
CHAPTER 9

INITIATIVES  FOR SHIPBOARD LEADERS

Scope
This Chapter summarizes actions within the au​thority of a Command​ing Officer that can be taken to im​plement measures sug​gested for strengthening warship fighting abilities. Recommended actions are ad​dressed here under seven topics: (1) adopting an overall objective; (2) or​ganiz​ing for full battle readi​ness; (3) de​scrib​ing full battle readiness explic​itly; (4) measuring progress depend​ably; (5) pro​viding continu​ous feedback; (6) pre​plann​ing battle drills; and (7) strengthening physical and psy​cho​logical toughness.

RECOMMENDATION 1

Declare the primary mission of the ship’s com​pany to be achieve​ment of 

expert ability to fight.

“Expert ability to fight” should be defined as ability to per​form all designed functions ex​pertly under condi​tions of severe stress, ex​treme violence, and/or at​temp​ted enemy sur​prise. Its achieve​ment by the crew of every type of U.S. Navy ship will be syn​onymous with achieving “full battle readi​ness.”

Every Commanding Officer of a ship proceeding to​ward a high-threat opera​tional area must take as his pri​mary goal the rapid achieve​ment by his ship’s company of a state of expert ability to fight. Many professional officers would undoubt​edly assert that this level of readiness has al​ways been their primary professional objec​tive; further, if there are some shortcomings re​main​ing, that their shipboard lead​ers and crews are or can be moti​vated and equipped by conven​tional training procedures to quickly achieve the level of a tough and highly skilled—a truly elite—fighting force. However, the Navy has never expressed or defined the term “expert ability to fight” nor provided means to make progress toward its achievement visible. Several U.S. warships have experienced devastating human failures under extreme conditions in recent years.

Chapter 7 summarizes some of the difficulties facing Commanding Officers un​dertak​ing to de​velop expert ability to fight within a short time span.

The ability of a ship's com​pany to train it​self quickly to an ex​pert level of battle readiness is a function of mul​tiple variables including organization, def​ini​tion of objec​tives, time and tech​niques for con​ducting ef​fective drills, mea​surement of re​sults, and continuous feed​back for motiva​tion and planning. Each of these variables af​fects all the others, and all of them to​gether must there​fore be regarded as ele​ments of an in​te​grated system. Pre​vi​ous elements of this book undertake to de​scribe such a system while recognizing that imple​mentation will in​evi​tably cause substantial changes to almost every aspect of ship​board life. Chapter 5 lists some of the shipboard activi​ties likely to be af​fected.

A systematic approach to building expert ability to fight must be​gin by defin​ing the ob​jec​tive—the skills to be achieved—in ex​plicit terms that all hands un​der​stand the same way. The best way to make this happen is for all hands to take part in the pro​cess of defi​nition, as ex​plained in Chapter 7 and summa​rized in Recommendation 5 below .

First, however, there needs to be an organizational struc​ture that sets forth who is to de​fine each battle skill. This structure should be the same as the struc​ture used for fighting. As ex​plained in Chapter 5 preceding and un​der Recommendation 2 be​low, such a structure can be cre​ated without dis​tur​b​ing the existing standard maintenance organi​zation.
RECOMMENDATION 2

Assign explicit responsibilities for defining ex​pert ability to fight and for monitor​ing progress to​ward its achieve​ment.
A ship’s ability to fight depends on both the condi​tion of its hull and equip​ment and on the ef​fec​tive​ness of personnel on- and off-sta​tion in every condi​tion of readiness (including their ability to man and/or shift stations under conditions of massive disrup​tion). Some ships have adopted up to a dozen dif​ferent conditions of readiness, each con​taining from two to six watch sections. Watch sections for officers often differ from those for enlisted personnel, which tends further to disrupt team cohesive​ness.

In conventional practice, each watch section of each readi​ness condition em​ploys its own dis​tinc​tive chain of control and ac​count​ability when personnel are on station. More than half of all person​nel on watch report to on-sta​tion leaders from other than their regu​larly assigned Departments, Divi​sions, or Work Cen​ters.

