
CHAPTER 10 

HELP FROM ABOVE

Higher level commanders can assist shipboard leaders to prepare their crews quickly for fighting by the following actions (discussed in other Chapters):

I. Set the Primary Objective for All the Efforts of All the Navy’s People as Achievement and Sustainment of Expert Ability to Fight Throughout the United States Fleets
1. Define Expert Ability to Fight as ability to perform designed functions ex​pertly under condi​tions of severe stress, extreme violence, and/or attempted en​emy sur​prise.

2. Teach achievement of Expert Ability to Fight as the central objective of the Naval Service in cur​ricula for leader​ship and management instruc​tion pro​grams.

3. Designate all U.S. Navy ships, including fast combat support ships and Fleet re​pair ships, as “combatants” rather than “auxiliaries” in view of their vul​nerability, continuing expo​sure to attack when deployed, and critical importance to combat operations. Among the various proposals in this report, none is of greater importance to the fighting spirit of the crews of Fleet surface forces than this. 

II. Organize Ship’s Crews so as to Assist Them in Achiev​ing and Sustaining Full Battle Readiness

1. Modify the Standard Orga​nization and Regu​lations of the Navy to:

• require formal designation of Battle Systems, Battle Control Officers, Combat Teams, Watch Teams, and Team Leaders;

• clarify off-station chains of responsibility for monitoring overall battle readiness;

• minimize and simplify shipboard condi​tions of readiness in order to help strengthen Team cohesion.

2. Employ a reputable device such as the Naval Training System Cen​ter’s “Teamwork Needs As​sessment Scale” to help determine the ideal composition of shipboard Combat and Watch Teams.

3. Encourage designation of battle control re​sponsibilities as primary duties in rosters of officers and senior petty officers.

4. Encourage adoption of for​mal shipboard doctrines as to which stations shall be man​ned auto​matically in case of severe damage while in a high-threat condition watch.

5. Encourage adoption of for​mal shipboard doctrines and criteria for shift​ing from emer​gency stations to general quarters sta​tions in case of emer​gency in port with par​tial crews on board.

III. Issue Detailed Instructions for Explicit Description of the Elements of Full Battle Readiness

1. Prepare for every type or class of ship a De​signed Ca​pabilities Manual to assist Commanding Officers in specifying de​tailed battle training cri​teria. Document criteria in formats suit​able for visual display of pro​gress achieved.

2. Encourage continued use of Afloat Training Group team training cri​teria after com​ple​tion of re​fresher training.

3. Formally establish “Disru​ption Skills” as a dis​tinct element of battle train​ing.

4. Allow Commanding Officers to shift em​phasis from individ​ual-based training (Personnel Qualifi​cation Standards or PQS) to team-based battle training when they consider team-level training a matter of urgency.

5. Call upon Fleet Commanders to define optimal capabilities for visual lookouts in terms of doctrine, protection, reporting language, recognition (by memory vs documentary referral), and functioning under CBR alert. On this basis, systemati​cally redesign shipboard vi​sual lookout stations, equipment, uniforms, stowage facili​ties, and training criteria.

IV. Develop and Establish Standard Procedures for Dependable Measurement of Progress

1. Analyze the statistical reli​ability, validity, and usefulness of pre​sent readi​ness measurement and reporting sys​tems.

2. Measure fighting ability in terms of functional capabili​ties (see above) rather than in terms of se​lected re​source levels.

3. Revise standard adjective grading systems to include only UNSATISFACTORY, EX​CEL​LENT, and OUT​STAND​ING (eliminating “SATISFACTORY” and “GOOD,” which are inadequate descriptors of readiness to fight).

4. In order to strengthen in​centives toward maintaining high readiness during rou​tine de​ploy​ments and to reduce opera​tional tempos, base Battle Efficiency Competitions on the results of battle problems con​ducted dur​ing return pas​sage to CONUS, this to help keep motivation high for building and sustaining overall fighting ability throughout deploy​ment.

5. In order to promote discussion and uniform understanding of exercise performance standards and grading criteria, provide visible means of portraying identities of eval​uators of current team-level ca​pabilities.

6. Develop advanced techniques to keep tactical commanders in​formed of changes in fighting capabili​ties re​sulting from battle dam​age. (For this purpose, the needed “language of ca​pabili​ties” would be the same for describing and reporting readiness as for describing the results of battle train​ing.)

7. Develop random sampling techniques including provision for analysis of reliability and validity in order to reduce in​spection workloads and reduce tempos of operations.

8. Address progress achieved in battle training as a primary fac​tor in officer fitness re​ports and petty officer per​formance evaluations.

