eye" chArt. He sees the rest of the Army through his squad and 
his sauad leader so it is natural he wants his squad leader or team 
leader to mAnage his individual training. 

• We need now to activate the NCO Corps and meet this demand. 

• TRADOC has produced a job book to aid the NCO first line supervisors 
(squad and team leaders) in this responsibility. The small book has a 
list of Soldiers Manual tasks for each soldier under the NCOs direct 
supervision (i.e., squad leader carries a job book for each squad 
member). The book is used to track the status of individual job 
proficiency. 
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SOLDIERS MANUALS Will BE DISTRIBUTED & MOS PRIOR 10 SOl 

• Now the entire training subsystem is based on the Soldiers Manual and 
SQT (Skill Qualification Test). This is the schedule the TRADOC will 
meet. 

• LeArning to use these training materials properly is almost a cultural 
problem. It will take time to educate the Army to exploit the potential 
of the system--maybe years. 



EXAMPLE: TOW (CONDUCTED BY INF SCH) 
PROBLEM: 10AC It 10BC GRADUATES DO NOT KNOW 

HOW TO EMPLOY THE TOW. 
PROBLEM: TACTICAL DOCTRINE FOR TOW I.E. EITHER 

NOT YET CLEARLY UNDERSTOOD OR NOT 

DEFINITE. 
PROBLEM: M70 TRAINER IS INADEQUATE. 
PROBLEM: TRAINING AIDS FOR VEHICLE 

IDENTIFICATIONS ARE INADEQUATE. 

• Each school has an Evaluation Directorate. Their main mission is to 
find out how the system is working. Are the correct tasks listed in 
SM for A particulRr MOS or weapon system, does the training material 
help train for the critical tasks, how are soldiers doing, etc.? 
Meaningful evaluation takes place out at the user end. We need the 
help of the operating commands. 

• This is example of an evaluation conducted by Infantry School on the 
TOW weapon system. WhRt the school must do now is get at the officer 
training problem, begin a re~uirement for a better training simulator, 
etc. The Infantry School is working on .. all of these. You can see 
benefits of such feedback. 



63810 All - SELF PACING 

• AVG LENGTH 6.5 WKS 

• 88\ GRAOUATED IN 8 WitS 
OR LESS 

• Self-PAcing is A tr~ining or instructional method which 
recommended by mAny academicians for over 15 years. 

• Key element in time is not the controlling factor--student performance is. 

• It is the WAY to go because it recognizes the center of the bull's-eye-
the soldier. It turns him on to his own progress--commits him to 
success. It recognizes eRch soldier is different. Some can go faster 
And some slower. 

• This curve shows the results of Wheeled Vehicle Mechanics AIT Course at 
Ft Dix. The norm~l course length was eight weeks. Most finish from five 
to seven weeks. But 12% took a little longer. But all are trained to 
same performance standards, and pass the same tests. Overall, the results 
show a training base reduction in the pipeline to the operating commands. 
The graduates are just as effective because they must show mastery of 
the critical ta~ks before they graduate. 

• Other results·are· (l) * higher soldier motivation and less incident rates 
and (2) instructional material available for export to Reserve 
Components and Active Army. In fact, recent data indicates drastic 
reduction in nearly all morale indicators. 



TRADOC SELF-PACING PROGRAM 

2345 MY 
SAVED 

3376 MY 
SAVED 

5284 MY 
SAVED 

190"_ 
= 

= = 

FY 78 

• Reflects TRADOC plans through FY 78. By 78 we hope to have 90+ courses 
or 33% of our courses self-paced. 

• The numbers in boxes reflect pipeline savings to the Army in reducing 
training base time with same proficiency. 



