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3 August 2009
MEMORANDUM FOR  CADET BATTALION COMMAND AND STAFF
SUBJECT: Patriot Battalion Command and Staff Standing Operating Procedures (SOP).

1. General.  This SOP formally establishes operating procedures for the Cadet battalion command and staff.  The Command Group and Staff will comply with the provisions contained within and will review procedures on an annual basis to determine improvements or changes necessary.  

2. Definitions.


a. Command Group: The command group consists of the Cadet Battalion Commander (BN CDR), the Cadet Battalion Executive Officer (BN XO/Chief of Staff) and the Cadet Battalion Command Sergeant Major.  


b. Staff: The staff is comprised of the Personnel Officer & Adjutant (S-1), the Security and Safety Officer (S-2), the Operations and Training Officer (S-3), the Logistics/Supply Officer (S-4), and the Public Affairs/Retention Officer (S-5).


c. Command and Staff: This group includes not only the Command Group and Staff per paragraphs a and b above, but the Company Commanders as well.


d. Special Staff: Drill Team Commander, Color Guard Commander and Raider Team Commander.


e. Command and Staff Meeting: A periodic meeting involving the three entities mentioned in paragraphs a through c above.  May required selected paragraph d officers. Refer to Annex A for format.  

f. Staff Call: A meeting convened by the Battalion Executive Officer involving the BN XO and all staff officers.  This meeting is normally held to discuss status of projects and other areas of concern within each of the staff sections.  It is also an opportunity for the BN XO to impart guidance to the staff regarding upcoming events and projects. (Annex A).
3. Responsibilities.  Responsibilities are found in Chapter 1 of Unit 1 in the Cadet hardbound textbook.  Some are extracted and shown below and additional duties are also outlined.  


a. Cadet Battalion Commander:

1) Commands the battalion at all formations.

2) Prepares for, and oversees training and discipline of the battalion during drill days and other occasions when the entire battalion is assembled.

3) Directly responsible for the BN XO, BN CSM and Company Commanders.

4) Ensures the Company Commanders are completely proficient in all assigned duties.

5) Serves as principal cadet advisor to the Senior Army Instructor.
6) Ensures orders and actions are in compliance with JROTC regulations, policies, and directives and with local school regulations and policies.

7) Arranges for required meetings, assembles command and staff as necessary and provides guidance to the Command Group and Company Commanders.  At a minimum will hold one Command and Staff meeting per week.
8) Evaluate any member of the battalion, specifically the battalion headquarters personnel and the company commanders.  

9) In coordination with the SAI, assign missions to all extracurricular team captains (Drill, Raiders and Color Guard).

10) President of the Cadet Promotion Board, the Cadet Honor Court and the Cadet Review Board.

11) Is responsible for all the battalion does or fails to do.

b. Battalion Executive Officer:
1) Supervises, directs and coordinates the battalion staff to prevent overlapping efforts and ensures the battalion commander’s desires are understood and achieved.

2) Keeps the staff informed of the commander’s policies and advises the battalion commander of the status of projects assigned to the staff.

3) Inspects the work of the battalion staff and conducts other inspections as directed by the battalion commander.

4) Serves as the second-in-command of the cadet battalion and commands the battalion during battalion commander absences.

5) Acts as the Commander of Troops (COT) during ceremonies.

6) Will ensure that at least one staff call is held each week.  

7) Serves as the vice-president of Cadet Promotion Board, the Cadet Honor Court and the Cadet Review Board.


c. Battalion Command Sergeant Major (CSM):

1) Is the principal cadet enlisted assistant to the cadet battalion commander.

2) As the senior enlisted member of the cadet corps, the command sergeant major supervises the other noncommissioned officers (NCOs) of the battalion and companies.

3) Is the commander of the unit color guard and is the custodian of the unit colors.

4) Ensures daily flag details are properly trained.

5) Ensures that the battalion area, including the drill area and JROTC offices and classrooms, is maintained in a high state of neatness.

6) Serves as a member on the Cadet Promotion Board, the Cadet Honor Court and the Cadet Review Board.  Is president of Cadet of the Month Board.
7) Assumes command of the battalion in the absence of all other officers.

8) Performs other duties as directed by the BN CDR or BN XO.


d. Company Commander:

1) Company Commanders get things done.

2) Company Commanders are responsible for all the company does or fails to do.

3) Keep the battalion commander apprised of the status of the company at all times.

4) Commands the company during all formations.

5) Ensures that all members of the company know and use the chain of command.

6) Consults the training schedule, studies drill references, and ensures that subordinates are prepared to instruct.

7) Is the principal mentor for the platoon leaders and ensures they are completely proficient in all assigned duties.

