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A19 TOPPING OFF WARSHIP BATTLE TRAINING 
IN EVENT OF EMERGENCY DEPLOYMENT

INTRODUCTION

Expert Ability to Fight in this discussion will mean Ability to perform all designed functions expertly under conditions of severe stress, extreme violence, and/or attempted enemy surprise." Expert fighting demands more than efficient cruising, shooting, or launching of missiles, assault craft, or aircraft, more than capable damage control, more than skillful care of wounded. 

Most U. S. warship crews routinely become well prepared to maintain and operate their equipment and employ their weapons under adverse circumstances. Acquiring the skills to be able to fight expertly calls normally for extensive training over several months, mainly between deployments and calling for plenty of external services.

But when ships are needed in high threat areas on short notice, this extended opportunity to achieve high expertise may not be available. As occurred during WWII, Korea, Vietnam, Desert Storm, Yugoslavia, and Iraqui Freedom, some ships have had deploy at lower than "Basic" levels of battle training, with very few resources to help them bootstrap themselves higher.

This discussion describes three powerful integrated resources that shipboard leaders can use to help "top off" fighting abilities when the time available is unexpectedly short. These three resources deal with: (1) how to set clear on-board chains of control; (2) how to use visual feedback to set training goals; and (3) how to preplan and conduct on-board battle drills to make the most of limited opportunities.
 

SECTION 1. SETTING CLEAR CHAINS OF RESPONSIBILITY

A persistent problem in training a ship’s company for battle has long been that a sub​stan​tial pro​portion of a typical crew (often more than half) re​ports to different leaders at fighting stations—at General Quar​ters or during a high-threat condition watch—than they do within their standard Department, Division, and Work Center or​gani​za​tions. 
A clearcut organizational structure suitable for battle control and battle training can be built alongside the standard working organization based on the following principles:

Battle Organization. The manner in which a ship’s crew is or​ga​ni​za​tionally struc​tured to fight and to train for battle should be known as the Battle Or​ganiza​tion. 

Battle Systems. The Battle Or​ganization should identify Battle Sys​tems such as the following, each supervised by a Battle Control Officer:

Ship Control System

A Combat System

A Combat Information/Decision System

A Weapons System

A Communication System

A Main Propulsion System

An Auxiliary Machinery System

An Emergency Supply System

An Electronics Repair System

A Casualty Control System

A Damage Control System

A Cargo Handling System

An Aircraft Handling System

Combat and Watch Teams. 

A group of per​sons who man assigned sta​tions in close prox​imity in Condition I may be designated as a Combat Team. A group of two or more per​sons who man as​signed stations in close proximity in any section of a high-threat Readi​ness Con​dition may be designated as a Watch Team.

Examples of Combat and Watch Teams

Pilot House Team

  CIC ASUW Team
  CIC ASW Team

CIC AAW Team 

  Main Radio Team
  Signal Bridge Team

Search Radar Team

  AEGIS Team
  Electronics Repair Team

Mount 51 Team

  Missile Launcher Team
  CIWS Team

Aircraft Handling Team

  ASW Wpns Team
  Eng Control Team

#2 Fireroom Team

  Reactor Team 
  Aux Machinery Team

Casualty Control Team

   Repair I
  Flying Squad (Sec 3)

Central Dam Contl Team
     Battle Messing Team

Emergency Issues Team

  In-Port Emer Team (Sec 1) 

The senior member (not necessarily the leading technician) of each Combat and Watch Team should be des​ignated by name as the Team Leader.

Levels of authority. 

The fol​lowing lev​els of authority and ac​count​ability should apply within each readiness condition:

Commanding Officer

Executive Officer

Battle Control Officers

Leaders of Combat Teams

Leaders of Watch Teams

Members of Combat and Watch Teams

Continuing Responsibilities

On-station and off-station responsibilities of each Battle Control Officer and Team Leader, un​der the overall direction of the Condition I Battle Control Of​fi​cers, should in​clude the fol​lowing:

· Exercise control on station;

· Maintain close familiarity with the condition and adequacy of assigned battle and watch station equipment and structure;

· Maintain close familiarity with the physical, mental, and operational capabilities of personnel assigned as members of (1) respective Combat Teams and of (2) Watch Teams with corresponding stations;

· Exercise leadership to strengthen the states of training, cohesion, and stamina of his/ her unit;

· Initiate actions or recommendations to maintain full battle readiness.