POST "A" POST "A OR B" 
WKS 1 8 16 

I:~; :~ .. ~ -----I 
.~. -, ICT 

~::1":" ~~_ . . D;.;..~....J~..:iIiii~_~ 

OSUT 

• ONE CO CMDR, 1ST SGT, DRILL SGT 
w BETTER SCREENING 
" BETTER INDIVIDUAL TRAINING 
~ LESS ADMIN TIME 

SAME PROFICIENCY -

• Concept for OSlTT versus BCT/AIT. 

• Basic and common subjects no~lly taught in BCT Are integrated with (AIT) 
MOS specific tRsks Soldier stays with one cadre throughout, so our 
screening for motivation, discipline is much better. 

• In Armor OSUT, for example, the soldier is introduced to the tank on 
the first day_ He doesn't first become a generalist (BCT) and then 
become a tanker (AIT). 

• Presently we hRve Air Oefense, Fiel~ Artillery, Armor, Engineer, and 
Signal converterl to OSUT. We want badly to have Infantry OSUT at Ft 
Benning, but that decision has other political factors impacting on it. 

• OSUT trRins to s~me standards--tasks Rre the same, tests are the same, 
it's just more efficient. 



o 
WI I 2 ·3 4 5 6 7 8 9 10 It 12 13 

~BASIC SUBJECTS (BCT) _ MOS SUBJECT (AIT) 

• This shows the integr~tion in Armor OSUT. Soldiers cover same training, 
t~ke SAme tests. 



PERCENT OF SOLDIERS PASSING CRITICAL 
TASKS AT FIRST ATTEMPT 

• TCATA tested OSUT concept extensively. GAO recently reviewed. 

• Again--can they pass the critical tasks? THAT is the measure. This 
shows no significant difference~ between BCT/AIT and OSUT. 

• How "seasoneri" the OSUT graduate is still a question. It is difficult 
to test ~nd ~nalyze-~ery sub;ective thing. But discipline problems 
Are subst~nti~lly lower in OSUT, and graduates took the same problems 
to the force. 



COMBINED INCIDENT RATES 
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ARE II8I1fICAlTlY LOWER UNDER DIUT 

• Same TCATA (iMASSTER) test, different, perspecitves. 

• Better motivation and better morale. 
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FIELD ACCEPTABII.ITY OF OSUT 
GRADUATES ,PERCENT) 

~~ ~ . '+ 

'. '" 1ST UNE 2ND UNE 
SUPERVISORS SUPERVISORS 

" ! " , ~\ Mas BeT/AfT OSUT 
• u.s 
lIE I1A 

D. III 

CONCWSIOI: 

.7 
• .0 

11.2 

BCT/AIT GSUT 
88.5 

14.1 

10.7 

87.2 

la.6 

77.8 

GlUT BRADUATES ARE AS ACCEPTABLE (MOS PROfiCIENT) TO THE 
fiElD AI BRADUATES fROM COIVEIITIOIAL (BCT/Am PROGRAMS 

• Supervisors were asked after three to six months in unit to compare BCr/AtT 
Rnd OSUT graduates on job performance. 

• No significant differences. 



• Source~ 

READABILITY OF PUBLICATIONS 
VS. READING ABILITY 

Sep 76 HUMMRO Report. 

• Overall conclusion- Tech Manuals and Field Manuals are not readable 
to the soldiers who need them, except for cooks. 

• Reading ~bility of job incumbents is below level needed to read manuals. 
True, regarrlless of low or high mental category soldiers. 

• With 78 systems per man in the Army and with increased sophistication 
of our systems, the Army cannot afford to tolerate this bad situation. 



