Marine Corps University - National Interagency Fire Center Leadership Development Workshop #2 

Trip Report

Introduction

During the week of April 28 to May 2, 2002 the Marine Corps University (MCU) in Quantico, Virginia hosted 14 wildland fire training specialists for the second MCU-NIFC Leadership Development Workshop.  The intent of the workshop is to expose wildland fire training specialists to proven leadership development techniques so that they can assess the potential to transfer and use these techniques in wildland fire training efforts. 

This session was structured in the same format as the first workshop, which was held in the Fall of 2001. The workshop focused on three leadership development techniques from three different schools within the Marine Corps University curriculum.  The specific workshop objectives are:

1. Observe the techniques used to facilitate a Staff Ride.

2. Learn basic design and delivery requirements for Tactical Decision Games (TDGS) and Sand Table Exercises (STEX).

3. Participate in the Leadership Reaction Course in order to observe the administration requirements of the technique. 

Summary of Events

Staff Ride of Gettysburg National Battlefield (April 28-30):  The 14 wildland fire participants were dispersed among four groups from the USMC Amphibious Warfare School.  This is a nine-month academic school for Captains.  The Gettysburg Staff Ride occurs at the end of this academic year and is a seminar type event.  Through pre-work preparation, each Captain is required to lead discussion for their seminar group regarding assigned events from the battle and the associated key learning points. Thus during the course of the two-day Staff Ride, each Major will have facilitated their seminar group two to three times under the guidance of an MCU instructor who is usually a Major or Lieutenant Colonel.  The primary intent of this event is to begin raising the Captains’ awareness level from small unit tactical actions to operational and strategic leadership factors that affect decision-making.  

TDGS/STEX Practical Application (May 1):  A lead instructor from The Basic 

School led the 14 wildland fire participants through the design and facilitation requirements for these two techniques.   The day culminated with the wildland fire participants working in teams of four to design a STEX and then facilitate the exercise in small group exercise format with military officers as their students.   The Basic School is a six-month academic school for new Lieutenants.  All USMC officers go through this school at this location before their first operational assignment.  Sand Table Exercises and Tactical Decision Games are used on a daily basis in The Basic School and are facilitated by an MCU instructor who is usually a Captain.  The extensive use of Sand Table Exercises and Tactical Decision Games repeatedly puts these future leaders in the hot seat, requiring them to make tactical decisions and issue verbal instructions in front of a group of their peers in stressful, time compressed situations.   The following is a quote from the USMC workbook regarding these techniques “From a decision making perspective, 10 different TDGS/STEX are more valuable than a single full-scale, computerized war game in the same period of time.”  The primary intent of this technique is to develop a bias for action in new Lieutenants and to instill in them the confidence to communicate their decisions to their subordinates.   

Leadership Reaction Course Practical Application (May 2):  A group of evaluators from the Officers Candidate School put the 14 wildland fire participants through the Leadership Reaction Course.  In teams of four, the wildland fire participants attempted 7 of the 20 problem-solving exercises that makeup the Leadership Reaction Course.  Officer Candidate School is a ten-week evaluation and screening process conducted by senior Non-commissioned Officers that determines if an individual will become a commissioned officer.   The Leadership Reaction Course is a key component of that evaluation and screening process.  The primary intent of this technique is to assess individual leadership potential by testing their competence in handling a small team that has been charged with accomplishing a mission under conditions of stress
Identified Action Items

During the afternoon of the final day of the workshop, an After Action Review was conducted with all participants.  Lieutenant Colonel Eric Carlson and Major Robert Baird of the MCU staff were also in attendance.  Several action items were identified that various participants would work on:

· BLM Idaho State Office plans to develop and conduct a Staff Ride of the Hagerman Fire.  The audience will be Engine Captains and the tentative target date is Fall 2002.  (Bill Clark)

· BLM Boise Smokejumper Unit is developing a Staff Ride of the Point Fire.  The audience will be the unit’s ICT4 and ICT3 personnel and they plan to conduct the event this Spring.  (Eric Reynolds)

· S-230 course revision workgroup will adapt TDGS/STEX techniques into the course package in order to reinforce a standard briefing format.  (Craig Cook)

· NWCG Training Development group will consider and utilize reading lists as appropriate in future course revisions.  (Jim Glenn)

· USFS Washington Office will follow up on the status of the BLM/USFS/MCU Memorandum of Understanding recently signed by the BLM.  (Lindon Wiebe)

· An ad hoc group will do a peer review of the first wildland fire version of the TDGS/STEX facilitator workbook.  (Tom Boatner, Rich Caballero, Kurt La Rue, Larry Sutton)

· An ad hoc group will develop a TDGS/STEX train-the-trainer process for the TWT Leadership Committee.  (Rich Caballero, Jim Cook, Ted Mason, Eric Reynolds)

· An ad hoc group has agreed to provide assistance to the MCU staff for a planned Staff Ride to the Little Big Horn battlefield area in July of 2002.  Additionally, the MCU staff has proposed a site visit for a small contingent of their personnel to NIFC and to an incident to observe wildland fire mobilization, command, and logistic support processes.  (Tom Boatner, Jim Cook, Kurt La Rue)

