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USING CTACS TO TRAIN QUICKLY FOR FIGHTING

INTRODUCTION American man o'warsmen perform their duties in an extraordinarily difficult environment, wherein they must live their daily lives, do their work, and fight in the same place. Acquiring the skills to be able to fight expertly calls normally for extensive training over many months between overseas deployments. But when an unexpected national emergency occurs, this extended opportunity for battle training may not be available.

The following notes examine three aspects of emergency  battle training that Commanding Officers may find useful when time is unexpectedly short. These three aspects deal with (!) setting clear chains of control; (2) keeping visible track of progress; (3) planning on-station battle drills so as to make the most of limited opportunities.

SECTION 1.  SETTING CLEAR CHAINS OF CONTROL

Current Conditions
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 regular Department, Division, and Work Center or​gani​za​tions. 
General Quarters must 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. 

The task of training every watch Section of every readiness condition for fight​ing 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 general alarm) 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 man on watch, one assigned a distant GQ station, do if his relief fails to show up? How shall a man act if he is hurt and unable to man his assigned battle station

• 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. 
Definitions
In setting up a practical shipboard battle organization, the following con​cep​tual def​initions will be 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 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. 

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):

1. A Ship Control System

2. A Combat System

3. A Combat Information/Decision System

4. A Weapons System

5. A Communication System

6. A Main Propulsion System

7. An Auxiliary Machinery System

8. An Emergency Supply System

9. An Electronics Repair System

10. A Casualty Control System

11. A Damage Control System

12. A Cargo Handling System

13. 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 1-1 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.)

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.

EXHIBIT 1-1

PRINCIPAL ELEMENTS OF A SUGGESTED SHIPBOARD INSTRUCTION

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

2. Full Battle Readiness. The overall goal of battle training and of the Battle 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.

SECTION 2. KEEPING TRACK OF PROGRESS

Feedback: Value and Difficulties
One of the most effective possible procedures to aid in strengthening shipboard battle capabilities is to involve all hands in setting goals and keeping track of progress achieved. Useful goal-setting and feedback call for description of what is to be achieved as well as for description and communication of what has been achieved. The problems of feedback are particularly important, difficult, and challenging with respect to team proficiency within high-threat condition watches, wherein on-station leaders may be less experienced in conducting drills than their General Quarters or on-board Training Team counterparts, and also because the ship may be in continuing danger of surprise attack by multiple long-range precision guided or ballistic weapons. Some of the special difficulties related to providing feedback on improving team-level battle skills are the following:

a. 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 some 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 results. Useful techniques to achieve these purposes have never been provided to our ships.

b. 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. 

c. 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, as when battle capabilities need to be topped off quickly when suddenly ordered to a high-threat area of operations.

d. It can be difficult for Commanding Officers to communicate their own team proficiency standards, for Watch Teams as well as GQ teams, in such a way as to have their personal objectives and priorities clearly understood and actively pursued.

Solutions
This Section describes a simple visual feedback procedure that 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), that list specific performance objectives and (2) a computer operated automated device that permits the cards to be displayed so that training objectives and performance levels are easily accessible to all hands.

The concept of a team-based battle organization, described in Section 1, offers a useful technique for enabling all hands to understand what battle skills are needed and to work together toward their achievement.

Several terms used in the following discussion are defined as follows:

Battle skills are usefully defined by the following logic:

a. The term Mission Skills as used here will denote human capabilities to perform battle functions under “normal” or non-disruptive conditions. The basic set of Mission Skills for every U.S. warship is prescribed by exercise publications issued by the Chief of Naval Operations. For some exercises, more explicit performance criteria are prescribed by the Fleet Type and Afloat Training Commands. Each Commanding Officer may of course add his own exercises and/or performance criteria.

b. The term Disruption Skills will denote human capabilities to cope effectively with conditions of severe stress, extreme violence, and/or attempted enemy surprise. Exhibit 6-1 lists typical Disruption Skills.

c. The term Battle Skills—that is, fighting capabilities—will denote Mission Skills possessed in conjunction with Disruption Skills.

d. The term Expert Ability to Fight will denote possession of designated Battle Skills at levels of excellence defined by respective Commanding Officers.

