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EXECUTIVE SUMMARY

Problem Scope

This is a re por t of a study conducted by Human Sciences Research ( H S R ) , Inc . . for
the Arm y Research Institute (ARI ) ,  entitled Impro~’ed ,-IR TEP Methods for L’nii L’ialuatiun .
under Contract DAHC 1 9-77-C-0001. The study focuses on one element of the Army
Training and Evaluation Program (ART E P )—the management of field evaluations of tact ical
units for purposes of training and diagnosis of trainin g deficienc ies. A t t en t i on  is directed to
the planning and conduct of field exercise s according to Training and Evalu a t ion  ( I & l )

mission outlines provided in ARTEP 7 1-2 . for training of Tank ! Mechanized I n f a n t r y  ha t ta l ion ~. .

ARTEP T&E Outlines : Research Requirements

The TRADOC-sponsored Army Training and Evaluation Program cons is ts of concept s .
guidance and training materials which together embrace all Arm y training. ( ;ti idance and
training materials are sti il being prod u ced , refined and dispatch ed to field users. E lements
of concern to this study (mission T&I outl ines ) rep lace the Army Training lest ’, lA f l s~
which , since World War II , provided the basic mission format for un i t  field t r a in ing .  The
current ARTEP T&E outlines are performance oriented. [hey are designed to provide
settings which more realistically represent realit’j cs of the modern batt l e field , arid cha nges
in tactics require d to accommodate new weaponry and supporting mi l i t a r y  hardware.

The transition to ARTEP is still in progress. Transit ions from one system and set of

con cepts to a n ot h er is never easy. I This s tudy seeks to provide guidance and t r a i n i n g
materials that  would assist in the transit i on , helping to assure tha t  the concepts upon
which  ART EI’ is based are wisely and ima ginatively applied in u n i t  f ie ld  t ra ining.

Research Methodology : Problem Areas

The research approach selected is an iterative case study method. The cases consist of
observations of the conduct of field evaluations from bat ta l io ns  of thre e divisions , a nd dis-
cussions with the key planner/supe rvisor of uni t  training in a fourth division. Information
and data served to document current practices and user problem-solving efforts under  the new
ARTEP system. Comparison of data across cases permitted identi fication of recurrent problems.

Examples of problems and areas where guidance is needed are:

. Difficulties in interpreting and applying basic AR11,P systefli principles

to u n i t  t ra ining and evalu at ion programs.

t Major General John W. Seigle . “The Ar my Training Sy;icm. A S ta tus  Report .” LX’ST. IIQ. TRA D (X’ .
AUSA Convent ion , Octobe r 1977.



• 1- ncertainties in developing the I va lu at ion Plan - part icu larly such asj~~cts as
exercise format, scenario construction , and technical simulation/control
measures,

• Problems in interpreting and using the T&E outlines, and in organizing
and training the Evaluator/Controller Group.

• Lim ited e ffectiveness in formul ating , communicating, and using ARTEP
evaluation results for remedial training.

Along with observation of cases , we interviewed cogn izant offi cers at TRAI)OC/FORSCOM,
schools and operational divisions . Two sy mposia on ARTEP were attended. (‘oncepts and
methods from the scientific l i t e ra ture  ( le arning theory, systems analysis , p sychometric methods.
etcJ were reviewed to determine whether they migh t shed ligh t on problem s encounte red ,
~‘nd for their contributions to solutions. Together , the scientific literature and military
sources suggested directions for recommended solutions.

Problem Remedies

Remedial efforts took two forms. The ti rs t is a body of short-term guidance which is
incorporated in the Field Guide. The second is identification of a range of issues wherein
further ARTEP developm ental research is still needed.

The Field Cu~~e. Proposed solutions based on work described above are , of course ,
tentative. The Field Guide renresents r first attempt to organize , and to incorporate proposed
solutions into a practica l document that  officers who plan and implement battalion field
evaluations will t ind useful. J t i n cl u des:

• Procedure s t’or the application ot’ core ARTEP princip les to decisions such as
when to conduct external  eva luations , how to task key personnel , how many
assets to commit , and how to insure a “d iagnosti c” orientation.

• (;uidepine c for overcoming deficiencies in the most essential steps of preparing
the Evaluation Plan and implementing it.

• An l v alua  to r  (‘on troller Group module including .1 complete cu r r i c u l u m  f or
training , and guidance for interpretation and use of the T&F outlines.

• Procedu ral improvement s for the use of evaluation re sults .

Follow-on research and development. F ollow-on research and develop ment will t inder-
ta k e four  tasks



• Validate and re fine the first generation Field Guide by field testing, This
includes a number  of subta sk s. Among these are :

— Development of ’ i nstructions for evaluators as they rate performance
on those items ( s tandards )  t h a t  require prof e ssion aljudg ment.

- Ev aluat ion of revised f’o rm at t i ng  of ’ standards , a nd their phrasing.

I a lu a t ion of a l ternat ive  means of combining item scores to val id ly
reflect  u n i t  performance.

• I d e n t i t y  and evaluate a l te rna t ive  means by which bat ta l ion evaluat ions  can he
integrated info a progr am involv ing  concurrent mult i—echelon training.

• [)eter mine how ratings obtained during bat tal ion evaluat ions can best be
util ized in remedial t ra in ing.

• U pdate the analyt ic  document (V o lume II . this  st u d y )  based on all  work
performed above.

Organization of this Report

Thi s Final Rep ort is presen ted in three vol um es. These are:

Volume I — Executive Sum mary ; Studs ’ Desig n and Field Resear ch - describing
project objectives , p rocedures and field d a t a .

Volume II :1mw/i sis - describ ing analy t ica l  steps to problem remedies.

