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20. continued)

l~o training approaches wore emp loyed . Di rected Practice DI’ ) and Cuju . d
Self Study ((;SS~ progr.er; were deve l oped for hoth manager and trainer. The
DP pri. ra:~e~ i nvolved frequent fa.i.--to-facc intera lions bet~ een manag crS/
trainers and tra ’.ning oxp. rts . and gave the bst udcnt~ opportunity to practice
the desired troining skills. The GSS programs relied r~iai nl y on speciall y
prepared guid.anee materials , and they also gave the manager and trainer
frequent opportunity to practice the desired skills. All programs were self-
contained.

Preliminary versions of the programs were administered to e unit man.i : - rs.
Final programs were tested out on I Division personnel. Limited evaluation
indica ted the programs were effective and of utility to Division personnel..

Self-con tained programs , developed to teach instructors and training
managers how to use performance-based training and evaluation practices in
Army units , are described in ARI Technical RLpert ~~~~~~ Products include
the Direc ted Practice Program for TO&E Unit ‘lraining Mangers and irainers.
Appendix D (hound separately); Guided Selt ’ Stud y Program for TO~JT Unit
Training Manager Course , Appendix E (bound with AppendIx E, nook Solutions
to the Cuid~ d Self Study Program fer training managers ” ; Direc ted Prac ti i.v
Program for ~~~~ Unit lnstructt~r/Traii -ie r Course , Appendix C ~bcsund separatel y ’ ,
and Guided Self Study Program for TO&T Unit In~ tructori I r.Iinc.r Course ,
Appendix H (bound with Appendix 1, Book Solutions to the Guided Self
Study Program for unit trainers/instruc tors) .
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SUI’VIARY ANU CW~CLUS I O U S

PUR POSE

The pur po~.o of t h i s  port ion of the  Dlv SKiLL e f f o r t  was to dev-
elop a l t ern . t i i .- t r a i n i n g  progr ams to on i l t i c  t r a i n i n g  managers and
t r a ine r s  located in u n i t s  to employ p er f o r m an c e — b a s e d  pract ices  in
training .iiid in evaluating ind ividuals i n  t he i r  p e r f o rm an c e  in the
unit setting. .1 related goal was to ~x.i~l inc the I easibil ity of iniple—
Lefl t i n �; the tr.~iiiing programs in field units, and to obtain preliminary
data to hel p evaluate  the  re la t ive  ci f ec t iveness of the programs .

APPROACH

The work wa r; performed in c o n j un c t i o n  w i t h  t i le-  7th Infantry
Divis ion , For t  l ird , Cali~ o rn i a .  Using o f f i c i a l  Army guidanc e documents
dealing with the conduct and management of training, t h e  f unc t ions  per-
formed b y t r a i n i n g  ii~~nagers and t r a i n e r s  were analyzed into tasks .
A f t ~~i Cx te~nS i v . .  rev  icy by ‘h o  research  s t a l L , the t ra  ining tasks were
su b m i t ted  to D iv i s ion  t r a in ing  personnel  f o r  the i r  review and co~~~ent s .
Divi si . ’u  pe-rsanis..l varied wide ly  in ind ica t ing  who in the  u n i t  p er—
f ormed the  t a s k s . Ilie genera l  consensus was tha t few tasks were the
reb p o r . A U i l i L y  of a s ingle ~~~~~~~

Based on th is  input , a ina l set of tasks was prepared . Perform-
anc e obj cL i. ives fo r  the  t ask wer c  then prepared  and used to guide
c o n st iu c t i o n ot p..rtormanc e tests and tra ining programs . Because of
ant  t r i p~~ted l imi t ed  t ime in whic h to tr y out  the  programs , min ia tu r i zed
test version s wece prepared t or use as pre— and post test s .

in developing t r a i n i n g  programs , two tra ining approaches were
emp loyed . D ir e c t ed Prac t ice (DP) and Guided Self S tudy  ((;SS) programs
wer(- developed for  both  manager and tr a i i w r .  The Di’ programs involved
f r e q uen t  f a c e — t o — f a c e  i n te rac t i o n s  b e t w e en  ma n a g e r s/ tr a i n e r s  and
t ra ining e x p e r t s , and gave t h e  “s tudent ” i re q uen t  o p p o r t u n i ty  to
p r a c t i ce  the  d e s i r e d  t r a i n in g  sk i l l s .  The USS programs relied ma inl y
On spec i a l lY  prepa r ed gui d . inc -c m a ter i a l : ; , and they  i lso gave the
manager and t r a i t s - n  op p o r t u n i t y  to p r a c t i e L- the des ired  ski l ls .  The
GSS programs also encouraged the student to ob t a in  a s s i s t an c e f rom the
ins t ruc tor  i f  problems were experienced .

All programs were self con ta ined ; assembled program ma ter i a l s ,
plus o f f i c i a l  r e l er en c e documents , c o n s t i t u t e d  all a u n i t  would need
to Jmpl emei , t  a pr ogram.  One- c t h e  cu r ren t .  t r a i n i n g  manag er  in a unit
completed -i manager p rogram , it  Was llItefl (I&’d t h a t  he should be able to
a dm i n i s ter  any of the manager and t r a i ner  p rogr am~; to newly assigned
t r a i n i n g  per sonnt J
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EVALUATION

Because ther e was an interest in the D i v i : i o n in developing per-
formanc e t ra in ing  capabi l i t ies  quickly in uni t  managers and t ra iners ,
portions of earl y versions of the Dl’ programs were administered to 98
unit  managers before  the programs were fully developed . Responses of
managers to these ear ly  versions helped shape the f inal programs .

Final programs were tested out on 19 DivisIon personnel. The
pretest Scores of these individuals on the miniatur ized pe r fo rma nce
tests ranged wide ly,  in contras t , their  post test  scores showed im-
provement and much less varia t ion. in light of the  small numbers of
ind ivIduals assigned to undertake  the  various programs , and because
of uncontrolled sources of contami na t ion , no q u a n t i t a t i v e  comparisons
between types of programs were at tempted . Because of h igher  priori ty
Division activities , a more elaborate test ,  of the programs wzi s not
possible.

CONCLUSIONS

The following conclusions are o f fe red , based on the limited
evaluation data that were possible at this t ime :

1. The programs appear to be viable instructions for training
managers and trainers in the skills that they will need in the unit.

2. Each program can be completed within  a reasonable t ime period
(2 or 3 days) , and it can be accomplished wi th  a minimum i n t e r r u p t i o n
of ongoing unit activities .

3. Training personnel need not absent themselves from duty in
order to complete the programs.

4. The literacy level required by the programs appeared to be
well within the capability of indiv iduals who undertook the programs .

5. The programs do not r equ i r e  special med ia or equipment. They
can be accomplished wi th  the equi pment no rma l ly  avai lable  in the u n i t .

6. Feedback f rom Division personnel Indicated that  the programs
were of cons iderable relevance and u t i l i t y  to t h ’ m .

PRODUCTS

The products developed Include the f o l l o w i n g .  ~‘/~tlL~~L: Fifl ’? DDC :

1. A Directed Practice Progr am for t r a in ing  manag ers .

2
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2. A Guided Self Study Program for training managers.

3. A Directed Practice Program for trainers .

4. A Guided Self Study Program for trainers.

5. Comprehensive Performance Tests.

6. Hiniaturlzed Performance/Knowledge Tests.

I I~I
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PREFACE

This report is one of two prepared under Work Unit DIV SKILL .
Sponsored by the U.S. Army Research Institute for the Behavioral and
Social Sciences, DIV SKILL sought to develop training programs to
help unit training managers and trainers to employ performance—based
practices in training and evaluating individuals in the unit. The
related DIV SKILL report is “Motor Transport Operator Training: An
Approach to Prepar ing Training Managers and Ins t ructors  to Design ,
Conduct , and Evaluate Performance-Oriented Training .”

DIV SKILL was a part of the work program of HuinRRO ’s Western
Division at the Presidio of Monterey , California , with Dr. Howard H.
McFai-in as Direc tor. Members of the HumRRO research staff were
Dr. William H. Meiching, principal investigator , Dr. John E. Taylor ,
Dr. Morris Showel, Ms Jacklyn E. Hungerland , and COL (USA , Ret.) Mark
F. Brennan.

Mr. Jack Sternberg of the Army Research Inst i tute  served as the
CO TR. Administrativ e support for the work was provided by the U.S.
Army Research Institute Field Unit, Presidio of Monterey, the R&D
coordinator of which was, successively , COL Ulirich Hermann and
MAJ Joel S. Stephenson.

The cooperation and assistance of officers and men of the 7th
infantry Division, Fort Ord , Cal ifornia , where the study was carried
out, is gratefully acknowledged .

HumRRO research in DIV SKILL was conducted under Army Contract
DAHC l9—75—C—0018. Army Training Research is conducted under Army
Project 2Q062107A745 ~‘r?cl 2.~7~ 3731X17O .
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The o~~ ...l 1 ~~ ai  ~ .-.~~~~ k L’~~i t  i I V  S K I L L  v.5 tO d velop t r a i n i n g
pt ogr ams t~.- t L  ill .- j .:: t r - t  :~~; I t ~ h~er~, • i & : U  t~ u n .  rs to em-
p loy p *r f or ~~~n ee— ~ .i~~..-d .z ~ ct L~s ~n U i ~~~ and t V .~ I a t ing t l w  per—
for~.ance ot ~~

. n i n  L L t ~ ’ u~ L • i u t  - - :  U i.I ~~Ic Li I o( I dS On individ
ual ~r a in ~ i.,; . - - per

This ~~~~ ~. 
-
~.es

- r ~ t S  t. .e pr . ’~ - - 1~~r e ;  t~~at  v~~r . - e u p lo yt d  in
d~~~ ~~~~~~ ~~~ ~~~~~ ~~~

- . ~~~~~~ ~~ -‘v~ d~ ~~~i.J i ~~~ of ~r~~iuc s tha t volved
from th~ t t f o r ~

MC~~~~~ D

T r a i n i n g  s &uld ~- r i 1 . i ~ c the  s lLl i~~r to pe r for ~- . h i s  job . Unit
op . - r u t  i O f l~~~ f l )  -. - :  t er i o .- w~-l 1 p 1ant .~ d , c~i - i  never be c X t ~c u t e d  any
bctt~ : than the ahili~ v 01 t • .t.~ h j ntj ividu ~ i t - ~ ~r i - r m  t~.. r .  (~a:r i J
d u t i i ~, of n i . .  j~~E.

The uni t  :~~~tn d c r ~ Eu ~~
.. t he  r~~~p ons ib i 1  it y  of w~-ldin .to ,; t i . t r a s~~ o n v  f I ! n c t L - ~ ;~~~I .~ t tiLol ~~f ~~~~~~~ ~ a~~~ or t  u n i t  I:~~~~

TeC. iv e  r~en r -~ ‘ r hi -~~ur it  ro~ a v a r  i .  y of sour c -~~. Some uk- u ~~
join ~~ urit ~~~t be rt~:.! t. ~.r .t d u a t t  -. of Ivanc t-~i m d  ~v iaa . i i  irainir.g
courses f r . ~ t r a i -~~n~; ~t i i t c r s .  A~ such , t~~”; a r -  i~u-i 1 i i i e u  x r ,  t :~c i r
PUS on i , it  e r . tr y  levei  c~~~~E~~ it ies . i n r e i i o r e , t h e y  wi l l  l i ~~~
requ i re  a~~~ I ~.j L i l  t r a in ing  ~.r o — ~ra~ns to ae ’~u ir e t~~~ - r eralinIn~- skiii~of t h e i r  PUS and grade .

