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UNITED STATES MARINE CORPS
HEADQUARTERS AND SUPPORT BATTALION

MARINE CORPS BASE

BOX 555031

CAMP PENDLETON, CALIFORNIA 92055-5031









 IN REPLY REFER TO
  
                                                                 15 Apr 10              

BATTALION ORDER 5100.1
From:
Commanding Officer

To:
All Personnel

Subj:
BATTALION FORCE PRESERVATION PROGRAM
Ref:   (a) Warrior Preservation Campaign 2006 Policy

(b) MCO 1500.58 Marine Corps Mentoring Program       

       (c) MCO 5100.29A Marine Corps Safety Program

       (d) MCO 3500.27A ORM

(e) BnO 111000
Encl:
(1) NCO Mentor Assignment Letter


(2) Risk Assignment Letter


(3) Liberty Assessments/ORM


(4) Record of Change in Risk Assessment


While we can never remove all of the risks associated with our chosen profession, we must focus on effective leadership to mitigate risks that are unacceptable.
Warrior Preservation Campaign, 2006 
1. Situation. By definition, a “risk” is any factor that may affect an individual and prevent them from successfully completing their duties.  If this risk is not avoided or eliminated, it could impact the overall performance of work sections or eventually the Command.  However, as suggested in the Marine Corps Warrior Preservation Campaign plan of 2006, leadership at every level in our institution must assume some “acceptable” risks or mission accomplishment will suffer, just as an individual assumes some degree of risk simply to function on a daily basis.  As the mission of Headquarters and Support Battalion is to provide Marine Corps Base Camp Pendleton with administrative, training, logistics and legal support, the risks we take are primarily associated with the oversight of our personnel in a garrison environment. While it is difficult to compare the dangers that our personnel face to those encountered by Marines currently fighting overseas, the challenges and temptations our Marines and family members contend with are no less complex, nor easily mitigated by text-book solutions.  In fact, our personnel, whom in some cases come to this Battalion after serving in stressful combat environments, or are pending legal charges, or have a history of disciplinary or emotional issues, offer this command’s leadership opportunities to engage in unique problem-solving sessions that test our ability to think beyond our own experiences or education.  Moreover, we also must recognized that we have a silent majority of Marines who do not engage in at risk behaviors, can be used as role models, but still need guidance in their personal and professional development.  Seeking to be both responsible and effective, we must lead with the thought that while we have very distinct “populations” existing within this Command, a program should be established that is tailored to serve the needs of all personnel.  We therefore institute a framework by which our leaders can effectively lead and manage personnel of various levels of mental or physical stability, minimize catastrophic events like suicides or other untimely deaths or injuries and ultimately preserve the force for continued good service in the Marine Corps or, the processing out of this organization.         


a. Background


(1) A review of the literature available to commands that deal with the preservation of forces (primarily references a through d) finds a number of distinct guides that address the subjects of mentorship, suicide prevention and risk mitigation through safe practices, among others.  All provide useful guidance to commanders and staff as they attempt to reduce mishaps or the loss of personnel due to a myriad of factors.  Seemingly, in all of these documents, the focus is on proactive leadership and organizational buy-in of programs, regulations, stand-downs and seminars that encourage members to act safely, to seek help when needed or to simply avoid risky behavior. What is lacking is a comprehensive program that not only advertises but involves nearly every member of Headquarters and Support Battalion and provides specific leadership techniques, training and education, and structure and staffing of this program.        


(2) Headquarters and Support Battalion should distinguish those who consistently assume “acceptable” risks from those who have shown themselves to engage in “unacceptable” risky behavior.  Accordingly, we see three distinct sub-populations:
b. Definitions.  The three levels of “at risk” Marines are defined as follows.

        

(1) Low Risk - Marines whose conduct/behavior pattern does not place them at risk for a potential incident -accident. However, these members of the greater population still need reinforcement of safe practices, good decision making and the avoidance of factors that could propel them into a higher risk category.  These individuals are potential role models who should also be called upon to support from a “grass roots” level, the improvement of those fellow Marines who occupy other categories.  
         