8) Conducts inspections at all formations, making on the spot corrections as necessary and follows up to make sure deficiencies are taken care of.


e. The Battalion Adjutant/Personnel Officer (S-1):

1) Is the primary administrative assistant to the battalion commander.

2) Serves as the adjutant during battalion formations and reports status of cadets to the battalion commander and battalion XO.

3) Prepares and publishes all promotion, award and reduction orders and any other orders necessary for the operation of the cadet battalion.

4) Maintains the qualification records and personnel files on all cadets.

5) Collect, consolidate, post and maintain all merit/demerit reports and records.

6) Coordinate with battalion and company commanders and cadre on reassignments and reorganization  of individual cadets.

7) Keep unit manning board up to date.

8) Performs other duties as directed by the BN CDR or BN XO.


f. The Battalion Information/Security Officer (S-2):
1) Is responsible to the SAI for all aspects of the battalion security program.

2) Makes periodic inspections and ensures security of all weapons within the unit. Complies with Annex E to this SOP regarding drill and air rifle security.
3) Performs maintenance on all drill rifles.

4) Assists cadre with monthly inventories of all serial numbered equipment.

5) Assist the Battalion S-4 as directed.

6) Performs other duties as directed by the BN CDR or BN XO.


g. The Battalion Operations and Training Officer (S-3):

1) Assists the battalion commander in the preparation, conduct, and supervision of all training activities of the cadet battalion.

2) Prepares and posts the weekly battalion training schedules.

3) Posts announcements from the SAI dry erase board on AI’s dry erase board.

4) Selects and designates cadet instructors in coordination with the battalion commander and cadre.

5) Coordinates resources needed for required training including, but not limited to: facilities, instructional materials, checklists, evaluation forms, etc.
6) Organizes events such as: Reviews, parades, Cadet Challenge, Best Drilled competitions, etc.

7) Inspects cadet training for compliance.

8) Provides completion status on all individual cadets for all cadet provided instruction to the cadet S-1.

9) Assists the Cadet S-1 with input of Cadet Challenge data.

10) Performs other duties as directed by the BN CDR or BN XO.


h. The Battalion Logistics or Supply Officer (S-4):

1) Responsible for the maintenance, security, record keeping, issue and turn-in of all U.S. government property except weapons.

2) Maintain accountability of all equipment and supplies used by the unit.

3) Maintain individual clothing records on all assigned cadets.

4) Maintain security of all items of clothing and equipment in supply room and supply annex.
5) Maintain the supply room and annex in a neat and orderly fashion at all times.

6) Maintain a running inventory of all supplies/property and determine requirements.  

7) Prepares and submits a needs list to the Senior Army Instructor.

8) Complies with all provisions of the unit supply SOP.

9) Performs other duties as directed by the BN CDR or BN XO.


i. The Battalion Public Affairs/Special Projects/Retention Officer (S-5):

1) Plan and coordinate special projects as directed.

2) Maintain records on all activities of the battalion (unit history and scrapbook).

3) Is present at all and photographs/records key battalion activities.

4) Prepares and publishes the monthly battalion newsletter.

5) Coordinates with the Newspaper and Yearbook staffs and provides photos and information as necessary to feature the Patriot Battalion in these key school publications.

6) Coordinates with local media (TV, radio, and newspaper) to ensure that our cadets receive recognition thereby enhancing the community’s impression of JROTC.

7) Maintains and updates (exclusive of the S-3 portion) the unit bulletin board.

8) Responsible for maintaining the Chain of Command photos and charts.

9) Prepares and staffs a unit recruiting booth for Open Houses, middle school visits and other events as directed.  Tracks prospects IAW Annex F to this SOP.
10) Develops recruiting and retention initiatives to help further the growth of the battalion by bringing more cadets while continuing to stress quality.

11) Performs other duties as directed by the BN CDR or BN XO.

4.  Command and Staff Coordination:

a. It is extremely crucial to understand that the success of the cadet battalion hinges on smooth coordination and communication between the battalion command group, the staff and the company commanders.  Too often, cadets assume that something is taken care simply because they told someone to do it.  They never followed up and checked.  This is a recipe for disaster.


b. On at least a weekly basis the BN XO should assemble the staff for a coordination meeting (staff call).  Specific items to address are found in Annex A to this SOP.  The 

coordination meeting  is designed primarily to ensure that ongoing projects are being accomplished and that suspenses are being met.  


c. On at least an every other week basis the Command Group, Company Commanders and the staff should assemble for a Command and Staff meeting.  The format for a Command and Staff meeting is also found in Annex A and will be very similar to the Staff Call.


d. It is also essential to remember that the staff advises the commander.  The staff does not have “command” authority.  The staff must receive approval from the battalion XO whenever it contemplates tasking a subordinate unit within the organization.  The staff then may exercise tasking for instructors, activities, etc., in the name of the commander.

