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On a recent visit to training, a company was conducting individual movement training on a facility that Fort Jackson calls Chipyong-ni.  The 1SG found me immediately and the Company Commander not long after that, and we started observing various platoon lanes in which Soldiers were moving from position to position engaging a MILES enemy at the end of the lane.  The event was just prior to the buddy team live fire that would be conducted the next day.
The company cadre was prepared for the training.  They had met the requirements of the POI.  They had a grasp of the action/conditions/standards for the event.  Soldiers were being trained, and the mission was being accomplished.  But we were at the 80% solution.  Had we stopped there and just let it ride, we would not be maximizing the training event or time available.  Hence, this article will push for company and battalion level leadership to review the current IMT training events, and push for a higher, more precise level of execution.
Particularly in Basic Combat Training (BCT) in which the Program of Instruction (POI) was recently reviewed and improved, we now need to execute the changes well.  In the process, we must make our training as effective as possible while operating in a resource constrained environment.  In educating our company leaders on how to maximize training, we will improve the quality of the different IMT events across the board.  Our company leadership, particularly the Company Commander and Executive Officers, will have varying degrees of experience.  Some have missed the basic of conducting training during long deployments.  Their combat experience and sense of what is important are spot on, but their ability to develop the necessary skills and attributes in IMT Soldiers is lacking.  We, therefore, have to develop them as leaders, so we have quality execution at the company level.  Leaving platoon training supervision exclusively to the Drill Sergeants and AIT Platoon Sergeants, abrogates the company training responsibility of the command team.  You will not have consistent training across your platoons as some DSs/PSGs are better trainers than others.  This mentorship is where 1SGs are critical.  They are the master trainer in the company and so important in IMT.  If a 1SG is weak in a company, it will be difficult for the company to be a top-notch training organization.
As we continued observe, we started to see that it is not only the new POI tasks that need careful examination, but all of the events that have been conducted for years.  Basic training execution questions emerged that would help the Company Commander improve future iterations.  In fact, if the Commander applied these fundamental questions to his or her training, it would only improve across the board, both old and new POI events.
These training questions consist of:

1. What are you trying to accomplish in Soldier development with the training?
2.  How well is the company teaching Soldiers and are they learning?
3.  Are available resources being well used?
4.  Is there a focus in the AARs?

Although seemingly simple, the questions go beyond what is written in lesson plans.  They are an important basis for any class, but their application is what makes certain IMT units rise to higher levels.  Let’s analyze the first question “What are you trying to accomplish in Soldier development with the training?”
At our training event, we did not go straight to what the desired outcome for the event was.  We already know trainers have a difficult time articulating any enabling attributes or mental intangibles that they may want from the training.  Often we are happy if they simply give us the action/conditions/standards for the event with no placement into the developmental outcome for which we may ultimately be looking.  For this event, the real outcome, that is often prevalent across IMT, was that they wanted to be ready for the next tougher related event in the cycle.  In this case, they wanted the Soldiers to be ready for the buddy team live fire the next day—a very pragmatic approach to have Soldiers ready and safe for the next day.  Often, you will find this is true for IMT events particularly in the Basic Rifle Marksmanship (BRM) sequence, Combat Lifesaver (CLS), AIT modules, or a live fire progression.
In opting into this progression model, you are OK if the culminating event is what you want for the Soldier in combat with the first unit of assignment.  For example, if all we care about in BRM is achieving a 23 out of 40 qualification score, we have limited the development of our new Soldiers to the lowest acceptable level of performance.  And if we allow our cadre to accept only this lowest standard, we are not developing them as leaders.  We must push the company to higher levels within the lesson plan—we want Soldiers performing, understanding, and adapting what we teach them.  Let’s not simply default to being on the “production line” conveyor belt, simply “cranking them out.”
The learning point started to be driven in to the 1SG and Company Commander when they watched their cadre interacting with the Soldiers on the lane.  They were telling Soldiers everything to do—every detail with corrections on everything.  At first we were happy that the cadre had such attention to detail.  But Soldiers began to anticipate corrections at each firing position—they were not thinking—rather waiting and reacting to what the DS told them to do along the way.  The company had conducted a demonstration at the beginning of the day using cadre to show what right looked like.  This modeling is always a good technique, but Soldiers can’t fully learn a task by watching one iteration, no more than new football players learn blocking techniques by watching the coach demonstrate them.  They have to do it themselves several times.  Hence, the goal of the training (being ready for the live fire the next day) predominantly drove the cadre to make muzzle awareness corrections.  Communication between the buddy team and position selection weren’t as important—they were just told when and where to go.  As a result, the problem solving and thinking of the Soldiers decreased.  The ability to select your next firing position and move to it by the best tactical means diminished as the event came to represent a dry/blank fire iteration of the next day’s buddy team live fire.  The new Soldiers would be safe on the range by robotically following the DS instructions and not flagging another Soldier on their lane.