Other men r.~ i ; be :~;r ~.as tes i f  Adv. n~-~.d Cou r s e s  conduc t - . ~I by the
service schools .  They will  h i v e  acquired ~. t n y  or t u e  skills n~ t dc d
fo r  h ighe r  ;r ad (- s i n  t h e i r  M. ) S. However , ~~~~~ men must acqui  rt- th~supervisory sk i11~- ne~~u e 1  l’ ~ ~ i L C  ii ~ i I .. r grade~~. and they  need Inc
O p p or t u n i L y  to pr - li c e  th~~~e skills in a u i~it s el l i ng .

A soldier r . ay  t r an s f e r  f rom another s imilar  uni t  where  he
serv ed it ’. the salse MOS and grcide.  lie should ssi~~~; th e  required
skills , but  unless some sys t i -~u t i c  pie. . :u y t ~ is  used fo r  d e t e rm i n i n g
his skill  leve l , h i s  degr ee  of skil l  t r o t  ic Lac y r i1n~ ins a (~~a : i ’ en.

A soldier who Lr ~ia s i  ers from a unit  where he has been serv ing
in some otE r PUS i~; usuall y a ~andid~t t  b r  c o n s i d u i . i o l c  r e t  i
t ra ln in ; - ;  In ~he ~:ki1ls  fo r  i t i ~, MUS and gr~ dc .  A n .vduat ion 01 h i s
p r i  sen t s~~ i i  IL - v e t  must  be t..tii ~ Li, d c t e r s, i~~e the t r a ir . i ng  lii should
r ect ive .

Comp ound irn ’ t h e  u n i t  coriiin-inder ’s t r a i n i n g  r i  ~i o n ~: i h i l i L h - s  Is
the Ar ta y ‘s n.-wly i as~ i t  uted l.n L i s t ed  P~~r a l i t  I ~ .i n  g ’ : :i t n t  Svst i-rn
(EPMS) . liii s ys t .  --

~ esta bi i~ - l i ~ -s a nunhi r of progrea:;lvclv mon
dii f icult  skil l leve ls  f o r  eat i i  M i l i t a ry  Oc upa tiona l Spvc ial I ty
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(MOS) , with progression to an advanced skill 1 ~ve1 dependent on demon-
strated mastery of the skills involved . I t  is the unit comma nder ’s
responsibility to provide those t r a in ing  oppor tun i t ies  which will
allow an individual to acqu i re  those skills whic h are necessary to
progress f rom one skill level to another .

PROBLEM

Within the past decade , major shifts in the Army ’s t r a i n i n g
philosophy have occurred . The use of the lecture method f o r  group
instruction, fo r  example , has given way to an interest in individual ,
hand s—o n performance training. The emphasis has shifted from the
instructor and what he is doing , to the soldier and his demonstrated
capabilities. Soldiens learn by doing , not by listening or merely
watching.  Performance t ra in ing makes the s tudent  act ive and centers
instruction around him——g iving him the time and support  he needs in
order to learn. S ign i f ican t ly ,  the training emphasis is sh Ling f r o m
the training centers and service schools to the uni t .

At the same time , personnel assigned as t raining managers in
TO&E units seldom hav e the opportunity to practice the perf rma nce of
training management skills prior to assignment .  Immedia te ly  upon
assignment , they are expected to ident i fy  specif ic performanc e
def iciencies, develop needed performance—based t r a in ing  programs , and
maintain a high level of performanc e capab i l i ty  in the men in their
unit .

A similar situation obtains for  personnel who are assigned
duties as un i t  t rainers.1 If they at tended an i n s t ruc to r  tra n in g
course prior to the int roduction of per formanc . or iented  t r a i n i n g , it
is likely tha t their ins t ruc t ion  was “ l ec tu re ’ r a t her  th a n  “hands—o n ”
oriented . If they did not  a t t end  an i n s t r u ct o r  t r a in ing  course  prior
to their new assignment , they will probably model thei r  f u t u re  behavior
on wha t they hav e seen in the past . . . l ec ture  ra th -r tha n hand s—on
training. In ei ther  case , these t r a i n e r s  w i l l  be i l l -pr ep ared  to
administer indiv idua l per fo rmance  t e s ts , e v a l u at e  the p e r f o r m a n ce
capabili t ies of individual  soldiers , or conduc t per formance—ba sed
t ra ining.

If uni t  t ra ining managers  and t r a ine r s  are to emp loy p e r f o r m a n c e —
based prac t ices  in t r a i n i n g  and e v al u a t i n g  men , t ra ining I)r osrar ~~ tha t
will permi t them to acqu i re  the needed knowledge and ski l ls  must. be

1 In this report , “ t r a i n e r ” and “ ins t ruc tor ” arc used inter-
changeably.

12
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prov ided . Ideally,  these programs should be self—contained , capable
of easy admi nistration within the u n i t , and designed to provide
direc t , hands—on prac t ice  to managers and t r a ine r s .  They should be
used in the field w i t h  equipment normal ly  found wi th in  the unit .
Addit ionally,  since un i t  t r a in ing  personnel must be able to t ra in
their replacements , the need f or simp le , easily admi nistered programs
is reemphasized .

Having acknowled ged the need for the training programs , an
immed iate question concerned the most ideal “form” tha t such programs
should assume. The purpose of the research effort , therefore , was to
develop a l t e rna te  t ra in ing  programs fo r  managers and t ra iners, a rid to
evaluate the feas ib i l i ty  of implementing them in un i t s .

RESEARCH PLAN

The work was performed in conjunc t ion wi th  the 7 th  I n f a n t r y
Division located at Fort Ord , California , and it was undertaken in
three phases. The major goal of each phase was as follows:

Phase I — Train managers and trainers in the Division support
Command in how to design , impl ement , and evaluate
a performance-or iented t raining program.

Phas e 11 — Develop a l ternate  training programs for  managers
and trainers in the Division combat e lements .

Phase 111 — Examine the  feas ib i l i ty  of imp lementing the programs
in field units and obtain data to help evaluate the
relat ive e f f ec t iveness of the programs .

Phases I and Ii were conduc t ed concu r r en t l y .  The present report
provides resul ts  f rom Phases II and Ill  on ly .

A descript ion of the  a-~tivit ics and products  of Phase 1 is
provided In a separa te  repor t  e n t i t l e d  “Mo tor Transpor t  O p era to r  Train-
ing : An A pproach to P repa r ing  Training Ma nagers and In s t r u c t o r s  to
Design , Conduct , and F v a lu a t c  Per formance— Orien ted  Tra in ing .”
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• RESEARCH PROCEDURES

DEVELOPMENT OF ALTERNATE PRO GRAMS FOR W~NAGER ANt) TRAINER

Task Lists for Manage r and Trainer

Consistent with system analyt ic  procedures , the f i r s t  step in
development of t ra in ing programs for  the manager an- ’ t r a i n e r  con-
sisted of the generation of tentative task lists for each. Two Army
publications served as primary reference sources for this step. They
were:

TC 21—5—1 , Training Management Digest . Training
Management : An Overview , Apr il 1973.

FM 21—6 (Test Edition) , h o w  to Prepare and Conduc t
Military Trainmg,  June 1974 .

According to the authors of the TC, th is document was prepar ed
primarily for training managers. in contrast , the I’M was prepared fo r
use by trainers. While neither document presented a “formal task
list,” each document did list a series of strps that must be accom-
plished in t raining.  These steps can be viewed as statements of tasks .
The FM also compared br ief l .y  the responsibili t ies of the ma nager and
the t ra iner .

The TC depicted a 10—step model fo r  develop ing a t ra ining program.
The goal of each step and the sequence w i t h  which steps must be com-
pleted , are shown below .

1. Identif y Missions

2. Analyze Mission/
Capabi l i t ies  10. t~k ’nitor and( — 9. Conduct

Evaluate  Training
Training

3. Establ ish
Performance 8. Program and
Objectives Schedule

T r a i n i n g

4. Determine Cu r r c n t ~~~~~) 5. Determine t ra in ing
Level of individual Needed
and Unit Profic i ency

Ii
6. Identif y ). 7. DetermIne

Resources Tra in ing  to
be Conducted 

• ~~~~~~~~~~ . . —... . . .
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For each step, the TC described several a c t iv i t i e s  tha t must be
performed. Many of these ac t iv i t i es, l ike  the s teps  abov e , can be
viewed as tasks. The research staff analyzed the steps and activities ,
elaborating, expand ing , and combining them as seemed necessary and
worthwhile, and d r a f ted  a t r ia l  set of tasks per formed b y the manager .
The s t a f f  had had much exper iLuce  in develop ing ind iv idual task st a t e—
meats in related research efforts. in f a c t , s t a f f  members had partic-
ipated extensively  over the past several years in efforts involving
performance—based training technology . Therefore, these experiences
guid ed them in the present under tak ing . At this stage of the work ,
every e f f o r t  was made to keep the task statements simple but compre-
hensive.

The draf t task statements for  the manager were c irculated among
the research s t a f f  fo r  a cr i t ical  review . Over several  weeks , numerous
discussicns and meetings were held w i t h  respect to the task statements.
As a resul t , var ious  modif ications and re f inements  were made.

During the period of internal  review of the manager task list ,
the development of a set of task s tatements  fo r  the t rainer  was also
undertaken by the s t a f f .

As noted be fo re , the main  re fe rence  source fo r  this  list was
FM 21—6 . The li-I described a 3—step backward planning process to be
used by trainers in preparing and conducting t ra in ing .  These steps
are:

Step 1. Describe the  Desired Results of Training

Step 2. Prepare to Conduct Training

Step 3. Conduct Training to Standards .

For each step the FM described the kinds of activities tha t must
be accomplished . For c l a r i ty ,  the  manual also provided several ex-
plicit examples of products  tha t would t y p i c a l l y  r esu l t  f r o m  applica-
tion of the process. From the t hsc r ipt ions  and i l l u s t r a t i ons  of the
steps , the research staff attempted to draft a cohesive set of tasks
for the t ra iner .  ~ gain an e f f o r t  was nude to keep task  s tat ements
simple bu t  comprehensive .

The trainer t.isk list underwent  several c r i t i c a l  reviews by the
research s t a f f .  As a r esult of these reviews , v a r i ou s  a d d i t i o n s ,
delet ions, and m o d i l i c a t f o n s  were  made to tI~c l ist .  At the same time
a concerted e f f o r t  was d i r  cc (~d at Id en t i i  y lug pu i n t ii of ove r lap  in
manag er and tr . i i  :i, -r t asks .  ‘Ihe resul t  of this cit ort was the prepara-
tion of a single  11 Sc of training tasks ra tie r than two separate  l i s t s .
Some tasks were believed to he unique to Un. man ager , some u n i que to
the t r a i n e r , and some tasks wer e be lieved to be shared by both t h e
manager and the t z . i l n e r .

