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1.  PURPOSE

Marine Corps Reference Publication (MCRP) 3-0A, Unit Training Management Guide, assists
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background on the philosophy, principles, and policies of the Marine Corps training manage-
ment system. It also provides guidance on how to support and evaluate training plans.

2.  SCOPE

This publication was prepared primarily for operations officers at the battalion/squadron level
and above throughout the Fleet Marine Force. However, the philosophy and procedures con-
tained herein may be applied by all training managers and trainers, regardless of the size of
their unit.  This publication reflects the methodology and techniques developed over the years
to improve the Marine Corps' overall training effort. It may also be used as a reference tool to
train the trainers and to evaluate unit training management.
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Chapter 1
The Marine Corps’ Philosophy and Principles of Training

Training Philosophy

The history of battle, a commander’s experience, and the wisdom of mili-
tary philosophers all confirm the direct correlation between training and
victory in war. Successful combat units train as they intend to fight and
fight as they were trained. Marines base their future success on the battle-
field on this philosophy. The Marine Corps undergirds this philosophy
with a training mandate and a training imperative. This philosophy is fur-
ther backed by a number of training principles.

Training Mandate
The Marine Corps’ mandate for training is simple and compelling: The
nation must have units that are ready for combat!  Because the Marine
Corps trains for war, not for peace, the intended battle determines training
directions and goals. War places rigorous physical, psychological, and
moral demands on Marines, and a battle environment demands substantial
dedication, perseverance, and motivation to ensure the highest possible
chance of success. Success on the battlefield also demands the ability and
willingness to fight. Combat-ready units are manned with motivated, dis-
ciplined, and proficient Marines; led by tactically and technically compe-
tent leaders; and conditioned through physically tough and mentally
demanding training that ranges from individual Marine battle drills to
joint combined-arms exercises. Pursuit of the highest possible quality of
training must become a way of life in the Marine Corps.

Training Imperative  
Training is a professional and moral imperative. It is the Marine Corps’
responsibility to ensure that both regular and reserve components are
properly trained. Training encompasses the full range of duties, respon-
sibilities, and missions of Marines, and it must be embedded in all that
Marines do. It can be as simple as practicing an individual task or as
complex as conducting a joint or combined field training exercise
(FTX) with an opposing force. It can vary from a squad leader infor-
mally making an on-the-spot correction, to a company commander
teaching lieutenants how to apply tactical principles. Employing weap-
ons, operating equipment, communicating information, maintaining
vehicles, and rearming and resupplying units are all critical skills mas-
tered only through training. From training comes the ability to follow

“You are either in contact,
moving to contact, or train-
ing!” 1

LtCol “Chips” Catalone,
USMC
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procedures, to execute techniques, to apply tactics, and to integrate the
capabilities of arms and services.

Principles

Out of the Marine Corps’ philosophy of training emerges fundamental
principles that are applicable to all levels of Marine Corps training. All
Marines must understand and apply these principles at every level of
training. These principles provide sound and proven direction and are
flexible enough to accommodate the demands of local conditions and the
judgment of commanders and other trainers. The principles of Marine
Corps training are discussed in the following subparagaphs. These princi-
ples are not inclusive, nor do they guarantee success. They are guides that
commanders can use to assess unit training programs.

Train as You Fight  
The battle is the ultimate test of training. To train as you will fight is the
fundamental principle upon which all Marine Corps training is based.
Therefore, all peacetime training must reflect battlefield requirements. All
leaders are considered trainers and coaches, and they must ensure that
individual Marines and units receive realistic training that simulates war-
time conditions. Marines’ training should prepare them to perform their
tasks and meet operational standards during the complex, stressful, and
lethal situations they will encounter in war. If units and elements are to
function together during combat, they should train together during peace-
time exercises. The Marine Corps’ philosophy is to train well in peace so
that it can fight well in war.

