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COMMANDANT'’S PLANNING GUIDANCE (CPG)

August 1995

by Gen Charles C. Krulak

1. INFORMATION

This Planning Guidance is the 31st Com-
mandant’s strategic direction for the Marine
Corps. As discussed in the reference, it serves
as the keystone document for Marine Corps
planning and provides a common direction to
the Marine Corps Total Force. It is a road
map that delineates where the Marine Corps
is going and why, what the Marine Corps will
do, and, in some instances, how and when
prescribed actions are to be implemented.
Specific responsibilities in execution of this
Planning Guidance will be assigned in the
following pages.

2. INTENT

The two most important things that the
Marine Corps does for the nation are to make
Marines and to win battles. The success of my
predecessors in accomplishing these tasks has
earned the respect and confidence of the
American people. That will continue.

a. ALMAR 191/95 outlines the five pillars
of my most strongly held beliefs: warfighting,
people, core values, education and training,
and our naval character. Each will be the sub-
ject of future correspondence from me. This
document takes the first step in defining how
we will translate those beliefs into action. In
essence, the CPG serves as the Commandan-
t's intent for the next four years and beyond.

b. Specific objectives and priorities con-
tained in this document will be used in day-
to-day decision making. That decision mak-
ing process must be a participatory one, and
our policies must be based on a long-range
view with a singular focus on where and what
we want the Marine Corps to be in the 21st
century. Therefore, all policies will be devel-
oped without regard to the tenure of any one
Commandant, one administration, or one
congressional session. Every plan or program
developed in support of this planning guid-

ance must include a divestiture strategy to en-
sure we do not retain outdated policies, orga-
nizations, weapons systenis, acquisition strate-
gies, or doctrine.

3. BACKGROUND

a. The purpose of my intent is to ensuie
unity of effort. To that end, I want our insti-
tutional objectives to be perfectly clear. In all
that we say and do, we must continually re-
turn to the strategic concept that makes the
Corps a unique institution within our nation-
al military establishment. That concept, artic-
ulated by Congress and contained in law in
Title 10, reflects our very ethos.

“The Marine Corps, within the Depart-
ment of the Navy, shall be so organized as to
include not less than three combat divisions and
three air wings, and such other land conbat,
aviation, and other services as may be oyganic
therein. The Marine Corps shall be organized,
trained, and equipped to provide fleet marine
forces of combined arms, together with support-
ing air components, for service with the fleet in
the seizure or defense of advanced naval bases
and for the conduct of such land operations as
may be essential to the prosectition qf a naval
canipaign.

“Inaddition, the Marine Corps shall pro-
vide detaclments and organizations for service
on armed vessels of the Navy, shall provide sc-
curity detachments for the protection of naval
property at naval stations and bases, and shall
petfornt such other duties as the President
may direct. However, these additional duties
may not detract from or interfere with the op-
erations for which the Marine Corps is pri-
marily organized.

“The Marine Corps shall develop, in coor-
dination with the Army and the Air Force,
those phases of amphibious operations that per-
fain to the tactics, technique, and equipment
used by landing forces.
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“The Marine Corps is responsible, in accor-
dance with integrated joint mobilization plans,
Jor the expansion of peacetime components of
the Marine Corps to meet the needs of war.”

b. The Congressional Conference Report
that supported the final legislation clearly ex-
plained the background behind our strategic
concept and went on to say that history . . .

“has fully demonstrated the vital need for the
existence of a strong force in readiness. Such a
Jforce, versatile, fast-moving, and hard-hitting,
will constantly have a very powerful impact in
relation to minor international disturbances. . .
. Such a force can prevent the growth of poten-
tially large conflagrations by prompt and vigor-
ous action during their incipient stages. . . .
The nation’s shock troops must be the most
ready when the nation generally is least ready.
.. . to provide a balanced force in readiness for
a naval campaign and, at the same time, a
ground and air striking force ready to suppress
or contain international disturbances short of
large-scale war.”

4. THE FUTURE DIRECTION OF
THE MARINE CORPS

The words of the 82nd Congress, so care-
fully crafi:d and articulated nearly 45 years
ago, provide us with the foundation we need
to move into the 21st century. We have long
been known as “innovators” and “improvis-
ers.” As part of our ethos and together with
our strategic concept, innovation and impro-
visation serve as the foundation upon which
we will continue to build our institutional
objectives and translate them into a vision for
the Marine Corps of the 21st century.

Lebanon—1982-1984

a. The next century will likely be charac-
terized by crisis and conflict. It will place
heavy demands on our nation’s military ser-
vices; demands that will require deep reser-
voirs of military skill, intellect, and innova-
tion. This uncertain horizon creates an even
more pressing imperative for a military force
that can remain versatile yet act decisively in
the face of such uncertainty—a force that can
quickly and surely anticipate change and
adapt to a new reality. The Marine Corps has
always been that versatile, decisive force—and
we will continue to be that force.

b. We will be well prepared to handle a va-
riety of missions; trained and equipped to de-
feat any enemy. The Marine Corps will be
recognized, not just in the United States, but
globally, as the premier crisis response force—
ever ready to project the power and influence
of the United States from the sea to any for-
eign shore. Here, crisis is defined as ranging
from a military attack against our nation or its
interests, to acts of political violence against
Americans abroad, to those operations cur-
rently falling under the rubric of “Military
Operations Other Than War” (MOOTW).
In these areas, the Marine Corps will be first
on the scene, first to fight, first to quell dis~
turbances, and first to help. The Marine
Corps will be the nation’s force of choice—a
certain force for an uncertain world. No mat-
ter what the crisis or the threat, the nation will
have one thought: “Send in the Marines.”

c. Operating forward, in fully capable com-~
bined arms teams, the Marine Corps will be
America’s legion—on the scene, ever ready to
protect the nation’s interests. We will remain
fundamentally naval and expeditionary in
character, as comfortable on the seas as on the
land and in the air. With the Navy, we will be
able to go anywhere rapidly and project force
across any shore against any foe, sustaining
ourselves from sea or land bases.

d. We will continue to be a force rich in
history and traditions, ingrained with the
highest values of honor, courage, and com-
mitment. We will be a Total Force, active and
reserve, able to effectively integrate a full
range of capabilties—ours as well as those of
other services, agencies, and nations—into a
unified and focused instrument of national
power. We will continuously exploit the lat-
est technologies, concepts, and methods to
enhance the operational effectiveness of our
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forces. And, as we have always been, we will
be an economical force—able to get more
from less.

e. This superb armed force will be com-
posed of the world’s finest military profession-
als— disciplined, motivated, dedicated war-
riors—stronger, smarter Marines, filled with
the values that have served us well throughout
our history, and infused with the agility of
mind and body that will be required in future
conflicts. They will be educated to act intelli-
gently and independently, trained to scek re-
sponsibility, required to be accountable, and
molded to act with boldness and individual
initiative. We will be a learning organization
that creates individuals who not only can adapt
to changing situations, but who can anticipate
and even activate them. We will be self-criti-
cal, quick to identify shortcomings, and relent-
less in our efforts to improve. Qur Marines’
moral character, courage, and ethical values
will dominate any location or operational area
with the unconditional certainty that the Ma-
rine Corps is a force for good.

f. The future Marine Corps will give our
nation an unbeatable force, composed of
highly capable men and women, bound by
the unbreakable bond of our unique spirit,
possessing a singular focus—to serve the na-
tion as its force of choice.

5. FOCUS
a. Foundation

(1) T will be an active participant in
the decision making process at HQMC. To
this end, the Assistant Commandant of the
Marine Corps has been asked to develop an
executive decision making body soon—with-
in the next 30 days. This organization will in-
clude membership at the lieutenant general
and general level. It will, with the Director of
the Marine Corps Stafl (DMCS) as Executive
Secretary, incorporate a formalized process
that ensures complete staffing prior to, and
thorough follow-up after, decisions.

(2) We need to be organized to en-
sure we are effective in the Planning. Pro-
gramming, and Budgeting System (PPBS)
process as well as in other important deliber-
ations that take place within the Marine
Corps, the Department of the Navy, the Joint
Staff, with the CJCS and the Combatant
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Connmnanders, and in the Office of the Secre-
tary of Defense. The Assistant Commandant
of the Marine Corps has been asked to devel-
op a plan to organize HQMC and MCCDC
to be more effective and in a way that saves
structure. This needs to be accomplished this
carly on. We will not be able to get to the fu-
ture if we cannot get organized to start the
journey. This will also require an all hands ef-
fort to fully implement our concept-based re-
quirement system and Combat Development
Process (CDP) while we come to grips with
a more efficient and effective resource alloca-
tion process. The initial brief for this organi-
zation should be ready for presentation by 15
August 1995, with a brief on the full propos-
al by 1 October 1995.

