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How We Got Here and Where We Are Going:
a Doctrinal Approach to the
Health of the Force

by CPT Keith Eisenberger,
CPT J.P. Steadman and
CPT Nick Knepp

The Army’s health of the force (HoF)
has been in a steady decline since com-
bat operations in Afghanistan began
about 12 years ago. In the past nine
years, suicide and divorce rates have
risen at an alarming rate. In addition to
this, drug and alcohol, financial and le-
gal issues continue to plague the mili-
tary. Recent Department of Defense
initiatives have had a slight impact to
reduce these trends, but even as de-
ployments decrease in Afghanistan,
crises and catastrophic events will con-
tinue to increase unless leaders find a
way to be proactive and identify issues
before they escalate further.

The bottom line is that leaders must
reconnect with their Soldiers and real-
ly know them to apply risk mitigation
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to the individual Soldier and family. Us-
ing a doctrinal mission-essential task
list (METL) development approach, the
troop commanders of 4" Squadron, 3™
Cavalry Regiment created a HoF METL
that outlines battle tasks to the indi-
vidual level and sustains an enduring
operation that enables a better under-
standing of our Soldiers.

Background

Vice Chief of Staff of the Army (VCSA)
GEN Peter W. Chiarelli conducted tours
of six installations in 2010 with the
purpose of looking at how the force
was dealing with the increase in sui-
cides. He determined the Army was
out of balance concerning health pro-
motion, risk reduction and suicide pre-
vention programs and services. What
he and his staff witnessed firsthand
was that there were “real indicators of
stress on the force, and an increasing

Financial

Government credit card
Army Emergency Relief Loans

Platoon leader/platoon SGT
(Safety net)

Counseling packet
Monthly performance counseling

ERB Profiles
Section leader \V€apons Known meds
PT card (First-line defender) €ard Health
(last APFT) MOS-Q/ prof card MEB

POWs Schools Flags

Copy of driver’s license

Alcohol incidents
Self-development/education

Family/relationships

Financial obligations

Current loans

Bar to re-enlistment

Recent family/close friend deaths

Comms with parents

propensity for Soldiers to engage in
high-risk behavior.”?

Chiarelli realized that leaders could not
target suicide prevention alone and
that the Army must look at other fac-
tors to be successful. To reduce these
problems, the Army needed a holistic
and multi-disciplinary approach to ad-
dress each issue. Also, leaders at every
level must practice an engaged leader-
ship style. The Army Health Promotion
Risk Reduction Suicide Prevention Re-
port (Red Book) confirmed the need
“for a coordinated effort across the
Army to promote good order, discipline
and health of the force.”

GEN Lloyd J. Austin Ill, the current
VCSA, recently said: “Leaders across
our Army recognize that the health of
our Soldiers, Army civilians and family
members is a top priority. We remain
committed to doing what is needed to
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Figure 1. Internal and external mechanisms that leaders at platoon level have at their disposal. (from 3 Cavalry Regiment’s Mounted

Rifleman Counseling Guide)
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care for our most precious asset — our
people — thereby ensuring a healthy
and resilient force for the future.”?

More than a decade at war, resulting
in a high operational tempo, meant we
had less time to dedicate to HoF. This
has led to knowledge gaps in our sys-
tems concerning how we identify, en-
gage and mitigate high-risk Soldiers.
There are many reasons why know-
ledge gaps have formed. For example,
there has been a breakdown at military
schools on negotiating the art of lead-
ership in garrison. Policies, processes
and programs have not kept pace with
the expanding needs of our strained
Army. This has led to a population of
high-risk Soldiers who erode Army val-
ues and unit readiness.?

Also, Soldiers and families are feeling
the stress of a decade at war and
multiple deployments. According to
the Army Red Book, “The cumulative
effect of transitions borne of
institutional requirements
(professional military education,
permanent-change-of-station moves,
promotions), coupled with family
expectations / obligations (marriage,
childbirth, aging parents) and
compounded by deployments is, on
one hand, building a resilient force
while on the other, pushing some
units, Soldiers and families to the
brink.”*

It is readily apparent that leaders at all
levels are not engaging Soldiers to the
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Parents
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level that would adequately identify
associated risk. Also, we are not lever-
aging the multitude of available estab-
lished resources required to build a ho-
listic picture of the Soldier. As a result,
leaders are uninformed or do not un-
derstand the connectivity and the risks
of crises and frictions. Leaders must be
aware of all these aspects of their Sol-
dier’s lives to know them better. En-
trusted in our care are our nation’s
sons and daughters. Despite our op-
tempo, we must not neglect this mon-
umental responsibility.

