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TRAINING MANAGEMENT

Introduction.  MCDP 1 states, "The purpose of all training is to develop forces that can win in combat.  Training is the key to combat effectiveness and therefore is the focus of effort of a peacetime military."  Training management will ensure an effective and successful training program.
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Principles of Training.  Marines responsible for training must use these principles to guide their overall training effort:

· Train

· As you fight, ensuring realism

· To fight and support as a combined arms Marine Air-Ground Task Force (MAGTF) team

· To sustain proficiency.  Once proficiency is attained, it must be continuously practiced for sustainment

· Make commanders the primary trainers

· For accurate and structured training, based training on Marine Corps standards

· Use mission-oriented and performance-oriented training to ensure efficiency and effectiveness

· Ensure training is challenging and safe

Need for Training Management.  Training without management becomes a piecemeal program that violates the characteristics and principles of training and causes the unit to experience massive gaps in its capabilities.

The Marine Corps must train continually to develop and maintain

· Combat-ready Marines

· Units that can perform assigned tasks to specific standards, supporting specific missions

To achieve these objectives, the Marine Corps manages training in a systematic process called the Systems Approach to Training.  By using training management, units can plan training programs that adhere to the characteristics and principles of training.

The end product is a unit that 

· Is combat-ready

· Will stay combat-ready throughout the life of a continuous training program

The Systems Approach to Training (SAT)
Training is dynamic in nature.  Training programs must be continuously

· Modified

· Improved

· Updated

Therefore, remember that SAT is a continuous, cyclic, mental process that helps organize the training program.

Five Phases of the SAT

· Analysis phase

· Description

	· Determines the unit’s performance objectives

· Requires commander’s

· Guidance

· Mission

· Goals

· Objectives

· Resources


· Process

	· Analyze unit mission requirements

· Analyze short- and long-term missions to determine what training must be done

· Missions

· Come from higher headquarters as a mission essential task list (METL)

· Usually given with the commander's intent for training

· Determine individual/unit proficiency

· Observe current training

· Look at training reports and records

· Obtain senior and subordinate leader input about individual/unit proficiency

· Analyze information; compare it to current

· Individual training standards (ITS)*1
· Mission performance standards (MPS)*2 in the Marine Corps Combat Readiness and Evaluation System (MCCRES)

· Identify

· Unit strengths

· Weaknesses

· Factors that impact unit proficiency

· Determine individual/unit training goals

· Program is based on combat requirements

· Organizations cannot achieve and maintain proficiency on every task so the commander selectively identifies tasks essential to accomplish the organization's mission

· Selection process reduces the number of tasks for training

· Compilation of tasks critical for combat mission accomplishment is the organization METL*3
*NOTES:   1The MCO 1510 series are ITSs for individual tasks organized by MOS and grade.

2The MCO 3501 series are MPSs for unit training, are assessed during a MCCRES evaluation, and are sometimes called MCCRES standards.

3The METL process is normally done only at the battalion and higher level; however, smaller level units must understand how the process works.


Design phase

· Description:  To lay out a unit’s training plan

· Process

	· Establish training priorities

· Compare unit missions with current proficiencies, deficiencies, and goals to determine the relative training emphasis each mission should receive

· Review priorities periodically to ensure they are still valid

· Relate the unit METL to MPSs from MCCRES volumes

· Develop a strategy for training

· Determines the type of training that will best improve and maintain unit proficiency while using resources effectively

· Develop a planned sequence of training exercises and activities so each training event in a particular field is a building block for future training*4
· Prepare a training plan

· Training plan should maintain a consistent combat focus

· Real world lead times

· Future proficiency

· Three types of training plans are

· Long-range - regiment level and above (two to five years into the future)

· Mid-range - 18 to 24 month training plan; addresses specific training objectives based on the long range plan; updated quarterly

· Short-range - quarterly training plan; practical series of events; provides detailed guidance to the trainer

*NOTES:   4An example of a progressive training strategy for platoon attacks could be:  classroom instruction, STEX, TEWT, field exercise, and live fire exercise.