Future Workshop Suggestions
During the same After Action Review suggestions for improving future workshops were also identified:

· Provide more pre-reading, especially regarding the Leadership Reaction Course.  Provide more opportunity to observe the evaluator’s role in the Leadership Reaction Course.  (Bill Clark)

· Have the workshop groups facilitate the STEXs between each other, not with Marines as students.  Get more critique from the Marine officers.  (Kurt LaRue)

· Bring along incident specific information in order to be more prepared to design a STEX or use a predetermined STEX to give to the Marines.  (Ted Mason)

· Provide a better introduction to Seminar Groups at the Staff Ride.  (Jim Glenn)

· Identify more specific objectives for each event.  (Rich Caballero)

· Learn more about how TBS prepares their instructors.  (Tom McGuire)

· Doing the STEX with Marines was good.  Do two STEXs, one with Marines and one between groups.  (Lindon Wiebe)

· Link up with a 1-day Staff Ride so more time could be applied to the STEX session.  (Larry Sutton)

· Include a presentation on the USMC PT program.  (Eric Reynolds)

· Doing the military TDGS was a good introduction technique.  Have the workshop participants do a post Staff Ride integration discussion.  (Craig Cook)

APPENDIX  A

Accomplishments from Workshop #1

The following are initiatives that were accomplished or are currently in progress as a result of efforts from the group that attended MCU-NIFC Workshop #1 in the Fall of 2001:

· The Commandant of the USMC Training and Education Command, Major General Thomas Jones, provided a keynote address to the annual Incident Commander / Area Commander preseason meeting in March of 2001.

· A prototype wildland fire version of the USMC TDGS/STEX facilitator workbook was developed.  BLM and USFS training personnel at NIFC informally distributed the document for field use and comment in March of 2001.

· A train-the-trainer session on TDGS/STEX techniques for the NWCG S-336 course development workgroup was organized.  This was a two-day session held at NIFC in March of 2001.  The session was conducted by MCU officers Major Robert Baird and Captain John Douglas, with logistical assistance provided by the Boise BLM Smokejumper Unit.

· Several briefings and demonstrations of the STEX technique have been given to groups such as at the Nevada BLM state preseason meeting, the Southern California Foresters and Fire Wardens meeting, the USFS R4 Advanced Engine Academy, the California IHC workshop, and the Southwest IHC workshop. 

· The National Interagency Joint Apprentice Academy is planning to build a Sand Table training room at their new facility in 2003.


· A Field Leadership Assessment Course has been included in the design of the L-181 Followership to Leadership draft course package that will be part of the new Leadership Curriculum.  This was modeled from the Leadership Reaction Course at MCU.  The problem-solving exercises have been modified into fire related tasks and to be field portable. 

· One National Incident Management Team has indicated that they will do a trial run on the use of Sand Tables for operational briefing purposes on an incident.

· A Memorandum of Understanding between the BLM, the USFS, and MCU has been initiated.  At the time of this report it has been signed by the BLM and USFS has been sent to the Marine Corps University.
APPENDIX  B

Workshop #2 Participant Roster

Cook, James R. (Chief of Party)

Training Projects Coordinator, U.S. Forest Service - NIFC

3833 South Development Ave.

Boise  ID  83705

Boatner, Thomas H. 




State Fire Management Officer, Bureau of Land Management-Montana/Dakotas

1299 Rimtop Dr.

Billings  MT  59105

Caballero, Richard J.



Supervisory Training Specialist, Great Basin Training Center

3833 South Development Ave.

Boise ID 83705

Clark, William D.




State Fire Management Officer, Bureau of Land Management-Idaho

Idaho State Office

1387 South Vinnell Way

Boise  ID 83709

Cook, Craig W. 




NWCG Training Specialist

3833 South Development Ave

Boise  ID  83705

Glenn, James H. 




Chief, NIFC Fire Training

3833 South Development Ave.

Boise  ID  83705 

La Rue
, Kurt P.




Fire Management Specialist, Bureau of Land Management

3833 South Development Ave.

Boise  ID  83705

Lynch, Timothy C.



Project Leader / Equipment Specialist, U.S. Forest Service - MTDC

5785 Hwy 10 W

Missoula  MT  59808

Mason, Theodore P. 




Training Specialist, Bureau of Land Management

3833 South Development Ave

Boise  ID  83705

Biller, Allen C. 

Fire Management Officer, Shenandoah National Park

3655 Highway 211 East

Lourey VA  22835

McGuire, Thomas M.

Training Officer, Los Angeles County Fire Department

Camp 2

4810 N. Oak Grove Dr.

La Canada Flintridge  CA  91011

Reynolds, Eric G. 




Assistant Chief (Smokejumper Training), Bureau of Land Management

3833 South Development Ave.

Boise ID  83705

Sutton, Laurence R.

Training Unit Leader, Bureau of Land Management 

3833 South Development Ave.

Boise  ID  83705

Wiebe, Lindon E.




Fire Ecology Specialist, U.S. Forest Service

Fire and Aviation Management, 2SW

210 14th St. SW

Washington  D.C.  20024
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