16 
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Once the staff  agreed on the composition of the list , it was
submitted to training of f i ce r s  and NCOs in the 1st Brigade , 7th
Division , fo r informal verif ication and validation. They were giv en
the list and asked to answer these questions about each task state—
ment:

1. Is this task performed in your  uni t?

2. If it is performed , who does it?1

3. If two or more people perform it , who
has prime responsibi l i ty?

4. If other tasks are performed , state
wha t they are.

Responses wer e received f rom 20 persons (16 o f f i c e r s , 4 NCOs) .
Their experience in unit training jobs ranged f rom 1 month to 8 years ,
wi th  the average being sl ightly over 21 months.  In general , respond-
ents varied widely in indicating who performed a task. A summary view
might be that  “everybody does every th ing.” Respondents readily
assigned themselves responsibi l i ty  fo r  tasks . One ba t tal ion  comma nder ,
for  example , wro te  tha t  “The ba t ta l ion  commander is responsible for
all these t~

j
~ k~ .” In a sense this is t rue , for  in the  f inal analysis

he is responsible for  what  his subordinates  do in pe r fo rming  their
duties . However , although he may be responsible , he need not be the
primary performer of the tasks. Wh ile a tendency for some clustering
of responsibi l i ty could be seen in the responses , perhaps the clearest
Impression was that few of the tasks were viewed as the sole responsi-
bi l i ty  of one person.

In discuss ions with respondents , a f u r t h e r  c l a r i f i c at i o n  was
obtained . Whether an individual functioned as a ma nager ot a t r a ine r
depended great ly on the cur ren t  s i tua t ion. This , in tu rn , inf luenced
what tasks he per formed.  Senior NCOs and o f f i c e r s  who woul d normal ly
function as managers, might have to act as t ra iners  in the  absence of
qualified instructors. This was said to be especial ly l ikely in u n it s
tha t are being activated , bu t  is not un ique  to them.

Using the  respondents ’ op inions as suggestiv e , a f i n a l  set of
training tasks was prepared .  The tasks re ta ined  on the  list were tasks

1Respondcnts were Invited to select f r o m  these t it l e s /pos i t i ons :
Bat ta l ion  Commander , Ba t t a l i on  S—3 , B a t t a l i o n  Assistant  S—3 , Company
Commander or Execu t ive  O f f i c e r , Other  Company O f f i c e r , T ra in ing  NCO ,
Platoon Sergeant , Squad Leader .

l.(
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tha t , in the opi nion o f the r esear ch sta f f , were necessary and criti-
cal to successful preparation and conduc t of a training program in a
unit.

The list of training tasks is g iven in Table 1. An “X” is used
opposite each task statement to indicate who in the uni t  performs the
task. For each task perfo rmed by both the manager and the trainer ,
the person having prime responsibi l i ty  fo r  accomplishment of the task
is noted b y a foo tno te . A count of tasks shows that nine tasks wer e
unique to the manager , seven to the trainer , and 12 tasks were shared .
The training manager had prime responsib ility for 11 of the 12 shared
tasks .1

Summary View of Ma nager and Trainer Roles

Out  of the e f fo r t  to develop task lists fo r  the manager and
trainer , fa i rly precise conceptions of their  roles in t ra ining emerged .

Primary tasks of the t r a in ing  manager are judged to be:

1. Determine wha t tasks must be performed in the uni t .

2. Develop tests to assess performance capabilities on
tasks.

3. Train and monitor subordinates as they test and t ra in
soldiers.

4. Provide quali ty control of the t ra in ing system.

Key actions of the ma nager wo ul d seem to be desi gni flg and monitor-

Primary tasks of the trainer ar c judged to be:

1. Administer individua l per f o rmanc e tests

1To enable the reader to r e l at e  each t a s k  s t a t emen t  to the p~acc
in the programs where tha t task Is included , a l e t t e r / n u m b er  cod e hoi s

• been used . This code appears in the two l e f t  hand columns ot Table 1.
The code Indic~ tcs how the task I ~; I den t i f  led in the man ager  and
t ra iner  programs . For exampi e, U—i under the “Ngr lk) 1” ol umn m d  i -~ t
t hat the t a s k  “ ins t ruc t subord inat e s  how to a d m i n i s t e r  i iid i vi dual pt r—
formance t ~- : t s ” appears  as Task 1 in Module I) in the manager progr am s .
1)—i under the “Trainer  POi~

’ r e f e r s  to another task In the t ra iner
progra m.

0
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TABLE 1. TRAINING TASKS PEkFORME D IN TO&E UNITS

Task No.
Mgr Trainer Performed by
P01 P01 Task Ma nager_ Trainer

B—i — Prepare a list of possible missions X

B—2 — List uni t  tasks the unit must perform
if given mission is to be achieved X

B—3 B—l Improve task statements when they are
vague or incomplete Xa X

B— 4 B— 2 List ind ividual ta sks each job hold er
in the unit  must pet torm if a given 

amission is to be achieved X X

C— i C— i List the spec i f ic  actions tha t the
ind ividual must per form to accomplish athe task X X

C— 2 C— 2 Set the conditions fo r  each individua l task Xa X

C -)  C—) Set the standard s of performance for each aindi v idual task X X

C—4 C—4 Obtain or construc t performanc e tests to
measure how well each man performs his tasks X

D—1 — Instruct subordinates how to administer
indiv idua l p er f o rmance tests X

— D—l Ass~~bie equi pment. and ob tain fac i l i t i es
for tes t ing X

— 11—2 Adminis t er an individual  per formance  test X

D—2 — Supervise subord i nates  in a d m i n i s t e r i n g
individua l p er f o rmance  tes ts  X

E—1 E—l identif y wh ich men need wha t t r a i n i n g  to
bri ng them up to s tandards  X

E—2 — Rank the t r a in ing  d~ flcicncics  in order
of pr i o r i t y  x

F— i 11—4 Secure resources needed (personnel ,
equi pment , f a c i h i t  ~~~ t i m e )  to p l a n ,
cond uc t , and e val uat e  t r a i ni n g  ~

a
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Task No.
Mgr Trainer Perform ed by
P01 P01 Task Manager Trainer

F—2 F—l Decide the sequence in which knowi edges
and skills will be taught to the men awho need training X X

F—3 — Decide the training metho d that  will be
used to conduct the training X

F—4 — Prepare a training schedule X

D—3 — Inst r uct  subordinate leader s how to
conduct training X

— D—3 Prepare a lesson plan or lesson out l ine
to be used as a guide when conducting
training X

— fl— S Conduct a rehearsal of the training to
be given X

— D—6 Conduc t a class designed to teach man
skills in which they are def icien t X

D—4 — Supervise subordinate leaders in their
conduc t of training x

— F—2 Keep a record of each man ’s prog ress in
being able to perform the tasks that
were taugh t X

— F—3 Giv e a repor t to yo ur superior , orally,
or in wr iting, on the results of the
performance test X

G—1 C—i Evaluate util ization of t raining resources X3 X

G—2 G—2 Interpret test results to ident i fy  tra in-
ing program inadequacies and possible acauses of inadequacies X X

G—3 G—3 Modify a training program to correc t
inadequacies x

aprime r esponsib l li ty  for  accomplishing task

20 
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2. Identify individua l performance defic iencies

3. Cond uc t performance tra ining to correct defic iencies

Key actions of the trainer would seem to be testing and training.

Performance Objec ti ves for Manager and Trainer

The next step undertaken in the  development of the programs was
the preparation of pe r f o r m a n c e  ob ject iv es .  Each training task (ac t ion)
was converted into an objective by add ing to i t  a descri p tion of the
important condi t ions  un .h-r wh ich I lk  task must be per formed , and by
providing informat ion  r e l a t i v e  to the standard of p er forn~tnce wi th
which the task must be performed . Tht ~~e elaborat ions  wel e added to
provide guidanc e to test con struc tors and to persons who must develop
the training programs .

Ideally, t he  spec if icatio n of these conditions and standards of
performance should be directly related to actual job circumstances.
Furthermore, they should be as expl ic i t  and as m e a n i n g f u l  as possibl ’.
Performance standard s , fo r  example , must state clear ly  the  behavior
that will be accepted as evidence that  thL objective has been satis-
factori ly obtained . ~.hic rc possibl e , st a ndards may be expressed in
quantitative terms .

The research s taff  strove to a t t a i n  these ideals , but they we re
guided by other considerations too. For example , while a de ta iled
elaboration of the conditions and s tandards for  a task is desirable
because it leads to improved communicatio n about  intended s tudent  per-
formance, there is also some m e r i t  in s tat ing  objec t ives in a more
parsimonious fash ion .  As a spec if i c  exampl e , consider the manager
task “Prepare a list of possible unit missions .” in all probability,
t his task would li kely a lways be performed under conditions of “Given
guida nce f rom t h e  commander , ” and ‘~W i t h  the assistance 01 other  uni t
personnel .” These two conditions are  important  but not uni que to t his
task. They are present for all the manager tasks;  t he r e fo re , they ca n
be omit ted  w i t h o u t  degrading the obj ec t ive .  In substance , i t  is
believed to be Im~re useful  to include as condit ions onl y those that.
are both impor tan t  and unique to ihc task. This procedur e tends to
r ed uc e th e n umber of performa nc e condit ions t hat  need to be stated .

Sta t ing  meani ng fu l  s tandards for  the mavagt r (or tra iner) is
par t icular ly  d i f f i c u l t  sinc e many of hi ts tasks call f o r  h i m  to judge
the adequacy of the a c t i v i t i e s  or products  of a subordinate .  When
t h e  tas k calls fo r  h im  to follow a pre scr ib ed set of p rocedures ,
ad herence to these proc edures becomes a convenient  s t andard .  In o ther
CaSes , standa rds involving more q ua l i t a t i v e  c r i t e r i a  were cited .

21
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Statements of the performanc e obj ectives for  the ma nager and
t rainer are contained in Appendix A.

DEVELOPMENT OF PERFORMANCE TESTS FOR MA NA GE R AND TRAINER

The development of performance tests was undertaken cone nrrently
with the development of training programs for the manager and trainer .
Separate research teams undertook the two act ivi t ies .

The tasks der ived for the training manager and t ra iner  (see
Table 1) con s t i tut ed  the basic information on which the performance
tests were developed . As a first step, these tasks were c lus t ered
in to f u n c t i onal , job— related per formanc e clusters.’ This c lust er ing
resulted in the i d e n t i f i c a t i o n  of f ive major areas of t r a in ing  manager /
trainer activit ies.  Each of these ac t ivity  areas wi l l  be d iscussed
below.

Constructi ng a Performance Tes t for Individuals

In a performance—oriented t raining program , const ruc t ion of the
performance tests is the key and pr imary  step to be taken. Sinc e
these tests measure, in a precise fash ion , the  ‘u tput  or product  of
the t ra ining program , they shou ld——wh en properly cons t ruc t ed——d e l  inc
the training program. The tests are based on i d e nt i f i e d  job tasks
that are clustered for  j ob— cr i t i ca l i t y  and job—rela tedness .  Per—
forniance tests usually encompa5s more than one single t r a i n i n g  objec-
tive. Fur thermore , they enumerate  specif ical ly  the  cond it  ions  und er
whichi performance will take place or he required and the exact individ-
ual actions or skill sequences fo r  each t a sk .

The sta nda rds of performa nc e mus t also be defined . These stand-
ards are usual ly based , i n i t i a l l y ,  on experienc e and common sen: .c
(e.g., “How long should it t a k e  an E— l to disassemble , clean and
assemble this weapon, and wha t fac tors would 1 look b r  to evaluate
his perfor m ance— — s 1’ee d? sequenc e? s a t e t v ? . . . . ) .  These initial ‘;tan d—
ards a rc  subsequen t ly  ve r i f i e d  and m o d i t  led on the basis of empirical
data gathe red f rom the “d r y — r u n n i n g ” of t he  test .

