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CHAPTER 1
Company-Level Training Management

OVERVIEW OF TRAINING MANAGEMENT
Definition

Effective training is the Army's number one priority during peacetime. Training management isthe
process used by Army leaders to identify training requirements and then plan, resource, execute and
evaluate training. At the company level, as at al levels of command, the training meeting is an
essential element of the training management process. Training meetings are periodic meetings
conducted by leaders to review past training, plan and prepare future training, and exchange timely
training information between participants.

Battle Focused Training

Battle focus is the process of deriving peacetime training requirements from wartime missions. The
purpose of developing a"battle focus' approach to training isto allow commandersto achieve a
successful training program by consciously narrowing the focus of the unit's training effortsto a
reduced number of vital tasks that are essential to mission accomplishment. Once the commander has
developed a battle focus approach to training, the next step is to ensure that the scarce resources of
time and training dollars are not wasted. For a more in-depth discussion of battle focused training, see
Chapter 1 of FM 25-101.

“_
Tralning in ail its phases must ke intensive....it must be
inteliigantly directed s¢ Mat every individueal, including the
fast private in tha ranks, can undersiand the reasons for tha
exertions he is calied upan o make.

Dwight D. Eisenhower
Genearal of the Army
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Training Management Cycle

The training management cycle begins with the assignment of a wartime mission and the
establishment of amission essential task list (METL). For amore detailed discussion of METL
development, see Chapter 2 of FM 25-101. Once the METL is developed, it becomes the training

focus for the unit, or the "where we want to be" in terms of training proficiency. Thetraining
management cycle continues with atraining assessment. This assessment isa"where we are" check
in terms of training proficiency for the unit. These two basic e ements of the training management
cycle define the framework of the training plan. Knowing where you are (training assessment) and
knowing where you are going (METL) are half the battle to conducting effective training.

The training management cycle is a continuous cycle of planning, executing, and assessing. Figure 1-
1 shows the training management cycle. An important aspect of the cycle is the continuous use of

feedback to refine the training plan. This feedback takes many forms: personal observations, after-
action reviews, and informal evaluations, to name just afew. A primary forum for the discussion of
training assessments is the training meeting.

TRAINING MANAGEMENT CYCLE

WARTIME
MISSIONS

BATTLE
FOCUS
MISSION ESEENTIAL
‘ PLANNING '

TASK LIST

‘ ASSESSMENT '

PREPARE TRAINING
ASSESSMENT
EGLT'?I"-I'-IET PREFARE
LONG-RANGE
ASSESSMENT G-AA
‘ FEEDE#EH‘
PREPARE
SHORT-AANGE
EVALUATE PLAN

m#ﬂ -" /
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Figure 1-1. The training management cycle
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TRAINING MANAGEMENT RESPONSIBILITIES

Battalion Commander and Staff

The battalion command and his staff play akey role in the successful execution of company-level
training. Besides providing command guidance and long-range training plans, the battalion
commander sets the tone for establishing a safe, realistic training program that achieves the unit's
training objectives. The commander must be personally involved in all phases of the training
management cycle. Most importantly, the battalion commander is the key |eader with the power to
protect companies from training detractors by ruthlessly enforcing the lock-in of major events agreed
upon during training briefings and contained in signed training schedules. The Command Sergeant
Major (CSM) is personally responsible for advising the commander on all matters pertaining to
enlisted soldiers. In this capacity the CSM has a mandate to ensure that soldiers receive the best
possible training. Additionally, the CSM, with other NCO |eaders, helpsin the integration of
collective and individual soldier training tasks. The CSM assists the commander in ensuring that
NCOs select appropriate soldier tasks to support each collective task selected for training. Figure 1-2

shows the linkage between the CSM (and NCO leaders) and commanders' training responsibilities.
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Figure 1-2. The integration of collective and soldler tralning
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Company Commander

The company commander is the training manager for the company. Historically the commander has
been responsible for everything the unit does or failsto do. Thisis especialy true for training.
Company commanders personally train platoon leaders with their platoons, and eval uate section,
sguad, team, and crew leaders with their units. If training needs to be scheduled, it is the company
commander's responsibility to see that it gets put on the training schedule.

