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Taking Care of Our Own
Marines,

One of the most honored hallmarks of our Corps is the tradition that “Marines take care of our own.”  More than just words, this tradition reflects our unique esprit and defines the attitudes and actions, which demonstrate our concern for each other.  Taking care of our own is something we do both as a Corps and as individual Marines.  As we fulfill our responsibilities and commitments to the nation, every Marine must have complete confidence that their chain of command, and the Marines around them care about them and will look out for them in peacetime just as they would in war.  This is not just ensuring that they get hot chow on the objective, that their pay is correct or that their SRB is updated, but also by providing the personal concern and advice that cannot be found in a regulation or field manual.  All Marines must have the certain knowledge that they can count on each other for support, encouragement, and assistance – that if he or she has a problem, fellow Marines will do everything within their power to help, and will continue to help, until that problems is corrected.

Our concern for each other goes beyond just making sure we show up for work.  It means giving a damn  – it means caring.  We must show the same commitment to take care of our own that we have to mission accomplishment – in going the extra mile and making the extra effort.  Just as we are prepared to fight in any clime and place, Marines must be prepared to help a fellow Marine anytime and anywhere – on and off duty – on and off the base.  The Marine Corps is a family and we take care of our own just as a family does.  This demands that we all show a genuine concern for every aspect of a Marine’s life.

Every Marine counts.  No matter how skilled or experienced, every Marine is part of the team, with an important role to play.  In a formation of Marines there are no strangers.  There may be some who have never met, but because they wear the uniform of United States Marines they should KNOW they have people they can count on.

Our motto, “Semper Fidelis,” embodies the creeds we live by as Marines: loyalty to our Nation, loyalty to our Corps and our leadership, and loyalty to each other as Marines.  “Taking care of our own,” is not just a saying, it is a way of life which every Marine must adopt as their own and continuously practice.  The true strength of the Marine Corps has never been a matter of numbers or equipment.  For over 220 years, the strength of our Corps has been that bond of trust between Marines whose lives depend on each other.  There is no more important task for any Marine than living up to this sacred trust.

Semper Fidelis,

C. C. KRULAK

General, U. S. Marine Corps, Retired

(Leatherneck Magazine, December 1995)

I. Introduction









A. What is the Problem?
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Drinking has been associated with the Marine Corps from the time the Corps was founded at Tun Tavern in 1775.  From the earliest days of the Corps, alcohol has been a part of many traditions and celebrations, such as wetting down parties and the Marine Corps Ball.  Alcohol is sold on every base, and is available at package stores and clubs.  Profits from alcohol sales help to fund other activities, such as intramural sports, entertainment at the clubs, and equipment acquisitions (including weights and machines for gyms).


Most enlisted and commissioned personnel consume alcohol (76.3% according to the 2002 Department of Defense World Wide Survey), and the majority of those Marines do not go on to develop significant problems with drinking.


While most junior enlisted personnel consume alcohol, not all of those who drink experience negative consequences commonly seen on and around military bases (e.g. impaired work performance, violent behaviors, risky sexual practices).  Furthermore, not all young Marines who drink heavily during their years of service go on to develop alcohol dependence in adulthood.  Most of them pass safely through this period of risk without experiencing significant alcohol-related problems.  In fact, as most of them grow older, they tend to drink less and have fewer alcohol related problems.  Much like their peers in America’s colleges, the problem drinker is the young man or woman who drinks heavily (or binges) at great risk to themselves and others.  The problem is not alcoholism.  Only a minority of Marines who drink heavily during their years of service go on to develop alcohol dependence in later life.


However, as the table below illustrates, the Marines who are most at risk for problems due to moderate to heavy drinking are very young.

[image: image3.wmf]
We think of the years of a first enlistment as a “window of risk” through which most Marines pass.  Yet heavy drinking can negatively impact the readiness and competence of fighting troops.


This program was developed to help Marines get through this window of risk.  The overall goal of the Corps is to reduce the rates of death, injury and impaired performance associated with the misuse of alcohol.  To do this, groups of active duty men and women Marines from all ranks and MOS’s provided information and guidance in the development of BASIC Training.