Vo lume III  The Field Guide f o r  E i’aluat ion Pr ocedur e.s presc i t ing  the fi rst
generation Field Guide  in a three—module f o r m a t .

~~~~~~~~ ~~~
) :~~~.

— -~ ~~~ ~~~~~1
’ 

- -  ~~~~~. ~~~~~ 
-~

- -~i~~- -~~~ - .~~~~~~~~~~~~~
- -

~~
-- - -

~~



PAR T ONE: STUDY DE SIGN
AND FIELD RESE ARCH

— - 
- ——-. — ----— - - — — —



CHAPTER 1

INTRO Dli (l’ION

I - i .  PROJ ECT OVERVIEW

This is a report of the fir s t phase of a two-phase research project conducted  by HSR for
the Army Research Ins t i tu te  (AR I) .  It s objectiv es are to id e nt i fy  proble ms in the conduct of
Army Training and Ev aluation Programs (ART I P) for f’ield uni ts , to devel op remedies , and to
incorporate these into a practi cal Field Guide to be used in conjunction wi th  b a t ta l ion  field
evaluations. Work is presen ted i n thr ee reports Volum es I . II . 1!!) of which this is the first.

Phase II research wil l  ex tend  the analysis  of probl ems and recommended solutions , re line
the Phase I F ield G u ide . and examine means of integrating battal ion field exercises and resulting
measure s of performance into other t rain in ~. by operational u n i t s .

a. Task organ ization. The Phase I work perfo rmed is s t ructu re d in three ta sks, as
fol lows:

( 1 )  [ask I .  l)ocuments and collat es curre nt  practices j~ ARTEP exerci ses
It  accumulates  the field experiences , the problems encountered and the
solutions generated as a result of efforts to use the new ARTEP system
and its ex terna l  evaluation com ponent by Tank Mechanized Infa n try
un i t s  over the pa st several year s .

2 ) 1 ask 2. \ m I ~ ,cs these data from the perspective of the problems t l l c \
pre sent for evaluat ing  perfo rmance wi th in  the ART FI~ f ramework. fas k 2
also i dent i f ies  possible solutions to these pro b lems and recomm ends remed ies .

( 3 )  [ask 3. Organizes these remedies into a Field (~m i id e .  The F ield G u ide is to be
use d by u n i t  comm ande rs, p lanners , trainers , and e~a lu a to r s  ii conjunction
wi th  \ R l  I P 7 1-2  to hetter.prepare and conduct e v a l u a t i o n  exercises . Res u l t s
desire d are improvement s in the conduct of ti . t in ing.  a nd an enhan ced , ih i l i t v  to
diag nose leader and uni t  deficiencies.

b . Reports and summaries. Project r eports are presented in three volum es

I ) Vo lume I . I - xc cut ive Summary : Study l)esign and Field Re search. This volume
presents -

• I - x ecu t iv e  Summary .

• Study oh~ectiv es . and research approach

— • I icld re sear~ Is pr ocedures used to colle~ t n t  u r n i a t  ion and es t ab l i sh  a da t  a base.

~ 
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• Issues , prob lems and dcIi c~eiie ies in cur rent  pract ice s of b a t t a l i o n
field eva lua t ions .

( 2 )  Vo lume II . Analysis.  Volume 11 describes the  a n a l y s i s  per formed in I ask 2.
‘[his analysis  is organized under  thre e major head ing s .

• AR ’rr P sy s tem concepts and appl ica t ions  to E v a l u a t i o n  P la i t
dcsi~~s.

, E v a l u a t i o n  methodology.

• t s~ of eva lua t ion  results ,

In cact i area , the ana l  sis reve aled tha t  many problems involved  in AR l i - P
implemen ta t ion  cannot  be solved qu ick l y  or s i m p l y .  ,\s a resul t , each topica l
section separates these from problems for which  immed ia t e  hel p could he
found.  Recommenda t ions  for how to de a l  wi th  the more d i f f i c u l t  pr ohk ’i it s
are then presented. These r ecOil l f l le i id ai ioi ls  and a sun sm ary  of maj o r  r e s u l t s
are reviewed in a concluding chapter  of th is  v o lume .

( 3 )  Vo lun se I l l . Field Guide. The F ield ( ;u ide is designed to addres s current
problems described in Volume I . I t  incorporates  proposed s o l u t i o n s  to these
problems developed in Volum e 11. I t  is a p re s cr ip t ive  docun ien  t i n tended  for
u n i t  p lanners . t ra in ing  managers and evaluators .  I t  is organized so as t (1 he
used as a tex t by p lanner s . i n s t r u c t o r s  a mid by contro l l er ev a l t i a to r  t ra ine e s .

\\ b ile prescriptive in tone , this is a f i r s t  g ene ra t ion  documen t .  I t  would be u n i c a l i s t i c  to

lx’ lie s e , r to hope . t h a t  all so lu t ions  rccornnsen dcd are ss ork ,t He. or tha t  al l  ma te r i a l s  ire pre —
c is clv on large i In the Phase II follow—on s t u d y , i t  s~ ould he tes ted  in the f i e l d .  [hi ’s t e s t w i l l
undoubtedly lead to addi t ions , modi f ica t ions  and de le t ions . l’I icse s~ i l l  be inco rpo ra t ed  in a rc—
s sed vers ion.

1-2 PROJEc T B-\C K G ROUND A N D  MAJOR ISSUES

a. \RTEP. The Arms’ Tra in ing  and I va lua t ion  Program ( AR I f ’  I~j has been des igna ted
by the l~’ S . srmy to replace the Army F r ain i ng Test (Al  I ) and the A r m y  T ra in ing  Program
\ I Pi ~ the p r im ar y  t r a in ing  ins t rument  for ba t ta l ion  and subordinate  le vel  un Is The pur—

poses ~ t ART1’ P~ arc :

I ) l o  es . i luat e the a b i l i t y  of ’ a tact ical  u n i t  to perform specif ied mi ss ions
under si mulated combat condit ions.

I 2 ) To provide a guide for t r a i n i n g  by s p e c i fy i n g  mission st andard s  or
pe rformance for con ib at—cri t i da l  nsi s sion s and tasks.



( 3 i  To evaluate the ci te~ t i se ne s s  1 past training of au echelons from

cre w squa d t i rot ig ls b a t t a l i o n  ‘ t~isk force .

(-4 1 o pro s ide an a ’sscssin cr i of I utui ’e t raini n g needs.

b. ART EP compa red with ATTs . Some compari son s between A l ’l and ti l e
ART EI’ I & 1 mission ou t l ines  w h i c h  rep laced them n iar  be of i n t e r e s t  -

I I) All’s were t r a in ing  t e s t s :  -\R I F  I’ - . h~ con tras t . emphasize t ra ining
and t ra i ning dli  .igr i ~is of dcl i~ e i c c ’ s,

(2 )  W li i l ~ th e diffe rence is one of degree. A Ii gave greater emphasis
to mission p lann ing .  AR TI P~ to pert  ( l i t  , I i ld e

(3) All’s te n ded to be cond uc ted as f i e ld  drills . o t i e m i  well rehearsed
in a d v a n c e .  \R1 I’ P on the other  l i i rd . Wow or logical branching s
of , j c t is  i t i e s  svi ft in missi ons.  Pl anners are ‘i i ragt’ d to include

su r l ir i se ’s  and occas ions I or i nn ovat i ve pro ble n i  s o l v i n g .

( 4 )  I t  was fe l t  tha t  A f F checklists were oser-develop ed and put  too
much emphasis  on p erform ance by lower echelons. Rat ing f o r m a t s
u se d by -~R I I  P are less well articulated , an d place greater emphasis
on command performance.

( 5 )  Finally .  ARTEPs are dcsi~~cd to re flect m o & l i t ’ii , i t i o i i s  in tact i cs  t h a t

have occurred in the last quarter century.

ARTE P s t a t emen t s  ot perfo rmance criteria are a s ign i f i can t  improv ement over ATT5. How-

eve r . i t  h as n ot yet been demonstrate d t h a t  ART EP l’&E out l ines  ar c s tated ‘s itl i optimal

complete ness. ‘speci f ’ie i ty .  and detail. TRAIX)C has been ex tend ing  the guidance prov ided in
t he fi rs t five chapters ot ’ ARTEP volumes. H oweve r , to our knowledge . guidance h a s  n u t  been
syste matical ly  checked for i t s  value to planners . In  grouiid tac t i c s , t he val id i ty  of e v a l u a t i o n s
must depend largely on professional j udgments  of evaluator s. Thus, while the ART I~P app roach
is believed much superior to the A l  i s , its obje ctives can ‘ s t i l l  be compromised by poor field
administration. [he goals of th i s  research are to help assure that AR ’l L I ’ ~, as pr acticed in the
field , fully exploi t  t h e i r  inherent  t ra in i ng potential.

c. Needs for research : focus of efforts. l: j el d observations and in t er v iews conducted c. i i lv
in ‘Task I served to help t tm irect a nd sharpen the f ’ocus of research. These obsers a t i o n s  point to
three needs which researc h must  address.

4
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( I )  U n i t  needs for further guidance. Fi el d expe r ience w i t h  e u n d u ~ t i n g
formal  AR ’FE’ P 7 1—2 c’s a l u a t i o t i s  (lwckly led to a numbe r of problems of d i f f e r e n t  tv  pc ’s
‘l’ he occurrence of ’ these problems has often led to imag inat  is e cl ’i’ort s  by senio r co i i i i i i a i id cr s .
t raining managers , and evaluators to deal wi th  d i f f i c u l t i e s  as t h e y  aiosc . Pr ohlen ss h ave also
sti m ulated interest in being supplied sound guidance f ’or improving A R I  I I’ c’s , i l t i , i  i i ofl procedure s ,

( 2 1  Need to broaden study scope. l’lie central  objective of t h is s t u d r  , .is s t ated
ini t ia l ly ,  was to ref ’ine c’s a lua t ion  ins t ruments  (i.e. . I & I’ iii~s~ ioii out l ines )  and pr ocedures fo r
their use. L) is cussi oi is w i th  cognizant officers and field obser s , it ions q u i ck l ~ led to a hroa dc i
and ta r  more diverse set of ’ concerns. These were reviewed ‘ sv i t f i  the  , \ R I  Pru lee l M on itor ,
who acco mpanied the team on field vis i ts  and took part in in f e r v i ew s . I t  came to be i ea l i i e ~l
t h a t  problems of improving the technical qual i ty  of in s t rumen t s  are deeply in te r ’ s~ os en ‘ss tb
i n a t i r -  surrounding issues and , p roblems. These had to do wi t  h i Orga n i ’/. ii ig . t a c t  i d a I l v  s t r u c t u r i n g .
control l ing and supporting the large—scale field exercises which serv e as the  c’s a l t i a t i o r i  ‘s chic le .
Prob lems also emerged in integration of ra f ings . and use of ’ results to prov ide feedback . I l i i , ’ .
work ing  solut ions  to (or  at  le ast  a better  unders tand ing  o f )  such issues ‘ss crc pre requis i te  to
c ’s o l v i i i g  so lu t iu i i s  to a n u m b e r  of ’ technical  problems.

Accordingl y ,  (lie scope of inqu i ry  was broadened. (‘learly, larger issues hav ing  to do ‘ss I lI t
management of ’ the evaluat ion vehicle , and interre la t ionships  between them ; and hetwe cit  i l i ana g e-
n ient issue s and technic a l  problems needed to he better uisder:~tood. Given th i s  unde r s t and ing .
i t should be possible to better unders t and the condit ions under  which ev a lua t ion  instr unie n Is
.irc to be appli ed

(3 ) N eed f o r  pr act ical  guidance . l’he targe t audiences  of the i - ield ( ;u ide are
planners ,  t r a in ing  man agers  and eva lua t or ’ s. (;uid~mnce mu st  recogr ie c o n s t r a i n t s  t h a t  are

i r t u a l l s  universal in the field, .‘\ i i i o i tg  these are l i m i t a t i o n s  in cohl ec t i s  e t r a i n i n g  t ime , per-
sonnel  of the necessary r anks  to sene I s  eva lua to r s , l og i s t i c s , p~ r o t e c l i i i i c s . e t d . . e tc .  h ’ u r t h e r ,
whi le  scien ti tic c o n s t r u c t s  may he l’ound useful , the i r  app l i ca t ions  c a n n o t  presume educa t ion
tra in ing  in areas f rom which they are drawn,  ( l id anc e must  be set f o r t h  in term ’s  f a m i l i a r  to
users , The organization and the sequence of a c t iv i  f i t ’s cal led for  mt i~t be o nip ti Ne wi t i i  I h io ’s& ’
to which tis ci s are accu stomed.

1-3 . SUMMARY

Thjs chapter describes the s tudy objectives, tasks and the o r g . i n i / a t i o n  of ’ t im e  r ep om t . H ~ K-
ground in fo rmat ion  on ARTEPs was summar ized . We have ind ica i e d  Iio~ e a r l s  f ’k’ld ‘s i s i t  sh.irp ened
the focu s  of the study. ‘Fuse next  chapter  exp l a in s  research tue t h od  lot’s ( ‘Ii .ipter prl ’ seii l’s
and discusses field ob servat ion ’s. ‘1 1w ana l y s i s  of these obsers . i t io f l ’ s  I s  pre s.’u R d in \‘oli i i i t ~’ II  -

the I’ ield ( ;u ide is bound as Volume II I ,
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CHAFFER 2

RESEARCH RATIONALE ~NI ) APPROACH

2 -I .  INTRODUCTIO N

Th is chapter descr ibes the project obj ect i ’s  c’s an d sh OWs how t h e s e  objectives and
“gj vens ’ required in the s tudy  gave rise to the research approach af l  i terative case study

~ I method and to re se.irc li procedures. I t  th en dcii I t i e s  sources of inform at ion  and desc r ibes
- I how informat ion was integr ated to produce the research products. The sources of informa-

ti on included observations of bat ta l ion field exercises . s I t C  v i s i t s , symposia , and military and
sci entif ic  pL lhh i c at io n s . rhese are docume nted in A t t a c h m e n t  A

The ART I’ P s~ s t e i n  is in the  earl s -  st ages  ot i t s  dc ’s H u p i n e n t  I t was rapidly  pr~~
duced am id dispa t ched promptly to  field i i i i l t ’ s. Sonie of the  mission T&E outl ines are sti l l
being refined , I t  h i s  not been I i l l s  t e s t e d  or evalu ated. l ) e c l s , ~ns  is  to how best to
implement the key c o i i L e p t s  ot deceit  I i  ,i l i i , i t i on , and of t a i lo r ing  t r a in ing  to local missiom i
needs often rest om’ r a t h er broad g i i i d : i n c c  f ’rom FR 1’ DOC m d  propo nent  schools. l) ce entr al .
iz at m o n of a ut h io r m t~ ha ’s triggered a h igh degree of hoc~ t i n i t i a t i ve , as well as issues as to
speci fic procedures tot  ii,s imptementation. It is well-recognized thai suh stantia~ problem s
remain in imp lemen t a t i o n :  indeed , it would he surprising if t hs e~ d id riot. I

[he objectives of th i s  study stem from this context. An obvious requirement
is to ex amine current  practices in the imp lementat ion of ARTEP S in the field. It  was
necessary to dete rmine wha t  is being done by op erational u n i t s  to implement  ART F P . what
type s of problems they  are emi countering . ,i nd what directions might  be pursued in problem
resolution.

Since ART E P S are ver y broad and all-encompassing, this  in i t i a l  e f f o r t  was exp iora to r s  -

I’, i r ls  inquir ies  suggested tha t  no demonstrabl y valid data base was ava i l ab le ,  nor was it  iniwedi -
ate ly apparent what  such a data base should consist of ’. — The topical areas for data co l l ec t iom i
had to he ident i f ied , and the interrelationships between them determined. [his required. mi
t urn. a conceptual f ’rar nework which would guide the collection of im sl ’or mation amid (lie assign-
ment of i tems to defimied categories. It was also necessary to devehip . om ic e p t ’s  as to which
cate g ories of i n f o r n i a t m o m i  were interrelated , and in what  manmier .

I Ma~ur ( c i t c u i f  J ohn W . Seigle , “The Ann ’s  ‘rraining Syst em A S t a t u s  Report .” IX ’ST, II Q .
TRADOC . .\USA Conv cni ion , ( ) c i ohe r  1977 ,

Ii av ing compl et ed the  f i rs t  year (i st udy .  we fee l much better able to specI fy requireme nts for a
dat -
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i ’h is assessment gave rise to two concurrent eI’f ’orts: ( I )  col lectiom i of in fo rma t ion  h~
observation of f ’ield exercises conducted by selected u n i t s . am id ( 2 )  des e lop ing  a concepm tia l
model to structure the information and problem areas. B oth e f f o r t s  con t r i b u ted  to the  end
product --a held Guide for the conduct of battalion-level exterm ial evaluations.

2-2. RESEAPCI-I OBJECTIVES , REQU I REMENTS

T h e  requirements of the study and the problems of field imp lemen ta l  iou ot ’ A R F I ’  P
help to further focus efforts:

a. Selection of unit.  Project emphasis is on the operations of tank /mn ech a m s iz e d
in fan t r y  task f ’orces ‘I’he lowest level at which armor, i n f a n t r y  and am i t i—ar m or  are o rd ina r i l y
brought together as coordinated maneuver e lemiient s is at battal ion level. h ’ iel d observations
were then  to concen t ra te  on the broad level mami agement of b a t t a h i o m s  f ’ie l d eva lua t ion  exer-
cises , par t icular ly:

I )  Policies hearing on the conduct of field evaluations.

( 2) Ev aluat ion p lan ning.

( 3)  Field implementat ion of evaluations by evaluator / comitrol ler
(F/C) groups.

(4) !Jst of ’ results.

i’hus , (lie tactical un i t  selected is the tank/mechanized infantry task force; the
study focuses on operations of the evaluator /controller team iii c omiduct im i g  field ev ah t ia l iom i s