Executive Officer (XO)

As second in command of the company, the XO must prepare to assume control of the company-level
training management program. The XO must be aware of command guidance, understand how to
schedule training, and request the appropriate resources. Additionally, the XO is usually tasked with
significant additional duties that can have a major impact on the training schedule. For example, the
XO may aso be the company maintenance officer. In this capacity, he advises the commander about
scheduled vehicle/equipment services.

Platoon Leader/Platoon Sergeant

Platoon leaders and platoon sergeants (PSGs) are responsible for the training proficiency of their
platoons. They assess the training proficiency with input from section/squad leaders to identify the
individual soldier and collective tasks that need training. Platoon sergeants, who may also serve as
platoon leader when no officer is assigned, must be equally involved with the collective and
individual proficiency of the platoon.

The platoon leader--
. Assessesthe training proficiency of collective tasks.
. Planstraining.
. Rehearsestrainers.
. Evauates leader, team, and crew-level collective training.
« Conducts platoon training meetings.
The platoon sergeant--
« Assesses and evaluates the training proficiency of individual soldier tasks.
. Plans conduct of training.

. Selectsindividual soldier training tasks.
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« Selects opportunity training.
. Providesinput to the platoon leader's collective task assessment.
. Assignstrainers.
. Rehearsestrainers.
« Conducts preexecution checks.
. Ensures soldiers are prepared for and attend training.
First Sergeant

Thefirst sergeant (1SG) holds a special place in the company training management arena. Asthe
senior enlisted soldier in the company, the 1SG is charged with maintaining a high level of
proficiency on soldier tasks and the NCO leader development program.

The noncommissioned ofticer wearing the chevrons is
supposed fo be the best soidier in the platoon and he is
supposed to know how to perform all the duties expected of
him. The American soldier expects his sergeant to be able to

teach him how to do his job. And he expecls even more from
his officers.

Omar N. Bradley
General of tha Army , ’
|

First Sergeants keep tabs on the "training pulse” of the company. They do thisin many ways, not the
least of which isthe constant monitoring of soldier training. This can be formally, such as an
announced inspection, or informally, such as a periodic review of NCO leader books. First sergeants
also have formal responsibilities during Quarterly Training Briefs (QTBs). During these briefings,
1SGs discuss specific training topics, such as--

. CTT surviva skills.

« Anassessment of the unit's battle focused soldier and NCO leader training programs.
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. Soldier training proficiency feedback from current training events.

. Company education, Army Physical Fitness Test (APFT), weapon qualification data,
reenlistment status and overweight programs.

Other Leaders

Other leaders have training management responsibilities. Slice leaders must keep the company
commander informed of their training needs, and their ability to help the unit with specialty training.
The supply sergeant and maintenance team chief provide input to the commander so important
training events get scheduled.

LONG-RANGE PLANNING
Definition

At the company level, long-range planning encompasses training that is planned for and resourced 12
months (active component (AC)) to 36 months (reserve components (RC)) in advance. Example
resources that are planned for include training areas, ammunition, and fuel. By conducting long-range
planning, units can predict their needs and coordinate for support well in advance of the planned
training.

Planning Calendars

Long-range plans are tranglated into planning calendars for use by subordinate unitsin their planning
process. An AC battalion calendar covers one training year, normally coinciding with afiscal year
(FY). An RC battalion calendar covers three training years. This "planning horizon™" allows
companies to plan and prepare appropriately for major training events. It also alows soldiers to make
plans for leave, military schooling, or specialty training without conflicting with major training
events.

Planning calendars provide specific information on training events. Generally, each separate event
has a beginning and ending date, as well as a brief description of the activity. The calendar is
displayed in the Standard Army Training System (SATS) format.

SHORT-RANGE PLANNING
Definition

Short-range planning is a refinement of the long-range plan. The short-range plan definesin specific
detail the broad general guidance found in the long-range plan. The short-range plan begins with a
training assessment, and results in specific command training guidance (CTG). Short-range planning
at the battalion and company level has a planning horizon of 3 months (AC) and 12 months (RC). For
AC battalions, short-range plans are prepared for each quarter, and are published 6 weeks before the
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start of the quarter. For RC battalions, yearly guidance is published 3 to 4 months before the start of
the training year.

