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CHAPTER 6

EXTERNAL EVALUATION
6-1. General. The external evaluation, for a unit conducting Stability And Support Operations (SASO) operations, is conducted as a performance oriented evaluation of the unit’s ability to perform its mission.  The external evaluation for the Mission Rehearsal Exercise (MRE) is similar to what a unit receives when participating in a normal warfighter training exercise.  However, there is one major difference: When a unit trains at one of the Combat Training Centers (CTC's), they leave with a take-home packet that assesses their strengths and weaknesses, giving them the opportunity to return to their home station and retrain on their weaknesses.  A unit’s take-home package from their SASO MRE is a round-trip ticket to the area of operation. When they arrive in country, soldiers must be prepared to immediately execute their newly acquired mission, using their newly acquired skills in SASO operations. Therefore, during the MRE, every element must get a go on every task, or every mission.

The external evaluation can be modified by the using unit based on Mission, Enemy, Troops, Terrain, and Time available (METT-T) and other considerations as deemed appropriate by the commander. The evaluation uses selected Training and Evaluation Outline's (T&EOs) in Chapter 5, which involve the total unit, and employs a realistic depiction of civilians on the battlefield and the interaction between the various non-governmental agencies, private organizations, and other US governmental agencies.  At the completion of the evaluation, the commander should be able to identify the strengths and weaknesses of his unit and receive additional training, if needed, to successfully certify all elements of his unit.

Unlike a unit conducting warfighting training at one of the many CTC's, a unit preparing for SASO operations has to be certified as being fully capable of carrying out this unique mission. It is the responsibility of each command to certify it's own subordinate units. Companies are certified by battalion headquarters, and battalions are certified by brigade headquarters.

6-2.  Preparing the Evaluation.  To ensure accurate measurement of the unit’s capabilities, the commander must standardize evaluation procedures.


a.  Preparing the evaluation instrument.  The sample evaluation scenario outlined in Table 6-1 contains the mission as well as the appropriate tasks necessary to develop the scenario and execute the evaluation.  Selective tailoring is required, because it is not possible to evaluate every task.  The following procedures are suggested for developing the evaluation.

Table 6-1.  Sample evaluation scenario


               Sample Evaluation Scenario   


Event
Action



Estimated

Proposed








Time Allotted

Time Frame

  1

Occupy Base Camps

Before Exercise Start Time


  2

Infiltrate key staff and




leadership to execute




battle handover.

24 hours

Days 1&2


  3

Conduct Transfer of 




Authority


 8 hours

Day 3


  4

Establish liaison with




Ios, EAF, and civilian 




leadership.


4 hours

Day 4

Module 1


  5

Receive warning order
6 hours

Day 4


  6

Support SASO


  7

Conduct administrative 




actions


  8

Conduct intelligence 




actions

Module 2


  9

Receive warning order
8 hours

Day 5


 10

Conduct support operations


 11

Support demining operations


 12

Move to AAR site and conduct 




AAR


 17

ENDEX


(1) Identify the missions to be evaluated for each echelon, using Table 2-2, pages 2-1 through 2-3, in Chapter 2.  Record the selected missions on the unit proficiency worksheet (UPW), Figure 6-1.
	                  Unit:: _______________________________                       Date: ____________________

                        

	No.


	Unit

Mission/Task
	Section

Squad
	Section

Squad
	Section

Squad
	Section

Squad
	Unit Overall Rating &

Remarks

	
	                                                                
	GO

NO-GO
	GO

NO-GO
	    GO

NO-GO
	    GO

NO-GO
	 

	
	
	GO

NO-GO
	    GO

NO-GO
	    GO

NO-GO
	    GO

NO-GO
	

	
	
	GO

NO-GO
	    GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	

	
	
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	

	
	
	GO-

NO-GO
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	

	
	
	GO

NO-GO
	GO

NO-GO
	G0

NO-GO
	GO

NO-GO
	

	
	
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	

	
	
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	GO-

NO-GO
	

	
	
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	

	
	
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	

	
	
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	

	
	
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	

	
	
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	

	
	
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	

	
	
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	GO

NO-GO
	

	* If more space is required for  remarks use the back side of this form




Figure 6-1.  Example unit proficiency worksheet


(2) List each mission into the heading on a separate Task Summary Sheet, Figure 6-2.

	Task Summary Sheet

	Mission:

	Task Titles
	T&EO Number
	Evaluation
   GO           NO-GO

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	                                                             Observer\controller’s signature:____________________________

NOTE:  A separate task summary sheet will be prepared for each mission evaluated  Observer/controller’s

comments may be placed on an enclosure to the Task Summary Sheet.

       


Figure 6-2.  Example task summary sheet

(3) Select the tasks for the evaluation of every mission.  List the selected tasks on the Task Summary Sheets, which are used for recording the results of the evaluation.


