
Maximize Prospecting

NCOIC 1

LEARNING OBJECTIVES:


a.   Terminal Learning Objective: With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, maximize prospecting in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.1).  


b.   Enabling Learning Objectives:

    

(1) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the two elements for maximizing prospecting, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.1a).



(2) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the four objectives of planning, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.1b).



(3) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to prepare a week-in-sight, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.1c).



(4) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to conduct an RSS brief, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.1d).



(5) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing purpose for the time sheet work sheet, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.1e).



(6) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to analyze recruiters activities, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.1f).

1.   The two elements for maximizing prospecting are:

a.   Develop sound, consistent and productive plans;

b.   Know the market by reviewing the Profile Progress book, RSS Enlistment and Assets Maps.

2.   The four objectives of planning:

a.   The prospecting activity must be planned in advance.   Prior to securing for the day, the NCOIC must ensure that the recruiters check their plan for the following day.

b.   Prospecting must also be scheduled in the S & R book.   The recruiters must "BLOCK-OUT" the time on the schedule sheet that is required to accomplish the prospecting.

c.   The recruiters must understand what it means to MAXIMIZE PROSPECTING.   Remove all outside influences.   Any distractions that will interfere with prospecting should be eliminated prior to commencement of the prospecting activity.

d.   The recruiters must be capable of performing the prospecting activity.   As the NCOIC, you must provide follow-on training at the RSS to ensure that recruiters can perform all tasks to the standard.   You must ensure that your recruiters are trained in all prospecting activities so they can remain focused on mission attainment.

3.   A Week-In-Sight plan must be prepared prior to the beginning of each week.   The following steps must be executed:


a.   Analyze previous week's results and plan.

b.   Enter information from Recruiter month-in-sight plan on the Recruiting Schedule sheet.   NCOICs on production enter information from your NCOIC Month-In-Sight on the NCOIC Daily Plan.


c.   Ensure activity scheduled for the current week supports assigned mission.

d.   Organize action and tracking cards for the current week-in-sight plan.   Discuss and organize week-in-sight activities with recruiters.


e.   Update and Revise the week-in-sight as the week develops.

4.   The NCOIC morning briefing format is designed to give the NCOIC a tool to organize the RSS and recruiters efforts.

a.   The NCOIC must brief each recruiter daily.   The following briefing format is suggested:

(1) MEPS/OPS - Shippers, Dep’ers, processing results ,consult, waivers, and missing documents;



(2) POOL - Problems;



(3) NWAs - Situation report on all current and future NWA's;

(4) INTVs - Discuss previous days interview: needs, benefits, accepted, attitudes encountered, follow up action plan, NCOIC's role in follow up;

(5) APPTs - Show and no show rate.   Analyze problem - location, time of day, prospects, needs, etc.

Note: The following is programs briefed with servicing and prospecting in mind.


(6) PPC’s - Clear actions TODAY.  Sense of urgency;



(7) HS/CC - Visits, opportunity stops, canvassing with objectives, list attainment;

(8) POOL - Conduct TC/AC/HV with poolee(s), pool function plans.  Train them and give them a mission;

(9) CDR - Conduct TC/AC/HV with CDR(s).  Train them and give them a mission.  Continue to identify future PTADS.

b.   The NCOIC must ensure mission attainment with updates, changes to the Monthly, Weekly, and/or Daily Plan for the RSS and RS.


c.   The NCOIC must pass information to the recruiters in a timely manner.

d.   The NCOIC must coordinate with each recruiter and be fully briefed EACH day by EVERY recruiter.

e.   ALL PLANNED ACTIONS MUST BE BRIEFED USING THE S & R BOOK AND TRACKING AND ACTION CARDS.

Note:
(1) The intent is for the recruiter to brief the NCOIC.   This technique will develop your subordinates, giving them an active role in the decision making process.   This will develop technical as well as tactical proficiency.



(2) The recruiter will not feel he is being micro-managed, yet is accountable for execution of


 the daily plan.   The NCOIC approves/disapproves all planned actions.
5.   The TIME WORKSHEET and RECRUITING TIME SHEET are effective tools in determining how a recruiter spends their time on recruiting duty.   This time is divided into productive, support, and nonproductive time.   A recruiter’s time should be spent as follows:


a.   60% Productive - TC/AC/OT/HV, screening, and interviewing;

b.   30% Support - HS/CC Visit, Media Visit, Contact Visit, List Research, enlistment papers, and poolee meetings;


c.   10% nonproductive - All other activities.

6.   When analyzing recruiter’s activities the following must be taken into consideration.

Note:  It is imperative for recruiters to record accurate data on the Recruiting Schedule Sheets, Time Worksheet and Recruiting Time Sheet.   Record how time is spent over a four-week period.

a. How effectively is the recruiter using their time?

b. How much time do they want to work to make mission?

c. Is there a more effective way to perform tasks?

d. Review the Month-In-Sight plan for changes;

e. Review the Week-In-Sight plan for changes;

f. Review RSS working file each day;

g. Record program actions and commitments on the S&R sheet / Daily Plan;

h. Record appointments/interviews on the Recruiting Schedule sheet/NCOIC Daily Plan;

i. Update and Revise the daily Plan as the day develops.

“Frontloading”

1.   Divide the Months objectives by 3 weeks vice 4 weeks and conduct activities in the first 3 weeks.

2.   Divide the Weeks objectives by 3 days vice 5 days and conduct activities in the first 3 days of the week.

3.   Monitor interview levels only, conducting all interviews by the 15th of the month.

4.   Monitor appointment levels only, requiring the recruiter to meet a minimum appointment objective daily / weekly.

5.   Increase the "New Contract Goal" on the recruiters objectives Worksheet.   This will automatically increase each activity objective for the new month.

Maintain the High School / Community College Program

NCOIC 2

LEARNING OBJECTIVES:


a.   Terminal Learning Objective: With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, maintain the high school/community college program (HS/CC), in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.2).


b.   Enabling Learning Objectives:


(1) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for HS/CC program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.2a).


(2) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the goals of the HS/CC program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.2b).


(3) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the objectives of the HS/CC program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.2c).


(4) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the resources available to support the HS/CC program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.2d).


(5) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to analyze the HS/CC program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.2e).


(6) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for the HS/CC Profile Sheet, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.2f).


(7) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the action dates concerning the Master Planning Sheets when planning milestones for the new school year, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.2g).


(8) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the utilization of reports generated for the HS/CC Program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.2h).


(9) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for Command Group action with the HS/CC program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.2i).


(10) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to monitor progress with the HS/CC program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.2j).

1.   The purpose for of the High School/Community College Program is to produce quality contracts.

2.   The goals of the HS/CC program are to establish a long lasting relationship with your schools and constantly work to improve them. The two goals of the HS/CC program are:

a.   Establish rapport.  This will enable you to:

(1) Have unlimited access for area canvass, give talks, interview prospects, and display Marine Corps literature;



(2) Obtain list of seniors;



(3) Meet with poolees to organize and direct their efforts;



(4) Obtain education verification of poolees and possible future prospect/applicants.


b.   Gain exposure.   This will enable you to:

(1) Inform school officials, faculty members and students about the opportunities and programs available to them from the Marine Corps;

(2) Create a long lasting, positive attitude about the Marine Corps.

3.   The 12 objectives of the HS/CC program are:

Initial Visits.   The first formal visit of the school year.  During the visit, recruiters inform school officials about various programs and opportunities and to gather information about the school.

Final visits.   This is conducted to close out the current senior program year and begin to develop a plan for the upcoming year.  Normally conducted between April and May.

1st senior.    This individual serves as the first penetration and as an invaluable source of referrals.  Enlist as soon as possible.

Keyman.  Individual who is considered influential in the student body. This individual is a class officer, star athlete, etc.   This person may or may not be a 1st senior.

Lists.   An invaluable source of names with telephone numbers and or addresses.  A list is considered obtained when 90% of the senior class names or addresses are obtained.

ASVAB Testing.  To establish DOD Student Testing Program in those schools you have been assigned for purposes of coordinating ASVAB testing.  Another invaluable source of names if the school releases test.

NROTC Talks.    These talks stimulate interest in the NROTC Program and provide information on other programs, instilling a  positive attitude about the Marine Corps.  

Career Day Talks.   Presentations to groups of students within the school.   These talks focus on the opportunities and benefits of enlisting into the Marine Corps.  

Band Talks.   Talks to student musicians within the school on the MEOP program.   The MTA is a valuable asset in this effort.

Certificate Awards Program.     Serves to increase recruiter contact with both school officials and students.   It additionally enhances student interest and recognizes those students that excel.

Instructional Video Program.   This program enhances the recruiter’s ability to speak to students within the school and build a positive relationship.  

Senior Contracts.   To enlist as many seniors and community college students.

4.   The resources available to support the HS/CC program:

a.   Marines of the RS; Command Group members, other recruiters, and “A” billet personnel.

b.   Retired Marines.

c.   Local contacts.

d.   Command recruiters.

e.   NROTC Scholarship Program.

f.    Members of the local reserves.

g.   DOD testing program.

h.   MEOP.

i.    Educator’s workshop.

j.    Drill Instructor visits.

k.   Support material.

l.    Reserve Special Staff Officer (RSSO).

m. Certificate Awards Program.

5.   To analyze the HS/CC program you must gather all of the information available to you and display it in a format for evaluation.   

a.    HS/CC Profile Sheets;  This sheet provides detailed information on each school.   Special interests, points of contact, School access code, and basic background.  

b.   High School Master Screen;  This screen is available through the RS showing every school opened or closed and access.

c. DOD HS Codes;  The purpose for this code is to track the master screen and you must have this code to access the Master Screen.

d. Examine each school and make a determination of the status, access and priority.  The status assigned to schools are:

Working (WK).   A potentially productive school in which an active program will be run.  They have a sufficient senior class size, and students can pass the ASVAB.

Non-Working (NW).   Schools, which the NCOIC and Program Manger have deemed it ineffective to work a program Therefore, program elements deemed worthwhile to conduct will not be tracked on the CO’s milestones. 

Non-Cooperative (NC).   Schools in which a full program is desired but the schools will not allow recruiters access to students.   The RS will send letters to these schools, arrange for a member of the Command Group to meet with school officials.

(a) Upon receiving replies to the letters, the Program Coordinator will record the responses on the NW/NC School list.   Lack of a response after 30 days will be considered a negative reply.

(b) In the case of negative responses, the Program Coordinator will consult with the C.O.  for the next action to be taken.   Actions include:





1.   Referring the school to the Marine Corps Family Council.





2.   Scheduling a personal visit by a Command Group Member.





3.   Schedule a visit by an influential local contact.

4. Other letters can be sent to PTA members,, school board members, school counselors, former Marines serving on the faculty, or influential contacts in the school.

E.   Access assigned to schools.  The following access codes will be assigned to schools: 

Full Access (F).   Recruiters can visit the school during school hours and student directory information can be obtained.  The following conditions must be met also: On campus canvassing, Support programs can be run, talks can be given.

Limited Access (L).   If 100% of the milestones cannot be performed, then access is limited.

No Access (N).   School does not allow any of the elements of the HS/CC Program to be conducted.  No Access represents the administration is unwilling to cooperate with the recruiting effort.

F. Priorities assigned to schools.  Priorities are only assigned to working schools

Priority 1.   A school where the combination of male seniors population (minus those that go college), ASVAB pass rate, past potential results, and access into school indicate you should get excellent results from you efforts.

Priority 2.   A school where the combination of these factors indicates that you should get good results from your efforts.

Priority 3.   A school where your combination of these same factors indicates that you should only get sufficient contracts from your efforts to make the school worth while.

6. The purpose of the HS/CC profile sheet: 



a.  To maintain historical data;

b.  To provide the recruiter, NCOIC, and Command Group Members critical information.

7.
Commanding Officer's Milestones (CO’s).   Every June the Commanding Officer will set specific program objectives for the coming year.   These objectives are called the CO's Milestones.   The milestones are stated in terms of objectives to be achieved by a certain time during the year.   Milestones are set in the following areas:

a.  Initial Visits. Initial Visits to schools are made to coordinate program efforts with school officials.   Visits to Priority 1 schools should usually be completed by 30 September and no later than 31 October.

b.  NROTC Talks.  NROTC talks are given to groups of high school juniors and seniors to generate applications for scholarships.   NROTC talks to-juniors must be completed by mid-May of every year with follow-up talks/visits in the fall.   The emphasis for NROTC Talks must be in the spring.   Leaving these talks until the fall will guarantee failure.
c.   Lists.  Are obtained to make prospecting the high school senior and community college market possible.   Lists must have approximately 90% of the male students and have contact information; addresses and/or telephone numbers.   Lists which do not meet this criteria are not complete lists and will not be declared as obtained.  objectives should be set to obtain a maximum number of lists as early in the school year as possible.   It is important to point out that a "partial list', that is, a list that does not contain 90 % of the male names, can still be used to prospect.   It CAN NOT be reported as a "list obtained".

d.   1st Senior.  1st Senior objectives are set with consideration for the shipping quotas and pool strengths of the months from September through May, productivity goals, and desired results for the overall program.   Setting objectives too high in this area can divert the recruiter’s attention from the graduate market and the need to make near month shipping quotas.   Setting objectives too low can preclude the development of a strong HS/CC and result in weak summer month pools.   As NCOIC, you will make your most significant decisions in this area of planning for the program.   It requires you to determine the balance of a recruiters efforts in both the HSSR market and HSG market.

e.   Career Day Talks.  Career Day Talks are accomplished at various times throughout the school year.   Your recruiters cannot always influence or control when schools schedule career days.   The CO's Milestones must be flexible and take local school practices into consideration.

NCOIC action dates concerning the CO’s Master Planning Sheets planning  Milestones are:

· RS provides the NCOIC with Master planning Sheet no later than 15 June

· NCOIC returns Master Planning Sheets to XO with new plan for school year by July 15

· XO will enter plan into MCRISS  and return Master Planning Sheet by 15 August  to the NCOIC
8.  Utilization of reports generated for the High School Program.

a.   Master Planning Sheet (HS/CC MPS).   During the first week of June, the Program Coordinator will have MCRISS generate the HS/CC MPS for each RSS.



(1) The Program Coordinator will ensure you receive the RSS's HS/CC MPS by 15 June.



(2) A copy of the CO's Milestones should be given to you along with the HS/CC MPS.

(3) The Program Coordinator will keep a master copy of all HS/CC MPS on file at the RS in the HS/CC MPS folder.

(4) When you receive the HS/CC MPS in June, you must take the following action:

(a) Review the HS/CC MPS to ensure that all RSS schools are listed.   Closed schools must be deleted and newly opened schools added.

(b) Review the data on each school to ensure that it is correct.   Any changes must be entered in red and circled.   The information on the HS/CC MPS must match the HS/CC Profile Sheets.   Specific Items to check are:

1.   H.S.  Name: Correct spelling;





2.   Access: Any change from last year;





3.   Status/Priority: Any change from last year;





4.   Number of Male Senioirs: The number of male seniors in the NEW senior class;





5.   To College: Any change in the percentage of male seniors going to college;

6.   Number of Female Senior: The number of Female seniors in the NEW senior class.

(c) The NCOIC and recruiter must compare last year's plan for their schools with what actually happened.   Once the comparison has been made, you must develop a new plan for each school for the coming year.





1.   The plan must comply with the CO's Milestones;





2.   Enter the new plan on the HS/CC MPS;





3.   Verify past SR contracts written.




(d) The NCOICs must return the new plan to the Program Coordinator by 15 July.




(e) When the RS/CC MPSs arrive back at the RS the Program Coordinator must:





1.   Review each RSS’s new plan to ensure it complies with the CO's Milestones.





2.   Discuss any problems with the NCOICs.





3.  Ensure that all corrections and the new plan are entered into MCRISS by 31 July.





4.   During the first week of August, have MCRISS print out the new HS/CC MPS.





5.   Distribute the New HS/CC MPS' to the RSSs NLT 15 Aug.  

6.  You must file the new HS/CC MPS's in the Profile Progress Book.   The HC/CC MPS's from the school year just completed will remain in the Profile/Progress Book.   The new HS/CC MPS's will be transferred to the new Profile Progress Book at the beginning of the FY.


b.   HS/CC Update Reports.   Submit updates weekly to the Program Coordinator from I August through 30 November.   From 1 December to 31 May, the report is submitted monthly.   The purpose of the report is to provide the NCOIC with a means of reporting progress to the RS.   File the reports in the Profile/Progress Book.   Transfer the reports from 1 August forward (NEW HS/CC School Year) to the NEW Profile/Progress Book at the beginning of the Fiscal Year (FY).


c.   HS/CC Progress Reports.   This report is MCRISS generated every Monday from August through November.   It is generated monthly the rest of the year..  The report shows you how the RSS is progressing in the HS/CC program as compared to the CO's Milestones.   File the reports in the Profile/Progress Book.   Transfer the reports from I August forward (NEW HS/CC School Year) to the NEW Profile/Progress Book at the beginning of the Fiscal Year (FY).

d.  
HS/CC Progress Analysis.   MCRISS generate the HS/CC Progress Analysis at the beginning of each month.   There is only one report for the entire RS.   The Program Coordinator should review the report and highlight areas of concern.   Both the HS/CC Progress Report and the HS/CC Progress Analysis should be distributed to the Command Group and the NCOICs.   Review the report and plan corrective action where required.   File the reports in the Profile/Progress Book.   Transfer the reports from 1 August forward (NEW HS/CC School Year) to the NEW Profile/Progress Book at the beginning of the Fiscal Year (FY).


e.   Ad Hoc Reports.   MCRISS has the capacity for generating Ad Hoc Reports.   The RS can have these reports generated by contacting the District and specifying the information needed and the format in which the report is desired.   The District has the capability to write the necessary programs and make the reports available to the RS.   However, excessive use of Ad Hoc reports should be avoided.

9.
Command Group Action.   The management of the HS/CC program must be both centralized and decentralized.  On one hand, there is a need for the RS to administer the program and ensure it is being implemented effectively.   On the other hand, the reality of several hundred high schools spread over hundreds of miles requires decentralized supervision of the program by the NCOIC.


a.   Annual Planning.



(1) CO's Milestones.



(2) The XO will provide assistance to NCOIC's in developing plans at the RSS level.



(3) Action to deal with Non-Cooperative Schools.



(4) Visits to schools to improve access and/or give talks, obtain lists, set up career days.



(5) Training to be conducted on the HS/CC Program.

(6) Significant events which support the program such as Educator Workshops, Center of Influence Luncheons, etc.

(7) Coordination with the Officer Selection officer and officer Selection Assistant to provide support with talks and visits.


b.
Monthly Planning


(1) You must analyze the previous month's progress.



(2) You must brief program results during NCOIC Meetings.



(3) Request support from the Program Coordinator and Command Group.

10.   Monitoring Program progress at the RSS


a.   The Purpose of the HS/CC Board.   The Board is designed to give you, the NCOIC, and Command Group Members an "At-A-Glance appraisal of progress being made.   This board and the MPS in the Profile/Progress Book should match at all times.


b.   The HS/CC Visit Card.    This card is maintained by the NCOIC in the RSS Working File.   The HS/CC Visit Card is made up on working high schools and community colleges.   The HS/CC Visit Card prescribes the minimum actions that must be pursued with each of your working schools.   The dates set for the action are incorporated into the recruiter’s daily schedule to ensure a systematic servicing of the school.  Scheduled visit dates and the results are recorded on the card.   This is a results oriented card.



c.   The List Contact Sheet.   After a list has been declared obtained, the recruiter must transcribe it on to List Contact Sheets for prospecting.   These contact sheets are then placed in a List Folder and labeled to show what market they- represent (year, market and sector).   Check the lists to ensure they are being systematically and aggressively worked to SCRUB all names.   Prospecting is accomplished off of a List Contact Sheets only, not the actual list.

(1) Prospecting information entries always start with a date and time that the prospecting activity was made.



(2)
Standard abbreviations that will be used are: 




PAC - Prospect Applicant Card




DQ - Disqualified




COL - Full time College



M
- Morning Contact




A
- Afternoon Contact




E
- Evening Contact




W
- Weekend Contact

PG
- Phone-A-Gram must be sent

PG
- Phone-A-Gram sent

PG
- Phone-A-Gram returned - address not valid

HV
- Home Visit required

HV
- Home Visit made (also check PC or DQ as appropriate)

NI
- Not interested (make PAC for those meeting criteria)

NA
- No answer to a phone call

NH
- Someone other than the prospect answered the phone (write on List Contact Sheet the best time to call back)

NPL
- No phone listed/phone disconnected

COL
- Senior prospect plans college.   Recheck   "plans college" in April

COL
- September "to college" recheck

COL
- "At college" after lst semester (Jan/Feb) Refer to OSO

CB
- Call Back



(3)
Circle the activity used for initial contact.