Command Guidance

Command guidance is the product of the short-range plan. At the company level, command guidance
comes from the battalion commander. The commander's training guidance is a document that
describes the training strategy and assigns specific training objectives and priorities for the next
guarter (AC) or year (RC). Battalion commanders base their command training guidance on input
from brigade and higher commanders, along with planning recommendations from subordinate
leaders. Command training guidance is very specific in nature, and normally addresses topics such
aS._

. Commander's assessment of METL proficiency.

. Training priorities.

. Integration of dlice training (other units that habitually fight and train together).

« Impact of time management systems on scheduled training (duty company, for example).

. Integration of soldier, leader, and collective training.

. Evauations, inspections, and feedback.

Soldiers want to do what the boss wants done—and il they do
not, it is because ha has done something wiong—because he

did not communicate his desires.
General Bruce C. Clark

A B B S e e

e e ey e e e e T e e el e

.............
---------------------------------------------------

Quarterly/Yearly Training Briefings

Each quarter for active component units (yearly for RC units) company commanders and first
sergeants brief their brigade commanders on training-related issues. The briefings discuss past,
present, and future training expectations. At this briefing, company commanders seek the approval of
their training plans. Once approved, the brigade commander agrees to provide appropriate resources,
and then promises to ruthlessly protect the company from unprogrammed training detractors.
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Quarterly and yearly training briefings (Y TBs) are high priority events and impact the entire chain of
command. It isimportant that al primary leaders (1SG, platoon leader/PSG) and slice leaders attend
the training briefing with the company commander. The briefing is designed to create confidence
throughout the chain of command by ensuring that leaders at all levels understand the intent of the
senior commanders. As aresult, company commanders can make effective, independent training
decisions as they execute the approved training plan.

NEAR-TERM PLANNING
Definition

Near-term planning identifies specific actions required to execute the short-range plan. Near-term
planning covers afour- to six-week period before the execution of training for AC units (four-month
period for RC units). Near-term planning is conducted weekly for AC units (monthly for RC) and
consists of training meetings at battalion and company levels.

TRAINING MEETINGS

Training meetings are conducted weekly (monthly for RC) at platoon and company level and are the
primary forum for providing guidance for forming the training schedules.

When NCOs tell me they never get 1o train on the fasks that
really need training, | know that company commanders aren’t
running good training meetings.

Brigade Commander
3d Armored Division

S\ S P i ot e
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CHAPTER 2
Training Meeting Planning Process

TRAINING MEETING OBJECTIVES

The objectives of the company training meeting are to review completed training, deconflict training
Issues, plan and prepare future training, and exchange timely training information between
participants. With these objectivesin mind, the training meeting process can be described as a three-
phase operation:

« Phasel: Assessment (completed training).
. Phasell: Coordination.
. Phaselll: Future planning.
Assessment

The assessment phase seeks to describe the effectiveness of the training conducted since the last
training meeting. Leaders from all subordinate units brief changes in training status. The commander
takes this information, combines it with his personal observations, and comes up with a commander's
assessment.

Coordination

With the formulation of the commander's assessment complete, the next phase is the coordination of
future training that has already been planned. Detailed and specific instructions are added to events
that already appear on the training schedule. Individual subordinate |eaders may brief the company
|eadership on specific training exercises or events.

Future Planning

With coordination complete, the final phase of the training meeting processisto plan for future
training. Subordinate leaders work with the commander to develop future training plans that support
the assessment conducted in Phase | (assessment). During this phase the company commander
ensures that scarce training time is effectively used.

WHO ATTENDS AND WHY
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Internal Company
The company training meeting is a high priority mission for the leadership of the company.

Attendance for selected leadersis mandatory. Figure 2-1 shows alist of leaders who normally attend
company training meetings.

» Cum;lny Enm;mdal - T * lmnmn;;eam-;:m I I

e Executive Qtficer ¢ Supply Sergeant

& First Sergeant # NBC NCO I

& Platoon Leaders * Food Service Sergeant

¢ Platoon Sergeants e Slice Leaders and Attachmeants I

* Master Gunner/Chief of Firing e Others as designated by the
Battery/Shop Supervisor cammander

| Figure 2-1. Company training meeting attendees !

The company commander is responsible for the efficient conduct of the training meeting. Although
all leaders participate in the training discussion, it isthe commander who |eads the meeting and
provides direction and focus.

