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INTRODUCTION

Staffs exist to help the commander make and implement decisions. No command decision is more important or more difficult to make than that which risks the lives of soldiers to impose the nations will over a resisting enemy. 

Staff organizations and procedures are structured to meet the commander’s critical information requirements. Therefore, to understand the staff and its organization, responsibilities, and procedures, it is first necessary to understand how commanders command. 

Since the Army exists to successfully fight and win the nation’s wars, understanding command begins with understanding how the Army fights. The skills, procedures, and techniques associated with command in war also may apply to managing Army organizations in peacetime, however our doctrine must focus on warfighting.

Medical noncommissioned officers play critical roles in all levels of command activities and functions. To enhance our roles and increase our abilities to support the commander we must possess a thorough understanding of the commander and staff roles in the various levels of command. This lesson focuses particularly on the division and brigade levels.

BASIC TERMINOLOGY

In order to comprehend the complex issues of staff organizations you must understand the following terms:

Command

Command is defined as the authority a commander, in military service, lawfully exercises over his subordinates by virtue of his rank and assignment. 

Command is vested in an individual who has total responsibility. It includes the authority and responsibility for effectively using available resources and for planning the employment of, organizing, directing, coordinating, and controlling military forces. However, “Command” goes beyond the practiced application of managerial skills, it is the art of decision making and of leading and motivating soldiers and their organizations into action to impose the nation’s will over the enemy and accomplish missions at the least expense in manpower and material. Commander posses authority and responsibility and are accountable while in command.

Authority

Involves the right and freedom to use the power of command and, ultimately, to enforce obedience. The commander’s authority to enforce his decisions is one of the key elements of his position. However, the right to enforce decisions bears the responsibility for their consequences. To command is to direct with authority.

The commander can delegate specific authority to staff officers to decide and to act within their own areas of responsibility. The “broad fields of interest” determine the responsibilities of the staff.

Responsibility

Is the legal and ethical obligation the commander assumes for the actions, accomplishments, or failures of a unit. He is responsible for the health, welfare, morale, and discipline of personnel as well as the equipment of his command. In wartime, the commander assumes the responsibility for taking and saving human lives.

The commander is responsible for all that his staff does or fails to do. He cannot delegate this responsibility. The final decision, as well as the final responsibility, remains with the commander.

Accountability

Accountability is the requirement for the commander to answer to a superior and ultimately the American people for the effective and efficient use of delegated responsibility, authority, and resources. These delegated duties ultimately affect the life of every soldier under his command.

Command & Control

While command is the authoritative act of making decisions, control is the act of monitoring and influencing this action. 

The command and control system is defined as the facilities, equipment, communications, procedures, and personnel essential to a commander for planning, directing, and controlling operations of assigned forces pursuant to the missions assigned. The term system is deceptive. It does not solely mean an arrangement of equipment such as a communications system. The C2 system is an organization of resources the commander uses to help plan, direct, coordinate, and control military operations to ensure mission accomplishment. The result of C2 is combat effectiveness.

Chain of Command

The chain of command consists of the successive commanders and leaders through which command actions are directed (Figure 1). Military operations demand strict adherence to this chain. 

Sometimes, loss of the means to communicate can prevent orders from being issued. In this case, the subordinate is expected to base his actions on the commander’s intent. Commanders must prescribe the succession of command for all contingencies, from temporary absences to the loss of commander and staff.

Under usual conditions a commander may bypass levels in the chain of command. If he does so he assumes responsibility for orders given. He must inform the intermediate commander of the actions taken as soon as possible and must quickly reestablish the normal chain of command.
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Figure 1
THE STAFF GROUPS

The commander’s staff groups are composed of officers who are specifically ordered, or detailed to assist the commander in his exercise of command (Figure 2). The order may be either for full-time duty or as an additional or dual-duty for those officers who are in command of a subordinate unit. The commander normally delegates the authority to the chief of staff (CofS) for the executive management of coordinating and special staff officers.