· Development Phase

· Description

	· Training is written or modified to fit the requirements previously identified

· Training resource requirements are identified and scheduled


Process

	· Determine requirements for resources

· Trainer must select the appropriate

· Setting

· Method

· Media

· Reserve or secure resources for training,*5 such as

· Ammo

· Field messing

· Transportation

· Medical support

· Air support

· Weapons technical inspections

· Maintain required directives

· Review and update unit's publications when developing training

· Generally maintained by the battalion S-1; training publications are often in the Battalion S-3

· Prepare a lesson plan or training outline

· Serves as a guide for the trainer to use when preparing

· Classroom-oriented training 

· Performance-based training

· Varies in detail depending on the characteristics of the training

· Should contain all information trainer needs to conduct training event

· File for future use to

· Prevent duplication of effort by others who will teach the same material at a later date

· Serve as basis for improving the information rather than starting from scratch

· Prepare resources

· Resources require advance coordination

· Ideally, test all equipment, facilities, and materials to ensure they are operational and safe before training begins*6
*NOTES:   5Resources have different lead times involved.  The local training audio-visual support center (TAVSC) has many aids, devices, and publications to support your training.

6Examples:  LTI weapons, pre-stage ammo, check audio-visual aids, inspect training areas, etc.


· Implementation Phase

· Description

	Training

· Is scheduled and conducted

· Combines rehearsals and supervised execution of mission-essential tasks to prepare individuals, leaders, and units for their missions


Process

	· Provide commander's guidance

· All commands down to the company level provide in the detail required to fulfill the commander's desires

· Parameters are provided regarding

· Who

· What

· Where

· When

· Why

· How training will be conducted

· Ensures training goals remain clear and focused.

· Conduct training

· Rehearse to

· Ensure training is effective and presented clearly

· Prevent problems, such as going past scheduled time, inappropriate media, and instructor’s lack of knowledge

· Deliver

· Conduct battle staff exercises, unit exercises, FTXs, drills, and individual training as scheduled

· Presentation of the material should be clear, concise, and professional


· Evaluation Phase

· Description

	Remember, training is a dynamic process.  Continuously

· Evaluate 

· Training program

· Training event

· Student's performance

· Revise

· Update


Process

	· Determine the purpose of the evaluation.  For example, you may evaluate the training program itself or the trainees' performance.  Don't limit the evaluation; both may need to be evaluated.

· Prepare the evaluation

· Select a method of evaluation

· Observation

· Performance test

· MCCRES type evaluation of the unit as a whole

· Survey

· Secure resources to conduct the evaluation

· Conduct the evaluation

· Evaluate skills, knowledge, or performance of a task*7
· When using ITS and MPS, keep in mind the standards do not change

· Performance steps may change due to weather, terrain, climate, etc.

· See references listed within the task for any changes in performance steps

· Analyze evaluation results

· Compare with previous evaluations

· Chart progress

· Carefully analyze to identify proficiencies and deficiencies

· Modify training to eliminate deficiencies

· Look at overall trends to evaluate training effectiveness

· Conduct remedial training

· Once evaluation results have been analyzed and compiled, substandard performance is identified

· Organize remedial training for individuals who need additional instruction

· Conduct critique or after-action review (AAR)

· Critique

· Usually for individual or small unit training

· Trainer and trainees discuss whether or not training objectives were met

· Trainees discuss observations of training.  Input used to modify the training program

· After-action review

· Generally for large unit training

· Is a discussion of training events

· Conducted during or at the conclusion of training

· Trainers discuss training with unit leaders and help unit leaders conduct a review with trainees

· Highlights lessons learned

· Explores alternative and more effective ways to conduct training

· Results in a written after-action report

· Revise training

· Final step in SAT

· Incorporate results of the evaluation process into the training plan, lesson plan, or class outline

· Document the lessons learned and better ways to plan or conduct training

· Use the document to improve the unit's training plan

· The unit can improve continuously instead of starting from scratch each time

*NOTES:   7Performance-based tests are the most effective type of evaluation.  For example, to evaluate if a Marine has mastered loading a rifle, observe the Marine loading a rifle.  This is more effective than a written test.  However, time, cost, safety, and resource constraints do not always permit performance-based evaluations.


