
CHAPTER 1

 BRAVERY WILL NOT BE ENOUGH

The First Task of Leadership
Purposeful efforts to achieve expert ability to fight can arise only from under​standing by all hands of the reasons why.

Modern Naval leaders face an enormous challenge: persuading their people that individual day-to-day efforts are linked hand-in-glove to an ethereal idea called “maritime strategy.” The first consequence that all hands will need to take aboard is the fact that the probability of violent naval combat has increased since WWII. 

The superb material performance of the U.S. Fleets in the Per​sian Gulf in 1990-91 was summed up in the Con​gressional Record in the follow​ing words:

… despite months in that de​manding environment, with more than half the ships being more than 20 years old, and with almost all of them un​der​way 90 percent of the time, CAS​REPS [equip​ment casu​alty re​ports] began to decline. Further, this level of readi​ness was at​tained and main​tained de​spite the myr​iad of missions assigned: mine coun​ter​mea​sures, inter​cepts of foreign ves​sels, practices for am​phibious landings, raids on Iraqui-held is​lands, replen​ish​ments, search and rescue, gunfire sup​port, and a host of others…the ships have be​come fully self sufficient and could ap​parently stay out there indefi​nitely. 
From then on, as the Navy turns its attention toward a hundred new potential problems through​out the world, the leaders in our ships will need to be thinking and training with some​thing more challenging in mind than faced them in the Gulf: not just “maintaining,” “operating,” and “surviving,” but fight​ing. Many emerging countries are gaining long range advanced weapons, and the world’s oceans are starting to fill with potentially hostile sub​marines. The suspected pres​ence of even one enemy submarine threatening our massive ocean-borne buildup in the Middle East would have radically changed not only our maritime but our national strat​egy. 
Nevertheless, a shipboard officer or se​nior petty officer who stands up in front of his peo​ple to explain why we need to be ex​pert at the busi​ness of fight​ing is facing one of the most dif​ficult and challenging tasks of Naval combat lead​er​ship. The first part of the prob​lem will be to explain the meaning of “fighting.” Very few U.S. war​ship crews since WW1 have had to fight their ships, mean​ing to continue delivering fire​power, conduct​ing re​plenish​ments, or controlling assault op​erations while at the same time absorb​ing mas​sive disruption and human casual​ties. Fighting is differ​ent from simply operat​ing, dif​ferent from combat-sys​tems-plus-damage-control, dif​fer​ent from simply surviv​ing.  By this definition, U.S. ships in Korea, in Vietnam, or in the Per​sian Gulf did not have to fight.

The days are gone when modern fleets or parts of fleets slugged it out with salvo after salvo of guns or bombs in the man​ner of Tsushima, Jutland, Savo Island, Tassafaronga, Midway, or Leyte Gulf. But there has been no incisive analysis of the differences in hazards resulting from modern littoral combat as compared to open-seas combat of another day. A ship in hostile littoral waters may face enormous hostile launching areas, the formidable threat of wake-following or 200-knot torpedoes, and the potentials of incoming ballistic missiles whenever the ship is at rest or moving on a predictable course. But just as in past naval wars, a ship badly hit today may have plenty of punch left—pro​vided that crewmembers can take care of each other, keep their wits about them, and keep as much as possible of their equip​ment oper​at​ing. 

Badly hit could mean taking two or more missiles above the water line or tor​pe​does below the water line, or both, per​haps nearly simul​tane​ously. Chances are that this will happen with the ship in Readiness Condition II or III, not at bat​tle sta​tions, so that first-team officer and en​listed leaders may not be initially on station and personnel who are already on station may not be protected by bat​tle dress.

When the hits come, the ship may be picked up and shaken like a toy. People will be thrown bodily into sharp corners of nearby  structure, so that heads and faces are smashed and bones snapped like twigs. Bulkheads and structures will be rent and twisted like card​board. Equip​ment and heavy fur​nish​ings—such as file cabi​nets, desks, safes, and chairs—will be torn from their mountings and hurled about like missiles of their own, causing further injuries and destruction and blocking hatches and pas​sageways. Deck gratings in engi​neering spaces will act as giant knives, shearing pipelines and wiring, and releas​ing live steam, oil, and elec​tricity. Bedding and linoleum deck surfacing will begin to burn and emit toxic fumes. Many ships today are just as “burnable,” or more so, than were most at the battles of Pearl Harbor and Guadalcanal. The principal fire danger on board is still the crew’s bedding (which was protected by flame resistant covers later in WWII) along with linoleum deck coverings (no change), paint in general (still oil-based), and wooden deck gratings at or near the bridge.

What are the chances that a U.S. ship may be brought into this kind of violent com​bat? The following facts and circum​stances are summarized here for ready reference as well as to help shipboard leaders do the teaching they will need to do.

The United States depends for its life and freedom upon the oceans.

Nearly everything the U.S. needs depends on our being able to use the oceans to bring in the resources we use for manufactur​ing and to transport nearly every​thing we sell to foreign buyers. If we have to use major military force, this is how we must send most of our troops and supplies over​seas to fight.

