Systems Approach to URP

Concepts of URP

Unit Readiness Planning / Unit Training Management (URP/UTM) focuses training on the tasks that are essential to a unit’s wartime capabilities.  UTM is the use of the Systems Approach to Training  (SAT) and the Marine Corps Training Principles in a manner that maximizes training results and focuses the training priorities of the unit in preparation for the conduct of its wartime mission.


The Marine Corps URP/UTM program is built upon a solid foundation consisting of the mission statement and the Mission Essential Task List (METL). The METL defines the core tasks that a unit must be capable of performing in a war fighting environment, vice an extensive list of tasks the unit could accomplish if unconstrained by time or resources.  This smaller, core list is the result of the commander’s analysis and serves as a tool to prioritize and focus unit training.  When approved by higher headquarters, the METL becomes the descriptive training document for the unit and provides clear, war fighting-focused description of the highest level collective actions needed to execute wartime missions.
Three pillars of the URP/UTM program are formal training, ancillary training, and Professional Military Education (PME).  Formal training encompasses Marine specific training that uniquely distinguishes our service and prepares individuals for basic survival on the battlefield to include:  Marine Corps Common Skills, marksmanship, physical fitness, combat water survival, NBC, and leadership training.  Ancillary training that supports individual readiness such as suicide prevention, standards of conduct, voluntary education, and equal opportunity training.  PME is the lifelong study of the foundations of the military profession, and is designed to equip Marines with the knowledge, confidence, and vision to exercise decision-making in battle


Individual and collective training are the next but perhaps the most critical components of the unit’s training program.  This training is progressive, combat mission-focused, and building block in nature.  Individual MOS training events serve as the cornerstones, and collective events to form progressive blocks building toward unit proficiency in core capabilities and are directly linked to the unit’s METL.  Combat mission training is the primary focus for unit commanders, but it must be balanced with PME, formal, and ancillary training.  This balanced program will prepare units for combat.  Training evaluations are designed to measure proficiency in unit core capabilities.


As the unit’s training and readiness level increases, its ability to weather the storms of combat and to overcome the fog of war multiply.  Unit training readiness is the roof built upon capstone evaluation, and will fluctuate over time.
Training Principles

Out of the Marine Corps’ philosophy of training emerges fundamental principles that are applicable to all levels of training.  These principles provide sound and proven direction and are flexible enough to accommodate the demands of local conditions.  These principles are not conclusive, nor do they guarantee success.  They are guidelines that commanders can use to manage unit-training programs.  The Marine Corps training principles are:  Train as you fight, Make commanders responsible for training, Use performance-oriented training, Use mission-oriented training, Train the MAGTF to fight as a combined arms team, Train to sustain proficiency,  Train to challenge, and use standards based training.
Applying the SAT Process

Units cannot achieve and sustain proficiency on every possible training task; the Marine Corps has neither time nor resources for such an endeavor.  Therefore, Marine Corps training must focus on wartime missions.  The Systems Approach to Training  (SAT) process helps commanders identify critical war-f​ighting tasks for both individuals and units, and guides the Marine Corps’ application of limited resources.  


SAT is a systematic, prob​lem-solving model used by commanders throughout the Marine Corps to develop effective training programs.  SAT is used to develop curriculum in formal schools, and to identify the METL that is the foundation for training plans in the operating forces and supporting establishment.  Regardless of the setting in which it is used, SAT provides commanders with training management techniques that help them identify the most critical training needs of the unit, and to apply scarce resources to satisfy those needs.  The SAT process con​sists of five phases:  Analyze, Design, Develop, Implement, and Evaluate.


A circle represents SAT because it is a perpetual process; all five phases occur simultaneously and continuously.  Evaluation is in the middle, because each phase of SAT is evaluated for effectiveness. Operational Risk Management (ORM) is addressed during every phase.
Analyze

The analyze phase begins with the identification of those tasks that are essential to mission accomplishment.  The unit’s T/O mission statement, associated contingency, operational plans, doctrine, and the METL of senior and like-units provide most of the information required for the commander’s analysis.  


Commanders bring their own experience, training, and judgment to the process of determining the unit’s performance objectives. The end product of this phase is the unit’s METL-a descriptive document outlining the war fighting-focused tasks that must be trained to high proficiency.  The commander has no more than 45-days to complete the assessment of the unit, but as with the other phases of the SAT, it is continuously revised and revisited as necessary.

Design

The design phase commences when the commander and principal staff begin to lay out long-, mid-, and short-range training plans.  Long-range plan focuses on the major training exercises and deployments for about 12-24 months, depending on the echelon of unit involved..  A critical step in the design phase is to relate collective training standards directly to the unit’s METs. The commander must then prioritize the training effort.  While the established METs are all essential and, therefore, not themselves prioritized, finite training time and scarce resources demand well thought-out mid-range 4-12 month training plan.

The short-range 1-4 month training plan normally focuses on the collective and individual training accomplishments of subordinate or lower-echelon units.  As such, individual training events are related to the appropriate collective training event and, ultimately, unit METs.
Develop

     During the develop phase commanders and their staffs ensure logistical planning, LOI writing, and final preparation of the trainers is accomplished.  The three preparatory phases, Analyze, Design, and Develop, are completed when the LOI and exercise plan fully support the established METL and training plans.  The unit is finally prepared to conduct well-ordered, mission-oriented training.
Implement

Training is conducted in the implement phase.  Commanders and their unit training managers stage the resources and personnel and conduct the planned training.  It is imperative that both the trainers and Marines being trained have a clear understanding of the training objectives and standards.  Combat training takes many forms, but as long as it is clearly linked back to the unit’s METL, the goal of the instruction, demonstration, or practical application will never be lost.
Evaluate

     The evaluate phase is the continuous process that provides feedback for improvement.  Has the training met the predetermined expectations?  Is the unit better able to accomplish its mission?  How can we improve training?  Trainers can determine this by comparing actual performance to standards listed for each event or task.  Checklists and other performance support tools can be applied and should also be tied directly back to the unit’s METL.  Detailed after action reviews should also be employed to determine better means for accomplishing objectives.
Training and Readiness Manual (T&R)

Inputs
In Marine Corps Training Information Management System (MCTIMS) there is a web based T&R Development tool.  MCTIMS is the main input for the T&R process.  MCTIMS is where the standard for each event is created.  Any user with an account and a CAC enabled workstation can input information.
Why we need T&R Manuals
            Why do we need a T&R Manual?  The T&R manual helps plan, execute and evaluate training.  It gives guidance on the equipment, ammunition, ranges, and support requirements to plan the training.  It will give you the performance steps or event components needed to complete the event.  Those steps in turn can be used to evaluate the training.  The T&R also establishes a training continuum from entry level to senior Marine.  It helps define the role of individual Marines in Operational terms.  As a commander you want to spend your training time on tasks your Marines will use during the next operation not on tasks that will not be used.  Every event has a standard that can be used as a measuring stick to determine combat readiness.
Development of T&R Manuals
T&R Manuals were first fielded for the aviation community in the mid-1970s.  The first ground T&R was fielded in 1995 with Tanks and then a piece meal development of several ground manuals for other units and communities followed.  In 2001 TECOM commenced a comprehensive effort to standardize T&R manuals across the board. The program order was revised and signed in 2004.  The order is currently under revision to reflect significant T&R policy changes.  

The initiative that TECOM has undertaken over the past year has been to gather the best practices of the MCCRES, ITS and T&R programs into one comprehensive training management tool.  The T&R program will revolutionize the way we approach combat training in the Marine Corps.


T&R Manuals are developed with a basis in doctrine. By applying input from the Occupational Field Sponsors and Subject Matter Experts from the Operating Forces the draft is developed and refined.  The formal schools provide input before the final draft is staffed to the Operating Force Commanders for concurrence.  The recommendations from all sources are applied to produce a published T&R Manual.
Mission Essential Tasks
A Mission Essential Task (MET) is a collective task in which organization must be proficient in order to accomplish an appropriate portion of its wartime mission(s).  METs are the foundation for the T&R manual.  In MCRP 3-0A it states “Units cannot achieve and sustain proficiency on every training task.  The Marine Corps has neither the funds nor the time for such an endeavor.  Therefore…training must focus on warfighting tasks.”

In 2006 MARFORCOM established the requirements established the requirement for MOS communities to develop core METs for like units. An Infantry BN on the east coast will have the same METs as an Infantry BN on the west coast.  Core METs were developed and added to the Marine Corps Task List (MCTL).  T&R development is driven of the core METs which reflects the MCTL.
Tenants
The T&R Manual uses a building block approach to training.  Training Events are linked to expected combat mission or METs.  The tasks focus on unit capabilities down to individual skills.  Organizes tasks into executable events.  Each T&R event will give criteria for the sustainment of training.  The standards located for each event will help with the evaluation of a unit’s combat readiness.  

         Individual entry level events are 1000 level events.  These tasks are taught at the formal schools.  2000 level events are individual events that are considered career progression and are learned during Managed on the Job Training (MOJT).  The focus of the building block approach is drawn form the unit’s METS.  Team or crew level events are 3000 level.  Squad level events are covered as 4000 level event.  Platoon level events are covered as 5000 level events.  Company is 6000 and battalion is 7000.  8000 level events cover regiment or higher tasks.
Collective Event
         A collective event is a clearly defined, discrete, and measureable activity, action, or event (i.e. task) that requires organized team or unit performance and leads to accomplishment of a mission or function. Collective events are derived from the MCTL or higher level collective task.  A describe the exact performance a group must perform under actual operational conditions.  A unit or group of individuals working to accomplish a unit mission may accomplish a collective event.  Many collective events have titles that are the same as individual events; however, the standard and condition are different because the scope of the collective event is broader.  Applies to lower level collective events.  Collective events bridge the gap between METs and ITEs.
Title

The name of the event; for example, Conduct Team Planning.
Event Code

The event code is a 4-4-4-character set:

1. First 4 characters indicate MOS or Community (e.g.

0321, 1812 or 34xx)

2. Second 4 characters indicate functional or duty area

(e.g. DEF, FSPT, MVMT, etc.)

3. Third 4 characters indicate the level and sequence

(1000 through 8000)

The purpose of coding events is to provide Marines with a simplified system for planning, tracking, and recording individual and unit training accomplishments. Grouping and sequencing individual skills and unit capabilities build a “picture” for the user showing the progression of training.

i. Grouping. The code is used for grouping events according to their functional area. Categorizing events with the use of a recognizable up to 4-letter code makes the type of skill or capability being referenced fairly obvious. Examples include DEF (defensive tactics), MAN (maneuver), NBC (nuclear, biological, and chemical), RAD (Radar), etc.

            ii. Sequencing.  A numerical code is assigned to each individual (1000-2000 level) or collective (3000-8000 level) training event. The higher the number, the more advanced the skill or capability. For example, Recon event 0321-PAT-4101, Conduct team planning, should be completed before 0321-PAT-4102, Conduct rehearsals and inspections.
Evaluation Coded
       Each T&R event is designed to support a MET. Within the T&R events for each MET is a series of “E-Coded” events. “E-Coded Events” are key indicators of capability; or, key collective skills that contribute to the unit’s ability to perform the MET. The only events that are used to determine a Combat Readiness Percentage (CRP) value are “E-Coded” Events.  CRP is calculated for each MET based upon completion of the E-Coded Events for that MET. The value of each E-coded event is based on the number of E-coded events for a MET.  We will be discussing both E-Coded events as well as CRP’s later in this course and throughout the course.
Supported METT(s)

