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Get ready early

· You may think that you are completely ready now and have time to further prepare  --  you are not and you do not
· Write your Commander’s Intent / Vision Statement / Unit Goals / Duty Assignments / Policy Letters / Speeches / Welcome Aboard / etc. now 
· Review those of Higher and Adjacent Commanders
· Ask for, and thoroughly review, a recent Command Climate Survey

You must effectively communicate your vision to the unit early

· Command tours last 12 - 24 months  --  you cannot afford to wait six months to get your vision understood
· You must think through and write down your vision well prior to command
· XO
· Sergeant Major
· Staff
· Officers
· SNCOs
· NCOs
· Enlisted
· Use your Sergeant Major and XO to ensure that your vision is understood throughout the unit
· Consider weekly email / portal postings



· WHAT ARE YOUR PRIORITIES / GOALS?

· WHAT WILL BE YOUR THEME?

· WHAT ARE YOU GOING TO BE KNOWN FOR IN COMMAND?

· WHAT WILL YOUR MARINES AND SAILORS REMEMBER YOU FOR WELL AFTER YOU’VE GIVEN UP COMMAND?










Three ideas worth considering

“SUPERIOR UNIT”

· Works hard but not so hard as to crush itself
· Produces superior results and is widely acclaimed outside the unit
· Has fun in the process making the hard work seem nearly effortless
· “Fond memories” are shared
· NOTE  --  the minute things appear to be going just a little too well  --  proceed with extreme caution


“CAN DO EASY”
		
· Be the only one in your Command that can say “No” to a request for support
· Be positive in every interaction
· “”YES” WHAT IS THE QUESTION?”


“MARINES WHO KNOW WHERE THEY ARE GOING, AND HOW TO GET THERE, ARE EASY TO LEAD”

· A well communicated “vision” coupled with well trained Marines is the key to success.
· Be able to answer  --  “What is your vision?  What is the theme of your command?  What are you going to be known for?”


















There will be bad days

· Accidents / injuries / fatalities and other serious setbacks are possible
· How you react will largely determine your ability to lead henceforth
· Command brings with it the highest of highs and the lowest of lows
· You must find balance  --  for you  --  for your staff  --  for your Commanders  --  FOR YOUR FAMILY

You will question yourself

· There will be days where you will question whether you are up to the task
· Know that you were not selected for command without your service and your community having complete confidence in your ability to meet all the demands of command
· Rely on the knowledge of your past success and press on  --  do not allow yourself or others to be overcome by events
· You do not have to change to be successful as a Commander  --  in fact, you will probably not be successful if you do change

Set the example in everything you do

· Work ethic  --  your young officers and enlisted must see you working hard but having fun in your job  --  IF YOU ARE NOT WORKING HARD IN COMMAND YOU ARE PROBABLY NOT DOING YOUR JOB
· Show that you can make hard decisions putting the unit and the Marine Corps first
· Servant Leadership is showing you are committed to others  --  that you’ll take the sacrifice  --  that you can “vote against yourself”
· Appearance and fitness  --  dress well and run a high first class PFT 
· Weekend shaving and attire
· It is hard or a pain in the ass, you must be first in the line
· PFT / CFT / Weigh In / Urinalysis / Night Flying / NATOPS
· Command is hard work and tiring  --  you must pace and take care of yourself  --  but you will, and probably should be, tired, at your Change of Command

Integrity

· Be very clear that complete integrity and forthrightness is the bond between yourself and every member of the unit  --  especially your Officers
· Be clear that if that bond is broken that it will never be restored
· Be clear that Officers that compromise their integrity will be held accountable
· Young enlisted Marines and Sailors that compromise their integrity should be held accountable.
· “think long and hard before you answer me” 
· “are you sure that is what you want to tell me?”

Closure

· Demand follow through and completion of assigned tasks by your Officers and Staff Non Commissioned Officers
· Do not let your demands slide or drag on
· Focus on those most critical issues that you can impact
· I find far too many SNCOs and Officers (and many Senior Officers) that cannot come to closure with tough assignments
Decision Making

· Remember that one decision that you can make as a commander is not to make a decision
· Do not make decisions before you have to  --  if possible, allow time to better understand the situation / environment
· Take the time to get “Buy in”  --  make it “Our” decision
· There is not much worse than a Commander’s “snap” decision that much be rescinded
· Demand compliance with difficult / unpopular decisions
Training

· Be demanding  --  most disappointed Marines have low demands placed on them
· Instill discipline  --  the Marine Corps has not always been disciplined
· Train to “Most Likely Missions”
· Be comfortable and proficient at night
· TRAINING IS EVERYTHING
· 
Readiness

· Ensure that you and your command understand the difference between DEPLOYABILITY readiness and EMPLOYABILITY readiness and ensure you place the proper emphasis on the less “tactical”, less glamorous DEPLOYABILITY side.
· A Marine / Marine unit not ready to deploy is of limited utility
· Tactical readiness means nothing if you cannot get the unit out the door and to the point of friction  --  most of our squadron and battalion commanders are recognized tactical experts though many struggle to get their units ready to deploy especially with no notice
· Personnel and material readiness standards must be understood and enforced
· Medical / dental / admin / legal / materiel / supply
Inspections

