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Current Conditions
American warship crews do not have readily understandable on-board chains of command and accountability to assist them in fighting or preparing for fighting.

A central and persistent problem in organizing a ship’s company for battle has long been that a sub​stan​tial pro​portion of a typical ship’s 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. 
In typical conventional practice, each watch section of each high-threat readi​ness condition has its own distinctive chain of command and accountability be​low the level of the Ex​ec​utive Officer. Some ships use four or five dif​ferent readi​ness condi​tions (not to mention various condi​tions used in port) each in​corpo​rating two or more watch sections. Each of the cor​responding chains generally takes effect only when the per​sonnel of a particular section are actually on watch stations; few effective chains of accountability for battle effectiveness continue to exist when personnel are off station. Am​phibi​ous as​sault ships in com​bat must shift back and forth be​tween two sys​tems of Gen​eral Quar​ters, de​pending on whether they are launching ve​hi​cles and troops or focusing on de​fend​ing them​selves. Under​way re​plen​ishment ships cannot use Gen​eral Quarters while execut​ing their pri​mary mis​sion of provid​ing fuel and stores alongside combatants at sea, when they may be most vul​nerable to long range (including ballistic missile) attack be​cause of predictability of movement and inabil​ity to ma​neuver. 

General Quarters should not be as​sumed as the primary mode in effect at the onset of violent combat in littoral waters. A ship in a potential battle zone to​day is more likely to take ini​tial hits while in a condition watch. At this lim​ited level of prepared​ness, even the AEGIS ships cannot expect to ward off all in​com​ing preci​sion guided munitions, and none of our ships is ade​quately equipped to de​fend against long range wake–following torpedoes.

The task of training every watch Section of every readiness condition for fight​ing—even given that ships in combat areas are most vul​nerable to attack while in a condi​tion watch mode—is extensive and ill de​fined. This leaves the task of training condi​tion watches to the Commanding Officer and his leading people, many of whom may not possess training skills comparable to those of the Afloat Train​ing organizations. 
If severe hits are re​ceived with the crew on watch, another formidable problem im​me​di​ately arises: whether, and then how, to shift au​tomatically (without direct order) to GQ stations after catas​trophic numbers of per​son​nel have been killed or wounded. This task in it​self de​mands intensive training backed up by sound command doc​trines of two kinds. Specifically: 

• In case of se​vere hits re​ceived at sea, what sta​tions shall stay manned by watch personnel, and what shall off-watch personnel do with them​selves? What shall a person on watch, one assigned a distant GQ station, do if his relief fails to show up? How shall a crew member act if he is hurt and unable to man his assigned battle station? Such matters demand firm com​mand policies, thorough drills, precise observation of results, and then careful revision of policies.

• In case of severe hits re​ceived in port with lib​erty parties ashore, how may all on-board person​nel be most constructively used? Then, as the crew returns aboard, at what point should GQ stations be manned in prefer​ence to general emergency sta​tions. (A typical practice in port is to send an emergency team to the dam​aged area and to as​semble the remain​der of the on-board crew on deck, ready for assignment “as re​quired.” This may leave large segments of ur​gently needed actions unaddressed, such as guard​ing the ship’s perimeter instantly and searching the entire inte​rior rapidly. If GQ stations are manned too early, many sta​tions may be manned uselessly.)

The following suggested arrangement copes with these chal​lenges by defining a paral​lel or​ganiza​tional structure that is based on principles of clear chains of com​mand and that seeks to strengthen team co​hesion in order to en​hance physical and psy​chological strength. The pro​posed ar​rangement does not con​flict with the exist​ing standard system of ship​board adminis​tra​tive or​ganiza​tion, which can re​main in full effect. 
The foundation of this parallel struc​ture is the notion of cohe​sive teams.

Cohesive Teams
Military analysts and historians generally agree that small-team or “primary group” co​he​sion can contribute substan​tially to ef​fective performance under grossly dis​ruptive or stressful condi​tions.
 Most re​ported analyses in this field have dealt with mili​tary ground and air forces; how​ever, when a war​ship is “locked up” in a watertight material con​di​tion (Condition Z), many small groups of person​nel are re​quired to function at their battle or watch stations al​most in isola​tion while under the most ex​treme physical and psycho​log​i​cal pressures. The heart of ap​plying this concept to the warship environ​ment is there​fore to establish and develop co​hesive teams of per​sonnel on as many sta​tions as possible both at Gen​eral Quarters and in each watch section of each high-threat readi​ness con​di​tion. 