B. The Extent and Nature of the Problem

1. Trends and Comparisons 



Beginning in 1980, the Department of Defense started to conduct periodic surveys on health-related behaviors of active duty personnel from all the service branches.  These surveys, known as DoD Worldwide Surveys, are used to track trends in alcohol use, tobacco use and other health-related risk behaviors.  The following table reveals trends in heavy alcohol use by branch of service.

Prevalence Rates of Heavy Drinking
	
	Year of Survey

	Service
	1985
	1988
	1992
	1995
	1998
	2002

	Army
	26.7
	23.2
	23.0
	21.2
	21.7
	22.2

	Navy
	27.3
	16.3
	16.6
	23.9
	18.2
	20.9

	Marine Corps
	32.5
	30.7
	30.4
	33.5
	26.9
	30.8

	Air Force
	17.5
	16.1
	12.9
	12.0
	14.7
	13.3



As you can see from the above table, in the 1990's, heavy alcohol use has consistently been reported as much higher for the Marine Corps than for any other branch of service, ranging from a high of 33.5% in 1995 to 30.8% in 2002.
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Heavy alcohol use is defined as the consumption of 5 or more drinks at one sitting at least once per week.  While this may not seem like a lot, there are significant health related consequences for drinking at this level.  And in a 1997 survey performed in Okinawa with three UDP battalions, a further breakdown of the reported levels of alcohol consumed by Marines categorized as heavy drinkers was truly alarming:


The argument has been made that young Marines don’t drink any more than their civilian counterparts – that their drinking behavior is a reflection of young adults in general.  A standardized comparison between civilians and military personnel between the ages of 18 and 25 was conducted, and as the table below reveals, the prevalence for heavy drinking by Marines is more than double that of their civilian counterparts.

Comparisons of the Prevalence of Heavy Drinking

Among Military Personnel and Civilians Age 18-25
	
	Comparison Population

	Gender/Group
	Civilian
	Army
	Navy
	Marine Corps
	Air Force

	Males
	12.8
	20.3
	16.0
	30.0
	13.5

	Females
	3.8
	5.3
	6.5
	9.9
	3.6

	Total
	11.2
	17.8
	14.1
	27.8
	11.4



However, it is important to note that on college campuses, the rate of binge drinking is about the same as for Marines, with the same disastrous consequences of deaths from alcohol poisoning and accidents (Harvard School of Public Health, College Alcohol Survey, 1999).

2.
Impact on Performance


Marines take justifiable pride in the fact that they “get the job done.”  No matter how difficult the mission, or impossible the odds, Marines historically come through.  They are trained to overcome obstacles, starting from the very first day of boot camp. They are taught to take pride in the challenges thrown against them, knowing that they represent the elite of the armed forces.  It can’t be denied that they are instilled with confidence and the belief that there isn’t anything that they can’t do.


However, it might surprise you to learn how much of an impact drinking has on the overall readiness of the Corps.  In the 2002 DoD Worldwide Survey, 23.3% of E1-E3's reported that they had experienced “serious consequences” due to heavy drinking during the 12 months period prior to the survey.  Additionally, 31.3% of them further reported a loss of productivity during that same period of time.  


Just how big an impact does alcohol have on overall readiness? Looking at results from the DoD Worldwide Survey (1995) and the Okinawa Survey (1997), it becomes very clear that alcohol use is having a major impact on force readiness.

Drinking-related Incidents Affecting Work

Okinawa and DoD Worldwide Survey Results


Another impact that alcohol has on Marines has to do with legal problems.  As General Krulak pointed out in ALMAR 106/98, 

“Daily we receive messages reporting incidents of irresponsible behavior by a very small percentage of our Marines.  Alcohol abuse is almost always a common denominator.  For the most part, these incidents occur during non-working hours, on base, and in or near our BEQs.”   


The General’s personal observations are borne out by numbers reported in both the Okinawa and DoD Surveys.  Approximately 1 in 12 Marines deployed to Okinawa reported that they had their performance rating reduced due to problems that developed while drinking, while an additional 1 in 16 received some form of UCMJ punishment.

