CHAPTER 3
Planning

We cannot train without planning and we cannot teach without

preparation.

General George C. Marshall

Planning Process

lanning is an extension of the

battle focus concept that links organi-
zational METL with the subsequent execu-
tion and evaluation of training. A relatively
centralized process, planning develops mutu-
ally supporting METL-based training at all
levels within an organization. Figure 3-1
depicts the planning process used to develop
battle-focused training programs.

The commander Provides two principal
inputs at the start of the planning process:
the METL (discussed in|Chapter 2) and the
training assessment. The training assess-
ment compares the organization’s current
level of training proficiency with the desired
level of warfighting proficiency. This desired
level is defined in MTPs and in such

~—

publications as how to fight manuals and
other doctrinal literature.

Leaders determine current training pro-
ficiency levels by analyzing all available
training evaluations. However, each evalu-
ation applies only to a portion of the total
proficiency of an organization at a specific
time. Therefore, leaders must use all avail-
able evaluation data to develop an assess-
ment of the organization’s overall capability
to accomplish each mission essential task.
In addition to past training evaluations,
other information about future events influ-
ence the assessment. For example, the
projected personnel turnover rates or the
fielding of new equipment could signifi-
cantly affect the commander’s assessment
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of training proficiency status during the
upcoming training period. Leaders update
the training assessment at the be%mnmg
of each long-range and short-range planning
cycle and after a major training event (for
example, a CTC rotation).

The commander uses the broad expe-
rience and knowledge of key subordinates
to help determine the organization’s current
proficiency. A division commander may
direct that the assistant division com-
manders, key staff members, and subor-
dinate commanders assess the current
training proficiency of the division’s ability
to execute mission essential tasks and sup-
porting battle tasks. The division CSM and
subordinate CSMs assess proficiency on
individual tasks that support collective
tasks. The participants review available
collective and individual evaluation informa-
tion, relying heavily on personal observa-
tions. They then compare the organization’s
current task proficiency with the Army
standard. The commander uses subordinate
input to make his final determination of
the organization’s current proficiency on
each task (Figure 3-2). Current task pro-
ficiency is indicated by rating the task as
“T” (trained), “P” (needs practice), “U”
(untrained), or “?" (unknown). The training
requirement is the training necessary to
achieve and sustain desired levels of train-
ing proficiency for each mission essential
task.

The commander, assisted by the staff,
develops a strategy to accomplish each
training requirement. This includes im-
proving proficiency on some tasks and
sustaining performance on others. Through
the training strategy, the commander es-
tablishes training priorities by determining
the minimum frequency each mission es-
sential task will be performed during the
upcoming planning period. The strate%y
also includes broad guidance that links the
METL with upcoming major training events.
The initial training assessment includes the
commander’s guidance that starts the de-
tailed planning process.

3-2

The training assessment of each separate
mission essential task enables the com-
mander to develop his training vision. This
is his broad concept for training the or-
ganization to achieve and sustain wartime
proficiency. The key elements which shape
a commander’s training vision are a
thorough understanding of training and
operations doctrine, his assessment of METL
proficiency levels, and knowledge of poten-
tial enemy capabilities.

The commander’s training vision is
supported by organizational goals that
provide a common direction for all of the
commander’s programs and systems. Senior
leaders involve their staff and their sub-
ordinate commanders in goal development
to ensure common understanding and to
create an organizational team approach.
Folllowing are examples of organizational
goals:

o Establish and support a command climate
conducive to developing a high level of
individual, leader, and collective war-
fighting proficiency (all types of
organizations).

 Conduct force integration while continu-
ously maintaining the short-term readi-
ness of the organization (MTOE and TDA
organizations).

¢ Develop and integrate the doctrine required
to field combined arms and joint service
teams that can fight and win on the
battlefield (AC and RC schools).

 Recruit and retain high-quality soldiers
and leaders (RC organizations).

Through the training planning process, the
commander’s guidance (training vision,

oals, and priorities) is melded together with
the METL and the training assessment into
manageable training plans.
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Training Plans

There are three types of training plans:
long-range, short-range, and near-term. A
general comparison of long-range, short-

range, and near-term plans is at Figure 3-3.

Properly developed training plans will—

e Maintain a consistent battle focus.
Each headquarters in the organization
involves its subordinate headquarters in
the development of training plans. Based
on the higher headquarter's plan, sub-
ordinate commanders prepare plans which

have a battle focus that is congruous
throughout the organization.

Be coordinated between associated
combat, combat support, and combat
service support organizations. Brigade
and battalion task force (TF) commanders
plan for coordinated combined arms and
services training of their wartime task
organizations. “Slice” commanders actively
participate in this process and develop
complementary training plans. Corps and
division commanders require integrated

Long-Range Training Plans

COMPARISON OF LONG-RANGE, SHORT-RANGE,
AND NEAR-TERM TRAINING PLANS

Disseminate METL and
battle tasks

Establish training
objective for each
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mission essential task

Schedule projected
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resources and allocate
major resources such as
major training area

rotations

Coordinate long-range
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supporting agencies to
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Short-Range Training Plans

Refine and expand upon
appropriate portions of
long-range plan

Cross-reference each
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training event with
specific training
objectives

Identify and allocate
short lead time resources
such as local training
facilities

Coordinate short-range
calendar with all support
agencies

Publish short-range
guidance and planning
calendar

Provide input to unit
training meetings

Figure 3-3.