V. Develop Techniques and Materials to Enable Com​manding Officers to Provide Continuous Feedback to Ship’s Per​sonnel on Progress Achieved toward Improving Ability to Fight

1. Provide ships with useful materials to help with continu​ous visual display to all hands of battle training progress.

2. Provide visible means of keeping ships’ com​panies in​formed of the day-to-day status of com​peting ships’ status in the annual battle effi​ciency competi​tions (that is, to keep all hands informed of the score during the game instead of only after the end of the game).

3. Task the Chief of Naval Information to ensure improved availability of day-to-day in​for​mation describing missions, threats, and combat situa​tions in graphic forms suit​able for ship​board display.

4. Equip ships’ libraries with facilities enabling them to serve as Ship’s Information Centers. 

5. Provide computer network​ing systems and editable programs to enable ship​wide communica​tion of status of GQ team and Watch Team training.

VI. Standardize Procedures for Preplanning Battle Drills

1. Develop doctrines for coping with damage resulting from mul​tiple hits received during a condi​tion watch.

2. Encourage formal ship​board doctrines re​garding procedures for shifting from watch stations to battle sta​tions after receiving se​vere damage and casual​ties.

3. To increase opportunities for drill, encourage ships to enter and leave port at GQ or a high-threat condition watch instead of Special Sea Details.

4. Teach drill techniques and drill planning in Fleet schools.

5. Reduce and simplify Interim Refresher Training by focus​ing Afloat Training in​struction on ships’ Evaluation and Training Teams rather than entire crews.

VII. Assist Commanding Officers in Strengthening Physical and Psychological Toughness

1. Improve design of officer and chief petty officer uniforms to permit distin​guishing one type from the other under all condi​tions of exposure to weather.

2. Encourage formal ship​board doctrines re​garding which uni​forms shall be worn or kept at hand in each con​di​tion of readiness.

3. Explain the relation​ships between abil​ity to fight and fitness, cleanli​ness, drugs, and alcohol.

4. Outlaw short–sleeved work shirts on board ship.

5. Provide potable water con​tainers at battle and watch stations.

6. Provide ships with portable equipment to en​able on-board ac​tions to se​cure fur​nishings and equipment against physical violence.

7. Require that dogtags be worn on board ship.

8. Teach that accomplishment of mission may be more im​por​tant than sur​vival.

9. Include explanation of the phenomenon of rogue waves in emergency shiphandling in​struc​tions.

10. Require that surfaces of all bulkheads, decks, and overheads be marked to show the contents of spaces on opposite sides.

11. Develop standard universal hand signals.

12. Assign medical officers to Fleet Training facilities.

13. Improve ship designs and facilities for trans​porting wounded personnel, including design of ladders and hatches to facili​tate vertical transport of occupied stretchers.

14. Improve currently disgrace​ful designs of bat​tle dressing sta​tions.

15. Provide means to secure medical equipment in make​shift battle dressing sta​tions against vio​lent physical shock.

16. Reexamine design of stretch​ers to facilitate use by unprac​ticed personnel.

17. Improve design of shipboard bedding to re​duce flammabil​ity. Provide flame–resistant bedding covers for use during high-threat readiness condi​tions.

18. Design modifications of working uniforms to make them suitable for contin​uous wear and/or instant availabil​ity dur​ing high-threat readi​ness conditions.

19. Outlaw production and sale of flammable uni​form materials.

20. Investigate possibilities for incorporating damage control trainers in fleet tenders.

VIII. Strive to Coordinate All Elements of the Shipboard Environment

1. Teach leaders that sense of worthwhileness of mission is an important element of “quality of life.”

2. Install and evaluate a com​plete shipboard battle train​ing sys​tem—including defining objectives, organizing for battle training, providing feedback on progress, maximizing human safety, and strengthening battle drills—in an active or reserve ship of the Fleet or a ship under construc​tion.

3. Reexamine the public image and self–image of U.S. sailors with respect to reflection of the appearance and reputation of expert fighting men and women.

4. Address the challenge of re​ducing shipboard paperwork by examining the overall impacts of shipboard man​agement and its administrative workloads.

5. Eliminate the notion of distinction between “combatant” and “auxiliary” or support ships since the latter are indis​pensable to combat but vul​nerable to attack by long range precision–guided munitions during littoral conflicts (such as underway replenishment ships, deployed repair ships, and Maritime Prepositioning units).


6. Establish responsi​bility at Navy Department headquar​ters for addressing all aspects of ship design—human, structural, and doctrinal—as inte​grated sys​tems oriented to​ward achieve​ment and sustainment of Expert Ability to Fight.
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