‘In a subsequent sect ion of this repor t in w h i c h  the dev elopment
of t ra ining programs is described , a seco nd schem e f o r  c l u s ter i n g
t ra ining tasks is introduced . Ther e is no i n t e n t  to imply that  there
should he one system for  c lus ter ing  task s when p e r t or n o n c e tests  ar e
being bu Ut  and another  when a t r a i n  i ng pr ogram is b eing  bull 1, buL
merel y t hat a l t e rnate  c lus te r ing  S~ lii ~ ic~ are  possible .

22
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Test development also requires the preparation of certain admin—
istrative documents to ir.sure standard izat ion of test administration
and scoring, and accuracy of recording and reporting test results.
There must be : 1) directions to the test a d m i ni s t r a t o r  for  preparing
for and conducting the  t e s t ;  2) scoresl iects  (a s t e p — b y — st e p  perform-
ance checklist spec i f y i n g  how the individua l is to accomplish the
required actions) ; and 3) recording/reporting forms for training
records and remedial training needs.

When the administrative materials, performance standards and
proc edures are verified , the test may be introduced into the training
system for use as an evaluation instrument and also as a guide to
training.

For clarity, the tasks from the task list that arc involved in
constructing a performanc e test are l is ted below .

Task No.
Mgr Trainer Performed by
P01 P01 lask Manager Tra iner

B—i — Pcepare a list of possible missions X

8—2 — List uni t  t asks the uni t  must pe r fo rm
if given mlssicn is to be achieved X

B—3 B—i improve task s ta tem ent s  when they are
vague or incomplete X X

C—i C—i List individual tasks each job holder
in the unit must perform to accompl i sh
the task X X

C—2 C—2 Set the conditions for each ind i v i d u a l
task x x

C—3 C—3 Set the standards of performance for
each ind iv idual task X X

C—4 C—4 Obtain or construc t pe r f or ma nc e t e s t s
to measures how well each man performs
his tasks x x

Prepari ng to Conduct Training

Once the appropr i~it~ per formance  tes ts  have been const ructed ,
prepara t ions  can be made b r  t h e i r  use in t he  conduc t of training , in
pre—planni ug fo r  Ira in i ng ,  d d e  m u  n.m t ions  mu st  he made rt g .trd i ng the
order in which skill a u e a s  ( i d en t i f ie d  b y the te st s)  w i l l  be Laughit
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and whe ther  sequencing of sub—skil l  components is necessary .  Perform-
ance t ra in ing  techn i ques app rop r i a t e  to t t h  skill areas to be taught
must be selected and t ra ining :;upport needs identif ied .

Suppor t materials and documents  mus t then be assemb l ed , or
prepared on—si te , and ar r an bt - mcnt s  most  be made tor t he  Lac i l i t ic s ,
t ime, equi pment and i n s t r u c t  ional media requi red  fo r  the t ra in ing.

A f t e r  prepar ing the training site——being sure there is s u f f i c i e n t
room for demonstration , skil I practice and testing——the instructors
who are to conduc t the t r a i n in g  must bc tra ined . E f f e c t i v e  ins t ruc tor
training is c r i t i ca l  to the success and t - I f e c t iveness of the t ra in ing
system, of which t hey are t i l t  f o u n d a t i o n .  There must be r e l i ab i l i ty
in tes t ing  as well  .i~~ in the  conduc t of t r a i n i n g .  In order ~o achieve
r e l i a b il i t y ,  t r a iner s  must be r ehearsed on t i m e  conduct of p& r f or nun c e
training and tes t ing (accord i ng to p ro c cc iure s  o u t l i ned  in TR~ OC Pam
600—11) . Lu addit ion , the t r a i ner s  must h ave mastery of the ski l ls
they are to teach.  They must take the p e r f o rm an c e  tes ts  and , If they
do i~~t pass , they must go throug h skill p rac t i ce  unt i l  they do pass
the tests.

When trainer reliability has been es tabl ished , they must be
instructed in the use of the trainin g guidelines and training record
and report forms and procedures.

Once these prepara t ions  have been accomplished , t rainees may be
scheduled for  t r a in ing . The tasks cited on the task l i s t  tha t  are
Involved in preparing to conduc t training ar m - listed below .

Task No.
Mgr Trainer Performed by
POt P01 Task Ma~~ ger Ti a ncr

D—l — Instru .:t subordinates bow to adminis te r
ind ividua l p e r f o r m a n c e  tests X

— instruc t subordinate leaders how to
conduc t training x

— D—l Ass e~h l e  equipment and obta  In I .u~ iii—
ties fo r  t es t ing x

— Rank the training dL -i i c~~-umc i &-~ in order
of pr iori ty X

F—i D—4 Secure r t-sour~ t - ~-. needed (pe r ‘“, I % n ’ ~ t
equi~~rn - u u t  , I •u ~ li t J t - s , Lime ) t o  plan ,
conduc t , an d e v a lu a t , t t , i i n 1  X X

21e (~&
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Task No.
Mgr Trainer Performed by
P01 P01 Task Manager Trainer

F—2 F—i Decide the sequence in which knowledge
and skills will be taught to the men
who need training X X

F—3 — Decide the training method that will
be used to conduc t the training X

F—4 — Prepare a training schedule X

— D—3 Prepare a lesson plan or lesson out-
line to be used as a guide when con-
duc ting training X

— D—5 Conduc t a rehea rsa l of the training to
b e given X

Conduc ting Training

The procedures to be fo l lowe d in conduc t ing  per fo r man c e—or ien ted
training are describ ed in detail in TRA I~~C Pam 600 - I l.  These proc e—
dur€s call f o r :  o rganiza t ion  and ass i b n n c i i t  of t r a i ne e s , t r a ine r s ,
space , and equi pment ; br ie f  u r i i - a r . ~~ isn;  d e m n s t r . i t s - n ;  supervised
skill pract ice;  and perf orma nce Les~~iui g .

In addition, training follow—up must tak e  place , p r o v i d i n g  for
remed ial or r . u L c — u p  skil l  p r a c t i i~ and re—te~-t i n t ~~. The t i ’4~s involv~
in conducting training are listed below .

Task No.
Mgr Trainer Performed by
P01 POh Task Manage r T ra in er

— D—6 Conduct a class designed to teac h men
skills in which they are Oct i c ien t  X

— D—2 Adminis t r an individual performance
test X

— F—3 Give a repor t  to your superior , oral ly ,
or in writ lug, on the r e s u l ts of Lime
performanc~- t i - St  X
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Conducting and Interpreting Resul ts of Perfo nua nce Tes ts

Bec.~ase effective performance testing is so essential in the
training system, this job activity area merits greater concentratio n
than that given to it in the previous activity. The overlap, while
seemi ngl y redundant , is just if ied b y the need to insur e tha t testing
and appropriate utilization of  test results are f a i l — s a f e .

Of particular importance, as noted earlier , is the tra ining of
test administration personnel . They must be rehearsed and required
to conduct the test(s) until reliability of scoring is assured .
Although pe r fo r mance  test scoring is more objective than other types
of tests, the training system wil l not m a i n t a i n  e f fec t iveness  if there
are variations in the go/no—go judgments that are required .

The actual conduct of the test requires standardization in the
conditions, the directions to the trainee , and scoring. Feedback
(explanation of f a i lu r ~ points) to the  examinees must also be p r o v i d e d — —
preferably in a construc t i ve  manner.

A f t e r  a group of trainees has completed a test, the results must
be recorded and tallied to determine individual f a il u re s  and t r a i n i n g
needs by skill area . These results and the  in t crp r e r~ition of training
status and need s mus t then be reported to the training otlicer or NCO .

The tasks involved in this activity are listed below .

Task No.
Mgr ~raincr Per formed by
P01 POt Task Manager Tra iner

— 0—1 Assemble equipment and obtain faci l i t ies
for testing X

— D— 2 Administer an In d iv i d u a l  performance test X

0—2 — Supervise subordinates in administer ing
individ ual p e r f o r man c e  t es t s  X

E—l E—l iden t i f y wh ich  men need wha t tra in i ng to
bring them up to s t andards  X X

E—2  — Rank the training dci iciencies in order
of priority X

— F—3 Give a report to your superior , orally,
or In w r i t i n g ,  on the results of the
p crfor~ancc Lest  x

C— 2 G—2 In t e r p r et  tes t  resul ts to i d e n t i f y  train-
ing p Iogr ~ 9~ nad equac  ics and possib le
causes of in a d equ a c i i - s  X X

— — —.. . ---. .— ~~ - — .  - —. —.-- -—.- - - — - - - — — —-——,‘ - . I
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Exercising Quality Control of Trai ni ng

The operationa l tra ining system must be monitored to mainta in
the quality of training, testing, and records. Use of resources
must be nr~ itored to preclude abuse, and adequacy of resources must
be evaluated periodically to insure that training needs are being
fulfilled .

Training system ef fect i venes s  is indicated best by the quality
of the system ’s product——can the soldier perform the skills he was
taught? An ongoing quality control system of re—testing samples of
trainees must  be established to measur e training ef fec t iveness .
Procedures must also be established for taking actions to correc t
any training deficiencies indicated by re—testing results. Such
corrective actions might be related to improvement of tests or test-
ing procedures, modifications in the conduc t of training or modifica-
tions in administra tive policies , procedures , or requiremen ts that
might be interfering with training.

The tasks related to exercising quality control of training are
listed below .

Task No.
Mgr Trainer Performed by
P01 POt Task Manager Trainer

D—2  — Supervise subordinates in adminis ter ing
indiv idual performance tests X

— 0—6 Conduct a class designed to teach men
skills in which they are deficient X

D—4 — Supervise subordinate  leaders in t h e i r
conduc t of training X

E—2 — Rank the training deficienc ies in order
of priori ty X

— F—2 Keep a record of each man’s progress in
being able to perform the tasks that
were taught  X

C—i G—l Evaluate utilization of training resources X X

C—3 G—3 Modif y a training program to correct
inadequacies x X

II
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COMPREHENSIVE PERFORMANCE TESTS

Based on the der ived task list clusters, five comprehensive per-
formance tests were developed——one for each of the job performance
activities described in the previous section. Cop ies of these tests
are included as A ppendix B.

The tests were developed in two stages: first, the detailed
procedural steps for the performanc e checklists and second , the test
administration specifications.

The performance chec klists were developed through a rational and
iterative refining process. Initially the tasks for training managers
and trainers wer e clustered into what  appeared to be the most logical
behavioral sequences for.. .constructing a performance test, conduc ting
training,... At this time the tasks and groupings were cross checked
with the 10 steps in TC—21--5—2 (Performance-Oriented Training) to in-
sure that nothing was omitted. Along with this activity each task was
subdivided into its detailed elements and sub—elements which were con-
sidered to be essential for constructi n of a comprehensive test of
the tasks of each cluster .

Beginning wi th the 10 phases (clusters) outlined in TC—21--5—2 ,
and based upon prior experience in the development and use of per-
formance tests , the staff  pr oceeded to draf t a series of candida te
performance tests , one for each cluster of tasks . Each of these was
then ewdua tcd and refined (examined for omissions, ins uf f icien t
detail , redundanc ies,...). The candidate tests were subjected to
three iterations with each iteration refining the previous version.
By the third iteration revising , telescoping and comb ining had r educed
the numl)er of clusters to five, reflecting five major and comprehcnsive
phases in the cond uct of performance—oriented training . At this point ,
then , five comprehensiv e chec klists had been constructed which speci-
fied in detail th e important and interrelated behaviors to be performed
in each cl uster .