for this task t’orce.

b. Evaluation emphasis. Consi stem it wit h stated AR ’F l’ P objectives , emphasis ‘s

pla ced on the use of field evaluat ions for t ra in ing and di agm i ost i e purposes r al l ier iliwi as
measures of accountabi l i ty  or of operat ional  readiness. (I t  appears likely that  steps required
to plan am id conduct field evaluations are sim s ii l ar . whether  t he exercise purpose is t ra in ing
or to m easure accountabil i ty.  Uses to be made of results dif ’f er , howeverj

c. Requirements for model , The generic requireniemits  for the conceptua l  s t ructure
are as follows:

I )  The m odel should identit ’y the key variables iii t h e  area of s tudy .  I tems a.. ‘I
a n d h .. above introduce a number  of these variables , Othe r varia b le s ca m i lie
inferred from these.

( 2  l’here should be well- det ’i ned categories to which variables are assigned. Rules
f ’or assignment of variables to categories should he explici t .

7 
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(3) Causa l relationships are assumed among certain variables in the m odel.
It should he liossible to vcr i f ’y these assumed re la t ionships . More
specifically within  the context  of management of fie ld evaluatio ns , it
should be possible to relate variable s wi th in  the areas of pol ic ie s .
planning, exec u t ion  of field evaluations and use of r e sult s ,  If f l i t ’ s  can
be do mie . we will have provided TRADOC/FORS(’OM and divi sion and
brigade planners with the evaluation tools ui eeded , These can be used
to:

( a )  diagnose deficiencies in current practices , and

(b ) change policies and implement  nianagement procedure s so as
to improve the management of battalion-level field eva luat ioi i x

N ot e t h a t  all  policies and measures taken focus f’i na lly on the  operation ’s
of the Eva lu at io n / ( ’ on t rollcr Group or team.

The variables and relat ionships emerged as field evaluation exercises were ex a m i n e u t
a nd the l i terature was reviewed. Here , the emerging model helped to ask qu estions , and
to assign answers to ‘s’ar iahle categories . This process characterized the researc h approach
and methodology descri bed below ,

2-3. RESEARCH APPROACH; METH ODOLOGY

The research approach an d methodology were derived from the study objectives and require-
ments just discussed. This m ’ s an i t erat ive case ‘study method . Cases consisted of ’ observations of
battalion field cv :uua l ( io n exercises. On three occasions (Cases I , 3. and 4) battalions operat in e
as integral units were closel y observed , Each consisted ol~ observations of two battal ions,  To
these were added re eonstructions of methods by which other bat tal ion field evaluation ’s had
been conducted from interview ’s with t r a ining managers ((‘ase 2) , and observations of company
level field evaluatio ns . A number of other sources , mil i ta ry and scientific , were woven around
these cases. Figure I provides a schematic showing how all sources were drawn tog ether to y i e l d
the research products ,

The observat ion ’s ( i f  h a t l ah ions  engaged in ARTEP external  eva lua t ions  provided the basic
data for this study. Observations started in December 1976 and contim iued unt i l  ev al u a t i omis for
six battal ions and subordinate  un i t s  had been observed. Data was collected on three ad d i t i ona l
battalions solely by interv iews rather than observations. During these site visits , officers who
planned and managed the evaluations were int erviewed , and post-exercise cr itiq umes were at temid e d.
Where feasible. t’ol~ow-up interviews were conducted with the managers and evaluators of the
field exercises. The b attal ions observed were drawn from four separate divisions , two in fan t r y
and two armor. We th am i k these otfic er s l’or their  help am -m d cooperation. 8



a. Case observations, R esearc h procedures amid I t ic ’s  of ’ i n q u i r y  ‘s’s ci c dc ’s Hoped a’s c’s a l u m -
t i o i i ’ s  ‘s’s c r c  ohs~’r ’scd .  I h i t s  i ’s i l l u s t r a t e d  liv r e co u n t im i ’. a.s eva, ?ij il es . a les ’s t h i e t r i e ’ s  as t h e y  c l i t i ’ I ’ c l f

I - cure 2-1  shio ’s ’s how i mif ’o rm i i a t ion  f rom cases and o ther  sourc es ‘s’s a’s c i mm ib i uue d  - l ) i~ isions ‘st t id  eel
are e l c ’ s t c u i , i t ’ s’ ’s l .is I ) i ’ s i s i o n ’ s  A. B . (‘ am i d I) .

I ) ( ‘ase I - I - a r k  observations of ’ the  first case E ) ivi s ion A provided i r i s i e h i l s  i n t o
f i e l d p i . i c t i c e s  i i i  p l a n m i m m u g  for  and conduc t  of eva lua t ions .  We had to , i ’ s ’suu i ie  these  p r . t c t l e e s  t o

he usual , since ‘s’s e had rio f i rm basis f o r  comliparison at the  I t u i i e  For e x a i i ip le . it  b ec am e c’s iden
sc r ~ ea r l y  t h a t  use of c ’s . i h i i a t i on  i n s t r u m e m i t s  (T& I ’ mission o u t h i m i e s )  could be i m p i r i ’ s  .‘d i h i i o i i i . ’ hi
b e t t e r  eva lua tor  t r a i n i n g. But  it  ‘s’s as also eviden t  t h a t  t h i s  pr ob lem s’s . ts  iu i t e r r e l ; i t cd  w i t  h r ‘several
ot h e r ’s  ~~ne ‘s ’sas t h a t  ot c o m i t r o l h m u g  (.)PI OR ‘so t h a t  all  u n i t  bc l i a ’s io r ’ s  desc i bed i i i  the  T~~l o u t —
u rn ’s ‘s’s o t t I t h  b ias  c Oe’e , , s iOii  t O occur. I l i i ’ s  1’\L ’ rc i ’si’ m n a u i a c i ’i i i e i i l  problem appeared to ui icr ce ‘s’s t i l t

o t h e r  pro b lem - mi ’ s  ot ii a i l a c i r i g  the  t icl d exerc i se

21 ( ,isc 2. I n f o r m a t i o n  about  h ) i ’ s - i s i o n  I) caine fro m ehisc u ’s ’s ioi i ’ s  w i t h  a br i gade
co m i in r ande r  and m e m ber of ’ his ‘ s t a f f .  This commander  had c i ’ se i r  concerted a t t e n t i o n  t o the
u m l i p l c m i i e r i t a t i o n  of b a t t a l i o n  t’ield e v a l t i a t i o n ’ s  as a part  of AR ’l ’l ’ P lI e had che~ kc d out li i ’ s
m e t h o d s  h ’s . ip ph ~ t u g  t hem to t r a i n i n g  of h i t s  b a t t a l i o n s  and some N a t i o n a l  Gu ar d u n i t s  I I . ’
de scribed how lie con thuicte&l ba t t a l ion  field exerc i se ’s. and provided f o r u t i a  ts  he h a d  dc s i cncd
as e \te i i s ions  ot I & I i i i  ission ou t hi mies .  I los’s i’s er.  the  procedur es used which  i i i ’ s  l ’ s ed am t r u e

point  h a ’ s i i i c  mi l a or e l em en t s  t ’rom ii three b a t t a l i o n s  in the  f ie ld  opposing one a n o t l i c u  ~iccoi~f i i i g
to a c:iref ’u l l y  desigmied schedule were uni que ly  h i s  own

3 C isc 3 (‘asc 3 remm i torced  the f i n d i n g  ol Case I , but  revealed ‘ s i g i i i t  i c a i i t  t ie s ’s
problems. For ex.imnplc . I) ivisi on B had used the  so—called i n t e g r a t e d  AR 1’I - P r c le r re d  to l u c re
.ts the  t w o — b a t t a l i o n  f i e l d  exercise ) , which p i t t ed  oppo sinc b a t t a l i o n ’ s  a g a i n s t  one a n o t h e r ,  w h i l e
l) ivi sion A had p h a ~ ed one h a t t a l i o u i  at a t i m e  ag ain ’s!  an ( ) P I ’O R .  Whi le  t he  a d i u i i i i i ’ s t r , i t u ’ s c
a d s , t i i t a g e ’s  ol e v a l u a t i m i g  two b a t t , t h i o i i ’ s  i t  once ire ob ’s iou ’s. it  s ’sa s also clear t h u  t h e  ‘‘ i n t eg ra t ed ’ ’
forn ia t  placed heav ie r  d eni amids  on eva lua tor ’ s  a r id corn iii u i ni rc : i t  iou i - met ’ s  amid s’s as inu re ii f t  i cu l t  to
control .  ( ‘learly it  would he ex t r eme l y ( l i t  t i c u l t  to e omit  rol oppo s ir ic  side ’s i i i  a two—sided  ex ercise
well enough t h a t  a c t i v i t i e s  assumed iii T& I - u i i i ’ s s u o i l  out l imies  s’s ould occur in a pre—pl a m i mi e d  ordc i
Fur the r , such control  could constra in  u n i t s  in ex erc i se of l ln ’ ir  op t ion s.  t h u s  bein g i n i m i c a l  to
basic exer c ise  purposes . Am iother  problem which  became more rub ’ s  ‘s i t u ’s  across case ’s sva ’s t h e
double f i a t  t ing among I- (“ s . They had to p la~- man y roles con eur rem i t  Iv .  One i m p o r t a n t  need
was f ’or be t t e r  coord ina t ion  and teamwork among I - ( “ s so as to be t te r  a n t i c i p a t e  act ot is  by
evalua ted  u m i m t s .

(4 )  Case 4 By the four th  f ’ield ev a lua t ion  exercise . (lie data  collection p la mi was much
better  developed. Recognizing certain athv an tages of the two—sided field exerc is e . ‘s’s ~

‘ at  tempfed to
dete rm ’nim i e whether  and by- wh at meam i s this  type  of exercise could he control led .  This rcqu i me d
a t t e n t i o n  to I C c o m u n i u m n i c a t i o n  channe ls ,  and to use of t ac t ica l  ne t s  by each ha t  ta l i omi  i ’s Vt e l I

()
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FIGURE 2- 1.

SCHEMATIC: RES EARCH METHODO LOGY

Cases: Observations of Military Sources Scienti fic Corn epts
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Procedures fo l lowed s’s crc s imi i ml ar  to t h i a ’ sc  used for  (‘as ’s’ 3. I lo’s’s c’s er.  iii ~i ’ shu f  i t  tou r , t a l l ’ s’ i ‘s’cor r t e t s

we’re use ’sI to record coin i r i u n l e a t i o n  t r a i t  ic . i nc lud ing  messages recci ’s  ~‘ h  i i i  th e  I t  )( ‘ I S n  I iu i g

out recordings l a t e r  and re la t ing  ( h e m  to map posit iou ’s 01 u n i t ’ s  um i t l i t r e  l in e s  pr o ’s  ed to he an
em iormous problem , and one ( I r a  t was not adeq ua tel v  ‘soI ’s ‘sd -

b. integration of information from cases, l ’hte .ih o ’s e desc i pm u r n  of c isc ’s m ’ s t t i t cmre l e r i  to
gi ’se sOm l) e  sen se of th i .’ progressiomi of the inqu i r y  as ‘s’s e ‘s’s emit  from oil ’s’ ‘sa s ’s  t i ’ s  t he  n e x t .  \ s  su ch
i t  is  ito ! b .i i i y  m~’ans au ad equate  de scr ipt i omi of ’ a l l  areas co’s cre ’sh - I he’s’s’ a i ’ s’ ; u ’ . t i i ’ s’i~~ tO i ’t ’s’ ( l ah oy ’s’
are but  a t’ew of m a n y  -

I m i t o r m a t i o n  f r o m  t h e  four cases could no’s’s- he compared.  l ’hi ’s’ ( ‘as’s’ 2 rep or t  is i c ’ s’cs sd r t l y
inco m plete  sine ’s’ it ‘sloe’s r iot  i n c l u d e  f ’ield observ atiomis.  1 lie s ’ s’ coi u i p a r i s o i i s  p i t t ’ s  d~’ m u r s u g l u m s  t u t u
t ow ct t r re r i t  opera t ional  gractices are si m i la r  am i d m iss I he~ d i f f e r , am i d probl em s c u u i i i n o i i  to  i l l

‘s’ases . l ) i f ’f ’eren iccs b’s’t we ’s’ii eases pernii t  d e f i n i t i o n  of ’ a I t ’ s’r ur ~i t i s ’ s’ com ma n d u p t i o n i s  S u i i i i l a r i t  es
u t i chu ca t ’ s’ pro lslenis tha t  are more or less coninion acro ’ss the  board.  I )‘s- t ’t m r u t  ur i s  of common I)roh-
cnn ’s h e l ped to d i rec t  f ’u r t h ier  i t i qu i r y  and to guide ‘sea r ches to r  t h i ’ s’u r  s o h i i t i o t r .

Otir data  are presented and dtsc ut sse ’sl  iii Chapter  3.

2-4 . OTHER SOURCES OF INFORMATION

Two addi t to t r a l  sources- m i l i t a r y  docu mnen t ~ . c o g i r u / a n t  01 t ’ic ’s’r’s am i ’sl t r i l l  i t a r ~ I ratt ling dc’s ices:
an t I  eon ’s’ ’s’pt ’s  from the  sc ien t i f i c  l i t e r a tu r e  com it r ihu ted  to t h i ’ s’ ‘st uu ’ sl~ -

a. M i l i tar y  sources. Amon g mi l i t a ry  sources were “How to I ight ’’ m anua l s ,  observ ation ’s
of E li ’s’ ( ‘ ,A TT’s si m u lator  and ‘ sh is ’ s’wisions ‘s’s i t h i  faeu 1t~ members of ( ‘& ( ;sc. an ti participa l ion in
two symposia on ART Ii~. Th ese h e l ped to put  f’ield observations in pe i ’ sp e ct i v ’s’ . to be t te r  appre-
ciate cons t r a in t s  under  wh it ’ s-h u n i t s  must  operate amid to shi arp eu i  our d e f u i i i t i o n  of pro b lems amid
issues. (We make th i s  d i s t i n c t i o n  b etweemi issues and pro hl enis :  issue s represent conf l ic t s  be twee t r
desired goals . Th ey require i mi t e lh i gen t  t r a d e o f f s  to he pa r t i a l ly  solvable. Problems are subsets of
ind iv idua l  issue ’s. Problems can be solved. The i n h erent  conf l i c t  bet sveem i emphasis  om i a L t s te r i t ~
and emphasi s  on com bat realism is of ’ten an iss u t ’s’ , ‘s’f f e c t i v e  t r a i n i n g  ol ev : i lum at r r r s  i’s a p ro b lem. )
In f o r m a t i o n  f ’rom t h ese ‘soui c’s’s was corre la ted w i t h  t h at drawn from C:ts ’s’ s tudies  to he lp  ret ! ‘s’r
det ’ine problems and issues.

b. Scientific concepts. The sc ient i f ic  l i t e ra tu re  provided concept ’s I h i a t  s e e u i r t i i g l~ ur t ig h i t
he applied to resolut ion of cer tai n prob l em s. (The proof re m ains to he e s t a h h i ~h ie ’sl iii St u h ~
\‘ear 2~ ) As examples:

( 1) Lear n ing  the ory . Sitr ee the purpose of AR ’I ’ I - P missions is trainim ig and
t r a m nim i g  diagnosis , concepts and pr inc ip les t rom a wel l—establ ished body
of l ea r ni n g theory should be re levan t .

3See At tac h ment A tot references.
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( 2 )  Systems analy sis.  T&EO m issions place three system ’s ‘s” s :t iua t ed  u n i t ,
OPFOR ari d the F/ C sy stem- in dy namic  interaction. With primary
i nterest on the evaluator / controller  gioup its a ‘sy stem, syste m ana l y t ic
concepts should he applicable :

( a )  as guides for forec ,isting l ikely system malfunctions , and for
diagnosis of effectiveness of F/C operations , and

( h I  in providing int ’ormati on about communication procedure s
needed wi th in  the k~C Group. and how this group can best
monitor communications/actions of the battalion being
evaluated.

u3 )  Psychometrics.  Psychometrics can help to improve formats for  T&EO
standards  a nd to improve the ways in which descriptiv ’ items m ight  he
bett er presen ted to eval uators.

Thus, mi l i ta ry  sources h elp to shed ligh t on issues/prob lems identif ied in ease studies.
S~te n t i f u c  concepts and discussions with cognizant officers provid ’s- g uidam ’tce as to pos ’suhle
t rad e o f f ’s  tha t  might  he made to cope intel l igent ly  with issues. These sources serve also to
di rect the ‘search tot solutions to problems.

2-5. DESCRIPTIONS OF ISSUES AND PROBLEMS

As noted e a r l i e r , t I r e  model was developed to ident i fy and c l assif y va r iab les i mpor ta m ’u t to
the manage ment of bat ta l ion field evaluation exercises. These variabks and their interrelation-
sh i ps serve as background to a variety of issues and problems. Thus, variables and relationship ’s
ire the “ t h ings ” t hat problems and issues are all about ,  See (lie center co lumu i of Figure 2- 1 -

It s~1owS how n s ’su ’s”s and problems were identified , defined , refined and finally formulated by
successive steps .

Is sues and problems com mon across cases and which appeared most important  were
an al y zed one :tt a time. For e~i ehi i’ssue/prohlem , i nformation was organized as follows:

• Statement of ’ the nature of the problem/issue.

• (‘u t ~ut u o n of ’ releva nt documentary source ’s and data ,

• Identification of key casual linkages to other issues iii the matr ix.

• Ident i f icat ion of major  opt io n ’s  for n ’ssi tc resolution.

• Statement  of the key “pro ’s” and “con ’s” fo r  each re solut ion option.

• Spe~ uf ’icat ion of th e  selected option and discussion oh ’ (lie supporting reasoning.

12 
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- \ i t , u c h i u r r e n r t  B pre semits  i i i  e x a m i r p le of t i re  log ical l o r n r a t  and e ou i t e mi t ’ s  of tI n s ana l ~ t u ’ s’ aI  I ssu e

i ’ s’s’si l di t~Ou i ~‘ s i O ’ s’t,’S’s,

2-6 . MATRIX FOR CL .ASSIF I C. -\TI ON OF ISSUES

All  issues were classified into a single matri x showui as l igure 2-2. No single t~ihh ’s ’
or chart can convey the full complexity oI’ this area nor reflect the many in t e r r e f a t i o m n s h t i p s
he tweeu i issues, 1 h ere is also a rough antec eden t-consequent relation ship b etween emitr ie s
m r  the four cotu ir iu rs . The relatiomis li ips between Columns I . 2 and 3 are roughly correlated
‘s ’s i th  roles and r ’s’ sp ons ih ih i t ies  of Army eel -melons in descendi n g order.

W h i l e  co iuu i i ui s  do not e x a c t l y  map to t’or in ial func t ions  of Army organizat ions . A R l ’ I  P
