
CHAPTER 7

BATTLE TRAINING FEEDBACK PROCEDURE

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 undergoing concentrated refresher training or when battle capabilities need to be topped off en route 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 Chapter 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” that list abbreviated performance objectives and (2) a mechanical or 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 Chapter  5, 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 dicussion 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 7-1 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 Chapter 5.) The ATGs have recently begun to develop a concept titled “Objective Based Training,” or OBT, which comprises an excellent foundation for the purposes discussed here.)

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 Qualification Card. 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 7-2 can be used to facilitate visual display. (Additional examples of this format are presented in Appendix B in order to assist Commanding Officers in estimating whether this procedure could prove useful to their training, and if so, whether to obtain additional cards.)

d. Create a universal Qualification Card to define the Disruption Skills (see Exhibit 7-1) that comprise ability to perform under conditions of stress, violence, and/or surprise.

e. Assemble a duplicate set of the Qualification Cards 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.)

In order to make progress information continuously available to all who need it, the ship should prepare and mount a computerized visual display of the Qualification Cards for each Combat and Watch Team.

Strengthening Objectivity
Once the visual display system has been installed and exercise grades are being recorded on Qualification Cards, it will be important to continuously maintain the dependability (objectivity) of the measurement process, which also can constitute invaluable training. This can be done as follows:

a. Note the identity of the evaluator on the appropriate Qualification Card on each occasion when a capability is appraised;

b. Have higher authorities, including the commanding office, spot-check evaluations;

c. Thoroughly discuss apparent differences.

The foregoing mechanical display procedures are sufficient for defining Battle Skills and providing visual displays for Combat Teams, i. e., for General Quarters situations. The same procedure should ideally be followed for each section of each high-threat Condition Watch.

A majority of Commanding Officers implementing this procedure for trial have indicated the following:

 a. The feature immediately useful to them was the continuous visual display of training progress for Repair Parties.

b. It would be helpful to receive prepared Qualification Cards on computer disks or online in a program capable of on-board editing and reprinting
Advantages
Principal advantages of the Battle Training Feedback Procedure incorporating a Qualification Card format such as illustrated in Exhibit 7-2 and Appendix B are, in summary:

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

2.  Conforms to team-based Battle Training Organization

3.  Designed to assist Evaluation and Training Teams

4.  Allows spot-checking to develop consistency of judgment among leaders

5.  Suitable to augment PQS when needed to self-train quickly for fighting

6.  Provides visible feedback to all hands to help set goals and see progress

7.  Decentralizes leadership for battle training and readiness

8.  Assists in advance planning of battle drills

9.  Applies to Watch Teams as well as General Quarters Teams and to readiness in port as well as underway

10.  Allows grading by either point scores or ready/not ready as the CO prefers

11.  Allows Commanding Officer discretion and communication as to performance requirements and criteria

12. Assists Commanding Officers in keeping track of future training recommendations offered by Fleet training organizations on completion of predeployment training.

EXHIBIT 7-1: TYPICAL TEAM DISRUPTION SKILLS
Incorporating the following within standard exercise criteria 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.

7. 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; probable next action preparedfor.

EXHIBIT 7-2

SAMPLE QUALIFICATION 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.


1
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. 
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