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Introduction

The purpose of the United States Army Command Sergeants Major Development Program (CSMDP) at Fort Leavenworth’s Command and General Staff College is to prepare Command Sergeants Major (CSM) to support and achieve the commander’s intent.  A CSM is essentially the “senior soldier” or non-commissioned member of their assigned command, and is directly responsible to and serves as the advisor for the commanding officer for all matters concerning conduct, performance, and morale of the unit – Brigade or Battalion. CSMDP students attend the one-week course in conjunction with their progression into a new command team - consisting of the Commander, CSM, and their spouses. The quality standards of CSMDP support the construction of: key relationships in support of a positive unit command climate; development, dissemination, and execution of clear intent enabling effective collaborative decision-making; situational understanding and visualization of problems and solutions; application of critical reasoning and creative thinking.   

To meet their lofty objectives, CSMDP  and the Army employ an adult learning model, prescribed in the United States Army Learning Concept for 2015 (ALC 2015).   The Army supports that adult learners require a unique learning environment that focuses on the outcomes of learning in an adaptable and malleable format, appropriate for individuals and/or groups. Following the key principles of Outcomes Based Training and Education - outcomes require both complex mental processing and the ability to carry out visible and accessible processes.  Another requirement is that CSMDP is conducted within small group seminars that facilitate joint construction of contemporary knowledge by learners and instructors.  The discussion of contemporary complex problems allow for collaborative problem-solving and learning.  
A typical CSMDP student is a non-commissioned officer (NCO) who has been groomed throughout their career to solve ill structured problems. NCOs function as “executers”, which in Army terms translates to “accomplish the mission within the commander’s intent while taking care of soldiers and their families”.  A typical CSMDP instructor has been specially selected for their contemporary knowledge, background, and experience, concerning the Army field of operation, leadership capability, and command success. Instructors called “Mentor/Facilitators” are brought in from the operational field especially to teach the course. Mentor/Facilitators teach employing a contemporary adult learning model in which they collaborate with students to construct new knowledge through the exchange of ideas and experiences (Rogers 1969). Outcomes, objectives, and essential learning concepts are predetermined in the curriculum. 
Beginning in 2011, CSMDP added pre-constructed complex problems to expose students to a body of essential experiences that historically neither they nor their instructor had experienced. The addition of pre-constructed problems was designed to normalize situations in which the personal experiences of Mentor/Facilitators and students was insufficient to assist them in collaboration and exploration of topics and situations representing essential learning outcomes. 
Research Question
What values resulted from adding complex pre-constructed problems to the Command Sergeants Major Development curriculum to facilitate collaborative learning?   
Data Collection and Method of Analysis
Two data collection methods were employed: Mentor/Facilitator qualitative comments collected immediately upon the conclusion of each class during the After Action Review (AAR) process; written daily student comments collected and digitally transcribed upon completion of the course.  Data collection has been continuous since inception of the collaborative problem-solving learning environment/approach which preceded this study.
Results
The values realized by CSMDP by the addition of pre-constructed complex problems to CSMDP:
1. Improved ability to meet the standards of the Army mission to protect and defend the United States
2. Elevated levels of Mentor/Facilitators and CSM critical thinking and decision making 

3. Elevated learning quality and quantity 
4. Increased Mentor/Facilitator and CSM self-efficacy for complex problem solving
5. Improved achievement of overall outcomes, enabling learning objectives, and ultimately terminal learning objectives within the constraints of the compressed course schedule
Conclusions
Overall the inclusion of pre-constructed complex problems improved the ability of the US Army to meet their mission to protect and defend US citizens through the ability of CSMs to elevate their level of performance.  There was noted elevation of engagement and collaboration among Mentor/Facilitators and CSMs as demonstrated by the reluctance of students to end discussions and leave when classes ended. AARs and student response results supported elevated learning quality and quantity. Value resulting from the earlier timing of the pre-constructed problem introduction and discussion - as compared to conventional small group topic evolution in which problems surface later as the discussion progresses - was evident by comments supporting the depth of discussion surrounding the topic. Student and faculty experienced increased value associated with greater levels of collaborative learning and increased self-efficacy for approaching situations where they had no previous experience.  

In the current environment in which warfare takes place, the ultimate challenge is to prepare soldiers for as many situations as thoroughly as possible. That the current battlefields are convoluted, ill-constructed, and widespread throughout the world increases the likelihood that new challenging situations will continue to arise.  At CSMDP, instructional problems will likely ebb and flow as current “must learn topics” surface and are accommodated within the time constraints of the course. The concept of extending experience, learning, collaboration, and self-efficacy through the addition of pre-constructed problems will continue.
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