 8 Dec 1957

MEMORANDUM FOR THE CHIEF OF NAVAL OPERATIONS

Via:     
(1) Director, Strategic Plans Division


(2) Deputy Chief of Naval Operations (Plans and Policy)


(3) Deputy Chief of Naval Operations Fleet Operations Research and Development)


(4) Vice Chief of Naval Operations

Subj:   The effects of management procedures on the combat power of ships

1.
This presents the results of an examination of all the normal procedures and activities in any ship that affect the men of that ship. The precise purpose of this effort has been to study how management procedures affect the attitudes of men; to consider how attitude affects combat power; and consequently, to determine how combat power may be further improved through management.

2.
There is nothing very startling about the concept that attitude (or morale or motivation) is one of the most important factors determining the combat power of a given ship. It has been less clear just what sort of attitude should be sought, and how achieved. The concept appears most significant that while every procedure in a ship is designed by itself to do a job, the only important effect on the attitudes of men is exerted by all of the procedures taken together. If at​titude is predominantly important to combat power, then it is equally important to consider the influence of all of the ship's procedures as a complete system. Such a concept would go well be​yond consideration of the value of leadership exerted within the established framework of stan​dard procedures.

3.
It has consequently been concluded:

4.  That the procedures in  a ship can be so designed, as elements of a complete system, as to render a level of combat power beyond the standards now commonly accepted;

5. That such a design may involve important changes to current regulations and stan​dards.

4.

The attached presentation is designed to illustrate the possibilities of this sort of design. The presentation consists of a "briefing" on a hypothetical ship ("HEARTLAND CITY")  for which organization, training, routine, and many other  procedures have bee redesigned with an eye to the resulting cumulative effect on the attitudes of the ship's company and on the combat power of the ship. The procedures in this model ship are described as being methodically conceived, evaluated, and  reported by a Project Board set up for the purpose. The object is: to test in practice how management may contribute to combat power.

5. The initial section of this presentation covers basic concepts. Principal features of the various "Projects" are summarized in the red section.

6. It is recommended that the Chief of Naval Operations:

a. Approve the concept that possibilities for improvement of combat power, through redesign of the standard shipboard management procedures, should be developed and tested;

b. Approve the assignment of an appropriate task to the Commanding Officer of an active ship to develop, test, and  report on shipboard management procedures designed for the improvement of combat power.

Very respectfully,

Daniel S. Appleton

Commander, U. S. Navy

The above proposal was implemented in the USS SHELTON in the Pacific Fleet as the "SHIPS READINESS IMPROVEMENT PLAN (COMCRUDESPAC INSTRUCTION 1500.5)." A SUMMARY OF THE RESULTS TITLED "PRINCIPAL CONCLUSIONS OF SIGNIFICANCE TO THE SERVICE" WAS PUBLISHED IN 1962 AND IS PRESENTED ELSEWHERE IN THIS WEBSITE (AS  PART OF ITEM A23). RESULTS INCLUDED INITIAL DESIGN OF THE PLANNED MAINTENANCE SYSTEM, THE PERSONNEL QUALIFICATION STANDARDS SYSTEM, AND THE ORGANIZATIONAL STRUCTURE OF SHIPBOARD MAINTENANCE GROUPS.

SHIP'S READINESS IMPROVEMENT PLAN

INTRODUCTION

(abstracted from an unclassified official document dated July 1962)
The Ship's Readiness Improvement Plan was instituted by COMCRUDESPACINST 1500.5 of 8 December 1960, which states in part as follows:

1. Purpose. To promulgate, for information and reference, a plan for the development of improved shipboard training and maintenance procedures and supporting ship's organization.

2. Discussion.  From the. results of deployment, administrative, and training inspections, it is evident that there exists in the Force a wide variety of ships' training programs, methods for controlling preventive maintenance, and systems of establishment of shipboard responsibilities.  The complex equipments appearing in our new and modernized ships, together with the indispensable importance of every one of our ships both new and old, emphasize the great need for adoption of the best shipboard training and maintenance procedures which all the ingenuity and experience available to the Force can produce. Four areas of potential improvement merit particular attention:

a.  Shipboard training.  The subjects to be taught on board ship should be decided upon (consistent with clear-cut objectives), and the total shipboard program designed to be of reasonable scope.

b.  Ship's maintenance organization.  The relative responsibilities of the division officers and the departmental technical assistants should be clarified.

c.  Ship's combat organization.  Clear chains of responsibility should be established for the training and readiness of all the elements of the battle organization

d.  Planning and control of training and preventive maintenance.  Paperwork may be reduced and progress better controlled by use of durable visual displays designed to be easily updated. .

3.  To develop improved procedures, the Type Commander has established the Ship's

Readiness Improvement Plan outlined in enclosure (1), to:

a.  Draw together the best thinking on these matters available both in the Force and in the research and training activities and commands available for consultation.

b.  Establish the best. conceivable organization, training programs, and preventive

maintenance planning procedures in one ship as a prototype.

4.  From this experience, improved methods will be made available to all ships of the

Force. 

2.  The Plan is conducted under nine distinct tasks:

(1)  Define the ship's objectives

(2.)  Describe the ship's combat organization

(3)  Describe the ship's maintenance organization

(4)  Establish flu' ship's basic training programs

(5)  Establish a preventive maintenance control system

(6)  Establish an internal information distribution system

(7)  Prepare the ship's bills and procedures

(8)  Institute a ship's progress evaluation system

(9)  Provide efficient personal combat equipment

3.  These tasks are reported upon individually herein.  An additional task, "Describe ship's organization for management of personnel" is reported upon as an addendum to Tasks 2 and 3.