          Lower level events can support more than one MET.  The T&R Manual lists all MET’s that are supported by the lower level event.
 Billet/MOS
Each individual training event will contain a billet code and/or MOS that designates who     is responsible for performing that event and any corresponding formal course required for that billet. Each commander has the flexibility to shift responsibilities based on the organization of his command.  These codes are based on recommendations from the collective subject matter expertise that developed this manual and are listed for each event. (NOTE: usually applicable to community based T&R manuals only).
Grade
The rank at which Marines are required to complete the event.  It is applicable to all T&R Manuals, both unit, Community, and Marine Corps Common Skills.
Event Description 
An explanation of event purpose, objectives, goals, and requirements. It is a general description of an action requiring learned skills and knowledge. For example, a description for the task - engage threats from unexpected directions would be:  The objective is to execute a fast and aggressive move toward a threat from any direction and fire effectively.
Condition
Condition refers to the constraints that may affect event performance in a real-world environment. It indicates what is provided (equipment, tools, materials, manuals, aids, etc.), environmental constraints or conditions under which the task is to be performed, and any specific cues or indicators to which the performer must respond. Commanders can modify the conditions of the event to best prepare their Marines to accomplish the assigned mission (e.g. in a desert environment; in a mountain environment; etc.). When resources or safety requirements limit the conditions, this should be stated.
Standard  
The performance standard indicates the basis for judging the effectiveness of the performance. It consists of a carefully worded statement that identifies the proficiency level expected when the task is performed. The standard provides the minimum acceptable performance parameters and must be strictly adhered to. The standard for collective events will likely be general, describing the desired end-state or purpose of the event; while the standard for individual events will more specifically describe to what proficiency level, specified in terms of accuracy, speed, sequencing, quality of performance, adherence to procedural guidelines, etc., the event is to be accomplished.
Event Components/ Performance Steps
Description of the actions that the event is composed of.  For Individual Training Events, these will be Performance steps which indicate the step by step process required to complete the task.  For Collective Training Events, these are the Component Events – meaning the major steps needed to successfully accomplish the task.  The event components help the user determine what must be accomplished and to properly plan for the event. Event components are used for collective events; performance steps are used for individual events.
Prerequisite Events
Prerequisites are academic training, capabilities or skills, or other T&R events that must be completed prior to attempting the task. They are lower-level events or tasks that give the individual/unit the skills required to accomplish the event.  They can also be planning steps, administrative requirements, or specific parameters that build toward mission accomplishment.
Chained Events
              Collective T&R events are supported by lower-level collective and individual T&R events.  This enables unit leaders to effectively identify subordinate T&R events that ultimately support specific mission essential tasks.  When the accomplishment of any upper level events, by their nature, result in the performance of certain lower-level events, the events are 

“chained”.  The completion of chained events will update sustainment interval credit for the related subordinate level event.  

References 
The training references shall be utilized to determine task performance steps. They assist the trainee in satisfying the performance standards, or the trainer in evaluating the effectiveness of task completion. T&R Manuals are designed to be a training outline, not to replicate or replace doctrinal publications, reference publications or technical manuals. References are key to developing detailed lesson plans, determining grading criteria, and ensuring standardization of training. 

Ordnance
The T&R manual will give guidance on the type and amount of ammunition and pyrotechnics needed to successfully complete the training.
Range(s)/ Training Areas
The types of ranges and training areas will be laid out to include the types of ammo and pyrotechnics that are allowed to be used.  
Support Requirements

This is a list of the external and internal support the unit and Marines will need to complete the event. This is a key section in the overall T&R effort, as resources will eventually be tied directly to the training towards METS. Future efforts to attain and allocate resources will be based on the requirements outlined in the T&R Manual.

The list includes, but is not limited to:

•Range(s)/Training Area

•Ordnance

•Equipment

•Materials

•Other Units/Personnel
Sustainment Interval

This is the period, expressed in number of months, between evaluation or retraining requirements.  Skills and capabilities acquired through the accomplishment of training events are to be refreshed at pre-determined intervals. It is essential that these intervals be adhered to in order to ensure Marines maintain proficiency.
Related ITE’s
A list of all of the Individual Training Events (1000-2000-level events) that support the event.
Distance Learning

Distance learning products include: Individual Multimedia Instruction (IMI), Computer-Based Training (CBT), Marine Corps Institute (MCI), etc. Included when the event can be taught via one of these media vice attending a formal course of instruction or receiving MOJT.
Miscellaneous
Any additional information that will assist in the planning and execution of the event. The list may include, but is not limited to:

•Admin Instructions

•Special Personnel Certifications

•Equipment Operating Hours

•Road Miles  

Develop Mission Essential Task List

METL Introduction

            All units prepare Mission Essential Task List’s; from Marine Expeditionary Forces (MEF’s) to individual battalions/squadrons, to include combat, combat support, and combat service support organizations.   A METL is developed in support of a commander’s assigned mission.  Through careful analysis of an assigned mission, the commander will arrive at a set of mission-based requirements.  These requirements are then expressed in terms of the mission essential tasks to be performed, the conditions under which these tasks will be performed, and the standards to which these tasks must be performed.  Each unit’s training program must ensure members train as they are going to fight; this is accomplished by focusing training proficiency on accomplishment of METL tasks.  A combat focus is critical throughout the training process as it provides priority to training for combat roles, vice peacetime routines.  By prioritizing training to meet METL tasks, the commander can allocate the proper resources to training priorities.
             Unit leaders must realize the Mission Essential Task-MET’s that make up the unit METL are not prioritized; every MET is valued equal to the other MET’s.  The METL may be changed or adjusted if wartime missions change. Unit Leaders reexamine the METL periodically to ensure it still supports their wartime mission.

In order for unit leaders to establish a complete METL, the following six steps should be followed:
Step 1:  Review the unit’s T/O mission

Step 2:  List Core MET’s from T&R

Step 3: Include other input MET’s

Step 4:  Tie to MCTL task ID (Example: MCT 1.3.5)


Step 5:  Re-State the units mission


Step 6:  Submit to next senior commander for approval

Each one of these steps requires different inputs and actions to be considered, we will focus on each one of these steps individually.
Step 1:  Review the Units T/O Mission
         The first of the five steps is to review and re-state the unit’s mission; this is done after the commander has reviewed its higher headquarters METL (Regiment, Division, MLG, MAW, etc), and guidance (will be covered more in detail later in this lesson), and understands which of the tasks relate and are pertinent to the unit.  The mission statement will be the unit’s T/O (table of organization) mission statement, and may also be found in the unit T&R Manual.  The mission statement should be brief and to the point, not wordy and confusing.  For example, 1st combat engineer battalion’s mission statement is to: “Provide mobility, counter mobility, survivability, and limited general engineering support to the 1st Marine Division.”  This mission statement is direct and to the point. 
Step 2: List the Core MET’s from the T&R
       The unit leader must keep in mind that not only in this step, but throughout this process, subordinate leaders should be involved in the development of the unit’s METL to ensure what is being defined as Core MET’s reflect the actual ability and responsibility of the unit, and brings a common understanding of the unit’s overall combat mission responsibilities.  


It is also at this point that the commander will utilize the community based T&R to retrieve the predetermined core tasks (already identified for the sake of standardization within the community) and utilize it to assist in the initial development of the unit’s METL. 



a. Core METs: Core METs are those essential tasks that justify why a unit exists, and what it must be able to perform.  Developed using the Marine Corps Task List, the Core METs are defined as the expected capabilities and essential tasks of a unit during normal operations.  Core METs are standardized for all units of the same type, and are used to develop a community’s T&R manual.


At a minimum, Core METs will be reviewed at least every three years (in the process of changing to “as required”).  Operating forces will review their Core METS and submit changes’ concurrences to their MARFORs, who will consolidate response to TECOM GTB/ATB.  Keep in mind that The Deputy Commandant for Combat Development & Integration (DC CD&I) is the final approval authority for all Core METs.


b. Determining METs. Marine Corps training programs are based on combat requirements.  Units do not have the time or resources to achieve and sustain proficiency on every possible task; therefore, commanders must identify the tasks that are essential to accomplishing the unit’s combat mission.  It is during this step that the commander will further analyze the unit’s operational mission, in accordance with the next senior commander’s mission analysis, and from both determine a core list of tasks that the battalion must be capable of performing.  All of which should focus on a war-fighting environment. The compilation of these tasks will be the initial step to making the unit’s Mission Essential Task List - METL.
Step 3: Include Other Inputs
The commander will take into consideration other inputs when developing the METL, such as the Higher Head Quarters (HHQ) METL and guidance.  The commander will also need to identify any Named Operation METs the unit has been tasked with as well as Operation/Contingency plans (OPlan/ConPlan) the unit is required to participate in.  Let’s discuss each of these individually. 


a. HHQ METL and Guidance:  A subordinate unit’s METL must be linked to and support the HHQ METL.  A key component of the senior commander’s METL approval is to determine if subordinate units have coordinated their METLs and established them to support their own METL.


b. Named Operation METs: Assigned to units when the unit must prepare to participate in a real world operation (i.e. OIF or OEF).  When a unit will be employed doctrinally, Named Operations METL may be similar to the Core MET; however it is possible the Named Operation has tasks not normally expected of the type unit.  In this case, the unit tasked with the Named Operation must train to METs for the Named Operation that is not currently on their own METL.  


c. Operation Plan/Contingency Plan METs: Operational plans (OPLAN) and Contingency plans (ConPlan) assign joint task execution to elements of a joint force.  Commanders of Marine Forces, using MCTL, define and develop their METS from expected capabilities of units upon execution of that specific OPlan/ConPlan.  (Example: Operation Joint Guardian Kosovo Force (KFOR) was established to allow The UN Security Council on 10 June 1999 to adopt a detailed resolution outlining the civil administration and peacekeeping responsibilities in Kosovo and paving the way for peaceful settlement of the conflict and the safe return home of hundreds of thousands of Kosovo Albanian refugees and displaced persons. The resolution was passed under Chapter VII of the UN Charter which allowed the security forces to carry weapons to protect themselves and use force in carrying out the resolution's directives. The resolution "authorized member states and relevant international organizations to establish the international security presence in Kosovo" as set out in the military agreement between NATO and the Federal Republic of Yugoslavia. That peacekeeping operation will enforce the cease-fire, demilitarize the Kosovo Liberation Army-KLA and other Kosovo Albanian groups, and establish a secure environment for the return of the refugees.  During this Operation the 26th MEU was tasked and provided 1,900 Marines to support and conduct operations.)   

The important thing is to review the other inputs, after all the unit may or may not have added MET’s.

-Provide the commander with the evaluation of their unit’s current proficiency on supporting battle tasks.

-Provide risk assessments of training short-falls that could create a hazard.

-Provide reports on risk management principles and potential training hazards.

-Provide evaluations of their subordinate leaders’ current proficiency on critical leader tasks.
Step 4: Tie MET’s to the MCTL Task ID
            All Marine Corps METL’s are derived from a Marine Corps Task List (MCTL) that The Commandant of The Marine Corps (CMC) determines, and or the Universal Joint Task List (UJTL).  A METL is the commander’s tool for remaining focused on mission accomplished, and is externally focused to reflect what the unit provides to the MAGTF/JTF.  The majority of units will fall under the umbrella of the MCTL.  However, dependent on the type of unit, their METL may come straight from the UJTL, (i.e. MARSOC, certain squadrons etc...) which gives mission essential tasks to national assets vice conventional forces.  In either case, the commander must take all of the unit’s METs and tie them to the MCTL.  (Example:  You are a LAR unit, and one of your METs is to “Provide Forces”.  In order for you to tie the task ID you will need to open the MCTL; locate the task; identify the task I.D.; then record it as such (MCT 1.1 Provide Forces).  This process will be done for every MET in the unit’s METL.  
Step 5: Restate the Units Mission
Once the unit commander has tied the MCTL task ID’s to every MET in the units METL, the commander will be required to restate the units mission.  On certain occasions the unit’s mission will need to be revised to incorporate the added OPLAN / CONPLAN METs.  While the T/O mission statement must be restated the revision is up to the commander’s discretion.
Step 6:  Submit to the next Higher Commander for Approval

           Submission of METL to higher headquarters occurs within 45 days of the commander’s tenure.  Due to the current operational tempo and little dwell time, 45 days may be too much time for a commander to get METL submitted; therefore, a commander must submit the METL to higher in an expeditious manner.

a. METL Approval.
1) The next higher commander in the operational chain of command approves the subordinate unit's METL.