        

(2) Medium Risk - Marines who recently had battalion level or higher NJP.  Marines who have successfully fulfilled the requirements of the high-risk level category will be assigned to this category until successful completion of this risk level.  The Company Commander may assign any Marine deemed a medium risk for an incident to the medium risk category.

        

(3) High Risk – Are those Marines who have had an drug or alcohol related incident (DWI/DUI, under age consumption resulting in arrest, consumption to excess resulting in at least an formal counseling); Marines who have been formally assessed at level I or higher for spouse or domestic violence; and Marines who have been stopped by law enforcement authorities (military or civilian) for reckless driving (15 mph over the posted speed limit, reckless endangerment) will be considered to be high risk.  Marines who have received a summary, special or general court-martial (and found guilty) will also be considered high risk.  Marines who attempted suicide or have suicidal ideations or are suffering from severe depression (as determined by a competent medical authority) will be considered at high risk.  Company Commanders may assign any Marine they deem at a potentially high probability for an incident to the high-risk category. 

2.  Mission.  As of the date of this order, we will fully implement the Battalion’s Force Preservation Program in order to manage organizational risk, sustain and preserve our forces and develop a process that is effective and sustainable.  Company Commanders will participate in the three elements of the plan: A. Leadership and Mentoring; B. Training and Education; and, C. Structure and Staffing.  
3.  Execution  

a. Commander’s intent.  To incorporate the tenants of the references into a battalion program that identifies Marines and Sailors who have the tendency, potential, or who exhibit those traits and tendencies that lead to incidents or mishaps and track them to prevent undue risk and injury.  It will require active and flexible leadership oversight at all levels and must be incorporated into the Battalion’s daily routine.  Headquarters and Support Battalion will make maximum use of mentorship at every grade, safety and risk management programs as well as the existing command structure and NCO/SNCO leadership already in place.  


b. Tasks

(1) All hands 

(a) Familiarize yourself with this order and the references.  


(b) All newly joined to the Battalion will be briefed regarding this order and be thoroughly briefed and screened within 48 hours of checking aboard by the Company Commander or Company First Sergeant.
(2)  Battalion Executive Officer


(a) Overall administrator of the program; ensures that it is aligned with duties such as the prevention of suicide, alcohol or drug abuse, domestic violence and sexual assault.  


(b) Mentors or assigns mentors to all officers beyond the abilities of the Company Commanders.    

(3) Company Commanders and Senior Enlisted Leadership 


(a) Company Commanders will implement the mentorship program outlined in reference (a).  Company leadership will nominate all NCO mentors and forward nominations to the Battalion Sergeant Major.  
(b) The Battalion Sergeant Major will screen all SNCO and NCO mentors.  
  
(3) Mentors (all ranks)


(a) Assigned mentors will monitor and maintain a written record/file for all Marines assessed to be at a medium or high level of risk under their charge.


(b) Further guidance on the management of the mentorship program is included in Chapter 1, paragraph 1003.  


4. Administration and Logistics


a.  At a minimum, files will be kept in folders and secured as would be with any sensitive information at the company level.  


b.  Administrative supplies will be purchased with unit funds.


5. Command and Signal
        a.  Only the Battalion Commander and Company Commanders may assign or remove Marines as medium or high risk to this program.

        b.  Only the Battalion Commander may restrict a Marine’s liberty.

        c.  The point of contact for this order is the Battalion Sergeant Major.




P. D. ROGERS
BATTALION FORCE PRESERVATION PROGRAM

RECORD OF CHANGES

Log completed change action as indicated.

	Change Number
	Date of Change
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	Signature of Person 
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Leadership and Mentoring

1000. Scope.  As Marines, we are grounded in well-established Leadership Principles and Traits that are germane to this order and important to reinforce:  

· Know yourself and seek self-improvement.

· Be technically and tactically proficient.

· Develop a sense of responsibility among your subordinates.

· Make sound and timely decisions.

· Set the example.

· Know your Marines and look out for their welfare.

· Keep your Marines informed.

· Seek responsibility and take responsibility for your actions.

· Ensure assigned tasks are understood, supervised, and accomplished.

· Train your Marines as a team.