6. The prototype ship is the USS SHELTON (DD790), a DD-710 class FRAM I destroyer. SHELTON completed FRAM in July 1961 and deployed to WESTPAC In January 1962, where the ship now homeported. An EASTPAC ship, USS RICHARD B. ANDERSON (DD786), is also implementing certain of the experimental training and maintenance procedures. Several of  the training procedures described herein have been incorporated in an experimental Battle Efficiency Competition in process in CRUDESFLOT 3, deployed to WESTPAC June-December 1962.

5.  COMDESFLOTONE has been requested to monitor and   report monthly on SHELTON's progress in implementation of the program. COMCRUDESFLT 3 has been requested to evaluate SHELTON's readiness at least once during the period July-December 1962.

6.  The purpose of the SRIP   is briefly: :to collect, develop. and institute in one ship, as a prototype, the best possible organization, procedures, and materials to accomplish continuous improvement of readiness in a varying personnel environment. 

PRINCIPAL CONCLUSIONS OF SIGNIFICANCE TO THE SERVICE

(Interim Report - July 1962)

1.  The ability of a ship's company to improve the readiness of a ship may be greatly enhanced by physical facilities properly designed and installed to portray the up-to-the-moment status of preventive maintenance and of training, to assist in decision-making for the most effective direction of effort (much as a CIC portrays information to assist in tactical decisions).

2.  The elements of an effective Preventive Maintenance Information System are:

a. Maintenance requirements made directly available to maintenance personnel;

b. Visual portrayal of the status of maintenance completed, so as to enable spot checking, and in such a manner that maintenance not yet accomplished is continuously apparent to all concerned;

c. Visual portrayal of assignments of individual responsibility for the maintenance of each equipment, space and area in the ship.

3.  No differentiation should be made between "technical" maintenance and "operational" maintenance, in the sense that the former is defined or implied for accomplishment by technical ratings, and the latter by operational ratings;

4. The elements of an effective Training Information System are:

a. Definition and portrayal of the subjects in which each individual is to qualify, so  as to promote generation of a sense of responsibility for learning;

b. Visual portrayal of the status of qualifications achieved, so as to enable spot checking and in such a manner that those qualifications which have not yet been achieved may be continuously apparent to all concerned.

5.   Effective training and maintenance systems both depend wholly on clear definition of the composition of each group of men who are responsible for specific maintenance, and of each group of men to achieve specified abilities or skills, i.e., on clearly defined organization.

6.   Effective organization must be predicated upon clearly defined objectives.  (The

definition of Expert Combat Readiness in terms of performance, endurance, and preparedness; and the definition of "qualifications of the expert shipboard combat unit" were useful in this respect.)

7.   A shipboard organization designed as a clear chain of responsibility for improvement of operational or combat readiness is distinctly different from an organization designed as a chain of responsibility for maintenance and administration.

8.  The shipboard system of responsibilities for personnel management (the system of divisions and division officers) should be aligned either with the operational organization or the maintenance organization, but not established as a third organizational structure of its own (as is often the case).

9. The notion of a shipboard "combat unit", as a team of men who operate together or in close coordination at general quarters, is useful for training and operations and should be adopted as a universal term.

10. The notion of a shipboard "support group", as a group of men whose maintenance or administrative work is coordinated under a common supervisor, is useful for maintenance and technical training and should be adopted as a universal term.

11.  The notion of "operational concern", as the responsibility of each man for intimate familiarity with the nature and condition of the equipment or area he mans in combat, is useful and should be adopted as a universal concept.

12.  Establishment of a dependable and universally acceptable scale for the measurement of readiness would be of inestimable value to the service.  The system of combat readiness evaluation criteria, described herein, exhibits promise in this respect.

13.  The objectives of training of each individual of a ship's company should be closely correlated, in nature and timing, with the standards by which the readiness of the ship itself is evaluated.  This conclusion applies particularly to the need for identification of the objectives and standards of shipboard training, type training, inter-type training, refresher training, battle efficiency competition, and periodic evaluations of the readiness

of ships.

14.  The notion of a "training objectives plan", described herein, is of value in bringing   the immediate objectives of shipboard training into close harmony with the planned operational readiness of the ship itself, and should be adopted as a servicewide concept.

15.  Clear objectives, clear chains of responsibility and authority, and consistent standards of progress in terms meaningful to each individual, are of inestimable benefit to the morale of the ship's company, and to the combat readiness of the ship.

16.  The objectives, organization, and maintenance and training control systems and procedures employed by a ship's company can profitably be subjected to integrated "system design".  That is, the latter three factors should be designed in conjunction with each other to insure that all support the stated objectives of the efforts of the ship's company.

17.  The organization and procedures to enable a ship to most efficiently withstand violence in port should be regarded as a problem with its own parameters, distinct from the parameters of dealing with violence underway,  The first parameter of the in port emergency should be that the nature, location and extent of the violence incurred are initially unknowns.

18.  The requirements of an effective system for distribution of reference information to and within ships are:

a.  Quick and simple issue.

b.  Ability to be retained, sorted, and filed in the manner desired by the user at the petty officer level, without retention of material extraneous to his needs.

c.  Ability to be reviewed by newcomers without extensive research or diversion by extraneous material.

d.  Ability to accommodate classified material.

(Requirements b and c are not met by multiple-subject periodicals or reports.)

19.,  The use of a specific ship as a prototype for development of improved management procedures offers major advantages including the ability to design specific equipments and conditions, to implement new procedures for trial under carefully controlled conditions, to make changes without extraordinary effort, and to provide special equipment at reasonable cost.

� This portion of the program led to producing the current Planned Maintenance System.


� This portion of the program contributed to producing the current Personnel Qualification Standards system.





1
1

