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the Army considers critical for proper job per- 114838
formance and survival in combat. As a result

many soldiers cannot perform to the stand-

ards prescribed by Army criteria.

The Army has taken steps to improve train-
ing; however, additional initiatives are needed.
As near-term option, the Army can strengthen
individual skill training programs at the unit
fevel to insure that soldiers receive essential
training. GAO recommends several actions
which can be taken to enhance these programs,
including strengthening its management over-
sight of individual skill training.

Because of the extensive training problems
at the unit level, GAO believes the Army also
needs to determine if soldiers should be pro-
vided more skill training prior to their being
assigned to a unit.
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To the President of the Senate and the
Speaker of the House of Representatives

This report discusses individual skill training for
Army enlisted personnel and suggests ways of improving
training effectiveness. Written comments provided by the
Army are in Appendix I. The comments were not received
in time to be evaluated as provided by Public Law 96-226.

The likely needs of the Congress for decisionmaking
information, Sthe growing concern about the trained capabil-
ity of the Army, and the need to assess the fundamental
policy changes tc the training philosophy motivated eur -
study of Army trainingi}

We are sending copies of this report to the Secretary
of Defense:; the Director, Office of Managerment and Budget;
and the Chairmen, House Committee on Government Operations,
Senate Committee cn Governmental Affairs, and the House and
Senate Committees on Appropriations and Armed Services.

Acting Comptroller General
of the United States
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COMPTROLLER GENERAL'S THE ARMY NEELS TO IMPROVE
REPORT TO THE CONGRESS INDIVIDUAL SCLDIER TRAINING
IN ITS UNITS

In the mid-1970's the Army changed its skill
_training philosorhy for individual soldiers.
i LIn an attempt to reduce the cost of formal
schooling for new soldiers and at the same
time make its training programs more spe-
cific, the Army shifted its emphasis from
the formal school environment to the operat-
ing unit and designated specific tasks to
be trained at each level. As a result, most
training now takes place in Army units, and
the effectiveness of this training is a pri-
mary factor in the success or failure of
our forces.‘}

. LmGAO reviewed the Army's skill training pro-

b grams at 10 active units in the Continental
U.S. and 5 active units in Europe and admin-
istered questionnaires to more than 6,300
soldiers throughout the Army.\J

i CThe Army, in principle,[ﬁas developed a
training program for individual soldiers
which sets forth specific training criteria.
Army trainers have keen provided guidance
‘which specifies what tasks soldiers must
know as well as the performance conditions
and standards for each taski} (See pp. 2
and 3.) ‘

‘/'
In practice, (however, the Army's trainers are
not teachincg soldiers all tasks the Army con-
siders critical for prcper job performance
and survival in combat. ) GAO's questionnaire
results show that 54 pércent of the Army's
noncommissiocned officers (NCOs) believe that
only half or fewer of the soldiers they
supervise are adequately trained for combat
duty in their military occupational specialty.
(See pp. 6 tc 8.)

In recent months, the Army has announced a
series of programs designed to improve indi-
vidual skill training effectiveness. These
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efforts will make more trainers available

to units in the United States and increase
the amount of basic combat training sol-
diers will receive prior to joining an
active unit. These initiatives are evidence
of the Army's desire to improve training.
(See 42 to 45.)

ACTIONS TO STRENGTHEN
UNIT LEVEL TRAINING PROGRAMS

GAO found that unit level training must be
strengthened if the Army is to achieve its
training objectives. Many scldiers are not
receiving training which will enable them

to perform all tasks the Army considers crit-
ical for proper job performance and which
commanders consider critical to missicn suc-

cess. ! GAO found that soldiers are nct being
fully Trained recause

--individual skill training does not receive
enough emphasis at the battalion and com-
pany levels (see p. 8);

--unit commanders do not take advantage of
all available time to provide individual
skill training (see p. 14):

--aids specifically designed to enhance
training are not used as extensively as
they should (see p. 18);

--there is a shortage of experienced trainers
(see p. 23);

--personnel are constantly being rotated in and
out of the units (see p. 26); and

--equipment, ammunition, and other training
items often are not available for use in
training{:>(See p. 27.)

f/fo kbetter realize its training goals, the

TArmy should require specific and immediate
action to improve unit level programs:} Ac-
cordingly,{f?e Secretary of the Army should:

ii



--Emphasize to Army commanders the
importance of unit skill training and
the commanders' responsibilities for
providing skill training to enlisted
personnel.

~--Require commanders at the battalion level
and above to better monitor skill training
in their subordinate units. This monitor-
ing effort should insure that primary
trainers:

-~Use Soldiers Manuals as their program
criteria.

--Develop a training plan which provides for
training in all Soldiers Manual tasks.

-~Maintain job books to document each sol-
dier's training needs.

--Use training extension course lessons
in their training programs.

--Incorporate individual training into all
phases of unit activity and make use of
available slack time to provide opportu-
nity training.

~--Use job books, skill qualification test
results, and Soldiers Manuals to develop
programs which provide training in
tasks where additional work 1s needed.
(See p. 22.)

--Determine ways existing resources, includ-
ing NCOs, can be better used to improve
training. More specifically, alternative
management techniques should te identi-
fied to reduce personnel turnover, train-
ing should be consolidated to make better
use of experienced trainers, and young NCOs
should be more rapidly prepared to be effec-
tive trainers;J (see pp. 29 and 30.)

iii
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MANAGEMENT OVERSIGHT OF TRAINING

" NEEDS STRENGTHENING

JEN—

The Army should strengthen its management
oversight of training programs. The present
oversight systems do not identify major
program breakdowns so that across the board
corrective actions can te taken. As a result
training problems often go undetected.

: An effective monitoring and evaluation system

"would provide Army commanders at all levels
program evaluation data and other management
information needed for informed decision-
making;l Therefore,l}he Secretary of the Army
should:

--Establish a more effective Army-wide system
to monitor the accomplishment of skill
training provided to enlisted personnel.

As a part of this oversight system, the
Department of the Army should

-encourage division level Inspector
Cenerals to evaluate skill training
effectiveness at the company/battery
level; and

-require personnel at the Department of
the Army Inspector General's office
to independently monitor skill training
effectiveness, both from a resource con-
straint standpoint and from a management
effectiveness standpointi:S(See p. 40.)

,fiARMY TRAINING PHILOSOPHY
" SHOULD BE EVALUATED -

Although the Army's present individual skill
training methodclogy has been in operation
for almost 4 years, efforts to evaluate its
effectiveness have been fragmented. Without
comprehensive evaluations of the training
methodology, the Army does not know whether
it is meeting established training goals and
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standards. LThe fact that many soldiers were
not fully trained in their occupational spe-
cialty demonstrates the immediate need for
the Army to determine whether its present
training philosophy is the mgst effective way
to prepare soldiers for dutzi]ifhe Secretary
of the Army should:

--Require the Army Training and Doctrine Com-
mand (TRADOC) to evaluate fully the current
individual skill training doctrine, taking
into account the quality of school training,
the proficiency of school graduates in terms
of unit needs, and the effectiveness of
individual training in operational units.
The results of this evaluation should be
used to determine whether the present decen-
tralized training concept is the best method
for the Army to use or whether additional
training in the formal school setting should
be initiated. (See p. 40 and 41.)

--Require TRADOC to evaluate the effectiveness
of the Battalion Training Management System.
Such an evaluation is essential in light of
the importance of the system goals. (See
p. 41.)

-~Assure that the Army implements an effec-
tive individual skill training program.
This can test be accomplished by requiring
an independent organization--perhaps the
Army Audit Agency-~-to perform periodic as-
sessments of training effectiveness within
the Armyl:j(See p. 41.)

AGENCY COMMENTS

Written comments provided ty the Army are in
Appendix I. The comments were not received
in time to be evaluated as provided by Public
Law 96-226.
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CHAPTER 1

INTRODUCTION

In recent months, increased attention has focused on the
Nation's military preparedness and the capability of the Armed
Forces to meet our military commitments. This concern has been
fueled by the crisis in Iran and the unstable world situation
caused by fighting in Afghanistan and the Persian Gulf. Much of
the concern has focused on the manpower problemg of the All-
Volunteer Force, particularly those of the Army; Questions have
arisen as to the extent to which Army personnel--particularly
those in combat units--can perform their jobs.

The provision of adequate individual skill training is one
of the keys to the Army's combat effectiveness. Yet, within the
context of ever-more sophisticated weapons systems and an exodus
of skilled, experienced noncommissioned officer (NCO) trainers,
there is concern that the Army program designed to teach the
necessary skills for battlefield performance and survival has not
been fully successful. Driven by budgetary constraints and an
attempt to make its programs more specific, the Army in 1977
cut their formal school program and transferred a significant
portion of the overall individual skill training responsibility
to the units in which the recruits were serving. This decentral-
ization of training placed on the unit commander the primary
responsibility for developing highly trained soldiers capable
of carrying out their occupational assignments.

The Department of Defense has contended that the capability
of our military has not diminished; however, recent actions by
the Army Chief of Staff aimed at improving the Army's fighting
capability have continued to spur concern as to how battle ready
our Army is. The most recent of these actions occurred in
September 1980, when the Army Chief of Staff announced plans to
reduce the troop levels in Europe and Korea by some 7,000 sol-
diers, primarily sergeants, to provide additional trainers for
units in the United States. In announcing this plan, the Army
Chief of Staff acknowledged that past policies aimed at maintain-
ing a ready and fully manned force overseas had created a "hollow
Army" at home, with training activities at their lowest level
since World War II.

Most likely the Congress in the upcoming fiscal year will be
confronted with addressing the training needs of the Army and the
budgetary and policy alternatives for their accomplishment. These
decisions must be made with some view of the Army's present train-
ing program and the extent to which it is meeting established
goals and objectives.

The likely needs of the Congress for decisionmaking informa-
tion, the growing concern about the trained capability of the



Army, and the need to assess the fundamental policy changes to
the training philosophy motivated our study of Army training.
The focus of our study was directed at assessing the unit level
skill training program. What we found indicates that there are
significant opportunities for improvements in the program, and
we offer several recommendations for change.

THE ARMY'S SKILL TRAINING CRITERIA
ARE SPECIFIC AND TASK ORIENTED

Prior to 1977, individual training in the Army was much less
well defined than it is tcday. While soldiers in the past were
provided skill training within a general framework at one of the
Army's Advanced Individual Training schools, subsequent job train-
ing was directed primarily by the personal experience of the NCOs
in the units where soldiers reported after their school training.
Socldiers received training in those tasks based on what was per-
ceived as critical by their NCOs. There was no assurance that
soldiers having the same job received training in the same tasks.

Today, this situation has been drastically changed. In 1977,
the Army's Training and Doctrine Command (TRADOC) implemented the
Soldiers Manual concept. TRADOC and its school commands analyzed
each Army occupational specialty and identified its critical per-
formance elements. This job analysis--which was based on input
from field unit personnel, actual observations of soldiers at work,
and input from subject matter experts in the schools--resulted in
lists of tasks that soldiers in the various occupational special-
ties perform to accomplish their jobs. These lists were then ana-
lyzed to identify those individual job tasks which are critical
to effective job performance and survivability of the individual
in combat. These critical tasks are listed in a Soldiers Manual
for each military occupational specialty (MOS) 1/ which also pro-
vides the performance conditions and standards for each of the
tasks. While there is some debate over the criticality of cer-
tain tasks listed in the Soldiers Manuals, military officials we
contacted generally agree that the Soldiers Manuals currently
issued are perhaps the best training tool the Army has ever had.

With inception of the Soldiers Manual concept, a companion
document--known as the Commanders Manual--designed for unit com-
manders and NCOs was '‘also prepared by the TRADOC schools. For
every Soldiers Manual, there is a Commanders Manual for the same

1/Currently, the Soldiers Manuals for all MOSs have not been de-

" veloped. The Army developed the Soldiers Manuals for its high
density MOSs first. Consequently, to date only about 77 per-
cent of the Army's MOSs have Soldiers Manuals. The 81 MOSs
which do not presently have a Soldiers Manual should have one

by April 1982.



MOS. Basically, the Commanders Manual lists each task shown in
the Soldiers Manual and designates who is responsible for provid-
ing training in the task--school personnel or unit personnel. 1/
The majority of the individual job training is the responsibility
of unit personnel as discussed below.

The Army spends more than $3 billion a year to provide sol-
diers individual skill training in its schools. The total cost
of Army individual skill training could not be computed since
cost data is not accumulated for on-the-job skill training per-
formed in operational units. Given the present cost of personnel,
however, the cost of individual training must be enormous.

ARMY UNIT COMMANDERS ARE RESPONSIBLE
FOR TRAINING MOST INDIVIDUAL SKILL TASKS

Nearly all of the men and women recruited for the enlisted
ranks by the Army require formal training in a military skill.
For fiscal year 1980, the Army estimated arout 96 percent of all
soldiers enlisted would be sent to a formal skill training school
to receive initial training in a military skill. Of the remain-
ing 4 percent, the Army estimated only about 1 percent would have
a civilian-acquired skill which precluded the need for additional
formal training before being assigned to a unit, and only about 3
percent would be assigned to a unit for on-the-job training with-
out formal school training first. Other than the initial schcol
training and on-the-job training, enlisted personnel normally re-
ceive no further formal training during their first enlistment.

The amount of initial skill training provided by a service
school prior to a soldier's first unit assignment varies by occu-
pational specialty and is based on several factors which include:
complexity of the job; safety considerations; availability of
equipment for training at the unit level; and time allowed for
school training. The tasks to be taught by a formal school rather
than by unit personnel are determined by the various Army school
commands under the guidance of TRADOC. Generally speaking, unless
a skill is very technical or involves medical services, the Army
schools provide training in fewer than half of the tasks consid-
ered critical to proper job performance in the skill. Initial
training in the majority of tasks, as well as refresher training
in school trained tasks, is the responsibility of Army unit
commanders.

1/The use of the term "unit" in this report refers to company/
battery.



OBJECTIVE, SCOPE, AND METHODOLOGY

We made this review to determine whether unit level individ-
ual skill training is being provided which prepares Army enlisted
personnel to perform critical job tasks within their MOSs.

In order to understand the Army's training philosophy and agp-
proach, we performed work at Department of the Army Headquarters;
TRADOC; Headquarters U.S. Army Forces Command; Headguarters U.S.
Army Europe; The Army Transportation School; The Army Quarter-
master School; and the Army Infantry School. Additionally, we
had meetings with representatives from the Office of the Secre-
tary of Defense; Headquarters U.S. Army Health Services Command;
Department of the Army Inspector General's Office; The Army
Training Board; The Army Training Support Center; The Army Audit
Agency:; and The Army Research Institute.

Our review effort involved work at 10 active Army units in
the continental United States and 5 units in Europe. At each of
these units we spent 2 weeks evaluating the skill training being
provided for 16 Army MOSs. Our evaluation consisted of discus-
sions with division, brigade, battalion and company/battery level
officers; discussions with a selected sample of company/battery
enlisted personnel; observations of training; review of training
guidance; and review of training schedules.

In addition to our detail work at 15 active Army units, we
also used a questionnaire to obtain information on training
strengths and weaknesses as well as training practices. First,
we administered questionnaires to all available enlisted per-
sonnel at the 15 units where detail audit work was performed.
Second, we visited an additional 28 units for a period of one-
half day to administer our gquestionnaires. And, third, we sent
our questionnaires to a random sample of enlisted soldiers in a
sample of units throughout the Army. Consequently, the data de-
veloped allows us to address training practices throughout the
Army. In total, questionnaires were administered to 3,825 sol-
diers E1-E4 and 2,510 soldiers E5-E9.

Appendix II explains in detail our questionnaire approach.
Included in this appendix is a summary of our administration and
validation procedures, and exhibits showing the questionnaires

used.

Appendix III lists the 16 Army skills evaluated. The spe-
cific skills reviewed were selected to provide (1) information on
high-density skills, (2) a balance of combat arms and combat sup-
port skills, and (3) a balance of technical and less technical
skills.



Appendix IV shows the divisions, battalions, and company/
battery level units visited where detail audit work was performed.
We selected these units according to the following criteria:

--Units designated as high priority by the Army (this cri-
teria applies only to U.S. based units}).

--Units where a concentraticn of personnel within the se-
lected skills had taken an Army skill qualification test
(saT).

--Units which provided gecgraphical coverage, both in terms
of different Army installations and different major Army
commands .

The 16 Army occupational specialties chosen and units visited
within the United States were selected with the concurrence of of-
ficials from TRADOC and the U.S. Army Forces Command. Officials
at both these commands agreed that our selection of occupational
specialties included representative Army skills. Further, they
agreed that our criteria for unit and installation selection
would provide us good coverage in terms of training throughout
the Army.

Appendix V shows the Army units visited where guestionnaires
were administered, but detail audit work was not performed. These
units were randomly selected with the cooperation of installation
officials so that units in an intensive training cycle were not
disturbed during training.

As a part of our study, we reviewed relevant audit reports,
discussed our work with internal auditors, and where appropriate,
reached agreement with internal investigators on any followup
action required on their part in connection with our findings.



CHAPTER 2

ARMY PERSONNEL ARE NOT BEING TRAINED TO PERFORM

ESSENTIAL OCCUPATIONAL AND SURVIVAL TASKS

The move by the Army to a more decentralized individual
skill training philosophy in the mid-1970's placed a greater re-
guirement on the lower organizational echelons to achieve train-
ing goals. Battalion and company commanders are faced with a
situation whereby the soldiers they receive from advanced train-
ing have been schooled in only the basics of their occupational
specialty. This places responsibility on the unit commanders to
provide the training necessary for soldiers to progress from the
apprentice to journeyman level within their specialty. Based on
our review, we believe the unit programs should be strengthened
so that the Army can more closely achieve its training objectives.
Although soldiers, NCOs, and officers have been provided, through
Soldiers Manuals, the most specific and probably the best train-
ing guidance ever developed by the Army, many soldiers are not re-
ceiving the unit training which will enable them to perform all
tasks considered by the Army as critical for proper job perform-
ance and survival in combat, and which commanders consider crit-
ical to mission success. We believe unit training efforts can be
enhanced by

--placing more emphasis on individual skill training at the
battalion and company levels,

--making more effective use of available training time by
Army trainers at the company/battery level, and

--increasing the use of training aids specifically developed
to enhance individual proficiency.

MANY SOLDIERS MAY NOT BE ABLE
TO PERFORM EFFECTIVELY IN COMBAT

The ultimate objective of individual skill training programs
is to provide soldiers with the capability to perform their com-
bat and occupational tasks. Our questionnaire results showed
that 54 percent of the Army NCOs believe that only half or fewer
of the soldiers they supervise are adequately trained for combat
duty in their MOS. Further, at each of the 43 Army companies/
batteries visited during our review, we asked soldiers to tell us
whether they could perform each of their Soldiers Manual tasks.
The results, which are summarized by the following table, show
that soldiers cannot perform a significant number of tasks the
Army considers critical for proper Jjob performance.