Types of Training Exercises.  MCDP 1 states, "Training programs should reflect practical, challenging, and progressive goals beginning with individual and small-unit skills and culminating in a fully combined-arms MAGTF."  When developing a strategy for training in the SAT, the trainer should keep in mind the training exercise 

hierarchy (see figure below) to ensure the unit has a good foundation in the basics at the individual level before moving on to more complex unit training.
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Training Exercise Hierarchy

The trainer has great flexibility in planning training.  The type of training planned will depend on

· Resource availability (training areas, ranges, ammunition, transportation, etc.)

· Time available

· Number of personnel

· The training objective

Individual Training

· Marine battle skills training (MBST)

· Required of all Marines regardless of MOS

· Contains general military subjects required by each grade

· Ensures high proficiency in certain subjects prescribed by the Commandant

· MOS training

· Varies greatly depending on the MOS

· Individual training standards (ITS) is the primary reference

· Cross training

· Can vary a unit's training schedule

· Ensures the unit has backup capabilities in key positions

· An example is training riflemen as mortar men

· Certification training

· Results in certifying Marines in particular skill

· Examples include swimming, safety, driving, etc.

Collective Training Exercises

· Squad, crew or section

· Drills

· The repetition of a technique or procedure to ensure a high level of teamwork

· An example is the M240G machine gun drills

· Field exercise (FEX) -exercises conducted in realistic environment using the entire unit

· Sandtable exercise (STEX)

· Conducted in a controlled environment utilizing a sandtable

· Extremely effective for demonstrating upcoming field exercises

· Commander and battle staff training

· Map exercise (MAPEX)

· An exercise that portrays military situations on maps and overlays or sandtables

· Allows the commander to train his staff to function as a team

· Is a very "low cost" way to train

· Tactical exercise without troops (TEWT)

· Commanders use to train subordinate leaders in terrain analysis and unit employment

· Uses only minimal personnel and equipment

· Command post exercise (CPX) - adds tactical communications systems and CP site selection and set-up into staff training exercises

· Battle simulation - use of wargames in exercises

· Platoon through MEF training

· Field exercise (FEX)

· Is manpower and equipment intensive

· Requires detailed planning and preparation

· Joint training exercise (JTX) - a training exercise that involves more than one service

The trainer should be imaginative and insightful when planning training.  To efficiently use time maximize the amount of training, MBST could be planned at the same time as a TEWT.  The NCOs and SNCOs could run the MBST while the officers go on the TEWT.

The Training Schedule

	Type of Training Schedule
	Description

	Long-range training plan/training exercise and employment plan (TEEP)
	· Not required below regiment level

· Is a long-range training plan

· Lists all the major exercises and deployments in which units will take part

· Chronologically lists the event and the unit that will be involved

	Mid-range training plan (18 month - 24 month)
	Includes a chronological listing of

· Major training events

· Exercises

· Deployments

	Short range training plan
	· Serves as the master training schedule

· Should contain all the training needed to

· Prepare for events on the mid-range plan

· Support the unit's training program

	Monthly/weekly training schedule
	· Include all the exact details about the training

· Are what you as lieutenants must be familiar with

· Represents the fully coordinated training events that will take place

· Answers these questions:

· What

· Who

· Where

· How

· When

· How long


No matter how well a training schedule is prepared, problems will occasionally occur.  These problems are usually beyond your control.  You can, however, prepare for these problems in a few simple ways:

· Inclement weather plan.  Some training cannot be conducted in adverse weather.  Plan ahead for alternate training.

· Hip pocket classes - time fillers (short classes prepared in advance).  Unit leaders carry the outline with them during training.  Then, if training falls through or there is some down time, the class is taught.  The subjects vary from subjects such as savings bonds, absentee ballots, and current events, to field skills such as sanitation, hygiene, and hand-to-hand combat.