... 
Congr.,ut.,JOn\ ,In y(kal pUfchnr 01 • WHIRL 
\'4IND moWft hy tORO If. the ...... latMy 

--' _oWJlr 'nd"" dnqwd.wl bud. '0< 
h.".. q~lty ... " Cull"", p8tnrmMtCl' 

Tn jI\""" """a.mum -..f~y. ",l1wnutnPf'tnrm.1Ol! . 
• 00 'If 'fICIn ",., .. ,..... .. , Itw Iilll'c~1 . II ., 
hwnllod th.cl yuu '" .ny ,,1M. n ......... tit trw 
mower .1Nd .net ~I~,' •. d ttw ~ont __ I' o. lhit 

rn&nu.aJ 'a.'M.. It. ttnqIfV '" ....... "M'ld P.., 
p,,,,,("u"', .. 11,,",.," ,,, ,..,.. SAF E TV INS1AUC 
TlONS h",hl"!,, ... 1 loy n", ,y,"hol" ,he \YmhoI 
mN"\ l.:AUII0N ,,.,,,,,,,,,,, whny ~'udlOn 
F •• ultl ,,, n,lIl1"Y __ llh ,hi- '"'trtlct.,.., mo'Y ffl!'lUll 
,n Pf"'t\OfW1 IIIIIII¥ 

FORM NO. :1310 141 ~ 
OWNER'S 
MANUAL 

,~ 

{' -, 

• TRADOC and DARCOM have a solution--ITDT or Integrated Technical Documen
tation and Training, which is a better approach for Tech Manuals. 

• Sort of like the TORO lawn mower set of instructions. Very simple language 
with lots of ~ictures. 

• We need to field those complicated new systems in the 80's with lTDT and 
also redo the old TMs on the important systems already fielded. 



• Very simple, uses controlled language with diagrams. 

• New TMs and the job performance aids which accompany them would be used fbr 
on-the-job tr~ining as well as an evaluation tool. Soldiers taking their 
SQT could take hands-on part of their test using the lTDT Tech Manual 
package 

• Ninety DOD tests have shown that lTDT has a higher front-end cost, but 
that is overshadowed by savings in other areas. Look at the mean time 
to repair education-potential. 

• TRADOC is in partnership with DARCOM on this. 

• It is a very critical program from which the Army cannot afford to cut 
resources.. GEN Deane supports the program whole heartedly. 
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SOLDIERS WANT LEADERS WHO ARE TECHNICALLY 

COMPETENT, CERTAINLY TO THE EXTENT NECES

SARY TO APPRECIATE THE SKILLS AND KNOWLEDGE 
WHICH EACH SOLDIER BRINGS TO THE UNIT. 

SOLDIERS FEEL LIEUTENANTS HAVE THE AUTHORITY 
BUT LlnLE KNOWLEDGE OF THEIR ACTUAL JOB. 

MANY JUNIOR OffiCERS DON'T KNOW THE BASIC 
SKILLS OF THEIR OWN UNIT. YET THEY ARE SUP
POSED TO MANAGE, ADMINISTER, AND SUPERVISE 
THE UNIT. 

• These are very interesting comments. You realize it, your soldiers 
realize it. Now let me show you what TRADOC is doing about officer 
training. 

• It hAS not been the policy of the Army to teach officers individual skills. 
We have been oriented toward the "officer and gentleman" syndrome and not 
specific skill accomplishment. But, as our Army progresses toward an 
equipment or c~pitRl intensive nature, we cannot afford this approach to 
officer training 



is the basic model we use in conducting our basic officer training. 
our officers the individual skills they need to know, we include the 
the skill level 1, 2, and 3 soldiers they will command. We don't tell 

hem how to dig a foxhole, they dig one ... and this is going on at Ft Benning 
ight now. This is an integral part of their leadership training. An officer 

cannot be a leader unless he is proficient in these individual skills. Likewise, 
in the development of tactical skills, they are trained to ARTEP standards in bot 

quad and ~latoon ARTEPs. Again, the attaInment of these sKills contributes to 
heir leadership ability. 