Percentage of Soldiers Manual Tasks
Enlisted Personnel (E1-E4) at the 43 Units
We Visited Said They Could Perform

Number of tasks

all soldiers Percentage of soldiers
Number of El~E4 should be who said they could perform: Less
MOS designation soldiers able to perform All the 75to 50 to than
and title we contacted (note a) tasks 99% 74% 502
11B Infantryman 369 85 (*) 5.4 67.5 18.4 8.7
11C Indirect fire
infantryman 61 93 (*) 1.6 75.4 18.0 4.9
11H Heavy anti-
armor crewman 33 85 (*) 0 72.7 24.2 3.0
12B Combat engineer 180 117 (*) 3.9 52.2 32.2 11.7
13B Cannon crewman 274 77 0.7 40.5 34.3 24.4
13E Cannon fire
directional
specialist 22 114 o) 45.5 50.0 4.5
16D Hawk missile
crewman 41 58 2.4 46.3 29.3 22.0
16E Hawk fire con-
trol crewman 28 89 0 28.6 39.3 32.1
19E Armor crewman 112 88 0.9 53.6 38.4 7.2
19F Armor driver 66 84 (*) 1.5 47.0 43.9 7.5
63B Wheel vehicle
mechanic 52 150 0 55.8 36.5 7.7
63C Track specialist 27 231 0 44 .4 40.7 l14.8
91B Medical
specialist 148 107 0.7 59.5 30.4 9.5
91C Patient care
specialist 17 115 0 88.2 5.9 5.9
91D Operating rocm
specialist 11 68 0 100.0 0 0
92B Medical labora-
tory specialist 6 72 0 33.3  33.3 33.4

a/The number of tasks shown in this column represent all the basic level (skill level 1)
tasks in the Soldiers Marmual for the MOS, except for the MOSs marked (*). The tasks
for these MOSs have been segregated into duty positions by the Army. Therefore, for
all MOSs marked (*), our analysis only included the tasks all soldiers in the MOS
should know; not tasks associated with a specific duty position.



The need to improve unit training existed in varying degrees
at all units we visited. Some units had initiated efforts to im-
prove their programs; however, in all instances more needed to be
done. The European units we visited had fewer personnel and
equipment problems; but they still had not reached the level of
quality needed to insure that individuals are skilled in all occu-
pational tasks considered critical by the Army. We believe that
the quality of training at all units can be improved through bet-
ter management of training as discussed below.

INDIVIDUAL SKILL TRAINING
NEEDS GREATER EMPHASIS AT THE
BATTALION AND COMPANY LEVELS

The Army's skill training philosophy involves all command
levels within the Army. The following chart provides a simplified
illustration of individual training responsibilities within one
Major Army Command. While our chart only shows one division, bri-
gade, battalion, and company; in reality many would be involved.
The purpose of the chart is to show the various levels involved
in skill training, and their responsibilities. As shown, the re-
sponsibilities for carrying out individual skill training occur
at the battalion level and below.

Depa}z;ent cf
the Army

[

1
Major Army U.S. Army Training
Cormand and Doctrine Command
[ Division Commander J L_- Army Schools
[ Brigade Commander AJ --Develops training
criteria and pro-

grams for the Army.
-~These levels develcp
requlations and general
guidance to implement
approved training pro-
grams and criteria.

[ Battalion Commander]

]

{ Cempany Commander J

~-These levels implement
and monitor the actual
accomplishment of
training criteria.

NonCommissioned
Officers

--Primary Army Trainers
for individual skill
training.



Battalion level commanders become involved with individual
skill training primarily from a planning standpoint. Generally,
personnel at the battalion level support company level commanders'
training activities by providing training resources and coordina-
ting training activities among companies. The responsibility for
accomplishing individual skill training is delegated to commanders
at the company/battery level.

Because the activities requiring a battalion or company com-
mander's attention are numerous, commanders must assign a high
priority to those activities perceived as the most important
to commanders at the brigade and division levels. Because unit
commanders feel that there is no higher level emphasis on individ-
ual training, they put a low priority on assuring that the unit
has an effective program. We found that the lack cf command
emphasis on individual skill training impairs the management of
this function at the unit level and has resulted in soldiers not
being trained in all critical MOS tasks.

Soldiers are not being trained
in all their critical MOS tasks

Commanders at the companies/batteries we visited had dele-
gated individual training responsitilities to the lowest super-
visory level, normally to the squad or section leader. This
philosophy is consistent with the Army's training guidance and
regulations. At the squad and section level, however, we found
that soldiers were not being trained in all Soldiers Manual tasks
considered critical for their MOS.

The majority of enlisted soldiers (El through E4) at the 43
units we visited told us they have not received sufficient indi-
vidual training in their MOS. Through use of a questionnaire
which provided individual confidentiality, we asked soldiers to
tell us whether they strongly agreed, somewhat agreed, or did not
agree with statements concerning training in their units. The re-
sults are summarized in the following table on page 10.



Frequency Tabulation of Responses Provided

by Soldiers at 43 Units (note a)

Questions posed by GAO

Our unit's NCOs really
take an interest in
training me.

Cur unit spends a lot
of time training
MOS tasks.

Our unit's NCOs really
prepare for our train-
ing courses--(they
make certain they know
what they are talking
about).

Our unit instructors make
sure any equipment
needed for training is
available.

I have received training
in all the tasks in my
MGCS.

My NCOs are really try-
ing to give me good
training.

My commander is really
trying to give me
good training.

In this unit special
duties and details are
more important than MOS
training.

Strongly Somewhat Do not No
agreed agreed agree response
299 1,057 751 77
13.7¢% 48.4% 34.4% 3.6%
297 886 918 83
13.6% 40.6% 42.0% 3.8%
366 935 800 83
16.8% 42.8% 36.6% 3.8%
379 900 825 80
17.4% 41.2% 37.8% 3.7%
327 630 1,132 95
15.0¢% 28.8% 51.8% 4.4%
448 997 630 109
20.5% 45.7% 28.8% 5.0%
552 891 657 114
23.9% 40.8% 30.1% 5.2%
838 582 680 84
38.4% 26.6% 31.1% 3.8%

a/The results of our Army-wide mailout questionnaires showed

that the opinions reflected by this table prevail throughout

the Army.

Our detail work at 15 of the units represented by the above
statistics confirmed what the soldiers told us.
officers had not implemented training programs to provide scldiers
training in all occupational and combat tasks.
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at units we visited said that there is no incentive at the
battalion or company level to emphasize individual skill
training in all Soldiers Manual tasks. NCOs and commanders
also felt that there is no higher level emphasis on individual
training in all Soldiers Manual tasks and that commanders
generally are not evaluated on the effectiveness of individual
training programs. This has created the perception that indi-
vidual training is less important than other unit activities.
An article written by the past Executive Officer of the Army's
Field Artillery School illustrates this point. It states:

" % * * Recent research indicates that battalion
level commanders are relieved for the following

reasons:
. TPI failures 1/
. Poor maintenance records.

. Unfavorable statistical showings (AWOL,
crime, accident).

. Safety~connected accidents.

. Right time and place incidents (parades,
guards, etc.).

. Administrative shortfalls (Annual General
Inspection failure, accountability, etc.).

'Narry' a single relief for a poorly-trained unit;
simply because command pressure is not placed on
training, the commander is not made to train and
he can max an OER 2/ without training. We don't
seem to think training is important enough to the
success of the Army to fire the guy that fails in
his training." 3/

As a result of the lack of emphasis on individual training
at the battalion and company levels, soldiers receive infrequent
training or no training in some tasks their commanders and NCOs
consider critical to proper performance in their MOS. For exam-
ple, we asked officers and NCOs at units visited to tell us which

1/Technical Proficiency Inspections are designed to insure nuclear
readiness.

2/0fficer Evaluation Report.

3/Field Artillery Journal. Volume 44, pps. 16-20, Jan.-Feb. 1976.
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Soldiers Manual tasks all soldiers must know how to perform for
certain MOSs in the unit. Then, we asked them to tell us, for
the same tasks, how often each task is trained in their unit.
The results show that soldiers are not being trained in many
tasks specified in Soldiers Manuals, or even in those tasks con-
sidered critical by unit officers and NCOs. For example, at one
armor company and one of the medical companies visited, we were
provided the following information.

Tasks Considered Critical Which are Only Taught
Once Every 6 Months or Never at Two Units We Visited

Total Nurber of Number of tasks considered

Number of tasks considered critical which are only

tasks at critical for taught less than once

at skill all soldiers in every 6 months or never

Responses  level 1 the MOS to know Every 6

MCS provided by (note a) (note b) months Never
19F Platoon Leader 84 78 3 ( 3.8%) 24 (30.8%)
19F Tank Commander 84 82 3 ( 3.6%) 8 ( 9.8%)
19F Tank Cammander 84 80 29 (36.3%) 9 (11.3%)
19F Tank Commander 84 70 6 ( 8.6%) 32 (45.7%)
19F Tank Commander 72 16 (22.2%) 23 (31.9%)
1%E Platoon Leader 88 88 3 ( 3.4%) 25 (28.4%)
19E Platoon Sergeant 88 84 26 (31.0%) 16 (19.0%)
19E Tank Comander 88 83 0 ( 0.0%) 6 ( 7.2%)
19E Tank Commander 88 87 34 (39.1%) 6 ( 6.9%)
19E Tank Commander 88 70 4 ( 5.7%) 23 (32.9%)
91B NCO - E6 107 107 38 (35.5%) 2 (1.9%)
92B NCO - E6 72 46 19 (41.3%) 19 (41.3%)
91D NCO - E6 €8 68 48 (70.6%) 13 (19.1%)
91D NCO - E6é 68 65 33 (50.8%) 14 (21.5%)
91C NCO - E7 115 115 2 (1.7%) 6 ( 5.2%)
91C NCO - E6 115 115 0 ( 0.0%) 64 (55.7%)
21C NCO - E6 115 100 2 ( 2.0%) 66 (66.0%)

a/This is the nunber of basic level (skill level 1) tasks listed in the
Soldiers Manual for the MOS,

b/This is the number of the basic level tasks considered critical ky the
person who resporded.
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Soldiers assigned to a unit in
a support position receive less
training than other soldiers

We also found that soldiers assigned to combat units in sup-
port positions receive less training in Soldiers Manual tasks than
soldiers who are assigned in the basic unit MCSs. Commanders and
NCOs tend to exclude soldiers in support positions from training
because, as one commander told us, "they have a job to do and
can't be spared for training.” The result is that scldiers as-
signed to a combat unit in a support capacity do not receive fre-
guent training in Soldiers Manual tasks. For example, at one of
the infantry companies, and one of the armor companies we visited,
unit trainers provided the following information regarding training
for assigned medical support personnel.

Information Provided at One
Infantry Company

Number of tasks considerd
critical which are only

Total number Number of tasks taught less than once
of tasks considered critical every 6 months or never
Responses at skill for all soldiers in Every 6
MOS provided by level 1 the MOS to know months Never
91B NCO - E7 107 107 10 ( 9.3%) 30 (28.0%)
91B NCO - E5 107 88 46 (52.3%) 6 ( 6.8%)
91C NCO - E7 115 109 10 ( 9.2%) 53 (48.6%)
Information Provided at One
Armor Company
91B Platoon
Leader 107 107 58 (54.2%) 18 ( 16.8%)
91B NCO - E6 107 107 0 ( 0.0%) 107 (100.0%)
91C NCC - E6 115 115 15 (13.0%) 100 ( 86.9%)

Individual skill tests should be used
to determine areas 0f training emphasis

The lack of emphasis on the management of individual skill
training at the battalion level is exemplified by the manner in
which many training managers had chosen not to use Army SQT re-
sults in managing their unit training programs. In April 1977,
the Army initiated its SQT program as a means of measuring indi-
vidual proficiency in MOS tasks, and to determine which soldiers
should be promoted. Unlike the old MOS test system, which was
a written examination, an SQT requires a scldier to actually
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demonstrate that he can perform selected MOS tasks, as well as
take a written test. The tasks tested by an SQT are taken di-
rectly from the Soldiers Manual. The Soldiers Manual and SQT
when used together tell commanders and soldiers what must be
taught in training, and how well the training has prepared sol-
diers to perform their jobs.

Army commanders at the units we visited need to insure that
greater use is made of the SQT results to measure their units'
individual proficiency and determine individual training needs.
The SQT program not only provides individuals with test results
in a format which readily shows specific tasks passed and failed,
but also provides company commanders this same type of analysis
for each individual and all unit members in total. This feature
of the SQT program makes the results an excellent basis for
structuring individual training programs. However, fewer than
20 percent of the NCOs at the units we visited said they used
SQT results to determine the tasks which required additional
training. Throughout the Army, 23.9 percent of the NCOs said
they use the SQOT results to determine training needs.

The reasons given us by unit commanders for not using SQT
results were

--lack of confidence in the results of the tests since many
soldiers have reading problems;

--lack of emphasis on SQT results from higher command ele-
ments: and

--delay in getting results back to the unit. (Many soldiers
have been reassigned to other units before test results
are received.)

We recognize that there may be some shortcomings to the SQT
results, especially with regard to timing. The results do offer,
however, an excellent indicator of a soldiers' training deficien-
cies. Such information can be invaluable in determining where
training emphasis needs to be concentrated both from an individ-
ual and unit perspective. Because of the level of detail the
tests provide, we believe they should be used as one of the pri-
mary data sources for structuring individual skill training pro-
grams.

MORE INDIVIDUAL SKILL TRAINING CAN
BE ACCOMPLISHED IN THE TIME AVAILABLE

Army regulations pertaining to training management state
that individual training is to be integrated into all phases of
unit activity, and undertaken whenever the opportunity arises.
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This policy is consistent with the fact that TRADOC has identi-
fied skill deterioration as a critical training problem. While
there is limited knowledge arout the rate of skill deterioration
or retention for specific Army jobs, studies performed by the
Army Research Institute demonstrate that for a soldier to main-
tain skill proficiency, he must receive adequate initial train-
ing and subsequent refresher training in his MOS tasks.

Personnel at the company level who are responsible for indi-
vidual training need to better manage available training time by
not concentrating on training primarily for a specific SQT test
and by requiring NCOs to provide opportunity training. This will
insure that the maximum amount of time is devoted to needed task
training.

Training programs concentrate
on those tasks soldiers will be
tested on during proficiency tests

Army divisions have implemented programs which divide the
training year into cycles. Most divisions have adopted a three-
cycle program which consists of a mission training cycle, an indi-
vidual training cycle, and a support cycle. Other divisions have
two-cycle or four-cycle programs, but the concept is the same;
i.e., specific time periods are designated for training and sup-
port activities. While one cycle is specifically dedicated to
providing individual training, we found that in the units we vis-
ited the individual training which took place concentrated almost
entirely on those tasks which would be on an upcoming SQT. This
practice is facilitated by the fact that soldiers are prcovided a
test notice about 60 days prior to the SQT which, through sample
questions, identifies the tasks which will appear on the test,
The reason that training focuses on the SQT notice is that com-
manders want to imprcve their soldiers' scores.

Because the SQT only tests a soldier on a sample of the tasks
listed as critical to proper job performance, the primary individ-
val training emphasis is on a small rercentage of the tasks which
the Army considers critical, and more specifically, those tasks
individuals will be tested on by the Army to measure individual
proficiency. If training is concentrated on those tasks that will
appear on an upcoming test, the soldier may not receive training
in other tasks considered critical to his or her MOS. This leads
to training deficiencies which in turn may affect a soldier's
ability to perform his/her job effectively. Because several test
cycles would ke required to cover all tasks in a particular MOS,
several years may pass before an individual receives training in
all critical tasks.
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All available training time
is not being used for training

Army training regulations require trainers to use every op-
portunity to provide individual training. According to regula-
tions, individual training should be integrated into all unit ac-
tivities. Consequently, training should be accomplished not only
during scheduled training periods, but also during those slack
periods in a training day.

Company level commanders are required to prepare weekly
training schedules. These schedules are event-and-time oriented--
i.e., the daily activities of unit members are scheduled for spe-
cific times. While these schedules account for literally every
minute of a training day, the activities planned frequently do
not last as long as the period of time scheduled. This time is
commonly referred to as "slack time" by soldiers, and represents
the duty time available between scheduled events.

The failure of NCOs and junior officers to provide training

at every opportunity has been reported to the Army in numerous
studies. The following chart provides some examples.
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Reporting
organization Report date Iocation cited

U.S. Army Audit Sept. 1978 7th Transporta-
Agency tion Group,
Fort Eustis,
Virginia

FORSCOM Training May 1979 111 Corps and
Assistance and Fort Hood
Assessment Team

U.S. Army Audit Aug. 1979 IIT Corps and
Agency Fort Hood

FORS(OOM, Inspector Nov. 1979 Sumary of
General Inspections
from several
FORSCOM units

Fort Carson, In~ FY 1979 4th Infantry
spector General Division
(Mechanized)
Fort Carson,
Colorado
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Finding reported

Our review of the 7th Transportation
Group indicated that the Group needs to
significantly increase its emphasis and
participation in individual job-skill
training. Individual task-oriented
training was not a major element in the
Group's training program, and even when
scheduled, the training was often not
given.

There was little evidence that units
understood and practiced the concept of
multi-echelon training. In many instan-
ces, commanders failed to establish in-
dividual training objectives to be ac-
camplished during collective training
activities. The conduct of individual
training during periods of slack time
was almost nonexistent.

Training classes were freguently can-
celed and attendance at classes con—
ducted was low. Training could be im-
proved by limiting cancellations of
scheduled training, increasing attend-
ance, and making more inspections of
training classes.

There has been insufficient progress in
training our junior commissioned and
noncormissioned officers. Indicators of
a unit's failure to develop its junior
leaders are: poor weapons maintenance,
soldiers loitering in post facilities
and wandering around the installation
during duty hours, and the misunder-
standing and misuse of opportunity
training.

There was considerable evidence that
training time was not always produc-
tively used. There were instances when
soldiers were observed sitting around
waiting for some training event. Some
perceptions of some junior leaders were
that "going to the field" equates to
training. Much of the individual train-
ing is centralized as "SOT Training."
There was little understanding of oppor-
tunity training.



During our visits we found little opportunity training taking
place. The attitude we found was that unless whole squads or sec-
tions could be assembled, training could not be conducted. We
observed that during slack training time soldiers are more likely
placed on a detail or released until some other scheduled activity
occurs.

