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FOREWORD

),

Army Centers[Schools. These products 1ne1ude,trainingfprograms, training Sup-

port materials; and, ultimately, trained soldiers who have participated in the

programs or utilized the ﬁatérials. A crucial aspect of gquality control of 7

these products-is the gathering of -valid-and -reliable feedback t> support prod-
uct evaluatlon and redeslgn.

the Fort Knox Field Unit has addressed the co1lectlon and use of feedback by

Center/School personnel Thls effort has focused upon the des1gn ot compre—

The present report is des1gned to serve'as a practical gu1de for the col—
lection and management of feedback It presernts f1ex1b1e guidelines which can
be tallored to meet the needs of each feedback situation.‘ It is intended pri-
marlly to serve the needs of trainlng developers and evaluators within TRADOC
¢ Centers/Schools, but it should be of use to all who are 1nvolved in the evalu-

ation of training.
o PR
e I
(il’féj/qtf7//<;/f—/{x-/}/\h

EDGAR M. JOHNSON

Technical Director -
o



TRAINING FEEDBACK HANDBOOK

Requirement: o S N ,
Training developers and evaluators need feedback in order to determine

whether products of the training development process meet the needs of users.
o -~ This han@bgok'is—déSigﬁédmtb.éééiéféthESé personnel in structuring their col-

lection aund use of feedback.

Procedure: S L .
The numerous methods for collecting feedback are grouped into six cate-

gories in this report: informal feedback, existing unit performance records;

questionnaires, structured interviews, systematic observation, and testing:

Based upon available literature and previous research experience, the positive

and negative aspects of each of these methods are discussed and general;guide=-
. jines are offered for the application of each method. Other issues addressed .

include the integration of methods and the management and analysis of/feedback.
o -\ ’
Findings: ¢ — .

: - e - . ) ]
: ‘No one method is sufficient in and of itself for collection of /feedback
in all situations. But use of a mix of methcds and tailored application of
the guidelines offered in this handbook should provide the feedback that train-
ing developers and evaluators need. Integration of data to insurg¢ their accu-

racy, automation of data management, and follow-up to insure that data have

the appropriate impact are key lssues in the use of feedback: /

Utilization of Findings: ' - /

This handbook will be useful to all training developers dnd evaluators in
their collection of feedback from personnel in field units agd in Centers/
Schiools. It will also have general utility’ for all personnel involved in the

evaluation of traiming:

/
'
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SECTION I = INTRODUCTION

In the context of Ariy training, feedback is any information about the
results of the training developmefit and implementation process. This informa-
tion may take various forms, such as the results of tests admini tered to per—

effectiveness and efficiencv of tra1n1ng. Analysis of feedback indicates
whether or not the training process has achieved its goals. If the goals have

not been met, tlien feedback should indicate the changes that are needed in
training: Feedback is thus crucial to the training process; without it, there
is no way of determining when training is effective. :

Feedback is needed by all partic1pants in the training process. Trainers

and trainees need feedback to determine when training has been effective and

when further training is needed. Training managers and commanders need feed-

back to determine the training readiness of their units and to schedule and

provide resources for needed training: 7Train1ng developers and evalnators in

TRADOC Centers/Schools need;feedbacfafrﬁm:nsers;to_det

~as needed. — It is not possible to- directiy'address—the‘feedback*needs of*all*“'“——

these personnel in this handbook. Therefore; the emphasis here is upon the

needs of one speciric group,; training developers and evaluators in TRADOC Cen-
ters/Schools. But the guidance and methods presented should be of general use
to all individuals involved in the training process, includ1ng those managing

training:in field units.. - i e - T | /

This handbook is designed to assist training developers and evaluators in
structuring their collection and use of feedback. Training development and

evaluation are intertwined processes,; but in most TRADOC Ceriters/Schools the
personnel performing them are divided into two Separate directorates. This is

done to insure that personnel are not placed in the potentially compromising

position of having to evaluate their own. products. Training developers are per-

sonnel who produce programs or materials that are utilized to directly or indi-

rectly support the training of soldiers. Here the term refers generally to

personnel assigned .to the Directorates of Training Developments (DTD's) of

TRADOC Centers/Schools, but it may also include personnel in instructional de-

partments and other agerncies. who are 1nvolved in the training development pro-

cess. The term training evaluators is used here to refer generally to personnel

assigned to the Directorates of Evaluation and Standardization (DOES's) of

Centers/Schools, although it may refer to anyDne who determines the effectiveness

of training development and implementation. In ‘the -typicat-Center/School;train-- -

ing evaluators have the primary responsibility for tollecting feedback and pro-

viding it to training developers and others having a need for it.

As stated earlier, feedback relates to the results of training deveiopment

and 1mplementation. From the perspective of training developers and evaluators,

the results of tra1ning development are training programs- and training support

terials arid the results of implementation are the states of individual an

collect1ve tra1n1ng achieved through use of these products. Training programs

are structured sets of procedures whose primary purpose is to provide needed




skills and knowledge to soldiers. Examples are basic entry training, basic and

advanced NCO and officer courses, and training exercises derived from the Army

Training and Evaluation Program (ARTEP). | Training support materials are prod-

ucts of the training development process which enable training programs to be

conducted. Included here are written manuals and guides, audiovisual materials*

prlmary use is. to- support the- training of- soldiers e

i In order to fully evaluate the effectiveness of training programs. and
training support materials; feedback is needed from all the users of these._
products. These users include commanders,; training managers; trainers; and _
trainees, both in the institutidﬁ énd in operational fleld units. Féédbéck from
sonnel in f1eld unlts_is designated external 'Ehese two_ classifications of
feedback are discussed jointly in this handbooR, since the same general methods
and guidelines apply to both. : :
; .
Feedback from users should not be based largely on the1r opinions about

jective results of their experiernces with these products. The ultimare purpose

“of training-development- products_is to enable _training to be provided to _sol-_

diers, and thereby to ircrease the combat regdiness of the Army . Feedback
should thus communicate the levels of fraining readiness resulting from the
1mplementation of these products. It ghould indicate which products or parts of

products have resulted in effective training, and which have not. In cases

»;——products—of~the—trainingvdevelopment—precess ‘butwshould~instead representwobem~___

where effective training has not occurged feedback should be detailed emough to

lem lies in the product itseif or in the

allow determination of whetherfthe proplem lies in the product itsel

way in which it was implemented Corrective action can then be directed at the

appropriate point 1n the training development and implementation process.

While feedback based ‘uporn the results of implementation of products is_of

prime importance, feedback is needed during all phases of the training develop-

ment process: Training in the Army is based upon the Instructional Systems

Development (ISD) model; which consists of five phases: evaluation; analysis; _

design; development, and implementation. Evaluation is not a separate independ-

ent phase in this model, but is rather a process which should be integrated into
all the other phases. Feedback, o1 the data utilized in evaluation, can thiis be
useful at any point in the tralning development process. The decision to initi-
ate the analysis and aesign phases may be based upon feedback indicating that

new training programs or support materials are needed. Internal feedback
gathered during the design and developuent phases may indicate that the_appro-

priate tasks were not selected for training during the anakysis phase, and the

analysis may thus have to be| revised. Feéedback should flow continually through-

out the training development process and not be gathered at just one point in
time. In this handbock emphasis is placed upon feedback gathered during and

The first step in the feedback process is to determine what informatxon is 7T

needed. ' While the specific needs will vary from situation to situation, the

"\

5 ..;, : ;
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general characteristics needed in feedback can be summarized here. Training
developers need feedback which is specific to each of their products. They

need data indicating the proficiencies of soldiers and units who have partic-

ipated in training programs or used tra1n1ng support materials, and informa-

tion on how the programs were Conducted or how the materidls were used. _They

need to know which materials or parts of materials have been used in field

units; and which had to be modified before they could be used. They tieed to

know whether the tasks conditions, standards, and Tesource requirements

get, as long as it is manageable and re*ated to specific products: Training

developers within Centers/Schools are sometimes isolated from the realities

of the field unit environment:. They need to know what is happening in the

field; and the collection of feedback and contacts with field personnel are
the best ways to meet this need:

As 1nd1cated abovea training cevelopers and evaluators need many differ-

ent types of feedback They should obtain a Var:ety of complementary data

from different: sources; in order td insure the accuracy of feedback:. There are
also numerous characteristics whic; each individual type of feedback should
‘have. Feedback shouid bz as specifiic and detalledlasupossible, 1t should relaggAww
to the performance of specific-tasks or the use of specific¢ parts of'training
materials. This is necessary so that the identification of problems in_ feedback

leads to poss1ble solutions General feedback such as ‘'lieutenants can't ‘read
maps' or "mechanics can't troubleshoot is not of much use to training develop-
ers. In order to modify training programs and materials, the developers need
more specific 1nformatlon detailing- which personnel are-having difficualty with -
which aspects of which tasks. Féédback should also be objé;tiVé or based on
observable evidence, rather than sub3ect1ve or based just on pinions. Guide= -
lines such as those offered in this handbook should be followed to maximize the
accuracy of all feedback collected. Feedbark should also be timely and repre~
sentative of the current situation in the field. 1In today's rapidlyv changing
state of technology, the situation ii’\i the field can change quickly and feedback.
processes should be attuned to this.' Depending on the situation, feedback may
need, to be collected on each of several occasions, in order to insure that it is

up to—oate. Since a hlgh volumc o‘ feedback 1s needed it should be quantifl—

systems. No feedback should be collected without firm plans as to. how it will

be analyzed, managed; and used: Use of this handbook will mot guarantee fol-
fillment of all the feedback needs discussed above. But sound refinement and

taiioring of the principles offered 1in it should heip structure feedback to .

__meet the needs of the Army-

One characteristic of feedback which deserves special mention here ts the

need for it to be coordinated and integrated: Ome aspect of this is the need

for training developers and evaluators to communicate continually: As was

rointed out earlier, training developers and evaluators at most TRADOC Gentcrs/

Schools are divided into two directorates,- the \PTP and the DOES: Some inde-

pendence is needed between these two Sets of personnel in order to-lessen_the —
—- —- ~probabtlity of bias during the evaiuat:on of products, but they should

) : 3 \
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what further feedback is needed. The ﬁeedback process should be a continuous

loop, with training developers identifying what feedback is-needed; training

evalvators collecting it and providing it to ‘those who need it; and training de-

velopers indicating what was done in response to the feedback and what new feed-

back is needed. Tralnlng evaluators gather feedback during Branch Training Team

{BTT) visits or other visits to field units. They should involve training devel- .
~opers’ in planning ‘these visits and specifying the feedback to be collected. A

general telephonic or yritten request to training developers for questions to be;
asked during upcoming vizits may not be sufficient. -Face-to-face active coordi-
nation between training developers and evaluators is needed prior to. feedbaeﬁ -

collection visits. Consideration should be -given to continuing this’ coordination
throughout field visits by including training developers on data collection teams.
In this way trajning-developers may-be-better- able.to collect-the-detailed feed-
back that they heed and may have more confidence in\the data collected Coordtna-

tion should .hlso continue _during analysis and use of feedback, in order to lessen
the probability of differing interpretations_ of the data collected and to insure

a common understanding of the feedback needed during future field visits. These

~—————continuous-coordinationeffortsshould_eliminate_duplications. of effort by train--]

4ng-developers—-and evaluators and shotld insure that feedback meets the needs of f
all concerned. ' AN ' » : |

[ \

) Another aspect of the coordination of feedback 1“V°1Y9§,§he integration of /
" the methods used to collect it. As will be discussed in detail in the next sec- |

tion,; there are-several methods through which feedBack ‘can be collected, and none

of them are suffic1ent for all situations. A mix of methods'must ‘thus be~ tailored: -

to the resolirces available and the scope of the problems encountered. For exam-

ple, feedback on a problem with a training product may first be provided to Cen-

“ter/School personnel through informal communications from the field. The problem

can_ then be further examined through administration of surveys or interviews to

field personnel. If the problem appears to be a severe one; it may then be nee-

essary to address it further through structured observations or testing in the

field. 'The integration of different methods may also increase the accuracy of

feedback, -since the data collected from different approaches or sources can be

used as cross-checks. Using the appropriate mix of methods in collecting feed-

back is an important concern, and a separate section will be devoted to it in
this handbook.

The final aspect of the coordination of feedback tc be introduced here in-
volves the integration of the data collected. All the data relating to a partic-
ular product or issue should be managed so that they ‘can be used in a complemen-
tary fashion: Feedback should be maintained in a cen ralized data base which is
accessible to both training developers and evaluators.f In this way duplications
of effort can be reduced and decisions to revise training products can be based
upon all the data available. Guidelines for the management and use of feedback

will be presénted in later sections of this handbook.

The collection and use of feedback is a continuous adaptive process; and.

there is mo unique solution or set procedire for accomplishing it: Thus; while

the goal of this handbook is to increase the structure and standardization‘of the

12
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flow of feedback to* and within TRADOC Centers/Schools, it presents general -
guidelines rather than rigid procedures to be followed. General "how to" pro-
cedures are presented which training developers and evaluators can tailor to
their individual organizatignal needs and available resources. Included in
‘these procedures are descriptions of the primary methods which can be used to
collect feedback, discussions of gemeral approaches to analyzing and managing
the data collected, and, suggestions for ways to utilize feedback to improve
the products evaluated. ) ’
/ l : _
- - - — - S o
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SECTION II - FEEDBACK METHODS e

There are manf ways in which Eféiﬁiﬁg developers and evaluators can col-

lect feedback relgting to products of the training development—process. Ex-
ternal feedback can be gathered through formal visits to field units by Branch
Training Teams (BTTs) or other groups of Center/School-personnel, through com-
munications with field personnel using telephones or the mail; oxr.through
interaction with field personnel when they are temporarily available at the
Ceniter/School. Interrial feedback can be gathered through visiting institu-
~tional training sites op-through interactions with trainers and trainees.
Several general administrative issues arise duyring planning for the collection

-of “feedback; “such—as—who shoukd collect it and how often it should be collec-
ted. Such general issues are not directly addressed in this handbook, except

... in terms_of broad guidelides. Rather; this chapter of the handbook focuses

upon relatively specifi€ feedback collection methods which can be applied
either at the instityfion or in the.field. Managers of BIT's or other feedback
collection efforts should integrate these methods and tailor the guidelines
offered to meet the needs of each particular;situation. In this way, structure

can be introduced into the feedback process while maintaining its needed flexi-
bility.

_ The feedback methods discussed in this chapter. are organized into six
—cdtegories: informal feedback; existing unit per formance records, question-_
“naires; structured—interviewsy-systematic-observations, and testing. Each of

these methods is described below, followed by a discussion of its positive and

_ negative aspects and guidelines for when and how it should be used. In the
o cases of questionnaires; interviews, and obskrvations, sample forms for {mplée-
mentation of each method are included in an gppendix. The forms are intended
to be generic examples of the application / guidelines presented; and they are
not intended to be extracted and used, a5 WP 1 oI ed ay—feedbatk———
collection effort will likely have to be tailored ta the needs-of the particu-
lar situation. Not all the guidelines and information relevant to each feed-
— — ——back ethod—canbe presented in-this- handbook. The major points are covered — — —

here, and relevant references for several of the methods are listed in Appendix

ada

D. Training developers and evaluators planning to make extensive use of a par-

o ticular methad should read the relevant references, in addition to this hamd-

book. Since no method is totally sufficient in and of itself, the integration

""of methods into a total feedback system is discussed in the section following
- this one. ’ I '

~ / . L _
T~ | fnformal Feedback

Informal feedback is that which is unsolicited and flows through unstruc-

_tured means... This.includes information that is transmitted through word of
mouth and, through general written formats, such as letters and completéd DA™ — "
Forms 2028 recommending changes in training support materials. Numerous exam-
~  ples of feedback fall under this category. To provide external feedback; .

training managers in the field may telephonically or in writing contact per-
sonnel ‘at the appropriate Center/School about a problem with training support
materials or the training of soldiers recently arriving in field units. In .

O B 6 ]
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pose., Or field unit. personnel may contact tra1ning developers about perceived
problems while they are visiting the Center/School to attend a conference or
for some other purpose. Almost all training support materials include a re-
quést for comments to be senE to the developer eithér on a DA Form 2028 or on

DTD with comments on the Program of Instructionf(PQI),developed for a particu-
lar course. Or subject matter experts within the. Center/School may informally
rev"w and comment upon training programs falling within their area of exper-
‘tise. The turnover of military personnel within DID's provides another means
of obtaining 1nformal feedback These individuals may recently have been

field.

4
L N .

Another characteristic of informal fe§§§393”??59h should be mentioned here 2
is that it is usually based upon unstructured personal observations. These may;,<>’/

be the observations of training managers in the field during the- conduct of "

training, or the: obserVations of Center/School personnelfvislting field units

and observing traiming without applying structured feedback collection method-

ologies. For example, general officers from the Center/School may observe

training while visiting field units and provide comments in memoranda to inSti-

tutional agencies- or letters to the field: Internal feedback may be gathered

through informal observation of the initial administration of a new training

program, or through ga thering observations from institutional trainers. Infor-

mal feedback is thus a by-product of the direct, personal experiences of per=

sonnel with the products of the training development process.