(4) Compile the selected missions and tasks in the order they logically occur in the detailed scenario.  Group the Selected missions and tasks in parts for continuous operations, Table 6-1.  The parts can be interrupted at logical points to assess MILES casualties and conduct in-process AAR’S.

6-3.  Resource Requirements and Planning Considerations.  Adequate training ammunition, equipment and supplies must be forecasted and requisitioned.  Table 6-2 is a possible example of a Class 5 consolidated list of support requirements for this evaluation.  It is based on experience with the scenario in Table 6-1.  The evaluating HQ must prepare its own consolidated support requirements.

Table 6-2.  Example Consolidated Requirements

	CONSOLIDATED SUPPORT REQUIREMENTS  FOR FTX 5-1-E0001


	AMMUNITION                                   DODIC   ESTIMATED BASIC LOAD

	5.56 mm
	A080
	150 rounds per rifle

	7.62 mm 
	A111
	400 rounds per M60

	5.56 mm
	A075
	250 rounds per SAW 

	Caliber .50
	A598
	250 rounds per M2

	ATWEES    (AT-4)
	L367
	15 each per company  (inert)

	Hand grenade, Body, M69
	G811
	2 per man

	Hand grenade fuse (practice)
	      G878
	2 per man

	Simulators, projectile, ground burst
	      L598
	50 per exercise

	Simulator, hand grenade M116 series
	      L601
	20 per squad (without live demolition’s to    simulate demo) or 6 per squad

	
	
	

	DEMOLITION’S  (1) see note
	
	

	MICLIC
	
	4 per company with 2 reloads

	Bangalore torpedo kit
	
	1 per squad

	Charge, block TNT
	`
	50 per squad

	MDI Initiators M11, 12, 13, 14
	
	15 each (total 60) per platoon

	MDI Igniters
	
	60 each platoon

	Time fuse
	
	500 feet per platoon

	Satchel charge, M183
	
	30 per platoon

	40 pound shape charge
	
	12 per platoon

	Smoke grenades, white
	
	60 per platoon

	Smoke pot, ground
	
	10 per platoon

	
	
	

	OTHER ITEMS
	
	

	Batteries BA 200 (6-volt)
	
	50 each 

	Batteries BA 3090 (9-volt)
	
	400 each

	
	
	

	CLASS IV
	
	

	Concertina wire
	
	

	Mines
	
	

	
	
	


Table 6-2.  Example consolidated requirements (continued)

	MILES EQUIPMENT
	 COMPANY
	EVALUATORS
	OPFOR

	APC
	13
	
	13/4

	Caliber 50 system
	15
	
	13/4

	M240 system
	2
	
	

	M19 blank firing adapter
	15
	
	13/4

	M16 system
	120
	
	120/28

	M60 machine gun system
	13
	
	13/2

	Controller guns
	
	8
	

	Small-arms alignment fixture


	
	2
	

	NOTE:  Ammunition and demolition are basic loads and should be restocked during the FTX according to use.




6-4.  Selecting and Training O/Cs.  A successful MRE evaluation depends heavily on selecting O/Cs with the proper experience, training them to fulfill their responsibilities, and supervising them throughout the conduct of the evaluation.


a.  An O/C team comprised of the following elements is suggested for performing a MRE external evaluation of the unit.


(1) Maneuver


(2) Intelligence


(3) CSS


(4) Engineers


(5) Military Police


(6) Signal


b.  A thorough familiarity with the battalion's mission, organization, equipment, and doctrine is required by the O/Cs.  They must understand the overall operation of the battalion and how it is integrated into and supports SASO.  Team members must have a working knowledge of the common individual and collective tasks in areas such as TOC procedures, communications, and force protection.  One member of the team must have detailed expertise in the force protection common task areas.  O/Cs should be equal in grade to the person in charge of the element they are evaluating.  O/Cs should have previous experience in the position being evaluated.  All team members must be able to make objective evaluations, function effectively as team members, and state their findings in writing and briefings.


c.  O/C training focuses on providing observers controllers a general understanding of the overall evaluation, providing each O/C a detailed understanding of specific duties and responsibilities, and on building a spirit of team work.  O/C training includes(

(1) The overall evaluation design, general scenario, master events list and specific evaluation purposes and objectives.


(2) The battalion METL and its linkage to the T&EOs and other materials contained in this ARTEP MTP.


(3) The O/C team composition and general duties and responsibilities of each team member.


(4) Detailed responsibilities of individual team members with special emphasis on the master events list items that are their responsibility.


(5) A review of written instructions and materials contained in the O/Cs folders.


(6) A detailed reconnaissance of the area used for the evaluation.


(7) The O/C communications and C2 system.


(8) Safety procedures. 


(9) Evaluation data collection OPLAN and procedures.