In the process of develo ping per for mance tes ts , the staff became
increasingly convirces tha t the distinc tions b etween tra in ing  manager
and trainer were more academic tha n real. A person in a unit training

• assignment may do th ings  that some times lab el h im as a t ra iner , and
other things tha t suggest t r a i n i n g  ma nager . As noted earlier , wha t is
done depends greatly on the situation——the need . If a ma nager is un-
able to pcrforn a certain task , then a t r a i n e r  may have to do it.
Simi l a r l y ,  if a traln ’r can ’t do the task , it may fall to the manager.
Because of this “in t ercha ngeability ” in performance of  t r a in ing  t a sk s ,
it was conc luded that the comprehens ive performance tests should f o cu s
on the f ivc major trai ning acti vities independently o f who (manager  or
trainer) might perf o rm them. Thus, th e tests that were developed
pu rport  to .1s~;esn the accompli shinient of important clusters of Ira in i n g —
related ac t i v i t ie s , regard le ss  of the l abels attach ed to pa r ticular

28
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people. The tests, therefore, are not designed exclusively for the
manager or for the trainer.

The checklists that were developed reflect the logical arrange-
ment of all the tasks (and elements) required in each of the five
compr ehensive performance areas. From these comprehensive checklists,
combinations of items ( t a sk  and procedures) can be extracted to build
miniaturized or simulated—performance versions of the comprehensive
tests to test any comb ination of tasks under consideration (see the
following sections for  a description of one such miniaturized version
of the comprehensive test).

Upon completion of the checklists, administrativ e instructions
and direc tions to the examiner were drafted for each of the five
tests. These admin i s t ra t ive  materials included statements of objec-
tives, required actions, testing conditions and standards , and the
directions to be read to the examinee. Particular difficulty was
exper ienced in this stage in spelling ou t  r t a nd a r d s  of performance.
Inasmuch as these tests call for the demonstration of one ’s ability
to appl y the princi ples of performanc e—oriented t raining and to ca r ry
on somewha t involved act ivi t ies  and to make decisions over extended
periods of time , the specification of time standard s was most diffi-
cult. Further , the cogni tive na ture of these procedure s frequen t ly
blurred the distinction between standards and the condi t ions  under
which the test was to be performed.

It should be noted that much of the content  of the performanc e
test for managers and trainers is cognitive in nature , requiring
application of knowledge by the person being tested . Having
(p resumably) gone through a training program prior to being tested ,
the individual would be expected to possess the r equi r ed knowled ge to
produce the spec if led performan ce .

It should be noted further that the time and resources required
to adminis ter  these comprehensive tes ts  (see “Directions to Evaluator ”
preceding each test) greatly reduced the feasibility of administering
the tests in the operational setting of the 7th Division.1 Until
their overall feasibility of administration is determined , the com-
prehensive tests serv e as deta i led  checklists  of t ra in ing  manager!
tra iner duties and , therefore, as viable training guides .

In order to measure knowledge and per formance  c a p a b f l i t i e s  of
t ra ining managers/ t ra iners  w i th in  context of the Directed I’r~ cii”e and

1Feasibility has not been determined at th i s  time . Time con-
straint s on the p ro j ec t , comb ined w i t h  a va i l a b i l i t y  l i m i t a t i on s  on
t ime , personnel and o th ~~-r c s o u r cc s  in the  7 t h  I)ivision , pte~ lud ed
administration of t h e comprehensive tests.
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Guided Sel f Study programs , miniaturized tests were derived from the
comprehensive performance tests. These tests will be discussed in
the following section.

MINIATURIZED PERFOR!4ANCE/KNOWL EDGE TESTS

Two miniaturized tests were derived—-one for training managers
and a parallel one for  t rainers .  Copies of these tests are included
as Appendix C. The purpose of the tests is to measure performance/
knowledge of the concepts of performance—orien ted training and still
remain within the limitations imposed by operational or administrative
obligations.

The tes t for t raining ma nagers includes items from all five per-
formance areas, including : behavioral objec t ives; identification of
individual tasks; recognition of essentia l, elements of a performance
test; recognition of the major  phases of p e r f o rm an c e — or i e n t e d  t r a i n i n g ;
preparation of a performance t e s t ;  p repa ra t ion  of tra iners and test
administrators; conducting training; administering tests and inter-
preting test results; recording test results; and exercising quality
control .

The test for trainers is slightly more abbreviated , excluding
the management—level requirements for identification of unit tasks,
writing of behavior -i l. ob jec t ives , i d e n t i f i c a t i o n  of ind ivid ual tasks
and preparat ion of a performa nc e test .

These m i n i a t u r i z e d  tests were used as the pre—post t r a in ing
instruments in the  Directed Prac t ice  and Guided Self S tedy programs .

DEVELOPMENT OF PROGRAMS FOR TRAINING ~4ANAGER

The develo pmen t of training progranr- for the manager and trainer
proceed ed concurrent] y with the dcvelo~’nent of the performanc e tests.
As noted earlier , separate research te-sis .  undertook the two activi ties.

It was planned tha t all programs would be sel f — conta ined . Ass em—
bled program nritt rials , plus official rele’ ence documents , were to
const itu e all a unit would need to imp l C H I L U  t a program. Tb is g&s-~ 1
guided not only thu development  of the liclna;;er progr,Ills , h ut also the
trainer programs .

Once the curr ent training manager in a unit completed the  maIrlgt r
program , it was m t  ended that he should be ab le  to admi nister i i to
n~~ly assi gned tra m u g  nrin;igcr personnel . In  t h i s  way ,  a ca pab ii I ty
could he built up  w i t h i n th0 unit , and the  t r a i n i n g  program would pro-
vide a c o n t i n u i t y  f r om one manag er  to the  next .

30
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In arriving at a concept of an “ideal” training program , certain
needs and conditions in the unit assumed particular importance. These
included:

Per iodic turnover of training personnel

Need to evaluate and train men of varying capabilities

Need to develop programs that would be easy to administer

Merit of providing hands-on training to managers

Need for self—contained programs

Guided by these factors, two training approaches were conceived .
One approach, which resul ted in the Directed Prac t ice (DP) program ,
sought to transmit skills by a series of tutorial interactions between
training personnel and spec ial t ra in ing  experts.  The approach invol-
ved f requent  face—to—face  consulta t ions , d eatons t rat ions , administra-
tion of practical exercises, review of sample products , etc . The role
of the training experts, acting as Instruc tors, was to provide direc t
practice to the trainee manager in the performance of training manager
tasks . Thus, fo llowing explanat ions and d emonst r ations , the t rainee
u’tnager had to practice the designated manager tasks. The expert pro-
vided f requent  feedbac k to the manager , and co ndu c ted a “check out ” of
his capabi lities as training progressed. Eventually, a f t e r  the manager
demonstrated that he could perform adequately as a unit training
manager , it was expec ted that he would be able to train his subordinates
and/or replacements .

The second app r oach , which resulted in the Guided Self Study (GSS)
program, sough t to enable new training managers to acquire the desired
manager skiil,s by independent study and practice. A special self—
instructional package was prepared for this purpose. It was guided by
the same set of objectives that guided the 1W program. The in te rac t ion s
were now between the trainee manager and the instructiona l materials.
These materials were designed to provide needed information to the
manager and to give him concret e pract ice  in pe r fo rming  des ignated
manager tasks. To provide feedback to the r.cmager about his perform-
anc e, he had to compare his products (individua l task statements , per-
formance objectives , performance t e s t s, t r a i n i n g  analyses , e t c . )  w i t h
“exper t ” solutions contained in the  program.