Positive and Negatlve Aspects

The primany positive aspects of informal feedback are that it requ1res
relat1ve1y few resources to collect 1t does not detract from or interfere w1th

1nformation. Informal feedback may uncover unanticipated problems with products

. that training developers and evaluators would never have thought to address,

otherwise. These advantages are significant eniough to support the continued -
use of informal feedback but several potential d1sadvantages should b\\kept in

,mind. ) o . - 7 - : i : i

- - - . -~

One negatlve aspect of this type of feedback is that it\is not as readily

available as one might expect. Probably due to time constraints, training mana-

gers_in the field, do not fregquently provide unsolicited feedback to training

developers and ev%luators. The flow of DA Forms 2028 into DIDs could best be

~




described as a trickle. A feedback system which depends hedvwily upon informal

information is thus likely to suffer from a lack of data. The provision of
informal feedback depernids largely upon the attitudes of trainers, training
managers; and comuandérs and the number of informal contacts they have estab-
lished at the Centers/Schools. Some field personnel may have many acquaint-
ances at a Center/School and feel free to contact them regularly, while others
may be hesitant to surface problems outside their units. The informal feed-
back available may thius over-represent the observations of particular units

and individuals and not provide an dccurate picture of the overall situation

in the field (i.e., the squeaky wheel gets the grease). No structured sampling

techniques are applied in gathering informal feedback, so there is no guarantee
that the samples obtained are represernitative ones.

Another problem with informal feedback is that it tends to be general in

nature and does not identify specific tasks or parts of training 'support ma-
‘ terials where problems lie. It is thuS usually necessary to follow up_this
——--— -—type-of feedback with methods which yield wore specific information. _There is
also usually no guarantee that informal feedback is accurate. It is largely
- based upon personal observations, and these may be over-generalized and influ-
enced by interpretations and opinions. This type of feedback should thus mot
be accepted as being definitive, but rather as initial indications of potential
problem areas that need to be addressed further. A final problem with informal
feedback is that its lack of structure makes the data obtained difficult to
tabulate, analyze, and integrate:. The maintenance of the data may thus be

cumbersome, since they cannot easily be fit into automated data files.

In spite of.the problems discussed above, informal feedback should be 4

part of the evaluation process. Informal communications should be encouraged
.. - among all participants in the training development process, since useful infor-
) mation may be transmitted in this way. But informal feedback should not be
“ relied upon to provide definitive information to support final decisions about

revisions needed in training development products. Guidelines for use of inform-

al feedback-in-the overall evaluation process are presented below. .
1. 8ince informal feedback tends to be general, péfééﬁﬁéiifgégiyiﬁgfit,A
should gather all the details they can at the time of Input. If a problem with

— — -t

a product is noted; then all the details of the situation in which that prob-
lem occurred should be identified. If‘'a problem with training support m;ter-

ials is moted, then the specific parts bf the materials needing revision should
' be identified. ! The number of personmnel moting the problem should also Ye iden-

dicating their backgroundfand’

tified; along with general demographic data 1 their

experience level. These details should be recorded in a written fbrﬁéq\éﬁd )
— -~ - —filed-in-an-accessible-manner. —Trusting informal feedback. to.memory may.lead .. ...

to distortions in the information obtained. ’ fo

2. While informal feedback is by definition unsolicited, itcazfandshoﬁld
be solicited in general ways. The setting up of "hot lines" in Centers/ Schools
for the provision of informal feedback should be encouraged, and the telephone
8 /
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numbers of training developers and evaluators should be made widely available
to field unit persomnel. Command letters and other communications distributed
by Centers/Schools should encourage the return of feedback. Personnel attend-

ing conferences or short courses at a Center/School Should be encouraged to

contact training developers and evaluators with feedback on the use of train-
ing products. o

o

3. ' When informal feedback is obtained, it should be responded to, whether

or not it led to a revision in a training product. Those providing feedback

should be told what was done about problems they identified or recommendations
they offered: If nothing was done; they should be told why. in this way, per-
sonnel can become confident that feedback they provide will be attended to.and

that appropriate actions will be taken.

4. Informal feedback should be used only as an initial indication of.

where problems may lie. It should always be followed up by collection of fur-
ther feedback using methods discussed below, in order to deterrine its scope

and accuracy. Revisions in training products should not be made based upon
feedback that may be the opinion of one person. Informal feedback can be.an

important starting point in the feedback process, but it is not the end point.

o _ o o o . [
Existing Uait Performarnce Records

Unit personnel maintain numerous records of the results of the implementa-
tion of training programs in their units: These records are used to manage
training (e.g., to determine in what areas further training is needed) and to
determine the combat readiness of individuals and units. A few of the numerous
examples of ‘such records are described below, to serve as a basis for discus-

sion of their usefilness as feedback to Center/School persontel.

In field units, written reports of the results of the unit's performance

on recent formal ARTEP exercises are usually maintained.at battalion or squad-
ron level. The results usually consist of an overall rating, narrative descrip-
tions of gereraloperformance strengths and weaknesses, and criterion-referenced
ratings of the performance of each company-sized unit on various missions:
Records of individual task performance are generally maintained in the form of
results of recent Skill Qualification Test's (SQT's). Battalion-level summaries
of these results indicate the percentages of soldiers who correctly answered
each guestion on the written portion of the test and who properly performed each
task on the hands-on portion. The results of various qualification exercises
are generally maintained at battalion or squadron level, and they span the  _

individual/collective task dimension._  These results may provide indicators of
training effectiveness at the level of individuals (e:.g., firing of the M6
rifle), crew (e.g., firing of tank weapons on Table VIII), and platoons (e.g8.,

control of firing and movement of tanks on Table IX): The indicators usually
‘consist’ of numbers or percentages of individuals or units qualified; and perhaps
general reasons for non-qualification. Other records indicating the effective-
ness of training may be maintained at various levels in field units. TFor exam-

ple, job books maintained by supervisors are designed to provide a record of
individual performance on Specific tasks, along with narrative comments relating
9
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to training needs or problems. Such records are usually not consolidated at
battalion level. :

Records are also maintained on institutional training which provide meas-
Ures of the effectiveness of implemented training programs. Results of written
and hands-on performance tests given during or at the end of a course of in-
struction indicate the proficiencies of soldiers on specific tasks. Records of

the numbers of soldiers failing to complete particular training programs and
the reasons why provide more general feedback on the effectiveness of training:

Results of internal inspections conducted by training evaluators may indicate
whether lesson plans and other training support materials are being used as '

they were designed to be and whether other general problems exist in the train-
ing base..

ost ok the sorts of records described above are designed to meet the

feedback needs of training managers within units. They provide these personnel

with important information which can be used to distribute ‘training resources

where they'\are needed. The key question to be addressed below is whether these

records can also meet the feedback needs of training developers.

Positive éﬁ&\ﬁéééfiié_ﬁéﬁééEé

A potential advantage in the pse of existing unit records as feedback to

training developers is based upon the assumption that these records are readily
available. Few resources should be required to gather data that are already
available in units; and the provision of such feedback should place little bury
~den on unit personnel; since they would not be required to generate any data in

addition to that normally produced. The problem is that.this assumption is
often not valid; unit performance records are often not readily available in
units. For example, ARTEP results may not be available because the unit has
not participated in ARTEP exercises during the past year, or has participated
in nonstandard ARTEP exercises. SQT results may not be available for all MOS's,
expecially, since conduct of a hands-on SQT is now optional.: Job book entries
may be incomplete; since supervisors do not have time to record daily observa-
tions of task performance by all soldiers working for them..

The unit records that are available may not be inm a standard format that
is comparable from unit to unit. For example, ARTEP's and qualification exer-
cises are conducted differently in different battalions. Range and ammunition

’ availability affect the way that major exercises are conducted, such as Table
VIII in tank battalions. Results of such exercises cannot be compared and

integrated across battalions without consideration of the conditions under

which the exercises were conducted. Different scenarios and conditions. are

employed in ARTEP exercises in different battalions, making it difficult to. .. .
* combine results of such events across units to determine the effectiveness of
training programs in the field as a whole:. Training developers and evaluators

shoiild not assume that unit performance records are readily available in a form
that can be integrated across units. The acquisition and analysis-of unit per-

formance records is a more difficult task than might initially be expected.

18
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Another possible advantage to using existing records as feedback to

Centers/Schools lies in the assumption that these records represent objective
and reliable measures of unit performance:.. This assumption is also not always
valid: Rescurce and time limitations in the field often do not allow complete-
1y objective evaluations of all aspects of unit performance._ Unit performance

records are thus based to some extent upon the subjective judgments of command-

ers and training managers serving as evaluators. For example, ARTEP's and
other collective exercises are complex, integrated events; and evaluation of
performance on them is td some extent subjective. Control of fire and move«

ment techniques are examples of collective tasks which are usually evaluated

subjectively. Unit perfotmance records reflect direct experiences with the.
implementation of training programs; but real-world limitations frequently .

prevent these reccrds from| reflecting such experiences in the objective detail
needed by training developers. Such detail can be increased by providing .
evaluators with extensive training in evaliuation and the feedback of informa-
tion; and by using performance records based upon data gathered using relative-
ly objective methods, such as the Multiple Integrated Laser Engagement System
(MILES) or other instrumentatiofn availablée at the National Training Center
(NTC). But resource constraints often limit the iraining that can be givem to
evaluators and the availability of MILES or NTC, so the utility of existinmg\’
performance records on feedback to training developers is frequently limited\

1

to Center/School rersonnel is the fact thdat these records are often general

rather thar, task-specific in nature: For example, results of ARTEP exercises
usually delineate major strengths and weaknesses of participating units; but -
they do not point out specific problems with training programs or specific tasks
for which further training /is needed:. Results of qualification exercises indi-
cate the percentage 6r number of individuals or units qualified; but may.not _

exercises may be sufficieft to meet the evaluation needs of unit persomnel,

delineate specific prdble?s that occurred: General records of the results of
since these records are supplemented by first-hand experiences gained during

exercise conduct. That is, commanders and training managers may be able.to

ideritify specific areas or tasks for which further trainirng is needed, based
upon their observations and personal interaction with exercise evaluators. But
these details are often not recorded in written form; and thus are niot readily
availabie as feedback to training'developers. For example; during the conduct
of an ARTEP exercise probiems may be noted with the ARTEP document itself, but

such observations are usuaily not recorded in written reports of ARTEP . results.

General performance records must thus be supplemented with first-hand observa-
tions or with interviews of experienczd personnel. " When unit performance re-

sults are recorded in task-specific detail; they pre often highly perishable
and are not available for a long period of time.. Memories of individuals par-
“ticipating in exercises are also highly perishable and begome general -and less

accurate over time:. The gathering of feedback based upon the performance of

unit exercises should thus be coordinated with unit training schedules 'so that

o I

it can be accomplished during.or soon after exercise completion.

There are some individual performance records available which are suffi-
ciently detailed to allow the identification of specific changes needed in
o - o
11 N
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tra;iﬁing programs or in training support materials. JNT results have in the
! past provided measures of soldiers' performance on speciflc tasks.,fTraiﬁing
developers coild use such results to ideritify Specific tasks for whichrrevis—
ions in training are needed. However, the requirement for a regular, formal
administration of the SQT has recently been eliminated, so these results are
expected to be less available in the future. Results of tests administered
during and at the completion of institutlonal training programs generally pro-
vide task-specific measures of soldiers' performance. Such results should be
readily available; to training developers for use in redeslgn of training pro-—
grams. Medsures of performdance are generally more formal and more spchfic in

1nstitutiona1 than in unit training programs, so existing performanCe records

are 11kety to be more useful as internal rather than as externmal feedback:

w;thln the ‘nStitutIOW, tralning deveIopers should be able to check the accur-

acy of performance récords and obtain needed furtﬁer detzil by visiting train-

Iﬁg and testing sites.

‘A final concern with the use of §g§§§i@éf@égféﬁ@éﬁgéfgééaiag’ég'féé&Béék

to trainlng deVeiopers is related to the purposes for which evaluation is con-

ducted. Training deveiopers and evaluators in Centers/Schools gather feedback

for somewhat different purposes than do commanders and training managers in

units: Genter/Schooi personnel need feedback to determine the effectiveness of

tralnlng prograns and training support matertals; and to identlfy any revisions

needed:. They thus have no need to identlfy specific units or individuals from

whom feedback is collected. Field unit personnel need feedback to determine

the readiness of specific individuals-and units; and to-identify furthergtrain= — —

ing needed. Existing unit performance records are designed primarily to meet
the evalnatron needs of field unit personnel. These records _are thﬁs largely

negatively on the unit. The objectivity ofnexisting unlt,performance records
can, be questioned;_ and the._ prov1sion of such records to. higher headquarters
mlgqt produce further problems here. Also, unit personnel do not have time to
record and maintain performance data in the detail that they are needed by .
traxylng developers. The management of such data might ° reduce the amount of -
time |that senior unit personnel could spend in fiFst-hand monitoring of training
activwities. Training could becomie a set of formal, discrete activities to meet

the nécds of Centers/Schools, rather than a continuous adaptive process to meet

the needs of units. It is thus best that unit’ performance records remain

'or1ent d toward meeting the evaluation needs of unit personnel, and not be tail-

meet the needs of Center/School personnei These records can provide

some useful information to training developers, but they cannot in and of them-

selves meet all of these personnel's.feedback needs: /

‘;_

As was suggested earlier, regords based upon the conduct of/exercises.

using MILES or instrumentation available at NIC may provide feedback which

alleviates some of the problems discussed above. Such exercises generally
12 )
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/ provide results which are relatively Ejectlve and detalleo, so these data
should be gathered as feedback whenevér possible. However; limits on the
availability of MILES. equipment and Yestrictions on :he use of NTC data may
limit the extent tofwhlch results Qf'téCtical-éngagéméntgsimﬁlatibn,can be

B As discussed above there:are many problems with the use of ex1st1ng unit

performance records ‘as feedba'k to Center/School personnel.- These records are

often not readily available, mot available in a.standard form, not totally ob-
. jectlve, and not avallable in sufficient detail, But since they do reflect the

n of tralning programs im at least a general sense; ;

un1t performance record c'n have some utility in a total feedback system:

These records should be u—ed as feedback in accérdance with the guidelines pre—
sented below.

; / P
1. Since existing/unit performance records ‘are often not available in suf—

f1c1ent detail to meet/the rigeds of traIning developers and evaluators, as much

detail as can be used should be gathered to supplement these records. If the

~ - results-of-a- -qualificgtion-or-ARTEP-exercise are-collected;-details-on-how-the . -

exercise was conducted _and scored should be gathered. Training developers and

evaluators can accompllsh thls by interviewing exercise participants or by

observxng the conduct of the exercise:. 'Since detailed. performance records and

individuals' memories are/hlghlyrpérlshable supplemental information such_as

scenarios used, problems with scoring or _targets; and _specific_tasks or_sub-

tasks resulting in performance difficulties should be gathered as quickly as -

p0551ble followxng exercise completlon. Performance results should be gathered

in as orrglnal a form as possible; e.g.; original scoresheets should be gathered

in addition to summary results.._When observing the dbnduct_oflan_exerclse,_m“.”;;;”

training developers and evaluators should spotcheck the accuracy of scoring

decisions and record factors which may influence the results obtained. Addi- -

tional details should be obtained in as direct and- timely a manper as_is.possi-_
ble; and plans should be developed for use of these. data prior to their collec~

tIon.

\",

2.. ‘When gatnerlng un1t performance records as feedback, the anonymity of

the units and individuals:involved should be insured. Identifiers of individ-

uvals and units should -be removed from. scoresheets and from all other data col-

lection forms. Assurances of anonymity should be given to personnel in units

from which performance results are collected. an this way; tendencies to bias
results or cover up problems can be reduced.’ The feedback gathered should not

be used in any way which might reflect negatively upon particular individuals
or units.




Nl

" 3. vperformance results are generally gathered more formally and in more
detail in the institutional setting than in field units. The gathering of __
supplemental details is also less costly in the institution than in the field.
Exist ing performance records should thus be more heavily relied upon as inter-

-—-nal rather than as external feedback: Training developers and-evaluators-———

should obtain results of performance tests and exercises from training programs
conducted within their Center/School. They should also visit institutional
training and testing ‘sites in order to gather further details and to check bdhe

! accuracy of the data obtained. ’ , PR : EQ\_J

/" . 4. BAs is the case with informal feedback, existing performance records \\k'
should be used as initial indicators of where problems may lie in the training
process, and not as final, definitive feedback. These records should be sup-
plemented by interviews, observations; and other feedback methods, in order to

' insure the accuracy of the feedback obtained. Existing records should not be

/ Leavily relied upon in a feedback system, but should be used as an indication

| | of areas in which further information is needed. _

Questionnaires |

j . . Perhaps the quickest way to-obtain information for feedback purposes:from’

; 'a group of respondents 1§ to require them to complete a questionnaire. A ques-

| tionnaire is any ordered set of questions or.items designed to elicit written ___ -
- responses from a specified-population or—group.--Broadly-speaking;—question-——.— -~

/ ' naires may take on a variety of forms ranging from rating scales to multiple

f choice items to open-ended questions. Open-ended questions are omes that allow

| the respondent to answer in his/her own words, including whatever qualifiers

/ . he/she '1ikes. Some forms lend themselves better to collecting accurate feed-

i -back—-than—others;—and-thesewill-be-identified laterin—this section. There

are a mimber.of other factors influencing/the accuracy of information obtained .

through questionnaires, which will also be discussed later.in this section. /!