(4)
Place an "X”' in the M,A,E or W block that applies to the time  initial contact was made.

(5)
Names obtained from Area Canvassing or Office Traffic will be added to the List Contact Sheet, name placed on PAC or DQed as required, then scrubbed.   Be sure to update totals on the corresponding List Scheduling Card as well.


d.
The List Scheduling Card.  This card is used to schedule lists for systematic prospecting.   This card is maintained in the working file, NOT IN THE LIST FOLDER.   The card is designed to track the number of contacts made from all prospecting activities.   The NCOIC should review the cards for-schools that have a list but have not produced a lst senior to ensure the recruiter is systematically working his area.   A List Scheduling Card is made when the list is obtained even though the list may be "Pending", i.e.; freshman, sophomores, juniors, or require research of addresses and/or telephone numbers.   Use the research blocks with action dates to complete all research in order to activate the list.



(1)
PCM - The total number of prospect contacts made;



(2)
NAMES SCRUBBED - The total names scrubbed for that action date;


(3)
CUMULATIE SCRUB - The cumulative names scrubbed from the list for that particular activity.


e.
Recruiter Supplied Names.  Submit all lists obtained to the Program Coordinator for submission to the Lead Fulfillment Center.   DO NOT submit names of females.   Submit males ONLY.   Lists must include complete addresses.   Screen all lists prior to submission for; duplicate names, incomplete addresses, and legibility.   These names will be entered into a database at the Lead Fulfillment Center for future mail outs that will result in the generation of Priority Prospect Cards.

Maintain the Pool

NCOIC 3

LEARNING OBJECTIVES:


a.   Terminal Learning Objective: With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, maintain the pool program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3).


b.   Enabling Learning Objectives:



(1) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the Recruiting Station (RS) pool program manager, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3a).



(2) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the qualifications for the Recruiting Station (RS) pool program specialist, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3b).



(3) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the pool program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3c).



(4) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the objectives of the pool program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3d).



(5) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the goals of the pool program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3e).



(6) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the organizational structure of the pool program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3f).



(7) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the priorities of the pool program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3g).



(8) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the actions required upon dep-in, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3h).



(9) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the components of the recruiter dep-in brief, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3i).



(10) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the general guidelines that apply to working a poolee, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3j).



(11) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the poolee contact requirements, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3k).



(12) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the objectives of subsequent visits to poolees, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3l).



(13) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the techniques used for effective use of the poolees, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3m).

 

(14) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the Initial Strength Test (IST) requirements, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3n).



(15) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the NCOIC pre-ship interview requirements, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3o).



(16) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the reports used by the pool program specialist to monitor and manage the pool, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3p).



(17) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to record results of pool management, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.3q).

1.   The RS Pool Program Manager.   The responsible manager for the Pool Program at the RS level is the Sergeant Major.     


2.   The qualifications for the RS Pool Program Specialist are listed below:


a.   The Pool Program Specialist should be an experienced 8412/8411 with the rank and recruiting record to command the respect and cooperation of NCOIC’s and recruiters.

 
b.   Special attention must be paid to the DEP and MCRD attrition this Marine had as a recruiter/NCOIC.


c.   Upon assignment, the Pool Program Specialist will be assigned responsibility for the effective functioning of the program under the direct cognizance of the Pool Program Manager.  

3.   The purpose of the pool program is twofold:


a.   The main purpose is to generate new contracts through referrals.

 
b.   The second purpose, which is equally important, is to prepare and motivate poolees for recruit training.

4.   The five objectives of the pool program are listed below:

a.   Have all poolees participating in the program and referring names of prospects.


b.   Have at least 20% of the pool working; generating contracts.


c.   Minimizing pool attrition through constant support and motivation of poolees.

d.   Minimize MCRD attrition by physically and mentally preparing poolees for recruit training.

e.   Maximize the number of poolees returning as Permissive Recruiter Assistants (PRASP) after recruit training.  

5.   The goals of the pool program are listed below:


a.   Achieve a minimum of 25% total new contracts from the pool.


b.   Achieve a minimum of 20% working pool at all times.


c.   Maintain pool attrition at or below 15%.


d.   Maintain MCRD attrition at or below 12%.

6.   The Organizational Structure of the pool program is as follows:


a.   Commanding Officer


b.   Pool Program Manager


c.   Pool Program Specialist


d.   NCOIC


e.   Recruiter


f.    Poolee

7.   The priorities of the pool program are as follows:


a.   Completion of block training.


b.   Prepare poolees to graduate from recruit training.


c.   Provide quality referrals for enlistment.


d.   Graduate recruit training.

8.  The following are actions required upon DEP-IN:

a.   IMMEDIATELY, (WITHIN 72 hours), have a welcome aboard brief with the Poolee and his or her parents or family members.   The NCOIC should conduct the initial ceremony and present the Certificate of Acceptance.


b.   Complete the processing action on the Working Applicant Sheet.


c.   Complete the Enlistment Record Sheet.


d.   Enter the poolees information on the Pool Board.


e.   Place a pin at the poolee’s address on your RSS Enlistment Map.

f.    Fill out the Pool Card and staple it to the Prospect Applicant Card (PAC) or Priority Prospect Card (PPC).  Assign an action date for the Recruiter Brief.   The Recruiter Brief should take place immediately after enlistment.

9.   At a minimum, the Recruiters Brief should consist of the following components:


a.   The recruiter brief is where the recruiter, IMMEDIATELY, reinforces the poolee’s decision to enlist and gives them specific guidance about their responsibility to the Marine Corps.   This will help alleviate or overcome any “buyers remorse” from the poolee.


b.   Show the Poolee “their own” pool card and explain to the Poolee the importance of the card.   Together, (recruiter and poolee) go over what each of the following mean:



(1) Recruiter Brief.



(2) Weekly contacts.



(3) Pool function attendance.



(4) Visit to the poolees.



(5) Visit to the poolees home.



(6) Family night functions.



(7) Final visit.



(8) Departure visit.


c.  Have the poolee bring in their “Welcome Aboard Package”.   The recruiter and poolee need to over the package in detail.   The Recruiter and Poolee (together) should go over the ”Beginning The Transformation” book page by page.   Using this book will assist the recruiter in giving the poolee a complete brief.   


d.   Once the brief is complete, the Poolee and Recruiter (together) needs to sign page 6, (Poolee DEP-IN Brief).


e.   The Recruiter needs to make sure that the Poolee, (in his or her own hand writing) fills out page 7 of the “Beginning The Transformation” book.   The recruiter then attaches page 7 to the Poolees pool card.


f.   The Recruiter needs to brief the Poolee on any additional requirements the NCOIC has.  


g.   The NCOIC MUST contact every poolee once per month.     

10.  General guidelines that apply to working your poolees are listed below:

a.   Maintain continuous contact with your poolees.   Contact must be once per week at a minimum.  

b.   The recruiters should include poolees in the visit actions planned in the High Schools and Community Colleges.

c.   The recruiters should plan to conduct prospecting activities TC/AC/HV with the poolees.

d.   Establish objectives and rewards for your poolees.  Provide the poolee with a referral mission.   Explain the importance of contacting those referrals immediately.   Remember poolees have two things to focus on while in the DEP.



(1) Generate new contracts through referrals.



(2) Prepare themselves both mentally and physically for recruit training.
e.   Thoroughly brief the poolee about the purpose, incentives and scheduled events in the Pool Program.

f.    Have monthly pool meetings where poolees can meet and work together as a team.

g.   Personalize the pool program by making it responsive to the individual’s poolee’s needs and situation.

h.   Treat poolees professionally; do not establish a Drill Instructor to Recruit relationship.   Strive for a relationship similar to that of a teacher and student.   Be friendly but firm.

i.    Always be honest with poolees and keep them informed.   Tell them what the Marine Corps is really like and make them feel proud to apart of the team.  Let them know that they are an important factor in your recruiting effort.  

j.    Show interest and concern in the poolee’s daily activities and welfare, particularly his/her performance in school if they are a senior.

k.   Develop a relationship with the poolee’s guidance counselor to assist in tracking the poolee’s academic progress.


l.    Work your INHERITED/POOL ORPHANS as your own.

m. 
Establish and maintain a relationship with the poolee’s parents and/or family.  Get the families involved in the development of the poolee.   Keep them informed about the pool program and let them know the benefits of referring prospects for enlistment.  

11.   When contacting your poolees, the following is a list of several factors you must consider to formulate your plans.  While these questions are not all inclusive, the answers will guide you in your understanding of how much this poolee can benefit you in your recruiting effort.  


a.   Is the poolee a direct shipper / in the DEP for a long period of time?


b.   Is the poolee a high school senior, graduate or a college student?


c.   What effect will the length of his/her stay in the dep have on this poolee?


d.   How will you maintain contact with the poolee?  (Phone, home visits, etc.).

e.   How far away does the poolee live from the RSS/PCS?  Does the poolee have transportation?

f.   Is the poolee a leader or follower?  Does he/she appear to want to help in your recruiting effort?


g.   Poolee need any special attention prior to shipping?  (IST, weight, etc.).

12.   The objectives of subsequent visits with a poolee are listed below:


a.   To maintain the proper poolee motivation.

b.   To measure improvements in the poolees knowledge of General Military Subjects.


c.   Evaluate the poolees performance in providing quality referrals.


d.   To check his/her physically readiness.


e.   To screen for any possible problems or concerns.

13.   The following are a list of techniques used to effectively utilize your poolees:


a.   Remember, the poolee is the NCOIC’s contact in the civilian community.


b.   The poolee serves as a proof source and is a satisfied customer.

c.   Through proper leadership, the poolee can refer a number of qualified and motivated referrals that can take his/her place in the dep.

d.   It is up to you as the NCOIC to insure that your recruiters are making this happen.   

14.   The following are the minimum IST requirements to ship to recruit training:


a.   Males



(1) 2 dead arm hang pull-ups



(2) 44 crunches (modified sit-ups) in 2 minutes



(3) 1.5 mile run in 13:30


b.   Females



(1) Flexed arm-hang 12 seconds



(2) 44 crunches (modified sit-ups) in 2 minutes



(3) 1.5 mile run in 15:00     

15.   The NCOIC pre-ship interview requirements are listed below.   These are the minimum pre-ships to be conducted.

a.  The first pre-ship interview will be conducted 30 days prior to the poolee shipping.   THIS INTERVIEW WILL BE DONE BY THE NCOIC AND IN PERSON.  


b.   The second pre-ship interview will be conducted 72 hours prior to the poolee shipping.  THIS INTERVIEW WILL BE DONE BY THE NCOIC AND IN PERSON.  


16.   The following are the reports the pool program specialist uses to monitor and manage the pool:

a.   The RS/RSS Shipping Schedule is used to verify information on each poolee scheduled to ship to recruit training during the next six (6) weeks.

b.   The Poolee Credit and Awards Report lists all poolees who have earned enlistment credits.

c.   The Pool Attrition by Recruiter Report is used as a management tool to track and identify pool attrition by recruiters assigned to the RS.

d.   The Monthly Pool Program Report displays information for current month and fiscal year-to-date.

17.   The NCOIC must take the following actions to ensure the proper results of pool management are being recorded.


a.   Any referrals you receive from a poolee must be logged on the Pool Card.

b.   All enlistment credits earned must be logged to provide proper credit and feedback to the poolee.


c.   Insure that the incentive items are presented in a timely manner.

MAINTAIN THE COMMAND RECRUITING PROGRAM

NCOIC 4

LEARNING OBJECTIVES:


a.  Terminal Learning Objective: With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, maintain the command recruiting program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4).


b.  Enabling Learning Objectives:



(1) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the command recruiting program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4a).



(2) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the objectives of the command recruiting program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4b).



(3) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the goals of the command recruiting program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4c).



(4) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the administrative requirements for Permissive TAD (PTAD), in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4d).



(5) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the administrative requirements for Annual Leave/Liberty, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4e).



(6) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the administrative requirements for the Permissive Recruiter Assistance Program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4f).



(7) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the administrative requirements for Boot Leaves, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4g).



(8) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the administrative requirements for Marines executing permanent change of station  (PCS) orders, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4h).



(9) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the tracking procedures for the command recruiting program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4i).



(10) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for screening individuals for the command recruiting program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4j).



(11) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to analyze the results of the command recruiting program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4k).



(12) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the time constraints for referral credit of the command recruiting program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4l).



(13) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the contract ratios for the command recruiting program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4m).



(14) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the type of recognition and incentives for the command recruiting program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4n).



(15) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for training individuals for the command recruiting program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4o).



(16) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the training sequence for the command recruiting program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.4p).

1.   The purpose of the Command Recruiting Program.  The command recruiting program when properly managed can make an invaluable contribution to the ability of your RSS to achieve its mission.  The ultimate purpose of the program is to generate new “CONTRACTS.”

2.   Objectives and Goals of the Command Recruiting Program.

a.  Identify and use Marines home on boot leave who may refer prospects who may enlist .

b.  Identify poolees to return as permissive recruiter assistants after recruit training.

c.  Identify and use Marines home on annual leave who may refer prospects to your recruiters for enlistment.


d.  Identify and arrange for Marines to return as permissive TAD.

e.  Your overall objective for the Command Recruiting Program is to attain 15% of your new monthly contracts from this program.  

3.   Administrative requirements for PTAD.   


a.  RS submits request to the Marine’s parent command IAW MCO 1130.62


b.  RS should submit request 90 days before desired date to participate.


c.  Annual leave in conjunction with PTAD authorized.

d.  Marines on annual leave may request assignment to PTAD from their parent command.


e.  Marines executing PCS orders are not eligible for PTAD.

f.   PTAD is not used in place of emergency leave or TAD in connection with humanitarian transfer/discharge.

4.   Administrative requirements for Annual Leave / Liberty.


a.  Participate IAW MCO 1130.62.

b.  RS identifies Marines home on leave/liberty by tracking the Marines through the Command Recruiting File.

c.  Command Recruiting file provides a means to maintain contact with the Marines.


d.  Update MCRD cards through periodic phone calls to Marine.

e.  Inform the Marine, and the parents, of the benefits of being a Command Recruiter.

5.   Administrative requirements for PRASP.


a.  Participate IAW MCO 1130.62.

b.  RS requests Marines from boot leave with the use of the boot leave summary report.


c.  RS receives a list of eligible Marines with their report date to MCT.

d.  RS administrative section modifies orders for the Marines new report date to MCT.


e.  After recruit training up to 14 days for males, and up to 30 days for females.


f.   After MCT from 10 to 30 days may be authorized.

g.  After entry level training, but prior to first duty station may receive 10 -30 days.

6.   Administrative requirements for Marines home on Boot Leave.


a.  Participate IAW MCO 1130.76.

b.  NCOIC and recruiter track the Marines through the use of the pool/mcrd card, and the boot leave summary report.

c.  NCOIC and recruiter contact the Marines to inquire about their willingness to participate in the program.


d.  Establish contact no more than one day after arrival in the area.


e.  Influence them to visit your RSS.


f.   Inform them of the benefits of being a Command Recruiter.

g.  Visit the family to make sure everything is all right, and to answer any questions they may have.

h.  Visit the HS/CC with the Marine - show the Marine as a proof source.

7.   Administrative requirements for PCS Orders.


a.  RS admin shop will modify Marines orders to MCT (for PRASP).


b.  RS admin shop faxes a copy of the modified orders to MCT.


c.  RS endorses orders for PTAD Marines.


d.  Marines report on time to their next command.

8.   Tracking procedures for Command Recruiters.

a.  Once the Marine reports to the RS he will be monitored through the use of the command recruiting card.

b.  Annotation must be made for the date and time of arrival, and also how many enlistment credits he obtains.

c.  Whenever the PRASP, PTAD or BOOT/ANNUAL Leave Marines depart, the cards are filed in the command recruiting file for future use.

d.  The command recruiting cards are used to make up the monthly Command Recruiting report.

e.  All cards are kept on file for the current FY.   Previous FY cards should be removed.

f.  RS must ensure timely awarding of recognition by sending the appropriate awards to the Marines next command.

9.   Screening Command Recruiters.


a.  Overall recruiting value to the RS/RS.


b.  Demonstrated skills while in the dep.


c.  Attitude.


d.  Contacts in the area.


e.  Transportation to and from work.


f.  Personal appearance.


g.  NO EXPENSE TO THE GOVERNMENT.

10.   Analyzing the Command Recruiting Program.


a.  Did the RSS obtain the minimum 15% of its new contracts from the program.


b.  Did the RSS obtain a CONTRACT to MANDAY ratio of 28:1.  


c.  Analyze the Command Recruiting report for accuracy.

11.   Time constraints for Referral Credit.  Any referral who enlist up to 30 days AFTER the Marine leaves the program will be credited to that Marine.

12.   Contracting ratios for the Command Recruiting Program.


a.   PRASP and PTAD Manday to Contract ratios are 28:1.


b.  Annual Leave and Boot Leave have no minimum ratio.

13.   Recognition and Incentives.

a.  Extension of leave or liberty IAW MCO P1050.3G ( up to five days leave or a liberty pass for 72 to 96 hours).   NOTE:  LEAVE EXTENSIONS ARE DEDUCTIBLE FROM THE MARINES LEAVE BALANCE.   MARINES WITH BY-DATES SHOULD NOT BE GRANTED LEAVE EXTENSIONS.

b.  Meritorious Promotion IAW MCO P1400.32  (Any private not assigned as a PRASP who refers one enlistment.   Any private assigned as a PRASP who refers one enlistment may be meritoriously promoted if otherwise qualified.  Any Private First Class who is assigned to the Permissive Recruiter Assistant Program, who is responsible for the enlistment of two or more applicants and is otherwise qualified, can be promoted to L/Cpl.

c.  Bonus points for composite score.   Twenty points per enlistment, not to exceed 100 total in any promotion period.   Points may not be carried over from one promotion period to the next.


d.  Special comments on the Marine’s fitness report.


e.  Meritorious Mast (NAVMC 10935), or Certificate of Commendation.

14.   Purpose for training Command Recruiters.


a.  Effective and Productive.


b.  Motivated and Responsive.

15.   Training sequence for the Command Recruiters.

a.  Phase I is the indoctrination and orientation to the program.   This phase includes reviewing recruiting films, an overview of the RS organization, standards of conduct as well as the RS policies and procedures.

b.  Phase II teaches the command recruiter prospecting skills and the different recruiting activities.   This phase consists of role playing, supervision, and coaching by the NCOIC.   This phase normally occurs the first or second day.

c.  Phase III involves corrective training and counseling.   If there are insufficient referrals and new working applicants after about ten days, then immediate remedial training is required.

MAINTAIN THE PRIORITY PROSPECT CARD (PPC) PROGRAM

NCOIC 5

LEARNING OBJECTIVES:


a.  Terminal Learning Objective:  With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, maintain the priority prospect card (PPC) program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5).


b.   Enabling Learning Objectives:



(1) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the objective of the priority prospect card (PPC) program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5a).



(2) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the NCOIC management actions for the PPC program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5b).



(3) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the PPC program administrative procedures, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5c).



(4) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for maintaining the PPC control, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5d).



(5) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the procedures for issuing the PPC’s, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5e).



(6) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the procedures required after issuing the PPC, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5f).



(7) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to track the applicant from start to finish, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5g).



(8) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for timely returns of the PPC, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5h).



(9) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the definition of a good lead, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5i).



(10) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the definition of not a good lead, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5j).



(11) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the definition of a workable lead, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5k).



(12) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the definition of a not workable lead, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5l).



(13) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of dual credit, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5m).



(14) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to analyze the monthly FY-to-date PPC report, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5n).



(15) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the PPC contract report, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5o).



(16) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the PPC contact report, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5p).



(17) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the Arms PPC match report, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5q).



(18) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the dump report, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5r).



(19) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the goal of the PPC return rate, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5s).



(20) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the minimum acceptable return rate, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.5t).

1.   Objective of the PPC Program.  
a.  Provide names, addresses and/or phone numbers to recruiters for prospecting potentially qualified applicants.


b.  Obtain at a minimum, 12% of new contracts from the program.

2.   NCOIC Management Actions.  


a.  NCOIC ensures prospect is contacted.


b.  Screen to determine Good Lead or not Good Lead.


c.  Decide if prospect is workable, not workable.


d.  Ensure contact card is completed and sent back to RS.