Input to the Training Schedule.  How does this seemingly complex system translate into practical knowledge?  More specifically, how do you come up with your training schedule?  Remember, the systems approach to training (SAT) is a process that allows you to effectively plan training.  You could simply react to problems or fill the schedule with whatever comes to mind, but this is not effective training.  If you use the SAT, you will have a well-trained, combat-effective unit.  Your training schedule will have three major sources for input:

· Unit training plan.  Events on your training plan (your output from the SAT) are scheduled as required.  You must include training events planned by your own unit, training events required by higher units, and training events that were scheduled earlier but not conducted.

· Marine Corps order (MCO).  Different MCOs mandate weekly, monthly, or yearly training.  Troop information, PT, Marine Corps Institute (MCI) training, and MBST, to name only a few are all required by MCO.  Your unit's training standing operating procedures (SOP) should include this information.  If it does not, the S-3 will know the current requirements.

Unit training SOP.  This SOP establishes training policies and requirements for the unit that are continuous and permanent in nature.  It should

· Provide a link between MCOs and your unit's requirements

· Contain commander's guidance for training and other higher directives tailored to your specific unit missions

Summary.  Successful combat units train as they intend to fight, and fight as they are trained.  To be successful, the training must be well thought-out, prepared, and executed.  The systems approach to training, when properly used, will ensure success.  This will, in turn, maintain the Marine Corps as the finest military force in the world today.

OPERATIONAL RISK MANAGEMENT

Operational risk management (ORM) is a five-step process designed to enhance hazard identification in the operational environment in order to eliminate risks or reduce them to an acceptable level. 

Goals of ORM.  To ensure

· Mission accomplishment

· Efficiency and effectiveness of all command personnel in their performance of the mission

· Units’ force protection

Four Principles of Operational Risk Management

· Accept risk when the benefit outweighs the cost.

· Accept NO unnecessary risk.

· Anticipate and manage risk by planning. 

· Make risk decisions at the right level.

Five Steps of the ORM Process

· Identify hazards

· Assess hazards

· Make risk/hazard decisions

· Implement controls

· Supervise

Identify Hazards.  Identify hazards by viewing METT-TSL facts of the mission/task.  Sources of METT-T-SL facts and historical hazards include

· Mission/task instructions

· Recon

· Experience of leaders and troops

· Unit SOP’s

· Unit’s accident history

Objective is to identify all risks and hazards most likely to result in

· Human losses

· Damage to equipment

· Mission degradation

Assess Hazards.  Apply the assessment matrix included at the end of these instructions to determine the risk of each hazard.  The risks/hazards are identified as

· Low

· Moderate

· High

· Extremely High

Make Risk Decisions.
· For each hazard, develop one or more controls to eliminate or reduce the risk.  As needed, specify for each control

· Who

· What

· When

· How

· Determine mission/task overall risk.  For each hazard, use the risk assessment matrix included at the end of these instructions to determine the level of risk remaining after the controls are implemented.

· Use procedures outlined in the unit’s SOP.  If the unit SOP does not have procedures to determine overall mission/task risk, the risk level is the same as the hazard with the highest residual risk.

Implement Controls.  Enter how each control will be put into effect and/or communicated to personnel who will make it happen.  For example,

· Verbal orders

· SOPs

· OPORD

· Rehearsals

Supervise and Evaluate.

· Enter how each control will be monitored to ensure it is implemented.  For example,

· Direct supervision

· Continuous supervision

· Spot checks

· Situation reports

· Inspections

· Buddy system

· Personal self-discipline

· After the mission/task is completed, determine the effectiveness of each control in reducing the risk of the targeted hazard.

· Enter “yes” or “no”

· For each “no,” determine what can be done to correct it and document everything

Operational Risk Management Matrix

	A. Mission


	B. Date/Time Group


	C. Date Prepared



	D. Prepared by:

	E. Task
	F. Identify 

    Hazards
	G. Assess

    Hazards
	H. Develop Controls
	I. Determine
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	J. Implement Controls
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	K. Overall mission risk with all controls implemented:

                  Low (L)              Moderate (M)              High (H)                   Extremely High (E)


Training Resources

Marine Links for Information and Training Resources

	Resource
	Link Address
	Description

	MarineLink
	http://www.usmc.mil
http://www.usmarines.com 
	

	Infantry Officer Course Handouts
	http://138.156.203.52/tbs/ioc.htm
	IOC Student Handouts for Download

	The Basic School Homepage
	http://www.tbs.usmc.mil
	TBS Student Handouts for Download

	MCLB Albany, GA
	http://www.pubs.ala.usmc.mil
	· Over 1900 Pubs; SLs, TMs, TIs, MIs, etc.

