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Conducting Individual and Team Training

	Purpose
This lesson will identify roles and responsibilities of cadets in a mentor/mentee association. It will provide tools for a successful mentoring connection, and define an improper mentoring relationship.

Additionally, this lesson will explain how to develop a leadership-training plan and will  identify the topics that are required in a leadership-training plan.
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Introduction

The most important responsibility in the Marine Corps is leading Marines. If Marines are expected to lead, and Marines are expected to follow, they must be provided with the education of the heart and mind to win on the battlefield and in the barracks, in war and in peace. Traditionally, education has taken many forms, often handed down from Marine to Marine, by word of mouth and example.

This lesson presents a more formal approach to training than word of mouth. In this lesson, you will be provided with the information you need to help educate your fellow cadets through one-on-one training, called mentoring, and through team training.

Training Individuals through Mentoring

Everybody is a mentor and everybody has mentors.  Most of us do not use the word “mentor” to define these relationships.  Think back to all those who have helped you throughout your life to achieve the successes you have had.  Remember that coach who worked with you to be a better sports team player.  Remember the times your parents helped you through tough periods and supported you.  They were mentoring you, providing assistance in the form of counsel to help you perform better and to assist you in your personal and educational growth.

This section of the lesson will outline and discuss the purposes and goals of mentoring and provide guidance on how to set up and participate in a mentoring association.

Since its inception, the Marine Corps has emphasized the importance of passing on professional knowledge to those of you who will be privileged to lead. By definition, a mentor is a trusted counselor or guide. 

There are no set rules for a mentoring association, but general guidelines apply.  The most important thing to remember is that mentoring is a specialized association formed to enhance a cadet’s educational and personal worth to him/herself and to the Corps.  The rules and regulations that define the relationships between senior and junior cadets apply in total to mentoring. 

Mentoring is usually an informal program, but can be command sponsored.  The relationship between mentor and mentee is voluntary. When there is no command-sponsored program, "natural" mentoring may take place. A mentoring connection is an educational and career development association, whose success is solely the responsibility of the mentor and mentee.
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Marine Corps Policies

There is no Marine Corps Order that mandates or describes a Mentoring Program.  Where no command-sponsored program exists, mentors and mentees, who establish their own mentoring relationships, must adhere to all applicable standards of conduct and regulations for junior and senior relationships. 

Mentoring should be a universal program.  Mentoring is useful for all cadets.  While it is useful for mentor and mentee to have some things in common, it is not necessary.  All that is necessary is a willingness on the part of both parties to make a genuine effort to improve the performance and prospects for success of the mentee. 

Mentor-Mentee Associations

Mentoring should not happen by chance. Both members of the mentoring association have responsibilities.

Mentor Roles

The roles assumed by a mentor depend on the needs of the mentee and on the association established between the two.  There are at least ten roles a mentor can assume:

1. Teacher. As a teacher, the mentor teaches the mentee the skills and knowledge required to perform the job successfully.

2. Guide.  As a guide, the mentor helps the mentee to "navigate" and understand the inner workings of an organization.  Sometimes this includes passing on information about the unwritten "rules" for success.

3. Counselor.  Counseling a mentee requires establishing a level of trust in the mentoring association.  A counselor listens to possible ethics situations and provides guidance to help the mentee find his or her own solutions and improve his/her own problem solving skills.

4. Motivator.  A mentor shows support to help a mentee through the tough times, keeping the mentee focused on developing job skills to improve performance, self respect, and a sense of self-worth.

5. Sponsor.  The mentor helps to create possibilities for the mentee that may otherwise not be available.  Opportunities should be challenging and instructive, without being overwhelming.  The mentee should not be set up for failure.

6. Coach.  A coach observes performance, assesses capabilities, provides feedback to the mentee, and instructs with a view to improve performance.  Then the loop repeats.

7. Adviser.  A mentor helps the mentee develop professional interests and set realistic career goals.  Goals should be specific, have a time frame, set deadlines, and be results oriented, relevant, and reachable.

