: '._.-co'mn‘iar’id company t formul.lt(,‘]n ideas of command -
~and thc mcchamcs ot'runnmg a (,ompany '1nd_to come_

cthocls ancl lmdcrshlp tedunqucs
lll ehape not oniy his company but

premmnon" olr' commdnd ‘must be fan hones;
analysis. - This should be followed’ by a sy‘;tcmamc look
at the followmg arcas: the cham of command counselmg :
immmg, . opcratlons mamtcn'mcc “and admmlstra
uon ' hc only surc formuh for cffcctlvely man;lgmg"

All'y new company comlmndcrs thC bcu1 to an of flCC!'

cvaluahon .
.- basic course most to-dn advanced course, and all have Sn,lf-dmlyalq lsnnportdnt for several reasons. . T hrough- -
:-spcnt “timein- a' battalion’ as licutenants;, but these a gnod hard {ook at his personal qualmcs, valucs hkca'
experiences in tlmchlvcs -do not prepare a man suf ficiently dislikes, beliets, and prejudices, he can gain'a better urider-
for command. It is essential for an officer selected to standing of his behavior and the complexities ot influenc-
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ing the behavior of others.  An objective study of his
professional capabilities and lhinitations allows hun to
determsine weak arcas in his personal leadership tech
nigques. Then he can cemphasize the areas that need
improvement,  With a {irm grasp on his stvengths and
weaknesses, he can achieve Dbetter control of  his
emotions-—-and control of self and others go hand in
hand,  Suburdinates who have a stable, seif-contident
conunander benefit from working with him.

Above all else, a suceesstul leader continually evaluates
his own performance, examining his successes and falures
and adjusting his methods o different circumstances and
CXPEriences.,

SLead by example,”” an ofren-violated leadership prin-
ciple, is one aspeet of performance the commander must
continually review,  Pride in appearance is a part ol
this.  Young soldiers don’i always take an in-depth look
at their leaders initiadly, but their first iupressions can be
and often are lusting ones. Personal appearance and bear-
g tell then a lot about their commander, and 1t takes
lttle time and mouney for him to present o proper appeir-
ance.  Through his gencral conduct and actions, (oo, u
commander establishes a standard that soldiers will fol-
low.  And a soldier’s pride in himsell and in his unit are
closely refated.

A leader must be able to exceed the standard in physi-
cal activity, from physical training sessions to road march-
ing.  Anything short of the standard is inexcusable,  The
company commander has to prdf his company in this arca;
pushing from the rear will not do.

Sharing hardship is also a part ot leading by exam-
ple.  The company commander who requires lis nen to
pull security on a wet night while he sits in his jeep with
the top up and the heater going deserves and gets little
respect from his subordinites.  Any time he takes advan-
tage of his position to make his owit situation better than
that of his men, he is wrong.  When the company walks,
he walks,  When the soldiers are cold and hungry, he is
cold and hungry.
breach ol this pact.

An infantry leader who is weak in the technical and tac-
tical skills of his job will not be able to hide that weakness
from his sabordinates for long.  Ounce they vealize that
“the old man’ doesn’t know which end is up, his credi-
bility is gone.  This does not mean the commander must
be an expert in everything.  But hie does have to have an
extensive knowledge of the individual soldier skills, tac-
tics from fire team through batlalion, use of troop tead-
g procedures and the chain of command, and company
administration, to mention only a few arcas.  The only
way he can achieve the proper kind of proficiency is
ihrough study and application,

Another important aspect of leading is handling subor-
dinate leaders.  Good infantrymen are confident in their
ways. To be successtul in their work, they have to
be. T'e reach the balance required to control this class

ITis subordinates quickly sense any

ol man, some forethoughit is advisable.  Thus, it is impos-
tant for a commander to understand that cach individuai
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believes that his method of leadership s the ““righg
way.” Accordingty, it a junior leader's methods are
sound and in line with unit policy and procedures, he
shoutd be given treedom ol action.  Counseling shoulg
be used 1o correct leaders whose methods are ineffeg.
tive,  The essential clement of success in combar g
developing self-conlident leaders who are capable of
execuling mission orders,

The final area for personal preparation for command
is individual integrity.  T'lis means that in any situation
the conmmander nust consistently do what he knows or
believes to be right. Onee his subordinates observe that
bie will deal with each situation in an honest and straight.
forward manner, they will gain confidence in him.  EBven
when they do not agree with a decision, they will know
that the decision-making process the commander has used
is sound.

