Mission Command

and the Brigade Headquarters Company
PO AR 48 F F- e S B

Kig o FE1 BT
iE% F G e i R
M R

Since the Army began transforming to brigade combat teams (BCTs),
brigades have created different business rules for their headquarters company.
The question has never been whether the Soldiers in this company require
leadership, resourcing, and supervision. The question is which organization
should provide those things. Some believe that this company should remain
as a separate, subordinate organization in the BCT. On the other end of the
spectrum, some would argue that the company should be attached to the
brigade special troops battalion (BSTB), with the BSTB leaders assuming
complete ownership as they do for their other companies. The compromise is
that an operation order or a memorandum of agreement outlines what
responsibilities and authorities the BSTB has. As the Army undergoes another
transformation from BSTBs to brigade engineer battalions (BEBSs), the
guestion of how to exercise mission command with respect to the brigade
headquarters company remains relevant. This article will make the case that
the company should be attached to the BEB and that the battalion should
assume 100 percent responsibility for the organization. This increases the
ability of the BCT to accomplish its mission, which is what we are all trying to
achieve.
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The headquarters company requires supervision like every other company
in the Army. There are numerous tasks that Soldiers must complete each
week. Some of these are directed, such as the requirement that everyone
using e-mail complete their information assurance training. Some of the tasks
are created at the battalion level, based on the experience of the commander
and staff. For example, after 2 months on a recent deployment, everyone was
required to update their emergency data and life insurance.
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Opponents of attaching the headquarters company to the BEB say that such
supervision is the responsibility of the company commander and first sergeant.
That is partially true, but all companies need items to be reinforced or
prioritized, and a company commander and first sergeant do not have the
same depth of experience as a battalion commander and command sergeant
major. Table 1 shows numerous things that the BEB can ensure are
accomplished by headquarters company Soldiers. Many of these things
require mature proofreading, guidance, and input to the content, all of which a
battalion commander and a battalion staff can provide.
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Apply Global Assessment Tool 2.0.1 Conduct Congressional investigations.
Apply U.S. Army Forces Command Soldier Risk Assessment | Conduct feld grade Uniform Code of Military Justice actions.
Tool.2 Distribute command information.
Conduct information assurance training. Audit family readiness group accounts.
Update emergency data records. Maintain unit status reports.
Submit timely award recommendations. Process Financial Liability Investigation of Property Loss.3
Process timely evaluations. Maintain security clearances.
Report serious incidents. Record fags and bars to reenlistment.
Inspect privately-owned vehicles.
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Report accidents.
Conduct incident/accident review boards.
Table 1. Company Tasks Supervised by a Battalion
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The company has resourcing requirements just like the other 29-37
companies in the brigade. Soldiers in the headquarters company must qualify
on their weapons, complete training for a valid military driver's license,
undergo annual drownproofing, train on warrior tasks and battle drills, attend
numerous schools, and satisfy many other requirements. Resourcing the
ammunition, ranges, motor pool, vehicles, field rations, and training areas is
the responsibility of a battalion staff;, and the BEB can do this for the
headquarters company. Who will do this if the company does not work for the
battalion? The company commander is not staffed to accomplish this on his
own, and the brigade staff is busy enough without having the responsibility of
caring for an extra company in addition to six or seven battalions.
Headquarters company representatives should attend BEB training meetings,
resource conferences, and executive officer meetings. The battalion
commander can approve the company training schedules. These are duties
that a busy brigade executive officer or operations officer (S-3) would gladly let
someone else assume so that they can focus on responsibilities across the
battalions instead of managing an individual company.
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Headquarters company leaders require battalion mentorship the same as
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any other company commander, executive officer, or first sergeant. In the past,
the headquarters company was frequently commanded by an officer who had
already commanded another company. Today, the position is routinely filled by
an officer who is commanding a company for the first time and frequently is
not from a combat arms branch. These company level leaders need just as
much mentorship as other BCT company command teams. This mentorship
can come from the BEB commander, and it involves more than just signing
Army Achievement Medal recommendations and other routine paperwork in
an administrative control relationship. Again, the senior brigade staff officers
are too busy to put sufficient effort into mentoring a young captain.

IR ARG R P T H B g £ %‘J@m L FRae - ko
ERU ISR LS $ T ?"“«I—J’ FERERE DI Rz Rb o T Ed ¥
¥ - % &T{@T‘Zﬁv”ﬁfﬁj&?bﬁﬁﬁiiiéﬁ?iﬁ”é’iﬁff?{’ ;ﬁz&w’w??’%%ﬂé\
HuwsegMipecndsdpdie - A d &> FEY kpR1 By ¥ L @l HT
RN EFBRESEETRES > U2 B8 p ¥ v 2 TniEseE SN G
doe R FiEpara R e GRFRE e Al - BEEST Ko

