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In an effort to restore its former sense of cohesion and
teamwork, the Army has developed a unit-based replace-
ment system as an alternative to the individual replace-
ment system that has predominated since World War I1.
The key element in this new manning system is a regimen-
tal concept formed around Project COHORT
(COHesion, Operational Readiness, and Training). The
primary goal of COHORT is to improve unit cohesion
and to stabilize personnel turbulence at company level. It
will do these things by keeping a company of soldiers and
their leaders together for three years, throughout their
training, their stateside assignment, and their initial over-
seas deployment,
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Clearly, the process of taking an entire group of sol-
diers straight from their One Station Unit Training
(OSUT) and assimilating them into a regimental com-
pany requires a well considered training strategy. Not only
the soldiers but also the company’s leaders have to be
trained in a somewhat differc:'n way. Unfortunately,
though, there is no standarized program for COHORT
company training. When the 2d Battalion, 32d Infantry,
7th Infantry Division (Light) was scheduled to get its first
COHORT company last year, the battalion’s planners,
therefore, had to come up with a strategy of their own for
conducting COHORT training.

The purpose behind the battalion’s training strategy



wads to tnerease the eltectiveness ol all its traansng and to
ensure that the COHORT company was properly assim
parent battalion

This traring siraregy, which became the kesstone ol
all cham  of command, indradual, and  collective
COHORT trammyg within the battalion, may also be use-
ful to other battalions that are getting COHOR T caompa-
mes. It v based upon ten principles.

Develop a high-guality training program for the chain
of command and the leaders. The key phrase here s
“chain of command and leaders,” as opposed 10
“cadre’ — a traiming center term and a4 misnomer 1n a
COHORT unit. The chain of command is just that, and
these people are scheduled 1o remain with the COHORT
company for its enure three-year life cycle.

These leaders must be conflident, competent, and moti-
valed, and a good train-up program is the key to thewr
success. The program the bartahon developed for this
purpose is six weeks long and consists of the subjects
shown in Figure |,

tated nto the

OSUT POL, they devedop then tranung plans The firs
srems they put into the plan (i the poonity shown) are the
criticdl tasks and skills thar are not taught i QOSU T, not
taught 10 Soldier’s Manual and ARTEP standards,
taught hut not tested in OSUT; and (for sustamment)
taught and tested on mud-cyele and end-of-cycle tests in
QsuT,

Assess the soldiers' proficiency in individual skills. The
battahon’s COHORT umits conduet this assessment dur-
ing the seventh 1o mnth weeks, after the squad ARTEPs
They assess not only the proticiency of the ndividual
soldiers, but also the leadership and instructional abilities
of the squad leaders in teaching their soldiers critical in-
dividual skills.

Conduct a leadership development program for
COHORT leaders, During OSUT, 1en soldiers who exhib-
1 outstanding leadership abilities and potential are selected
and designated “COHORT leaders.” Nine of these
soldiers serve as fire team leaders and one as an 8lmm
mortar squad leader. To further develop the leadership
abilittes of these designated leaders after OSUT, the bat-
talion developed a 42-hour COHORT junior leader train-
ing program, which 1s outlined in Figure 2,

The baitalion command sergeant major, the company
first sergeants, and (in the case of map reading) the scout

Visit COHORT units during their OSUT. The batial-
ion commander, the company commander, the first ser-

geant, and the key members of the chain of command
visit their COHORT units during OSUT. (More on this
later when we discuss tandition (raining.)

Become thoroughly familiar with the OSUT program
of instruction, COHORT leaders must kitow what 1y in
the OSUT program before they can develop the individ-
ual and collective training thar will follow 1.