(3) The Marine Corps will continue
to build on the foundation established by my
predecessors. This means being adequately re-
sourced to meet the require-

ments of the National Mili-
tary Strategy. It also means a
stable force structure. To that
end, the Assistant Comman-

The Marine Corps will
be the premier crisis

dant of the Marine Corps has
been asked to evaluate the
nierits of consolidating struc-
ture sponsorship in such a

response force .
first on the scene, first
to fight, first to quell

disturbances, and first

way that ensures that our tO help.

manpower, training, and edu-
cation plans are stabilized
and complementary to one another. The ini-
tial brief should be ready by 15 August 1995;
the study and recommendations should be
completed for presentation by 1 January 1996.

b. Innovation

(1) Building on my predecessors’
foundation does not mean doing things the
old way. It is not an excuse to avoid develop-
ing new concepts for organizing, training,
and equipping the Marine Corps. We must
do everything that is required to safely navi-
gate from the Corps of today to the Corps the
nation needs the day after tomorrow.

(2) A key objective of my planning
guidance is to encourage—to demand— cre-
ativity and innovation to ensure that we retain
an adaptive and flexible naval force able to an-
ticipate events and win across the spectrum of
conflict. Our institution must not restrict or
limit the opportunity of any Marine to think
creatively and to develop new ideas. Marines
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must be seen, respected, and depended upon
to innovate and improvise. The development
of forces for expeditionary duty in the first
part of this century, the development of the
Fleet Marine Force and amphibious warfare
doctrine in the 1930%, the push for the devel-
opment of the helicopter and vertical/short
takeoff (V/STOL) technology, and the suc-
cesses of our Maritime Prepositioning Force
program are all representative of innovations
that have changed the character of war. These
innovations were the result of creative think-
ing; thinking by sergeants and corporals, cap-
tains and lieutenants, generals and colonels;
thinking by Marines who, as others have said,
“Think beyond the moment, live beyond the
day.” That must continue.

(3) “Marine Mail” To capture this
creative thinking, the Director of the Marine
Corps Staff (DMCS) will establish a system to
collect ideas and forward them to those “who
need to know.” This will be different from, but
complementary to, the Marine Corps Lessons
Learned System. It will be a “mailbox” that

will serve as a receptor for

A key objective . . . is
to encourage—to
demand—creativity
and innovation.

A-4

the innovative and creative
ideas of all of our Marines
and civilians from private to
general and GS-1 to SES. |
want to know three things:
what aren’t we doing that we
should be doing; what are
we doing that we should do differently, and,
what are we doing that we shouldn’t be doing?
The procedure for utlizing “Marine Mail”
will be the topic of correspondence to be re-
leased within two weeks, and it will be opera-
tional by 1 August 1995.

(4) We must not be lulled into com-
placency because we have always been ready,
relevant, and capable. What might be ready,
relevant and capable today, may be less so the
day after tomorrow. We must anticipate
change, adapt to it, and foster it. We will re-
main relevant only if we are willing to meet
future challenges and adapt to new needs.

6. WARFIGHTING

a. Background. We exist today because the
American people expect their Marines to
provide them with a lean, ready, and profes-
sional fighting force: a force that guarantees
success when committed. They have such a
force now and are proud of it.

b. Intent. As good as we are today, we will
need to be even better tomorrow. We will
achieve this through the strength of our inno-
vation, ingenuity, and a willingness to contin-
ually adapt to changes across the spectrum of
conflict. We must not be afraid of reaching
outside of the traditional realms of defense ac-
quisition or technology. Neither should we be
totally wed to our current organization or op-
erational outlook. We must, however, above
all, keep our focus on being ready when called.

(1) The Marine Corps remains the
nation’s naval, combined arms, expeditionary
force in readiness. While we stand ready to
perform “such other duties as the President
may direct,” our reason for being is what it
has always been—warfighting. With capabili-
ties inextricably linked to structure, it is vital
that our organization be designed with one
goal in mind: success on the battlefield.

(2) Marine Corps operational forces
will continue to be organized as Marine Air-
Ground Task Forces (MAGTFs), with the
Marine Expeditionary Force (MEF) as the
principal warfighting organization. Necessary
combat power will be provided to the com-
mitted MEF through global sourcing by the
Total Force: one force consisting of Marine
Forces, both active and reserve.

c. Tasks

(1) Joint. “Jointness” is a key
warfighting capability. It is more about head-
quarters and command elements than it is
about the eapabilities of any individual unit.
With our experience in coordinating the ele-
ments of a MAGTF and the “jointness” in-
herent in our relationship with the Navy, the
Marine Corps possesses the resident expertise
necessary to coordinate effectively ground,
air, and sea forces. Augmenting this expertise,
we also have many Marines assigned to joint
staffs. DC/S Plans, Policies and Operations
must ensure Marines on joint duty are kept
current on the priorities of the Comumandant
and the initiatives of HQMC and MCCDC.

(a) As we continue to devel-
op our joint capabilities, we must also ensure
we have the forces the CINCs need. I believe
it is the responsibility of the Service Chief to
“provide forces” and the responsibility of the
Combatant Commanders to “employ forces.”
Many of the future discussions regarding force
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provision, apportionment, and employment
will hinge on the strength of the relationship
and communication among the Service
Headquarters, the Joint Staff, the Combatant
Commanders, and Marine Force Comman-
ders. These lines of communications must
also be sensitive to PPBS-related activities,
the Enhanced JROC, the Joint Warfighting
Capability Assessments, and the development
of the CINCs Integrated Priority Lists. While
DC/S Plans, Policies and Operations is re-
sponsible for supporting the Commandant in
many of these discussions, for presenting the
COMMARFORSs concerns, and for articulat-
ing the Marine Corps position and rationale
to Marine component commanders, this will
obviously expand beyond the immediate span
of his control. By 1 September 1995, the As-
sistant Commandant of the Marine Corps has
been asked to develop a strategy which ensures
that the lines of communication between the
Commandant, HQMC, and the COMMAR -
FORs on this broad range of issues are in
place, well understood, and utilized.

(b) The Marine Corps must
provide a fully capable, expeditionary, Joint
Task Force (JTF) Headquarters organized and
equipped to move out on a moment’s notice to
meet the uncertainties of a chaotic new world.
In concept, this would be the headquarters of
choice when the National Command Author-
ities and the Unified Commanders in Chief are
planning to respond to emerging crises any-
where in the world’s littorals. My intent is to
establish this capability within MARFOR-
LANT/II MEE By 30 September 1993, the
CG, MCCDC, in conjunction with the
COMMARFORLANT, the HQMC staff,
and other agencies, will provide a proposal for

the establishment of this JTFHQ.

(c) As an integral part of this
nation’s forward operating naval expeditionary
forces, Marine units are frequently the first
force to arrive on-scene during a potential cri-
sis. As such, we must maintain the capability’
to enable the seamless introduction of follow-
on joint and combined forces and to provide
the command and control framework for the
formation of joint task forces. With these con-
cepts and the one expressed in the preceding
paragraph in mind, by 1 January 1996, CG,
MCCDC, COMMARCORSYSCOM, and
the Assistant DC/S for Command, Control,
Communications, Computers and Intelli-
gence, together with the Force Commanders
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are to explore the development of JTF com-~
mand and contro] capabilities in Marine Ex-
peditionary Units which will enable the
smooth integration of a follow-on JTFHQ.
These capabilities must be built to conform
with the Core Operating Environment of the
Global Command and Control System.

(2) Strategic. The nation’s ability to
project influence and military forces over great
distances depends upen adequate strategic
mobility forces. Our Marine expeditionary
forces must continue to have a number of de-
ployment options including amphibious lift,
maritime prepositioning shipping, self-de-
ployment, and strategic airlift.

" URGENT FURY—Grenada —1983

(a) In a world in which our
ability to base forces overseas is declining, the
ability to project power and conduct sea-based
operations is crucial. I remain concerned
about the adequacy ot amphibious lift to meet
the nation’s crisis response and forward pres-
ence requirements. We will work closely with
the Chief of Naval Operations and his staff to
ensure that there are adequate numbers of the
right types of ships, with the right capabilities,
to meet national requirements.

(b) The current amphibious
ship building program is carefully crafted to as-
sure satisfying an active fleet goal of lifting 2.5
Marine expeditionary brigade equivalents at
the earliest feasible date. Any slip in new ship
procurement will delay attainment to beyond
2010. In spite of this fiscal “accommodation,”
we must remember that this is a programmatic
goal driven by constrained resources. The re-
quirement remains 3.0 brigade equivalents.
Amphibious ships do not simply enhance de-
ployment options. They provide the world’s

WARFIGHTING
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only self-sustaining forcible entry capability.
They limit the requirement for a support infra-
structure ashore, allowing the naval forces to
remain at sea indefinitely. And, they provide
essential versatility to adapt to the uncertain in-
ternational landscape we envision in the 21st
century. To provide the required presence and
deploy highly capable Marine expeditionary
forces with an over-the-horizon launch capa-
bility, we need to maintain the capability of 12
Amphibious Ready Groups, each built around
a large deck, in the active force.

(c) The Marine Corps Mar-
idme Prepositioning Force (MPF) concept
provides our nation a unique capability and is
key to the rapid deployment of large-scale sus-
tainable Marine forces. MPF flexibility is in-
creased through innovative loading and de-
ployment options. We will continue to
examine MPF employment options which
support specific mission requirements as well as
review other enhancements to MPE Addition-
ally, we must look further into the future and
develop the follow-on concept for MPF that
incorporates a broader view of how we pro-
vide logistics support to the MAGTE CG,
MCCDOQC, in conjunction with DC/S Installa~
tions and Logistics and other agencies, as part
of the supporting concepts initiative tasked in
paragraph 6c(3)b below, shall update our MPF
employment concept(s).