Drinking-related Consequences

Okinawa and DoD Survey Results



It is important to note that these survey results were collected anonymously, and according to remarks from junior enlisted personnel, probably under-represent the actual incidence rates of both consequences and alcohol consumption.


Given the significant problems that are related to heavy drinking that affects Marines, especially young Marines, it is clear that they are not receiving sufficient skills training, mentoring and guidance on their choices regarding how they use alcohol.

C. What Is BASIC Training?


Battalion Alcohol Skills Intervention Curriculum (BASIC) Training has been designed to increase the skills of young Marines who drink.  This training is designed to build skills and provide information about alcohol use and to challenge assumptions that are commonly held about alcohol effects.  It is NOT an attempt to stop Marines from drinking responsibly or from enjoying themselves after a hard day in the field.  The program is designed to reduce risks associated with alcohol use, and does not require or even suggest abstinence.  Nevertheless, abstinence is the best form of risk reduction, and Marines who choose to abstain from alcohol should be respected and supported in their decision not to drink.


The overriding mission of BASIC Training is to help Marines evaluate and think differently about their own drinking.  We don’t expect that all who participate in this training will make changes in their drinking choices or behaviors.  However, if junior Marines begin to think differently about alcohol, and question their own and others’ beliefs and actions, they will be more likely to change in the future.



In order to achieve this mission, unit and squad leaders are being trained to work with their younger Marines, with the full and active support of senior leadership. BASIC Training requires the coordinated efforts of all Marines, from Privates to Generals. While the decision-making processes and behaviors of junior Marines are the focus of the training, you have a critical role in the implementation of this program.  Your efforts can either undermine or insure success for the NCOs who will be training and providing guidance to their young charges.  This is in line with General Krulak’s plan to empower NCOs and junior officers:

“We are restoring the noncommissioned officer to his rightful place in the Corps, and he – or she – will be our baseline for Transformation.  They will be supported by the staff NCOs and the junior officers.”

The unit and squad leaders will be the trainers for the junior Marines, and will have the most immediate impact on their Marines.  However, it will be their continuing efforts to provide guidance, and to lead by example, that will have the greatest long-term influence on young Marines.  But they can’t do this on their own.  The BASIC Training program also requires active support, participation, and examples by senior leadership to support the NCOs and junior enlisted personnel in their efforts.  The coordinated efforts of BASIC Training are as follows:

1. Junior Marines


BASIC Training is designed to help young Marines assess and question their own drinking habits, decisions and beliefs.  Many, if not most, of Marines’ beliefs about alcohol are false.  Also this training provides suggestions for reducing the risk of harm and death associated with drinking for those who choose to drink.  BASIC Training uses a guided discussion format with exercises, taught by unit and squad leaders who understand the world of the young Marine.


Information alone does not necessarily change behavior. The goal of BASIC Training is to go beyond just educating young Marines about alcohol-related facts, by stimulating interest in their own drinking choices, patterns, and beliefs.  In doing so, Marines can generate their own solutions, and minimize harm through preventive action, reduced consumption, or abstinence.

2.
Role of the Squad/Unit Leader

BASIC Training is best taught by someone who is in a role of leadership but still understands the world of the junior Marine.  Corporals and Sergeants, obviously, have leadership positions with their squads, and have established counseling and guiding relationships.  Corporals and Sergeants are also familiar with conducting guided discussions and intensive training. BASIC Training will carry much more weight and be more effective if junior Marines participate in a discussion and feel that their leader understands their world and how alcohol use fits into it.

3.
Support from Senior Leadership


While Corporals and Sergeants are working directly with young Marines at the Squad or Unit level, it is essential that they receive the support of their staff NCOs and officers of the Corps.  In order to insure that they get that support, senior enlisted personnel along with all officers are briefed on the BASIC Training program.  The role of the staff NCOs and officers is to actively support the efforts of the unit and squad leaders in their work with young Marines, and to back up their decisions when it comes to intervening with Marines who are in need of guidance or direction.  Furthermore, staffs NCOs and officers have to set the tone on heavy alcohol use through strict adherence to Marine Corps policies and by personal example.