Make Commanders Responsible for Training
Commanders at all levels are responsible for the training and performance
of their Marines and units. They do more than manage training. The com-
mander’s personal presence and involvement demonstrate to all that train-
ing is the number one priority. Senior commanders personally train each
direct, subordinate commander; e.g., battalion commanders train com-
pany commanders, company commanders train platoon commanders, etc.
This simple but practical approach allows for standardization from above
and for flexibility at the trainer’s level.

The ability to delegate authority to an individual who is trained to
accept responsibility is vital to the Marine Corps’ operational concept.
Therefore, training the chain of command is an inherent part of the
Marine Corps training philosophy. It is an integral part in developing
subordinate commanders into effective leaders. This provides subordi-
nate leaders both implementing and supervisory responsibilities and
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also the opportunity to train other subordinate leaders. This delegation
of authority fosters initiative throughout the chain of command and is
vital to the teacher-trainer role.

Use Standards-Based Training
Training standards are published as individual training standards (ITSs)
for each military occupational specialty (MOS) and as mission perfor-
mance standards (MPSs) for each unit. All training must conform to these
standards. Standards-based training is the use of common procedures and
uniform operational methods to create a common perspective within the
Marine Corps. This method of training is further reflected in Marine
Corps doctrine, tactics, techniques, and procedures. This commonality
allows Marines to train, operate, maintain, and fight from a common per-
spective. Standards-based training—

• Provides a measurement of performance.
• Provides Marines with the ability to adjust rapidly to changing tacti-

cal situations. 
• Eliminates the need for retraining if units are cross-attached.
• Fosters flexibility in battle by reducing the need for complex orders.
• Teaches Marines to respond to changes in combat in a reflexive and

automatic manner.

Since the Marine Corps’ standards-based training is used throughout
the Total Force, it provides commanders with a firm foundation upon
which to request needed resources that support training throughout the
Marine Corps. These resources include funding, equipment, ammuni-
tion, and ranges. 

Appendix A is an example of the ITSs of individuals responsible for unit
training management (UTM).

Use Performance-Oriented Training
Marines must be proficient in the basic skills required to perform their
jobs under battlefield conditions. To achieve results, all training should
be performance-oriented. Individual training occurs on a continual
basis and is fully integrated into collective training. Marines are trained
to meet published standards, not merely to occupy the time designated
for training.

Use Mission-Oriented Training
To obtain maximum benefits during training, commanders develop
training programs based on mission analysis. The mission analysis pro-
vides a careful assessment of possible warfighting missions, identifies
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specified and implied tasks, and is the foundation for the mission essen-
tial task list (METL).

The unit's combat missions are the basis for the development of tasks and
for the specific standards to which each task must be executed. A unit
does not train for Marine Corps Combat Readiness Evaluation System
(MCCRES) tasks that are not dictated by its combat mission. Units are
taught these tasks according to prescribed collective and individual train-
ing standards set forth in MCCRES and the Individual Training Standards
System (ITSS).

Train the MAGTF to Fight as a Combined-Arms Team
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 rou-
tine employment of the full spectrum of combat, combat support, and
combat service support functions must be practiced regularly. At the com-
pany, battalion, and regimental levels, combined-arms operations focus
specific training requirements for combat support, combat service sup-
port, and aviation elements to rearm, resupply, evacuate casualties, and
recover equipment quickly and to integrate indirect fires, electronic war-
fare, aviation, engineer, and air defense. Regimental and higher level
commanders and their staffs must continually train to synchronize and
integrate operations.

Train to Sustain Proficiency
Once units have trained to a required level of proficiency, they must sus-
tain it. To sustain proficiency, commanders must continuously evaluate
performance and design training programs that correct weaknesses and
reinforce strengths. This means training year round, not focusing training
on one or two key events during the year. MCCRES allows for both
multi-echelon and individual training, and it develops and sustains mis-
sion proficiency. It is key to sustaining a high level of proficiency.
MCCRES is the continuous process of training, evaluating results, ana-
lyzing feedback, and training again to strengthen weak areas.