Implementation

The following procedure will serve to implement the Battle Organization:

Review the Condition I billet as​sign​​​ments in the ship's Battle Bill. Group the listed battle sta​tions to form distinct Combat Teams. As​sign each team a dis​tinctive title and a dis​crete sym​bol for computerized sort​ing.

Review the General Quarters as​sign​ments of per​son​nel as shown on the ship's Watch, Quar​ter, and Sta​tion Bill. Assign each crew​member a sym​bol matching the Com​bat Team to which he/she is as​signed. Pre​pare and post a com​puter-prin​ted list of the names of the mem​ber​s of each Com​bat Team.

Identify the Watch Teams to which per​sonnel are as​sign​ed in each section of each high-threat readiness con​dit​ion. As​sign Watch Team titles cor​respond​ing with Combat Team titles. Assign each Watch Team a dis​crete symbol for sorting.

Mark each crew​member's name with a symbol corre​spond​ing to his/her WQ&S Bill as​sign​ment to a Watch Team. Post a com​puter-printed list of the names of the members of each Watch Team.

Formally des​ig​nat​e the Team Leader of each Combat and Watch Team.

Assemble personnel at quarters for muster and instruc​tion by Com​bat Teams. (If this cannot be done, then a solid team structure has not yet been estab​lished.)

SECTION 2. USING VISUAL FEEDBACK TO SET TRAINING GOALS
Goal Setting: Value and Difficulties

The most effective of all possible procedures to aid in strengthening shipboard battle capabilities is to involve all hands in setting goals and keeping track of progress achieved. The problems of feedback and goal setting are particularly important, difficult, and challenging with respect to team proficiency within high-threat readiness conditions. Specifically:

It can be difficult for Battle Control Officers and senior assistants (such as Chief Engineers or Damage Control Assistants) to apprise junior officer or senior enlisted team leaders (such as Repair Party Leaders or Flying Squad Leaders) of what they are expected to train their people to become good at. Although specific performance standards are available in Fleet Exercise Publications and Fleet training syllabi, it can be hard for team-level leaders to see these standards, to set them as goals to be achieved, to think about how to achieve them, and to keep track of progress. Useful techniques to achieve such visibility have never been provided to our ships.

Without ready access to knowledge of performance standards, it can be difficult for junior shipboard personnel to take an active part in setting goals for battle drills and in benefiting from feedback on progress achieved. 

It can be difficult for shipboard leaders to plan training effectively unless they have a reliable way of knowing the status of each team’s current capabilities in comparison with its expected capabilities. This difficulty can be particularly challenging when training must be accomplished urgently.

It can be difficult for Commanding Officers to communicate their own proficiency standards in such a way as to have them clearly understood and actively pursued.

A visual feedback procedure can assist in overcoming the foregoing difficulties. The elements needed for such a display are (1) a set of “qualification cards,” here called Command Training Assessment Cards (CTACs) (see Exhibit 2-1), that list specific performance objectives and (2) a computer network that permits the cards to be displayed so that training objectives and performance levels are visible to all hands.

Who Needs Feedback?
· Knowledge of day-to-day levels of battle skills possessed by every shipboard Battle System, Combat Team and Watch Team is needed by:

· The Commanding Officer for effective exercise of command including strengthening battle skills and necessary reports to higher levels of command;

· Battle Control Officers for planning and battle control;

· Team leaders for planning and conduct of battle drills;

· Team members—meaning the crew as a whole—to enable active participation by all hands in planning for battle drills.

Since fighting capabilities by definition connote ability to perform under conditions of stress, violence, and/or surprise, they may be difficult to observe and measure in practice. Measurement of battle capabilities that is reliable and valid—which is to say dependable or objective—requires training of its own. One way to accomplish this training is to ensure that team leaders performing evaluations have opportunity to compare their judgments with those at higher levels of authority. Comparison of the judgments of different authorities is a provision built into design of the CTACs.

Creating Visibility

The first task in creating a useful feedback procedure to keep track of changes in battle skills is to define explicitly the capabilities that comprise expert ability to fight for each ship. This may be accomplished as follows:

The concept of “Objective Based Training,” or OBT, offers a solid foundation for purposes of goal setting and feedback.. Statements of training objectives are available from Afloat Training Groups on the ATG Internets  along with detailed performance criteria. These statements can readily be converted (by one person in one day) into the format illustrated in Exhibit 2-1

b. Add exercises and adjust performance criteria as directed by the Commanding Officer.