8. Referral Agent.  Once a career plan is developed, the mentor assists the mentee in approaching persons who can provide training, information, and assistance. The mentor also points the mentee to relevant career enhancing schools, correspondence courses, books, reading, professional organizations, and self-improvement activities.

9. Role Model.  The mentor is a living example for the mentee to emulate. A mentor must lead and teach by example.

10. Door Opener.  The mentor opens doors of opportunity by helping the mentee establish a network of contacts both within and outside the MCJROTC unit.  He/she helps the mentee understand the importance of staying in touch with seniors, peers, and juniors to exchange information, ideas, and concerns.


Mentee Roles

The mentee responsibility in the mentoring association is to maintain a willingness to learn, accept guidance, and trust that the mentor has the mentee’s best interests in mind.  The following are attributes for a mentee:
1. Willing.  The mentee must want to improve performance, contribute to the organization, enhance career prospects, and be willing to work to reach his/her goals.

2. Active. A mentee takes action based on career goals, suggestions of a mentor, job requirements, and educational opportunities.

3. Accepting.  A mentee is willing to accept responsibility for his/her actions, accept meaningful feedback and criticism, and accept guidance and counseling from his/her mentor.

4. Respectful. The mentee shows consideration and respect for the mentor's willingness to help and seriously considers all advice and suggestions from the mentor. He/she is open-minded; progress takes time and effort.

5. Professional.  The mentor/mentee relationship is professional at all times.  Both parties should be respectful of privacy and each other’s personal lives.

6. Prepared.  The mentee is ready to move beyond the mentoring association, once the association has served its purpose.

Establishing a Mentoring Connection

There are six stages to developing, maintaining, and terminating a mentoring connection:

1. Identification stage.  Most mentoring associations are formed haphazardly, except where a command-sponsored program is in place.  Where no program exists, either a senior or junior cadet may initiate the mentoring connection.  Senior cadets look for junior cadets with potential for improvement and who need guidance.  Junior cadets recognize that they need assistance with some facet of their career development and seek help to improve.  There may be some common bond between mentor and mentee such as gender, race, hometown, hobbies, unit, and so forth.

2. Preparation stage.  Both mentor and mentee must want to establish the mentoring association.  They should understand the purpose of the relationship, expectations, goals, risks, and rewards.

3. Initiation stage.  The mentor and mentee set the parameters, discuss and set goals, decide on time frames, and write a plan with a time frame.

4. Cultivation stage.  This is the stage where the mentor teaches job skills, provides guidance, lends psychological support, opens doors, and provides counsel.  The mentee works to improve performance, learn new skills, follow guidance, and actively learn the organization and its goals and "ethos."

5. Redefinition stage.  A review and action phase where the mentor and mentee assess accomplishments, reorient the action plan, and redefine goals.  During this stage one or both parties may decide to end the association.

6. Termination stage.  Parties may decide during the redefinition stage to terminate the association due to positive or negative factors.  Mentor and mentee should discuss which goals were achieved and which were not.  Both should try to make a realistic assessment of strengths and weaknesses of the association. Sometimes mentoring associations continue indefinitely.

Tools for a Successful Mentoring Connection

The following are tools for a successful connection between the mentor and the mentee.

· Effective Interpersonal Communication Skills: Both mentor and mentee must be able to adequately express to each other the messages they want to get across. Interpersonal communication is a dynamic, never-ending, two-way process that is oriented toward the receiver. Messages are written, spoken, verbal, and non-verbal. The receiver must listen, read, reflect, and respond.  There are barriers to effective communication. In a mentoring connection, it is better for the mentor to avoid being authoritarian, admonishing, threatening, or too critical and negative. The mentor must strike the right balance between being overly harsh or coddling the mentee.  Feedback is necessary for any communication loop to develop and operate properly. Encourage the mentee to discuss what is and is not working for him or her.  As a mentor, ensure you understand and observe the mentee and his/her work so you can provide meaningful help and guidance.

· Personal Assessment:  Each mentee with his/her mentor's assistance must truthfully perform a self-assessment to identify both strengths and weaknesses. Look at past performance, performance reports, school grades, and other performance indicators. Examine the criteria for advancement. What courses, extracurricular activities, and other improvement opportunities are important to the mentee's career advancement?  Once strengths and weaknesses are examined, a list is made of areas for improvement or enhancement.