Near-Term Training Plans
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short-range plan
through conduct of
training meetings
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sequence for training

Provide specific
guidance for trainers

Aliocate training
devices, simulators,
simulations, and
similar resources to
specific trainers

Publish detailed
training schedules

Provide basis for
executing and
evaluating training



training plans and monitor coordination
efforts during the planning process.

e Focus on the correct time horizon.
Long-range training plans in the AC
extend out at least one year. The RC
long-range plans consider a minimum of
two years. Short-range training plans in
the AC normally focus on an upcoming
quarter (three months) while RC short-
range tralr_nn%pl_ans typically use a one-

ear ﬂlannlng orizon. Near-term planning

or the AC starts approximately eight
weeks prior to the execution of training;
for the RC, approximately four months
prior.

e Be concerned with future proficiency.
Training plans must focus on raising or
sustaining the proficiency level of mission
essential tasks to the Army standard.

e Cause organizational stability.
Changes disrupt training and frustrate
subordinate leaders and soldiers. Plannin
allows organizations to anticipate an
incorporate change in a coordinated and
predictable manner.

e Make the most efficient use of re-
sources. The planning process allocates
limited time and other resources for train-
ing that contributes most to achieving and
sustaining wartime proficiency levels.

LONG-RANGE PLANNING

Major Army command (MACOM) and
corps commanders publish their single

training guidance document sufficiently in
advance to provide adequate planning time
for both their troop-listed wartime units and
supporting peacetime organizations. Guid-
ance at these senior levels is critical to the
development and integration of a large
number of subordinate AC and RC long-
range training plans. Therefore, long lead
times are the norm. MACOM and corps
commanders normally follow the long-range
planning cycle shown at Figure 3-4.

Command Training Guidance
(CTG). The CTG is published at division
and brigade (or equivalent) levels to docu-
ment the organization’s long-range training
plan. It is the training analogue of the
organization’s operational war plan. It must
be read and understood by all commanders,
staff officers, and senior noncommissioned
officers. The CTG will be used as a ready
reference for the planning, execution, and
assessment of training throughout the long-
range planning period. Examples of topics
normally addressed in the CTG are—

e Commander’s training philosophy.

¢ Mission essential task list and associated
battle tasks.

e Combined arms training.

Major training events and exercises.
Leader training.

Individual training.

e Mandatory training.

THEATER/MACOM AND CORPS LONG-RANGE
PLANNING CYCLE

LATEST PUBLICATION

ACTION

FUTURE PLANNING

DATE HORIZON

MACOM publishes training guidance

18 mo prior to start of

Up to 10 years or more

and major event calendar a 2-yr period’
Corps publishes training guidance 12 mo prior to start of 5 to 7 years
" and major event calendar a 2-yr period!

NOTE: (1) Updated annually at the discretion of the commander.

Figure 3-4.
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e Standardization.
e Training evaluation and feedback.

» New equipment training and other force
integration considerations.

e Resource allocation.
¢ Training management.

The long-range planning cycles for AC
and RC divisions and subordinate head-
quarters are at Figures 3-5 and[3-6|

Long-Range Planning Calendar.
All echelons from division to battalion
publish the long-range planning calendar
concurrently with the CTG. The calendar
graphically depicts the schedule of events
described in the CTG. The long-range plan-
ning calendar in an AC division or equiva-
lent headquarters will normally extend at

least two years into the future. In addition,
any known major training events scheduled
beyond the normal planning window should
appear on the long-range planning calendar.
To provide extended planning guidance for
RC organizations, AC and RC planners
routinely forecast major events that require
RC participation for up to four years into
the future. They include these major events,
such as annual training periods and over-
seas deployments for training (ODT), on
their long-range calendars. Upon publication
and approval by higher headquarters, long-
range planning calendars are “locked in”
to provide planning stability to subordinate
organizations.

Commanders coordinate long-range plan-
ning calendars with subordinate command-
ers, support agencies (such as medical
commands), and any other organizations

ACTIVE COMPONENT (AC) LONG-RANGE PLANNING CYCLE

LATEST PUBLICATION

ACTION'

FUTURE PLANNING

DATE? HORIZON

AC Div/Sep Bde/Regt/Sep Gp publish
command training guidance (CTG) and
long-range calendar ?

Installation/Community publish long-
range calendar

AC Bde/Gp publish CTG and long-
range cslendar

AC Bn/Sqdn/Sep Co publish long-
range calendar

8 mo prior to FY start

7 mo prior to FY start

6 mo prior to FY start

4 mo prior to FY start

CTG at least 1 year.
Calendar at least 2 years

At least 1 year

CTG at least 1 year.
Calendar at least 18
months

At least 1 year

NOTES: (1) These actions also apply to similer command level TDA organizations or activities. For example, a
TRADOC school normally commanded by a MG follows the same planning cycle as a division com-

mander.