sy stem eomieept s which  emn ian at e  from TRADOC/FORS(’OM t a l l  in to  ti r e u ppe r part of (‘o h u t n n i
1 tire r ur . idcst category. Fhese are (lie concept ’s and principles - (lie corui ersto ul e ’s of t h e
.-\R I F ’P5 of wh i c h  ev a lua t ion  is one key element. The it - main tools as ’ai l ah l e to ‘I RAI)O( ’/
i-ORS ( ()M for r en ii ’s’dy of identif ied deficiencies are in forn iu l a t im -ug t r a i n i n g policy gu i d a n c e ,
:uid in guidance revismo m rs.  For TRADOC , such guidance may take a ‘ s a r i e ty  of t’orun ’s
including miranu ak , t ra in ing circular ’s. etc.

A second class of issues ( t i r e  lower e lements  of (‘ olu m nm i  I amid a l l  ~i f Coluniu i I I )  descri bes
t ire b asic options arid l i n i i u t a t n om i s  t h at senior co u r inra mn der ’ s  arid t raining miunag ers must  conf ’romrt
in the course of p l ann i r rg  amid eomr d ~t c t i n g  cx termial  e’s’a lu ~ut io n s , Th is category includes is sU ’s’s
‘such as decid ing  how tiian~ assets to spend , choosing the exercise form at  (e.g. . sin gle-h~u t t a l i o u i
or m u it egra ted  tw ’s~ b a t t a I i o n r  approac h ) , c o n s t r u ct i n g  the ‘s eeu iar i o. spee uf ~ i n ig  the  pr oh lemii
‘s’ontrol pro ’s’euur ’s’s . p la n i n imig  the t r a i n r i m i g  ‘ s I e v a l u a t o r  cont ro l le r  t eanis . supervis i m ig t h eir
cou rd uct of field exercise ’s, c te.

Column I ll contains  issue ’s mid t ech ur ica l  problem ’s of a more deta i led na ture .  ‘I ’ hese
is sue ’s problems fall under  the h eading ol f ’o rmulat i ng  and apply ing  (lie c’s atuat ion  methodology .
.‘\u iromi g these arc the  appropr ia t ’s’ ta ’sk or gau i iz a  t ion ~ I v a l u a  fo r  (‘ omit ro l ler  Groups. h o w  (;r ~ t up

f u t m i c t i o n s  arc p e r fo rmed  au id i n tegrated.  ‘s’s ,u l u a t i o n r  c r i t e r i a  pros’ided by m’ni ssion ou t h i i r c ’ s,
I’ sr o c ed ui r e ’s  f o r  t h e i r  emp loymen t  by f’ieid eva lua to r s  Id ) r a l e  p er f orn ia mi ’s” s’. and ‘so fort hr.

g i cj hl y , mi ds ’s a bet w’s’e n (‘olun in s  I I I  ar id IV , us a cru ’s- i , u l  pro hl eni  area - — namely  how
t’ee ’slb ,ick f rom ‘s’v a lu a tor  ra t ings  can best be pro ’s ided to member ’s of e v a l u a t e d  t u n i i t ’ s  dw ’ing
fie ld exerci - ;c ’s.

rhe l ast  n s su ’s’ category (Column IV) deals wi th  formu lat imig and c o m m u n i c a t i n g
c’s : t l u a tmo n  resul ts , and (lie a pp l i c a t mo u i  of these resu l ts in re v i s i u r L ’  t r a i n i n g  practie ’s ’s to correct
uni t defj cu ~nete ’s Procedures in this  area close (lie feedback 1oop wh ich m akes AR ’FI: P a
complete s’ t e rn  f o r  u n i t  t ra in im i g  aad eva iuat on .

13 
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2-7. SUMMARY

This chapter summarizes the s tudy objectives and research approach. An iterative
case st udy methodology was used, (‘uses consist of observations of battalions conducting
T& F-O missions drawn fro m ART EP 7 1 -2 ,  Mili tary and scientific sources were used to
help shed ligh t on issues and problems identified in comparing data from the four case’s,
(he  m ore umpor t ant issues/problems were analyzed one at a time. Mili tary sources then
provid ed directions and chut es as to their resolution.

As an overview , issues are summarized in Figure 2-2 . which contains four columns.
lime order of the first thre e columns corresponds roughly to responsibilitie s of TRADOC/
FORSCOM and field units, The fourth column reflects responsibilities of all levels of
command in setting policy for , and providing information on performance to the m .un its
evaluated , thus closing the feedback loop. The matrix shown in Figure 2-2 is further articu-
lated in the next  chapter. Chapter 3 describes issues uncovered in field observations in some
de tail. Vo lume II suggests concepts and recommendations that may bear on their
resolution,

14
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ATTACHMENT A

DATA SOUR CES

Three primary sources of data were used to provide the information base t’or th is
project. They were :

( I )  I - i~ ld observations and interviews ,

( 2 )  (‘on su lta t ions  and participation in workshops.

( 3 )  L i te r a t uu r ~ so urces ,

A - f .  FIELD OBSERV .\ T I ONS .~N[) INTERV I EW S

i’he ma for field rese arch -i effort  was the series of field observ ation and interview site
visits undertaken suur ee December. 1976, ‘l’ hese e fforts have resulted in direct observation of
external ev a luat r on exercises for seven bat ta l ions and surordinate units ,  Detailed reconstr u ction
of’ procedure s for three addit iona l bat tal ion evaluations was performed. Extensive inte rv iewing
of participants occupying a ll  i m portant roles in these exercises , and contact with many officer s
involved ii evalu at ions for other battal ions were also conducted. The battalions studied were
drawn from four separate divisions- two infa ntry  and two armor- representing a wide geographi-
cal dispersion wi th in  the continental United States. Future field work is tentatively planned
for the observation of b at ta l ion  evaluations in U SAREUR , and for field assessment of the
draft Fj eld Gtu ide in the projected second contract year.

I 6 



~-2 . CONSULTATIONS ANI) WORKSHOPS

( ml addi t iom i to field work directl y related to the conduct  of ,,\ R l ’FP c’s a~u at io t i s , co m i t . m c t
‘s’s , i s  made and coordinat ing meetings held wi ti n persou nu icl l’ro uii f l u e  l’ol l owiu r g  & i r g , i n n i / . i  t i

• I ’M— I I  .SS, Trai n ing Support (‘enter , U.S . Army I r a n  i n n  and
l) ’s ’ s~ tr u n ic  (‘otniui i a m id ,  Fort l~u st is , Vi rg in ia ,

• (‘r a in  i nn I) e ’s ‘s’l opmem i t  Di sts ion.  U S . Ar ni i~ I r.i m i m e amid I ) ~ i i  ni ’s’
(‘or nmi i . t m r d .  I Ort \ l ( i I i I O ’ s’ - Virg in i a .

• h istorica l OI ’f i c ’ s’. I S  Ar m n ’s ‘l’r~i i n n t n i g  a nd l ) o e tr ini ’s’ ( o n n i n r a n i d .
I or t  \ I ’ s ’ r u ’ s’s ’s ’ \ m r g i u i i a .

• I ’ “
~ ~r nnr ~ ( o i i i h a t  -\n i l l s  ‘I’ra im i i n rg  Boar ’s!, F ort I3~’ uimi in g.

I- ~‘s’~’r cn .i ,

• l - ,~ ‘ s h y ,  st,aI t and students, (‘ounrnan’st an’s! Gcn’i’s’ral St al l ’
ScIio I , Fort Leavenworth.  Ka u sa’s

• I) i r cc t o r a t ’ s’ o f Training Deve l opuir euit s , F’ ,~ . . -\r i i i ~ Armor
School , Fort Knox , K e n t u c k y  -

• l)ep itt ~ (‘omr im an ’s l er  and s ta f f .  t h e  l n f a n t r ~ School. f or t
Be ni m ’tim i g. Georg ia.

• (‘vhern eti c s T ’s’chnology Oft ’ice , Advance ’st Re~c a r c I F  Project ’s
A~’s’ncv . 1)01) .

• hJumi ~ i ui 1- n gmn e ’ s’ring Lub ora to r v .  Ah er ’slee n Provin g Ground.
Mary land .

• H istorical  i :va luat ion amid Res earc h Orga n i i ta t io ni .  Du n n Lor im ig .
\ i r n i i l i , m

.~ -3. LITERAT URE SOURCES

a. Training Doctrine aiid Guidelines

I \ t  .~1 -~~ I/o w to Prepare and ( ‘onduet (I i I i ta r i  TraIn t~;g, Hq ., DA. Ju t ie  l9~ 4

T(’ 2 1 — 5 — i  Training Manageiiu ’nt , ‘ l it Ou’eri ’iew I iq .. F) A -
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IC 2 1 -~~ -2. !“ s ‘r ~ r ,t, ao n Oriented l ’ra,, i Ip R ’ - hlq - . I ) .\

T(’ 2 1 — 5 - 7 . i ’r~i i , i , , i .~ tla , ’on-nr in Battalions Eli 1 - ,  l) ,.\ , J a u r u a r \  1977 .

I ( 7 l - ~ . RL’ .A LTR,.lI\ 11 1 .. l ) \ . J an u a r y  1975.

AR l i P  71 -2 l)ratt I. ir ,ii i Training and I: ’ ruination Prt ,~’ra,,i ~ r (‘ombined Arm.s
i’a,s k /-~ r t t ’ S~,ptenibc r 1976.

ART I -  P 7 1- 2 .  - l r n i  n Training and Evaluation I’rogra,n for th ’ehw,, :ecl / , u lan t r i  - ‘

Tu.sk / -~ r ’ sc  June l , ) 7 7 .

t, :s. .~(’ ;s( - I ’r a,nu ’s ,. .tiana ~ c ’m’s ’nh Studu ’ (, u ide  At i ~’us t  I ’~ 77

I ( ) 1~S ( )M Regula t ion  350— I r u n  (‘omponent ira ,ui i i , ~.’ (‘urr eur t  regulat io n . J 977 ,

I’ORS(’OM (;u i ’sl ehi n e s. I ra i , uz , u~ Guidelines F )  7.5’. M.i~ I ~~~~~~

TRADO(’ ’ FORSCOM, ~I R TE P  Ii r l~.~/ i ,~i Apri l  l97(i .

b. Tactical Doctrine

FM 7 1 - I .  Tine Tank and Meehani :ed Jnjàntr i ’ (‘ompa nn Team . Ma r ’s’ ii I ~
) ‘ ( ( “flow

to l i g h t  Manua l” )

FM 7 1 — 2 ,  i ’/,e Tank and t ic ’cluani :ed Infantri ’ Battalion Task / o r  e Ju l ~ I 9
‘‘h ow to F~~ht Manual ’ ’

I M 1 00-5. Operations . J u lv  I 97( -t .

FM 105-5 , ~!ami - i~ u - e r (‘m,irol. H q.,  DA. December l~ 73.

S A I T A I )  Repo r t  \ I 4— () -7 ( t ~ Militaru ’ Operations of  f /un  Soviet ‘Ir on . t n n t e d  S t a t e s

.- \ r i u i ~ I n t e l l i g e n c e  f l r rea t  A n n . i l v s n s  De t achmen t . 25 May 1976.

T( 30—4 . The t i If o r t : ~’(I R , f l e  Rrg i tum or hl q.. 1)A. J une 1975.

I t  3 0—1 0 2 ,  The t f H f —  r, :n 1 kit In ( ‘omp anm - . Uq., 1)A, September 1975.
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c. Scientit’ic Literature

Daniel R. I Igen . et al, Performanee I”eedhw’k . 1  Ru ‘ i /  - m u of I / / ‘~ i ho/ug h -a l and
Behau ’iora l I - f I nd s  ( Arm y Research I n s t i t u t e . I ‘s’’ s l m n i n c , m l  Repor t  N 0 . I , ,  I c h r ’ sn a m’v
1977 )

Ni , Deami llavron. Eu’a luating (‘ombat .S’u - ste,n, ’s Establis h m ent ol ( ‘r i teria and i’/,eir ( o -

in .N( ’ /u ’ ( l i o n  of ’ A eu’ .S t ’s t t ’r i i s l ’ador ~ A r l u u i g t o u i .  V .i . ‘ I l u u r r an i  S c tcun ’ s’es R ’s’’s’s’;i r ’ s l i , f u r ’ s’ . ,
March I 961. )

( ‘ I n , t r l es  Hi t ch.  “On the Ch oice of Objectives iii Systems Studies  in I) . P, F ckn ian t ed . ) ,
- /~

( - \‘s ’ar ( Ii and Design , (N ew Y or k : J. W v f e ~ . I 96 1.)

Clark L , h ull .  / ‘r imu ’ip le,c of  Be/zan ’ior . ( Nc~ 
‘i ork : .‘~ ppl ’s’to n— (’e ntury— (’ rof ’ts. 19 5 1 , )

M art ini I . Kurke ,  “Operat ion ia l Sequence [)iagrams in Syste m Desig ur I ) escr ipt i omi of
Ire OSI) , ’’ in Human 1”aciors , .~~, N ~~~ I , M arch 1 961 .

I) avid Ma~~iusson, l est 1/w o rm , 1 Reading . Mass , - Addisomi- Wesley . 1 966. )

S tanford  L . () pt n er (ed. ) . .S’ m s t ’ s ’nnc .1 n a / u s i , ’, ( L 3 a l t i uri ore : Penguin , 19 73,

‘I ’RADOC Pamp h let 350—30. I FJ ( e r ’su ’ r i - iu - u ’ l ’F’ uu(  u ” s/u , r ’s ’~ for insl r u( ’Iiona/ Sn  s te /m u ’, /) ( ‘i - ( ’/op -
mnent. ( A u th r o r , August  I~~75 . )

Har old P , Van(’ott  and James W. A ltma n .  / ‘roeedures ’ b r  Inclu ding J lunwn L’iig ineer ing
I ’~u ior.c in thic ’ Det ’e/opmne nt of ’ lt ’eapunm ’~ .S’m s tem~, I Wri gl nt  Air h orce D ev el op m emi t Center .
Octobe r I
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CHAPTER 3

SUMMARY O f” ( ‘ .‘~SI - S
FIELD 013SF RVATIO !N I) -‘ I .-\

3 -I .  CURRENT ARTEP FIELD EVALUA ’r loN P~Z~-~CTlCES

a. Introduction. Field obser vationis du r ing  tin ’ s’ I ur ’ s t  y ’ s- a r  of t h is project produced ‘sha L t
t’rom six ba ttal ion—s u e field evaluat ion ex erctses . [‘his  ‘s’s’ct i ou i ‘sI ;s c ’sis ’s ’s’s th e  broad trends ident u -
lie’s! from this data .  Detailed d o c u m e n n t a t i u u u i  of AR I’ ! I’ ‘s l ’s’f ’m c i enc i es  is provided in Se’s’t iom r 3-2 .

1). ARTEP System Concepts. [‘lw imni p l enie n ta  t iou of A RTF P a’s a c -o nnp h ’te c m
t ’or u n i t  I r a in imig  and eva lua t ion  requires tha t  f ’i’s’Id Lt n i i t ’ s  i ’sl ’s’ n r t i  f ’ s  t i r e  h , u ’ su c  p r tn r ’ s’ip i’s’s of -N RTF P
as a .c m - .u tem a mid t h at t h ey apply these corr ’s’~’ hI ~ . i ’ an l u re  to do s(i ha s thre e p m ussnh’ ml e  ‘s’o nm s ’ s’-
qiue nces : ( I )  ART E P is viewed as being u t i d i s t i u r gu is h iab le  t ’rom ir -N Ti s : ( 2 1  AR ’[L P\ L m n n u q u ’ s’
features are overlooked am i d tints r iot used; and (.3) A R T I - P s  . ir ~’ used unrcomi s u s t ’ s ’nt h y a ’s’ro’ss
uni ts  in develop imig t ra ini u ig policy. Such consequences were oh ’s ’s’r ’s ‘sd

c. Evalu a tion Exercise Preparation and Conduct Issues, (‘urr ’s’u i t  f ’ield practices m i

t h e  preparation and conduct of evaluation ‘s’xercises indica ted  a lac k of awareness of tIre  t :t sk s ’
coniple’si t v .  or the need to provide f ’or t h e  imiereased c our i p I ’s’x i t ~ - i-or ex a i i ip l e .  sotrie ‘sm u ts
cont inue to use the two—battalion opp os imig f’orce ’c f o r m a t  a l t h ough ti r e o n i e — h a t t a l u o n  format
is less complicated and there fore more easily n ianaged. Most fi ’s’ld un i t s  a t t e m p t e d  to m u  a i r
e~ u.’CSsive number of missions in too short a period of f i m i ’. wh ie h i  r e su l t ed  inn n im unre rous  I - ( -

pers our u ie l int erventio ui s .  Both of these de li ciemicies inicre ;u s ’s’d the  n n e ’ s’d for be t te r  conr t ro l
‘shur i u i g  the ‘s’x crci se. Yet adequate control pr ocedures were not pro ’s ided for i i i  t i ne  I s  al u a tuomi
Plan.

d. Evaluation Method. Most eva lua tor  tean ii s con sist ’s” sl oh ’ 25 t o 30 p er s onr ur el  w t t h  urn
dist inct ion being made between evaluat ion.  co ui t ro l  or s i u i n u l a t i o n  f u n c t i o n s  Tl m ’s”se p ers onm iel
we re typica l l y ch osen t ’roni the int e rmia l  assets of ’ the parent  br i )~ad ’s’ . a l t h o u g h  p’s’rs o nru i e l  w~’ u c
also drawn from elsewhere in the division. In general. t ra im i iu ig  of the  ‘s ” s : t h u a f o r  team W.I s per-
f’unctory and never exceeded a single day.

e. Use of Results. Most of t h e  uni ts  observed n iade no forma l  provision for  criti que s by
ind ividual evaluators of the writs to which they were assigned . e i t h er on- In u r ’ s’ or immedia te ly
fol lowing the ex ’s’rcise . Common practice was to hold :t large coord ina t ing  mee t ing  a f t e r  t h e
exer ci se , in wh ic h ratings w’s’r~’ f ’im i a l i i. ’s’d and t rami sm i t t ed  in s un iu i ia ry orni i  to the  spomi soring
commander ,
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3-2. DOCUMENTATION AND DEL INEATION OF KEY AREAS OF DEFICIENCY

Table 3-I summart z c s results of the observat ions of selected field u ur t t  ART EP evaluation ’s ,
This table us keyed to the scheme of specifi c issues and types of ’ issues uurtroduc ed in the issue
class ification matr ix pr ’s’s’s’ nted as Figure 2-2 iii the previous chapter .  T h e  data elemeuits in
i n d iv idua l  cells correspouid to specifi c observations f’or specific units. These f ’ocus our uni t
activ itie s whic h were seen as “problems ” or de f i c i enc ies  in the usc of ’ ARTEP pr inc ip h e s .and
ot’fictal guu det ines.  The t’oUowtng paragraphs detail these observations , and cite common
patte rns and tendencies. The construction of an overall framework for the organization oh ’ the
data folio wed these tentative e fforts to f’i nd connrnona h it i es in the data collected from the field.

a. ARTEP System Concept Issues and Initial Applicatons

( 1)  interp retation of Key ARTEP Systems Concepts. Under this heading, tour
areas of ’ weakuiess were ident i t ’ied during observations of ARTEP evaluation exercises. Th ese
areas were:

(a) Confusion about tailoring the AR ’FFP to f i t  individual un i t  needs ,

(h )  Luck of understanding of techniques for application ol’ specifi c
T&E sta m nd a rds for evaluation and tra in iu rg .

( c) Tendencies toward “cycling ” and “peaking ” i n the overall t ra inu mig /
evaluation schedule , despite ARTEP emphasis to the contrary.

( d )  Uncer ta in t ies  about tIre appropriate m ’u at ure and degree of ’ respon-
sibi l i t ies  of speci fic HQ/staff echelons in tire overall ef’t ’ort and
sp eci f  tc phrases.

There was a tende ncy by most pert ’orming units to treat ART 1-.P “ 1-2 as the lust word .
rather than as a broad a d vnsorv  out l ine amid flexible tool. This resulted iii an oI’temi uni mag ina-
tiv e , literal , and overly mnechamiica l  appl ica t ion of the T&E otut hi nes to t h e  um i i t ”s t ra im r ing / evafu a-
tion program as shown in Fable 3-I . ‘sunder I .A .l .a.  As a result , efforts to tailor ART EPs to
spe c i f i c  uni t  t ra in i un g weaknesses . missions , aod local circumstances appeared sparse. It was