Commanders in our squadron used a
tool called “connecting the dots” to
know our Soldiers. The “connecting the
dots” tool was created by the 3 Cav-
alry Regimental staff as part of the reg-
iment’s ongoing HoF campaign and as
a part of the regiment’s Mounted Ri-
fleman Counseling Guide. Depicted in
the figures are the “connecting the
dots” tools that Longknife Squadron
used. Figure 1 depicts the internal and
external mechanisms leaders at the
platoon level have at their disposal.
Likewise, Figure 2 portrays the tools a
commander and first sergeant can use.

Recent trends in our regiment resulted
in our regimental commander issuing
a HoF, resiliency and leader-develop-
ment training period so we could as-
sess trends and issues with our Sol-
diers. We found out we did not “know”
our Soldiers. There is only so much
that monthly counseling can do to help
leaders understand their Soldiers,
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especially if done on the margins and
when commanders to not emphasize
or dedicate the appropriate time. Un-
less you comprehensively immerse
yourself in your Soldier’s life, you will
never fully know your subordinates.

You have to learn to ask the tough, un-
comfortable questions that get to the
root of the friction. Through the HoF
campaign, our squadron assessed nine
more high-risk Soldiers. This was a re-
sult of us connecting the right dots.
Our Soldiers realized we now had a
stake in the HoF campaign and in our
Soldiers, which fostered a climate con-
ducive to candidness, honesty and
trust between leaders and subordi-
nates. Soldiers were increasingly open
with leaders about their personal lives,
thus allowing a collective core of re-
sponsive and caring leaders to actin a
proactive manner and leverage appro-
priate agencies and resources to help
Soldiers and families in need. Without
these measures, we would not have
been able to identify that these addi-
tional Soldiers within our formation
were at high risk.

Thus, we were able to identify the
problem facing our junior leaders at
the company, platoon and squad level:
How do we assess HoF within our or-
ganization? No tool in the Army exists
that gives you ability to address this is-
sue. There are tools out there to aid
commanders in understanding our Sol-
diers (Gold Book, Red Book, etc.), but
there is currently nothing structured to
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Figure 2. Weapon systems the commander brings to the fight. (from 3™ Cavalry Regiment’s Mounted Rifleman Counseling Guide)
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3rd Cavalry Regiment METL
Conduct mission command
eExecute operations process
eIntegrate information-engagement
capabilities

Conduct offensive operations
eConduct movement-to-contact
eConduct attack

eConduct air assault

Conduct defensive

operations
eConduct area defense

Conduct security operations
eConduct security operations
eConduct area-security operations

Conduct stability operations
eProvide essential services
eCoordinate public order and safety

Employ fires
eProvide fire support

4/3 Cavalry Regiment METL
Conduct mission command
eConduct military decision-making process
eExecute operations process
eAssess tactical situations and operations

Conduct reconnaissance
eConduct zone reconnaissance
eConduct area reconnaissance
eConduct route reconnaissance

Conduct offensive operations
eConduct movement-to-contact
eConduct air-mobile operation

Conduct security operations
eConduct screen

eConduct convoy security

eConduct passage of lines

eCoordinate chemical, biological,
radiation, nuclear-operations support

Employ fires and effects
eCoordinate AGI

eEmploy mortars

eSynchronize CAS

Provide CSS

eResupply

eEvacuate casualties

eConduct assembly of area operations

KLM METL
eConduct troop screen
eConduct zone recon
eProtect force
eConduct dismounted recon /
surveillance
eConduct troop-area security/stability
operations

Figure 3. HoF METL linkage. (from HoF organizational brief 2013, 4% Squadron, 3™ Cavalry Regiment)

give direction and understanding of
where an organization stands in terms
of taking care of its Soldiers. The
squadron began to develop a METL de-
voted to HoF as a systematic approach
to better assess and identify gaps in
engaged leadership in our organiza-
tions.