DeserT STorm—Kuwait—1991

A-6

(d) There is a growing need
for a strategic organization—manned,
trained, and equipped—to counter the grow-
ing biological-chemical (Bio-Chem) terrorist
threat. The Marine Corps will have such an
organization—centrally located, available to
be globally sourced to Marine Force Com-
manders and the National Command Au-

thorities for duties as the President may di-
rect. This Bio-Chem Unit will be manned
with properly skilled and trained personnel,
possibly to include civilian experts. It will be
equipped with state-of-the-art detection,
monitoring, and decontamination equip-
ment, and it will be suited for operations in a
wide range of military-civilian contingencies.
The CG, MCCDC will develop the concept,
doctrine, organization, and tactics, tech-
niques, and procedures for this Bio-Chem
Unit by 1 February 1996.

(3) Operational and Tactical. “For-
ward . . . From the Sea,” (FFTS) is the Navy

and Marine Corps White Paper that defines
the vision for our expeditionary naval service
in the operational and tactical levels of war.
With the Navy, we are structuring a funda-
mentally different naval force to respond to
the new and still emerging < rategic environ-
ment. Those forces must be sufficiently flexi-
ble and powerful to satisfy enduring national
security requirements.

(1) The Navy and Marine
Corps will provide the nation with naval ex-
peditionary forces shaped for joint operations
operating forward from the sea and tailored
for national needs. For the Navy, this strategic
direction represents a fundamental shift away
from open-ocean warfighting on the sea to-
ward joint operations conducted from the sea.
It also offers the distinct opportunity to inte-
grate further the maritime warfighting capa-
bilities that the Naval Services bring the na-
tion. We are inextricably linked to the Navy
and [ believe that is good. Our unique mar-
itime character is as important to defining our
Marine Corps ethos as is the individual Ma-
rine, our recruit and officer training, and our
basic tenet of “every Marine a rifleman.” Sep-
arately and collectively, these elements are
what set us apart from other fighting forces.

(b) The Marine Corps’ con-
tribution to FFTS is “Operational Maneuver
From the Sea” (OMFTS)—a philosophy and
guide for current and future power projection
ashore. OMFTS couples maneuver doctrine
with technological advances in speed, mobil-
ity, firepower, communications, and naviga-
tion to achieve a seamless transition from ship
to shore and the rapid movement inland to
exploit enemy weaknesses. OMFTS is far
more than just “ship to shore” movement. It
is a new concept of naval warfare which cov-
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ers the full spectrum of conflict and is as
valuable in MOOTW as it is in Major Re-
gional Contingencies. It is not simply a theo-
retical construct of the new maritime battle-
space, but rather, reflects a fundamental
re-orientation toward the littoral regions,
complemented by advanced capabilities pro-
vided by new equipment. Any remaining de-
ficiencies, whether in doctrine, organization,
training, or equipment, must be identified
and resolved. We must develop additional
supporting concepts and help the Navy do
the same. The CG, MCCDC will develop
and submit a plan of action and milestones
that aggressively address this critical linchpin
in our concept-based requirements system by
1 December 1995.

(c) The Marine Corps Train-
ing, Exercise, and Employmene Plan
(MCTEEP) has been under development
for three years. It is time to bring it to
fruition. The MCTEEP must be a tool for
the Operations Deputy and the Commandant
to use with the CJCS, the Combatant Com-
manders, and the Joint Staft to manage com-
mitments. The MCTEEP must help our
Force Commanders to reduce the tempo of
operations. It must be a planning and execu-
tion tool, NOT a schedule that is maintained
at HQMC. By 1 January 1996, DC/S Plans,
Policies and Operations and CG, MCCDC,
in conjunction with the Force Commanders,
will complete the implementation of MCTEER

(d) The requirement for for-
ward presence forces continues. Forward op-
erating MAGTFs will continue to provide the
Unified Commanders with a unique crisis re-
sponse capability. While the Marine Corps
will retain the capability to deploy MAGTFs
tailored for specific missions of limited dura-
tion, the Marine Expeditionary Unit (Special
Operations Capable) (MEU(SOCQC)), forged
and tested in real-world contingencies, re-
mains the benchmark forward operating Ma-
rine force. It is the “jewel” in our crisis re-
sponse crown and must be kept ready,
relevant, and capable. Nevertheless, we must
continuously remain willing to take a hard
look at both the MEU(SOC) and our overall
amphibious requirements. We must preserve
those elements of our current organization
which have continuing relevance and quickly
jettison those which do not. What serves us
well today might not be what is needed for
tomorrow. We need to keep an eye on the fu-
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ture and on changes in technology and con-
sider what adaptations we may need to make.
CG, MCCDC, in conjunction with the
Force Commuanders and the HQMC staft,
COMMARCORSYSCOM, and other
agencies will conduct a comprehensive re-
view of the MEU(SOC), the MEF (Fwd),
and the MEF to ensure they are correctly
structured with the right capabilites to meet
the requirements of the combatant comman-
ders. This review is to be completed by 1
February 1996.

(4) Reserves. My personal experi-
ence has led me to believe that there is only
one Marine Corps—a Total Force Marine
Corps. The days of two Marine Corps are
gone . . . forever. Our active and reserve com-
ponents will be broadly and seamlessly inte-
grated, and indivisible as a balanced warfight-
ing force. The full acceptance of this reality is
critical to our future.

(a) Equipped and trained
to the same standards as their active
counterparts, the readiness

of the selected Marine Corps
Reserve (SMCR) is further
enhanced through training

Any remaining defi-
ciencies, whether in

and education with the ac- doctrine, organization,

tive component. MAR- training, or equip-

FORRES training will be ment, must be identi-

reflected in the MCTEEP, fied and resolved.

and MARFORRES inte-

gration will be a goal and

objective of every training cvent above the
battalion/squadron level.

(b) The DC/S Plans, Policies
and Operations, DC/S Manpower and Re-
serve Affairs, CG MCCIDC, and COM-
MARCORSYSCOM will oversee this
broad, seamless integration.

(5) Tactical Mobility. One of the keys
to achieving decisive action is mobility. With-
out the ability to move rapidly, forces cannot
concentrate to fight and then disperse. To
preserve the advantage which speed provides,
we must continue to improve our tactical
mobility. From the combat load of the indi-
vidual Marine to major weapons systems, in-
proved battlefield mobility will be a para-
mount concern. This requires the acquisition
of not only lightweight weapons systems, but
also of advanced technology mobility assets in
quantities sufficient to ensure a mobility
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advantage on the future battlefield. This will
be a clear objective of CG, MCCDC and
COMMARCORSYSCOM as they research,
develop, and acquire the combat tools and
systems for the Marine Corps—with require-
ments always firmly anchored in our opera-
tional concepts.

(6) Command and Control. We must
reach and execute effective military decisions
faster than our adversaries, in any conflict set-
ting, on any scale. Our command and control
processes and systems must reflect our
warfighting philosophy. Decision making that
focuses on speed and creating tempo, mission
control that focuses on low level initiative,
simple planning processes and orders writing
techniques that are measured by the quality of
the intent, all require a command and control
system that is both flexible and adaptable. In
looking at the command and control process-
es, we will focus more on people than sys-
tems. Processes are what the commander
does; systems exist only to support the com-
mander’s needs. No matter how well we un-
derstand our warfighting concepts or how

well we can perform tactical

We must explore the
entire spectrum of
technologies that pro-
vide and enhance
speed, protection, tac-
tical mobility, and

lethality.

procedures, if we do not
utilize the right command
and control processes or
build the right systems to
support them, we are
doomed to failure. By 1
January 1996, the CG,
MCCDC, in conjunction
with the AC/S Command,
Control, Communications,
Computers, and Intelligence will develop and
publish a doctrinal publication on command
and control that institutionalizes this way of
thinking about command and control and es-
tablishes doctrine that our operating forces
can execute.

(7) Ground Combat. We will contin-
ue to pursue enhancements which maximize
the capabilities of our ground combat forces.
The CG, MCCDC shall ensure the CDP re-
flects this in our MAGTF equipment assess-
ment for POM-98.

(a) We must explore the en-
tire spectrum of technologies that provide and
enhance speed, protection, tactical mobility,
and lethality—all of which maximize the ad-
vantage and effects of maneuver. These in-
clude not only advanced technologies for ship

to shore movement, but also the technologies
which support Marines in the field. Their
clothing and individual equipment have a di-
rect and immediate impact on survivability,
lethality, and mission accomplishment. Every
effort will be made to provide more durable,
less bulky, lighter, and more comfortable in-
dividual equipment. New combat boots, in-
fantry shelters, and sleeping bags are part of
the Individual Combat Clothing and Equip-
ment Program and are examples of what must
receive continued emphasis. But we must also
give individual Marines a capability they do
not currently possess such as “GPS Sensor
packs,” digital communications at the lowest
levels, fire-and-forget weapon systems capable
of taking out the most formidable opponents,
improved chemical and biological detection
and protection equipment, and non-lethal
systems eftective across the entire spectrum of
conflict. Getting our Marines this new equip~
ment is important and COMMAR-
CORSYSCOM shall develop a plan to make
this happen in time to influence the develop-~
ment of POM-98.