Developiment of the Chain of Command

The foundation of all company functions and operations
is the chain of command, and the [eaders and soldiers must
understand their duties and respounsibilities in relation to
that chain.  Formal, written job descriptions are the only
way to accomplish this effectively.  They should be the
hasis for all the counseling conducted in the com-
pany. {AR 600-20, which spells out duty position vespon-
sibilitics, is a good starting point for preparing job
descriptions.)

Tob descriptions lor leaders ave hest formatted in terms
of tasks, conditions, and standards under the following
general headings: Maintain unit mission proficiency; plan
and conduct unit training; supervise subordinate unit train-
ing; maintain ineividual technical and tactical proliciency,;
conduct opportunity or “hip pocket” training; conduct
unit physical training; supervise unit maintenance; and
supervise unit administration.  (Qbviously, *“unit’’ should
be replaced with “platoon,” “squad,”” or “‘section,’ as
appropriate.)  Onee the specific doties and responsibili-
tics have been identificd, the power o accomplish them
must be delegated to the individual concerned, and every
soldier in the unit must be held accountable for his assigned
dutics.

The commander must give some thought to the roles key
leaders play in the company.  The relationship between
the company connmander and his first sergeant is critical
to the overall etfectiveness of the unit, A new commander
must sit down with his first sergeant and discuss, in an
organized wanner, how the company will do business.  If
they are not ““on the same sheet of music,”” it is certain
no one clse in the unit will be.  After the initial under-
standing is reached, open, daily communication between
these two must be SO,

The exccutive officer, first scrpeant, and comniodity area
chicefs who work in a well organized and well coordinated
company headquarters will put their unit Far ahead of those
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-who do ot in terms ol organization and  opera-



tions. Pertodic sessions for headquarters leaders can
establish or conftirm procedures for handling administra-
tion, training support, and logistics. This will ensure a
unity of cffort and the efficient utilization of personnci.

Platoon leaders and platoon sergeants must understand
wiliere they fit into the scheme of things.  The platoon
leaders are responsible for the training and tactical employ-
ment of their respective platoons. At the same time, the
licutenants must understand that they themselves are in
training and that the platoon scrgeants, while subordinate
to them, are also responsible for a part of their educa-
tion, [t is important to discuss this relationship
openly. I a new company commander fails to establish
the rules carly in his tenuore, personalities and immaturity
can cause considerable tension as these associations
develop.

Information must flow frecly both up and down the
chain of command, and the attitude of the commander scts
the stage for this {low of information. A young soldier
must feel that he can approach his fire team leader with
any problem he cannot handle. At the same time, the fire
team leader st feel free to pass the problem up the chain
if he cannot solve it.  Bach time a soldier sees a buddy
taken carc of, it will reintorce his belief in the company
chain of command and will improve morale and esprit de
corps.

A commander must develop a counscling program,
While some classily counscling as an “administrative
duty,” it is also a fundumental part of training. 1t s

through counseling that cvery soldier in the company is
informed of all aspects of his duty performance.  Any
counseling program should outline its objective; the
responsibilitics of the leaders implementing it; its {format
and frequency; and the procedures for maintaining records.

The abjective of counseling is to keep a soldier informed
of his strenpths and weaknesses, with the emphasis on
improving his performance, preparing bim for promation,
and enforcing standards.  The company commandey is the
driving force behind an aggressive counseling prograin, sct-
ting the example for all counselors by counseling the pla-
toon leaders, the executive officer, and the first sergeant
according 10 SOP.  In turn, the XO counsels the coni-
modity chiefs monthly and the junior officers informally
as required,  The first sergeant helps the commander mon-
itor the quality of counseling in the unit and establishes
leader classes on counscling  techniques and  stan-
dards.  Since he is normally the most experienced soldier
in the company, the first sergeant shoukd connsel anyone
who needs puidance.

in the platoous, the platoon leaders and serpeants estab-
Hsh counseling programs in accordance with the con-
mander’s guidance. A standardized counseling form used
in conjunction with the DA Form 4856-R can go a lonp
way toward developing an eftective program,  The form
might include entries on the following items: unifority,
disciptine, courtesy, schooling, promotion, use of chain
of command, working with peers, uniform appearance,
and living atea.
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This supplemental form accomplishes 'wo things: 1t
helps leaders cover pertinent areas, and it guarantees stan-
dardization of counseling throughout the company,  The
counseling form must be corpleted in writing and then
presented 1na lface-to-face session.  Once a month, or
alter a major deploymeny or exercise, every soldier in the
company should be counseled by his immediate
superior.  Time must be set aside on the traintng sched-
ule Tor these counseling sessions, possibly in conjunction
with recovery,

Peaders must dearn 1o use four categories of
counseling—initial, formal (monthly), informal, and
special:

* [nitial counseling when a soldier joins the unit includes
acgeneral briefing by the cowmpany commander znd the lirst
sergeant, a bricfing on platoon standards by his platoon
leader and platoon sergeant, and a bricting on job specifics
and individual duties by Wis squad leader and fire team
leader.

o A formal, monthly cosnseling session iells the soldier
where he stands.  Its purposc is 1o correct recurring defi-
ciencies, to praise continued outstanding performance, and
to discnss anything in between.  This counseling is i writ-
ten form, and the platoon sergeant maintaing a record of
it on file.