2) A key component of the senior commander’s METL approval process is to determine if subordinate units and units that frequently accompany the command on operations have properly coordinated their METLs.

3) The approved METL is then published and distributed to subordinate leaders throughout the command, to include adjacent/supporting agencies.  

4) The approved METL then becomes the foundation for the unit commander’s training guidance/philosophy of command, future training plans, Letter’s of Instruction, etc.  Again, the unit’s reason for existing will be based of the METL.
Develop Commanders Training Assessment
Extract Critical Information

In order for a commander to gain a better understanding of the assessment inputs, the commander must first understand the purpose for conducting assessments.  While assessing their units, commanders can ask themselves the following questions: 

- What must the unit be able to do? (Identify unit missions and requirements. Set or update unit goals.)

- What is the status of the unit’s Pre Deployment Training Plan (PTP)?

- What can the unit do now? (Determine individual and collective proficiency.)
Purpose
The purpose of assessment is to determine a unit’s proficiency in the tasks it must successfully perform in combat; better known as the Mission Essential Tasks.  The desired level is defined in training standards within the T&R order.
     Assessment is a continuous process and is integral to training management.  It is conducted by leaders at every level and during all phases of the planning and conduct of training.  For example, when a Commander takes over a unit, the commander begins the assessment to see where the unit stands and how prepared they are for combat.  Assessment is a continuous process used to identify unit strengths and weaknesses.
Assessment Inputs/ Resources
A commander will find that they have many resources to utilize when executing an assessment.  For example, Commanders rely on their professional observations, as well as evaluation input and feedback from the following sources:

-Subordinate commanders 

-Enlisted Leadership

-Existing Combat Readiness Percentage (CRP)

-Evaluations, AAR’s, Combat Reports, etc.
Subordinate Commanders
-Provide the commander with the evaluation of their unit’s current proficiency in individual and collective training events.

-Provide an assessment on their units T/O and T/E concerns as they relate to their ability to perform assigned missions.
NCO Leadership
Provide their unit’s current proficiency on supporting critical individual, crew, and small team tasks.
Combat Readiness Percentage (CRP)
Existing Combat Readiness Percentage (CRP).  The out-going commander will have a CRP and/or assessment established; it is critical for a new commander to review what has already been assessed.  The commander will then be able to see where the unit stands in relation to its combat mission.
External Evaluations

External evaluations from training exercises and events (CAX, Mojave Viper, etc), Operational and readiness deployment exercise After Action Reports (AAR), field training exercise (FTX) evaluations to name a few.  AAR’s provide the commander the means to see what accomplishments or downfalls the unit experienced during different iterations of a training event; these reports state key points in assessing the unit’s current abilities.  
Purpose

The purpose of recording unit CRP is to credit training accomplishment and plan future training, NOT to provide a report card or to instill a checklist mentality.  

      It will however, assist the commander in quantifying (by numbers/percentage) the subjective assessment that will ultimately be placed in the Defense Readiness & Reporting System (DRRS).  The output to this process will give the Office of The Secretary of Defense (OSD) the ability to see how any one unit measures up against its METL.

!!NOTE!!

  It important to understand, CRP was created and is only utilized in the Marine Corps; no other service within the Department of Defense (DOD) utilizes this calculation. 
CRP Development
TECOM Task Analysts, working in conjunction with occupational field managers, representatives from the operating forces, COEs, and other stakeholders, act as lead coordinators for T&R Manual development and maintenance.  A key part of the development of T&R Manuals is the determination of events that will be E-coded. CRP is only assigned to E-coded T&R events.  These E-coded events are key indicators of capability; or, key collective skills that contribute to the unit’s ability to perform the supported MET.
Unit CRP Generation
The E-coding of collective training events is established by the SME’s while developing the T&R Manual, as determined by their overall importance relative to the unit mission (Core MET’s) and other training events. Updated CRP is generated by a unit following the successful completion of E-coded events.
CRP for an E-Coded Event

CRP for E-coded events will be awarded only after all supporting/ subordinate T&R events are completed; or, in the commander’s discretion, the skills for these events have been successfully demonstrated.
CRP Calculation
Collective training begins at the 3000 level (team, section, crew). Training plans shall be designed to accomplish the collective T&R events that support the unit METL while simultaneously sustaining proficiency in individual core skills. Using the unit model, the battalion (7000-level) has collective events that directly support a MET on the unit’s METL. As mentioned in the T&R lesson, these collective events are E-coded and are the only events that contribute to unit CRP. This is done to assist commanders in prioritizing the training toward their unit’s METL, taking into account resource, time, and personnel constraints.  Unit CRP increases after the successful completion of E-coded events.  The number of E-coded events for the MET determines the value of each E-coded event. For example, if there are 4 E-coded events for a MET, each is worth 25% of MET CRP. If the unit has completed and is current (within sustainment interval) on three of the four E-coded events for a given MET, then they have completed 75% of the MET. The percentages for each MET on the unit METL are added together and divided by the number of METs to get unit CRP; unit CRP is the average of MET CRP.
Determine Overall Unit Combat Readiness
Upon completing the unit’s assessment, a commander is now able to identify the unit’s overall proficiencies as they relate to combat readiness. A unit commander determines current training proficiency levels by reviewing all available training data. Each level of data applies only to a portion of the total proficiency of an organization at a specific time; meaning, CRP is a “Snapshot in time” for a specific unit. Therefore, leaders must use all available evaluation data to develop an assessment of the organization’s overall capability to accomplish each task in the METL. In addition to past training evaluations, future events could influence the assessment. For example, the projected personnel turnover rate or the fielding of new equipment could significantly affect the commander’s assessment of training proficiency status during the upcoming training period.  The commander must also take into consideration the sustainment period for each event.  As explained in the T&R lesson; each event has its own sustainment period (Example: Every 3-6 Months), the commander must take this into consideration when deciding future training, some events may need to be conducted to keep the unit combat ready.  

     Now that the unit’s proficiencies and deficiencies have been identified, the commander can establish the unit’s combat readiness and identify courses of action (COA) for accomplishing the deficient events, sustaining other events, and anticipate future events that may affect the unit.  
Determine Training Strategy
List of Units Mission and METL

Once the unit commander has completed the overall unit assessment, an effective training strategy can, and must be developed in order to capture the findings of the assessment.  It is during this portion of the process that a commander must establish a solid strategy for ensuring proper training to sustain the strengths of the unit as well as identify training to improve unit deficiencies.  The training strategy should focus on the unit’s mission and METL.

The commander must also keep in mind that there will be other forms of training requirements the unit will be required to accomplish other than what has been identified in the assessment.  The commander must consider formal training, ancillary training, Professional Military Education, Pre-Deployment Training Plan, Military Occupation Specialty training, T&R Manual, and Marine Corps Common Skills (MCCS).
Prioritize training Events
The establishment of training priorities helps the unit's staff construct an organized training plan. By prioritizing training, the unit remains focused on developing combat proficiency and ensures the proper allocation of limited training resources.  The commander can best accomplish this by emphasizing the unit's METL, and specifying training proficiency levels, to include understanding what is considered to be mission essential for the unit.
a.
Priorities must be published and clearly stated.
b.
The unit's training priorities must take into
account guidance from higher headquarters.
c.
Training events must be combat mission-oriented, realistic,
and focused on tasks which directly support the METL.
d.
Training that is critical to mission accomplishment
receives top priority.
e.
Changes in the unit's mission will change existing
training priorities; therefore, commanders periodically review
these priorities and ensure they are still valid. Commanders
must also be prepared to adjust the training strategy when
available training resources cannot support the planned training
strategy.   In these situations, commanders may revise the
strategy by:
· Re-Prioritizing training tasks and objectives.
· Modifying training objectives.
· Combining, re-sequencing, or modifying training events.
Re-allocating available resources. f. If insufficient time or resources prevents the accomplishment of all required training, the authority to defer and/or exempt training must come from higher headquarters.
!REMEMBER!
Each MET in the METL is Critical, so that the METs are NOT Prioritized, only the training events/activities that support those METs are Prioritized based on time, resources, personnel, etc.
Specify E-Coded Events
E-Coded Training Events.  As has been mentioned in an earlier lesson, an event contained within a T&R Manual is an individual or collective training event.  Each T&R event is designed to support a MET. Within the T&R events for each MET is a series of "E-Coded Events”. "E-Coded Events" are key indicators of capability; or, key collective skills that contribute to the unit's ability to perform the MET.
Finding E-coded Events.  Each MET has the tasks listed that are needed to accomplish the event.  Each task has a designator to state if the event is E-Coded or not.  You will have to look up each event within the T&R, to find out if it is E-coded or not.
Link and Sequence Training
Commanders must ensure they get the most out of every training minute and every training resource.  There are several training techniques that commanders can use to efficiently and effectively meet the objectives of the training program.
Chaining of Training Events. Collective training events often encompass tasks, capabilities, etc. that have been accomplished or demonstrated previously in lower-level events.
Utilizing the building block approach to progressive training, these collective events are further supported by individual training events. This linking process is referred to as "chaining" and enables unit leaders to effectively identify subordinate collective events and individual events that support a specific collective event. Since individual training is also progressive in nature, individual events can also be chained to other individual events. When an upper-level event by its nature requires the performance of certain lower-level events (either collective or individual), credit for those subordinate and related events will be given. Accomplishment of these upper-level events will update sustainment interval credit for the chained subordinate events. For example, if a Marine participates in a 5000-level platoon event, he or she may have to demonstrate proficiency in a number of subordinate events. These events are chained so completion of the upper-level event provides sustainment credit for associated subordinate collective and individual events.
Branching of Training Events. While chaining is the vertical linkage between related training events, branching is the horizontal linkage. There are numerous individual skills and unit capabilities that can be applied across billets, functional areas, or even occupational field specialties. When associations are made within one specific T&R Manual, branching is applied. For example, when a Marine performs a training event in one functional area, such as 0321-MOUT-4102, Establish an OP in an Urban Area, he may exercise very similar skills in a separate functional area, such as 0321-SURV-4401, Occupy an Observation Point/Perform Surveillance. The commander may consider the similar performance criteria for the two events and credit the Marine completing 0321-MOUT-4102 with 0321-SURV-4401. Branching gives the unit commander the latitude to credit training accomplishment in associated but separate categories of training within the same T&R Manual.
Specify Frequencies
Along with sequencing training events, the commander and staff are required to specify frequencies for executing specific training task events and exercises.  Specifying frequencies will allow subordinate commander's to prepare and plan accordingly.  As a commander you want to ensure that you are able to ensure your Marines do not lose the proficiency in a task that training has been accomplished on.  If you do not do MCMAP for six months will you be able to go out and test for your next higher belt without taking refresher training?  No, so it is important that you specify how often you want your Marines to do MCMAP is it every week or twice a week.
Plan for Retraining
Not all tasks may have been performed to the standard, the commander and staff must also plan for retraining tasks not performed to standard. Remediation time should be planned into all training schedules. The commander should allocate remediation time within the strategy outline.  If a crew did not qualify on a direct fire range they should be given time while the range is still hot to conduct remediation and qualify during the same training evolution.
Identify Training Resources
During planning, constrained resources may require deletion of low-priority training requirements, substitution of less costly training alternatives, or requests to higher headquarters for additional resources.  If possible, commanders should ensure resources are available before publishing training plans.  Common sources for resource information include:
· Time
· Training areas
· Command operating budget
· Flying Hour Program
· Ammunition allocation
· Weapons Qualifications and Gunnery
· Simulations and support exercises
· Fuel allocations
· Higher headquarters training plans 
· Local directives on training areas and Facilities
· Ranges
· OpFor and Evaluators to support training event/exercises
· Reserve forces usage
8 Step Process
To develop a proper strategy the Commander will use an 8 step process.  This process will lay out the foundation for developing the Commander’s Training Guidance letter and be a source for developing long-range, mid-range and short-range training plans.  The document developed during this process is for the commander only and not an official document.