· Make a Career Development Plan:  The mentor and mentee look at the mentee's strengths and weaknesses and develop a plan to use educational and extracurricular opportunities to develop necessary skills and attributes in the mentee. The plan can be based on both short and long term improvements. Follow the plan. The mentor can help attain goals by utilizing formal and informal contacts, writing letters of introduction, helping prepare the mentee for formal schooling, and so forth.

· Re-Evaluate the Plan:  When a major goal is achieved, expectations may rise.  Do not be afraid to set the "bar" a little higher.  Conversely, some goals may not be achievable; therefore a reassessment of what is and is not practical may be necessary.

The Successful Mentoring Connection

How are mentoring connections formed? Some units have established programs for mentoring.  They keep a list of volunteers from among the more senior members and from among the interested juniors.  Matches are made based on a number of elements such as working relationships, shared interests, common background, and other natural factors.  A unit may establish mentoring relationships for all cadets.  Some will work out; some will not.  

Most mentoring occurs through some shared experience, background, or other factor that causes the connection to occur almost by itself.  A mentee looking for help may want to emulate the success and style of a senior cadet and ask for assistance.  A senior cadet may see the spark of potential in a junior cadet and take responsibility to encourage and assist.  Naturally formed mentoring connections should be encouraged.  

Improper Mentoring Relationships  

The Marine Corps Manual (MCM) defines an improper relationship as: "situations that invite or give the appearance of familiarity or undue informality among Marines of different grades."

This sentence means that familiarity and undue informality between Marines of different grades is improper.  Further, it states that perception is important because the relationship or situation must not invite or give the appearance of familiarity or undue informality.

For example, a mentoring relationship between a couple that is dating would not be appropriate and might not be beneficial for mentee. The mentor would have difficulty maintaining objectivity in the advice given to his or her partner because of the personal nature of the relationship.


Team Training: A Leadership Lesson

In order to understand how to plan training for your team, it is best placed in the context of creating an actual lesson plan. The purpose of this section is to give you an understanding of how to plan team training by demonstrating how a leadership-training plan is constructed. 

Establishing Training Goals/Objectives

The ability to lead is not inherently bred into your character; it is a skill you develop with experience.    

The primary goal of Marine Corps leadership training is "to develop the leadership qualities of all Marines to enable them to assume progressively greater responsibilities to the Marine Corps and society." The secondary goal is to enhance mission accomplishment and troop welfare.  There are several ways to accomplish this goal.

· Foster the constant application of leadership principles, particularly leadership by example.

· Develop proper moral and ethical behavior.

· Promote fair treatment with special emphasis on equal opportunity and prevention of sexual harassment.

· Improve personal and performance counseling.

· Develop the team concept and stress teamwork in daily activities to reinforce the team concept.

Training Topics
There are some topics directly related to leadership training goals that are required by regulations.  The leader should consider including these topics in his/her leadership-training plan.  Not only will their inclusion enhance the accomplishment of the leadership training goals, but it will also fulfill the related training requirements.  Required topics are:

· Sexual harassment 

· Essential subjects for training including the Code of Conduct and Military Law/Uniform Code of Military Justice, history, customs, courtesies, close order drill, and interior guard.

· Unit information program including drug abuse, equal opportunity, personal affairs, character and moral education, and personal conduct.

· Equal opportunity 

Periodically, additional requirements for leadership-related training are addressed as needed.

The Training Plan

Any training plan should be oriented to fulfilling leadership-training goals.  In doing so, it should meet the unit's specific needs, fulfill each cadet’s needs, and develop each cadet’s leadership abilities.

There are four characteristics that indicate success or failure in the unit's leadership.  They are morale, esprit de corps, discipline, and proficiency.  These indicators can be used as a gauge for measuring leadership effectiveness and can assist in determining training requirements.  By using these indicators as an evaluation tool, leaders can determine their unit’s needs and develop a training program to fulfill those needs.