(2) Each headquarters follows this time line to allow subordinates adequate time to prepare their plans.
{3) AC commanders at the Div/Sep Bde/Regt/Sep Gp level normally brief to and receive approval of
the next higher headquarters on their long-range training plans no later than 8 months prior to FY

start,

Figure 3-5.
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that might generate training detractors if
not fully integrated into the training organi-
zation’s long-range plan.

Senior leaders at all levels eliminate
nonessential activities that detract from
METL-based training. In peacetime, how-
ever, certain activities occur that do not
directly relate to an organization’s wartime
mission but are important to other Army
priorities. An example for the AC is support
of ROTC summer training; for the RC,
state-directed requirements for Army Na-
tional Guard units. These peacetime activi-
ties are limited by senior leaders to the
maximum extent possible. Those which are
absolutely essential are included in long-

range planning documents. When assigned
these activities, commanders continually
seek to extract mission-related training
opportunities at all times.

Time Management. During long-range
planning, commanders organize training
time to support mission essential training
and concentrate training distracters in
support periods. In addition to individual
requirements such as leave and medical
appointments, units may have temporary
duty details and other support functions at
the installation level. Failure to consider
these requirements early in the plannin
process can cause disruption to planne
mission essential training.

RESERVE COMPONENT (RC) LONG-RANGE PLANNING CYCLE

LATEST PUBLICATION
DATE?

ACTION" 2

FUTURE PLANNING
HORIZON

RC Div/Sep Bde/Regt/Sep Gp
leve! publish command training
guidance {CTG) and long-range
calendar *

RC Bde/Sep Bn publish CTG and
tong-range calendar

RC Bn/Sqdn/Sep Co publish
long-range calendar

12 mo prior to FY start

10 mo prior to FY start

6 mo prior to FY start

CTG at least 2 years. Calendar
at least 5 years

At least b years

At least 3 years

NOTES: (1) These actions also apply to similar command level TDA organizations or activities. For example, an
ARCOM, commanded by a MG, follows the same planning cycle as a division commander.

{2) Intermediate RC headquarters, such as CONUSAs, STRACs, MUSARCs, and GOCOMs provide training

guidance and scheduling information in sufficient time to allow subordinate units to meet required

publication dates.

(3) Each headquarters follows this time line to allow subordinates adequate time to prepare their plans.
{4) RC commanders of Div/Sep Bde/Regt/Sep Gp normally brief to and receive approval of the next
higher headquarters in the peacetime chain of command no later than 8 to 10 months prior to FY

start.

Figure 3-6.
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GREEN-AMBER-RED TIME MANAGEMENT SYSTEM

e Green Period:

— Training focus primarily on collective

tasks with individual and leader tasks
integrated during multiechelon unit
training.

Meximum soldier attendance at prime-
time, mission essential training.

Coincides with availability of major
resources, such as major training areas
(MTAs), local training areas (LTAs), and
key training facilities or devices.

laaomal Py U R S iy

Aumlmstrauve dnu SUPPOrt requirements
that keep personnel from participating
in training eliminated to the maximum
extent possible.

Leaves and passes limited to the mini-
mum essential.

e Amber Period:

— Small unit, crew, and individual training

emphasized.

— Provides time for soidier attendance at

education and training courses.
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schedule collective training.

— Scheduling of periodic maintenance

3-8

services.

Figure 3-7.

— Selected personnel diverted to support

requirements when all available person-
nel in organizations in the red period
are comnletelv committed to support

— Diverts the minimum essential number

of personnel to perform administrative
and support requirements.

Suborganizations take advantage of all
training opportunities to conduct indi-
vidual, leader, and crew training.

Support missions/details accomplished
with unit integrity to exercise the chain
of command and provide individual
training opportunities for first line super-
visors as time permits. Unit taskings can

be used to reduce the number of ner-
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manent special duty personnel within
installations and communities.

Leaves and passes maximized. When
appropriate, block leave may be scheduled.

Routine medical, dental, and adminis-
trative appointments coordinated and
scheduled with installation support
facilities.

TYPES OF TRAINING EVENTS

Joint Training Exercise {(JTX)
Combined Training Exercise (CTX)
Field Training Exercise (FTX)

Combined Arms Live Fire Exercise
{CALFEX)

Live Fire Exercise (LFX)
Fire Coordination Exercise {(FCX)
Command Field Exercise (CFX)

Figure 3-8.

Deployment Exercise (DEPEX)

Tactical Exercise Without Troops (TEWT)
Command Post Exercise (CPX}
Situational Training Exercise (STX)

Map Exercise (MAPEX)
Logistics Exercise (LOGEX)
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Time management systems create prime
time training periods for subordinate organi-
zations to concentrate on mission essential
training. [Figure 3-7 describes one such
system, a Green-Amber-Red Time Manage-
ment System. Organizations in Green
periods conduct planned training without
distraction and external taskings. Units in
Red periods execute details and other admin-
istrative requirements and allow the maxi-
mum number of soldiers to take leaves.
Block leave is a technique which permits
an entire unit to take leave for a designated
period of time. Organizations in Amber
Eeriods are assigned support taskin%s

eyond the capability of those units in the
Red period, but commanders strive for
minimal disruption to Amber organizations’
training programs.

lists some of the training and

support concepts that generally characterize
time management periods. Specific activities
will vary between installations according
to the local situation and requirements.
Time management periods are depicted on
applicable long-range planning calendars.