The process of assigning numerical or adjectival scores to an observed exercise applies to describing changes in team-level (as distinguished from individual level) capabilities to perform. The term “capability” is key: what is to be appraised are demonstrable capabilities rather than simply possession of selected resources such as quantities or states of materiel, numbers of personnel, or frequencies of exercises conducted. (It has been argued by some military analysts that capabilities cannot realistically be prescribed or measured; nevertheless, this is done routinely by widely employed exercise scoring techniques that break down elements of performance into finite components that permit assignment of a score and weight to each element.) 

Who Wants to Know?
Knowledge of day-to-day levels of battle skills possessed by every shipboard Combat Team and Watch Team is needed by:

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

b. Battle Control Officers for planning and battle control;

c. Team leaders for planning and conduct of battle drills;

d. 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 personnel performing evaluations have opportunity to compare their judgments with those at higher levels of authority.

Descriptive adjectives used in evaluating performance should ignore the terms Satisfactory and Good, retaining only Outstanding, Excellent, and Unsatisfactory. The terms Good and Satisfactory inherently fail to reflect levels of quality sufficient to assure victory in battle.

Procedure for Generating Feedback
The first task in creating a useful 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:

a. Refer to the lists of exercises as prescribed by applicable Fleet Exercise Publications (FXPs), Type and Unit Commanders, and cognizant Afloat Training Group(s). (This was one of the proposed responsibilities of the Battle Training Organization described in Section 1.) The ATGs have instituted a concept titled “Objective Based Training,” or OBT, which comprises an excellent foundation for the purposes discussed here. Statements of training objectives with performance criteria are available from ATGs on computer disks (written in program ACCESS). These statements can readily be converted into the format illustrated in Exhibit 2-2. (Originator of this pamphlet can provide up to 200 sample CTACs.)

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

c. 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 performance criteria as guidance to be addressed in instruction and evaluation. The format illustrated in Exhibit 2-2 can be used to facilitate visual display. THE MOST IMPORTANT ELEMENT IS VISUAL DISPLAY.

e. Assemble a duplicate set of CTACs to form a loose-leaf “Designed Capabilities Manual” (DESCAP Manual). This manual will constitute the single master document that defines the Commanding Officer’s required or targeted fighting capabilities. For each listed exercise, the DESCAP Manual should show the scores and the accompanying Disruption Skills, for Combat Teams as well as for each Condition Watch Team, which the Commanding Officer considers to be his criteria for “expert” readiness to fight. (Nothing could be more important to the effectiveness—or to the continuity—of command.)

Advantages
Principal advantages of this Battle Training Feedback Procedure incorporating a CTAC format such as illustrated in Exhibit 2-2 are, in summary:

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

· Conforms to team-based Battle Training Organization

· Designed to assist Evaluation and 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 future training recommendations offered by Afloat Training organizations on completion of predeployment training.

EXHIBIT 2-1: TYPICAL TEAM DISRUPTION SKILLS
Incorporating the following in training evolutions can convert operational skills into battle skills:
1. BE FULLY MANNED AND READY. All assigned personnel are present or accounted for; all are in top physical condition; morale and psychological stamina are high; leaders are qualified; succession to command is understood.

2. SHIFT STATIONS UNDER VIOLENCE. Clear command policies exist with respect to what stations shall be manned automatically in case of sudden unexpected damage sustained in any Readiness Condition; Team able to shift rapidly and efficiently from watch stations to battle stations even after sustaining major casualties.

3. WEAR BATTLE DRESS CORRECTLY. Battle dress clean and worn correctly in accordance with command policy as to what uniforms shall be worn on and off every station in every Readiness Condition. (The Navy does not provide impact head protection available for wear on watch.)

4. BE COMPLETELY FAMILIAR WITH AREA. Team area of responsibility clearly specified; individual area responsibilities specified; all personnel familiar with all installed fittings, with nature and contents of all adjacent spaces, with limits of CBR envelope, and with condition of furnishings as to security against combustion or violent shock.

5. BE FAMILIAR WITH EQUIPMENT. All personnel familiar with condition of all Team equipment and with operation of specified nearby equipments.

6. SET MATERIAL CONDITIONS PERFECTLY. Team able to set material conditions in darkness; thoroughly knowledgeable of locations and condition of all tools, fittings, and checkoff lists.