· List Mission/METL

· Specify training proficiency levels

· Specify E-coded events

· Sequence training events and objectives with crawl-walk-run method

· Identify Major Training Events

· Specify frequencies for executing specific training task events and exercises

· Plan for retraining tasks not preformed to standard
· Identify and allocate resources such as:



-Time



-Training areas



-Fuel



-Ranges & Ammo



-Weapons Qualifications and Gunnery



-Simulations and support exercises



-OpFor and Evaluators to support training event/exercises 
Overall the training strategy should:
-Provide clear, simple, meaningful guidance that logically links objectives, events, and resources with METL training proficiency.
-Plans to achieve and sustain METL proficiency. 
Commanders Training Guidance
Components of Commander’s Training Guidance

           Command training guidance is published at all command levels to provide a focus to the organization’s long-range training plan. It must be read and understood by all commanders, staff officers, SNCOs, and NCOs. It is used as a reference for the planning, execution, and assessment of training throughout the planning process.  According to MCO 1553.3A the Commander’s Training Guidance should include the following: Commanders Training Philosophy, METL, Combined Arms Training, Major Training Events, Leader Training, Individual Training, Mandatory Training, New equipment training, Resource allocation guidance and training management.
Training Philosphy
The commanders training philosophy is a statement telling subordinate leaders what is important to the commander, what he expects of his leaders, and what he wants his Marines capable of doing.
METL

Marine Corps training programs are based on wartime requirements.  Units cannot achieve and sustain proficiency on every possible training task.  Therefore, we identify the things a unit must do to accomplish its war time mission, then, focus our training on these essential tasks.
Combined Arms Training
The cornerstone of today’s Marine Air-Ground Task Force (MAGTF) is the combined-arms team. Combined-arms proficiency develops only when teams train together on a regular basis. Cross-attachment of units and routine employment of the full spectrum of combat, combat support, and combat service support functions must be practiced regularly. At the company, battalion, and regimental levels, combined-arms operations focus specific training requirements for combat support, combat service support, and aviation elements to rearm, re-supply, evacuate casualties, and recover equipment quickly and to integrate indirect fires, electronic warfare, aviation, engineer, and air defense. Regimental and higher level commanders and their staffs must continually train to synchronize and integrate operations.
Major Training Events
Any major training activity/event that the commander decides is important.  (Example: A Battalion/Group Commander may deem the following exercises as major training events in preparation for the units next deployment: Mojave VIPER, CAX, Bridgeport, FTX, STX, Live Fire Exercises).

Leader Training

Leader training consists of individual
training that equips leaders to perform leadership tasks associated with the unit’s operational mission.  It prepares a leader to lead a unit, make decisions, and develop tactical and technical proficiency.  PME, Mentoring, Case studies, Tactical Exercise Without Troops-TEWT, Practical Applications, Role Playing, and MOJT are effective methods  for conducting leader development training.  Other methods that can be used for leader training include:

· Conducting unit PT
· Properly conducting inspections (uniform, equipment, vehicle)
· Training drills
· Coaching and critiquing on the job performance
· Presenting classroom instruction
· Conducting objective AARs
· Pursuing independent study
!!! REMEMBER !!!

The most important leader training is normally from commanders who set the example of positive, concerned and involved leadership.
Mandatory Training

Mandatory Training Requirements  In addition to the
mission oriented training all Marines must also do formal training and ancillary training.

· Formal Training  Formal training is prioritized
below mission oriented training.  Some of the formal training include marksmanship, PFT/CFT, Combat Water Survival, Marine Corps Common Skills, Gas Chamber.

· PME Lifelong study of the foundations of the 
military profession, or PME, is designed to equip Marines with the skills, confidence, understanding, and vision to exercise sound military judgment and decision making in combat situations. Each rank has PME requirements that must be completed before the Marine is eligible for promotion.

· Ancillary Training Ancillary training has the
lowest priority but still has to be accomplished. Some examples are Suicide Awareness, Navy Relief, Equal Opportunity and Semper Fit.
Standardiztion
          All Marines in a unit must be trained to a certain standard.  In MCMAP we are taught the lead hand punch.  It does not matter if you were taught on the east coast or the west coast, the move is the same.
Training Evaluation and Feedback
The commander must designate the personnel who will evaluate performance and ensure the evaluators are familiar with the standards established for the training. The commander may designate how he wants training feedback reported.  Additionally, the commander must ensure that the evaluators have the required logistical support.
Equipment and Training
The commander must set forth guidelines on equipment training and readiness, particularly for new equipment. Preventive maintenance on vehicles, communication gear, and weapons needs to be addressed.
Resource Allocation and Guidance
The commander uses METL assessment to determine resource priorities for training. During long-range planning, constrained resources may require deletion of low-priority training requirements, substitution of less costly training alternatives, or requests to higher headquarters for additional resources. If possible, commanders should ensure resources are available before publishing training plans. As was explained in the previous lesson, some resources include:

   • Command operating budget.

        • Flying Hour Program.

        • Ammunition allocation.

        • Fuel allocations.

        • Higher headquarters training plans.

        • Local directives on training areas and   facilities.

        • Reserve forces usage.
Training management
Training management is where you take into account all the moving parts to effectively, efficiently and safely conduct your training.
Training Safety
          Uncertainty and risk are inherentin the nature of military action. The success of the Marine Corps is based upon a willingness to balance risk with opportunity in taking the bold and decisive action necessary to triumph in battle. At the same time, Commanders have a fundamental responsibility to safeguard highly valued personnel and material resources, and to accept only the minimal level of risk necessary to accomplish an assigned mission. MCO 3500.27A, Operational Risk Management(ORM) is an effective tool for maintaining readiness in peacetime and success in combat without infringing upon the prerogatives of the Commander. Historically, the greater percentages of losses during combat operations were due to mishaps. Unnecessary losses either in battle or in training are detrimental to operational capability.
Preperation of Trainers and Evaluators
Training is conducted in the implement phase.  Commanders and their unit training managers stage the resources and personnel and conduct the planned training.  It is imperative that both the trainers and Marines being trained have a clear understanding of the training objectives and standards.  Combat training takes many forms, but as long as it is clearly linked back to the unit’s METL, the goal of the instruction, demonstration, or practical application will never be lost.
Publish the CTG
The Commander’s Training Guidance will be sent to your next Higher Headquarters.  This is done to ensure your Commander is aware of your vision and it is complementary to his Commander’s Training Guidance.  This is not a requirement, however the more your Commander knows the better.

The Commander’s Training Guidance will be published at all levels.  This ensure all personnel in your command are aware of your intent and vision.
Long Range Training Plan

Types of Training Plans

The Marine Corps’ training system is a standards-based system.  This means that the entire training system and all training programs are built around established individual and collective performance standards.  These standards are published in Training and Readiness (T&R) manuals as collective and individual training events.  To ensure Marines are properly trained for combat, all training standards are based on current doctrine and can be directly linked to a mission essential task.  The end result of the Design Phase is the creation and publishing of the unit training plans. Unit training plans shall be designed to accomplish the events that support the unit METL.  There are three types of training plans: long-range, mid-range, and short-range.
3 Types of Training Plans
Long Range Training Plan

The long-range plan at the Regt/Group level normally covers a period of 12-24 months, and is updated annually. MEF level and higher can cover between 5-10 years. The purpose of a Long-Range Training Plan is: to identify missions and assign priorities; to develop command goals; to develop a strategy for accomplishing the training program; and to ensure resources are available to implement training.
Midrange Training Plan

The mid-range training plan covers a period of 4-12 months, depending on the level of the unit (Battalion, Regiment, Division), and is updated quarterly.  The purpose of the midrange training plan is to convert the long-range training plan into a series of training activities and events.
Short Range Training Plan
The short range training plan usually covers 1-4 months. The purpose of the short-range training plan is to specify and schedule the individual training events that comprise the mid-range training plan and link them to individual and collective training events.
7 Critical Components of a Long Range Training Plan
Resource Considerations
When reviewing a higher headquarters long range training plan, it is important that you identify critical components of the plan that will enable you to achieve the best possible results for your units training.  It is also important to ensure you coordinate your resources.  Available resources will effect how the commander prioritizes training to support the METL.  Training is prioritized, but MET’s are all equally essential. Limited time and resources may require deletion of low-priority training requirements, substitution of less costly training alternatives, or requests to higher headquarters for additional resources. Training resources can be optimized through effective chaining and branching of T&R events. Commanders must ensure resources are available before publishing training plans.  Common sources for resource information include:

      (1) Command operating budget

      (2) Flying hour program

      (3) Ammunition allocation

      (4) Fuel allocation

      (5) Higher headquarters training plans

      (6) Local directives on training areas and facilities 

      (7) Reserve forces usage  
Commanders Training Guidance

1. Published at all levels of command to provide focus for the organization's long-range training plans.  It must be read an understood by all commanders, staff officers, SNCOs and NCOs.  It is used as a reference for the planning, execution, and assessment of training throughout the long-range planning process. 
Mission Essential Task List (METL)
2. The METL is a complete list of the command’s Mission Essential Tasks (METs) that are needed to successfully meet that organization’s assigned mission.
Long Range TEEP
4.  By developing and coordinating training events, the organization brings together, at one time, training areas and facilities, OPFORs, controllers, evaluators, and other training resources that create the most realistic and combat-focused training.  Major training events are the common building blocks that support an integrated set of METL-related training requirements. Examples of major training events are: 

       (1) Mojave Viper

       (2) Cajun Viper

       (3) Desert Talon

       (4) CPX

       (5) CAX
Available White Space for Training
5. White space on the TEEP are dates that are available for lower level units to conduct training.  Example:  A company commander may schedule a field exercise during available white space to conduct platoon offensive operations that is not already scheduled in a major event or exercise on the BN calendar.  This training must support the unit’s METL.
Pre-Deployment Training Plan
6. Blocks of training available on the TEEP to complete all 4 blocks of the Pre Deployment Training. These 4 blocks of training are mandated by Headquarters Marine Corps, and are required to be reported to the units higher headquarters upon completion of each of the 4 blocks of PTP training. MCO 3502.4 is the order on PTP.  It also can be referenced on line in the PTP tool kit.
Formal and Ancillary Training Requirements
7. Formal training is directive in nature such as rifle range qualification, Pistol, PFT, etc.  It should be prioritized below mission-oriented training requirements. Ancillary training is also directive in nature, and includes such training as: Sexual harassment, SGLI, Fraternization, etc.   Ancillary training should be prioritized below mission-oriented training and formal training.
Extracting the Critical Components
After you have reviewed and identified all of the 7 critical components of the Long-Range Training plan, the Mid-Range Training plan is ready to be written.  By extracting the 7 critical components of the Long-Range Training plan, you ensure all high headquarters training goals and directives are present in the Mid-Range Training Plan.


a. CTG


b. Higher Headquarters Mission and METL


c. Long-Range Teep



1. Major Training events



2. Available white space



3. Planned PTP training blocks


d. Any formal and ancillary training dictated by the Long-Range Training plan.
Mid-Range Training Plan

Extract Inputs for Mid-Range Training Plan

Commanders and their staffs are responsible for midrange planning.  Mid-Range Training Plans address the immediate future (usually to 4 to 12 months for BN, and Sqdrns) and are updated quarterly (when necessary, the time covered by the .  Mid-Range Training Plan and how often it is updated can be altered).  Mid-Range planning converts the long-range training plan into a practical series of training activities and events.   It provides trainers with detailed guidance, to include training standards to be addressed.  Resources identified during long​-range planning are allocated and coordinated during mid-range planning.  Mid-range planning requires interaction between regiment/group, battal​ion/squadron, supporting agencies (to include major training commands as required), and lower echelons.  During mid-range planning, Marine planners will gather inputs, to ensure they can create the best possible plan.  Some inputs to extract, but not limited to include:

    a.  Complete list of the units MET’s that support the METL.     

    b.  All pertinent information from the long-range plan that will effect your available training dates.

    c.  PTP.    

    d.  Blocks of time available for marksmanship, CBRN-E, MCMAP, Swim and other mandated training.

    e.  Dates available to complete required PME. 

f. List of required training (formal and ancillary) you will need to incorporate in your plan.
Create the Mid-Range Training Plan
It is essential in the design phase of your plan that you identify collective training standards and how these standards can be evaluated, which will lead to a successful training plan for your unit.

