
PROLOGUE
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.

A naval ship cannot survive and prevail under the violent conditions of warfare unless her crew is organized and trained to fight. These conditions impose leadership and management demands that are more challenging than any likely to be encountered in governmental or industrial life.

Keep in mind that 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 will be the Nation.
American man-o’warsmen now face a convergence of two new 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, not just among senior ranks and grades. These demands will increase as crew sizes diminish with the introduction of 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 labeled “auxiliaries” rather than “combatants.”

These new challenges to physical and mental stamina will come from hostile weaponry proliferating worldwide in both quantity and sophistication. These weapons already include high performance cruise missiles capable of launching from land bases, land vehicles, aircraft, submarines, or commercial ships or fishing craft; ballistic missiles capable of targeting units whose movements are constrained or briefly 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 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 far 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 Desert Storm), but these are now being drastically depleted by reductions in resources budgeted for Afloat Training Commands. New demands will be placed on shipboard leaders to conduct aspects of battle training heretofore guided largely by pretrained off-ship specialists.

The observations and recommendations in this handbook 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 handbook describes practical shipboard methods and procedures that can substantially reduce human hazards and strengthen per​formance. Examples include ( defining expert ability to fight as a master leadership goal, ( strengthening psychological and physical protection, ( clarifying responsibilities for battle readi​ness 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 a ship’s company, and ( enabling a ship’s captain to specify and track particular performance standards he wishes his people to achieve and sustain. If the Navy pursues the concept of long-term deployments accompanied by on-station whole-crew exchanges (hull-swapping), on-board achieve​ment and sustainment of expert battle skills by both crews in each instance will become even more challenging. 

Current and recent Commanding Officers and major commanders—including the Chief of Naval Operations in person—have been consulted during formulation of the above observations (see appended acknowledgments).  No professional has disputed the “bottom line” that current shipboard management conditions can seriously impair the ability of Ameri​can war​ship crews to cope suc​cessfully with the potential stress and vio​lence of littoral combat. It must be reemphasized, however, that the procedures outlined herein are designed mainly for emergency circumstances and would be considered by most professionals as too intensive for routine operations when achievemen of “expert fighting ability” is not the topmost priority.
This Nation will someday depend again on the fighting capabilities of its Navy. With archaic man​age​ment tools hampering the ef​forts of Fleet lead​ers to take care of their shipboard people under condi​tions of gross stress or vio​lence, many U. S. war​ship crews to​day cannot be de​pended upon to win in bat​tle. 

� Editor’s preface to David Adams (LT, USN). We are not invincible. U. S. Naval Institute Proceedings, May 1997. (Winner, Arleigh Burke Essay Contest). This superb article should be read by every American Naval professional.








ii
i

