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CHALLENGES

The littoral is potentially the bloodiest arena in which a modern navy has ever dared to fight, yet we continue to encourage the public expectation of quick victory with few—if any—casualties. Our preoccupation with utopian technical solutions has cultivated a strategic Achilles’ heel and left the U. S. Navy poised for defeat in the littorals. (Editor's Preface from "We Are Not Invincible" by LT David Adams, U. S. Naval Institute Proceedings  (Arleigh Burke Essay Contest  Winner.)

A Naval warship cannot survive and prevail under the violent conditions of littoral warfare unless her crew is organized and trained to fight as well as  optimally protected against stress and violence. These conditions impose leadership and management demands that are more challenging than any likely to be encountered in governmental or industrial life.

In all Naval combat environments, people will always comprise not only the most critical but also the most vulnerable resource in every ship. When the crew of a warship is decimated or weakened, so is their ship. If U.S. surface sailors’ lives are placed at risk, then so will be their ships. When the ships are placed at risk, so may be the Nation.

American man-o’warsmen now face a convergence of two growing challenges.

The first challenge stems from the shrinking size of the U.S. Fleet which will inevitably result in more ships being called upon to deploy to combat areas prior to completion of regularly scheduled preparatory training. Ships operating against hostile forces in littoral areas will face unprecedented demands upon mental acuity and physical strength and dexterity throughout the total body of every crew. These demands will increase as crew sizes diminish with the introduction of Optimal Manning extending into new ship designs.

The awesome variety of missions for which surface units must be trained and ready to perform include projection of firepower, protection of fast sealift ships, amphibious assault, deep support of expeditionary forces, protection of battle groups, interdiction of prohibited shipping, salvage and rescue, battle damage repair, theater ballistic missile defense (soon), and armed confrontation of hostile surface, air, and subsurface forces, not to mention own ship survivability. Any individual unit may be called upon to execute different combinations of such missions, each requiring specialized technical skills.

The second challenge will come from new demands upon human physical stamina and mental toughness. The potential dangers to shipboard personnel in littoral areas will substantially exceed the dangers historically experienced or anticipated by ships’ crews in high-seas combat environments. These unprecedented challenges to human performance will apply to the crews of all types of Navy ships, including many now mislabeled "auxiliaries" rather than "combatants."

These new challenges to physical and mental stamina will come from hostile weaponry proliferating worldwide in both quantity and sophistication. Such weapons already include high performance cruise missiles capable of launching from land bases, land vehicles, aircraft, submarines, small craft, or commercial ships or fishing craft; ballistic missiles capable of targeting units whose movements are constrained or predictable (such as during replenishment or flight operations, amphibious assaults, flight operations, and passages within straits, canals, channels, and ports); nuclear, biological, and chemical munitions; rising mines in seemingly limitless numbers; wake-following and very high speed  (200-knot) torpedoes (against which the U.S. Navy has almost no defense); boarding and terrorism (even at sea); and escalating numbers of small submarines difficult to track in shallow waters. Overall, potentially devastating weapons will be capable of being launched against U.S. ships from unidentifiable points of origin spread across thousands of square miles, a level of threat exceeding any ever faced by American Naval forces.

Warship crews in littoral waters for extended periods will be called upon to operate for weeks or months in alert readiness conditions that will impose sustained high stresses that can cause physical and mental exhaustion. Initial massive damage and casualties will most likely occur from hits received during condition watches rather than during General Quarters or Damage Control Quarters, which calls for training of extraordinary depth and difficulty. Extra Fleet battle training resources might be available for short periods before or during a hurried deployment (as they were during Iraqui Freedom), but these are now being drastically depleted by reductions in resources budgeted for Afloat Training Commands as well as by planned reductions and crew sizes and Sea Swap experiments. New demands will be placed on shipboard leaders to conduct aspects of battle training heretofore guided largely by pretrained off-ship specialists.

The observations in this text are based on fifty years of professional experience and  theoretical research focused on how best to enable U. S. warship crews to perform expertly in battle. The contents describes practical shipboard methods and procedures that can substantially reduce human hazards and strengthen performance. Examples include √ defining expert ability to fight as a master leadership goal, √ strengthening psychological and physical protection, √ clarifying responsibilities for battle readiness and battle training, √ measuring results achieved toward improvement of fighting abilities, √ planning battle drills in advance, √ providing means to feed back training progress information to the ship’s company, and √ enabling a ship’s captain to specify and track the special  performance standards that he wishes his people to achieve quickly  and sustain.