Many oceanborne raw materials are vital to manufacture of U.S. products for both na​tional se​cu​rity and peacetime econ​omy. The U.S. is also be​coming steadily more de​pen​dent upon mate​rials and fin​ished goods manufac​tured overseas. For ex​ample, all of the high-purity sili​con the U.S. buys for com​puter chips used in thou​sands of mis​sile guid​ance systems is made in Ger​many. Ball bear​ings used in U.S. submarines, air​craft, and tanks come in​creas​ingly from Europe and Asia.

The present state of the U.S. mar​itime in​dus​tries places the Na​tion at a high level of danger even dur​ing peacetime.

The U.S.-flag mer​chant ma​rine along with U.S. na​tional ship​building and ship repair indus​tries has  al​most ceased to ex​ist. To​day, more than 95% of American ocean car​goes are carried in ships not un​der U.S. con​trol. Most of the few U.S.-flag ships in ac​tive use are ill-suited to carry​ing military car​goes. There are no longer any large com​mercial ships being built in U.S. ship​yards, with the re​sult that ship​build​ing skills that take years to de​velop are being progressively lost. It has been authori​ta​tively es​timated that U.S. ship​yards could not ef​fect ma​jor re​pairs to six large ships, naval or commer​cial, at once.

The nation is endangered today by three consequences of the decrepit state of its mer​chant ma​rine: the vulnerability of our ocean commerce, the likely im​pacts upon the na​tion if that com​merce should be in​terrupted in peace​time, and the prob​a​bility that ef​forts might be exerted to cause such in​ter​rup​tion. Consider these con​sequences in turn:

How vulnerable is U.S. ocean com​merce? Interrup​tion of com​mercial ship​ping has be​come a process within the ca​pabili​ties of almost any deter​mined shore​line nation.

The U.S. government has described 31 par​ticular ocean trade routes as indis​pens​able  to U.S. foreign commerce. Most of these routes pass close to the shores of de​velop​ing na​tions around the world. Some of the most im​por​tant routes pass through narrow passages at Gibraltar and Suez at the ends of the Mediter​ranean, Hormuz at the entrance to the Per​sian Gulf, Bab el-Man​deb be​tween the Red Sea and the In​dian Ocean, Malacca be​tween the In​dian Ocean and the Pacific, and Cuba and Panama at the en​trances to the Caribbean. All of these “chokepoints” are bor​dered by Third World coun​tries. 

Many nations have established “exclusive eco​nomic zones” reach​ing 200 miles or more off​shore. More extensive zones may be “reserved” for naval exercises or long-range weapons tests. Within such zones, ships bearing suspected car​goes may be in​ter​cepted, trailed by fast patrol craft, warned to change course, sub​jected to low over​flights, and even fired upon or boarded and searched. They may then be brought into port for lengthy in​spections, have their crews de​tained or their car​goes con​fis​cated, or be sub​jected to exorbi​tant fines and fees. Where re​gional conflicts are in process, the belligerent na​tions may de​clare block​ades or re​ject re​sponsibil​ity for violent actions taken against ships in​trud​ing upon “their” water​ways. Guerrilla at​tacks may be launched from unidenti​fiable ves​sels or mo​bile launch​ers ashore against ships of Liberian, Hon​duran, or Panama​nian registry, which to​gether carry more than 50% of U.S. foreign com​merce. As a re​sult, the privilege of flags of convenience could be with​drawn from U.S. ship​pers, and merchant crews may sim​ply refuse to enter en​dan​gered wa​ters. 
What could be the impacts of ocean commerce in​terruption? The proba​ble con​se​quences to this nation if its ocean com​merce should be in​ter​rupted in peace​time have never been thor​oughly stud​ied. It would not be far​fetched, how​ever, to predict that the conse​quences upon the nation’s econ​omy and se​cu​rity would be both ad​verse and rapid. If inter​ruption should then continue, the dan​gers to the na​tion would increase rapidly. Some of these ear​liest predictable ef​fects could be:

As we found in 1988-89 in the Persian Gulf, this Nation’s first official con​cern would be for Ameri​can lives and property in the country whose gov​ernment or in​sur​gents insti​gated the inter​rup​tion in the first place. Diplo​matic activity would be in​tense.  U.S. citi​zens may have to be evac​u​ated or res​cued. If major losses of life have been in​curred, there would be seri​ous con​sidera​tion of re​tal​ia​tion. If a local demo​cratic gov​ernment had been threat​ened, U.S. armed sup​port could quickly be so​licited. If the in​ter​rupt​ing forces had strong third-country back​ing, possi​bilities for armed con​fronta​tion with U.S. forces could arise within a few days. 

Ocean shipping could begin to jam up or reroute at once, with other unpre​dic​table conse​quences. Worldwide media cov​erage would begin without delay, and vari​ous ele​ments of the U.S. public would begin to ex​press their concerns about such is​sues as dangers to demo​cratic gov​ernment, whether to sup​port local gov​ern​ments or revo​lution​ar​ies, vio​la​tions of human rights, why fore​knowledge was insuf​ficient, and the prospects and con​se​quences of escala​tion of con​flict and of increasing U.S. na​tional involvement.

