Train a Team

152-020-0007

CONDITIONS:  You are scheduled to deploy to an operational area. You have full access to reference material, training aids, training areas, ranges, and all required equipment.  You have access to leader guidance and direction.

STANDARDS:  Train the team to perform all tasks selected for training to standard during the specified time period.

1.  Select tasks for training which support the platoon training plan and the commander’s intent.

2.  Plan training to include:--

    a.  Identification of personnel to be trained.

    b.  Selection of appropriate training activities.

    c.  Identification of resources required to conduct the training.

    d.  Conduct of a training meeting in which the plan was clearly described.

    e.  Inclusion of team input.

    f.   Assignments for Observer-Controllers (OCs) and assistant trainers.

3.  Conduct training of selected tasks to include --

    a.  Identification and management of all risks and safety hazards.

    b.  Conduct of appropriate Preventive Maintenance Checks and Services (PMCS) on all equipment and training aids, devices, simulators, and simulations   (TADSS).

    c.  Conduct of pre- and post-operation checks.

    d.  Use of appropriate motivation and team building techniques.

    e.  Conduct of After Action Reviews (AARs).

4.  Conduct appropriate retraining activities until all tasks are performed to standard and the environment is protected.

5.  Update all assessment reports to reflect the team’s post-training status on completion of training.

Training and Evaluation Guide

Performance Steps

1.  Assess team performance to determine level of proficiency using feedback from:--

     a.  AARs.

     b.  Previous assessments in the Leader’s Book.

     c.  Personal observations.

     d.  Formal and Informal evaluations.

     e.  Other records that provide insight on the squad’s ability to perform the tasks being assessed.

2.  Select tasks to be trained.

     a.  Identify the impact of the commander’s intent on the team.

     b.  Determine which portions of the platoon’s training plan apply to the team.

     c.  Determine which tasks to train:

         (1)  Identify collective tasks.

         (2)  Identify individual tasks.

3.  Plan near-term training.
     a.  Plan training execution:

         (1)  Who will be involved in training.

         (2)  What method of instruction to use.

         (3)  Where will the training take place; e.g.--

               (a)  Range.

               (b)  TADSS.

               (c)  Training area requirements.

         (4)  When will the training occur.

         (5)  How long will the training take.

    b.  List required resources and support; e.g.--

        (1)  TADSS.

        (2)  Weapons and ammunition.

        (3)  Training areas.

        (4)  OCs.

        (5)  Assistant trainers.

        (6)  OPFOR.

        (7)  Communication equipment/SOI.

        (8)  Logistic support; e.g.--

              (a)  Meals.

              (b)  Medics.

              (c)  Maintenance support.

              (d)  Transportation.

              (e)  Fuel.

    c.  Coordinate for required resources and support.

    d.  Establish rules of engagement (ROE).

    e.  Brief platoon leader on the training plan.

    f.  Adjust plan based on platoon leader’s guidance.

4.  Conduct team training meeting.

    a. Review the level of soldier proficiency; e.g.--

        (1)  Assessment of training conducted.

        (2)  Reasons planned training was not conducted.

        (3)  Current training proficiency.

        (4)  Impact of key soldier changes.

    b. Discuss near-term training (out to 6 weeks).

        (1)  New command guidance.

        (2)  Pre-execution checks for training scheduled.

        (3)  Additional training requirements (planned and opportunity) based on :

             (a)  Company training.

             (b)  Platoon training.

             (c)  Team training:

                   (1)  Leader training.

                   (2)  Individual training.

                   (3)  Collective training.

        (4)  Additional team recommendations.

             (a)  Resource requirements (equipment/materials/supplies/logistic  support/TADSS).

             (b)  Length of time required for training activities.

             (c)  Personnel Assignments:

                   (1)  OCs.

                   (2)  Assistant trainers.

                   (3)  Certified Combat Lifesaver.

                   (4)  Unit medics.

            (d)  Equipment/Uniform requirements for training activities.

            (e)  Rules of engagement.

    c.  Have assistant trainer backbrief.

5.  Arrange for training resources.

    a.  Update requirements for resources and support.
    b.  Obtain publications; e.g.-- MTPs, STPs, FMs, TCs, TMs, TSPs.
    c.  Coordinate for required resources and support.
    d.  Collect resources.

    e.  Transport resources to training site.

6.  Train assistant trainers.

    a.  Verify that assistant trainer is proficient in the task.

    b.  Train assistant trainer if not already proficient in the task.

7.  Conduct Pre-Combat Checks.

    a.  Ensure soldiers know mission and mission requirement.

    b.  Ensure that vehicles are fully fueled.

    c.  Check for operational readiness of vehicles and equipment.

    d.  Ensure that all mission essential equipment is present as required; e.g.--

        (1)  Binoculars.

        (2)  Night Observation Devices.

        (3)  Crew-served weapons.