The fol​lowing principles can serve as solid foundations for the na​ture and ac​tions of small groups and teams of personnel at action stations in a typical war​ship: 
a. A team may be defined as a group of two or more people hav​ing a specific per​for​mance objec​tive or goal to be at​tained, the at​tainment of which re​quires co​ordi​nation of ac​tivity among the mem​bers. 

b. Cohesive small teams can serve as self-training units that help to mini​mize the ad​verse impacts of personnel turnover.

c. Small-team cohesion is con​ducive to strengthening the capa​bili​ties of team members to with​stand adverse ef​fects of stress and vio​lence. 
d. Small-team cohesion may be enhanced by clarifying designa​tions of mem​ber​ship and lead​er​ship and by mini​mizing the num​ber of dif​ferent teams to which each indi​vidual is as​signed.

e. The characteristics of an effec​tive team are typically: (1) a clear, el​evat​ing goal; (2) a results-driven structure; (3) competent members; (4) uni​fied commit​ment; (5) a col​labo​rative cli​mate; (6) standards of excellence; (7) ex​ternal support and recognition; and (8) effective lead​ership. To am​plify: 
(1) The essential characteristic of a clear and elevat​ing team goal is that its achievement will “make a differ​ence.” The fea​ture most likely to weaken a team’s ef​forts is existence of per​sonal agenda hav​ing a higher pri​ority than the team’s goal.

(2) The necessary features of a results-driven team structure are: (a) clear roles and account​abili​ties; (b) an effective com​munication sys​tem; (c) methods for moni​tor​ing individual per​formance and provid​ing feed​back; and (d) an em​phasis on fact-based judgment.

(3) Competent team members have three features in common: (a) es​sen​tial techni​cal skills, abili​ties, and knowledge; (b) a strong de​sire to con​tribute; and (c) the capa​bility of collabo​rat​ing effec​tively.

(4) Unified commitment is “team spirit”—a sense of loy​alty and ded​i​ca​tion to the team, a sense of excitement and dedi​cation about the team, a subor​dination of self. Scientific in​quiries have led to solid en​dorsement of the prin​ciple of involving team members in the de​velopment of plans for achieving team goals.

 (5) Collaborative climate refers to the extent to which members com​mu​ni​cate openly, disclose problems, share information, help each other over​come ob​stacles, and discover ways of succeed​ing.

 (6) The one feature of a team goal that every mem​ber needs most to un​der​stand—and pursuade other members to achieve—is the notion of stan​dards of excel​lence: clearly and con​cretely ar​ticu​lated, carefully taught, and mutually under​stood. Put to​gether with the no​tion of “making a dif​fer​ence,” aiming for standards of excel​lence means aiming for achievement of the ex​traordi​nary.

(7) Provision of external sup​port and recognition means that the team is given the resources it needs, sup​ported by external individ​u​als and agen​cies im​por​tant to its success, recog​nized for its ac​com​plish​ments, and linked with a tan​gible reward and incentive structure tied to perfor​mance.

(8) Effective leadership at every level exhibits three consistent char​ac​ter​istics: es​tablishing a vision, creating change, and un​leashing tal​ent. Of these three, the most chal​lenging is cre​ation of change. One of the most dif​fi​cult as​pects of creating change can be adoption of the concept of team-building it​self. An​other can be the de​liberate raising of stan​dards of excellence.

The fore​going prin​ci​ples apply to chains of author​ity and ac​count​ability for con​duct​ing con​tinu​ing maintenance and ad​min​istra​tive functions by the crew as a whole, as well as for perfor​mance of op​erational functions by crew​mem​bers at battle and watch sta​tions. How​ever, the level of coordi​nated per​formance as it ap​plies to Com​bat and Watch Teams is poten​tially far more demand​ing than nor​mally re​quired of personnel com​prising a ship’s Work Centers.

Definitions
In setting up a practical shipboard battle organization, the following con​cep​tual def​initions have been found useful:

1. Full Battle Readiness. The overall goal of the battle training or​ganiza​tion should be the same as the goal of battle training it​self: to make progress to​ward ex​pert ability to per​form all de​signed opera​tions under conditions of severe stress, extreme vio​lence, and/or at​tempted enemy surprise.