The XO isthe second in command, and as such, runs the training meeting in the commander's
absence. Additionally the XO helps coordinate training for all the soldiers in sections or attachments
without platoon leaders or PSGs. If assigned as maintenance officers, X Os assist the commander with
coordinating maintenance-related activities that need to be addressed during training meetings
(services, for example).

The 1SG isthe senior enlisted soldier in the company, and a personal advisor to the commander on
all issuesthat effect individua soldier training in the unit. During the training meeting the 1SG has
the key task of helping the commander with individual soldier training assessments. Additionally, the
1SG provides guidance and advice on training plans, also helping review preexecution checks
discussed during the training meeting. In the role of advisor, the 1SG helpsin the leader development
of both officers and NCOs by actively participating in the formulation of effective training plans for
platoons.

Platoon leaders brief the collective task proficiency of their platoon during the assessment phase of
the training meeting. During the coordination phase of the training meeting, platoon leaders provide
the commander and other members of the company with details on upcoming training. During the
future planning phase platoon leaders request and recommend collective training tasks they want to
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train.

Platoon sergeants are prepared to brief individual soldier task proficiency during the assessment
phase of the meeting if required by the commander. During the coordination phase, platoon sergeants
brief specific essential preexecution checks for upcoming training. During the future planning phase,
platoon sergeants recommend individual soldier tasks for opportunity training.

Master gunners or other key staff NCOs attend training meetings to advise the commander on
specialist training. For example, the master gunner works with the 1SG to track individual and crew-
served weapon gualification, and helps the leaders with gunnery training assessments.

Maintenance team chiefs coordinate the maintenance efforts of the company and work with the
commander and X O to ensure that timely support is provided whenever necessary. The maintenance
team chief provides valuable input to the commander on the status of maintenance training in the
company. Additionally, the maintenance team chief recommends maintenance-related training for the
company and informs the commander of scheduled services and inspections.

Supply sergeants advise the commander on supply-related issues, inspections, and inventories.
Supply sergeants also work with the XO and 1SG to coordinate necessary support from outside
sources.

External--Slice and Attachments

Slice leaders, such as attached infantry, armor, engineer, or fire support leaders, attend training
meetings to coordinate their training efforts with those of the company commander. To "train like
you fight" commanders must fully integrate the training of all habitually associated units. This may
be difficult, especialy for RC units, but every effort must be made to see that this goal is reached.
Slice leaders get agood feel for the way a unit operates by attending their training meetings.

Special

Reserve Component companies may have readiness group (RG) and resident training detachment
(RTD) personnel attend their training meetings. RG/RTDs bring valuable experience and the | atest
training techniques from AC units.

TRAINING MEETING TIME AND PLACE
When To Conduct the Training Meeting

Training meetings should be conducted on the same day and time each week when in garrison.
Selection of a particular day to conduct the meeting depends on when the battalion conductsiits
training meeting. Logically, the company training meeting should follow the battalion training
meeting by not more than two days. This allows for the information gleaned from this meeting to be
incorporated into the company meeting before it becomes outdated.
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Selection of atime to conduct training meetings depends on several factors. Main considerations

include: enabling attendees to make the meeting, minimizing training disruptions, and allowing
subordinate leaders time to brief their soldiers without delaying their normal release time.

For RC companies, selecting atime to conduct training meetings is more difficult. There are three
aternatives:

« Conduct the meeting during aregularly scheduled drill session.
« Conduct the meeting during an Additional Training Assembly (ATA).
. Conduct the meeting during a"for points only" or nonpaid assembly.

For most companies, scheduling the meeting during the last period of the monthly drill is the best
solution. However, commanders must select the time that best supports their needs.

Regardless of when the meeting is conducted, both AC and RC commanders must strive to hold the
meeting on the same day and time each week or month. This allows subordinate |eaders to plan and
prepare for company training meetings, and plan their platoon meetings accordingly.

Training Meeting Location

Commanders select locations for training meetings based on the following factors: size, accessibility,
and environmental considerations. With the large number of attendees for the typical training
meeting, it isimportant to select alocation that will fit everyone comfortably. A room in the company
areamay be sufficient, or possibly a conference room in the battalion headquarters. Other possible
locations include an empty motor pool bay or outside if the weather permits.