7. COMMUNICATE EFFECTIVELY. All hands qualified in telephone talking and hand signals and familiar with emergency circuits; messengers and recorders familiar with special symbols; damage marking materials available; personnel trained to avoid use of announcing systems.

8. PREVENT ACCIDENTS. All hands aware of local hazards and thoroughly trained in Safety Precautions applicable to Team area.

9. PERFORM WITH CASUALTIES. Team able to perform with reasonable effectiveness with 30% casualties; succession of Team leadership firmly established.

10. CARE FOR OWN WOUNDED. All members proficient in first aid; all required first aid materials available including potable water; all hands qualified to handle stretchers; Team knowledgeable of most likely injuries; all hands wearing dog tags; panoramic dental x-rays and DNA samples on file ashore; all personnel clean and with minimal facial and head hair, in order to facilitate care of severe wounds; casualty marking materials available.

11. USE BACKUP PROCEDURES. Alternative systems in good working order; emergency procedures firmly established; procedures established to coordinate with other Teams nearby.

12. OPERATE IN ADVERSE ENVIRONMENTS. Team able to function in darkness with and without emergency lighting and under conditions of heat, cold, and storm.

13. COPE WITH VIOLENCE. Team prepared to withstand conditions of severe physical shock, fire, flooding, radiation, biological agents, or chemical contamination.
14. RECOVER QUICKLY. As rapidly as possible after a period of action, all hands prepared for next action: results reported; equipment restowed; stations reassigned.

EXHIBIT 2-2

SAMPLE COMMAND TRAINING ASSESSMENT CARD

	                        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 in effect at start 
	
	
	
	

	Readiness Condition in effect (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
	
	
	
	


OBSERVATIONS OF DISRUPTION SKILLS (See separate list of descriptive details):

 (Check ( or X for each)
Manned and ready_____ Shift stations automatically at GQ_____ Battle dress complete_____ Familiarity with area_____ Familiarity with equipment_____ Familiarity with material condition_____ Communicate effectively______ Exercise safety precautions______ Casualty performance_____ Care for wounded______ Use backup procedures_____ Perform effectively in adverse environments______ Maintain calmness despite violence______ Assume readiness for next action_____

 (This format is presented on computer. 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.)

3.  PLANNING  BATTLE DRILLS IN ADVANCE

Premises
As previously discussed, Commanding Officers of U.S. Navy surface ​ships, air​craft carri​ers, and assigned Coast Guard cutters may encounter sub​stantial diffi​culties in developing needed battle skills when faced with emergency deployment or impending combat. One of the most powerful tools available on board to help overcome these diffi​cul​ties is the skill​fully struc​tured battle drill. (Most ships conduct all-hands battle drills an average of once every seven days. As a result, most ships do not manage to keep levels of battle training higher than mediocre even during deployment—an assertion that cannot be contested without data that do not exist. 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 other high-threat readiness conditions.

Definitions
Terms used in this Section conform with the fol​low​ing explanatory defini​tions:

a. 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 (recall Battle Skills previ​ously defined as Mis​sion Skills plus Disruption Skills).

b. 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.

c. The term Drill Plan Leader 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
The central purpose of planning and con​ducting ef​fec​tive bat​tle drills is to ac​quire the skills needed to achieve expert ability to perform all de​signed func​tions un​der conditions of se​vere stress, extreme vio​lence, and/or at​tempted enemy sur​prise. 

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. 

Many types of battle skills tend to dete​rio​rate even during ex​tended for​ward area de​ploy​ments (when training levels are supposed to become “advanced”). The rea​sons in​clude: (1) lack of live exter​nal exer​cise ser​vices; (2) limita​tions on avail​ability of expendable muni​tions; (3) high levels of effort needed to main​tain​ equipment in peak con​dition; (4) re​luc​tance to conduct exercises involving simula​tions that risk equipment casual​ties; and (5) lack of moti​va​tion-to-achieve on the part of per​son​nel sched​uled to de​part from units soon after return to home​ports.

Ideally, effective battle drills call for live external ser​vices and for con​ditions per​mit​ting simulation of dam​age and casual​ties. However, much can be taught and learned about the effects of damage and ca​sualties through simu​la​tion and explana​tion, and much can be taught and learned about operating proce​dures with​out even man​ning sta​tions.

