The Command Post SOP:
A Blueprint for Success

By Caprain Erie £ Price and Caprade Jay 4, Hedsirom
Su. manthe e possed since vor fefi the Advanced

Conrse and were acslipred of an assislan! 53 in a

divisional combal engineer bettallon. Tn thar Hive vou
hgve wlped develop the betfalion s training plan, which
culmingtes with phe Sanalion’s fiesd Nadloral!  Trodniog
Cerfer siation in hwo years. Todoy, i youn opdete the
barfalion comprerder, sy thoweghis race ol wor
mimd, The batteliovn changes cowmmand in fusd we weeks,
frvee key ol capteing recently fook commiand, leaving
lewtenants to pick up the pleces; the hasalion aperations
NOQ just aveived  Tast mownth; omd enlisted  personned
nirrfifence within rhe Heodguarters Company i figh, Your
chest Hgrhiens av veur realize for the first me that .J.rr.|:|' iy
stafl exercives remain before the rotation, The battalion
connnander remindds you that since the rew 53 fust arvived,
v e e senier, most experienced e an e battelion s
batsle siall, Headimg baok o the office, you war-game wavs
fev priali the staff bogerher in the short time left o prepare

personnel turbulence, mtegration and quick training of

new persennel are prerequisites for swccocss, Engineer
battalions work hard to develop, refine, and exccute simple
battle drills ot squid and crew levels, Limited tramming
resources have resulted v focused plitoon batile 1asks and
company misskon casentinl sk lists, However, madty unats
spend little time orpatizing command post operations, or
when they do, they fail 10 comamit the resalis 10 paper, Al
best, this causes them to rednvem s wheel—mmther thom
building and refining an existing prodisct—every Hme o new
commander, exccutive officer, of 81 woumes his duties

I n ledfny's Army of rapidly changing missions mnd high

Wit CaNe, WEily sl fe-etzhiligh [m'u.'.:dnrl.rﬂ every hime
their comemand post deplovs, In either cose, the commanmd
post sMall  spends 100 e managing  mntermal
operations rather than focusing on tmely and effective
command and contral of combat operations. Unils armving
al the Matigmal Traming Center often pre ill-prepared o
execule the key stall battle tusk of operating the hostalion
tuctical operations center (TOC), Batualions with o well-
established Command Post Standing Operating Procedure
(CPSOP) for their main, réeor, tactical, and administrative
command posts are better able 1o cope with the mgidly
chomging conditions of the batleficld and tend i condsct
marre siecess iul combat operations.
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This orsche describes o method the combat engineer
battulion's battle staff can use to develop and implement o basic
CPSOP. The method is applicable 0 all battabion command
posts. 1§ focuses on establishing the CPSOP pround six basic
T fumctions; identifying the key supporting tnsks and refabed
twctics, bechniques, and procedures (TTPsy for each of these
fumetions,; amd orpanizing and implementing those TTRs.

CPSOP Development

here are several ways o arrive al & workable CPSOP
T Each member of the hattle siaff should st oem o

doctrinal manuals, because it B imporiant nol only o
understand his own dutses and rl,.“-]HMHitHIi.IiE'l bt alss ihise
of ather personnel, Many mansals include wn overview of
TOC operations, bul few provide detailed gundance on
extabdishing amd implementing 4 workable S0P, Our CPSOP
4!1."|.l|:|.:_|-|1||.'||.:'r|-| l'll.:gin: with the six homic TOO function:
hentified 10 the Center for Army Lessons Leamed (CALL)
newsletter, Tactioal Cperatons Center (May 1995)

Recerve information,
Distribute information.
Analyze infismmntion,
Make recommendations,

Integrnte resources.
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Synchronize resources.

This CALL newsletter cloarly explains how to assess cumend
command post operations wnd develop o tmining plan for
improvement. The six TOC functions are not Listed in pny
Anmy field mamaal, but tsey £t the asiom “fomm follows
function.™ In other words, decide up fromt what fenctions the
TOC musi perform o be svecessful, Thea adenufy the
nmethodolegy 10 best accomplish esch function with available
PESOHITEE,