The site selected should be easily accessible to al attendees, and preferably at the same location each
meeting. Thisis particularly important for RC companies since subordinate or slice units may not all
be based at the same location. Confusion and delays can be avoided if attendees do not have to search
for the meeting place each month.

Environmental considerations that impact on the effectiveness of the meeting include weather and
noise. A room that is excessively hot or cold, or lacks proper ventilation is inappropriate for a
meeting place.

TRAINING MEETING FREQUENCY

Garrison and Field Locations

Training meetings are held each week for AC companies/platoons and each month for RC companies/
platoons. In a garrison environment thisis generally easy to do. During extended deployments or
field training exercises it may be more difficult. Commanders must strive to find the time, evenin the
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field, to conduct training meetings. The planning cycle does not stop simply because it is not
convenient to hold a meeting.

Company Huddles

Company huddles are daily gatherings of key leaders, usually before the first duty formation, to
conduct a quick discussion of the day's training. As such, topics are limited to the following:

. Last minute changes to training.

. Final preexecution check review.

. Specia or new command guidance.

. Maintenance/personnel status changes.

Reserve Component companies conduct huddles before each drill, and every day during multiple unit
training assemblies (MUTAS). Company huddles alow commanders to manage training on adaily
basis, without calling impromptu training meetings. Company huddles usually last no more than five
to ten minutes.

‘_
! hold training meetings every week, same time, same piace,
so why shouldn't they be on the lraining schedule? | found
that it 1 didn't put it ftralning meeating] an the training
schedule, it probably didn't get done. It’s Just a good way 1o
do business.

Military Intalligence Company Cornmander
Bth Infantry Division {Light)

m’ ’ &

.........
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Interference from higher headquarters, “good ideas” that
change the training schedule after It has been locked-in, and
ather late-breaking changes all combine to destroy good
solld company training plans.

Many Company Commanders

DT L S D
SRR T
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CHAPTER 3
Preparing For Training Meetings

COMMANDER'S ASSESSMENT
Definition

The commander's assessment determines the training strengths and weaknesses of the unit. AC
commanders assessments generally review the training conducted in the past week. RC commanders
assessments focus on training that occurred during the most recent drill period.

Commanders usethe T (trained) -P (needs practice) -U (untrained) rating scale to assess training
proficiency on METL tasks. Figure 3-1 shows the definition of the T-P-U rating scale.

T-F-UJ
Letter Definition
T {trainad) “T'* meank that the unit can parform the task to

standard without any significent shortcomings. Fractice
af “T* tasks i& desighed to keep soldiars from loosing
praficiency.

P {neads practice)  “P* means that the unit ¢an perfarm tha tesk with some
shortgomings. The shartcomings are nat severe enough
to require complete retraining.

U {untraingd) “|J' means that tha unit cannot perform 1he task to
standard.

Figure 3-1. T-P-U definltions

Sources Of Input

Commanders and leaders at all levels use many sources to develop their training assessments.
Possibly the best source is through personal observation. Personal observation allows leadersto see
firsthand the training strengths and weaknesses. Other important sources of information that assist
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leaders in assessing their unit's training status are listed in Figure 3-2.

I * AG! reports.

¢ Local external evaluations.
¢ Combat training Center (CTC) take home packages.
¢ After-action reviews {FTXs, gunnery, etc).

& Annual training (AT) reports.

* Common Task test results.

s UnltYmobila conduct-of-fire trainer (UCOFT!MCOFT).
e Malntenance and logistic evaluations.

& APFT scoves.

& Weapon qualifications recards.

* Haadinasﬁ group {RG) / Resident Training Datachment {RTD) agsistanca
input.
i

| Figure 3-2. Sources for tralning assessment

TRAINING MEETING WORK SHEETS

Purpose

The purpose of the training meeting work sheet is to help the commander maintain focus during the
training meeting. The commander partialy fills out the work sheet prior to the training meeting with
notes and general plans for future training. During the meeting the work sheet is used to record
training notes and assessment results.
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“_
A technigque | have found success with is keaping “minutes”
of the training meeting. After the meeting is complete, I get
with my full-time training NCC and we go over the training
meeting work sheet [FM 25-101] together. His job is to get the
facts straight and put them in memo format. About a week
after the meeting we mail out the minutes of the meeting to
key feaders. This cuts down an communications problems
and has a positive gffect on lraining preparations.