Integrate the necessary individual training up front,
Once the COHORT leaders are totally fammliar with the

ﬁSl:glils {Fundamentalsl <
122 2:600:20).
d Principles; of. Leadersl;ip.

o

51 lilﬂ and Ethls:

Fltttng “and Wearing the Uniform, Awardsi Decorations
(AR-670-1}. :
Physical ‘Readiness Training (Teaching Mathods
{(FM:21-20).
Drill and Ceremonies {Teaching Methods) -~ 4 hours {FM 22.5).
inspections — 3 hours {FM 22-51}.
- Reasons for Inspections,
- How to Conduct Inspections.
OPSEC and SIGSEC — 1 hour.
Military Justice — 2 hours.
Examination
TOTAL HOURS — 42

! 2 hours

Flgure 2
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COHORT INDIVIDUAL AND COLLECTIVE TRAINING PLAN
{Rifle Company)

WEEK 1 (Fill Week): WEEK 7 {COLLECTIVE TRAINING WEEK 4):

- Squad Training: Battle/Situational Drills (Rifle platoon with MG
Day 1 {Wednaesday): crews).
- Initial belefing by First Sargeant and intraduction of the chain - Squad Training on ARTEP tasks 9-1, 9-2, 9.3, 9-7, 9-8 {Rifla
of command.

platoons with MG crews).
- Rappelling (Rifle platoons with MG crews).
- Sectlon Drill, Tactical Tralning (Mortars),
- Sub-caliber Liva-fire Training (Mortars).
- Rappelling {Mortars).
WEEK 8 {COLLECTIVE TRAINING WEEK &):
- Squad ARTEP {9-1, 9.2, 93.97 98!(
MG crews). '
- Sactlon Live-fire Training tMo;tars);
WEEK 9 (COLLEGT{ A NG:W

- Personnal Asset Inventory {PAI},
- Linen issue and room assignment.
- Command-supervised chow.
- NCO-suporvised activity (getting settlad into barracks}.
Day 2:
- First Sergeant In-briof. .
- PAC inprocessing (half of company).. -
- CIF issue {half of company).
- Company Commander welcome,
- Squad Leader time.
- NCO-guparvised activity {until 2000/
Day 3:
- Company Commandoer in-brief (stan
- Regimental history and. punch-bo
- PAC Toprocessing/CIF issue.

- Assl Eunant of duty posltions, wea
(rot .

- Squad led-f
crows). :
-Imfodpc}! ﬁ

with MG

I Antia}mor Ambush l9 21,. ‘@
9-7). Ambush Patrol {9-8) (Riﬂgs F

- M60 TralnlngIOualiflcation. 45 Pistol. ﬁual};l
crews), L

- Machanical Tralning/Crew Drill, .45 Pisto uallfi
Training IMortars}. l(? : ca‘t'lpn" Priver

WEEK & (COLLECTIVE TRAINING WEEK 31
- Squad Tralning: MTC (8- 1),

WEEK 16 (COLLECTIVE TRAINING‘WEE‘K 13):

Squad Raid (97) (Rifle plat - Pre-ARTEP Training {Company).
with MG.crews). Platoons - Mortar Live-Fire ARTEP. 3
* Craw Drlll, Gunners Exam, Section Training-(Mortars). WEEK 17 (COLLECTIVE TRAINING WEEK 14):

- Sub-caliber Live-fire (Mortars). - Company ARTEP.

Figure 3

platoon leader conduct these training sessions, which group, primarily to improve their authority and positions
vary in length from two to four hours, every week for as COHORT leaders.

four months. This training greatly improves individual
proficiency and confidence.

All the soldiers who are selected as COHORT leaders
are appointed acting corporals and billeted together in
NCO rooms. These soldiers are then taken out of the
squad they trained with in OSUT and placed with a new

Use drill training to link individual training with collec-
tive (raining. Batile drills and situational drills are used 10
support collective ARTEP tasks. Quality drill training
such as this helps develop individual skills and teamwork.

Allow post-ARTEP time for training the soldiers on
their deficiencies. Once the soldiers’ shortcomings have
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been diagnosed on an ARTEP, they are immediately ie-
wramed on any tasks necessary (o bring the unit to peak
proficiency. (A two-week period of post-ARTEP traimmg
is best.) The batalion commander permits his company
commanders to use their good judgment and intbiative in
the short-term planning ol quabity training exercises.

Stress marksmanship and live fire. Marksmanship and
live fire training are of primary importance Lo an
infantryman in a COHORT company, and a significant
amount of time is devoted 10 training leaders in these
areas. In training, the battalion conducts squad live fire
exercises and executes ambushes and movements o con-
tact in the live-fire mode. Known distances (KD) ranges
are used regularly, and live fire training is sustained
throughout the year. (A light infantry soldier has to be
able to put his first round on the target.)