One of the main reasons why opportunity training is not pro-
vided, and perhaps a reason why scheduled training classes are
canceled, is that NCOs often do not feel qualified to teach MOS
tasks. At the 43 units visited, we asked 868 NCOs if they felt
qualified to teach the tasks in their MOS to subordinates. Only
60 percent of these NCOs said they felt qualified to teach all
tasks in their MOS. More than 36 percent said they felt quali-
fied to teach only some tasks, and more than 3 percent said they
did not feel qualified to teach any. Throughout the Army 35.0
percent of the NCOs indicated that they felt unqualified to teach
all tasks in their MOS.

We believe the concern of many NCOs~-that they are not qual-
ified to teach many of the MOS tasks--reduces their incentive to
maximize training time and thus contributes to the generally pas-
sive attitude towards individual training that we noted at the
unit level. Further, the NCOs' perception that individual skill
training is not their commander's first priority reduces the NCOs'
emphasis on training. For example, the Army Research Institute
asked commanders within the Army's Forces Command to indicate
their personal priority for 16 activities unit personnel could
accomplish on a routine basis. The results showed that training
was ranked as numbers one and two on the list. However, when the
subordinates of those commanders were asked to rank according to
priority the same items based on their perception of the comman-
der's priorities, they ranked unit training as number 10 out of
the 16 activities and individual training as number 11.

GREATER USE SHOULD BE MADE OF
TRAINING AIDS SPECIFICALLY DESIGNED
TO ENHANCE INDIVIDUAL TRAINING

The Army has distributed Soldiers Manuals, job books, and
training extension courses to soldiers and units. These training
aids are specifically designed to help soldiers and trainers iden-
tify, learn, and teach critical MOS tasks to achieve a standard
proficiency level. Use of these aids, however, has been minimal.
Most soldiers do not use Soldiers Manuals or the extension course
materials, and the majority of supervisors do not use job books.
We believe the quality of training could be improved through
greater use of these helpful training tools.
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Soldiers Manuals

The original theory behind the Soldiers Manual was to pro-
vide every soldier one document which outlined all critical MOS
tasks to be learned. From the outset, distribution of Soldiers
Manuals became a problem. Some schools issued Soldiers Manuals
for graduates to keep, some schools issued manuals which had to
be returned, some units had Soldiers Manuals to be issued, and
other units found they could not get the Soldiers Manuals they
needed. Demand for the manuals simply outpaced the supply. Now,
the Army's policy regarding Soldiers Manuals has changed, and
soldiers are no longer held responsible for maintaining their own
manual. If needed, the unit is supposed to make one available.
Throughout the Army, 81.8 percent of of the enlisted soldiers
(E1-E4) stated that they were issued a Soldiers Manual and 73.8
percent stated they now have a Manual. Most soldiers, however,
told us they do not use the manuals.

Soldiers Manuals are vitally important to the Army's train-
ing philosophy and methodology. Soldiers and supervisors should
regularly use them, because, as a minimum, according to Army Cir-
cular 310-87, each Scldiers Manual:

--Defines the soldier's job in terms of the critical tasks
required.

--Defines the conditions under which the soldier performs
the critical tasks.

--Sets forth minimum acceptable standards of performance.

~~Assists the commander and supervisor in evaluating perform-
ance and serves as an aid in training management.

We asked 868 NCOs in 43 units how many of the soldiers they
supervised were interested enough in MOS training to study Sol-
diers Manuals on their own. More than 67 percent of the NCOs
stated that half or fewer of the soldiers they supervise would
use their manual, and 20 percent of these NCOs stated that none
of the soldiers they supervise would use it on their own. To con-
firm what the NCOs told us, we asked more than 1,000 soldiers
(E1-E4), who had taken an SQT, whether they used a Soldiers
Manual to study for ‘it. More than 40 percent said no. Our
Army-wide questionnaire results showed that 32.5 percent of the
El-E4 enlisted personnel who have taken an SQT did not use a
Soldiers Manual to study for the test.

NCOs also are not making extensive use of the Soldiers Man-
uval to identify individual training needs. Since the Soldiers
Manual prescribes the critical tasks of an MOS as well as the
training conditions and standards, we asked the 868 NCOs at the
43 units visited to tell us how they identified the MOS tasks in
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which soldiers they supervised needed to be trained. We gave
them five choices and asked them to indicate all that applied.
only 82 (6.5 percent) of the 684 NCOs who responded said they
used a Soldiers Manual. Those who did not use a Soldiers Manual
said they determined training needs by observing soldiers' work
(40.1 percent), by observing soldiers during Army Training and
Evaluation Program exercises (23.1 percent), by using SQT results
(19.8 percent), or by being tcld what to teach (10.5 percent).
Throughout the Army, only 11.4 percent of the NCOs indicated that
they used Soldiers Manuals to determine training needs.

Job books

The Army's traininc philosophy calls for first-line super-
visors; e.g., squad leaders, section chiefs, or tank commanders;
to identify an individual soldier's weakness in a certain skill
area and train the soldier accordingly.

Along with the introduction of Soldiers Manuals, TRADOC
also developed and distributed MOS job books to first-line
supervisors. The job bock is intended to be an extension of
the supervisor's memory. When used properly, it documents for
each of the soldiers supervised their demonstrated ability to
perform the individual tasks of their MOS. Job kooks are broken
into duty positions with all associated Soldiers Manual tasks
grouped under that duty position. Common soldier tasks listed
in the Soldiers Manuals are separately identified in the job
books. As soldiers demonstrate the ability or inabkility to per-
form individual MOS tasks, the supervisor initials and dates the
task in the job book. The jot book is designed to provide the
supervisor with a record of proficiency for each of the soldiers
he supervises and a record of individual training needs.

According to our Army-wide questionnaire results, more than
29 percent of the Army's trainers did not use Jjob kooks as a guide
for individual training. In addition, at the 15 units where we
performed detail work, job books were not being used by all super-
visors in accordance with Army guidance. NCOs we talked with who
did not use job books stated they do not use them because (1) it
was too much trouble to carry the books for all the soldiers they
supervise, (2) they have trouble getting the job books they need,
and (3) their supervisors have not told them to use them.

It is important that Army unit commanders insure that super-
visors maintain job books for the soldiers they supervise. With-
out the information prcvided by properly maintained job books,
commanders and supervisors lack information on the training status
of individuals in the unit--information which is important in
structuring individual skill training programs.
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Training extension courses

In 1972, the Army began developing a video-tape training aid
which has become known as a training extension course. These
audiovisual aids provide a description of Soldiers Manual tasks.
They have been distributed to combat battalions and companies
throughout the world. The extension course is currently being
expanded to cover service and support MOSs. The video-taped
lessons are designed to improve a soldier's proficiency in
individual tasks in his MOS. Research conducted by the Army
Research Institute indicates that extension course lessons can
be a highly effective training device. The Institute concluded
that they are more effective than conventiocnal lecture-type
instruction sessions. Generally, however, most soldiers have
not been encouraged to use the lessons. For example, we asked
a random sample of soldiers at 35 of the units visited to tell
us how often they used course tapes. In total, we interviewed
208 soldiers (El1-E4). The results of this effort revealed
that:

~-59 percent had never used an extention course lesson cover-
ing common soldier tasks.

--64 percent had never used an extension course lesson cover-
ing any of their duty position tasks.

Reasons given us were that the soldiers and supervisors are
not fully informed as to what the taped sessions are and how they
can be used. Further, we noted that these materials can only be
used at some units during off-duty hours which naturally discour-
ages their use.

CONCLUSION

If the Army is to more nearly achieve the level of training
effectiveness desired, greater command emphasis must be placed on
the management of this function at the company/battalion level.
It is important that unit commanders stress the importance of
training and assure that their unit has a well-managed program
which makes use of available training tools and training time.
Such training should be geared to providing a well-rounded pro-
gram rather than a training program which concentrates on an up-
coming SQT. Until this command emphasis is achieved, the trained
capability of soldiers will be below Army standards.
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RECOMMENDATIONS

Better realization of training goals will require specific
and immediate actions to improve the quality of current unit
level skill training programs. With regard to those actions that
can and should be pursued, we recommend tha%:the Secretary of the

Army:

--Emphasize to Army commanders the importance of unit skill
training and the commanders' responsibilities for pro-
viding skill training to enlisted personnel.

--Require commanders at the battalion level and above to
better monitor skill training in their subordinate units.
This monitoring effort should insure that primary trainers:

~-Use Soldiers Manual as their program criteria.

~-Develop a training plan which provides for training
in all Soldiers Manual tasks.

~-Maintain job books for the soldiers they supervise so
that training needs are documented.

~--Use training extension course lessons in their train-
ing programs.

~--Incorporate individual training into all phases of
unit activity and make use of available slack time to
provide opportunity training.

--Use job books, SQT results, and Soldiers Manuals

to develop training programs which provide training
in those tasks where additional work is neededij
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CHAPTER 3

FACTORS AFFECTING UNIT TRAINING THAT

CANNOT BE ADDRESSED AT UNIT LEVEL

Chapter 2 addressed training management practices which Army
units can improve with greater emphasis on training and better
management of existing resources. This chapter addresses factors
which are impeding effective individual training, but are diffi-
cult to control at the division level and below. These factors
are:

--The lack of an adequate number of experienced and quali-
fied NCOs to serve as trainers.

--The high personnel turnover rates being experienced by
operational units.

~--The lack of functional equipment and ammunition which can
be used in training.

The absence of enough experienced trainers and equipment,
combined with constant turnover of unit personnel, inhibits the
delivery of training. The main effect of this situation is that
soldiers are not trained in tasks supervisors cannot perform or
in tasks associated with equipment which is unavailable or inoper-
ative.

THERE ARE NOT ENOUGH EXPERIENCED
TRAINERS TO FULLY TRAIN SOLDIERS

The Army's skill training philosophy for enlisted personnel
depends on having an adequate number of experienced and trained
NCOs within its units. The importance of the NCO to effective
training is highlighted by the fact that the commanders at the
units we visited stated they rely primarily on their NCOs to pro-
vide the necessary skill training to unit personnel.

Many Army units, however, both in Europe and the continental
United States do not have an adequate number of skilled NCOs to
provide individual training. This critical problem involves two
issues. First, the Army is losing NCOs who are experienced in
their MOS. Second, many newer NCOs not only lack job experience
but also have not been trained to perform as trainers.

In recent years, the Army has found it increasingly difficult
to retain experienced NCOs. At most units we visited the number
of NCOs actually assigned was less than the number authorized for
the unit. As NCOs fail to reenlist, the Army loses its most pre-
cious resource--an experienced and qualified trainer. While our
review did not specifically focus on NCO retention problems, we
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did explore some of the reasons why NCOs are not reenlisting.
NCOs cited various reasons for not reenlisting, including low
pay., the declining value of Army benefits, decreasing discipline
in the Army, the quality of current enlistees, and Army rotation
policies.

As a result of declining retention rates for experienced
NCOs, the Army is not only losing its experienced trainers, but
it is also forced to replace the NCOs with personnel who are less
experienced and less trained. For example, at the 43 Army com-
panies visited, we solicited information from 868 NCOs. Nearly
95 percent of them were in ranks E5 through E7, and 92 percent of
them were assigned to a supervisory position within the unit,
such as squad leader, platoon sergeant, or section leader. While
78 percent of these NCOs said they are required to provide MOS
training to the soldiers they supervise, more than 25 percent
had not been to any Army NCO leadership schools, and only 37 per-
cent had attended the Army's Battalion Training Management System
workshops which are designed to teach the basic principles of
performance-oriented training and training management. Through-
out the Army 24 percent of the NCOs had not attended a leadership
school and only 35.8 percent had attended the Battalion Training
Management System workshops.

Commanders at a number of the companies we visited commented
that while their NCOs are charged by Army regulations and train-
ing guidance with training responsibilities, many have not been
adequately trained to serve as trainers. These comments are sup-
ported by an Army Research Institute report, released in April
1979, on the status of unit training within units stationed in
Europe. The report contains the following comments from com-
manders concerning the experience and ability of NCOs within
their units.

"Qualified NCOs--I'm disappointed. So many are
unprofessional (mostly E5-E6)--not experienced

enough, do not know their Jjobs."
(Battalion Commander)

"My E6s are very good, but ES5s cannot function
as an NCO because of inexperience. Also because
of the erosion of NCO responsibility and they're
young. They have not been given any responsibility
and can't function as NCOs."
(Company Commander)

“There is not much squad level instruction because
the squad leaders are not experienced. I rely on
qualified people to instruct. The platoon leader
may not be too knowledgeable on the subject, but
he does have the ability to research for the

class."
(Company Commander)
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According to our Army-wide questionnaire results, 39 percent
of the Army's NCOs were not receiving training in their MOS tasks;
and 35 percent said that they did not feel qualified to teach all
the tasks of their MOS to subordinates.

We also found that many NCOs cannot perform some of the crit-
ical tasks within their MOS which, because of their supervisory
positions, they are responsible for teaching to lower ranked en-
listed personnel. Some examples of tasks basic to proper job
performance, which NCOs at the 43 units visited told us they could
not perform, are shown telow.

MOS 91B, Medical Specialist:

-=-27.5 percent (11 of the 40) of the NCOs said that they
could not or were not sure they could administer emergency
medical care to a chemical agent casualty.

~-35 percent (14 of the 40) of the NCOs said they could not
or were not sure they could administer emergency care to
an open neck wocund.

MOS 12B, Combat Engineer:

--25.9 percent (14 of the 54) of the NCOs said they were not
sure they could recognize threat vehicles.

--40.8 percent (22 of the 54) of the NCOs said they were not
sure or could not identify components of a float bridge

anchorage system.

--37 percent (20 of the 54) of the NCOs said they were not
sure or could not identify components of a floating bridge
erection set.

MOS 16E, HAWK Fire Control Crewman:

--50 percent (9 of the 18) of the NCOs said they were not
sure how to or could not install/recover an electrically
armed claymore mine.

--27.8 percent (5 of the 18) of the NCOs said they were not
sure how to or could not aline and orient the HAWK missile

system using the first alternative method.

MOS 13E, Cannon Fire Direction Specialist:

--50 percent (4 of the 8) of the NCOs said they were not
sure how to or could not enter a hasty fire plan into their
weapon systems fire control computer.
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--50 percent (4 of the 8) of the NCOs said they were not sure
they could assemble/disassemble an M203 grenade launcher.

PERSONNEL TURNOVER SERIQUSLY
AFFECTS TRAINING EFFECTIVENESS

The quality of Army skill training is being degraded by per-
sonnel turnover, i.e., the constant movement of soldiers in and
out of units. Personnel turnover or "turbulence" occurs for a
number of reasons including: discharges; assignments to schools;
overseas rotation; and transfers to other Army units or commands.
Personnel turnover at units we visited was as high as 65 percent
for soldiers E1 through E4 and 49 percent for NCOs per year. 1/

The ultimate results of personnel turbulence are an increased
training load on unit personnel, and degraded unit performance.
Most newly assigned personnel, regardless of whether they are re-
porting directly from an Army initial skill training school or
from another unit, require training at the new unit. The Army
Research Institute study of unit training in European units men-
tioned earlier included the following table showing the average
percentage of newly assigned enlisted personnel who needed addi-
tional training. The figures in the table were reported to the
Institute by a representative sample of experienced company/bat-
tery commanders, battalion commanders, and training officers from
15 battalions stationed in Europe.

Average Percentage of Newly Assigned Enlisted
Men Who Need Additional Training

Rank
Type MOS Branch E2 E3 E4 ES5 £6 E7 ES
———————————— (percent)--—-=—=~=--
Combat Infantry 89 89 66 66 59 43 18
personnel Armor 68 64 46 47 31 25 6
Field Artillery 99 89 68 49 32 65 62
Average 85 80 60 54 42 43 27
Support Infantry 77 72 58 51 55 41 37
personnel Armor 67 64 49 52 50 25 (b)
Field Artillery 99 94 71 52 39 90 a/90
Average 20 76 59 52 48 43 50

a/Based \on response of only one commander.

b/No respondents.

1/Chapter 5 of this report provides information on recently an-
nounced programs the Army hopes will reduce personnel turnover.
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Personnel turnover, especially turnover of one-half or more
of a unit's personnel per year, increases the unit level training
burden because each newly assigned soldier requires additional
training. This constant requirement to provide additional train-
ing to new unit members "to bring them up to speed," reduces the
time NCOs have to provide training in all tasks a soldier should
know how to perform to be prepared for combat. We asked the NCCs
at units visited how many of the soldiers they supervise are ade-
guately trained for combat duty and what factors affect train-
ing effectiveness. Fifty-seven percent of the 868 NCOs told us
that half or fewer of the soldiers they supervise are adequately
trained for combat duty, and 39 percent of the NCOs cited high
turnover of personnel as a reason for reduced training proficiency.

EQUIPMENT, AMMUNITION, AND OTHER RESOURCE
SHORTAGES ARE HINDERING EFFECTIVE TRAINING

The commanders at 10 of the 15 companies/batteries where we
performed detail audit work stated that resource constraints and/
or equipment shortages are hindering their individual skill train-
ing programs. Four of these 10 companies/batteries are located
in Europe.

The most freguently mentioned shortages involved practice am-
munition, access to training areas, and fuel for vehicles. The
commanders at six of the units visited stated that resource alloca-
tions in these areas were less than what they feel is necessary
to conduct effective individual training. The Army Audit Agency
in a recent report cited the limited amount of antitank ammuni-
tion available for training. The report states that live firings
not only increase the proficiency of antitank weapon system gun-
ners, but also help to instill confidence in the capability of
the weapon systems, and acquaint gunners with the backblast,
noise, and shock associated with live missile firings. The Army
Audit Agency found that most gunners have never fired a live anti-
tank missile. The report states:

—--To determine the live missile firing experience of Dragon
gunners, we administered questionnaires to 131 individuals
designated as LCragon gunners in 5 divisions. Of the 131
Dragon gunners, only 51 had fired a live missile.

--To determine the live missile firing experience of TOW
crewmembers, we administered questionnaires to 259 crewmem-
bers in five high priority divisions. Of the 259 crewmem-
bers, 29 had fired a live missile.

The commanders at five of the units we visited provided infor-
mation showing equipment shortages which they feel are precluding
fully effective individual training. The shortages described and
the impact on training, according to unit personnel, are shown in
the following table.
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Type of unit

Shortage stated

Infantry
(Mechanized)

Engineer

Field Artil-
lery

Weapon system
simulators

Demolition
simulators
and bridg-
ing equipment

(1) Spare
parts for
self-

propelled
howitzers

(2) Fire
direction
computer

28

Impact on training

We were told the battalion should
have 233 personnel assigned who
are qualified on the DRAGON anti-
tank missile system. This guali-
fication goal 1s difficult to
achieve and maintain because
while the battalion is authorized
4 DRAGON simulators, only 2 were
on hand and both were inoperative.