(10) AAR procedures and techniques.


(11) A talk-through of the entire evaluation which includes wargaming all items of the master events list in order of their occurrence and a review of each team member’s responsibilities and anticipated problems.


d.  The senior O/C supervises the operation of the team.  He provides the team leadership and focuses his efforts on ensuring O/Cs fulfill their responsibilities and adhere to the evaluation plan, resolves problems, synchronizes the efforts of the team members, ensures close coordination among team members, holds periodic team coordination meetings, plans and orchestrates the battalion AAR and conducts specific evaluation team AARs.

6-5.  Selecting and Training Civilians on the Battlefield (COB).  The COB support for an external evaluation of the battalion should be individuals who are trained to serve as enemy agents and/or members of the various EAFs.  Although COB support is only used for some tasks, proper training and employment of this force is important to ensure a proper assessment of the battalion’s capabilities.


a.  The COB commander should be a company grade officer or senior NCO who is well trained in EAF tactics and operations.  In addition to the duties and responsibilities in leading various COB elements, the COB commander serves as a part-time member of the O/C team.  In order to fulfill O/C responsibilities, the COB commander must participate in O/C planning and training activities.  He must be present during AARs.


b.  COB elements are trained, organized and equipped to operate in a manner that depicts threat forces as realistically as possible.  Their training includes:


(1) EAF tactics and rules for engagement.


(2) COB missions and responsibilities.


(3) COB tasks and standards.


(4) EAF weapons and equipment, if available.


(5) C2.


(6)  Safety.

6-6.  Conducting the Evaluation.  The senior O/C has overall responsibility for the conduct of the evaluation.  He orchestrates the overall evaluation and the support provided by the various individuals and elements that are specially selected and trained to fulfill designated functions and responsibilities.


a.  O/Cs must be free to observe, report, and record the actions of the battalion.


b.  The HQ above the batttalion being evaluated should select and train the control element for the evaluation.  They issue orders, receive reports, provide feeder information and control COBs.


c.  All exercise participants and supporting personnel must ensure that every facet of the evaluation is conducted in a safe manner.  Personnel observing unsafe conditions must take prompt action to halt them and advise their superiors of the situation.

6-7.  Recording External Evaluation Information.

a.  The senior O/C has the overall responsibility for the implementation of the evaluation scoring system.  Although the final evaluation is made up by the senior O/C, the full team participates in this process.  Their reports reflect the overall ability of the battalion to accomplish its wartime missions.


b.  The evaluation scoring system is based on an evaluation of the units performance of each mission essential task and any other collective task contained in the overall evaluation plan.  This evaluation has four steps. 


(1) Identify the ARTEP MTP T&EOs, which correspond to each of the evaluation plan tasks.


(2) Use T&EO standards to evaluate the unit’s performances of the tasks.  This is done for each evaluation plan task.


(3) Record on the T&EO a GO for each performance measure performed to standard and a NO-GO for each performance not performed to standard.


(4) Record the unit’s overall capability to perform the task by using GO/NO-GO information recorded on each T&EO.  Use the following definitions as guidance in making this determination.


(a) GO- the unit successfully accomplished the task or performance measures to standards.


(b)  NO-GO- the unit did not accomplish the task or performance measure to standard.


c.  Other locally designed reports approved by the senior O/C and prescribed in the evaluation plan may be used to collect evaluation information.  These reports assist the team in recording the information concerning the unit’s capability to perform its wartime mission according to the established standards.  This information will assist the senior O/C to determine the unit’s overall final rating.  


(1) Unit Data Sheet (Figure 6-3, page 6-10).  This report records personnel and equipment status information.


(2) Environmental Data Sheet (Figure 6-4, page 6-11).  This report records information concerning weather and terrain conditions present during the evaluation period.


(3) Personnel and Equipment Loss Report (Figure 6-5, page 6-12).  This report records information concerning battalion personnel and equipment losses during OPFOR engagements.

6-8.  After Action Reviews.  AARs provide direct feedback to battalion HQ members by involving them in the diagnosis process and by enabling them to discover for themselves what happened during the evaluation.  In this way, participants identify errors and seek solutions, which increase the value of the training and reinforce learning.


a.  The senior O/C is responsible for the AAR process.  He coordinates the entire AAR program from the initial planning of the evaluation through the after actions phases.


b.  Key steps in the AAR process are:


(1) AAR planning.  Planning for AARs is initiated in the exercise preparation activities long before the start of the action evaluation.  AARs are integrated into the general scenario at logical break points and into the detailed evaluation scenario, which is developed subsequently.  Qualified O/Cs are selected and trained in the AAR process as part of O/C training.  This phase also includes the identification of potential AAR sites and the requisition of equipment and supplies needed to conduct the AAR.