Train to Challenge
Training must be challenging. If training is a challenge, it builds compe-
tence and confidence by developing new skills. The pride and satisfac-
tion gained by meeting training challenges instills loyalty and
dedication. It inspires excellence by fostering initiative, enthusiasm, and
eagerness to learn.



Chapter 2
Marine Corps Unit Training Management

Overview

The Marine Corps’ traditional versatility and adaptability are being cha-
lilenged by demands for a more frugal approach to operational excel-
lence. To confront this challenge effectively, Marine Corps training
programs must pursue warfighting requirements while meeting personnel
and fiscal requirements. High personnel tempo, increased operational
tempo, and decreased funding combine to present commanders with real
challenges that directly impact unit readiness. Regardless of the chal-
lenges, commanders must continue to meet their mission requirements. In
order to meet these requirements, commanders must first identify exactly
what a unit must do to accomplish its wartime mission. Once a unit’s war-
time capabilities are identified, commanders then apply UTM principles
to the unit’s training program. 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) (see chap. 3) and Marine Corps training prin-
ciples in a manner that maximizes training results and focuses the training
priorities of the unit on its wartime mission.

UTM governs the major peacetime training activity of the Marine Corps
and applies to all echelons of the Total Force. It guides commanders in the
development of a METL, which details the specific tasks a unit must
accomplish. It is also the process that combines Marine Corps training
principles with SAT to ensure that essential tasks are incorporated into the
unit’s training plan. This process maximizes training results by focusing a
unit’s training priorities on the accomplishment of its wartime mission.

For UTM to succeed in the Marine Corps, it requires an environment that
is receptive to change. This requires a departure from our traditional train-
ing philosophy and a re-education of the Fleet Marine Force in how to
focus training in order to obtain the benefits offered by UTM. The follow-
ing points are critical to the Marine Corps’ understanding and future
application of UTM:

• Ensuring that every level of command understands the benefits that
UTM provides to its training effort.

• Understanding that the principle force behind UTM is motivation and
its principle message is that all Marines are a part of the process.

“In no other profession are
the penalties for employing
untrained personnel so
appalling or so irrevocable
as in the military.” 2

General Douglas MacArthur
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• Understanding that UTM is a top-down process that starts with the
Commandant and that commanders at all levels must energize and sus-
tain the process.

• Ensuring that the Marine Corps’ UTM effort meets its present needs
and stays head of its future needs; that training corrects deficiencies
that could undermine short-term, midterm, and long-term success; and
that training remains the most important peacetime activity.

• Reducing the need for inspections by correcting deficiencies as they
surface.

• Implementing managed on-the-job training at the unit level by using
professionally-prepared job aids, teaching materials, training aids and
devices, “train the trainer” mobile training teams, and doctrinal support.

• Breaking down barriers among staff areas to enhance the selection of
training priorities and allocation of assets. This is applied vertically
within the chain of command and horizontally within all supporting
commands. 

Commanders’ Responsibilities

Commanders at all levels are responsible for all of their units’ training
needs. To meet specific training needs, commanders develop overall unit
training programs based on the best combination of available resources,
materials, guidance, and time. Commanders must—

• Provide clear commander’s intent/guidance throughout the process.
• Identify training objectives clearly.
• Plan training events and activities.
• Arrange for support.
• Ensure that the resources needed to conduct training are available.
• Ensure that training is conducted.
• Supervise and evaluate individual and unit proficiency.
• Supervise and evaluate training sessions, instructional quality, and

UTM procedures.