Officials at this unit told us
that the lack of realistic demoli-
tion training aids, such as "real-
train" rines, has created such
unrealistic training that the sol-
diers do not take it seriously.
The unit is presently using "home-
made"” wooden mines which precludes
training in fusing tasks. Unit
officials told us they also lack
the necessary bridging equipment
to conduct fully effective
individual training.

We were told that 4 of the unit's
6 howitzers were not available for
training because of engine and
road wheel failure. This battery
was allocated $1,070 for spare
parts the entire 3rd quarter of
fiscal year 1980. About $&00 of
this allocation is required just
to replace the filters on the 6
guns.

* % *x k %

We were told also that training
for the fire direction personnel
in this unit is affected because
their fire direction computer
(FADAC) is not available about 25
percent of the time due to spare
parts shortages, generator prob-
lems, and loan commitments to
other units.



Type of unit Shortage stated Impact on training

Air Defense Specialized We were told that the training

Artillery trucks capability of this unit is ad-

(HAWK) versely affected because, while 82
XIWB trucks are authorized, none
is on hand. The unit has been

+old that the trucks will not be
available until 1983.

Air Defense Spare parts We were told that the radar equip-
Artillery for Imprcved ment at this btattery has been non-
(Improved HAWK fire operational since March 1980. (We
HAWK ) control visited the battery in May 1980.)
system Since system upgrade, (HAWK to Im-

proved HAWK), the battalion has
found it difficult to obtain spare
radar and fire control computer
circuit boards. Those spare cir-
cuit bcards received have shown a
failure rate of 24 percent. Since
spare parts cannot be obtained,
battery personnel cannot be fully
trained on the weapon system.
puring our visit, we observed

an unannounced Operational Readi-
ness Evaluation of the Battery.
The evaluation was terminated
shortly after it began because of
a catastrophic equipment failure.

CONCLUSION

The absence of enough experienced trainers and the lack of
sufficient training equipment, combined with constant turnover
of unit personnel, is seriously affecting the Army's capability
to meet its training objectives. TCesired goals cannot ke
achieved when Army trainers cannot perform and teach tasks sub-
ordinates need to know. The Army is finding it increasingly
difficult to reenlist its experienced NCOs; this compounds the
problem. Furthermore, the impact cf personnel turnover on unit
training effectiveness is significant, and training goals achieve-
ment is seriously impaired by the need to constantly bring
individuals "up to speed."

RECOMMENDATION

We recommend that[ghe Secretary of the Army:
--Determine ways existing resources, including NCOs, can be

better used to improve training. More specifically, al-
ternative management techniques should be identified to
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reduce personnel turbulence, consolidate training to make
better use of experienced trainers, and more rapidly pre-

pare

During
the matters
with regard
NCOs in the

young NCOs to be effective trainers. Y}

our meeting with Army officials to obtain views on
discussed in this report, one idea which surfaced
to the recommendation was to use the more experienced
units to train the less experienced NCOs. Actions

such as this could contribute significantly to increasing the
knowledge of NCOs.
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CHAPTER 4

THE ARMY NEEDS TO STRENGTHEN ITS MANAGEMENT

OVERSIGHT FOR INDIVIDUAL SKILL TRAINING

The actions discussed in the preceding chapters are essen-
tial to unit level training enhancement, and several can be ac-
complished in the shorter term. In the longer term, however, the
Army should direct attention towards strengthening its management
oversight of individual skill training. The criticality of train-
ing to mission success necessitates an active, effective monitor-
ing and control system which provides managerial information so
that program and budgetary decisions are made with a full view of
their impact on program results. It is important that the indi-
vidual skill training program be monitored and evaluated by Army
commanders at all levels to enhance their decisionmaking capabil-
ity and to insure that established criteria are implemented and
desired training goals are met.

In July 1979, we reported that the Office of the Secretary
of Defense did not have an effective system of oversight for indi-
vidual skill training in the services. 1/ During this study, we
found that the Department of the Army has also not implemented a
fully effective system of oversight to assure compliance with
training criteria and permit informed decisionmaking. The amount
and type of information obtained by Department of the Army Head-
gquarters and subordinate Army commanders does not fully identify
training problems. As a result, training problems persist and
the Army's training criteria have not been fully implemented.

The Army can strengthen its management oversight system for
individual skill training and further enhance it by:

--Increasing its monitoring of individual skill training
programs to insure compliance with training criteria.

--Improving evaluative information so that it can be used to
assess the effectiveness of training programs in relation
to established criteria.

Enhancing the Army's management oversight system would as-
sure that individual skill training problems are identified for
correction and that the best possible individual training program
is in effect. Further, top level emphasis on monitoring training

l/"DOD's Oversight of Individual Skill Training in the Military
Services Should be More Comprehensive" (FPCD-79-13, July 13,
1979).
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would go a long way towards creating the environment needed to
motivate unit commanders to correct many »f the deficiencies
noted in chapter 2 concerning unit level management of training.

As a part of its management oversight, it is also important
the Army insure that the current training philosophy is the most
appropriate method to achieve training goals. The move in the
mid-1970s from a school oriented approach to a unit oriented ap-
proach has not been fully evaluated to determine its impact on
the trainer's capability to train the individual soldier. This
evaluation is needed to determine whether it would be more effec-
tive to continue skill training at the unit level or to provide
the soldier more skill training prior to being assigned to a unit.

INDIVIDUAL SKILL TRAINING
SHOULD BE BETTER MONITORED
BY THE DEPARTMENT OF THE ARMY

In October 1978, the Army centralized its training programs
under the Office of the Deputy Chief of Staff for Operations and
Plans. This new organization was formed to combine the separate
functions of individual training, unit training, and training sup-
port into a single point of contact for all training issues. One
of the primary functions of the office is to monitor the implemen-
tation of Army training concepts. More specifically, the office
is charged with the responsibility of providing guidance regard-
ing the utilization of training resources and monitoring the
status of training within Army institutions and units.

The Office of the Deputy Chief of Staff for Operations and
Plans could improve its oversight of training by (1) determining
the amount and type of management information needed to fulfill
its oversight responsibilities and (2) implementing a systematic
program for obtaining the data. Presently, the office uses infor-
mation from unit readiness reports, ammunition usage reports, and
unit visit trip reports to monitor individual training effective-
ness. While the information available from these sources does
provide some insight into training, these reports do not provide
enough detail to allow a complete assessment of training effec-
tiveness. For example:

--Unit readiness reports contain an assessment or rating of
unit training. This rating is determined by the commander
of the unit, and is based primarily on (1) performance dur-
ing the annual Army Training and Evaluation Program, and
(2) an estimate of the time required to overcome known
training shortfalls. We visited units which were rated
highly in training, where individuals were not being
trained to perform critical MOS tasks and soldiers ad-
mitted they could not perform critical MOS tasks. These
ratings, therefore, can mislead a reader as to the actual
state of training in units.
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--Ammunition usage reports provide information on ammunition
expended for training purposes. The reports, however, do
not provide information on who is receiving the training.
This is important because the Army Audit Agency found that
the gunners expending the limited number of available TOW
and DRAGON antitank missiles were gunners who have previ-
ously fired one, and not the gunners who need the experi-
ence in firing live rounds.

--Visits to active units by Department of the Army personnel
provide first hand information on training. However, De-
partment of the Army training evaluators told us there is
not enough money available to make the trips necessary to
fully evaluate training. These evaluators told us they
only visit three or four installations a year.

In mid-1979 the Department of the Army Inspector General
established a Training Management Inspection Division to conduct
Army-wide inspections of training. The first major inspections
by this division were accomplished in late 1979 and early 1980.
The results, which were provided to the Army Chief of Staff in
mid-1980, highlighted many training problems affecting Army unit
readiness.

Prior to the formation of the Training Management Inspection
Division, the Department of the Army Inspector General conducted
only limited training management inspections as part of its gen-
eral inspection program. As a result there was no formal feed-
back mechanism to provide insight into training problems at the
Department of the Army level. The Training Management Inspec-
tion Division, therefore was formed to provide the Army with
information on training problems.

However, we were told that the inspections will not involve
testing individuals, testing units, comparing units, or evaluat-
ing how the Army should train. We believe this could inhibit a
complete evaluation of training problems and that the Army still
may not have all the oversight information it needs.

With increased training being provided through on-the-job
training at the company/battery level, the need for complete and
detailed oversight data becomes more important. The Office of
the Deputy Chief of Staff should insure through a review of all
evaluative reports available and personal observations of train-
ing that the Army's training criteria is effectively implemented.
Because the Office has not implemented an oversight system which
surfaces training deficiencies, major Army commanders have been
left to interpret training criteria on their own, and training
programs have been implemented which do not insure that soldiers
are trained in all critical skill tasks.
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TRAINING EVALUATIONS SHOULD
BE IMPROVED TO FULLY IDENTIFY
SKILL TRAINING DEFICIENCIES

Under the Army's philosophy of decentralized training, Army
commanders at all levels are responsible for the training in
their units. Consequently, all commanders share with the Office
of the Deputy Chief of Staff for Operations and Plans the respon-
sibility for assuring that approved training criteria are imple-~
mented and that training is conducted effectively. Additionally,
since individual skill training accomplishment has been decen-
tralized to the lowest operational level, Army commanders at all
levels need oversight information to insure that soldiers are
being trained in accordance with established criteria.

Army commanders within the major operational commands receive
a variety of evaluation reports designed to provide information
on training effectiveness within their battalions and companies.
They are provided evaluations which result from Inspector General
(IG) visits, unit proficiency evaluations, and SQT results. The
purpose of these evaluations is to provide commanders with informa-
tion on the effectiveness of unit operations--including training.
These reports should identify training deficiencies for correc-
tion. However, the management oversight information we reviewed
did not provide Army commanders data on the extent of individual
skill training deficiencies. Further, as was explained in chap-
ter 2, SQT results, which focus entirely on individual proficiency
and highlight specific training deficiencies, are generally not
used as a management tool to improve training effectiveness.

IG reports

Division/brigade IGs serve as the "eyes and ears" of the
commander and, as such, generally concentrate on checking items
of interest to the command. However, the IG reports at the divi-
sions we visited reflect, in most cases, only a superficial review
of individual skill training. With respect to individual skill
training, the efforts of the inspectors have generally concen-
trated on such areas as Soldiers Manual accountability procedures
and conduct of required training subjects, such as the requirement
to once a year have each soldier gualify on his individual weapon
(M-16A1) and go through a gas chamber to develop confidence in
his gas mask. The reports we reviewed did not address the effec-
tiveness of unit level skill training programs in relation to
established criteria; i.e., these reports did not address whether
programs were in effect to insure that individuals are properly
trained in all critical skill tasks.

The Inspector General of the Army, in a February 19, 1979,
letter to major commanders, recognized the need to change the
thrust of inspections. He pointed out that there was a prob-
lem with the inspection system and a need to shift emphasis from
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compliance to identifying causes of problems (by tracing the prob-
lems throughout the system) and determining solutions. He saigd
he was hopeful that this approach--which he termed "systemic"--
would not only provide commanders a better evaluation of mission
performance, but would also have impact on units' preparations
for inspection and "* * * discourage last minute spasms and con-
centration on superficials like painting rocks and waxing floors."
We agree with the IG's efforts to change the emphasis of
general inspections since such a change could surface the reasons
for training problems and serve as a basis for corrective action.
At the 82nd Airborne Division, for example, we noted that due
to command emphasis and the initiative of the IG, unit commanders
receive systemic as well as compliance-type findings which aid
in strengthening individual skill training. The Division has
instituted a two-phase IG inspection system. The first inspection
involves a detailed review of the unit and its training programs.
This review, however, does not "count" for record. Instead, it
is designed as a diagnostic tool for the unit commander. After
the problems are discussed with the unit commander, a second I1IG
visit is scheduled to inspect the progress of the unit, and the
results become the IG "for record." This system provides unit
commanders with information they can use to improve training,
decreases the perceived need to have everything perfect for the
IG, and reduces the perceived threat associated with these
inspections, which often results in commanders trying to hide
known deficiencies.

The effectiveness of expanded IG reviews in providing com-
manders with needed management information becomes apparent when
one compares a program such as the 82nd Airborne Division's with
another division's program where the inspections are not so com-
plete. For example, one armor battalion we visited at Fort
Stewart, Georgia, had been inspected by the division IG only 4
months prior to our visit. The IG rated the battalion and its
subordinate companies' training management program as satisfac-
tory. The deficiencies noted by the IG centered on Soldiers
Manual issuance procedures, deficiencies in nuclear, biological,
and chemical training, and individual weapons qualification
practices. Our review, however, disclosed several individual
training problems: soldiers were not being trained in all job
tasks; job books were not maintained; opportunity training was
not being provided; and instructors (NCOs) could not perform
tasks they were responsible for training. In May 1980, this
battalion undertook an external evaluation. While the IG report
indicated a satisfactory unit training management program, the
Army Training and Evaluation Program revealed the battalion could
not fully perform its mission. Five of six major mission tasks
tested were failed.

Inspector General activities can contribute substantially to
improving individual training effectiveness. However, before
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this contribution can be realized, IG activities should be
expanded to provide commanders with complete and detailed over-
sight information. We believe the Army Inspector General should
move forward to implement systemic evaluations as outlined in
his February 1979 letter and insure that its inspections provide
the information needed for guaranteeing training effectiveness
and highlighting training deficiencies.

Unit proficiency evaluations

Unit proficiency evaluations are normally conducted by divi-
sion or brigade level training management sections and take the
form of announced or unannounced evaluations to determine unit
and individual skills proficiency. These evaluations play a
vital role in providing the dlvision/brigade commander with over-
sight information on training in his units. They also serve as
a guide to units on training expectations of higher command.

These evaluations, however, have mainly concentrated on unit
training without giving much attention to individual skills train-
ing.

All of the Divisions we visited had established programs to
evaluate training on an informal and formal basis. The informal
program included inspections of training classes, visits to train-
ing sites by senior level commanders, and at one division, a
skill fair day where units competed in performing tasks from the
Scldiers Manual. The Army Training and Evaluation Program is
the Army's formal evaluation of unit proficiency.

The Army Training and Evaluation Program is built around a
list of critical tasks that must be performed collectively by
unit sections, companies, or battalions under stated conditions.
These tasks are based on the units' mission and weapon capabili-
ties. Once a year, each Army unit is evaluated by its higher
headquarters on its ability to perform Army Training and Evalua-
tion Program tasks.

Army training guidance states that training is a building
block of knowledge. Individuals in a squad, for example, should
have mastered individual skills before a squad, as a group, can
train in these skills. We were told, however, that units can,
and do, bypass the stop of insuring individual proficiency be-
cause most unit training evaluations do not measure proficiency
at these levels. For example, one armor company visited had tank
drivers who were not fully proficient at driving a tank. The
company commander told us that to avoid a problem, he could
hold the platoon with poor drivers as reserves, or have them
drive in areas which would not require close maneuvers during the
unit's evaluation. Training deficiencies, therefore, could go un-
detected during unit proficiency evaluations. The point is that
Army commanders view their annual Army Training and Evaluation
Program as a proficiency test, even though Army guidance states
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it is an evaluative tool rather than a pass or fail test. As a
result of this perception, and because Army Training and Evalua-
tion Programs do not presently measure individual proficiency in
many tasks, training deficiencies from an individual skill stand-
point ‘can, and do, go undetected by the evaluators.

THE ARMY SHOULD MORE EFFECTIVELY EVALUATE
ITS INDIVIDUAL SKILL TRAINING PROGRAMS

Well-trained individuals are the backbone of an effective
Army. Therefore, the training philosophy and methodology for
meeting individual training goals should be the best available.
To insure that current training programs are the best possible
and that individual training goals are being accomplished, effec-
tive evaluations should be made of existing programs and strate-
gies. Additionally, such evaluations are necessary to insure
that the Army spends its more than $3 billion for skill training
wisely.

In the mid-1970's the U.S. Army made a significant change in
its individual skill training philosophy. It went from a predom-
inately school-oriented approach to an approach where a large
part of an individual's skill training takes place in the unit
environment. The Army, however, has not fully evaluated this
change in philosophy to insure itself that its current individual
skill training programs are meeting its needs.

The Army's present decentralized individual skill training
philosophy encompassess two distinct elements. The first element
involves the individual skill training soldiers must receive.
This training requirement manifests itself in the Soldiers Manual
for each of the Army's MOS's, and the methodology for accomplish-
ing the training; i.e., some tasks are taught in Army schools and
others are trained by unit personnel. The second element of the
Army's philosophy involves training for the trainers. The Battal-
ion Training Management System has been implemented by the Army
to inform supervisors of their training responsibilities and to
provide basic assistance in conducting training. The Army should
insure that its training for soldiers and trainers is the best
possible if training goals are to be met. Consequently, the Army
needs to systematically and completely evaluate its training
philosophy and methodologies.

More evaluation is needed
of training methodologies

The Army's present decentralized individual skill training
philosophy was developed by TRADOC. It was implemented in 1977
when the first Soldiers Manuals were issued. The training phi-
losophy, as well as all training guidance, was developed through
use of a five-phase process known as Instructional Systems Devel-
opment.
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Phase I of the process includes five steps: analyzing
the job (MOS): selecting tasks for training; constructing job
performance measures; analyzing existing courses; and selecting
the training setting, i.e., school or unit.

Phase II of the process, the design phase, includes detail-
ing training objectives and tests, describing student entry char-
acteristics, and determining the sequence and structure of the
training.

The development of the training, Phase III of the process,
includes specifying the learning activities, reviewing and select-
ing available existing materials, and developing and validating
new instruction.

Phase IV, the implementation of instruction, includes using
the complete management plan and conducting the actual course in
its designated setting.

The final phase of the process is quality control. Internal
and external evaluations of training effectiveness are called for
by the Instructional Systems Development model.

--Internal evaluations consist of collecting progress data,
process data, performance data, and pertinent data from
students, instructors, and administrators to insure that
the actual learning outcome equals the intended learning
objectives.,.

--External evaluations require following graduates of the
training program to their job assignments to determine
whether they can do the job for which they were trained.

Although the Army's present individual skill training metho-
dology has been in operation for more than 3 years, efforts to
evaluate its effectiveness (phase V of the Process) have been
fragmented. For example, we visited three of the Army's School
Commands--the Infantry School, the Quartermaster School, and the
Transportation School--and found that none had completed internal
and external evaluations of the effectiveness of their designed
training programs. Because of the emphasis within TRADOC on
developing training products (Soldiers Manuals, Commanders Man-
uals, and SQTs), resources which should have been devoted to eval-
uvating program effectiveness were devoted to reviewing training
products. The Directors of Evaluation at the schools we visited
said that because they did not have the number of people required,
and because of the emphasis on training products, their evaluation
activity was limited to resolving serious problems brought to
their attention.