* [nformal counseling includes on-the-spot corrections
and other verbal praise or correction.

* Special counseling is intended to supplement the
menthly counseling. It is used when formal counseling
is advised so that a particular event or incident can be
documented.

Ieaders must be piven training in counseling technigues
and the company’s counseling standards,  Leaders who
follow the directive “Be specific and cite examples” will not
miss the mark in counseling their soldiers.  In spite of nor-
mal leader attrition, a commander can establish and mauin-
tain a sound program through consistent monitoring of
platoon counseling files and periodic caunseling classes.

A good counseling program offers several benefits.
First, it improves the prolessional development of the
individual soldiers by tetting them know where they stand,
for better or worse.  Counseling helps develop the leaders,
too, 1t is not an casy thing for a young leader to look
a soldier in the eye and itemize his shortcomings, but with
practice it becomes second nature.  The counseling proc-
ess also reinforees the company chain of command.  And
finally, it enables leaders to develop an accurate picture
of each soldier’s strengths and weaknesses and helps iden-
tify the training needed by the squads and platoons and
the professional development subjects that need atiention.

Training

Traiuing 15 the subject dearest to all company com-
manders” hearts, but effective training does not just hap-
pen. It takes forcthought, planning, coordination,
preparation, and imagination. A company’s parent bat-
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tihon, brigade, and division will provide the guidance
within which the company must train.  Efficient opera-
ton within this system is greatly iproved when the com-
mander pravides a framework that can be adapted to the
system already in place.

I order 10 conduct alt the training his unit needs, the
commander must have a good training management sys-
tean. Field Manual 25-2, Unit Training Management,
should be his starting point in developing his techniques
for training management.

Aun example of o company system that worked for me
follows. [t is based on these principles:

* Estabiish unit training plany (quarterly) and training
schedules based on battalion-directed ohjectives, 4 com-
pany Mission Issential Task List (METL), training requize-
ments, and available resources.

+ Lise input from squad leaders, platoon sergeants, and
platoon leaders when developing the company training
plan.

s (Conduct weekly commpuany meetings that cover in deguil
the training to be cxecuted the coming week,

* Keep the training scheduie sacred and observe the five-
wueek or six-week lock-in ol events.

With luck, the commander will receive both long-range
suidance and quarterly guidance {from his battalion head-
quarters ina timely manner.  Fe gives the platoons notice
of a preliminary training meeting so they can conduct pla-
toon sessions heforchand.  During those meetings squad
leaders provide data on individual and squad training
needs.  The preluninary company training mecting gives
the commander an opportunity to receive the platoons’
training input before completing the company plan.  The
company commander then formulates the quarter’s train-
ing plan.  The pla at this stage is in the form of caleu-
dars with dates for company vanges, situational training
excreises, field training cxercises, and stmilar events.

It is a good idea to go over the calendars with the first
sergeant and the XO to make sure the plan can be sup-
ported.  The company commander should schedule a time
ta brief the battalion commander on the tentative guarterly
training plan.  This approach allows the battalion cou-
mander to provide specific advice or guidance.

After confirming or changing the details of the plan, the
conunander holds the company training imeeting, in which
platoons are tasked to conduct various training
events,  The platoons plan the conduct of and the sup-
port required for cach tasked event.  Two or three days
later, the platoons individually brief the conmander on
their plans for each event.  The commander makes any
adjustments he deems necessary, and the company XO and
training NCO then assume respensibility for coordinating
all the required support.  This handoff of responsibilitics
frees the platoons to concentrate on training.

The commander then writes a company training gui-
dance leiter and distributes it to all of his unit
leaders.  This document details the company METI,
training goals, and objectives of the quarterly trainiug
plan, i effect, by laying out the training for the quar-



ter, it enables the subordinate leaders 1o plan their por-
tions ol the training more effectively.

When the battalion commander has approved the quar
terly training plan, the company commander writes the
training schedules.  If a unit has the necessary copier capa-
bility, ecach squad leader, platoon leader, platoon sergeant,
and commuodity chief, and the XO and first sergeant should
receive a copy.  This s in addition to the training sched-
ules posted in the platoon arcas for use by the individual
soldiers, 11 all leaders have copies, they can betier mecet
their respounsibilities.