Headquarters Comparty Commander
26th Infantry Division

-------------------------------------------

Format

The recommended format for the training meeting work sheet is a simple two-column form. Each
column is then broken down into week-long blocks.

The left side of the work sheet is reserved for the commander's notes and "reminders’ of issuesto
address during the meeting. The right side of the work sheet isfilled out during the meeting and is
used to help complete future training schedules. Figure 3-3 shows an example of a partially filled out

training meeting work sheet.

NOTE: The training meeting work sheet is an informal training management tool used by the
company commander. It should not be inspected.
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STiii WaBKRMG- ROAD CLEARANCE.

[WEERM 1)

Figure 3-3. Example training meeting work sheet

TRAINING AIDS

Pur

pose

Training aids assist the commander by providing visua displays of future training plans,

preexecution checks, and other related products. T
effective. Calendars posted on the wall, and a butc

raining aids do not need to be elaborate to be
her paper chart may be all that is needed to

enhance the effectiveness of the meeting. Figure 3-4 shows examples of training meeting training
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ads.

Training Alds

Long-range calendar.

Maps.
METL chart.

Past training schedules 1or the next
4—8 weeks (AC) or 2—3 months.

(RCO.
Butcher charts.

Overhead projector.

| Combined Arms Training Strategies

(CATS)

Purpose

Graphically shows schedule of
upcoming events.

Shows locations af training avents.

Displays METL and current
commandar's assessment,

Good “snap-shot” of near-term
training.

Brigfing/discussion aid.
Briefing/discussion aid.
Lists TADSS and r@sources.

L

Just as in combat, soldiers need to be properly equipped for training meetings. The key to successis
leaders having everything at their fingertips so that they can effectively participate in the meeting

Figure 3-4. Example tralning aids

WHAT TO BRING TO THE TRAINING MEETING

process. Each leader has different needs that are addressed bel ow.

Commander

. Company battle rosters.

. Training meeting work sheet.

. Mission essential task list with current assessment.

« Most current Command Training Guidance.

. Long- and short-range calendars.

. Company training schedules.
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--Past week/month.
--Approved future schedules.
. Applicable manuals (FMs, TCs, ARTEP/MTP drill books and regulations).
. Applicable OPORDs, MOls, and training support requests.
Executive Officer
. Maintenance schedule,
. Inspection schedule.

« Current DA Form 2406.

. Supply inventory schedule.
. Headquarters and headguarters company (HHC) training schedules.
. Status of resources requested for training.
First Sergeant
. Leader book.
. Company battle rosters.
. Company duty rosters.
. Battalion duty schedules.
. Taskings.
« Appointment schedules.
. Schools schedules.
. Inspection schedules.
. Miscellaneous information (APFT, height/weight data).

Platoon Leader/Platoon Sergeant
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. Leader book.
. Platoon assessment work shesets.
« Training schedules.

Preexecution checklists.

. Training and evaluation outlines (TEO) for future training (should be reviewed and discussed with
commander before the meeting).

. Platoon battle rosters.
. Future training work sheets.
Master Gunner
. Leader book.
. Training schedules.
. Battlerosters.
« Individual and crew weapon qualification records.
. Unit Conduct-of-Fire Trainer (UCOFT) training results.
« Gunnery training plans.
Battle Staff NCO
. Training schedules.
. Maintenance schedule.
. Staff ingpection schedule.
Maintenance Team Chief
. Leader book.

. Battleroster.
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. Training schedules.
. Maintenance schedule.
. Inspection schedule.

« Current DA Form 2406.

Supply Sergeant
. Leader book.
« Training schedules.
« Supply inventory schedules (10 percent inventories).
. Inspection schedules.
Training NCO (if assigned or appointed)
. Training schedule.
. Battleroster.
. SDT schedules.
. Schoolsinformation.
NBC NCO
. Leader book.
. Training schedules.
. NBC equipment services schedule.
. Inspection schedule.
Slice Leaders And Attachments
. Leader books.

« Training schedules (own unit and company).
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Applicable SOPs.

. Command training guidance.
. Long- and short-range training calendars.
Food Service NCO
. Leader book.
. Training schedule.
. Mess equipment service schedule.