Summarize the expected performance criteria for each exercise in the format of a CTAC. This listing is not intended to denote exercises to be formally carried out, but rather to list objectives as guidance to be addressed in instruction and evaluation. The most important element is computerized visual display.

Assemble a duplicate set of CTACs to form a loose-leaf “Designed Capabilities Manual” (DESCAP Manual). This manual will constitute the master document that defines the Commanding Officer’s required or targeted fighting capabilities—the most important document on board..

Advantages
The principal advantages of this battle training feedback procedure incorporating a visible CTAC format such as illustrated in Exhibit 2-1 are, in summary:

· Focuses on battle conditions (severe stress, extreme violence, and/or attempted enemy surprise)

· Conforms to team-based Battle Organization

· Designed to assist designated Training Teams

· Allows spot-checking to develop consistency of judgment among leaders

· Suitable to augment PQS when needed to self-train quickly for fighting

· Provides visible feedback to all hands to help set goals and see progress

· Decentralizes leadership for battle training and readiness

· Assists in advance planning of battle drills

· Applies to Watch Teams as well as GQ Teams and to readiness in port as well as underway

· Allows grading by either point scores or ready/not ready as the CO prefers

· Allows Commanding Officer to communicate performance requirements and criteria

· Assists Commanding Officers in keeping track of recommendations for future training as offered by Afloat Training organizations on completion of assisted training.

EXHIBIT 2-1

SAMPLE COMMAND TRAINING ASSESSMENT CARD

(CTAC)

COMMAND TRAINING ASSESSMENT SUMMARY

C2W2—CONDUCT ELECTRONIC WARFARE OPERATIONS

Training Team Leader: In a numbered column below, insert initials of Training Team Leader and date of assessment. Score each item as ready now (() or not yet ready (X) for combat operations.


11111111111
2
3
4

Initials of Training Team Leader 





Date of assessment 





Material Condition at start 





Readiness Condition (I, II-1, II-2, III-1,III-2, III-3, IP) 





NAME OF CURRENT



TRAINING TEAM LEADER:

SUPPORTING ACTIONS

C2W2.1   MODIFY EQUIPMENT FOR TACTICAL SITUATION





C2W2.2   MAKE EW REPORTS  (INTERNAL AND                 EXTERNAL)





C2W2.3   MAINTAIN ALL EW LOGS





C2W2.4   MAINTAIN ALL EW VISUAL DISPLAYS





C2W2.5   REVISE TACTICAL AIDS PER THE 

TACTICAL SITUATION 





(This format is presented via shipwide computer network. Its purposes are: (1) to provide the Commanding Officer with an overview of the ship’s state of combat training; (2) to provide the Commanding Officer with convenient means to convey his personal instructions as to future directions of training emphasis under all readiness conditions; (3) to record the judgments of the Training Team Leaders; (4) to help shipboard leaders to set training goals and keep track of progress; (5) to enable all hands to be kept informed of the ship's readiness for battle.)

 SECTION 3.  PLANNING BATTLE DRILLS IN ADVANCE

Premises

· Most ships normally conduct all-hands battle drills an average of once every seven days over a typical deployment cycle. The concepts of a team-based Battle Organization (Section 1) in conjunction with a readily visible battle training feedback procedure (Section 2) can materially assist in planning and conducting battle drills for General Quarters and all other high-threat readiness conditions if the drills are conducted skillfully and without wasted time and effort. Battle drills are both indispensably important and expensive in terms of manhours. And the number of required skills is huge.
Definitions

The term Battle Drill will denote an assem​bly of one or more Com​bat or Watch Teams for in​struc​tion or ex​ercise in order to strengthen Bat​tle Skills.

The term Leading Combat Team will de​note a Combat Team as​signed re​sponsi​bility for plan​ning and supervis​ing drills in​volving co​or​dinated per​for​mance by two or more Combat or Watch Teams.

The term Drill Plan Leader (DPL)will denote an in​di​vidual assigned to think through, in ad​vance, the pro​ce​dures to make the next drill pro​duc​tive (no matter when the opportunity comes along, scheduled or not) and to see to it that all necessary prepara​tions are made be​fore call​ing peo​ple to stations.

Purposes

Battle training encompasses both indi​vid​ual and team skills. However, the cen​tral pur​pose of bat​tle drills is to develop team-level skills. Cer​tain team-level skills call for coordi​nated ac​tion by multi​ple teams and thus for coordi​nated multiple-team drills. 