II.
Components of BASIC Training
A. BASIC Training Overview 


The BASIC Training program is designed to be taught by unit and squad leaders, who will conduct two training sessions over a two-week period with Marines from their units.  It is absolutely critical that they receive support from senior leadership to hold the training sessions during the workday.  Failure to provide the NCOs with time in the training schedule will almost certainly lead to questions about the priority of this program, and the level of support from above.  As already noted, discussions about alcohol use, attitudes, and a personal decision about drinking is the primary technique used to get Marines thinking about their choices.  The squad or section leader typically raises an issue and seeks input and comments from the unit.  New information is presented and then discussed.  It is not possible to cover all of the BASIC Training in one sitting, so it is important to make time available for Marines to reflect on the materials and discuss it again after a week or so.


SESSION ONE:
Part 1, Orientation, engages Marines in an informal discussion about their experiences with alcohol. This sets a nonjudgmental tone and facilitates future discussions on alcohol use and beliefs.  

Part 2, Review of Basic Information, is used to provide a structured overview of individual alcohol consumption compared to national and military drinking norms. In addition, participants review such information as the definition of a “standard drink” and information about the way that alcohol is absorbed, processed, and eliminated from the body.  They also learn how Blood Alcohol Levels (BAL) and tolerance are defined.  This background information will be covered quickly if it is essentially a review, but experience in the field has demonstrated that although many Marines “say” they already know this material, most are not informed on some issues.  Marines will also use the drunk-simulation goggles to simulate a BAL of 0.20 while performing simple and complex motor tasks.
Part 3, The Up and Down Effects of Alcohol, Marines learn about the “point of diminishing returns” and debunk the myth that “more alcohol is better.”  They will learn that alcohol is a depressant, and that consuming greater quantities of alcohol eventually leads to more and more negative physical and emotional feelings.  Marines will also recognize that more positive than negative effects are usually experienced up to a BAL of about .05, or after consuming about three drinks in an hour or so. 

Part 4, Monetary Cost of Drinking Exercise, is an important exercise that has been developed to help Marines become more aware about how much they spend on alcohol.  This exercise will also enable Marines to develop a greater sense of awareness as to their general drinking behaviors, and to get a sense of the amount of money and time they are investing in drinking behaviors.

SESSION TWO:
Part 5, Feedback from Monetary Cost Exercise, begins the second unit discussion a few days later and is very informal. Marines review the main concepts covered in prior sessions by thinking about their own drinking patterns from the previous week, calculating the peak BAL, and relating self-tracking to the Up-and-Down effect.  They will also generate an estimated “alcohol budget” for six months to reveal the financial costs associated with different levels of drinking.

Part 6, Looking at Expectancies of the Effects of Alcohol.  Having refreshed the relevant material, the unit moves on to expectancies.  This part of BASIC Training is crucial because it challenges Marines’ beliefs about alcohol.  Marines will discuss the role that expectancies play in either increasing or decreasing their experiences while drinking.  They will also get a chance to watch one or two videos that present situations and testimonials from other Marines. 

Part 7, Risk Reduction Tips, suggests essential skills to reduce risks from drinking.  Here, the squad or section leaders point out safe drinking guidelines and provide specific tips to reduce risks associated with alcohol and sexually transmitted diseases (STDs), and tips for avoiding drinking and driving.  

Part 8, Goals and Wrapping It Up, is solely geared toward answering questions, providing more feedback, and summarizing the learned material in a practical  way.


The final component of BASIC Training is directed toward the ongoing efforts of the squad and unit leaders to reinforce what was presented in the BASIC Training program.  Unit and squad leaders are encouraged to take an active role in sustaining the efforts of their squad members to make responsible choices and seek out alternative activities.  Just as important for the long-term success of the program will be the leadership role of the NCOs.  They will need to set a positive example for their junior Marines, and take an active role in working within the unit to encourage responsible behaviors.

III.
The Role of Senior Leaders

General Krulak, in the Navy Times, revealed a plan to empower NCOs and junior officers.  He recognized that “the commander gives the climate that allows NCOs and the junior officer the room to operate and the freedom to fail.”  In order to have any type of impact on heavy drinking in the Corps, it will be absolutely imperative for the senior leaders to back up the efforts of the NCOs and company commanders, and to set the example for them when it comes to making responsible and well-reasoned choices around alcohol.  Without the active and vocal support and guidance of senior leaders, NCOs and junior officers will in all likelihood maintain the status quo.