Without comprehensive evaluations of the training methodology
for each of its skills, the Army does not know whether it is
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meeting the needs of soldiers in these skills, or the needs of
the units where the skills are an integral part of the unit team.
They also do not know whether their current programs are the best
way to spend more than $3 billion a year. The officers and NCOs
at all the units we visited told us that many soldiers arriving
directly from an Army school cannot perform as effective unit
members—--even in those basic tasks which the schools are respon-
sible for teaching. This indicates a real need for the Army to
evaluate its methodology for training soldiers and the effective-
ness of its training programs.

TRADOC recognizes the importance of performing a systematic
and comprehensive evaluation of the Army's skill training philos-
ophy and training programs. In recognition of this need, TRADOC
has developed a Training Effectiveness Handbook. This handbook,
which is now in draft form, is designed to aid the Directors of
Evaluation at Army schools in evaluating the effectiveness of
current training philosophies and methodologies. We encourage
the Army to increase its efforts to develop and implement a
comprehensive evaluation system for its training programs.

The effectiveness of the
Battalion Training Management
System should be evaluated

In February 1979, the Army began implementing the Battalion
Training Management System, a series of unit level workshops de-
signed to reemphasize the importance of individual skill training
and provide basic assistance to officers and NCOs in conductlng
training. The initial implementation phase of this program is ex-
pected to be completed during 1981, and efforts are being planned
to expand on the initial program and include the program princi-
ples in school curriculums. The success of the program is crit-
ical to the Army's training goals. Officers and NCOs at all
levels must understand their responsibilities in the Army's train-
ing program and how the Army expects them to accomplish perform-
ance oriented training. However, despite its importance, the
Army has not evaluated its effectiveness as presently structured
and implemented.

The importance of the Battalion Training Management System
concept mandates that it be evaluated in principle and implemen-
tation to see if it is the best way to inform trainers of their
responsibilities and teach basic teaching techniques. Evaluation
is warranted because proper management dictates it and also be-
cause our work revealed that in its present implementation format
this concept may not be achieving its intended goals. Our review
indicated that the principles taught by the workshop are not
being implemented in many units. For example, while the workshop
stresses decentralized training at the lowest supervisory level,
squad leaders cannot perform some tasks they are responsible for
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teaching. This results in a breakdown of the Battalion Training
Management System philosophy. In addition, because commanders
know that some of their NCOs are not good trainers, they do not
hold these NCOs responsible for many of the training management
principles taught by the workshops. The end result in both in-
stances ig the same--training principles are formally taught, but
soldiers are not trained according to the principles.

CONCLUSION

Because the Army does not have an effective Army-wide man-
agement system to oversee the skill training program, it is
difficult to identify where improvements are needed. An effec-
tive monitoring and evaluation system is needed to provide Army
commanders at all levels the program evaluation data and other
management information needed for informed decisionmaking.

The Army also has not fully evaluated its training method-
ology to insure that training goals are being met. Similarly,
the Army's Battalion Training Management System which was imple-
mented to inform supervisors of the importance of individual
skill training, their role in the training effort, and toc provide
basic assistance in conducting training has not been fully evalu-
ated. The importance of the Battalion Training Management System
concepts mandates that they be evaluated in principle and imple-
mentation to see if program objectives are being achieved.

RECOMMENDATIONS

We recommend that[&&e Secretary of the Army:

--Take action to see that the Office of the Deputy Chief of
staff for Operations and Plans establishes a more effec-
tive Army-wide system to monitor the accomplishment of
skill training provided to enlisted personnel. As a part
of this oversight system, the Department of the Army
gshould

--encourage division level IGs to perform systemic
evaluation of skill training effectiveness at the
company/battery level; and

~--require pefsonnel at the Department of the Army IG's
office to independently monitor skill training effec-
tiveness, both from a resource constraint standpoint
and from a management effectiveness standpoint.

--Require TRADOC to evaluate fully the current individual
skill training doctrine. In order to implement the most
effective doctrine, TRADOC must fully evaluate the guality
of school training, the proficiency of school graduates
in terms of operational unit needs, and the effectiveness
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of individual training in operational units. The results
of this evaluation should be used to determine whether
the present decentralized training concept is the best
method for the Army to use; or, whether additional train-
ing in the formal schoocl setting should be initiated.

--Require TRADOC to evaluate the effectiveness of the
Battalion Training Management System. Such an evaluation
is essential in light of the importance of the system

goals.:J

The Secretary of the Army also{should insure that the Army
implements an effective individual skill training program. We
believe this can best be accomplished by requiring an independent
organization to perform periodic assessments of training effec-
tiveness within the Army. We encourage the Secretary of the Army
to consider using the Army Audit Agency for such assessments.
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CHAPTER 5

ACTIONS TAKEN BY THE ARMY TO IMPROVE

INDIVIDUAL SKILL TRAINING

Throughout the course of our study, Army officials demon-
strated a genuine interest in having a quality training program.
This interest was exemplified by the outstanding cooperation we
received from the Army while selecting occupaticnal specialties
for review, selecting units to visit, and arranging access to
soldiers and training records. In developing our questionnaire
instruments which were used to identify training strengths and
weaknesses, the insights provided by training managers from vari-
ous Army commands greatly increased the usefulness of the pro-
ducts. The Army's assistance in developing our questionnaires
and reviewing our analysis methodology is an indicator of their
desire to obtain independent information on the effectiveness of
present training programs and improvements which could further
enhance training.

Recent actions proposed by the Army to improve training pro-
vide further evidence that Army commanders are interested in hav-
ing a guality training program and are willing to take steps to
improve existing programs. 1In recent months, to improve soldier
morale and training, plans have been announced to change existing
personnel rotation and assignment policies, increase training in
basic soldier tasks, and change officer promotion policies and
assignment practices. These changes are a step in the right di-
rection. Further, if these planned efforts are coupled with (1)
actions aimed at correcting the training management deficiencies
we noted during our study and (2) a program to improve the profi-
ciency of its primary trainers, the quality of skill training
should be greatly improved.

A discussion of recent actions taken by the Army to enhance
training and our thoughts on these actions follow.

ASSIGNMENT POLICY CHANGES WILL
MAKE MORE TRAINERS AVAILABLE
FOR STATESIDE UNITS

One of the primary factors impeding effective skill training
is the shortage of experienced and qualified trainers as discussed
on page 23 of this report. In recent years the Army has found it
increasingly difficult to retain experienced NCOs who form the
backbone of its training philosophy. The fact that the Army has
not been able to reenlist as many experienced NCOs as needed,
coupled with past policies which overstaffed units in Europe and
Korea for Defense reasons, has resulted in severe shortages of
NCOs for units stationed in the United States. Past assignment
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policies favored units overseas with more NCOs than authorized,
at the penalty of understaffing units at home.

In September 1980, the Army Chief of Staff announced that in
the future, units overseas would not be overstaffed with NCOs.
A plan has been implemented which will reduce NCO levels in Europe
and Korea by about 7,000 soldiers. These personnel, primarily
sergeants, will be assigned to units in the United States rather
than being sent overseas. Consequently, in the future there will
be more trainers available for our stateside units.

The purpose of this action, according to the Army Chief of
staff, is to provide more trainers to units in the United States
to beef up Army readiness and ability. By assioning more ser-
geants to units in the United States, the fighting ability of
units will be enhanced over the long run according to the Army
Chief of Staff. We believe that the Army's plan to provide
United States units with more trainers is a positive step towards
improving training effectiveness. Nevertheless, simply increas-
ing the number of trainers in units may not achieve the goals.in-
tended by the plan; i.e., increasing the fighting ability of the
units. Our work revealed that many sergeants in stateside units
and overseas units have not been trained to perform all the tasks
they are responsible for teaching. Additionally, many sergeants
have not been trained in how to effectively organize their train-
ing programs or in how to conduct performance oriented training.
Therefore, we believe the action the Army has taken is a positive
step towards improving training in units based in the United
States. However, it is equally important that these NCOs be qual-
ified in all job tasks and proficient in conducting training.

ROTATION POLICY CHANGES ARE PLANNED
TO ENHANCE UNIT EFFECTIVENESS

Another major initiative announced by the Army Chief of
Staff is aimed at ending the rapid turnover of enlisted men and
officers in small fighting units, such as platoons and companies.
To do this the Army is planning to test a new personnel rotation
concept at stateside posts during 198l1.

Presently, the Army replaces individual soldiers in its
units when the need arises. Such practices result in high person-
nel turnover rates which detract from unit cohesiveness. As men-
tioned earlier, some of the units we visited had annual turnover
rates in excess of 50 percent which means that at any given time
as many as one-half of the units' personnel could be newly as-—
signed. This situation has a tremendous impact on training effec-
tiveness in the units because supervisors find it hard to keep up
with the training needs of individual soldiers, the soldiers do
not get to know or trust their supervisors, and the desired atmos-
phere of a fighting "team" is degraded.
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Beginning in 1981, the Army plans to test the practice of
rotating units rather than individuals. Initially, the test will
involve only about 20 Army companies. These companies will be
formed from newly enlisted soldiers who will train together and
stay together for their entire 3-year enlistment. It is hoped
that such a practice will encourage unit identity, improve sol-
dier morale, improve training effectiveness, and ultimately re-
sult in more soldiers remaining in the Army. Many of the nearly
5,000 soldiers who completed one of our training guestionnaires
commented that present Army rotation policies impede unit train-
ing.

There is little doubt that rotation policies which replace
individual soldiers in units, especially large numbers of indi-
vidual soldiers, do have an impact as discussed in chapter 3, on
training effectiveness. We believe that rotation policies de-
signed to keep units together could improve training effective-
ness, and that the Army's test of unit rotation concepts is
another step in the right direction towards improving its indi-
vidual skill training program.

AN EXTENDED BASIC TRAINING PROGRAM
IS PLANNED TO IMPROVE SOLDIER
PERFORMANCE IN COMBAT TASKS

One of the most common complaints voiced by officers and
NCOs we talked with was that soldiers assigned to their units
directly after their initial school training could not adequately
perform basic soldier tasks. Basic soldier tasks are taught to
all new enlistees during their initial 7 weeks of training and
include such tasks as rifle marksmanship, first aid, and chemical/
biological/radiological procedures.

Recently, the Commander of TRADOC, which conducts the Army's
basic training program, announced that the basic training phase
of a soldier's formal school training would be increased by 1
week. The additional week will be used to provide soldiers
more training in basic soldier tasks. 1Initially, beginning in
January 1981, the increased instruction will be offered only at
those installations which conduct separate basic training pro-
grams. Soldiers sent to installations which conduct one station
unit training programs--where soldiers remain in the same unit
for basic training and MOS related training--will not receive
the increased amount of basic soldier training. The reason for
increasing the basic training for only some of its enlistees,
according to the Army, is a lack of training funds to lengthen
the training at all posts where it is offered.

We view this increase in basic training as a very positive

step towards improving unit effectiveness by the Army. Many offi-
cers and NCOs at the units we visited said they could provide
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more technical training if soldiers arrived at their unit better
trained in basic soldier tasks.

OTHER INITIATIVES PLANNED BY THE ARMY
TO IMPROVE TRAINING EFFECTIVENESS

Recent news releases from the Army highlight planned train-
ing improvements in addition to those we have described above.
These initiatives for the most part involve changes to policies
regarding how officers are promoted and assigned. For example,
the Army has announced it is considering

--authorizing waivers of eligibility time before promotion
to the rank of captain to fill shortages in authorization
levels,

--establishing a standard 18-month company command tour to
give officers more time in command, and

~--extending battalion and brigade commander tours from 18-
months to 2- or 3-years assignments.

CONCLUSION

The Army has announced plans to initiate a series of pro-
grams aimed at improving a number of the factors which presently
inhibit effective training. These initiatives as well as the in-
terest shown in our study demonstrate the Army's willingness to
recognize needed improvements and its desire to have a quality
training program. While it would be premature to judge the im-
pact of these planned initiatives on training effectiveness, or
their impact on the Army's fighting ability, we do believe the
plans represent progress towards correcting some of the training
problems we observed. If these plans are combined with action to
strengthen individual training programs at the unit level, as
recommended, we believe Army training could be greatly improved.
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AGENCY OOMMENTS

DEPARTMENT OF THE ARMY
OFFICE OF THE ASSISTANT SECRETARY

WASHINGTON, D.C. 20310

-
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Mr. H. L. Krieger

Director

Federal Personnel and Compensation Division
United States General Accounting Office
Washington, D.C. 20548

Dear Mr. Krieger:

This is in reply to your letter to the Secretary of Defense, dated
19 December 1980, concerning your draft report, "The Army Needs to Better
Train Its Soldiers", 0SD Case #5582, FPCD-81-29. This GAO draft report
generally parallels findings made by Army agencies.

The Auditor General (AAA) and the Army Inspector General (DAIG) deter-
mined in separate reports in 1980 that shortages of NCO's and personnel tur—
bulence are primary factors affecting training. As the GAO report indicates,
the Army has initiated programs to combat many of the weaknesses detected
in this audit.

Army leadership has continually emphasized the importance of training.
The Chief of Staff's 1979 White Paper laid the foundation for an Army stra-
tegy for the 1980's. The White Paper charged all commanders with the respon-
sibility to maintain training as their number one priority. This priority
has more recently received reinforcement at the 1980 Army Commanders' Con-
ference.

More specifically, we have initiated programs that directly address
weaknesses detected in individual training conducted in units. Individual
training received by the soldier prior to his initial unit assignment will
be lengthened and toughened. This will provide unit commanders with a more
skilled and better conditioned soldier. As the GAO recommends, we will
continue studies to evaluate the balance of individual training necessary
in units and in the training base.

Sufficiently qualified NCO's are critical to the success of the indiv-
idual training effort in units. Critical shortages of NCO's, particularly
in our combat occupational skills, have been attacked in several ways. The
Chief of Staff recently directed a cross-leveling of NCO's between Europe and
CONUS that should provide some improvement in strength for the CONUS based
units. Secondly, the overall numbers of NCO's should improve through recently
approved Promotion policies for the juynior level NCO grades. NCO professionalism
will be improved through the expanding NCO education program. The recently
fielded NCO Development Program should provide the basis for better NCO pro-
fessional development in units.
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Regarding GAO's recommendation that the Army needs to optimize the
use of training time and equipment, there are two major programs ongoing
to correct this shortcoming. The Army-wide standardization program and
the Battalion Training Management System (BTMS) will contribute to im-
proved individual training in units although full implementation of these
programs is not complete. The positive implications of these programs
should be realized this fiscal year. For example, standardization of
training will eliminate some of the negative effects of present rotation
requirements out of CONUS. The soldier will be required to accomplish
tasks using the same procedures Army-wide, thus eliminating the debili-
tating requirement to re-learn an individual skill due to a unit's unique
methodology.

The GAO recommended that the Army improve its monitoring of skill
training through a more effective oversight system. This recommendation
was recognized in other reports to the Chief of Staff as early as November
1979, The Chief of Staff then directed the DAIG to establish a Training
Management Inspections Division. By Spring of 1980, findings from this
division, similar to those in the GAO report, triggered renewed emphasis
or initiation of programs previously discussed. The role of the DAIG
requires no change. The Chief of Staff, Army has already outlined specific
training areas of interest to the DAIG for review during this fiscal year.
We will also continue to use the Army Audit Agency. These agencies have
and will continue to provide meaningful feedback on training to commanders
and the Army staff.

Many of these specific comments and others were provided representatives
of the GAO at a 9 January meeting hosted by the Director of Training, ODCSOPS.
The written and verbal comments should contribute to the completeness of an
already generally accurate and useful audit.

In closing, it should be emphasized that critical to the implementation
and fulfillment of many of the GAO recommendations is the necessary resourcing
for our training programs, and to attract and maintain the personnel the Army
needs. The basis of our training weaknesses continues to be shortages of
qualified trainers, the NCO. We remain committed to maintain the Army at a
high level of training proficiency.

Sincerely,

At 0, Bletn

Wi
Acting A5zl

(Marcw - S BRI E LN’

Note: The Army's comments were not received in time to be evaluated as
provided by Public Law 96-226.
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EXPLANATION OF GAO QUESTIONNAIRE

ADMINISTRATION AND VALIDATION PROCEDURES

Our assignment involved a two-phase questionnaire adminis-
tration approach. First, GAO personnel administered question-
naires to enlisted soldiers at 43 units. The criteria used to
select these units is explained in the report scope section.
Secondly, we mailed questionnaires to a randomly selected sample
of soldiers assigned to units throughout the world. We randomly
selected the units involved in our mail-out effort from all units
which report readiness. The purpose of both these efforts was
to develop a data base of information concerning how soldiers
are trained to perform tasks identified by the Army as critical
for proper performance and survival in comrbat.

PROCEDURES FOLLOWED BY GAO
AT 43 UNITS ACTUALLY VISITED

The procedures used by GAO to administer and validate ques-
tionnaires at the 43 units visited were standardized; i.e., the
same procedures were used at each unit.

Company/battery commanders were asked to assemble as many
enlisted personnel as possible in one location. Seated by grade
and MCS, soldiers in grades El-E4 received one questionnaire
(see pp. 53 to 57), and soldiers in grades E5-E9 received another
gquestionnaire (see pp. 58 to 64). Soldiers, regardless of their
grade, in preselected MOSs (see report appendix III) were also
provided a separate questionnaire instrument which solicited
information on which tasks they could perform (see pp. 65 and
66) .

At the 43 units, questionnaires were completed by 2,184 sol-
diers in grades E1-E4, and 868 soldiers in grades E5-E9. The re-
sponses by specific grade and MOS are shown in the following
tables.
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Responses by Grade

Grade Number of responses Percent of group
El 157 7.2
E2 579 26.5
E3 531 24.3
E4 880 40.3
Unknown

(note a) 37 1.7
Total 2,184 100.0
E5 484 55.8
E6 249 28.7
E7 79 9.1
ES8 18 2.1
E9 0 0
Unknown
{(note b) 38 4.3
Total 868 100.0

a/These soldiers completed a questionnaire designed for the E1-E4
population but did not answer the question which requested their
current grade.

b/These soldiers completed a questionnaire designed for the E5-E9

population but did not answer the question which requested their
current grade.
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Responses by MOSs Selected for Review

MOs E1-E4 responses E5~-E9 responses
(note a) Number Percent of group Number Percent of group
11B 369 16.9 117 13.5
11C 61 2.8 28 3.2
11H 33 1.5 20 2.3
12B 180 8.2 54 6.2
13B 274 12.5 84 9.7
13E 22 1.0 8 0.9
16D 41 1.9 27 3.1
16E 28 1.3 18 2.1
19E 112 5.1 43 5.0
19F 66 3.0 13 1.5
63B 52 2.4 21 2.4
63C 27 1.2 18 2.1
91B 148 6.8 40 4.6
91C 17 0.8 23 2.6
91D 11 0.5 5 0.6
92B 6 0.3 2 0.2
Other

MOSs 737 33.8 347 40.0

Total 2,184 100.0 868 100.0

——

a/See appendix III for a description of MOSs selected for review.