	UNIT DATA SHEET

	1.  Unit designation                                                                                    Date:

	2. Unit leaders:  (Circle the most correct answer)

	Position
	Rank
	Time in unit (months)

	Commander
	LTC/MAJ
	1-3
	4-6
	7-12
	13-18
	>19

	Executive officer
	MAJ/CPT
	1-3
	4-6
	7-12
	13-18
	>19

	Bn S3 
	MAJ/CPT
	1-3
	4-6
	7-12
	13-18
	>19

	Bn S2
	CPT/1LT
	1-3
	4-6
	7-12
	13-18
	>19

	Bn S1
	CPT/1LT
	1-3
	4-6
	7-12
	13-18
	>19

	Bn S4
	CPT/1LT
	1-3
	4-6
	7-12
	13-18
	>19

	Bn maint officer
	CPT/1LT
	1-3
	4-6
	7-12
	13-18
	>19

	A Company CDR
	CPT/1LT
	1-3
	4-6
	7-12
	13-18
	>19

	B Company CDR
	CPT/1LT
	1-3
	4-6
	7-12
	13-18
	>19

	C Company CDR
	CPT/1LT
	1-3
	4-6
	7-12
	13-18
	>19

	3. Unit strength (excluding leaders)

	4. Equipment shortages (major items):



	5.  Comments:



	Observer/controller’s signature:

	


Figure 6-3.  Example HHC/section unit data sheet

	ENVIRONMENTAL DATA SHEET

	Exercise number and description:

	Date/time exercise started:

	Date /time exercise ended:

	1.  Weather conditions:  (Circle the appropriate description)

Clear                    Partly               Cloudy                   Hazy                   Rain                  Snow                 Fog 

                           Cloudy 

Other

Temperature:

	2.  Ground conditions:  (Circle the appropriate description)

Dry                  Wet                    Ice                        Snow

Other:

  

	3.  Light conditions:   (Circle the appropriate description)

Day                 Night

Moon phase                                  1/4                      1/2                     3/4                      Full 

Average range of visibility due to terrain:



	4.  Remarks:




Figure 6-4.  Example environmental data sheet

	PERSONNEL AND EQUIPMENT LOSS REPORT



	Mission Title or                              

Task Number
	Date/Time of

Enemy Contact
	Friendly

KIA/WIA
	Enemy

KIA/WIA
	Friendly

Vehicles

Destroyed
	Enemy

Vehicles

Destroyed

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	Comments:




Figure 6-5.  Example personnel and equipment loss report


(2) AAR preparation.  AAR preparation commences with the beginning of the actual evaluation. This phase also includes the review of the training objectives, orders, and doctrine.  Final AAR sites selection is completed and times and attendance is established.  AAR information is gathered from applicable O/Cs and battalion personnel.  The AAR is organized and rehearsed.


(3) AAR conduct.  AARs are conducted at logical break points in the exercise and at the end of the evaluation.  When AAR participants have assembled, the AAR begins with the senior O/C introducing the session with a statement of the AAR purpose, the establishment of the AAR ground rules and procedures, and a restatement of the training and evaluation objectives.  Guidelines for a successful AAR include:


(a) AARs are not critiques, but professional discussions of training events.


(b) The senior O/C guides the discussion in a manner that ensures lessons are openly discussed by the participants.


(c) Dialogue is encouraged among O/Cs and battalion personnel.



(d) All individuals who participated in the evaluation are present for the AAR, if possible.  As a minimum, every unit or element that participates in the exercise is represented.



(e) Participants discuss not only what happened, but also how it happened and how it could have been done better.



(f) Participants review the sequence of the events associated with the hazards and the risk assessment made prior to the exercise.  As a minimum the review should address hazards that presented themselves that were not identified, and each incident of fratricide or near fratricide and how it could be avoided in the future.



(g) Events which were not directly related to the major events are not examined. 



(h) Participants do not offer self-serving excuses for inappropriate actions.



(i) The AAR end result is that soldiers and leaders through discovery learning gain a better understanding of their individual and collective strengths and weaknesses and become more proficient in training for and performing their critical tasks.

Reference materials for conducting an AAR are TC 25-6, TC 25-20, and FM 25-101.

6-9. Unit Readiness. The Peace Support Operations Manual FM 100-23 states that “training and preparation for peace support operations should not detract from a unit’s primary mission of training soldiers to fight and win in combat”.  However, the time and effort involved in preparing for peace support operations does impact unit readiness.  When a battalion begins their train-up for a SASO mission, the focus is no longer on warfighting for the units in training, for the units conducting the training, for the support units, or for the battalion's staff.  Time that would normally be spent on gunnery ranges or other training events maintaining perishable skills will be spent on earning and perfecting various new skills and techniques peculiar to SASO operations.  Shutting down warfighting training for an extended period results in a reduced readiness level.

6-14

6-13