Conduet 2 thorough transition program to turn OSUT
soldiers into FORSCOM soldiers. This final principle of
the training strategy is a very important one; the manner
in which a soldier is received into the unit is sure to have a
lasting impression on him.

During the last week of OSUT, the battalion com-
mander, the company commander, the first sergeant, and
the other key members of the chain of command are pres-
ent in the unit and at the graduation ceremony. After
coordinating closely and carefully with Training Center
leaders, the members of the chain of command partici-
pate in a formal ceremony in front of parents and drill
sergeants, exchanging the guidon and the designation of
the OSUT unit for those of the new regimental unit,
Someone reads the unit history, explains the heritage be-
hind the unit crest, and pins distinctive unit insignia on
the uniforms of all the new members of the re-designated
unit. A simple and well-planned ceremony such as this
will pay huge dividends in morale and unit esprit de
corps, and it will help inculcate into each soldier a strong
sense of belonging.

Al this point, the new soldiers - at last a part of their
regiment — have high expectations of what the *‘real
Army’* is like, and it is the duty of unit leaders to plan and
conduct realistic, innovative, and challenging individual
and collective training. The battalion developed and is
executing a 17-week program for that purpose. (See

. Figure 3.)

The first three weeks of this program are devoted to
continuing the transition process and to beginning skills
training. To ease the soldiers’ transition from the con-
trolled, sterile environment of OSUT, a gradual loosen-
ing of control is implemented. Leaders are present and
visible to the new infantrymen after regular duty hours.
The first few days after they arrive at the new instal-
lation, the soldiers are given a post familiarization and
orientation, which includes such subjects as Army Com-
munity Services (ACS), Red Cross activities, family hous-
ing, medical care, recreation services, and a tour of the
local community. Their family members are also included
in this orientation.

Of paramount importance to each new soldier is the

regimental punch bowi ceremony, 1n which cach new sot-
dier iy formally assimilated into the regiment. This rite of
passage, which includes a slide preseniation on the his-
tony and traditions of the regiment, concludes with a
number of toasts: The brigade commander toasts the
regiment; the bautalion commander 10asts the battalion;
and the company commander 1o0asis the company. After
this ceremany, all the soldiers of the COHORT company
are considered full-fledged, bona fide members of the
regiment.

The collective training phase, which follows this trans-
ition and individual training phase, occurs during Weeks
4 through 17, with the Soldier’s Manual and the ARTEP
manual being used to set the tasks, conditions, and stan-
dards for all the training. (For a combat support company,
the training plan has been revised slightly to provide
training on the weapons that are unigque to that unit. (See
Figure 4.)

COHORT INDIVIDUAL TRAINING PLAN
{CSC)

WEEKS 1 and 2:
- Same as Rifle Companies {except M60 FAMFIRE).

WEEK 3:
- .45 Glualification, .
WEEKS. 355 (GENERAL TRAINING): k!
-‘Mainfensnce Training. oo
- Driver Triining and Testing.

- Individual and Crew-Servad Weapons Training.
WEEKS 4.and &:
- MBO: ‘Training and Qualification.
WEE,K Fo
= Heavy: :Maortar Live-fire,
- Antftgnkn!TOW Qualification — 7 sections}.
L Scou; Flatoan FTX.
WEEK g:’
< Heavy: Mortar Live-fire.
. Antit;ink Tow Qualification — 7 sections).
» Scoyt Platoon FTX,
WEEK 13:
- TOW: Live-ﬂra

Figure 4

This entire training strategy was developed to serve as
the overriding philosophy for the planning and execution
of all COHORT training in the 2d Battalion, 32d Infan-
iry. Although it is still too early to conclusively evaluate
the effectiveness of the COHORT training programs that
make up this strategy, great strides are being made in im-
proving morale and proficiency, unit cohesion, and esprit
de corps.

If this program is successful, the end result should be
cohesive, combat-ready companies made up of soldiers
who are skilled and 1ough and who understand the per-
sonal commitment required to be an infantryman.
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graduate of the Universily of Wisconsn at Oshkosh and a frequent contribu-
101 to INFANTRY and other professienal journals He prewiously served as 5-4
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