· Employ your command in accordance with its capabilities.
The Force Preservation Program will actively seek to employ each of these concepts as we lead and manage the program, train our mentors and advise, guide and help those who at the most risk, never forgetting that it takes an active team-approach to achieve ultimate success. Every leader who joins the Battalion must take as a first point of discussion with a senior these principles and how to incorporate them into the daily training or work cycle.  Force Preservation, by definition, is the consistent employment of leadership principles and traits at all levels of the Command.     
1001. Leadership Responsibilities.  At the Battalion level, the leadership will focus on policy, changes in status and the most critical cases.  Company Commanders and their staffs will actively execute policy, provide the bulk of the counseling and record keeping and track progress in order to report to the Commanding Officer.  

(a) The Battalion Executive Officer will develop the Force Preservation Program and will provide guidance to the Company Commander’s in managing, administering, and supervising the program.

      (b) The Battalion Sergeant Major will assist the Executive Officer in developing the Force Preservation Program and will provide guidance to the Company First Sergeants in managing, administering, and supervising the program.


(c) The Company Commanders will manage the program amongst the sections within their respective Company.  The Company Commanders will work directly with section Officers in Charge to ensure the program is administered correctly and effectively.

(d) The Company First Sergeants will assist their Company Commander in managing the program within their respective sections.  The Company First Sergeant’s will work directly with section Staff Non-Commissioned Officer’s in charge to ensure the program is administered correctly and effectively.
(e) Company leadership must know their populations intimately and will assess each Marine and Sailor in their charge to determine the level of risk an individual possesses in accordance with the references and this order.  


(f) Company leadership will establish a written record/file for all Service members assessed to be at a medium or high level of risk.  However, it is fundamental to this program that leadership prevents the misuse of information or the sacrifice of an individual’s privacy.  Therefore, individuals will not be formally assigned to the program via appointment letter, but assigned a risk level by the Company Commander in his or her personnel counseling records.  What cannot be overlooked in this process is that a person who is a member of the program will be managed respectfully and actively, meaning that they will receive  weekly, confidential counseling sessions which are recorded and safeguarded by company leadership as well as all associated documents (e.g., weekend liberty or leave assessments/ORM and vehicle safety checklists).

(g) It is important to identify if a Service member has changed to a different risk level; instances of this should be noted in the files established by the Company Commander with appropriate comments included that substantiate this change in status.  The records kept by company leadership are exceptionally important to the improvement of the program as well as to turnover of key leadership billets.  All records will be maintained as sensitive materials at the company level for a minimum of 2 years, or until the Service member separates from the Battalion and then the records will be destroyed.  Each record will be strictly For Official Use Only. 


 (h) The Company Commander or Company First Sergeant will review all records/files monthly to ensure compliance.  


 (i) Commanders will incorporate existing leadership tools such as ORM, vehicle checklists, and risk assessments with this program and maintain those documents within the individual’s folder for record.


 (j) During weekly Human Factor’s Board meetings (see Paragraph 3002), this documentation will be used in the discussion of specific personnel.

 (k) A quarterly meeting involving key staff members will take place to evaluate the program’s measures of effectiveness and will provide recommendations to the Commanding Officer to alter, change, and improve the program.
1002.  Barracks Management.  Due to the unique nature of Battalion, a very detailed looked at Bachelor Enlisted Quarter (BEQ) management is outlined in reference (e).  The primary focus of H&S BN BEQ management is to 1) give company and small unit level leaders as much authority as possible and 2) ensure the highest possible standard of living, as well as good order and discipline, for our Marines that reside in the BEQs.  In order to accomplish this standard we have taken measure to effectively sign over areas of responsibility to each company gunnery sergeant.  These responsibilities include direct control over check-in and check-out procedures, key control, room assignment, and field days.  Any exceptions to this control are outlined in enclosure (6) of reference (c) and pertain specifically to the management of the transient section of the barracks.  Overall responsibility of the barracks is a shared responsibility between the battalion logistics section and the company leadership.  The intent is to encourage responsible and engaged leadership at all levels of command.  This philosophy is enforced by ensuring weekly inspections at the both the company and battalion level. Special emphasis is given to the areas of fire and room safety, security, accountability, and ensuring that any work orders submitted are completed in a timely fashion.  
1003.  Implementation of the Mentorship Program.  The Battalion Executive Officer and Sergeant Major will be the Battalion’s principal mentors and program managers.     