The commander and his staff focus on recognizing and anticipating battlefield activities in order to decide and act faster than the enemy does. All staff organizations and procedures exist to make the organization, analysis, and presentation of vast amount of information manageable for the commander. The commander relies on his staff to get from battlefield “information” to battlefield “understanding” or situational awareness, quicker than his adversary.
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Figure 2
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Figure 3
Staff Group Objective

The objective of the staff group is to produce understanding or situational awareness for the commander and subordinate commanders. All other staff activities are secondary. 

Situational awareness information creates an understanding of the situation as the basis for making decisions. Simply, it is understanding oneself, the enemy, and the terrain environment.

Execution information communicates a clearly understood vision of the operation and desired outcome after a decision is made. Examples of execution information are:

· Conclusions

· Recommendations

· Guidance

· Intent

· Concept statements

· Orders

Situational awareness and effective execution are accomplished by providing better, more relevant, timely, and accurate information; making estimate and recommendations; preparing plans and orders; and monitoring. Staff officers must focus all their efforts on supporting the commander and on helping him support his subordinate units.
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Figure 4
THE MILITARY DECISION MAKING PROCESS

True understanding should be the basis for information provided to commanders to make decisions. Commanders make decisions using the military decision-making process (MDMP). The staff continuously provides the two types of information during this process in order to enhance understanding and speed decision making.

The military decision-making process (MDMP) is a tool that assists the commander and staff in developing estimates and a plan. The steps in the process include: receipt of a mission, mission analysis, course of action (COA) development, COA analysis, COA comparison, COA approval, and finally orders production. The staff continuously analyzes information and submits estimates to provide important inputs into the decision making process. The MDMP steps are listed in Figure 5.
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Figure 5
Each step of the process begins with certain input that builds upon the previous steps. Each step in turn has its own output that drives subsequent steps. If errors are committed early in the process they will impact later steps.

Preparing Staff Studies

To solve a problem the staff officer must research the problem to identify issues, develop and evaluate alternatives, and recommend effective action based on relevant facts. The staff study is one means to present his findings. Because a staff study generally conforms to the problem-solving model, it is both a formal military problem-solving process and a format. The staff study is the written form of a decision briefing. 

Procedures for preparing a staff study include the following seven steps:

1.
Identify the problem – Determine exactly what the problem is and precisely and clearly define the problem’s scope and limitations.

2.
List facts and assumptions – List all facts bearing on the problem. If crucial facts are not available, use valid assumptions to replace facts.

3.
Develop possible solutions – Brainstorm and pose possible solutions. After extensive evaluation, select the best available solutions, screening out unacceptable alternatives.

4.
Research and collect data – Research and collect additional corroborating facts to support available solutions.

5.
Interpret data – Analyze data to prove or disprove possible solutions. Looking at feasibility, acceptability, and suitability will help direct further research by eliminating unsatisfactory solutions, identifying solutions, and checking them for nonconcurrences.

6.
Evaluate alternative solutions – Compare and contrast the alternatives. Use quantitative techniques such as a decision matrix. The best solution will be the most feasible, suitable, and acceptable solution fulfilling the evaluation criteria.

7.
Prepare staff study – The staff study consists of a summary sheet (body) and annexes, along with the 10 basic paragraphs. See FM 101-5 for complete format and examples.

Staff Action

To complete a staff action the staff member submits a completed staff paper. The staff paper should be brief and to the point, containing the essential elements of information for the commander to understand the staff action and reach a decision. After the command action is completed, such as approval or disapproval, the paper is returned to the originating staff officer for processing and action.

STAFF ORGANIZATION

Commanders organize the staff groups according to three majors interrelated considerations. The fundamental consideration is the mission, as it determines the activities that the units must accomplish. Secondly, the commander must consider the broad fields of interest to determine how duties and responsibilities are divided. Finally, he has to observe the regulations and laws designed to establish special relationships between certain staff officers.