- : : , /

- Although ‘questionnaires can be used for gathering feedback in a wariety of

situations, the power of the questionnaire is best demonstrated when you. have a
~ large proup to survey and few data collectors,; or little time to gather the
~ - gata. -In such situations; the ggestionnaire may be the preferred-method qf -ob~— ;-
‘taining feedback, and_possibly. the-only method. Questionnaires can be adminis- ;/
tered to groups or individuals in the /field or at the institution for obtaining j
tra Questionnaires are flexible

quick’ feedback on personnel or training matters. flexible
in that they can be administered in person or through the mail. However, mail-
s is not re nded for reasons to be discussed later:

ﬁgmgygﬂqggstionnaifeswiSZth,reéaﬁﬁé,
, 7 i
s

Positive and Negative Aspects /[ |

i

, As mentioned above the QEéétibﬁhéirércan be used to gather-a considerable
amount of feedback in a relatively short time with only a small investment in
resources: A single data collector armed with multiple copies of a question-
naire can collect information from several hundred respondents in a relatively
short period of time. If the questionnaire has been carefully designed, the

g ne
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same data collector could, ,@iiﬁ,ﬁﬁé,éi§,5f coﬁpﬁtefiiea data ﬁanageﬁent

In generai research has shown questionnaires to be a reliable way of

~—-——gathering-information: —Uniess the questions are worded ambigously or ‘beyond

the reading.level of the respondent, questlonnaire responses ‘tend to be con-

51stent with the intent of the questions. ‘The consistency in answering ques-

tionnaires may in part be explained by the fact that each respondent reads the

same questions, worded in the same way, in the same order on each occasion.
This allows the cuiiector of feedback to combine the responses of the ind1v1d- _

ual respondents for arrlvxng at general conclusions concerning the developmenr

and Impiementatrov of training products.

mation that might be extremely difficult to see ¥y might take months to obtain

through direct observation. In essence; the questionnairé eXpands one's abili-

ty to observe by 1ett1ng the respondent act as the eyes and ears of the would-

be observer. While this expanded ability to observe makes the guestionnaire
extremely efficient, 1t does not guarantee that responses to the quest fons will

be accurate. Accuracy May be adversely affected by the inabxiit§ of the re- .

spondent to recall relevant information or by the respondent s unwillingness to

answer questions completely and honestly. Honesty and memory issues will be

discussed further in the guidelines for using quest ionmaires at the end of this
sect1on. . _

The blggest drawback to questionnaires is that bgﬁ ‘questions are easy to

write. Too often questionnaires are written for no reason other than to meet

an evaluation requirement. Often those writing the questionnaire. hdve 11tt1e

jdea of what information is needed or what they will do with the information

once they obtain it. The result is the proliferation of a large number of

quest ionnaires. containing very genera ions_that produce data that are not

useful for improving trdiming programs or products. Such Questions as "What is

the present state of training in your batta110n7" or "How well trained are .sol-
diers when they arrive .in. your unit?' are unlikely to provide information about

the extent and effectiveness of the traxning conducted in the battalion or about

the tasks the soldlers could or could not perform upon arrival in the unrt.irTo

?._Mh,ii_obtain_the_latter 1nforﬁation, more specific questions . are needed, perhaps sup-

T plemenited by observation and teStlng‘

Lack of spec1ficity.1n:gnéstions rﬂduces the amount of usefui information

“that- they-prodece. - To make matters worse many questions call for SubJeCthe

respornses, consistxng‘largel;~of the respondent's impressions, opinions, or

subjective evaluoations- of-training-programs; materials; or soldier- proficiency. /
4
i

Responses are typIcalty obtained in terms of five or s1x—point t rating-scales;

which have been used in a wide variety of applications, often inappropriately

Some of the more common uses have been for obtaining task criticality ratings,

relatlve task difficulty ratings; and estimates of soldier proficiency by super- |

777777 ULy .
SN,

visory personnel. Rating scales have also been used to evaluate training effec-

tiveness, training materials, and in numerous other appiications where there are

f
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more accurate ways of obtaining the information required. Because rating
scales are relatively easy to design and quick to administer and score; they

tend to be overused. Even when used appropriately; the accuracy of information .

ubtained via-rating scales-is adversely affected by rater— oS -Among-the —
 fost common rater errors are rater lemiency, central tendency €rrors; and the

halo effect. Leniency errors occur when raters avoid using the low extremes.

of a rating scale. These errors often arise bécause raters do not wish to give

ratings that can be interpreted negatively:. Other raters may be_biased against

giving extreme ratings, either high or low: When hoth high and low extremes

are avoided, ratings tend to cluster around the mid-point of tne scale. When
ratings cluster around the mid-point, the differences among things rated may be
/ so small as to be of lirtle practical significance. The halo effect occurs =
| when the rater bases all ratings on a global or overall judgment of the person
\ or thing being rated: . For example; a supervisor asked to rate a soldier's per-

| formance-on specific tasks may.rate him or her_high on all tasks based on ‘the
‘\ global judgment that the soldier is a good worker.. The supervisor may give
‘ equally high ratings on all tasks even though some of the tasks were never ob-

served and the soldier does not perform all tasks equally well. This rating

tendency decracts from the abiiity to, disctiminate between different aspects
of performance. : '

The accuracy and usefulness of information obtained by guestionnaires.——

. largely depends on the guestions asked and how they are asked. OGdten the word-

© . idg of 4 quéstion may indicate the expected or preferred response.—-Such-gues=.. — —

tions are referred to as leading questions. Two examples of leading questions
are given below:

- 1. Wnich tank do you prefer, the faster, Iower profile Ml or the larger,
slower M60? o I ' . -

2. Do you feel thé weapon systems are not reliable; and; wore irequently
than not, do not operate to the full potential for which they were designed?
Such questions tend to support the preconceived notions of the questionnaire

developer rather than to obtain accurate feedback.

persons from whom the feedback must be obtajned. The unpopularity of question-

naires increases as the number and length §£ questionniires to be completed in-

"”“‘“’fifé&ééét—ﬂﬁé—t6—fétigﬁe—aﬁafosﬁggtgag;éféLM Tisld personnel perceive, oftem  _
correctly, tlat the questions asked have po real purpose and that mo meaningful -
changes will be made as the resuit of their responses. Thus they do not devote-—

esust < e

as much thought to the questiomnaires as/they coiild. 7

" “Guldelines for Use -/
- - [ - s
; ~ Because they:provide an efficient means of 9§§§tg§gg<§g§9§ma}§gn; quest ion-
naires should be considered whenever there is a need for timely feedback from.

the field and resources are limited. Although mo feedback effort should rely omn
quest jonnaires alone, ﬁéii—aééigﬁéa and carefully adgfnis;grggfguéétibﬁﬁairg§7
can provide a substantial éﬁ6ﬁﬁt/3f useful information: ' To help in the design

e — R Y
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and administration of questionnaires, the following guidelines are offered.
Following these guidelines should improve: the usefulness and accuracy of the
information obtained. Two satiple questionnaires exemplifying-many-of-these-— ——-r
guidelines -are included.at Appendix ‘A.i. T . -

1. No questions should be written until the questionnaire developer iden~
+ifies what information is needed and how it will be used. When it has been
determined what information is needed and. how it is to be used, the next step
is to determine if questions can be formulated to obtain the desired informa-
tion. Given a question that is likely to yield accurate information, the

. feedback coliector must next identify the person or group who is in the best

position to provide this information. Factors to be considered in selecting
those who will provide the information include whether they might have direct
knowledge or recent experience pertaining to the item and the likelihood that
they will answer |the question openly and honestly. “To encourage openness and
honest<, the person responding to the questionnaire and his/her unit should mot
be identified whenever possible: If the respondent's anonymity canmot.be in-—...
surad, then additional information supporting theé accuracy of the questionnaire
responses may have to be obtained: If the questionnaire asks for information

of a sensitive nature and responses are not anonymous, then Privacy Act consid-

¢rations come into play. D B u ,
] 2. Questions must be worded so that they are direct and to the point.

L . T.uy should be readily understood by the respondents for whom they are designed.
“'*‘““‘”Thé‘queétiﬁnnairg*wrtter~m§éf~béwééfeiﬁl}t6!ﬁ§é;téfmS};§§I;mﬁﬁﬁiitﬁéZSéﬁé:iﬁzééﬁﬁ:::::
respondent as they do to the writer. Ambiguous questions that depend heavily

for an answer on the respondent's own frame of reference should be reworded or:

omitted. For example, the question "Are crews selected to. fly together most of :
ambiguous and may be answered yes-or no_depending om the respond- -~

; stariom of the phrase “most 6f the time." The question might bet-

ter be worded in terms of how often or what percentage of the time crews fly _

the time?" is

together. Questions inquiring about the adequacy, sufficiency or satisfactori-
tiess of this; that, or the other tend to be ambiguous; as do questions asking

whether certain events occur frequently, occasionally, sometimes, regularly or
often: :

st be specific, and this requires the

= 3+ TFo—be—really useful feedbac _ s requir

~G§&of specifiequestions. Question eginning with "how do_you feel about™. — =
Wwhat is your opinion of", "what do you think of", and similar phrases are un-
iikely to produce very much useful feedback. Responses_to_such questions - will..—-

vary widely from' one reépggdeﬁtﬁto~the4neit;"ﬁéﬁiﬁg it difficslt to draw any

: conclusions from the respondents as a group. Furthermore, questions phrased

- this way are more likely to elicit general opinions than to generate specific

‘factual information. To obtain specific factual information, questions must
precisely specify what information is required. Instead of asking a tank gun-

| ner how he feels about the unit's gunnery training, you might ask him what live-
“ifire gunnery exercises he has participated in since arriving in the unit. Rath-

or than ask the platoon leader what he thinks of a particular ARTEP document,
o you might ask him/her which parts of it were used during the most recent ARTEP, ,

Y5 then ask what problems were encountered in'using those parts of the ARTEP ~- -
document .- | - ' S
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4. When open-ended questions are used, the questions should be sharply
focused: Questions such as, "What equipment-do-you-presemtly-use-in-trouble-—— .-
___shooting the ML turret?" and "What equipment do you need for turret trouble-

T chooting that you don't now have?' are examples of sharply focused questions.

These questions aré preferable to general open-ended questions; such as "What .
do you think of the equipment you have for troubleshooting the ML turret?".
Whenever possible; open-ended questions should be replaced by questions offer-

- ing specific response.alternatives. In the example-above; the questionnaire
developer may know in advance what equipment the mechanic has available for
troubleshooting the Ml turret: Therefore, he/she can list the available
equipment (e.g., STE Ml, multimeter) as response alternatives and allow the
respondent to chéck tlhose that he/she uses in troubleshooting the turret.

Providing response alternatives saves time in administéring and Scoring ques-—_

tionnaIres.and is highly recommended. -Sometimes in pretesting a questionnaire

. on a small number of respondents the range of rééﬁbﬁéé;altérﬁétiVéémt6~some Tmnan o

‘open-ended questions will become apparent. :When this occurs the response

alternatives to these questions can be supplied 'in the final version of the
questionnaire. Not every open-ended question, however; may be changed in

_this way since a glven gueston may have too many possible-response alternatives— —

to list.

5. Certain types of questions should bé avoided because,they do mot yield -

‘accurate, use’ :L data. Other types of questions should only be used under very

—% . special_circumstances and on a limited basis. Leading questions, in which the_
wording of the question iﬁp1i€§?iﬁ;EiEEEEéa-6?7ﬁréféfiéﬁifééﬁbnsé§§§§~in;lhe,;,

examples given earlier); should be avoided. Also avoid phrasing questions in
negative terms. Respondents often overlook the negatives in reading such | -
questions and interpret the questions incorrectly. Negative questions are — —~
often leading quest ions as was illustrated-in the example mentioned earlier.. '

Do not. ask two different questions as one compound question. For example,; the
question "Was the feedback you received complete and accurate?" actually com-
sists of two separate questions (i.e.; was the feedback complete? and was the 7"

feedback accurata?). Such comipound questions should be avoided becausc a person

can agree with one part of the gquestion and disagree with the other. Rating 7
scales and other subjective appraisal techniques should be used cautiously in e
;___n;;_ﬁﬁééiiéﬁﬁf‘ﬂ"”r'g;;gggg;gg;g;ggggg_feedback;gjsaiiﬁg&éiéiés;éélddﬁ'ﬁtbﬁide”tgg,“
kinds of detailed information that are required in making specific changes to .
training programs and materials.  If’it is determined- that a rating scale can

‘. provide the desired information, then appropriate guidelines offered in the
reférences in. the "Questionnaire' section pf Appendix D should be followed. 1In 7
addition; if rating scales or other subjective appraisal techniques are used, .3
the accuracy of these techniques should be checked by comparing them with ob- :

© servational or performance data prior to using them to collect feedbacks The
only exception to this rule is whem the data of interest are the appraisals,
judgments; or percept ions- themselves (e:g.; judgments concerning task critical-

- fry or measures of .job satisfaction).. Generally subjective appraisal techniques
should not be used for determining soldier proficiency, or effectiveness of .

 training programs and materials unless it can be clearly demonstrated that the

sibjective measures accurately reflect §r6ficiéﬁé§‘Eﬁa‘éfféCtiveness%éé~ﬁéé§aied —
by more objective methodsi™ X o '




- . Y _ ,
o 6. If r%;iﬁg scales are to be used, make the scales as explicit as possi-
- ble. Phrase the scales in terms of explicit observable measures of performance
rather than in vague general terms Such.as '"average" "below average', etc.
Describe each rating point in terms of the behav1or that it represernts. éonf
sideér asking raters to provide specific examples to support their ratings. . Be
sure that the raters have thé experiénce or background to rate’ what is- being

‘rated. UGive raters the option of indicating that they have not had experience

relevant to the items being rated. Train raters in making subjective appraisals.
Rater train1ng should -include experience with the rating szales to be used; a

discussion- of’common errors (leniency and halo erfects) associated with ratings,

and a discussion of the dimensions of the situation being evaluated:

7. Questionnaire items should be obvious and straightforward. There

should be no need for the respondent to stop and figure out what the question

means or to search hig/her memory for lomg-forgotten facts: Qugstions should

deal primarily with events that have occurred 4in- the-last--few days or weeks, or

w1th easily remembered events. In forming questions which depend on a respond-

ent's memory or recall capabiiities the time period covered by the question

mus® be carefully definmed; the '"when" should be specifically provided. Rather

than ask the respondent what trainxng he]she has received recantly, ask how many

Do not expect to get accurate, detailed accounts of events that occurred many

months or years ago. Questions can/address events occurring months or even

years ago when the event is 1ikely ‘to be especially significant or salient to

the respondent, and absolute accuracy and fine details are not required.

‘8. Questionnaire items should be arranged in a logical sequence, both to
facilitate the responaent s recall of the information and to shorten the time

needed to answer the questions.  In_general, questionnaires should require no

—- ——ore—thamam—hour—of the-respondent's—time for compléetion. Shorter guestion- _

naires are recommended. Do not. pad the questionnaire with additional items just
to make it longer. Do not include questions that elicit information that .is

-w—s—_—only—o£—mild—interest.__Questions included should be those that prodice. data
having a koown use. Unless a use for the data produced by a question can be
specified in advance; the question should probably be discarded.

9. The questionnaire should have a t1tle or heading to identify it on each

page. 1f the questionnaire consists of more than two pages, the pages should be

———— numbered..-Each item included in the questionnaire sho should also be numbered. Be

————f~—=—sure-to—leave—enough—room~under—each-question<£or—the—respondent—t0~wrrte4m}___447

answer to the question. While the order of the gquestions is mot critical; _a

logical arrangement of iteis by subJeCt matter or chronological order. facili-

tates questionnaire administration. Questionnaires should usually include writ-

ten directions for completing the questionnaire. Directions should always be

clear and: prominentl3 displayed. Generally, respondents should be told the pur-

pose of the questionnaire either verbally by the test administrator or as part of
the written 1nstructions. :

lﬁ. D1str1but1ng and reeeiving questionnaires through the mail is nct recoii-

merided. The return rate of maIled—out .questionnaires is typically so low that
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little confidence can be placed in conc1u51ons drawn from the select few that
are returned. Much less thought and effort is usually devoted to a mailed

questlonnaire than would be devoted to an interview. Wh this statement

_ probably holds true of - questionnaires in general, questio aires received in

thg mail probably receive even less attention than other questionnaires. “There

is much to be said for administering questionnaires in person. Not only do you

get more completed questionnaires, but the effort invested by respondents in

completing the questionnaires is generaiiy greater. Also the administrator is

available for handiing any questions that arise about the questionnaire items

. and for checking each questionnaire for completeness as it is returned. When

a questionnaire is-administered to a group, all respondents should be kept at

the site where the questionnaire is administered for a predetermined period of

time or until all respondents have compieted the questionnalre. Respondents

should not be permitted to -leave the site early.

11. Al newly developed questionnaires should be’ pretested ‘prior to using

them to gather feedback: The questionnaire should be pretested on the same
type of respondents as those -for whom the questionnaire was developed. For

;exampie* if the questionnaire was designed for tank commanders in an Ml battallon,

then it shoulld be pretested using Ml tank commanders. In pretesting the guest ion-

naire, have e respondents read each question; exp1a1n1ng what it means in their

own words: Then ask the respondents to answer the questions. By noting instances

in WhIFP,q“e§EEQE§,a?§,“°t understood or misinterpreted and which questions pro-
duce tittle information; the questionnaire can be refined. Such pretesting may

result in rewording some questlons, focusing others more Specifically and elimi-

nating still others. Pretesting may also suggest additional questions to be

inciuded 1n the f1na1 version of the quest ionnaire.

