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SECTION I.
ADMINISTRATIVE DATA

	All Courses Including This Lesson
	
Course Number
Course Title 


7-12-C22 
Adjutant General Officer Advanced Course

	Task(s) 

Taught(*) or

Supported
	
Task Number
Task Title 

121-042-0012 (*)
Prepare the Personnel Estimate 

	Reinforced Task(s)
	
Task Number
Task Title



	Academic    Hours
	The academic hours required to teach this TSP are as follows:


Resident


Hours/Methods

1.7
/ Conference / Discussion


7.3
/ Practical Exercise (Written)


.2
/ Tutorial

Test
1.3 
 

Test Review
.0 
 


Total Hours:
10.5 

	Test Lesson Number
	
Hours
Lesson No.
Description

Testing:
1.3

CEA42112




 Review of  



Test Results:
0.2
 

	Prerequisite Lesson(s)
	
Lesson Number
Lesson Title

None

	Clearance Access
	Security Level:  Unclassified

Requirements:  There are no clearance or access requirements for the lesson.


References

	Number
	Title 
	Date
	Additional Information

	 FM 101-10-1
	Staff Officers' Field Manual: Organizational, Technical, and Logistical Data (Unclassified Data)
	01 Jan 1900
	

	 FM 101-5
	Staff Organization and Operations
	31 May 1997
	

	 FM 25-4
	How to Conduct Training Exercises
	01 Sep 1984
	


	Student Study Assignments
	Be familiar with FM 101-5, Chapter 5 and Annex E and FM 101-10-1, Chapter 4 before class.

	Instructor Requirements
	One (1) Instructor

Two (2) Student Instructors 



	Additional Support Personnel Requirements
	None

	Equipment
	Name
	Quantity
	Expendable

	Required
	Dry Erase Board
	1
	No

	for Instruction
	Dry Erase Markers - Set of 4:  Black, Red, Green, Blue
	1
	No

	
	Dry Erase Board Eraser
	1
	No

	
	Overhead Projector or Proxima with Personnel Computer
	1
	No

	Materials Required
	INSTRUCTOR MATERIALS: 

FM 101-5

FM 101-10-1

Saudi Arabia Maps

PowerPoint Presentation

STUDENT MATERIALS: 

Student Handouts

FM 101-5

FM 101-10-1

Saudi Arabia Maps

AIMS Answer Sheet

#2 Pencil



	Classroom, Training Area, and Range Requirements
	GEN CLRM, 1080 SF, 16 PN

	Ammunition
	Name
	Student Qty
	Misc Qty

	Requirements
	None
	
	

	Instructional Guidance
	NOTE: Before presenting this lesson, instructors must thoroughly prepare by studying this lesson and identified reference material.

Follow the small group instruction method for teaching this lesson.

	Proponent Lesson Plan Approvals
	Name

Rank
Position
Date




tc "
Section II  Introduction " \l 2SECTION II.
INTRODUCTION

Method of Instruction:    Conference / Discussion

Instructor to Student Ratio is:    1:16

Time of Instruction:    0 hrs 5 mins

Media:    Viewgraphs

	Motivator
	Show viewgraph 1:  Prepare The Personnel Estimate

How will the G1 recommend a course of action in war to the commander?  The G1 has the primary staff responsibility for what we consider the human component of a command.  Maintaining a current personnel estimate of the situation in coordination with other staff estimates is essential in assisting the commander in reaching a decision.  The personnel estimate presents a specific way for the G1 to analyze that human component of a command.  Once you get to your unit, you may go through this process and provide a personnel estimate.

Show viewgraph 2:  Terminal Learning Objective.



	tc "Terminal Learning Objective - Prepare the personnel estimate. " \l 3Terminal Learning Objective
	NOTE:  Inform the students of the following Terminal Learning Objective requirements.

At the completion of this lesson, you [the student] will:

	
	Action:
	Prepare the personnel estimate.

	
	Conditions:
	Given a requirement to prepare the personnel estimate and access to FM 101-5 and FM 101-10-1.