· This is all about GOAL SETTING / GOAL ACHIEVEMENT  --  it is your mark as a unit
· Set your inspection goals for all to hear, get command wide buy in and demand inspection goals be met
· Do well on them but not at the expense of real readiness
· Don’t paint rocks around the flag pole
· Don’t buy inspectors donuts
· Maintain an “Always Inspection Ready” standard
· Do not allow a double standard
· Make inspections a unit pride issue


Drugs

· We consistently underestimate the drug use pressures our young Marines and Sailors) are under  --  do not for one minute think that Officers are immune  --  I know of a Four General Officer aide that popped positive for drug use
· Anyone that thinks that drug use cannot cripple a command is full of crap 
· Tell your Command that you will aggressively look for drug users and will hold them accountable when you find them  --  that “it is just a matter of time before we find you and hold you accountable”  --  demonstrate through action that you are serious
· Your unit will not appear to have a drug problem if you do not look for it
· Make zero tolerance your one and only standard
· Seek Courts Martial when appropriate, and consider the full range of disciplinary and administrative options  --  never simply default to  NJP as the easy way out
· Hold offenders accountable and advertise results of courts-martial and NJP and administrative separations within the bounds of the UCMJ
· Talk about it often  --  conduct routine sweeps  --  befriend local NCIS, CID and police  --  use them to understand the drug culture in your location 
· Make it a Unit Pride issue

DUI

· There is no excuse 
· Liberty plans but take into account drinking
· Consider, and discuss with your SJA, the full range of disciplinary and administrative options when addressing driving under the influence cases…..especially if they fall under civilian jurisdiction

Harassment

· I believe that it begins with the tone you set
· Do not accept inappropriate conduct / discussions in work spaces
· Do not accept inappropriate language in mixed company  --  make it policy early  --  do not accept the “f” word in mixed company
· Command Climate Surveys can uncover dark threads like this that even the best leaders may miss

Porn

· No tolerance in the work spaces or on government computers
· Give unit / work section warnings and then NJP if appropriate
· Marines should be working too hard during duty hours to have time to look at porn


NJP

· As a rule, start with the approach that this is past informal counseling and formal counseling and work back from there
· When it gets to NJP, it is time for the Commander to be very firm but fair
· Consider family members / dependents
· Consider the impact on the rest of the unit  --  KEEP FAITH WITH YOUR GOOD MARINES  --  UPHOLD THEIR STANDARD
· Maximize observers during NJP proceedings  --  especially young Officers and NCOs  --  it is PME and ensures the word on what really took place gets out
· Be ready for anything during an NJP  --  do not allow yourself to be surprised
· Counsel / mentor those disciplined in private following the office hours
· Build them back up / appeal to their sense of pride
· Publish the results  --  no name / no face  --  just offense / punishment
· All Officer / SNCO disciplinary issues must be discussed with higher headquarters

Email

· Is nothing more than a communication tool
· It is a very effective and efficient communication tool
· Do not become a slave to the screen
· Setting a hard personal and organizational routine on NIPR / SIPR use is an option

Contractors / Civilian employees

· Treat them no differently than your Officers / SNCOs as appropriate
· Include them, and as appropriate, their spouses in all unit events
· Demand that they be part of the team  --  be aware of their limitations due to their contract or civilian personnel rules 

Powerpoint

· Is a useful tool
· Do not let form override function
· Complex / busy slides are a waste of staff time
· Go with simple “Black and White Arial Bold”

“Troops”

· I do not like the term  --  they are “Our Marines and Sailors”
· Always capitalize “Sailors”


Respect Your Sailors
Meetings

· Only have those that are required
· Identify the purpose up front
· Informational
· Guidance seeking
· Decision
· Identify a meeting manager / scribe
· Manage them closely  --  start and end on time --  track and note the time  --  no meeting should last more than an hour
· Insist on “read backs”
· “Runs / hits / errors”

Safety

· You must think about risks and mitigating risks in everything you think, say and do
· Safety is the byproduct of professional operations  --  the reverse is not necessarily true
· I am absolutely convinced that Commanders can and do prevent mishaps
· In the way you communicate your priorities
· In lectures / seminars / PME / casual discussions
· In the air and in the field
· High risk / unprofessional units always fail

Fitness

· Set a very high standard
· Fit Marines and Sailors perform better across the board
· Reward your fittest Marines and Sailors
· Consider the value of unit PT  --  set units goals  --  hard to do but always worth it

Get “out and about”

· Set some sort of a routine to get out of the office and away from email
· Go to the field
· If you are an aviator  --  FLY!  --  have an FCF qual  --  MAG COs should fly with their FRSs 
· KNOW YOUR LIMITS


Turnover

· The mark of a good Commander is largely in how well he / she transitions the unit
· Plan the turnover for your relief at least six months out
· Welcome the incoming Commander and his or her family with open arms  --  ensure it is the best turnover he or she has ever had  --  remember it is all about the Command NOT you
· Ensure your relief has every opportunity to see the unit and the Marines and Sailors in the unit prior to the Change of Command  
· It is best your relief see unit leadership and Marines and Sailors without you looking over their shoulder

Additional Considerations

· Formations
· Marine Corps Birthday events
· Family Readiness 
· Spouses

Fun

· Have fun
· Ensure your unit has fun