« Inspection schedule.
HOMEWORK

Key leaders have "homework" to do before each training meeting. This homework includes specific
tasks that require attention on aweekly basis. Preparing in advance of the meeting ensures leaders
waste no time during the actual training meeting.

Commander

The company commander reviews the past week's (current drill for the RC) training and makes a
tentative assessment prior to the meeting. Coordination with higher headquarters (includes battalion
commander's latest training guidance) and adjacent unitsis finalized as much as possible for near-
term training events. Other tasks include:

. Update training calendars.
. Seethat platoon leaders are prepared for the training meeting.

« Discusstraining plans with the XO and 1SG and seek any advice he may have to make training
more effective.

. Fill out left side of training meeting worksheet (see Figure 3-3).

Executive Officer

The XO ensures that the supply sergeant and maintenance team chief are prepared for the training
meeting. In the maintenance arena, the X O seesthat all service schedules are coordinated with the
battalion motor officer. Additionally, the XO works closely with the $4 and support platoon leader
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for all classes of supply for training.
First Sergeant

The 1SG works with platoon sergeants and other NCOs to ensure that platoons are prepared for the
training meeting. Random reviews of leader books gives the 1SG a unigue insight into the
proficiency of individual soldiers. Information gleaned from this review helps the 1SG give the
commander a better insight into soldier task proficiency.

Platoon Leader/Platoon Sergeant

The platoon leader and PSG have the most to gain from the company training meeting. They,
particularly the PSG, must coordinate all of the details that support training that they want on the
training schedule. For example, platoon leaders and PSGs would conduct the following coordination
for land navigation training:

Isatraining area available?

. Can medics support?

Develop TEOs.

« Check with 1SG for duty roster conflicts.

Coordinate with the supply sergeant.

The objective for PSGsisto do as much as possible to see that the training event is not "shot down"
during the training meeting.
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CHAPTER 4
Conducting Training Meetings

AGENDA

Components

There are three phases to company training meetings. They are completed training, near-term
training, and short-range training. Commanders begin the meeting by discussing the training
conducted since the last meeting, and progress through preexecution checks for near-term training.
They finish by planning future training.

Time Requirements

Training meeting length should not exceed one hour. There are occasions or situations where
meetings may last more than one hour. The key is for the commander to achieve the meeting
objectives as quickly and efficiently as possible. A recommended time line for atypical training
meeting is shown at Figure 4-1.

Recommended time ling

Action Time
Completed Training 15 Minutas
Near-term Training 30 Minutes
Shart-range Training 15 Minutes

Figure 4-1. Agenda time line
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When I first took command, ltraining meetings wera lasting
wo and three hours. | just wasn't organized. | didn't have a
system. After ! started following a published agenda and
strictly enforcing the policy of only discussing training issues
during the meeting, they starled dropping o cne haur in
length. Getting organized...that's half the battle.

Maintenance Company Commander

2d Armored Dlvision

COMPLETED TRAINING

Platoon Assessments

Training meetings begin with platoon leaders and platoon sergeants assessing collective and soldier
training since the last training meeting. This assessment is a detailed "go and no go" snapshot of all
training conducted by the platoon. The sources of the platoon assessment may be formal, such as a
platoon training evaluation extract from an ARTEP Mission Training Plan (MTP), or informal, such
as comments gathered from an after-action review (AAR).

For example, if an interrogation platoon conducted training on establishing an operations site, the
most logical source for giving an assessment of the training would be the training and evaluation
outlines (TEO) found in ARTEP 34-298-10-M TP, Mission Training Plan for Interrogation Platoon,
Military Intelligence Battalion, Light Infantry Division. Figure 4-2 shows an example extract of the

TEO for the task "Establish Operations Site (34-4-0205).
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ARTEP 34-3198-10-MTP

ILININT: OPERATIONS SECTION
TASK: ESTABLISH OPERATIONS SITR (34-4-D205) [EM_34-51}
ITERATION 1 @ 1 04 85 N (cirelel

TRAINING ¥O GO

CONDITJONS: Tha Llnterragation platoon has srrived at the halding arss
with all sesigned persgonnel and equipment and 1ls dicected to satabliah
apacatlonal aitew.

TASE STANDARD: The ocparations section l3 ready to begin opecatblons
within 40 minutes.