5. The Sequence of Command and Staff Actions:


a. Commanders and their staff often begin planning an action before they ever receive a mission.  After receiving a mission, they continue to plan for contingencies that will ultimately require a command decision.  The tools used to assist commanders and staffs in making these decisions are the problem-solving/decision-making processes.  


b. The following nine steps are spelled out in detail in Chapter 1 of Unit 1 in the hardbound text and should be adhered to when planning various missions and tasks associated with the cadet battalion:

1) Step 1: Mission (Receipt of a task to complete)

2) Step 2: Information available (Commander and staff share information bearing on the mission)

3) Step 3: Planning Guidance (The commander provides basic guidance on what he expects to be the final result, but does not select a way to do it yet).

4) Step 4: Staff Estimates (The staff examines mission and desired outcome and drafts courses of action to support accomplishment of the task).

5) Step 5: Commander’s Estimate and Decision ( The commander considers the recommendations of the staff and announces a decision).

6) Step 6: Preparation of Plans and Orders (The staff analyzes the decision, determines actions to accomplish and develops the plans and orders).

7) Step 7: Approval (Commander normally approves the plans/orders before publication).

8) Step 8: Publication of Plans or Orders (Staff publishes either orally or in writing, or both, the plans to the cadets/units responsible for accomplishment of the mission.
9) Step 9: Command and Staff Supervision (The commander and staff monitor the execution of the orders to ensure that subordinates accomplish the task/mission).
6. An Example of the Command and Staff Action at work:

a. The battalion commander receives a mission from the SAI to conduct a uniform inspection and begin the teaching of squad drill during a leadership lab that will occur in two weeks.  (Step 1).


b. The battalion command group and in this case the S-3 will examine the information available and compare notes (Step 2).


c. The battalion commander will issue guidance to the command group and S-3.  His guidance in this case includes a formal uniform inspection followed by squad leaders teaching at a minimum stationary movements and basic squad marching (Step 3).


d. The command group and S-3 prepare courses of action (Step 4).  In this case for the sake of illustration they come up with the following:

1) Course of Action (COA) 1: Squad leaders will conduct the uniform inspection and report the results to the platoon leader, then squad leaders will present instruction on attention, left/right/about face, present arms, four positions of rest, forward march, halt, and squad column left/right. 

2) COA 2: Platoon leaders will conduct the uniform inspection and report the results to the company commander, then squad leaders will present instruction on attention, left/right/about face, present arms, four positions of rest, forward march, halt, and squad column left/right.

3) COA 3: Platoon leaders will verify that the squad leaders are proficient in squad level drill at least a week prior to this lab.  On the day of the lab platoon leaders will conduct the uniform inspection and report the results to the company commander, then squad leaders will present instruction on attention, left/right/about face, present arms, four positions of rest, forward march, halt, and squad column left/right.  Company Commanders will observe and direct platoon leaders to make on the spot corrections for any deficiencies noted.  


e. The battalion commander considers the recommendations of the staff (Step 5) and renders his decision.  In this example he selects COA 3 with one minor modification.  He wants the Company Commander to do the verification the week prior to ensure that platoon leaders and squad leaders are proficient in squad level drill.  He directs that during this verification the Company XO and or Company 1SG should take the opportunity to work with the remaining cadets in the company on present arms and facing movements and to use opportunity training time to quiz the cadets on inspection questions.


f. The S-3 prepares the necessary orders to accomplish this mission (Step 6).  He ensures that all tasks to be performed are outlined, he addresses the sequence of instruction and ensures that the necessary evaluation tools are ready for the lab (uniform inspection checklist, drill and ceremonies manual and merit/demerit forms).  


g. The battalion commander approves the orders/plan (Step 7).  


h. The S-3 publishes the plans/orders (Step 8).  In this example the S-3 would provide the orders to the company commanders along with the evaluation tools mentioned above.


i. The battalion command group, company commanders and the S-3 observe training on the given day and supervise the accomplishment of the mission to standard.  They make 

corrections as necessary and also capture information on how well it went so as to allow for changes in future training.

7. Discipline: The Northside JROTC Rules and Regulations clearly outline expected behaviors for all assigned cadets.  At the core of any good JROTC program are well disciplined cadets.  Failure to observe rules and regulations should and will subject cadets to unfavorable actions.  Compliance, on the other hand, goes far toward promotion potential and a positive JROTC experience.


a. Merit/Demerit System:  Merits and demerits are a system designed to allow the cadet chain of command to track performance.  It has applicability to awards/promotion and demotion.

1) Command Group personnel and all officers in a leadership position at the company platoon level are authorized to award merits for good performance and demerits for substandard performance.  See Annex B for a listing of merit/demerit values.  