The following steps are performed during development of the Mid-Range Training Plan.  They can be modified to fit the needs of the command.

Review Current Unit Proficiency, Resources, and Training Environment

This step answers two of the questions previously addressed during analysis:

· What must the unit be able to do?

· What can the unit do now?

An assessment of current proficiency (CRP) and resources gave the commander insight into the unit’s overall condition and serves as the basis for the midrange plan.  An assessment of resources allows the commander to base midrange plans on resources allocated or on those the unit can reasonably expect to receive, as opposed to those requested during long​-range planning.  Reviewing AAR, previous training schedules, and training reports can assist commanders determine proficiency.  Training reports provide a snapshot of training readiness in several areas. 

State the METL and Mission

It is the foundation on which all training requirements should be based.

Review Long-Range Training Plan

The unit’s current long-range training plans, and those of higher echelons, are reviewed to identify entries that affect mid-range planning.  Entries on these plans are the first entries made on the .  Mid-Range Training Plan.  They are the starting points for more detailed entries on the mid-range planning schedule.

Review Commander’s Guidance

Commander’s guidance (disseminated in the form of regulations, circu​lars, SOPs, notes, bulletins, memoranda, verbal guidance, or written let​ters of philosophy on training) drives.  Mid-Range Training Plan. The goal of mid-range planning is to create training events and activities that help the unit achieve long-range goals. Commander’s guid​ance sets the priorities for training.  Training priorities should be clearly stated and linked to the METL.  Factors considered when setting priorities in long-range planning also apply to midrange planning. It is essential in the design phase of your plan that you identify collective training standards and how these standards can be evaluated, which will lead to a successful training plan for your unit.

The following steps are performed during development of the Mid-Range Training Plan.  They can be modified to fit the needs of the command.

Review Current Unit Proficiency, Resources, and Training Environment

This step answers two of the questions previously addressed during analysis:

· What must the unit be able to do?

· What can the unit do now?

An assessment of current proficiency (CRP) and resources gave the commander insight into the unit’s overall condition and serves as the basis for the midrange plan.  An assessment of resources allows the commander to base midrange plans on resources allocated or on those the unit can reasonably expect to receive, as opposed to those requested during long​-range planning.  Reviewing AAR, previous training schedules, and training reports can assist commanders determine proficiency.  Training reports provide a snapshot of training readiness in several areas. 

State the METL and Mission

It is the foundation on which all training requirements should be based.

Review Long-Range Training Plan

The unit’s current long-range training plans, and those of higher echelons, are reviewed to identify entries that affect mid-range planning.  Entries on these plans are the first entries made on the .  Mid-Range Training Plan.  They are the starting points for more detailed entries on the mid-range planning schedule.

Review Commander’s Guidance

Commander’s guidance (disseminated in the form of regulations, circu​lars, SOPs, notes, bulletins, memoranda, verbal guidance, or written let​ters of philosophy on training) drives.  Mid-Range Training Plan. The goal of mid-range planning is to create training events and activities that help the unit achieve long-range goals. Commander’s guid​ance sets the priorities for training.  Training priorities should be clearly stated and linked to the METL.  Factors considered when setting priorities in long-range planning also apply to midrange planning.  

Review Previous Mid-Range Training Plans

Previous Mid-Range Training Plans should be reviewed for training accomplished and lessons learned. Previously scheduled training canceled or not performed to standard is scheduled for the current midrange period or planned for future training.

Develop Mid-Range Planning Calendar

Mid-Range planning calendars are based on the current long-range plan and are continually updated. They include upcoming events and events from previous cycles that were not accomplished.   Specific amount of time covered by mid-range planning calendars depends on real-world contingencies, the nature of events (such as FTX and CPX), and on availability of information concerning each event.  If future events are too complex to support or execute, mid-range planning and resource actions may have to extend beyond an 18-month period.  Conversely, real-world commitments may force commanders to accelerate the activities in the Mid-Range Training Plan.

Mid-Range Training Plans include the following information, taken from the long-range calendar and plan and expounded upon:

· Training cycles or prime time for training

· Required training events or activities (division FTX or CPX, parade, etc.)

· Significant events or activities (major holidays, Marine Corps Birthday, etc.)

· Planned unit-controlled exercises or training

· Other formal and ancillary training (weapons qualification, PFT, sexual harassment, etc.)

Coordinate with Subordinate and Higher Units

Draft midrange plans should be staffed with all outside agencies that have a roll in, or are affected by training.  Planners should coordinate with subordinate and higher commanders, installation commanders, and support units.  During the review process, commanders coordinate with higher headquarters to obtain approval, and final​ize support requirements and resources.
Issue the Mid-Range Training Plan
Upon completion of the Mid-Range Training Plan, the plan is then forwarded to higher headquarters and distributed to all levels of command within the Battalion/Squadron to include the commander’s staff sections.
Update Mid-Range Training Plan
If there are any changes to the higher headquarters long-range training plan that shift major training exercises dates, or locations, or units involved, these will affect your mid range training plan.  You will then need to update your Mid-Range Training Plan to ensure all your training blocks can be accomplished within the same timeline as the long-range training plan allows.
Short-Range Training Plan

Purpose of the Short-Range Training Plan

The training objectives, guidance, and resource allocations resulting from the long and mid-range planning are the basis for short term planning.  Short term planning coordinates and finalizes training events, activities, and resource actions.  These result in training schedules, plans, and preparing all participants in the training process.  Short term planning usually covers 1–4 months.  Short term planning culminates when the unit training schedule is published.  Whenever possible, resist changes to the training schedule.  Short term resource actions ensure resources programmed in the long-range, and allocated in the mid-range, get to the trainers.

    a. Planning Objectives: Commanders and staff do short term planning to:

      (1) Prepare detailed schedule.  This controls and coordinates daily training and other unit activities.

      (2) Give specific guidance to trainers and other personnel associated with the training process.

      (3) Make final coordination and obtain resources to be used in training.

      (4) Ensure other units are prepared to do training as part of the combined arms team or task force.

    b. Short Term Planning at the Bn and Company level includes:

   (1) Preparing and Coordinating training and evaluation events to meet the needs of all assigned units and individuals.

   (2) Coordinating and issuing resources to subordinate units to support planned training

   (3) Coordinate upcoming training with other activities to reduce training distractions.  

   (4) Stressing that changes to training plans MUST NOT occur unless personally approved by the commander.
Significant Components Used to Create the Short-Range Training Plan
Commanders Training Guidance (CTG).

The CTG is used to locate specific information provided by the Commander: 

· Training goals

· PTP 

· Resources

· Philosophies

Mid-Range Training Plan

The Mid-Range Training plan provides information on:

· Guidance for subordinate commanders and staff sections

· Major training events

· Upcoming deployments

· PTP requirements

· Philosophies in training

· Focuses in training

· MET’s to be trained in support of the Unit’s METL and Mission

· Required formal and ancillary training

· PME and MCCS’s

· Mid-range calendar/white space 
Creating the Short-Range Training Plan
Creating the Short-Range Training Plan 
There are many different formats for writing the short-range training plan.  They range from the SMEAC format to commander priorities to chronological.  Whatever format you use to write the short-range training plan there are several things that they all should contain in order to be effective.

· The Commanders Training Guidance

· Tasks for subordinate commanders and staff

· Major training exercises and events

· The commanders PTP timeline and guidance

· MET’s to be accomplished in support of the units METL and mission

· Guidance on required formal, ancillary and PME training for the unit

· A completed training calendar displaying available white space for training

· Significant dates/events during the period covered

Resource considerations

When writing a Short-Range Training Plan it is important to keep in mind resources that are needed for the scheduled training events.
· Budget

· Ammunition

· Fuel

· Training areas

· Evaluators/Aggressors/Adjacent units
Reviewing and Extracting Pertinent Information from the Short-Range Training Plan
Ensure you list all references used in creating the Short-Range Training Plan

Reviewing the Short-Range Training Plan

Short-Range Training Planning adds detail and refinement to mid-range plans. It adds granularity to information in the mid-range plan.  It is designed to link collective and individual training events and to:

· Make final coordination for allocation of required resources 

· Provide specific guidance to trainers

· Complete final coordination with participating units 

· Prepare detailed training schedules

When the Short-Range Training Plan is published, planners need to be able to extract pertinent information from the plan which will in turn assist when writing the units training schedule.  This information includes, but is not limited to:

    a. Timeframe of entire plan.

    b. What is the Commanders Intent for your unit. 

    c. Resource allocation and requirements.

    d. HHQ training blocks that include your unit.

    e. Open blocks of training that allow you to achieve your Ancillary, Annual,

        MCCS, and PME training.

    f. How your units PTP fits within the plan.
Create a Training Schedule

Requirements for Training

Who:

In the planning process we answered the questions “What are our training objectives?”  And, “What type of training will you be conducting?”  Keeping these things in mind will help you determine what type of training events to select; as well as the proper gear and equipment, appropriate training areas, and adequate time to allow for training.  All of these considerations can be summed up as the WHO, WHAT, WHERE, and WHEN of training.  And, should be accurately reflected in the training schedule.  It is important to remember an effective training schedule, covering all bases, will ensure that the training conducted will support the unit’s war-fighting focus. 

Personnel requirements:    

                 (1) Supervisors. 

                 (2) Trainers.      

                 (3) Evaluators.

                 (4) Participants.

                 (5) Support personnel to include - Corpsman, Ammo 

                       techs,  drivers, comm., etc.  
What:
Required Gear: In answering (Examples are)

1. Weapons

2. Uniform

3. Vehicles

4. CIF gear

5. Gas Masks

    

                   Type of Training:

1. T&R Event

a. E-Coded

b. CTE

c. ITE

2. Formal Training (PFT, Rifle, etc…)

3. Ancillary Training (EEO, SGLI, etc…)
Where:
                        Location of Training:

1. Range

2. Training Area

3. Classroom

4. Simulator

(Note)  Remember that a proper site recon will ensure that the training environment/site will properly support the training requirements.

When:
                          Training Dates & Time

1. Dates
2. Preparation Time
3. Muster Time
4. Transportation Time
5. Rehearsal Time
6. Start Time
7. Cease Training Time
The primary function of the training schedule is to keep the Marines informed (participants, evaluators, Commanders, support personnel, etc..).  The secondary function is accountability; the operations officer and the commanding officer will use it to determine where their Marines are for accountability and visitation purposes.
The training schedule is the unit’s primary management tool to ensure that training is conducted in a timely manner with the necessary resources. As well as making sure that the unit is training to standard.

Once you have identified all the key components that comprise the creating of a training schedule, your next step will be to create the schedule.  Unit SOP will determine the type of format to be used for the monthly training schedule.  The key to having an effective schedule is to ensure it is written in such a manner, that all in the unit will easily understand the entire schedule.

Some of the documents that you may want to have on hand when developing your training schedule are:

1. Short-Range Training Plan: This is where all of the training events and requirements for the time period covered by the schedule are outlined.

2. T&R Manual:  The T&R Manual will outline all of the training events; conditions, to include performance steps and standards that are to be met.  It also has another very important function as a reference document, in that it outlines the necessary training support requirements as well (weapons, ammo, equipment, required training areas, etc…).
Issue the Training Schedule
The company commander normally approves the training schedule.  The battalion commander (or operations officer) then signs the training schedule, thereby giving it final approval.  The battalion commander’s signature finalizes the training “contract” and verifies that necessary resources will be provided and that the time detailed is set aside.  