What is the probability that one or more foreign nations will at​tempt to interrupt U.S. ocean com​merce? Many Third World lead​ers have shown themselves more than willing to ac​tively op​pose or em​bar​rass the U.S. whenever it suits them. Mod​ern ex​am​ples include Cuba’s attempt to im​port So​viet strategic mis​siles, the cap​ture of surveillance ship PUEBLO and imprison​ment of her crew, the cap​ture of S. S. MAYAGUEZ, the capture of the U.S. em​bassy in Iran, the tak​ing of U.S. hostages in the Mid​dle East, the bombing of the ma​rine bar​racks in Lebanon, the terri​to​rial claim by Libya to a siz​able por​tion of the Mediter​ranean, Iran’s at​tempt to block pas​sage of tankers through the Per​sian Gulf, the Soviet at​tempts to estab​lish sub​or​dinate gov​ern​ments in Granada and Nicaragua, and Nor​iega’s declaration of war by Panama against the U.S. North Korea, with the second largest army in the world, has disavowed its nonaggression treaty with South Korea. China has officially laid claim to all the islands in the South China Sea, aggressively threatened Taiwan (causing redeployment of the U.S. Seventh Fleet), forcibly occupied several Philippine islands, officially extended its “zone of maritime influence” from 300KM to 2500KM offshore, and formally stated its intent to use military force to enforce its territorial claims. Following the handover of Hong Kong in 1997, Chinese Government officials publicly stated their next objective would be a similar “handover” of Taiwan.

The world now knows that America, without a sub​stan​tial na​tional maritime indus​try, could no longer pro​ject power over ex​treme dis​tances as the British did in the Falklands with​out many months of build-up (five in the case of Des​ert Storm), and that the U.S. pub​lic may be so strongly op​posed to for​eign mili​tary in​volvement that it might very well sub​​​ject itself to risk of mas​sive damage just to avoid con​flict. The po​tentials for dam​age to this country are great and the tempta​tions greater. 
Third World nations will con​tinue to be​come politi​cally more ag​gres​sive and mili​tarily more so​phis​ti​cated.

For what purposes might a developing na​tion, or a radical ele​ment within such a nation, attempt​ to interrupt ocean com​merce? Some of the motiva​tions of the re​cent past have in​cluded: to de​fend against ocean-borne ag​gres​sion by an enemy or to strangle that enemy econom​i​cally; to ac​quire new ter​ri​tory; as an act of ter​ror​ism aimed at re​lease of prisoners or simply to attract world attention; to demonstrate lo​cal prowess in order to gain po​lit​ical power; to help bring down a local gov​ern​ment as an act of revo​lu​tion; or, vice-versa, to help quell a revolution. The sizes of Third World national armies give reason enough for concern regarding their intentions: China 3 million, Russia 450 thousand, North Korea 1.1 million, South Korea 800 thousand, Japan 274 thousand.

Future possibilities involving similar cir​cumstances seem lim​ited only by one’s imagi​na​tion. Consider, for example, the fol​lowing scenar​ios:

· Vietnam and Kampuchea invade Thailand, threaten to take over Sin​ga​pore and con​trol the Straits of Malacca.

· Libya, Ethiopia, and a unified Yemen join forces, in​vade Su​dan and threaten to close the Red Sea.

· Libya takes over Tunisia and threat​ens the Mediter​ranean.

· Israel launches preemptive strike against Iran (and has previously done so against Libya).

· Malaysian or Indonesian revolu​tionaries threaten the Strait of Malacca.

· Taiwan declares full independence from China and solicits U.S. military sup​port. 

· Iran closes the Persian Gulf.

· Turkey closes the Bosporous, blocking passage to and from the Black Sea. 
· Afghanistan invades West Pakistan and drives toward the Indian Ocean.

· North Korea attempts massive blitz against South Korea.

· Nicaragua, Salvador, and Cuba join to threaten the Caribbean.

· Former Soviet republics de​clare indepen​dence. The con​flicts spread, and U.S. forces become in​volved.

· Iraq, Syria, Lebanon, and Egypt join against Israel, threat​en​ing the Suez Canal.

· Hong Kong decides to declare independence following ab​sorption by China. 
· Bosnian civil war spills over into Albania, Macedonia, and Greece.

· Israel launches a preemptive strike against Iranian weapons factories (as it did recently against Algeria and as the U.S. did against Libya).

Some historians argue that the prospect of major war exists not so much be​tween nations as between civilizations, particularly Islam and the European-Amer​ican cultures. Of the 21 nations surrounding the Mediterranean, 13 have civil wars in progress now, almost all between cultures.

With respect to China in particular, a British analyst  writes: 

China’s military growth, indeed, is parasitic on Russia’s military de​cline, since China is buying from the shrunken giant not just advanced mili​tary technology but entire existing weapon systems, from highly sophisti​cated air defenses to aircraft carri​ers. The expansion of the Chinese navy is becoming a sinister fact of life in the Western Pacific, where there are a large number of unresolved disputes over islands and conflicting claims to poten​tially oil-bearing territorial waters, sea-lanes, and the like. A big-navy China holds considerable menace not merely to Taiwan, which it already claims, but pos​sibly to places like Sin​gapore if it asserts its right to govern predomi​nantly Chinese societies wherever they are to be found.