3.   Administrative Procedures.  
a.  NCOIC receives three part PPC from the RS with an action date the PPC is due back to the RS.

b.  NCOIC checks the Working file and list folders to determine if prospect is already being worked.


c.  NCOIC is responsible for the rapid return of the PPC to the RS.

4.   Purpose for maintaining the PPC Control Form.  Enables the NCOIC to track the prospect from the date he assigns the card to the recruiter until the date the prospect either enlists or is disqualified for any number of reasons.

5.   Procedures for issuing the PPC.

a.  NCOIC receives the three-part PPC from the RS.  Review the date it is due back to the RS.

b.  NCOIC will check the working file and list folders see if the prospect is already being worked by the recruiter.

c.  NCOIC issues the two-part PPC (PPC / PAC and PPC Contact Report) to the recruiter.

d.  Assign a date the PPC Contact Report Card is due back to the NCOIC.  The date should be 3-5 days before it is due back to the RS.


e.  NCOIC will file the RSS-NCOIC control card in the PPC control box.

6.   Procedures required after issuing the PPC.


a.  File the control card by the date you set for return to the NCOIC.

b.  Check the box daily for contact cards due back from recruiters.  Ensure to follow up on any reports which are past due.


c.  After recruiter returns the control card, check the card for completeness.

d.  File the NCOIC control card in the alphabetical section on all workable and non-workable leads.


e.  Mail the RS control form back to the RS.

7.   How to track the prospects from Start to Finish.

a.  NCOIC will ensure the recruiters meet the deadlines you set for contacting the prospects.


b.  Ensure the contacts are really being made and not “pencil whipped”.


c.  NCOIC should be alert to patterns or trends in Workable/Not Workable Leads.

d.  NCOIC should contact at least 10% of the PPC’s which are returned by the recruiter.



(1) Too many Not Workable Leads may indicate recruiters are not really making contact.

(2) Check which recruiter has the most Not Workable Leads to identify a failure to work PPC’s.



(3) Check the reason for Not Workable Leads.

e.  NCOIC should question remarks on the Contact Report which do not accurately reflect why the PPC was a Not Workable Lead.


f.  Ensure workable leads produce results.  Recruiters should work aggressively.

g.  Check the working file to ensure the recruiters are conducting follow ups with the prospect.

h.  Ensure the prospect either enlist in a timely fashion or determine the status of the prospect if too much time elapses.

8.   Purpose for timely returns of the PPC.

a.  The NCOIC must maintain strict control over the PPC’s.  

b.  The NCOIC must ensure that all prospects are contacted and worked expeditiously


c.  The NCOIC must ensure that the PPC’s are completely processed.

(Note: Timeliness and accuracy are the keys to the success of the program.)

9.  Definition of a Goodlead.  The individual identified on the PPC can be contacted, and meets the age and education requirements for enlistment.

10.   Definition of a Not Good Lead.  


a.  Prospect does not meet the age requirements.


b.  Prospect does not meet the education requirements.


c.  Prospect cannot be located at the address provided.


d.  Prospect simply does not exist.

11.   Definition of a Workable Lead.  The individual identified on the PPC is a prospect who can enlist in the Marine Corps within a reasonable period of time, usually within one year.

12.   Definition of Not Workable Leads.  The individual meets the age and education requirements, but cannot enlist because he or she is:


a.  Obviously physically or mentally unqualified.


b.  Obviously morally unqualified (in jail, institutionalized, etc).


c.  Prospect is already in the Marine Corps or another branch of service.

13.   Purpose of Dual Crediting.   Allows the NCOIC to credit two programs for enlistment.  For example; an individual on one of your PPC’s walks into the RSS with a poolee.  If the individual enlists, the NCOIC may credit both the Pool Program (Pool referral) and PPC contract.  

14.   How to analyze the Monthly FY-To-Date PPC Report.  When analyzing the report, read from left to right and look at the month to date before analyzing the FY to date.  Analyze the report as follows:

a.  Due - Total number of PPC’s your RSS was to return back to RS Operations section.


b.  Ret (return) - Total number of PPC’s your RSS returned to the RS on time.

c.  %Ret (percent returned) - Total number of PPC’s you received vice what your RSS actually returned.  

d.  GL (good lead) - How many of the PPC’s your RSS received were actually classified as a good lead.

e.  GL% (good lead percent) - Total PPC’s received divided by the total PPC’s classified as a good lead.

f.  WKLB (workable) - Total PPC’s received which have been classified as workable for the recruiters to prospect.

g.  %Workable (percent workable) - Total number of PPC’s divided by the total PPC’s deemed workable by definition.

h.  Past due - Total number of PPC’s which are past the due date the RS stamped on them before mailing them to the RSS’s.

I.  Total NC (Total New Contracts) - Total of all contracts the RSS wrote for the month.

j.  PPC Cont (PPC Contract) - Total contracts written in the month by the RSS which were credited to the PPC Program.

k.  WKBL:Cont (Workable to contract ratio) - Indicates how many workable leads it takes to produce one new contract for each RSS.  A 15:1 ratio year to date is the MCRC goal.  

15.   Purpose of the Contract Report.  Summarizes the results of the PPC program for the month and year to date in terms of enlistment’s resulting from PPC’s, total number of PPC’s per enlistment, and workable PPC’s per enlistment.  The data is provide by the District and the RS.

16.   Purpose of the PPC Contact Report.  The report provides a summary by RS and District on the results of contacts made with individuals on whom PPC’s were generated.  The report also summarizes leads due, leads returned, good leads, bad leads, workable leads, and not workable leads for the month and the most recent 12 month period.

17.   Purpose of the ARMS / PPC Match Report.  The report matches the names of individuals who enlist in the Marine Corps with PPC’s generated by the fulfillment center.  The report provides the Program manager with a means of verifying the source of new contracts and ensures that applicants who enlist as a result of the PPC program are properly credited to the program.  

18.   Purpose of the Dump Report.  This report is used monthly and is distributed to each District.  They consist of a listing of all those prospects names for which PPC’s were distributed in the previous month and for which Contact Reports were not returned by the date of the report.  Names will appear only once regardless of whether or not Contact Reports are returned in subsequent months.

19.   Goal of the PPC Return Rate.  The RSS’s should strive for a 100% return rate on PPC’s.  This would indicate an attention to detail and the presence of mind to work the program aggressively.

20.   Minimum acceptable percent on the Return Rate of PPCs.  90% is the minimum acceptable rate of return in the PPCs.   Anything less may indicate administrative problems with the NCOIC.

ESTABLISH A MISSION PLAN

NCOIC 6

LEARNING OBJECTIVES:




a.  Terminal Learning Objective: With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, establish a mission plan, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6).  


b.  Enabling Learning Objectives:


     (1) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the RSS year-in-sight, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6a).


     (2) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing when the RSS year-in-sight must be prepared, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6b).



(3) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing what programs lay the foundation for the year-in-sight, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6c).



(4) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing where known commitment information can be found, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6d).



(5) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the recruiter year-in-sight, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6e).



(6) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the procedures when constructing a year-in-sight for the following FY, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6f).



(7) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the recruiter mission letter, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6g).



(8) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the RSS/NCOIC month-in-sight, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6h).



(9) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the planning steps for developing a RSS/NCOIC month-in-sight, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6i).



(10) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the recruiter month-in-sight, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6j).



(11) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the RSS annual mission letter, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6k).



(12) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing where to file the RSS annual mission letter, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6l).



(13) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the RSS monthly mission letter, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6m).



(14) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing where to file the RSS monthly mission letter, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6n).



(15) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the NCOIC restatement letter, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6o).



(16) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing where to file the NCOIC restatement letter, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6p).



(17) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to submit the NCOIC restatement letter, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.6q).

1.   Purpose of an RSS Year-In-Sight.

a.  To provide the NCOIC with a means of planning on a yearly basis.


b.  Year in Sight should mirror the High School year.


c.  Year in Sight should be based around the Commanding Officer’s Milestones.  

2.   When to make a Year-In-Sight.


a.  Summer of CURRENT year begin the plan.

b.  Once NCOIC has the RS’s plan for the new FY (WHICH WILL INCLUDE THE PLANS FOR DISTRICT, ERR AND MCRC).


c.  NCOIC will add to the year in sight as the year progresses.

3.   Programs which influence the Year-in-Sight.

a.  Year in sight should mirror the HS/CC PROGRAM, with the CO’s milestones.


b.  THE POOL PROGRAM.

c.  COMMAND RECRUITING PROGRAM; when will your RSS utilize command recruiters.

4.   Where the NCOIC can find Known Commitments.


a.  From the RSS annual plan.


b.  RSS annual training plan.


c.  Previous FY Profile Progress Books ( Shipping and Contracting ).

d.  RSS working file.   Check information on Contacts and media cards for events and campaigns run in previous FY’s that were productive.

e.  Command Recruiting file, plan who you want to bring onboard, and what month you want the Marine.  Request 90 days out.

5.   Purpose for a Recruiter Year-In-Sight.


a.  Insure recruiters understand their mission.


b.  Insure recruiters plan mirrors NCOIC’S.


c.  Insure recruiters have a set agenda for each and every month.

6.   Procedures for constructing a Year-In-Sight.


a.  Write down all KNOWN COMMITMENTS.


b.  Write down the CO’s MILESTONES.

c.  UPDATE on a regular basis when new items come up I.E.  ASAVB TESTING SCHEDULE FROM MEPS, CHANGES TO MET SITE TESTING ETC.      

7.    Purpose of the Recruiter Mission Letter.

a.
Provides the Marine with his portion of the RSS’s ship and new contract mission.

b.
Provides prospecting objectives that must be accomplished weekly and monthly to ensure the long term sustainable and success of the recruiter.

c. 
ACCOMPLISHMENT.   Gives the recruiter a sense of accomplishing something which was given specifically to him.

d. 
Permits the NCOIC to make comments about missing documents, RSS training dates, individual training with NCOIC, etc.

8.   Purpose of the NCOIC Month-In-Sight.


a.  Properly prepare the RSS for MISSION ATTAINMENT.


b.  Insures NCOIC planned IAW the CO’s MISSION LETTER.


c.  It is a derivative of the ANNUAL PLAN.

9.   Planning Steps to develop an NCOIC Month-In-Sight. 


a.  Establish RSS objectives.


b.  Key events which recruiters have scheduled.


c.  Reports due to the RS.


d.  Meetings, conferences, RS training.


e.  Scheduled formal training with recruiters as a group.


f.  Scheduled training with individual recruiters.


g.  All Shippers for the month.


h.  MEPS Saturday openings.


i.  
MEPS closings.


j.  
MCRD graduation dates.


k.  
Actions for use of PTADS, PRASP (REQUESTS).


l.  
Poolee function  ( IST’s Run, work with risky poolees).


m. Actions with systematic recruiting components.

n.  Phase-line and milestone dates.


o.  Recruiter leave periods.


p.  Holidays.


q.  Reserve units drill week end.


r.  Media events.

10.   Purpose for the Recruiter Month-In-Sight.

a.  To insure that he has a plan to accomplish his mission.


b.  Has he planned enough prospecting activities.

c.  Can the Recruiter accomplish the objectives based on the number of prospecting days in the month.


d.  Is the recruiter performing the right activities for the time of year

11.
Purpose of the RSS Annual Letter. 


a.  Establishes the RSS’s MISSION FOR THE FY.


b.  Establishes annual total force shipping quota.

c.  Establishes monthly shipping quotas broken down by component and category.


d.  Establishes mental group and education requirements.


e.  Establishes number of 3, 4 and 6 year enlistments.


f.  
Establishes number of NROTC finalists.


g.  Establishes number of enlistment program quotas (i.e.  musician etc ).

h.  Establishes the START POOL for the RSS at the beginning of the following year.  

12.   Where to file the RSS Annual Mission Letter.

a.  Beginning of the FY the annual mission letter is filed in the NCOIC MANAGEMENT BOOK.

b.  At the end of the FY the annual mission letter is file in the PROFILE PROGRESS BOOK, AND IS KEPT ON FILE FOR TWO YEARS.

13.   Purpose of the Monthly Mission Letter.


a.  Establishes RSS new CONTRACT GOAL.


b.  Establishes MENTAL GROUP and EDUCATIONAL requirements.


c.
Establishes CONTRACT PLACEMENT.


d.  Confirms STATUS of the RSS’s POOL.


e.  Establishes number of PRODUCTION DAYS IN THE MONTH.


f.   Establishes number of POOL DISCHARGES to take.


g.  Acknowledges the number of recruiters on PRODUCTION

14.   Where to file the RSS Monthly Mission Letter.

a.  The beginning of each month the mission letter will be kept in the NCOIC MANAGEMENT BOOK.

b.  The END of each month the mission letter will be filed in the PROFILE PROGRESS BOOK and kept on file for TWO YEARS.

15.   Purpose of the NCOIC Mission Restatement Letter.

a.  PRIMARY PURPOSE IS TO INFORM THE COMMANDING OFFICER HOW THE NCOIC INTENDS TO ACCOMPLISH HIS ASSIGNED MISSION


b.  Displays the RSS’s current months pool.


c.  Displays the RSS’s shippers in pool for the month.


d.  Displays the RSS’s objectives for the month.


e.  Displays the names of Marines due home on boot leave.


f.   Displays the names of the Marines requested for PTAD.

g.  Permits the NCOIC the opportunity to request support from the command group.

16.   Where to file the Mission Restatement Letter.

a.  Beginning of the month the restatement letter is filed in the NCOIC Management Book.

b.  End of the month the letter is filed in the Profile Progress Book and it is kept on file for 2 years

17.   How to submit the Mission Restatement Letter.


a.  Fax a copy to the Operations Section.


b.  Mail a copy to the Operations Section.


c.  NCOIC must Sign the Mission Restatement Letter.

MAINTAIN SYSTEM COMPONENTS

NCOIC 7

LEARNING OBJECTIVES:


a.   Terminal Learning Objective: With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, maintain system components, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7).


b.  Enabling Learning Objectives:

 

(1) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the eleven components of systematic recruiting, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7a).


   
(2) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the profile progress book, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7b).



(3) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the two parts of the profile progress book, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7c).



(4) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the fifteen parts of section two of the profile progress book, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7d).



(5) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the programs book, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7e).



(6) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the contents of section one of the programs book, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7f).



(7) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the contents of section two of the programs book, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7g).



(8) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the contents of section three of the programs book, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7h).



(9) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the NCOIC management book, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7i).



(10) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the seven section in the NCOIC management book, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7j).



(11) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the schedule and results book, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7k).



(12) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the five sections in the schedule and results book, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7l).



(13) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the working file, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7m).



(14) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the sections of the working file, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7n).



(15) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the two type of cards used in systematic recruiting, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7o).



(16) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the tracking cards, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7p).



(17) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the action cards, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7q).



(18) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the five tracking cards used in systematic recruiting, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7r).



(19) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the six action cards used in systematic recruiting, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7s).



(20) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the command recruiting file, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7t).



(21) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the sections of the RSS command recruiting file, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7u).



(22) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the pool board, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7v).



(23) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to maintain the pool board, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7w).



(24) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the PPC/RC control file, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7x).



(25) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the assets map, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7y).



(26) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the enlistment map, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7z).



(27) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the list folders, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7bb).



(28) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the three types of list folders , in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7cc).



(29) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the NCOIC recruiter training file, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7dd).



(30) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the eight sections of the NCOIC recruiter training file, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7ee).



(31) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the trip reports, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7ff).



(32) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing where to file the trip reports, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.7gg).

1.   Eleven Components of Systematic Recruiting.


a.   Assets/Enlistment Maps.


b.   Profile Progress Book.


c.   List Folders.


d.   Programs Book.


e.   Working File.


f.    Command Recruiting File.


g.   Schedule and Results Book.


h.   Pool Board.


i.    PPC Control Box.


j.    NCOIC Management Book.


k.   NCOIC-Recruiter Training File.

2.   Purpose of the Profile Progress Book.  To serve as a source document for profiling an RSS’s resources.  It also provides historical data on the performance and progress of the RSS as a whole.  The book is maintain and filed by Fiscal Year (FY).  The book is kept on file for “2 Years.”

3.   Section One of the Profile Progress Book:  Called the Profile Section contains:   


a.   RSS Data Sheet.


b.   HS/CC Profile Sheet.


c.   Media Profile Sheet ( Paper ).


d.   Media Profile Sheet ( Radio/TV ).


e.   IRT Profile Sheet.

4.   Section Two of the Profile Progress Book.  Called the Progress Section contains:

a.   HS/CC Master Planning sheets.


b.   HS/CC Progress Report.


c.   HS/CC Update Report.


d.   New Working Applicant Sheets.


e.   Enlistment Record.


f.    Monthly Activity Report.


g.   Data Analysis Sheets.


h.   Objectives Sheets.


i.    Activity Analysis Sheets.


j.    Mission Letter.


k.   Mission Restatement Letters.


l.    Monthly Pool Report.


m.  Monthly Command Recruiting Report.


n.   Monthly PPC Report.


o.   Training and Assistance Visits.

5.   Purpose of the Programs Book.  Serves as a ready reference,  for Marine Corps Orders relating to Enlistment Options, bonuses, guarantees, and re-enlistments.  The book further provides examples of administrative instructions and also a sample enlistment package.  

6.   Section One of the Programs Book.


a.   All MCO’s on Enlistment Options.


b.   All MCO’s on Re-Enlistments.

7.   Section Two of the Programs Book.


a.   Changes to Enlistment Criteria.


b.   Recruiting Notes.


c.   Administrative Instructions pertaining to processing or enlisting an individual.

8.   Section Three of the Programs Book.


a.   Sample copies of all forms used for enlistment.


b.   Helpful administrative details for processing applicants.

9.   Purpose of the NCOIC Management Book.  This book is intended to be “Action Oriented” and it contains all the necessary tools the NCOIC needs to focus on and drive the current months mission.

10.   Seven Sections of the NCOIC Management Book.


a.   Plans Section: 



-RSS Year In Sight.



-RSS Month In Sight.



-Recruiter Month In Sight.



-NCOIC Daily Plan.


b.   Report Section:



-Daily.



-Weekly.



-Monthly.


c.   Working Applicant / Enlistment Record:



-Current Month Working Applicant Sheets.



-Current Month Enlistment Records.


d.   NCOIC Mission Restatement Letter:



-Current Month Mission Restatement Letter.

e.   Trip Report:



-Copies of ALL FY to date trip reports.


f.    Pool / Command Recruiter Reports:



-Poolee Credit and awards report.



-Pool Attrition by Recruiter Report.



-RSS Shipping Schedule.



-Following months Boot Leave Summary Report.

11.   Purpose of the Schedule and Results Book (S&R Book).  To organize a recruiters daily and weekly plan on the when, where, and how the recruiter will prospect, interview, process applicants, work poolees, manage time and service his area.  The book also serves to record the recruiters prospecting and processing activities.  The S&R book further serves as a tool to analyze the recruiters daily, weekly and monthly objectives, and more importantly, the effectiveness of all of his activities.

12.   Five Sections of the S&R Book.


a.   Section One:



-Schedule and Results Sheets ( four weeks ).


b.   Section Two:



-Month-In-Sight Sheets.


c.   Section Three:



-Memo Sheets.


d.   Section Four:



-Time Sheets.



-Work Sheets ( Optional ).


e.   Section Five:



-Canvas/Referral list.  

13.   Purpose of the Working File.  To SYSTEMATICALLY distribute the RSS’s work load by action date.  The dates a recruiter sets for action is incorporated into his daily, weekly, and monthly schedule.

14.   Five Sections of the Working File.


a.   Daily Index ( 1-31 dividers ).


b.   FY Monthly Index ( two, twelve month out dividers ).


c.   Out-Year index ( two FY dividers ).


d.   Temporary disqualified section.


e.   Miscellaneous Section.

15.   Two Types of cards in the Working File.

a.   Tracking Cards.


b.   Action Cards.

16.   Purpose of the Tracking Cards.  Identifies those prospects the recruiter must aggressively work to either enlist or obtain referrals from, scheduled action and results is recorded on the cards.

17.   Purpose of Actions Cards.  To key the recruiter to conduct a specific recruiting task.  These cards will have an ACTION date on them before being placed into the working file.

18.   Five Tracking Cards in the System.


a.   Prospect Applicant Card ( PAC ).


b.   Priority Prospect Card ( PPC ).


c.   Reenlistment Card ( RC ).


d.   Pool Card.


e.   MCRD Card.