Current and recent Commanding Officers and major commanders —including the Chief of Naval Operations—have been consulted during formulation of the above research The results have included implementation and testing at sea of many of its recommendations, including the Planned Maintenance System, the Personnel Qualification Standards System, and the genesis of Objective Based Training.  No professional has disputed the "bottom line" that current shipboard management conditions impair the ability of American warship crews to cope successfully with the potential stress and violence of littoral combat
The following discussion presents conclusions of this long-term study of Naval warship ability to cope with the foregoing challenges. Two premises are taken: (1) expert ability to fight means ability to perform all designed functions proficiently under conditions of severe stress, extreme violence, and/or attempted enemy surprise, (2) of all the resources in a fighting ship, people are not only the most indispensable but the most vulnerable.

PRINCIPAL CONCLUSIONS

1. Regarding human abilities to cope with severe stress and extreme violence: “Battle uniforms” for most crewmembers today are ineffective against fire; useless against heavy shock; demeaning in appearance for “warriors.” Mattresses in berthing spaces and artificial deck coverings emit toxic fumes under high heat. Many dressing stations intended for care of wounds are small, inefficient, and unprotected against radical ship's movement. Head protection is rarely available until people arrive at battle stations, predictably too late to protect against sudden violent impact against ship’s structure. No effective means exist to move laden stretchers from one deck to another. Ships are filled with unsecured gear and furnishings as well as protruding fixtures that can block passageways against urgent movement. Flame resistant bunk covers are not used. Potable water for first-aid treatment of severe burns is not available at manned stations. Requirements for wearing of ID tags to help recognize disfigured casualties on-scene have been discontinued.

Substitution of female for male crewmembers probably does not increase shipboard  fighting ability but  does increase stresses between male members and families ashore during long deployments. Shipboard medical facilities and training remain  inadequate to cope with serious mental or physical trauma to female personnel. 

2. Regarding ability to focus on-board battle training toward performance under conditions of stress and violence: When underway time is restricted because of budgetary limitations or a need to reduce tempos of operations, and if at the same time the number of required underway exercises remains nearly constant, a predictable result is that many exercises are conducted hurriedly and with consequent reduced benefit. Since live exercises also rarely incorporate consideration of damage or human casualties, another result is an increased need for on-station battle drills to be adequately scheduled and skillfully planned and conducted. However, administrative and training paperwork plus maintenance workloads are so heavy that battle and high-threat watch station team training is possible an average of only twenty minutes per week over a two-year training cycle (based on examination of logs)—with more than 30% personnel turnover expectable during each year. In addition, most on-board team leaders are unable to see performance criteria in books or on disks stored in officers’ computer files and are thus unable to take an active part in setting goals or planning what to teach their people during battle drills. Since battle drills are rarely planned in advance, and since team leaders are typically untrained in conducting them, even limited on-station drill time is often wasted.   Warship Commanding Officers interested in preparing for violent warfare are in effect denied opportunity for doing so.

No U. S. warship crew is trained today to cope with a massive conflagration resulting from hits received during a high-threat condition watch. No crew is trained to shift rapidly from watch stations to battle stations after their ship has suffered extensive disruption and multiple human casualties. No crew is organized or trained to cope with a purposeful attack received in port at night with personnel absent on leave, liberty, or detached duties.
3. Regarding all-hands knowledge of goals and progress: The Naval Service has resisted documenting the designed or current capabilities of its ships, mainly because of concerns that performance evaluations might be misused by external authorities. But without such a baseline, the Navy has no dependable method of gauging and communicating changes in shipboard fighting capabilities. Current procedures for measuring and reporting “readiness” do not permit identifying changes in combat capabilities except when affected by gross reductions in available resources. Naval leaders today have no way of knowing the fighting capabilities of each of their ships from day to day or even the residual capabilities that follow battle damage. 
But within each ship, ability of the ship's crew to know what capabilities have  been achieved or not achieved on a continuous basis is indispensable for strengthening motivation toward improving ability to fight and for planning battle training. If changes in levels of fighting capabilities, are unmeasured and undisplayed, they remain invisible to those who strive to improve them or to commanding officers responsible for achieving them.
4. Regarding chains of responsibility for fighting ability: The prescribed standard shipboard organization is based on Work centers, Divisions, Departments, Technical Supervisors, and assignments of more than a hundred externally mandated collateral duties. This structure distributes responsibilities mainly for doing routine work, not for battle control or battle training. On average, up to half the shipboard people on battle or high-threat watch stations function under leaders outside their normal work units.  No continuous off–station chain of command from captain to team leader is accountable for battle control, battle training, or the overall combat readiness of each team, including its associated structure and equipment, within each high-threat watch section wherein initial combat is by definition likely to occur. No effort is made nor methods taught to help leaders define performance goals, keep track of progress, or build psychological strength by improving cohesion and moral strength within each combat and watch team. As a reflection of current Navy organizational philosophy, battle control and battle readiness functions are rarely designated as “primary duties” in rosters listing on-board functional assignments of officers and senior petty officers.