Third World nations or revolutionary ele​ments seeking to gain lo​cal ends by in​ter​dicting ocean commerce have an ar​ray of weapons at their dis​posal that already exceeds what they had available at the time of the Persian Gulf war. As major world pow​ers enter into agree​ments to re​duce con​ven​tional for​ces, enor​mous numbers of weapons are be​coming available for sale world​wide. Already, as one major newspa​per re​cently edi​to​ri​al​ized, “Terrible weapons are now in the hands of ambi​tious, bullying, and per​haps even de​mented na​tional lead​ers.” The following are examples:

Submarines. By re​cent count, 43 nations around the world now possess some 900 submarines, including 210 ul​tra-quiet Soviet-built SSKs oper​ated by 22 navies including Iran, Iraq, Libya, Algeria, and Syria. Al​ready enter​ing the pic​ture are new small sub​marines ca​pable of long under​water en​durance using diesel propul​sion with​out access to the at​mo​sphere. The total Russian submarine fleet amounts to 184 units compared to 101 for the U.S. and 90 for China. Fourth comes North Korea, said to possess the world’s largest fleet of midget subs. 

China is building new Song subs like Soviet Kilos and is also building a 50K ton carrier. North Korea is now building new small subs in two yards and is creating an extensive mining capability. Russia is building a new SSBN and new SSNs. Iran has purchased two Sov Kilos and large numbers of deep mines.

Anti-ship weaponry. Cruise missiles are becoming rapidly and widely available, many with radar​–evading stealth features. French–built Exocets in​cluding the highly ca​pable MM-40 are now used by 26 navies. Versions being mar​keted by the Russians include SSN-22 Sunburn (1100-lb war​head range 68 miles) and SSN-25 Harpoonski (210-lb warhead range 80 miles), all of which are launchable from aircraft, ships, patrol boats, land vehicles, or submarines. Iran is actively ac​quiring Silkworms from China and building launching facilities near the Straits of Hormuz. Most torpedoes sold to Third World nations by Russia are of the wake-following variety, against which the U.S. may have little defense (shades of our lack of defense against the Japanese long-lance in WWII. Visualize an aircraft carrier with 6,000 people aboard cast adrift with its rudders and propellers destroyed by a wake-following torpedo.) The Russian Shkval torpedo travels at 200 knots.

Ballistic missiles. There are roughly three categories of bal​listic missile sys​tems: short range (310 miles), intermediate range (up to 3100 miles), and intercon​tinental (over 3100 miles). There are today an estimated 8,800 weapons of 18 dif​ferent types in the short-range category and 2,000 weapons of 15 types in the in​termediate range category. With newly available satel​lite positioning capabilities, all of these pose enormous political potentials (recall the Scuds fired at Israel during the Gulf war). It is sometimes assumed that ballistic weapons pose little threat to naval ships; however, combatant ships are likely to be in port a large per​centage of the time, repair ships nearly all of the time, and if an active ballistic missile threat is known to exist, ships in forward areas may be forced to remain at sea much longer than ordinarily planned. Today, a global positioning system can be operated by almost any laptop computer, and there exists almost no defense against ballistic missiles.

Satellites. Satellite prepositioning systems are now available on the open mar​ket, some more sophisticated that were available to the U.S. during Desert Storm. Even enemies of the U.S. can use U.S. satellite data. Such data can make ballistic missile tar​geting far more accurate than a few years ago. It is not unrea​sonable to picture naval ships as vulnerable to satellite-assisted ballistic missile attacks when conducting amphibious operations, flight operations, replenishment operations, loading or off​loading operations, repair functions, mine clearing operations, or whenever in ports, canals, or narrow straits.

Weapons of mass destruction. The abil​ity and willing​ness of Third World enti​ties to use chemi​cal warfare have al​ready been noted., India, Pak​istan, Israel, and North Korea ap​parently already possess nuclear weapons, while Iraq and Iran are shopping for such weapons from China. The U.S. Central Intelli​gence Agency estimates that weapons of mass destruction may achieve operational capability in 20 states by the turn of the century. Massive new factories have been created in Libya..
The tools of chemical war include choking agents, blister agents, vomiting agents, tear agents, blood agents, and nerve agents. None of the nations that have signed past agreements not to use chemical agents have historically respected such agree​ments in war. (At the time of this writing, North Korea is reported to have developed a massive capability to strike all of South Korea (as well as Japan) with chemical and biological weapons using Rodong 1, Daepodong-1, and Daepodong-2 missiles.)

The world has seen over 100 wars between 1945 and 2000. Most have involved develop​ing countries, and escalation has often in​volved major pow​ers. In this envi​ronment, the Truman Doctrine pledged U.S. support for any free people resisting forced subju​gation, and the Clinton administration has pledged support to almost any nation seeking to adopt democracy (such as Haiti). In sum, the prospect of ships’ becom​ing in​volved in sudden ac​tive com​bat is higher today than when we were con​cerned mainly with the Soviet navy.,
The U.S. Fleets are encounter​ing sub​stan​tial changes in roles and mis​sions.