When shipboard maintenance and ad​min​is​trative de​mands are very high, time for battle drills may be hard to come by. Un​der these cir​cumstances: (1) noth​ing should con​sume time on station that can be effec​tively ac​com​plished by thor​ough pre​plan​ning be​fore manning sta​tions; (2) each drill should be planned in ad​vance so that it may be con​ducted on short notice, regard​less of whether previ​ously scheduled; (3) the ob​jectives of each drill should be made so clear in advance that per​son​nel can sense re​sponsibility for indi​vid​ual preliminary prepara​tion (“homework”); (4) every op​portunity for drill should be ex​ploited by manning bat​tle or watch sta​tions on every occa​sion in peacetime when they would be so manned in war (such as when en​ter​ing and leaving port in lieu of “Special Sea Details”).

When ships in high-threat areas must op​erate mainly in condi​tions of readi​ness lower than General Quarters, battle drills for con​dition Watch Teams as​sume a level of impor​tance even higher than training for Combat Teams. It may then be​come par​ticularly im​por​tant—and par​ticu​larly diffi​cult—for condition watch battle drills to fo​cus on pro​ce​dures for shifting sta​tions and con​tinuing effective op​erations after having suffered major damage and extensive casual​ties during a condi​tion watch. (Very few Commanding Officers have established and rehearsed procedures for this circumstance.)

A Recommended Drill Planning Procedure

A Drill Plan Leader (DPL), officer or enlisted, should be named by each Team Leader after each drill to think through, in advance, the procedures to make the next drill produc​tive; to see to it that all necessary prep​ar​a​tions are made be​fore​hand; and to make sure that the drill is ef​fective and that drill time is not wasted on activities that could just as well be accom​​​plish​ed off sta​tion. The DPL's responsi​bility ends at "Se​cure" from the drill he/she has helped to plan and when another person is given a turn as DPL.

When a drill or exercise requires coordinated ac​tion by two or more Teams, then the cog​nizant Battle Control Offi​cers (see Section 2) must en​sure coordinated planning by DPLs from all Teams con​cerned, guid​ed by a DPL from the Leading Com​bat Team. 

A Drill Plan need not be a written document in any for​mal sense. It can be en​tirely in the DPL's head or scribbled in rough notes on a piece of scratch paper. In any case, it will comprise a first rate ex​ercise in man​age​ment and lead​​ership. Following is a shot​gun list of items for the DPL to take into ac​count:

· Exactly which Teams will drill together? On station or at some in​struc​tion lo​ca​tion?

· Instruction location arranged?

· What will be the drill's  objectives?

· What skills will be exercised?

· Who will do the teaching? What will they need?

· What Starting Condition? What Drill Condi​tion? What Secur​ing Condition?

· What Drill Calls will be used to get people to sta​tions?

· If the Drill Condition is to be General Quar​ters or a high-threat readiness condition, what problem will be set up be​fore​hand? Who will set it up? Is he/she ready?

· Who will observe? What materials will they need?

· What special materials will be needed? (Examples: marker​boards, lesson plans, event lists, source documents, smoke bombs, flash​lights, area mark​ers, blind​folds, arm​bands, vi​sual aids, chalk, films and projection de​vices, computer pro​grams, wound mou​lages, stretch​ers, stop​watches, clip​boards, writing tools.)

· What "homework" or other special prepara​tions should be ac​com​plished by Team members in advance?

· How will the Officer of the Deck be kept in​for​med of the status of the drill?

· Should the drill be noted in the Plan of the Day? Has this been re​quested?

· What arrangements are needed to make sure any in​ter​ruption of ship's work is an​tici​pated by Divi​sion Offi​cers and Department Heads?

At the end of the drill:

--Debrief personnel. What happened?

--What qualifications were achieved?

--What objectives will you suggest for the next drill after the one you've just plan​ned?

--How soon should the next drill occur?

--Who should be the DPL for the next drill?

--Consult with the Team Leader and mark the vi​sual dis​play to show cur​rent state of Team quali​fication.

Drills for Watch Teams

Ships in littoral combat zones will spend long hours in high-threat readiness condi​tions lower than General Quarters. By defini​tion, these are periods when hostile ac​tion is considered possible or likely; at the same time, the fighting abil​ity of the ship is re​duced below the ability it may possess when all hands are at GQ. 