It is generally recognized as good management practice that lead​ership and ac​count​abil​ity should be decentralized to the lowest practi​cable levels. The stan​dard shipboard orga​ni​za​tion pro​vides for this decentralization by formally estab​lishing Work Cen​ters and Work Center Supervisors. A com​pa​rable struc​ture can lend strength to the battle and watch orga​ni​zations of the ship.

The recommendations that follow emphasize the  values of strengthen​ing lead​ership and cohesion at the level of teams of personnel who fight together at battle stations and on watch in high-threat readiness condi​tions. Chapters 5 and 6, preceding, explain the nature and indispensable value to fight​ing ability of strengthening small-team cohe​sion.

Recommended actions are:

1. Formally designate Battle Systems and Bat​tle Control Of​fi​cers.

Examples of Battle Systems:
Ship Control System

Combat Information System

Weapons System

Communication System

Engineering System

Damage Control System

2. Formally designate “Combat Teams” and “Watch Teams” and desig​nate the mem​bers and leaders of all teams by name.

The following procedure is recommended:

• 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 Com​bat Teams. Assign each team a dis​tinctive title and a dis​crete com​puter code for sorting purposes. 

A list of sample team names is presented in Chapter 5 (preceding):

• Review the General Quarters assign​ments of per​son​nel by name as shown on the ship's Watch, Quarter, and Sta​tion Bill. Code each crew​member ac​cording to the Com​bat Team to which he is as​signed. Pre​pare and post a computer-prin​ted list of the names of the mem​ber​s of each Com​bat Team.
• Identify the Watch Teams to which per​sonnel are as​sign​ed in each sec​tion of each readiness con​dit​ion. As​sign Watch Team titles cor​respond​ing with Com​bat Team ti​tles. Assign each Watch Team a discrete com​puter code.
• Code each crew​member's indi​vi​dual WQ&S Bill as​signment to a Watch Team. Pre​pare and post a com​puter-printed list of the names of the mem​bers of each Watch Team.
3. Simplify the ship’s Readiness Conditions.
No more than the following should be neces​sary:

Condition I:


Battle action immi​nent

Condition II or III:

Battle action possible

Condition IV:


Battle action unlikely

The prefix IP before each of the above indicators should indi​cate the correspond​ing condition in port.

4. Make sure the chain of control and ac​count​ability within each Readi​ness Condi​tion is sin​gle and explicit.
The chain should typically extend as follows:

Commanding officer

Executive officer

Battle control officers

Leaders of Combat or Watch Teams

Members of Combat or Watch Teams
5. Promulgate the resulting Battle Control Or​ga​ni​zation in a formal In​struc​tion that speci​fies the on-station and con​tinu​ing off-station re​spon​sibil​ities of each of its desig​nated au​thori​ties. 

In particular, estab​lish up-the-line ac​countability for overall bat​tle readi​ness on the part of each Battle Control Of​ficer and each Con​dition I Combat Team Leader, sub​ject to the overall di​rection of the Condi​tion I Battle Control Offi​cers, to in​clude the fol​low​ing:
• Defining and documenting the capabilities com​pris​ing the Full Battle Readi​ness of his el​e​ment of the orga​ni​​za​tion;

• Maintaining close familiarity with the con​dition and ade​qua​cy of as​signed battle and watch sta​tion equipment and struc​ture;

• Maintaining close familiarity with the physical, men​tal, and operational ca​pabili​ties of personnel assign​ed as mem​bers of (1) respective Combat Teams and of (2) Watch Teams with corre​spond​ing stations;

• Making full and best use of available train​ing time;

• Keeping higher authority fully and accu​rately in​formed of the capabili​ties of his el​e​ment of the or​gan​i​zation in rela​tion to the capabilities com​pris​ing Full Bat​tle Readi​ness;

• Exercising leadership to strengthen the states of train​​ing, co​hesion, and stamina of his el​ement of the or​gani​zation;

• Initiating actions or recommendations to achieve and sus​tain Full Battle Readi​ness.