2) Merit and Demerit forms are produced and maintained in adequate quantities by the S-3.  The S-3 should ensure that the Battalion Command Group and Company level officers have adequate forms prior to each week.  

3) Merits and Demerits can be awarded during any scheduled JROTC activity (classes, drill meets, color guard appearances, uniform inspection, drill, etc.). 

4) On completion of each day’s activities, leaders with completed merit/demerit forms should place these forms in the Battalion Commander’s inbox for review.  All forms that the battalion commander approves should then be forwarded to the S-1 for inclusion in the cadet’s official record. 

b. Cadet Review Board: A cadet review board will convene anytime a cadet has accumulated more than 100 demerits for the school year.  The board will comprise the battalion commander, CSM, BN XO and company commander of the unit the cadet is assigned to.  The board will consider the cadet’s overall history/performance and will make the determination as to whether reduction in rank and/or recommendation for disenrollment from JROTC is applicable.  The findings and recommendations of the review board are subject to review by the SAI. 

c. Reduction in Rank: While the SAI reserves the ultimate authority to reduce a cadet, there are provisions for the cadet chain of command to recommend reduction in rank.  The before mentioned Cadet Review Board is one method.  The other methods include direct observation of cadet performance and an act or acts of such a serious nature that a reduction in rank is called for, cadets found guilty of a violation of the honor code or cadets who have shown a continued pattern of shirking, ineptitude, unwillingness to comply and other similar acts.   In the case of the patterns mentioned any recommendation for reduction must be accompanied by 
written documentation that includes at least two counseling forms (Annex C) or three demerit forms pertaining to the pattern addressed for the cadet in question.  This is necessary so as to preclude indiscriminate recommendations for reductions of rank.  It also causes the leader to do his/her job and that is to try to positively motivate subordinate cadets.


d. Physical punishment:  Cadets are students first and as such are subject to the school disciplinary code.  At no time will any cadet apply physical measures to discipline another cadet.
This includes the administration of push ups or “bracing” against the wall.  While pushups and bracing may be administered by the cadre it is strictly prohibited when it comes to cadets regardless of leadership position.  

e. Cadet Honor Court: The Battalion Commander, CSM and BN XO will convene as a court anytime they have received a confirmed report of a violation of the cadet honor code and, based on their findings, will forward a recommendation concerning reduction/removal to the SAI.   Confirmed means that incident was indeed addressed in one form or another by a member of the instructional staff.   Reports of alleged honor violations by other cadets must be confirmed by an adult in other words.  This does not mean that a cadet’s word is not good; far from it.  For example if you see another cadet cheating during a test, you have a responsibility to report it to the teacher.  Once you have done so, you may report the incident to the cadet chain of command.  Verification will come from the AI or SAI who in turn would have had to address it with the teacher in question.  

8. Promotion: The JROTC Rules and Regulations clearly spell out the prerequisites for promotion and advancement.  The next to the last step in the promotion process will be the convening of a cadet promotion board.  The BN CDR, BN CSM and BN XO will review cadet files and records and provide a recommendation for/against promotion for each cadet being considered (Annex D).  The board will then forward their results to the SAI for final selection.

9. Special Teams/Symbols of Office: The Drill team, Raiders, Color Guard and JROTC cadets on the Rifle team represent special organizations within the JROTC battalion. As such cadets participating in these endeavors will receive special recognition through the award of ribbons, cords, tabs and possibly berets.  The color scheme for berets, if used, is as follows: Red = Color Guard and  Blue = Raiders.  Whenever a cadet is on two or more teams, the team he first participated in during the school year will dictate the beret color.  The exception is the color guard.  The color guard must wear red berets during their ceremonies.
10. Participation: Leaders and staff officers within the chain of command are expected to set the highest positive example for others to follow.  This means that leaders and staff officers should be productively employed during all JROTC activities.  Standing around talking, not being in proper uniform, not showing up to JROTC after school events, etc. are sure ways to undermine a 
leader’s authority.  You are reminded that respect must be earned.   You cannot expect your subordinates to do as you direct if you are unwilling to abide by the rules.  Also, remember that respect once lost is difficult, if not impossible, to regain.  Don’t place yourself in a situation that compromises your ability to lead and direct.  
11. This SOP is subject to refinement and revision.  Forward all recommendations for changes to the cadet battalion commander, who in turn, should forward all recommendations to the undersigned.  






Richard J. Brewer







Lieutenant Colonel, USA (Retired)







Senior Army Instructor

Annexes
A - Staff Call/Command and Staff Procedure



B – Cadet Merit-Demerit Values


C – Cadet Counseling Form

D – Promotion Board Procedure
E – Drill and Air Rifle Accountability/Security


F – Recruiting Tracker Form
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