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

3. Battle Systems. The Battle Or​ganization may incor​porate Battle Sys​tems such as the following, each supervised by a Battle Control Officer (noting that not all types of ships have Combat Systems):

A 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.

4. Combat and Watch Teams. 

Each Bat​tle System should be structured as follows:

a. A group of two or more per​sons who man assigned sta​tions in close prox​imity in Condition I should be known 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 Readi​ness Con​dition should be known as a Watch Team.

b. The senior member of each Com​bat and Watch Team should be des​ignated as the Team Leader. (Desig​nating a technician as Team Leader in preference to the se​nior mem​ber of the Team can lead to im​mense com​plications of lead​er​ship and ac​count​ability in event of emer​gency. How​ever, there is nothing to prevent the se​nior member from des​ignat​ing a leading technician as a su​pervi​sor for specific evolu​tions.)

c. Each Combat and Watch Team should be assigned a for​mal title.

d. The ship’s Watch, Quarter, and Station Bill should be so structured and dis​played as to en​able every crewmember to know the composition of each Com​bat and Watch Team to which he is as​signed.

Typical 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 Weapons Team
  Engineering Control Team

 #2 Fireroom Team

  Reactor Team 
  Auxiliary Machinery Team

 Casualty Con​trol Team

  Repair I
  Flying Squad (Duty Sec 3)

 Central Damage Control Team
     Battle Messing Team

 Emergency Issues Team

  In-Port Emerg Team (Duty Sec 1) 


5. Levels of authority. The chains of con​trol of the battle or​ganiza​tion should con​form to the chains of control at Gen​eral Quarters and in each high-threat readi​ness condition, with the Gen​eral Quarters chain having over​all super​vision. 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:

a. Exercise control on station;

b. Define and document the capa​bil​ities com​prising the full battle read​i​ness of his ele​ment of the or​ganiza​tion;

c. Maintain close familiarity with the condi​tion and ade​quacy of as​signed battle and watch station equipment and structure;

d. Maintain close familiarity with the physical, mental, and opera​tional ca​pa​bilities of per​sonnel as​signed as members of (1) respec​tive Combat Teams and of (2) Watch Teams with corresponding stations;

e. Make full and best use of avail​able training time;

f. Exercise leadership to strengthen the states of training, co​hesion, and stamina of his unit;
g. Initiate actions or recommenda​tions to main​tain full battle readi​ness. (See Exhibit 1 for sample ele​ments of a Commanding Officer’s in​struc​tion sum​mariz​ing the princi​pal ele​ments of a Battle Organiza​tion.)
Implementation
The following procedure will help to im​plement the team structure. (The pro​ce​dure calls for use of a computer-created program that enables sorting of names or para​graphs marked by numer​als or symbols.)

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

b. Review the General Quarters as​sign​ments of per​son​nel by name 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 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.

c. 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.

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

e. Decentralize leadership toward full combat readiness by formally des​ig​nat​ing the Team Leader of each Combat and Watch Team and assign​ing respon​sibili​ties to these individuals for monitoring all as​pects of the struc​tural, equip​ment, and training readiness of each team and its as​signed equipment and area.

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

Measures to Enhance Acceptance
Effec​​​tive implementation of the con​cept of a Battle Or​ga​​​ni​za​tion will involve new responsibilities, always difficult to recognize and accept. Acceptance can be en​hanced by explicit mea​sures to help insure un​der​​standing and make ship​board proce​dures con​sis​tent. Such mea​sures may in​clude the follow​ing:

a. Include comments on perfor​mance of duties un​der the Training Or​ganiza​tion in fitness re​ports, per​​for​mance evalua​tions, and rec​om​menda​tions for promo​tion and reen​listment.

b. Let all Team members take part in selecting team training ob​jec​tives.

c. During drills, teach and dis​cuss the potential conse​quen​ces of fail​ing to win the first major battle.

d. During drills, discuss the con​di​tion of the Team's equip​ment and areas and the state of readi​ness of the correspond​ing Watch Teams. 

e. Post Team names, member​ships, and leader​ships right be​side WQ&S Bills.

f. Designate assembly locations and schedule pe​riodic assembly of per​son​nel at quar​ters for muster and in​struc​tion by Com​bat Teams and by Watch Teams.

g. Prepare instructional materials for display on liv​ing space TV moni​tors.