Atraining schedule deseribes the week’s activities, and
the commander is responsible for ensuring that lus sched-
ule is detailed enough (o preclude confusion when it is time
to execute the training.  The schedule should contain, for
example, range opening times, movenent times, tasks to
be trained on an FTX—-everything the unit must know to
conduct the week’s raining.  Also lsted are “opportu-
nity training” tasks to be teained when the scheduded train-
ing objectives have been met,

The training schedule 16 the “bibie"™ for all company
leaders.  The tratning should be conducted to standard,
not to time, but executing tasks at other-than-scheduled
times and places should be a conscious decision by the cam-
mander or, in his absengce, the leader in chisrpe,

It is a good idea to conduct a periodic *lilter test™ 1o
see whether subordinates understand the schedule, A
s¢puad leader might be asked, for example, to relate what
his squad will be doing for two or three days based on the
new schedule. It he cannot respond clearly, chances are
the schedule is not doing its job,  Squad leaders should
prepare instruction on a week’s tasks belore that week
beging.,  Ideally, they should also require the young sol-
diers of the squad to give some of the scheduled training.

TRAINING MEETINGS

Weekly unit training meetings are held with these peo-
ple in attendance—the commander, X0, first sergeant, pla-
toon leaders, platoon sergeants, company training NCO,
conunodity chiefs, and company ftice support offi-
cer.  With all of these leaders present, most questions
relating to training can be resolved.  Most important, the
chain of command can be fuily informed of the plan for
the conung week.  This allows the subordinate leaders to
make informed decisions when adjustinents in the sched-
ule are required and the commander is not available.

To reduce the length of the weekly meeting and ensure
that all essential items are covered, the meeting must have
a format. (I devoted about one hour to a meeting that
covered three weeks of planned training.)  The first part
of the meeting should cover the training scheduled Tor the
third week ahead and then tor the second week,  The
traiming events for those two weeks should be covered in
4 general way to inform leaders and to make sure neces-
sary coardination is cither complete or is being conductexd
by the assigned leaders and the company headquarters.

Then the coming week’s training is talked about in detail,
including its support. The responsible platoon leader or
sergeant briefs on the training that has been scheduied for
the coming week.  This might include a range briefing by
one platoon sergeant covering a one-day company range
and a briefing on plitoon and squad training for the
remaining four days by the platoon feaders.  The com-
mander then makes any changes he deems necessary with-
o disrupting coordination with outside agencies. When
the meeting is over, the platoons should he prepared o
execute the traimng and the company headquarters should
be ready Lo support and control .

Platoon training meetings are also essential, and the for-
mat can migror that ot the company meeting,  This
ensures that squad leaders are truly informed and prepared
to trit, not merely (o carry out the instructions issued on
the day of the training.

[t the company conunander sits i on these platoon
fraining meetings now and then, he can gain a fot of knowl-
cdge about the strengths and weaknesses of his Hicutenants
and squad leaders,  This kind of observation will serve
it well when he beging planning leader training for the
next quarter.

TRAINING PROGRAM

An important part of any company Lraining plan is is
leader training progrant, which can include professional
development, technical, or tacticad training.  The first ser-
geant can be tasked o organize professional development
classes twice a month, or as the schiedule per-
mits.  Possible subjects are an NCOs fegal status under
Army Regulations, drill and ceremonies, counseling tech-
nigues, hands-on demolition training, or how to review a
leave and farnings Statement.

The battalion motor officer or sergeant can give main-
tenance classes with practical exercises.  The company fire
support officer (I'S(3) can conduct training in adjusting
indirect fire, possibly using the Training Set Fire Obscrver
facility, Ideally, following this training, the leaders
should be given an opportunity to adjust cither the com-
pany’s or the battalion's mortars, or supporting artillery.

All of the leaders should have a thorough working
knowledge ot squad and platoon doctrinal manuals and
the technical manuails for the unit’s organic weapons and
equipment.  They should review the pertinent parts of the
manuals before conducting field training.  One way to
cncourage them to study is to give them periodic written
tests.  The test questions can cover tactical, technical,
administrative, or maintenance areas- ~whatever nceds
improvement in the company—and should point leaders
toward preparing themselves for the coming training.  The
tests can be piven cither with or without prior
notice.  Approached in a positive manner, a serics ol such
leader tests given aver a period of time will yield excellent
results.