(a) The Battalion Executive Officer and Sergeant Major will mentor the Company Commander’s and First Sergeants.

(b) The Company Commander’s and First Sergeants will act as principal mentors to their respective Company.

(c) The Company leadership will disseminate all applications of effective mentoring methods to their respective Company.

(d) A quarterly meeting involving key staff members will take place to evaluate current mentoring concepts and to recommend implementation of new mentoring methods to the Commanding Officer.
(e) Key Duties of Mentors and Service Members:  
1. Make recommendations to the immediate chain of command on risk assessments, billeting arrangements, securing liberty or mitigation of risk as necessary. 


2. Prior to routine liberty, mentors will review intended liberty plans for the evening for all Marines and Sailors assessed to be high risk in their charge.  Mentors will de-conflict scheduling issues that may arise during operations or training during this time period. 


3. Service members assessed to be at high risk will contact their appointed mentor, via phone or in person daily, during weekends and special liberty periods between the hours of 1700 and 1900.  


4. Service members assessed to be at medium risk will contact their appointed mentor every Saturday during normal weekend liberty and every 48 hours (Saturday and Monday) during special liberty periods between the hours of 1700 and 1900.
5. Appropriate level officers and enlisted members will monitor all SNCOs and Officers identified as High or Medium Risk Marines and Sailors. 

(f) Coordinating Instructions

1. Personnel assessed to be at low level of risk will so remain unless their actions, behavior, or situation requires an increase in risk level assessment.


2. Personnel assessed to be at a medium level of risk will remain as such for a minimum of 30 days.  At the end of 30 days, the Company Commander may decrease the Marine’s risk assessment to low, maintain the Marine at medium, or increase the assessment level high risk based on the input of the Marine’s NCO Mentor and chain of command. 


3. Personnel assessed to be at a high level of risk will remain as such for a minimum of 60 days.  At the end of 60 days, the commander may decrease the Marine’s risk assessment to medium or maintain the Marine at the high assessment level based on the input of the Marine’s NCO Mentor and chain of command. 


4. Personnel assessed at the medium or high risk level will be granted leave only on a case-by-case basis, final approval will only be granted by the Battalion Commander. If leave is granted, the Marine is not required to contact their appointed mentor.  Their leave plans will, however, be reviewed by their mentor prior to departure.


5. Personnel whose actions or conduct resulted in disciplinary action will be assessed immediately to determine if they are at risk for a potential incident. If the Marine is immediately assessed to be at risk and accordingly placed in the program their 30 or 60 day period does not begin until completion of any restriction or confinement period. 

6. Personnel who do not comply with the program may be formally counseled (page 11 entry/6105), receive appropriate disciplinary action, be subject of a competency review board, or may be processed for administrative separation. 

NCO mentors to Marines/Sailors will not exceed a 1:9 ratio. In the event a mentor has an increasednumber of high risk Marines/Sailors then commanders will reassign those individuals to balance the supervision by the mentor. NCO mentor to high risk Marines/Sailors shall not exceed a 1:5 ratio.

7. Chapter 2
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Training and Education

2000.  Scope.  Marines are involved in training from the moment they step on the “yellow footprints.”  It is a process by which leadership introduces a desired endstate, promotes clearly articulated policy and then proposes a series of steps that enable every member of the organization to participate in achieving that favorable conclusion. The training and education we are articulating here regarding Force Preservation is oriented toward mitigating at risk behaviors and preventing instances of avoidable tragedies.  With these objectives firmly in mind, we must incorporate all available means of educating ourselves and subordinates.  There are no off-the-shelf publications that we can simply require all to read and execute the tasks contained therein.  In many cases, the training we must administer is a method of problem solving that requires open communication, consultation with others and the same initiative and daring Marines must employ when facing the enemy on the battlefield.  Other venues that can be used to promote the Battalion’s objectives are regularly scheduled safety standdowns and at times when there are multiple instances of suicidal ideations for example, the Battalion Command can direct the organization to institute a work stoppage and small group discussions, focusing on identifying root causes.       