also evident that  this was reinforced by a lack of defin it ive Army-wide guud ani ce for conduct
of field exercises and application of specifi c T&L standards to uni t  t ra in ing  or ev a luat io ur .
Lack of guidaiice led to overdependence on individua l evaluator s ’ interpretat ions and ju dgn r ent s
d uring the  to m nnal  eva l ua tn ons .  This problem ‘s’x isted a mong most pert ’ormi nig  u n i t s , as ‘shown

t The cat eszoiie ~ shown n fl t he table evolved is we observed successive cases. We mad hmu n I’ew ol’ uhenr as

~‘mind crs when we made field ohscrv~m t u o u m s . Man y entries into cells arc based on tIre best collective recollec-
tions 01 observers ironi the research team. F ina l l y ,  e n t r ies in the table , , i uu ~ ) in the accompan y ing exp l a n r a t u i m ’ s
disc u ssu oru s ci t e  what  we conCcive as deficiencies un cur r e nt  prac umc es , These det lcmencies are the locus of the
study. F~ffect ive practices re ce mv c less at t e n t i o n ,
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under l ,A , , .a in l’ab le 3 — ) . I t dat riot app ls in t ime case ot’ i ) i v t s iou i  i)  where cia orat ely codi-
f i ed  d e f i ni t ions of sp. ’ci t ’ic S t anda rd  i t e m m m ~, w c m c  the t uk ’ , An ai te ~u m ati ~e solut ioui , winc h does
not assuune we can gr ea t t \  r edu ce the s ub j e e t i v i t ~ it t  judgments . invo lves t ra in t u i g  evaluators
to exer c i se  wm se suhj ec t ms- c jud g n u e i i t s .

At t h e  p ,t~ - t ) t t  end of ( hue  eva ! n a t ion  process . it  appeared t h a t  du VuSt o u l  t r a t n i n g  seh ’d—
ules we re too fixed and iu m t lL ’x ible to make  more than  nomina l use of results of ARTI’ P evalua-
tu omi s .  Typ i ca l l y  the  master  schedules arc prep ireci a y ear  in advance , w i t h  ‘‘prt rmlc t ime ’’ t r a i n i n g
periods scheduled (or each ba t ta l ion  on ly  once iu m t h a t  in t erva l ,  Tht s perpetuat es  the p eaking
phenomenon.  au ’td mak es full  bat tal ion remeili .i ! C\ercmses  exceedingly hard to squeeze in. lu m all
cases observed and shown under I ,A ,3. a j u t  I able 3-I . th ere  was li t t le evidence of sustained bat-
t~u lu on level post- evaluation t r a in ing ,  The p e aku ng tendencies in the overall T&lI p rogra m may
well he the most essential factor under  th i s  l m e a d i n g  because it in vo lv e s  the in tegrat ion of battal ion
field ext ’rc tsl ,’s wi th  all other f’oruiis u t  t r a in i n g .

As a l ast  major pr oblem . ther e appeared to he some confusion its to procedures for
establ ishing e t t L ’ c t i % e  coordinat ion and a clear division of labor between division , brigade and
battalion echelons dur ing v a r i o u s  pha ses ut  th e  eva luat ion ef ’t’o~’t - Oiur researc im team did not
actual ly observ e t i m e  f o rma t ion  ot an ‘ ‘ ,~ R l i - P  Comun it tee ’’ nor l i i i :  p l a n n i n g  Phase o t’ an ex-
ternal e v a l u a t i o n  exerc i se R a t h e r  our obs e r va tm un s  are based 1i~~011 interviews conducted the

dims before the  incep t ion  ot un ex erc i se  w i t h  s t a f f  personn el ut ivol v ed in the p l a n n u n g  s ta g e

Results of these in te r v iews  are pr e sented un der l ,A ,4 .a  in Table 3-I .  As extreme examples ,
ind ividua l brigades e i the r  pc i t oru n ed div i s i on -wide p l anning  func t ions ,  or operated with vt rtua liy
no help i rom divis ion in au l \ pha se.

From timese  obs ervat ions ,  it is ap p arent  tha t  sonic of the most central philosphical
pr inc ip les  of t ime ,\RTEP s~ ste m are not ct ’ t e c t i v e l v  graspe d in field n u t  ts. On a sOii1C Wh ~ut less
abstract level , s imi la r  t\ pes of ’ issuj es are detauled un the n e x t  section,

(2) Using Evaluation as an ARTEP Tool, Five major problem areas wer e ident i f i ed
with respect to t im e use of evaluations as tools w it h i n the contex t  of the complete ARTEP
S’s s t e m .

( a )  Uncer t a in t y  about wh en to conduct the various t Ypes of evaluat ions ,

(h I Prohleu uis cx l ieri enc ed in dist inguishing between the various ty pe s  of
evaluat ions (e.g. in ternal /external . forma l/u n forma l ’),

I c )  Problems in a t t empt ing  to establish the correct mix of alternati ve
t r a i n i n g  and evaluation opt i on s .

Id Prob lems in u sing t ime e x t e r n a l  eva lua t i ou i  is a t r a m m m m m i g  and d i agnost ic
tool ra ther  than itS a report card.
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~‘) U n c e r t a i m m t  about  iiow to balan c e eva l u a t i on  and t r a i m m i n g  a c f i s  t ies
an d ob i t ’etuves “on —hi u i e . ’’ i s ’ . d u r i m m g  t u e  a c tu t a l  h a t t a h i u i u i  c’s a lua t ion
exercises.

Genera ll y,  ARTEP exteru ia l evalua t ions  are ro tu t ine hs  sc i t ed L ule d once each ear. c’s I-
de n tl y independent  of ans’ specifi c assessments of ’ un i t  umeeds . level of s” s a l t i a t i o n  readiness. s i c
l o r  exa m ple , Table 3 —I under I .B. I i’m shows that  divisiou m schedul ing  of ’ cx ter u m a l eva !  u~i t ot i s  l i l t
each specific hr igade /h att al i oui  was appareu m t l y  not coordinated wi th  t h e  progre ss of spce t i  mc
bru g ade b a t t a h i o u ’t t r a i n u m m g  programs w i t h i n  these a n n u a l  iu i te r v ~u ls ,  l i i  b oth  aspec ts , t i m e  core
ART I’P p r i n c i p le of t~t i l o r i t m g  t he  eva lua t ion  pr o,,’css to meet  u h e part  i c t u l a r  ni eeds of u u m i
co l l ides  w m t i i  t he  cry h eav y  coordin~t t t n g  au th s e l m c d u h i m m g  c o n s t r a m n t s  t h a t  c o n t r o u i t  d i v i s u m u m s
and h igher command ic ’s cls . its they jugg ie access to t r a i u i i m i g  a reas , u i i t t l t  pie miss ion  e o u n u n i t —
ment s . and so on. A i ) m v m s i u i m m  M a s t e r  Tr~t u n i u n  Sc imed i u le  d o c u m m m e u i t i n g  t i m e  t s  P m L ’i i l  a n n u a l  sp a c—
un g ot e x ternal  ev . i lua t iou , s  is presented tn Table 3—2. I n sp e c t ion  of th is  char t  reve als on ly
two e lemen t s  w i t  h u n  the eu i tur e  s i t ’ s  s m o m m  p ert  or mn e d an ‘‘A R I  I - P ’’ more t h a n  once a y e a r .

‘lime second major problem area is closely l i t i ke d  w m t f i  th e  fi rst , Mam s f ie ld  person nel
unterviewed were confused  ~ts to how the ART I P approach real ly  d i t  t e rc d  f r o m  ,-\ I I ~~.

undica ted  i i i  Tabl e 3—I  under  I , B , 2 , a ,  few s~m n ip he d uu i i t s  conduc ted  ar m y total  i n t e rna l  e v a l u a t i o n
act iv i tues  A r e  preSe n ta t  i ’s-c of ‘l ’RAI)O( ’ suggeste d iu m te ru m a l  h a t t a l i o m i  f ield ex er c i s es  he eou i—
ducted s l u i r t ’r ly  (‘or sc~ eral reasons. O m i t ’ , to  m m m a i u m t a i u i  p r o l  i s i e t i s \  - Iwo , be~’ musc  : t t i m n i u m i i l t o u i
is d i s t r i b u ted  q u a r t e r l y  arid th ree ,  person n el i m m s t i m b i h i t y  d t e t . t t e s  regular i n t e r n a l  c’s ~m l u a t i o n s .
In parallel f aslm iou i ,  u n i t s  were cont ’used about how mit c h  and ‘s’s l ien to do ‘s’s m m c l i  t y p e  of ‘s’s-a l i t—
at uon. P art i~ due to t h m m s  cou i t u us i on i ,  f ie ld  u t i i t s  appear ed to f l i t ’ s  c l i t t l e  b as i s  or d ec id in g  hi o ’s~
u nuch eu mi p has t s  to gm ’ s  e to h a t t a l u o n — s m , c j  e x t e r n a l  e v ah i i ~u t m u m i s . and h i i i ’ s v  u n m i c i t  to nis ~ ’ I speuid
(‘or u i i t e r t i a i  e’s- a i m m , i t i o m i s  ~tu id o t h e r  1 I a c t i v i t i e s .  This re s mm h tem i  uu i appare n t l ’s .‘r — sp ending  and
over—emp h asis on I u r m m m a i  ( c x  t e r u m a l  I eval u a t i o u m s  in se’s cn ~i l u n i t s , and t un d er—eui iph ~u s i s  in sever a l
others as r u i d i c a t e d  in Table 3—i . uu ’t s t e r I ,  B.3 a. Ou m e t ’r ec. tuit  u mi aj o r  su muna r i i ed  a t r e qu eu i  ( i s
enco uuitered c’s’s - t h a t  b a t t a l i o n  , -~ R ’l ’l P c’s a t u a t i o n s  ire a ‘s ’er ’s e xpe u i s i ’ s  e ‘s’s as to check out
con’tm~tride rs arid s tat ’t s , for wh oni the use of s i m u l a t i o u m  games and ( ‘P\5 could do a b e t t e r
and cheaper job. As a u m u h h u s t r a t i o u i  s i t  t i m e  e f f e c t s  of u’s cr ’spu ’n diu ig .  fo l lowing one A R I  I P
exercise thi s’ h rmg . t s t e  comu im ander  s’ou m cc sle d t h a t  his a u u i t u a l  POL a l l o w a m m c e s  ‘s’s crc comple t e ly
dep leted. D m s m s m o n  1) . by cs~m m t r a s t  - r ep o r t c dt s  made do ‘s’s t b  r c l a t  mvs ’l~ t c ’ s ’ s as set s  to a c lm ie s  s’

relat i ’s  ci h ugh  q u a l i t y  c v a i u a t u o u i s  I l a rge l y  ~ts t ime  res i th t of ers I Im u rou gh  p l a n n i  in au id under-
stand iu m g u t  basic ARTE P eon cepts , I ak eu i  t oge the r ,  th i s ’ h i u i i i t c s l  da ta  i l ls ’ s  a’s . tuh ah l e  t eru d to
associate oversp endin n a mid us er crnph a si s  s’s t im d iv i s ion—centered  ~tp pr o~u cliec to ex t e rna l  s’v~t l u i a —
t ion.

The evidenced contusion between i n t e r n a l  and e x t e r n a l  eva lua t ions  hears on j SSL t cs

un der I. B, 4 in I able 3—1 - So long ~us f l ehd u n i t s  do not  d i s t i n g u u i sh  p roc e dur ~i hl ~ b e tw e en  in—
t e rn ia l au i d  e x t e r n a l  eva lua t ions  there  t s i t h wavs  nom uig to he sonic d o u b t  ~u umiong  h a t t a h i o u i
pe rso im nel  t s to whether  or not pert ’or n m at me e on ~u b a t t a l  io n AR I i  P wm II he mis ’ s’i t f o r  ad n m m u u i i s t  r . m -
( u s e  pur l)oscs as in p U t to the  bat  t a l m on  eounm andi ’n ‘s “rep or t  ca rd , ’’ Fl m ~’rs ’ ‘ s v , ms ;u u m i p h ’ s’ ~ s i s t s ’umcc
in the I m e ld  tha t  many  un i t s  c o n t u n u e  to ‘s-j ew the  s’x t e r u i ~u h eva lua t ion  is i m m u re a ‘‘rep ort  card ’’
or ‘‘te s t ’’ t i t a n  as a source of usable i t m i n m i o s t  m e d a t , u ,  A sv u m l p t o m  of t h is u u m i s t a k e n  pe r cept ’ ’
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was a hack of pro s i s io rm j u l t I m e  cv a l t u a t i ou i  I )han f o r  de ta i l e d  teed back procedure s I, I\5 m m m d i c a  t5 ’d
iu i ‘Fable 3- I , under I ,B .4 ,h , Division D was a gi t iu m au excs’pt io ui  ~ i t s  p ta is s’s-crc well dc ’s eloped. I
hi general , t h ere was a endency to focus on the ‘T&I; s~t t / u n s a t  ra t in gs .  r athe r  t h a n  ou t du’ i au le d
critical n otations. In several d i v t s i o n m s , the atmosphere at brigade and ba t t a l i on  he ’s els was

characterized by intense conipe t i t  iv t ’ pressure s. runiors ot po or ly pe r t o rn i tu ig  ba t t a l io n  com-

unat iders being relieved , and so out . Commanders and troops st u l f  t a lked about  ‘‘ ta k i m i g

ARTEPs ” as one takes a test , in t h i s  sense . t i t e ~ may be said to b a se beeu m more unt e res ted  ui

ach ieving “S’s ’’ and a ’s o i d t n g  “U’s” than  receiving f ’rau ik ,  d e t a i l ed  feedback  ab out  u n i t  si reng (hs

and weaknesses , This del ’eu is iv e  a t t i t u d e  soui m etume s  led to ef for t s  at u m e g o t i a t i o n m  b e twee mm corn —

manders and evaiuuators over rul ings and r a t ings :  auid to s s m u n m e .  r e luc t a u i cc  by cs : mhua to r s  to make

negative judgments .  ~lenmb ers of our research team diseussed t i i t s  problem of ’ d u uah  usage wi t I m

a senior off ’icer at TRADOC. lie suggested t h at t ime  two fuu ie t i o n s .  m e .  t r a i n i n g  ar i d  account-

abi l i t y  reckoning. be m a i n t a i n ed but  separated proced iural ly hs cond uct ing  two  ba t ta i iou i
ARTEPs annual l y. O n e  t’ie ld exercise would be prim~u r i t \  t’or trz t l u l tu i g  shi ~i gnmOs m S whuc i i  prcs ui ui i -

abl y would preceed the  other  for te stin g . hum th i s  ‘sva t ime A r m y  n mig im t  increase ti m e c r e d i b i i t t ~
of the use of f i e l d  exercises for ‘‘san:~ tion freu~” trainiimg diagnosis. However . l’e a s t b u h t t ~ ~.iue ~-
tions remain due ro s~’~n ou s constra ints  on r sources.

i:ifl~u f h s ,  f ’ield obscr ser s  repeatedly  recorded douubt s  user  how to deal w i th  t r a iu i in g  and
feedback a c t i v i t i e s  while the ba ttal ion ev al uat u ou i  was in pro nre ss , A p r u m i i i i r ~ source u t  t h is

confusion was the lack of ’ d e f i n i t i v e  po licy and procedur a l  g u tude h i n es  iu the e v a h u a t u o n m  p lan

t ’or the adu i i i n i s t r a t i onm of ’ on-h inie c r i t i q u e s  and/ or  uns t ruc t i on .  As a consequence. several ty pes

of uncoordinated t ra in in g ac t iv i t t e s  were observed wh ich t euid cd to u uu m deru n iu ie  t ime rs’ a h us u im arid

time logical flow of time exerc ises -  For cx au n p l e .  issue area I .B.5 .h in Table 3-I siios’s s t l m a t  in a

n umber  af cases , n n i t s s ions  were iu i t e r r up te d  ‘‘p ren m a t iu r e ly ’’ or a r h i t a r t i s  (‘or nu n u i e sh i a te  pe r t u r—

mance ‘ r m t i ques . ins t ruc t ion ,  or task /miss ion  repe t i t i ou s .

(3) [ni t  Co u ite x tu a l  Issues ,  One maj or  t ’acs’t of A R T I ’ P  u n m s o h s  ‘s’s t a uhor ing  ‘I ’l l - ef ’t ’ort s
to match par t icu lar  un i t ’s needs and capabi l i t ies .  Several t sp e s  of problems sve m’ c t d e u m t i t ’ied t i t ~ut
relate to t h is process. Auu ong the nim ost i m p o r t a n t  were .

( a )  Development of the Evalua t ion  Plan ,  p a r t i c u l a r l y m i  t i le se lec t iou m and
t a c t i c a l  de f ’in i t iou i  of u mm is s ions , whic h did not t a i l s  rel lect  the  d i s t i n c —
tm ’ s - C conf ’ig smratioui  of TO&I- and c o n t i u l g e m i s ’s nl is si ou i s for this ’ t un i t s
bei ng evaluated ,

(h I  L’ss t h an full  and imag i n a t i v e  e x p l o i t a t i o n  of a’s a i lab l e  t e r r a i n  fo r
conduct of the evalua t ion  pr ob l eun . cl iie f ] y by r ceouurse to emp l o s  -

ment of overl y f a m i l i a r  terraini iu m r ou t in i i i ed  f a s h i o n ,

(c) Developmen t and a t t eu mi p t e d  use of over ly  amb i t i ous  I ’ v , i l t u a t m o n
Plans requir ing  unrea l i s t i c  l e ’ se l s  of sop h ist t s ’~u t t o u m  pr o f uci s ’ni s -s on
both evaluator groups auid eva lu a ted  u n i ts  to execu te  ef ’f ’e e t m ’ s s’Is
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B and large SsS ’ I  ,i r i sus  did t i u l t  r c t i s ’s’t the par t ic t u la r  nits oi I, )& I ‘ m i s s I on s ,  op ’s’u . i  t t ouial
contingency t m i t s 5 l o t m s .  ‘ ‘Al  ( ) ‘‘ umum b ers . m d  sui on , which d e f t u m s ’ t i m e i ’  - I 1~J h I I I  j es f o r  a c t u a l
conih~ut s i t u a t u o n s  t h a t  C’:teh tnefu ’ s  us l u ah  u u i u t  laces h u e  t ra in ing  doctr inal  l i terature (e.g 1 ( 2 1 —
5~” I n n a n m d a t ~’~ t h i s  I s  the  s t : t r f i n m g  poi n t for  s i s ’ s i ’. ’ m i  of a un i t  I I p u s u ~ r a i i :  u s tead I v a l u a t i o n
Plans and s ’su ’ I i , i r i os ‘s’s ‘u  c s u r n  i i ~I t l s  t n t e r c h t a u i e s ’ahL’ ac ross our s’ ’ i t i u  e sam ple of Li  I i., - ‘2s l e - . h~nuze d
lui fantr s  t a sk  fo r t -c ’.

Terraun h i m u t a t u o u m s  are ‘‘t Ic ii su~ I i  that  wi  lb br ing r , In ieu ’s in usc and o t h m e n  I m a n n i n g
, i c t i ’ s ’ i t i ’ s’s . ut  is di t ’f ’icuh t to ( t r u s t  su t  t i c i en i t  room fo r  ! . i , ik  n m t s ’s I i ~i n m i i e d  ba t ta lm oni s l’s maneuver.

Fresh though’ ,is to h ow to ect i i i ,  x mu m  evaluatuoni s’xs ’ r - i s C  ‘mt ’n m e t  i t s  f ronm i ima gu uia ’
t ive use ot t’an i ihia r ter ra in  i~ w . i i  i , m n i t ’ s’d I’ . u i  i i  ‘ u l . i n i s  . u t  I ) i s i s toui  B ther e  55 ,15 .1 p r o n u ’ 2 i l t l1 .s’d

pattern of adopt ing  s ta le  te r r . t i n m s I t L t ~i t  on us  a n n d  usages (‘or e m p l oy m e n t  in the c’s a hut , i  i oum s’ xcn—
ci scs . Ahtho itgh  obviousl y  tImer s ’ are rc , i i h u n t  - t’~ to the f l e x i b l e  use i i i  t r a i n t n g  a r e a s , reps’t n t i u  nm