19.   Six Action Cards in the System.  


a.   HS/CC Visit Card.


b.   List Scheduling Card.


c.   Media Card ( Radio, T.V., Newspaper ).


d. 
Contact Card.


e. 
Take-One Card.


f.    IRT Card.

20.   Purpose of the Command Recruiting File.  To serve as a file and a source for potential Command Recruiters, it provides a continuous pool of proof sources that can help the local recruiting effort.  It also provides an immediate source for the RSS’s reenlistment mission for each FY.  

21.  Four Sections of the Command Recruiting File.


a.   EAS Section.  Filed by EAS.  Current month index, out year index.


b.   PTAD Pool Section.  Filed alphabetically.


c.   PTAD Requested Section.


d.   Reserves.  Filed alphabetically.

22.   Purpose of the RSS Pool Board.  Provides the status of the RSS’s pool and displays the following:


a.   Mission by Component.  Monthly shipping quota.

b.   Pooled by Component.  Currently in the pool.

c.   Ship Date.  Date poolee will depart for MCRD.

d.   Program Code.  QSN for reservist or Program Control number for Active Duty.


e.   High School.  Name of High School attended.

f.    Education.  Highest grade completed.

g.   Recruiter.  Name of recruiter listed on DD form 1996.

h.  Half PFC ( ½ ).  One referral enlistment.

i.   PFC.  2 referral enlistments; appointed to PFC before MCRD.
23.   How to maintain the RSS Pool Board. 


a.  Update all changes to the annual shipping plan.


b.  Annotate changes to a poolees program guarantee.


c.  Insure accuracy of educational status of all seniors.

d.  Audit the poolee report with poolees listed on pool board (specifically look at; ship date, program, educational status, referral credits ).


e.  Audit poolee credit report with poolees listed on board.

f.   Once poolee has shipped to MCRD move tag to the bottom of the board under month which he should return.


g.  Once poolee has returned from MCRD, remove tag off of pool board.      

24.   Purpose of the PPC/RC Control File.  Used by the NCOIC to drive the initial contact with prospects, for enlistment or reenlistment.  Sequence of events are as follows:


a.  RS stamps date for PPC to be returned to the RS.


b.  NCOIC stamps date which the recruiter must have back to the NCOIC.


c.  NCOIC files the control form by action date in the PPC/RC file box.

d.  Once PPC has been returned to the NCOIC, NCOIC will mail back to the RS, insuring that all blocks have been checked as to whether or not the PPC is good or bad.

25.   Purpose of the Assets Map.  To display the location of all the RSS’s resources and activities available in the RSS’s area.  The legend is listed below;


a.  Priority One HS ( Green Flag ).


b.  Priority Two HS ( Yellow Flag ).


c.  Priority Three HS ( Red Flag ).


d.  Community College ( White Flag ).


e.  Non-Working Small HS ( Red Pin ).


f.   Mobile Training Unit ( MTU ) ( Purple Pin ).


g.  Take One ( Blue Pin ).


h.  Newspaper ( Yellow Pin ).


i.   Radio ( Green Pin ).


j.   T.V.  ( Green with White Dot ).


k.  PCS/TRF ( Black Pin ).


l.   Met site ( Orange Pin ).


m. MEPS ( Pink Pin ).


n.  IRT Stop ( Silver Pin ).


o.  SMCR ( Purple Pin ).

26.   Purpose of the Enlistment Map.  To display the enlistment results of the Current and Previous Fiscal Year.  The legend for the Map is listed below;


a.  RSS/PCS/TRF ( Black Pin ).


b.  IRT Stop ( Silver Pin ).


c.  Odd FY’s Enlistments ( Red Pin ).


d.  Even FY’s Enlistments ( Green Pin ).


e.  White dots on top of either FY pins denote mental group three bravo ( IIIB ).

f.   On 30 September of each year, the previous years colored pins will be removed.  Example: 30 Sept 1998 all “Red Pins” will be removed.  FY 1999 is an “ODD” FY, therefore, the pins for FY 1999 will be red.  

27.   Purpose of List Folders.  List folders are nothing more than folders which contain a list or collection of names compiled from various sources and are organized to effectively prospect.

28.  Three Types of List Folders.  

a.  Active Folders.  Those list which the recruiter is currently prospecting from.  Both Senior and graduate list.

b.  Inactive Folders.  Those list which the recruiters have prospected from over a period of time, and all the names have been disqualified or a Prospect Applicant Card has been made up.  The list scheduling card will be stapled to the list and the list will be kept in the file cabinet for two years.

c.  Pending Folders.  Those list which contain names of those who are yet old enough to be prospected into the Corps.  I.e.  Juniors in High School who are not eligible for the Delayed Entry Program until May or June of the Next year.

29.  Purpose of the NCOIC Recruiter Training File.  Used and maintained by the RSS NCOIC to document the training provided to the recruiters at the RSS level.  The contents of the training file is listed below.

30.  Eight Sections of the NCOIC Recruiter Training File.  

a.  Productivity Record.  Documents the recruiters contracts written, discharges, and net productivity during his tour.

b.  Par Evaluation.  Contains the recruiters PAR evaluation which was conducted by the Recruiter Instructor.

c.  OJT Checklist.  A copy of the recruiters OJT is kept at the RSS.  Once completed, the original checklist is forwarded to the Recruiter Instructor.  

d.  3-6-9- Month Evaluation Worksheet.  A copy remains in the recruiters training jacket.  The original, once completed, is forwarded to the Recruiter Instructor.

e.  3-6-9 Month Evaluation Summary.  A copy stays in recruiter training file, original is mailed to Recruiter Instructor.

f.  Training and Assistance Reports.  Copies of all T&A visit reports to the individual recruiter will be maintained in their training folders.

g.  Training Provided by NCOIC.  NCOIC’S document all the training they conduct with their recruiters on a form noting, training topics, dates, and amount of time spent training the individual.  

h.  Individual Counseling.  A document which allows the NCOIC to document all counseling, both positive and negative with the recruiter.

31.  Purpose of Trip Reports.  A written report stating the purpose of the Command Group members visit.  The report further outlines the RSS’s strengths, as well as its weaknesses.  The report goes on to outline recommendations for corrective actions, and may state follow up training by the next Command Group Member.  

32.  Where to file the RSS’s Trio Reports.

a.  A copy of the report is filed in the NCOIC Management Book, and it is kept on file the whole FY.

b.  At the end of the FY, all the trip reports for the FY are moved to the PROFILE PROGRESS BOOK ( Section Two under Trip Reports) and kept on file for 2 years.

ANALYZE DATA / REPORTS

NCOIC 8

LEARNING OBJECTIVES:


a.   Terminal Learning Objective: With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, analyze data/reports, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.8).

 
b.   Enabling Learning Objectives:


 
(1) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the daily report, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.8a).


   
(2) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to record information on the daily report, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.8b).



(3) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to analyze the daily report, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.8c).



(4) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the weekly report, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.8d).



(5) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to complete the weekly report, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.8e).



(6) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to analyze the weekly report, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.8f).



(7) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the monthly report, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.8g).



(8) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to file the monthly report, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.8h).



(9) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of the monthly activity analysis report, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.8i).



(10) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to analyze these reports, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.8j).



(11) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to analyze the monthly activity analysis report, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.8k).

1.   The purpose of the Daily Report is to provide the NCOIC with a means to monitor critical activities and results as the week progresses and to report these results to the RS.   The amount of information is intentionally limited.

2.   Each recruiters daily results for Contracts(C), Applicants(A)
and Interviews (I), are recorded on the report.   Cumulative RSS totals are entered on the bottom of the form as the month progresses.   The right side of the form is used to total the results by recruiter for the month.

Note:  The daily report is submitted to the RS Operations Section.   During this period the Operation Section will verify numbers reported and the NWA log.

3.   On a DAILY basis, compare cumulative RSS and recruiter results to the RSS and recruiter objectives for the week as the week progresses.  


a.  Analyze the following:



(1) Are you writing the required number contracts?

(2) Are you obtaining enough New Working Applicants/Interviews?  Don't rationalize your failures.  



(3) Are your recruiters setting the desired number of appointments with quality prospects?  



(4) Are they prospecting in the right market/right time of day?



(5) Are you "Maximizing Prospecting?"



(6) Are you analyzing the recruiters Schedule and Results Sheet and making comments.

b.
Maintain the Daily Reports until the end of the current month at which time they can be destroyed.

4.   The purpose of the Weekly Activity Report is to provide the NCOIC with the means to evaluate each recruiter and their ability to meet activity objectives, new contract mission, and to identify recruiters who need assistance.

5.   To complete the Weekly Activity Report:

a.  The top portion of the report is used to record prospecting activities by recruiter and RSS.


b.  The center portion of the report covers the processing chain and shows the

 MEPS processing results.

c.  The bottom portion of the report is used to record the Sales Ratio (SR), Closing Ratio (CR), and Processing Ratio (PR).

d.  Note:  The Weekly Activity Report is submitted to the RS Operations Section and reviewed.

6.   On a weekly basis compare cumulative RSS and recruiter results to the RSS and recruiter objectives.

a.  Weekly objectives can be compared to actual results in number and percentage achieved.


b.  Analyze the following:



(1) Are you writing the required number contracts?  

(2) Are you obtaining enough New Working Applicants/Interviews?  Don't rationalize your failures.



(3) Are your recruiters setting the desired number of appointments with quality prospects? 



(4) Are they prospecting? 



(5) Are you "Maximizing Prospecting?"

(6) Are you making adjustments for the recruiter and pre-approving the recruiters Week-In-Sight for the coming week.



(7) Are you conducting RSS training to correct deficiencies.
c.
Maintain the Weekly Activity Reports until the end of the current month at which time they can be destroyed.

7.   The purpose of the Monthly Activity Report is to provide the NCOIC with the means to record the results of the month's prospecting, selling, and processing efforts.

Note:  Display Objectives set, Objectives achieved, and percent of Objectives achieved, by recruiter and for the RSS in the same manner as the Weekly Activity Report.

8.   On a monthly basis compare cumulative RSS and recruiter results to the RSS and recruiter objectives.


a.  Analyze the following:



(1) Did you RSS writing the required number contracts? 



(2) Did you RSS obtain enough Mew Working Applicants/Interviews?



(3) Did you "Maximize Prospecting?"


(4) Did you make an appraisal of the strengths and weaknesses of the individual recruiters

 and the RSs.



(5) Did you pay particular attention to your Closing, Sales, and Processing Ratios.

b.
The Monthly Activity Report is submitted to the RS Operations Section for review.

9.
The purpose of the Monthly Activity Analysis report is to provide the NCOIC with the means to analyze the monthly prospecting, selling, and processing results in comparison to Objectives set for the month.

a.  The report shows specific effectiveness ratios in comparison to established standards.

b.  Sources of contracts are displayed for current month by number and percent of monthly contracts written and percent of contracts written year to date.

10.
Analyzing your data.   You must use your data to analyze your effectiveness in prospecting, screening, selling, and processing.   Each recruiter must complete a Data Analysis Sheet and Objectives Sheet at the end of every month.   You must complete a Data Analysis Sheet and Objectives Sheet each month for the RSS.

a.  Standard of Effectiveness (SOE).  The number or amount of each prospecting activity performed to achieve one interview from that particular activity.

b.  Business Percentage (BP).  The percentage of interviews obtained from each prospecting activity.

c.  Closing Ratio (CR).  The number of Interviews conducted to obtain
one New Working Applicant.

d.  Sales Ratio (SR). The number of Interviews conducted to obtain one Contract.

e.  Processing Ratio (PR).  The number of Mew Working Applicants processed to obtain one Contract.

11.   The Monthly Activity Report is maintained in the NCOIC Management Book until the data is reported to the RS Operations Section.  The Monthly Activity Report is then filed in the Profile/Progress Book.

12.   Analyze the report by starting with the end results, "Contracts", and analyze in reverse sequence.

a.  Determine why your station either achieved or failed its mission by looking at the percent of objectives achieved, for Contracts, Applicants, and Interviews.


b.  Compare percentages achieved from the four prospecting activities.

c.  Review your Standards of Effectiveness.   Identify deficiencies and develop plans to improve technique.


d.  Review your Business Percentages, and ask the following: 



(1) Are you using ALL of your prospecting activities effectively? 

(2) Should you adjust a recruiters Business Percentages to increase/decrease interview levels or adjust for seasonal/cyclic changes in the recruiting cycle or in your mission letter?

e.  Review your processing chain from New Working Applicants to Contract.   Measure your percent achieved against the RS Standard.   The deviation percent shows if you are over or under this standard.


f.   Review the source of your contracts, and ask the following:



(1) Did your recruiting programs produce the desired number of contracts?

(2) Did you attain the percentage goal established for each program this month and Year to date?
g.  Source Code CAL is now the source code for Call-in.   Source code WKI will only be used for Walk-In enlistment's.

MAINTAIN QUALITY ASSURANCE

NCOIC 9

LEARNING OBJECTIVES:

1.   Terminal Learning Objective: With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, maintain quality assurance, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III and the Military Personnel Procurement Manual (MPPM) MCO P1100.72 (8411.5.9).

2.   Enabling Learning Objectives:

  
(1) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for screening, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.9a).

   
(2) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to have an effective Quality Control (QC) program, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.9b).


(3) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to maintain quality criteria, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.9c).


(4) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to conduct screening, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.9d).


(5) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to evaluate QC effort, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.9e).


(6) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of detect- ability codes, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.9f).


(7) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to analyze detect- ability codes, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.9g).

1.   Quality Control is an ongoing process with three main purposes.   These purposes are achieved through the combined efforts of Recruiters, NCOIC’s, Operation Officer’s, Operation Chief’s, MEPS Liaison’s, Officer Selection Officer’s, and personnel at RS’s, District’s, Region’s, and MCRC.

a.  To ensure only qualified applicants are enlisted, reenlisted, or selected for officer programs;


b.  To detect and prevent recruiting malpractice;

c.  To identify and correct weakness within the enlistment and commissioning processes.

2.  To have an effective QC program, it requires a great deal of effort in the following areas.

a.  Prospecting the market which will produce the highest quality enlistment in the greatest numbers;

b.   Through effective screening of prospects to prevent the processing and enlisting of unqualified applicants;


c.   Verification of all enlistment documents and applicant verification;


d.   Proper administration of mental testing and physical examinations;

e.   Proper application of enlistment criteria, to include following correct procedures for having waivers granted;


f.  
Correct enlistment assignment;


g. 
Constant evaluation of enlistment's and individual recruiter records to guard against unfavorable quality trends;

h.   Developing a sound, stable, and productive pool with minimal turbulence and attrition.

3.  The following quality criteria result in reduced annual accessions or quotas for MCRC and large monetary savings for the Marine Corps.


a.  High School Graduates (Tier I);


b.  Mental Group (MG) category I-IIIA;


c.  No involvement with civilian authorities;


d.  No involvement with, or use of drugs;


e.  Medically qualified;


f.  Highly motivated;


g.  In good physical condition.

4.   Screening must be a constant and thorough process to determine the eligibility and qualification of prospects and the processing of applicants.   The following areas must continuously be taken into consideration when screening.


a.  Mental;



(1) Enlistment Screening Test (EST).



(2) Wide Range Achievement Test (WRAT).

b.   Moral;



(1) Any involvement with law enforcement officials.



(2) Any Alcohol related incidents or problems.



(3) Any previous or current use, or involvement with drugs.



(4) Any offensive tattoos, body piercing and branding.


c.   Medical;



(1) Any medical problems from date of birth.



(2) Any psychological counseling or problems.

d.  Preliminary screening;



(1) Previous processing or rejections for the Marine Corps or any other service.



(2) Any prior service of the Armed Forces.



(3) Severe financial or personal problems.



(4) Any dependents.



(5) Any concealment of chronological age or actual level of education.



(6) Falsification of education records or documents.



(7) Irregularities or inconsistencies in the information or documents provided by the applicant.



(8) Citizenship, or any attempt to conceal foreign citizenship.
5.   How to evaluate the Quality Control effort requires using the following tools.

a.  High School/Community College Progress Report.   This is to determine how intensively and effectively recruiters are working the quality high school senior market.

b.  Working applicant Log.   This allows a good picture of the applicants and the effectiveness of screening conducted by the recruiters.

c.  MEPS Quality Control Checklist.   This checklist is mandatory and has multiple purposes;



(1) To return unacceptable case files.



(2) To report case file discrepancies.



(3) To notify recruiters that additional documents and/or forms are required.

(4) To provide comments on an applicant’s case preparation for MEPS processing and enlistment.



(5) To report disposition of applicants (e.g., medical, consult, etc.).



(6) To alert the recruiting station command group of possible training deficiencies.

d.  MEPCOM Form 701, Report of Additional Information.   This form is used by the NAC interviewer to notify the RS Commanding Officer when an applicant discloses additional information.   It provides an indication of the thoroughness and effectiveness of screening at all levels.

e.  DIS Form 1.   This a computer generated report from the Defense Investigation Service (DIS) reports the results of an NAC.

f.   Weekly/Monthly Activity Report and Monthly Activity Analysis Report.   These reports show information concerning the number and/or percent of applicants who pass mental testing.



(1) Pass rates on mental and physical tests give a clear indication to the RS of;




(a) Quality of applicants.




(b) Effectiveness of screening being performed by recruiters.

g.   Recruiter History Screen.   This report displays the quality information



 concerning inquires or investigations involving the recruiter.

6.   The purpose of detectability codes are to indicate weather or not the reason for discharge should have been detected before the recruit shipped to boot camp.

a.   Detectablity Code 1:  Reason for discharge existed prior to enlistment and should have been detected by the Recruiting Station which processed the recruit for enlistment.  This is the code of major concern for the RS, and requires an investigation.

Note: These types of discharges are immediate concern they indicate a breakdown in the QC procedures or may involve recruiter malpractice.

b.   Detectability Code 2:  Reason for discharge existed prior to enlistment and should have been detected by the medical examining facility (MEPS) which processed the recruit for enlistment.

c.   Detectability Code 3:  Reason for discharge existed prior to enlistment but would have been difficult for the Recruiting Station or the MEPS to detect.

7.   To analyze the quality control effort the following must be taken into consideration while being watchful for the danger signals.


a.  Recruiting in a quality market;


b.  Recruiting a large number of non-Tier I’s;


c.  Recruiting a large number of lower mental groups;


d.  Recruiting a large number of applicants needing waivers above the RS level;


e.  Recruiting individuals who, in your opinion, simply would not make it;


f.  
High pool/Depot discharge rate;


g.  
High mental test failures, to include lower mental groups;


h.  
High physical test failure rate;


i. 
Large number of consults;


j.  
Large number of unexpected disclosures during MEPS screening;

k.  Repeated allegations that a recruiter is telling applicants not to say anything about disqualifying factors.


l.  
Large numbers of Detectablity Code 1’s;


m.
Documents missing from enlistment packages;


n.  Complaints from MEPS Liaison about sloppy, inaccurate packages;

o.  Failure to notify the RS Operations Section that an applicant needs a waiver before taking him to the MEPS processing.

TIME & TERRITORIAL MANAGEMENT

NCOIC 10

LEARNING OBJECTIVES: 


a.   Terminal Learning Objective:  With the aid of references and during a period of practical application, employ time and territorial management when executing a planning process that allocates prioritizing activities, improving productivity and handling procrastination in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.  


b.   Enabling Learning Objectives:



(1)  Without the aid of references, identify the four rules for mastering time management in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(2)  Without the aid of references, identify the thirteen goal setting instruments for time management in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(3)  Without the aid of references, identify the seven steps to planning for time management in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(4)  Without the aid of references, identify the five characteristics of a goal for time management in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(5)  Without the aid of references, identify the three phases to accomplishing goals for time management in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(6)  Without the aid of references, identify the purpose of the four planning tools in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(7)  Without the aid of references, identify the two actions required with a daily plan for time management in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(8)  Without the aid of references, identify the purpose of the "Planning Checklist" in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(9)  Without the aid of references, identify the five steps when establishing a "Task List" in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(10)  Without the aid of references, identify the seventeen minimum scheduling requirements for time management in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(11)  Without the aid of references, identify the purpose for Itinerant Recruiting Trips in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(12)  Without the aid of references, identify the six rules to establishing Itinerant Recruiting Trips in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(13)  Without the aid of references, identify the ten guidelines for conducting a reconnaissance for Itinerant Recruiting Trips in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(14)  Without the aid of references, identify the eight planning steps for conducting a Itinerant Recruiting Trip in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(15)  Without the aid of references, identify the purpose of route planning time management in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(16)  Without the aid of references, identify the guidelines for evaluating an Itinerant Recruiting Trip in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(17)  Without the aid of references, identify the three rules for dealing with procrastination in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(18)  Without the aid of references, identify the guidelines for analyzing time management with the use of time sheets in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.