2001.  Introducing Marines to Force Preservation
(a) At the battalion level, both the Battalion Commander and the Executive Officer will take every opportunity to introduce the Service members to the existence of the Force Preservation Program.  Though the program by its very nature is complex, the tenants can be summarized in this way:

(1)  All members of the Battalion are important and are cared about.

(2)  If an individual needs help, the leadership is bound to help them. 

(3)  Leadership at every level will participate in an active mentorship program that endeavors to further strengthen our mentors while preventing undesirable outcomes from those who most need help.
(b)  Two very important venues that the Battalion leadership must take advantage of are the pre-holiday safety standdowns and the monthly new-join briefs.  At these group settings, established members of the Battalion can be addressed in a number of memorable ways.  In particular, the Battalion Commander could reinforce the basic tenants of the program, followed by staff and company personnel providing first-person narratives on subjects such as suicide, drug and alcohol abuse or the values of mentorship.  Also successful are “skits” performed by current personnel as well as invited guests such as law enforcement, motivational speakers and even hypnotists.  The Command must be open to various means of reaching out the populations existing within the organization and encourage trust and compliance with the program.  
(d) Company Commander’s and their respective First Sergeant will be responsible for training their respective personnel.  All internal and external resources will be used to preserve and protect the force, support readiness, and develop Marines to their full potential.   


(e) Training events will be incorporated into Company TEEP’s and quarterly training plans will be submitted to the Battalion Executive Officer and Sergeant Major for approval.  Along with the references and enclosures in this order, below resources should be considered to reinforce training:



(1)  Family Advocacy



(2)  Combined Substance Abuse Counseling Center (CSACC)



(3)  Navy Relief Program

   

(4)  Military One Resource



(5)  Command Chaplain



(6)  Mental Health Unit      



(7)  Wounded Warrior Battalion West



(8)  Family Readiness Officer



(9)  Suicide Prevention Training



(10) Semper Fit Financial
            
 


(b) Company’s will maintain records of all personnel trained for two years.

2002. Education. Company Commander’s and their respective First Sergeant will keep in mind that education is continuous.  Innovative leadership and creative thinking will be required to sustain effective and progressive levels of education.  Today’s young force enlists with many challenges that require leaders to possess unique social and human skills. 


(a) Successful mentorship will require leaders to be trained and educated on identifying the warning signs of disruptive behavior, which lead to serious emotional, mental, and psychological problems, and ultimately affect mission readiness.  Familiarity with below subjects is critical.



(1)  Family problems



(2)  Divorce



(3)  Relationship issues



(4)  Indebtedness




(5)  PTSD



(6)  Depression



(7)  Suicide indicators



(8)  Alcohol dependency



(9)  Drug dependency



(10) Lack Work Performance 



(11) Lack of Self-Worth



(12) Mental and Psychological Instability


(b) Company’s will maintain records of all personnel trained for two years.
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3000.  Scope. In introductory section of the Warrior Preservation Campaign of 2006, the Commandant is quoted as saying, 
“Marines take care of their own. You’ve seen the phrase in countless publications, and probably have heard it if not said it yourself numerous times. Think about what the phrase means. Whether it is called risk management or force preservation, accomplishing our mission while taking care of our fellow Marines is a proud and time honored tradition. At war, risk management and taking care of each other works and makes sense to Marines — no Marine fights alone and no Marine is left behind. In garrison, we must remember that we are always part of a war-fighting team. Although the atmosphere may be familiar and our daily responsibilities less challenging than those on deployment, our Marines must ensure that individual judgment and unit responsibility enhance preservation of our precious warriors.”
The last sentence of this guidance essentially defines the scope of this final section of the order.  We have thus far discussed the need for such a program, the leadership responsibilities and elements that contribute to at-risk behaviors.  In this section, the objective is to consider how the individual and his activities are accepted by the organization as a leadership responsibility.  We have to acknowledge that while the actions of the few are not condoned, those actions if not accepted as our responsibility, not mitigated or systematically worked to a reasonable conclusion, ultimately do affect how we do support Marine Corps Base, Camp Pendleton and the many inhabitants who rely upon us daily.  The following discussion will provide some overview of the unique leadership challenges of this Battalion, identify company level management of the Force Preservation Program and finally, the Battalion management of the program.