        (4)  Personal weapons.

        (5)  Maps.

        (6)  Compasses.

        (7)  Mission Oriented Protective Posture clothing and equipment (MOPP).

        (8)  Vehicle Dispatches.

        (9)  Vehicles.

        (10) Military Drivers Licenses.

        (11) TA 50.

        (12) Ear Plugs.

        (13) Eye Protection.

        (14) Gloves.

8.  Conduct risk management.

    a.  Planning phase activities.

        (1)  Decide which type of risk assessment will be performed; e.g.--  hasty or deliberate.

        (2)  Conduct an operations assessment.

    b.  Execution phase activities.

        (1)  Supervise implementation of controls throughout the operation or  training execution.

        (2)  Implement or follow controls.

        (3)  Monitor controls.

        (4)  Assess the effectiveness of controls.

    c.  Assessment phase activities.

        (1)  Assess the effectiveness of risk management during both planning and execution; e.g.--

              (a)  Were there any damages or injuries during execution.

              (b)  Were controls implemented as planned.

              (c)  Were participants informed of the hazards and controls.

              (d)  Were improper procedures or practices observed.

        (2)  Take corrective action if needed; e.g.--

              (a)  Provide feedback to managers and participants; e.g.-- AAR, lessons learned.

              (b)  Revise SOPs.

        (3)  Repeat risk management planning process.

9.  Conduct training.

    a.  Conduct initial training.

        (1)  Explain why the training is being conducted.

        (2)  State the training objective (task, conditions, and standards).

        (3)  Demonstrate and talk soldiers through each step of the task  (“crawl”).

        (4)  Coach soldiers as they perform the task (“walk”).

        (5)  Practice until soldiers perform task to standard (“run”).

        (6)  Assess performance.

        (7)  Retrain task if necessary.

        (8)  Allow them to continue performing task.

    b.  Conduct refresher training.

        (1)  Explain why the training is being conducted.

        (2)  State the training objective (task, conditions, and standards).

        (3)  Practice tasks while adding more realistic conditions.

        (4)  Practice to training objective standards.

        (5)  Link task with other tasks.

        (6)  Participate as leader of crew of small units.

        (7)  Coach subordinates.

    c.  Conduct sustainment training.

        (1)  Explain why the training is being conducted.

        (2)  State the training objective (task, conditions, and standards).

        (3)  Soldiers and leaders perform collective tasks under simulated combat conditions.

        (4)  Add realism and complexity.

        (5)  Optimize time and resources.

        (6)  Coach subordinates.

10.Conduct AAR

     a. Plan an AAR to consider the following:

        (1)  When and where will the AAR be conducted.

        (2)  Who will attend the AAR.

        (3)  Who will observe the training.

        (4)  Who will conduct the AAR.

        (5)  What training aids will be used during the AAR; e.g.--

               (a)  Maps and overlays.

               (b)  Terrain models.

               (c)  Equipment and personnel models.

               (d)  Charts.

               (e)  Slides.

               (f)  Viewgraphs.

               (g)  Video or voice recordings.

               (h)  Include formats for charts, slides and viewgraphs.

        (6)  How long will the AAR take.

        (7)  What is the format of the AAR.

    b.  Prepare AAR.

        (1)  Review the training objectives, training and evaluation outlines (T&EOs), scenario, mission, orders, and doctrine.

        (2)  Review the unit’s plans and standard operating procedures (SOPs).

        (3)  Prepare the selected sites.

        (4)  Observe the training and take notes.

        (5)  Evaluate task proficiency.

               (a)  Identify the T&EO for the task.

               (b)  Use the T&EO standard to evaluate the unit’s performance of the task. Record on the T&EO a “GO” for each task step performed to standard (performance measure) and a “NO-GO” for each task step not performed to standard.  Annotate reasons for  “NO-GO” evaluations.

        (6)  Develop a discussion outline to guide the AAR.

    c.  Conduct AAR.

        (1)  Assemble and organize AAR participants.

        (2)  Provide introduction, AAR guidelines, and basic AAR rules.

        (3)  Review training objectives.

        (4)  Review what was supposed to happen.

        (5)  Establish what happened.

               (a)  Solicit discussion of recent events;  e.g.-- what, when, and where. Address the time frame before, during, and after each event.

               (b)  Focus on task steps.

        (6)   Determine what was right or wrong with what happened.  Guide discussion to--

               (a)  Solicit views and reasons.

               (b)  Relate events to subsequent results.

        (7)   Identify how it happened.

               (a)  Prompt soldiers to reveal key facts which led up to the event.

               (b)  Encourage participants to relate prior events to subsequent results or consequences.

        (8)  Identify why it happened.

              (a)  Encourage soldiers to suggest probable causes for the event.

              (b)  Surface key performance issues, actions, or factors.

        (9)  Determine how the task should be done differently the next time.