Exhibit 5–2 suggests explicit wording for a for​mal in​struc​​tion. Note that not a single re​spon​sibility pre​scribed by this Bat​tle Organi​zation contra​venes or conflicts with re​sponsi​bili​ties pre​scribed by the Standard Organiza​tion and Regu​lations of the U.S. Navy (the SORM). Nevertheless, shipboard leader​ship must anticipate that assigning responsibili​ties beyond the con​ventional will encounter formidable problems of under​standing and accep​tance: old timers will not go along quietly.

Effec​​​tive implementation of the con​cept of a Battle Con​trol Orga​​​ni​za​tion can be en​hanced by explicit mea​sures to in​sure un​der​​standing; make ship​board proce​dures con​sis​tent; and streng​then team cohe​sion. Examples of such mea​sures are sug​gested in Chapter 5.

RECOMMENDATION 3

Explicitly define the capabilities that comprise expert ability to fight

Precise definition of what is to be achieved is in​dispens​able to uniformity of under​stand​ing, unity of purpose, mea​sure​ment of progress, and feedback of results achieved.

Recommendations for action are:

1. Use the Battle Control Organization.

One of the responsibilities previously recom​mended for the Battle Control Or​ganiza​tion (Chapter 5) was to define the ca​pabilities compris​ing expert ability to fight. If per​formed cooperatively by all the leading members of the Battle Control Organization, this work can be completed in one day.

2. Pursue the following steps:
• Refer to lists of ex​ercises and grading criteria as pre​scribed by appli​cable FXPs, Type and Unit Com​man​ders, and cognizant Fleet/Afloat Training orga​nizations. 

• Adjust expected performance cri​teria as di​rected by the Commanding Officer.

• Summarize the expected perfor​mance criteria for each ex​er​​​cise in the format of a Qua​lifi​cation Card. (See format illus​trated by Exhibit 7–1.)

• Assemble a duplicate set of Qualification Cards to form a loose-leaf “Designed Ca​pabili​ties Manual” (DESCAP Manual). This manual will constitute the master docu​ment in which the Commanding Officer defines the re​quired fighting capabilities of his unit. It will comprise the most important document on board.

3. Create a universal Qualification Card to de​fine the skills that comprise ability to per​form under conditions of stress, vio​lence, and/or surprise.

These skills comprise the difference be​tween readiness for op​erations and readi​ness for fighting. Call them “Disruption Skills.”

Examples of Disruption Skills are shown in Chapter 7.

RECOMMENDATION 4

Provide for dependable measurement of changes in fighting capabilities

Chapter 7, preceding, discusses concepts of mea​sure​ment, re​liability, valid​ity, ob​jec​tive​ness, subjec​tiveness, and de​pend​abil​ity. Recommended actions are:

1. Teach the meaning of “fighting capability.”

The term fighting capability denotes ability to per​form a stated operational function un​der condi​tions of stress, vio​lence, and/or sur​prise. Possession of a fighting capability or Battle Skill dif​fers from pos​session of an operational capability in that the for​mer implies pos​session of Dis​ruption Skills (see Chapter 7) in conjunc​tion with functional or Mis​sion Skills. Even though dis​ruption often cannot be incorpo​rated into drills and ex​ercises, the nature of Dis​ruption Skills should be contin​u​ously ex​plained and emphasized.

In preparing for high-threat operations, measures of de​gree of possession of fight​ing ca​pabili​ties should incorpo​rate es​timation of possession of Disruption Skills.

2. In evaluating performance for estimation of battle skills, avoid use of descrip​tive adjec​tives GOOD and SATISFAC​TORY.

For pur​poses of preparing for com​bat, the meaning of SATIS​FACTORY must be the same as the defi​ni​tion of EXCELLENT. GOOD or SATISFACTORY per​formance, as conventionally defined, is in​adequate to as​sure victory in bat​tle.

3. Continuously strengthen dependability of mea​surements of fighting ca​pabili​ties.

Do this by the following means:

• Visibly display the identity of the evaluator on each oc​ca​sion when a capability is ap​praised;

• Spot check evaluations by higher authorities in​clud​ing the Commanding Officer;

• Thoroughly discuss apparent differences.

The format suggested for a Qualification Card (Exhibit 7–1) in​cludes pro​vi​sion for recording identi​ties of evaluators. 