Staffs at every echelon of command are structured differently, but every staff has some commonalties. The basic model for all staff structures includes a CofS/XO and three staff groups: personal, coordinating, and special. The number of coordinating, special, and personal staff officers within each group varies at different levels of command. The commander may integrate TDE staffs with MTOE staffs to promote unity of effort and to save resources.

Figure 6 depicts the typical corps or division staff structure.
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Figure 6
Personal Staff Group

Personal staff officers work under the commander’s immediate control. They also may serve as special staff officers, or as members of a coordinating staff section. When performing their duties as special staff officers, these personal staff officers may work through the CofS and under a specific coordinating staff officer for coordination and control purposes. Members of the personal staff include:

· Personnel the TOE or TDA specifically authorizes as personal assistants, such as aides-de-camp

· Personnel the commander desires to supervise directly

· Personnel who by law or regulation have a special relationship to the commander

Coordinating Staff Group

The coordinating staff officers are the commander’s principal staff assistants and are directly accountable to the CofS. Coordinating staff officers are responsible for one or a combination of broad fields of interest that include personnel, intelligence, operations and training, logistics, civil-military operations, and signal. 

They help the commander coordinate and supervise the execution of plans, operations, and activities. Collectively, through the CofS, they are accountable for the commander’s entire field of responsibilities. The staff is not accountable for areas the commander decides to personally control.

Special Staff Group

Special staff officers help the commander and other members of the staff in their professional or technical functional areas. The specific number of special staff officers and their duties vary at each level of command. Special staff sections are organized according to functional areas. 

The commander assigns responsibilities to specific coordinating staff officers for each of the special staff functions. Although special staff sections may not be integral to a coordinating staff section, there are usually areas of common interest and customary association. Therefore, a coordinating staff officer might be responsible for coordinating a special staff’s action.

Among others, the special staff group may include the surgeon, staff judge advocate, provost marshal, public affairs officer, finance officer and the engineer.

Common Staff responsibilities

Staff activities focus on the purpose of the staff; to assist the commander. This is accomplished mainly by staff contributions to the timely making and executing of decisions. The commander and staff should be continually alert to opportunities to streamline cumbersome or time-consuming procedures. 

Staff activities must contribute to mission accomplishment and the procedures employed must be the means to accomplish the mission in an effective manner.

All staff members perform the following activities as they apply to their individual and collective responsibilities:

· Advising and providing information to the commander

· Preparing, updating, and maintaining staff estimates

· Making recommendations

· Preparing plans and orders

· Monitoring execution of decisions

· Processing, analyzing, and disseminating information

· Identifying and analyzing problems

· Conducting staff coordination

· Conducting training

· Performing staff assistance visits

· Performing risks management

· Conducting staff inspections

· Conducting staff writing

· Conducting staff research

· Performing staff administrative procedures

· Supervising staff section and staff personnel

The Assistant/Deputy Commander

These commanders are not normally part of the chain of command, and may give orders to the CofS or his assistants only when, and within the limits the commander authorizes. The relationship between the assistant commander and the staff is unique. Staff members do not work for the deputy or assistant commander unless the commander directs this relationship. Each commander must describe his deputy or assistant commander’s role, duties, and relationships with the CofS, the staff and the commander’s subordinate units.

In addition, assistant/deputy commanders must keep themselves informed of operations so that they may assume command if needed and continue normal operations.

The Chief of Staff

The CofS (XO) is the commander’s principal staff officer. He directs staff tasks, conducts staff coordination, and ensure efficient and prompt staff response. The CofS oversees coordinating and special staff officers, but not necessarily the commander’s personal staff, although he interacts with them daily. The commander normally delegates executive management authority (equivalent to command of the staff) to the CofS. The CofS frees the commander from routine details and passes pertinent data, information, and insight from the staff to the commander and from the commander to the staff.