(19)  Without the aid of references, identify the rules for capitalizing on career days in accordance with Volume I, Guidebook for Recruiters, MCO 1130.76.

1.   In order to master your time you must be willing to make certain sacrifices.   Brian Tracy states in his course "Executive Time Management" that what it takes to master your time can be summed up in what he calls the "Four D"s".   The four rules for mastering time management are;


a.   Desire.  to become efficient at time management.


b.   Decision.  decide to become organized.


c.   Determination.  to keep on trying to master time management techniques.

d. Discipline.  be willing to pay the price. 

e. The overall emphasis is that if you are willing, you can become a master of your time. Items should include;

- Contracting mission



- Shipping Mission



- Pool Program



- High School/Community College Program



- Priority Prospect Card Program



- Command Recruiting Program



- DEP Attrition



- Early Ship



- Phase Lines



- Even Flow



- Leave Dates



- Objectives

2.   Goal Setting Instruments.


a. Annual New Contract Plan


b. Annual Mission Planning Sheet


c. Annual Shipping Plan

d. Annual Net New Contract 

e. RSS Monthly Mission Letter


f. Commanding Officer's Milestones

g. Annual Pool Program Plan


h. Annual Command Recruiting Program Plan

i. Annual PPC Program Plan

j. Boot Leave Summary

k. Annual Training Plan

l. RS Year-In-Sight Distribution Plan

m. HS/CC Annual Plan

3.   There are seven steps to Planning For Time Management.


a.   Establish goals.


b.   Identify the benefits.


c.   Determine potential obstacles and strategies to overcome.


d.   Evaluate and optimize the plan (set specific action steps).


e.   Implement and track the optimized plan.


f.   
Assess milestone results.


g.   Re-plan, as needed, to fully achieve established goals.

4.   The five characteristics to establishing a useful goal.

  
a.   Specific:  Names, amounts, dates, qualifiers.


b.   Verifiable: Observable or measurable by others.


c.   Realistic: Achievable with reasonable efforts and costs.


d.   Challenging: Not to easy; achievable with some "stretch".


e.   Self-motivating: What's in it for me (WHIIFM).

5.   The three phases to accomplishing goals.

a.   Phase I.  Benefit Statements.  Benefit statements should be descriptive in nature.   They should also be written in the first person, so that they are personalized and meaningful to the person writing the statement.

Example: Benefit Statement:  By completing all my HS/CC visits by 1 October I will have met the Commanding Officers Milestones.   Additionally, it will give me a solid base by which to launch a well organized, focused attack in my schools.  Which will result in an increase in quality senior contracting.
b.   Phase II.  Potential Obstacles/Strategies to Overcome.  

(1) It is important to look at your goal from all the angles.   The best way to do this is to put any potential obstacles you anticipate down in writing.

Example:

	Potential Obstacles
	Strategies to Overcome

	Counselors have a busy schedule during this time of the year and may not be able to accommodate our plans.
	

	May not have enough collateral material on hand for information packages.
	

	Conflict may occur with other recruiter goals and timetables.
	


(2) Once all potential obstacles have been identified start working on the other side of the table and determine specific steps to overcome or minimize them.

Example:

	Potential Obstacles
	Strategies to Overcome

	Counselors have a busy schedule during this time of the year and may not be able to accommodate our plans.
	Conduct Initial calls to counselors far enough in advance to eliminate potential conflicts.

	May not have enough collateral material on hand for information packages.
	Take inventory of collateral material required.   Call MPA to order deficits.

	Conflict may occur with other recruiter goals and timetables.
	Assist recruiters in planning process.  Act as a substitute in conflict areas.


c.   PHASE III.  Action Steps .



(1)  Begin by listing all the things that you must complete before you can realize your goal.   No matter how small the task, list it.   When you feel that you are finished, go over your list and ensure it is complete.   As you go over your list prioritize it for action.

Example:

	Pr
	Action Steps
	Deadline
	T / C

	1
	Conduct Initial Calls to  Guidance Counselors to set up initial visits
	
	

	2
	Take inventory of collateral material
	
	

	3
	Call MPA, order additional collateral material
	
	

	4
	Conduct HS/CC Initial Visits
	
	

	5
	Record results on HS/CC Update
	
	

	6
	Submit to XO
	
	

	7
	Update HS/CC Master Planning
	
	


(2) The next thing to do is to set completion dates or deadlines for each action.

Example:

	Pr
	Action Steps
	Deadline
	T / C

	1
	Conduct Initial Calls to  Guidance Counselors to set up initial visits
	15 August
	

	2
	Take inventory of collateral material
	15 August
	

	3
	Call MPA, order additional collateral material
	15 August
	

	4
	Conduct HS/CC Initial Visits
	1 October
	

	5
	Record results on HS/CC Update
	As Complete
	

	6
	Submit to XO
	As Complete
	

	7
	Update HS/CC Master Planning
	As Complete
	


(3)  Implement and Track the Optimized Plan.  Putting the plan into action and tracking the results, helps you to stay abreast of your progress.   It will also energize you, as each step is completed your feeling of accomplishment will continue to grow until the goal has been achieved.   As you complete each task simply check it off on your list.

Example:

	Pr
	Action Steps
	Deadline
	T / C

	1
	Conduct Initial Calls to  Guidance Counselors to set up initial visits
	15 August
	X

	2
	Take inventory of collateral material
	15 August
	X

	3
	Call MPA, order additional collateral material
	15 August
	X

	4
	Conduct HS/CC Initial Visits
	1 October
	

	5
	Record results on HS/CC Update
	As Complete
	

	6
	Submit to XO
	As Complete
	

	7
	Update HS/CC Master Planning
	As Complete
	




(4)  Assess Your Milestone Results.   As you progress through your list of action steps you should be sensitive to your results in reference to your time lines.  



(5)  Re-plan, as needed, to fully achieve established goals:
Note: If you find that you are not meeting your milestones, then you should make the necessary adjustments.   Don't adjust the plan just because you are not focused enough to meet the deadlines that you originally set.   Be honest with yourself, and work harder to stay on track.   On the other hand, there are times when your original time estimates were not realistic.   These are the occasions when you should take the time to adjust to a more realistic time schedule.

6.   PLANNING.   For the RSS to perform effectively, the NCOIC must have thorough and well conceived plans.   Hard work is important, but is useless unless activities are focused on achieving the RSS's mission.   The NCOIC must prepare and supervise the execution of four plans:

a.   The Year-In-Sight Plan should be viewed as a changing and evolving document.   As the year progresses, there will and should be changes, additions, and deletions to the plan.   Any positive or negative events encountered in the previous year should be considered and noted on the Year-In-Sight plan.   The Year-In-Sight plan should be as complete and comprehensive as possible.   The plan mirrors the high school year, (i.e., it runs from August through July in order to emphasize and highlight the HS/CC program year).

(1) Specifically, when developing the Month-In-Sight  Plan the NCOIC and Recruiters must take into consideration:

- Annual contracting mission (by month)




- Annual shipping mission (by month)




- Commanding Officer's Milestones


- Annual Pool contracting plan (by month)


- Annual Command Recruiting contracting plan (by month)




- Annual PPC contracting plan (by month)




- District/RS Annual known events




- Local historical events




- District/RS/RSS annual training plan




- Annual leave dates




- Other personal dates ( birthdays, anniversaries, etc.)

Example: 

NCOIC YEAR-IN-SIGHT

	Month
	June
	Month
	July

	1998
	
	1998
	

	Shipping
	Shipping

	3A
	8
	3B
	2
	3A
	9
	3B
	2

	KA
	3
	KG
	1
	KA
	0
	KG
	0

	WM
	0
	PS
	0
	WM
	1
	PS
	1

	Total
	
	Total
	

	Milestones
	Milestones

	
	P1
	P2
	P3
	CC
	
	P1
	P2
	P3
	CC

	Visits
	
	
	
	
	Visits
	
	
	
	

	NCOTC
	
	
	
	
	NCOTC
	
	
	
	

	Career
	
	
	
	
	Career
	
	
	
	

	Lists
	
	
	
	
	Lists
	
	
	
	

	1st SR
	
	
	
	
	1st SR
	
	
	
	

	Band Talk
	
	
	
	
	Band Talk
	
	
	
	

	Attend graduation of poolees collect and verify diplomas and deliver them to MEPS.
	Visit MC affiliates to generate assistance for new HS Program

	Establish new milestones based n CO's new HS Milestones 
	Complete new HS Program Plan and return to RS NLT 15th

	Final attempt for grad lists
	

	Plan summer school activity
	

	HS Master Planning Sheets from RS NLT 15th
	

	Begin canvass of new senior year class
	

	Plan for new school year
	

	Increase AC activity
	

	TC in morning
	

	
	

	
	


Example:

NCOIC YEAR-IN-SIGHT

	Month
	August
	Month
	September

	1998
	
	1998
	

	Shipping
	Shipping

	3A
	7
	3B
	3
	3A
	4
	3B
	1

	KA
	0
	KG
	0
	KA
	0
	KG
	1

	WM
	0
	PS
	1
	WM
	0
	PS
	0

	Total
	11
	Total
	6

	Milestones
	Milestones

	
	P1
	P2
	P3
	CC
	
	P1
	P2
	P3
	CC

	Visits
	
	
	
	
	Visits
	100%
	90%
	60%
	90%

	NCOTC
	
	
	
	
	NCOTC
	
	
	
	

	Career
	
	
	
	
	Career
	
	
	
	

	Lists
	
	
	
	
	Lists
	40%
	20%
	10%
	40%

	1st SR
	
	
	
	
	1st SR
	20%
	10%
	
	

	Band Talk
	
	
	
	
	Band Talk
	
	
	
	

	Organize HS/CC program
	Call for Initial Visits

	Assign schools
	Asks for lists

	Prepare for Initial Visits
	Check ASVAB tests dates

	Plan Boot Leavers for visits
	ID mid-term grads

	Check RAP for mailout schedule
	Check Boot Leavers

	Review working file for HS contacts
	Visit Reserve Unit Drill

	Pool Meeting = 2 referrals
	Pool for March/April

	Pool for February/March
	Pool Meeting at Reserve Unit

	Close out September Pool
	Close out October Pool

	
	Call RS to check Cmd Visit dates and COI talks

	
	


Example:

NCOIC YEAR-IN-SIGHT

	Month
	October
	Month
	November

	1998
	
	1998
	

	Shipping
	Shipping

	3A
	
	3B
	
	3A
	
	3B
	

	KA
	
	KG
	
	KA
	
	KG
	

	WM
	
	PS
	
	WM
	
	PS
	

	Total
	
	Total
	

	Milestones
	Milestones

	
	P1
	P2
	P3
	CC
	
	P1
	P2
	P3
	CC

	Visits
	
	
	
	
	Visits
	
	
	
	

	NCOTC
	
	
	
	
	NCOTC
	
	
	
	

	Career
	
	
	
	
	Career
	
	
	
	

	Lists
	
	
	
	
	Lists
	
	
	
	

	1st SR
	
	
	
	
	1st SR
	
	
	
	

	Band Talk
	
	
	
	
	Band Talk
	
	
	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


Example:

NCOIC YEAR-IN-SIGHT

	Month
	December
	Month
	January

	1998
	
	1998
	

	Shipping
	Shipping

	3A
	
	3B
	
	3A
	
	3B
	

	KA
	
	KG
	
	KA
	
	KG
	

	WM
	
	PS
	
	WM
	
	PS
	

	Total
	
	Total
	

	Milestones
	Milestones

	
	P1
	P2
	P3
	CC
	
	P1
	P2
	P3
	CC

	Visits
	
	
	
	
	Visits
	
	
	
	

	NCOTC
	
	
	
	
	NCOTC
	
	
	
	

	Career
	
	
	
	
	Career
	
	
	
	

	Lists
	
	
	
	
	Lists
	
	
	
	

	1st SR
	
	
	
	
	1st SR
	
	
	
	

	Band Talk
	
	
	
	
	Band Talk
	
	
	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


Example:

NCOIC YEAR-IN-SIGHT

	Month
	February
	Month
	March

	1998
	
	1998
	

	Shipping
	Shipping

	3A
	4
	3B
	0
	3A
	4
	3B
	1

	KA
	0
	KG
	1
	KA
	0
	KG
	1

	WM
	0
	PS
	0
	WM
	0
	PS
	0

	Total
	5
	Total
	6

	Milestones
	Milestones

	
	P1
	P2
	P3
	CC
	
	P1
	P2
	P3
	CC

	Visits
	
	
	
	
	Visits
	
	
	
	

	NCOTC
	
	
	
	
	NCOTC
	
	
	
	

	Career
	
	
	
	
	Career
	
	
	
	

	Lists
	
	
	
	
	Lists
	
	
	
	

	1st SR
	
	
	
	
	1st SR
	
	
	
	

	Band Talk
	
	
	
	
	Band Talk
	
	
	
	

	Prepare recruiters for career day
	Check with RI on PTAD

	Introduce YPF to High Schools
	Recruiters conducts band talks

	Maximize prospecting days in short month
	Check November Shippers for PRASP

	Request PTAD Marines through RI
	Prepare for AC mode moving into spring

	
	Track PPC's of juniors

	
	

	
	

	
	

	
	

	
	

	
	


Example:

NCOIC YEAR-IN-SIGHT

	Month
	April
	Month
	May

	1998
	
	1998
	

	Shipping
	Shipping

	3A
	3
	3B
	0
	3A
	3
	3B
	0

	KA
	2
	KG
	0
	KA
	0
	KG
	0

	WM
	1
	PS
	0
	WM
	0
	PS
	0

	Total
	6
	Total
	3

	Milestones
	Milestones

	
	P1
	P2
	P3
	CC
	
	P1
	P2
	P3
	CC

	Visits
	
	
	
	
	Visits
	
	
	
	

	NCOTC
	100%
	100%
	100%
	
	NCOTC
	
	
	
	

	Career
	100%
	100%
	100%
	
	Career
	
	
	
	

	Lists
	100%
	100%
	100%
	100%
	Lists
	
	
	
	

	1st SR
	100%
	100%
	100%
	100%
	1st SR
	
	
	
	

	Band Talk
	100%
	100%
	100%
	
	Band Talk
	
	
	
	

	Conduct YPF in schools
	Conduct Family Nights

	Presents certificates at Awards Ceremonies
	Present NROTC Scholarships

	Prepare for Family Nights
	Visit Reserve Drills

	Support from SMCR for Career Days
	Attend High Schools Graduations Ceremonies/Command Group Assist

	Prospect schools out on spring break
	Attend graduations parties for referrals 

	Close out May Shippers
	Use caution on junior prospecting, establish priorities

	Visit SMCR Drills
	

	
	

	
	

	
	

	
	



b.   Month-In-Sight Plan.



(1) The Month-In-Sight Plan is a derivative of the annual plan.   It is based on the monthly mission letter.   The NCOIC should read, analyze and discuss any concerns regarding the mission letter prior to developing this plan.



(2) The Month-In-Sight Plan must be completed prior to the beginning of each month.   The planning process for the new month must start at least three or four days prior to the end of the current month.



(3) NCOICs are responsible for establishing monthly objectives for the RSS as well as each individual recruiter.   Additionally, NCOICs must assist each recruiter in the development of their month in sight to ensure that they meet  the overall needs of the RSS.

(4) Specifically, when developing the Month-In-Sight  Plan the NCOIC and Recruiters must take into consideration:

- Prospecting Plan




- Key events




- Reports that are due to the RS




- Meetings,  conferences, RS training




- Scheduled formal training with recruiters (as a group, and individual)




- All shipping requirements




- MEPS Saturday openings, weekday closings, MEPS/METS testing dates & times




- MCRD grad dates, action for PTAD, PRASP, requests




- Poolee functions




- Actions with Systematic Recruiting components




- Phaseline and milestone dates




- Recruiter TAD and leave periods




- Holidays




- Any other known personal commitments

Example: 

Month/YR:  Oct 98 

                                                  NCOIC/RECRUITER:  RSS ARLINGTON

	MONDAY
	TUESDAY
	WEDNESDAY
	THURSDAY
	FRIDAY 
	SATURDAY

	
	
	
	1

HS Talk SMD/get a list
Train Jones TC

	2

ID May grads
Smith MCRD grad
UPD PPC Control
	3

Visit PCS for Pool mtrl
Weekly report

	5      Shippers
Weekly meeting/training on sales

	6    MET Test
Update PPC status
Smith MCRD grad
Jones on interviews 
	7 Call MCRD families
Visit PCS
Call Jones Pool

	8  Research PTAD  for holidays
Train Smith AC 
HSV with Smith
	9  Visit PCS
UPD PPC Control
Request PRASP
1st Phaseline
	10  RSS pool meeting
Weekly report

	12  Weekly meeting/ training on TC techniques
Accompany Smith on -  
	13  MET Test
WM shipday
Visit PCS
interviews -
	14  Polk MCRD grad
Call Smith Pool

	15  Visit PCS
Thomas MCRD grad
Train Leanor Planning
	16   UPD PPC Control
IRT route A w/ Smith
2nd Phaseline
	17  MEPS Opening
Weekly report

	19  Shippers
Call Leanor Pool
Weekly meeting training on AC
Accompany Simmons on
	20  MET Test
ASVAB UNION HS
System inspect by RI
interviews-
	21  Visit PCS
HSV Leaner

	22  HSV w/Jones
IRT route B
Train Simmons TC techniques

	23  Visit PCS
Update PPC Control
Request PTAD
3rd Phaseline
	24  SMCR Drill
Weekly report

	26  Call Simmons Pool
Weekly meeting/Training TBD
Accompany TBD on 
	27  MET Test
Visit PCS
interviews-
	28  MAKE MISSION
	29  Monthly vehicle report
Next month plan
	30  R/R TRAINING ALL HANDS
	31  100% Pri 1,2,3,CC visits
Monthly Report


Example: 

Month/YR:  Oct 98

NCOIC/RECRUITER:  RSS ARLINGTON

	MONDAY
	TUESDAY
	WEDNESDAY
	THURSDAY
	FRIDAY 
	SATURDAY

	1                                   A1
TC PPC 
TC 15% PACs
Poolee Simms/Taylor
92HsA1, 93HSA1
	2                                     A1
TC PPC
TC 30% PACs
Poolee Smith/Hall
92HSA1, 93HSA1
	3                                       A!
TC PPC
TC 45% PACs
HSV A!
Poolee Johnson
92HSA1, 93HSA1
	4                                         A1
TC PPC
TC 60% PACs
Poolee Thomas/Hill
91HSA1, 93HSA1
	5                                      A1
TC PPC
TC 75% PACs
Poolee Johnson
91HSA1, 93HSA1
Weekly Report
	6  

DAY OFF

	8                                      A2
TC PPC
TC90% PACs
Ship Johnson
Poolee Simms/Taylor
 92hsa1, 93hsa1
	9                                 A1/A2
TC PPC
TC 100% PACs
Poolee Smith/Hall
Butler MCRD grad
T/O Court house
92HSA1, 93HSA1
	10                                  A2
TC PPC
TC 40% PACs
KSHE Radio visit
Visit Mr.  Keebler
91HSA2, 93HSA2
	 11                                   A2
TC 60% PACs
HSV A2
Poolee Thomas/Hill
Work Butler
92HSA2, 93HSA2
	12                                  A2
TC 80% PACs
Weekly Report
1st Phaseline
92HSA2, 93HSA2
	13 

 POOL MEETING

	 15                                  A2
TC 90% PACs
HS ASVAB A2
Poolee Simms/Taylor
92HSA2, 93HSA2

	16                                    A2
TC100% PACs
Poolee Smith/Hall
Visit Mr.  Jones
91HSA2, 93HSA2
	17              A2/A3
TC 30% PACs
Poolee Simmons
T/O Ten Pin Lanes
TV Telecast w/Jones
91HSA3, 93HSA3
	18                                    A3
TC 60% PACs
Poolee Thompson/Hill
T/O Lane Drug Store
92HSA3, 93HSA3
	19                                  A3
TC 90% PACs
Weekly Report
2nd Phaseline
Poolee Simmons
92HSA3, 93HSA3
	20 

DAY OFF

	22                             A3/A4
TC 100% PACs
Ship Simmons
92HSA4, 93HSA4

	23                                   A4
TC 30% PACs
HSV A4
Rowe MCRD grad
92HSA4, 93HSA4 
	24                                    A4
TC 60% PACs
KNBC Radio Visit
Visit Mr.  Lincoln
92HSA4, 93HSA4
	25                                    A4
TC 90% PACs
Work Rowe
91HSA4, 93HSA4
	26                             A4/A1
TC 100% PACs
Weekly Report
3rd Phaseline
92HSA4, 93HSA1
	 27  

SMCR Drill Day
RSS Training

	29                                  A1
TC15% PACs
Mileage Report
Poolee Simms/Taylor
92HSA1, 93HSA1

	30                                    A1
TC 30% PACs
Monthly Report
Month-In-Sight
Poolee Smith/Hall
92HSA1, 93HSA1
	31 

ALL HANDS TRAINING
WASHINGTON, DC
	
	
	



c.   Week-In-Sight Plan.