As potentials for local conflicts increase, to​gether with the propen​sity of radi​cal Third World leaders to take ex​treme mea​sures to extend their influ​ence, a pri​mary role of the U.S. Fleets will be to remain able to react quickly at a dis​tant scene of con​flict or tension, par​ticularly if ocean com​merce is threatened; to en​sure free ocean passage from the start; and in any event to pre​vent escala​tion and limit pro​longation of the crisis. The Fleets may be called upon to land and sup​port ground forces. Fleet surface units may be called upon to act alone and in​de​pen​dently. “Alone” con​notes with​out air cover and highly suscep​ti​ble to isolated at​tacks from local forces armed with sophis​ti​cated weapons. Given the reach of modern com​munica​tions and ac​compa​nying po​tentials for media distor​tion, in​dividual ships in such situa​tions may play highly visi​ble and super​critical roles af​fect​ing the wel​fare of their country. The physi​cal, psychological, and intellectual de​mands on the peo​ple man​ning such ships may be​come ex​treme. It would have been dif​fi​cult for the crews of PANAY, LIBERTY, PUEBLO, MAD​DOX, TURNER JOY, STARK, SAMUEL B. ROBERTS, VINCENNES, MAYA​GUEZ, or SARATOGA to distin​guish be​tween full scale war and some​thing else technically called “peacetime”, the le​gal defi​nition for the in​ter​national situa​tion wherein each of these was first endangered.

Conventional surface warships—especially their crews— have be​come in​creas​ingly vulnera​ble to the de​structive poten​tials of mod​ern weapons.

The cover story of a recent issue of Navy Times begins with the following mini-drama:

It’s the year 2007 and you’re pulling bridge watch on the Flight IA Arleigh Burke de​stroyer Mike Boorda (DDG-84) in the Aegean Sea, six kilometers off the coast of a war​ring Greece and Turkey. It is the seventh month of an eight-month deployment and ev​eryone feels it. Fifteen kilometers inland, be​yond the reach of your ship’s sensors, a lorry pulls away from a column of refugees along a craggy road. The dirty tarpaulin is pulled back and seconds later, a missile is accelerating past Mach 1.9 as it crosses the coast at treetop level toward your ship.

Relying on no other guidance than its black-market home-on-jam, wide-ar​ray seeker, the Sunburn missile jinks tightly at three meters above the glass-calm sea before disappear​ing into the Boorda’s shadow.

Do you live?

That question, Do you live? applies to most of the human be​ings in your ship and hence to the ship’s ability to fight.

The design of every modern (and every planned) naval ship, though it appears to fo​cus on high tech​nol​ogy like that of the Aegis cruisers and de​stroyers, has come to place extraordi​nary re​liance on human be​ings. Mainly for rea​sons of econ​omy, the num​ber of people for which ev​ery ship has been de​signed has been re​duced to the fewest possible. When a sta​tion calls for a man, his competent per​for​mance may be truly indis​pens​able.

Yet, in periods of violence or prolonged ten​sion, human be​ings in war​ships are more vulnerable than ma​chines. Human compe​tence suf​fers not only from physical in​jury, but also from fa​tigue, fear, sus​pense, de​pres​sion, dis​ease, ill​ness, hunger, ex​po​sure, mis​percep​tion, un​cer​tainty, anger, frus​tra​tion, misjudg​ment, or propen​sity to simple hu​man er​ror, any of which can de​stroy fighting spirit and as well as ability to perform under pressure.

In this day of the “accuracy revolution,” brought about by the ad​vent of pre​ci​sion guided mu​ni​tions (PGMs), large sur​face ships—keep thinking of the people in these ships—have be​come in​creas​ingly vulner​able to attack. Sur​face ships move rela​tively slowly and are easily vis​ible to all sorts of vi​sual, heat, mag​netic, acoustical, elec​tronic, water pressure, tur​bu​lence, and wake-detec​tion sen​sors. Their vulner​ability is sub​stan​tially in​creased when their move​ments are con​strained and thus briefly pre​dictable, as they may be dur​ing flight op​er​ations, con​voy op​era​tions (including load​ing and off-load​ing), near-shore patrol operations, am​phibious op​era​tions, and underway replen​ishments, as well as when in straits, canals, channels, and ports as previously mentioned. This dis​ad​vantage may be mag​nified as smaller nations gain capa​bili​ties for accu​rate geo​graphic posi​tion​ing of units ob​serv​able by satellite. The integrity of the fleet as a whole depends in turn on the enor​mous problem of con​tinu​ously protecting its few fast combat sup​port ships, which may soon parallel air​craft carri​ers as the “highest-value” targets of a formidable ad​versary ca​pable of reach​ing out many miles with PGMs from shore or from casual merchantmen. 

Let us assume that a Third World govern​ment or powerful revo​lution​ary ele​ment has ini​tiated an attempt to interrupt pas​sage through an ocean area within its range of forceful in​flu​ence. Your ship has been ordered to take whatever actions are necessary to thwart the en​emy’s at​tempt. Sup​pose you are ordered as one of the first U.S. units—or perhaps the only U.S. unit—on the scene.