of the s , t n n s ’ u n i s si l u i s  o ’ss’r t f t e  s a u mme gr t i m i d  does h n t t h e  to inject ~ - I r p r i s ’ s’ , f ’ms ’ sh m t ac t i ca l  t I I i i k I ~~ g,

or troop enthusiasm t u t u  time -\ R I I  P u’x s ’u L i st ’

[m all s  , i i i u t  t i t u s  was o n us , s i  l s - ;t h u a t i o r i  I~t , m n u s  cal ied for much higher ie ’ss’Is ot
‘s’s-~t l uator ‘eo n i t rohh e r expe r t us t ’ and pro l  m~ s’i ic\  bs the  u n u t  e v , m l ~i a i ’ d  t h u n i  were r e s ent .  l i me
third uss lue area under  I. ( - in I ~hle 3- 1 tn te r a c  N w i t h  time pre s iou’ is su e in so t a r  m ’ s ~“s ahu i s u t uon
plans  e o n m t . u n n e d  too many  ni t ss i , , u i s  w hm i c i m ‘ ssc m e uu m r e l a t e d  to operat ional , real world On n i n i g e n i c ~
mu ssions.  We rec onn i m i e i i - .~ s i n n i p k r .  less am h i t i u u~ scs’m m iu r io s ,unm d f o r m a t t t n m g  I l m t s  ‘s’s I uld help
eliminat e fr cquen ~ i.Ip ss ’s uni exercise c o m m t T u i and re.il sun , ar id s m i n a t ions  where un i t s  ~ s r ’s called
upon to ex e cu te  complex t . t c t m c , t l  s’xs ’rctse s ~~ ~I V  - I - :  i n a h i h m t  t o  s’\s’ e u t, - f u n i d a r n i e n t a l s  m ’ s qucs ’
t ionabl e In such e,tss’s , s~ .mr~ e r s’so ur c s’s ~ ~‘i ~ being in isa h o 5  a ted sitie to read u l s pre s cu r ab l e
causes.

4)  I ‘s i i u ~a t i o n m  F. i sk - \ s s m e i i u i , ’ u u t  ‘ssL t i ’ ” - \RT I  P an d ,isso1. n i t e d  t r ~u m n m n n g  d o e u m m i : i i t ’
call f u r  h ug h  levels of sI~’s- e n i t ra ln i ~i t i o n m  in all , isps ’ s h  ot ii mi t  t r a i r m u n u g  and ~‘s a h m n u t t o n  l ’ros ’s’s t t t re
I t u i s s ’s’su - r  l i m i t s - n  t . i t n m t  ‘ l m m 4 - s’ r n m t n l g  h o w  th i s  s inou ld he i n m t e r p r s ’k’d in this ’ , m s s ig u m n n en i t  ut c’s ahu a t to n
ru les to ~‘u . m r t k i ~ I , l t t , i g  d i ’ s  i sno n i l~n ie .md e t m  u h t o n  eoinm,ind and  st , u l t s’ls ’rm i e nns  . ‘ s . i s  inf err e d b~
I ISR r s ’su - i i  ‘ -c rs I r , m  con ’s u r sa I onn ’. W I t  - t i l l ’ i ’m s’r ’sonn el i m i s o s  i’d in the  p l , mnum uu n g  st ~t gt ’

h i m u r i c  C, st’ . s h i - u w m i  u n  h~~h lt ’ ~~
- I i i m m d e r  I I )  T~~ . the ~I f o r t w , ’ 1.- ’ m n i p l e t e l s  ss ’u m t r a i i i s ’d

at time d nvi ’~uon l ev e l  -t s in i g ls ’ I ‘, a l u ,  t -  i Plan  wa~ cr ~’a m- . - arid used t o n  all  i .i t i l l  I - Ins  in t h at
d t su s i on  - Ohviou st ’, , e f f o r t s  t o  t , 1~i ‘r th e  pu ‘ s ’C%~ 10 sp e-c i t  i s h , t t  t a h u o n  s’i rs i i u i i s t a n , s ’s s’s s’rs ’
m i numa l  in t h i s  cast ’ The saints ’ r u m , i s he s~ md or th e  is ’’s ci of p , u r !t c u p a t t o n ’m  sun id p l a n n i n g  s’x e r i—
c u i ’ s c  gam n eil  h) htm ~ , it tc h i i I , i i - i i  pcr~onn et  l i s  s t u n t  ( ‘s’s . i s  u c l ear  s’ s su ’ i ’ 2 t t o u m  t o the d m ’ s m s m u r m
c enf r a lu , ed  t , t sk  ‘r n an u t a t i onm of the  \ R I i  I’ P l ann ing  ( ‘o n l u n i t  t c s  Pre-s’xs ’rcn ss ’ u n i l s ’rs m e w s  w m l i i
t h e  ( —3 mu ’’s ’s’ , i bs ~ t t l m . u i  di ’s n s i o n n a t t e m p t e d  to m n s r s’.tsc l i i i’ p. ir t i c ip at  non ~~1 b’ u r igas i e  pers onnel  nu t
t h e  p r cp . i r . t m~~n i phase hs (a -L rig l i me \ ~s I s t a n t  Brigade S 3 ‘s’s ml i i  d es ugn . i  I ui g t l i t ’ 1 :m l i i ~u t  - ‘ i i  Pl an.
‘flue p lan  was then d u s t r u h u u t t ’sf to sch cu , t i,’d sit I i  1 mit  s’on i’muiia nd s ’ rs l’on i n p u t s  to  refin e l ime shs ’siu ’ mi
I t i e  p lait and sot uci t ed i n p u t ’. W i ’fl. - t in . i i  s..’ n i t  to t i m ,- (,. h r f i n a l  ippros  ii
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In ssm rm m e r m s t , i n n c c s , s’ i r t u a l l y  no directio n f rom the s t iv i s iou m was t ’o r t i i e o nm m iu i g  mi t ime
l) rep ar ator ~ , s’xecu t ion  or feedback ph ases oh t h e  complete eva h tuat io t i  process. In all  c:tss’s
observed and reported under i.D .3.a in Table 3-I  , at least som e o f tIme leaders h ip ari d st a f ’f
talent at t ime d iv i s ion  ‘bri g~isie echelons wit s nio t provided a m e a n i n g f u l  role iui t i m e  f ’iehd .  This
resulted in brigade comu m m au ider s  d r i f t i n g  in arid out  of time scene, looking  over t h eir b a t t a l i o n
eomnm an sh s’r ’s sh ou lder , ar id d i s t r ac t i n g  time et ’forts of o t i i , ’r’. bec ause cou mm umman i de r s  s ’sen~ ’ “being
simu lated ’’  by soniebods else in the exer cise p lan. We feel that  f requent ly  senior comii maui dc r s
gitve too much a t t en t io n  to time ba t t a h ion i  being evaluated  too l i t t l e  to the  e f fec t ive  opera t ioni
of lime ~ ~!( ‘ Group.

Sumihar i s  , there  was subs tau i t i ah  a m b i g u i t y  its to who was responsi b le ( ‘or w i mat  in
feeding hack e s a i s i a t i o n m  data to remedial  t r a t u n i n g  pract ices .  lids problem was aggrav aus ’d by
the fact t ha t  1 sa l  u at i on  Plans pu t  out  by t ime spoui sori rig divis io n s/ b r i g ades  slid not  spes’i t’y
the roles or tasks  of s ~iri ous d iv i s ion  b r i c ade  personnel in u u t i l i z i mig  t ime ev~i lI t ~t t i on  res su lts .
.- \gam n to ci te  s’x t r eune  e~tses . br i g ade  eou immanders  wimo had to n m o u n m t  t i n e  en t i re  ci t o r t  v i r t u a l l y
.t lor ie ‘s’s~’re r e luc tan t  to le t  sh i s ’ i s uon peop le dabble  w i t h  li i’s’s t I n e  r esu l t s  ‘ssert’ to he ut ih i z e s l .
Tius’s p re fe r r ed  m i s l e a d  to sup p is u ! m 5 j s i o f l  w i t h  m i n t r u ~t l reports am i d  i u m f o r n i i a t i o n m .

b. Evaluation i~xs’rcise Preparation and Conduct Issues

I I )  I - v a l u a t i o n  I - x e r c i s c  I - ’orni at .  The nl itjor problem areas i d e n t i f i e d  w i t h  respect
to basis ’ I - vahu ,t  tiou i Plan design s l e c i s l u u i s were :

(a I Use of t w o — b a t t a l i o n  ( ‘‘OPFOR’’ I e x e r c i s e  forni ats  mt ’itlu,ut I~dl
awur( -Pu’ ’s ’s o~ ( 1t ( ’ s1u f~~’it ’~i~’it ’’s af l sJ d i t t o  m~Itw ’s of  i i i  is appr uas ’/ i.

( h f  (‘onfu s io n i  ab o i t t  t ime appropr i a t e  logic and procedures for deter—
min t ing  t h i s ’ compo s i t i on  of t ime pe r forn i i i rm ~ t~isk force ansI s u p p o r t i u i g
un its.

I Ove r—co ncent ra t io n  of ev , m l i i , i t  tori asss’t s at t i m e  b a t t a l i o n  level . ‘ss t I m
c i u i i s ’ s’s lUeni t losses ot key data ~tt  the  losser u n m i t  15’s c t ’s .

( d l  U m i s c r t a i n t s  rs’ ga r s hm n i g  h o w  to e o o r d n n m t t s ’ b a t t a l i o n  anid s t t h — t u n i i t
s’v , i l uat ion procedures.

l)espi te FORSCOM arid TRAI)O( ’ guidanc e.  scvs’ra l d i v i s ion ts  cont i nued to enmpi o s
the Is ’s -batta lion (“OPFOR’’ ) t’orn iat in e s a l u a t i o n  exercises ~ts shown in Table 3 —i under
II - A I a ,  They rs’n main  outspoken i n s l e f e r m d t n g  this  approac h . bass’si on the hi g imis -  q t i s ’sl unabl e

is ’W t hat ut is a more practical . co s t -ct  t e c t i v e .  a rid r e a l i s t i c  f ’o r umi a t ,  I h a v i n g  gis cnn cunsisl s’rahl e
,ut t e n t i on  to t i~ us issue , ws’ belie ve t h a t  t ime  s ingle h a t t a h i o u i  t ’u r n m m u I  is more e :ts i t y  n i au iage sh.
p enn ’rmul s  n n mo r t ’ a u t h en t i c  rs’prs’ss’ni t u t iou i  of \~ Jr s~iw Pad - I pe OPE OR s’hs ’m en it s . a l lows t ’or a
s’r eatcr degree of ex crct ss ’ control , anid is s r t hj ect to It ’s’s co s t i s  and n m m i ) r d ’ rigorou s c’s . m f u a t i o u i .
Fher efor c . we be lieve it is to he preferres i  -

43



-- .~~~~~~~~ - -

‘T’here was a great deal of L un c e r t au n ty  regarding time nu m ber and typ es of ’ ~i~~~u or t I ~ig
elements to put in the field , or simulate.  In mans instance s , critical combat and servics ’ support
elements were e i t l te r  poorly simulated or omitted front time exe rcise a l t o g e the r ,  thus d e t r a c t i n g
from the realism of t h e  exerc ise .  On w t i , mi is perhaps a picayune i ’u r t h cn  point , we were inclined
to question the unr e t lec t ing ,tnd um me cl i a u mi e ah  s ’s-a s in which units created i’a n k ,1M echanized In-
fantry Task Forces hs- aiwat ’s simply sw, i~up if lg  conipans -sized elements.  The “[low to Fig ht ”
Ma n mu nals s’n nphasize f lexib i l i ty  i n tailoring rask Forces to specific t a ct ic :t l  set t in g s.

Another common problem s’s ,is questionable balance in the d i s t r i b u t i o n  of e sa lu at i on
assets between battalion elements . There ~~as a te ndency to assign a disproportionate number
of ’ evaluation personnel to obser ’s a t u u i m  of ’ various aspects of battalion-level ac t iv i t i es . As a
result, nmissuoni-critica l performance dim ensions observable onls at the lower uni t l e s e l ’  we re
i nmad e s~u at el y covered ,

Fin a l l y , there was a wide divei’geuiee in appruaches to the conduct  of “sub-un i t ” evalua-
t ions . w i th  some less sucs’essf ’u l than others.  In several cases l i s t ed  in Tahls’ 3-1 under II A.4 .a.
parent i m u i n ts  a t t empted  to conduct  ti m e h u lk of these eva lua t mon s  concurrent wi th  the b u t l , i I i s ) n
evaluation , f l i ts  stretched es a i u a t o r  reso u rces ve~~ th in l y and left u n r e a l i s t i c  gaps in ba t ta l ion
formations. One G-3 concluded that  eott current su b-un it  evaluat ic -ns detract t’rom p a r t i c i p a n t s ’

perspective of the  whole.  In o ther  cases , t i s t e s h under  II .A .4 .b. “off-l ine ” appr oac l ’cs were not
sch edu led  so as to avoi d troop fatig u e , eithe r dur ing the bat ta l ion exercise or the sub-uni t
evaluations.

( 2 )  I - v a l u . t t u o n  Plai n --Scenario Cons t ruc t ion .  Five common weak ums ’sses of the
Evaluation Plans and associated scenarios were ident i f ied .

(a) C oni i r mmitn ’u e n mt  to m erit - c ’ompie v evaluation requirements res u lted
in unwie ldy  exercise sc euma r ios. ( I n  order to n iake thess ’ “wo rk, ”
u n i t s  were often g ive n advan c e s -pies  of scenarios and unu s sn on
schedule s .)

(b )  The uniu ’ersa i attempt 1 )  rap n an evs ’s ’ssj i ’e number of nil ,c ’ I u  un ,s
into t ile 90 hour  ( + ) exercises.

(c) Prior di scl os u irs ’ of the  deta i led  scenario, and similar eounpromises
of ’ t a c t ica l  u n c e r t a i n t y ,  etc.

(d)  Plan/ scenarios wh ic h kept leaders very busy but often fa i led  to
exerci se troops adequately -

(ci  Plants which permit ted “en d u r a n c e  test ” performance hs f i r s t - h u e
leaders without requir ing recourse to hack-up leadership capabilities.
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In geu iera l , cx s’rci scs conta in i s’d too u im any con mm p t ic ’ats ’d c o u m i h i  n a t  touts  iii m issions coum i —
pressed t m i to  too s h m o r t  a period of t i u t m e .  , -~~s a resu lt , pe rf ’or i iii m mg u n t i l ’ s  ws’re fores ’d to a t t e m p t  to
com p lete mn t i s sno n s  w u t h i u u i  an u m m r e a t i s t i c : i l l s  s ho r t  period of t i n m ic .  N u t  i n m t r e q t t e n i t l y  t h e r e  s’s as rio
ti m e Ie t ’t t u r  s u b o r d i n a t e  e ien t eni ts  to p r a d t m c s ’ troop h c a d i n t g  pro ces iures  For t h e  sauns ’ reason .
i t was t re que n i t i s  n ms ’c. ’ssa rv (‘or control lers  to in te rvens ’ au id adjust  ta ctk ’al  s i t u a t i o n s  i i i  relat ion
to the fore-ordained schedule ot events  . Addi t iona l  re~t sunS f ’or i n t e r v c n m t i o n m s  were lack ot ’
phanniu ig  by tIme F .1( ’ Group SO its to an ticip ate b a t t a l io u i  actions. This u n d o u b t e d l y  resul ted
I’rom ant insuff ic ient  an m i o u ni t  of I r s ’_ s’xerci se t ime  spent t r a i n i n g  am i d im s s i gn i i n l g  roles to ev , u l u a t o r s
and controllers . A fur t h er consequence often observ ed was time h ig h v i s i b i l i t y  anti ob t ru siv eness
of I - /( ‘ persou iui eh in the  f ield.  But t  tIm is var i ed  -

I n sort ie cases e ’sa l i ia to rs  did i’tot s t i i s  s s - i t h i  t he i r  u n i t s  and could ns) t be f o u n d .  in
u i t t i e r s  t hey  st ~m tmnr m ed  themselves  I or rode around nm jeeps ) j u u s l  t i m  f ront  u f u n i t s  being es ~s I u i a t e d ,
t i t us  hel ping t o expose the i r  positions to t ime O p p u s i u m g  t u i c e .  f l it’ con tip re ssi uni  of n i i iss mo uls also
tended to prod un ce. by sh irect  ansI i nd i r ec t  causes. i i ’ se rhur s le t i i u i g  of unt i l  leaden’s from s’o mp an i s
up ~un ’id I ‘ i md er — ut  i l i za t ion i  of t r oops  ansI b a c k — u p  leader capab i l i t i e s . Whi le  t roops t V  pi eal l y v/crc
active on ls  spora shica hls . ( amid  f r e q u e n t i s  percc u ves l  t h e  s’x s ’ rci se its ‘‘j u s t i i n i o t i m e r  t e r r a i n  r ide ’’ )
c on npa n s  leve l and hig h er leaders of ten  wen t  sleep less f’or t ime  shu ur a t ion i  of t ime  exerc ise .

The i :va lua t ion  Pl a m m Se emia r i o s  also tended to t , i k s ’ on ‘‘s’am m uied ”  or pred s ’ter nm i ined
character is t ics -  t n i t  headers s’sere ahut io s t  al was s :mw :tr s ’ u l the  ss’u b u s ’ n m c s’ of n m m m s s u o n i s  and s’ \ C u i t s

in advance,  and gene r a l ly  were ab le to re itcarse hef ’ore the  e v , i l u . m t ’ o n  s ’sa s m n i p l s ’umm ented .  Re—
p ort s’d t s  m i  D m ’s ts io ui  A , c on ip in ly  l evel u n i t s  d i h  rs’im ear sc i i i  a m m t i c i t i t i o n  oh t I m e  ku i o s ’ su i sc en a r no .
N o w h e r e  did ‘s’s

_ c intl t h i s  p r a c t i s e  discouraged. l i i  s O t m i s ’ m t n i n t s , t I t u s  ss’ r l s ) u i s  cun m ip ro nm i ts e  of s u ! —

pris u’. rea l i sm arid s p o n t a n e i t y  was det ’eni sh c ’d ~ts a v i r t ue ,  I he logic s’s as ‘‘the more the strut
knows in advance. t u e  better  it can get rea dy ” Of course . t imer s ’ s’sere sonic surprises km t h e  I sso-
sided exercises. Too o f t e n  F.,(’ pe rson n el were un prepared t u i r  wi m at  sv is going to h appe n n e x t ,
t i tus  being in t ime wake of evL ’ mm Is . t h m e s  were t in t able  to ~iver t  t i m s ’ n i m u z i l c — t o — n m t u i i h e  con f ’r on mta t  onus
wh ich occurred .

(3) T act ic , i t  Proh len i ( o n i l r o h .  The exercise ut  adequ ate  control s’s h u e  a c imieviru g
ads’qum a tc degrees of t ac t i ca l  r e a h m s n m m  represented :t c r i t ica l  def ic ie n cy , and o u me t h a t  us not r s’a dn lv
remedied. ,-\mnon iz this  nmm o s t  serious s !nort s ’omiu igs s’s e ie

h a )  Both a lack  u) t  adeq nwls ’ ‘s l I / i / ) OrI  and a lack ol cii! ti  ieiii planning
(‘or tactica l .rimuia tion.

h I  f li ilure to a dequat e/i -  iI ic l iuigmi i, s/ i and p r ( ’.’su ’rth( ’ s ’m ’alua tu) n tiiid
t o  - ( i s a! Cu n iml simulation procedures.

I c )  I n t  sonn e i n s t a n c e s . u t n i r e ah i s t  is ’ en i pl ovm eu i t  of OIl -OR els’n i ic n i t s .

(d ) In i a d e q u a t s ’ and u n t i m e l y  ~‘lay of weapoi m s .‘t ’I’ecls : i ui d s i g u m ~t t u r e s .
as ~vehi m ’ s des’Ia ra t io ui  of ~‘a su t :m it i c s , tn i d eq uip m e mi t  hossi ’s.
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Ser ious id i ot tc oum iugs wt’r ’  this ’ n sr l~ ‘s’s i t ii n ‘s ) c c t  i i  n.m ni - n L~ am i d l i e n s u iu in ic l  5ommt t -
iiteu its tnt support  of control  au i d tj s’ t i s  a) s i um i u l , u tu oum ~ ‘ t  I o u t s  - “- u n i u t s  had ~~~ , m i ~ j I i s  ade quate
pyrotechnics  s’’s s’ i i  t o  be guti to ~t~t p i O d d ) i  ‘‘ rs’ ah i snu i  ‘‘ t nt t h i s ’ ‘, i i i i ~~,~t i t ) ui  of w cu p o i i ’  ‘ ft rin ~~ and
iui ipa ct sigum atur es . P er lt ap s n m lo u ’ c sig i i t  u c j t t t l s  , I . t hu .t tu ou m ( ‘o i t  t n  1 Pt~ i i ’  v i ca f lv  fai l ed to
spel l— otu t s t i l t  is’us ’n i t l s  well how ‘s’s-t a )  u u s  s I  t s ’c ts  ,m n t i l  lu res ’ rat ios ss si~ to he ~ j i  -. - - m l i v  I lii’s’