It was intended tha t written instructions should provide primary
guidance to the student. However , it was also planned tha t there
should be opportunity for the trainee manager t o  receive guidance f rom
an expert. Thus , for both of these reasons, the  prog ra m was ca l led  a
~~~ided sei f study one . Also , a t  s pec i f i c  places in the  program , t li& ’
manager was required to In f o r m  the  person a d m i n i s t e r i n g  th e  p rogram
that he had completed COL ’ ta i n  p o r t ion s  of the instruction and was now
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ready for a “check out.” As a result of his training, and after a
period of performance on the job, the manager should be able to train
his subordinates and/or replacements.

In developing the several programs, it was decided to begin
development of the 1W Program for Manager first.

DP Program for Traini ng Manager

As a first step in developing the manager DP program , the several
objectives established for the program were formed into meaningful
clusters or modules. Each module contained a set of closely related
objectives. The modules were then placed in a sequence that, in large
part, reflected the sequence with which the manager woul d ac tually
perform his job . For convenience , modules and their ta sk s we r e letter-
ed and numbered for easy identification and retrieval. This letter/
number code is the same as that given on the task list.

A list of the modules in the manager DP program is as fo llows :

A. Introduction to Performance-Oriented Training
B. Determ ination of Job Requirements
C. PreparIng Performance Tests
D. Training Personnel to Prepare, Conduc t a nd Evalua te

Performance —o riented Training
E. I d e n t i f y i n g  Tra in ing  Needs f rom Performa nce Test Results
F. Tra ining Su ppo r t
C. Quality Control.

A complete copy of the manager Dl’ program appears in Appendi x D ,
“Directed Practice Program for T0&E Unit Training Manager Course .”
Page 3 of tha t appendix l ists the  several tasks associated wi th  each
module.

Development o f Lessons

In constructing lessons, some of the tasks of a module were com-
b ined and formed into a single l esson. For example , Module D contains
four tasks but onl y one l e s r - an .  Combining tasks in to  a s ingle lesson
was gene rally do ne wh en, in the opinion of the resea rc h s t a f f , t h e
tasks were so closely re lated that  it would be artificial and unproduc-
tive to maintain a separation. On one occas ion  (Module li), tasks we re
combined to form one lesson primarily because the sk i l l s  to be le.-irned
were relatively shnplc and easily accomplished in a single lesson.

To begin the pr og r am , a spec ial Int roduc tory  lesson on pe r fo rmance—
oriented training was deve loped . This lesson was not based on a
previously idenlif led mana ger task, but It was added t a  provide the

32 
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manager with basic information about performance—oriented training.
It was felt that he might need this information in managing the
training activities in his unit.

The introductory lesson, like all other lessons, was constructed
to provide direc t guidance to the person (e.j .,  current training
manager) who would likely administer the program. Thus , it sta ted an
objective for the lesson, cited specific reference materials needed to
administer the program , listed suggested instruc tor activit ies, and
ended with a list of required student activities . Also , special
supporting materials  had been prepared to hel p the instructor , and they
were located immediately behind the lesson page .

The remaining lessons shared a common format :

1. A brief t i t le opposite the lesson number .

2. A terminal object ive——the action the student must be
able to perform a f t e r  completing the lesson. This objective was an
elaboration or ex pansion of the training task (or tasks) the lesson
sought to attain. It often placed the task in a specific context .
For example , Lesson 2 requires the student to “identif y unit missions”
and “list unit tasks” as stated in a given ARTEP.

3. An enabling objective—the knowl edge the student must
acquire and use to attain the terminal object ive . On occasio n more
than one such objec tive was stated . Enabling objectives were obtained
by analyzing the termina l objective and inf erring the knowledge that
would be needed .

4. A list of referenc es for the lesson. Specific assign-
ments for the s tudent  were cited .

5. Instruc tor act ivi t ies--what  the instruc tor should do to
conduct the lesson. Every e f fo r t  was made to provide expl ic i t  guid-
ance to the instruc tor .

6. Student act ivi t ies——what the student shoul d do to accom-
plish the lesson. Again , every e f f o r t  was made to provide explicit
guidance to the instructor regarding the ac t iv i t ies  he shoul d requ i re
of the students.

7. Supporting mater ia ls——speci f ic  in format ion  to hel p the
person cond uc t ing  the ins t ruc t ion .  These mater ial s  were provided so
that  the ins t ruc to r  would not have to spend undue time develop ing
class notes, preparing practical exercises , develop ing typical sample
products , etc . Ha ving these things avai lable  for  immediate use by the
instructor was consistent with the intent to develop a self—contained
program. The materia ls  for each lesso n were located imedia te ly
behind the lesson page.
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GSS Program for Traini ng Manager

This program was based on the same set of modules and tasks as
the DP program. In substance, the two programs were identical. A
major differenc e was tha t the GSS program instructions were directed
at the nunag er (i .~~., the student) and not at the person administering
the program. It was intended to be administered to the manager with
little or no intervention by another person. To highlight this aspect,
the personal pronoun “You” was used throughout .

A copy of the manager CSS program appears in Append ix E , “Guided
Self Study Program for TO&E Unit Training Manager Course.”

Development of Lessons

The number, instructional content, and organization of lessons
paralled those in the DP program. Thus, after an introduction to
performance-oriented training , the remaining lessons focused on learn-
ing activities associated with  accomplishing the 21 manager tasks.
Th e in troduc to ry lesson stated an obj ective, cited specific reference
materials relevant to the program, provided some background informa tion,
and ended with a list of things for the manager to do. The last section
asked him to answer questions about concepts discussed in the required
reading assignments. It then direc ted him to specific pages in Book
Solutions where he could compare his answers with those given there.
The Book Solutions (see Appendix F) was separated from the rest of the
program, and it contained answers to all questions and exercises givt n
in all the lessons .

The format of the remaining lessons was as follows:

1. A brief title opposite the lesson number .

2. A terminal objective——t he actio n the student must be able
to perform a f te r  completing the lesson.

3. An enabling objective or two—-the knowledge that the
student must acquire and use to attain the terminal objective .

4. A list of references for the lesson. Specific assign-
ments were cited .

5. A section called “Some Informai ion ”——sp ec i fi c  in format ion
to hel p the manager accomplish the lesson. This information was cost—
parable in part to that provided in the 1W program under t he  heading
“Suppo r ti ng Mate r ia ls . ” It def ined  terms , gave examples , exp lai ned
procedures to follow, etc .

6. A list of things to d o — — s p e c i f i c  i n s t r u c t i o n s  about
actions to take in completing the lesson. The student was typically
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asked to read specific reference material, examine or study additional
material located immediately behind the lesson page, perform an
assigned task, and prepare a Farticular product. When he was finished ,
he was directed to compare his product with that found in Book Solu-
tions.

DEVELOPMENT OF PROGRA MS FOR TRAINER

Work on development of programs fo r  the trainer was begun short ly
after progress was made on the manager programs . Since some training
tasks were performed by both the manager and trainer , it was ant icipated
tha t trainer lessons covering these tasks would be highly similar if
not identifical to those already developed for the manager.

The trainer programs , like the manager programs , were to be self—
contained. As a related matter , special thought was given to the need
to develop programs tha t could be accomplished by persons who possess-
ed only moderate literacy capabilities . The amount of reading required
by students, for example, was kept low. The same applied with respect
to amount of written material to be produced by students.

During the preparation and presentation of an early version of
the tra iner program (see subsequent  section enti t led ADMINISTRATION OF
EARLY VERS iONS OF DIRECTE D P~ACT1CE PROCRANS) , the view was adopted
that, since it is the manager who mast train and evaluate his trainers,
it is the ma nager who should be the primary target of an ins t ruc tor
training program. That view still holds. Thus, with regard to imple-
mentation of the t ra iner  programs in the un i t , it is expected that ,
af ter  the manage r completes a manag~~ program he will then complete
a trainer program. As a resul t , the  manager will then  be able to
train all newly assigned t raining persor .n el——both manager and t ra iners .
Whether subsequent training of trainers should  be done by the manager
or by the trainer is left to the discretion of the manager.

The trainer programs were to be developed in both the Directed
Practice (DP) and Guided Self S tudy  (GSS) formats. The DP program was
developed first.

DP Program for Tra iner

In develop ing the trainer  DP program , t ra iner  tasks were c lus ter -
ed into modules in a fash ion  l ike  that  described fo r  the ma nager . W i t h
two exceptions (Modules D. and E . ) ,  the t i t les  of modules  f or  the
t ra iner  were the sante as fo r  the ma nager . Of course , the re  were  ce r t a in
d i f f e r e n c e s  in the  tasks  t h at  made up the  :;cveral modules , and thes e
d i f f e rences  w e r e  r e f l e c t e d  In module con ten t .
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A list of the modules in the trainer DP program is as follows:

A. Introduction to Performa nce-Oriented Training
B. Determinat ion of Job Requirements
C. Preparing Performance Tests
D. Conduct of Performance—Based Training
B. Determination of Training Needs
F. Training Support
C. Quality Control.

A complete copy of the trainer DP program appears in A ppendix G ,
“Directed Practice Program for TO&E Uni t Instruc tor/Traine r Course. ”
Page 3 of that append ix lists the several tasks associated with each
module.

Development of Lessons

In constructing lessons for the trainer DP program , tasks were
combined in ways similar to those described for the manager DI’ program.
The trainer program had 11 lessons against 12 for the manager.

The format of lessons was identical to that used in the manager
program. Objectives, references , instructor activities , st uc~ent
activities, and supporting materials were all included as before .
Every effort was made to provide complete guidance to the person who
would conduct the instruction.

GSS Program for Trai ner

This program was based on the same set of modules and tasks as
the DP program. In substance , the two programs were ident ica l .  A
major  d i f ferenc e was that  the GSS program ins t ruct ions  were directed
at the student trainer and not at the person administering the
program. It was intended to bt- administered to the trainer ~ith
little or no interven tion by another person. To highligh t thi.~aspect, the personal pronoun “You” was used throughout .

A copy of the trainer GSS program appears in Append ix H, “Guided
Self Stud y Program for TO&E Unit instructor/Trainer Course.”

Development of Lessons

The number, instructional content , and organi~at ion of lessons
paralled those in the LW program . The format of the program , however ,
was more like the manager GSS program than the  trainer Dl’ program.
There was a separate segment called Book S o l u t i o n s  (see- A ppendix 1) to
enable the student to compare his answers with those of experts. Al ~;o ,
at specific places in the program , the trainer was required to infort.,

a
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his instructor that he had completed certain por t ions of the program
and that he was now ready for a “check out.” This enabled the person
administering the course to moni to r the progress of the trainer more
effec tively .

y(
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EVAL UATION OF PROGRAMS

ADMINISTRATION OF EARLY VE RS IONS OF D IRECTED PRACTICE PROGRAMS

Right from the start of the effort , there was an interest in
the Brigade in developing performance training capabilities quickly
in unit managers and trainers, in response to this interest , and to
provide useful feedback during the developmental period , the research
staff administered early versions of the two Directed Practice pro-
grams to a number of unit managers.

Manager Program

An early version of the manager DP program was adminis tered to
53 managers. The training was conducted in three sessions, each
session lasting approximately l~j hours. Not all managers attended
all sessions; some attended only one or two . The training that was
given at this time focused on the following selected manager tasks:
analyzing unit missions into unit tasks, analyzing unit tasks into
individual tasks, establishing performance conditions and standards,
and judging the adequacy of existing training programs .

To obtain information about the knowledge managers already had
about performance—based training, an informal job knowledge test was
administered prior to the conduct  of the ins t ruc t ion .  Feedback about
correct answers was provided to managers immediately a f t e r  they com-
pleted the test. The items that made up this test are as follows:

Job Knowledge Test

1. Suppose you are a training officer/NCO and a subordinate
presented this list of tasks to you for  inclusion in a t ra in ing
program. Check the tasks in the list in whic h you feel the
desired soldier action is vague or unclear and in need of
improvement .

a. Dig a foxhole.
b. Construct a range card .
c. Understand use of the LAW.
d. Start a generator .
e. Recognize th e need for discipline.
f. Learn ground navigation skills.
g. Selec t site for a foxhole.
h. Be responsible for  p r ev e n t i v e  maintenance.
i. Know employment of crew—served weapons.