The GAO auditor in charge of the questionnaire administra-
tion delivered introductory remarks which explained the purpose
of the questionnaire and assured individual confidentiality. He
also was present during the time questionnaires were completed to
answer any specific questions the soldiers had.

While the questionnaires were being completed, the GAC per-
sonnel selected separate random samples of the E1-E4 and the
E5~-E9 populations present. Using a roster of personnel present
which was furnished by company officials, we selected a 1l0-percent
random sample of each group. To validate guestionnaire results,
we interviewed selected soldiers from this group. The interview
technique was designed to determine whether the soldiers fully
understood the questions asked and to determine the validity of
responses provided on the questionnaire. 1In total, we inter-
viewed 208 El1-E4s and 118 E5-E9s.

During the interview process, which lasted about 30 minutes
per individual, the GAO interviewer completed a separate question-
naire based on the soldier's oral response. For the E5-E9 personnel
interviewed, the GAO auditor complete the same type questionnaire
originally completed by the soldier. For the E1-E4 personnel
interviewed, a different validation document was used which not
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only validated the original responses, but also sclicited additional
information (see pp. 67 to 72). GAO developed a computer program

«u compare the original questionnaire responses with the interview
responses. The results showed a high degree of correlation between
the original questionnaire responses and the interview responses
which means that the soldiers understood the questions and answered
them honestly.

PROCEDURES FOLLOWED BY GAO TO
ADMINISTER THE MAIL-OUT QUESTIONNAIRE

Since the 43 units actually visited by GAO were not randomly
selected, our observations and conclusions concerning training
effectiveness at these units cannot be projected to training in
all Army units. However, we recognized the advantages and bene-
fits of being able to address training throughout the Army. Con-
sequently, we developed and implemented a questionnaire methodol-
ogy which involved sending the same type questionnaires used at
the 43 units to randomly selected El-E4s and E5-E9s in a sample
of units throughout the Army.

The procedures and data bases used by GAO to select its
sample of Army units and personnel within these units to receive
gquestionnaires is explained below.

--A complete copy of the Enlisted Master File was
provided by the U.S. Army Military Personnel Center.

--An extract file from the Unit Readiness and Reporting
System data base was prepared and provided by the U.S.
Army Command and Control Support Agency.

--The unit file was ordered by unit identification number.

--Records were selected from the unit file which met the
following criteria:

--Unit was active.

-~Unit reported readiness or parent unit reported read-
iness to Department of the Army.

--Unit was not created solely for logistical purposes,
nonpermanent party personnel, or table of Distribution
and Allowances augmentation.

--A random interval sample was drawn from the edited unit
file. GAO calculated the appropriate sample size of 333
units.

--The sample unit file was matched to the Enlisted Master
File to select all individuals assigned to the units in
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the sample. The selected records were split into two output
files: grades E4 and below and grades E5 and above. The
files were ordered by Unit Identification Code.

--The sample unit file and the E4 and below file were com-
bined to create one record containing the personnel infor-
mation and the unit information for each individual se-
lected; this step was also performed on the E5 and above
file.

--A random sample of five individuals from each unit was
drawn from both the E4 and below file and the E5 and above
file.

--Mailing labels were printed and questionnaires were sent
to the sample of individuvals selected. Two mailouts were
used during this effort: an original mailout took place
June 1980, and a followup effort took place August 1980.

Our sample sizes for the E1-E4 group and the E5-E9 group
were 1,641 and 1,642 respectively. Our response rates from these
two groups were 59.7 percent and 61.7 percent respectively. More
importantly, however, we received responses from scldiers El-E4
in 321 units and from soldiers E5-E9 in 325 of the units sampled.
Since our sampling methodology was based on units, we actually re-
ceived responses from 98 percent of the elements sampled. Such a
response rate enabled us to project the questionnaire results to
all Army units which report readiness.

While selecting our samples and projecting our mail-out gques-
tionnaire responses to the universe of all Army units which report
readiness, we used acceptable statistical sampling procedures.

We believe that the projected results are representative of the
state of individual training in the Army. This conclusion, how-
ever, is dependent upon the validity of the Army data supplied by
U.S. Army Military Personnel System and U.S. Army Command and
Control Support Agency. The Army assured us the data supplied
was the most recent and accurate available. Notwithstanding, we
did not perform a reliability assessment review of their computer
systems.

Our world-wide sample was designed so that the maximum sam-

pling error at the 95 percent confidence level (occurring at a
finding of 50 percent) would be 7 percent.
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A A T N A L) N B B )
(1-8)

U.S. GENERAL ACCOUNTING OFFICE /1 / Card #

2]
SURVEY OF E-1 THRU E-4 PERSONNEL
CONCERNING MOS TRAINING

This questionnaire was developed by the U.S. 9. When you first entered the Army did you have a
General Accounting Office, an agency which does high school diploma, a GED certificate or
studies and reports the results to the U.S. Congress. neither one? (Check one.) 21
This questionnaire was written to get information . .
from you about your military training. 1. / / High school diploma (CO TO QUESTION

Your help is very important. Please read 2. /77 GED certificate 12)
all of the questions carefully and give us honest
answers. 3. /77 Neither one (GO TO QUESTION 10)

You will see that we have not asked for your 10. If you did not graduate from high school or
name on the questionnaire. Your answers will not get a GED certificate before you entered the Army,
be made known to anyone in the Army. Our report to what is the highest grade you completed in
Congreas will only say how soldiers answered school? (Check one.) (22)
in total,

1. 1::7 8th grade or less

Thank you for your help.
2. /7 9th grade

1. Location:
3. /7 10th grade

2. Unit: —
4. / _/ 1lth grade
3. Grade: E- (10)
11. Since you entered the Army did you earn a high
4. Primary MOS: (11-13) school diploma, a GED certificate or neither
one. (Check one.) (23)
5. Duty MOS: (14-16)

1. /=7 High school diploma
(Write in your duty MOS even if it is the

same as your primary MOS) 2. /] GED certificate
6. Were you going to school when you decided to 3. /77 Neither ome
join the Army? (Check one.) (17) -
12, When you enlisted in the Army did you need a
1. L::7 Yes, I was going to high school waiver because of an arrest and/or conviction
record? (Check one.) (24)
2. 1::7 Yes, 1 was going to college
1. /77 Yes
3. _{j Yes, I was going to some other achool -
2. 1::7 No

4. 1::7 No, 1 was not going to school
3. 1::7 Don't know

7. Were you working when you decided to join the

Army? (Check one.) (18) 13. When you enlisted in the Army did you need a
waiver because of marijuana or other drug usage?

1. /=7 Yes, I was working full time (Check one.) (25)

2. [~ 7 Yes, I was working part time 1. Z::7 Yes

3. /=7 No, I was not working 2. 1::7 No

8. How old were you when you entered the Army? 3. 1::7 Don't know
(19-20)
years old 14. When you enlisted in the Army did you need a

waiver because of a health or medical problem?
(Check one.) (26)
1. i::7 Yes
2. /7 W

1. /7 Don't know
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i5.

16.

17.

18.

19.

When you enlisted, what grade were you given?
(Check one.) (27)

1. /7 E-1 (GO TO QUESTION 17)

2. 7 E-2

3. /77 k-3

If you were enlisted as an E-2 or E-3, what

were the reasons you were given this grade?
(Check all that apply.) (28-33)

(GO TO QUESTILON 16)

L. I had training after high achool

1 had work experience after high
school

2.

I helped in recruiting other enlistees
1 had ROTC training

I was in the military before

NARRNENIRRRN

Other (please specify)

ettt et

How well did you do in basic training?

(Check one.) (34)
1. L::7 Honer graduate

2. 1::7 Average

3. Z::7 Below average

4, 1::7 Don't remember

How well did you do in AIT or OSUT? (Check
one.) (35)

1. L::7 Honor graduate
2. Z::7 Average

3. Z::7 Below average
4. 1::7 Don't remember

Since entering the service, how many times have

you been promoted? (Check one.) (36)
1. /7 Haven't been promoted yet (GO TO

QUESTION 21)

2. /7 ome time
3. /7 Two times .(GO TO QUESTION 20)
4. Z::7 Three times
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24,

25.

26.

27.
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What were the reasons for your promotion(e)?

(Check all that apply.) (37-40)
1. 1::7 Completed training

2. /7 completed 0JT period

3. L::7 Completed time-in-grade

4, - L::T Meritorious performance or conduct

Since you have been in the Army, have you

received any article 15 punishment? (Check
one.) (41-43)
L. /7 Yes Howmany?_____

2. /[~ 7 No

Since you have been in the Army, have you been

convicted by any courts - martial? (Check

one.) (44-46)

1. L::7 Yes How many?

2. 1::7 No

What enlistment are you now serving? (Check

one.) (47)

1. [7 st

2. /7 oamd

3. L::7 3rd

How long have you been in the Army? (48-51)
(Years) “{Months)

How long have you been in this unie?  (52-55)

“(Years) (Months)

Were you issued a scldier's manual for your
primary M0S? (Check one.) (56)

1. /7 Yes (GO TO QUESTION 27)

2 [T
s [T

Do you now have a soldier's manual for your

No
(GO TO QUESTION 28)

Don't remember

primary MOS? (Check one.) (57)
1. L::7 Yes
2. L::7 No

3. 1::7 Don't remember
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28. How well did your AIT or OSUT training prepare
you to do your MOS tasks at your first unit?
(Check one.) — (58)
1. D Very well
2, D Somewhat well
3. D Not well/not poorly
4, E Somewhat poorly
5. E Very poorly

29. During the last month have you performed duty
in your primary MOS? (Check one.) (59)
1. D Yes
2. /_7 No

30. Could you pass an SQT in your primary MOS now?
(Check one.) (60}
1. _/___7 Definitely yes
2. _/:_7 Probably yes
3. Cf Unsure
4. D Probably not
5. D Definitely not

31. In this unit, how often do you do tasks which

are not part of your MOS, such as raking leaves,

policing trash, or doing other special details
on the base? (Check one.)

1. /7 All or almost all of the time

2. [T

Most of the time

3. /7 About half the time
4. 1_—7 Some of the time
5. L_? None or hardly any of the time

Your MOS has a number of tasks in it which are
listed in your soldier’'s manual. They can be
divided into 3 kinds of tasks.

(1) COMMON SOLDIER TASKS - such as, loading and
unloading an M16Al rifle, camouflaging and
concealing equipment, map reading, etc.

(2) DUTY POSITION MOS TASKS - those tasks which
ou need to know for your duty position
%:e., those which you perform on a regular
basis in your job)

(3) OTHER MOS TASKS - those tasks in your MOS

which apply to other duty positions (i.e.,
those which you do not perform on a

regular basis in your job)} - also called
crosstraining in other duty position of your
MOS .

(61)

32,

33,

35.
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At thie time, how well can you perform the
common soldier tasks listed in your soldier's

manusl? (Check one.) (62)
1. [T Very well

2. [T7 Somewhat well

3. D Not well/not poorly

4. ]:/ Somevhat poorly

5. L_/ Very poorly

At this time, how well can you perform your

dut ition MOS tasks lieted in

your soldier's manual?l (Check one.) (63)
1. L—_7 Very well

2, j:7 Somevhat well

3. D Not well/not poorly

4, ‘/j Somevhat poorly

5. D Very poorly

At this time, how well can you perform the
other MOS tasks listed in your soldier's

wanual? (Check ome.) (64)
1. [T very well

2. [T7 Somewhat well

3. D Not well/not poorly

4. U Somevhat poorly

5. D Very poorly

Did you receive a test motice at least 45 days

before your last 8QT? (Check oms.) (65)

1. 1_7 Yes

. D Yo (Go TO QUESTION 36)

3. D I have never taken an SQT (GO TO
QUESTION 40)
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36. What score did you get on your last SQT? 41, In this unit, are SQT results used to decide

(Check one.) (66) who can reenlist? (Check one.) (17)
1. fT7 1 have not taken an (60 10 1. [T Yes
sQT QUESTION 2 /—7 No
. 4 -
2, / 7 1 have not received 0)
my test score yet 3. /7 Dbon't know
3. / 7 1 scered between 42, In this unit, how would you rate the MOS
0 and 59 training that you get to help you with the
sQT? (Check one.) (78)
4. / 7 1 scored between (GO TO
60 and 79 QUESTION 1. /~7 Very good
37
5. !-_7 I scored between 2. _/_j Good
80 andé 100
3. _/_—_7 Not good/not poor
37. Who in your unit talked to you about tasks you
missed on your last 5QT? (Check all that 4. [T Ppoor
apply.) (67-73) —
5. /_/ Very poor
1. D No one
2. /__7 Squad leader
3. _/_j Platoon sergeant
4. _/_:7 Platoon leader
5. /—7 Training NCO Please turn the page and continue.
6. j:_—f Company commander
7. /] Other (please specify)
[ AL N Y AR XN R A |
(1-8)
38. Did you use a soldier's manual to study for
your last SQT? (Check one.) {74) 12/ card #
9
1 /_7 Yes
2. _/:7 No

39, Did your last 5QT ask questions about tasks or
ask you to do tasks you have not been trained

to do? (Check one.) (715)
1. _[_—_7 Yes
2. {7 HWe

40, 1In this unit, are SQT results used to decide
promotions? (Check ome.) (76)
l. !:__7 Tes
2. 77 No

3. [_:7 Don't know
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43. Please read the following comments. Tell us 44. 1f there is anything else you would like to
whether you (1) strongly agree, (2) somewhat say about training in the Army, please do so
agree, or (3} do not agree with each statement here. (18)
as it applies to your unit's MOS training
program,

<
&) &)
~ f (40
o
égdpépd# L&
d} S S
1 2 3

1. Our unit's NCO's really

take an interest in

training me (S
2. Our unit spends a lot

of time training MOS

tasks (11)

3. Our unit's NCO's really
prepare for our train-
ing courses - (They make
certain they know what
they are talking about.) (12)

4. Our unit instructors
make sure any equip~
ment needed for
training is available

S. I have received train-
ing in all the tasks
in my MOS (14)

6. My NCO's are really
trying to give me
good trainin

7. My commander 1
really trying to give
me good trainin, (16)

8. In this unit special
duties and details
are more important
than MOS training

ayn

(15)

(17)
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APPENDIX 11

VR A A AL B W A A )
(1-8
/1/Caxd #

U.S. GENERAL ACCOUNTING OFFICE

SURVEY OF SUPERVISORY PERSONNEL
CONCERNING MOS TRAINING

This questionnaire vas developed by the U,S.
General Accounting Office, an agency which does
studies and reports the results to the U.S.
Congress. This questionnsire was written to get

information from you sbout your military trainiang.

Your help is very important, Plesse read
all of the questions carefully and give us honest
answers.

You will see chat we have not asked for your
name on the questionnaire. Your answers will got
be made known to anyone in the Army. Our report
to Congress will ouly say how soldiers answered
in cotal.

Thank you for your help.

1., Locationm:
2. Uait:
3. Grade: E- (10)
4. Primary MOS: (11~-13)
5. Duty MOS: (l4~16)
(Write in your duty MOS even if it is the
same as your primary MOS.)
6. What kind of supervisory position do you have
in this unit? (Check all that apply) (17
L. /7 Squad leader
2. [::7 Platoon sergeant
3. D Section leader
4. £:7 Other supervisory position (please
specify)
S. [_-f Non-supervisory position (please
specify)
.7. How many months have you been in your current
position? . (18-19)
montchs

0.

11.

12.

13.

58

How many months have you been in this unit? (20-201)

months

supervise?

How many soldiers do you currently
(22-23)

soldiers

What is the highest grade you completed in

school? (Check one.) (24)
1, D 8th grade or lower

2. [___7 9th grade

3, /_:—/ 10th grade

4. D 11th grade

5. Lj High school graduate (diploma or GED)
6. /_____/- Some college

7. L:7 College graduate or higher

Have you been to NCO leadership schools? (Check
one. ) (25)
1. [T VYes

2. /_—_7 No

Have you been to any of the Army's Battalion
Training Mansgement System (BTMS) workshops?
(Check one.) (26)

l. /7 Yes (GO TO QUESTION 13.)

2. 7 (GO TO QUESTION 14.)

~

No

How much use was this training in helping you
train others? (Check ome,) 27

1. Very great use
2. Great use
Moderate use

Limited use

%)

Little or no use
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14,

15,

Have you had any other training in how to teach 16.

soldiers? (Check one.) (28)

1. :_7 Yes (Plesse list training.)

Z.L___/'Ho

How are
taskes?

LT
2 [T

ou provided training in your skill
Check all that apply.) (29-32)

Supervised OJT

Formal classes conducted by high
ranked NCO's in this unit

3. L-:l- 1 am not currently receiving training
in my skill tasks

17.
Othar (please specify)

o [T

Each MOS has a number of tasks in it which are

listed in the soldier’s manual.

They can be

divided into 3 kinds of tasks.

1)

(

”»
~—

(3}

COMMON SOLDIER TASKS -~ such as, loading and

unloading an M16Al rifle, camouflaging and

concealing equipment, map reading, etc.

DUTY POSITION MOS TASKS -~ those tasks 18
wvhich & soldier needs to know for a given

duty position (i.s., those which a

soldier performe on & regular basis in

his/her job)

OTHER MOS TASKS - those tasks in a saldier's

pL o]
MOS which apply to other duty positions

(i.e., those which the soldier does not
perform on a regular basis in his/her job) -
also called crosstraining in other duty
positions of the MOS.

COMMON_SOLDIER TASKS

We would like to find out how the soldiers in

your platoom or section get training in the common

soldier taeks.
an M16Al ri

(Por axample, loading and unloading
e, camouflaging and’ concealing equip-

ment, msp reading, ete.)
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How otten do the soldiers (E-1 thru E-4) in your
platoon or section get scheduled classroom train-
ing in the common soldier tasks listed in the
saldier's manual? (Check one.) (33)

1. Daily

At least once a veek
A few times a wmonth
About once a month

Once every few months

6. Once & year or less

7. Only when studying for an SQT
8. Never

9. Don't know

NINININENINERININ

Just before an SQT, do the soldiers (E-l thru
E-4) in your platoon or section get any extra
scheduled classroom training in the common

soldier tasks listed in the soldier's manual?