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 pre-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.

Attainment of high degrees of profi​ciency in large num​bers of battle skills over a lim​ited time period (such as during emer​gency transit to a high-threat operat​ing area) de​mands extraordi​nary motiva​tion-to-achieve on the part of all hands con​cerned.

Development of high motivation-to-achieve calls for “high in​volve​ment lead​er​ship,” which in turn calls for de​pend​able mea​surement of skills demon​strated, par​ticipa​tive goal-setting and plan​ning, and contin​uous feed​back of re​sults achieved.

Principles
The following principles per​tain to strengthening battle drills:

a. Effective instruction during drills requires skilled in​struc​tors. The skills of shipboard per​son​nel with previous instruc​tional experi​ence in Navy training facilities should be carefully kept track of on board ship.

b. Effective battle drills also re​quire good teach​ing equip​ment. This in​cludes “classroom” equip​ment, such as video pro​jection de​vices that do not re​quire compli​cated assembly or special op​era​tors, and suffi​cient voice am​plifi​ca​tion to over​come blower and ma​chinery noise during in​struction peri​ods. 

c. Effective advance planning of battle drills calls for set​ting explicit objec​tives. Setting objec​tives calls for effec​tive proce​dures for mea​sur​ing the cur​rent ca​pa​bilities of Com​bat and Watch Teams in com​par​i​son with their ex​pected ca​pa​bilities, as ex​plained in Section 2.

d. A major difficulty in coping with extensive shipboard dam​age lies in the area of on-scene com​munica​tions, such as when ambi​ent noise is very high or un​der condi​tions of darkness or heavy smoke. Loud and prolonged use of an​nouncing systems during emer​gencies can present massive im​pediments to effective on-scene ac​tion. This is particu​larly true when ship com​mand in​sists on repeatedly broad​casting deck, frame, and compart​ment numbers to identify lo​ca​tions of damage. These potential difficulties merit spe​cial atten​tion dur​ing battle drills.

e. The following conditions affect​ing human pro​tection should be empha​sized during battle drills:

(1) Securing bedding to reduce flammability;

(2) Keeping battle dress close at hand during high-threat readi​ness condi​tions;

(3) Protecting equipment in battle dressing stations against disrup​tion by violent physi​cal shock;

(4) Training all hands in movement of wounded from one deck to an​other and from damage scenes to helo pads or ships along​side;

(5) Training all hands in treat​ing severe burns using clean water at sta​tions;

(6) Considering physical condi​tion when re​porting manned and ready.

f. The following procedures dur​ing battle drills will strengthen com​muni​ca​tions used for battle control:

(1) Minimize use of announcing systems for con​trol of dam​age and ca​sual​ties as noted above;

(2) Use standard hand sig​nals, light sig​nals, and sound signals for in​terper​sonal com​munications when direct voice or tele​phone commu​nica​tions are unfeasi​ble;

(3) Emphasize use of simple, plain language descriptors instead of compart​ment num​bers in calling away damage control teams (repeated use of compartment numbers over general announcing systems can seriously interfere with on-scene person-to-person communications);

(4) Clearly mark every bulk​head and deck area to show the con​tents of spaces on op​posite sides (including exteriors), regard​less of whether such spaces contain hazardous materi​als.

Exhibit 3-1 outlines a suggested pro​ce​dure for plan​ning battle drills. Ex​hibit 3-2 suggests drills for condition watches.

EXHIBIT 3-1

A RECOMMENDED DRILL PLANNING PROCEDURE

A Drill Plan Leader (DPL), officer or enlisted, should be named by the 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 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 class 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 ready?

· Who will observe? What materials will they need?

· What special materials will be needed? (Examples: marker​boards, lesson plans, source documents, smoke bombs, flash​lights, area mark​ers, blind​folds, arm​bands, vi​sual aids, 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.

EXHIBIT 3-2

DRILLS FOR CONDITION WATCHES

Ships in littoral combat zones will necessarily spend long hours in high-threat readiness condi​tions lower than GQ. 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 General Quar​ters. 

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.

· Use optical stabilized firecontrol instruments to verify ship’s posi​tion astro​nomically.

· 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.

· 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 enhanced team​work.)
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