Subordinate leaders are responsible for training Marines under their com-
mand. Battalion-, squadron- and company-level training is best planned
and conducted by the leadership at the responsible level. Therefore,
higher-level commanders must coach and critique subordinate command-
ers in order to help them achieve their training objectives. Higher head-
quarters commanders should not assume the training or training
management responsibilities of their subordinate commanders. Instead,
they must train their subordinate leaders to prepare and implement effec-
tive training programs. Commanders of higher headquarters provide guid-
ance, approve plans, allocate funds and other resources, and inspect or
evaluate training to ensure that subordinate programs comply with com-
mand guidance.
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Commanders and their staffs manage unit training along with other pro-
grams to ensure that they are mutually supporting. All command pro-
grams must work together to accomplish a common set of goals.
Maintenance, logistics, quality of life, base support, and other programs
must be effectively managed so they do not disrupt the training program
and consume funds/resources allocated for training.

Implementation

The Marine Corps' program to develop UTM skills consists of:

• Providing UTM instruction within the resident professional military
education (PME) schools of the Marine Corps University and within
the nonresident Marine Corps Institute (MCI) correspondence courses.

• Providing UTM training programs designed to share training manage-
ment concepts and ideas as a Total Force effort to enable more effec-
tive and efficient use of training time and resources.

• Conducting mobile training teams to discuss UTM concepts, ideas,
METL development, and related processes.

• Evaluating the UTM program as a whole and revising portions when
necessary.

(reverse blank)



Chapter 3
The Application of the Systems Approach to Training

SAT:  The Concept Behind
Unit Training Management

UTM is the use of SAT and Marine Corps training principles in a manner
that maximizes training results and focuses unit training priorities on the
wartime mission. Units cannot achieve and sustain proficiency on every
possible training task. The Marine Corps has neither the funds nor the
time for such an endeavor. Therefore, Marine Corps training must focus
on wartime tasks. SAT assists commanders in identifying critical warf-
ighting tasks, both for the individual and the unit, and it guides the Marine
Corps’ frugal application of limited resources. SAT is a systematic, prob-
lem-solving model used by commanders to produce an effective training
program, and it is used in the development of all Marine Corps’ training.
For example, the application of SAT in the formal schools or operational
units results in specific products that improve unit efficiency and maintain
readiness. For instance, if applied in—

• A formal school setting, a program of instruction is generated.
• An operational unit, a short-range training plan is generated.

No matter how it is applied, SAT provides commanders with needed
training management techniques to analyze, design, develop, implement,
and evaluate performance-oriented training. It guides commanders in the
use of scarce resources by identifying where resources are needed most in
order to maintain readiness. The SAT process, in regards to UTM, con-
sists of five phases: analysis, design, development, implementation, and
evaluation (see fig. 3-1).

“Achieve, on a continuing
and progressive basis, the
effective integration of new
weapons and equipment,
new organization, and new
techniques at all levels of
command.” 3

Gen. Bruce C. Clarke, USA
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Figure 3-1. SAT Process in UTM.
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Analysis Phase

The analysis phase determines the unit’s performance objectives. The
unit’s performance objectives are written as tasks that the unit must be
prepared to accomplish. The commander begins this phase with a detailed
mission analysis. The inputs to this analysis include the commander’s
higher headquarters’ METL, supported and supporting unit METLs, cam-
paign plans, table of organization (T/O) mission statements, contingency
plans, anticipated missions, and doctrine. Assistance available from the
G-5 (plans) section should be sought in order to conduct a comprehensive
analysis. If the analysis is conducted properly, the commander deduces a
listing of all the unit’s specified and implied tasks. The commander fur-
ther analyzes this comprehensive listing of tasks to determine the unit’s
mission-essential, warfighting tasks. By doing this, the commander iden-
tifies a core listing of tasks that the unit must be capable of performing in
a warfighting environment, vice a huge listing of tasks they could accom-
plish if unconstrained by time or resources. This smaller, detailed listing
of mission-essential tasks is the product of the analysis phase. The METL
is the tool the commander uses to prioritize and focus unit training. The
METL, once approved by higher headquarters, becomes the descriptive
training document for the unit and provides a clear, warfighting-focused
description of the highest level collective actions needed to execute war-
time mission proficiency. The METL is the starting point for the design
phase of SAT.