Training Events. Senior commanders
link training strategies to executable train-
ing plans by designing and scheduling train-
ing events. During long-range planning,
commanders and their staffs make a broad
assessment of the number, type, and dura-
tion of training events required to accom-
plish METL training. In the subsequent
development of short-range training plans,
they fully define training events in terms
of METL-based training objectives, sce-
narios, resources, and coordinating instruc-
tions. Through training events, senior
commanders—

e Develop wartime mission-related scenarios.

 Focus the entire organization on several
METL tasks.

* Integrate all battlefield operating systems
(BOS) into coordinated combined arms
and services training.

Major training events are the common
building blocks that support an integrated
set of METL-related training requirements.
Included in long-range training plans, mag'or
training events form the framework for
resource allocation and provide early plan-
ning guidance to subordinate commanders
and staffs.

By developing and coordinating training
events, the organization is able to bring
together, at one time, the training areas
and facilities, opposing forces (OPFOR),
controllers, evaluators, and other resources
that create the most realistic and battle-

focused training. Typical training events are
shown in[Figure gé

During planning, senior commanders
allocate maximum training time to subor-
dinates. Some large-scale training events,
however, must be planned so that senior
commanders can exercise and integrate all
battlefield operating systems within their
wartime organizations. The training value
of these large-scale exercises to the entire
command is increased when subordinate
headquarters participate in developing multi-
echelon training objectives and scenarios.

In recent years, the Army has increas-
ingly emphasized externally supported train-
ing events in which a headquarters senior
to the unit being trained provides assistance
in the form of detailed planning, additional
resources, and evaluation. Support provided
by the higher headquarters usually includes
a METL-derived scenario with associated
training and evaluation outlines (T&EQSs),
an OPFOR, observer-controllers, and evalu-
ation support. The Army’s combat training
centers are prime examples of organizations
which provide combined arms and services
battle-focused training that is externally
supported. CTCs provide training events
that are based on each participating organi-
zation’s METL and conducted under realistic
combat conditions. Externally supported
training events can also be conducted in
local and major training areas to enable
the units being trained to focus exclusively
on the execution of training.

3-9
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Organizations can only obtain the full
tralnlng?1 benefits of externally supported
events through carefully planned preparatory
training. Therefore, a priority during long-
range planning is to develop METL-based
training programs that thoroughly prepare
individuals and units for CTC rotations and
similar events. This approach will obtain
the highest levels of wartime proficiency
from resource-intensive externally supported
events.

Training Resources. The commander
uses his assessment of METL and battle
tasks to determine the resource priorities
for training requirements. During both long-
and short-range planning, constrained re-
sources may require deletion of low-priority
training requirements, substitution of less
costly training alternatives, or requests to
higher headquarters for additional resources.
To the extent possible, commanders “lock
in” resources before publishing training

plans. Common sources for resource infor-
mation include—

e Command operating budget.

e Flying Hour Program.

e Ammunition authorizations.

e Fuel allocations.

e Force integration documents.

¢ Higher headquarters training plans.

e Local directives on training areas and
facilities.

A METL-based events approach to re-
source planning is used for the allocation
of time, facilities, ammunition, funds, fuel
products, and other resources. For example,
a reasonably close approximation of the
future POL (Class Ill) and repair parts
(Class IX) resource requirements (the most
significant operations and maintenance
costs in a tank battalion) can be calculated
for a training event, as shown in Figure 3-9.

EXAMPLE PROJECTION OF COSTS FOR AN
AC TANK BATTALION FTX

NUMBER MILES COST FACTORS SYSTEM

SYSTEM USED TRAVELED CL IX cL il COST
TANK, M1 58 x 70 x (84200 + $6.40) = $196,500
CFV, M3 6 85 9.25 1.056 5,250
- CARRIER, MORTAR M1086 6 60 2.30 40 970
CARRIER, CP M577 8 50 2.70 .40 1,240
CARRIER, M113 13 75 2.30 .40 2,630
RECY VEH, MED M88 7 75 10.00 1.10 5,825
- HEMMT 23 150 .40 .30 2,420
TRUCK, 2 1/2 TON 25 175 1.10 .15 5,470
TRUCK, 56 TON 7 126 .50 .15 570
HMMWYV 24 175 .25 .10 1,470
EVENT COST $222,345

Figure 3-9.
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_The same procedure is followed to deter-
mine the costs for each projected training
event and totalled into an aggregate train-
ing cost for the year (Figure 3-10%.

There is a relationship between the
number of miles or hours that an item of
equipment, such as a tank, is operated and
the dollars required to purchase the repair
parts and POL for that piece of equipment,
Funding authority to purchase the projected
repair parts, fuel products, and other items
necessary to support the training mission
is allocated to units based on operating

tempo (OPTEMPO). The OPTEMPO of an
organization is the average annual miles
or hours of operation for Its major equip-
ment systems. The total annual training
cost of the desired list of training events,
as shown in the example at Figure 3-10,
which represents an OPTEMPO of 800 miles
per tank, is then compared with budget
projections to determine if the desired train-
Ing is affordable. If the battalion is not
projected to receive sufficient resources to
finance the projected list of events, the list
of events may have to be revised by the
commander, as illustrated in Figure 3-11.