	
	Standards:
	Prepare the personnel estimate to include define basic concepts that guide preparation of the personnel estimate and define the contents and uses of the personnel estimate IAW FM 101-5 and FM 101-10-1.

 

	
	

	Safety Requirements
	None.



	Risk Assessment Level
	Low

	Environmental Considerations
	None.



	Evaluation
	The test for this less consists of 10 multiple-choice questions.  You will have 1 ½ hours to complete the test.  You must achieve a score of 70%.



	Instructional Lead-In
	You will use your knowledge of staff organizations and unit medical support to prepare the personnel estimate.  The personnel estimate requires the use of information from several Adjutant General (AG) critical wartime tasks such as casualty operations, replacement operations, and personnel readiness management.  In order to complete the personnel estimate, you will have to apply both the problem-solving process and decision-making process.




tc "
Section III Presentation " \l 2SECTION III.
PRESENTATION 

NOTE:
 Inform the students of the Enabling Learning Objective requirements.

tc "Enabling Learning Objective A - Define basic concepts that guide preparation of the personnel estimate. " \l 3A.
ENABLING LEARNING OBJECTIVE A 

	ACTION:
	Define basic concepts that guide preparation of the personnel estimate.

	CONDITIONS:
	Given a requirement to define basic concepts that guide preparation of the personnel estimate and access to FM 101-5 and FM 101-10-1.



	STANDARDS:
	Define basic concepts that guide preparation of the personnel estimate to include define the personnel estimate and its uses; identify specific staff officer responsibilities; and define the relationship between the decision-making process and the personnel estimate IAW FM 101-5 and FM 101-10-1.




1.
Learning Step / Activity 1. Define the personnel estimate and its uses.



Method of Instruction:
 Conference / Discussion



Instructor to Student Ratio:
 1:16



Time of Instruction:
 20 mins



Media:
 Viewgraphs

NOTE:  The purpose of this lesson is to provide the instructor with guidelines for facilitating the instruction.  It is assumed that the students have received previous instruction on the military decision making process.  Because of this, all important points for the personnel estimate are listed in this lesson for the benefit of the instructor to ensure course material is adequately addressed in solicited questions, discussions, and group activities.

NOTE:  Explain to the students that this lesson is divided into two parts. They are:

•
The fundamentals of the decision-making process.

•
The specifics of preparing a division level personnel estimate.

NOTE:  Ask the students to define the purpose of the personnel estimate.  After students have defined the purpose of the personnel estimate, show viewgraph 3 to summarize and reinforce learning.

Show viewgraph 3:  Personnel Estimate 

a.
Personnel estimate.  The personnel estimate is that portion of a staff estimate that analyzes personnel and administrative factors related to soldier and unit effectiveness as they affect accomplishment of the mission.  Conclusions are drawn, and recommendations are made concerning troop preparedness, the feasibility of various courses of action from the G1 point of view, and the effects of each course of action on personnel operations.

NOTE:  Ask the students to describe other portions of the staff estimate.

Show viewgraph 4:  Staff Estimate
b.
Staff estimates.  The personnel estimate is only one portion of a staff estimate.  Other portions of the staff estimate include the following:

(1)
Intelligence estimate.

(2)
Operations estimate.

(3)
Logistic estimate.

(4)
Civil-military operations estimate.

(5)
Other-FSC, C-E estimates.

NOTE:  Summarize the discussion with the information below.  Be sure to encourage sharing of real-world experiences from students that will help illustrate this information.

•
These estimates analyze the influence of factors within each staff officer's particular fields of interest on the accomplishment of the command's mission.  The estimates identify those factors that affect formulation, analysis, and comparison of feasible courses of action.

•
Estimates are as thorough as time permits.  They may be written, but in most cases estimates are briefed.

•
Commanders use the staff estimates coupled with personal knowledge of the situation and ethical considerations to arrive at a commander's estimate of the situation.  Hence, the end results of the personnel estimate contribute to the commander's estimate of the situation.