(1) The NCOIC/Recruiter weekly plan is essentially where the Year-In-Sight and Month-In-Sight Plans are put into action.   The majority of an NCOICs (not on production) weekly plan should be full of training and assistance with recruiters.   Of course some time must be set aside for routine administrative matters, but this should not take up all of the time available.   The old saying, "a recruiter doesn't make mission by driving a desk " holds true for NCOICs as well.   NCOICs don't train, lead, or motivate recruiters by driving his/her desk.   



(2) NCOICs (on production) and recruiters must really focus on developing a solid plan that will ensure that they accomplish their individual goals.   This plan should include all known events (taken from the Month-In-Sight Plan).   It must also include those items related to the four recruiting programs and the three prospecting activities ("Daily Seven") that are under the recruiters control.



(3) Specifically, when developing the Week-In-Sight Plan the NCOIC and Recruiters must take into consideration:




- High School Community College Program.




- Pool Program.




- Command Recruiting Program.




- Priority Prospect Card Program.




- Telephone Canvassing.




- Area Canvassing.




- Home Visits.




Other items to consider;




- Shippers.

    


- Training at the RSS.                                        





- NCOIC Training and Assistance.




- Boot Leavers returning

- METS test days.

- Any other personal commitments.

d.   Daily Plan.   It is absolutely critical that a recruiters daily schedule be full of activity.   Remember, the two most important things that a recruiter must do  are PROSPECTING and SELLING.  It is the NCOICs responsibility to ensure that a recruiters time is spent wisely.



(1)  Daily Briefs



(a)  NCOICs must review a recruiters plan every day.   Whether you conduct your briefs mornings or evenings is not important.   What is important is that you conduct them.   This will allow the NCOIC to communicate with the recruiter while the information is fresh.   During this session both parties should go over what happened today.  Identify those tasks that were not completed and reschedule them.   Identify any shortfalls in prospecting, so that they can be scheduled for make-up.




(b)  What's on the agenda for tomorrow?  Should be your next topic of discussion during the brief NCOICs need to take a close look at the recruiters Schedule and Results sheet to ensure that all items are scheduled and that there are some specific goals set for the recruiter to accomplish.

8.   "Daily Seven" planning technique helps the NCOIC focus the recruiters attention in areas that are most important to the RSS's overall success.   Specifically when talking about the four programs and the three primary prospecting activities.   


- High School Community College Program.


- Pool Program.


- Command Recruiting Program.


- Priority Prospect Card Program.


- Telephone Canvassing.


- Area Canvassing.


- Home Visits.


a.   The NCOIC, when reviewing the recruiter daily/weekly plan, should confirm that the recruiter has attempted to have each item scheduled pertaining to the "Daily Seven".   After confirming, go back and attempt to add the ones that were not covered.   However,  it is not required to accomplish all seven in one day, but is accomplishable for the weekly plan.   Then, for each task give the recruiter specific tasks and goals to complete for each.

Example:

	Day     
	Monday

	0700/30
	PT      

	0800/30
	Admin/NCOIC Brief

	0900
	TC 93HSSB1

	1000
	Enroute to Jefferson high school

	1100
	Conduct HS set-up

	1200
	

	1300
	



b.   In order to maximize the above schedule the following adjustments should be made.

Example:

	Day     
	Monday

	0700/30
	PT (Include poolee Johnson & Williams)      

	0800/30
	Admin/NCOIC Brief

	0900
	TC 93HSSB1 (5PACS/2PPCs) (20 TCs, 5 Contacts, 1 Appointment)

	1000
	Enroute to Jefferson high school (Conduct 2 Home Visits)

	1100
	Conduct HS set-up (Area Canvass = 5 Contacts/1 Appointment)

	1200
	*Set up NROTC Talk*

	1300
	



c.   Now the recruiter has had his/her plan modified by the NCOIC giving him/her a number of specific tasks to perform.   Where prospecting objectives have been added it is important to note that these are not arbitrarily assigned.   An NCOIC must look at the individual recruiters activity analysis to determine what is realistic for the recruiter to perform based on historical data.   By using this technique you are customizing a detailed plan of action for the recruiter using the recruiters own data.

NCOIC DESKTOP PROCEDURES

AM
- Motivate yourself on the way to work.


- Arrive in plenty of time to develop plan of action for recruiters.


- Carry calling cards.


- Start today's schedule.


- Ensure that applicants/poolees have arrived at MEPS for enlistment/shipping.


- Call Operations Officer to turn in Daily Report.  (CAI)


- Update Working Applicant status with Operations Officer.


- Inspect your recruiters uniform, vehicle, office.


- Check Working File, review all Action and Tracking cards 
for today.


- Sort cards from Working File by recruiter.


- Check IRT results, update, review IRT profile and cards.


- Conduct morning briefs to direct and influence the effort.

- Check S&R Books of each recruiter.   

- Discuss the following:

- Deviations from schedule

- Interview disposition

- Follow-up

- Objective accomplishment

- Time Management


- Review individual prospecting levels, make adjustments as needed.


- Check missing document list.


- Check PPC Control box for overdue control reports.


- Check tomorrow's schedule


- Review list activity to ensure that Contact Sheets and 
Schedule Cards are correct.


- Record results of HS/CC visits, review accomplishments with recruiter.


-  Update Working Applicant Sheets.   Review status of each NWA with recruiters.


- Update Enlistment Record


- Update Pool Board/Maps/PPB all system components.


- Review and file/discard incoming mail.


- Work with a recruiter.   Minimum one per day.

NCOIC DESKTOP PROCEDURES

PM
- Schedule NWA's


- Check pool status with OPS and recruiters.


- Initiate telephone prospecting.


- Ask for referrals.


- Develop a new contact to help in the effort.


- Review, critique daily accomplishments of recruiters.


- Stress Time Management, Productive (60%), Supportive (30%), Unproductive (10%)


- Discuss planned actions for the next day.


- Finalize NCOIC plan for the next day.


- Go home with a positive attitude.

RECRUITERS DAILY CHECKLIST 

AM
- Begin the day with a positive attitude.


- Time management, Productive (60%), Supportive (30%), Unproductive (10%).


- Ensure that applicants/shippers are on time with proper documentation to the MEPS.


- Obtain Action and Tracking Cards from NCOIC.


- Check today's, and then tomorrow's schedule.


- Check yourself, office and vehicle for solid appearance.


- Report daily numbers to your NCOIC.   Be prepared to discuss individual dispositions.  


- Check for PPC Contact Reports that are due to the NCOIC.


- Review and file any incoming correspondence.


- Research, evaluate lists (PGs, address, phone numbers).


- Make telephone calls from lists, PACs, PPCs.


- Conduct planned interviews.


- Conduct IRT if applicable.


- Check wallet for calling cards, carry a pencil.


- HS/CC visits, report results to NCOIC (AC, ask for referrals, establish contacts, offer services).


- Set a goal for your AC activity, and do it.


- Check in with your NCOIC.

PM
- PT (school gym, AC, ask for referrals).


- Lunch (school cafeteria, local hangout, AC, ask for referrals).


- Check Take-Ones and replenish as needed.


- Establish a new contact in the area to help in the recruiting effort.


- Conduct interviews.


- Research list during non-prime time.


- Make telephone calls.   Ask for appointments, referrals.


- Conduct poolee status check (missing documents, ask for referrals).


- TC PACs and PPCs.


- Evaluate prospecting level and adjust as needed.  Results, is the bottom line.


- Review and close out today's schedule and results with NCOIC.


- Return cards to NCOIC with action dates for the working file.



- Check tomorrow's schedule and plan.


- Complete Recruiting Time Sheet.   Evaluate time use 
(60%, 30%, 10%).


- Conduct an HV on the way home.


- Go home with a positive attitude.

HELPFUL HINTS:


* Accomplish 60% of your activities Monday, 30% on Tuesday, and 10% on Wednesday.   This is called front loading.   Thursday and Friday should be used to make up any deficits.


* Use your most productive tools: Pool, HS, PPC and Command Recruiting Programs, SMCR,  Local contacts and lists.


* TCs are only beneficial if you obtain a contact, obtain a referral, or find out information about the prospect. Prioritize your prospects that agree to an appointment. Establish a goal for telephone contacts.  Obtain three new prospects per day.


* AC in productive areas.   Establish a goal and then meet it.


* HVs are productive on PPCs and those that list military on the ASVAB.


* Inspire your poolees, Command Recruiters, and the general public to send prospects to your office.   Try to set a standard time that you are normally in the office conducting other activity.

9.   "Task Lists".  How you decide to plan your daily schedule is up to you.   There are many different techniques.   One of the least complicated is to create a "To Do List" and prioritize them numerically.   Turn to a blank memo sheet in your S&R book and perform the following procedures.


a.   Step 1:  Create a Master To Do List.  This can be done in the memo section of the Scheduling and Results book.


b.   Step 2:  List all the tasks that you know you must perform.



(1) Items should include:




- Jobs with due dates, such as reports to be turned in, proposals, presentations.



- Things to accomplish soon, based on your advanced 
planning.

- Follow-up reminders where there is no specific deadline, but you want to keep the job moving.




- Reminders of deadlines ahead to forestall last-minute rush.



- New projects to start.



- Personal errands and other tasks you want to accomplish outside of work.


c.   Step 3:  Review your completed list and determine the priority of importance.  

(1) As you select a priority number your tasks from the most important (#1) to the next (#2) and so on until you complete the list.


d.   Step 4:  Take the top five priorities and place them on your daily schedule.  



(1) Make sure that you give them a specific time frame to be completed.


e.   Step 5:  At the end of each day review your accomplishments.   

Note:  Don't worry if you did not complete all of your tasks.   Let's say you only completed three of your five tasks.   Simply move the remaining two to the top of your next days "Task List" and add three more from your master list.   This way you will always have at least five "Task’s"  tasks each day.

f.   This is a very simple technique, but can be very effective in helping you to accomplish all of your required tasks.   Remember, if a task was important enough to schedule initially then it must be rescheduled if not completed.   This seems to be an area of concern for many recruiters.)

Example: 

Daily "Task List".

	Priority
	Task
	Completed

	1
	Conduct daily prospecting
	

	2
	Schedule Jefferson High School for ROTC talk
	

	3
	Call poolee Jones for to schedule pre-ship with NCOIC on 15th
	

	4
	Write to recruit Williams at MCRD
	

	5
	Submit for leave 23-30 December
	


10.   Scheduling Requirements.


a.   Avoid scheduling systems that overload:  You are likely to lose track of items kept in the S & R.   Keep your schedule simple, and in as few places as possible.   Use the sections in the S & R for what they are designed for (memo, S&R sheets etc.).   Avoid Post-it notes, 3x5 cards etc., that can fall out or get lost in the shuffle.


b.   Schedule work in blocks of time;  The largest chunks of time should go to the important things you must do.   Then leave plenty of time for interruptions, emergencies, and other lower priority tasks.


c.   Schedule similar tasks together:  Don't be any more frantic than you need to be.   This "assembly line" process makes it easier when going from one project to another.   You'll have on hand the needed tools, information and mental focus.  


d.   Be in a hurry to get things done.  Keep a good tempo and build momentum.


e.   Don't get caught in the activity trap.  Don't do tasks to keep busy.   Schedule in time for the miscellaneous hard to define tasks; such as creative planning, self-improvement etc.


f.   Schedule important tasks for peak times.  You are often at your peak...called Prime Time...at one time of the day or another.   It's a time when you are mentally and physically alert and energetic.   Save your toughest tasks for these times, when you are best prepared to face them.


g.   Block out time for fun and relaxation.  This may seem like an odd suggestion, but notice how many hard-charging people cease to function away from work.   They fear that fun is wasted time and will hinder effectiveness.   In reality it does just the opposite, it will improve your overall effectiveness.


h.   Schedule in breaks.  It will improve your effectiveness.   The number and length of the breaks depends on your needs and the tasks at hand.   Experiment until you find what works for you.


i.   Don't underestimate the time a task will take.  If anything can go wrong, it will.   Nothing is ever as simple as it seems.   Everything takes longer than you expect.


j.   Don't overestimate the time a task will take. Remember Parkinson's Law, " work expands so as to fill the time available for its completion".   If you allow too much time, it might take longer to finish the work.


k.   Tackle important work, not the urgent.  Make sure that it is relevant, and is aimed at your goals and plans.   Don't get caught up in crisis management.   Stay focused on your goals.


l.   Resist unscheduled activities.  Their lure can be very strong.   Avoid impulse where possible, but don't pass up every opportunity that  comes.   Just try to be disciplined and stay on schedule.


m.  Drop the heavy cargo.  If a task is continually carried over from schedule to schedule, To Do List , then drop it.   You would do the task if it was important.   Don't weigh down your schedule or your conscience with excess baggage.


n.   Be appointment savvy.  Always make appointments, confirm appointments and do everything possible to stick to them.   Become a stickler for appointments and those around you will do the same.


o.   Make phone appointments.  With schedules crowded and phone calls frequent, it is becoming increasingly useful to make phone a appointment with people for the date and time you'll phone them.   Your prompt on-schedule call expedites reaching the other person and also makes a very good impression.   This technique can be used when planning a follow-up call to prospects, parents or faculty members at schools.   Eliminates telephone tag.


p.   Make an appointment with yourself.  When you have an important project, block out time for an appointment with yourself.   Treat it as "quality time," and give it at least as much weight as your other appointments.   This technique will assist you in avoiding the natural inclination to procrastinate.  


q.   Schedule meetings.  When scheduling meetings, decide how long the meeting should last, not just the starting time.   This will help you and other attendees stick to an agenda.

11.   Purpose of Itinerant Recruiting Trip (IRT's).


a.   An IRT should be designed to take a recruiter from the RSS/PCS to an outlying area (an hour or more away) and back to the RSS/PCS.    It is not necessary for a recruiter to run an IRT every day.   One or two per week should be plenty.   In order to make an IRT work certain steps must be taken in preparation.

12.   Establishing an IRT.   The NCOIC and recruiter must conduct a thorough analysis of the area before setting up an IRT.   The Assets and Enlistment Maps are an excellent place to start.   Base your decision on the production potential of a given area, just because it hasn't produced in the past doesn't mean there's no potential.    Consider the following factors during your analysis.


a.   Population.   Most maps identify populated areas.   Generally, if an area merits identification on a map then it has potential for an IRT stop.   Other smaller areas might be considered, especially if the production history shows a high potential to enlist.   Be careful not to accept  0% market share as no potential, it may mean it just hasn't been worked.  


b.   High Schools.   The number of high schools in a given area certainly will identify potential stops.  Don't ignore an area simply because most of the schools are small non-working.  Ten of these schools with a male senior population of fifteen equals one hundred and fifty potential applicants.  


c.   Past Productivity.   When considering past production don't limit your picture to Marine Corps history.   Take a look at the "Market Share Report".   This report will tell you by county, what your competition is doing throughout your area of responsibility.   If you are not getting your piece of the pie (20%) then you need to take action.

d.   Contacts.   Are there influential former Marines or friends of the Corps within the area?  These contacts can be invaluable when looking for a place to make phone calls or conduct interviews.


e.   Area Canvassing Locations.   Where does your market hang out?  Are there areas that would be conducive to Area Canvassing activity?  (Malls, High School, hobby shops, fitness centers are just a few to consider).

f.   Take-one Sites.   What locations along the route merit a take-one rack?  (Barber shops, games rooms, post offices, libraries are some that you should consider).

13.   Guidelines for Conducting a Reconnaissance.   A thorough reconnaissance of the IRT should be conducted by the NCOIC and the recruiter.   This is done to verify its usefulness and to determine the best times to conduct the IRT.   The following should be considered during your reconnaissance.


a.   IRT Stops.   Besides known contacts and assets, identify other lucrative IRT stops or locations along the route where prospects are congregating and note the day and time.


b.   Visit Schools.   Visit each to determine the best time to meet with students.   Additionally, locate off campus spots where students frequent.


c.   Visit Local Businesses.   Post offices, police departments, newspapers, and other media should be visited to establish contact, and determine the best time to visit.


d.   Identify a Contact at Each Stop.   The contact should be asked to:  



- arrange free use of telephone



- take messages



- provide a place to conduct interviews



- provide referrals


e.   Take-ones.   Who will let you put up posters and take-ones in their establishments?


f.    Publicity.   Look for ways to advertise.   Identify radio stations, bill boards, local and high school newspapers.


g.   Where to Work.   Look for places where you can work up enlistment packages, (schools, libraries, etc.).

h.   Once an IRT has been established, complete an IRT Profile Sheet.


i.    Once the IRT Profile Sheet has been completed, complete an IRT Card.   This is an action card used in the working file to plan and schedule IRT's for prospecting through action dates.


j.   Outline and connect the IRT route and specific stops on the Assets and Enlistment maps with colored thread.   Use a different color for each IRT.

14.   Planning steps to Conducting an IRT.   The key to the success of any IRT is careful planning and preparation.


a.   Step 1:  Schedule visits with high schools.


b.   Step 2:  Make telephone calls to lists, PACs, and PPCs.


c.   Step 3:  Check  for Home Visits.


d.   Step 4:  Arrange to meet with poolees/parents.


e.   Step 5:  Call annual leavers and parents of recruits to arrange a visit.


f.    Step 6:  Call local contacts to make them aware of your visit plan.


g.   Step 7: Call MPA to arrange some form of advance advertisement.


h.   Step 8: Begin Telephone Canvassing  2 or 3 days in advance.


i.
By taking all of these steps prior to running the IRT you are stacking the odds in your favor that you will enjoy some success from your efforts.
15.   Route Planning.


a.   Route planning is an important consideration for NCOICs and recruiters.   By developing a route plan you will minimize your travel time and fuel costs.


b.   Itinerant Recruiting Trips (IRTs) should be developed as fixed routes to be run consistently to populated areas within your RSS.   The term fixed  should not be taken in the literal sense of the word, obviously some of your trips will vary.   However, the primary stops to local businesses and hangouts should not fluctuate.   The community must begin to expect to see you on certain days.


c.   At all levels of route planning, disruptions will occur, but developing route plans will allow you to make intelligent adjustments.


d.   Just as prioritizing your calls to allow enough time for the most important call is good time management, so is considering the geography of the territory you will be covering.   Travel time is seldom productive unless the proper planning occurs prior to departure.


e.   The basics: Minimizing travel time.
(1) Since a picture is worth a thousand words, this segment will use simple diagrams of route plans,  like the one that follows.   The order in which the calls were scheduled is indicated by the lines connecting the stops (represented by numbered circles).
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(2) A first principal of route plans is to avoid Crisscrossing, which is shown here.
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(3) Another sign that a route pattern is inefficient is backtracking:
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(4) And, finally, avoid straight-line deadheading" unless you are willing to make the trip back to the RSS on your own time.   
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(5) Efficient route plans take the forms shown below:

Circles
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Spirals
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(6)  On a weekly basis, these take the efficient forms of:

Concentric Circles
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Cloverleafs
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(7)  If the calls are a mix between city locations and in sites in the country and suburbs, an efficient route plan might look like this.
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f.   Setting Standard Daily Routes.   For recruiters with established HS/CC programs, setting a series of standard, daily routes that are used over and over can yield two significant time management benefits.   Once they have been carefully worked out, such standard routes reduce daily planning to rare updates or temporary "special conditions" changes.   And faculty members and students come to rely on the schedule.

Note: Set call frequencies for Priority of HS/CCs to ensure that high-priority schools get the most attention.