3001.  Understanding the Composition of HQ&SPT Bn.  While every Marine is a rifleman and all are indoctrinated into the organization through the recruit depots or officer candidate programs, the culture and composition of every standing organization in the Marine Corps has its own unique attributes.  For us to know and help our populations under the roof of this Command, we have to know intimately who we are and what we do to support this base.  

Simply by the numbers, Headquarters and Support Battalion, Marine Corps Base, Camp Pendleton is the largest single battalion onboard base and consists of three large companies totally more than 1,700 personnel.  Unlike any combat arms  command or functional organization that provides a specific capability (e.g., Communications Battalion, Combat Logistics Battalion, etc.) each of our companies oversee an extremely diverse population of individuals from a wide variety of Military Occupational Specialties and Civil Service occupations.  Our organizational mission is to provide administrative, training, legal, operational and Area Commander support to Marine, Sailors, Civilian Marines and family members assigned to Marine Corps Base Camp Pendleton and affiliated organizations in order to increase operational, functional, and family readiness in support of the base’s mission and vision.  
Given this wide spectrum of responsibilities, the Battalion’s staff can only function in a highly flexible, independent, and cooperative environment.  Personnel issues that challenge most units monthly or less often are a daily occurrence at this organization.  Much of it is due to the fact that Headquarters and Support Battalion is the responsible unit for all incarcerated onboard the base as well as all deserters captured west of the Mississippi River, and those suffering from various levels of emotional duress and are awaiting out-processing from the Marine Corps.
3002. Battalion Management of the Program. The fundamental management tool of the program is the weekly Human Factors Board.  Defined, this is a meeting of the senior officer and enlisted leaders of the Battalion, the chaplain, SACO and guests as the issue dictates.  The charter for this board is to:  Openly discuss in a closed environment each company’s most critical members that are part of the Force Preservation Program.  The discussions will be based upon the documentation and observations of the company leadership and progress or issues will be considered by all members of the board.  The process and procedures for the board sessions are as follows:

a.  Process:  Key to a successful conversation is preparation from the company leadership.  As we have developed over our trial period, the most effective technique is for each company commander to develop a spreadsheet of individuals who are indentified by name, rank and section, but also whether they occupy the highest risk category or the medium risk populations.  Each commander must capture those in each risk pool and be ready to provide the head of the board an update of that person’s actions for the week, what has been said to them, any medical appointments, personal issues and where the command is going next in helping this person. The discussion is collaborative, engaging and encouraged to be as far “outside the box” as is appropriate for a military organization.  The endstate is as stated earlier, to mitigate undesirable outcomes from the few and enhance the greater population of leaders.   

b.  Procedures:  At their appointed turn, the company commanders start the discussion with their highest risk candidates and reveal actions taken, concerns or observations made during that week.  Activity of the individual should not be downgraded quickly, as even seemingly insignificant actions taken by a high risk person can be a significant part of the “puzzle.”  Noted are conversations with peers, family or clergy.  Purchase made or items given away or sold to other Marines.  Also, the comments made by assigned mentors to this high risk individual are crucial.  The notes of the company leadership must be reconciled with the daily interaction with these mentors to ensure that all levels of leadership are tracking the individual closely and consistently.  Also important is to incorporate professional opinions about the subject person.  We have found in more than one occasion, that while the command believed an individual was doing all they he or she were supposed to, actually they were not following the regimen or directions of competent medical authority.  Family member comments can also be considered in evaluating the mental state of these Service members.  This is one of the main reasons why two very important members of this board are the SACO/Family Advocacy SNOC and the Chaplain.  Often these team members have knowledge of family issues that elude the company or battalion leadership.  Once an individual is discussed, a recommendation is made to the head of the board of whether they should remain in their current status, be moved into another category or be dropped from the most active part of the Force Preservation Program.  In most cases, the company leadership can make these assessments best and should have the liberty of both increasing or decreasing the observation of an individual as conditions warrant.  In some of the cases we have seen, individuals desire to have less monitoring by a mentor and willingly change their behaviors for the better.  This incentive to do well and complete an enlistment successfully is one of the most powerful driving forces in the program.

3003. Company Management of the Program.       
   
i