Design Phase

The purpose of the design phase is to design or layout a training plan for
a unit. Different plans may be designed for similar units. The design of
each unit’s training plan is based primarily on the unit’s level of profi-
ciency in its METL tasks. Unit training plans may consist of long-range,
midrange, and short-range plans (see chap.6 for additional information
on training plans):

• Long-range planning focuses on major exercises and the training
needed to meet the commander’s METL for the next 18-24 months.
Facilities, logistics, evaluation of resources and personnel, and other
factors must be included in the long-range plan.

• Midrange (annual) planning details how major subordinate unit
METLs support the unit commander’s METLs. It further refines the
details of major exercises. It plans for required facilities, logistics, etc.
Acquisitions/arrangements that require 8-12 months lead time for
training are included.

• Short-range (quarterly) planning projects the training of collective
tasks and drills of lower echelon units and all training events to be
conducted in the next few months. The tasks, drills, and training
events are taken from long-range and midrange plans.
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During the design phase, the unit develops training plans that will result
in the successful accomplishment of all mission-essential tasks. The unit’s
METL is the foundation used to develop its training plans. The METL is
also supported by many other subordinate tasks from within the unit.
Therefore, the unit training plan must address both unit METLs and sub-
ordinate tasks. The unit must plan for and schedule its training so that it
successfully completes all of its mission-essential tasks. Appendix B pro-
vides an example of a battalion's METL and METL  assessment.

The first step in the design phase is to relate mission-essential tasks from
the METL to one or more published MPSs from the unit’s applicable
MCCRES volume in the MCO 3501.XX series. An MPS is a unit or col-
lective performance objective that contains a performance statement, a
condition statement, and a standard statement. An MPS strives to define
an observable action that is a critical part of the unit’s mission. Collec-
tively, all of a unit’s MPSs should cover all its potential missions. A unit
should be trained to perform all its published MPSs, however no unit has
the resources to train and sustain proficiency on every task. Therefore, a
unit trains to the MPS that supports its METL, then it trains to other MPSs
as time and resources allow.

Note
Contact Commanding General, Marine
Corps Combat Development Command
(C 461) if a mission-essential task can-
not be related to a published MPS.

The second step in the design phase is to prioritize the training of mission-
essential tasks. Mission-essential tasks are not prioritized, they are all
equally essential. But, the training of the skills necessary to achieve profi-
ciency in the performance of mission-essential tasks is prioritized. Train-
ing priorities are determined by the commander’s assessment of a unit’s
ability to perform a task when compared to its associated MPSs. Evalua-
tion of a unit’s past performance aids a commander in determining a unit’s
future training priorities. For example, if a unit successfully accomplished
one mission-essential task, but did not perform another mission-essential
task to standard, the unit must schedule training to correct the identified
deficiency.

The third step in the design phase is to relate further subordinate, collec-
tive, and individual tasks to the MPSs that have been associated to each
mission-essential task. Individual tasks are published as ITSs. ITSs are
tasks that specify the individual proficiency requirements that support
unit mission performance. Formalized listings of ITSs have been devel-
oped over the years based on identification of individual tasks that must
be accomplished in order to accomplish collective and unit tasks. These
ITSs are found within the ITSS, a series of orders that provide guide-
lines as to the tasks an individual Marine should be able to do by grade
and MOS.

Mission-essential tasks are
not prioritized, they are all
equally essential. But, the
training of the skills neces-
sary to achieve proficiency in
the performance of mission-
essential tasks is prioritized.
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Development Phase

During the development phase, commanders ensure that all logistical and
background preparations are completed prior to the actual start of the
training evolution. The generation, submission, and follow through on
requests for transportation, budgeting, ammunition, and other items that
support the scheduled training are a critical part of this phase. All person-
nel and resources are allocated so that preparatory work can be conducted
that will allow for the smooth execution of the training plans. Preparatory
work may require the generation of letters of instruction (LOI) from the
commander that direct specific implementation of training plans. Such
LOIs serve to provide guidance and direction for preparation for training.