EXAMPLE ANNUAL TRAINING COSTS FOR
AN AC TANK BATTALION

FM 25-100

NUMBER MILES COST FACTORS

SYSTEM USED TRAVELED CLIX CcL 1l (8000)
TANK, M1 58 x 800 x ($42.00 + $6.40) = $2,245
CFV, M3 6 1,130 9.25 1.05 70
CARRIER, MORTAR M108 8 480 2.30 .40 8
CARRIER, CP M577 8 375 2.70 .40 9
CARRIER, M113 13 545 2.30 .40 19
RECY VEH, MED M88 7 675 10.00 1.10 52
HEMMT 23 930 .40 .30 15
TRUCK, 2 1/2 TON 25 1,625 1.10 A5 51
TRUCK, 5 TON 7 2,000 .50 156 9
HMMWV 24 2,250 .25 10 19

Annual Training Cost ($000s): $2,497

Figure 3-10.
REVISING A LIST OF TRAINING EVENTS
TO MEET FISCAL CONSTRAINTS
DAYS PER DESIRED NUMBER REVISED NUMBER
EVENT EVENT OF EVENTS OF EVENTS

(PER YEAR) (PER YEAR)
BN CPX/TEWT 3 3 5
BN CFX 3 1 2
BN FTX 5 4 3
CO CFX 2 1 3
CO FTX 3 5 4
CO LFX 4 . 3 2

Estimated Cost ($000s) $2,497 $2,150
Figure 3-11.

3-11
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A resource analysis allows leaders at all
levels to make training trade-offs, within
various budget and program levels, that best
support the commander’s training strategy.
In[Figure 3-11, the example shows that if
the unit conducted fewer FTXs and LFXs
(which require high densities of equipment
and relatively high resource expenditures)
and added less expensive CFXs and CPXs,
resource constraints could be met. The
commander determines the effect these sub-
stitutions will have on attaining desired
levels of training proficiency. He then pro-
vides this information to the next higher
commander who will either provide addi-
tional resources or approve the constrained
resource plan.

By summing up fiscal resource pro-
jections of subordinate units, commanders
at higher levels are able to estimate resource
requirements necessary to support their
training strategies. Similar analyses are
conducted to estimate ammunition, facilities,
and other resources. When the commander
completes the trade-off analysis, he includes
the resulting events and associated resources
in the long-range training plan.

A significant resource consideration in
Reserve Component planning is the allo-
cation of available training time. Limited
training time requires RC commanders to
Erlormze training requirements. They may

ave to train on fewer tasks so that Army
standards can be attained. RC commanders
compensate for lack of training time by
carefully distributing training requirements
over longer periods of time and identifying
selected training tasks for execution during
postmobilization training.

SHORT-RANGE PLANNING

Short-range training plans define in
greater detail the broad guidance on train-
Ing events and other activities contained
in the long-range training guidance and
long-range calendar. They refine the allo-
cation of resources to subordinate organi-
zations and provide a common basis for
preparing near-term training plans.

3-12

Short-Range Training Guidance.
Each level from division through battalion
publishes short-range training guidance that
enables the commander and staff to priori-
tize and refine mission essential training
guidance contained in the long-range CTG.
Commanders must publish the short-range
training guidance with sufficient lead time
to ensure subordinate units have time to
develop their own short-range trainin
plans. As shown in|Figure 3-12, the A
division provides quarterly training guidance
to subordinate commands and installations
at least 90 days prior to the start of each
quarter. After receiving guidance from
higher headquarters, subordinate units down
to battalion sequentially publish their quar-
terly training guidance (8TG). The RC pro-
cess is conceptually the same as the AC
rocess, but the guidance normally is pub-

ished annually as yearly training guidance
(YTG) (Eigure 3-13).

An important aspect of the QTG and
YTG development process is the role of the
NCO. Within the framework of the com-
mander’s guidance, the CSM and other key
NCOs provide planning recommendations
on the organization’s individual training
program. They identify the individual train-
Ing tasks that must be integrated into col-
lective mission essential tasks during the
short-range planning period.

~ Examples of topics normally addressed
inthe QTG and YTG are—

e Commander’s assessment of mission
essential task list proficiency.

e Training priorities.
e Combined arms and services training.

* A cross-reference of training events and
associated METL training objectives.

e Individual training.

e Leader development.

¢ Preparation of trainers and evaluators.
e Training evaluation and feedback.

e Force integration.



e Resource guidance.
e Training management.

Short-Range Planning Calendar.
The short-range planning calendar refines
an applicable portion of the long-range
planning calendar. Sequential development
of supporting calendars provides the time

FM 25-100

lines necessary for small-unit leaders to
prepare near-term training schedules.

In preparing a short-range planning
calendar, details are added to further define
the major training events contained on the
long-range planning calendar. Some exam-
pies of these details include—
 The principal daily activities of major

training events.