The value of a close and special relationship between the commander and the CofS cannot be overstated. The CofS must be able to anticipate battlefield events and share with the commander a near-identical battlefield vision of operations, events, and requirements. He must understand the commanders intent better than, or at least as well as, subordinate commanders. Staff members must inform the CofS of any recommendations or information they pass directly to the commander or of instructions they receive directly from the commander.

A CofS is located at corps, division and major support command echelons and other units commanded by a general officer. The executive officer (XO), performing the duties of the CofS, is located in units not commanded by a general officer. 

Listed below are some of the specific areas that are the responsibility of the CofS. In addition to these duties, he is also responsible for coordinating staff responsibility for the headquarters commandant, the secretary of the general staff, and the liaison officers.

Specific duties of the CofS include:

· Integrates and synchronizes the warfighting plans.

· Manages commander’s critical information requirement

· Enforces commander’s planning time line

· Monitors staff’s combat and mobilization readiness

· Organizes, plans, and conducts staff training

· Supervises all tasks assigned to the staff

· Directs the efforts of coordinating & special staff

· Supervises the targeting, deep operations, and other cross-forward line of troop cells

· Integrates deception planning and fratricide countermeasures into the plan

· Supervises main command post and HQ cell

· Ensures staff work conforms to the mission

· Ensures staff integrates and coordinates it’s activities internally, and vertically/horizontally with other units

· Ensures staff assistance to subordinate commands

The Coordinating Staff Group

The coordinating staff group is composed of six officers designated as Assistant Chiefs of Staff (ACofS) G1, G2, G3, G4, G5, and G6 at the division and S1, S2, S3, S4, S5 and S6 at brigade level. Each one of them establishes procedures for coordinating and integrating special staff activities with their field of interest and responsibility (Figure 7). The number of coordinating staff officers varies at different levels of command. The commander may integrate TDA staffs with MTOE staffs to promote unity of effort and to save resources. 

Following are the specific coordinating responsibilities of each ACofS.
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Figure 7
ACofS G1/S1, Personnel

The G1 is the principal staff officer for all matters concerning human resources (military and civilian). These include personnel readiness, personnel services and headquarters management. He advises other staff officers and assists them in handling personnel matters in their particular functional areas. Some of the major areas of responsibility for the G1 are show below including subtask examples for each.


Manning

· Personnel readiness management

· Unit strength maintenance/retention


Health and Personnel Service Support

· Morale support activities

· Quality of Life program

· Postal operations

· Awards program


Headquarters Management

· Organization and administration

· Space allocation

· Administrative support

· Movement


Staff Planning and Supervision

· Administration support for leave, passes, and counseling

· Discipline

· Transfers

· Intelligence recommendations

The G1 is responsible for coordinating staff responsibility for several special staff officers when they are performing duties as special staff officers, including:

· Adjutant General

· Civilian Personnel Officer

· Surgeon

· Dental Surgeon

· Equal Opportunity Advisor

· Finance Officer

· Veterinary Officer

When coordination is necessary, the G1 is also responsible for coordinating staff responsibility for:

· Chaplain

· Inspector General

· Public Affairs Officer

· Staff Judge Advocate

The duties and responsibilities of special and personal staff officers are outlined in detail in the reference.

ACofS G2/S2, Intelligence

Coordination and assistance within the members of the staff are always required and particularly essential when it comes to intelligence matters. The G2 advises, and assists or ther staff officers on all intelligence and counterintelligence phases of their functional areas. Some of the major areas of responsibility for the G2 follow below, with a few subtask examples for each.


Military Intelligence

· Collect, process, produce, and disseminate intelligence

· Procure/distribute maps and aerial photos

· Assist G3 planning target acquisition

· Coordinate with other staff members on enemy situation affecting their particular areas


Counter Intelligence

· Identify enemy’s human and signal intelligence capabilities affecting

· OPSEC

· SIGSEC

· Deception planning

· PSYOP

· Rear Ops.

