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“One nmust put hinself in the place of those whom he

woul d | ead; he nust have a full understandi ng of

their t hought s,
their attitude,
their enot i ons,
their aspirations,

and their i deal s; and he

must enbody F i n his/her own
character the virtues which he would instill into

the hearts of his/her followers.”

Gen John A. Lejeune?!

YGeneral John A Lejeune, USMC, 13th Conmandant, 18 January 1921.



Asi de from past indiscretions and | ack of fornal
reporting within the Marine Corps Mentoring Program the
Marine Corps has officially drafted gui dance to inpl enent
an effective nmentoring program Guidance on this program
whi ch was drafted by the Commandant of the Marine Corps
will provide privates through senior officers the
opportunity to reach their full potential personally and
prof essionally, help shape future | eaders, increase unit
cohesion, strengthen camaraderie, foster rel ationships of
genui ne concern, and better prepare Marines to handl e the
i ncreased chal | enges of today’s operational climate.? The
programwas inspired in part by recent cultural studies by
the Center for Naval Analysis, Behavioral Science
Technol ogy, which identified gaps in Marine |eadership
effectiveness.® The Marine Corps and mentorship are steeped
inrich tradition. They have stood the test of tinme, and
simlar to our civilian counterparts, nentoring is being
taken seriously as an avenue for organizational
devel opnent. Mentoring was, and continues to be, one of
the nost effective ways to pass on skills, know edge and
wi sdom and to train the next generation of professionals.

Many conpelling bonds will arise through the sharing of

ZGeneral Mke W Hagee, USMC, 33rd Commandant, MCO 1500.58, 05 Decenber 2005.

3Oorporal J. Agg, Mentoring Program Steel Sharpens Steel, MCB Quantico, 01
Sept enber 2005.



soci al, academ c, career, and personal relationships with
positive role nodels. Wth clear guidance, built-in
flexibility, automation, and buy-in fromjunior
conmi ssi oned officers and staff noncomm ssioned officers,
the nmentoring programw ||l be successful.

Clear Guidance

Recent Marine Corps Orders, Al Marine Messages
(ALMAR), White Letters, and gui dance published by Head
Quarters Marine Corps have announced the initiation of the
Marine Corps Mentoring Program The Marine Corps Mentoring
Programw || provide an avenue for Marines to share hard-
won | eadership | essons | earned in recent years. The clear
gui dance will explain that all Marines w Il be nentored by
a Marine senior to them For instance, a squad |eader w |
be nentored by his or her platoon sergeant. A Marine may
al so be nentored by soneone outside the chain of comand.
To assist in these efforts, the Marine Corps Order |ays out
tools to be used to articulate the unit, team and
i ndi vi dual goals, as well as presents tasks that will aid a
Marine in meeting his mission.* Mentoring Marines will
occur at least nonthly. Additionally, nmentoring sessions

shoul d occur if one of the follow ng situations takes

*General Mke W Hagee, USMC, 33rd Commandant, MCO 1500.58, 05 Decenber 2005.



pl ace: preparing for or returning fromdepl oynent, nmjor
Iife changing events such as birth, death, permanent change
of station, marriage, divorce, significant financial

deci sion, intense conbat, etc. This formal guidance
approach to the Marine Corps Mentoring Programis different
fromthe past. According to Commandant’s White Letter No.
10-95 of 03 May 1995, the Marine Corps Mentoring Program
was conducted formally or informally and was often confused
with the Marine Corps counseling process.® This lead to its
m sunder st andi ng, dem se, and fall to the waste-side.

Cl ear guidance fromthe current Comrandant of the Marine
Corps, such as those listed above, will nake Marines

obligated to the understanding of this inportant endeavor.

Built-in Flexibility

Conbat cohesion and m ssion focus have never been
stronger, and young | eaders, arguably never better, are
hungry for nore responsibility.® The mentoring programwill
give Marines this chance of added responsibility.

Mentoring will be nore than academics. It will be a
fl exi bl e program desi gned to provide hands on probl em

solving from Marines who are willing to denonstrate how to

>United States Marine Corps, User’s Guide to narine Corps Val ues, Mentoring.
03 May 1995.
®General Mke W Hagee, USMC, 33rd Commandant, ALMAR Final, 30 Novenber 2005.



succeed or progress to another Marine who is anxious to

| earn. The Marine Corps Mentoring Programw || enable
Marines to face daily chall enges while strengthening al
aspects of the Corps. The built-in flexibility will enable
Marines to use many different tools which will enpower

| eaders at every level to better know their Marines, and
provi de their subordi nates with gui dance and focus, while
reinforcing the notions of accountability, responsibility,
and a true sense of being a Marine.” Mentors will be
encouraged to use these proven tools, such as Mlitary
Cccupational Specialty Roadnmaps, Marine Corps Martial Arts
Program and core values, to help their Mrines progress,
reach goals, and develop | eadership skills. The built-in
flexibility will attenpt to limt hard and fast rules,
especially when it cones to the assignnent of a mentor with
a nentee. Placing a nentee with an unsuitable nentor would
only deter fromthe true benefits of the program and
natural process that it should give rise to. Built-in
flexibility wasn’t an issue with the previous nentoring
program because it was never a formal process. There was

no Marine Corps Order that nmandated or described the

"General Mke W Hagee, USMC, 33rd Commandant, CMC Wiite Letter, 30 Novenber
2005.



Ment ori ng Program or how rmuch flexibility or latitude could

be used when nmentoring was conduct ed.