RECOMMENDATION 5

Provide continuous feedback to all hands on progress achieved

Several difficulties that impede the con​duct of ef​fec​tive ship​board battle training can be alle​viated by a simple technique to make team-level training goals and re​sults more visible to ships’ per​sonnel. Exam​ples of such difficul​ties are de​scribed in Chapter 7.

Recommended actions are as follows:

1. Prepare and mount a visual display of the Qualifi​cation Cards for each Combat and Watch Team as follows:

• Determine optimal mounting locations, acces​sible to lead​ers and mem​bers of the Combat and Watch Teams. Ensure ade​quate lighting.

• Fabricate mounting frames.

• Mount the visual displays.

Commanding officers implementing this procedure have indi​cated that the feature ini​tially most useful to them was continu​ous visual display of training progress for Repair Parties. A set of damage control qualification cards in the format of Exhibit 7-2 may be obtained from the writer of this book for this purpose (no charge).

Note that a simple manual display such as de​scribed in Ex​hibit 7–3 is suitable only for a sin​gle readi​ness condition such as General Quarters. For display of training goals and quali​fica​tions for all teams of all watch sections of all readi​ness condi​tions, it will be necessary to employ a shipwide com​puter net​work.

RECOMMENDATION 6

Strengthen battle drills by ad​vance plan​ning.

The term “drill” will denote assembly of one or more Combat or Watch Teams for in​struc​tion or ex​ercise in or​der to strengthen battle skills. Every drill should be designed to make measurable progress. The en​emies of progress are per​son​nel turn​over, con​flicting priorities, and lack of external ser​vices, which some​times cause skills to be lost faster than they can be gained or re​gained. Pro​gress calls for de​liberate plan​ning (as opposed to se​lect​ing drill top​ics on im​pulse), for contin​uously measuring re​sults, and for keeping all hands in​formed of progress.

Recommended actions are:

1. Make good use of every opportunity for drill, re​gard​less of whether expected or un​ex​pected. 

For example:

• Use a high‑threat readiness condition on every occa​sion when you would do so in war, such as when enter​ing or leaving port (instead of set​ting Spe​cial Sea De​tails), and when mooring or un​moor​ing, maneu​ver​ing in chan​nels, or reple​nish​ing at sea.

• Keep the next drill always planned in advance. No matter when or how un​ex​pectedly the next oppor​tunity comes along, ev​ery team Leader should al​ways have in mind be​forehand ex​actly what he will use the time for.

• Use drill time for drilling. Never waste it on ac​ti​vi​ties that could just as well be accom​plished with​out as​sembling a whole team or group of teams. Never use drill time for planning of the drill itself.

2. When manning General Quarters stations for drill, have a "problem" or simu​lated bat​tle si​t​ua​tion set up beforehand.

Do this to create a positive purpose for the first actions to be taken by every per​son on first man​ning every station.

3. Aim for high proficiency in shifting sta​tions. 

A warship is at its weakest when stations are being man​ned or shifted, even from one watch section to an​other within the same readiness condition and es​pecially at pre​dictable times. If a ship should be severely damaged by hits re​ceived in Condition III, it can be so difficult to shift to General Quarters that many ships do not even try to train for such a con​tingency even during con​centrated predeployment train​ing. The fol​lowing drill proce​dures can help to re​duce this vulner​a​bility:

• Designate for each drill a Starting Condition, a Drill Condi​tion, and a Se​cur​ing Condi​tion. First man the Starting Condition (for example, Section 2 of Con​dition III); then shift to a Drill Condi​tion (perhaps Condition 1-A for an amphib); then lastly to a Se​cur​​ing Condi​tion (perhaps back to Section 3 of Con​di​tion III) as a fi​nal check on stations manned.

• Walk through every shifting process. Watch the pro​cess carefully at ev​ery station and think about how it could best be per​formed under grossly dis​rup​tive condi​tions (when some peo​ple never arrive at new sta​tions, commu​nica​tions don't work, spe​cial clothing is found missing or damaged, people being re​lieved are found wounded or ap​parently dead, and so forth). 