same was t ru e of ’ tactical “arbi trat ion ” amid “u n m m pir i mig ” rul ings in s’ ’ ser \  cxer ’su ss’ ubsi i -s e th A

- comparison of ’ es’a h u a t u o n t  couil r oh p la ns icr  ss u n i t s  n s’’ss’j I~d rio diss’s ’ru iabk’ sl ls t t nu ,  t i ou m bet ween
one ansi t w o — b a t t a h t o n t  s’xs ’ret ses v t e h i s ”s e the  two h o r n m t a t s  rs ’~j u i rs’ s li t  l ’er ent  s o r m t r o l  m m e s ’,~ss ur e s.
As t’or p er sommn el . the s t u l i e s  i f t h e i - (  l)s’r soui umeh ‘ss s R  not wel t  siefin eul . nor s’ss’I v n l u i ’rc t i our
knowledge, ai m s rules or gu ides b r  s lu t t u u m g  person nel to t h e  scen t s’s 01 l i s t Lcst action.  As a
result . c i un i t r sm t  t i  t e n  h a lte re d .  u n i t s  ‘s’ss’nt ‘‘u h f  t u e  hoard ’’ or became en it aru gk d m u i i I e - t o - n n u , t l e
Much potent u a l is  useful  t r a u u u i n m ~ t ime s ’ s _ i s  s ’s-asts’si u r n  s o r t i n i g  peop le ou t a n d re-e’~t a h I u s i i  i u i ~~ t ime
tac ti cal t1os ’s~

Iii addit i om i . we l’ou u md uu u veu ’ sai prob lems wnt i m t ime size. comp osi t ion. arid tact ucal  ~i an
of opposi n g t’orees in ti m e t’\s ’rct ses observed. Such pr oh il enn s as r e a l i s t i c  t orce r a t i o s ,  s u n m m u i , i t n u m t ~
W ar s, i ss -  Pact () l’h ’OR t a c I i c ~ . etc.,  arc unsolvable tnt t l t s ’ \ \ ‘ ‘ i ’ , , t t , i h i O t l  f o rma t .  The ( ) l ’b  OR on
the ot her ima n sh . rs ’ ) u r s’ss’ u u i s  a sc))~ir ui t s ’ an m d im m or s’ t i e x i b l e  eva lum a  i t  n u i n s t rumen t  - For ‘s’xa mmi phe.
l ) i v t s iun i  A could have si t  up the OPl~’OR 1( 1 j i l a s  So’s s t  l ad ies , l i t . ’. - ‘ s e u .  t i s  au c a  appears to
receive l i t t l e  a t t e n t i o n .

F i n a l l y , f ’ew u u m u t s  t i t u s  t i ed ton  real is t ic  p l ay  i t  s t , i  I and support eknn en t s .  ,.\ closets
re la ted i t c h  t C i s ’i i s  s’s- is a t a s k  ol detai led t o l l o w - t  l i r oug im on time pros s’ssiu g of ’ cas ua l l  is’s, eq uip-
ment losses. l’OWs and raw i n m t e l h ig e ne s ’ . l ) iv i s ion ( ‘s’s~t s .i e lt ’ . i r  s’X c s ’ p t t o u m  iii t h at th s ’~ a t t e n i m p t s ’sl
to integrate Rh AL TRA IN k h e n t i f ’ic atioui t . ’~ i i n q u es wi th i  th e i r  control measures. }lo s ’sc ’, t i , t l me re
was rio net control s t a t i o n  l i t  mo n itor aum d record int luct e d casualties as t h e r e  is in R E A L T R A I N .
hence time design ation in l a N e  3 - I .  unid e r  i l . ( ‘ .4 b . The same rationale holds for  h l , ( ’ .4 .c ansi d.
Although RF .ALTRAI N n iun ihe r s  wcr ~’ ph ice st 0mm tanks.  use of those nu m bers in ti m e declaratuon
o f casualties and es lu t p n i i en i t  losses wa~ i i i ~ o m u s i s t s ’ i i t ,

c. Evaluation \ le t hmu h ohm ins

I I ) h - v a l s u , i t o r - ( ’ u m t r u l l e r  ( u u i l ; ~ - \ i t r ib u u t c s .  Ks’s s Ie f i s ’ i em m .’ie s of h - (  ( m op Or g an ti —
t.ttion amid t ra ining ‘s’s e u-e

( a )  P ro b l en u ms  of I ~n o i i j i  organ iz a t ion  and pr oss ’d u m s

( b) Det ’i c ie n icme s  in perso n nel s e l cc t i o n i  amid t r aumium i g  i ro ses lure ’s.

Ic ) Siiortcomiuigs in t Ime na tu r e  amid shegr ee of support  for  t ime
I i (  t. iro n p.

‘r hu er s ’ wers’ serio tus orga n i z a t i o n al l ) r o hhe ni ms ,  In our  s m e w  p e r s o n n e l  assi gnments ws’rs’
riot c lear l y def ined or coorsl i r i a te d ,  - ‘ I )  i i i  h e -ha t  t i n i g ’’ ot ’te n Io n ted I ( ‘ p e r s om mni e h to neg les’t
c n n t i c , m  I s iuties I s’ i ( h i c r  in e v a h u u a  tuon  or smni i suha t i o u i  ) . W~’ were soni me t i im i s’s confused ( though t  Arms
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par t ic ipants  n i m u t s  not t i . i s  e bceu m ) as to con im mu a r ui l  s tructur e arid op’s’r a ti otm ai cont rol f ’un~’t n m nm s.
Lin kage svit i u OP1”OR ehe ms’t m t s  was oI ’t s’ n m ws’ak amid i l l—ds ’t ’inu ’d, l’h i i ’m e was no eom ml ’ums uon m 4s f’s)
s ’ s - tu t u  ‘s ’s-as in conin ta n is i during h ) i ’ s ts i s i mm ( ‘ s s’”s i’re ise hecautse the b ru gads ’ comm~m mi s Is’r ‘s ’s-as s’ s t ah l m s l t c d

~ts l ime  h~ st (‘ontrol  Dirs’ctor ate. h I m  s I ) is is th mi also pr ive t )  to be an except ion m ~t t  t im e i t  l i e n  s’nt d
s-u t ’ the  I - ., ( ‘ Group orgam mi/a t ion  , 1 m m ntio st cast’s. ti m s’re wers’ too t ’s’w s’s i t  i i~t t ns ~tssigu ed to c m u n l l p a m m s
ansI - or platoon units.  ‘l e t  i u it e rvies ’ss with a ( - 3 , s’s Ito h m a d p a r t ic ip a t s ’ sI in t l ms ’ p i a u m i t u u i ~ Stage of
several bat tal ion s’x crc i se s . revealed a s t rong  pre (er s’nm ce b u n  i l ecre asin tg or e lu u m i inm ~ut u n g time umummm her
of cv~i hu i ~i t & i rs ui s s i gn ms ’d to pert ’o rmi n t g  p l a toonm s.

Oil ier  problems svs’re a g e mier uu h lack of p rov i s ion  fo r  an I - - ( ‘  ( .roup ri ser ’s ,’ ca p i i h ih i t s
(‘or es~m I u a t i n i g  . i l t acht e s l  uni ts .  ( I ’ t u u s  prohk ’uim is ( lu l ls ’ dm sl inms ’t trou t IIi ~u l uI  s’oord u na t u m ig o t t—hin ts ’
~t ssig n t m t u c t t t s  of ’ evaluat ors amoi i gs t  u ma n euv er  c hen t ms ’n i t s , I h htere were rs’ps ’atesl cor t tn im un ic a t ioui s
breakdowns d ii i ’ to time ahss ’mice of ant a stcs iuate  mm u ummi h e r  ol op s ’rable ras ino ’s and run r m t et s . hs i s i
I rs’s I u c n m t I s  , the rasit os prov idesl tu r nm c s l  out to lie in si p s ’ r i  b le  iii I i ms ’ I mcl i i  . .\ s indic ated t n t  ‘I ab h s ’
3-1 t inder l i l A , I .h . most t u n i t s  provisied om ilv one radio  n e t — f  rs’u h u e i m c s  1 the emiture I ( ‘ ( J io up .
Aim exception was l ) is  i s i o u l  (‘‘5 r asiio mmcl s s s t e u m m ,  Two ovs’niapp in ~ u i c t s  s ’sets’ t ts s’sI .  u m ue at bat-
ta l ion s’s ) u ic h i  couu hd be heard by all I - ( - persou iu ici and (mute a t  c on tpam m y over wh ne ’ht t ranism n mlss u oi ms
co suhd not be heard at  bat tal ion.

T r a i n t t u m g  procs’ s t u i rs’s b r  th e I ( 
- ( r oup ‘svs’ue u n u t )rmly f ’oun r t d to be inia sk s Iu u ~i t e .  Per-

sontne i were ver y h rs ’q us’nt ly  delails ’d front n me ’i gl m h orin mg h a t t a h i o n i s . and ws’re u t s u t  of t i m e pre scr ihs’si
rank as indicated j ut I able 3—1 unsher l l h . A . 2 a , Lack of u td h ier em icc to guu i d ancs ’ pros i s i s ]  m t  7 1 -2
regarding the appropriate ra n k oh e v , i t u t a to r s  nias have  sheens ’~tss’d c red i b i l i t y  of ’ fcs’d b m s  k .  h i . s’s-
c’s e n , We ss i s f ) ec t  t h at t h e  problenmi of r e la t i ve  ranks hen ‘sVes’ u i  d’s , i h u i u i t u u r  amid eval tu , i tee  cant be
h~ir g chs r eslucesi hr  c’s ,u ls u a t  u t  t r a i n ing ,  \ tuch  n imor e i m a rn t i  f ni to th~ u’s e m ,t l h s’ s ahuua t i om i  i’ l l  ort Was
neglect oh th is ’ n mmin t t n t m u nit rs’ j i t i r emm i emi t s  (or I r u i n  m m  ps’ rso m m much I s)r t h eir vs a l u ta  t ioum am i sl curt t rol
sluties .  I r~ui mlum1g oh- u s s’n’vcd fe l l  t . i n  sh ort oh t h at res’ o n mm nmm s ’n iil s ’sh m m  7 1 — 2 .

Ts’c ht n j ’ s . i l  supp or t  ~i the  I ( - t5 ’ .u nt Was u l t i ’rt dehi s ’is ’uit.  pr i t i t a r i l s  in t h i s ’ u tr s ’as u t  t ra i ts ’

p orta I m m  and c onl m mn u t m m s ’a I iogt as sh o wn in Fuu h I 1’ 3 — h  u n der I I I  - -\ 3.

- ( 2 )  l - s i m h u u a t i ’ nm Cr i te r ia .  .-\ i’o u ms t s i e rabhe  n u mmi hs ’n’ oh ’ ‘‘ts ’ch tn t i ea l ’ ’  p r oh k ’nmu ’  W et s ’

i d e n t i f ’iesl whic h  are i n h erent  m i  t ime  curre n t 7 1 — 2  T&t snulh in i s ’s, ‘l’h icss’ slush not  reti ect  shor t -

s’ot t i i n tg s  on thi ~’ par t  ut  sps ’s’ t l i s ’ sm u t s . l ’ t u s ’ss’ n u u a s  he n o u i g h i v  c l a ss i f i ed  .m s

( a )  A p p a r e i m  I lack oh correspondence h etwe i ’n i -l ~tsk .  ( ‘u u n ns l  n t t s u i t s
amid St~u mu d , ur h s couti pottcn Is,

( h i  Quest ionah ls’ l inkage b i t  s’s 5’cmi s h os ’ t r i m m a i  h i t e n u i t u t r e  a nus !  the 1 s’ t
n t us s m onu  eu n i l e n t s .

( C)  Ap paremi f  hack of pr o s u s i o i t  fu r  c n i t i ~- ,u I s ’s  c u l t s  anis l be l u , u s  I n s  in

u r t a n m y n iussioni ou ut h in i e s .



(d ) \t , u r m a t i o nm s i i i  t ime  hs ’u u e t h t  a nm s h  n i m l s ’ut s t v f t u s ’~t tn i ien t l  i,)f

di i’t ’s’ren m t nim is s iom i ’

h e )  1..~iek of ’ i s 5 ’s’dur :u l n u u s l c h l i m i ’s l ’on n n t t e e r . t t m m t g  ohss’r v at i ons
ami d r a t i i i ~’s acu) s ’ ‘. t , i t i s I ards i t s ’ i u m s , u m m i s s i - u u l s  arid u n i t  eciii ’lons.

0mw of th is ’ mn aj o r  prs )bl s’u m ts ~u n i s iu i g  i t  t h e  1 / h  - out  huni ~’s concerns u ork n ut ’ ‘hra ni s ’ it ing i i i

time tas ks. sta ndars i s . ansi c on i s l i  t i un ms .  We t o u r i s t  to evi sts - i mc s ’ t h a t  t h i s  pot s’u m t i a l  I orks w u t h u m n  I /E
mission out l ines , such as app ian ’ s  inn Chapter 2. itm art  I w su of time seconiul volu m its ’ u h i m m s  report.
had been ~t i i a i v sest dur i n g t i i L ’ pI~u n t m n n g  s t , tg s ’ oh c ”ss’r dus s ’s An ol her ano nii , i lv  he’s’am mme appare t i

‘s’s-l ien ‘U/h i f ern s  ‘s’s ‘ne con t j ’u~tred bet wes’n echelons I’or th ins ’s’ major mu i s s i u  ni s - Detailed r~’su I t s

and imp lications oh time compara t i s e  ana lys i s  are pr s ’’ss’ u u t e d  m t  (itapter 2 of ’ t Ime ss’cond vo lun t i e .
Br u s ’ll ’s , there  w~i~ a h ig h degree s)f ‘s an iau i s ’e ii i  t ime  m i t t e u t s u t  w i t h  w imt ~’h bs’) m a ’ s’ io r ’s were s’o’s’s’rs ’si

across u m t m ’ s s u o n u s  Ohser’s i t  ion II  l B .  1 s .  m m  l a b l e  3- i  rs ’ I s ’r s to s’ri t ic a l  beh aviors not inc lu d s’d in
the T I - s u t h i u t s ’s wh i i s ’h u ns’qu irs ’ a n i t i c i p a t u o n i  omt t ime  l u , i r t  of ’ i - I p ersonne l .

or  pne ss i tus ’  ms su ic  us t ime lack of preci sion iii b i t s ’ sj et u l ’us ’at ion s-u t  Standarshs.  This
problem - as app lied to pr oun id w a n !, u r s ’ is i m i s us i  eo nt iph s’x - 

5 s ’ t s h i s c u t ” s n o m i  in Volume 2 . At the
presen t t im ’s’ . p r e c i se  au th s t u sh ohj ~ c I i v s ’ nu n n cn i s ’al s n , n s l a r s h s  ca n not he pract ical l y  applied Lw
operat i n g u n i t ’ s  t im ( - t h u r  time hulA oi ?ni.’ s t I nu duiu ’.s r equu i r s ’ .h in t a s  t n e a l  hli ’lsi s’xerc ist ’s Subject  u ’ s s’ ,

t r n l ’i ’ssioii mh j u n dg u u ien t s  wi l l  5 s u t m t t n i u m e  to pias— c r i t i ca l  mIs’ t m m i t u l  t h i , ’ sI~It ’ s’—o t—tim ’ s ’ — art b u m uni t  stan-
dards is s ign i f ic an t  t iy  , isI v ~in ic ~’ s i . I ’ n i g a g s ’nt i e ui t  snt r is t ia  h u n  can help nit t?mn ’ s  advance, hut in and of ’

i tself  will not sol se t u e  st an da rs i s  prob ls’ n ti .  New ,u ppro uu e i m s ’s such as gannung and l)elphi ms’t i t ‘ I s

should he explored .u s sit ould the t r a in t i n i g  of s’s u i t u a u s ” n s . Foll ow—o n work must . th crc t ore .  pn .  v i sI t ’

f u u r t h e r  guidanes ’ h5’, i r nn g  smut f i t s ’ i n t s ’rpr s ’ t u t t u o n m  of ‘I ’&I () S t a n m i t a n i l s ,

13) ~~ (4 ) l u c id  (Jhss’u s i l t  i on , m n t ~ at  ing Pr oces iumres , l n t a ds ’s h u iu t s ’m s ’s t nt s’va l suat or
tu . u m n i n g  h i u i v c  hes’mi m e n t n m u n e s l  repe a fesh ly  abc s e. “ups ’v l i i ’ fl at ’ ‘ I  i’s t u t t ion ts  inc lud esi

( a  h’ , u i lu ur e to de l in e ats ’ all s’va lu ato r  (‘unc l ions  and t ra in  m n l i i i ’s’s’ ,

1 h I I . i t t h s ’ i n s t r u c l i o n m  is to m o w  ti  Lust ’ ‘F&F ou t l ines  in 11w I c lub  - and
exercise s u h t e c t t v s ’ t u s l g m e n f s  As a ns’ss] t . f ie ld us’s’ i t I &I ’ f o r n t i a t ’ s
vu tr i i ’sl w ids ’Is -

I i ’) I ,.tc k oh m um st r i m e  t u t u ’ s  ~ms to im o w to s’” JIU ,i t e perforn mia nc s’ req ti mrm n i g
s o i r t i u i , i l u o n  hetws’en l .u s ’ I sal  elem uis ’nt s  n ot  nf l  ‘ s i s u l ,, ! 1 o n m t a ~ t -

I l ui  k ol miu t i ~l u t i m ~ s’ f ’or i i t t egn ~m l i s u nt of ’ ohi si ’r’s- .u i m o n m s  ins1 r , i t u n u 1 r s  matte
is i t t  l ’Ie r ’s’n I ev ,i I ua lor s .

(e ) Lick ct guisi ~inee I - u n  im a t i s i l mu i g  I m e ld  rmt iq us ’s .

( I )  I ’ u n a h h v , ,i l ack si t  u i pp nu ’cu ~i t i on cl th u .’ do n t t p h s ’ . \ i l ”. and d i t t n . , u t h t ~ of
evaluator t a sks is in m ’ si i v i t iu ua l s , a nsI a a I s u m.
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hut p r ac t i s e .  l - . (’ person n el h a y s ’ about  l i v e  or six d ’ s u t i e s , of wimic i t  c’s . i h i t a t i o n t  and con—
trs ) l are time m ost prs ) n t t un m em t t  , Oti ters  in ichude providing feedback, iu isuu r in tg  t ha t  s a f e  t s  rule s art’
observed,  amid n m m aking reco rds of pe r l’o r r m m am m ce.  l’ypica i ly ,  l i t t l e  i n s t r L n e t i o n  was provide sh tn t  t h e
use of T&f ~ ou t l in e s  in the Field , As iu’ ish ic uu ted tnt Table 3-1 u m u i der  h l l . ( ’ . I sI. , t h e r e  was h i u r m i t e s l
cu i s tru c t ion i  on lmow E/C Group r m i ent t he rs  should corn bin ’s’ dual  s’ ’ sutl  t t a t or / c’ontl roh h ’ s’r fu niu .’ti om ts
auts i r es po ui s ib ihnt ucs .  Nor slid they  receive o r  realize the  i i t t po r t u u n ic e  of ’ t r a i n i u t g  iii  all  csss’n t t i a h
e ’s ’ahu a tor /c omitro hi em’ sluties . its evide u iccs h by resp ontscs to oi,ur s l ues t io n i u ta i re .  I u , i i n i i n m n  slid not
n t or m t m ah l v  i n clude in mst r u uc t ion  m m  imow to make  s u i t - u u s’ c t m s  s ’ j i u sh gn i tem i ts  am i sh in i te rpre ta t i ou ts .  Nor
were cva lu ,i tor s tra im m e s i  m t  hmow to hand le  ini t e rs iepet i shem i t  s)bss’r vuu t to mis  am m s h r u m t ings.  \‘su s ’ s ’ss’ne
umia war ~’ of ’ a n y  i m i s t r u c t i o u m s  providesh eva lua tors  as to sv lmo ac t n , ua lh y  ohsi’n-es amid r a t s ’s what
he h masnon ’ s  or e v c n t f s ,  ‘liii ’s nilas appear  sinmi p h i s I  is’ at  t’i rst g lan i ~e. hut  wh m i ’u i t h u s ’rs ’ ar s’ ith ’nth’a l
u l e u t m s  across b a t t a h i o u m .  commipa ut v  arid p l a too ut  mi mi ss ion i  o u t l i n es. t i t u s  s l t ues l ion i  an u ss s Is th i s ’
rut t ing h’or a bat ta lion si nim p ly a sunmtu t i a t iou i  of r at inigs ni as h i’ by s’s ah u t a t u u r s  s’s n f i t  p l a t o o n ’ s. or ar s
inmieps ’ndc,mt es t imates  made hr s’va luu t o r s  at  cs ) n i tp au m s a t id h u t t t a i i o n i  le se l s?  We s’s s’re u mmable
to fm n sl gu idance  on such 5) ii i ’st b u s  i u t  t i m e  m ist r u mct i s ) n ms  pros -l i lt ’] utmost  I ( - ( ;ru tn ps .

Most  u u m u t s  f ’ailed to s’o imi lu e t  L~( Group terrai n iu isp i ’s’t ioits .  ‘I ’ l mu s . s ’ v a l u a t o r -  co um tro i l e r s
were riot ( sv ehl ) o r ien ted  a’s to time h ike i ’, f low of e ve u i f s  amid Imosv it mar hear  h unt  t h e m r  own du t i e s .
As a result . n no st evaluators were pu t  in to  tIme po si t iomi  of re a e f imig to on ig o ini g  s’vcn t s  r a the r  ( ha rm
a n t i c i p a t u n m n  t hem.  Nash I - (‘ Group t r a i n m i n i g  in i clude sl  a classroom gi tu i i in tg  ut  t h e  s’x cidi se  as called
Icr in Chapter V of ART EP 7 1 — 2 ,  prohls’m ii s nm i ig h m t h i u m s i ’ been o b v i a t e d .  Omic e t I n e  probh ’s’nt was
underwa y , onu s a few evaluators tried to overcOnt ~’ l I m b h m an di s’ap hr d icing t h eir suho rd i u i a f e s
ton  p o s i t n o i m i m u r ’  ar id  whma f  to ot sss ’ r v e .  As indicated m m  Table 3 - I  . umi s le n I I  h , C , 2 . h i ., a h e ’ s ’ s  t r a ined
ev , ml tma to rs t tps iated u m i ’ s t ruct i ou is  to ( l ie  evaluators  ~us sun n te s I  t u u  I l uen m i . u t u ish  p r ovus l s’d out —f lute c rmt t s h ues .