Although standard shipboard  organization is of fundamental importance to fighting ability, no agency of office in the Department of the Navy is responsible for its design, modification,  or updating.

5. Regarding leadership toward achievement and sustainment of expert ability to fight: The Navy’s current leader development program, along with all its predecessor programs and related quasi-official literature, focuses on relationships among people in administrative or working environments, and largely ignores the traumatic problems of coping with the stresses of imminent combat, of combat itself, or of post-combat recovery. Our top leadership research programs betray the Navy’s primary reason-for-being by failing to visualize and address conditions that could impact the crews of U. S. warships under the physical and emotional stresses of combat.

6. Regarding absence of Departmental  responsibility for warship management design. The on-board population of the Navy's warships (including carriers) totals more than 150,000 people (replaced by 50,000 each year), potentially required to function under extreme conditions. Although each of the five factors listed above affects and depends on each of the others, the Department of the Navy does not specify responsibility for designing shipboard human functions as integrated systems encompassing people, structure, equipment, organization, communication and doctrinal procedures, either currently or in the context of advanced ship designs. 

Shipboard management systems mandated by Surface Warfare authorities are today so poorly designed, and yet so demanding in time and energy, that Commanding Officers are in fact prevented from achieving expert ability to  fight.

RECOMMENDATIONS

This study leads to two recommendations:

1. That the Department of the Navy officially adopt Expert Ability to Fight—defined as ability to perform all designed functions proficiently under conditions of severe stress, extreme violence, and/or attempted enemy surprise— as the central leadership objective of  the U.S. Naval Surface Forces.

2. That a senior Departmental official be assigned explicit responsibility for continuously analyzing relationships among (1) prescribed standard shipboard organizational structures, (2) visible knowledge of battle training objectives, (3) externally imposed administrative demands, and (4) factors affecting human protection in light of the impacts these factors impose upon human ability to fight, and to originate recommendations for improvement.
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POTENTIAL COMBAT ENVIRONMENTS

A02   WE ARE NOT INVINCIBLE  

Size and power of potential littoral adversaries.

A09   WINNING THE  ULTIMATE  LITTORAL BATTLE 

 Potential "worst case": littoral combat in the missile-intensive South China Sea.  

A33   THORNS IN THE DRAGON'S SIDE 
Aspects of contention between China and Taiwan

A36   ENDGAME
Potential consequences of hostile interruption of US ocean commerce

A39   TERRORISM IS THE NEW ENEMY AT SEA

 What has happened and what could happen

A43   UP CLOSE  AND PERSONAL 

Potential dangers from off-shore shipping. Need to include "kill-or-be killed" within Navy philosophy. 

A41   WE MUST DEFEAT THE SMALL BOAT THREAT 

Impending threat to Fleet units of highly armed small craft

SHIP MANAGEMENT  SYSTEMS

A06   DATED PRACTICES ENDANGER SHIPS' CREWS  
Lack of human protection,  unskilled battle training, inability to measure progress, lack of onboard chains of responsibility, distortion of leadership objectives.

A15   THE U. S. NAVY IS  IN TROUBLE 
Top Navy  leaders have failed to prepare warship crews for warfare.

A16   31 WAYS TO STRENGTHEN THE FIGHTING ABILITIES OF U.S. WARSHIP CREWS  
Summary of concepts for strengthening resources for battle training and crew survival.

A23   SHIP'S  READINESS IMPROVEMENT PLAN  
Results of 1960-62  "smart ship" tests of integrated organization, training, and maintenance. 

A24   WARSHIP BATTLE ORGANIZATION  
Clean chains of authority and responsibility for battle control and team training.

A19   TOPPING OFF BATTLE READINESS IN LIGHT OF EMERGENCY DEPLOYMENT 
Integrating on-board battle organization, visibility of goals,  and drill planning.

A27   ANALYSIS  OF OPERATIONAL READINESS  
Techniques to analyze impacts of resource changes on battle readiness.

BATTLE TRAINING
A03   BRAVERY WILL NOT BE ENOUGH  

Crews face two growing challenges: early deployments and demands on human toughness.  

A05   AMERICA'S  NEXT NAVAL BATTLE  
Victory will depend more on people than on hardware. 

A14   DESIGNING COMMAND TRAINING ASSESSMENT CARDS  (CTACs) 
Computerized means for making battle training goals visible to all hands on board. 

A18   WARSHIP EMERGENCY TRAINING HANDBOOK  
Recap of  principles of warship emergency training

A19   TOPPING OFF BATTLE TRAINING IN LIGHT OF EMERGENCY DEPLOYMENT 
Integrating on-board battle organization, visibility of goals,  and drill planning.