Automation

Ment ori ng occurs when a person enhances the
professional life of soneone else by fostering self-
i nsight, identifying needed know edge, or expanding the
ot her person’s perspectives. Wen nmentoring occurs, the
nment ee | earns sonet hing that otherw se would be acquired
| ess thoroughly, nore slowly, or not at all. Automation
will assist with the inplenentation of the nentoring
program and its docunentation necessities. An entire web
site devoted to the Marine Corps Mentoring Program woul d
all ow Marines to access specific orders and procedures
whi ch are necessary for conducting a nentor and nentee
rel ati onship. Automation of Mentoring Program Gui debooks
can be procured and distributed in order to gui de and
assist a nmentor in his professional duties of devel oping a
mentee. An autonmated Conmbat Readi ness Percentage can be
put in place to | et Marines know how they are progressing
towards unit goals and to reinforce the fact that each
Marine plays a part in his or her unit’s success.
Leadership Mentoring Log Wrksheets can be mai ntai ned by

both the nentor and nentee even if they are not | ocated



within close proximty of each other. These logs wll
docunent progress, mssion, goals, actions taken over a
course of tinme, and how an individual Marine is supporting
the unit’s overall mssion. Honor Courage and Conmm t nment
Assessnents, Conmmon Conbat Skills Checklist, and off duty
conm t ment assessnents are other automated tools that can
be used to track a Marines progress. The devel opnent of
automation wasn’'t formally considered towards the nentoring
programi s success in previous nentoring initiatives.
Automation will be absolutely necessary especially with the
hi gh tenpo of the Marine Corps’ current operating

envi ronnent .

Buy-in From Junior Commissioned Officers and Staff

Noncommissioned Officers

Juni or comm ssioned officers and staff noncomm ssi oned
officers wwll be the driving force and key to the Marine
Corps Mentoring Program s success because they are
instrunmental in the nmany aspects of small unit |eadership.
However, all commanders will have the ultinmate
responsibility for ensuring the nmentoring programis
effectively inplenmented in their units and that Marines are
i mproving in acconplishing mssions as eloquently stated in

the foll ow ng quote by Sergeant Major Drake. “Every



successful organization just doesn’t sit stagnant. |t
seeks to inprove itself.” *“This is a tool through which we
want to inprove ourselves. W’'re not trying to burden the
unit or task the unit, we're trying to inprove the Marine
Corps. (The Marine Corps Mentoring Program helps to
devel op tonorrow s | eaders but it takes care of al

"8  Commi ssi oned and nonconmi ssi oned of fi cers have

Mar i nes.
the greatest influence with enmpowering junior |eaders to
positively affect the devel opnent of subordi nates.
Previously, no specific rank was targeted for the success
of mentoring. It was a commopn perception that all Marines
shared an equal responsibility for the conduct of the

ment ori ng program however, and in all actuality no one
took responsibility. In today’s Marine Corps, the daily

i nner -wor ki ngs of conm ssioned and staff noncomm ssi oned
officers with their Marines will allow themto facilitate
genui ne concern between the mentor, nentee, and success of
the nentoring program They are also the key to any unit’s
cohesi veness, covenants shared between | eader and

subordi nate, accountability, and responsibility of m ssion

acconpl i shnent and troop wel fare.?®

8Sergeant Maj or Ral ph H Drake, USMC, TECOM Sergeant Major, 01 Septenber 2005.
° Ment ori ng Program Brief, Training and Educati on Conmand’s Internet Site.



Conclusion

In Greek nythol ogy, the termnentor derived from
Qdysseus asking his friend, Mentor, to teach and watch his
son Tel emachus, while he fought the Trojan War.° Mentor
and Tel emachus devel oped a relationship that was unlike a
parent/child relationship. The relationship thrived on
advi ce, education, and friendship.'* Mentoring is sinply
t he devel opment of one’s career and | earning through
anot her’s expertise, another’s know edge transfer,
anot her’s wi sdom and another’s gui dance. The inportance
of inspiration was acknow edged by Maj or Ceneral Thomas S.
Jones. Major General Thomas stated “Sonetines in our
profession the margin for error is very small and the
di fference between success and failure is sonetinmes only
the inspiration you provide soneone else.” “You don’t get
guys wal king the streets of Falluja the way they did unl ess

they believe in their |eaders.”??

Renenberi ng the tenants
of guidance, built-in flexibility, automation, and buy-in
from comm ssi oned and nonconmm ssi oned of ficers, the Marine

Corps Mentoring Programw || be successful |ike other

Ment or Coach, Traini ng Acconplished Hel pi ng Professionals to Becone
Extraordi nary Coaches.

Y Mari ne Corps Gazette, Formal Mentoring Prograns? First, let’s ask a few
guesti ons.

12 Maj or Ceneral Thomas S. Jones, USMC, Training and Educati on Conmand’ s
Commandi ng General. 01 Septenber 2005.

10



nationally known Mentoring Prograns such as Big
Brothers/Big Sisters Program Help One Student to Succeed,
National One to One Mentoring Partnership Program and Boys
and Grls Clubs of Arerica. Mentors and nentees will do
nore than sinply pass on know edge and information to each
other. They will inpart |essons on the art and science of
living. They will help others acquire vital know edge and
skills nore effectively than if acquired through the
“school of hard knocks.” “In short, nmentoring is but the
active ingredient of |eadership. This program sinple in
concept yet requiring dogged determ nation, prom ses

prof ound di vidends: assisting |leaders to better know their
Mari nes; hel ping Marines focus on the m ssion; providing

| eaders those tools to better support the professional and
personal growth of their Marines; preparing the Corps for

all the challenges that |ie ahead.”®

Wrd Count: 1,599

B General M W Hagee, USMC, 33rd Commandant, CMC White Letter, 30 Novenber
2005.
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