Structured IntérviEW§

Another efficient method of obtaining information for feedback purposes is

through the use of structured interviews. A structured Interview consists of a

prepared set of questions verbally asked, on a one-to-omne basxs, of ome or more

interviewees by a skilled interviewer. Typlcally,ithe same questlons are asked

in the same order and in the same way each time the interview is conducted.

Structured 1nterviews usually work best when the information gatherer has a

“clear idea of the kind of information he/she is seeking. For training developers

looking for specific informatlon about particular products; the method is there-

fore ideal. Interviews may-be conducted at the institution with instructors or

with soldiers just prior to their graduation from any given training program.

Interviews may also be conducted with soldiers coming back from the field to

attend a resident course at the institution. Solddiers returning to the 1nst1-

tution for training are an especiaiiy good source of information for training

developers who may otherwise uave little contact with personnel in the field. .

During BTIT v151ts,7§raining7deyeiopers and evaluators can interview unit person-
nel to assess the state of training in the unit and to evaluate the products of

the training dEVEI°E@§§§,PEQE§55° The information thus obta_ned can be used both
by unit leaders to better manage unit training and by training deve10pers at the

institutlon to improve their training products.
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Positive and Negative Aspects

Although structured interv1ews require more t ime and effort than question-

naires; the payoff in terms of quantity and quality of information collected

from interviews is greater. Unlike questionnaires,7structured interviews do

not requ1re the respondent to give his/her answers in writing. This becomes

more of an advantage as the motivation to write and writing skills of those

being queried decreases. 'Thile some NCO's or enlisted personnel may be per-

fectly willing and able to answer a guestion in great detail during an inter-

view; providing the samé answer in writing may be another matter entirely.

Thus,; the-interview is llkely to previde more detail about each item of infor-
mation sought.

Like the questlonnalre, the structured interview insures that the same

quest ions are asked each time the interview is conducted. This enables the

recipient of the feedback to cOmbine or tabuiate responses for each item of

interest. 1f the interview were mot structured, as is characteristic of many

interviews presently used for feedback the tabulation and combination of re-
sponses_would ‘be diffig terviewee

and combining the inferviewees' responses to the questions allows the inter-
viewer to determine yidespread

two persons.

. Hav1ng each Interviewee answer the same questions

iether a problem is widespread or merely applies to one or

Structured interviews allow the collector of feedback to gather informa-

tion on everts that he/she was not personally present to observe. As a result

it tends to be a relatlvely efficient method of obtaining information ofi evetits,

that were not or could-not be directly observed by the feedback collector.

v1d1ng the same kinds of information for each interviewee,,it has flexibllity

‘that the- questionnaire does not possess. During an interview the interviewee

may indicate throuagh his/her answer or in some other way that he/she does not

understand the question: being asked. When this occurs the 1nterviewer can re-

phrase the questron or otherwise clarify what is being asked. If the-answer

given by the interviewee is incomplete or raises additional questions,,the in-

terviewer can probe for further information. In this way;ithe 1ntervxew can

Interviews are generally better received by those who are being asked. to

furnish information than are questlonnaires and other kinds of surveys. While

this may seem to be a minor advantage, it is actually an important reason to .

ase the interview method. The quantity and quality of the information gathered

depends; in part; on the willingness of the persons surveyed to provide it.

Individuals who are reluctant to complete a written survey may: look favorably

upon being 1nterv1ewed. They often appreciate the opportunity to express their

The primary d1sadvantage of structured interviews as a method of gathering
information is that the method requires a substantial ipvestment in resources.

Interviews reguire committing one or more skilled interviewers to the task over
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an extended period of time: Interviews must be done on a one-to-one basis,

with eéach interview lasting from 20 minutes to an hour. Because several per-
sons at each level must typically be interviewed; the interview process can

consume a considerable amount of time, depending on the size of the unit or
organization being surveyed. In addition to the time spent conducting the
interviews, reviewing and analyzing the information provided during inter-
Views require many hours of a skilled analyst's time. Although data must be
analyzed, no matter how they are collected, the data collected during inter-
views are more likely to consist of lengthy narration. Such narrative re-

sponses must be read, interpreted, and combined with similar responses for

drawing conclusions; making the analysis of such data a difficult. and tedious
process.
- N A - S
) The use of structured interviews requires a considerable investment in
time prior to collecting the data for designing questions and planning the data

gathering activities. Evaluators must often work hand-in-hand with training
developers in order to be sure that the appropriate questions are asked in the
most effective and efficient way. To 'design questions and plan the data col-

lection, the evaluator/training developer must decide in advance what informa-
tion is needed and who is most likely to be able to provide it: When the data -
. gatherer has little or no idea of what he/she is looking for or has little time °
to plan the data gathering activities; the structured interview approach may
not be the preferred method. In such cases, the data collector may need to
initially use unstructured interviews or informal observation techniques to
gather enough information to develop structured interviews for use at a later
date. : ‘

K

 Another potential problem with using structured interviews As that they
require consistency and impartiality on the part of the interviewer.  After

-asking the same questions in the same way a number of times; the interviewer
may tend to become bored with the process and start to rephrase the questions,
'skip questions, press the interviewee for a quick answer, or unnecessarily
prompt the interviewee in order to speed the interview. Unless the inter- . .
viewer consistently asks the same questions in the kame way; the quality of the

information obtained will be adversely affected. Not only must the interviewer
be consistent; but he/she must be careful to maintain impartiality throughout
the interview. If the interviewer shows by his/her reactions that he/she wants
a particular question answered in a particular way, then some interviewees may

be so anxious to please the interviewer that they will be irfluenced to give
the approved response. Although the interviewer often influeiices the interviewee.
unwittingly through a smile, nod, or by displaying additional interest, an -

unscrupulous interviewer will frequently lead the interviewee to give the de- |

sired answers to each question throughout the course of the interview: ' |

Guidelines for Use . : /

Despite soiie disadvantages associated with structured interviews, the metiod
is highly recommended and should be included as a regular part of gathering in-
formation for feedback. Used correctly, this method can provide a great .deal of

detailed factual information and answer many different kinds of feedback ]
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questions. Many of the guidelines listed for questionnaires are also applica-

ble to structured interviews. Additional guidelines for using structured
interviews for collecting feedback are presented below. Examples of inter-
views developed in accordance with these guidelines are included in Appendix B:

1. Interviews should be conducted with persons at different levels of the

organization. Persons occupying jobs at the lower echelons should be inter-
viewed as well as those holding leadership positions. Information is best ob-
.tained from those persomns having first-hand knowledge of the situation. , Those
working at lower levels sometimes have information that is not available to
their leaders. They may also provide a different perspective of events affect-
ing the organization. Too often, only those occupying leadership positions are
interviewed, which tends to present an incomplete and sometimes biased account

of events. -

2. The questions asked of interviewees should address areas that the in-
terviewee is likely to have personal knowledge of; or experience_with. There-.
fore;, different questions may need to be developed for individuals at different

itevels or occupying different jobs. For example; the trainers in a unit might
be asked about the training they conducted in the last two weeks, while those
who are likely to have received training might be asked about the training that
they received during the same period. 0ddly enough the answers given by~ the
trainers and the soldiers being trained do not always agree. This alone is

reason enough to develop questions that can be asked of persons at different
levels of the organization. Examples of questions asked at two different lev-
_els of a tank company are provided in Appendix B. '

e

3. Interview questions should be directed toward identifying significant
events or obtaining factual information. Questions asking soldiers for their .~
opinions; attitudes; or evaluations should be kept to a minimum. _For example,
if you are interested in_ thée training the soldiers are receiving im their unit;

ask about the number of hours of training received in the last two weeks; the
specific tasks that were trained, and whether soldiers actually got to perform
the tasks during the training. Do not ask soldiers to rate their unit training
on a five-point scale or to indicate how they feel about the training they re-
ceive in this unit. The former questions are specific and factually based; the
latter are global and based on opinion. Specific questions call for specific
information, while global questions generate very general and often useless in-

fornation. Questions requiring soldiers to compare a large number of unspetified
alternatives before selecting one or more of them agerdiffiéﬁlt to answer and
should be avoided, especially when interview time is limited. TFYor example,

asking soldiers to identify the hardest tasks that they have to perform or asking
them to identify the most critical tasks that they perform seldom yields much

4. Questions must be worded in a way that is meaningful to the soldiers:

1f terms used in the questions are intended to take on a particular meaning, the
interviewer must define the terms so that the questions reflect the intended
meaning. For example, when mechanics are asked how many hours they have spent

in performing maintenance, their answer may refer to the number of hours they
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were on duty or to the time they actually spent in troubleshooting or to wreich
turning. If the interviewer is only interested in wrench turning, then the
question may need to be phrased or explained in that way. Similarly, if a

describe the kinds of events that are considered to be training events.

. 5. As much as possible interviews should be conducted in a relatively
private; quiet location where interruptions and other distractions can be kept
to a2 minimum. In this way the flow of t_hé interview is not impaired and the
confidentiality of the iﬁtéﬁiéwéé"s,ré,’spbﬁ’sés is maintained. However; a quiet
location is not always available,; and the interviewer is sometimes forced to
conduct interviews at the soldier's work station in the presence of vehicle
noise and other soldiers. When soldiers other than the interviewee are presernt,
they tend to inject their comments into the interview, sometimes influencing the
responses of the interviewee. When this occurs about all the interviewer can do
is to politely ask the soldiers to refrain from commenting or suggest to those
interrupting that they will get their chance to answer the questions later.

o 6. The persoris conducting the iifiterview should be intimately familiar with
the questions to be asked and be prepared to clarify any questions that are not

clear to the interviewees. On the other hand, the interviewer should stick to
the script as much as possible, reading the questions as written, and deviating
from the interview structure only when necessary. The interviewer must not show
by his actions or words that he/she prefers one kind of :answer over another.
He/she must alsb avoid leading the interviewee to answer in a particular way.
The interviewer must also record the interviewee's responses just as they are
given, using the interviewee's words as much as possible. Care must be taken
not to interpret the data or draw inferences from responses before they are re-

corded on the interview form: Once the data collection is complete; then infer-.
ences and conclusions can be drawn from the data.

7: To facilitate analysis of the information obtained, interview questions:

should be designed so that they elicit responses that can be coded and counted.
This does not mean, however, that all gquestions must be answered by a number or
a yes/no response. Of course; numerical and other countable responses make
analysis much easier and quicker; and should be used when they provide the nec-
essary information: Countable responses alone,; however; may not proivde enoiigh
information to allow meaningful changes to be made. Narrative responses pro-
vide much of the detail and specificity that training developers need to improve

their products. Caution must be used, however, not to place too much confidence
in the narrative responses of any one interviewee. Typically an.interview
should elicit narrative as well as countable respomses and- should not rely en-
tirely on either type of data.

Systematic Observati

L B o B o S R R
An excallent, but selddm used, method of objectively obtaining feedback is

through syStéﬁétic,bbéérVEtibn._,Systematic7obégrvég;667§§§§§§§§”§f”ﬁéthédital%9
recording information about events as they occur, utilizing worksheets that list

the events to be observed. This may be distinguished from casual observation in -
} .
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which the observer is assigned to observe a particular activity and write down
his/her obsgrvations or overall evaluation of it. Systematic observation re-
quires the observgr, at a minimum, to record his/her cbservations for each of
the events listed on an observation worksheet. Additional comments may be
included as needed to clarify recordéd observations. The casual observer; on

the other hand; usually operates under few, if any, constraints and is free to
record or not record whatever observations he/she wishes.
! ) :
Systematic observation may be used to gather feedback on training programs,

the use of training waterials, and for observing tests and evaluations of sol-
dier performance. In combination with hands-on tests, observation is the pre-
ferred method for evaluating training programs. In addition to the guidelines
presented at the end of this sectidn, several good references providing de-.
tailed guidance in training program evaluation (see Appendix D). are available.
These references may be very helpful in planning the observations and designing
the necessary forms. In additon to evaluating formal training programs, obser-
vation can also be helpful in assessing the state of training or proficiency in
units, espe~ially as a check on information obtained through questionnaires and
inteirviews. For example, specially designed observation worksheets can be used
to spot check unit training or other unit activities such as maintenance. Exam-

ples of worksheets for spot checking training and maintenance activities in a
tank company are included in Appendix C. To iliustrate different wWorksheet for-

mats, the training observation worksheet is presented in two different formats.

-

Positive and Negative Aspects

Systematic observation is perhaps the only method of obtaining feedback

that provides training devélopers and evaluators with first-hand information

about classroom and unit activities. In systematic observation, unbiased ob-

servers directly observe and record training events or other unit activities as
they occur: In this way the information does niot pass through the selective
filters of memory and self interest that may distort information acquired
through interviews and questionnaires. Thus the information obtained through
systematic observation is generally more objective and accurate than question-

naire and interview data, assuming that the observers are objective and unbiased.

In systematic observation; the observer knows in advance what observations -

he/she will make. He/she has been trained to record the data accurately and ob-
jectively. Because the observer knows what he/she is looking for and records it

accurately, the chances are improved that the needed information will be ob-

tained. Many things that might go unfioticed by the casual observer will be ,

picked up and recorded by the trained observer, particularly when aided by the
use of structured observation worksheets:. Aside from the information recorded
on the observation worksheets, direct observation of the problems associated with
various unit activities may suggest the causes of the problems and solutions. to

them. Insight may also be obtained regarding which changes are feasible and

Systematic observation provides an alternative to more subjective mcthods -
for evaluating training programs. Observational methods can be used to determine
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if the trairing is cwducted in accotrdance with the training plan, and to docu-
ment the occurrence of unplanned events during training. They can also be used

to provide accurate information about the training environment. Tests can be
observed to insure that the testshare conducted and scored properly and that .
test results are not contaminated by poor test administration or biased scoring.

?@éreés questgqniggityéiﬁéésg,iﬁéttﬁétprs; gqqigggminéfs may in theory provide
essenitially the same information about the training ﬁfégréﬁ;;gbﬁfidencgfjﬁ the

validity of tbéigngormétibﬁ obtained isrincgqaggqﬁéﬁﬁétéﬁtiélly by direct obser-

vations by unbiased observers of the activity being evaluated.

The biggest drawback to using systematic observation is that the method can

be very time-consuming. When used for Spot checking unit training or mainte-
nance activities for the purpose of verifying-idterview or questionmnaire data,
observational data can be collected in a relatively short .time frame. However,
if systematic observation is the primary method of obtaining feedback; such as’
might be the case in evaluating a training program; the time invested by one or
more observers may be considerable. The time necessary to compile and analyze

observational data can also be considerable, particularly when the data contain
a number of written comments. In defense of systematic observation; it should
be noted that the time speat in observing unit activities is time well spent.

The loss of efficiency is more than compensated for by the gain in' the accuracy

-of the information obtained.

Another disadvantage of using systematic observation is the requirement for

trained observers. Al;hbughfgg;oyserver“nééd not be am expert on_the subjects

trained or other activities that are being observed, hé/she must be sufficiently
familiar with the activities being observed to jrtelligently make the required

observations: More i@?brféntly;:Ehé~6béétﬁér,ﬁﬁét,peﬁtraiﬁéﬁﬂ;émbéwéﬁwbbjec;;ve

observer who faithfully records what he/she sees. Generally observers must be

‘familiarized with each item on the observation worksheet and given practice in
completing the worksheets prior to collecting any feedback data. They will also
need to be trained to distinguish between what they observe and their interpre—
tation of what they observe. Such training is absolutely essential to the suc-
cess of systematic observation as ¢ method of gathering feedback.

) Even with training, mot everyone makes a good observer. Some observers
lack the ability to adequately express their observations in writing. If asked,
they can explain verbally what they saw, but are anable to record their observa-
tions as written comments on the worksheet. Other observers, who possess the.
necessary writing skills; write their interpretations of what they saw or their
conclusions rather tham simply recording what they actually observed. Still
others lack the discipline required to perform systematic observation. On="

site observation can be oncomfortable, boring, and difficult. It féﬁﬁirééithe

observer to make specified observations of certain events repeatedly, usually
according to a schedule and often outside during inclement weather. self-.
diséiplined observers are therefore a necessity.

systematic observation requires careful planning and coordination with the
group being observed. ‘It involves determining in advance what events are going

to be observed, and informing the group that an observer will be collecting data
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on certain events within a specified time frame. It involves coordinating with /

the observed unit to insur 3 that the observer has free access to the sites and
events of interest. It requires knowing when and where unit activities are

occurring, So that an observer will be present to cover important events.

Observers are not always greeted by those being observed with open arms;

particularly when the observers are perceived as evaluators who are there to
judge -the unit or the trainers: Sometimes those observed complain that the
observers are distracting and interfere with the activities being observed,;
thus preventing them from doing their jobs as they see fit. The complaint has
some merit; the presemce of an outside observer cannot help but be somewhat
distracting and may affect the conduct of the activities being observed. The
extent to which events are conducted differently than they would be in the ob-
server's absence adversely affects the accuracy of the feedback gathered. But

the effect on the event observed may be positive if the event is improved because
it was observed. d_bec

Occasionally, attempts will be made.to bar observers from cer-

tain kinds of 9Y?“E§j The reason given for excluding the observers may vary; but

the result is the samé -- less accurate feedback.