METL development
All units have a METL that guides their
warfighting training strategy. The doc-
trinal-based METL all units must train
on is the core mission-essential task
list (CMETL). “A CMETL is a list of a
unit’s core-capability mission-essential
tasks and general mission-essential
tasks. Units train on CMETL tasks until
the unit commander and next higher
commander mutually decide to focus
on training for a directed mission,” ac-
cording to Army Doctrine Publication
(ADP) 7-0.5 Most units can review their
CMETL through the Combined Arms
Training Strategies (CATS) viewer on
the Army Training Network (ATN) Web-
site.

After reviewing their CMETL,
commanders choose which tasks they
are going to train, ensuring they are
nesting within the squadron CMETL.
METL development is the process of

deciding which of the available tasks
must be completed to accomplish the
overall mission. Figure 3 depicts our
regiment’s nested METL.

The three reconnaissance troops with-
in 4t Squadron, 3™ Cavalry Regiment,
established a METL nested within the
squadron’s METL and determined
which collective tasks to train. By fol-
lowing this process, commanders cre-
ated specific guidance for what needed
to be trained to meet mission require-
ments.

The commander finally plans, resourc-
es and coordinates for the training nec-
essary to allow the unit to gain profi-
ciency and meet established higher-
echelon training gates. Again, the CATS
viewer on ATN helps by providing per-
formance measures for each METL col-
lective task, and example situational
training exercise and live-fire exercise
evaluations for each task. Command-
ers ensure their unit is well trained by
following the doctrinally approved
METL and performance measures.

METL development
in HoF context

As new commanders, one of the high-
lights of command was when our
squadron commander empowered us

with the autonomy and trust to devel-
op our troop METLs. We then applied
lessons we learned in METL develop-
ment of our wartime mission to devel-
oping our HoF METL to quantitatively
evaluate our organizations, and we
challenged ourselves to understand
each of the HoF METL tasks complete-
ly, starting from ground zero.

What started with mere thoughts on a
whiteboard soon became an organiza-
tional vision and initiative from our
squadron commander. The squadron
senior leadership developed four
squadron HoF mission-essential tasks:
¢ Health and discipline surveillance
and detection;
¢ Health promotion and referral;
e Administration and disciplinary
actions; and
¢ Good order and discipline.

This was fundamental for the HoF
METL development campaign. The
squadron commander brought the
troop commanders into the squadron
conference room and provided us:
® The regimental commander’s guid-
ance;
e The Mounted Rifleman Counseling
Guide;
¢ Army Gold Book;
o ATN;
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e Army Regulation 600-20, Command
Authority;

* AR 6-22, Leadership; and

¢ The squadron HoF METL.

He then tasked us to develop a troop
HoF METL that was nested within the

comprehensive METL crosswalk
reflective at the platoon, section,
leader and individual levels. Figure 4
depicts our HoF squadron campaign

plan.

Due to a determined and profession-

squadron HoF METL and a ally enlightened dialogue among the
HoF concept of operation Key DTGs
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enduring and evolving
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*AR 600-20, Command
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Figure 4. HoF METL development campaign plan. (from HoF organizational brief 2013,

Squadron HoF METL

Health and discipline

Troop HoF METL

surveillance and detection

Health promotion
and referral

Administration and disciplinary
actions

Good order and discipline

T

Figure 5. Troop-squadron HoF METL
linkage. (from HoF organizational
brief 2013, 4" Squadron, 3 Cavalry
Regiment)

Execute command authority
eMaintain organizational readiness
eImplement command policies and
procedures

eCommunicate vision and assess
comprehension

Conduct fit-for-duty assessment
eManage effective counseling program
eOversee and manage profiles
elLeverage installation resources
eConduct composite risk management

Integrate internal and external
enablers

eFoster learning environment

eEducate leadership on resources
eConduct “recon handoff” of HoF issues

Facilitate rehabilitation or transition
eExecute HoF command and control

eProvide oversight of treatment process
eFacilitate expeditious and fair

disciplinary process

Sustain a positive organization culture
/ climate

eEnforce Army values

eDevelop engaged leadership

eMaintain positive command climate

eFoster enduring relationship with
enablers

eManage effective FRG program

troop commanders, we established
five troop-level HoF METL tasks (dis-
cussed more, following) that nested
within the squadron METL:
¢ Execute command authority;
¢ Conduct fit-for-duty assessment;
¢ Integrate internal and external en-
ablers;
¢ Facilitate rehabilitation or transi-
tion; and
¢ Sustain a positive organizational cul-
ture climate.