We also teach them how to maintain their equipment, how to resupply their 
Idiers, how their soldiers get paid, promoted, etc. Without all of these skill 

n officer cannot be an effective leader ... he cannot do those things which must 
done. 
Then, we teach them many of the skills found in Organizational Effectiveness. 

teach him how to communicate effectively, how to find and deal with the unco
rAting members in the unit, how to make their unit do more effectively, those 

things which they must do. 
This Is the same concept that we ~re using in the teaching of leadership 

6'F,a~.~~'6re within TRADOC'. Proficiency in the required individual and tactical 
s not only ~ prerequisite for, but is a ~art of, proficiency in leader-

lp skills. Likewise, proficiency in the A~ministrative, Logistics and Mainten
ce areas is required for and part of proficiency in Leadership. Finally, teach 
g those skills requtre~ for Organizational Effectiveness is teaching Leadership 
skills allow officers to diagnose the problems in his units caused by thti) 

ct that organizRtions are made u~ of hYmaQ bein~s After dia2nosis be ith 
help of the school trained OE Staff Off1cer, ean use some behavIotaI' 5 

CQ techniques to solve the problem. These skill are also a part of lea 



IN DIVI D U All CO lLECTIVE 
RELATIONSHIP 

(SOLDIER'S MANUAL/ARTEP) 

• If it is true that individual proficiency is necessary before high unit 
performance can be obtained, then the direct relationship should be 
definable. 

• Example: Units can't pass ARTEP mission of squad and platoon recon unless 
soldiers can perform their land navigation tasks in SM. 

• Units need to know these relationships in planning their training. Take . 
an ARTEP mission of daylight attack and movement to contact. What are 
the individual tasks which must be attained in support of that mission? 

CATB has designed a training management tool to aid in determining that 
interface to attain and maintain proficiency. 



COMPANYMOV~~~~~TA~C~T~ 
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• The master templJlte, a job-aid for S 3' s is a board (about 
which has the ARTEP missions listed at the top and SM tasks 
series of circles underneath. SM tasks are numbered in the 
indicate which Are liB, 110, or llE (entire ll-series MOSs) 
common to both are labeled appropriately. 

4' X 3') 
arrayed in a 
circles to 

Tasks 

• There are masks (other boards) for various ARTEP tasks and when lined 
up with the master template, the individual tasks numbered by skill 
level which must be mastered to support that ARTEP mission will show 
through. As the organizational levels increase from squad through 
~ompany, one finds that many individual tasks are common to squad, 
platoon, and company missions Note most tasks are found at the squad 
level which are colored red. There are fewer blue tasks which are add-on 
tasks peculiar to platoon level. Finally, at the company level mission 
there are only R few green tasks. That means most tasks for the company 
mission are also applicable to squad and platoon. 

• Technique has potential for aiding training manager 
weaknesses and plan effective training programs. Shows 'importance 
of individual training. Presently being validated. 
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• Graph reflects ARTEP production rate for finalized ARTEP. 

• Current status reflects number in draft and finalized print. 

• Entire ARTEP program will have approximately 210 ARTEP; presently there 
8re 137 in draft or final print. 

• Test editions have been eliminated and should accelerate completion of 
the ARTEPs. 



WHERE 
INSTITUTION UNIT 

WHO 

INDIVIDUAL 

COLLECTIVE 

• Oepiction of where training takes place in our Army, whether individual 
or collective (unit, team, crew) training. 

• Question is: How much of the area of individual training is TRAOOC's 
and how much belongs to unit? 

• It is 8 sharing process. The training system will allow the hatched 
areas to expand. 

• Let's look at other factors which impact on the relative size of those 
areas: ie, who dies what, and describe some of the background necessary 
before making any decision in this area. 
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WORKLOAD / RESOURCE TRENDS 

• From FY 74 to 78, 811 workloads in TRADOC have increased. Manpower and 
funds have decreased. 
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PRESSURE ON THE TRAINING BASE 
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• Outside pressures on training base. 
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• Authors of much of this criticism will be part of new Administration. 



TRAINING ATTRIBUTABLE INCl B lJ\ 
STUDENT INSTRUCTOR RAllO 

• Outside agencies are concerned about student/instructor ratios. 