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2. For each task you checked in . above, indicate what was
vague or unclear about  it , and r ewr i t e  each task statement so
that it is more precise.

3. For one of the following list 5 tasks the person would
likely perform .

a. Cook
b. Rffleman
c. Truck driver

4. Select 3 of the tasks you listed in question 3., and describe
as clearly as you can (a) the conditions under which the person
might perform each task, and (b) the level of pcrformaace (that
is , the per formance  s tandard)  you would expec t the new ly assigned
soldier to achieve.

5. In your own words , define a performance test as you think it
is (or shouid be) used in the Army . Be as descriptiv e as you
can, being sure to cover :

a. Purpose of performance test .
b. Who might constru.-t performance test itcms.
c. Basis on which items should be built.

6. How do you identify which new men in your unit need what kind
of training? Be specific .

7. In your opinion , what are the most important elements of
performance—based training? lie specific but brief .

8. For one of the following missions, list some of the cr i t ical
unit tasks tha t wo uld have to be periormed :

a. Rifle Platoon——Prepare a defensiv e position in antI—
cipation of an attack by t’n~-mv i n f a nt r y .

b. Mortar Section——Prov ide fire support in response to a
request f rom a pla toon l eader .

c. S&T Company——Transport supplies to an infantry
battalion in a defensive position.

9. Suppose you observed 3 instruc tors conducting instruction and
you noted the following :

a. SGT Rampy——c .ave clear explanat ion and di-nionstrat i - n of
how to disarm a Claymore mine . Re- then ,,u~-w&- r cd all
questions thoroughly. After that he d ismissed the class.
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b. SGT Banks—-Conducted the same class as SGT Rampy, and
after the demonstration and questions , he had each

4 soldier practice disarming the weapon. When everyone
had practiced , he checked to see that each man could
do the task.

C. SGT Overton——Conducted the same class as SGT Rampy, and
a f t e r  the demons t ra t ion  and quest ions, he s tar ted to
check—out each man ’s ab i l i ty  to do the task.

Which instructor did a better job and why?

10. What is the importance of feedback to:

a. the student?
b. the instructor/trainer ?
c. the training manager?

11. When is feedback most effective?

Some general impressions gained from administration of this test
are these. The ability of managers to pick out task statements that
arc vague and in need of improvement varied widely. While several
n~in-~~~rs could identif y each vague statement , only a few could offer
appropr atc improved statements. Yet when asked to compose sample
task sLatenlents for a typical enlisted job , more than half of the
managers could write clear and objective statements. Those who could
do this could also state meaningful and o b j e c t i v e  p e r f o r m an c e  condi-
tions and standards. While most managers suggested that the purpose
of a performance test was to evaluate the performance of men , they
seemed to r r c f e r  an in terv iew approach ra i1~-r than  admin i s t e r ing  tests
to ident i f y who need ed t ra in ing . Fina l ly ,  almost all managers W C i O

cognizant of the- importance of feedback to successful, t ra ining.

The per formance  of ma nagers on this  test suggested no major
changes in the content of the program , but the merit of placing em-
phasis on certain key concepts and proc edure-s seemed clear. Thus , for
example , special attention was devoted to t he  use of indiv idual per-
formanc e- tests as diagnostic tools and as means fo r  eva lua t ing  c u r r e n t
t r a in in~~.

Trainer Program

An early version of the tra iner UP program was a d m in i s t e r e d  to
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45 managers.’ This training required three sessions, each session
lasting about 1’ hours. Not all managers attended all sessions;
some attended o4Iiy one or two. The tra ining that was given at this
time was directed at giving the manager practice in performing
selected trainer tasks, such as, stating individual tasks, preparing
performance tests, administering performance tests, and conducting
instruction.

A brief mult iple choice survey or test deal ing wi th  trainer
practices was administered prior to the instruction. Answers to the
survey wer e not scored , but  a discussion of possible answers was
provided to the managers immediately upon completing it. The items
that made up this test are as follows:

Instructor Sur!~~

In each item select the one best answer.

1. In training soldiers, which procedure should you use?

a. Tell them what they have to do.
b. Have a demonstration and let the rest watch it.
c. Have a demonstration and let the soldiers practice.
d. Have a demonstration , let the soldiers practice, and

then check each one out individua~ly.

2. Which is the most practical way to keep track of what your
men can do?

a. Fill out a report and send it in to the Company Training
NCO.

b . Let the platoon leader and t ra ining NCO keep the record
from the t ra in ing  schedule.

c. Keep the record of each individual in your pocket n o t e —
book.

d. Keep it in your h e-ad .

3. A lesson plan should contain:

4 

a. A performanc e test and administrative details.

1As discussed ear l ie r , the vi~~ was adopted he re tha t , since the
manager is responsible for training and evaluating unit trainers , the
initial target of the t ra iner  program shoul d lie t h e  manager h i m s e l f .
Thus , the trainer program was administered to manage-rs.

/~ ~I
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b. A planned schedule for your introduction , demonstration,
and practical work with a time allocation for each.

c. Administrative details alone .
d. A performance test alone.

4. Suppose you received the following guidance, “The men in
3 your unit are not as sharp as they should be in squad tactical

movements.” What should you do?

a. Put all your men through squad tactical movements.
b. Select the squad tactical movements you think men need

training in and give the training .
c. Ask your superior which men were weak.
d. Do nothing, since your superior didn ’t tell you to con-

duct training in squad movements.

5. The Company Commander has assigned you responsib ility for
conducting night compass t raining fo r 12 new men who have joined
the u n i t .  Who is responsible fo r  selec t ing the area where in-
struction will occur and obtaining the compasses?

a. The company Commander c. The Training NCO
b. The Supply Sergeant d. You

6. h o w  skilled should you be in performing the tasks in which
you are instructing ?

a. Highly skilled.
b. Skilled enough to pass the performance test.
c. Not necessary to be skilled in the tasks.

7. Why should you report the resul t of performance tests to your
superior?

a. So t hr t  he will  know you cond uc t ed the training.
b. So that he will  know wli passed and who t a i l ed .
c. So that  he can make a r r ang em en t s  f o r  r et r a i n i n g  and re—

V testing of those who f a i l e d .
d. So tha t he can make out  his t r a i n in g  r e p o r ts .

The responses of managers  to th is  test , as well  as t he i r  response s
to the i n s t r u c t i o n  tha t fol lowed , suggested no need f o r  in.-ijor changes
in the program. It was generally a~;r e- J , however , tha t supe rvised
Opportunities to practice conduc t ing i n st r u c - l i o n  and a d m i n i s t e r i n g
performance tests were the major  r e q u 1r u m ~ u s  to i n c l u d e  in  a t r a in e r
program .

V 
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TRIAL ADMIN I STRATION OF FINAL PROGRA MS

Pr ior to completing the development of the programs, tenative
plans were made for  the preliminary t ryout  of the full  programs in
the Brigade. S ince a large number of managers (98) had already
experienc ed various portions of early versions of the programs ,

• concern was expressed about  the possibi l i ty of obtaining a su f f i c i en t
number of “unexposed ” managers. Thus, several weeks before the pro—
gram was to be comp leted , preliminary arrangements  were made with the

• Br igade to provide twenty managers for program tryouts. It was
planned to assign five managers to each of the following four  cells:

Focus of Program Format
Program DP GSS

)lanager program

Trainer program

Manager Programs

The brigade endeavored to make availabl e appropriate personnel
for  the t ryou t  of the f inal programs , but  due to high prio r ity
trai ning activ ities, only a limited number of individuals could be
provided . Of the 10 personnel planned fo r  the two training manager
programs , only 9 were available fo r  p a r t i c ipa t ion  on the f i r s t  day ,
and of these , 4 had part icipated in one of the  previous pilot t ra in-
ing programs . These 4 were assigned to the GSS program; the other 5
wer e assigned to the DP program. To determine the  knowledge and
skills the 9 men had in performanc e t ra ining,  the miniaturized per-
formance/knowledge test f o r  managers was administered on the f i r s t
class day .

Instruction by the DP prog ram was scheduled to occur for  two hours
per day for four  days.  The total time (8 h ours) was much less than the
r esea r ch staff would have liked , bu t  add i t iona l time was not a v a i lab l e .
Since all lessons of the  Dl’ program could not be f i t t e d  in to  the  8
hours , i n s t r u c t i o n  was conducted only in those lessons tha t , in the
opinion of the s t a f f , would be most useful  to manager s .  The lessons
involved were:

1. introduction to P e r f o r m an c e — O r i en t e d  Tra in ing
2. I d e n t i f y i n g  U n it Missions  and U n i t  Tasks
3. Improving Vague Task St a t emen t s
4. Prepar ing  lnd ividual  Task St a t emen t s
5. PreparIng Per formance Tests
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6. Training Personnel to Prepare , Co nd uct , and Evaluate
Performance-Oriented Training

12. Evaluating Training Program Effectiver~ess and Taking
Corrective Action.

CSS students were not told to omit any of the lessons , and they
were directed to devote as much study time as they need ed to complete
t he program. They were asked to appear on the last DP class day and
take a posttest.

Of the 5 men who were initially assigned to the DP program , all
did so on an irregular basis. Of the 4 men assigned to the GSS pro-
gram , only 3 completed it.

On the f inal day of the DP class , a posttest (t he miniaturized
test) was admin ister ed to 8 men ( 5 f rom the DP cla ss , 3 f rom the GSS
class).

Tr ai ner Programs

As in the manager programs , higher priorities precluded the
Brigade from making available 10 personnel who had not pa r t i c ipated
in either of the pilot programs. Of the 10 persons who were made
available , t here were 5 f rom an Ar t i l l e ry  ba t ta l ion  who had no
previous exposure to one of the programs . These individuals were
assigned to the trainer UP prog ram.  The remaining 5 individuals, all
of whom had received training from an earlier UP program , were
assigned to par t ic ipa te  in the trainer GSS pro gram . To de te rmine  the
knowledge and skills the  10 men had in performance t ra in ing,  the
miniaturized per formance/knowled ge test for  t r a ine r s  was administered
to them on t h e  f i r s t  class day.

instruct ion by the DP program was schedul ed to occur fo r  two
hours per day for  fou r days.  The total tim e (8 hours)  was insuffi—
d e nt to provide ins t ruc t ion  in each of the lessons; thus , ins t ruc t ion
in the DP program was conducted only in those lessons tha t , in the
op inion of the s t a f f , were most u sefu l  to t r a ine r s .  The lessons in-
volved were:

1. in t roduc t i on  to P er forman ce-~~r iented  Training
2. Improving Vague Task Sta tements
3. Preparing ind ividual  Task Statements

V 
4. Preparing Performa nce Teat s
5. Administ ering a Performance Test
6. Prepar ing  a Lesson Out l ine
7 . Coed uc lug a C] ass

ii. Evaluat ing Tr ai n i n g  Program Lf fec t iveness .

-
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• GSS students were not told to omit any of the lessons, and they
were directed to devote as much study time as they needed to complete
the program. They were asked to appear on the last DP class day for
an evaluation of the CSS program and to take a posttest ( the minia-
turized test) .

Nine men completed the programs ( 5 UP and 4 CSS), and nine took
the posttest.

PROBLEMS ENCOUNTERED
The origina l plans for  conduc t of this work had called for

q uant i ta t ive, fo rmative and sur~imative evaluations of the programs , and (3)
f or the col lec t ion of hard da ta to assess (1) their rela t ive effec-
tiveness, (2) the time required to administer the programs , and (3)
the costs of program implementation. Fo r a var iety of r easons which
will be describ ed here, the formative and sumxna tive evaluations
actually accomplished were done under an R&D program that  had to be
continually modified so as to not interfere with the 7th Division ’s
mission—required act ivi t ies  and schedule of unit activation. Devel-
opment and evaluation activities had to be accomplished using the
Division personnel who were available, when they  could be made
available by their unit commanders. With the Division ’s pursuit of
unit read iness being paramount , severe l imi ta t ions  were placed upon
the R&D program , particularly summat ive evalua t ion.

Following is a description of the Division ’s activation require-
ments, and the character istics and availability of its training
managers and ins t ruc tors , all of whic h in f lu enced prog ram development
and evaluation to a large degree.

a. Mission of br igade. All activities within the brigad e
were oriented toward achieving comba t readiness as quickl y as possible.
This meant tha t units  wer e act ivated on a rapid schedul e and tha t once
ac t ivated , un i t  personnel were occup ied fu l l  time in the myriad
activities (personnel, organizational and tra ining) required to
achiev e a posture of readiness.  Any th ing  that  the concurrent ly
r unning R&D prog ram could p rovide to support  and to assist t ra in ing
managers and t i-a iners in t h e i r  tra i n i n g  du t ies  was welcome d and util-
ized . h owever , they couldn ’t wai t  o r suspend t r a in ing  whi le  the R& D
program developed guidanc e fo r  how they  should conduc t t r a in ing .
Nei ther  could they abse nt themselves f rom their miss io n—requi red
duties for mor e  tha n occasional shor t  per iods of t ime  to p a r t ic ipate
in the R&D p rogram.  T r a i n i n g  manager s and t r a i n e r s  were provided on
a time—available and non—interf~ i-~•ncc basis to serve as subjec ts  In
the program development and evaluation , but not to the ex ten t  a c t ua l l y
required .

JiG