Preparing a Training Plan

There are seven basic steps in developing a leadership-training plan.  They are:

1. Analyze.  When developing a unit's leadership training program, the analysis should consider the unit's mission, size, leadership needs (unit's and individual's), guidance from higher headquarters, desired training goals, resources available, teaching ability of instructors, and methods utilized.

2. Plan.  A leadership-training plan is based on Marine Corps leadership philosophies, policy guidance, historical references, and personal experiences of the unit commander. Additionally, the plan needs to take into account the unit's activity schedule, operational requirements, and resources.

3. Provide/direct.  The plan is provided to the instructor for execution, including directions to execute the plan, and provisions for the required resources for its execution.

4. Prepare/schedule/announce.  The instructor receives the plan and reviews it for specific guidance.  He or she then conducts research and confirms the availability of resources.

5. Conduct.  The instructor then conducts the leadership training according to his/her schedule and resources available.

6. Evaluate.  The instructor must evaluate the program's effectiveness by any means available.  True evaluation stems from how much the program enhances the accomplishment of the leadership training goals by meeting the needs of the unit.

7. Correcting.  The instructor is responsible for making corrections in the training program. The instructor evaluates his or her execution of the program, takes whatever corrective action he/she can within his/her limit of authority, and provides feedback to the unit commander.

These steps are not necessarily completed in a step-by-step sequence, but are accomplished in a continuous repeated fashion. 

Implementing Training

Leadership training should be accomplished using the method best lending itself to the topic and situation. The real importance lies not in the method itself, but in how well the method achieves the instructional goal.  Some of the most effective methods of presenting training are given below.

· Lecture. This technique is good if you have a lot of information and a short period of time to present it.  It is good for a specific topic or for inexperienced audiences.

· Guided discussion. This is used for a more in-depth discussion or when working on a unit problem solving situation.

· Panel discussion. This is used to gain insights from personnel with greater experience or a particular expertise.

· Case studies. A case study is used for classroom simulation to gain a more realistic learning experience.  The difficulty with this technique is the availability of "cases" and good examples of solutions that enhance the study.

· Hands on application.
Hands on application is used for developing command presence and confidence.  It allows for cadets to get hands-on practice that translates to better understanding and ultimately, enhances learning.

Not all techniques are suitable for all subjects and audiences. Each topic must be packaged for presentation based on the needs of the unit/audience.

Evaluating A Training Lesson’s Effectiveness

To properly evaluate a leadership-training lesson, there must be continued feedback so the appropriate corrective actions can be initiated.  

One of the most immediate methods to solicit feedback from the team is to use a training survey after the session has been conducted. The following sample questions can be asked about most training lessons:

· Was the overall presentation well organized?

· Did the instructor use appropriate visual aids and use them well?

· Did the instructor choose an appropriate delivery technique?

· Was the instructor knowledgeable about the subject matter?

· Was the course design appropriate for skill and concept levels?

· Was the instructor’s presentation style good?

· Was the room comfortable and appropriate for training?

· Was training related to your current task assignment?

· Topic/s/ I found most valuable: 

· Topic/s/ I found least valuable:

· Changes I would recommend before next session offering:

Cadets rate each question in the survey based on specific rating criteria. For example, the question, “Was the overall presentation well organized” can be rated on the following 1 – 5 scale:

1. Definitely Agree

2. Somewhat Agree

3. Agree

4. Somewhat Disagree

5. Definitely Disagree

Based on the feedback received, you can adjust your lesson for future sessions.

Conclusion

We have briefly discussed mentoring and its impact on individual cadets and the MCJROTC unit. Mentoring can be a powerful tool to ensure that all cadets perform to the best of their abilities, have opportunities for advancement and self-improvement, and can contribute to the success of the unit.  

Leadership training is not merely a skill, but an art.  Due to the diverse roles and missions of the units, special attention must be paid to the leadership needs of each cadet.  It is critical to both morale and unit effectiveness that leadership training be implemented into a unit's training schedule. (



“Leadership and learning are indispensable to each other.”


John F. Kennedy
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