The commander may decide to task different platcons
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to conduct classes for the company o specific kinds of
tactical operations sich as technicques for mititary opera-
tions on urban terrain (MOUT), refresher classes on bat-
tle drills, or classes on the employment of the M60
machinegun.  These provide good opportunitics for youug
NCOs and licutenants to organize and run training, which
furthers their professional development.

A cadre training exercise is (he most effective way of
bringing all company leaders up to date on troop leading
procedures, unit tactical SOPs, and bautle deills.  The
commander should carefully pick a time o conduct the
cadre exercise when putting together the company’s quar-
terly training pfan.  Ideally, the exercise should mirror a
squad or platoon operation that will take place shortly
afterward,

In conducting this training, the company commander
first tasks all of his leaders to study the appropriate chap-
ters of doctrinal manuals, the battle drills, and the tacti-
cal SOPs before the exercise.  Then, the proper troop
feading procedures are conducted with the campany com-
mander and first sergeant acting as squad leaders of two
large squads, or with the commander acting as the platoon
leader of a small platoon.  The emphasis is placed on car-
rying out the entive operation by the numbers.””

Critiques can be handled in one of two ways,  There
can be eritiques after cach phase, or just one critgue after
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the exercise has been completed.
pany lcaders take part.

lor any organization to train effectively, the chain of
conmand must operate under a single training philoso-
phy.  The following commonsense principles are taken
from the platoon leaders’ handbook prepared by the 3d
Battalion, 75th Ranger Regiment,  1f these principles are
taught 1o leaders, applied to all catepories of training, and
strictly enforced by the chain of command, they will ensure
a well-trained unit that is ready to exccute its combat
misston:

* Training is cverything, everything is training.  Dvery-
thing a soklier does should prepare him to perform in
combat.

= Concentrate on the basics.  The individual, fire team,
squad, platoon, and company must ciTectively shoot,
move, and communicate.  If the basics are mastered, it
will be easier to accomplish the more difficult tasks.

¢ Strive for realism; do not simulate anything. Put-
ting realism into training results in faster learning and
longer retention of skills. It will also avoid any surprises
in combat that were not practiced in tratning.

¢ Train to standards.  Training is condueted to ensure
tlevel ol proficiency rather than to conduet an established
number of hours of required training,

* Couduct multi-echelon sustainment training,  The

In cither case, all com-



tradning of individueal soldiers, Teaders, and units at cach
Tevel must be concurrent in order to capiialize on the avail-
able training time and other resources.

« Expect the unexpectad,  Nothing is more nneertain
that the battlelield,  Soldicrs must rherelfore be taught 1o
adapt to any situation they may find themselves .

o Take the time to execute high-quality  (rain-
ing.  Ensure that all tasks for training are the result of
an analysis keyed to mission requirements and known def-
ciencies.  Moncy, material, and soldiers” te should be
expended only alter detailed planning and through vigor
Ouy CXCCUtien.,

« Muke truining pecformunce-aricuted,  "This type of
traming has precise objectives, muakes eificient vse of
resourees, and focuses on the soldier. Such training ere-
ates an cnvironment i which a task can be pertorined, lays
out the conditons under which it wiil be performed, and
prescribes the standards of performance.

= Make safety integral.  Safery considerations must not
be compromised for the sake of realisn. Teaders at all
[evels are responsible Tor ensuring that all training is done
in accordance with post and Arnuy safety regulations.

e Apply siress.  Soldiers will learn {aster and retain
what they have learned longer it the training 1s conducted
under conditions ot stress.  Stress in training can be
achieved through the use of live fire exercises, night and
adverse weather operations, difticult terrain, sleep depri-
vation, and physically and mentally demanding opera-
tions,  Units must train 1o react quickly and decisively
while its members are under stress,

OQperations

In preparing for and exccuting tactical operations, the
standardization of company troop leading procedurces is
essential to effective command and control.  The first
procedure the commander should formalize 1s the makeup
of a company orders group.  This group consists of the
members of the chain of command who always assist in
planning and who attend compuany operations
orders.  Obvious members are the company commander,
X0, [irst sergeant, communications NCO, NBC NCO,
supply sergeant, training NCO, company I'SO, and pla-
toon leaders with theiv radio telephone opera-
tors.  Including the platoon sergeants and  platoon
torward observers as well will ensure a continuity of under-
standing of the mission and of the commander’s intent in
case a platoon leader hecomes a casualty,

Needless to say, some conditions in the field will not per-
mit all of these people 1o be present at orders, but when-
ever possible it is a good idea,

Fixing responsibility for taking care of recurring tasks
in preparing for an operation is the next priovity. When
the tasks have been mastered, thev can then be rotated
amony (he lewtenants in the buerest of professional
development.,

