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23 July 2002

MEMORANDUM FOR all soldiers assigned to 1-77 Armor

Subject:  Philosophy of Command

1.  I am convinced that it is very likely that we will go to war sometime in the next two years as part of the 2nd Brigade Combat Team.  Everything I will do as commander of this task force will make better sense to you if you take that core belief into your hearts as well.  I am also convinced that if you adopt my core belief, you will find/develop/pursue a purpose for everything you and your soldiers do.  I believe that every soldier should be given a task and purpose for everything he does.  Our soldiers deserve this!

I get up every day proud as hell to put on my uniform and strap on my tanker boots. I love soldiers and soldiers’ families and the fact that they are here of their own free will, for much less reward/compensation than I.  Stewardship of our soldiers and this organization is something that I hold dear.  We will take care of our soldiers by ensuring that they are trained to the best of our abilities for any task they may be given.  I will not be satisfied until we are the first pick of the Brigade Commander to accomplish any mission, no matter how difficult.  We WILL get there, as I owe this to you and your families.  America demands no less for its sons and daughters. 

At the same time, we will have fun because we have the best profession in one of the nicest places to live in the entire world.  I enjoy humor; I am a fun loving, family oriented person.  I am a positive person and will ask the same of my fellow leaders. It’s OK to disagree; it is not OK to be disagreeable.  It’s OK to have a bad day and to discuss it with peers, or trusted confidantes, but lets not let it permeate your organization.  If you’re not having fun, seek out the root of your problem; if you are convinced it’s the Army, come and talk to me.  I will continue the “open sidewalk/open door policy, please don’t hesitate to use it as I value your opinions.

2.  “BIG D(iscipline)…little t(raining)”

Do not mistake my fun loving nature as an excuse for indiscipline.  Real training cannot be successfully executed without DISCIPLINE.  Soldiers must stay in uniform so that the one time their track rolls over, the helmet and flak vest are able to do their job and the soldier lives to tell about it.  This is why crews practice roll over drill each and every time they prepare to move out! We must do PMCS correctly, by the numbers, so that crews can train confidently on their combat systems that they will one day take to war. 

Risk Management is not an excuse to eliminate stressful training, but a mechanism to develop the discipline to make the training safe. Risk Assessment must be done constantly as part of everything we do, even if we’ve executed the training a hundred 

times before.  It all takes DISCIPLINE and what makes us the best trained Army in the world.  

3.  My Big Three:  Shoot, Move and Communicate = “The A List”

In my mind, everything else we do is a “B” task on my “To Do” list. That doesn’t mean “B” tasks aren’t important, but the “A” list usually will have priority.  I will publish guidance relating to the “A” list, but please understand that deployability and maintenance are subtasks under “Move”; just as FRG meetings and long range radio checks fit together under “Communicate”.  These are tasks we must be able to accomplish in order to achieve our Mission Essential Task List. 

As key members of the “Dagger” Brigade, we also must understand that the Division and Brigade will have an “A” list that we must support wholeheartedly as part of the 2nd BCT.  We will work to develop partnerships with other units in the Brigade and our allies, sowing the seeds today in peacetime, so that we can accomplish a combined arms victory on the battlefield, if called upon by our nation.

4.  CSM  

We will command together.  It is your opinion I value above all others.  I will seek out your thoughts before I do anything that affects this Task Force.  If I don’t please pull me aside and straighten me out. 

5.  XO

The Staff, minus the S-3, is yours to teach, mentor, and coach.  Keep them on task, and I will stay out of your hair.  I will have a special relationship with the BMO and the Chaplain; do not be concerned about this.  Your most difficult job will be to set priorities when the Staff is being fed taskers from their counterparts at higher HQ.  I recommend you use the “Top 3” methodology to help your staff track our priorities.

6.  S-3 

You probably have the most difficult job in the Task Force--I know I felt that way when I was a Battalion S-3.  You are the training officer, soldiers join the Army to train and the United States Army is the best-trained Army in the world. That makes it our responsibility to develop and resource the best possible training our Commander’s, NCOs and soldiers can execute.  Don’t ever tell me we can’t do something UNLESS it’s immoral, unethical, unsafe, or Dagger 6 said we couldn’t do it.  If it will make us a more capable organization, then let’s figure out the cost in time, money, etc…then let’s find a way.