Cuidelines for Use

Most major feedback collection efforts. should employ systematic observation

as one of the methods for collecting feedback. The tendency to rely solely on
subjective data may be reduced through the judicial application of observational
techniques: #s a check on the data provided by other methods and for a number
of other purposes, systematic observation is an under-utilized tool that has

great potential for increasing the quantity add quality of information available
for feedback. To realize the full potential of systematic observation, fore-
thought; planning; and careful execution of the method are required. Specific

guideiiﬁéé'féf using éyétématic—Dbservationmfbr>éblléétiﬁgﬂfEédbackware*providé&_ﬁﬂ__;
below. ,

1. A form or worksheet should be designed to be used in making the obser-

vations. The worksheet should contain a listing of the items or events to be = -
observed. The items should list events as they might be expected to occur under

ordinary circumstances. The kinds of items included on the worksheet will of
course depend upon the particular activities being observed. Ttem listings for

various activities are included in the references under "Observation" in Appen-
 Qix D. Examples of items useful in evaluating training and maintenance activi-

ties are shown in Appendix C. Other items may be developed for specificapplica-
tions, bur all items must meet certain minimum requirements. The items should:

deal with things or activities that can be directly observed: Things should be'
described in terms of observable properties, and activities should be described

in terms of observable behaviors. To facilitate the recording of observations,

the items should be stated so that they can be answered Yes or No; with' addi-

tional space provided for more detailed comments. Examples of worksheets that

follow these guidelines are included in Appendix €. The formatting of the work-
sheets included in this appendix are not sacred; they can be modified as needed

to make it easier to Tecord observations. However, we must advise against mak-

ing any changes that make it necessary for observers to record their subjective
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judgments or evaluations of events. Avoid items that require the observer to
rate each activity or to judge aspects of performance or the environment as
satisfactory or unsatisfactory.. Observers should use comment. space for pro-
viding additional details about what they observed. This space must not be

used for recording subjective judgments or opinions.about personalities, the
unit; or unir activities. That is, observers should record specific behavior

and facts that were observed and not their interpretation of events:. For

example,; they shouldn't record a general judgment that "the exercise controller

didn't know what he was doing," but should instead record specific problems
that were noted; such as scoring discrepancies or violations of SOP's. . The._
items on each worksheet should be preceded by a heading:. The heading should

identify the activity being observed, when and where the i&tiﬁity occurred;
and who was present to include the observer.. :

2. All forms or worksheets developed for afagéaiﬁg,ffamiﬁg;bthér ac-

tivities or the environment should be pilot tested prior to using them to

collect information for ‘feedback purposes. The conditibns under which the

observation forms aré tested should resemble as closely as possible those under

which the forms will eventually be used. Typical observers should be among those

testing the forms. The events observed, whether they be formal training events - .

~or day-to-day unit activities should also be representative of the-kinds of
events on which observational feedback will be éalliﬁtéd; New observation forms

may be piloted in conjunction with the training that/ each observer must undergo

to certify that observers are knowledgeable about observational methods and

the observation forms: By piloting the forms, it can be determined which items

produce useful feedback and which observers are most proficient in gathering
_ the feedback. = -

3. 1f more than one or two observers will be involved in collecting the
feedback, it may be advisable to conduct a workghop to train the observers. - ;
. The 'cibs’erver.s;sho,ui_&;ﬁé_Eélﬁ;ﬁ;éjiifiiii§é;§,f_§b§,_;@Q'LEQSEUJQQ _i.e:; to train them————":
to use the observation worksheets for collecting information to be used as

feedback. The importance of learning how io accurately record their observa-

tions should be stressed. The instructor should go over each item to be included
on the worksheet with the group to insure that they will know what it is they are
to look for, how they will know when it happens or does not happen; and how they .

should record their observations. The instructor should get feedback from the

observers to insure that they understand the items it the same way, so that there ——

will be standardization across Observars. "1f a filmed or televised instructional
“sequence is available; the instructc. cay run the—tape or film, commenting on
those parts of the film that relate to the items on the worksheet. A necessary
part of the workshop involves giving the observers practice in using the work-
sheets. The same events should ‘be observed by all observers so that the observa-
tions can later be compared. The events observed should be actual events that

resemble those on which- feedback will later be collected. The information

gathered during this practice session should be reviewed in class, and the work- -~
cheets completed by the observers should be collected by the imstructor; so that
the instructor can determine which trainees record their observations most . .
accurately and completely. References listed under "Observation' . Appendix D

provide additional guidance in selecting and training observers:
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4. Those in charge of collecting the feedback should assure the unit or

the trainers that the purpose of the observations is not to evaluate them, but

to assess the training program; task proficiency, or the usefulness of training
materials: Training developers and evaluators should be open and honest with
trainers or unit persommnel about -their purpose for being there. Observers
should not attempt to hide rekorded notes or completed worksheets from trainers

or unit ggr§ggge1; Observers should be cautioned not to interfere with the

conduct of training, testinglor other unit activities, and should not interact

with trainers or unit personnel any more than 1s essential to collect the neces- . ~
sary observations. At the same time observers must be told the importance of X

remaining close enough to the activities being observed to insure that the data
gathered accurately reflect what occurred. '

5. Observers must be carefully selected on the basis of their per formance
during the workshop. Completed worksheets should be reviewed in order to deter-
mine each observer's proficiency in recording the required observations. The

best observers are those who record what they observe in .detail on the observa-
tion worksheets, with a minimum of interpretation. Those who jump 'to conclu- ’
sions or make sweeping generalizations on the. basis of what they saw do not

make good observers. : ' R

6. Observers must go where the action is. To providé accurate feedback,

they must observe important training events or unit activities first hand. If

the. activities of interest are occurring in the motor pool or in a unit train- - 7
) ‘ing area, then that's where tlie observer must be:. Arrangement should be made '
with trainers or unit leaders to allow observers free access to various sites.
Observers should have the option of appearing at ‘these sites unannounced. How-
ever, observers should take care not to disrupt unit activities by unannounced

llL.TLTT gppearancés- at-s i;.’eg:whe;e:fhéﬁaréﬂﬂ&iﬁ&tjjiﬂi{*ﬁéf sonnel -must be informéd_: ,,,,,,,,,

ahead of time that observers will be in their area from time to time, and =

should know generally what the observers will be doing. It may not be realistic
for observers to arrive completely unannounced, but it is usually not mecessary
‘to announce when they will be where or the exact activities that will be-observeds
For scheduled events, such as scheduled training; observers should arrive in the
area at least 10 minutes before the event is schaduled to begin. Whenythe same

event is occurring imultaneously at several stations or locatioms, additional
observers will be needed to provide adequate coverage of the event.

7. Try to minimize tHe boredom and discomfort experienced by observers.
In planning data collection activities keep the observers' interests in mind.

Avoid over-committing gbsdrvers by limiting the number of data elements that they .
are required to colleft at any one time and the hours,spent in. observation activ-
ities on any one day. In addition provisions should be made for the well-being

and comfort of the observers. Siuch provisions might include transportation to

and from the site; messing facilities near the site and the cpportunity to use

them, and a temporary shelter where observers can go from time to time to

escape the elements. This will result in better mot ivated observers, and hence; = .
more. accurate and complete feedback, '
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Testing

- Aéifeédbagk; test results may be used to provide objective information
about the skills and knowledges acquired during a particular training program

ot to assess the proficiency of soldiers in the field in performing certain

tasks. Training developers. use testing to determine if the training programs,
training support materials, and on-the-job experiences result in the soldiers:
being proficient on specific tasks. Two types of test results may be useful
as feedback: (1) Test results from tests that are a part of a training pro-

7 gram or unit testing prcaram (i.e., results from existing tests or existing

g records); and (Z) Test results from tests specially “designed ‘for feedback pur-
poses. Because evaluators and training developers are primarily interested
(or should be interested) in performance on specific tasks under a given set (
of conditions and standards, most test results used for feedback consist of

_records of hands-on performancag. To the extent that hands-on tests are not

included as a normal part of ingfitutional and unit testing; feedback collectors
will need to design special tests for obtaining feedback on task performance.
Considerations inyolved in using results of existing tests or designing special

tests to gather feedbaek will -be discussed further in fhe guidelines for use
of testing: SR . '
\ [y

Positive and Negative Aspects

As a source of feedback: test results are probably more highly regarded by

training developers and evaluators than any other type of information. When -
asked how much confidence they place in the accuracy and reliability of various

~ types of feedback they ‘collect, training developers and evaluators typically re-

T ";f“}grggfgﬁé%f—ﬁféﬁéét‘ﬁéfké—féiﬂtéét-tés&tt§7——¥hisfhighfdeg?ge_éi—ééﬁiiaéﬁéé—itgﬁ______
be atjributed to the perception of testing as a rigorous objective method for

assessing performance. While this perception probably #s accurate when tests
. —....._are-conducted properly; -the confidence is misplaced for pogfly,admiﬁist%;éa,tésgsLﬁ_i

' Some common problems that may affect the accuracy and reliabllity of tests;

inctude: testing the wrong tasks; vaguely stated test instructions; tasks tested
using inappropriate or unrealistic standards, and under wrong-conditions; and “

erroneous- test results due to biased or inconsistent scoring among examiners. i
Because test administration is rarely observed, such problems often 2o undetected

—————and stionable test results-are accepted as accurate indices of performance.
. . e ——ee o T © — = — -

" When cests are conducted properly by umblased examimersy they are among the———
more objective methods for obtaining feedback. The objectivity of tests makes
them acceptable wmeasures of training effectivemess and permits them to be used L

as criteria against which other sources of feedback (e.g., estimates of task
proficiency, questionnaire respomses; and interview tesults) are compared.

Tests administered before and after participation in unit training activities or
institut jonal training programs may be used as one index of the effectiveness
of that tréiﬁiﬁg, For checking on 'the accuracy or various estimates of task

proficiency; no better criterion exists for comparison purposes than hands-on
tests of performance. : ‘ -
!
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N
Testing, particularly hands-on testing, has not been the preferred choice

of training developers and evaluators for collecting performance information,

The redsons for this are many. Foremost among these'is the heavy demand placed
on the resources of traineérs, units, and feedback collectors alike by hands-on
tests. All”" feedback methods require the expenditure of time and resources by
feedback collectors, and probably by those from whom the feedback'\is collecyéd

Of the various methods, hands-on testing requires the highest expenditure g#f
resources .by collectors and suppliers of feedback: A resource that testifg
consumes in large quantities is time -- a resource that is always in shoft sup-
ply. In terms of personnel resources, hands-on-tests require a sample of indi-

- viduals to be tested, one or more unbiased; trained examiners;\someone to make

arrangements for provisiou of the needed facilities and equipment; and possibly
observers to monitor the administration of the tests. Other resources .required™~_,
_ for testing are carefully designed tésts and scoresheets; adequate testing - 7 B
~ facilities, and equipment to be used in the testing process. The large resource
requiremerits  of hands-on tests probably explain why they are not a larger part

of the feedback picture than they are presently. The resources required in. .
testing depend to a considerable degree on. the number of indivic 11s or-groups . .
-~~~ - to be tested. Feedback-gatherers-often assuiie that everyone must be tested if —~ =~

test results are to be useful for feedback purposes. :While sc?g%%p@i@ééiiéﬁéi .
of feedback do require that most or all of the individuals partiéipating®in an - |

dctivity be tested (e.g., in evaluating training effectiveness), testing a small
sample of individuals can sometimes provide sufficient information: To discover
which tasks are performed well by a unit, a representative sample of unit per- :
sonnel can be tested on a set of tasks. For spot-checking the accuracy of data 5
obtained through the use of other methods, testing a small sample from the group
from whom feedback is being sought is often sufficient. o

Guidelines for Use ——— —

1. 1f the feedback desired consists of information about proficiency in =

f“ﬂ"—'“"ﬁétfdtﬁiﬁgtsﬁétifit~té§k§~§aﬁds—énjwthen-Eﬁé~ié§E§-§ﬁ5513~iéaﬁiféehéﬁdé;dﬁ—§5t5—~;muN_

formance of these tasks. The tasks selected for the test should be those that

the soldiers tested might reasonably be expected to perform on the basis of their &
training and experience. The tasks tested should be stated in temms of measurable
performances, with conditions and standards that are consistent with those speci- '
fied in the training objectives or in the Soldiers Manual. Test instructions

_should clearly state what the soldiers are expected to do and should be presented
: standardized manmer— each soldier receives the séﬁé,inscrﬁ;;igg§;;/*“”'
—~———Sco1 designed so that the examiner can record performapce—

efficiently and objectively. Distinct parts of the task that can be readily

observed should be listed on the score sheet; so that examiners can record, in
addition to an overall evaluation; those parts of the task that were or were not
performed corréctly. Scoring each distinct observable part of a task provides
additional information about that task which may be used by training developers
or evaluators to pinpoint the reasons for poor task performance. There are of
course practical limitations on the amount of detail that an examiner can record

for any given task:. But efforts should be made to record as much detail as- pos-
sible when the data are to be used as feedback.
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2. Testing requires the full cooperation of trainers in the unit or at the

institution: Arrangements must be made well in advance to secure the needed

equipment facilities, and personnel for the period during which the testing

is to be conducted: Testing is an activity that requires careful planning and’

execution by those conducting the tests, Because the planning and execution z

typicaliy invalve the trainers in some capacity, it is essential to enlist _

their cooperat i n. ;- Cooperation of unit and institutional trainers is more like-

ly if the test results are not perceived as a threat. ' If institutional and unit

trainers think tﬁg; test results collected will be used against them; they may

aining developers or evaluators to conduct the tests. One. ' 7

refuse to permit t

way to prevent test results from being used inappropriately is to maintain the

anonymity of indivi als and units in reporting results. Anonymity becoiies more

important as the leveél at which the results are reported increases. Because.

' training management. is accomplished at the battalion level; generally there is
no reason to report results to levels above this level. When reporting results
to the battalion commander; it is recommended that the companies not be identi-
fied in reporting the results. Similarly platoons should not be identified in

the

be advisable to report individual test results by name. While obtaining

-————Treporting-results—-to~the-company-commander-—Even at- lower. levels, . it_maJdnot N

cooperation of the unit may entail sharing the test results with unit leaders,
it is important not to. alienate_ individuals by identifying those who perfiormed

poorly on the tests. When results aré to be reported outside of the bat aiion,

or used by feedback collectors, all references to individuals -and uvnits should

be omitted.
- ° ‘ i
3. Proper test administration is essential to obtaining accurate test re-

sults. The .tests should be admini stered by independent unbiased observers -

" whenever possible. - This presents no problem when the tests are develc

—————admifiistered by ffaiﬁ*“—‘developers and evaluatorsfgbosefprimary purpose 1is to -

~-~ -leniency-in ¢onducting and scoring the tests:

obtain feéedback. However, when tests are administerea by those who conduct the

training at the institution or in the unit, there may be a tendency towards

When tests are not administered . - "

by independent examiners, trained observers from the evaluation team should
observe the testing to insure that the tests are administered properly. A form

for making test obServations is included in Appendix C. Additional guidance in

observation of testing may be found in references included under "Observatiom"
and "Testing" 'in- Appendix D. . —

4., Performance tests should be used to_ check on the accuracy of results

obtained through less objeetd
often asked to provide estimates of how well they can per
Several precautions should.be taken in obtaining such profieiency estimates.
The performance being appraised should be stated as, ,precisely and completely
as possible: Rating scales should be phrased. “in terms of EXplicit observable

measures of performance rather. than in general terms. such as "average'; ''below

average'; etc: Raters should be trained and have had experience with the . B

rat ing scales and tasks being rated. As a further mweasure, the accuracy of _ o

these estimates should be checked by selecting a sample .of tz;/tasks and test- L5

ing, hands-on, the performance of individual soldiers on the fasks. At the.
their supervisors:

time the ﬁroficiency estimates are obtained the soldiers an

.v\ A c 5 | . 2/ ‘T . | | | ’%%%
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should know they will be tested on selected tasks, but they should mot be told
exactly which tasks are to be selected: Uniless ptoficiencg

nless proficiency estimates are
shown to be relatively good predictors of hands-on test performance, such es-
timates should not be used for feedback purposes:

s
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SEQLION IITI - INTEGRATION OF METHODS

Now that each available feedback collection method has ybeen discussed;

this section addresses various issues related to the planning ané conduct of
feedback activities. The gathering of feedback is a flexible process that

must be adapted to the requirements of particular situations. None of the
feedback methods discussed in this chapter is sufficient in and of itself for
gathering feedback in ab;Lsituations which may arise. A systematic
is thus needed id which t

at hand. There is no set formnla or procedure through which ‘an appro’riate

initial" indications of problems are obtaineﬁ throughjnformal feedbach or
review of existing performance records. The" ~gcope of problems ideritified is
then determined through the administration of quastionnaires; and further de-

tails are obt.ined during follow-up interviews., If further information appears
to be needed at this point, it may be obtained through administration of per-
formance tests or conduct of structured observations using precoded worksheets

indicating what is to be observed. While such a general approach has the
advantage of leading to the collection of more precise data as needed it may-

allow the sequential application of all available methods. Informal feedback
and existiug records should mot be solely relied upon for initial indications
of problem areas, since problems may surface during interviews or observations.
Feedback gathering should move toward the collection of more detailed and pre- .

cise data as resvurces allow, but there is no set SEquence for the application

of methods. The selection of feedback methods should be based upon.prescribed

criteria, and some of these are delineated below. This is followed by discus-

'sion of other general issues, including sampling considerations and the struc-

ture of feedback coliection efforts.