· POC:  Maj Ruiz, DSN 567-5818, Comm 912-439-5818/5819

	Marine Corps Webmaster
	http://www.usmc.mil
http://www.usmc.mil/webmasters
Email:  webmaster@hqi.usmc.mil
	· Sgt Donaldson DSN 224-6101, Comm 703-614-6101; Pentagon Office 5E774, 2 Navy Annex, HQMC Code Pam, Washington D.C. 20380-1775

	Marine Corps Lessons Learned
	http://www.mcu.quantico.usmc.mil/mcu/mcolls.htm
	

	Marine Corps News
	http://www.usmc.mil/mcnews/default.htm
	

	Marines Magazine
	http://www.usmc.mil/marines/default/htm
	· Marines Almanac

· Manpower Quarterly

· Semper Fidelis

· Shelterhalf.

	Marine Corps Concepts and Issues
	http://131.84.4.16/r-c&i96/concepts.htm
	

	Commandant's Planning Guidance
	http://138.156.2004.100/www/cwl/cwlhome.htm
	

	Commandant's Reading List
	http://www.usmc.mil/cmclib/default.htm
	

	Marine Corps Doctrine Division Homepage
	http://138.156.107.3/docdiv/
	

	
	http://138.156.107.3/docdiv/manuals.htm
	Manuals for Download

	
	http://138.156.107.3/docdiv/links.htm
	Doctrine Links

	Marine Corps Research Center
	http://138.156.204.100/www/MCRC/mcrc.htm
	· James Carson Breckinridge Professional Library

· The Research Library

· Marine Corps University archives

· Marine Corps Lessons Learned 

	Marine Corps Gazette
	gazette@illuminet.net
	Gazette E-Mail Address 

	Marine Corps Intelligence Activity
	http://ismo-wwwl.mqg.usmc.mil/mcia/index.htm
	Country/regional information

Maps

New sources

Travel info 

	Command Directory
	http://www.usmc.mil/opages/directory.htm
	Telephone and fax contacts mostly towards base facilities.


Marine Links for Information and Training Resources (Continued)

	Resource
	Link Address
	Description

	Standard Installation Topic Exchange Service (SITES)
	http://www.dmdc.osd.mil/sites/
	· Service-wide information organized for military personnel transferring duty stations (education resources, employment, medical services.)

· Detailed descriptions of Marine Corps bases with major unit listings

	Headquarters Marine Corps Homepage
	http://www.hqmc.usmc.mil/hqmc/default.htm
	

	
	http://www.hqmc.usmc.mil/m&ra/m&ral.htm
	Deputy Chief of Staff for Manpower and Reserve Affairs

	
	http://www.mci.hqi.mci.mil/
	Marine Corps Institute (MCI)

	
	http://issb-wwl.mqg.usmc.mil/cio/cio.htm
	Chief Information Officer

	
	http://www.hqmc.usmc.mil/enviro1/default.htm
	Marine Corps Environmental Affairs Program

	
	http://www.hqmc.usmc.mil/opages/health1.htm
	Marine Corps Health Services

	
	http://138.156.4.23/
	Marine Corps Modeling and Simulation Management Office

	
	http://www.hqmc.usmc.mil/safety/default.htm
	Marine Corps Safety Division

	
	http://138.156.204.100/www/cwl/cwlhome.htm
	Commandant's Warfighting Laboratory

	Commands and Major Organizations
	http://ccfsl.centcom.mil/marcent.htm
	Marine Forces Central Command

	
	http://www.mfp.usmc.mil/marfor.htm
	Marine Forces Pacific

	
	http://www.marforres.usmc.mil/
	Marine Forces Reserve

	
	http://www.cpp.usmc.mil/mef/
	I Marine Expeditionary Force (I MEF)