Example:



- Priority 1 schools to be seen 4 times/month, 36 times/year



- Priority 2 schools to be seen 2 time/month, 18 times/year



- Priority 3 schools to be seen 1 time/month, 9 
times/year



- SM/NW schools to be seen 2 times/year

Note:  This is only an example.   The structure at your RSS may require a more or less aggressive approach.


g.   Prepare your Asset Map.   In accordance with Volume I Guidebook For Recruiters.


h.   Using your Asset Map, design your Itinerant Recruiting Trips around your Priority 1 schools



(1)  Develop all needed repeat cycles of those routes, substituting Priority 2, 3 and SM/NW schools in order to achieve the call frequency desired.



(2)  The final product will be short lists of schools to be called on in weekly sequences, with each daily route representing efficient travel patterns.

Note: Caution:  Just because we are suggesting that you develop your IRTs around your high schools does not mean that you only stop at your schools.   Remember that you need to work your community.

16.   Evaluate an IRT


a.   Evaluation of an IRT must be continuous.   Recruiters and NCOICs should periodically review the back of each IRT card to check the results of the IRT.   


b.   A review of the Assets map will show the Correlation between assets in the area and the coverage of an IRT.   The Enlistment map will show the effectiveness of the IRT in terms of enlistment's obtained over a given period.


c.   If sufficient contacts and enlistment's within the IRT are not resulting, make adjustments to it.


d.   Cancellation of ant IRT should be given careful consideration.   If results are not immediately forthcoming, changes to the day and times may be in order.   Perhaps the deletion or addition of stops will result in increased effectiveness.   Remember, the development of a truly effective IRT takes time and persistence.


e.   Check the back of the IRT card to determine if there is a weakness or difficulty with a particular recruiting activity or asset.


f.   If an IRT is not producing despite all efforts and analysis, don't keep doing it just because it's scheduled.   Drop it and look into developing a new one.


g.   Developing a long term relationships in your community is vital to your long term success.   If you focus on only immediate results you will run the danger of only doing what will provide you with that immediate gratification.   


h.   You must think long term, plant the seeds, continue to water them and watch them grow into contacts and contracts.   Every day you must meet new people, not just your market, everyone.   You never know what will result from a chance meeting in a restaurant or grocery store.   Have fun talk to everybody and enjoy.


i.   Real estate agents have a technique called "farming".   They go door to door introducing themselves to residents in a specific neighborhood.   They become the duty expert in that area, getting "belly to belly" with as many residents as possible.   Not everyone is ready to list their property for sale, but when they are ready to make a move they know exactly who to call.


j.   You should strive for this same type of reputation, you are the duty expert.   Not everyone will be ready or qualified to join, but when they are, or hear of someone who is they will know exactly who to call.

17.   Rules for dealing with procrastination:


a.   Identify dislikes;



(1) Identify those tasks disliked and write down the ones normally avoided or put off.   This will increase your awareness and better allow you  to catch yourself procrastinating and get back on track.



(2) Delaying the accomplishment of a smaller task because there is not sufficient time to complete the whole project is common.   Accept that recruiting is a complex process; it requires many different actions over time before results are realized.   Break down the recruiting process and finish one step at a time.    The most important being the first one.   (i.e., Identify your objective, check your resources, plan your attack, put your plan into action and analyze your results.)


b.   Ease or break into a tasks gradually;



(1) Sometimes a disliked task only feels that way until one gets started; then simply going through the motions gains interest and results in productive activity.   To address this situation make a commitment to try the activity for 5 minutes; chances are it will be 10 minutes before the time constraint is even remembered.



(2) Ease or break into a task gradually.   For instance, when making TC's, gather supporting tools (Benefit Tags, Lists, S&R Book, pencil), clear off the desk except for the needed items, and then pick up the phone and make some calls.


c.   Consider a reward;



(1) Consider a reward after completing a productive activity.   Establish objectives and as they are achieved, reward yourself.   For example, after scheduling an appointment, take a five minute coffee break.   A reward for productive activity will reinforce positive behavior and make it easier to do the succeeding tasks.



(2) Attitude plays a major role in causing people to procrastinate.   If you have a poor or negative attitude about a certain task it makes it very difficult to be motivated to take action.   Positive Mental Attitude is the key.   Regardless of past results or rejections to your attempts in performing a task you must stay positive.   If you continue to do the right things at the right time using the right procedures you will succeed.  DO IT NOW!!!



(3) Many recruiters have found that they can both reduce wasted time and begin to develop more efficient ways of completing goal-required activities by periodically monitoring and analyzing their time use.   To improve the effective use of your time, you must first identify how you are spending it.



(4) If you have never conducted a time-use study in your current territory, there's no time like the present - particularly since you are currently engaged in improving your time management.   Once the process is completed however, there is probably little need for another period of tracking and analysis until your situation has changed significantly or until at least a year has passed.



(5) You can respond to particular time management problems by tracking only specific activities (prospecting, for example) anytime you feel the need.   This can be helpful when you think you know the area of time that is a problem but are not sure if it is serious enough to justify spending even more time trying to solve it.

18.   Analyzing Time Management with the use of Time Sheets:


a.   The first step is to keep an accurate record of daily activities on schedule sheets in the Schedule and Results Book.


b.   At the end of each day review the Schedule Sheet and figure out how much time was spent on each activity during the day.   In looking for ways to be more effective, be completely honest and accurate about the amount of time spent on each activity.


c.   Enter the daily hour totals for each activity and time category (productive time, support time, unproductive time) on the Recruiting Time Sheet, as shown on the following page.


d.  Productive Time.    Record the actual time spent on each activity.   Eliminate any dead time spent going to and from an area, preparing for telephone calls, etc.   (Coincide these items when analyzing supportive or unproductive time.)


e.   Supportive Time.   Show the time spent preparing to prospect and the time spent processing applicants.   Also, show time spent on visits that support the recruiting efforts.

  
f.   Unproductive Time.



(1) Show the time that did not contribute directly or support productivity in terms of prospecting, selling, and processing.   You will minimize unproductive time if you remember that recruiting done correctly can be accomplished at all times (i.e., talking to someone at lunch , at the barbershop, or perhaps when at dinner with your spouse).   Always be recruiting, sell yourself everywhere all the time.



(2) At the end of each week, total the hours spent on each activity as well as the total for each time category.   Compute the percentage of working hours spent on each category.   

Example:


Worked:  




44 hour week:



Telephone Calls


5.0 Hours



Area Canvassing

8.0 Hours



Home Visits



2.5 Hours



Handling Office Traffic
1.5 Hours



Screening



2.5 Hours



Interviewing



6.5 Hours



Other




  .5 Hours

Total





26.5 Productive Hours



26.5  / 44  = 60% Productive Time



g.   Do the above for at least four weeks.   After the fourth week, review the Time Sheets.   Work toward spending a minimum of 60% working hours on productive activity, 30% on supportive activities and no more than 10% on non-productive activities.   Compare the percentages for the four weeks to these standards.   Next, review the results of the four week's activities in terms of interviews,  New Working Applicants, and contracts.   If objectives were not achieved, chances are too much time was spent on supportive and/or unproductive activities.   It is also possible that your lack of training or even a poor attitude is causing you to waste your time.   How you do something can be as important as doing it.


h.   To make this point clearer, use the Time Worksheet to compute the percentages of productive time, support time, and unproductive time, as shown in the example.

Example:

	Time Worksheet
	
	
	
	Objective
	Achieved

	
	
	
	
	
	

	Total Productive Time
	23
	
	Telephone Call
	150
	114

	Total Working Hours
	54
	43%
	
	
	

	
	
	
	Office Traffic
	18
	20

	
	
	
	
	
	

	Total Support Time
	27
	
	Area Canvassing
	48
	30

	Total Working Hours
	54
	50%
	
	
	

	
	
	
	Home Visit
	2
	6

	
	
	
	
	
	

	Total Unproductive Time
	14
	
	Interviews
	11
	8

	Total Working Hours
	54
	26%
	
	
	

	
	
	
	NWAs
	4
	3




(1) The percentages should correlate with results.   In other words, if the recruiter is really trying to make activity objectives with the time available and is failing either:



-- The time is not being spent properly or,



--  The recruiter needs help in prospecting and selling techniques or,



--  An attitude adjustment may be required.



(2) Set new goals in terms of hours to be spent on each time category for the next four  week period.   For example, with a 54 hour week, set a goal of 32 hours on productive activities.

	Weekly Plan
	
	Actual

	Planned Hours 54 per Week
	
	57
	60
	54
	56

	Planned
	
	(Hours worked per week)

	54
	X
	.60
	=
	32
	
	34
	36
	32
	33

	54
	X
	.30
	=
	16
	
	17
	18
	16
	17

	54
	X
	.10
	=
	6
	
	6
	6
	6
	6



i.   Keep track of activity for the next four weeks.   As a week passes, continually refer to the goals previously set to determine if work habits and time management are changing.   Is there an increase in the amount of time spent on productive activities and are there  corresponding results?  Recruiters should periodically recheck activities to ensure they do not lapse back toward unproductive/support type of activities.   Recruiters should ask themselves the following questions:



(1) How effectively am I using my time?



(2) How much time do I need to work to make mission?

Note: Recruiting Time Sheets Help to answer the above questions.
CAUTION !!!  Placing recruiters on hours provides no incentive for good time management....  this technique is doomed to failure.

Example:

	RECRUITING TIME SHEET (1100)

NAVMC 11102 (REV 3-92)

SN:0000-00-006 8422 U1.   100 PER PAD

	PERIOD FROM              Nov 23                                  TO      Nov 27                               1994

	NO.  OF WORKING HOURS
	9
	9
	8
	8
	7
	3
	44
	

	DAYS OF WEEK
	M
	T
	W
	T
	F
	S
	TOTAL
	%

	PRODUCTIVE TIME
	
	
	
	
	
	
	
	

	TELEPHONE CALL
	1
	1.5
	1
	1.5
	
	
	5
	

	AREA CANVASSING
	2
	1
	1
	2
	2
	
	8
	

	HOME VISIT
	0.5
	0.5
	0.5
	
	1
	
	2.5
	

	HANDLE OFFICE TRAFFIC
	0.5
	0.5
	
	0.5
	
	
	1.5
	

	SCREENING
	0.5
	0.5
	0.5
	0.5
	0.5
	
	2.5
	

	INTERVIEWING
	1
	1.5
	2
	
	2
	
	6.5
	

	OTHER
	
	
	
	0.5
	
	
	0.5
	

	TOTAL PRODUCTIVE TIME
	5.5
	5.5
	5
	5
	5.5
	0
	26.5
	60

	SUPPORT TIME
	
	
	
	
	
	
	
	

	COLLEGE/HIGH SCHOOL VISIT
	1
	1
	
	
	
	
	2
	

	MEDIA VISIT
	
	
	0.5
	
	
	
	0.5
	

	CONTACT VISIT
	
	0.5
	0.5
	
	
	
	1
	

	LIST RESEARCH
	
	
	
	
	0.5
	
	0.5
	

	ENLISTMENT PAPERS
	
	
	1
	2
	
	
	3
	

	POOLEE MEETING
	
	
	
	
	
	3
	3
	

	PLANNING
	1
	0.5
	0.5
	0.5
	0.5
	
	3
	

	OTHER
	
	
	
	
	
	
	
	

	TOTAL SUPPORT TIME
	2
	2
	2.5
	2.5
	1
	3
	13
	30

	UNPRODUCTIVE TIME
	
	
	
	
	
	
	
	

	DRIVE/WALK
	1
	1
	0.5
	0.5
	0.5
	
	3.5
	

	ROUTINE ADMINISTRATION
	0.5
	
	
	
	
	
	0.5
	

	METS/MEPS
	
	0.5
	
	
	
	
	0.5
	

	LUNCH BREAK
	
	
	
	
	
	
	
	

	MISCELLANEOUS
	
	
	
	
	
	
	
	

	OTHER
	
	
	
	
	
	
	
	

	OTHER
	
	
	
	
	
	
	
	

	TOTAL UNPRODUCTIVE TIME
	1.5
	1.5
	0.5
	0.5
	0.5
	0
	4.5
	10

	REMARKS:  The time spent with my planning has helped in my time management.   More time spent in productive activity has led to less working hours!
	
	
	
	
	
	
	
	


19.   Rules for capitalizing on Career Days.


a.   Pre-Planning. 



(1) Planning your lead follow-up strategy before the career day helps you maximize results.   Remember your prospects are also visiting the competition, so you want to be the first to contact prospects after the career day.



(2) Before you leave the for the Career day prepare a brief letter thanking the prospect for stopping for information during the set up.  Your letter should confirm the benefits of joining the Marine Corps.   Close the letter by promising to make a more personal contact in the near future.



(3) Preparing the letter before the career day gives you an edge, you can send out the letters right away.   (You should prepare two different letters, one for seniors and graduates, and another for the pending market.)


b.   Paperwork.


(1) At the end of each career day check each lead.   Separate the leads according to priority.   The seniors and graduates should be crossed checked in the system and placed on Prospect Applicant Cards.   All others should be put on the appropriate lists.  (Note:  All leads should be attached to the Canvass/Referral list for the evening brief.)



(2) Then send a prepared follow-up letter to each lead.   This letter, lets prospects know you value their interest and gives you additional time to call and arrange a definite appointment.


c.   Continue pursuit.   Continue the follow-up process; make calls on prospects who have received your letter.   If you can't get in to see these prospects send additional literature.   


d.   Monitor progress.



(1) Typically, hot prospects join within 30 days after a career day.   As a result your top leads must be contacted immediately.  NCOICs:  keep a close eye on the timeliness of your recruiters' follow-up efforts.   Monitor their efforts daily during the morning and evening briefs.



(2) Proper planning, conduct, and follow up can maximize your results.  They will also save you loads of time by focusing on individuals who have shown interest.

TIPS FOR BECOMING TIME-AWARE


* Develop a general awareness of time.   Knowing how you are using and wasting time can help you build the habit of investing it wisely.   That doesn't require you to become an obsessive efficiency expert; sometimes the very best use of your time is a short rejuvenating break.


* Evaluate your plans.    When you finish one planned activity and are pausing to consider your next step, develop the habit of asking and answering the following question, "What would be the most goal-directed, highest-payoff use of my time right now?"

Or when you have the next activity already in mind, ask yourself " How will doing this help me achieve my high priority goals?"

If you don't have a good answer, reconsider your plan.


* Keep a log.   Tracking how you spend your time can provide valuable insights into areas that show potential or that need improvement.   It's not always a matter of correcting problems - it's equally important to keep doing the successful things.


* Build a habit of thoughtfully seeking more efficient ways to perform your high-priority tasks.   Looking for shortcuts doesn't have to be obsessive, but it can lead to methods for achieving good results in less time.

TIPS FOR MORE PRODUCTIVE RECRUITING SALES CALLS


* Spend most of your selling time with qualified mission specific prospects.   It does you no good to interview 100% seniors when your mission is 60% graduates.


* Use the telephone whenever possible.   Confirm appointments; check to be sure the prospect will be there and able to see you.


* Be prepared for the appointment.   It doesn't take long to prepare call objectives, consider and select needed recruiting literature and collateral materials, and develop answers to anticipated concerns.   Without prior planning you just won't be as persuasive or productive.


* Limit waiting time.   Set a time limit.   If it's exceeded, talk to the prospects parents or leave a note.   Suggest another appointment, specify the date and time you will attempt to get together again, then move on.

TIPS FOR MORE PRODUCTIVE RECRUITING SALES CALLS


* Improve selling skills.   For example, skill at handling objections reduces the time it takes to answer them; hesitating to close, may lead to longer than necessary sales calls.


* Hold the social small talk for the end of  the sales call.   After you've achieved your call objective, you can relax for a minute or two and be sociable.   Socializing to "break the ice" at the start of the call is one thing, but too much wastes your time and the prospects.   Far more time is wasted on jokes and discussion about the weather than most recruiters realize.   Of course social interaction is part of what makes recruiting enjoyable, but save that reward until you've earned it.


* Follow-up as promised.   Failure to complete follow-up activities that you promised the prospect can result in lost business.   The problem is often that the little things you promised to do or take care of are just that little and easily forgotten.   Write down follow up tasks immediately after leaving the prospects home (or other location).   Then complete the task as soon as possible.

TIPS FOR MORE PRODUCTIVE SCHEDULING


* Start your day early.   Reduce time spent crawling through rush hour traffic by being ahead of the crowd.   Be at your first appointment early.   By starting early you could add at least one appointment a day to your normal schedule.   That's five extra presentations a week, or twenty a month.   What would that do for your success rate?


* Keep lunch breaks short.   This doesn't mean you must gulp your food and charge off; it is a caution against wasting time.


* Use a to do list or carry a pocket notebook to list ideas, plans, and things to do in the future.   Most of the recruiters find that the time spent between appointments, or when conducting an Enlistment Screening Test is filled with useful thoughts, (e.g., plans for overcoming concerns, information to look up, follow-up ideas, sales strategies).   But those thoughts get lost when they aren't written down as soon as possible.

TIPS FOR HANDLING PAPERWORK


* Use the TRAF system for handling incoming paperwork.   This system designates the things you can do with the mail and papers you receive.



T:  Toss it.   If it's an "informing" communication, read it while you have it in your hand, then toss it.   For any other type of communication, consider whether it should be handled in one of three ways listed below.   If not, it may need to be thrown away.   Confirm that by asking yourself; "What is the worst thing that could happen if I tossed this?"


R:  Refer it.   Pass it on (or back) to the person responsible for the action requested; ask your NCOIC, or Command Group Member if you really have to handle it.   A classic problem in recruiting is that someone at the Headquarters feels that NCOICs and Recruiters are free to conduct market research and all sorts of competitive analysis.   Too often time consuming activities are requested without official clearance.


A:  Act on it.   Put all the papers that deserve and require your action into an action file.   Then unless they are urgent activities schedule the tasks to be completed.  Use colored-paper sticky "flags" to identify high-priority or rush paperwork.   Then build the habit of getting this work done as soon as possible.



F:  File it.   File materials as you handle them.   A "to be filed" box or folder can soon become unmanageable.   Take the time to set up an efficient filing system.   Try to handle each piece only once.

TIPS FOR GETTING ORGANIZED


* Follow three basic steps to getting organized.   These principles can be applied to all kinds of tasks, from handling paperwork to setting up your library of collateral material.



(1) Prioritize.   Put the most important, most often needed materials in the easiest place to reach.   Also, concentrate your organizing efforts on the most important things.   Having a catchall miscellaneous file is sometimes more efficient than keeping an individual file for every minor category.



(2) Categorize.   Put similar items in the same place or near each other.   For example, keep your reporting forms in one location , planning and scheduling materials in one area, and historical records in another spot.   Then when you're looking for something, you have only to consider the location of similar items.



(3) Allocate places.   It's just as your parents probably said: "A place for everything, and everything in its place."  Allocate one place and one place only for categories of materials.   Put the high-priority materials as handy to your work space as possible.   And then strictly self-enforce the other rule: "And put it back when you're done."

RECRUITING STATION STRUCTURE ANALYSIS

NCOIC 11

LEARNING OBJECTIVES:

1.   Terminal Learning Objectives.   Upon completion of this period of instruction and with the aid of the reference and class notes/materials the student will be capable of completing an RS Structure Analysis.  

2.   Enabling Learning Objectives.   With the aid of references, class notes, materials provided during class, and in accordance with Chapter 3A of the reference the student will be able to correctly:  

    a.   State the purpose of conducting an RS structure analysis.

    b.   Define and state the relevance of the following market descriptors: EMA, QMA, PQMA, MHSSR, and qualified MHSSR.

    c.   State the variables that can be changed as a result of completing an RS structure analysis.

    d.   State the relevance of the following information to the structure analysis process: historical production results, market share, and HS/CC Program results.    

1.   Purpose.   A structure analysis serves to validate or determine the best positioning of the RS recruiting force.   The disposition of the available recruiters must be accomplished in a manner that provides each "recruiter" a relatively equal proportion of the RS's available market.   Aligning the market with the assets is the ultimate goal of a structure analysis.   To complete this analysis the following topics must be considered:   

a.   The number and location of RSSs and PCSs.

b.   The boundaries associated with each RSS.

c.   The manning level of each RSS and PCS.

d.   The allocation of material assets to each RSS.

2.   Frequency.   An RS structure analysis should be accomplished immediately following a new commanding officer's arrival and annually thereafter.   During the year, the RS Structure Analysis should be revisited to determine the status of those changes which required a phased implementation and to ascertain the effects of any structural changes on RS/RSS production.