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There was also a DS with each Soldier in the pair just as there would be on the next day’s live fire.  At this point, the Soldiers lack the skill and ability to execute good movement.  They do many things incorrectly because they have never really done it.  The meticulous corrections that we saw the DSs making might better be done on the second or third iteration of the lane.  Maybe you could run a pair of Soldiers with one DS and make major corrections.  Then repeat the training on another new lane that caused Soldiers to rethink their position selection.  The goal shifts to enabling Soldiers to become as proficient as possible in individual movement techniques, so they understand it and can do it well.  They consequently will be better prepared for the subsequent live fire as a by-product of good training and development.  In other words, don’t just “teach the test,” rather help the Soldiers to understand the task and become good at it.  As Soldiers repeat the lanes, the cadre will see if they are improving on what they have been taught.  The cadre should then observe Soldiers executing lanes with precision and also more quickly and aggressively.  Soldiers also adapt to varying conditions because they understand what moving tactically means.
The third question posits if resources are being well used.  This use goes beyond did the unit shoot up its case of ammunition.  It involves maximizing every training opportunity in the cycle.  Good units do this well by continuing to waste no time, ammunition, training areas or facilities, or instructors.  More average companies tend to tire through the cycle and don’t maintain the level of training and resource use because it is harder.  Our cadre needs to plan continuously and AAR events, so they will improve.  Running a great cycle in BCT or AIT is extremely difficult and takes the entire company cadre working as a team and the watchful eyes of master trainers.
At Chip, the company was using three of four lanes.  Immediately, one could wonder if they could expand to the fourth lane to allow for more Soldier repetitions.  The company was missing several DSs, the usual degradation for CQ, SDNCO, sickness, or schools, but their decision to concentrate all cadre members instead of spreading them out made expanding the lanes impossible.  The company also had not used the sand areas for additional three to five second rush training.  In this case, they claimed to have done this training two weeks ago on a fire break dirt road.  That initiative to do the training early was commendable, but I thought of my old offensive line football coaches and blocking the sleds.  They never told us that we did blocking two weeks ago and that we do not need to do it now.  We hit the sleds over and over, just like Soldiers for muscle memory and practice.
As we looked at the rest of the platoon that was providing security in a small platoon perimeter near the start of each lane, we started to wonder if there is a better use of their time.  Lesson plans in the POI tell the instructor how to teach the event properly to one Soldier.  The time for the unit to execute is also figured into the document and then resourced.  If you analyze the amount of time Soldiers actually train at a daily event, vice sitting in bleachers or sitting around with their Smart Books, you will see how much training the Soldiers in your company are receiving.  You may be surprised as what you discover.
The company was using MILES and had zeroed the equipment.  Again they were maximizing the resources that were available to them.  Not all drill sergeants, however, were using the control guns for near misses on Soldiers that moved too slowly or took up poor firing positions.  Again, the DSs favored putting the control guns away and just told the Soldiers all the problems.  When asked if any Soldier have been “killed” on the lanes, the Company Commander and 1SG thought they had seen one.  The point here is not to sharp shoot, simply for the cadre leadership to know what they are getting from MILES, or any other resource, and ensuring it is being used to the fullest extent.  Simply having something at training but not using it is not good enough.  Everything we do must be deliberate and have meaning to improve the effectiveness of Soldier learning.
 Finally, the units have to be focused on AARs.  By this, we mean they target Soldier development of performing the task while also covering the attributes such as adhering to Army Values during the event.  At the Soldier level, the cadre was providing quick “hot washes” to the buddy team after each lane iteration.  They reviewed their conduct and provided a one-way critique of each person.  They needed to conduct the final platoon AAR on what was learned during the day, why it is important to their performance in combat, and what attributes were also learned.
AARs are critical to learning for the Soldiers and cadre.  For the Soldiers, it helps solidify what right looks like for them.  If they have questions on what occurred or any standard, that is time for clarification.  They also must comprehend how teamwork, flexibility, and initiative are part of all we do in the Army.  They must understand that it takes initiative to keep pushing forward while under fire.  You care for your buddy and protect him or her as you fire suppressive rounds.  Hence, there is respect and integrity.  So training is a leadership and developmental laboratory where we need to put our teachers, the cadre, to work.
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The company was trying hard.  The command team was at the training and fully engaged.  The POI was being followed.  The training was safe with proper heat monitoring.  But we need to be alert to our company cadre experience.  We need to develop the company command teams as master trainers.  The experience IMT provides will make them great trainers in future assignments.  If they learn the fundamentals of training well, all of their IMT events and cycles will improve.  Let’s develop our cadre leadership and ensure we are executing all of our training with precision.  Now is the time to enhance training execution—we have improved the BCT POI, BRM program, values and culture training, and implemented Physical Readiness Training.  By asking the right questions, our company leaders can enhance training and push our Soldier development to the next level.
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