\T\ l\b"

e m

Also, some business shouid remain in the troop-leading chain of command
because it is the business of commanders, not staff officers. Examples include
executing or supervising the Command Supply Discipline Program and
approving risk assessments, leader professional development programs,
command maintenance, promotions, unit commander financial reports, and
unit status reports. Every other company commander has a battalion
commander to conduct change-of-command ceremonies and perform ratings.
Should the headquarters company commander be different? But if the BEB
commander is going to rate the headquarters company commander, that
captain should be attached and completely accountable to the battalion. Only
with complete supervisory and mentoring responsibilities can the BEB
commander provide the headquarters company commander with an honest,
justified Officer Evaluation Report.
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Those who disagree with attaching the headquarters company to the BEB
may argue that the company is designed to be a separate unit. However, the
Army transformed and requires its leaders to be agile and able to accept
change. Based on Stryker brigade after action reviews, transformed BCTs had
a BSTB commander and staff to assume the leadership responsibilities for
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what had been the brigade’'s separate companies. Now, the Army is
transforming again so that even the Stryker brigades will receive a new BEB. If
the BEB performs the function of “unique company” integrator for the BCT
military intelligence and signal companies and numerous other attachments,
why can it not perform the same function for the BCT headquarters company?
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The biggest objection from opponents of this task organization is that the
brigade staff can be tasked by the battalion. For example, the brigade can tell
the BEB to provide six Soldiers for a cleanup detail and the BEB can turn
around and tell the headquarters company to provide one Soldier for the detail.
There are two important points to make here. First, the brigade headquarters
company has 175 Soldiers who can help accomplish brigade missions just like
the other six or seven headquarters companies in the BCT. All Soldiers in the
BCT are assigned for a reason, and all must assume a fair share of taskings.
Second, the BEB S-3 —usually a major with 12-15 years of experience who
has already served on a brigade staff—can be trusted to determine the fair
share of the headquarters company. It is common for key and essential
personnel to be exempted from duty. This technique may be applied to help
keep the BEB S-3 from inappropriately tasking the brigade. Coupled with
communication between the majors working on the BEB and brigade stalffs,
very few issues should arise in this unique relationship.
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One of the headquarters company first sergeants | knew periodically
suggested that things would work better if the company were not attached to
the BSTB. | was always surprised by that opinion because of the many things



the battalion did for the company, such as providing resources and briefing the
headquarters company unit status report so that the company commander and
first sergeant didn't have to do so. lronically, that first sergeant was
unknowingly asking to become less empowered. If the brigade leaders were
tasking the headquarters company for a senior noncommissioned officer
(NCO) directly, they would almost certainly say, “Use Sergeant First Class
Smith for the funeral detail.” However, if the brigade tasks the BEB for a senior
NCO for the funeral detail, the BEB will simply task the company for the name
of a senior NCO. Now the first sergeant is empowered, because he can meet
with brigade senior NCOs to discuss which NCO they should use for the detail.
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Finally, attaching the headquarters company to the BEB is good for Soldier
morale. Leaders should provide inspiration, keep their subordinates informed
and motivated, and create an environment where Soldiers want to come to
work and feel proud of their accomplishments. Everyone wants to feel that
they are a part of something bigger than themselves. But how many brigade
staffs accomplish this? Most of the leaders I've known in headquarters
companies are merely “rowing to serve the ship,” working as hard as they can
so that they can be home by 1900 and not have to come into the office over
the weekend. Table 2 is a list of events that Soldiers in the headquarters
company participated in when they were attached to the BSTB.
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Best battalion competitions Battalion runs

Company commander lunches First sergeant lunches

Offcer physical training Battalion sports day

Organizational day Deployment yearbook

Birthday cards from battalion commander Battalion closeout formations

Command maintenance formations Payday award formations

Combat patch ceremonies Leader breakfasts

Safety awards Battalion commander congratulatory notes
Family readiness group leader recognition Graduation event participation

Table 2. Morale-Building Events
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The majors and senior NCOs on the brigade staff may not care much about
these events, but Soldiers do. Participating in a day of sports or hanging out
with their Families at an organizational day is good for Soldier morale. Being
included in combat patch ceremonies or having their own company pictures in
a yearbook that documented their deployment makes Soldiers proud. Staying
informed by hearing senior leaders speak at formations or lunches increases
the level of job satisfaction for Soldiers. The bottom line is that battalion
functions are important for Soldier morale and provide one more reason why
the headquarters company should be attached to the BEB.
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The intent of this article is to convince Army leaders that the best
relationship for the headquarters company is to be attached to the BEB. No
battalion commander wants to receive a mission such as caring for a company
and then be given mere administrative control instead of full authority to
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accomplish it. Centrally selected battalion commanders and experienced
majors within a BEB are smart enough to appropriately task a headquarters
company while taking care of the company and its Soldiers. The brigade and
battalion executive officers and S-3s are certainly mature enough to maintain
good communications as they refine roles and responsibilities in this unique
relationship. When the company works for the battalion, the workload of the
company command team is greatly reduced and busy senior brigade staff
officers are not burdened with managing a separate company, much less
providing command oversight that is not their responsibility. This means that
the BCT has increased its ability to accomplish the mission by building a
cohesive team through mutual trust, accepting prudent risk, and facilitating
disciplined initiative. | would advise those brigade commanders, BEB
commanders, headquarters company commanders and first sergeants,
operations sergeants major, and anyone else who is still not convinced of this
to try it. I'm sure they will discover that the benefits gained from a pure
attachment far outweigh the burden of having the BEB task the brigade staff
for someone to be on a post cleanup detail every once in awhile.
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