• Levels of training require different ratios. Pilot training needs at 
least 8 1 on , situation. Infantry training obviously requires a 
higher ratio. 

• Average ratio is 1.55 to 1 with some elements stripped out. 



STUDENT TO "INSTRUCTOR" RATIO 

2 6 I 

LEAVING PURE 
INSTRUCTORS 

• If everyone in TRADOC is included in student to "instructor" ratio, 
mixture appears to be rich. However, when only platform instructors 
are considered, a reasonable ratio emerges. 



OF 100 RECRUITS 
ENTERING THE ARMY 

60 REMAIN AT 
40 

A"AIN 
SKIU LEVEL 

@ 
LEAVE THE ARMY IN 
LESS THAN 3 YEARS 

2 

@. 
REMAIN FOR A 
CAREER AND 
PROGRESS TO 
SKILL LEVEL 3, 
4 AND 5 

@ 
LEAVE THE ARMY 
IN 3 TO 4 YEARS 

• We need to remember that we lose trained manpower constantly. 

• Typical example of what happens to 100 recruits entering the Army. 

• Only 25 remain for career. 

• Question is--should we spend a lot of resources training soldiers for 
higher skilli"early in their careers or wait until we know the soldiers 
are going to reenlist? 

• The ''When to Train" question is usually not decided this way. It is 
determined by deciding when in a soldier's career a skill will be needed 
in his job. But advocates of lengthy basic training must consider what 
this slide depicts--and prepare for counter-arguments. 
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CHANGE IN COURSE LENGTH 
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• These are two separate options which would increase the TRADOC role for 
individual training in the Army. 

• Why are both to skill level 21 Because in a 3-year enlistment, a soldier 
will probably be placed in a sktll level ~o position, e.g., a gunner 
in a tank. 

• Considerable variation by MOS. Depends on task lists. 



ADDED COST 
TO TRAIN TO SI{ILL LEVEL 1 AND 2 
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• Note there are wide variations in cost for different courses. Infantry 
is the most expensive. 

• But TRADOC is not trying to "sell" the lower cost programs. Regardless 
of small cost, it would not be feasible to train certain tasks. If 
a soldier isn't going to use the task soon after BeT/AIT or OSUT, then 
why train him on it? Forgetting curve facts must be considered. 
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This is the option to train everyone in every job he or she may get through 
grade E-5. 

• Facts: 

1) It is expensive to increase individual training in TRAnOC. 

2) There are factors wh.1ch argue against increased institutional training-
internal Army factors and outside criticism. 

• But the system that has been developed will allow a change or an increase 
for TRAnOC. 

• The high command of Army and major commanders must decide if the system is 
in proper balance. A staff agency in the Pentagon which concerns itself 
with ladividual training in units would be helpful in determining this 
balance. DCSOPS has unIt training; DCSPER has institutionalized training, 
but which staff has individual training that goes on within unit s1 Over 
90% of individual training occurs in the unit now. 

• Regardless of ~hether it is cost-effective to teach tasks in an institution 
or not, we should ask our commanders which tasks must be taught in our G 
institution before a soldier· assumes a 10b in a unit·. If they say it 
is intolerable not to teach certain tasKs, then we will try to find 65 
a way. . 
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• Previous slides did not include these costs for key items of equipment 
or MCA. 
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"TPAH~ING WORI{LOAD 
IN AIR FORCE 
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• Bottom line: Training Command of the Air Force shares much less of the 
individual training responsibility than does TRADOC for the Army. 

• After basic and AIT, the load falls heavily on the operating commands. 

• Finally, TRADOC desires the concurrence of the high command of the Army 
in the individual training responsibilities in their present balance. 
But if the loads are changed, the fulccrum must shift so that resources 
are reallocated. 

.• Once the balance is agreed to, then we need to stop "grumbling" about it. 