- There are numerous factors which intezdependently impact upon the choice

of feedback methods and the design of a feedback collecticn exercise. Among

these are the resources available; the established accuracy of the methods

available, and the scope of the area being addressed. Ihede factors should be

be ofierea here. Most DTD's and DOES s do not_ have sufficient personnel re-
sources to support lzrge-scale, continuous collection of feedback. The acquisi-

‘tion of feedback must thus be efficient in order to be doable within available

resources. But the feedbﬂck process should _not be short-cnanged' a minimum

tionnaires are frequently not returned. Training developers and evaluators
34
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must have the resources available to collect feedback first—hand by visiting

training sites in the institution and in the field and by interacting directly

with users of products of the training development process. Training deﬁelopérs

encouraged. If such pooling .does not provide adequate resources. for collecting
needed feedback, then the scope of the area being addressed or the questions
being asked should be reduced. TFor example; feedback may be needed on the
performance of all tasks within a given MOS; but resources may not be available
to support the collection of such extensive data at one time. Managers of feed-
back efforts should acknowledge the existence of such a situation and tailor
their efforts to collect specific data on_a sample of the tasks of interest
*ather than collecting general data on a‘l tasks. Precise data on a subset of.

ate data on a wide range of tasks. lhisfissue is further addressed below in a
discussion of the accuracy and Scope of feedback approaches.

__ Resource concerns. relate not only to the number of personneI invoIved in
feedback collection but alsoc to-their qualifications and background. The ideal °

feedback collector should have experierice in both the subject matter being ad-

dressed and in_the collection methods being, used. Subgeet matter experts do

not automatically make good feedback collectors. Knowledge of the subject

matter being addressed is helpful, particularly in the gathering of specific

details. This is one of the redasoris that training developers should be in-

cluded on feedback collection teams: But expert knowledge can sometimes be a

hindrance. For example during structured observations subject matter experts

may become so intEnsely invoIved in the information being presented that they .

miss seeing major problems in how it is presented:. Feedback collectors should

be given training and practice in the application of the methods being used;

especially 1ntervieWs and observations: They must learn to record the data as

presernited, and not their interpretations of the data:. A workshop in‘ whi.h the

actual data collection forms are discussed and used is the best way to train

data coé}ectors. Guidance for conduct of such a workshop is included in the

refererites at Appendix D.

As pointed out above, it is very important that the feedback process be

efficient. But one consideration that is even more important is that the data

gatheredras eedback be accurate. Since major revisions in training programs

and training support materials are based upon feedback, this information must

accurately represent the needs and experiences of users. Concerns for_ accuracy
should dictate the ways in which available resources are dtilized. Subjective

data having unknown accuracy should always be checked against relatively ob-

tests; Valrdation of 'a questionnaire or other data collection form involves

noting and correction of general problems in wording’or format., A form is

validated when the responses gathered using it have been Shown to agree with
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data gathered using more objective criteria. Since few if any f 'dback collec-
tion forms have been validated; all feedback efforts should employ objective‘

indicate problems with the _accuracy of questionnaire or inferview responses

1

theh .these responses should be disregarded and replaced w{Fh more objective |
data. All available methods must thus be integrated in/é feedback collection
effort, with the degree to which _each method is included in the mix depending
upon the demonstrated accuracy of thé data obtained. ~Sufficient resources !
must be committed to insure the collection of accurate feedback. If this is
not done inappropriate revisions may be made in_ training, and the feedback
can do more harm than good. Whex resources are limited the scope of the
effort should be reduced rather’than the precision of the data. Absolute .
accuracy of feedback can never- ‘be achieved; but the highest possible levelfof

accuracy should always be souéht. o e . ;
’ I

The discussion above hé; indicated ways in which considerations of scope
interact with other factors impacting ipon feedback method selection. Resource
and accuracy concerns may limit the scOpe of a feedback collection effort In-

|
I
f

if feedback is needed on one small segment of a training program, it can proba-
biy be collected by orre person within “the Center;Qchool without detailed accur-
acy checks. But if feedback is needed on major portions of a training program,

it must be collected by a team of training developers and evaluators vis1ting ]

the field and gathering various types of data as accuracy checks: The scope of.

the effort must be delimited during planning of feedback collection, and re-

sources must be made available which realistically allow data collection of that

scope to be accomplished: Otherwise, the quality of the data collected wili

likely prove to be unacceptable.
i

Sampling

Another aspect of. feedback collection related to the factors discussed

above is sampling considerations: It is generally not appropriate to base feed-

back on just one source;.as is*sometimes done in informal feedback collection.

But it is often not possible to gather. feedback from all users of a training

product or on all aspects of a training program, due to resource and time limit-
ations. After selecting the appropriate methods to be used,; training developers

and evaluators must then select the appropriate samples to which they_are to be
applied. Sampling relates not only to the specification of individuals and B
units from whom information is to. be collected; but also to the specification of
tasks and areas of concern which dre to be addressed. In many cases sampling -
‘can be made more efficient by integrating these two dimensions. That is, differ-
ent samples of individyalsg can provide feedback on diffetrent sets of tasks or
areas of concern. Particular sources may provide only part of the information
needed; but the overall data collection effort should provide all the information

needed.

[#%]
oN

Al



Samplrng is not usuaily a concern in the gathering of informal feedback,

since such feedback is generally unsolicited and is passively received by

training developers and evaluators. But sampling considerations are important

with all other feedback methods; especially those that are relatively resource-

intensive; such as interviews, observations, and testing. Sampling of feed-:
back is basically a balancing act between obtaining enough data; but not too
much:. Sufficient data must be obtained to accurately represent the overall
situwation,; but resources should not be consumed by collection of large amounts
of data ﬁﬁicﬁ may be redundant and difficult to manage. Statistical sampling

constraints often preclude truly random sampling. It is thus difficult to _
specify the size of the sample needed in each feedback collection effort. For
thls reason only general samnling guidelines are offered below. But this
with statistical sampl;ng procedures. ,Sampling should always be conductedfas
carefully and rigorously as the situation allows. Statisticians and sampling
textbooks should be corisulted to supplenent the guidelines of fered here.

feedback should be gathered from more than one unit or a small set of units in
one geographic area. Contingencies such as range and amnunitionravailability
vary in different locations, and training programs are often implemented some-
what differently i1 different units. To obtain an overall picture of the situ-
ation in the field; feedback should thus be sampled from several units in each
of several geographic locations. Feedback obtained within a unit should be

gathered from all levels of personnel involved in the training process. For

example, if a questionnaire is adginistered within a battaiion on the ut111ty
of particiular training materials,) to th
senior leadership, but to all levels of users. Feedback on products of the
training developmerit process shou §\be obtained from personnel directly using
those products, including NCO's szrﬁgng as trainers and soldiers receiving
training. When individuals are a eedback through a q

it should be administered not just ‘to the

77777 to provide feedback through a question-
naire or interview, they should not be asked to provide so many responses that

they become fat1gued When respondents become fatigued; the quality of their

respornises is likely to suffer: Questions should be sampled so that no indi-

Vidual is required to participate in & survey or interview for more than one

hour. As suggested above different samples of questions can be addressed by

different individuals in order to provide the complete feedback needed.

" Sometimes it isipragticallzirrnossible to specify the size of the sample
needed before embarking on a feedback collection effort. In these cases a use-

ful strategy is to perform preliminary analyses of the data while they are being

collected and to stop collecting further data when they become redundant and

provxde no .new information. Collectors of feedback should not expect to obtain
every piece of relevant data that may be available. But they should be aware

of general sampling considerations and should sample sufficient data to be

representative of the situation existing in institutional or unit training

Decisions on sample sizes needed are best based on experience with feedback

methods and with the types of data collected.



' Structure of Feedback Collection

In this section the information in previous :sections is summarized ir
terms of the general structure needed in feedback collection efforts. The
first point that should be made is that feedback collection should be plannéd
in advance and structured as highly as possible. Specific uses should be

planned for all data that are to be collected, and sufficient copies of struc-
tured forms should be available for recording of each type of data. The re-
sources needed should be organized, and the samples from which data are to be
collected should be clearly identified. 411 feedback collection forms should
be thoroughly pilot tested, and all data collectors should-be trained in the
use of these fortis. :

»

__ Another key point is that it is very difficult to over—coordinate the
collection of feedback. Thorough prior coordination will eliminate many prob-
lefis that commonly occur during data collection:. Training developers and eval- "’

Uators should continually coordinate their efforts to avoid duplications and to

make certain that the needed data are obtained. Coordination with those units
or individuals providing the feedback will help insure that striuctiired data

collection schedules can be adhered to. Feedback collectors should emter umits —
looking for specific events or results; rather than looking for whatever hap-

pens to be going on. This requires careful coordination with unit personnel,
since unit -training schedules are highly dynamic. Coordination with the pro-
viders of -Feedback should not stop once the data are collected, but should
continue as long as useful informatjon is being transmitted. Feedback providers
should be informed as to what conclusions were reached from the data they pro-

vided and what resulting actions took place. They can then provide feedback on
the effectiveness of these actions; and a continuous cycle of feedback can be
established: : ' ‘
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SECTION IV - MANAGING FEEDBACK

| Feedback collected by any means is valuable only when it can be used to

form in which the data are available and the speed and ease with which they
can be accessed are important determinants of how feedback will be used. Rapid ;
access to data that are in a readily usable form is dependent upon the instal-
‘lation of an integrated data management System. Such a system is essential for

organizations -such as DTD's and “DOES's who collect and use feedback on a regu-
lar basis. Differences among these organizations in the kinds of feedback
available and the ways in which they are used make it impossible to specify in

detail the characteristics needed in a data management system. But systems for

managing feedback should always incorporate certain general features in their

design and follow certain guiding principles: These features and principles
are discussed in'the remainder of this section. :

Agtomation-o

A primary principle for guiding data management is that it should be auto-
" mated to the maximum extent possible. Although computer support is mot necessar-

ily required for-gffective data management, the increased efficiency and flexi-
bility ﬁr6v1déds;§ computers strongly recommends their use: The increased
efficiency results from computers' ability to analyze large volumes of data

quickly and to provide instantaneous access to data of interest. Because com-
puters can be programmed to quickly reorganize information in different forms
(e.g., graphs, tables, etc:) and to extract and compare any data of interest; .
computers.provide training developers and evaluators with the flexibility needed

to get the maximum benefit from the data they collect.

The advantages of automated data management far outweigh any avguments that

might be raised against the use of computers for that purpose. In _the past,. the

use of computers for widespread appiications in the management of feedback may.

have been rightfully considered as too costly. Now it is not only.cost-effective

to use computers for Such applications; but it may actually .be more costly not to

Use them: An elaborate computer system will not be/required to manage feedback
at the typical Center/School; minicomputers are available which can accomplish
_this task with the necessary supporting equipment. A minicompute: with expanded
data storage space; peripheral input/output terminals, and telecommunications_

support ‘or interaction with other automated data systems should meet the feed-
back management needs of any Center/School. Such systems should be standardized

to some extent across installations to ease the transfer of data among them; but
they should be flexible enough to meet the neads of each DID and DOES.

- Because computers allow easy access to data, they sometimes present security
problems. - Such problems are not' unigue to computers, but occur whenever large
volomes of data are maintained; some of which are classified or of a sensitive
nature: Special techniques are avgilable for securing information stored in

computers, but|the need for implementation of such techniques -can be eliminated

1
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by avoiding the use of sensitive or classified information as feedback: Infor-

mation on task proficiencies, training effectiveness, and usefulness of training
materials is generally not classified, and it is usually not considered sensi-
tive when unit and individual identifiers have been removed: These types of e
information comprise the bulk of data that are used for feedback purposes. The
benefits gained frowm the use of sensitive information for feedback purposes are
generally not worth the additional workload required to maintain it. K For this

reason, it is recommended that the entry of classified or sensitive information
ifito a feedback data base be minimized, if not completely avoided. As suggested
sarlier, the sources of feedback should be kept anonymous in order to reduce '
sensitivity problems with the data. :

Préferably a computer dedicated to the maintenance and analysis of feedback

should be located on-site at each DOES: DOES personnel would be responsible for
determining what information is included in the data base; but the data stored
in the computer should be readily:accessible by DTD personnel and other training
developers. Remote terminals linked with the computer should be located at DID
and other appropriate locations, permitting direct access-to_feedback by train=
ing developers. The data stored in the computer should be limited to feedback ——
that is known to be accurate and has a clearly defined use. Care should be
taken to insure that_the computer does not become a depository for whatever .
large pools of unvalidated subjective data that are available. DOES personnel
should maintain knowledge of the methods used to collect various types of avail-
able data and should filter out data which have not been shown to be accurate

or which do not have discernible utility.

. Many of the characteristics needed in a feedback management system may be
found in existing data management and analysis packages. These pacdkages may be
used, as 1s, or adapted to fit the particular requirements of each Center/School.
1f existing packages are not totally adequate, then prototype data analysis and
management techniques should be developed baused upon existing data and expanded
as more data become available. In selecting or deveioping a data management Sys-
tem, close attention should be given to how the data are organized for retrieval

from the data base. The system should also provide some means for analyzing the
data and arriving at decisions on the basis of the analysis. A capability should
also be available for presenting the data in alternative easy-to-use formats.

The data management system should be dynamic so that the ‘data base can be updated
as new data become available. It should also provide a mechanism whereby changes
to training programs and materials based on feedback are recorded and tracked to
determine their effects. Finally, a data management system used for feedback -
chould make provision for integrating its data base with relevant data from other

systems and Centers/Schools. These needs are discussed in further detail below.

Organization of Data

" & primary advantage of computer-baged data managemént systems over manual

systems is the capability to. retrieve needed data quickly. The facility with
which the automated system performs this function depends upon the manner in

which the data are organized for retrieval. Feedback relating to training
40
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materials cah be organized according to the particular materials to which the
feedback applies. Feedback on proficiency can be organized by task and/or
mission, and feedback on the effectiveness of training programs can be organ-
ized by class or block of instruction. By identifying the publication, tasks,
or class for which information isneeded, the feedback user should be able to

find the relevant data. In order to pinpoint feedback more precisely; the -

system should permit the user to specify other parameters. For example, in

order to allow retrieval of information gathered during a given time frame;
the stored data must be identified according to when they were collected;
Si-ilarly, if data for different types of units-(e.g!, active versus reserve

units) are to be analyzed separately, thén data mugt be tagged as to.the type

of unit from which they were collected. There m#y also be a nmeed to index data
so that only soldiers having certain experience or training levels contribute
data to particular analyses. It may thus be necessary to include demographic

information on the sources/;}eredback in the data base: o

The number and types of parameters on which the data are indexed depends
_upon the needs of the traihing developers and evaluators involyed. When data
are retrieved from the data base; the output should inciudé all relevant—denti——

—— - method-used-incollecting the data~r—the £i

fiers that apply._  In addition to the identifiers described above (e.g.; time — — —
frame, type of unit), the output should include information about the size and
‘The instrument or

composition of the sample from which the data were obtained.

he ata w erriosved
should also be listed or briefly described in the output. The inclusion of iden-
tifiers such as these is necessary when data are obtained from diverse sources
using a variety of data collection methods and instruments. Identifiers should

not be included to the extent that they take up more storage Space than the data
themselves, but sufficient information should be stored Lo_allow the organiza-.
tion and retrieval of feedback along several dimensions. 1In this way, users of

need. 4

Integration of Data

As suggested earlier; the methods used to collect feedback shocld be inte-

grated within a total system. Similarly, the data collected should be inte-
grated: Often one method is used for checking the accuracy of data produced by -
another method. OGenerally; when two methods aimed at obtaining similar informa-
tion produce largely discrepant results, the data produced by the more objective
method are given more.credence in deciding which changes should be made. When

different methods yield.eéssentially the same results, then more confidence can

be placed in the détawaﬁa\;ééﬁLting conclusious than if ‘they were produced by a

single methodology. Usually, data collected by different methods are in some-
what different forms and cannot directly be combined for analysis purposes; even
when they are mutually supportive. But when there is more than one source of
feedback about a particular training program or document, it is advisable to
examine and compare data from all sources: Often one source will complement the

. information provided by another source; even if the data cannot be combined di-
rectly. For example, results of a test given at the end of a block of instruction .
may indicate that the training was not effective; but give little indication as to
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why. Observations made during the instructign may pinpoint the feason for poor

performance as being too little practice on several of the tasks. To identify

the problem and the correctable reason for it;\both sources of information -are ~~
needed: In similar ways; data produced by queskionnaires; interviews,; observa-

tions, and tests may all complement each other.