3.   The Market.   The available market can be defined by numerous descriptors.   Data can be obtained for some variables by county, zip code, or individual high school.

  
a.   Eligible Military Available (EMA)

      
- Males, 17-21 years old

       
- Non-institutionalized

   
b.   Qualified Military Available (QMA)
       
- Males, 17-21 years old

       
- Non-institutionalized

       
- Graduated or anticipated to graduate for high school 

       
- I-IIIA

   c.   Production Weighted Qualified Military Available (PQMA).   An adjustment to QMA designed to numerically account for market propensity.   Based on all service NPS regular contracting results the previous year.

       County A Contracts  /  National Contracts  =   County A %

             20            /        200,000       =    .0001

       National QMA  x    County A %      =   County A PQMA

         8,000,000   x    .0001           =      800

   
d.   Male High School Seniors (MHSSR).   The total number of male high school seniors enrolled in schools within the RS/RSS area of operations.

      
(1)  High School/Community College Profile Sheets.

       
(2)  Can be verified through the board of education or direct liaison with the high schools.

   
e.   Qualified Male High School Seniors (QMHSSR).   Volume III equates this to the number of I-IV MHSSR; most RSs have modified this to include only I-IIIA MHSSR or I-IIIB MHSSR.   These numbers can be best estimated using institutional ASVAB test results; the percentage of students tested that score in the I-IIIA categories is applied to the entire high school senior population.   The accuracy of these figures, when applied across an entire RS/RSS, is dependent on the percentage of the student population tested in each high school.

4.   Recruiters.   The RS must first determine how many recruiters, 8411s and 8412s, it can plan on fielding in the RSSs.

a. The RS APR, assigned by district, should serve as the starting point.   APR is the RS 8411/8412 T/O minus the pool coordinator, one MEPS liaison per MEPS, and one OSOA per OSS.  

Example:

	8411 / 8412 T / O
	43

	Pool Specialist
	- 1

	MEPS Liaison
	- 1

	OSOA
	- 1

	APR
	40


b.
From this APR figure the RS must then subtract the additional RS billets that must be filled:

	APR
	40

	RI
	- 1

	ARI
	- 1

	OpsChief
	- 1

	8411 / 8412
	37


5.   NCOICs / RSS Manning.

    
a.   The number of recruiters assigned to an RSS and the decision to place the NCOIC on or off production will be effected by several variables:

      
(1) The number of capable NCOICs

       
(2) The geographics of an RS

      

(3) Span of Control vs NCOIC ability

        
(4) Developmental RSSs

        
(5) Production efficiency   

	PRODUCTION

RECRUITERS
	NCOICs

OFF-PROD
	APPROXIMATE

CONTRACT MSN
	NET

PRODUCTIVITY

	2
	
	5
	2.50

	3
	
	7
	2.33

	3
	
	8
	2.67

	4
	
	9
	2.25

	4
	1
	12
	2.40

	5
	1
	15
	2.50


b.   Traps to avoid

        
(1) One Man RSSs

(2) Super NCOICs

(3) Area Supervisors   

II.   REVIEW CURRENT STRUCTURE

1.   Synthesize all available data to determine if the current structure is working.   Automated mapping programs can be prove to be extremely beneficial in completing this analysis.   Similar to an IPB, (Intelligence Preparation of the Battlefield), the RS can graphically depict and overlay results/market on the RS AOR.   Following are a few of the items to consider:

    
a.   Market

b.   Historical production results

c.   Market share

d.   HS/CC Program results

2.   Consider the capabilities and experience of the NCOICs and recruiters assigned to each RSS.   

3.   Command Group Input

4.   NCOIC Input

III.   POSSIBLE MODIFICATIONS

1.   Increase or decrease the number of recruiters/NCOICs.

2.   Change Facilities

a.   Close RSSs/PCSs

b.   Open RSSs/PCSs

3.   Change RSS boundaries

a.   Avoid splitting county and HS boundaries if possible.

b.   Weigh impact on RSS stability

IV.   IMPLEMENTATION

1.   Brief District Commanding Officer

2.   Brief NCOICs

3.   Constraints

a.   Recruiter move policy

b.   Corps of Engineers

c.   ARMS

4.   RSS

a.   Transfer Assets

b.   Pool Turnover


c.   Review RSS structure

5.   Incremental/phased change 

6.   Analyze RSS structure

7.   RS Structure Book

CONDUCT RECRUITING SUBSTATION TRAINING

NCOIC 12

LEARNING OBJECTIVES:


a.  Terminal Learning Objective: With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, conduct recruiting substation training, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12).


b.  Enabling Learning Objectives:

 
 
(1) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for training, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12a).



(2) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing when to conduct  training, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12b).

 
  
(3) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the subjects required to be trained, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12c).



(4) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for the On-the-job-training (OJT) checklist, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12d).



(5) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to employ the OJT checklist, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12e).




(6) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the procedures for competition of the OJT checklist, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12f).



(7) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the contents of the OJT package, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12g).



(8) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for certification, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12h).



(9) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to conduct certification, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12i).



(10) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the procedures required upon certification, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12j).



(11) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for the 3, 6, 9 month evaluations, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12k).



(12) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the codes documented for the 3, 6, 9 month evaluations, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12l).



(13) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for the Proficiency And Review (PAR), in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12m).



(14) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for the NCOIC/Recruiter training files, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12n).



(15) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the sections of the NCOIC/Recruiter training files, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12o).



(16) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the procedures for maintaining the NCOIC/Recruiter training files, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.12p).

1.   Purpose for conducting training at the RSS Level:  Command Group members cannot visit RSS’s as often as they are needed.   Therefore, NCOIC’S must be able to provide competent, sustained, regular training to the recruiters in an effort to keep the recruiters proficiency up to the desired level.   Training should be specific, and measurable with a desired outcome.  Follow on training should be scheduled with the recruiters.

2.   When to conduct  RSS Level Training: Training at the RSS level should be conducted on a monthly basis.  Furthermore, training should be conducted whenever a recruiter has displayed an inability to perform the required tasks set forth in the ITS manual.  The NCOIC should always train to the needs of the recruiter.

3.   Subjects required to be taught by the NCOIC: 


a.  Sales Training and Coaching.


b.  Enlistment Criteria.


c.  Prospecting Techniques.


d.  Recruiting Programs.


e.  Preparation of Enlistment Packages and documents.

f.   Systematic Recruiting.

4.   Purpose of the OJT Checklist: It describes the minimum standards by which a recruiter must be able to perform to complete a specific task in accordance with the ITS manual.

5.   How to employ the OJT Checklist:

 
a.  Checklist used with the ITS manual.


b.  Evaluation worksheet (NCOIC completes).


c.  Evaluation Summary (Command Group Member completes).

6.   Procedures for completing the OJT Checklist:


a.  NCOIC uses the ITS manual with the checklist.

b.  Completion of checklist should be accomplished over a nine month cycle; NCOIC should not try to complete this in three months.

c.  Once the recruiter is certified, he and the NCOIC initial off and date the checklist.
7.   Contents of the OJT Package:


a.  Instructions for completing the OJT checklist.


b.  OJT checklist.


c.  Par evaluation worksheet.


d.  3-6-9 month evaluation worksheet.


e.  3-6-9 month evaluation summary.

8.   Purpose of Certification: 
To insure that the canvassing recruiter can perform the minimum required tasks as set forth in the Individual Training Standards Manual.

9.   How to conduct Recruiter Certification:


a.  Determine task to be taught or evaluated.


b.  Locate the task designator in the ITS manual.

c.  NCOIC and recruiter become familiar with the conditions under which the task will be evaluated, and the minimum performance standards by which the recruiter must perform.

d.  NCOIC provides an explanation of the training to be provided or the evaluation to be conducted to the recruiter.


e.  NCOIC OBSERVES the recruiter performing the task.

10.   Procedures required upon Certification:


a.  NCOIC dates and initials Certification block on the OJT checklist ( column 4 ).

b.  NCOIC explains to the recruiter that he has been certified to perform the task to the minimum standards set forth in the ITS manual.

c.  NCOIC will have the recruiter acknowledge the certification by initialing and dating the recruiter certification block (column 5) on the OJT checklist.

d.  NCOIC will repeat the above steps until the recruiter has been certified to perform all the required task.

11.   Purpose of the 3-6-9 Month Evaluations: To evaluate a recruiters ability to perform specific recruiting task.  The evaluation helps to determine a recruiters strengths and weaknesses.

12.   Codes used for documenting the 3-6-9 Month Evaluations:


a.  Y denotes the recruiter can perform the task to the established standards.


b.  N denotes the recruiter cannot perform the task to the established standards.


c.  NE denotes the recruiter was not evaluated in this area.

13.   Purpose of Proficiency and Review (PAR) Training: 


a.  To review and reinforce the training provided to recruiters at recruiters school.

b.  To evaluate new recruiters initial abilities, and to determine specific areas in which they will need additional training.

c.  To orient new recruiters to the RS headquarters, tour the MEPS and local SMCR units.
14.   Purpose of the NCOIC / Recruiter Training File: To document training, evaluations, and counseling provided to the individual recruiter.  The file will be kept for the duration of the Marines recruiting tour.

15.   Sections of the NCOIC / Recruiter File:


a.  Section one - Productivity Record.


b.  Section Two - Par Evaluation from Recruiter Instructor.


c.  Section Three - OJT checklist and instructions.  


d.  Section Four - 3-6-9 month Evaluation worksheet.


e.  Section Five - 3-6-9 month Evaluation Summary.


f.   Section Six - Training and Assistance Reports.


g.  Section Seven - Training provided by NCOIC.


h.  Section Eight - Individual counseling.   

16.   Procedures for Maintaining the NCOIC / Recruiter Training File:

a.  Section One - Documents the recruiters contracts written, pool discharges and MCRD discharges taken during the recruiters tour.

b.  Section Two - Contains the recruiters Par Evaluation from thr Recruiter Instructor.

c.  Section Three - OJT checklist is kept here.  NCOIC and recruiter will annotate the checklist as the training and certification takes place.

d.  Section Four - 3-6-9 month evaluation worksheet to be completed by the NCOIC at the appropriate times.  Original sent to the RI and a copy kept in the training file.

e.  Section Five - 3-6-9 month evaluation summary.  This form is completed by the Command Group based upon what the NCOIC and the command group member observes.  A copy is kept in recruiter training file while the original is kept at the RS.

f.  Section Six - T&A visit reports are maintained here.  Upon the completion of a comand group members visit, a copy of the report will be kept in the file for the duration of the recruiters tour.

g.  Section Seven - All training provided to the recruiter by the NCOIC will be

 maintained here.  The documentation should include, subjects taught, date and length of class.

h.  Section Eight - Any and all counseling conducted by the NCOIC to the recruiter will be documented in this section.

CONDUCT PSS COACHING
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LEARNING OBJECTIVES:


a.   Terminal Learning Objective: With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, conduct Professional Selling Skills (PSS) Coaching, in accordance with Learning International (8411.5.13)


b.   Enabling Learning Objectives:


  
(1) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing what is a work day dilemma, in accordance with Learning International (8411.5.13a)


   
(2) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how can sales results be improved, in accordance with Learning International (8411.5.13b).



(3) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for professional sales coaching, in accordance with Learning International (8411.5.13c)



(4) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the goal of collaborative approach to coaching, in accordance with Learning International (8411.5.13d)



(5) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing what are the main task of coaching, in accordance with Learning International (8411.5.13e)



(6) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing what is needed for coaching, in accordance with Learning International (8411.5.13f)



(7) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing what is shared when creating a developmental climate, in accordance with Learning International (8411.5.13g)



(8) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing what are the reasons why coaching is challenging, in accordance with Learning International (8411.5.13h)



(9) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to assess sales call competence, in accordance with Learning International (8411.5.13i)



(10) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, describe in writing the sales call performance competencies, in accordance with Learning International (8411.5.13j)



(11) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of observing sales calls, in accordance with Learning International (8411.5.13k)



(12) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the types of sales calls to observe, in accordance with Learning International (8411.5.13l)



(13) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for agreeing in advance for being on a call, in accordance with Learning International (8411.5.13m)



(14) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for not making too many joint calls, in accordance with Learning International (8411.5.13n)



(15) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the types of coaching calls, in accordance with Learning International (8411.5.13o)



(16) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the guidelines for observing sales people, in accordance with Learning International (8411.5.13p)



(17) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the procedures required after observing a sales call, in accordance with Learning International (8411.5.13q)



(18) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for effective coaching conversation, in accordance with Learning International (8411.5.13r)



(19) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing when to conduct a coaching conversation, in accordance with Learning International (8411.5.13s)



(20) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the structure of a coaching conversation, in accordance with Learning International 
(8411.5.13t)




(21) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to present your point of view, in accordance with Learning International 
(8411.5.13u)




(22) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to confirm a buy in on a diagnosis, in accordance with Learning International 
(8411.5.13v)




(23) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the steps for action planning, in accordance with Learning International 
(8411.5.13w)




(24) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the types of action plans, in accordance with Learning International 
(8411.5.13x)




(25) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for getting unstuck, in accordance with Learning International 
(8411.5.13y)




(26) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the alternatives for getting unstuck, in accordance with Learning International 
(8411.5.13z)




(27) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for using thought provoking questions, in accordance with Learning International 
(8411.5.13aa)




(28) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the advantages for asking speculative or comparative questions, in accordance with 
Learning International (8411.5.13bb)



(29) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for speculative probes, in accordance with Learning International 
(8411.5.13cc)




(30) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for comparative probes, in accordance with Learning International 
(8411.5.13dd)




(31) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the guidelines for getting unstuck, in accordance with Learning International 
(8411.5.13ee)




(32) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how coaching can be consistence , in accordance with Learning International 
(8411.5.13ff)




(33) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the steps to managing a coaching process, in accordance with Learning International 
(8411.5.13gg)




(34) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for coaching kick off, in accordance with Learning International 
(8411.5.13hh)




(35) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the procedures of developmental planning, in accordance with Learning International (8411.5.13ii)




(36) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the procedures for implementing the developmental action plan, in accordance with Learning International (8411.5.13jj)

The Professional Coaching Kit will be used as the outline.

EXECUTE MANAGEMENT SKILLS
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LEARNING OBJECTIVES:  

a.   Terminal Learning Objective: With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, execute management skills, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.14).


b.   Enabling Learning Objectives:



(1) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the objectives for leadership in management, in accordance with NAVMC 2767 and Volume I Guidebook for Recruiters MCO 1130.76 (8411.5.14a).



(2) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the indicators of leadership in management, in accordance with NAVMC 2767 and Volume I Guidebook for Recruiters MCO 1130.76 (8411.5.14b).



(3) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the definition of PESOS, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.14c).

   

(4) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the responsibilities of an NCOIC, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.14d).



(5) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the six management actions of an NCOIC, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.14e).



(6) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the 3 objectives of an NCOIC, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.14f).



(7) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for managing the five systematic recruiting programs, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.14g).



(8) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose for briefing/debriefing recruiters, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.14h).



(9) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing the purpose of supervising the contact-to-contract chain, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.14i).



(10) With the aid of references, given an assignment of duties as a Non Commissioned Officer In Charge (NCOIC) at a Recruiting Substation, identify in writing how to improve the contact-to-contract chain, in accordance with Guidebook for Recruiters, Volume I Guidebook for Recruiting Station Operations, Volume III, MCO 1130.76 (8411.5.14j).

1.   The purpose for leadership in management is to provide direction and communication for the individual recruiter.   This requires the following from the NCOIC:


a.  Achieve consistent quality results;


b.  Be responsible;


c.  Maintain Systematic Recruiting at all levels;


d.  Require that recruiters utilize all the tools available to accomplish the mission;


e.  Train recruiters to standards established;


f.   Maintain motivation;


g.  Accomplish the mission;


h.  Provide for the welfare of your Marines.
2.   The indicators of leadership in management require the following:


a.  Maintain Morale;


b.  Maintain Discipline;


c.  Maintain Esprit De Corps;


d.  Maintain Proficiency; 


e.  Maintain Motivation.

3.   The NCOIC must have a very positive commitment to his recruiters and the acronym “PESOS” summarizes it.


a.  PREPARE - prepare recruiters by training and guiding them.


b.  EXPLAIN - clearly explain expectations.


c.  SHOW - show recruiters how to do it.


d.  OBSERVE - observe recruiters doing their job.


e.  SUPERVISE - continually supervise.

4.   The NCOIC is responsible for the following:

a.  Ensuring that recruiters use systematic recruiting and it’s components at all times;


b.  Maintain motivation and directing recruiters to accomplish the mission; 


c.   Training recruiters to improve their performance and correct any deficiencies;

d.   Assisting recruiters in the development of sound, consistent and productive plans;


e.   To ensure recruiters follow there plans and objectives.;

f.    Setting the standard for the RSS in terms of appearance, integrity, punctuality, physical fitness, office cleanliness, vehicle maintenance and leadership.

5.   The following management actions are required:


a.  Establish NCOIC and recruiter objectives;

b.  Develop sound plans and schedules based on the mission and activity objectives;

c.  Monitor activities on a daily and weekly basis to ensure the RSS is meeting objectives and accomplishing the Mission;


d.  Analyze the results of activities;


e.  Adjust plans as appropriate;


f.   Make sure the mission in understood and all efforts are focused towards it.

6.   The 3 Objectives of an NCOIC .  The following management objectives are required:


a.  Maximize prospecting


b.  
Improve selling Skills;


c.  Monitor the contact-to-contract chain;

7.   The purpose for managing the five systematic recruiting programs:

a.  High School/Community College Program:  Schools are the best market for quality enlistment's.   The more interest and effort devoted to planning at the outset of the school year; the more effective prospecting will be.   

b.  Pool Program:  The Delayed Entry Program (DEP) or Pool of Marines awaiting to go to recruit training is a limitless source of prospects or referrals.   By managing this program closely will increase productivity and motivation.

c.   Command Recruiting Program:  This program is also limitless source of prospects or referrals and can increase productivity.   By managing, planning and supervision the program can provide positive proof sources to the community.

d.   PPC Program:  Timeliness is a critical ingredient with this program and an NCOIC must maintain a strict control over PPC’s to ensure that priority prospects are contacted and work.   This program provides leads that want to be Marines and in most cases the first to contact is likely the first to contract.

e.   Reenlistment Card (RC) Program.   When active, the RC Program has the same effect and management requirements as the PPC and again must have strict control.

8.   The purpose for a daily brief is to provide guidance and direction to the recruiters.   However, it should never interfere with the recruiters ability to prospect.   

Note:  There are 2 phases in conducting a daily brief:

a.  The 1st phase is a dialog between NCOIC and the group of recruiters.   This is when you pass pertinent information that applies to the RSS.   It is also an opportune time to give the state of the RSS address.

b.  The 2nd phase is a one on one brief between you and your recruiters.   This should be done privately.   The brief lays out the NCOIC’s expectations and allows you to assign specific tasks for the individual recruiter.   Certain requirements must be accomplished:




(1) All recruiters must be briefed.

(2) All recruiters must have a tailored plan of supervision based on known abilities to achieve desired results.




(3) It must be conducted as a team effort.

(4) Each recruiter must specifically know what you want and the type of results you are expecting.
Note: The items necessary to conduct the brief are as follows:



(1)  Working and Command Recruiting files;



(2)  Schedule and results book;
Note:  Each of the daily seven must be addressed;



(1)  Telephone calls.



(2)  Area canvassing.



(3)  Home visits.



(4)  High School/Community College Program.



(5)  PPC/RC Program.



(6)  Pool Program.



(7)  Command Recruiting Program.
9.   The purpose of supervising the contact-to-contract chain is to ensure that New Working Applicants (NWA’s) are being monitored, processed and analyzed on a daily basis.   The NCOIC must::


a.  Screen applicants before declaring or reporting them to the RS;

b.  Ensure that applicants fully understand that they are testing, going to MEPS for the purpose of taking a physical and enlisting into the Marine Corps;


c.  Ensure that applicants are sold and committed to being a Marine;

d.  Review all enlistment packages for accuracy, completeness, and that no documentation is missing;

e.  Ensure that the applicant is qualified and assigned the correct program for enlistment.

10.   To improve the contact-to-contract chain NCOIC’s must analyze, monitor, supervise, and train in every aspect of the recruiters daily business, such as:


a.  Sales Ratio

b.  Closing Ratio 

c.  Processing RatiO
Note:  This can pinpoint a breakdown and detect good or bad trends in the chain.
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