• Make sure there is a command doctrine for shift​ing sta​tions: a set of pro​ce​dures ap​proved by the Commanding Officer. (For ex​ample, if the ship is hit and dam​aged while in Condi​tion II or III, shall Con​di​tion I sta​tions be manned in CIC without fur​ther or​ders? If not, what shall off‑watch people do? In case of a gen​eral emer​gency in port before the whole liberty sec​tion has re​turned, what sta​tions shall be man​ned au​to​mat​i​cally in or​der to take quick​est ad​van​tage of peo​ple not in the duty sec​tion?)

• Whenever the Drill Call is sounded for Condition I, make it standard prac​tice to man sta​tions on the run.

• Practice in the dark, with and without emer​gency light​ing. Simu​late dis​rup​tive condi​tions, keep track of what goes wrong, learn, and up​date the ship's doctrine.

4. Drill with whatever people are available.

Never cancel a drill because certain people are re​quired else​where. Let ab​sen​tees simu​late bat​tle ca​sualties.

5. Finish every drill completely.

• Make it a part of every drill to recover and pre​pare rapidly for any​thing that might happen next: the next tar​get, the next maneuver, the next hit. When all prepa​ra​tions have been com​pleted, then the "action" part of the drill is over.

• When the action part is over, the learning part is still not over. The fol​lowing will remain to be done be​fore "secure from drill."

•• Assess any real damage or injuries. Act to get them fixed.

•• Think about whether the equipment avail​able was ad​e​quate for fight​ing. If not, act to recom​mend what would be better. (Example: Is the bat​tle dress pre​scribed for this team in this Readi​ness Con​di​tion the very best that the Navy could design or pro​vide? Is re​quired protective clothing stowed so as to be readily access​ible un​der emer​gency conditions?)

•• Think about whether the spaces and mate​r​ials used by the team were in good con​dition and prop​erly pre​pared for battle. If not, make note of what needs to be done for pass​ing to the cog​nizant peo​ple.

•• Evaluate what skills were achieved.

•• Decide on the objective for the next oppor​tu​nity for drill.

•• Decide who will plan the next drill. 

6. Let each team drill on the basic Disruption Skills until they have been well learned.

Look back at the list of typical Disruption Skills in Chapter 8 and note that true quali​fica​tion in some of these skills re​quires that they be demonstrated un​der conditions speci​fied by other Disrup​tion Skills (for example, Man​ning and Shift​ing should be demon​strated while Operating in Ad​verse En​vir​on​ments and at the same time Perform​ing with Casual​ties). 

7. Plan several drills into the immediate fu​ture.

Recall the principle stated at the start of this Chapter that each drill should comprise one el​e​ment of a system​a​tic pro​gram aimed at achieving and sustain​ing expert abil​ity to fight.

The simplest way to lay out a good program—one with a co​her​ent sense of direc​tion—is to work di​rectly with the vi​sual dis​play. Each Team Leader in discussion with his team should ar​range the qualifi​ca​tion cards ( or computerized qualification ti​tles) in the order in which he thinks it reas​onable to achieve them. The flexi​bility of the visual display will make it easy to change the pro​gram as it goes along (and there will be plenty of changes). Put the one qual card that de​s​cribes the next plan​ned drill at the top of the dis​play. (Do not try to sche​d​ule spe​cific drills days or weeks in advance; it never works.) Then:

• Plan and conduct the drills necessary to achieve the bat​tle ca​pability you've se​lected as the team's first goal.

• Evaluate the first Battle Skill and update the vi​sual dis​play.

• Continue the program until team meets the Commanding Officer’s objectives as set forth in his DESCAP Manual .

Now you're ready to go forward: keeping track of progress and setbacks, set​ting new goals and going for them, al​ways keeping all members of your team in​volved in the plan​ning.

8. Plan every drill thoroughly.

Chapter 8 presents recommenda​tions for plan​ning drills in advance.

RECOMMENDATION 7

Maximize physical and psychological pro​tection of the ship’s company

Chapter 1 points out the growing sus​cepti​bility of surface ships to sur​prise at​tack by modern preci​sion guided muni​tions, the increasing avail​abil​ity of such muni​tions to po​tential adver​saries, and the increasing likelihood that fewer numbers of hits will cause greater numbers of hu​man casualties.