(As of the year 2000, there will soon be fewer than 40 deployable U.S. warships at any given time. This means that every ship will have a higher probability of unscheduled early deployment; in fact, the general operational mode of most of the U.S. Fleet seems to be inexorably shifting from one of being “continuously deployed” toward one of being “rapidly deployable.” Either way, every deployed or deployable force must anticipate multiple mission responsibilities including maritime interdiction, battle group escort, amphibious group escort, Tomahawk launching, theater ballistic missile defense, and protection of shipping, each one of which requires special skills and poses distinct dangers.)

Since your ship will of necessity be operat​ing near land, your CO must take into ac​count a num​ber of expectable op​erating diffi​culties, many of which were en​coun​tered dur​ing U.S. op​era​tions in the Persian Gulf. For example:

•• The air may be crowded with friendly, neutral, or hostile air​craft and the sea with friendly, neutral, or hostile sur​face craft.

•• Radar detection of low-flyers may be subject to land-mass in​terfer​ence.

•• Anti-ship missiles may be launched from any type of sur​face or sub​sur​face craft or from hid​den or mobile launchers ashore.

•• Off-shore winds may bring danger of chemical or bio​log​ical agents.

•• Mines may be present in any depth of water, including bot​tom mines that re​lease homing tor​pedoes.

•• Shallow water may interfere with ASW action.

•• When in port anywhere, you will be subject to under​wa​ter sneak at​tack or board​ing.

•• Underway replenishment will be vulnerable to long range cruise or ballistic missile at​tack.

•• Operations requiring passage through large fishing fleets may entail dan​ger of short range missile attacks or forcible stop​page by ropes or chains across your bow fol​lowed by board​ing.

•• Unrelenting demands for high de​grees of alertness may im​pose ex​traordi​nary de​mands on the stamina of the ship’s crew. 

Commanding Officers of ships in, or pro​ceed​ing to, high-threat ar​eas of opera​tions will face de​mands upon themselves and their person​nel of greater diffi​culty than any  en​coun​tered since World War II. 

To focus the consequences of the forego​ing assumptions upon U.S. Navy ships, imag​ine now some of the challenges facing the Commanding Officer of an ac​tive fleet cruise, destroyer, or car​rier, or, to make it even tougher, a Military Sealift squadron. As​sume that you have just re​ceived a pri​ority mes​sage di​recting you to pro​ceed at best speed to the South China Sea. Your mis​sion: to aug​ment U.S. forces pro​tecting interna​tional ocean passage through the Strait of Malacca.

As Commanding Officer, you must start at once to think hard about how best to get fully ready for fighting on the other side of the world. What circum​stances must you count on, and thus plan for, over the next few days, weeks, and months? Re​mem​ber—not just what is predicted to hap​pen, but rather what could very well hap​pen from this moment until you com​plete this as​sign​ment. For ex​am​ple:

•• You must count on continuous expo​sure to precision guided muni​tions. You may also en​counter mines, chemical muni​tions, and terror​ist tac​tics including boarding, pene​tra​tion and sabotage, and limpet min​ing. But you cannot count on op​erating in company with other units or with air cover.

•• You must count on having to spend long periods at high levels of condi​tion-watch alert. You must also count on the possibility of being severely hit and hav​ing peo​ple badly hurt be​fore they have been able to get to battle sta​tions or to don battle dress.

•• You must keep in mind the possibility of being hit by a wake-follow​ing torpedo, against which you will have no defense, and which could leave your ship literally helpless. (This may also be the first time that U.S. forces have faced a submarine threat for many years.)

•• You must count on having to achieve an enormous num​ber of team skills in a very short time and with many new peo​ple.  Nevertheless, you can​not count on time to com​plete su​per​vised re​fresher training or “work-up” before you deploy.

Succeeding Chapters will explain some of the special preparations that can be taken to help meet these chal​lenges. First, exam​ine the factors listed in Exhibit 1–1.

EXHIBIT 1-1

A SAMPLE CHECKLIST OF ESSENTIAL

BATTLE CAPABILITIES

--reflecting conditions mentioned in interviews with ships' per​son​nel and fleet in​struc​tors as matters typ​ical of many that might re​quire consider​ation by Commanding Officers of Naval ships in case of sudden conflict in littoral waters.

1. Can your ship effec​tively oppose two in​coming tar​gets on the same side if their bearings cross on the way in?

2. Can your ship effec​tively oppose hi-speed hostile sur​face craft attack​ing simulta​ne​ously from op​po​site sides?

3. Can you effectively op​pose a sudden incom​ing air-to-sur​face attack in the mid​dle of exe​cut​ing a bom​bard​ment mis​sion? 

4. (Amphib or UNREP ship) Can your damage control teams re​spond effec​tively if you are hit while con​duct​ing un​derway re​plenishment or ship-to-shore as​sault op​era​tions? 

5. (Amphib) Can you con​trol ship-to-shore assault op​era​tions at night without visi​ble light, radio, or radar? (For ex​ample, by us​ing optical rangefinders and IR sig​nals.)