h. Periodically conduct Commanding Officer's per​sonnel in​spec​tions by Com​bat Teams in combat uni​forms.

i. Designate titles of Battle Con​trol Officers and Com​bat Team Lead​ers as pri​mary duties on ros​ters listing the duties of of​ficers and senior petty of​fi​cers.

j. Have Team Leaders accom​pany senior inspectors dur​ing Commanding Officer's materiel inspections.

k. Use designated Team Leaders and BCOs to author​ize quali​fi​ca​tions un​der the Per​sonnel Qualifi​ca​tion Stan​dards system.

l. Have Team Leaders stand up for their personnel at cap​tain's mast.

m. Use the established titles of Battle Systems and Teams in call​ing per​son​nel to sta​tions for drills.

n. Use Condition I to man sta​tions for entering and leav​ing port (as would likely be standard practice in war) instead of Spe​cial Sea De​tails.

o. Insofar as practicable, keep Combat Teams and their lead​er​ship in​tact in as​signing personnel to op​er​ational func​tions such as Fire, Res​cue and As​sistance, Boarding and Sal​vage, Aban​don Ship, Col​li​sion, Moor​ing, Under​way Replen​ish​ment, Man Over​board.

p. Allocate shipboard credits cor​responding with Bat​tle Effi​cien​cy Com​peti​tion awards on a Team ba​sis.

q. Periodically publish a list of achieved Expert battle skills, along with names of re​lated Teams, on the back of the Plan of the Day.

r. Assign primary responsibility to BCOs for rou​tine evening 8 o'​clock re​ports.

s. Employ armbands and helmet insignia to identify Team Lead​ers.

t. Establish simple means of recording and com​muni​cat​ing ma​terial defi​cien​cies noted by Team per​sonnel.

u. Insofar as practicable, keep Team membership and leader​ship in​tact for ath​letic, physical condi​tion​ing, and recreational activi​ties.

v. Use the Team structure to help plan training ob​jec​​tives and battle drills.

w. Make a practice of officially commending achieve​ment by any Team of ex​traordi​narily high levels of bat​tle rea​di​ness.

x. Encourage supportive rela​tion​ships among Team per​sonnel in deal​ing with per​sonal prob​lems in​clud​ing those related to sex, alcohol and drugs. 
Organization for Emergency in Port
Every warship will be in port the greater part of its active life. During all of this time, it will be subject to violence, acci​den​tal or deliberate, and it will remain in​her​ently vul​ner​able to pro​gres​sive damage because of its fuel, ammunition, cargo, and status afloat (which is why fuel and ammunition are removed during major overhauls). A ship in port at night, with power lim​ited and much of the ship’s company ab​sent, is inherently handi​capped in identifying and cop​ing with any vio​lence that may oc​cur. The General Quarters organization is not de​signed for this en​vi​ronment; if used, it may not only fail to man critically needed sta​tions; it may also send critically needed person​nel to sta​tions that are not important in the current circumstances. For these rea​sons, all personnel currently on board—not lim​ited to a sin​gle emergency or fire party—should be organized and trained to cope with emergencies everywhere and anywhere on board under the assumption that the nature and location of the trouble are initially unknown. 

The on-board duty section should be or​ganized to take Im​mediate Action and Fol​low-Up Ac​tion as follows:

a. Immediate action should be designed to establish the overall se​curity of the ship within five min​utes. Every man in the duty section should be as​signed a sta​tion to which he shall proceed au​tomati​cally and at top speed. As​signments should be designed to ac​complish the follow​ing tasks:

(1) To identify and cope with the initial violence;

(2) To establish and maintain the physical security of the ship (watertightness be​low the sec​ond deck, protec​tion of fuel, cargo, and am​muni​tion, location of threaten​ing de​vices, and pre​vention of ac​cess by unautho​rized per​sons);

(3) To establish interior com​munications for effective exer​cise of com​mand.

(4) To generate own ship’s power;

(5) To establish exterior com​munications.

Immediate action stations may typically be assigned within five general emer​gency de​tails as follows:

(1) The Operations Security Detail will man Ship Control, Steer​ing Aft, CIC, and radio and signal stations and pre​pare to re​spond to effective emer​gency operation plans.

(2) The External Security De​tail will establish a chain of sentries top​side and at the perimeter of the ship, and man ready boats.

(3) The Internal Security De​tail will man dispersed spaces and ar​eas through​out the ship, in order to es​tablish the in​tegrity and security of the interior.