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b. Philosophy and knowledge of brigade and ba t t a l ion
commanders. These key individuals were versed in the principles of
performance—oriented training (all battalion commanders had scored
high on the training knowledge survey administer ed to all available
training managers at the beginning of the developmental sequence)
and they were strong in encouraging their training managers and
trainers to app ly their own interpretations of performance—oriented
training techniques in conducting their unit readiness training.
Therefore, while the project staff was developing programs for
training managers and instructors, these individuals were already
employing varying concepts of performance—oriented training in their
conduc t of training.

c. Experience of training managers and trafners. Inasmuc h
as ef f or ts to implement performance—oriented training principles and
techniques have been underway since 1971 in Army Training Centers , and
to some degree in selected Army school courses , the brigade ’s newly
arrived training managers and trainers covered a broad spectrum in
their knowledge and acceptance of these principles. Some who came
from ATC assignments were acquainted wi th  the techniques , some who
came f rom the infantry School ’s UT RAIN cou r se o r NCO schools were well
versed in the princ iples, some had had l imi ted  exposure to bo th  the
principles and techniques in prior assignmen ts, for some it was all
brand new, and for some not oiuy was it entirely new , but also Un—
settling and easy to resist. Some of the individuals who were in—
cluded in the small—n four—cell sunima tive evalua tion described above
were already so knowledgeable of performance princ iples that they
“maxed ” the pretest .  In no way could the available training managers
and trainers be characterized as homogeneous “unexposed” or naive pools
of subjects.

d. Involvement in pilot programs. The press of brigade
training needs, the command emphasis on making t ra ining performa nce—
oriented , and the relatively small numbers of t ra ining managers and
trainers who could be made available over the approximately six—month
developme nt and eva lua t ion  per iod of the projec t made it infeas ible
to arbitrarily select some for participation during program piloting
and developmen t, and to deny such par tici pat ion to the o thers in
order to reserve them as subjects in summative evaluation some mon ths
later . It was a t rade—off  situa t ion: in return for their supporting
the R&D program when and where  they  could , we wer e obli ged to support
t heir t ra in ing  when and wh ere  we could. To have done o the rwise  would
have jeopardized (1) the qual i ty  of th e  developing program ( p i l o t in g
on insufficient Ns), (2) the good wil l and ep i r i t  of coopera t ion  re-
quired for  conduc t ing  R& D i n  thi ~ j i l t  con tex t , and (3) hi n de r ed the
Division from meeting its read i ness r e q u i rem e nt s .

e. Constraints_lin~~st~~~jon ~- i i m m a t 1 v e  t e s tin g  of pro1j .~~~~~As sta ted above, because - 1 J i i g h i e r  pr i~Irity brigade activities , only
nine training man agers  ( f o u r  of whom Isid a l r eady  par t i c ipated i n
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earlier pilot versions) and 10 trainers (five of whom had already
participated in earlier pilot versions) could be mad e available to
undergo the four—cell tryout of the final programs. These 19
individuals took the specially prepared pretest prior to any instruc-
tion, representing the four cells as shown below (left). Seventeen
of the 19 completed instruction and were available to take the post—
test representing the four cells as shown b elow (right).

DP GSS DP GSS

Manager 5 4 Ma nager 5

Trainer 5 5 Tranner [ 5 4

Pretest Design Posttest Design

As explained earl iV er , limitations upon available time (eight
hour s) r equir ed tha t b~ th DP programs be red uced by about half the
total number of lesson-i, with instruction being provided in those
lessons deemed most useful to the brigade managers and tra iners.
Because of this, and the irregular attendance of the participants,
an unbia sed pictu r e of t he ef f ects of the DP progr am could not be
eb t.ained.

No such time limitations were placed upon the participants o1
the CSS programs, and they were free to spend as much time as needed .
However, here too, an unb iased picture of the effects of the GSS
programs was not obta inab le in that all the GSS partic ipants had
previously been exposed to varying amouni~; of such instruction in
pilot versions of the DP program.

In light of a—c above, it was decided by the research staff that
the pre—posttest data were so unreliable and contaminated by other
sources of variance that  any quant i t a t ive  analysis  based upon suc h
small Ns would be spur ious. Therefore , the test responses were exam-
ined only for  subj ect ive impressions and trend s which  were then com-
b ined with other such subj ective f ind ings  f rom s taf f  observation and V

from intervi~~ of program partici pants. V

Error scores were examined for all individuals who took the 23—
item tra ining ma na ger m i n i a tu r i z e d  test , be fore and fo l lowing  t r a i n -
ing, and for all who took the 14—item t ra iner  min ia tur ized  test ,
before and following train ing. Scores for the 1)P and GSS groups were V

combined to see I there was a discernible overall trend from pre— to
post tcs t .  For both ma nagers and trainers there appeared to be con-
siderable v a r i ab i l i t y  in the pre test  scores . Posttcst scores were
much less variable. Number of errors appeared to decrease for both
groups. These data trends arc presented In Table 2.
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TABLE 2. MEAN ERROR SCORES FOR TRAINING MANAGERS
ANI) TRAINERS ON TUE MiNiATURIZED TESTS , PRE— AND
POST—TRAINING. SCORES FOR ThE DP AND GSS GROUPS

ARE COMBINED

Pretest Posttest

Mean Mean
Errors Ra nge N Errors Range N

23—item test
for managers 5.4 16 to 0 9 .5 3 to 0 8

14—item test
for trainers 5.7 11 to 0 10 1.2 5 to 0 9

SUBJECTIVE EVALUATION OF PROGRAMS

Feasibility

(1) Time required : Neither the DP nor the GSS programs required
inordinate amounts of time for the participants to complete . Each
program had been designed for completion within 2 or 3 days. Observa-
tions indicated that these time allotments are realistic , and that
individuals who wish to undergo any of the four programs could expect
to spend 2—3 days in the program. Time telescoping could be expected
to occur for an individual who wished to undergo , say, both the  manager
and trainer 1W or GSS programs . It appears that he could expect to
complete both programs in 4—5 days.

(2) Complexity level and relevance of content :  Feedback from
participants, and our own observations, indicated that the concepts
and techniques presented , and the exercises that partic ipants perform
as they progress through the programs , a rc co uched in lan guage tha t
is readily understood . During development of the programs, effort~
were made to keep the mater ial s  s imple and to avoid complex pr esen~ a—
tions and relationships. The conduc t of performance—oriented train—
ing is simple and s t ra ight forward ; appare n t ly  these programs r ef l ct
that fact in their own content and organi zation. Participants cot.—
sistently reported “no difficulty ” with the programs .

Discuss ion wi th  p a r t i c i pa nts , and observat ion , indicated that
t he job relevance of the m a t e r ials was apparent  to individuals  under-
go ing the programs.  The instructiona l, content and exercises were
readily related to the day—to—day tasks required of training managel s

1.9
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and/or trainers in the conduct of training. The participants experi-
enced no di f ficul ty in applying these principles and techniques to
their own current training duties. There were instances in whic h
participants took these materials (formats , lesson outlines,...) back
to their units for immediate implementation. Comments from partici-
pants were to the effect that these programs are entirely feasible
for use in TO&E units. They saw them as being needed and appropriate
for use under a number of conditions: (a) when units are being
activated, battalion and company personnel would benefit  f rom these
programs before the units begin any tra ining; (b) when individuals
are newly assigned to a unit undergoing training, they would benef i t
from these programs jus t prior to under taking their particular train-
ing assignment; (c) at any time a refresher training program seems to
be in order for unit training personnel.

(3) Costs: An important consideration guiding the staff during
development of the programs was that of cost s The programs were
deliberately designed to be “low cost” so that they would require no
special materials ,equipment or personnel beyond tha t found in the
typical TO&E unit. The programs do not call for special media or
facilities. Training managers can learn performance—oriented train-
ing principles and techn iques v ia these programs at no cost other
than the investment of a few days of their own time . They can , in
turn, guide their trainers through the materials designed for  them ,
again investing a relatively small number of days in the activity .

The programs a r e designed so that participants needn’t absent
themselves from their unit duties in order to attend a “specia l
school. ” All four  programs can be administered in the unit context
and can be integrated with normal unit activities. Depending upon
the time intervals available, each of the programs may be administered
in concentrated fashion as a 2—3 day block , or they may be subdivided
into small blocks and administered over a per iod o f several w eeks as
time becomes available. Other unit activities needn ’t stop to imple-
ment th ese programs .

(4) Impact of programs: As stated previously, it was found
early in the project (via the knowledge survey, discussions and
observation) that most of the partic ipa nts  had some knowledge of
performance—ori ented t ra in ing which varied from “extensive” to “l i t tle”
depending upon the individua l ’s prior assignment and training , it
appea rs that even though knowledge of the principles and terms was not
uncommon, the brigade ’s training mana gers and trainers did not know
the techni ques of app licat ion. The fol lowing statements exemplify
comments frequently encountered in the early stages of the project:
(1) “1 know tha t practice is b e t t er tha n l ect ur e , but how should i t  be
cond ucted?” (2) “ I agree that  feedback should be given the t r a i n e e  as
often as possible, but who should do i t ? ”  ( 3) “Yes , ind ividual  a tten-
tion is important , b ut how do you accompli sh  It if you have 100
trainees for only 2 hours?” (4) “Wha t d~’ you do w i t h  the t r a inee  who
simply doesn ’t h ave the motivation to learn? ” V
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It was apparent a f te r  individuals had been through par ts of the
dev eloping programs , or the entire f inal programs , that they had
learned techniques and the mechanics for  conducting performanc e—
or iented training . They expressed confidenc e in their ability to
conduct performance—oriented training ; they stated that it was really
much simpler tha n they had thought , t hat it was really common sense,
that training needn’t be as formal and ritualized as conventionally
handled ,... A frequently heard comment following program participation
was “Now I know what you meant when you said (X) .“

Apparently an important eff ect of these progr ams fo r th e
participants was to broade n a nd amplif y thei r knowledge of performance
training principles (and to correc t their misperceptions) and to show
them how to translate their ideas and concepts about per form ance
training into the mechanics of actual  training.

Observa tions of Unit Personnel

The training programs dev eloped in this project ha ve r eceived
positive endorsement f rom brigade personnel at  a var ie ty  of levels
(NC O instructors , unit commanders , and training managers) for a variety
of reasons:

(1) These programs are seen to reflect the Army ’s recently adopted
philosophy of making training performance—oriented , and to o f f e r
specif ic tra ining vehicles , tailored to the 1~eed s of the TO&E uni t , fo r
implementing th is philoso phy.  They see tha t “someo ne is f inally givin g
thought to the problems of t raining the individual in the uni t . ”

(2) The brigade ’s training activities since activation have been
directed toward preparation of its elemen ts fo r participation in the
ARTE I’s which are replacing the conventiona l ATTs. The ARTEPs are
dec idcJly more t a s k — p e r f o r m a n c e  or iented than were the ATTs . These
programs are seen as steering training personnel in the r ight  direction
to prep are  uni ts  for  the ARTEP S.

( 3) These progr ams ha v e mater ia lly assisted th e wo rk ing lev el
tra ine r~; In imp lementing the  brigade commander ’s polic y of provid ing  V

br igade personnel w i t h  practical  and realisti.c skill training tha t
v:dl c o n t r i b u t e  to un i t  f unctioning .

(4) These programs remove the mystery  from perform a nce—ori ent ed
t raining and prov ide simp le a nd specif ic  techniques f o r  the conduc t of
pra ctic a ]V field training .

It is the opinion of uni t  trai ning managers and ins t ructors  tha t
as a resul t of the i r  projec t pa r t i c i patio n t ra in ing  in the brigade is
now more prac t ica l  and f i e l d — r e l evant .
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SUGGESTED FOLLOW-ON ACTIVITIES

Suninative Eva l uation

To the extent tha t it is possible to still find Army training
managers and/or trainers who have b een unexposed to any of the con-
cepts or tec hniques of performance-oriented training, it would be
desirable to conduc t a large—N pre—post evaluation of all four
programs . Unt i l  such an evaluation is conducted we will hav e no
unbiased assessment of the e f fec ts  of the programs . However , it is
highly unlikely tha t  such people exist in any s ignif icant  numbers
anywhere in the Army ’s training establishment in view of the emphasis
that performance—oriented t raining has received s ince 1971. If they
ar e to be f ound a nywh er e , it would probably be in the Reserve Compo-
nents. However , they may even be rare in Reserve and National Guard
units cons idering the e f f o r t s  that hav e been made to acquaint them
with performance training.

Fiel d tryout of the  ful l—scale  performance tests , whic h time
limitations did not permit in this projec t , should be conducted . The
tests shoul d be subjected ía fur ther field validation trials. V

Revisions and f iner tuning uould undoubtedly resul t from an empirical
field test.
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