When they are used by all sub-clements of the company,

prefabricated Formats Tor warning orders, operations
arders, and recurring anoexes will ensure several things:
First, 11 the Tarmats are cut to Gt side a B ronsers
pocket and acetated, they are weatherprool, casy to carry,
and handy to use.  Second, the leader and the mdividual
soldier get used to receiving information the same way in
every operation.  This makes understanding and issumng
orders casier.  When time is short, leaders can write infor-
iation in the appropeiite blanks, which allows more time
for thoueht,  Aunother advaninge is that the leaders ure
conditioned to receive ordery one way; i the cominander
or a platoon teader misses something, a sebordinate is more
likely to catch it. Pinaily, by placing constant emplasis
ol isstinge orders in o standardized manner when there is
time ro do so will make issning orders casier when tune
is short or in other stresstul situations.

Time schedules, rehearsals, and pre-combat inspections
are often the most ignored part ol the troop leading proc-
ast, Omee a company commander receives s mission
{frain his battalion commander, he allocates the use o the
available time and issues & warning order.  Since the warn-
ing ordey includes a time schedule, the company com-
ander ensures that his unit can begin its preparations and
cant even begin moving (1 required) while he continues his
estimate process and completes s plan.

Rehearsals and pre-combat inspections go hand in hand
in preparing a company for any assigned mis-
ston.  Rehearsals at squad, platoon, and company level
are desirable, with ““talk, walk, run’ being the operative
approach. The leader lirst talks through the opera-
tion. The unit then walks through the operanion, using
all signals,  Finally, the unit executes the operation at tull
speed on rerrain that mirrors that of the area of operation
with light conditions that approximate those
expected.  The uniform for the rehicarsals should be that
of the mission. I tinme is not availabie lor a full set of
rebiearsals, priorities are set for the ones that time will
permit.

Another effective technique is the backbriet.  Alter the
company order s issued and belore the platoon leaders give
their orders, they backbrief the commander on their
plans.  Fhis allows the platoon schemes of mancuver to
be amended, if required, before the squad leaders are
briefed and ensures that the platoon leaders have fully
uncderstood the mission.  Backbriefs at platoou and squad
levels are also useful.

[.caders must be familiar with all of the individua!l and
organizational equipment itens that are requived for the
mission.  The only way to ensure that the needed equip-
ment is serviceable and present for the mission is by con-
ducting a thorough inspection. Tlas requires constant
cimphasis by the chain of command.

The weight of the load carricd by the soldier must also
be on the company conmmander’s mind during his plan-
ning and should be checked during all inspec-
tions.,  Tailoving the load to meet mission requircments
is essential 1o ensuring that cach soldier 1y ready to fight
when the time comes.  Commanders must be willing to
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take calculated risks when specitying the loads they ask
their soldicrs to carry.

Troop leading procedures should be trained inowarei-
son.  Before moving o the field Tor training, the com-
mander should exereise the alert roster and tssne an order
for the movement and the subsequent operation.  As &
matter of course, the initial deployment to the field and
the Follow-on mission should be o company opera-
ton.  Then the company can break down to squad or pla-
toon level for training. Dy doing this, the unit exercises
accountability, outlead, troop leading procedures, and
oMty operations.

Again, requiring the unit o go theough a process by the
numbers when tine is abundant enables it to execute to
standard when time is short.

Physical ‘Fraining

Phiysical training in an infantry rifle company must
occupy a preeminent position on the training schedule,
whether the unit rides or walks to war.  The positive atti-
tude, teaun spirit, and physical readiness achicved through
a good PT program are the foundation of any fighting
force.  ‘The standards For physical training must be estab-
lished and enforced equally throughout the company.

Physical training should be planned along with the quar-
terly training plan to ensure that it supports the unit’s train-
ing objectives and goals. The focus of company P
sessions should be at the squad level; this is, after all, the
unit that will carry the fight, and its cohesion is most
important. The commander should designate three days
a week for squad P, two days for platoon PT, and one
day for company P, 1f the battalion has one day of PT
weekly, this can be the company’s day.

Focusing on squad and platoon P accomplishes several
things: The chain of command is forced to tunction; small
groups can conduct morce elficient physical training ses-
sions; and the platoon feaders, platoon sergeants, lirst ser-
geant, and company commander have an opportunity to
observe their junior leaders in action and schedule any
needed remedial frraining or counseling.  In addition, this
approach allows the assigmuent of the responsibiliy for
conducting P71 to temn leaders and individual soldiers,
including five minutes of drill and ceremonices as & coal-
down after a run or road march.  This provides leader-
ship training, prepares younyg soldiers for the primary and
basic NCO courses, and promotes the professionalism of
the company as a whole.