R ! : 7
~ Data collected-from different groups by the same method may also comple-
ment each other. \

levels. When information is gathered from more than oXe unit of the same type '
within a relatively short period of time, the data may ke combined during =
andlysis and conclusions may be extended to the units as\a group. When units

collect the same information in the same general way withouk being aware of the

duplication. Such duplications should be identified and the\data should be com~-

‘bined so that training developers and evaluators can benefit!from all available

information. For certain kinds of feedback, integratin

existing across branches or even across the entire Army. Integrating data in_

gatrered by other Centers/Schools may lead to-the identification of problems -

ferent groups, or by different organizations, the important point to remember is

that.related data should be integrated to the maximum extent possible. .Informa-
tion in the data base should be catalogued and cross-referenced with related .
available data. -Thus, if both observational and test data are available in the
data base for a particular block of instructiom, any attempt to access one type
of data will automatically remind the user of other related data that are avail-
able. The manner in and extent to which data are combined during storage and
analysis will vary With‘ghgit§pe§ of information involved; but related data
should always be comparéd and| combined to.the maximum extent possible. Such
integration will generally igcrease the amount of information available to. train-

ing developers and evaluators; and this will lead to more effective decision-
making based upon feedback. '

Data Analysis and Decision-Making

The methods used for amalyzing data depend on the “inds of data collected

//%nd the form in which they are obtained. Responses to questiomnaires or inter-

” views must usually be coded so that each response is assigned to one of a

small number of categories before being:entered into a computer for analysis.
For axample; if soldiers are asked what activities other than training they .
participated in during the last two weeks, the responses given may vary widely.
In order to ;facilitate the analysis and reporifing of the data, the various
responses could be assigned to categories such as the following: (1) mainte-
nance, (2) post detail, {(3) inspections, and (4) other activities: Sometimes

the response categories are known in advance and can be preprinted on the data

,;2
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collection form as response alternatives. In other cases it may be necessary
to derive the categories after the data have been .collected.” The basic data

~in both cases will consist of frequency counts of the number of responses given

in each of the categories.

 As far as statistical analysis of feedback is concerned, the best general
guidance that can be given is to keep the analysis as simple and clearly under—

__and materials, Many oﬁfthe personnelfinvolved 1n‘ma@ing decisionsiabout these
recomméndatiohs do not have an éxtensive bachround in.data analysis- it Will

reached. Also, the applicatior of sophisticated analysis techniques frequently
involves numerous assumptions about the characteristics of the data beinpg analy-
zed. Data gathered in an operational military environment often’.do not meet

many of these assumptions. It is thus best to cautiously apply SOphisticated

or. reference text to make _sure._ that the tecﬁnqies are. agpiied appropfiatety.

The analysis of feedback may be limited to the descriptive level, in térms of

——— frequercy coiits, percentdges,. orf”roportions.wwﬁbrAexampie, the data of in- -
terest may be the percentage of soldiers failing to perform a given task to

standard or the proportion of those responding "yes'" to a particular question.

Summary statistics such as means or medians can be used to concisely describe

data collected, but in some cases use of such statist ics may not be appropriate.

For example, two sets of data ranging along a five-point scale may have the same -

mean but considerably different distributions: It is thus prudent to plot the

data graphically or otherwise examine the distributions of data obtained; as

well as calculate summary statistics. 1In analysis of feedback; one should stick

as closely to the original form of the data as possible and take care to insure

that any summary statistics used are appropriate.

Technrques of inferential statistics ‘should be used in making decisions

about the sxgnrficance of differences among sets of data, and statistical signif—

icance should be used as a criterion for deciding whether or not changes are

needed in. training programs or materials. However, statistically significant .

differences are not always practically significant' that is, the magnitude of the

differences may not Justify the time and expense required to change training

programs oOr maqgrials. For example, adding 10 hours of instruction to a train—

ing program may increase scores on the end-of-course test by a statistically )

significant amount such_as from a 70 percent to a 74 percent GO-rate. However,

the trainers may 'not feel that thisécmount of improvemerit justifies the addi-

tion of 10 additional hours of instriuction. They may feel that an improvement

of at least 20 percentage points is
tional time. Techniques are available for selecting samples so that statis=

tically significant differences are likely to have . practical significance° a’

statistician should be consulted during the planning stage of data collection.

Even in the absence of such technigues, decisions about the Tmplications of

feedback should be based upon practical,as«weli as statistical considerations.

Changes in training programs and materials should be made only when the results

of analysis meet criteria for both statistical and practical significance.




In'sobe cases, practical decision-making criteria may be somewhat arbi-

tréty%_agf}é@;ﬁmﬂg;iggﬁigigigi;;gerati65§'Bf feedback .collection. Criteria -
“"“"“j’“”ﬁa?“ﬁéédftafbéféﬁtétted*§n¢h‘t@a{j§&iﬁé§~fiiiiﬁﬁ*ﬁﬁtéiﬂé—ﬁfftﬁé~ﬁctéﬁtéb1é—~—-~w-———
range will indicate a problem serious enough to warrant modifications in
training programs or materials. An exsmple of such a criterion is the guide-
line which states that if more than 20 percent of the soldiers tested on a
task receive first-time NO GO's; then the training program for that task is
inadequate and must be revised. A criterion such as this can be entered into.
a computerized data management system so that values falling outside the .
‘acceptable. range are automatically listed; thus providing an easy way of
identifying potential problem areas; Many of the criteria used in decision-
making based on feedback are admittedly arbitrary, but to some extent so are :
those used in statistical analysis. The best available decisicn-making approach "/
is to use criteria which are determined as objectively as possible, consistently

applied, and modified based upon experience and feedback.

T ol ected s to—allow-_changes occUrring over time to he~dets s—The ddenti- .

. _fication of trends‘in data is'a criterion that is often used as the basis for ———

. One reason for identifying feedback by the time frame during which it was

" making changes in E?E?ﬁiﬁé programs and materials. But interviews of users of
feedback 1 tlatthe—tdentification of trends—is frequently based-on———
general feelings that recent data represent a significant departure from data

obtained in the pagt. If training is going to be modified on *we ba¥is of

.trends; then the minimm requirement is to collect feedback on the area of con-

‘ cern on three or fore separate occasions and plot the results graphically as
evidence that a frend exists. Examination of the data using decision-making
criteria such/gs those discussed above should indicate whether a sufficient

require a reaction. Statistical procedures are available for

trend exists b

testing the nature and significance of trends. However; the complexity of these
procedures and the assumptions implicit in them limit their’usé in the analysis
of feedback. 1If such procedures are used for identifying trends; a krnowledge-
able statistician should be consulted. It should also be noted that trends =
other than those occurring over time may -be of interest during analysis of

feedback: For-example, a trend toward increasing gunnery scores_with increasing
hours of practice on a gunnery ;réiﬁiﬁg,si@giato:igngﬁgimiléf,télétibﬁshipsiwiii
be useful information for training developers: The points made above for tempor-

al trends apply to all types of trends of interest in feedback -analysis.

Reporting of Data - o .

The processing of feedback should not stop with the analysis and intexpre-
tation of results. In order to insure that needed changes are made in training
programs and materials, data sumaries and resulting conclusions and recommen-
dations must be presented ‘to appropriate decision-makers. . Reports of the
results of feedback collection*hive often in the past consisted of little move
than a listing of the peneral 5§6§1éﬁé discovered. To make & convincing argu-
ment for needed changes, these reports should present. data to indicate the -
extent of the problems noted, and they should offer specific recommendations for
problem solution. They should also provide information about how the data were
collected, how many units and individuals were involved; and the time period
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over which the data were gathered: This informatdon should be presented in a
clear concise manner; so that the changes n ded and their probable impacts
are readily apparent. ‘ ( . e

) An automated data base capable of presenting information in a variety of
formats can enhance the clarityj conciseness; and efficiency of the data presen= -
tation. The data management systém should have the capability to quickly gener-
ate line graphs; histograms, and other simple pictorial representations of the
data. It should also be able to generate tables; statistics;-and summaries of
major problems observed within a given time frame for inclusion in monthly or. ;. -
quarterly evaluation reports. These reports could be composed and stored on

the computer, making them readily available to users through interfacing termi-
nals. Users could also create their own reports for special purposes by \

selecting the appropriate data; analysis options; and presentation formats

through the terminal. To support this capability,; an appropriate command from B
a terminal should access a catalogue of the various types of .data, available in
the data base and tlie options and procedures available for analyzing and dis-

_ playing them. From this list the user could seléct the type of data and method——-_.

. Pf analysis to-be-employedSubsequent 1HECFUCEIons could be used to seléct the

W time frame and soldier population of interest. With such a4 syStem; the user N
could quickly retrieve the data needed in a form best suited for particular
applications. —_——

The gathering and use of feedback is a continuous cyclic process that does

not end when changes have been made in training programs or materials. Follow-
ing such’'changes in response to feedback, it is important to measure their ef-
fect: This usually invglves collection of the same sorts of feedback which led
to original identification of the néed for change. For example, if performance
on the test given at the \conclusion of a course in map-reading increases notice- -
ably following the introduction of modifications to the instruction, then the:
indication is, that the changes increased training effectiveness. The degree to
which the improvement in performance can be attributed to the course modifica=
tions depends on keeping other factors constant, such as the skill and abilities
of the soldiers being trained and the test content and administration procedures.
Follow-up is necessary to insure that changes instituted on the basis of feed-
back are producing the intended outcomes. If negligible or unfavorable ocutcomes

result; the feedback system itself may require modifications, since it is leading
to ineffective changes. ’

As indicated in the first section of this handbook; DOES persomnel frequent-

1y collect feedback and pass information along to training developers concerning

problems with training programs and materials. Training developers are expected

to take corrective actions; but they may not do so because they are not con-

vinced that a change 1S necessary or they do not have enough information to . know .-
what specific changes are required. The result is that feedback is not used and

has no_ impact. Unless the collectors of feedback actively follow up to deter-
mine what changes are made and what recommended changes are not, they ﬁé&
incorrectly assume that the feedback they provided was: completely satisfactory

- T [ —t — _..ﬁ'.g_._.._.._ R




and resnlted in appropriate actions. The ultimate solution to this problem o

——1lies. in_the—achievement of-continuous*cooperation and comaunications between

vided to other agencies, in order to determine exactly what changes were made

and their effects. A feedback management system must include a mechanism for

mbnitdiingiitS’ f to insure that it has the desired effects.

-
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APPENDIX A

SAMPLE QUESTIONNAIRES
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ARTEP TRAINER QUESTIONNAIRE

.Tank Task Force (ARTEP 71-2). The information you provide will he1p insure
that ARTEP 71-2 truly serves the needs of field _units. The questions below

document, Provide answers based upon your unit s experiences in training and
evaiuation exercises planned and conducted by you or higher headquarters.

Answer the questions for the level of unit to which you are assigned. That is,
if you are a platoon leader or sergeant, answer for the platoon; if you are a
company commander, X0, or 1SG, answer for.the company; and if you are a bat-
talion commander or S3;, answer for the battalion.

below. Then answer each question by circling the letter corresponding to your

response and writing brief responses; where appropriate. More than one response

may be appropriate for some gquestions; these are indicated below: No _attempt

w111 be made to identify or evaluate you or your unit, so please answer each

Date: Duty Position: Rank: ___

_épéciaity-Caaéinoss Primary . Secondary

Months in Duty Position: : Months in Present Uni’:: S
,,,,,,, N 7= -

Last Institutional Training Completel B o o

(OB, ANCOC, etes): . Year Completed: 19

1. what fype(s) of armored vehicles does your unit have?

a. M&BASs d. M551s g: MI106s
b. M60Ale e: Mls h: M90ls
. M113s ) : 4. M3s

c. M60A3s

2. Where 1s your unit located?

a. Continental United States (CONHS)
b. Korea
c. Germany

a. Active Army
b. Naticnal Guard
c. Reserve
t

5, Have you usad ARTEP 71-2 or participated in an exercise derived from it

during the past 6 months (ctrcle both a and b, i1if appropriate)?

a. Yes, in my present units

b. Yes;, in another unit,
c. No.

NOTE: 1If you circled ¢ in question 4, do not complete the rest of this

questionnaire sinCe many of the questions ask about your experiences

with the ARTEP in the last & months.
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~ _ L. .
5. In what form is ARTEP 71-2 available to you? (Circle as many responses as
are appropriate; )
a: I have E§ own copy of the ARTEP.
_ S ' . o .
b: I have copies of the pages-of the ARTEP that are relevant to my unit.
c: I have cards or other papers that contain information from the ARTEP
relevant to my unit.
d. The ARTEP is in a central location where I can use it. (Where?)
e. I have been briefed on the ARTEP but do not have access to written
ARTEP materials,
f. Other. (Please explain.)
6. How often do you use the ARTEP materials that are available to you?
a. Daily d. Once a year ‘
b. Weekly , e. Never
¢c. Monthly
7. Which version of ARTEP 71=2 is available to you?
a. New version published in November 1981.
:,,;;,,:::fﬂ:DtafL_lexsion.published in March. 1981.
c. Earlier version.

8. Have you received training in how to use\éRTEP 71-2? (Circle as many

answers
a.

b.

as are appropriate.)

\

Yes; in institutional training (AGB, AOAC, ANCOC, etc.).
Yes; in a Battalion Training Management System (BTMS) workshop:
Yes; from the chain of command in my present unit.

Yes, other. (Please explain.)

No- e N\
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9. If you have received training in use of ARTEP 71-2, did it provide you with

b. No. (Please explain.)

10. Is the terminology in ARTEP 71-2 clear to you?

b: No: (Please explain:) . _ o _ S

1. 1Is the terminology in ARTEP 71-2 clear to your soldiers?

a. Yes.
b: No. (Please explain:) S —
12. Are there any missions or tasks not included in ARTEP
must perform to be combat ready? )

a. Yes. (Please 1list them.)

b. No. :

13. Are there any missions or tasks included in ARTEP 71-2 that should be deleted?

a. Yes. (Please 1ist missions and why they should be deleted:)

b. No.

14. How many training and evaluation exercises from ARTEP 71-2 has your unit
conducted or participated in during the past 6 months? -

15. Tow many of these training and evaluation exercises were planned and

evaluated by: (€ircle as many answers as are appropriate and f1ll in blanks).

a. Platoon? S — d. Brigade? S S
b. Company? I — e. Division?

c. Battalion?



16. How many of your unit's training and evaluation exercises, during the.past
6 months, actually used OPFOR? :

If OPFOR was not used, why not? — . . . ____ -

17. How many of your unit's training and evaluation exercises, during the past
6 months, used MILES? - R -

If MILES was not used; why not? —

18: How many firing proficiency/live-fire exercises has your unit conducted
during the past 6 months? _____ . L _

, Which ones; in what modgy (dry-fire, MILES, subcaliber, full-caliber)?
!

training and evaluation exercises during the past 6 months? Circle-as many as
applicable. ~

a. Plan and control combat operations
b: Maintain operations security (OPSEC)

¢. Perform tactical intelligence functions
d. Condu.t NBC defense 6pé:$tibﬁ§

e. Defend against air attack

f. Conduct sustaining operations

20. For your unit's training and evaluation exercises, during the past 6 months,




21. On tbe average, how much time have you had to plan each of your unit's

training and evaluation exercises during the past ~ -onths?

If this has not proved sufficient, how much time do you need?

22. Do you use any documents in additfon to ARTEP 71-2 in order to train to
standard? ’

a. Yes:. (Which ones?)

b. No.

53. Did the conditions listed im ARTEP 71=2 match thcse your unit actually

a: Yes:

b. No. (Please explain.)

24. Was your unit trained and evaluated in accordarnce with the standards listed
in ARTEP 71-2? '

a. Yes.

b. No. (Please explain.) ___ ~~——— e

— . N
e o
- : -
_ o -
N o -

25. Were you required to repeat tasks and/or missions until your unit performed
to ARTEP standards?
a. Yes.

b. No. (Please explain.) o




26.

27.

What type of feedback did you receive on your unit's mission performance?
a. None

b. General performance ratings

c. Detailed information on tasks performed well and roorly

d. Other. (Please explain.)

What type of feedback did you provide to your soldiers on their performance?

a. None -

b, General performance ratings

c: Detailed information on tasks performed well and poorly

»

d. oOther. (Please explain.) . o

Who provided feedback during training and evaluation exercises (in terms of

position) for the following?.

a. Platoon

b. Company

c. Battalion

d. Brigade

e. Division : | » : R
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29,

How much time elapscd between mission performance and provision of feedback

féf ‘exercises that were planned and °va1uated at the following levels? (Place

30.

31.

| mmmediate. 2724 Irs 2-6 Days 7+ Days
a. Platoon
b. Company
c. Battalion
d. Brigade
— - - - + i
e. Division I

For what purpose does your unit most often use ARTEP 71-2?
a. As a training tool
b. As a test

c. Other. (Please explain.) ' —

List any other comments that you have about ARTEP 71-2:

ETC, o = = —y = S—— ~ — e ~ - = = p T T Bat.Tea s




PROFICIENCY ESTIMATION QUESTIONNAIRE -~ 19K TANK COMMANDER

- — — — - - — ,‘\; — - — Lo = - ’ - \\ -

Today your EérfbrﬁanCé of the tasks listed below will be tested. 1In order
to get 8 GO on any task; you wiil have to perform all the steps on it properly.
The equipment and manuals you need to perform each task will be available,
Before_you are tested; we want to see if you can;@ccﬁrétély predict how 3§11
you will do on each task. Write in your name and 'the other information re-
quested below, and then predict how you will do on the test by Citbling a\é
letter beside each task indicating your response. THe letters stand for the

following responses: _ . % \
Y -- Yes, I can do this task én&iﬁiiiigét a GO on it. i
? —~ I don't know whether I can do this task or not.
N -- No, I can't de this task and will get a NO GO on it. -
Name * - _ Grade_ Unit .

How many months have you beéén an M1 TC?