Check one. (34)
1. [T Yes
2. [T W

3. [/~ 7 Don't know

How often do the soldiers (E-1 thru %-4) in your
platoon or section get OJT (on-the-job-training)
in the common soldier tasks listed in the soldier's
manual? (Check one. (35)

1. /7 Daily

2. /[~ 7 At least once a week
A few times a mouth
About once a month

Once every few months

Once a year or less

7. Only when studying for an SQT
q. Never
9. Don't know
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19. Just before an SQT, do the soldiers (E-1 thru
E~4) in your platoon or section get any ¢xirg
OJT (om~the-job~training) in the common soldier
tasks listed in the soldier's manusl Check
on-.i (36)

1. j_j Yes
2. /77 %
3. (7 Doa't knov

20. How often do the soldiers (E-1 thru E-4) in
youzr platoon or section have field exarcises

vhere they can practice the common soldier tasks

listed in the soldier's manual eck one.

1. D Daily an
2. [T7 At lesst ouce a week

3. /77 A few times a mouth

4. D About once 4 month

S. {7 Once every fev months

§. D Ounce & year or leses

7. L—’ Only when studying for an SQT

8. D Never

9. /7 Don't know

21, Just before an SQT do the soldiers (E-1 thru
E-4) in your platoon or section have any extra
field exercises where they can practice the

[3 soldier tasks listed in the soldier’s
manual? (Check oue.) (38)

1. [T Yes
2, 77 we

3. /7 Dou't know

22. BHow well can the soldiers (E-1 thru E-4) in
your platoon or section perform all the cosmon
soldier tasks listed in the soldier's manual

ack one. (39)
. [T vVery well
2. [T7 Somewhat well
3. D Not wall/oot poorly
4. [T somawhat poorly
5. [_7 Very poorly
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DUTY POSITION

Next we would like to find out how the soldiers
in your plstoon or section get training in duty posi-
tion MOS tasks - those tasks vhich a soldier
needs to know for & given duty pesitionm.

23. How often do the soldiers (E-l thru E~4} in your
platoon or section get scheduled classroom trzin-

ing in the duty position MOS taske listed in
the .ouiu"m’.) (40)
1. Daily
2. At least once s week
3. A few times & mouth
About once a wonth
Once every few months
Once a year or lass

Only when studying for an SQT

NRNRNRNRRRNRNEN

8. Never
9. /7 Don't know

24. Just before an SQT, do the soldiers (E-l thru E-4)
in your platoon or section get any ¢xLx# scheduled
claseroom training in the duty position
MOS tasks listed in the soldier's wmanual? (Check
ome.) (al)
L. L:_f Yes
2. 77 N
3. [:_7 Don't know

25. How often do the soldiers (E-1 thru E-4) in your
platoon or section get OJT (on-the-job-training)

in the dut sition MOS tasks listed in

the lolam-:T-mt.J (42)
1. Daily
2. At least once a week
3. A few times a month

About once a month

Ouce every few mouths

Once a year or less

Only vhen studying for an SQT
Never

Don't know

AT
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26.

27.

8.

29.

Just before an SQT do the soldiers (Z~1 thru E-4)
in your platoon or section get any gxtra OJT (on-

the~job~training) in the dut eition
MO8 tasks listed in the -omuri. sanual? (Check
one.) 3)
1. 77 Yae

2. [T %

3. [7 Don't know

How often do the soldiers (E-1 thru E-4) in your
platoon or saction have field exercises where
they can practice the du gition MOS

tagks listed in the soldier’s manua (Check
one . (44)
1. Daily
2. At least once a week
3. A few times & month
About once & moenth

Once every few mouths

NRNRRRNENRRRNRN

6. Once & year or less

7. Ouly when studying for an SQT
8. Never

9. E Don't know

Just before su SQT, dc the soldiers (E-l thru
E=4) in your platoon or section have any gxLrs
field exercises whars they can practice the

duty position MOS tagks listed in the
soldier’s manual Check one.)

(45)
1. L:_-T Yes
1. L—_T No
3. /7 Don't know

How wall can the soldiers (E-1 thru E=%) in
T Do caske lisced in the seldiecTe o
manua Check one.) (46)
1. Very wail

Somewhat well

Mot wall/not poorly

Somawhat poorly

Qoonn

Very poorly

6l
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OTHER MOS TASKS

In this section we would like to see how the

soldiers in your platoon or section get training in
the other MOS tasks - those tasks in a soidier’s
MOS which apply to other duty positions - also

called crosstraining.

30.

3.

32.

How often do the soldiers (E-1 thru E-4) in your
platoon or section get scheduled classroom train-
ing in the other MOS tasks listed in the

soldier's manua Check one.) %7)
i. Daily
2. At least once a waek
3. A few times a mouth
About once a month

Once every few months

NENJNJNENENANRRN

6. Once a year or less

7. Only when studying for am SQT
8. Never

9. Don't know

Just before an SQT do the soldiers (E<l thru E-4)
in your platoon or section get any eXLIad scheduled
classroom training inm the other MOS tasks

listed in the soldier’'s manual? (Check one.)
(48)

1. Lj Yes

2. E No

3. Cf Don't know

How often do the soldiers (E-l thru E=4) in your
platoon or section get OJT (on-the-job-training)
in the other MOS tasks listed in the soldier's
manual? (Check one. (49)
Daily

At least once a week

A few times a momth

About once a mounth

Once every few months

QIR0

6. Once a year or less

7. Only when studying for an SQT
8. Never

9. Don't know
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33. Just befors an $QT do the soldisrs (E-1 thru I-4)
in your platoon or section get any gxtra OJT (on-

the~job~trainiag) in the other MOS tasks

listed in the soldier's manus Check ome.)
(50)

L. 77 Yes

2. D Ne

3. {Z7 Doa't kanow

3. How often do the soldiers (E-1 thru E-4) ia your
platooca or section have field exarcises vhere thay
can practice the other MO8 tasks listed in the
soldier's msnual? (Check ona. (51)

1. Daily
At least once a week
A few times a mouth

About once a sonth

Ouce every few aonths

OOOOGNNN

6. Quce a year or less
7. Only when studyiag for an SQT
8. Hever
9. Don't know

35. Just before an SQT do the soldisrs (E-1 thru
E-4) in your platoon or section have aay
txtxs field exercises vhere they can practice
the other MOS tasks listed in the soldier's
sanual Check one.) (52)
1. 1:7 Yas
2. / Z No
3. (7 Doun't know

36. Bow well can the soldiers (E-1 thru E-4) ia

your platoom or section perfors the
other MOS tasks listed in the soldier’s
msnua & cue.)

(33)
Very wall

Somswhat wall

Sot well/not poorly

Somewhat poorly

Very poorly

NERRNINEY

37.

38.

9.

40.

4l.

APPENDIX II

Are you required to determine the MO8 traiaing
aeeds of the soldiers you supervise? (Check
ofie.) (34)
1. {7 Yes (GO TO QUESTION 38.)

1. {77 Ho. Who does it?

(1f you answered go, GO TO QUESTION 39.)

How do you determine which skill related MOS tasks
the soldiers you supervise need to be traised in?
(Check all that apply.) (55-59)

1. By observing them at work

1. By observing them during ARTEP
exercises/training
SQT rssults

1 am told vhat to teach

nnn N

Other (please specify)

Do you use MOS job books as a1 guide for train-

ing? {(Check one.} (60}
1. /7 Yes (GO TO QUESTION 40.)
2. /7 He

— (GO 10 QUESTION 41.)
3. [_/ Dom't know what

a job book is

How long have you been using the MOS job books?
(Check ome.) (61)

\l

1. Less than a aonth

I~

w
.

At least a month bSut less than 3 months

At least 3 months buc less than 6
moachs

4, [_[ At least 6 months buc less chan 2
year
5. /_'—/ A year or more

How many of the soldiers that you supervise do you
feel ars incaresced enough in ¥0S training to

study soldier's manuals on their own? (Check onme.)
(62)

L. ({7 All or almost all of them
2. /7 Most of them

3. /7 About half of them

4. /7 Some of them

5. /7 HNone or hardly any of them

62
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2.

43.

45.

46.

47,

In your opinion, how many soldiers under your 44.
supervision with at least 1 year of experience
in their MDS can perform all the skill level 1
tasks of cheir MOS? (Check one.) (63)
1, E ALl or almost all of them
2. [7 tost of thea
3. /7 about half of them
4. (7 Some of them
5. L_T/ Nona or hardly aay of them
49.

Are you required to provide MOS training to the

soldiers under your supervision? (Check oume.)
(64)

L. [/ Yes

2. : No

Do you feel qualified to teach the tasks that
are in your M08? (Check oue.) (65)

L. _/:_7 Yes, all of the tasks
2. /7 only some of the tasks
3. /__—_f No, none of the tasks
How often do you have the training equipmant you S0.

nceed for demonscration and hands—on exarcisas
to train your soldiers? (Check ome.) (66}

i. /_-_-/ All or almost all of the time
2. /T Mosc of the time

3. /7 Abcut half of the time

4. /T7 Soma of the time

5. D’ Noue or hardly any of the time

Jo you feel all soldiers in your MOS should be

able to do all duty jobs at their skill level? 51,
(Check oune.) (67)
1. D Yas
2. /7 Mo
Sow many of the skill level l tasks lisced in the 52.
soldier's manusl for your MOS are critical in thac
soldiers should know how to do the task to prop-
erly perform in the MOS? (Check ome.) (68)
1. All or aimost sll are cricical
2. Most are critical
53.

About half are critical
Some are critical
Nons or hardly any are critical

Don't know

L
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How nany of the soldiers that you supervise do
you think are adequately trained for combat duty
in their 08?7 (Check ome.) (69)

1. /(7 ALl or almost all (GO TG QUESTION 51.)
2. 77 wost
3. /77 abouc half

(GO TO QUESTION 49.)
4. [T Some
S. [~7 Nome or hardly any

Why are some of the soldiers that you supervise
not resdy for combat duty? (Check all that
apply.) (70~74)

digh turnover of personnel makes it
hard to mmintain training proficiency

1.

More time is needed for training
Soldiers I get are difficult to traiam
[ don't know

Other (please specify)

NRNRNRNIRN

How lomg would it take to prepare all the
soldiers you supervise to be able to do all
skill level 1 tasks listed in their soldier's

manual? (Check one.) (75)
1. E Less than a week

2. E At least | ek buc less than I weeks
3. j_:7 At leasc 2 weeks buc less than & weeks
4. /___7 At least 1 zonth but less than 3 amonths
3. E 3 months or more

Are there soldiers under your supervision with 3

different MOS ‘rom yours? (Check one.’ (76)
1. /7 tas (GO TO QUESTION 52.)
2. /7 No (GO TO QUESTION 55.)

Are you required to teach those soldiers who
don't have your MOS cheir MOS specific tasxs is
listed in their soldier's manual? (Check omne..

77)
1. D Yes

2. 7 %

(GO TO QUESTION 53.)
(GO TO QUESTION 54.)

If yes, do you feel you are qualified to teach
these taska chat are nct in your 40§? (Checx
one.) (78)
-
1. D Yes, all of the tasks |
(GO TO JUEETICW
2. /77 only some of che casks 55..

3. /7 No, oone of the tasks
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54, If you 4o pot trsin soldiers with other Mos’,
who trains chese soldiers? (Check all that

apply.) (10-15}

1. /7 An ¥CO in the unic having the
appropriate MOS

2. [T Goueolidated training in the
bactalion

3. C7 Formal courses ga past or school

4. (7 soldier sust lears it on owm

5. :_7 Doun't know

6. [::7 Other (plesse specify)

§S. 1f chere is snything elss you would liks to
say about training in the Army, please do so
here. (16)

64
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L L S~ AL A S |

4-11

ARMY MOS 91B
MEDICAL SPECIALIST

Following is a list of tasks for Army MOS 91B,

Madical Specialist.

Please read each task and tell us whather you can

perform the task.

If you can - chack the box labeled "Yes."

If you are not sure - check the box labeled "Not.Sure."

If you can't check the box labeled '"No."

Your answers will not be shown to anyome in your

company or anyone in the Army,
What is your grade?

E-

(13

Task

Can you perform

the task?

Yes

Not Surel No

L. Administer emsrgency medi-
cal care for burns

(14)

2. Apply mask~-to-mouth
respiration

(15)

3. Adminiscer emergency medi-~
cal care to a chemical-

agent casualty

(16)

4, Immobilize a
fracturse

an

5. Apply wireladder splint
to a fractured upper
axtremity

(18)

6. Apply a splint to a
fractured lower extremity

(19)

——tCSUEOC ONer xRS

7. laitiate a US Field
Medical Card (DD Form
1380)

(20}

8. ;;;Iy a field first aid
dressing to a wound

(21)

9. Perform the Heimlich
hu

(22)

10, Perform chest-pressurs
arm-1lift method of arti-
ficial respiration
(modified silvester)

(23)

11, Open
airwvay

(24)

12, Administer artificial
respiration (mouth-to~
mouth /mouth-to-nose)

_las

13. Stop the
bleedin,

(26)

14, Identify signs and
treat for shock

(27)

15. Transport & patient on

an_improvised litter

(28)

65

Task

£/ Card #
n

Can you perform

the task?
Yes |Not Sure] No

16. Transport a patient using
the fireman carry

17. Transport a patlent using

the neck drag carry
18. Load 1 1/4 ton truck

ambulsoce

19. Prepare a patient ror heli-
copter intarnal parsonnel
rescue hoist procedures

20. Determine patient cate-
gories of precedence for
aeromedical svascuation

21, Prepars avacuation
request

22, Perform cardiocpulmonary
resuscitation

23. Administer manual vemtila-
tion by bag-mask resusci-

tator

24. Apply a
tourniquet

25. Apply dressing to wound of
the head

26. Apply the Thomss leg
splint

27. Administer morphine
syrette

5. Measure a patient's blood
resgure

29. Obtsin an oral
4 rature

30. Obtain a rectal
temperature

31l. Obtaia a radial
pulse

32, Make up an occupied
bed

33. Clean 2 patient
unit

34, Survey a
acient

35. Administer emergency nmedi-
cal care to a patient with

& cold injury (forstbite)

36. Transport casualty with a
fractured back

37. Prepare to transport cas-

ualty with fractured neck

38. Administer emergency medi-~
cal care to a hest injury
casualty

19, Administer emergency medi-
cal care to an open neck

40. Lomobilize a casualty wich

a fractured neck

29)
(30)

(31)

(32)

(33)
(34)
(33)

{36)
3n
(38)
(39)
(40)
(al)
62)
(43)
(44)
(45)
(46)

(&7)

(51}
(52)

(53}
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Task

Can you perform

the task!?

Yes

Not Sure

No

41, Administer emergency medi-
cal care to a patient who
has ingested a corrosive
poison

4Z. Manage a patient who 1a
unruly and/or emotionally
disturbed

%3. Administer smergency medi-
cal care to a patient who
has suffered insect bitss
and/or stings )

44, Administer emergency medi-
cal care for a diabetic

emergency
45. minlster emergency medli-

cal care to a casualty
with a sucking chest wound

46, Perform madical sorting
(triage)

47. Obtain a blood specimen
(syringe)

48, Obtain a blood specimen
(vacutainer)

Initiate an iLatravenous
infusion of a prescribed
£luid

49.

50, Adminiscter a blood
transiusion

51. Measure intake and
gutput

52. Administer a cooling

sponge bath
3. Put on

20wn

54. Remove a soiled
gown

55, Prepare an open wound for
operative treatment

56. Change a sterile
dressing

57. Suction patient's trache-
tomy/endotracheal tube

58, Irrigate an

ear

59, Administer eye
irrigation

60. Lostill eye
drops

6l. Apply heat applications

to a patient

62. Apply an ice

bag

63. Adminiater tube feeding

(gavage) to a patient

66, Administer a rectal
suppository
65. Adminiscer an intramus-

cular injection

66. Administer an intra=-
dermal injectiom

67. Administer a cleansing
enemd

68. Administer a subcutan-
eous injection

69. Complete a Clinical Rec-
ord - Temperature - Pulse
- Regpiration (Fahren-
heit) (SF 51l)

(54)

(55)

(56)
(57)

(58)
(59)
(60)

(61)

(62)
(63}
(64)
(65)
(66)
(67)
(68}
(69)
(70)
(1)
{72)
a3
(74)
(75)
(76)
(G4)]
(78)
(79)
(80)
*
an

(14)

66

Task

APPENDIX II

Can you perform

[Yes

the task?

Not Sure

No

70. Machanically restrain a
atient

71. Ambulate a postoperative
atient

72. Administer passlve
exercise

73. Ambulate a patieat with

crutches

74. Move patlent from a bed
into a wheelchair

7S. Transfer patient frow bed

to stretcher using a three-
man Carry

76. Perform routine mouth care

on a bed patient
77. Monitor signs of ilncreased

intracranial pressure
78. Collect specimens for di-

agnostic tests

79, Assist patient with pos—
tural drainage

40, Perform Foley catheter
care

8l. Provide a controlled en-

vironment in a croup tent
§Z. Check oxygen content of an

issolette of croup

83. Perform the preoperative
skin prep

84, Scrub, gowm, and
glove

85. Remove
sutures

86. Put on a protective
mask

p—— .
87. Maintaln protective mask
and accessories

88. Give NBC
alarm

89. Interpret NEC alarms and
signals

90. Take cover as protection
against NBC hazards

91. Dacontaminate salf, equip-
ment, and supplies

32, Disinfect a thirty-six (36)
gallon water purificatiom

bag (Lyster)
33. Set up/maintain garbage and
litter disposal facilities

34. Set up/maintain human wastes
disposal facilities

95. Disinfect a canteen of wacer
with iodine tablets

96, Collect/report informa-
tion_~- SALUTE

97. Use challenge and
password

98, Camouflage/conceal
equipment

99, Camouflage yourself, your
load-bearing equipment, and
your individual weapons and

equipment

100. Construcc individual/

patient defengive positions

101. Engage taxgets with an

M16Al rifle

(15}
(16)
an
(18)
(19

(20)
[¢30]
(22)
(23)
(24)
(25)
(26)
(27
(28)
(29)
(30)
31
(32)
(30
(34)
(35)

(38)

(37)
(38)
(39)
(40)
(a1}
(42)

(43)

(44)

(43)
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E-1 thru E~4 lnterview Form COMMON SOLDIER TASKS
I R N Y RN, Firsc we would like to 2sk some Juescions about 1ow
you get training in the common scidier tasks. Ffor
(DO NOT PUNCH ID CODE. CODE [S FOR USE example, loading and univcading an M16Al cifle,
IN MATCHING THIS INTERVIEW FORM WITH camouflaging and concealing equipmenc, map reading,
QUESTIONNAIRE FORM.) ate.)
(1) Verify questions 29, 31, and 43 on the 45. Since you have been in this unit, how often
questionnaire form., Place an asterisk have vou had scheduled classroom training in
(*) after the answer given during the common soldier tasks listed in your
interview. soldier's manual? (Check one.) 13)
(2) Verify questions 32, 33, and 34 >n the 1. /7 Daily

juestionnaire Lorm Sy reasking the
questions in the sequence they ippear om
this interview form. They foilow

2. At ieast once a week

[}l

questions 54, 54, and 74, respectively. 3. / / A few rimes a month
The answers as given to chese questions —
on the questionnaire torm shoulid be 4. /[ About once a monch
trangferred to this form.
5. ! / Once avery Zew months
6. /_/ Once a year or less
7./ Only when studying for anm SQT
3. /7 Vdever

3ince you have been in chis unit, now well aas
scheduled classroom :raining helped you do :he
common soldier tasks lisced in your 3oidier's

-
o

nanual?  (Check one.) (20}
1. : Tery well

2, 1::7 Somewhat well

3. L:? Not well/not poorly

L. L__j Somewhat >o0rly

5. : Very poorly

37. Since you have been in this unit, how >iren have
vou tad CJT {on=-the-jaob-training) ian *he zommon

Your MOS has a aumber of taskas in it which are soldier cagks .isted in vour soldier's manuai?
listed in your soldier's manual. They can be (Check ane.) 2
divided into ) kinds of tasks.
1. L:7 Daily
(1) COMMON SOLDIER TASKS ~ such as, loading and
unloading an M16Al rifle, camouflaging and 2. [ 7 At least once a week
concealing equipment, nap reading, etc. -
3. /7 A fev times a mouth
(2) DUTY POSITION MO3 TASKS - those tasks which
%g_u_ need to know for your duty position 4. [_7 About once a month
1.4., thoss which you perform on a regular
ba ia your job) 5. /_—_7 Once every few months
(3) OTHER MO8 TASKS - those tssks in your MOS 6. /7 Once a year or less
which apply to other duty positions (i.e., -
those which you do not perform om & 7. /77 Only when studying for an SQT
regular basia in your job) - aleo called -
_/j Never

grosstraining in other duty position of your 3.