6. If your ship is severely hit while in Condi​tion of Readi​ness III, will your crew auto​mati​cally (without or​ders) go to Condi​tion I sta​tions? If not (and some ships do not), what will your off-watch personnel do (without or​ders)?

7. If your ship is severely hit while in Condi​tion III at night, re​sulting in massive dis​rup​tion and ex​ten​sive ca​sual​ties, can your crew still shift rapidly and effi​ciently from Con​dition III to Condi​tion I sta​tions? Have you tried this in drills?

8. Can you effectively re​sist boarders from an adja​cent ship or pier? How will you do this?

9. Can you effectively re​sist an attempt to board your ship from large num​bers of hos​tile small craft in re​stricted waters? How will you do this?

10. Have you demonstrated by careful drills that your crew can deal effectively with a major ship​wide con​flagration re​sulting from dam​age sus​tained in Con​dition I?

11. Will your crew be well protected in condi​tions of se​vere stress and/or ex​treme vio​lence? For in​stance:

a. Is there a specific writ​ten doctrine re​garding what bat​tle dress shall be worn by per​son​nel at vari​ous sta​tions during Condi​tion of Readi​ness III? (For exam​ple, will short​-​sleeve shirts or poly​ester gar​ments be worn by on-watch and off-watch person​nel?)

b. Are on-board firefighting teams equipped and dressed as they are re​quired to be in fleet fire​fight​ing schools?

c. Are stowage facilities for protective clothing ade​quate to make such clothing readily ac​ces​sible un​der ex​treme condi​tions?

d. Is water available on battle stations for drinking as well as urgent treatment of flash burns?

e. Are panoramic dental X-ray and DNA records on file ashore for the entire crew?

f. Are all personnel physi​cally well condi​tioned?

g. Are all personnel equipped with identification tags?

h. Are all personnel qualified to use all stretchers?

i. Are battle dressing sta​tions equipped to function ef​fec​tively in case of violent shock or radical ship move​ment or attitude? (Free of mis​sile hazards, in​stru​ments secure against falling to deck, containers shock-proof, areas designed for easy ac​cess by stretchers and easy transfer to treatment tables.)

j. Are file cabinets, desks, deck plates and gratings, and other fur​nish​ings and de​vices throughout the ship firmly secured so that working or relaxing per​sonnel will not be in​jured in case of sud​den vi​o​lent structural shock?

k. Are medical personnel trained to cope with battle casualties to both men and women?

l. Is there a "medical battle bill"? 

12. Do damage control team leaders and members have some standard method of re​porting and correct​ing real fire haz​ards and structural defi​ciencies ob​served in the course of their drills?

13. Are all decks and bulk​heads marked vividly to show con​tents (hazardous or not) of spaces on their oppo​site sides? 

14. Are flame-proof bunk covers available?

15. Are crew's mattresses of the type that do not emit toxic fumes when burn​ing?

16. (Amphib) When con​trolling ship-shore as​sault move​ments, can your as​sault craft op​erate ef​fec​tively de​spite simple voice radio de​ception from ashore?

17. Consider your visual lookouts. Are definite doc​trines es​tab​lished govern​ing the fol​low​ing vi​sual de​tec​tion proce​dures? 

a. Recognition: Ships and aircraft by type? If yes, by mem​ory or vi​sual aid? Vi​sual aids avail​able and pro​tected on station? Recogni​tion signals? Con​voy lights? Own ship's call sign? 

b. Reporting: Bearing by degrees, points, or clock code? (which?) Same for target angle? Po​sition an​gle by de​grees or hi/med/lo? Range by yards or close/med/far out? Range rate by knots or fast/slow? 

c. What to report: Ocean anomalies? Weather? Other ship course changes? 

d. Qualifications: Are look​outs on station at any given time PQS-qual​ified to be there? How would the OOD know this? 

18. Can your signal bridge operate indefinitely in Con​dition I using in​fra-red equip​ment with​out pre​limi​nary radio call-up?

19. Can your GQ Pilot House Team function reason​ably effec​tively with 1/3 ran​dom casual​ties?

20. Do the people who man your Condition I and III sta​tions think of them​selves as mem​bers of co​he​sive teams? For in​stance:

a. If you call your Condition III Section 2 Ship Con​trol Team to sta​tions for drill, will the look​outs come? Will the of​ficers come? Which of​ficers? 

b. Is there one enlisted man who regards himself as (for in​stance) the Con​dition III Section 2 Ship Con​trol Team Leader? Does he know who the team mem​bers are? Do the mem​bers know he is the Leader? 

c. Can you assemble and muster your crew at quar​ters by combat teams?

21. Is there a clear off-station chain of re​sponsibility from Team Leader to Com​mand​ing Of​fi​cer for maxi​miz​ing the abil​ity to fight of (say) your GQ Ship Control Team? Who is in the chain?

22. Are there in-port Con​ditions of Readiness corre​spond​ing to Con​di​tions I, II, and III at sea?

23. If a general emergency should occur in port during lib​erty hours, is there a stan​dard pro​ce​dure for de​cid​ing what sta​tions should be manned (General Emer​gency or Gen​eral Quar​ters, de​pending on how many people are aboard)?

