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A SURFACE OFFICER'S REFLECTIONS ON BATTLE TRAINING

31 WAYS TO STRENGTHEN THE FIGHTING ABILITIES OF US WARSHIP CREWS
Three critical components of fighting ability—organization, human protection, and on-station exercising—are tightly interconnected. Selected aspects of all three are examined here in light of their combined potential for strengthening levels of operational and battle training and hence for battle effectiveness. No senior official in the Navy Department, the Surface Force Type commands, the Afloat Training Commands, or the Chief of Naval Education and Training is thinking about how these three coponents affect each other and hence how they affect battle effectiveness.

In every warship in a missile-intensive environment, people are not only the most indispensable but the most vulnerable of all on-board resources.

The following deserve thought:

1. Establish a standard shipboard "Battle Control Organization"  (below CO/XO) based on formally designated Battle Control Officers, Battle Systems, Combat Teams, and Watch Teams with named leaders. Post up-to-date membership lists for all to see. (Not to interfere with existing standard organization.)

2. Establish in the Navy Department a continuing responsibility for review and updating of "Standard Organization and Regulations of the Navy."

3. Reexamine the standard organizational system specifying Department Heads, Division Officers, Section Leaders, Work Center Supervisors, and Departmental Technical Assistants. The system exists mainly for work management and provides almost no off-station chain of responsibility for battle readiness or battle training. Note also that: (a) responsibilities of Departmental  Technical Assistants duplicate many responsibilities also assigned Division Officers; (b) on average, half of personnel report to different leaders on battle and watch stations than in Divisions and Work Centers; (c) rosters of officers and senior enlisteds never designate battle-related functions as "primary duties;" (d) Command Master Chief functions break chains of responsibility from Division Officers to Department Heads and include no responsibility for battle training.

4. Urge Commanding Officers to adopt as standard practice for coping with a general emergency in port not to send emergency teams  to emergency areas and then to assemble other on-board personnel for later assignment, but instead to send all on-board personnel at once to their regular emergency stations.

5. Urge Commanding Officers to clarify doctrines with respect to sudden extensive casualties suffered during a condition watch. If General Quarters stations need to be manned automatically, should personnel on watch stations stay there, or go to GQ stations? What if personnel on watch are themselves casualties? What about personnel off watch? Ships must rehearse and learn.

6. Urge Commanding Officers to make a regular practice of preparing in-port night orders.

7. Adopt a protective uniform suitable for wear during prolonged periods in high-threat environments. Include provision for availability of helmets without personnel having to get to them after injury.

8. Develop exercises calling for wound care of large number of female crewmembers, since the Navy has no relevant experience.

9. Ensure complete distribution of flame-resistant (non-toxic) mattresses.

10. Provide convenient on-board means of securing heavy movable equipment. (Such as wire rope and C-clamps.)

11. Provide flame-resistant bunk covers for use when directed.

12. Provide means to assist in transporting laden stretchers from one deck to another.

13. Provide means to make potable water available at every station to care for burns and other wounds.

14. Clear passaways of sharp produding devices (such as junction boxes) so as to permit rapid passage of personnel including wounded.

15. Provide means to protect medical equipment at emergency battle dressing stations against damage caused by heavy shock or radical ship's motion.

16. Frequency of drills at battle stations averages about one every seven days. (This is true even for deployed ships.) Provide ships with instruction and guidance  on how to plan battle drills in advance, so that a productive drill can be conducted whenever opportunity arises. 

17. Conduct a comprehensive audit of shipboard administrative workloads. (Reduction of inspection loads and shipboard administrative burdens was formally established as an explicit personal objective by at least two previous CNOs (ADMs Zumwalt and Hayward) without results. However, there has never been a systematic assessment of the cumulative workload resulting from shipboard administrative requirements.)

18. Decide upon doctrines for visual lookouts as to whether recognition should depend on memory or on comparison with visual aids. (Once this is done, lookout stations can be designed and constructed to meet all requirements of instrumentation, optics, weather, communications, and response to threatened or actual chemical attack.)

19. Develop standard hand signals to be used during on-board emergencies.

20. Discontinue practice of entering and leaving  port using "special sea details." This practice fails to take advantage of multiple targets-of-opportunity for exercise of command and control, and fails to recognize that GQ for leaving and entering port would automatically become standard practice in wartime. This practice is especially important, and rarely recognized, with respect to amphibious assault ships.

21. Display ship names on bows instead of sterns to enhance sailors' sense of pride.

22. Ensure that bulkheads and decks are labeled to indicate contents of opposite sides even when opposite sides are open or vacant.

23. Establish a Battle Efficiency Competition in which the winning ship, regardless of type, shall have demonstrated the greatest improvement  in combat effectiveness during the competitive period. (This procedure was successfully implemented in a trial group of thirteen ships.)

24. Make sure that fitness reports and performance evaluations address progress achieved in overall fighting ability. (At present, leaders of combat and watch teams generally do not contribute to official performance evaluations of personnel under their charge during high-threat readiness conditions, since performance evaluations are usually executed by administrative or maintenance supervisors).

25. Manning Condition II or III, which calls for difficult training to be ready for sudden combat, is now considered a "hardship" and is rarely used in normal cruising. (One Type Commander did at one time specify that Cond III should be used in all normal steaming.)

26. Provide means to enable Commanding Officers and shipboard leaders to know visually and continuously what battle skills their crews are expected to attain and maintain.  All such information is still in paper sources in officers' desks and safes. (A visual presentation procedure called Command Training Assessment Cards [CTACs] based on "Objective Based Training"  is available for test [no costs].)

27. Provide means to enable Commanding Officers to communicate  their wishes as to what battle skills their crews are expected to attain or of keeping track of what skills have been attained. (Foregoing item applies.)

28. Redesignate fast combat support ships and predeployed logistic ships, since they are highly exposed and vulnerable under combat conditions, as “combatants”.

29. Reexamine the role of shipboard "Training Teams" now prescribed by Type Commanders. These teams' responsibilities for battle training are specified by higher authorities regardless of Commanding Officer's preferred policies. The procedure amounts to removal  of key personnel from the teams being trained and adds to the administrative tasks of officers responsible for keeping up with turnovers.

30. Specify Achievement of Expert Ability to Fight—in the sense of ability to perform expertly under conditions of severe stress and extreme violence—as the master leadership goal to be sought by individuals and teams throughout the U. F. Fleet. (Note: Recent  years have witnessed several Navy leadership development programs (including General Order 21 , LMT, HRM, LMET, Command Effectiveness, NAVLEAD, and TQL). None of these had clearcut objectives or incorporated methods of evaluating program results. All except TQL have been replaced by today’s “Leadership Continuum.”

31. Organize and train amphibious assault ships to conduct assault and defense functions simultaneously in combat.
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