A.
Setting the Tone and Leading by Example

In field trials for the program, junior Marines routinely commented about staff NCOs and officers who would get drunk, and how these Marines didn’t seem to care or be bothered by drinking too much.  Other Marines talked about the outrageous bar stories they heard from more experienced Marines, and how they felt a need to “out-do” them and “achieve” stories of their own.  


Therefore, you, personally, have an impact on the attitudes and actions of your Marines.  You take seriously the need to teach them to be able to be observant in combat situations – what would lead you to believe that those rigorously trained skills of observation are left in the field?  Today’s Marines are bright, motivated and looking for guidance. It is up to you to set the tone.  To challenge them to act responsibly, keep them motivated and provide strong leadership.


Since most of the problems that Marines get into involve alcohol, it is important not to glamorize it’s use, or to use it as a reward.  There are strong cultural pressures to make “drunkenness” a central in celebrations – but it doesn’t have to be.  The achievement should hold center stage - whether for work performance, successful deployments or floats.  It should not be used as an excuse to get drunk.

B. Supporting the Efforts of the NCOs


It is essential that you find a way to actively support the efforts of your NCOs to address the issue of heavy and irresponsible drinking.  As mentioned earlier, the Commandant of the Marine Corps had already made it clear that he wanted to “restore the noncommissioned officer to his rightful position in the Corps.”  This is welcome news to the NCOs who were a part of the effort to develop the BASIC Training program, but they voiced concerns that their company and battalion commanders wouldn’t support them.


You can demonstrate your trust in your NCOs through action and word.  General Krulak certainly understands the necessity to empower NCOs to act as leaders for their units and squads, whether during peace or in a wartime footing.  So, staff NCOs have to take on a leadership role for those corporals and sergeants.

“The Corporal will be leading the patrol.  It is not the lieutenant.  It is not the staff NCO.  The staff sergeant will be out there if the platoon goes out.  We’ve got to get the staff NCO back into the realization, ‘Peace or war, I am the leader. I am responsible and accountable for everything the squad or fire team does or fails to do.”

C. Be a Concerned Presence


It is not enough to “talk the talk.” In your capacity as a leader, you must be able to “walk the walk.”  This means exercising and demonstrating leadership qualities.  Being a concerned, interested and involved leader.  Not intrusively, but not invisible after hours or on weekends either.  Your presence in the barracks is just as important as your presence on the field.  The men and women Marines that fall under your command need to see you, know that your interest in them is both professional and personal.  As you already know, being a leader entails more work, not less - an imposition of higher standards, not a relaxation of them.


A great deal of heavy drinking occurs in the barracks, especially in Okinawa and other isolated duty stations.  It is imperative that you follow the directives of General Krulak in regards to going to the barracks to see how your Marines are doing, how they are living.  This is an extension of concerned leadership – caring for your Marines and being more of a presence where it counts.

“You, the leaders of our Marines, are responsible for the sustainment of not only war fighting skills, but also the personal and professional growth of Marines.  Responsibility for making Marines and fostering their growth is a round-the-clock effort that encompasses both on- and off-duty life.  Officers and staff NCOs are going in there (the barracks) on the weekends, checking on their Marines, making sure the rooms are squared away or the NCOs got the authority.”


Finally, your presence in the barracks, at unit parties, and visibly supporting your NCOs will send a clear message to the Marines who look to you for guidance and direction.  That you are going to adhere to and support the policies set by your commander or commandant.  As has been pointed out throughout military history, the breakdown of command occurs gradually, like rust eating away at metal.  If you can’t adhere to the standards set by Command, then how can you expect that your Marines will act any differently?  It is up to you to enforce the rules and regulations regarding underage drinking.  It is up to you to set the standards for your men and women when it comes to drinking responsibly, and to expect nothing less from them as well.  Your Commandant also expects this of his Marines:

“A small number of Marines have the mistaken impression that they can assume different standards when they remove the uniform at the end of the working day.  They are wrong!  Discipline, values and dedication to the Corps never ends.”