Tims ’ m ajori ty s i t  I ( 

- Group nts’mm m her s shj d r iot possess co u i t i mi u ous  eomm i m m t s u n i i c a f i o m t s  w i t h  t h e
OPFOR. (‘iearl y .  proces itura l g u is i e i in tes  f ’or ade quate c’omiin m i u n m i e . t u  iomt s he t wec i m time OPI ’( )R amisi
I - , - (‘ (;~~~~ ~ire n tes ’sI s ’s l .

(h ur  data  also sugge st  m hat  s ’ s a l  ua tons riced a sm m tg l s ’ s t a rm d ar sh i t ed  f ’ormm mat  an sI a ss ’t of ’
p rsu e edura l  ns uude i i n ies  f ’or umots ’ — t u u k i n mg a ut h f o u r  ni ’s- s u r s i um me  s u I - u p Ie meuil ~u u s  o tss s’n sa t  s u ns . Rs ’s o n d i n t n
beh avior variesh I rom mi cx l e m i s u s  e n o te—t ~t k i  m g dur i n g this ’ exs ’ns ’ msi ’ to r io ncs ’orsl ki ’i’pimt g at a l l ,
Ma is evaluators shepens leuh pri n ita ril s out mi i s ’ nmi su n \  u n t i l  h re u uks bet ‘svs’cmi m i i u s s i s u u u s . whe um I hs’
a t t e m p t e d  to e s umimp ihe per mu au t en t t  dat a  rs’c umn i is .  I ’ht i s  m m iet i i o d  inc r e a s s ’s t in s ’ I nke l t lm oo s h  of I s i n -

P i t t i n g. I t ’ c v a h i u . t t o r s  t ’s - u n v e t ,  th u s ’s c . u i u u u o t  perf ’ormt u t h m e n r  p a r t  m i  ‘s’ I u i s i u i s , ~ ti m e l e a r n t i u t g  hoop. \k e

b e lies e t h a t  stress in] s ’ s  .t luator  sch ool smut smb ss ’u ’ s  m u g / r i ’s s - u rs h u m t g ps’ n ( ormm l a r tce w i m c m t uf os’eurs . plu s
in improved t ’o r n m m a t t t u m g  of I LI - out h imi e s  wou lsl resul t  in ni tore comprm,’l ms ’ni s ivi ’ anis l nm ors ’ ‘s a h i i h  dess - n ip—
Lions of t ’i ehd  perf ’ornm i ant s ’c- l im its ~, c ’ apahi h i t  us ’s b ’s r  t r a i n t i n i g  sh iagmiosis  5 ’su u ul sh  be nt t uclm iu i ipr ovesh.

I : in tu t i l y ,  I - ,- ( ‘  personn el wi’rs’ u u e e r f u u i n i  abou t t i u u w  and s’s ’htem t 10 m ake  us I t u ; uh u . i  l ung
i’mitr i e s i i i  t ime T&I Os Th ey were also umtcle ar  about  h o w  artd w h m s’it to i i i  l i e n  , mte field obser va ’
f ions anti n at  ings wi th  s) t ll er i’.j(’ Group ni ciutbers , Somni e evaluators I ormt nu l ate si  am i sh recorded
S/U ratings ini mn ediat chy , while ot lmer s  waitest  u n t i l  t ime s’n sl of I a r t u c u I ~i t tasks sir mt i i ’ s ’ s t s ) i ms  to
do so. Many s’va luu a tu r ’ s  a t tempted  to formula te  ra t in gs inidepemisheni l s  , s’v s ’n i S’s t u s ’n s’ coord mmia-
tion wit lm other I - C  was neeessan ’v - ‘l’ l m s’re w as  the  samn e degree of v a r i a h n l n t ~ m i  pr ocei hu ir i ’s
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for comn municati n ig r a t i n g s  ansi other s lat uu is the p erfor u u u in g s m u t s .  i” ew eval ua to r s  rou t ine t s
conducted o n — l i n e  c r u l i q ues at  th is ’ c u n u m p i s ’l ion oh ’ each problem or m ission. Others di d l i t t l e
or nothing more than s t m n p l s  h ansf over s - pus ’s of t h e i r  compk ’tesb T&EO forms to uni t  corn-
munder s . One evaluator went u ) nie  st ep  f ’u t r t he r  t i t a n  most of his c s - s ;u n l tc rpar t s  during bus i s u s u n

exercise .  Whem i his pl atooni  wu ts r e ha t i v eh s  i n m a d l i v e , he set up hr  po t l mi ’mi ca i  s i tuations f o r  all to
(hiScUSs. I - xi ’reuse s observed provided niany o p p o r t u n i t i e s  f ’or t b m n s  type sif “on-line ” t r a i n i n g -

d, Results Formulation , Comm u nication and Use

( 1 )  & ( 2 )  R esul ts  For nm i i m ha tn o n  and ( ‘
~ u l u m u r t i c a t i o n .  ‘fliere were di’ lue ie n c ies  in

formulat ing an si comniun ica t i n i g  e s a h u i . i t i u u u u  results ,  An m om t g t h ese were:

(a )  l . ick u t  reahust i c  prov usmon l’or pos t-exercise verbal crit iques at all
appropr ia te  un f i t  levels .

( h) 1 m m some cases. inads ’qu uat c provisiont (‘or bringing the entire E/C
Group together after t h e  exercise ~or the purpose of coordinating
observations arni integrating n a t i u u g s

(c) Lic k of s~ s t e r n a t i c  p r ov i s i on  in t he  LOl for t i m m l e i v  arid v a l i d  f’eedh’mack
at the troop level u ts iministered h c t w e eu i  missions during the exercise .

U I) Lick of su f ’ficient de ta i l  and precisiomi in tim e “l ’or rn a l” / wr i t t en  es-a iim -
an on reports to pi nponnt  ini f .ort ant perform ance deficiencies requi r ing
remedial t r a in ing ,

(e )  t ’ n e e r l : u i u m t s  reg ardnng the correct form , conte nt .  auudienc es and t in t ing
oh the Formal Report(s).

I t )  No a t t en t i on  to using a lternativ e media to enhance the feedback
process (e.g. - grap h ics or electronic technologies ) .

As iits iicated previousl y under  I ss u e Area ii 2 ) ( e ) .  a variet y of feedback lo rm ’s  were
observesi tnt (lie fiekh . Soni c ul ’ t b m s ’se en ta i l e d  un planned training activities such as tas ki
mission repe t i t ions .  I h i s  issue : ir eu t adshresss ’s ~l e1 ie i cu ie i s ’s in three ty pes  of fcedh u mck and cr i t ique
a c t t v m t i i ’s on-l ine verh a l cr i t iques conducte d dur ing  the  exercise ~ post-exercise ve rbal cri t iqu es :
and the w r i t t e n  formal e v u t l u um tuom i  repo rts.

The Evalua t ion  Plans which were dis t r ih u n f ed by sampled field uni ts  were closely
inspected. TIme s  indicated a clear mm eed (‘or more guidance on procedures for adn t in is t c r iu ig
on- limie and post xercise critiques. Such questions ut ’s whe ther . how and when to intervene
and provide feedback sharing time conduct  of a mission were not addrcsscsi in publis h ed evaiua-
t m on pla n s prov i ded us. Feedback, w imen provi d ed. t e n ded  to he f ragmentary . V~’ obss’rs i’d no
direct cr i t i ques condu icted (‘or un m ut  enlisted personnel excep t  in t i m e  case s i t  l) ivi sion (‘. Reported-
ly in 1)i vi sion (‘ some evaluators at te m pted to in fo rma l ly  critique their  L u n t t s  fo i howim m g t h e  field

so
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ex . -rcuss ’ , Di ’s ‘au nt C ‘sva~ tI me only s .m nt mpl ed  sun l i t  to plo ’s us f s ’ wrmt t m. ’nu gu t id a nuc e  wi t i m  ru ’sbm s ’ct l u u  who -j
s ’s.is Um at t s ’nis i ii l m osf ’s ’xercm ’ ss’ s i’r h ,t I c r i t i q u e  h l s’rs’, hs’fts’r ‘s ta r  s mu s t  hs’ h o u n d  to a rm a l s  si i’rnur s
m b tcc t u ’ s  e ly ,  whi le n m a i n m t ~t i n t ng re ’sps’ s t for conm n ianm ite r s . aum s l s u m  t ime au tho r i ty  s t ruc ture ,

-\ co ors innatuo n i  mes ’ m u n m g  f ’or i u m t c g r j t i s ) n  of obs~’r s -at i on s am m d r a t i n g s  was held b y two
divisions: we ws’re unable te s ’ s t , i b - u f i s h  w he t h i s’r it stas heIs t t iy  s - u t hms ’r d is  u sm oni s ,  There app ear e s l
to he a lack oh u n i fo r un i m v across i hiv u s i s m ni s as to who was Is )  a t t e n d .

W i t h  t h e  excep t ion  of l ) u v m s i o n n  I) . t h i s ’ f o rma l  w r u t t s ’n i’s a lua t i on t  reports  went ’ una sl e-
siu ate lv  detailed for diagn ostic purposes . FI n s ision I) w.t s (t ic  only u n i t  whi ch made a consci-
u.’ml t t o i is el f o r t  to p m u t p o i n t  weak n esses. I n u a Iohl ow ’u u p phone in terview wi th  time (;— 3 oh’ on ’s’
division , we were in fo rn nc d  tha t  t i m ’ s’ d i v i s u s m u m  hash s u h s t i l u t s ’sl fs ) r  S - V  ra t ings  sletai led n o ta t ions

st ren gt h ’. umnsl weaknes ses . They hasi b o r m n n s ’r lr used S I )  r a l u n u g s  bit t believed t h is ch an ge ‘s vi l h
relax this ’ appre h en sion su h s su .’rved am nong s’ ’ s , t l u u ut e s l  h a t t ah i o u i  conti ntanders.

( ;u usl ~~ce provided wit h respect to the for m ,  co ntent , aud iences and timing of
formal wr it ten  evalua t i on  reports varied between cases. One div ision appended a sample eva hu u-
atu on repo rt fo rmat to their 1,’sal uat ion Plant ami d emphasized time diagnostic ut i l i ty  of the results ,
Onte divusion provided detailed exemp lars of battalion and co ni mpan m y-wri t ten evaluation reports
in their published Evaluation Plan .

From these observations nt is apparent that  field u n i t s  need more systematic guidance
on how and when to formulate and communicate b ee dhack . arid to whom ,

( 3 )  Use of Results.  The research team iu a d but  verr h iu t t i t ed  oppor tun i t y  to observ e
use of evaluation res ui t s . Thm eret ’ore, we at te m pted to determine by phone and corres potm sleumce
wh me ti t er and how results were being used (‘or re n m e si iah t ra im ’tim ug . Several ty pes  of major incon-
sistencie s w ith ARTEP pr escr iptiomi s s’s-crc i s ient i f i ed .  i’Iue ss ’ imielusl e :

( a )  Lack of prec i sn su n tnt th is ’ s l i t  u n i t i o u t  of p l a n m m m i n i g .  u.’x e e u t i o n t  an t i
nu on itorin m g t’un c l non s  b r  t ime mul t ip le he adquuart en st.u t ’ t echelo n s
i nvolv ed ,

( h i  A gi’nu era i  u n i a h i h i t y  to bring to g el  h us ’r e noug h resourc i’s to per ni mit
remedia l t ra in i ru g for  the bat tal i ons as a whole.

( c )  Limited e f f o r t s  to compensate  for  m ims ’ above by developing conm-
cur ren t ,  mu lti—echelon t ra in ing  pn u u g r ~m m i i s whic h art ’ keyed to
docume nted weaknesses.

(d ) Need ( s - u review the  e v a l u a t i s mnm process f ron t  t ime perspective of
its future  re fine m en t ,

S I
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f t c  lack of formal specification s-ut’ t raining managers ’ roles in the results uuse phase has
already been touched upon under the firs t issuu~ are a a.( l )(d). We know of only one case in which
the ba t ta l ion  com mander was held responsible (‘or incorporating his unit’ s evaluation results into
the butt  t ah ion Plan ning Calendar , Specifically, Division D’s brigade commander required I mi s l)at-
t alio n s’onirna n slers to j u s t ih ’v the i r  revises! plans in light of ident i f ied  ileb ’i cmenci es.

The secomid major problem area tnvølv ~s the hack of f lexibi l i ty  to incorporate renn csii a l
t r a i mi u m t g  needs in master traini n g schedules. This is an area requir iu m g further s tudy .  We need to
deter n m m u mm s’ to what  extent  existing training schedules can he m odified to use evaluation results
et ’fectnvs’l y . As indicated in Table 3-1 under IV ( ‘ 2 .A , ,  most Units were unab le to schedule r’s’-
medial t ’ie(d t ra tn it i g (‘or batta lions due to  tiu mm e and t ra ining area constrain mts , We were in ( ’orniied
tha t  Divisi on A has recentl y taken  commendable  steps to obviate  this  deficiency, They have
revn seuh thei r a n mnua l  t ra ining schedule to enable hatta h ions to return to the fieid w i th i n  a month
ho llowing an external evaluation. A i t s ’rna tive nuie uu uis ot’ ret rann ing  we re n ot f u ll y explo red by
mo st other un i t s  when i t  was impossible to rerun a bat ta l ion its a whole (see IV. C .5. m i  Table
3 . !).  Divis ion B was an excep t ion  to t h i s  general ohser s ;tu i on .  We were informed tha t they
sehi e du les i two weeks ob nnu l t t - e c h is ’ l on m ake-up t r a i n i n g  such tha t  tasks already mastered are de-
emphasized and those r equir in g practice are pertorm t ’sI.  Howe’s-er. we sic not know whether
t ra in ing  manu agers s v s l em n a t i c a l h v  monitored and criti qued ri ’u ne shial t r a i n i m t g  activities ,

I in i al ly. follow-up phone conversations revealed a complete h ack of eb’fort in reviewing
amid / or r e f in ing  present eva lu atuon procedures. The majori ty of field un i t s  in our sam ple did not
send the  V.S. Army Training Board a copy of their written evaluation reports. Nor did they corn-
plete the questionnaire which appears in the back of 7 1-2. To our knowledge, only one Unit ,
I) ms - ismon H . ~ts suim s’d fu l l - t ime staff  with the responsibility of monitorin g and refining their evalu-
a tnon  e(’forts, as ins lucates l  under  IV .C.6,a , m m  Table 3 - I .

3-3. SUNI MARY ~ REFLE€1’IONS

h its chapt er  rep orts results cml use s u b  a case s tudy method to collect in ( ’ornmat i on ,u s to how
to u r s l nv is is ) ns co tu duct  bat ta l ion fu e l s! evaluations ,  W h a t  we con ceived to he mistakes amid omis-
stor ms were h i gim hi ghted Isa b etter i de u t tmf ’r substantiv e areas to be covered in the Field Guide. This
emphasis should not (uv er sh madow the  t ac t  mu t t  local i n i t i a t i v e  was e ’ s - i d e n m m  as well more exac t l y
p e r h ia b us , well -springs of ’ local in i t ia t ive  seeking furth er ARTEP relate d direction and clari t ’i c atio um ,

Ls,’t iis. . for the rnornenmt ,  cou tsm ds ’r these omissions ant d errors as possibly symp t oi t m at ic  of
J u i s t i t u t t o r m a l  prob l cu m u s . l n m s t i t - i t i on s  la s s’ po licies , people and rules continuously in dynamic
m n i f e r u i et  ion.  Wi tim tnt  t h i n s  are um t d s’r s tandings us to w h a t  is policy, what  is important , witat are
th e p r o im e r  ways to cond tt ~ f business. Th min i g s get domme because inter hi nked members of time
in s t u t u t i o n  share um m s l s ’nst an siumg s its to pohu cy ,  pn’iormti es an si practic es.
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\~c ssusp t ’ s’I t i t a t  to fully ir~i pl e mmi e mm t this ’ eh auugcovi ’r f ’roni A1”l”s to AR I I  I’ somu s ’ oh ~l, i r ‘s

i um ms ters ta u msl i m u g s  nm mu st  he ch anged . . -\r ts l iii t h ese ih ure ’ s’ t ion m s:

• ~ eeslt ’ sh at a l l  l c ’s e l s  us a hs’t f e r  u u p p r e c i a t u s m u i  of the  c s m n n u p h c x u l r  u umms l s h i f t  us ’ u h t r
oh ’ n m i o u u n i t i u m g  si ie abh e f ’ieh s l i’s , il n a t i o n s  ts s le r i vs ’ best t r a in  m u u g  v a l u e

• ‘this recogm m it  i onm shmo u l s l  be m ’ s’f lcs ’ts ’sI in i’ u t m p hm. i s i s  sm u t s’ s t a b h i s i t m  mg ansi u I S i S ! ’  m u s e
( s u i t  h -  ( ( ;r s ) L u l ) roles ansi  proces hu in s’s . and m i  m u on ’ ant s!  be t t e r  e v a h u a h u l  t r a t u m -
i i m g .  l - v u t h t i a t o r s  learnt as nmmus ’ l u .  we bs’h m t ’se . as the  h s’as lcn ( s)  of s t i m u l i  si h4 - u mig
eva lua ted .  B as ica h lr  . hts iw evs ’r. th i s ’ gooi l c’s ~u l u a t o r  is a m m m u i f i p h u s ’r. Vs l u

people learnt  iii t ime  f ’is’h s l sht ’pe mtih s largs ’lr on h i s  eani ’t ’uh obss’ns a t i o n u s . u um i sl
h o w  he pros isles fees h h mu uck.

• ( ~~~~ t i s ’s’sl to  he estab h ishued h o n  i m mi pn o ’ s ’ i mm g f ie ld e v a l u a t i o n s  hr team i l  t o n  Is
h~ t ’s’ss’t ’un TRADOC . I ( )R S(  ( )\1 mmii i  s u m m i t s , anish s m t h e r  r e spo u m s ,  ‘ u l e  pa r t ues  hi m
i t u u n m ’t u tmi  l ea rn m iu i g .  hrs’ a k t h r o u g h m s  ar t ’ rare : to he soug h t . r a t h er. u n u i ’rs’n t t s ’m t t u t l  g a i m i s
ansi u mmca m is  s mf amtch or in tg  t l mem ui .  I lens ’ , it is ni ecess arv to s!. s e i s  up ui i t ’ , s s i i  u - i ’ s s u  I

thms ’ ex t s ’ nmt  to w h i c h  goals ant ’ hs’ i t m g  . i t t u u t n u e s i .

T’hess’ case s t t t s iu s ’s si rS’s’ as m r - m put  I i i  t i m s ’ i i e \  i two ‘s s u h u u m m i s ’s. \ s u l u u m i m e  I I  ~u n u : u l r  st ’s issue s  a f l s h

pr oble u tu s  s u u r l . i e e s l  ami d reco mui ms ’u mi h s  s s u l L i t i u u u u s  \ s- an i e t ~ of ss- u s ’ n m t  i f ic O i l s  s’p t s  cant  pro ’s ide
be t t e r  u u u s i g h u  Is uni ts )  a u i un i l ’uer of t h u s ’se proh h s’nt s . s ui g c ’s’st possible ss ‘h i t  sun s .  aui s l  n t i ean t s  ton
s’’s , t l ua t i on u  s - ut ’ sol t i t ion i s .  [hi ts  n i i a t en t ah  u s nismt  uuu t s ’n id e d to he u n t i l  s l u e s u f ’is .  I t  sh i o s t i d .  t h i 5 ’ u c h u n s - ,

l i , i ’ s e  h rsm uu s l er  . i p ph i s ’ a t i s u u i s  t h ian i  t i m ’ s’ h a t f a h i o n m  oru s ’ n m ts ’sh \ u l a u n ’ s’ I I I  I me ld  t ;u i s l s’.
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