The signed training schedule will then be distributed to all OIC’s, SNCOIC’s, squad leaders, team leaders, evaluators, support section/personnel, and higher headquarters. Additionally, posting the schedule on company and platoon training bulletins, barracks, and work spaces will ensure all hands will know what training will be accomplished for the current month, and possibly the following month.
Coordinate Training
Develop a Letter of Instruction (LOI)

Letter of Instruction

         A commander must be capable of coordinating training requirements to create a training environment that provides real world relevance to the training that is to be conducted; in order for this to occur a commander must coordinate with both internal and external agencies, and provide a plan to achieve the required tasks.  The amount of time spent planning and coordinating with these agencies will provide for the units overall success in executing training.  One key way for establishing sound coordination is to issue a well written Letter of Instruction (LOI). 

Purpose  
         Created during the Development phase of the Systems Approach to Training & Education (SATE) process, The sole purpose of an LOI is to inform all participants (internal/external) of the 5 W’s-who is responsible, what will be taking place, when it will be taking place, where it will be taking, and why will it be taking place.  Most common, a LOI is drafted by a unit commander/executive officer instructing the members of the unit in the preparation, conduct, and evaluation of an event, in this case, a training event.

An LOI typically outlines the preparation tasks and timetable, the schedule of events, the logistic and administrative requirements, the responsible parties, and the method of evaluation and record keeping. Most valuable for requiring planning, information gathering, and other activities that will ensure a well executed training event. 

Components
As with most Marine Corps letters  and documents, the 5 paragraph order (Situation, Mission, Execution, Administration/Logistics, Command & Signal) is utilized to create an LOI; by using this format it will provide a clear, concise, and compelling document for the recipient.  The following are some things to keep in mind when writing your LOI:  letters/documents, the 5 paragraph order (Situation, Mission, Execution, Administration/Logistics, Command & Signal) is utilized to create an LOI; by using this format it will provide a clear, concise, and compelling document for the recipient.  The following are some things to keep in mind when writing your LOI:  

Clear
           Begin with the subject line: the words “Letter of Instruction ICO--” clearly printed. From there, write clearly, so there is no ambiguity. Meaning, no buzzwords that may show how smart you are but that are meaningless to the recipient. Imagine you’re writing for someone whose reading is not so good: keep it simple, direct, straight-forward.

Concise

The LOI should say exactly what the project/event will do and nothing more. No unneeded creativity, no long paragraphs of credits, no interesting but unnecessary description. Every word must count and none can be wasted. (Hint: try to write a half page less than the maximum allowed. And don’t use small type to cram more in.)

Compelling

           The LOI answers the question, why is the event important to the unit?  It continues in the opening sentence, which has a single job: answer the question, “what do we want to do and why this is important?”  Make sure that it answers the question precisely and clearly, and grabs the recipients’ attention.

Well Written LOI
          A well-written LOI will provide the unit with centralized planning, to ensure a coordinated effort.  When this is done right, it will allow for de-centralized execution, maximizing the use of talents across the unit.  Not only will it provide efficient execution it will also provide more challenging, yet safer training events.

NOTE:

Prior to writing your LOI, you will need to have the following inputs: Commanders training guidance, Training plans, Training schedule/s, Reference/s (AAV T&R Manual, HHQ CG CTG).  Each one of these inputs will provide you information for your LOI. 

Routing the LOI
Once the LOI is complete, it is now ready for submission.  The LOI should be routed through every section that will be affected by it.  Most commands have a standard distribution list (per their unit SOP) for this purpose; at the least it should reach the following: S/G-1, S/G-2, S/G-3, S/G-4, S/G-5, S/G-6, participants, and internal/external agencies.

Training Support Request

Purpose

A training support request (TSR) ensures that all necessary resources are present during training.  It does not do anyone good if you show up to a live fire range only to find out you don’t have any ammo.  It is necessary to consider the five W’s when submitting the TSR, Who, what, where, when, and why.  Pay special attention to the installations requirements for timing.  Certain requests will need to be put in days or maybe months in advance.


Every unit will have their own version of the TSR.  The version your unit uses will depend on your SOP.  The TSR might have more or less information than what we cover in this lesson.

Header Information
The header information states the unit that is requesting training support.  The OIC or the RSO that will be in charge of the training will be stated in the header section.  It should also give a point of contact for any concerns to be addressed.

Training Areas
The Training Area the unit plans on using should be identified and requested within the units SOP requirements (Ex. Two weeks prior).  Typically, training area managers/supervisors require units to place their request far out enough in advance to ensure availability and less conflict in ensuring the request is properly processed. 

Transportation

Motor T will need to know if they will be transporting personnel, gear or ammo.  They need to know how many Marines, time of departure, time of pickup.  If ammo is being transported, a specially trained driver will need to be used; a safety vehicle may also have to be picked up from the motor pool.  If these vehicles and drivers are not requested in advance the assets may not be available when they are needed. If you are using a vehicle from base motors coordination needs to be made well in advance to make sure the vehicle is available when needed. 

Chow
            What are the Marines going to eat during the training?  On the TSR you will need to specify how many chows of what type MRE, hot chow, hot wets, tray rats.  Does the unit have a field mess that will be used during the longer training evolutions?  Will the Marines use the chow hall; if so the chow hall will need a head count to feed any extra bodies.

Medical Support
Every training evolution needs to have corpsman support.  What happens if a Marine needs to be medically evacuated-MEDEVAC’d to higher care?  Is the BAS/ RAS going to be open at all hours or will medical emergencies need to be transported to a hospital on base or is the closest facility a civilian run hospital.

Armory
How soon does the request for weapons, and other serialized gear (Compass, NVG’s) from the Armory need to be submitted? What time do you have to be at the armory to draw your gear?  The armorers will need to be there prior to you showing up, ensure enough time is allotted for this to take place. 
NOTE!

If you plan on firing weapons, ensure a Limited Technical Inspection-LTI, or Pre-Fire Inspections-PFI has been performed.  You are unauthorized to fire any weapon, of any class unless they have been properly LTI/PFI.

Ammunition
If you are doing a live fire shoot it is important that the ammunition is allotted for your range.  The ammunition technician’s need to know what types of ammo you will be firing.  If the ammo is needed before a certain time of day, it may be necessary to pre-stage the ordnance.  If the ammunition is pre-staged, guards with reliefs will need to be assigned to the ammo pad. 

Billeting
           Are the Marines staying in the field or will they be returning to the barracks?  If you’re training off site you have to consider your advance party, main party, and rear party.  The billeting for each of these groups will be different.

Portable Toilets
           Not all ranges have portable toilets so it is important that you plan ahead to have portable toilets delivered to the training area prior to training.

Additional Comments
This section will provide the requestor the ability to request any additional resources that have not been covered in the TSR. 

Conduct Operational Risk Assessment
            Prior to conducting any level of training, a thorough operational risk assessment (ORA) must be conducted.  ORA is a decision making tool used by Marines and Naval Personnel at all levels to reduce or offset risk in a systematic fashion.  ORA is an element of ORM, as such we need ORM in every aspect of the training, whether the training is in the classroom or out on the rifle range.  Hazards exist in any environment where there are moving parts.  It is important to understand that on an individual basis we can have an impact on controlling risks associated with the hazards we face in training.  

Purpose
           Operational Risk Management (ORM) is designed to help you make better decisions and make better plans for upcoming operations and training events.  It's not intended to be an additional step to be performed as an afterthought once all other planning is complete, but rather an almost automatic or instinctive approach to decision making and training.  Therefore, ORM is not about factoring out all risk, but it is imperative to acknowledge risk can be controlled or reduced.  Too often we are willing to accept a mission or undertake a task without thinking about the risk involved.  We assume our superiors have factored out risk, after all they would not give us a mission or assign the training to perform if it were unsafe.  Are you willing to bet your life on that?  The Marine Corps isn’t.

ORM Concept
The first notion is to understand that ORM applies to all Marines ranging from the most junior enlisted to the senior commissioned officer of every command. It includes all military personnel, their dependents, and the civilian work force. Secondly, understand risk is inherent in all we do. This is to say it is not possible and in many instances not practical to eliminate all risk. There are times when the assertion of control measures to reduce risk becomes incompatible with one’s ability to accomplish the training.  As with most training evolutions, Risk Management uses terms that should be understood. Here are just a few of the many terms used in ORM:

Hazard
A condition with potential to cause personal injury or death, property damage, or mission degradation. An example of a hazard is an unqualified mechanic performing maintenance on engine parts.

Risk
           An expression of possible loss in terms of severity and probability.

Probability
            What is the chance the hazard will occur? This is the estimate of the likelihood that a hazard will cause a loss. These elements help to assess the impact of the hazard on a mission.

Severity
If the hazard does occur, how bad will the damage be? It is an estimate of the extent of loss that is likely.

High Risk Training

High-risk training is defined as training that exposes marines to the risk of death or permanent disability when stringent safety precautions are not followed.  Some examples include: diving, fire fighting, handling explosives, live fire and maneuver, mountaineering, helicopter rope suspension training, confidence and Tarzan courses, parachuting, surf traversing (scout swimmer, AAV, CRRC, etc.)

Risk Assessment

By understanding the various ORM terms, one can establish a means to assess any associated risk/s with any training event.  Conducting a risk assessment prior to conducting training will afford you the opportunity to:  

Step 1: Identify Hazards - Considering the major steps in a training event, identify any real or potential condition that can cause mission degradation, injury, illness, death to personnel or damage or loss of equipment or property.

Step 2: Assess Hazards - For each hazard, determine the degree of risk in terms of probability and severity of loss from exposure to the hazard.

Step 3: Make Risk Decisions - Develop possible risk control options and evaluate their cost and benefit. The appropriate decision maker uses cost versus benefit analysis to choose the best controls.

Step 4: Implement Risk Controls - Plan for the commitment of resources to implement control(s) to eliminate the hazard or reduce the risk.

Step 5: Supervise - Proactive and personal follow-up on effectiveness of control(s).

Risk Assessment Code (RAC)

The use of a Risk Assessment Matrix allows us to combine the two elements, severity and probability, to produce a RAC.  While the degree of risk is subjective in nature, the RAC does accurately reflect the relative amount of perceived risk when comparing various hazards.

Operational Risk Assessment Worksheet (ORAW)
            Used to record the results of an Operational Risk Assessment.  The ORAW should be reviewed prior to commencing training to ensure there are no changes in any of the information and that the controls are in place. All hazards identified should be verified to see if they still exist. If new hazards exist during application of the task, then the decision maker would make a time-critical assessment to ensure it is still safe to continue with the training event.

Range Recconaissance

Leaders Recon

Prior to executing training, and when possible, a leader’s reconnaissance should take place.  The range reconnaissance will be conducted (at a minimum) by the leadership responsible for executing training.  This will give the leadership the visual observation to obtain better situational awareness and a good understanding of what they can, and can’t accomplish in the training area.  Conducting and completing a range reconnaissance will allow the ability to confirm, modify, or formulate the standing training plan.  It is just as important as executing the training event itself.

Other Considerations

Other Considerations.  Prior to executing training, and when possible, a leaders reconnaissance should take place.  The reconnaissance will be conducted (at a minimum) by the leadership responsible for executing training.  This will give the leadership the visual observation to obtain better situational awareness and a good understanding of what they can, and can’t accomplish in the training area.  Conducting and completing a range reconnaissance will allow the ability to confirm, modify, or formulate the standing training plan.  It is just as important as executing the training event itself.
Prepare for Training

Create and Obtain Training Materials

Training materials are developed using training standards from the T&R manual.  Power Point presentations, overhead slides, mock-ups, and other training aids should be developed or procured.  Trainers must also ensure the training area has all resources they will need to conduct an effective period of instruction (i.e., computer, projector, grease board, turn chart, etc.).   For field training exercises, trainers must ensure they have needed materials pre-staged at the training site.  Further, they shall ensure they have the standards they will train on hand.  One method for this is to copy and laminate pages from T&R manuals or other training references.  The key is to be creative – remember the 8 training principles when you are preparing for a training exercise or period of instruction.
Select and Prepare Trainers
Selecting Trainers:  When selecting trainer to conduct a training event, unit leaders should look for:

a) SMEs in the subject

b) Competence with MOS

c) Confidence in front of others

d) Knowledge of unit SOPs

e) Can the individual(s) perform the task themselves?