NOTE:
Conduct a check on learning.  Use oral questions such as the following to informally check student comprehension of the material.

QUESTION:
What are some types of staff estimates?

ANSWER:
Personnel, Intelligence, Operations, Logistics, and Civil-Military Operations.

QUESTION:
How thorough are estimates?

ANSWER:
As thorough as time permits.

QUESTION:
What is the most common way estimates are communicated?

ANSWER:
Briefed.

2.
Learning Step / Activity 2. Identify specific staff officer responsibilities.



Method of Instruction:
 Conference / Discussion



Instructor to Student Ratio:
 1:16



Time of Instruction:
 10 mins



Media:
 Viewgraphs

NOTE:  Initiate a discussion of staff officer responsibilities covering the points below.  Encourage students to share real-world experiences to add to the discussion.  Expand on the responsibilities as necessary.

Show viewgraph 5:  Staff Officer Responsibilities
a.
Staff officer responsibilities.
(1)
Be objective, eliminate prejudice, fears, and emotion.  Emotion is particularly dangerous, and commanders easily recognize it.  Commanders need facts; they don’t have time to review your feelings on the subject.

(2)
Coordinate with other staff officers.  Maintain a current personnel estimate of the situation in conjunction with other staff officers.  Eliminate tunnel vision and conflicting information by talking to other staff officers.

(3)
Exchange information.  As a primary staff officer, the G1 coordinates with the following areas to prepare a proper personnel estimate:

•
Personnel readiness management (G1).

•
Personnel service support (G1).

•
Discipline law and order (Provost Marshal).

•
Civilian personnel office.

•
Safety.

•
Morale support activities.

•
Health services (division surgeon).

•
Chaplain.

•
Division staff judge advocate.

•
Public affairs.

•
Division finance office.

•
Inspector general of the division.

•
Division transportation officer/movement control officer.

•
Division G4.

b.
Be thorough.  Make your personnel estimate as thorough as time permits.  You can always refine your information.  Leaving out one piece of information could have tremendous ramifications.  Since the G1 has staff-coordinating responsibilities, he or she is responsible for all areas of personnel including the coordinated staff agencies.

NOTE:  Re-emphasize the following information if necessary.

•
The definition of the personnel estimate.

•
How the commander's estimate is achieved.

•
Two specific responsibilities of staff officers in preparing estimates.

NOTE:  Provide the following example to the students for discussion.

The vehicles are inoperative in the motor pool.  What is the problem?  (PLL?  Time?  Personnel?  Training?)  First, analyze the total problem environment to identify the appropriate individuals involved, the obstacles, and the goal.  The result is a tentative problem stated as a question, a statement of need, or an infinitive phrase.  This statement enables you to focus on the cause - not the effect - and assists in the next step of defining the type of data that you must collect.

NOTE:
Conduct a check on learning.  Ask the students to answer the following oral questions.

QUESTION:
How must a staff officer approach the estimate process?

ANSWER:
Objectively, without prejudice, fears, or emotion.

QUESTION:
What is critical for a staff to do when preparing estimates?

ANSWER:
Exchange information and provide feedback.

QUESTION:
What are some of the areas the G1 must coordinate with to prepare an adequate personnel estimate.

ANSWER:
Personnel readiness management (G1).



Personnel service support (G1).



Discipline law and order (Provost Marshal).



Civilian personnel office.



Safety.



Morale support activities.



Health services (division surgeon).



Chaplain.



Division staff judge advocate.



Public affairs.



Division finance office.



Inspector general of the division.



Division transportation officer/movement control officer.



Division G4.

3.
Learning Step / Activity 3. Define the relationship between the decision-making process and the personnel estimate.



Method of Instruction:
 Conference / Discussion



Instructor to Student Ratio:
 1:16



Time of Instruction:
 20 mins



Media:
 Viewgraphs

a.
Military decision-making process.
NOTE:  Inform the students that the decision-making process is used extensively when preparing the personnel estimate.  Since they are probably familiar with the decision-making process, inform them that this section will only review the process and then show it's relationship with the personnel estimate.