ACTIVE COMPONENT (AC) SHORT-RANGE PLANNING CYCLE

LATEST PUBLICATION FUTURE
FREQUENCY ACTION DATE PLANNING HORIZON
Quarterly Div/Sep Bde/Sep 3 mo prior to start of 3 months
. Gp/Regt or similar level " Quarter '
command publigshes
Quarterly Training
Guidance (QTG)
Bde/Gp publish QTG 2 mo prior to start of 3 months
Quarter
Bn/Sqdn/Sep Co 6 wks prior to start of 3 months
publish QTG Quarter’
Quarterly Training Prior to start of 3+ months
Briefing (QTB) conducted Quarter

NOTE: (1) To allow sufficient time for naar-tenﬁ_ plamfng at company level before the start of the quarter.

Figure 3-12.

RESERVE COMPONENT (RC) SHORT-RANGE PLANNING CYCLE

o LATEST PUBLICATION FUTURE
FREQUENCY ACTION DATE PLANNING HORIZON

Annually RC Div/Sep Bde/Regt/ 68-8 mo prior to FY start 1 year
Gp or similar level
command publishes
Yearly Training Guidance
{(YTG)
RC Bde/Sep Bn publish 4-6 mo prior to FY start 1 year
YT1G
RC Bn/Sqdn/Sep Co 3-4 mo prior to FY start 1 year
publish YTG :
RC Yearly Training Prior to FY start 1+ years

Briefing (YTB) conducted :

Figure 3-13.
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e Local training area (LTA) or garrison
training activities conducted In prep-
aration for major training events and
evaluations.

e Other mandatory training which has a
direct bearing on METL and warfighting,
such as Army Physical Fitness Test
(APFT), weapons qualification, or water
safety training.

» Significant nontraining events or activities
that must be considered when schedulin
training. Examples are national or loca
holidays and installation support missions.

The short-range training calendar is
coordinated with appropriate installation
support agencies to create a common train-
ing and support focus between supported
and supporting organizations.

Training Events. Major training events
are identified and scheduled during the
long-range planning process. During short-
range planning, these events are refined in
terms of wartime mission-related scenarios,
collective and individual training objectives,
resources, and coordinating instructions. A
major aspect of short-range training event
design is the preplanned scheduling of time
for additional training prior to the end of
the training to ensure that all training tasks
are performed to standard. Detailed infor-
mation on training events may appear in
the organization’s short-range training guid-
ance or in separate documents such as
exercise directives or letters of instruction.

Multiechelon Training. Limited time
and other resources do not permit developing
sequential training programs, in which each

EXAMPLE DIVISION-DIRECTED TRAINING EVENT

MISSION ESSENTIAL

DAY PHASE TRAINING TASKS*

BN TF CO

CONTROL
AND
PLTY/SQDN/CREW EVALUATION**

ALERT/UPLOAD
1 BASIC AND OPERATIONAL LOADS

2 MOVE TO AN ASSEMBLY AREA AND
ASSEMBLE THE FORCE

CONDUCT A RIVER CROSSING

X X X

1ST BRIGADE

CONDUCT DELIBERATE DEFENSE (FTX)
4 (MILES)

1ST BRIGADE

CONDUCT OFFENSIVE OPERATIONS
{BATTLE SIMULATION)
— HASTY ATTACK
c — DELIBERATE ATTACK
— NIGHT ATTACK
CONDUCT HASTY ATTACK/DELIBERATE
DEFENSE (LIVE FIRE EXERCISES)

@~ & en

2D BRIGADE

(TANK, INFANTRY, TOW, 1ST BRIGADE

SCOUTS, MORTARS)

MOUNTED NAVIGATION EXERCISE

AND POST-OPERATIONS MAINTENANCE

CONDUCT TACTICAL MOVEMENT (REDEPLOY)

ALL OFFICERS

2D BRIGADE
NCO CONTROL

*SELECTED INDIVIDUAL TASKS WILL BE EVALUATED DURING EACH COLLECTIVE TRAINING ACTIVITY

**DENOTES MAJOR CONTROL HEADQUARTERS. SPECIFIC UNITS WITHIN EACH BRIGADE WiLL BE DESIGNATED TO PROVIDE
CONTROLLERS AND EVALUATORS. OPFOR, AND RANGE SAFETY PERSONNEL.

Figure 3-14.
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echelon from lower to higher is successively
trained to reach interim “peaks” in pro-
ficiency. Therefore, leaders use a multi-
echelon training approach to plan trainin
events. Multiechelon training allows simul-
taneous training and evaluation on any
combination of individual and collective
tasks at more than one echelon. Multi-
echelon trainin? is the most efficient and
effective way of training and sustaining a
diverse number of mission essential tasks
within limited periods of training time.

Figure 3-14 is an example sequence for
an A

: division-directed, multiechelon train-
mP event conducted by two battalions—to
allow for cross attachment. This example
depicts mission essential training tasks for
each echelon from battalion TF through
crew. Various exercise techniques (MILES,
battle simulation, live fire) are used to
accomplish the specified training objectives.

The designation of control and evaluation
organizations is an important aspect of
externally supported training exercises. This
allows the units performing training to focus
on execution of training while other organiza-
tions provide the necessary control, evalu-
ation, and administrative support. This
example training event can be used to illus-
trate two approaches to multiechelon
training:

e Multiechelon training occurs when an
entire organization focuses on one major
task. For example, a battalion task force
performs a numger of tasks simultaneously
to ensure a successful river crossing
(Figure 3-15).