7.  Chaplain
I look forward to spending time with you daily.  I owe the Cup and Flower Fund $1 for each time you hear me use profanity.  I will challenge the XO and S-3 to keep the same promise.  Oh yes, and make sure you always have GEN Patton’s weather prayer handy, this is Europe!

8.  Company Commanders
You and your 1SGs run this Battalion.  Enjoy command; it is the best job in the entire world. Believe me, you are special, entrusted with a responsibility unlike any other.  We alone share the awesome responsibility of the green tabs.  If you don’t like a decision I make and wish to change it, develop a consensus with the other Company Commander’s as to how you want to do it and most likely I will change. 

You are not in competition with the other company commanders, only with yourself.  It will take you and your peers developing teamwork, cooperation, and collaboration to make this the best organization it can be.  I expect you to do one thing well every day with your entire organization. It can be as trivial as a recall formation, PT, etc., but do it with your entire company.

9.  1SGs
I will trust you inherently to do the right thing and take care of our soldiers.  We will make time to get together as a group.  I value your opinions and thoughts very highly, please feel free to discuss anything, anytime!   

10. Staff
In my experience this is where I’ve seen the most morale problems in a battalion.  You are vital to this Task Force, and will be recognized as such.  I will “ping” (informally inspect, think of it in terms of how a destroyers sends sonar signals out to check submarines--you won’t get depth charges unless something is really wrong!) each of you on occasion on the staff, so know your Top 3 and make sure the Battalion XO knows your Top 3!

11.  Lieutenants 

Our next tactical engagement depends on you!  Napoleon said, “God is on the side of the strongest battalions.” I will tell you that the strongest battalions have the best Lieutenants, so challenge yourself daily to be the best.  Mechanized war fighting requires lethal platoons.  Lethal platoons can Shoot, Move, and Communicate, executing battle drills with speed, violence, and precision.  Use every free moment to talk about the 8 forms of contact and how you react to them.  I will check two things foremost among all others:

1. Do you have an accurate platoon member status? 

2. Do you have an accurate maintenance status on your vehicles? 

Learn the Army maintenance system…you cannot be lethal if you don’t!  I will require you to carry a notebook (I still do!).  Pull it out whenever you are addressed by a senior officer, take a few notes--you will be surprised how much you can learn by doing this.  Specialty Platoon Leaders--you above all others will be responsible for the daily training of your platoons.  Be innovative and aggressive in seeking opportunities.  I will look for your successor amongst the most aggressive and innovative line platoon leaders.  I truly believe that you can tell the quality of a Battalion by its Lieutenants, and we are clearly blessed with some great ones, keep up the good work!

12.  Master Gunners

I am empowering you to develop the order for our next gunnery, and the training plan to support it.  There must be a weekly MG coordination meeting, chaired by the Battalion MG and addressing the Battalion’s gunnery training plan, crew status and stability, the next gunnery order, and ammunition.   The S-3 and I will oversee your efforts, but you have the mission.

13.  NCOs 

I am here as a Battalion Commander primarily because of my first three platoon sergeants (SFC Little, SSG Best and SFC Powell) and my two first sergeants (SFC Walker and 1SG Garcia).  They had the patience to train me while they were taking care of their soldiers.  I will meet with the 1SGs regularly to discuss issues with you.  You have a difficult job, but you must help me train soldiers, Lieutenants, and Captains.  I will in turn take every opportunity to support your professional development.  The hardest job in the Army is that of a newly promoted E-5. I will ask the CSM and 1SGs to help me sustain a great mentorship program for the junior NCOs in the Task Force.

14.  OUR Families
We must all take maximum advantage of opportunities to spend time with our families.  In our line of work, this is difficult at best, particularly during deployments.  Please get involved with your childrens’ schools and extracurricular activities.  I will seriously consider any family situation that you believe requires my attention.  Let us all celebrate our families, I believe one of our purposes is to make the world a better place for our children.  

15.  Final Thoughts

Since Sept 11th the citizens of our great country have become more aware of how very special you are.  Everywhere I have been in my travels people stopped me and wished us only the best.  Many have also told me how they wish they could be serving in the Army.  As we all know, that is much easier said than done.  You have all volunteered to be here and I want to thank you for your professionalism and dedication to this Task Force.  You are truly the best our nation has to offer to the world.  Thank you for your service, and understand that as member of this organization, you will ALWAYS have the benefit of the doubt in my mind.  
GOD BLESS YOU

STEEL TIGERS

//Original Signed//

DAVID S. HUBNER SR.

LTC, AR

Commanding
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