(b) We must determine
whether the current Ground Combat Ele-
ment structure and organization meets the
needs of the Marine Corps of the future.
With advances in technology, weapons sys-
tems, training and education and with a fu-
ture threat that remains unclear, we need to
be sure that we are organized to be ready, rel-
evant, and capable in the chaotic world of the
21st century. By 1 June 1996, CG, MCCDC
should be ready to answer the question we
will ask all elements of the MAGTEF: “Are we
organized properly?”

(8) Aviation. We must always keep in
mind that the specific language in the Con-
gressional Conference Report called for both
a ground AND air striking force to be “most
ready when the nation . . . is least ready. . . .

to provide a balanced force in readiness. . . .
That will continue.

(a) We will study and deter-
mine what the aviation requirements are to
support the Marine Corps of the future while
maintaining our ability to meet today’s com-
mitments. Marine aviation will remain capa-
ble of providing effective support to the
MAGTEF across the spectrum of conflict. To
enhance its expeditionary utility, we will con-
tinue to reduce the number of type/model/
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series aircraft with a goal of achieving an all
short takeoff/vertcal landing (STOVL) avia-
tion component while maintaining state of
the art capabilities in air to ground and air to
air combat. Aviation modernization initiatives
to enhance night and adverse weather effec-
tiveness, to improve aircraft supportability, re-
liability and maintainability, and to reduce
strategic lift dependency remain essential to
meeting warfighting requirements. To reach
these goals, first, the DC/S Aviation and the
DC/S Plans, Policies and Operations will up-
date the Department of the Navy Amphibi-
ous Lift and Air Support Requirements Study
in light of the current National Military Strat-
egy, the Defense Planning Guidance and
OMFTS. Second, with that update complet-
ed, by 1 March 1996, DC/S Aviation, DC/S
Plans, Policies and Operations, and CG, MC-
CDC will answer the question, “Are we or-
ganized properly?” In these analyses, include
the following considerations:

1 With the shift in
naval focus from open-ocean operations to op-
erations in the littoral, integratdon of Marine
squadrons into carrier air wings, which has am-
ple historical precedent, will continue to the
extent it maximizes naval aviation capabilities.

2 At the same time,
we must ensure that the unique capability
which Marine tactical aviation provides to the
MAGTF—providing support to the ground
forces in an expeditionary environment—re-
mains the key signature of Marine Aviation.

(b) The manning levels cur-
rently experienced within the Aviation com-
bat element are unacceptable. They degrade
both our ability to support MAGTFs and our
ability to meet our commitments, and they
impact negatively on our Marines’ quality of
life. At the same time, critical school seats are
going vacant which means that manning
shortfalls will not be corrected soon. We must
fix this. As a “fast track” element of the As-
sistant Commandant’s evaluation of structure
sponsorship tasked in paragraph 5a(3), DC/S
Manpower and Reserve Affairs, DC/S Avia-
tion, and CG, MCCDC will address the re-
cruiting, training, and manning of our avia-
tion force and brief me by 1 November 1995
on what we must do to correct the problem.

(9) Combat_Service Support (CSS).

Effective self-sustained combat service sup-
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port is crucial to success on the battlefield.
CSS must be capable of anticipating needs
and responding with the right support at the
right time in order to reduce the amount of
materiel that maneuver units carry for them-
selves.

(a) We must provide flexible,
reliable, responsive, and dynamic combat ser-
vice support capabilities which are as mobile
as maneuver forces. DC/S Installations and
Logistics, in conjunction with CG, MAR-
CORSYSCOM, will provide a briet no later
than 1 December 1993 on a long range plan
to increase logistical mobility and reduce our
logistical footprint.

(b) CSS manning levels in
some critical low-density Military Occupa-
tional Specialties (MOSs) are a concern. The
DC/S Manpower and Reserve Affairs, in
conjunction with the DC/S Installations and
Logistics, will examine all CSS MOSs with a
goal of consolidating and shaping occupation-
al fields to produce supportable manning and
grade progression. This analysis and resultant
recommendation will be forwarded for re-
view and approval by 1| January 1996.

(¢) Again, we must ask the
question: “Are we organized properly?” By 1
March 1996, the CG, MCCDC. in conjunc-
tion with the IDC/S Installations and Logistics,
will provide an answer to this question with

regard to CSS.

(10) Bases and Stations. None of this
matters if we don'’t provide adequate base in-
frastructure to support our forces. The dete-
rioration of the infrastructure of our bases and
stations—which serve as our Marine aircraft
carriers from which we launch onr expedi-
tionary forces—is becoming untenable. We
will refine our method of assessing the short-
falls and then develop a long term master plan
for construction, repair, and perpetual main-
tenance for all our bases. This 1s an issue
which will involve all hands, top to bottom,
in our Corps. It must consider all options:
public, private, contract, and self-help. If we
don’t solve these problems, it matters little
how we address the others. We need to focus
on this now or suffer the consequences. In
conjunction with appropriate members of the
HQMC stft, the CG, MCCDC, and the
CGs of our bases and stations, and utilizing
analyses such as the Base and Station Planning
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Group Report of September 1993 and the
Long Range Planning Group Study (1993-
1994), by 1 April 1996, DC/S Installations
and Logistics will develop a proposal for cen-
tralized, consistent direction, and oversight of
our facilities and installations.

(11) Materiel Management. The
functional processes of DC/S Installations

and Logistics, the Commander, Marine
Corps Logistics Bases, and COMMAR-
COR-SYSCOM present potential opportu-
nities for collective streamlining, elimination
of duplication, and improved efficiency
through organizational change to provide ful-
ly integrated logistics support to the Marine
Corps. By 1 November 1995, the DC/S In-
stallations and Logistics will provide a plan to
realize our full potential for responsive ma-
teriel management within the Marine Corps.
The Materiel Planning Group (MATPG) Re-
port to the Commandant of January 1994
contained valuable insight into current
processes and potential process change and
should be utilized along with other analysis
ongoing at MCCDC in developing the plan.
The issue of collocation of the involved orga-
nizations is not to be revisited.

7. PREPARING THE FORCE

a. Background

(1) History has shown that even in an
era of diminishing resources, if we stay highly
trained and ready, we can survive both as indi-
viduals and as an institution. It is imperative that
we never be found lacking in our capability or
ability to do what is expected or asked. Dur-
ing previous times of fiscal constraints, the Ma-
rine Corps has always turned to its training and

education systems to keep its warfighting edge.
We must do that today. The use of simulation,
virtual reality, models, and various warfighting
games can make subsequent field training more
effective. We will pursue that kind of technol-
ogy. In the same vein, education must become
central to all Marines—not just for a select few,
but for all. Education is the foundation for a
Marine Corps that can anticipate and adapt to
the changing world that we are entering. Train-
ing and education must lead to better, more ef-
fective, more adaptable Marines.

(2) “Taking care of our Marines”
means we will do everything we can to ensure
they are equipped mentally and physically for
the rigors of combat. To that end, training and
education will be a focal point when decisions
are made on spending and in the assignment
of personnel. It is my view that while differ-
ent, training and education are inextricably
linked. Training is primarily learning by do-
ing. Education denotes study and intellectual
development. We will not train without the
presence of education; we must not educate
without the complementary execution of
well-conceived training. I link the two under
“Preparing the Force” to convey my vision
that success in any mission undertaken by the
Corps will flow directly from our ability both
to train and educate every Marine.

b. Intent. In the long history of conflict,
we have learned that battles are more often
won or lost in the minds of the commanders
than on the battlefields. First and foremost,
our warfighting doctrine is an intellectual
process which ultimately attacks our oppo-
nent’s decision making and cohesion—his
human factors. All Marines must understand
that it is the human factors in combat which
are decisive. All of our preparations—the
school curricula, the Commandant’s reading
list, Marine self-study, and all of our lessons
learned—must reinforce this focal concept.

(1) Our maneuver doctrine and its
maritime application, OMFTS, make great
demands upon the men and women of our
Corps. Most prominent among these are in-
tellectual agility, individual initiative, rapid
decision making, very high quality small unit
leadership, moral courage and strength of
character, flexibility in staff action and com-
mand and control, decentralized execution,
and a bias for decisive action.
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(2) It is my intent in preparing the
force that we account for these demands by
creating Marines and their leaders who have
superb tactical judgment and are capable of
rapid decision making under physical and
emotional duress, who possess the technical
skills to translate judgments and decisions into
relevant orders and staff’ actions which take
advantage of fleeting opportunities, and who
possess dominant tactical and military exper-
tise in the execution of orders to achieve vic-
tory in combat or success in operations short
of war. The essential thing is action; the deci-
sion born of thought, the order and prepara-
tion for execution, and the execution itself all
reflecting profound excellence.

c. Tasks. Preparing the force to win battles
is critical. We have limited resources and,
therefore, we must get the maximum return
on every dollar spent, every Marine assigned
to instructional duties, and every minute of
instruction. This will require constancy of
purpose, stability among faculty and trainers,
and an understanding of education and learn-
ing theory.