. ____ Perform before—operations checks and services on an Y ? W
MI tank. ‘
Pgrfgg@iggnnegis and loadér's prepare-to-fire checks Y ?2 N

and services on an M tank:

Perform tank commander's prepare~to-fire checks and Y ? N
§éfviées on an Ml tank. T S -
Boresight the main gun on an Ml tank within v ? N

10 minutes: . -~

Boresight .a caliber .50 M2 HB machinegun within Y ? N

20 minutes.

- Now we want you to-doore Hore Ething on this page.  Rank how well you can
do the five tasks above by putting the numbers 1 through 5 in the blanks to
‘the left of each task. Put one number in each blank and use each number once.
Put 1 beside the task that you can do the best, 2 beside the task that you can

do next best; and so on to 5 beside the task that you expect to do the worst

on. THEN GO ON TO THE NEXT PAGE.

#NOTE: Names will be used only to match predictions with test results and
they will be removed once the data are tabulated. The information
you provide will not be used to evaluate you or your crew members.
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TC'S ESTIMATIONS OF GUNhER S PROFICIENCY

Now that you 've predicted how you're going to do on the test today, we

want you to predict how the members of your crew w1¢1 do. On this page yau

are to predIctJhow your gunner will do. The tasks he will be tasted on are {

listed below: IWrIte in your gunner's name and the other information requested

below; and then predict how he will do on the test by circling a letter beside

each task Indicating your response. Theé letters stand for the following

responses: !
\

Y -- Yes, \my gunner can do this tgsk and will get a GO on it.

? -~ I don t Krnow wheLher my gunner can do this task or mnot,

N -- No; my gunner can't do this task and will get a NO GO on it.

: Gunner's Name . ,_ o
. \ T

How many monthsihas he been your gunner’

\ Circle one:
Perform before-opergtions chiecks and services on Y ?: N
an M1 tank -
Perform gunner's end luader S prepare-to- fire checks Y ? N
and serv1ces on an M1 tank.
Perform tank commander's prepare--o-flre checks Y ? N
and serv1ces on an M1l tank.
Boresight the main gun on an M1 tank w1th1n _ Y ? N
e 10 mlnutes. . J e e e e e -
Boresight a cal iber .50 M2 HB mauhlnegun w1th1n _ Y ? N

20 mlnutes.

Now rank how well your gunner can do the five tasks above by putting the

numbers 1 through 5 in the blanks to the left of each task: Put a 1 beside

= —tHETtEsk he can do best a2 beside the task he can do next best; and so on

like you did for|yourself. THEN GO ON TO THE NEXT PAGE.




* TC'S ESTIMATIONS OF DRIVER S PROFICIENCY

Now you are to predict how well your driver will do on today s test, just

Driver's Name . .

How many moriths has he been your driver? ’ |
‘ €ircle one:

7 - Perform before-operatibﬁs checks and services on an i Y ? N
M1 tank. |
- Prepare driver s station for operation on an Ml tank Y ? N
within 1? minutes.
Start and stop the engiﬁe on an M1 tank within 10 Y ? N
minutes.,
Secure driver's station on an Ml tank within six | Y 7?2 N
minutes. .
‘ Perform after-operatibﬁs cheeks and services on an _ R Y ? N
’ Ml tank.
Set Headspace and timing on a caliber :350 machinegun Y 7 N

within 0 minutes.

_ Now rank how well your driver can do the six tasks above by putting the
numbers 1 through 6 in the blanks to the left of each task., __}N 66 6N TO THE
————NEXT PAGE: — e —




g e :__ 4_,..‘_-_—/»»-‘ v een ot .__.._.A....___..a..._._:_..x:——»--wf:' ‘8 6 ;

o s
TC'S ESTIMATIONS OF LOADER'S PROF‘I~CI}2NCY

1
- Z |
- - i |

Your final task is to predict how weii your ioader w111 do on\today s
test. The tasks he will be tested on are 1isted below. Write in your loader's

name and the other -information requested below, and then circle yo Ir response

for each task; }

? -- Yes, my 1ﬁader can do thls task and will get a GO on it*

727 -1 don t know whether .my loader can do this task or not:
N -- No, my loader can't do this task and will get a NO GO on it;

Loader's XName S

How many months has he been your lsader?
. Perform before—operatlons checks and service Y
on an M1 tank o L

-
—

Péiﬁbrm operator malntenance on ‘the 105mm breechblock Y ?
assembiy on ‘an M1 tank within 14 minotes:

Instaii/remove an M240 coax machinegun on an Ml tank
within 10 minutes.

Perform operator maintenance on an M24O coax
- machinegun. withsip-4- 1/2--minutes; i

Now rank how well your loader can do the six tasLs above by puttlng Ehe—ﬂ

ﬁhhhefé rs 1 through 6 in the blanks e left—of—eachtask:
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APPENDIX B

SAMPLE INTERVIEW FORMS




i Date
Position: GNR- LDR DVR - Months in Position -~
| | Unit _
1. How long have you been the (G, L, D) on tﬁig tankf; o L
2. How long have you been an M1 (G, L, D)? _ 77*7;‘
3. 1In the last two weeks, how many hours have you spent in:
Scheduled Training _. . Unscheduled Training
(Training refers only to those activities whose ptimary purpose is to
teach MOS related skills and knowledges:) ’
4; -' What tasks were trained? ~ [
i
__![.
5. VWere tasks trained to standard? : Yes ﬁb
1f yes, what-were the standards?
6. Who did the trdining? TC Plt sgt  Plt Ldr Gther L
~7. - Did- you actually get to ééffaf@'éacﬁ task? | Yes No
8. Were you told how well you did on eacﬁ’task5  Yes____ No
9. If you had trouble, were you given additional training‘ -
on that task? - . . Yes __ No_ ’
10. What other activitieé took up time? |

INTERVIEW: TANK CREWMAN

o -
- —— Maintenance

____ Inspections
_.___ Details

_____ Other (specify)



e

N

INTERVIEW: TANK CPEWMAN Date

11.

14;

NET CONUS - NET USAREUR

Unit - . 1

Have yor used the battalion, learning center in the

last two typical garrison weeks? Yes  No. .

If yes, uhat lessons? If no, why mot?

During duty hours Aftdr duty hours

As a member of your crew _____ On ybﬁr own

Was there anjons there to help you? Yes No
Have you used the MOS library in tﬁé last tuwo B
typical garrison weeks? = If not, why not? Yes_ No

Are you a graduate of: BAT

(Which MOS, date)

(Duty position in which trained, date)
What was your first dury position following graduation from BAT?

GNR_ . ___ DR DVR Other

riesent? __ Used Appearance? ——___ Up to Date

{Indicate Vol 1; ; 3)

(If not »n tank) Do vou bave a =10 or the tank? Yes No

Ir the 135t two wesks, for whick tasks was the -10 used?

B
- oy

PR

&9



4

INTERVIEW: TANK CREWMAN Date

Unit

17. Do you

Yes — No

18. What problems have you had in driving, loading; firing, your tamk?
L N
. \. yd
19; UWhat problems thave you had in maintaining your tank?
/
R // _
20. What tasks should you have been trained on in BAT/NET tha/t you weren't?
/ _
; /
/
Have you received training on these in the unit? / yes NG
If yes, which ones? /
)!
21. 1Is there anything you would like to add?
]
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INTERVIEW: ARMOR COMPANY CDR, XO,

ai.d 1SC
Date B
Position: CDR X0 186G Unit . o
1. H0W7§9987b§y§7you been in your present duty ﬁééiEEBB‘
in this company? _
2. a. A&re you a graduoate of: AOB e AOAC
{date) (sc, date)
ANCOC N MASTER GMR
(MOS; date) (MOS, date)
NET CONUS NET USAREUR
(duty uoc“*ion in which trained, date)
b. What other formal Army schousling have you had?
3.

In the last two wecks, how many hours has your company spent in

Scheduled training

Unscheduled training

Individual training

Collective training

(Iralning refers oniy to activig;gs whose primary purpose is to teach
MOS related skills and knowledges:)

What activitiég’ipghgrigygn training; has your c0mpany been involved in

during the last two typical garrison weeks?

Buring the last twa garrison weeks, how many hours d1d
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66



" INTERVIEU: ARMOR COMPANY CDR, X0, and 1SG _ Y

10.

11;

Dite /A

Unit 2

What individual tasks were :irained during tlie last two wesks?

4

Were tasks trained to Standard?  Yes_ . Ng

If yes, where did the standards come from?

Who conducted most of this training?

How were these tasks selected for training?

/ N

Piring the last quarter, what collective training has your company par-
ticipated in? Where was this training conducted? ,

\

a. What problems came up during this training?

b. What was done to address these problems?

67
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WRERVIEW: ARMOR EOMPANY CDR, X0, and 186

12. Do personnel in your company have: Trainer's Guide Yes No
Cre® Drills Yes No

Soldier's Manuals Yes No
Job Books Yes No

13, Dezs your company use written training plans? Yes No

1t yes, in what form (lesson plans, T&ED's, etc.)?

“(ask to see one)

14. What cther materials do you use to manage, conduct, or evaluaté training
in your comp:~i?

15. What training support materials do you need that you don't have?

16. a. What are the hardest tasks for crewmen in your company to perform?

i

b. What makes these tasks hard?

17. Do you receive satisfactory support from organizational .
maintenance? - Yes - No

73
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INTERVIEW: ARMOR COMPANY CDR, XO; and 1SG =

Unit

18, &, VWrat percentage of your soldiers have transferred

b. What percentage of your soldiers have changed duty
assignments within the company during the last

quarter? S

19. What are tlie operational constraints on training in your company?

20, a. What are your training goals for your company?

©. Wnat problems have ycu had in meeting your goals?

¢; What can.the Center/Scheol do to help you meet your goals?

21, a. Do you participate in battalion-level planning and _ !

If yes, in what way? W




INTERVIEW: ARMOR COMPANY €DR; XO,; and 1SG

22,

23.

Unit . .. ____

b. How do you involve subordinates in company-levei plarninz and decision-
making?

If you could change anything you wanted, what would you change to make
training bettetr? :

/

Is there anything else you would like to add?

/

/

/

//

r

Interviewer




APPENDIX €
SAMPLE OBSERVATION WORKSHEETS




TRAINING OBSERVATION WORKSHEET Date. . .. Uit

Name or Type of Training S

Trainer(s) . Trainee(s)
Training Site .. Training Started (Time)
OBSERVATIONS ‘ o YES |No |NA | COMMENTS

1. Were the soldlers told the training

objectives to include tasks; condi-
tions and standards?

1dent1fy new equlpment for the
soldiers?

3. DId the tralncr demonstrate how the

: such a way that soldiers could see;

hear and cnmprehend what the

trainer was doing?

5. Did all soldiers pract1Ce each task

and suvtask?

6. During practlce, did aii soldiers

perform the tasks to standard . PR R IS DA
unassisted? ) -

7. What steps gaveisoidlers the most
trouble during practice?
8. Did every soldier practice under

the direct superv151on of the
trainer({s)?
9. Were soldiers told what they were

doing right or wrong during practice? <
| 10: What tréiﬁiﬁg equipmant was used? ,

for the number of soldlers being
trained?

12. ©pid the training equipment work
. properly? /




TRALNING OBSERVATION WORKSHEET Date _____ __ _  Unit

' Name or Type of Training — _ -

OBSERVATIONS YES | NO |NA COMMENTS

13. Were training aids or materials used
during this training? List those
used.

14. Were job aids handed out during this

training? Which ones9

15, '?id the traInIng inciude use of the
job aids? l

-16: Did the training prog#ess from expla-
nation to demonstratlon to practice?

questions io the1r satisfaction?.

18: Was the tféiﬁiﬁg éite aaéquaté from

space; support equipment and noise?

19. Was the training site arranged 50 :
that the trainer could be seeQTand ' : \
heard by all including Vyoursel¥? :

20. Was the weather so bad as to
~ distract.from training? B : . : oo

21. For scheduled training, was the
training time somewhat shorter or

23, Was there a written or stated
standard of performance?

24, Did the training follow & trairing
! plan? Which one?
;

25. Was a Eégi heid?

Training Euded (Time)

Observer e

‘ s w78
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TRAINING OBSERVATION WORKSHEET Date -~ Unit__ i ¢

Name or Type of Training

Trainer (s) - Trainee(s) o .

Training Site " Training Started (Time) ‘ _

YES |NO | NA COMMENTS

Training Objectives ;

1. Was the lesson based
on stated or written , , , - o
objectives? v | N{NA

2. Did they include ...

- tasks? ¥ N | NA

- conditions? 1 v | n|na

1

standards? o Y N | NA

Lesson Presentation

3. Did the trainer ...
= review training B s

objectives? Y N | NA
= define new terms? Y | N[NA

- identify new . ]
equipment? Y | N|INA
to students' B .
satisfaction? . ' Y N | NA

NA

ra
z

- demonstrate tasks?

Demonstration

4o Couild the soldiers ...

- +he dema? v . . -
see the demo? N ¢ NyRAL N

hear the demo? Y | N|NA T

follow the demo? Y | NiNA




TRAINING OBSERVATION WORKSHEET Date : Unit

Name or Type of~Training

YES [NoO |NA[ COMMENTS

P,,,:.V l’,,

(3
L

'Did all soldiers ...

] .+" =~ practice subtasks . 1
7 : separatc: 1y4 Y N | NA
- cowbine subtasks into ) N

whole~tusk practice? Y N | Na

- perform tasks to
periorm tasks to ] i . :

standard unassisted? Y N | NA
" 6:  Did an instructor sss

- directly supérvise

each soldier's ,

practice? Y N | NA

~ tell soldiers what
they were doing - .
right and wrong? - | Y | N|[Na
7. Did certain steps give
soldiers more trouble? .
_ Which steps? . . - - | Y {-N|NA-
Training Equipment

and Materials

8. 1ist any >f the follow-
ing used dutring train-=
ing ...

’4\
-1
-4
g

- training equipment?

vy
w
>

- training aids?
= job aids? _ Yy | N|Na

9. Did the training equip- 7 B
ment work properly? Y N | NA




TRAINING OGSERVATION WORKSHEET Date . Unit

Name or Type of Training_ - L

YES |NO | NA | COMMENTS

10. Did the training ...

- focus o1 the job ] ,
aids? Yy | nina

= proceed from explan-
ation to demonstra- ,
tion to practice? Yy | N{va
~ follow a training , . ;
~ plan? Whick: one? Yy | vlnNa //

Training Environment . ///

11. Was thke training site -
’ adequate with regard
to ... :

- range facilities? Y N | NA

- SUﬁébrt equipment? Y | N|NA

- spaoe!? v | n|na

- noise distractions? | ¥ | i|NA

12. Did discomfort due to
".poor weather distract

/from training? v § | NA

Training Ended (Time)

Observer




ORGANIZATiGNKt MﬁINTENANCE OBSERVATION W RKSHEET Date . o

Maintenance Site :\‘. Unit . -
Time of Visit ' T Visit Announced Visit Unannounced
— e e— :
OBSERVATIONS . |vEs |no [Na COMMENTS

1. Were any meciianics present in the

motor pool? How many?

2. Were any ﬁééhéﬁiég/éﬁéééééﬁiﬁifﬁf
maintenance acti;};ies? How many?

3. Did you obsérve mechanics engaged
in any other ac'ivitieg’ What
activities?

4. Was any main"enance being per-\
formed on t e M1 tanks idn the

motor pool? What was happening’

5. Was tﬁétéfmat:ed damage to the
external bodies of the M1 tanks? ..

o I o . _ - ¢
6. Did you see copies of the =20 on |. -
the premises? :
7. Did the -20's show signs of use
. (elg., greasy fingerprints)?
8. Were the tools in the tool boxes | o v
clean? - 7 » ; -
9. @gggigoois being borrowed or .
shared among maintenance stations?
10. Was the STE/Mi in use? ; »/ 4 o
11. Was there a separate tool room?
12. Was there a cleaning area for " : ""“memélume_;mWMhZ _—
cleaning tools and parts with 1 : , » =

————————————————————— - N

cleaning rags; solvents, etc.?

13. Was maintenance supervision avail-
able at the maintenance site?




O

ERIC

Aruitoxt provided by Eic:

' 4Uil72 CIONAL MAINTENANCE OBSERVATION WORKSHEET _Date

“uoitenance Site—

- Unit S .

OBSERVATIONS

YE

s|No|NA . COMMENTS

14: Were supervisors actively involved

in tlie maintenance activities?

15: *VWas any training being conducted
dar ing you csit?

16; Were work “low charts posted?

17. Were there recent entries on the
work flow charts? '

18. Were anyv crew members observed
ordering parts from a 20 P manual?

(L

Observation Ended (Time) -

Observer—-—- —_ - .

va



TESTING OBSERVATION WORKSHEET D%{i\' , . Unit____

 Name or Type o1 Examination

-

Examiner (s) : i _ _._. _. .. ._ Examinee(s)-

Testing Site . .. Test__ Retest

Testing Started (Time) ‘ _

OBSERVATIONS YES | NO | NA COMMENTS
- - e i1 4 e

1. Did ¢ examiner read the test fnstruc-
tion to the soldters?
clearly enough for the soldiers to know ,
what they were expe: to do? 7 .
3. Were pass/fail standards cliearly ex-
plained such that soldiers would -know
when they performed correctly?
tested?

5. Were soldiers tested on any tasks that’
were not taught?

6. Were the testing conditions the same
as the training conditions?

7. Were the standards used during \
training alsc used o score test \
performance?

8. Did the examiner help or prompt the
soldiers during the test? :

A Y

Observer . __ __ .

——
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