Show viewgraph 6:  Military Decision-Making Process
NOTE:  Walk students through the ten steps used in the military decision-making process.  Provide an overview of  each step.  If necessary, use the fold-out from page 5-7 of FM 101-5 to explain in further detail.  (Show viewgraph 7:  Commander and Staff Actions to Making and Executing Decisions during the discussion of the fold-out) Be sure all students are comfortable with the decision-making process before moving on.

Show viewgraph 7:  Commander and Staff Actions to Making and Executing Decisions
b.
Problem-solving steps.

NOTE:  Walk students through the seven steps of the problem-solving process.  As you discuss these steps, encourage students to share real-world experiences that help define each of the steps.  This can be especially important in step 2 as you define the types of data.

Show viewgraph 8:  Problem Solving
NOTE:  Distribute Student Handout 1.

(1)
Identify the problem.  This is often difficult because either obstacles have been confused with goals or because the problem solver has insufficient data from which to determine the real problem.

(2)
Gather information.

(a)
Gather facts to determine what is already known about a problem, to identify any gaps in our knowledge of the problem, and to provide direction for required research into the problem.

(b)
Classify data into the following categories:

•
Assumption.  A statement that may or may not be true, but the available facts indicate that it is true or will be true.

•
Criterion.  The limits within which your solution to a problem must fall.

•
Fact.  An observed event, past or present, that has been personally observed or has been observed and reported to you.

•
Opinion.  A personal judgment that you have made or that some other individual has made.

•
Definition.  A statement used to clarify technical terms or to provide precise nomenclature.

(c)
Facts and criteria are the most important.  Facts establish the truths on which solutions are based.  Criteria establish the limits within which problem solutions must fall.

(d)
Opinions are of the least value in problem solving.

(3)
Develop courses of action (COAs).

(a)
The best possible solution to a problem can be determined only after considering alternative COAs.

(b)
Developing COAs requires creativity and imagination.  Recognizing the barriers to creative thinking and understanding the concepts of personal interrogation and brainstorming will facilitate this thinking process.

(c)
Impact of staff studies.  In developing COAs, the commander relies heavily on COAs developed in the staff studies provided by his or her staff officers.  A staff study is an analysis and recommended solution to a problem developed by one or more staff officers.  Staff studies can be a tremendous aid to the commander since their purpose is to collect and analyze relevant information to develop the most effective solution to a problem.  The concepts developed by others can stimulate the commander’s creativity and imagination as he or she develops COAs.

(4)
Analyze and compare courses of action.

(a)
Determining possible solutions.  Possible solutions to a problem are determined by testing them against criteria determined as essential.  These criteria are subjectively determined and may include factors such as economy, feasibility, and suitability.

(b)
In determining whether or not COAs are acceptable, we should test them against criteria we have determined through analysis of the problem environment.  Each COA must be tested against each of the criteria.  When analysis produces several COAs, a final COA is selected by deriving additional criteria against which all COAs are weighted.

(5)
Select the best solution and make a decision.

(a)
When testing possible solutions, those judged as acceptable should meet the following minimum criteria:

•
Can the COA be implemented?

•
Is the COA affordable?

•
Will the COA work?

(b)
When developing final criteria and selecting the best COA, you must be alert to the possibility of combining two or more COAs to arrive at the best COA.

(6)
Make a plan.

(7)
Implement the plan.

NOTE:  Tell students they must be familiar with the first five steps since these steps will be used to illustrate the parallel with the military decision-making process and the relationship with the staff estimates/personnel estimate.

NOTE:
Conduct a check on learning.  Ask the students to answer the following oral questions to check their comprehension of the information.

QUESTION:
What are the five categories of information?

ANSWER:
Assumptions.



Criterion.



Facts.



Opinions.



Definitions.

QUESTION:
Of the five categories of information, which two are the most important?

ANSWER:
Facts.



Criteria.

QUESTION:
What are the seven steps of the problem solving process ?

ANSWER:
Identify the problem.



Gather information.



Develop COA.