(1) In addition, if we, as a Corps, are
to thrive on the decentralized, dynamic bat-
tlefield, our leaders must possess a strength of
character and the sense of ethics and integri-
ty necessary to make decisions and take ac-
tions which will bring about battlefield suc-
cess. In all we do, in the recruitment, the
accession, the training, and the professional
military education of our leaders, character
development must be a constant. The CG,
MCCDC and DC/S Manpower and Rescrve
Affairs will provide a focus to these activities
and develop a plan of action to be briefed to
me no later than 1 April 1996 for these con-
cepts and requirements.

(2) I intend to put resources—man-
power, money, and material—against these
crucial responsibilities. This support will not
necessarily reflect net additions, but rather a
redirection of current resources into more
productive venues. I expect trainers and edu-
cators to make maximum use of interactive
training and education. Simulation and asso-
ciated technologies and the use of video tapes
or video teleconferencing with live transmis-
ston to classrooms across the country, to afloat
forces, and to forward deployed forces are
only representative examples of what I ex-
pect. Further, tactical decision games can be
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as effective at HQMC as in the operating
forces in fostering judgment and decision
making by leaders at every level. These games
help keep these intellectual skills honed even
while away from the fleet. The CG, MC-
CDC will provide a focus and a plan of action
for these concepts and requirements and ask
that he brief me on this plan by 1 November
1995.

(3) Commandant’s Warfighting Lab-
oratory. An ongoing program will be estab-
lished under the CG, MCCDC to serve as
the cradle and test bed for the development of
enhanced operational concepts, tactics, tech-
niques, procedures, and doctrine which will
be progressively introduced into the FMF in
concert with new technologies.

(a) This program will serve as
the integrating ground for new technologies
that we procure or develop with other ser-
vices. It will provide a focal

point for warfighting refine- Training and educa-
tion will be a focal
point when decisions
are made on spending
change. It will be the cen- and in the assignment

ments while allowing me, as
the Commandant, to accel-
erate and direct specific ef-
forts within the process of

terpiece of operational re- of personnel.
form in the Marine Corps

and will help ensure that

emerging technologies for the individual Ma-
rine are brought into service expeditiously
and effectively.

(b) This “Warfighting Lab”
shall be responsible for development, field
testing, and implementation of future opera-
tional and functional concepts, and potential
doctrinal, organizational, training, education-
al, and support solutions. Concepts which are
validated will be entered into the CDP. The
Commandant’s Warfighting Lab, closely
linked to the MAGTF Staft Training Pro-
gram. will be a critical engine to take us to-
wards the 21st century. By 1 August 1995, the
CG, MCCDC will provide a plan of action
for the establishment of this lab. I desire it to
be operational by 1 October 1995.

(4) It is my intent that we reach the
stage where Marines come to work and spend
part of each day talking about warfighting:
learning to think, making decisions, and be-
ing exposed to tactical and operational issues.
My goal is to encourage short discussions that
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make us think daily about our warfighting phi-
losophy and how we are going to execute i,
and I want those discussions to occur regardless
of MOS or current assignment or location. I
consider this a fundamental leadership respon-
sibility of every commander and staff supervi-
sor. The CG, MCCDC will develop a plan of
action by 1 March 1996 to take us there.

d. Training
(1) Background. The CG, MCCDC

is the Commandant’s agent for training in the
Marine Corps. All trainers in the Marine
Corps look to MCCDC for

Our ultimate objective

is to destroy the ene-
o s

my’s will to fight. To plan and allocate training

do this, we will use

fire and maneuver.

establishment of the training
standards and training man-
agement policy necessary to

resources, and to publish
both individual and collec-

tive training standards.

(2) Intent

(a) At every level, from the
individual Marine to the MEE we will train
the way we will fight. Officers are the key
leaders in combat. However, history has
taught us that a heavy leadership burden and
a great deal of the fighting rests with Marine
SNCOs and NCOs. Therefore, while indi-
vidual and unit training may be centrally
planned, execution will be decentralized to
the maximum extent and placed far more in
the hands of our SNCOs and NCOs. The
role of the officer does not change. The role
of our SNCOs and NCOs will be enhanced.

(b) Training must be focused
on winning in combai. Wherever possible,
training will be progressive and practical in na-
ture. We must make the most of every learn-
ing opportunity in garrison before units go to
the field. Training must include appropriate
background reading, Tactical Decision Games,
modeling and simulation—where applicable
and available—and exercises and critiques.
The latter are a particularly important part of
all performance oriented training. These are
all critical parts of our training effort.

(3) Tasks
(a) Efficiency. Vacant school

seats are wasteful, inefficient, expensive, and

unforgivable. The CG, MCCDC, in con-

junction with the DC/S Manpower and Re-
serve Affairs, the Marine Corps Recruiting
Command, and the functional sponsors, with
the support of others as required, will lead a
consolidated and comprehensive attack to
solve this problem. I want a plan—not a
study—completed by 1 February 1996.

(b) Standards. Our training
standards must closely approximate mission
performance standards in combat and will be
derived from combat requirements. Standards
must account for changes in the security en-
vironment, doctrine, and equipment and ap-
pear in such a form as to be the principal tool
used to determine readiness. Units should not
train for the test. They should train for com-
bat using these battle-tried standards as their
guide. In all we do, these standards will be
considered a baseline for measuring unit
combat readiness. Units will train for what we
expect to meet on the field of battle, on the
field of peacekeeping, or on the field of hu-
manitarian assistance.

(¢) MAGTE Staff Training.

A major contributor to the preparation of Ma-
rine Corps battle staffs is the MAGTF Staff
Training Program (MSTP). Operating under
the cognizance of the CG, MCCDC, the
MSTP prepares and conducts instruction on
MAGTF operations for resident schools at
MCCDC, for off-site instruction, and for bat-~
tle staff training with the MAGTFs. The
MSTP will continue in this role, ultimately be-~
coming the principal agent within the Marine
Corps for instruction and training of MAGTF
battle staffs, and where appropriate, the Joint
Task Forces built around MEU(SOC) and
MEF headquarters. The MSTP will work
closely with the Marine Corps University and
the Marine Corps Presentation Team to ensure
that its efforts are fully integrated with resident
and non-resident instruction, with the devel-
opment of doctrine, and with the public and
private articulation of Marine Corps capabili-
ties. The MSTP will represent the leading
edge of our warfighting thought, as well as
serving as a key mechanism for institutionaliz-
ing our lessons learned. The CG, MCCDC
will ensure that the positive momentum that
exists now in the MSTP increases and that it is
tied closely to the Commandant’s Warfighting
Lab. The COMMARFORs will aggressively
embrace the tremendous utility and potential
that exists now in the MSTP, help make it bet-
ter, and extend it to all of our MAGTFs.
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(d) Combined Arms Exercis-
es (CAX). No unit training is more important
to our warfighting capabilities than the CAX
program. As a combined arms live-fire train-
ing area, the Marine Corps Air-Ground
Combat Center (MCAGCC) provides us
with a location and opportunity that are of
incalculable value to our Corps. My vision is
to provide intense, meaningful, live-fire train-
ing to infantry battalions at MCAGCC.
While the focus is on the infantry battalion, I
want the other MAGTF elements to receive
equal benefit from this intense training evolu-
tion. One way to do that is to network the
other MAGTF elements through the Training
Exercise Evaluation Control Group to partic-
ipate in a broader exercise via simulation and
interactive video. Using the progressive
“crawl, walk, run” approach, this training is
vital to learning the techniques and proce-
dures of fire support coordination in a live fire
environment. We must remain clear on the
basic purpose of this fundamental training.
Our ultimate objective is to destroy the ene-
my’s will to fight. To do this, we will use fire
and maneuver to place him on the horns of a
dilemma so that if he moves, we will kill him
and, alternatively, if he chooses to remain in
place, we will still kill him. The ability to put
“steel on target” is critical in achieving this
intermediate objective. We have much to do
to reach this goal, but we are moving in the
right direction. What I do not want to see is
the piling on of forces and staffs at MCAGCC
itself. Use of distributive interactive simula-
tion can provide the same type of training at
much less cost. This is a task for CG, MC-
CDC, the COMMARFORs, and others as
necessary to undertake with all the appropri-
ate agencies.

e. Professional Military Education (PME)

(1) Background. The CG, MCCDC
has overall responsibility for training and edu-
cation, but the President of the Marine Corps
University (MCU) is the Commandant’s
agent for PME.

(a) No development within
the Corps in recent vears has been more rev-
olutionary than that undertaken in PME. In
its many forms, PME has been embraced not
only by the officer corps, but significantly, by
SNICOs and NCOs, and other ranks as well.
PME is the responsibility of every Marine and
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takes the form of professional reading, sym-
posia participation, formal schools, and shar-
ing experiences gained through actual com-
bat, military operations other than war, and
military exercises.

! SEa AngeL—Bangladesh—1991
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(b) Few military problems
are without historical antecedents. Profes-
sional study of past military campaigns will
strengthen operational proficiency and lead-
ership, stimulate interest in military history
and tradition, and provoke thought and dis-
cussion. Where before we trained to defeat a
specific enemy, we must—now aad for the
foreseeable future—educate broadly enough
to permit Marines at every level to act with
confidence and decisiveness across a wide
range of situations and circumstances.