24. If a battle emergency occurs in port dur​ing liberty hours, can the crew be called to sta​tions if the general an​nouncing sys​tem is interdicted?

25. If a general emergency occurs in port, will action be initia​ted auto​mati​cally to per​form the follow​ing func​tions:

a. Rig internal emergency (salt and pepper) com​muni​cations lines from in​vesti​ga​tors to com​mand con​trol?

b. Establish visual commu​nications with the Senior Officer Present Afloat?

c. Establish perimeter secu​rity to prevent boarding?

d. Search the ship?

e. Interact with local public media?

26. Does the ship have a plan to cope with an ABC "cloud" from a nu​clear acci​dent, a small craft up​wind, or a spray truck on land or pier?

27. Does the entire ship's company know what team skills each in​dividual and team should pos​sess in Condi​tion I and III in or​der to be fully ready to fight? How do they know this?

28. Has the Commanding Officer documented the battle skills he expects his ship’s company to achieve at the level of expert?

29. Does the Commanding Officer have a way of know​ing which combat capa​bili​ties have been gained or lost by his GQ organi​zation from day to day? How does he know this?

30. Does the Commanding Officer have a way of know​ing what team skills have been gained or lost from day to day by each team of each Section of Con​di​tion III ? How about each team of the in-port emer​gency condi​tion?

31. Are means available to keep the crew con​tinuously infor​med of their im​mediate battle train​ing goals? How is this done?

32. Are means available to provide the crew with day-to-day feedback on changes in team train​ing quali​fica​tions achieved as a result of their ef​forts?

33. Does the ship have a standard way of keeping the Officer in Tactical Command in​formed of residual ca​pa​bili​ties after major battle dam​age? If so, is this tech​nique practiced in drills?

34. Does counting the number of shipboard exer​cises "satis​fac​torily com​pleted" reli​ably keep track of the ship's real state of battle training?

35. If you are ordered to deploy under emergency condi​tions, how will you know which battle skills to em​pha​size in train​ing from day-one?

36. On completion of your last regular Refresher or Shake​down Training pe​riod, the Afloat Training Group probably recom​mended that future battle training be em​pha​sized in cer​tain ar​eas. Was there a means of fol​low​ing through to verify that this was done and what the re​sults were?

37. If a battle problem had been conducted during pas​sage home​ward on comple​tion of your last de​ploy​ment, would the re​sults have shown ex​pert ability to fight?

38. If a comprehensive Training Readiness Eval​uation had been con​ducted by an Afloat Train​ing Group upon ar​rival home from your last de​ploy​ment, do you think the re​sults would have shown that battle train​ing had im​proved during the deploy​ment?

39. Can portions of the ship's company be called to GQ sta​tions for drill without call​ing all hands? What words would be passed? 

40. Does the ship know which senior petty offi​cers on board are qua​lified in​struc​tors by virtue of their ex​per​i​ence in Fleet schools?

41. On completion of each battle drill, are training ob​jec​tives reg​ularly set for all hands for the next drill op​portu​nity? If so, how are these objec​tives recorded and known?

42. After each battle drill, are plans made for conduct of the next drill?

43. Are battle drills regu​larly conducted during sortie and port entry?

44. Are adequate teaching materials available (such as marker​​boards and projec​tors)?

45. When prescribed ship​board exercises are conducted during bat​tle drills, do they regu​larly simulate per​for​mance under bat​tle con​ditions? Exam​ples:

a. Simulate 30% random casualties.

b. Simulate massive physical disruption, fire, flood​ing, loss of com​mu​ni​ca​tions.

c. Simulate adverse envi​ronmental condi​tions: dark​ness, CBR threat or at​tack, storm, pro​longed heat or cold, radi​cal ship mo​tion or attitude.

d. Post-check conditions of personnel and equip​ment.

e. Recover and prepare quickly for next action.

f. Initiate actions to correct deficiencies.

g. Debrief results and record lessons-learned.

46. Does the ship's company understand today's mar​itime threat and the pos​sibility of battle on short no​tice?

47. Are materials available to help the ship's company in​form their fami​lies of the im​por​tance of their mis​sion to the Nation?

48. How will outgoing mail (including e-mail) be censored under maxi​mum secu​rity con​di​tions?

49. Do battle drills regularly practice transmis​sion of suf​ficient in​forma​tion to the Commanding Officer to en​able well-advised deci​sions about em​ployment or aban​don​ment of the ship? (In WWII, Hous​ton was ac​cused of abandoning too early, In​di​anapo​lis of aban​doning too late.)

50. When a real casualty occurs during a drill involv​ing simu​lated casual​ties, do con​trol per​son​nel stick to tele​phone proce​dures instead of re​sorting to use of an​noun​c​ing systems?

51. Are standard hand sig​nals pre​scribed and practiced for use among crewmem​bers under simulated battle condi​tions?

52. Are means available to keep in contact with the cap​​tain when he is away from the ship and away from a fixed tele​phone?

53. Is a Captain’s Night Order Book maintained in port?

54. Can changes in ability to fight be communicated to the OTC by means of a stan​dard readi​ness re​porting system? Is this pro​cedure practiced in drills and exer​cises?
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