· Force protection


Security Operations

· Supervise unit security program

· Coordinate security checks for indigenous personnel


Staff planning and Supervision

· Over Special Security Office


Intelligence Training

· Prepare intelligence training plan

· Integrate intelligence and counterintelligence, operational security and other into training plan


Coordination of Staff Responsibility

· Staff weather officer (SWO)

· Weather conditions can affect all operational areas and therefore can become a critical issue when preparing plans for any type of operation. The SWO evaluates and disseminates weather data including forecast, warnings, advisories, and any other weather related information.

ACofS G3/S3, Operations

The areas of responsibility for the ACofS G3 are extensive. His decisions have a great impact on combat health support. One of the operational responsibilities to determine combat service support (CSS) resource requirements, as well as, recommending task organization and assignment of missions to subordinate elements. Some of the major areas are listed here with a few task examples for each.


Training

· Supervise the command training program

· Determine training requirements

· Determine allocation of training resources

· Organize and conduct internal schools

Operations and Plans

· Prepare, coordinate, authenticate, publish, and distribute the command’s:

· SOP

· OPLANs

· OPORDs

· FRAGOs

· WANOs

· Monitor the battle

· Ensure necessary CS requirements are provided when and where required

Force Development and Modernization

· Review, analyze, and recommend a planed or programmed force structure

· Field new weapons and equipment systems


Staff Planning and Supervision

· OPSEC

· Force protection

· Airspace command and control

· Area damage control

Coordination of Staff Responsibility

· 17 special staff officer are under the G3 (review FM 101-5 page 4-13)

The G3 force development responsibilities include evaluating the organizational structure, functions, and workload of military and civilian personnel to ensure their proper use and requirements. He also coordinates with the G1 on administrative procedures dealing with discipline, law and order.

ACofS G4/S4, Logistics

The G4 is the principal staff officer for coordinating the logistics integration of supply, maintenance, transportation and services for the command. He is the link between the support unit and his commander and other staff members. Following, you will see a few of the major areas of responsibility for the G4.


Logistics Operations & Plans (general)

· Provide enemy logistics information

· Develop (with the G3) the logistics plan

Supply

· Determine supply requirements (less medical)

· Direct disposal of captured enemy supplies

Maintenance

· Monitor and analyze equipment status

· Determine maintenance workload requirements (less medical)

Transportation

· Coordinate transportation assets

· Coordinate with G3 on transport of replacements and EPWs

Services

· Coordinate the construction of facilities

· Coordinate field sanitation

Staff Planning and Supervision

· Battlefield procurement and contracting

· Real property control


Coordination of Staff Responsibility

· Transportation officer

Notice that the G4 is not responsible for the supply of medical items or maintaining medical equipment. Medical logistics responsibility belongs to the support operations officer (S7) who is added to the coordinating staff in support battalions.

The G4 assists the support unit commander in maintaining logistics visibility with the commander and the rest of the staff. He must also maintain close and continuous coordination with the G3.

ACofS G5/S5, Civil-Military Operations

The G5 is the principal staff officer for all matters concerning the civilian impact on military operations and the impact of military operations on the civilian populace. 

These matters are know as civil-military operations. This ACofS works to enhance the relationship between military forces, civilian authorities, and personnel in the area of operations to ensure the success of the mission. Following are some of the major areas of responsibility for the G5 and a few examples for each.


Civil-Military Operations

· Advises the commander of:

· Civilian impact on military operations

· Legal and moral obligations concerning the impact of military operations on the local populace

· Minimize civilian interference with military operations

· Establishes and operates the civil-military operations center (CMOC)

Staff Planning and Supervision

· Attached civil affairs units

· Military support to civil defense

· Protection of culturally significant sites

· Noncombatant evacuation operations (NEO)

ACofS G6/S6, Signal

The G6 is responsible for all matters concerning communication and computer networks. He controls the use of information capabilities for the power projection sustaining base to the forward most fighting platforms. Following are some of the major areas of responsibility for the G5.