Jl_'x|'|i1|‘.' L'J.I"I:II.H_ thern six “TOH™ funetions, 1i||.."_|.' ;.1|'||'||.:|-' [{%}
the main, tetical, and rear comprand posts. Throaghaoul this
arficle, references 1o the TOC pertain w all combat engineer
bttilion commind posts, To ensare that all essentml tasks
ol supporting TTPs are addressed and Tully miegrated in the
final product, all sl secuons and other command post
personmel must be invalved mo the development process
Begin by gathering personnel from ench battalion commiand
porst 1o discuss these functions, Work together o determine
csaentinl ks that seppor ench function, Becouse ench
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function depemds on the others. some wsks don't it well
under any porticular one. List those tasks separately. os they
will be addressed further when CPSOP organization begins.
Tasks in the CALL Newsletter provide on excellent
starting point for developing n list of tasks that suppori each
TOC function. Identify additionn] wsks based on the unit's
specific experience and mission, Detniled descriptions of the
functions and supporting tasks dentificd in CaAll’s
Tiretteal Operattons Cenrer Tollow:
Receive Information. Receive information theough
stondardized repons and orders from subordinne, higher,
anad gdjacent units. Supporting tasks inelude:
Receive messages, reporis, amd orders.
Monitor the tsctical sibuteosi wiwd track the battle,
Monitor the lecation and activities of fnendly units,
Lipdate TOC charts and heads-up displays,
Upsabate maps and overlays,
Muintain g TO jineronl

Distribute  Information. Conrol  snfocmation  diste-

buteon wiathin the TOC; report intormation o subondinats,
higher, and adjscen unis,

-0 O-0-0-0

Submil reports,

Contred message traffic Mow,

Condugt netrunsmisson operstions,

Conduct relay aperations,

Publish and distrbute orders,

Conchuct shifl change, commmand, and inbeomation brefimgs
Anabvee Information. Consolidate reports and consduct

batile stafl analysis as part of the Tacticnl Decision-Making
Process {TDIMP),

0 Consoludnte reporis.

v [ v g e |

0 Conduct predictive onalysis using collected datn.

a

Dievelop a time ling,
Conduct the TDMP and orders drill.
Moke Hecommendations, Sybmit recommendations o
the commander based on the analysis of imformation colleched.
Integrate Reseurces, Coordinate integrotion of the unit’s
activities with those of subordinnte, higher, and adjscent
LLS.

|

0 Coodect assistand beigode enginecr amd tactical operations,
0 Produce annexes for the higher headquarters order,

A  Receive and integrate enginecr and combined anms
nitnchnsenis,

Syvnchromize Resources. Synclwonize the unit’s activities
with those of subordinate, higher, and adjacent units.

O Condwuct laison operatsons,
A Coordinote with other units.
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The following tisks relate fo the overall operation of the
command post and support oll six basie TOC functions;

o Identify the tosk or purpose of each commangd post
A Sei up ond dismantle the command post.

O Establish mission-dependent command post
configurations.

1 Establish guard, sleep, ond shift manning plans.
A Momitor mdios.
0 Provide life support for TOC personnel.

After identifving essential supporiing tasks, outhne the
TTPs used to excoule ench tosk based on doctnine and the
unit's way of doing business. If the unit hos no established
method for executing an identified supporting task, broinstonm
o mothod and commit i w paper, Since this is a working
dcumcnt, it's okay to try new things. However, the TTPs vou
develog should not conflict with other established SOPs for
woir unit o with those of your supported maseuver unit. Once
TTPs for each supporting @sk hove been identified, organize
the tasks into o logical sequence o develop the layvour of the
CPSOP.

CPSOFP Organization

he six basee TOU functions provede n means of
T identifving supporiing 1asks, but becawse e functions

are interrelated, i is difficult 1o use them o ofganise
supporting tasks in a final S0P, Instead, look at the tasks
using the five “Ws"—who, whet, when, where, why—and how
Sections of the CPSOP can then be designed around
answering one or two of these questions, Orgonize ench
section by wddressing the TTPs that suppor ench task as it
relates to all of the unit’s command posts, Use subparagraphs
or subsections as necessary o provide detailed mformation
regarding TTPs that pertnin enly to one command poast. The
figure on poge 45 shows o sample format.

Another method of orgnmizing the CPSOP s to first st the
miain, tactical, and near command posts and then discuss the
manming, leyoul, and operation of eoch, However, this
upprooch  con kead  fo redundoncy  and o sense of
compartmentalization. Addressing tasks m the CPSOP by the
five “Ws" focuses on the fundamentals of command post
operations  before  differences  between  ench  type  are
descnibed. This method eases the transition of personnel from
one command post to another within the unit, as ofien happens
when units “surpe” personnel o the mamn command post just
before o buttle.