(2) Intent. It is my intent that our
PME and the focus of Marine self-education
should be oriented toward the development
of judgment, decision making skills, and an
understanding of the human factors in war
such as the effects of fear, deprivation, and fa-
tigue. Marines must be broadly educated in
unified and combined 'operations, able to
function within the context of our doctrine,
and possess the intellectual agility to meet the
full specerum of challenges in the current and
projected security environment.

(3) Iasks

(a) The Marine Corps Uni-
versity will implement my intent regarding
PME. It will provide cohesion and focus for
our schools through a comprehensive master
plan for PME which serves the Marine “from
cradle to grave,” encompassing all internal and
external education opportunities including
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fellowships, advanced degree programs, other
related programs, and instructional duties
with NROTC, the Naval Academy, the
Marine Corps University, and other service
schools.

(b) Education will be part of
the promotion process for both officers and
enlisted Marines. PME—either resident or
non-resident—must be available for all
Marines, both active and reserve. I want to
reinforce the link between PME and ad-
vancement in grade and responsibility in our
Corps, because education is key in furthering
the development of our best Marines. It is
imperative that those being considered for the
responsibilities of the next senior grade have
the requisite foundation of knowledge to en-
sure continued success. By 1 March 1996, the
DC/S Manpower and Reserve Affairs, in
conjunction with the CG, MCCDC and the
President, MCU shall develop a plan which
ensures that the PME program and its support
requirements are sufficient to provide the op-
portunity for all Marines to acquire this es-
sential educational foundation prior to ad-
vancement in grade and responsibility.

(c) The President, MCU will
continue to integrate the curricula of our
schools and continue to coordinate the edu-
cational requirements of Marines, both officer
and enlisted, serving in the operating forces
and the support establishment.

(d) Professional reading is an
important aspect of PME. I strongly support
efforts underway by CG, MCCDC to rejuve-
nate and revise our professional reading pro-
gram. This must be a matter of some urgency.
The CG, MCCDC, in conjunction with the

Director of Public Affairs, will include a plan
to reintroduce this important program to the
Marine Corps.

(e) I strongly support the
Commanders’ Course and its associated
workshop for the spouses of our comman-
ders. The President, MCU will continue to
improve and enhance this critical program.

8. DOCTRINE

a. Background. Doctrine represents the
fundamental teachings of a profession; yet,
our doctrine development is fragmented.

b. Intent. At present, our concepts are not
as well-linked to tactics, techniques, and pro-
cedures as they must be. Doctrine is that link
and it must be developed in a timely manner.

¢. Tasks. The President, MCU will be my
lead agent for ensuring that concept and doc-
trine development are synchronized. That
means we need to revise the relationship be-
tween the MCU and the Doctrine Division
at MCCDC. By 1 September 1995, the CG,
MCCDQC, in conjunction with DC/S Man-
power and Reserve Affairs, is to provide a so-
lution to this and the following requirements:

(1) We will participate in, fully sup-
port, and help shape the efforts of the Naval
Doctrine Command. We must also maintain
an active role in the joint and combined doc-
trinal publication process to ensure the repre-
sentation of Marine Corps interests.

(2) We must ensure that those chosen
to write doctrine are students of, and expert
practitioners of, our profession. They must be
Marines who have had sufficient experience
to apply new and emerging concepts.

3) Proponency. CG, MCCDC,
with the President MCU in the lead, will de-
lineate functional proponents for the prepara-
tion of our doctrine. These proponents will be
those Marine Corps agencies, or those Marine
Corps elements attached to other service
agencies, most closely connected to develop-
ments taking place with tactics, techniques,
and procedures. These proponents must have
clear connections to concept development at
MCCDC and to evolutions in functional
applications of those concepts in the field.
Centralized management by CG, MCCDC is
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essential to ensure that those with the exper-
tise best suited to maintain doctrine have the
tools and the charter to do so. The goal is to
keep our doctrine viable and current.

9. ACQUISITION

a. Background Through the acquisition
process, the Marine Corps procures equipment
and combeat systenis to support the warfighting
requirements that are identified and validated
through the CDP. The CDP, among other
things, determines operational requirements
for new equipment and, in effect, drives the
Marine Corps acquisition process.

b. Intent. The acquisition process, while
constrained by the fiscal environment, must
be responsive to the needs of the Marine
Forces and must be tied tightly to the concept
based requirements system. To ensure its con-
tinued success, we must fine tune the rela-
tionships and communications between the
responsible agencies. Our strategy must en-
sure the procurement of those items most
critical to effective modernization of the Ma-
rine Corps equipment inventory. The goal 1s
to define a long range, strategic approach to
acquisition and the modernization of the Ma-
rine Corps.

c. Tasks. By 1 July 1996, the CG, MC-
CDC, in conjunction with COMMAR-
CORSYSCOM and other appropriate agen-
cies, will develop a comprehensive plan that
inculcates modeling and simulation into our
concept based requirements system in a man-
ner that facilitates well-planned investments
while retaining the capability to react rapidly
to unforeseen requirements.

(1) The CG, MCCDC is now and
will continue to be responsible for the imple-
mentation, execution, and management of the
CDP including coordination with those
HQMC agencies that contribute to combat
development and Marine Force Commands
on matters pertaining to combat development.

(2) The Marine Corps Systems
Command (MARCORSYSCOM) serves as
the sole organization responsible for the exe-
cution of acquisition program management
during research and development (R&D),
procurement, and life cycle management of
all ground tactical weapon systems and equip-
ment. The COMMARCORSYSCOM will
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coordinate with the CG, MCCDC to ensure
that all acquisition programs are developed to
fulfill requirements validated by the CDP.

(3) Just as everything else starts with
the individual Marine, so does acquisition. 1
want a concept for equipping the ritfleman for
the 21st century that ensures he will be able
to fight and win. We will start our acquisition
process for our individual Marines by study-
ing the one-time issue of “782 gear” I am
convinced there is a better way to provide our
Marines with the required personal equip-
ment at less cost to the Corps and our unit
commanders. [ know we

have studied one time issue
of “782 gear” and ceneralized
issue points, but in each case,

g considerations done in  most critical
the context of our current  to effective
procedures. The DC/S In-
stallations and Logistics is to
examine alternatives that
consider changing the process as well as the
procedures. We may find that certain items
should become issue items vice organization-
al property, some could be one time issue or
handled at central issue points, and some
could become consumable items. By | Janu-
ary (996, DC/S Insallations and Logistics
will develop a proposal that achieves the ob-
jective to implement the best policies at the
least cost.

(+) The COMMARCORSYSCOM
will evaluate how we can improve the basic
equipment of our Marines, establish a rapid
procurement profile to get the right gear in
the hands of our Marines, and provide a pro-
posal by 1 October 1995.

(5) We must update and resolve the
management of our Tables of Equipment and
resultant equipment distribution so we can
better understand our materiel readiness and
related acquisition requirements. The DC/S
Installations and Logistics, in conjunction
with the CG, MCCIDC and the functional
sponsors, will forward a plan by 1 January
1996 which addresses this critical manage-
ment issue.

(6) Service unique programs should
be pursued only when required to support
Marine Corps specific operational require-
ments. Wherever practical, we should pursue

Our strategy must
ensure the procure-
these have been all or noth- ment of those items

modernization. . . .
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muld-purpose equipment that increases our
flexibility. The COMMARCORSYSCOM
shall pursue the development and procure-
ment of multi-purpose systems as we are do-
ing with the Medium Tactical Vehicle Re-
placement Program and our multi-mission
aviation platforms.

10. LEGISIATIVE AFFAIRS
a. Background. Our major goal each fiscal

year is to ensure congressional support of all
Marine Corps programs in the Department of
Defense and President’s budget. Marine
Corps actions are coordinated through the
HQMC Office of Legislative Affairs (OLA).
Legislative initiatives are normally focused in
three areas: orientation programs for Mem-
bers and their staffs, legislative liaison involv-
ing crucial programs, and constituent issues.

b. Intent. Our success with the Congress is
the direct result of our credibility and the ef-
fectiveness of our interaction with the mem-

bers and staffs. Characteris-

Our success with the
Congress is the direct
result of our credibility
. . . open, honest, and
candid . . . allowing
the individual Marine

to speak.

tically open, honest, and
candid, this effectiveness has
always been enhanced by al-
lowing the individual Ma-
rine—the lieutenant and the
lance corporal—to speak
about and for their Corps
and by encouraging Mem-
bers to observe Marines do-
ing what Marines do. That
will not change.

c. Tasks

(1) The Headquarters will have a leg-
islative campaign plan that ensures coordina-
tion between Public Affairs and all general of-
ficers and which consistently reiterates and
reinforces our various legislative positions.
This plan will be updated annually to coin-
cide with the legislative sessions and will
identify key issues, audiences, and internal
and external communication means to be
used throughout the Marine Corps. The Di-
rector, OLA will develop a plan by 1 Decem-
ber 1995.