 Multiechelon training also occurs when
an organization is simultaneously con-
ducting different major activities. An

SELECTED TASKS PLANNED TO BE EXECUTED DURING A
MULTIECHELON TASK FORCE RIVER CROSSING

RESPONSIBILITY PARTICIPANTS ACTIVITY TASK(S)
Task Force Commander Entire battalion and slice FTX Conduct a TF hasty river
elements crossing
Team Commander All assigned or attached FTX Conduct team level security
personnetl operations and hasty river
crossing
Platoon Leader All assigned or attached FTX Conduct an assault river
personnel crossing
Squad Leader Squad members FTX Conduct training on
camouflage, dispersion,
movement techniques, and
preparing vehicles for river
crossing
Figure 3-15.
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example is depicted in Figure 3-16 with
the battalion and comlpany headquarters
participating in a battle simulation while
the platoons, squads, and crews are
concurrently conducting live fire exercises.

Figure 3-17 depicts a multiechelon train-
ing concept for an RC division annual
training period. It addresses some RC-unique
training considerations, such as the use of
the CAPSTONE wartime headquarters,

SELECTED TASKS SIMULTANEOUSLY OCCURRING WHILE
A TASK FORCE IS CONDUCTING DIFFERENT
TRAINING ACTIVITIES

RESPONSIBILITY

Task Force Commander

PARTICIPANTS

Battalion Task Force
Staff and Company/

ACTIVITY TASK(S)
Battle simuiation Conduct hasty/deliberate
night attack

Team Commanders

Tank Piatoon Leaders

All assigned and

Live fire exercise Conduct Tank Table IX

attached members of

platoon

Tank Commanders Crew members

Conduct live fire gunnery,
crew drill, prepare

range cards, and occupy
firing positions

Live fire exercise

Figure 3-16.

EXAMPLE MULTIECHELON TRAINING CONCEPT FOR

RC DIVISION

EVENT
Wartime Mission-Related CPX

Company and Platoon STXs

ANNUAL TRAINING

DESCRIPTION

All commanders and staffs from division through bat-
talion participate in an exercise that thoroughly rehearses
wartime operations plans. Maneuver Training Command
{MTC) provides controiiers, operates the battle board,
and simulates the company level chain of command.
The CAPSTONE wartime headquarters provides personnel
for a corps headquarters response cell and assists in
evaluation.

As more senior commanders are participating in the CPX,
companies negotiate a series of METL-refated STXs. For
example, an RC maneuver company is required to cross
an LD at a specific time, react to an enemy ambush,
clear an obstacle, conduct a hasty attack, and defend
against a counter attack. The RC unit would perform
the STX, participate in detailed after-action reviews, and
renegotiate the course until the Army standard on each
training task was achieved. Similar STXs are established
for all of the combat, CS, and CSS companies in the
division. Controllers and OPFOR may be provided by a
supporting AC unit.

Figure 3-17.
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Maneuver Training Command, and AC
support of RC training.

Larger-scale training events also provide
an opportunity for valuable individual, crew,
and small-unit training. These exercises,
however, can result in unproductive training
for soldiers at lower echelons unless senior
leaders plan multiechelon training down to
the smallest participating units. For ex-
ample, a corps FTX may offer an excellent
training opportunity for corps and division
staffs to synchronize joint operations. How-
ever, the corps commander and other senior
leaders must require that METL-based train-
ing objectives are planned at every level
within the organization. This approach pro-
vides challenging and relevant training for
all participants.

Training Resources. In short-range
planning, commanders allocate training
resources to subordinate organizations for
specific training activities. As required,
adjustments are made from the initial re-
source projections contained in long-range
Blans. The key requirement for division and
rigade commanders is to coordinate short-
range training plans with the various re-
source processes that support training.
Examples of these processes are Program
Budget Advisory Committee (PBAC) meet-
ings, ammunition forecasts, and training
area and facility scheduling conferences.

Short-Range Training Briefings.
The short-range training briefing is a con-
ference conducted by senior commanders to
review and approve the training plans of
subordinate units. It is conducted before the
time period addressed in the quarterly or
yearly training guidance. AC units conduct
quarterly training briefings (QTBs). RC
units conduct yearly training briefings
(YTBSs).

Division commanders receive the short-
range training briefing from subordinate
brigades and all battalions in the division.
The brigade commander and CSM present
the overview of the brigade training plan;
battalion commanders and CSMs personally
present detailed briefings of their training

plans. All habitually associated slice com-
manders participate in preparing and con-
ducting the training briefing.

Training briefings produce a trainin
contract between the senior commander an
each subordinate commander. The senior
commander provides resources and protects
the subordinate unit from unprogrammed
taskings. The subordinate commander then
locks in and executes the apf)roved training
plan. This shared responsibility helps main-
tain priorities, achieve unity of effort, and
synchronize actions to achieve quality train-
ing and efficient resourcing.