Figure 5 depicts the troop-squadron
HoF METL linkage.

It was important to draw from our de-
cisive-action METL the appropriate ac-
tion words and create mirrored ver-
biage between the two METLs. We en-
sured leaders at all levels of the orga-
nization understood the HoF by using
the appropriate action words. (De-
scriptive action words enable us to bet-
ter understand the tasks.) Figure 6 dis-
plays how the action words are relative
between the HoF and tactical METL.

Listed following are the troop HoF
METL tasks we developed. These are
the most relevant tasks that allowed us
to understand our Soldiers better. The
great thing about METLs is they are ad-
justable to different units. These tasks
can easily change from one organiza-
tion to another.

Execute command authority. As com-
manders, we have the privilege of
command authority, and with that au-
thority comes great responsibility. How
commanders handle responsibility has
a profound effect on our organizations.
The policies and procedures we imple-
ment shape the organization as well as
the vision we project. The magic word
for commanders is “readiness.” How
we maintain readiness as an organiza-
tion, in terms of training and keeping
our force healthy, is paramount to our
ability to be successful in combat.

Conduct fit-for-duty assessment. We
cannot effectively support our Soldiers
unless we truly know and holistically
understand the individual. Effective
counseling is the key when conducting
fit-for-duty assessments. Only through
engaged leadership and leveraging all
available resources can we better sup-
port and care for those within our
ranks.

Integrate internal and external
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Troop HoF METL

[ Execute command authority
eMaintain organizational readiness
eImplement command policies and
procedures
eCommunicate vision and assess
comprehension

Conduct fit-for-duty assessment
eManage an effective counseling
program

eOversee and manage profiles

el everage installation resources
eConduct composite risk
management

Integrate internal and external
enablers

eFoster learning environment
eEducate leadership on resources
eConduct “recon handoff” of HoF
issues

Facilitate rehabilitation

or transition

eExecute HoF command and control
eProvide oversight of treatment
process

eFacilitate expeditious and fair
disciplinary process

Sustain positive organization
culture/climate

eEnforce Army values

eDevelop engaged leadership
eMaintain positive command climate
eFoster enduring relationship with
enablers

eManage effective FRG program

H eConduct convoy security

Decisive-action troop METL

Conduct troop screen
eIntegrate indirect fire support
eConduct passage of lines
eSecurity drill

eConduct target acquisition
eConduct screen

Conduct zone recon

eConduct infiltration

eConduct bypass

eConduct route reconnaissance
eConduct zone reconnaissance
eConduct reconnaissance handover

Protect the force

ePlan for CIED operations
eReact to PIED, VBIED or PBIED
ePrepare for VBIED or PBIED

Conduct dismounted recon/
surveillance

eConduct tactical movement
eEstablish observation post
eConduct surveillance (LRS team)
eEstablish surveillance site (LRS
team)

Conduct troop-area
surveillance/stability
operations

eConduct raid

eConduct area security
eConduct site exploration
eConduct convoy security

Figure 6. METL comparison. (from HoF organizational brief 2013, 4" Squadron, 3™ Caval-

ry Regiment)

enablers. Our military installations do
a fantastic job of offering our Soldiers
a myriad of facilities and resources in
which to receive help and support. Too
often, leaders do not fully understand
or are unaware of the different en-
ablers present on various posts. We
identified this as an issue that prevents
Soldiers from receiving the appropriate
support for the various stressors in
their lives.

The knowledge of what the installation
has to offer is only the beginning. To
best support our Soldiers and their
families, we as leaders must have a di-
alogue with the provider, counselor or
individual involved in helping our Sol-
diers. Only then can we truly stream-
line the assistance the Soldier is receiv-
ing and respectively increase their re-
siliency. It is a collaborative effort be-
tween the commander and the provid-
er.

Facilitate rehabilitation or transition.
Our job as commanders is ultimately to
manage the operational readiness of
our unit. It is our responsibility to

identify Soldiers needing to transition
out of the Army or transfer to a unit
better able to assist them in rehabilita-
tion. Leaders at all levels need to un-
derstand the completion of tasks that
are necessary to provide the unit with
a timely transition of the Soldier out of
the unit or rehabilitation back into the
force. We must be cognizant not of the
health and well-being of the Soldier
but of the unit’s health and the dam-
age done by delaying transition or re-
habilitation.