(2) The ongoing effort to educate
members and staffs about our roles and capa-
bilities must consist not only of briefings,
but on-site visits to field exercises and base
facilities. Active participation and observa-

tion by Members and their staffs are vital to
their understanding the needs of the Corps.
Director OLA, in conjunction with DC/S
Plans, Policies and Operations, and with in-
put from the Dir, PA, will be responsible for
incorporating this in the legislative campaign
plan.

(3) Our assistance to Congress on
constituent and other issues is important. All
commanders must remain aware of the re-
quirement for prompt, accurate, and concise
replies to legislative inquiries coordinated
through the Director, OLA.

11. PUBLIC AFFAIRS

a. Background. The media is an increas-
ingly important part of our national fabric
and our democratic process.

b. Intent. Qur policy is clear: honesty,
openness, and accessibility to the maximum
extent possible consistent with the demands
of national security. We will take full advan-
tage of the variety of both internal (personal
visits, awards, Marine Corps Reserve organi-
zations, Marine Corps League, and the Navy
League) and external (press conferences, in-
terviews, editorial boards, public speaking,
and articles) communication opportunities.
As with our legislative initiatives, our best
spokesmen and women are, and will continue
to be, individual Marines demonstrating their
capabilities and speaking for and about their
Corps. Our goal is to provide an informed
perspective concerning Marine Corps capa-
bilities, programs, and intentions to develop a
foundation of public understanding and sup-
port for our requirements.

c. Tasks

(1) Our Public Affairs efforts must
not, and will not, be limited to the Washing-
ton, D.C. area. The Assistant Commandant of
the Marine Corps, working closely with
OLA, MARFORRES, and PA, will to devel-
op plans to expand our existing programs
throughout the country utilizing the recruit-
ing and reserve infrastructure to re-invigorate
“grass roots” support for the Marine Corps.
The POA&M to reach this goal should be
ready by 1 January 1996.

(2) The Headquarters and every ma-
jor subordinate commmand will have a media
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campaign plan that ensures coordination
berween Public Affairs, OLA, and all general
officers to consistently reiterate and reinforce
our capabilities and objectives. This plan,
which will be used throughout the Total
Force Marine Corps, will be updated quar-
terly and will identify key issues, audiences,
and selected media to ensure that we convey
an accurate leld consistent message.

(3) The capability to permit and
support news media coverage must be
planned at all levels of activities. We must be
prepared to meet, brief, escort, transport,
and host media personnel to ensure cover-
age opportunities and accurate content. All
Marines represent the Marine Corps and
must be prepared for opportunities to tell
our story. Therefore, public affairs and me-
dia interview training initiatives will be de-
veloped at every major subordinate com-
mand. A progress report on these initiatives
should be presented by 1 January 1996, co-
ordinated by the Dir PA.

(4) The whole dimension of public
information about the Marine Corps—using
both print and electronic media—will be co-
ordinated by the Director, Public Affairs. This
will include the coordination of speakers,
public appearances, topic selection, and pre-
sentation. As well, Public Affairs will support
my speakers bureau with materials calculated
to make the greatest impact for distribution at
the site (for example, draft remarks given by
other members of the speakers bureau on re-
lated subjects, multiple copies of Marine
Corps informational documents, and adver-
tising and recruiting materials).

12. PEOPLE

a. Background. I have left my guidance for
personnel issues to the end for a specific rea-
son: everything starts and ends with the indi-
vidual Marine. The principal challenge facing
the Marine Corps today lies in continuing to
fulfill its charter as an expeditionary force in
readiness with a leaner force structure and
with fewer Marines. Because Marines are the
centerpiece of the Corps, how we recruit
them, train them, instill in them our core val-
ues and a sense of integrity and accountabili-
ty, equip them to do their jobs, and treat them
with dignity, care, and concern must be our
principal emphasis.
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b. Intent. Our ability to win battles boils
down, as it always has, to our Marines. The
most important thing we do in the Marine
Corps is make Marines. The individual Ma-
rine IS the Corps.

(1) Because Marines are our most
precious asset, we will protect them through
fair, scrupulous, and unbiased treatment as in-
dividuals—caring for them, teaching them,
and leading them. I see it as the obligation of
each member of the chain of command, from
top to bottom, to ensure that this sense of fair-
ness is constant and genuine. I expect com-
manders to take prompt and vigorous action
wherever any violation of this obligation is
discovered. Simply stated, I expect every Ma-
rine to treat every other Marine with dignity.

(2) Leadership is a core competen-
cy—in our officers, in our SNCOs, and in
our NCOs. The 30th Commandant’s cap-
stone leadership manual, FMFM 1-0, “Lead-
ing Marines,” provides superb guidance for us
all in this area.

(3) I expect Marines to epitomize
that which is good about our nation and to
personify the ideals upon which it was found-
ed. I do not intend for “honor, courage, and
commitment” to be just words; I expect them
to frame the way we live and act as Marines.
There is no room in the Marine Corps for sit-
uational ethics or situational morality; those
found wanting will be held accountable.

(4) I want to be absolutely clear that,
outside the areas of morality and ethics,
Marines can make mistakes as long as they
learn from those mistakes and move on to ac-
complish their mission. In areas nct involving
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character, we must continue to work to re-
move the last vestiges of a “zero defects” men-
tality. We must be allowed to err in peacetime
to ensure we do not err in combat. We will
not be able to survive if we do otherwise.

(3) A sense of fairness is key to our
manpower processes—recruiting, classifica-
tion, assignment, promotion, education, re-
enlistment, and, eventually, retirement. [ am
committed to making these processes work
for each Marine, as well as the institution.
DC/S Manpower and Reserve Affairs is
tasked with continually reviewing these
processes to ensure fairness in all areas.

(6) Taking care of Qur Own. This
has long been a hallmark of our Corps, and,
as has been said before, the best way to take
care of our Marines is to bring them back
alive from combat. Therefore, funding equip-
ment, readiness, and train-
ing that will enable us to

Because Marines are
the centerpiece of the
Corps, how we recruit
them, train them,
instill in them our
core values . . . and
treat them . . . must
be our principal

emphasis.

succeed on the battlefield is
the first way that we take
care of our own. “Taking
care of our own” also means
seeing to the well-being of
our Marine families and of
our Marines when they are
“back home”” Adequate
housing and MWR facilities
will be a key factor in the
earlier tasking for centralized
oversight of facilities and in-
stallations. As we work to-
ward an overall improvement in housing, our
junior Marines will be our first concern.

(a) I support the Key Volun-
teer Program as an essential element in ensur-
ing the well-being of our Marines and their
families. Family Service Centers will contin-
ue to be supported as the main mechanisms
through which a variety of programs will be
provided to our single and married Marines.
For medical services and child care, we will
examine establishing priorities for service and
care based on genuine need, with special con-
sideration again going to junior Marines.

(b) Taking care of our own
also includes recognizing the men and
women who serve honorably in our units.
When our Marines move on, whether to a
new duty station, a discharge back to civilian
life, or to retirement, [ expect supervisors and

commanders at all levels to spend as least as
much effort thanking those who have ren-
dered faithful service as they do welcoming
“new Marines” to their organizations.

(7) Marines have always been physi-
cally and mentally tough. We must keep
squarely in our sights the fact that these traits
can be decisive in combat.

c. Manpower Management Policies

(1) Background. Manpower actions
are managed to ensure the readiness of our
units while limiting the adverse impact on in-
dividual Marines.

(2) Intent. Manpower management
requires a personal touch as we continue to
recruit, train, assign, and retain the right men
and women. One of our goals is the reduc-
tion of non-EAS attrition. Other goals, in-
cluding the current campaigns focused on in-
creasing diversity within the officer corps and
revising women Marine assignment policies,
will remain a priority.

(3) Tasks

(a) If we are going to recruit
the right people—the lifeblood of our
Corps—we must provide those who recruit
them with all the resources they need. Our
recruiters are truly at the forefrout of making
Marines, and they are there every day, 365
days a year. I recognize how important their
mission is to the future of the Corps and
they deserve rewards commensurate with
their sacrifice and success. Aside from ensur-
ing that they have adequate professional re-
sources to accomplish their mission, we must
provide our enlisted recruiters with an
increased opportunity for meritorious pro-
motion. Recruiting Station Commanding
Officers, Executive Officers, Operations Of-
ficers, and Officer Selection Officers will
have a choice of school or duty station upon
completion of a successful tour in recruiting.
The DC/S Manpower and Reserve Affairs
will implement this policy immediately and
will develop a set of proposals which recog-
nize and reward the critical contributions
and sacrifices the recruiters and their families
make to their Corps.

(b) Recruiters are, of course,
only the first Marines that our new enlistees
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contact. I am mindful of the vital role played
by our Drill Instructors as they help civilians
transition into our Corps. Their role in im-
buing recruits and officer candidates with
what it means to be a Marine is central to a
vibrant and healthy Marine Corps. DC/S
Manpower and Reserve Affairs shall ensure
that the sacrifices of our Drill Instructors are
similarly recognized alongside our recruiters.

(c) The needs of the Corps
will continue to drive our recruitment and se-
lection process. Our objective will always be to
provide opportunities for all members of our
society who wish to join our ranks and enable
them to compete on an equal footing. Our
proud history and tradition has shown that
young men and women can meet our de-
manding standards. Therefore, DC/S Man-
power and Reserve Affairs will develop pro-
grams to help prospective applicants meet
enlistment standards, young Marines to mieet
non-commissioned officer standards, and un-
dergraduates to meet commissioning standards.