Analyze and compare COA.



Select the best solution.



Make a plan.



Implement the plan.

QUESTION:
What must you do to develop the best possible solution to a problem?

ANSWER:
Consider alternative courses of action.

CHECK ON LEARNING:  Conduct a check on learning and summarize the ELO.  Ask students if they have any questions on the material covered.  Answer these questions before summarizing the ELO with the following:  In this section, we discussed basic concepts that guide preparation of the personnel estimate.  We talked about the personnel estimate and its uses, specific staff responsibilities, and the relationship between the decision-making process and the personnel estimate.

tc "Enabling Learning Objective B - Define the contents and uses of the personnel estimate. " \l 3B.
ENABLING LEARNING OBJECTIVE B 

	ACTION:
	Define the contents and uses of the personnel estimate.

	CONDITIONS:
	Given a requirement to define the contents and uses of the personnel estimate and access to FM 101-5 and FM 101-10-1.



	STANDARDS:
	Define the contents and uses of the personnel estimate IAW FM 101-5 and FM 101-10-1.




1.
Learning Step / Activity 1. Contents of the personnel estimate



Method of Instruction:
 Conference / Discussion



Instructor to Student Ratio:
 1:16



Time of Instruction:
 25 mins



Media:
 Viewgraphs

NOTE:  Distribute Student Handout 2.  Point out that the material in the handout is the same as that contained in the next several viewgraphs. Walk students through viewgraphs 9 through 13, explaining in detail the content of each paragraph.  Ask students to follow along in Appendix E of FM 101-5.  Prepare a scenario to walk the students through the paragraphs.

NOTE:  Show viewgraphs 9 through 13:  Contents of Personnel Estimate

a.
Format.  The format of the personnel estimate is logical and useful, but it is not rigid.  The estimator does not have to complete one paragraph before going on to the next.  The estimator may make many small analyses or estimates within the overall estimate and refer frequently to other estimates.  

b.
Paragraph sequence.  Paragraphs of the estimate do not have to be completed in a fixed sequence.  The information, conclusion, and recommendations from other pertinent estimates may be used.

c.
Revisions.  The personnel estimate of the situation is a continuous process for the commander and staff.  Estimates are revised continuously as factors that affect operations change, as new facts are recognized, as assumptions are replaced by facts or rendered invalid, or as changes to the mission are received or indicated.

d.
Uses.  The G1 must develop a casualty projection for each COA and with the corps surgeon for projected replacements in order to develop a projection of the division strength.


The G1 uses the information, conclusion, and recommendations from other pertinent estimates in analyzing the problem.  He or she may incorporate some of this material into the estimate, but the G1 alone is responsible for the content of the estimate.  How the estimator arrives at the decision is a matter of personal determination. However, sound decisions result only from a thorough, clear, unemotional analysis of all data pertinent to the situation.

NOTE:  Ask students to brainstorm and list all coordination requirements they can think of.  Spend several minutes writing each of the student's suggestions on the whiteboard.  Once students have finished brainstorming, show viewgraphs 14 and 15.  Discuss the information that should be obtained from each of these organizations and how it affects the personnel estimate.

NOTE:  Show viewgraphs 14 and 15:  Coordination Requirements
NOTE:  Discuss the briefing considerations listed on slides 16 through 19.  Ask students to provide examples of briefings they have conducted in this situation.  Have them share both positive and negative examples and explain any lessons learned from the negative examples.

NOTE:  Show viewgraphs 16 through 19:  Briefing Considerations

NOTE:
Conduct a check on learning.  Use the following oral questions to check student comprehension of the information.

QUESTION:
What is the largest paragraph of the personnel estimate?

ANSWER:
Paragraph 2e - Troop Preparedness.

QUESTION:
Where do we get the mission statement for the personnel estimate?

ANSWER:
The G3.

QUESTION:
When identifying problems during a briefing, what else should you state about the problem?

ANSWER:
How long the problem will take to fix and what's being done about it.

QUESTION:
What percentage of personnel strength should you always be looking for?