Maintenance and Refitting

The maintenance of weapons, individual and organtza-
tional equipment, and vehicies during and after an opera-
tion is fundamental te combat readiness and a direct
reflection on a company’s discipline,  The commander
must therefore see that fielkd maintenance becomes a habit
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for his company.  The chain of command should always

have this in mind and plan foric. Planning includes put-
ting cleaning supplies, particularly for weapons, on the
packing list tor every operation. ’

A company SOP for recovery, designating actions to be
taken by the individual soldiers and leaders on their return
from the ficld or during stand-down in a rear area, goes
a4 long way toward cnsuring elficient maintenance of
weapons ad equipment.

Such an SOP should include the tollowing requirements:

o A standard platoon layout diagram s Tollowed.

» An individual soldier’s cquipment layoul diagramn is
followed.

+ All weapons are cleared while the soldiers are still in
formation.

= All personnel and cquipment are inspected for brass,
anmuniton, and pyrotechuics.  {Squad leaders perform
a visual and hands-on inspection of rucksacks, load-
bearing equipment, magazines, and the uniforms of all
soldiers.  The platoon sergeant inspects the squad leaders.)

» A 100 percent inventory is conducted of all items taken
on the operation, including TA-30, packing tist items, and
sensitive items for accountability and serviceability.  (The
platoon sergeants prepare a consolidated direct-cxchange
list for turn-in to the company xXO.)

e Rucksacks are repacked, minus direct exchange items
and wet or soiled clothing,  (Also, a not-later-than time
is established far the complete packing of rucksacks allow-
ing for cleaning dirty items.  This is cspecialiy important
if the company is on an alert status.)

« Foot checks are conducted by the company medics on
all personnel, including the leaders,

o All SOTs (signal operation instructions) and extracts
arc turned in to the company communications shop by the
RT0s.

e Weapons arc cleaned by an individual or the
crew.  {The squad leader fills out a single DA Form 2404
for all his weapons. This is done in conjunction with his
inspection of the weapons for cleanliness and serviceabil-
ity.  No weapon is turned in until it has been clhiecked by
i squad leader.)

e Radios and communication gear are cleaned by the
R1Os, and deficiencies are recorded on DA Forms 2404
an¢d turned in to the comimunications shop.

s Other sensitive items are cleaned by the uscers; again,
DA Forms 2404 arc used to record delects before turn-in.

s NBC equipment is cleaned by the user or operator,
and DA Forms 2404 are used to record deficiencies before
turn-in to the NBC room.

e Platoon sergcants and leaders spot check weapons and
cquipment as the items are turned in to the commodity
areas.

= The platoons turn in a consolidated report to the com-
pany X0 detailing the status of their weapons and
cqeipment.

« Tlic company submits a comprehiensive closing report
to battalion after recovery is complete and before the con-
pany is released.
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A detailed recovery SO ol the kind suggested here rein-
farces the chain-of-command’s responsibility for the coni-
pany’s equipment and for seeing that tasks are pertormed
to the stated standards.  'This is not only essential to the
combal readiness of a cosnpany but it also provides another
tool for training leaders in their dutics.

Administration

Although preparing his company for its combat mission
is his {irst priority, a commander must strike a balance
between training, maintenance, and administration. The
following list is not comprehensive, but it highlights several
administrative areas (o which he must give his attention.

The first and the most distractive to training is the huge
volume of administrative paperwork that flows into a
company- -DFs, reports, work orders, naintenance
requests, and similar actions.  (How much of this paper
is necessary is @ topic for others to consider.) The com-
pany copumander and his leaders have to process every-
thing that comes in, and it is vital that he develop and
maintain a systematic and efficient method to meet the
requirement.  The first sergeant and the XO must work
closely with cach other and with their company commander
10 get this paperwork completed correctly and on time.

Maintaining the required reenlistinent records, for exam-
ple, is a big job.  The commander must first review the
reenfistment regulations.  Then he must select a good staff
sergeant to act as the company reenfistment NCO and give
him an opportunity to train on the Army’s various Re-Up
Progrms.

An individual soldier’s Reenlistruent Data Card, DA
Form 1315, lists the interviews the commander must con-
duct during.a soldier’s time in the unit. It takes a lot of
work by the reenlistment NCO and the commander to keep
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up with these interviews, I they are done propedly,
though, these interviews will not only meet the reguirement
but deliver added benefits as well.