The training briefing is a highlight of
the senior commander’s leader development
program. It provides the commander an
opportunity to coach and teach subordinates
on the fine points of his hiIosthy and
strategies in all aspects of warfighting, to
include doctrine, training, force integration,
and leader development. It enables sub-
ordinate commanders, some of whom may
be new to the organization, to gain a better
understanding of how their mission essential
training relates to the battlefocused trainin
programs of their senior commanders an
peers.

The senior commander specifies the for-
mat and content of the briefing in the QTG
or YTG. However, the briefing guidance
should be flexible enough to provide sub-
ordinate commanders and CSMs the latitude
to highlight their initiatives and priorities.

During the training briefing, the sub-
ordinate commanders, as a minimum, usu-
ally address these specific areas:

* Areview of the last short-range planning
period’s accomplishments and shortfalls.

* The organization’s METL and assessment
of proficiency levels.

o A discussion of the unit’s training focus
and objectives for its upcoming training
period.

A presentation of the organization’s
short-range planning calendar.

¢ A description of upcoming training events.

3-17
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e Leader development program, with em-
phasis on officer warfighting skill
development.

e Approach to be used for preparing trainers
and evaluators.

e Force integration plans for the upcoming
period.

¢ Resource allocation.

Each CSM normally follows his com-
mander’s presentation. The CSM provides
an analysis of the unit’s individual trainin
proficiency and discusses the unit’s planne
Individual training and education. Example
discussion topics include—

e Individual training proficiency feedback
received concerning previous short-range
planning period.

* An assessment of the organization’s
current individual training proficiency.

e Individual training events planned during
the upcoming short-range planning period
and strategy to prepare soldiers for these
evaluations.

* A description of METL-derived individual
tasks to be integrated with upcoming
collective mission essential tasks.

e Marksmanship and physical fitness
programs.

¢ The organization’s education program.

e The NCO leader development program and
|t|§_”relat|onsh|p to improving-warfighting
skills.

NEAR-TERM PLANNING

Near-term planning is primarily con-
ducted at battalion and subordinate com-
mand levels. It is conducted to—

e Schedule and execute training objectives
specified in the short-range training plan
to the Army standard.

» Make final coordination for the allocation
of resources to be used in training.

» Provide specific guidance to trainers.

3-18

» Complete final coordination with other
units that will pa_rtlc:jpate In training as
piart of the combined arms or services
slice.

e Prepare detailed training schedules.

Near-term planning covers a six- to eight-
week period prior to the conduct of training
for AC units [Figure 3-18), and a four-month
period prior to traming for RC units
. Formal near-term planning culmi-
nates when the unit publishes its training
schedule.

Training Meetings. Near-term plan-
ning includes the conduct of training
meetings to create a bottom-up flow of infor-
mation regarding specific training profi-
ciency needs of the small-unit and individual
soldier. Platoons, companies, and battalions
conduct training meetings. At battalion
level, training meetings primarily cover
training management Issues; at company
and platoon level, they are directly con-
cerned with the specifics of conducting
training.

Training Schedules. Near-term plan-
ning results in detailed training schedules.
Training schedule formats may vary among
organizations, but they all—

e Specify when training starts and where
it takes place.

¢ Allocate the correct amount of time for
scheduled training and also additional
training as required to correct anticipated
deficiencies.

» Specify individual, leader, and collective
tasks to be trained.

 Provide concurrent training topics that
will efficiently use available training time.

e Specify who conducts the training and
who evaluates the results.

* Provide administrative information con-
cerning uniform, weapons, equipment, ref-
erences, and safety precautions.
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Training is locked in when training
schedules are published. Senior commanders
establish policies to minimize changes to
the training schedule, such as requiring that
battalion commanders personally approve
training schedule changes. Command respon-
sibility is established as follows:

e The company commander drafts the train-
ing schedule.

 The battalion commander approves the
schedule and provides necessary admin-
istrative support.

e The brigade commander reviews each
training schedule published in his
command.

e The division commander reviews selected
training schedules in detail and the com-
ﬁ_lete_ list of organization-wide _tramln?

ighlights developed by the division staff.

Senior leaders provide feedback to sub-
ordinates on training schedule quality and
subsequently attend as much training as
possible to ensure that mission essential
tasks are accomplished to standard.

ACTIVE COMPONENT (AC) NEAR-TERM PLANNING CYCLE

LATEST MEETING FUTURE

FREQUENCY ACTION OR BRIEFING DATE PLANNING HORIZON
Weekly Bn training meetings 6-8 weeks prior to 6-8 weeks
and subsequent draft execution
training schedules'
Bn publishes training 4-6 weeks prior to 4-6 weeks
scheduies? execution
NOTES: (1) Training schedules are developed 8t company level and approved by battalion commanders.

{2) Training schedules are typed and reproduced at battalion level.

Figure 3-18.
RESERVE COMPONENT (RC) NEAR-TERM PLANNING CYCLE
LATEST PUBLICATION FUTURE

FREQUENCY ACTION OR BRIEFING DATE PLANNING HORIZON
Monthly RC Bn training meetings 4 mo prior to execution 4 months
and subsequent draft :
training schedules!
RC Bn publishes training 3 mo prior to execution 3 months

schedules’
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ovad hy
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.
PPTove

Figure 3-19.
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