Prepare Trainers: Trainers should review their instructional procedures and materials they will present during assigned training events. After reviewing they should also rehearse several times before event.  This will help identify and correct any problem areas, and will build confidence in teaching the material. Officers and SNCOs who lead units through training exercises should review/define training objectives and goals in accor​dance with published standards and guidance provided by the commander. 
Create a Performance Checklist 
The main purpose of the performance checklist is to ensure that Marines are performing to standard.  The performance checklist is based on the performance steps called Individual Training Events and Collective Training Events (CTE) which make up the component events in the T&R manual.  A performance checklist supports the crawl, walk and run methodology of training in that the task is presented by telling the Marines the task (activity to be performed), condition (under what conditions the task will be performed) and the standard (the measure of effectiveness which determines successful accomplishment). 
Confirmation Brief
Prior to a unit’s training event, or tactical operation, a confirmation brief is presented to the units commanding officer or senior leader. The purpose of this brief is to provide the commander with the key information about the mission or activity. This brief could include a power point presentation, a verbal brief, a sand table, a diagram, or presented on a MRE box. Normally, the unit operations officer will place the briefers in the order he feels necessary to best present the brief to the unit commanding officer.  However, some commander’s may desire a pre set order for the information to be presented. Information on this brief includes, but is not limited to:

Map of site

Situation

Enemy and friendly information

Mission

Details of execution

Date and time of event

Units/personnel involved

Equipment needed

Ammunition requirements

Command and control

Radio frequencies

Emergency medical procedures

Contingency plans

Reception for return of personnel

Handling POW’s

ROE provided by the Legal officer

ORM Assessments

PAO concerns
The confirmation brief is the unit commander’s tool to ensure the final plan is supportive of accomplishing the mission.  As the details are being presented by each area briefer, the commander will concur or non concur with each area of the brief.  If the commander non concurs with any area of the brief, a follow on confirmation brief will be conducted to the commander to get the final approval for the mission.  Key tips for the briefers is to anticipate all questions the Commander may ask, do not overload with minor details, and lastly, it is a brief, keep it as such.
Conduct Evaluation

Purpose

One of the most important steps in the Unit Readiness Planning process is evaluation.  It is intended to be continuous at all levels to ensure commander’s have the most accurate information regarding their unit’s ability to perform assigned missions. This is done through continuous evaluation by leaders at all levels, observing the daily routine training and performance of day to day on-job tasks, and recording their observations.

An evaluation is only as effective as the feedback gained.  This is why it is important to not only evaluate but to record the results of the evaluation process.  By reviewing the results the commander is better able to identify weaknesses or deficiencies and plan steps to rectify them.

a. Has the training met predetermined expectations?

b. Is the unit better able to accomplish its mission?

c. How can we improve training?

d. Are allocated resources sufficient to accomplish the mission?
Planning Evaluation
Planning is not only the first step of an evaluation, it is also the most important and time intensive. Everything that follows depends on how thorough and detailed the planning process was. There are several reasons to carefully plan an evaluation. 

When planning an evaluation one of our primary concerns should be to consider whether or not the evaluation is supporting the unit’s combat readiness, or the individual Marine’s combat effectiveness.

Once it has been determined that the evaluation and the resulting feedback are relevant to the unit’s specific mission and the overall combat readiness.  There are further considerations.

     What areas or tasks need evaluating?

          Events requiring certification (PTP, HRST)
          E Coded events

          Events which the Commander deems as critical (individual or collective)

          Events that require remediation or retraining

          Events that may have not been accomplished previously due to
unforeseen circumstances

          Skills or events which require certification (HRST, PTP, MEU)

     Which of the events or tasks can be evaluated
      simultaneously/concurrently?

    What are the time & resources available?

    What logistical support will be required?

Taking all these factors into consideration and focusing on the overall desired outcome of the evaluation process will allow the commander to insure:

The evaluation is valid and the feedback relates to the unit’s combat effectiveness

The evaluation stays focused on the original intent

That time and resources are optimized

The evaluators and supporting units are properly designated and well prepared.

Evaluation Methodology
As we covered earlier evaluation gauges the unit’s combat readiness.  This is done by determining the proficiency of both individual and collective standards.

This can be accomplished through informal, formal, internal, external, or by combining any of these methods.
Informal: Effective for small unit leaders.  Used to gauge on the job performance of day to day activities. Can be used as a form of review and critique to periodically gauge readiness.

Formal: Effective at meeting more defined evaluation & reporting requirements, due to its nature as a more regimented and documented method.  Usually used to evaluate set standards.  (T&R, MCCS)

Internal: The unit is using its own personnel to evaluate.  This allows the leaders the opportunity to assess readiness within their respective AOR. Using personnel with in the unit allows for evaluation to take place on short notice and requires less planning.  This allows for a more honest assessment.  (Is very effective when paired with informal)

External: The commander brings evaluators in from an outside entity.  This is effective in that it insures objectivity of the evaluation results.  Requires more planning and logistics.  This makes it more suitable for evaluating set standards with specific reporting requirements.  (Is most likely to be paired with formal) 

When determining methodology it is also important to understand the differences in Testing, Evaluation, and Certification.  

Testing: Tests measure proficiency against an established standard and usually are graded pass or fail (go or no-go) criteria.  The standards used will usually come from the T&R manual or the MCCS tasks.  In the testing process the unit or Marine has to accomplish the standards dictated, without deviating from a prescribed process.  It is important to note that unless safety is an issue the proctor will only observe and not correct mistakes or deficiencies.  Feedback will be given at the time of completion.

Evaluation: Evaluation is used to assess strengths and weaknesses.  Scoring not on a pass or fail basis but on a scale.  Feedback can be given in the form of a critique after the event, allowing for immediate feedback.  
Certification: Is a measure of technical proficiency in a specific area.  Is dictated by service regulations and required by HHQ.  The certification process is regimented and documented, requiring specific requirements be met by the evaluator as well as the Marine being evaluated.

No matter what method is used to gauge proficiency it is always important to make sure that the method selected allows for the most realistic evaluation possible.  Our tasks are real-world day to day jobs.  Ideally we want to conduct evaluations on the job as the Marine completes their duties.  But, with some MOSs this isn’t always possible (i.e. combat MOSs).  When this is the case it is imperative that the evaluation scenario be as realistic as possible, containing realistic cues and gauging the responses.  Evaluations are most effective when they are conducted under realistic conditions.
Selecting Evaluators
First and foremost an evaluator must be tactically and technically proficient in the tasks they will be evaluating.  As the name indicates internal evaluations utilize personnel from within the unit.  And, external will use evaluators from outside units.  It is necessary to insure that evaluators hold the same or senior duty positions as those they will evaluate.

It is the commander’s responsibility to ensure the evaluators selected are proficient in the tasks to be evaluated are properly briefed and prepared.
Preparing Evaluators
The MCRP 3-0A UTM Guide states “The evaluation process is only as effective as the feedback it gains and its subsequent employment toward improving unit proficiency”.  This is very true.  But, the feedback is provided by our evaluators.  So in actuality the evaluation is only as effective as our evaluators and how well we prepare them.  The information they provide during the evaluation will be what the After Action Report is based off.  And as we know from our earlier classes the Commander’s Assessment is developed from inputs, one of these being the training evaluation data.  The circular nature of URP is what makes it so important to ensure we get good solid data from the evaluation process.

But before we prepare our evaluators we must first designate what their role will be.  We have two main billets the Senior Evaluator and the Performance Evaluators.

Senior Evaluator: Responsible for coordinating and supervising all evaluator activities during the exercise and debrief.  Also, compiles the data sheets from all evaluators identifying any trends in the unit’s performance, and conducts the post-exercise debrief.  The most important job of the Senior Evaluator is to properly train the subordinate evaluators by ensuring they are familiar with the scenario, LOI, SOP, and that they have reviewed all relevant references and checklists.

Performance Evaluator: Responsible for the actual evaluation and observation of the unit and all aspects of the scenario.  Using the checklist to not only grade pass or fail of the standard(s) but also taking notes and making observations of the process as a whole.  Evaluators should keep in mind that their feedback and grading are what the debrief will come from and ultimately feed into the After Action Report.
Evaluation Checklists
Evaluators develop checklists based on collective and individual standards, and use them to evaluate unit performance.  A detailed evaluation checklist will keep the evaluation on track and focused on the intent.  It also functions as a reference for the evaluator, by listing the event, the performance steps and their respective requirements.  Having a detailed checklist will also allow the evaluator to better prepare for the evaluation.   Checklists usually contain the objective (task/standard) and key performance steps.  Performance steps (or component events of a collective T&R event) include collective tasks of subordinate units and individual tasks of participating Marines.  
Observe Training
All of our efforts to create the checklist, designate evaluators and to prepare them lead up to the actual observation.  It is in this portion of the training process that we will cover employing the checklist and ensuring that we get accurate and effective feedback. Observing training is the key component to capturing how well the unit’s training plan has led to a higher combat readiness percentage or it will show the commander what areas need to be trained in more to raise the percentage.  This all feeds into a more accurate After Action Report and Commander’s Assessment.

Prior to observing training for the evaluation, the evaluators will collect all evaluation checklists they will need in order to evaluate the unit.  While evaluating the unit, key points for the evaluator are:

a. Look for trends.  One individual out of the entire unit, who makes a mistake, should not be considered a trend.  However, several persons making the same types of errors, would be a trend, and would be noted on your evaluation.

b. Do not coach or critique during the evaluation.

c. Do not focus only on the negatives.  Make final comments on your evaluation for both positive and negative trends

d. Immediately address any safety concerns you observed during training

e. Observe and make notes regarding the organization and support of the training and evaluation

Some specific points to note and pay particular attention to and will assist in providing good feedback are:

a. Was the training METL based?
b. Was the training performance oriented to the maximum extent possible?

c. Did the Marines being evaluated complete all prerequisites prior to the event?

d. Did the Marines arrive prepared; wearing the proper uniform and with all equipment required for the event?

e. Were leaders proficient, organized, confident, and enthusiastic?

f.  Were the facilities or training area appropriate to the event and free of distracters?

g. Was support and equipment & material employed effectively?
Conduct an After Action Review

The purpose of the After Action Review is to identify a unit’s strengths and weakness across the entire Unit Readiness Planning process; by observing the planning, tactics, combined-arms employment, command & control, communications, survivability, and personnel & logistics support.  It highlights lessons learned and identifies alternate courses of action. 

It is important to remember that an After Action Review is a professional discussion of an event that is focused on the performance standards and major trends.  This will allow the unit to sustain their strengths and improve on any weaknesses.

It is not intended to be a lecture or one-way critique; detailing why the unit “messed-up”.  It is also not a cure—all for unit training problems.

An After Action Review is a tool to help the unit:

· Reinforce and increase the lessons learned as a result of the training exercise.

· Link lessons learned to subsequent training. 

· Increase Marine and leader interest, motivation, and ownership of unit training and its subsequent feedback; by involving all participants.

· Identify and analyze both strengths and weaknesses.

· Guide toward increasing the unit’s combat readiness. 

Regardless of the type of training or unit(s) involved a good After Action should answer three basic questions:

· What happened? (ID strengths &weaknesses)

· Why did it happen?