ANSWER:
100%.

2.
Learning Step / Activity 2. Personnel estimate Practical Exercise



Method of Instruction:
 Practical Exercise (Written)



Instructor to Student Ratio:
 1:16



Time of Instruction:
 3 hrs 25 mins



Media:
 None

Refer to Appendix C for information regarding the Personnel Estimate Practical Exercise.

NOTE:
Conduct a check on learning and summarize the learning activity.

Lead a class briefing of the Personnel Estimate Practical Exercise.  Ask students if they have any questions about the exercise then elicit answers to these questions from other students.  Encourage students to share real-world experiences that help illustrate the points they make.  Guide the discussion to ensure all important concepts are explained.

3.
Learning Step / Activity 3. Personnel estimate Capstone Exercise



Method of Instruction:
 Practical Exercise (Written)



Instructor to Student Ratio:
 1:16



Time of Instruction:
 3 hrs 40 mins



Media:
 None

Refer to Appendix C for information regarding the Personnel Estimate Capstone Exercise.

NOTE:
Conduct a check on learning and summarize the learning activity.

Lead a class briefing of the Personnel Estimate Capstone Exercise.  Ask students if they have any questions about the exercise then elicit answers to these questions from other students.  Encourage students to share real-world experiences that help illustrate the points they make.  Guide the discussion to ensure all important concepts are explained.

4.
Learning Step / Activity 4. Lesson Test



Method of Instruction:
 Test



Instructor to Student Ratio:
 1:16



Time of Instruction:
 1 hrs 15 mins



Media:
 None

NOTE:
Conduct a check on learning and summarize the learning activity.

5.
Learning Step / Activity 5. Lesson Test Review



Method of Instruction:
 Tutorial



Instructor to Student Ratio:
 1:16



Time of Instruction:
 10 mins



Media:
 None

NOTE:
Conduct a check on learning and summarize the learning activity.

CHECK ON LEARNING:  Conduct a check on learning and summarize the ELO.  Ask students if they have any questions on the material covered.  Answer these questions before summarizing the ELO with the following:  In this section, we talked about the contents of the personnel estimate and how this information is used to accomplish the mission of the command. 

tc "Section IV Summary " \l 2SECTION IV.
SUMMARY

Method of Instruction:    Conference / Discussion

Instructor to Student Ratio is:    1:16

Time of Instruction:    0 hrs 5 mins

Media:    Viewgraphs

	Review / Summarize Lesson
	Show viewgraph 20:  Terminal Learning Objective
In this lesson, you learned how to prepare the personnel estimate.  First you learned to define basic concepts that guide preparation of the personnel estimate including defining the personnel estimate and its uses, identifying specific staff officer responsibilities, and defining the relationship between the decision-making process and the personnel estimate.  Next, you learned to define the contents and uses of the personnel estimate.



	Check on Learning
	Conduct a check on learning.  Determine if students have learned the material presented by soliciting student questions and explanations.  Ask the students questions and correct misunderstandings.


SECTION V.
tc "Section V  Student Evaluation " \l 2STUDENT EVALUATION

	
	NOTE:  Describe how the student must demonstrate accomplishment of the TLO standard.  Refer student to the Student Evaluation Plan.

	Testing Requirements
	The test for this lesson consists of 10 multiple-choice questions.  You will have 1 ½ hours to complete the test.  You must achieve a score of 70%.



	
	NOTE:  Rapid, immediate feedback is essential to effective learning.  Schedule and provide feedback on the evaluation and any information to help answer students' questions about the test.  Provide remedial training as needed.

	Feedback Requirement
	


tc "Appendix A  Viewgraph Masters" \l 1VIEWGRAPHS FOR LESSON 1:  CEA42112 version 1
Enabling Learning Objective A


Learning Step 1


Viewgraphs, 

tc "Appendix B  Test(s) and Test Solution(s)" \l 1TEST FOR LESSON 1:  CEA42112 version 1
1.  

TEST SOLUTION FOR LESSON 1:  CEA42112 version 1
1.  

4