The reenlistment NCO can Teed the individual cards in
to the commander by platoon as individual interviews come
due.  The commander can then consult & platoon sergeant
on each sotdier as he Blls out the DA Form 1315, Inthis
way, the strengths and weaknesses of the soldiers arc iden-
tifiect, and the commander can reintorce the counseling the
soldier has already heard from his chain of com-
mand. Interviews can be conducted in the field as well
as in garrisod.

Recognizing soldiers for outstanding work is an area that
is often neglected.  Different posts have various rules for
giving awards, but a company commander can cantrol
recognition at his company formations.  Recognition can
take many forms-—an Army Achievement Medal, for
instance, or a battalion certiticate of achievement, a three-
or four-day pass, or a handshake amrd a few words in front
of the assembled unil.

Consistency in the unit awards program is fmportant and
can be obtained il there is a set of criteria for awards and
a chain of command that foilows it.  The XO, in close
coordination with the first sergeant, is the man to oversee
the program and ensure ¢uality control.  Formal awards
ceremonies in accordance with F'M 22-5, Drill and Ceremo-
nies, should be used in recopnizing the unit’s soldiers.
T hl.\ instills pride and professionalism and reinforees
discipline.

A formal puyday activities program can deliver many
positive results.  [nsuch a program, the leaders are tasked
with preparing their soldiers for inspection of rooms and
uniforms.  This develops attention to detail, initiative, and
dependability among NCOs and young solders. Supervi-
sion and inspections ensure that everyone knows the proper
way to wear the Army green uniformy, and barracks stan-
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dards wre reallirmed in the sime way.

A formal in-ranks inspection on that day exercises the
leaders in conducting drill and ceremonies. The tradi-
tional halt-day off on payday tor conducting personal busi-
ness 15 a1 service to the soldier and his family.

Payday formations are also eftective tor accomplishing
many administrative requirements such as POV inspec-
tons, hearing teses, preparadon for overseas movetnent,
and counscling.,  Morale and unit cohesion are also
improved by good pavday activiries, because the soldiers
will feel good about themselves and their company as a
result.

The additional duty responsibilitics delegated o the licu-
tenants should be under the direct supervision of the
NO. These duties are essential to the smooth function-
ing of the company and also 1o the professional develop-
ment of the young officers, I is through the excercise of
these duties that the lieutenants begin to grasp the wide
range of activities involved in running a ritle company.  In
addition, balancing these dutics with his duties as a pla-
toon leader forees a new ofticer to set priorities and man-
age s Lme.

The company charge of quarters (CQ) and runner posi-
tions are important for three reasons.  Iirst, the profes-
sienal development of the unit’s NCOs and soldiers can
be improved if attention 1o detail, aceeprance of responsi-
bility, and exceution to standards is demanded and checked
by the cotnpany chain of command.  Sccond, the man-
ner in which the CQ and runner conduct themselves in deal-
g with visiting staff dury ofticers, parents and other
guests, and telephone callers gives an nupression ot the unit
that is either protessional or unprofessional,  Finally, the
CQ and his runner aftect the readiness of the unit, partic-

ularty when an alert notification oceurs during off-duty
hours and the () and his runner must begin the notificy.
tten process and the outfoad procedures in the absence of
the major members of the chain of command,

A wise conumander-- through his first sergeant and by
wity of an up-to-date, well-organized Q) book-—will
ensure that the company CQ and his runner are prepared
to acr effectively and professionally in his absence.

Needless to say, many ot the techniques desciibed in tiis
paper are not new. They iochede elements of the Baceal
ion Training Management System (BTMS), higher unit
S0Ps, and ather commanders’ techuiques.

The message 15 not that these techniques are the only
way to do business but that each commander must develop
Lis own methods of handling all of the interconnected
aspects ol a company’s operations,  The formats and
cheeklists | have used shonid be useful as a starting point,
and copies of them will be sent upon request to INFAN-
TRY, P.0O. Box 2003, Fort Benning, Georgia 31905-0605.

Lnits with o strong, informed chain of command and
set procedures for training, operations, maintenance, and
adnminmstration will Tunction effectively in garrisen, in the
field, and in combai.  Discipline and a “fcombat attitude?’
will manifest itself in all the activities of such a unit.  This
type of unit is the result of a commander who knows him-
sell, knows how to lead men, and has started out with a
“Plan for Command.”

Captain Danny W. Davis commanded rifle companies in the 824d Air-
borne Oivision and the 3d Battalion, 75th Ranger Regiment.  tle aiso
served inthe Berlin Brigade and the bth Special Forces Group and
is now assigned to the Combinod Arms and Tactics Department at
the Infantry Schooel. e is a 1976 graduate of Texas A and M
University.
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