· How can it be done better?
Types and Echelons of After Action Reviews
     Much like the evaluation process there are two types of After Action Reviews; formal and informal.  The type utilized will depend on the size of the unit and the type of training.  There also different echelons of After Action Reviews and these are dependent on the size of the unit or training event, as well.
Formal
Formal AARs are normally conducted at company level and above. However, when a training event is focused at squad or platoon level, and resources are available, a formal AAR may be conducted. Some characteristics of a formal After Action Review are:

· Conducted where best supported and may involve prepared training aids

· Planned and scheduled beforehand.
· Conducted or facilitated by external observers and controllers
Informal
     Informal AARs are usually conducted for individual Marine, and crew, squad, and platoon-level training or when resources are not available to conduct a formal review.  

It is important to document all discussion and comments in an informal AAR; since they involve all the Marines from the participating unit.  And, a more effective formal AAR can be based off of the Informal After Action Review and its outcome.  

It is also important to remember informal After Action Reviews:

· Are conducted when needed.

· Can be conducted by the internal chain of command.

· Can use simple training aids.

Can be conducted at the training site.
Common Considerations

Both formal and informal AARs:

· Conducted during or immediately following the event.

· Focus on intended training objectives.

· Focus on performance (individual Marine, leader, and unit)

· Encourage maximum participation.

· Utilize the Socratic Method

· Link performance and lessons learned to future training
Echelon
The higher the echelon of command the more complex the systems within the organization.  This makes it necessary to conduct separate After Action reviews at every echelon within the command.  And in some cases within functional areas as well.  The appropriate number of AARs should be conducted to maximize participation at all levels and lessons learned during the exercise or training event.

1st Echelon. Are typically the first AARs to occur.  They occur at the Company level and below.  The company umpire will typically hold it as soon after completion as possible. The company commander, subordinate leaders and participants should be present.  1st echelon AARs allow even the most junior Marine to provide input and observations; thereby increasing lessons learned.  Observations from this AAR will be incorporated into the higher echelon AARs, as required.

2nd Echelon. Will only be conducted following the 1st Echelon AAR.  2nd Echelon AAR are typically held at the battalion/squadron level.  The battalion level umpire will conduct the AAR with the Bn commander, staff Company commanders, officers, and SNCOs/NCOs down to the platoon sergeants or equivalent.  2nd Echelon AARs are professional discussions led by the commander and umpire; to examine the training events. (What happened?  Why they happened?  And any alternative courses of actions. As with the 1st echelon the product of 2nd echelon will feed into the next higher level echelon.

3rd Echelon. Are held at the regimental/group level and only after the 2nd Echelon has been conducted.  The regimental umpire will conduct the AAR with the commanders, staff, and appropriate NCOs.  Bn commanders and their staff should attend.  3rd echelon AARs are also professional discussions of what happened and why. They may include:

a. Ops under limited visibility

b. Tactical ops in a CBRNE

c. Impact of new systems and doctrine

d. Intelligence preparation of the battlefield

e. Tactical ops against different enemy actions

f. Integration and use of support assets
AAR Planning and Preperation
Formal and informal AARs follow the same general sequence. Leaders must plan and prepare before they can conduct an effective AAR. The amount of planning and preparation depends on the type of AAR to be conducted and the resources available.  The following are considerations that should be taken:



1) Planning. Leaders conducting an AAR must ensure it accomplishes its objective to promote learning. Through planning, leaders provide the foundation for a successful AAR and create a positive climate for training and evaluating subordinate Marines, leaders, and units.  It should be known that although the AAR goes at the end of the training the planning starts in conjunction with the exercise planning process and evaluation planning.  At a minimum, the plan should include and address the following: 

· Who will observe the training and conduct the AAR? 

· What the observers should focus on (Training Events & commanders intent)? 

· Who is to attend the AAR? 

· When and where the AAR will be conducted?

What training aids or support will be needed for the AAR? a. Select Umpire-Controllers.  Those selected for umpires or controllers should not be involved in the training. They should not have other duties which detract from their observation and evaluation of the training. If this cannot be done, the chain of command should evaluate subordinate elements and conduct the AARs. Squad leaders should evaluate their Marines’ performance and limit the AAR discussion to their actions. Platoon leaders would do the same for their squads; the company, for their platoons, and so on. Selected observers must be:

· Able to perform the tasks to be trained. 

· Experienced in the duties they are to evaluate. 

· Knowledgeable in the current doctrine. 

· Should be of at least equal rank to the leader of the unit being evaluated. 

Just as we did with our evaluators, leaders must also plan to train their observers. Each umpire conducts the AAR for the element he observes and provides the input for the next higher echelon. In addition, observers themselves must be observed as they observe individual or collective training. After observers conduct their AARs, leaders should conduct an AAR for them to improve their techniques and procedures. If possible, observers should accompany and assist an experienced AAR leader and sit in on other AARs whenever possible. 

Umpires and controllers must be familiar with the unit's METL or individual and collective tasks they will be observing. Moreover, they must know the training objectives and be proficient in the tasks themselves. By knowing up front what the training involves, observers can concentrate on the specific tasks considered to be mission essential and provide critical feedback concerning the unit's performance. 




b. Identify Participants.  The commander specifies who must attend each AAR. The AAR leader may recommend additional participants, based on specific observations. They select as many participants, to include the OPFOR leaders, as can reasonably be handled at the AAR site. As we just covered each echelon, will have its own primary set of participants. At crew, squad, and platoon level, everyone should attend and participate. At the company level, this may not be practical. Insufficient space at the AAR site or the ongoing training mission may preclude some participants from attending. In this case, leaders and key players may be the only participants. 

The OPFOR can provide valuable feedback on the training based on observations from their perspectives. While the unit's leaders and evaluators see the training from one point of view, the OPFOR can provide healthy insights on: 

· OPFOR doctrine and plans. 

· The unit's actions/exercise scenario. 

· OPFOR reactions to what the unit did. 

Stopping Points.  An observer cannot see everything each Marine does during an exercise. Likewise they can not be expected to brief every element of an inter-service exercise in one AAR. In planning leaders must allow time to conduct AARs as an integrated part of the training, at natural points. Additional time for an AAR at the end of each essential task or major event is necessary. Stopping points should be planned; for example, after a unit arrives at a new position or after it consolidates on an objective.  AARs should be conducted as soon as possible after the event and before another operation begins. For planning purposes, it is recommended, leaders should allow approximately one hour for platoon-level AARs and one and one-half to two hours for company and higher-level AARs. The additional time required to conduct the AARs may result in fewer missions or drills, but will maximize the quality of feedback gained from training. 




d. Training Aids. Training aids add to the AAR's effectiveness, but they must be carefully selected and requested well in advance. They must support the training discussion and not distract.  Training aids should be large enough, and positioned, so that everyone can see. Terrain models, models of units, vehicles, and personnel make discussions clearer. 

Unit graphic control symbols should be included on the terrain model or on a centrally positioned sketch map. Slides, TV tapes, and other media may also be appropriate. All aids used should be professional and complement the dialogue, take the following into consideration: 

· What points will I need to make during the AAR? 

· Will the aid illustrate one or more of the points? 

· Can the actual terrain or equipment be used? 

· Does the aid have any restrictions or requirements, such as additional generators? 

· Will the participants be able to see and hear it? 

· Is the aid really necessary to the discussion

Asking the questions above will help eliminate unnecessary aids and assist leaders in selecting those which will best contribute to the AAR. The final step in the planning of training aids is to request them from their appropriate sources. 




e. Location. Selecting the location of the AAR is just as important as the rest of the planning process.  Considerations that should be made are:

· What level is the AAR being conducted? 

· Who is attending? (numbers)

· What training aids will I be using and can they be properly employed in the selected location?



2) Preparation. Prior to conducting the AAR, leaders will organize the sites prior to the review.  Planning several potential AAR sites throughout an exercise area can reduce the preparation time. It allows equipment to be prepositioned and the layout to be diagramed. Prepositioning allows for shorter movement time to the selected site; the diagram permits the setup to begin before the AAR leader arrives. 

In most cases, the AAR will be conducted at the training site, but this may not always be possible. As leaders plan their training and training sites, they should watch for areas that could be used for the AAR.  These sites should be close to the training site with space for the participants to gather in easy sight and hearing range of the AAR leader. The site should be as free as possible from outside distractions during the AAR. An AAR held in the middle of an active maintenance area may distract more than benefit unless that is the activity being reviewed. Leaders should also plan sites that can support any special requirements of the training aids to be used.   Preparation will also entail the chief controller collecting, and compiling, all notes and data recorded by the umpires and the evaluators.




a. Organize the AAR Discussion.  Prior to conducting an AAR, the chief controller and leaders need a plan for organizing and rehearsing. To do this, they should develop a discussion outline before the training and further develop it as the training progresses; based off the data collected. The AAR leader should put notes and observations from the training in chronological sequence; then should select the most critical ones and sequence them as they relate to the exercise training objectives.  A well prepared agenda helps keep the AAR mission focused and results in more effective feedback.  A sample AAR agenda may be organized as follows: 
Sample Agenda
	Introduction
	Chief Controller

	State training standards
	Chief Controller

	State defensive plan
	OPFOR leader

	State offensive plan
	Unit leader

	Events before detection/contact
	Unit leader

	First detection/contact
	Unit umpire

	Report of detection/contact
	Unit umpire

	Reactions to detection/contact
	Unit leader/OPFOR leader

	Frag Order
	Unit leader/OPFOR leader

	Events during employment
	ALL

	Results
	ALL

	Summary
	Chief controller


Conduct and Follow up the AAR
Conduct of the AAR.  Before starting the AAR, the leader must ensure all participants are present and ready. The Marine who is absent or late may have information critical to reconstructing what happened. The leader must insist that all key participants attend, to include OPFOR leaders.

The AAR leader provides the focus for the AAR by briefly restating the specific exercise or training standards & objectives. Next, he has a participant/leader summarize the OPORD.  From this point on, the AAR leader guides the discussion, keeping the focus on the objectives and in a logical sequence. 

An AAR takes advantage of the combined experiences and observations of EVERYONE involved in the exercise.  The intent is not for it to critique the exercise itself; it is a professional discussion of the training accomplished to promote learning and increase unit readiness.  Commanders and controllers should not lecture or critique they should only enter the discussion to sustain movement of the AAR, get it back on track, or bring out new points for discussion.  Here are some techniques which will help the AAR leader guide the discussion: 

· Ask leading and thought-provoking questions that focus on the training objectives. 

· Have the unit members describe what happened in their own words and from their own point of view. 

· Relate tactical events to subsequent results. 

· Do not excuse inappropriate actions.  Explore alternative courses of action that might have been more effective. (How could you have done it better?) 

· Avoid detailed examination of events not directly related to major training objectives unless the participant wants to go into greater detail. 

Summarize the AAR. The chief controller concludes the AAR with a quick summary; covering all of the issues discussed and points covered.  This is also a time to allow for any “saved rounds”; ensuring that everyone has had a chance to participate.
Follow-up.  Immediately following the After Action Review the chief controller privately discusses individual and unit performance with the unit leaders.  Both strengths and weaknesses are covered honestly and positively, to improve unit performance.  After this the appropriate leadership should begin identifying those tasks that will need to be retrained. Once identified, these tasks should be placed into categories of priority and should be reflective on future training events.  If need be, SOP’s may need to address how to establish events for retraining.  The important thing is to capture weaknesses and identify ways to improve on them.    

Complete an After Action Report
     Now that the After Action Review has been completed, the responsible leadership must document the results; feedback, impressions, evaluation results, lessons learned and re-training requirements.  This is done by creating an After Action Report.

One of the most important sections of the AA Report is the Lessons Learned which documents what needs to be done better or differently as well as tactical, training and risk lessons.  

An AA Report helps planners improve future events, and assists in deterring mistakes that may have been made and also act as inputs for the long and short-range plans. Reports should be submitted upon completion of the training exercise and After Action Review, or as soon as practical.  (Exercise LOI’s issued prior to the evolution’s start should provide format guidance and due dates.)

After action reports may also address, but are not limited to the following:

· Identify combat support, and combat service support problems.

· Document an operations identified strengths and weaknesses.

· Include results on new doctrine, tactics, techniques and equipment.
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