A22   MEASURING CHANGES IN FIGHTING ABILITIES  
Importance of command  appraisals of fighting capabilities.

A28   TRAINING IN USS STARK  

Sound procedures that could have saved lives

A37   BATTLE TRAINING BY TEAMS

Award-winning description of Team Qualification System (TQS). With responses from 131 ships.

A40   DEPLOYED BATTLE TRAINING

When first published in 1988, this article elicited requests for reprints from COs of 26 ships and three Surface Group commanders. It has  since been upgraded by A14,  A18, and A19.)

HUMAN PROTECTION

A03   BRAVERY WILL NOT BE ENOUGH  

Two growing challenges: early deployments and demands on human toughness.  

A10   LETTING OUR BRIDGES  BURN  

Extreme vulnerabilities to shipboard fires—and what can be done to cope.

A21   WHEN THE ALARM CAN'T SOUND 
Failures of medical communications during Desert Storm.

A11   BLOOD ON THE  DECKS 
Criticality of skills  for dealing with high-intensity trauma in battle.

A12   ALL BLEEDING STOPS EVENTUALLY 
Continuing health care is as important as combat casualty support

A20   MEDICAL BATTLE BILLS  
Principles for planning and organizing combat shipboard medical care.

A13   COLE  MEDICAL LESSONS LEARNED  
Above all, the need for a systemic method of retrieving lessons-learned. 

A17   DD21'S  FATAL FLAW 
Damage Control Teams also suffer their own casualties.

A16   31 WAYS  TO STRENGTHEN THE FIGHTING ABILITIES OF U.S. WARSHIP   CREWS  
Summary of concepts for strengthening battle training and crew survival.

A26   CAN WE EFFECTIVELY CONTROL HUMAN COSTS DURING WAR AT SEA? 

Inability of U.S. Navy warships to care for personnel wounded in battle.

A32   THE  NAVAL COMBAT UNIFORM 
Naval Supply Systems Cmd fails to think in terms of combat requirements.

NAVAL LEADERSHIP

A04   NO TIME TO REST 

Beware of the peacetime Naval culture.

A08   LET US  LEAD TOWARD ABILITY TO FIGHT  
Leadership should aim to build fighting abilities.

A34  THE SURFACE NAVY IS NOT READY

Directions for building expert ability to fight.

A25   A COMMANDING OFFICER'S ADDRESS TO HIS SHIP'S COMPANY  Reasons for continuing  preparation for battle regardless of reduced threat.

A29   EXPERT  MAN O'WARSMAN 
"Performance-Endurance-Preparedness" as leadership objectives.

A30   HOW TO GET RESULTS 
CNO Arleigh Burke address to new flag officers

A31   A CASE STUDY OF INNOVATION  

Challenges of changing a big organization--with focus on the US Navy

A07   SAILORS  IN AMERICA'S  NAVAL WARSHIPS ARE NOT PREPARED TO COPE WITH   THE VIOLENCE OF BATTLE  
Letters  to the President of the United States, the Congress, the Secretary of the Navy, the CNO, and major Force commanders urging budgetary support for strengthening warship fighting abilities.

A35   USS  IOWA TRAGEDY
Where decrepit shipboard organization and training killed 47 sailors.

A38   THE SURFACE NAVY'S FIVE CANCERS

Five interactive elements of the standard shipboard environment that destroy 

fighting ability.

A42   LETTER TO THE CNO

 Fighting ability of U.S. warship crews is deteriorating due to neglect of top leadership.

AVAILABLE BIBLIOGRAPHIES

B03     NAVY SHIP ORGANIZATION BIBLIOGRAPHY—1986
Team development and cohesion / team training / leadership and group motivation / ship organization and training / measurement of performance and progress / goal setting and feedback / impacts of stress upon performance / resistance to change. 

B02   SHIPBOARD BATTLE READINESS BIBLIOGRAPHY—SEPT 1990

SEARCH TERMS:   TEAMS—TRAINING—ORGANIZATION—MANAGEMENT—MOTIVATION—

MEASUREMENT—STRATEGY—COHESION—READINESS—TOUGHNESS— THREAT.

B01
BIBLIOGRAPHY OF LITERATURE ON DEFINING AND MEASURING NAVAL READINESS—1995

 Navy Personnel Research and Development Center f under contract to U. S. Army  Research Center.  30 Nov 1995. Contract DAALO3-91-C-0034. 450 unclassified  documents using DOS program "Reference Manager." Includes essay describing nature and history of Navy readiness measurement, summary of lessons learned, and recommendations for future system design
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