Sustain a positive organizational cul-
ture / climate. This is the decisive task
of troop HoF METL — the foundation
around which HoF is centered. It is im-
portant to note the difference between
a unit’s culture and climate. The cli-
mate is defined by the command team
and will change when leadership
changes. The culture is enduring and
inculcated among Soldiers in the unit.
The culture of an organization is much
harder to change and will most likely
survive the turnover of leadership. We
strive to create not only a positive
command climate but also a positive

culture — one able to withstand poor
leadership when it inevitably occurs.

To make an effective product, a leader
must obtain bottom-up feedback, al-
lowing for Soldier and organizational
buy-in. Once we had solidified the
troop HoF METL, we introduced it to
the leadership within our ranks. We
brought in our platoon leaders and pla-
toon sergeants and began the develop-
ment of realistic platoon-level “battle
tasks.” Where we deviated from nor-
mal METL development was in the cre-
ation of a “leader” task. Leaders of all
levels within our organizations must
execute these tasks to be successful
within the framework of our HoF
METL.

The leader tasks proved to be easier
than the initial troop METL tasks to
identify because we received input
from the individuals who execute HoF
tasks every single day — they just had
never put a name to it. We again devi-
ated from normal METL development
process by not crosswalking each task
down to the individual level. Quite sim-
ply, we identified that some tasks
would not have an associated section
or individual task. Upon completion of
our backbrief to the squadron com-
mander, we arrived at a nested and
aligned troop METL consistent with a
crosswalk down to the individual level.

Figures 7 (Page 51) and 8 (Page 52) de-
pict the troop HoF METLs of the tasks
“execute command authority” and “fa-
cilitate rehabilitation or transition”
with complementary collective, leader
and individual tasks.

Conclusion

HoF is important not only to the Army
but to the military as a whole. Unless
leaders ask the hard questions and
spend time getting acquainted with
our Soldiers, we will never really know
them. When we do not know our Sol-
diers and what issues they have, we
are doing a great discredit to our Sol-
diers, their families, the Army and the
nation. By adopting a similar approach
to our HoF campaign and creating their
own HoF METL, leaders at all levels can
increase their understanding of their
Soldiers and identify any possible high-
risk stressors or activities. What we
were able to produce was a compre-
hensive, quantitative HoF METL we
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could use to assess both our Soldiers
and organization. We developed a tool
that provides us with an effective way
to lead our troops safely. Without a
healthy force, we will never achieve
the operational readiness needed to
fight and win our nation’s wars.

Our process leaves room to grow. It
may not be the way, but it is a way we
were able to use to better know our
Soldiers and identify, then mitigate,
risk in their personal and professional
lives. Any unit in the military can take
our process and adapt it to its own or-
ganization. As Chiarelli said, “We must
all be vigilant of the perils associated
with a stressed force. Leaders at all lev-
els must stress accountability. You
must continue to aggressively surveil,
detect and intervene to, first, promote
health and well-being and then, sec-
ond, reduce the risk to the individual
and others.”®

The HoF METL development initiative
has led to reinvigoration of leadership
skills, validation of our counseling pro-
grams and understanding of our Sol-
diers. The HoF METL is the tool that al-
lows us to survey, detect and ultimate-
ly intervene as leaders within our or-
ganizations.
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ADP - Army doctrine publication
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METL