It isn’t easy to forget that being a Marine is a 24/7 commitment -- one has to work at it.

IV.
Discussion and Leadership Exercise

“What are you prepared to do?”


Materials:
paper, pens or pencils
STEP-BY-STEP

A.
Supporting the Efforts of the NCOs

As a group, come up with concrete examples of ways to support the NCOs who are participating in the BASIC Training program.  Be sure to write all suggestions down and share these with all discussants.  Try to identify any resistance or barriers to supporting your NCOs and problem solve to get around or over them.  Develop strategies to show your support for responsible drinking, as well as for adhering to Marine Corps policies regarding drinking in general.  Another key component of support is providing your NCOs with the time necessary to present the BASIC Training program in its entirety to their Marines.  This requires adjusting training schedules to insure that time is allotted for this effort.  Failure to provide the time sends a very clear message about where the program fits in terms of mission priorities. 


B.
Measuring Progress

Once you have developed strategies for supporting the NCOs, develop measurable goals that will help you determine how much progress you are making.  Goals could include reduction of alcohol related incidents, reduction of injuries, better overall performance in specific and measurable areas, participation in community or self-improvement activities, etc.  Remember that responsible drinking is fully acceptable, heavy drinking is not.  Responsible drinking can occur and be a goal in and of itself, possibly measured by visits to barracks late on Friday and Saturday nights to see how your Marines are doing.


C.
Development of Ongoing Efforts


As mentioned before, encouraging responsible drinking is a long-term process, and requires frequent periodic assessments to see how you and your units are doing.  Plan to visit the barracks on a regular basis to see how things are progressing.  Track the number of activities, achievements, and the efforts of your NCOs to guide and direct your Marines in positive directions.  Reward responsible behavior when it comes to drinking.  Be aware of problems or increases in injuries or alcohol related incidents.  Only by maintaining awareness can you begin to effect a more permanent change in the way Marines make decisions about alcohol.  Just as you continue to train your men in the basics of combat, it is important to do the same with the BASICs here as well.
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ALCOHOL USE AMONG MARINES


AGED 17-19 YEARS (Okinawa, 1997)





	Abstainer				        18.2%


Infrequent/Light			          0.0%


	Moderate				          9.1%


Moderate/Heavy			        27.3%


	Heavy				    	        45.4%





Okinawa Survey, 1997





HEAVY ALCOHOL USE


OKINAWA SURVEY, 1997





Heavy Alcohol Use Levels





	5-8 Drinks					14.0%


	9-17 Drinks					26.0%


18 or More Drinks				  8.5%





  Since arriving	During	 


   In Okinawa		past 12               


months





Work performance reduced 	           15.3%		    31.1%		 


due to drinking





Drunk at work			           10.2%		    17.9%		 





Late for work due to drinking	             8.0%		    13.4%		 





During off-duty, called in and	             7.3%		    11.2%		 


reported to work drunk


Includes all ranks





Since arriving		During	   	DoD Survey


	  In Okinawa		past 12            	past 12 months


months





Non-domestic violence (fighting)		8.1%		    19.1%		13.4%


due to drinking





Performance rating reduced		4.0%		    8.4%		  	3.4%


due to drinking








UCMJ punishment due to 		 2.3%		    6.2%			2.7%


drinking





Time in jail or brig due to drinking	 1.7%		    4.5%		 	2.4%                      


	


 	  Includes all ranks





“On Alcohol, Off Target Videotape”





The unit and squad leaders to provide examples of attitudes, behaviors and consequences associated with heavy alcohol use will use this videotape.  It is meant to both inform and entertain young Marines, and to stimulate thinking about decisions about drinking.  The following teaching points are made throughout the video:





�



Marines can drink less


Get Marines thinking about making the most of the deployment


Show career impact on Marines


Portray small/individual group alternatives to heavy drinking


Dramatically show negative consequences of heavy drinking


Establish expectation that Marines genuinely care about, and will look out for, their fellow Marines





 Goals:





Develop and set clearly identified objectives for supporting efforts of the NCOs to encourage responsible drinking


Establish how you will measure progress


•	In order to make this an ongoing effort, develop future milestones and routines for checking on your unit’s progress 
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