Signal Operations

· Manages the use of information networks capabilities and services

· Manages radio frequency allocations

· Recommends signal support priorities

· Manages all signal support interfaces

· Coordinates, updates, and disseminates the command frequency list

· Manages the production of user directories

· Recommends locations for command post

· Coordinates availability of commercial systems

· Manages communication protocols

· Recommends information requirements to G2

· Internal distribution, message service, and document reproduction

· Participate in targeting meetings

Automation Management

· Manages the employment of automation including the Automation Management Office

· Establishes automation systems administration

· Coordinates the configuration of local area networks

Information Security

· Manages COMSEC and the Information System Security Office

· Establishes automation systems security

· Recommends C2 project priority information requirements

Staff Planning and Supervision

· The command’s signal support network

· Activities of the signal office

Another G6 duty under the signal operations area is to ensure that the means for a redundant signal are available. This redundancy is necessary to pass time-sensitive battle command information from collectors to processors and between medical units and supporting laboratories.

INFORMATION MANAGEMENT

Information management narrows the gap, as much as possible, between the information the commanders requires and the information available to him. All information that commands produce has one overriding purpose; enable the commander to make timely decisions during the fog of battle. All information must be reliable and the staff must insure is verifiable. The commander seeks a dynamic battlefield visualization that will lead him to understand what actions the force requires to produce success. His visualization includes military, political, and psychological considerations. 

Information Categories

Information provides a basis for decision making. Recognition and prompt transmission of critical and exceptional information is essential at all echelons of command. 

The army uses three traditional designations for the various types of information: critical, exceptional, and routine.

· Critical Information

Directly affects the successful execution of operations. The commander’s critical information requirements (CCIR) include information the commander requires that directly affects his decisions and dictates the successful execution of operations. Determining the CCIR helps the commander reduce the amount of information reported to him to what is important and what is urgent to mission accomplishment.

The commander alone decides what information he deems to be critical, based on his experience, the mission, input from his staff, and the higher echelon commander’s intent. The CCIR are expressed as three types of information requirements:

· Priority intelligence requirements (PIR)

· Friendly forces information requirements (FFIR)

· Essential elements of friendly information (EEFI)

The commander must review his critical information requirements for each operation based on METT-T factors. He then adjusts his requirements as the situation changes.

· Exceptional Information

Exceptional information is specific and immediately vital information that directly affects the success of the current operation. Unlike critical information, exceptional information is neither published nor explicitly stated; rather, tactically and technically competent subordinates and staffs must recognize it as vital.

Exceptional information signals the occurrence of one or more unpredictable, extraordinary events, such as an unforeseen opportunity for success or an early warning of a pending emergency.

· Routine Information

Routine information is standard, repetitive information that occurs during day-to-day operations. It is made routine by SOP. However, some routine information might cross over to become CCIR (for a specific operation).

Communication Channels

Operational information normally moves through the command along specific channels. Channels help streamline information distribution by ensuring the right information is passed in a timely manner to the right person. There are three channels through which commanders and their staffs communicate; command channels, staff channels, and technical channels (Figure 8).
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Figure 8
· The command channel is the direct chain-of-command link that commanders, or authorized staff officers, use for command-related activities (Figure 9).
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Figure 9
· The staff channel is the staff-to-staff link between headquarters. The staff uses the staff channel for control related activities, and to coordinate and transmit planning information, controlling instructions and other information to support command and control, such as the intelligence operations net, or the administrative logistics net (Figure 10).
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Figure 10
· The technical channel is the technical link between two similar commands within a larger command (Figure 11). Technical channels are typically used to control combat support and combat service support related activities required by the larger organization, such as in the fire direction net, the forward area air defense (FAAD) command and control intelligence, and so on.
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Figure 11
SUMMARY

As NCOs are known to be the backbone of the army, the commander and staff groups may be called the brain.  Following this analogy you can understand that the commander and staff group cannot be effective without NCO support. They depend on NCOs to acquire the information necessary to make critical decisions and fulfill their responsibilities of command and control. During conflict commanders have to make decisions that risk lives; it is fair to say that good NCO support saves lives. 
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