(4) The Engineering Security Detail will provide elec​tric power and fire​main pres​sure and establish the secu​rity of the machinery spaces.

(5) The Damage Control De​tail will identify and cope with the ini​tial vio​lence. It should be com​posed of three teams:

(a) An Investigating Team should be designated to equip itself with breathing apparatus, portable lighting, protec​tive clothing, and other neces​sary equip​ment and to pro​ceed directly and at top speed to the scene of concern.

(b) A Communications Team should be desig​nated to establish in​te​rior com​munications from the In​vesti​gating Team at the scene of the vio​lence to the near​est repair locker, using only portable telephones, in​stalled cir​cuits, and emer​gency cir​cuits.

(c) A Main Team should be designated to proceed to the repair locker near​est to the estimated scene of the vio​lence and to fur​nish men and equipment as called for by the Inves​tigating Team.

b. Follow-up action. When the Command Duty Officer is as​sured that the na​ture of the emergency is understood, he may initiate Follow-up Action consis​tent with the current situation and the Cap​tain’s In-Port Night Orders.

Employment of Non-Duty Section Personnel
Emergency situation practice in many ships to employ personnel on board who are not in the current duty section, perhaps recently re​turned from liberty, is to have all such personnel assemble on deck ready for ad-hoc assignments “as directed.” A better standard practice, provided the duty section is structured to cope with shipwide emergencies,  is to have non-duty-section personnel report at top speed to the stations to which they are regularly assigned in their re​spective duty sections, thus effectively augmenting the current duty section teams.
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 (Separate report recommends a visual resource to help keep Commanding Officer informed of day-to-day status of battle traaining based on OBT)

 EXHIBIT 1

ELEMENTS OF A SUGGESTED SHIPBOARD INSTRUCTION

1. Battle Training Organization. The manner in which the ship’s crew is or​gani​za​tion​ally struc​tured to train for battle shall be known as the Battle Training Or​ganization. 

2. Full Battle Readiness. The overall goal of battle training and of the Battle Train​ing Or​ganiza​tion shall be defined as abil​ity to per​form all designed opera​tions under condi​tions of se​vere stress, extreme violence, and/or at​tempted enemy sur​prise.

3. Battle Systems. The Battle Or​ganization may in​corporate Battle Sys​tems such as the following, each supervised by a Battle Control Officer.:

a. A Ship Control System

b. A Combat System

c. A Combat Information System

d. A Weapons System

e. A Communication Sys​tem

f. An Auxiliary Machinery Sys​tem

g. A Main Propulsion Sys​tem

h. An Emergency Supply System

i. An Electronics Repair System

j. A Casualty Control Sys​tem

k. A Damage Control Sys​tem

l. A Cargo Handling Sys​tem

m. An Aircraft Handling System.

n. An Assault Boat System

4. Combat and Watch Teams. 

a. A group of two or more persons who man assigned stations in close proxim​ity in Condi​tion I shall be known as a Combat Team. A group of two or more persons who man assigned sta​tions in close proximity in any section of a Readi​ness Condi​tion lower than Condition I shall be known as a Watch Team.

b. Each Combat and Watch Team shall be assigned a formal title.

c. The senior member of each Combat and Watch Team shall be designated as the Team Leader.

d. The ship’s Watch, Quarter, and Station Bill shall be so structured and dis​played as to en​able every crewmember to know the composition of each Com​bat and Watch Team to which he is assigned.

5. Chains of Authority. The following chains of authority and account​ability shall 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

6. Continuing Responsibilities. On-station and off-station re​sponsibilities of each Battle Control Officer and Team Leader, under the overall direction of the Condition I Bat​tle Con​trol Of​fi​cers, shall in​clude the following:

a. Exercise control on station;

b. Define and document the capabilities com​prising the full battle readiness of his el​e​ment of the organization;

c. Maintain close familiarity with the condi​tion and ade​quacy of assigned bat​tle and watch station equipment and structure;

d. Maintain close familiarity with the physical, mental, and operational capa​bilities of per​sonnel assigned as members of (1) respective Combat Teams and of (2) Watch Teams with corresponding stations;

e. Make full and best use of available training time;

f. Exercise leadership to strengthen the states of training, cohesion, and stamina of his unit;

g. Initiate actions or recommendations to main​tain full battle readiness.
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