SUBTASKS AND STAMDARCS G2 WO =50

*+1. OQCperatlions sergesnt supsrvizes section percsonnel
in satup of platasn headquarters or adminlstracive and
gperations area.

. AEsaigna one individual to assist in use mrcea o
nebup.
s

uiqnl all ssction pecsonnal to aat ap

tanktn, if bulldings aAra Jnavallable.
FTOOK TOO Loaor TO JET AP TEAUTS
¢. Dirscts perspnnal to ast up platoon

headguartwss or administrative ares physical layeot In
accordancm with local S0P,

"G:)lnigm pérsonnel Eto det up cpacations Area o
phreical layoeut in sgzocdance with local 50P.
-y F 17 £out

w. Agsigas remalning section pmrsornel Lo st up g =
ind post SITHAPR and establish refscance rcatarial
£iles, — AMESS Y [T ALAR ——
O PER SYHBOLS
f. Azsalgne firs: mvaillable section lndividual to {:;tf?

opan iateccagakion Joarnal and establish Eilmes.

Figure 4-2. Platoon evaluation extract

Based on the TEO extract, the platoon leader's assessment would sound like this:

"The interrogation platoon trained on establishing an operations site during last week's
FTX. My assessment that we are a"GQO" for the task, with the following shortcomings:

. Weak local security during occupation.
. OPs need to improve camouflage skills.
. Everyone needsto learn the proper tactical symbolsto post on the SSITMAP."
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To assist in briefing this assessment, the platoon |eader and platoon sergeant can prepare asimple
one-page acetate-covered poster that graphically portrays the assessment. This poster can be used
over again for each training meeting. An example of a platoon training assessment briefing chart is
shown at Figure 4-3.

Interrogation Ptatoon Tralning Assessment
Week of 4-8 Oct 93

Collective Tasks Assessmant Mates
Qccupy an Qperations Site GO — Weak local security

— OPs need work on
camouttage skills

Organize Teams for Combat GO — Improper load plans
Soidier Tasks Assessment Notes

Camoufiage Equipment 10 GO, 6§ NO GO - 0Ps 1
Perform Search and 6 NO GO — OPs

Scan Procedures

Figure 4-3. Example platoon assessment briefing chart

Training Shortfalls

As each platoon compl etes the training assessment, training shortfalls are addressed. A training
shortfall is when training has been planned for, but not conducted. Platoon leaders must explain to the
commander the reasons for not executing training, and what the plans are to makeup the missed
training.

METL Update

After al platoons complete their training assessments and discuss any training shortfalls, the
commander then updates the company training assessment. Just as with the platoon assessment, this
only deals with training conducted since the last training meeting.

The primary source for the training assessment is the input from platoon leaders and personal
observations of training. Other sources for training input are listed in Figure 3-2.

The commander updates his training assessment for each METL task using atraining assessment
work sheet. The work sheet can take any form, but should contain the following information:
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. Alisting of each METL task.

« Current training status of each METL task broken down by Battlefield Operating System
(BOS).

. Anoverall assessment of each METL task.
. A strategy to improve or sustain training proficiency.

An example of atraining assessment work sheet is shown at Figure 4-4.

CLUPRENT TRAINING STATUS STRATEQY TO IMPAOVE
MISBION r T v c OfA SUSTAIN TRAINING
PROFICIENCY TO
ESSENTIAL TASK # : : ?;ﬂ :; : g OWERALL WARFIGHTING
Mve 8Y A
Py PIT| 7 | Jueweoveres”
PERRIRM ~Co STH
1AL P | sanp 748.E
Iﬁl SARCH P T P P ‘D P T DAILLS
Esm @ - PLT STY
JATE ' — PO
grsewenTIP) \PTIPIP 4%
| | &5 |7l7 p| 7 |HammaeT
Oi i FTX I
Figure 4-4. Example training assessment work sheet \

This example shows how a military intelligence company commander would use the input from the
platoon assessments. Note that the commander el ected to assess the company as "P* for the METL
task "Establish Interrogation Site."

The general definition of "needs practice” assists when deciding upon an assessment, but the fina

decision of whether atask isaT, P, or U aways comes down to a judgment call. Commanders must
honestly assess the ability of their company to execute METL tasks.

NEAR-TERM TRAINING

Command Guidance
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