It is of immense importance to the battle readiness of the ship that Watch Teams be thor​oughly trained to cope with sudden emergencies involving major dis​ruption before battle stations can be manned. How​ever, Battle Con​trol Officers and Watch Team Lead​ers in sev​eral watch sections may also be less qualified than General Quarters personnel in know​ing how to plan and con​duct effective drills. Condition watch leaders will need to develop their own repertoires of good drills in consul​tation with each other and un​der the guid​ance of Battle Control Officers and Combat Team leaders. The following types of drills are sug​gested as starting points.

· Identify and operate equipment blindfolded.

· Develop and practice hand signals for use when tele​phones fail.

· Have a repair party man another repair party’s locker and check equip​ment.

· Conduct surprise “anti-PC” firing at an inflatable surface target released by another ship (Surface Target Balloon, Radar Sensitive FSN 1H6920 868 9847).

· Have a Watch Team inspected by corresponding Combat Team Leader.

· Practice care for serious burns, including ob​taining potable water.

· Practice moving wounded from one deck to an​other and into battle dressing sta​tions.

· Review status of battle skills and decide next drill.

· Have a team member simulate violating a safety pre​cau​tion and have other members dis​cuss. enhanced team​work.)

· Have gun and missile magazine or handling room opera​tors count and re​port types and quantities of ammunition on hand blindfolded.

· Respond to threatened CBR attack, especially in pilot house and for vi​sual lookouts and signal bridge.

· Use a darkened compartment and a flashlight spot beam to have visual look​outs practice using​ standard terms for re​port​ing target bearings and position an​gles.

· Conduct telephone talker drills by transmitting a message through sev​eral circuits in succession and comparing final and original ver​sions. Try the following scheme

[image: image1..pict]
 (The first time the above game is “played” there may be much amusement over the confusion and garbles among messages sent compared with those received. But repetitions will show im​provements, and with good debriefs there are many lessons to be learned here about the im​portance of communication accuracy and  teamwork.)

URGENCY

The need for the best conceivable emergency shipboard battle training resources will continue to grow as the Fleet diminishes in size, leading to increasing unscheduled deployments; as ships' complements grow smaller with little apparent understanding that people comprise not only the most indispensable but the most vulnerable resource on board; and as potentials continue for sudden conflict in the most demanding naval areas in the world: the shallow-water-submarine and  missile-intensive littorals of the South China Seas.




� The present  discussion draws upon behavioral science research literature and related sources to offer possibilities for developing advanced non-technical training techniques for use in an extraordinary environment where people in organizations  must not only perform effectively but continue after suffering massive organizational disruption. For those who wish to pursue these potentials further, the following selected sources were used and are suggested:





Mager, Robert F. Goal Analysis. Belmont, CA: Fearon Publishers, 1972





Lawler, Edward E. III and J. R. Rhode. Information and Control in Organizations. Pacific Palisades, CA: Goodyear Publishing Co, 1976.





Zander, Alvin. Making Groups Effective. San Francisco, CA: Jossey-Bass, 1982





Henderson, W. Darrell. Cohesion: the Human Element in Combat. Washington, D. C.: National Defense University Press, 1985.





Collins, Arthur S. Jr. (LGEN USA RET).  Common Sense Training—A Working Philosophy for Leaders. Novato, CA: Presidio Press, 1981.





Sarkesian, Sam C. (Ed.). Combat Effectiveness: Cohesion, Stress, and the Volunteer Military. Beverly Hills, CA: Sage Publications, 1980.





Appleton, Daniel S. (CAPT USN RET).  Shipboard Training: the Team's the Thing. U. S. Naval Institute Proceedings (Oct 1983). (Winner, Training and Education Essay Contest.)





Dyer, William G. Team Building: Issues and Alternatives. Reading, MA: Addison Wesley, 1977.





Locke, Edwin A. and Gary P. Latham. Goal Setting: a Motivational Technique That Works. Englewood Cliffs, NJ: Prentice Hall, 1984.





Smith, Arthur M. (CAPT MC USNR RET). All Bleeding Stops Eventually. U. S . Naval Institute Proceedings (Nov 2001). (All earlier Smith articles also pertinent.)





�  All U. S. Naval professionals should read two special modern articles:


1. "After all, technology cannot change the fact that attempting to forcibly inflict one's will on a determined foe is an inherently dangerous, bloody, chaotic endeavor." LT David Adams. We are Not Invincible. U. S. Naval Institute Proceedings. May, 1997. (Winner, Arleigh Burke Essay Contest.)





2. LCDR Michael. W. Studeman. Thorns in the Dragon's Side. U. S. Naval Institute Proceedings. July, 2000.
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