It is also during this phase that trainers are trained to meet the needs of the
particular training evolution. Trainers should review their instructional
procedures and the materials they will present during assigned periods of
instruction. Officers and SNCOs, who will lead units through training
exercises, should review/define training objectives and goals in accor-
dance with the guidance provided from the commander.

Implementation Phase

Training plans are executed during the implementation phase. Trainers
should understand the desired performance, the standards, and the condi-
tions under which training should occur. The implementation phase has
three basic steps.

Staging of Resources and Personnel
This step involves the transition from the development phase (which
planned, coordinated, and arranged all support for the training evolution)
into the implementation phase (where the training evolution actually
begins). During this step, all resources and personnel needed to conduct
the training are assembled at the training site. This may involve transpor-
tation to the site, issue of weapons, placement of opposing force
(OPFOR) units, etc., or it may be as simple as having a projector set up in
a classroom and the troops assembled at the appropriate place at the
scheduled start time.

Conducting the Scheduled Exercise
During the execution of the exercise, trainers ensure that Marines know/
understand the intended goals and procedures and that they receive the
training needed to achieve the desired performance. For example, if the
session is a platoon battle drill, it will contain formal instruction, demon-
stration, and practical application in accordance with the unit standing
operating procedure (SOP).
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Evaluation Phase

Evaluation is a continuous process that occurs at all echelons and during
every phase of SAT. SAT is the dynamic process that allows continuous
improvement to the training program by the application of evaluation
techniques at any point along the process, not solely upon completion of
a phase.

Commanders constantly evaluate planning and resource actions to ensure
they are mission-oriented and that they build toward combat readiness.
Leaders at all echelons evaluate leader and individual training perfor-
mance and provide feedback to the chain of command, trainers, and those
being trained.

Evaluation of unit training is the process of determining if the unit can
accomplish the training objectives related to a specific training event. The
drills and training exercises for a squad or crew are aimed at accomplish-
ing the collective task(s) practiced in that drill/exercise. Training is evalu-
ated when commanders, leaders, evaluators, or observers compare actual
performance to the standards listed for that task. If evaluation indicates
that a unit cannot perform to standard, that task becomes a priority for
future training.

Developing a Checklist
The evaluator develops a checklist based on MPSs/ITSs and uses it to
evaluate unit performance. A checklist can help to optimize training time
by highlighting the strengths and deficiencies of the unit, therefore, focus-
ing future training on what and who needs to be trained, rather than
retraining the entire unit/event needlessly. The checklist also provides the
evaluator with a quick reference tool that identifies specific training stan-
dards. During the training evolution, the evaluator can quickly refer to the
checklist to ensure that training is being effectively carried out. This
checklist usually states the objective (task/MPS) and the key substeps in
the performance. Substeps include the collective tasks of subordinate
units and the individual tasks of participating Marines. Substeps help the
evaluator identify if a whole unit was deficient or if only a lower echelon
unit needs additional training.

Conducting an After Action Review
This step occurs after the training evolution has been completed, but it is
based on observations taken throughout the planning and execution
cycles. From platoon-size lectures to battalion field exercises, the in-
structor/staff conducts an after action review (AAR) at all levels. AARs
discuss what went right, what went wrong, and what needs to be changed
in order to better accomplish the objectives. The AAR should be used as
input during the evaluation phase.
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Figure 4-2 contains an example of a ITS.

Collective Training Standards 

Collective training standards are measures of unit mission performance.
They are published in the MCCRES as MPSs. MPSs prescribe the spe-
cific tasks that a unit must be capable of performing in order to success-
fully execute a particular mission. Whereas ITSs measure individual
performance, MPSs serve as a means to evaluate the current training
status of the unit. They assist the commander in identifying the unit’s
strengths and deficiencies, which provides an outline for corrective
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