(d) Non-EAS attrition is a
sea anchor on a Marine Corps moving at bat-
tle speed. Every year we lose one-third of our
first term force before they complete their
first enlistment. The drag this has on our re-
cruiters, our entry level training pipeline, and
our entire manpower management pProcess
has gone on too long. It is a drain on our
personnel and fiscal resources that we will no
longer accept. The DC/S Manpower and
Reserve Affairs will spearhead a comprehen-
sive effort that includes the FMF and sup-
porting establishment to develop a plan
which reduce non-EAS attrition. I do not
want another study. I want a plan. This effort
must incorporate a new look at everything
from our entry level training process, to how
we bring Marines on board when they
check-in to a unit, to who leads and how we
lead our young Marines, to the creation of a
“learning organization” that underscores
how we “take care of our own.” The results
of this effort, and those listed in the preced-
ing paragraphs, are to be briefed by 1 January
1996.

(e) We are about to transi-
tion to an entirely reserve officer accession
and commissioning program. This means
that within 2 to 4 years, we will select 100
percent of our future careey officer corps
through the augmentation process. This will
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be a critical transition, one that we must ac-
complish -correctly. The DC/S Manpower
and Reserve Affairs will develop a selection
process that properly defines and shapes the
Marine Corps officer corps and present a
“first look” briefing on the progress of this
effort prior to the 1995 General Officer
Symposium.

() Command. Nothing is
more important than command. Our Com-
mand Screening Program is designed to en-
sure that Marines and Marine units are led by
the best qualified and available officers in the
Corps. That is where I expect them to serve
because our Marines deserve nothing less.
Those officers who are not afforded an op-
portunity to command still have an impor-
tant role to play in our Corps. I recognize
the deleterious effect that

the current program may Eoor o ao. year tours
in a single geographi-
cal area . . . are my
and promotion system will goal. This stabilizaton
recognize the contributions . . . [will] enhance
and the sacrifices every Ma-  ynit cohesion.

have on individuals and, by
extension, on our Corps. I
expect that our assignment

rine makes to ensure the se-
curity of our nation. With
that in mind, the DC/S
Manpower and Reserve Affairs will look at
how we can optimize this critically impor-
tant process. In this effort, we must ensure
we establish the right relationship between
selection for command and selection for
PME. This is a discussion item for the 1995
General Officer Symposium.

(g) Unit Cohesion. Four-to-
five year tours in single geographical areas
minimize the turbulence in both command
and staff billets and facilitate the assignment of
Marines to split tours in an FMF unit and
with the supporting establishment, are my
goals. This stabilization and cross-pollination
will improve support to both and will en-
hance unit cohesion. Longer tours would also
provide less turbulence for Marine families
and minimize the number of geographical
bachelors. The DC/S Manpower and Re-
serve Affairs will evaluate the impact of
changing these assignment policies and pro-
vide a recommendation prior to the 1995
General Officer Symposium.

(h) Manning. We must come
to grips with the manning problems experi-
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enced in the operating forces. Presently, fleet
and operational commands are manned on a
“pro share” basis. We know what our mis-
sion is: responding to crises and being pre-
pared to win when we get there. We will
make our operational forces that accomplish
this mission the focus of our effort. To do
that, we must consider more than just a
change in staffing precedence. We must con-
duct a zero-based review of our excepted
and priority billets that examines our man-
ning requirements from a long-term per-
spective. The DC/S Manpower and Reserve
Affairs will evaluate the impact of changing
our staffing precedence and develop a
comprehensive solution to these problems
for discussion at the 1995 General Officer
Symposium.

(i) Eitness Reports. There

are shortcomings in our current Performance
Evaluation System. There also is a growing
lack of faith of our Marines in the system’
ability to accurately identify their skills and
potential. This is the focus of an on-going
study. The DC/S Manpower and Reserve Af-
fairs will take the findings of this study and,
by 1 January 1996, develop a plan to fix this
problem.

UpHoLp Democracy—Haiti—1994
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(j) None of the foregoing will
interfere with the most effective use of our
Marines. We will get back in the business of
“managing” the assignments of our Marines
rather than just “monitoring” themn and ensure
that, if necessary for the good of the Corps, we
take the extraordinary steps necessary to solve
tough problems. The institution and the indi-
vidual Marine deserve no less.

(k) Civilian Employees. Our
civilian employees, like their active-duty
counterparts, are subject to mandated reduc-
tions. A recent study identified significant
shortages in civilian manning and, like the
operating forces, no apparent decrease in
commitments. This is true in areas such as en-
vironmental and child care programs. We will
carefully manage when and where civilian
manpower reductions occur to ensure contin-
ued supporting establishment support to ten-
ant commands. By 1 July 1996, DC/S Man-
power and Reserve Affairs will ensure we:

1 Make the civilian
manpower plan fully responsive to the oper-
ating forces.

2 Focus our civilian
assets on core functions using consolidation
and contracted support where cost effective.

3 Develop strategies
to streamline management, to monitor career
patterns, and to ensure equal opportunity for
all employees.

4 Develop opportu-
nities for civilian training and career develop-
ment. We will do for our civilian employees
what we do for our Marines.

13. SUMMARY GUIDANCE

a. This is a comprehensive document. It
must be so in order to adequately frame the
actions needed to bring the future direction
of the Corps to fruition. I do have priori-
ties—a focus of action. These are:

(1) Securing the adequate resources
needed to sustain the Marine Corps’
warfighting capability. This means developing
and implementing an optimal organization
that enhances the effectiveness of HQMC
and MCCDC in the PPBS and other deliber-
ative processes within the Department of
Defense.

(2) Ensuring that our manpower
management processes and policies are fair to
our Marines and to the Marine Corps in
which they serve—and that they are under-
stood to be so. While doing this, we must
look for new, more effective ways to manage
our structure and man our units. It also means
we must reduce non-EAS attrition.
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(3) Making our education and train-
ing processes and institutions technologically
innovative, challenging, and fun. While doing
this, we must not forget that our maneuver
doctrine is also a way of thinking that can
help us derive imaginative solutions to the
challenges we face at our bases and stations
and in our administrative headquarters as of-
ten as it does to tactical and operational tasks
and missions. Using our maneuver warfare
doctrine in a wide range of practical applica-
tions will help keep our warfighting edge.

(4) Establishing the Commandant’s
Warfighting Lab as the crucible for opera-
tional and technological innovation for the
Marine Corps.

(5) Establishing a CONUS-based,
world class JTFHQ capability and developing
JTF command and control capabilities for our
MEU(SOC)s.

While T will be working these issues person-
ally, my interest will not diminish in the oth-
er important initiatives I have discussed. From
time to time, I will update these priorities.

b. This guidance provides a sense of what
is intended to be accomplished within the
Marine Corps. In some cases, it details specif-
ic actions and due dates. These taskings are
intended to provide a general sense for rela-
tive priorities. I fully recognize and expect
the Commanders, Deputy Chiefs of Staft, Di-
rectors, and others requiring action in the
CPG to evaluate taskings for interrelation-
ships, appropriate sequencing and timing.
Adjustments will be authorized as necessary
to ensure a logical and reasonable progression
in our collective efforts. Where required, no-
tify the Director of the Marine Corps Staff of
necessary adjustiments to specific taskings.

c. Within 30 days, the Director of the Ma-
rine Corps Staft will develop a plan of action
and milestowres reflecting this guidance with
the necessary reports and progress checks.
There are, of course, other required actions
found in other plans, studies, and Marine
Corps orders or publications. Implementing
actions for those will occur in the normal
course of events and will take place at all Ma-
rine Forces and supporting units, organiza-
tions, and activities. All Marines need to un-
derstand what needs to be done. When they
do, I expect they will actively contribute to
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the solutions. Through a Corps wide-effort,
we will continue to make Marines and win
the nation’s battles.

d. Tkis is our opportunity, collectively, to
move forward and build on the foundation
established by my predecessors. We will con-
tinually survey the horizon to see if we are
where we expected to be and re-evaluate
where we are headed. We will move out
smartly to maintain our momentum while
examining every facet of our Corps—from
doctrine to equipment to personnel—to en-
sure we are as ready tomorrow as we are to-
day. The American people want a Corps of
Marines who will accomplish any task, do
their duty, fighe, and win. We owe them
nothing less.

e. In the final analysis, my guidance simply
is to be prepared to fight, on the shortest no-
tice, under any circumstances of weather or
resistance, in conflicts large or small. Be pre-
pared to integrate Marine combat power
smoothly into the overall matrix of other U.S.
services or other nations. Be prepared, in
conjunction with the U.S. Navy, to project
power from the sea for as far and as long as
necessary. Be ever mindful of technological
opportunities to enhance combat proficiency
and to promote logistic economy. Be also
mindful of the deep meaning in Title 10 of
the US. Code of the requirement that
Marines shall be prepared to discharge “such
other duties as the President may direct,”
whatever those duties may be. But, most of
all, be prepared to fight and win.