Execute
command
authority

Troop

Maintain
organizational
readiness

Platoon

Manage organizational
readiness tracker

Section

Update platoon sergeant
(PSG)/platoon leader
(PL) weekly

Leader

Conduct daily cross-talk
with Soldier

Individual

Provides updates to
leader

Execute transparent
deconfliction of
appointments with
operational schedule

Update platoon
appointment book

Conduct daily cross-talk
with Soldier

Turn in appointment slips

Conduct quarterly health
and welfare inspections

Conduct monthly
inspections

Conduct daily inspections

Conduct self-
assessment daily on
living conditions

Report monthly high-/
medium-risk
assessments

Update PL/PSG
immediately on any
change to high-/
medium-risk Soldiers

Constant
communication and
physical checks with
high-/

medium-risk Soldiers

Weekly interaction with
high-/medium-risk
Soldiers

Update high-/medium-
risk assessment as
needed

Update leader on
changes

Conduct periodic home
visits/phone calls

Conduct monthly home
visits with periodic
weekend phone calls

Conduct weekly home
visits with weekly phone
calls

Keep clean home/
barracks

Provide leadership with
available visit times

Implement
command policies
and procedures

Educate Soldiers on
select policies according
to commander’s guidance

Brief section periodically
on commander’s policies

Engage Soldiers on
understanding of
commander’s policies

Read commander’s
policies and procedures

Spot-check adherence to
policies in daily
operations

Spot-check adherence
to policies in daily
operations

Spot-check adherence to
policies in daily
operations

Ensure actions are
conducted within policies
and procedures

Assess effectiveness of
policies and provide
feedback to commander

Provide feedback of
policies to PL/PSG

Provide feedback of
policies to section leader

Provide feedback to first
line

Communicate
vision and assess
comprehension

Engage Soldiers daily to
receive commander’s
vision backbrief (i.e., Do
they understand?)

Engage Soldiers daily to
receive commander’s
vision backbrief (i.e., Do
they understand?)

Engage Soldiers daily to
receive commander’s
vision backbrief (i.e., Do
they understand?)

Ask questions if
guidance is not clear

Conduct battlefield
circulation

Execute training with all
subordinates

Execute training with all
subordinates

Come prepared to train

Figure 7. “Execute command authority” HoF METL task. (from HoF organizational brief 2013, 4" Squadron, 3" Cavalry Regiment)
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METL

Troop

Execute HoF
command
and control

Platoon

Maintain records of all
counseling

Section

Use meaningful
questions rather than
checking the block

Use open-ended
questions to pull out
conversation

Leader

Conduct counseling
packet PCC/PCls,
biweekly

Individual

Ensure honesty in all
questions

Be proactive when
issues come up in
Soldier’s life

Monitor patterns of
behavior that may
indicate larger problems

Ensure timelines are
updated monthly or as
needed

Keep chain of command
aware of Soldiers
demonstrating problem
behavior

Bring problem up to
first line so higher can
help

Escort high-risk Soldiers
through separation or
medical process

Ensure proper
memorandums
completed by chain of
command

Maintain tasks checklist
for proper separation or
medical process

Build plan-of-action
for life after
separation

Facilitate
rehabilitation
or transition

Provide oversight
of treatment

Ensure Soldiers make all
scheduled appointments
and referrals

Ensure leadership is
tracking appointments

Escort Soldiers to
referral appointments

Ensure chain of
command is tracking
appointments that
interfere with training

Ensure Soldiers have a
training calendar
available for
appointment planning

Update appointment
tracker no later than
24 hours in advance

Be proactive in
ensuring that
highest level of care
is being provided

process Ensure tracker is up-to- Ensure chain of
Update troop profile date command is up-to-date Keep copy of profile
tracker weekly Keep records on when of prc_inIe Soldiers and at all times
profiles expire appointments
?oagrE?LLTwi(cj:larteiga with Execute battle rhythm Record and keep all gﬁgslzir gr\\/ édt%r gvnlgtre
- checkup with provider information on Soldiers . -
provider contact is maintained
Conduct health and m2222L¥o;%°$ section Ensure inspections are Ensure cleanliness of
welfare inspections leader conducted daily home life
. Ensure chain of Be prepared to ask
Ensure Soldier has ERZZEtigLIdf\;:ilable command maintains questions and seek
access and time EsE]] e es status on Soldier/ legal help from chain of
9 process command and legal
Facilitate

expeditious and fair
disciplinary process

Understand Soldier
transition process

Provide knowledgeable
escort for chapters,
discipline, clearing

Escort Soldier through
transition process
Proactive,
knowledgeable escort

Prepare all personal
documents and
equipment

Be proactive

Provider recommenda-
tions to troop command-
ers on Uniform Code of
Military Justice

Develop plan-of-action
and counseling

Ensure counseling
packets support chain of
command actions

Conduct corrective
training as required

Understand second-
and third-order
effects of decisions

Figure 8. “Facilitate rehabilitation or transition” HoF METL task. (from HoF organizational brief 2013, 4" Squadron, 3™ Cavalry Regi-

ment)
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