CPS0F Implementation

he Inst stage in the process is to tmin ond implement
the CPSOP, thus tumimg written products indo e

TTPs fior the entire battolion batile staff, While many
approaches will achieve the desired results, CALL s Taciioa!
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Sample CPSOP Format

Table of Contants

L Command Pasi Overview (Why) - & briel description
o the how and why of sach command past.
0 Mission of each command post within tha unit (isctical,
man, raar, combatl rains, eic.).
O Task or purpose of each command post.
0 Babtiefald lnydown and locations of command posts,

. Duties snd Responsibiliies Who, What) - &
dafinition af ihe specilic ke sach person plays in command
post oparabons in terms of mission requiremants,

0O Manning and shift makeup and schedus,

O  Lia support lor commarnd posi pemsannal,

O Foks and responsibiities of all command past persen-
nal {battalion commandar, executive officar, command
safgaant majos, primary statt and staft MCOs, suppost
eiaM mnd siaf NCOs, asaistan brigade angineer, batile
capiaing and baile WCOs, linison offiows, madio-
talephone cparatars, drivers., s8g,)

lL. Command Post Layout (Whers) - a dotailed
dascription of the command post's physical properties.
O Physical layout of command post vehlcles, estansaons,
briafing tents, skeep tents, and amennas
Locatons of maps, heads-up disploys, squipmant,
sguipTan siomagn, supply slorage. and parsonne
Allemate command post configunations.
Intagralion wih supponed unit command post.
Seaurity plan.
Communications or oihar links with adacent command
falecii
Aequired Bems such &8 maps, overleys, chars, orders
bosks, menuals, snd supplies.

o

a00g

a

IV, Command Post Operations (When, How) - a clear
descripion of routine aolions during the planning, pre-
paralion, and sxecution phases of combat oparations. Lay
o fhis section wsing the = baskc TOE funclions as an
outling, |t should adorass:

O ndarmation managerman

TOC chart and heads-up dispéays,
Batta-fracking pocedures:
bkaimiganing the command post jourmal.
Briefing farmats.

Standard umil tima fines

TOMP proceduras,

Rapoating procsdisas,
Shill-change procedurnes.
Displmcomar procoduras,
Iregration procadures,
Ratranamil and relay operations.

V. Standardized Charts/Heads-Up Displays (How) -
aiamplas of each acking or information shan 1o be posked
in & command posl. Thaas should be siendardized scross
all sommand posts within the unit,

oogooooooaoooaa
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Operanony Center newsletter suggests the following:

Condisct CPSOP Closses, Conduct eknssropm traming for
all command post personnel on wsks such as the TOC jowmal,
battle iracking. reporting and TDMP procedures, displacement,
and setup'teardown, Classes will fomiliarize personmel with
procedures owtlimed in the new CPFSOP.

Make the CPSOF Part of Garrison Operations, Take
twaks from the CPSOP that mirror tasks corrently performed in
gamison amld make them pirt of the daily routineg. For examgle,
train batife-tracking skills by maintaining a status bonrd of the
battalion’s comgpanies in the 53 shop using the commanid poest
heads-up displays, [In addition, have radio-telephone operators
amswer phones, maintain a staff joumal, and pass on messages
using the same forms as thoese used in the commomd post.
Troin subordinate units to submit reports in gomison wsing the
report formats in the tactical SOP.

Set Up the Command Post Every Month, Exercise load
plans, storape plans, and multiple commond post con-
figurations. Coordisnte for all the batalion commaond posts 1o
st up al conduct communications exescises and TOC
excrcises simultancously and regularly.

Integrate Command Post Operations Into Bowting Unit

lraiping. Don't set up command posts only dunng field
troining cxercises or command post exercises. Use routine
training cvents such as firing ranges and land navigation
courses s training opportunities for the commaond post. Sef up
battalion command posts o SUppon company IFAINIE Svents
=0 that both company and batialion command post personne|
reveive rining.

Revive and Improve the CPSOP. Use the above traming
metheds o wvolidate the CPSOP. Reassess the TTPs ond
update themn as nesessary. The CPSOP must be g “living™
document o meet the chonging needs of an orgerizntion.

Conclusion

bservations ot the Matienal Tmining Center indicate a
Odi.m:l correlation between the ability of unils to

conduct synchronized ond efficiend command posi
operatiens and their level of success i esccuting combsal
iissions. Unit tracking chars may not moke the breach go in,
but accurste mformation gives the commonder wmd staff
appartunitics 1o ke sdvantage of situations as they develop.
A batialion battbe =taff can identify commaond post funetions
nnd essentinl tasks that suppon cach function, commit those
tasks to paper, and train them like o bottle dall. Then they can
use fraining epportunities like thoase provided at the Mational
Training Center fo train personnel in the an—rather than the
mtchanics—aof comimand and control. (]

Caprain Price, the enpineer hattalion fogistical feairer,
ke Prewt g odhaervercomdralier af e NTC sinee 7.

Cuptain Hedstram, tve engineer battalion TOC fralner,
My freen an ohzerver‘oonrrolier al the NTC since 1996,
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