              Guide the discussion to--

             (a)  Solicit ideas on how tasks could have been performed better.

             (b)  Reveal alternative courses of action.

             (c)  Identify advantages and disadvantages for each course of  action.

             (d)  Achieve consensus on the best course of action.

             (e)  Discover important lessons from the training event.

      (10) Create an opportunity for general discussion of other important issues.

11.  Conduct retraining.

    a.  Address individual and collective deficiencies discussed during AAR.

    b.  Reaffirm the standard.

    c.  Perform task.

    d.  Assess performance.

    e.  Conduct AAR.

12. Conduct post operations checks.
    a.  Conduct soldier accountability.

    b.  Conduct sensitive item accountability.

    c.  Turn in unused ammo.

    d.  Conduct maintenance checks of vehicles, weapons, and equipment.

    e.  Police training area.

    f.  Complete closing report.

13. Assess squad training proficiency at the completion of training.

    a.  Assess task performance as “GO” or “NOGO.”

    b.  Record assessment in leader book.

    c.  Include any other information which provides insight on the team’s ability to perform the task being assessed.

    d.  Develop a strategy to improve soldier and team task performance.

    e.  Provide feedback to squad leader; e.g.-- assessments, lessons learned.

    f.  Identify ways to improve conduct of future training.

    g.  Identify corrective action; e.g.-- update SOPs and references.

PERFORMANCE EVALUATION GUIDE

EVALUATION PREPARATION:  Ensure the soldier has an opportunity to complete all performance measures.

Brief Soldier: Tell the soldier that he or she is required to follow the steps needed to motivate a soldier to perform to standards.  Tell the soldier that he or she will be required to correctly discuss and/or perform at least 75 percent of the steps needed to motivate a soldier to receive a GO.

PERFORMANCE MEASURES
RESULTS

1.  Categorized the tasks as 

    a.  GO.

    b.  NO-GO.
GO / NO-GO

2.  Selected tasks for training based on:

    a.  Commander’s intent.

    b.  The team’s training plan.

    c.  The team’s inability to perform the tasks.
GO / NO-GO

3.  Identified the following for each task selected for training:

    a.  Personnel to be trained.

    b.  Type of training to be conducted.

    c.  Training sites.

    d.  Training schedule. 
GO / NO-GO

4.  Identified the resources needed to conduct training to include the following requirements:

    a.  Training area/range.
    b.  OPFOR (if required).

    c.  Equipment, supplies, and materials.

    d.  TADSS.

    e.  Weapons and ammunition (if required).

    f.  Logistical support.

    g.  Logistical. 

    h.  Ocs.

    i.  Assistant trainers (if required).

    j.  Maintenance support.
GO / NO-GO

5.  Identified the resources required to support the soldiers:

    a.  Meals.

    b.  Medical support.

    d.  Transportation.
GO / NO-GO

6.  Conducted a training meeting that:

    a.  Reviewed the level of soldier during the previous quarter.

    b.  Identified any new quidance that impacts planned training.

    c.  Identified any additional training required.

    d.  Identified the training to be conducted.

    e.  Identified all resources required to conduct  training.

    f.   Identified the coordination required.

    g.  Identified uniform requirements.

    h.  Assigned responsibilities to assistant trainers combat lifesavers, and OC’s.

    i.   Established ROE.

    j.  Confirmed that all guidance was understood by having  an assistant trainer backbrief the team leader.
GO / NO-GO

7.  Ensured all required training materials are collected.
GO / NO-GO

8.  Ensured that assistant trainers are trained.
GO / NO-GO

9.  Conducted Pre Combat Checks that ensured readiness of:

    a.  Equipment.

    b.  Vehicles.
GO / NO-GO

10. Identified all risks associated with the training.
GO / NO-GO

12. Conducted AAR’s that:

    a.  Provided immediate feedback to the soldiers.

    b.  Covered the entire training activity.

    c.  Discussed both what went right and what went wrong.

    d.  Recommended ways to improve training
GO / NO-GO

13. Conducted retraining that met a need identified during either training or the AAR.
GO / NO-GO

14. Conducted post operations checks that:

    a.  Ensured all sensitive items and personnel are accounted for. 

    b.  Identified maintenance requirements.

    c   Ensured that the training area was policed.
GO / NO-GO

15. Assessed team proficiency upon completion of training.

    a.  Updated all records to reflect the new training status of the team.  

    b.  Identified additional training requirements (if appropriate). 

    c.  Identified sustainment training requirements. 
GO / NO-GO

Evaluation Guidance:  Score the soldier GO if all performance measures are passed.  Score the soldier NO-GO if any performance measure is failed.  If the soldier scores NO-GO, show the soldier what was done wrong and how to do it correctly.

Required References:

FM 25-100

FM 25-101

TC 25-6-7

TC 25-10

TC 25-20

TC 25-30

References did not use paragraph numbers.

1
7
7