	
	http://www.okr.usmc.mil
	III Marine Expeditionary Force (III MEF)/Marine Corps Bases Japan

	
	http://mcbh.usmc.mil/
	Deputy Commanding General III MEF/Marine Corps Base Hawaii

	
	http://ismo-wwwl.mqg.usmc.mil/quantico/
	Marine Corps Combat Development Command

	
	http://www.hqmc.usmc.mil/syscomhp/default.htm
	Marine Corps Systems Command

	
	http://www.usmc.mil/wwwmcrc/mcrc/htm
	Marine Corps Recruiting Command

	
	http://www-mcu.mqg.usmc.mil
	Marine Corps University

	Major Marine Corps Bases Homepages
	http://www.onslow.com/lejeune/
	MCB Camp Lejeune

	
	http://www.cpp.usmc.mil/default.htm
	MCB Camp Pendleton

	
	http://mcbh.usmc.mil/
	MCB Hawaii

	
	http://ndsl.okr.usmc.mil/
	MCB Okinawa

	
	http://ismo-wwwl.mqg.usmc.mil/quantico/
	NCG Quantico

	
	http://www.ala.usmc.mil/
	Marine Corps Logistics Base Albany

	
	http://158.241.115.100
	MCAS Cherry Point

	
	http://www.onslow.com/lejeune/new.html
	MCAS New River

	
	http://138.156.15.33/MWTC/
	Mountain Warfare Training Center


Other Services

Army

	Resource
	Link Address
	Description

	Army LINK
	http://www.dtic.mil/defenselink/
	

	Army Alphabetical Listings
	http://www.army.mil/cfdocs/view_all_by_alpha.cfm
	

	Army Training Digital Library
	http://206.135.110.2/ATDLS.Html
	

	
	http://www.atsc-army.org/atdls.html
	Army Pubs for Download


Navy

	Resource
	Link Address
	Description

	Navy OnLine
	http://www.navy.mil/
	

	Navy Reserve
	http://www.navy.mil/navresfor/
	

	Navy Alphabetical Listing
	http://www.navy.mil/cgi-bin/sites.pl?-alpha
	

	Navy Category Listing
	http://www.navy.mil/cgi-bin/sites.pl?-cat
	

	Navy Public Affairs Library
	http://www.chinfo.navy.mil/navpalib/.www/welcome.html
	


Air Force

	Resource
	Link Address
	Description

	AirForceLINK
	http://www.af.mil/
	

	Air Force Alphabetical Listing
	http://dtic.mil/airforcelink/sites/
	

	Air Force Organizationally by Major Command
	http://www.dtic.mil/airforcelink/sites/sites_com.html
	

	Air Force Departmental Publishing Directorate
	http://afpubs.hq.af.mil/elec-products
	


The Big Picture

	Resource
	Link Address
	Description

	Joint Warfighting Center's Joint Electronic Library Homepage
	http://www.dtic.mil/doctrine
http://www.dtic.mil/doctrine/jel/
	All current approved joint pubs

	Air Land Sea Application Center (ALSA) Homepage
	http://www.dtic.mil/alsa
	Multi-service tactics, techniques, and procedures pubs

	DefenseLINK
	http://www.dtic.mil/defenselink/
	

	Joint Chiefs of Staff
	http://www.dtic.mil/jcs/
	

	US Atlantic Command
	http://www.acom.mil/
	

	US Central Command
	http://www.centcom.mil
	

	US European Command
	http://www.pacom.mil/index.html
	

	US Pacific Fleet
	http://www.cpf.navy.mil/
	

	US Southern Command
	http://www.dtic.mil/southcom/
	

	Central Intelligence Agency
	http://www.odci.gov/cia/
	

	Coast Guard
	http://www.dot.gov/dotinfo/uscg/
	

	Department of State
	http://www.state.gov
	

	NATO
	http://www.nato.int/
	

	Veteran Affairs
	http://www.va.gov/
	

	White House
	http://www.whitehouse.gov
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