67



APPENDIX II

48.

50.

Since you have been in this unit, how well haa
0JT helped you do the common soldier tasks
listed in your soldier’'s manual? (Check

one.) (22)
L. 7 very well

2. /7 Somewhat well

3. E Not well/not poorly

' D Sowewhat poarly

3. _/_7 Very poorly

Since vou have been in this unit, how aften

nave you had field excerises where you practiced

the common soldier tasks listed in your
soldier's manual? (Check one.. (23)

1. Daily
2. at least once a week
A few times a month
About once 2 month
Once every few months
Once a vear or less

7. Only when studying for an SQT

NENRNRNRNRNIREN

8. Never

Since you have been in this unit, how well
have field excerises helped vou do the common
soldier tasks listed in vour soidier's manual?

Check one. (24)
1. /77 very well

2. _/;7 Somewhat well

3. L—_-T Yot weil/not poorly

4. E__f Somewhat poorly

5. E Very poorly
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Since you have been in this unit, how often
have you used Training Extension Course (TEC)
tapes to learn about the cowmom soldier tasks
listed in your soldier's manual? <(Check

one.) (25)

\_‘

B
~

Daily

At least once a week
A few tioes a month
About once a month

Once every few monchs

gl

6. /__/ Once a year or lass
7. [/ Omly when studying for an SQT
8. [ _/ Never

Since you have been in rthis unit, now well nave
Training Extension Course (TEC) tapes helped
you do the common soldiers tasks listed in your

soldier's manual? (Check one. (26)
L. /7 very well

2. [ 7 Somewhat well

3. /_J Yot well/uot poorly

4. L:T Somewhat poorly

5. CT Very poorly

IT

Simce you have been in this unit, how often hnave

you looked at your soldier's manual to see
how the common soldier tasks are dome? (Check
one.) 2an

S

Daily

~

NENRNRNRNENRR

At least once 1 week

A few times a month

About once a month

Once every few months

Once a year or less

Only when studying for an 3QT

Never
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54, Since you have been in this unit, how well has
zhe soldier's manuai helped you do the common

joldier tasks! (Check one) 1)
M é:_—/ Tery well

2. /77 sowewhat weil

3. g Not well/not poorly

4, /77 Somewhat soorly

5.

Very pooriy

At chis time, how well can vou perform the
sommon soldier caaks listed in your soldier's
s

manual? .Check one.) JQuest.
N _: Very well :
2. ,_—__—f Somewhat well :
3. : Not well/not poorly :
4. : Somewhat poorly L__-_—/
3. L_/ Very poorly /_—l"

OUTY POSITION MOS TASKS

Vext we would Like to ask 3ome questions about how
you get training in duty oosition MOS tasks listed
casiks - thle tasks which you need to know for your
duty position,

55. 3ince you have been in this unit, how often
aave you had scheduled clagsroom training in
your duty position MOS rtasks lisred
in your soldier's manual? (Check one.)

(29)
Daily
‘At least once a week
A few times 31 month
About once a month
Once every few months
Once a year or less
Only when studying for an SQT

Never
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Since you have been in this unit, how well has
scheduled classroom training nelped you do

your duty position MOS tasks .isted in
your soldier's manual? (Check one.) (30)

1. : Jary well

2. /7 Somewhac weil

3. U Yot well/not poorly
4. : Somewhat poorly

5. L_ Vvery goarly

Since you have Jeen in this unit, how uften
have you had OJT {on=-the-job-training) in your

ducy posicion MOS casks listed in your
scidier's manuai? (Check one.} 3D

L.

~

Daily

1

At least once a week
A few times a month
About once a month
Once every few monchs
Once a year or less

Only when studying for an SQT

SININERININL

a.

Never

Since you have been in this unit, how well has

QJT helped you do your duty position M0S

tasks lisced in your scldier's manual?

(Check one.) {32)
1. /7 very well
2. D Somewhat well

3. : Not well/mot poorly
4. /_j Somewhat poorly
5. _/_:7 Jery poorly
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59. Since you have been in this unit, how often 62. Since you have been in this unit, how well
have you had field excerises where you have Training Extension Course (TEC) tapes
practiced your duty position MOS tasky helped you do your duty position MOS
listed in your soldler's manual? (Check one.) tasks listed in your soldier's manual?

(33) Check one.) (36
1. 17 Daily L /_17 Very well
1. /7 At least once a week 2. /7 Somewhat well
3. Lj A few times a month 3 J Not well/aot poorly
. L:7 About once a month 4, /_—__-/ Somewhat poorly
5. /7 Once every fev montha S. /7 Very poorly
6. L:_/ Jnce a year or less
7. /___7 Only when studying for am 3QT
8. _/_—_f Never

50. Since you have been in thia unit, how well
have field excerises helped you do your duty
position MO8 tasks listed in your
soldier's manual? (Check one.) (34)

1. _/__-7 Very well 63. Since you have been in this unic, how often
have you looked at your soldier’'s manual to
2. D Somewhat well see how your duty position MOS task
are done? (Check ome,? (37
3 _/_:7 Not well/mot paorly
— 1. /7 aily
4. /[ /[ Somewhat poorly
2. /7 At least once a week
5. _/_j Yery poorly
3. D 4 few times a month

6l. Since you have been in this unit, how often
have you used Technical Extension Course (TEC) 4. L___j About once a month
tapes to learn about your duty position
MOS tasks listed in your soldier's 5. /_7 Ouce every few months
wanual? (Check one.) (35) —_

6. /_/ Once a year or less
L. /77 oaily —
— 7. [/ Only vhen studying for an SQT
2. /I At least once i week —_
——r a. [ 7 Never
3. [ _/ A few times a month
64, Since you have been in this unit, how well has
4, /_—_7 About once a month the soldier's manual helped you do your dut
position MOS cggie? (Check one.]
5. /7 oOunce avery few months (38)
6. Z___-/' Once a year or less 1. /_—_7 Very well
7. /_—:T Only when studying for am SQT 2. L:T Somewhat well
8. / Never 3. /7 ot well/not poorly
4. D Somewhat poorly
5. L Very poorly
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At this time, how well can you perform your
duty position MOS tasks listed in
vour soldier 's manual? (Check one.:

— Quesc.

L. /_/ Very well e

2. /7 Somawhac well )

3. [/ Not well/not poorly CT

4. {7 somewhat poorly =

5. : Very poorly E
YTHER MOS TASKS

In -his section we would like to ask some questions
about how you get training in other MOS tasks -
shose tasks in your MOS which apply to other duty
sositions - also called crosstraining.

35. 3ince you have been in this unit, how often
nave you had scheduled classroom training in
the other MOS tasks listed in your soldier's

3

manual? Check one.)

1. /7 Daily

2. _’_t/- At least once 3 week
3 : A few cimes a month
4. /7 about once a month

OQnce every few months
Once a vear or less

Only when studying for an SQT

7.

SININENL

3. Never

56. Since you have been in this unic, how well has

scheduled clagsroom training nelped you do the
other MOS tasks iisted (n your soldier's
zanual? (Check ane.) (40)
L. [/ [ Very well

2. /! / Somewhat well

3. / / Not well/not poorly

4. [ [ Sooewhat poorly

5. [/ [ Very poorly
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Since you have been in this unit, how often
have you had OJT (on-the-job-training) in the
scher 40S tasks listed in your soldier's

anual? (Check one.) 4l

1. Daily
2. At least once 3 week
A few times a amonth
About once a month
Once every few months

Once a year or less

7

Only when studying for an SQT

+
|\\ |\ I\‘ I\\ I\ l\ '\ |\
NENRNRNRNRNENRN

S. Never

Since you have been in chis unit, how well has
0JT helped you do the other MOS :asks listed

in your soldier's manual? (Check one.) (42)
1. E Very well

2. L—/ Somewhat well

3. g Not well/not poorly

4. /__/ Somewhat poorly

5.

Very poorly

|\
\l

Since you have been in this unit, how often
have you had field excerises where you practiced
the other MOS tasks listed in your soldier's

manuai? (Check one.) (43
i. /7 Daily

2. : At least omce a week

3. ;7 ; A few times a month

About once a month
Once every few months
Once a year or less

Ouly when studying for an SQT

w
\\I \I J \l

Never

II
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70. Since you have been in this unit, how well
have field excerises helped you do the other
M0S tasks listed in your soldier's manual?
(Check one.) (44}

1. _/__—f Very well

2. L:_-/- Somewhat well

3. E Not well/not poorly
4. ::7 Somewhat poorly

5. /_J vVery saorly

~
-

Since you have been in this unit, how often

have you used Technical Extension Course (TEC)

capes to learn about the other MOS casks
listed in your soldier's manual? (Check
one. ) 145

Daily

i
4.

ol

qQ
i.

At least once a week

N

A few times a3 month

\

About once a month

||

w
~

Once every few months

1

Once a year or less
7. Only when studying for an SQT

3. Never

I\ I\|

72, Since you

have been in this unit, how well have

Training Extension Course (TEC) tapes helped you

do the other MOS tasks listed in your soldier’s

manual?” (Check ome.) (463
L. [/ Very well

2. _/__7 Somewhat well

3. /__-7 Not well/not poorly

4. _/::/— Somewhat poorly

5. /_/ Very poorly
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Since you have been in this unit, how often

have you looked at your soldier's manual to

3ee how other MOS tasks are done? (Check one.)
‘47)

1. /7 nvaily
v 7

At least once a veek

1

A few times a month

About once a wonth

|

w
-~
-~

Once every few months

o
]

r\ I\ I
\' \l

Once a year or less
Only when studying for an 3QT
3.

Never

Since you have been in this unic, how well nas
the soldier’'s manual helped you do the other

MOS taska? (Check ome.) {
i. Lj Very welil

2. [_—f Somewhat well

3. /_—__-/ Not well/not poorly

4. U Somewhat poorly

5. U Very pooxly

At this time, how well can you perform the
other MOS tasks lisced in your soldier's

manual? (Check one.)

- Quesc.
1. [/ Very well L7
2. /T7 Somewhat well )
3. Z:j Not well/not poorly E
4 : Somewhat poorly ;_-___-/-
3. C? Yery poorly _{:_7

I1
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Type of unit
visited

Infantry

Engineer

Artillery

Air Defense

Armor

Medical

APPENDIX III

ARMY SKILLS SELECTED FOR REVIEW

11B
11c¢C
11H

12B

13B
13E
63B
63C

l1éD
16E
63B

63C
19E
19F

91B
91cC
91D
92B

Military occupational
specialties reviewed

Infantryman
Indirect fire infantryman
TOW crewman

Combat engineer

Cannon crewman

Cannon fire directional specialist
Wheel vehicle mechanic

Track vehicle mechanic

HAWK missile crewman
HAWK fire control crewman
Wheel vehicle mechanic

Track specialist
Armor crewman
Armor driver

Medical specialist

Patient care specialist
Operating room specialist
Medical laboratory specialist
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APPENDIX 1V

ARMY UNITS VISITED BY GAO WHERE DETAIL

AUDIT WORK WAS PERFORMED

Unit Designation

Company B, 2nd Battalion
505th Infantry, 3rd Brigade,
82d Airborne Division

Company B, 307th Medical
Battalion, 82nd
Airborne Division

Battery A, 34 Battalion,
(Improved HAWK) 68th Air
Defense Artillery, XVIII
Airborne Corps

Company A, lst Battalion,
92nd Field Artillery, 1lst
Cavalry Division

Company B, lst Battalion,
66th Armor, 24 Armor division

Company B, 1lst Battalion, 10th
Infantry (Mechanized) and HHC

(Medical Personnel only), lst

Brigade 4th Infantry Division

Mechanized)

Battery C, lst Battalion, 19th
Field Artillery, lst Brigade
4th Infantry Division (Mechan-
ized)

85th Combat Support Hospital,
Quarter Master Brigade

Battery B, lst Battalion,
4th Air Defense Artillery
Regiment, 9th Infantry
Division

Company B, 5th Battalion,
32nd Armor, 2d Brigade
24th Infantry Division
(Mechanized)

74

Ft.

Ft.

Ft.

Ft.

Ft.

Ft.

Ft.

Ft.

Ft.

Ft.

Location

Bragg, North Carolina

Bragg, North Carolina

Bragg, North Carolina

Hood, Texas

Hood, Texas

Carson, Colorado

Carson, Colorado

Lee, Virginia

Lewis, Washington

Stewart, Georgia
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Unit Designation

Battery A, 2nd Battalion,
5th Field Artillery, 4lst
Field Artillery Group, V
Corp.

Battery B, 3rd Battalion,
59th Air Cefense, 10th Air
Defense Artillery Group
32nd Army Air Defense Com-
mand

Battery A, lst Battalion,
30th Field Artillery, 17th
Field Artillery Brigade,
VII Corps

Company A, 82nd Combat
Army Engineer Battalion,
7th Engineer Brigade
VII Corps

Company A, 2nd Battalion,
50th Infantry (Mechanized)

2nd Armored Cavalry Forward
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Location

Babenhausen, Germany

Butzbach, Germany

Augsberg, Germany

Bamberg, Germany

Garlstedt, Germany
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APPENDIX V

ARMY UNITS VISITED BY GAO WHERE QUESTIONNAIRES

WERE ADMINISTERED BUT DETAIL

WORK WAS NOT PERFORMED

Unit Description

Company A, 4th Battalion, 68th
Armor, 82d Airborne Division

Battery C, lst Battalion 319th
Field Artillery, 824 Airborne
Division

HHC 24 Battalion, 508th Infantry
Battalion, lst Brigade, 82d
Airborne Division

Company B, 2d Battalion
508th Infantry Battalion, 1lst
Brigade, 82d Airborne Division

Company A, 2d Battalion
505th Infantry Battalion, 3d
Brigade, 824 Airborne Division

Company E, 505th Infantry,
3d Brigade, 82d Airborne
Division

Company C, 307th Engineering
Battalion, 824 Airborne Division

Company A, 307th Medical Battalion,
DISCOM, 82d Airborne Division

Battery A, 2d Battalion, 321st
Field Artillery Division, 82d
Airborne Division

Company A, 307th Engineering
Battalion, 82d Airborne Division

Company B, 3d Engineering Battalion,
24th Infantry Division
(Mechanized)

Company A, 5th Battalion, 32d

Armor, 2d Brigade, 24th Infantry
Division (Mechanized)
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Fort

Fort

Fort

Fort

Fort

Fort

Fort

Fort

Fort

Fort

Fort

Fort

AUDIT
Location
Bragg, North
Bragg, North
Bragg, North
Bragg, Neorth
Bragg, North
Bragg, North
Bragg, North
Bragg, North
Bragg, North
Bragg, North

Carolina

Carolina

Carolina

Carolina

Carolina

Carolina

Carolina

Carolina

Carolina

Carolina

Stewart, Georgia

Stewart, Georgia
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Unit Description

Company B, 24th Medical Battalion,
24th Infantry Division
(Mechanized)

Battery A, 5th Battalion, 524
Air Defense Artillery, 24th
Infantry Division (Mechanized)

Battery C, 5th Battalion, 524
Air Defense Artillery, 24th
Infantry Division (Mechanized)

HHC & C Company, lst Battalion
10th Infantry, 1lst Brigade

4th Infantry Division
(Mechanized)

Company A, 6th Battalion, 32d
Armor, lst Brigade, 4th Infantry
Division (Mechanized)

Service Battery, lst Battalion
19th Field Artillery, lst Brigade
4th Infantry Division (Mechanized)

Battery C, 1lst Battalion, 27th
Field Artillery Division, 4th
Infantry Division (Mechanized)

Company F, 24 Battalion, 16th
Infantry, lst Infantry Division

Battery D, 1lst Battalion, 5th Field

Artillery, lst Infantry Division
Troop A, lst Squadron, 4th Cavalry

Company B, lst Medical Battalion
lst Infantry Division

Battery A, 2d Battaiion, 4th
Field Artillery Division, 9th
Infantry Divison

Company C, 3rd Battalion, 60th

Infantry, 2d Brigade, 9th
Infantry Division
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Fort

Fort

Fort

Fort

Fort

Fort

Fort

Fort

Fort

Fort

Fort

Fort

Fort
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ion

Locat

Stewart

Stewart

Stewart

Carson,

Carson,

Carson,

Carson,

Riley,

Riley,

Riley,

Riley,

Lewis,

Lewis,

. Georgia

, Georgia

. Georgia

Colorado

Colorado

Colorado

Colorado

Kansas

Kansas

Kansas

Kansas

Washington

Washington
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Unit Description Location

HHC & B Company,
9th Medical Battalion,
9th Infantry Division Fort Lewis, Washington

Troop D, lst Squadron, 9th
Cavalry Battalion, lst Cavalry
Division, III Corps Fort Hood, Texas

Company C, 5th Signal Battalion,
34 Signal Brigade, III Corps Fort Hood, Texas

(961092)
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