Recommended actions are as follows:

1. Minimize physical hazards.

Many of the material hazards on board are incor​porated in ship designs and are beyond the con​trol of Commanding Officers to reduce except in minute de​grees through precise in​spection and correction procedures. There are, how​ever, several major cor​rective ac​tions that can be taken on board:

• Demand meticulous personal care of bedding and clothing in living spaces. Ob​tain flame-resis​tant bunk covers and re​quire their use during high-threat readi​ness condi​tions.

• Procure copious quantities of 1/8” wire rope, ca​ble clamps, and C-clamps to help in se​cur​ing unattached equipment and furnishings against vio​lent shock

• Ensure total absence of unsecured materials in battle dressing sta​tions. En​sure availability of means to pre​vent dis​placement or scatter​ing of medi​cal in​struments in case of heavy shock or radical move​ment of the ship.
2. Protect personnel against physical injury.
As in the case of needs to minimize physical haz​ards, most ac​tions that could be taken to pro​tect personnel against the con​se​quences of violence fall outside the cognizance of Commanding Officers. Again, however, there are several that can be taken on board:

• Emphasize that the aim of excellence of physi​cal condition is to help with​stand the stress and vio​lence of combat.

• Emphasize that beards and long hair tend to in​ter​fere with care of se​ri​ous head wounds, increase vulnerability to chemical munitions, and limit effectiveness of gas masks and oxygen breathing apparatus (OBA).

• Outlaw possession of polyester uniforms.

• Establish explicit policies concerning high-threat readiness (HTR) uni​forms (uniforms to be kept continu​ously avail​able and/or worn during high-threat readiness conditions). In particu​lar: specify exactly what arti​cles shall com​prise HTR uniforms for personnel of all Combat and Watch Teams under all ambient conditions; re​quire meticulous care and cleanliness of HTR uni​forms; specifically ex​clude short sleeved shirts; require head coverings and gloves to be ei​ther worn or kept close at hand. Peri​odically hold cap​tain’s per​sonnel inspec​tions in pre​scribed HTR uniforms.

• Mark headcoverings to distinguish clearly be​tween offi​cers’ and CPOs’ HTR uni​forms.

• Teach the Disruption Skills! (Chapter 7)
3. Protect personnel after injury.

First-aid and self-aid procedures are already firmly em​bedded in training policies. Nev​er​the​less, the Commanding Officer can take sev​eral additional steps to strengthen care of per​sonnel that have suffered severe wounds:

• Establish a “Medical Battle Bill” that firmly links damage control pro​ce​dures with proce​dures for car​ing for wounded. In​clude guidance for per​son​nel who man or shift sta​tions after the ship has suffered se​vere dis​rup​tion and who find incapaci​tated per​son​nel at their new stations.

• Provide potable water containers at battle and watch sta​tions to assist in caring for severe burns.

• In all suitable drills, include procedures for moving wounded person​nel from one deck to an​other.

• Require continuous wearing of ID tags on board.
4. Strengthen the psychological environment.

No task of leadership is more challenging than the strength​en​ing of moti​vation and morale—not the same thing, but neverthe​less closely allied. As in the case of physical tough​ness, the highest pro​portion of factors bearing on motivation and morale de​pend on poli​cies and practices that exist throughout the Ser​vice. But here again, there are several actions the Commanding Officer can take that can bear di​rectly on the mental ability of his people to per​form ex​pertly under stress:

• Equip a portion of the ship’s library as a “ship’s in​forma​tion center” —a place for people to go in or​der to see maps, help understand the ship’s mis​sions and tasks, help un​der​stand what they’re up against, and in gen​eral help un​der​stand “reasons why”. 

• Teach shipboard leaders the cumulative im​por​tance to sense of pur​pose of the psy​cho​logical ef​fects of other mea​sures on which the ship has been con​centrating: mo​ti​vation-to-achieve ori​ented to​ward expert ability to fight; strength​ening of pro​tec​tion against physical vio​lence for the same pur​pose; and building of every sailor’s self-image as a skillful and powerful fighting man. 




9-10
Shipboard Initiatives

9-9
Shipboard Initiatives

