COMBAT TRAINING IN SHIPS EARNS AN “E”
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The USS Loyalty (MSO 457) has recently earned an "E" in her squadron. A goodly share of her success stems from an article on COMBAT TRAIN​ING IN SHIPS written for the "Training Bulletin" in September 1956 by CDR D. S. Appleton, USN. The first part of this article condenses the main points of the 1956 article. The second part is a progress report, written by LCDR W. B. Althoff, USN, (for​merly commanding officer of Loyalty), giving the results of applying the principles of CDR Appleton's article to the USS Loyalty training program. For more details on the subject, the interested reader will wish to consult CDR Appleton's original article.

BRIEF OF THE PLAN

    Officers of a Pacific destroyer a few years ago were discussing combat readiness with the inspecting Fleet Training Group instructors. The FTG instructors stated that they had "never seen, in a ship, a long-range training plan or program that was practical and useful." Now NWP 50 gives long range training plans in detail, and there are numerous directives on the sub​ject. But according to these FTG instructors, "Training plans in ships, regardless of how complete or well written, are in general no good." However, a ship "reaches her highest state readiness at the end of refresher training.”
Detailed readiness training plans written for an entire ship eventually die of their own admin​istrative weight because administration and maintenance become ends rather than means to an end. Many components of a fighting ship for​get that a high state of operational readiness is the ultimate objective for a man-of-war. To the sailor, the ability to fight has become a sort of by-product of an involved system. A gunner's mate lacks interest in the ordnance unit he runs in battle because, according to a complex sys​tem, he has no administrative responsibility for the conditions of that unit. Even the Plan of the Day has become so systematized with routine maintenance procedures that General Quarters is set only when it does not interfere with this routine. On the other hand, men are advanced in rating, but objectives for individual men on battle stations are not specified; they are not told what they are trying to achieve. In fact, there is no existing way to measure whether a sailor progresses as a fighting man as he progresses from petty officer, third class, to petty officer, second class. The following plan proposed to correct this situation.

DETAILS OF THE PLAN

· Define responsibility

· Define the objectives

· Emphasize one objective at a time

· Measure the real progress

A definite person should be selected to be responsible for the whole state of readiness of each group of battle stations. Preferably he should be a chief petty officer (rather than a commissioned officer) in order to learn how to carry responsibility according to authority. If he is a gunner's mate responsible for an ord​nance mount, he must 

know where his responsi​bility lies. He must know what his authority is relative to the mount captain, how to get hold of supply or engineer department personnel, and what his crew should know and be able to do. And likewise, the General Quarters crews of the magazines must also know where their respon​sibility lies.

After the men have been assigned stations and the petty officers made responsible for their training, one should consider what these men must learn. Here are several items to be used as personal objectives for combat training afloat.

BE ABLE TO OPERATE YOUR EQUIPMENT
To do your job rapidly, tirelessy, and faultlessly, by habit.

KNOW YOUR EQUIPMENT

Understand its construction, condition, and routine maintenance. It’s yours, as GQ operator, even if someone else is the expert on fixing it. Know the material records that apply to it, and check for their proper maintenance.

KNOW EMERGENCY PROCEDURES

Keep operating, without hesitation, in such cases as breakdwn, jamming, or power failure.

KNOW STANDARD COMMANDS AND NOMENCLATURE

Meaning instant understanding of the name of everything you deal with, and the meaning of every word or order you may hear, including hand signals and light signals.

BE ABLE TO OPERATE IN COMPLETE DARKNESS

Including every normal or emergency operation that requires you to move or to use your eyes. Practice blindfolded. Be sure of the emergency lighting you need.

BE A CAPABLE LOOKOUT

Including recognition of types of friendly surface vessels and aircraft, how to search, night and day, and how to report, both normal and emergency. (Topside stations only.)

BE A PERFECT TELEPHONE TALKER

Even if you do not normally man phones, you will sometime. Know the circuits near you, where they go, what they are for. Know how to talk, how to care for phones, and what to do if they go out.

BE A CAPABLE INSTRUCTOR—CARRY THE REPONSIBILITY FOR YOUR WATCHSTANDERS

Meaning how to teach others what you know; how to talk and how to hold the interest of a group. You, the GQ opedrator, are responsible for the performance of every man who mans your station on any watch. Act—find them, watch them, teach them.

KNOW THE PRIMARY JOB OF EVERY MAN STATIONED NEAR YOU

Be able to perform it just as well as he can.

KNOW ALL THE SAFETY PRECAUTIONS IN THE UNIT COLD

Not only what they are and what they mean, but also why they are written. Nearly every one is related to a life or a limb lost recently. It is not just your neck.

UNDERSTAND THE DIFFERENT OPERATIONAL COMBINATIONS

That is, how the installed equipment and machinery can be  hooked up to run together—no matter what you call it: primary—auxiliary—secondary, series-parallel, split or cross-connected, control apha or bravo.

KNOW DAMAGE CONTROL AND ABC DEFENSE PROCEDURES

Know what to do for fire or flooding. Know every fitting, every bit pf piping and wiring in the unit, and how to cut them off. Know what to do for atomic attack, germ attack, and gas attack.

KNOW FIRST AID

To think fast and act correctly for shock, wounds, and heavy bleeding, fractures, bandaging, moving a wounded man, and aritificial respiration. Know what equipment is available and how to get help.

KNOW THE STANDARD EXERCISES IN WHICH THE UNIT TAKES PART

How they are run, how scored, and how your own performance may affect the score. Know what exercises there are—and be able to do a capable job as an oberrver.

KNOW WHAT THE UNIT  CAN DO AND WHAT IT CANNOT DO

Under every condition of operation, such factors as how fast, how far, how many, how accurately, how often, in what direction, how hot or cold, etc.

KNOW WHAT THE SYSTEM CAN DO AND WHAT IT CANNOT DO

Same kinds of factors as previously listed for the unit

.

KNOW THE GQ SETUP OF THE COMPLETE SYSTEM


What units are in it, how they work together, how and where controlled, who are the control officers, and POs, how they make decisions, what communications are used, including the setups with liberty parties ashore.

It should be the duty of the petty officers responsible for the various combatant units of a ship to define the detailed objectives of each battle station in their charge.

In irder to develop individual combat proficiency, a simple chart can be designed to compare units of the ship’s organization in accomplishing their training objectives. For example, one can compare the training progress of personnel in gun batteries, CIC, and communications while drilling on safety precautions, damage control, and first aid A chart placed for all hands to see is more effective than a folder or card file kept in a drawer. Emphasis is directed to one training item in a unit until the last man has mastered that subject. When the PO or his superior qualifies a unit in a particular phase of training (first aid, for example), this accomplishment is indicated on the chart, and the next training drill is started. To maintain a qualified state of war readiness, any qualified unit is given a periodic test drill, each time on a dif​ferent subject, by petty officers or officers. Qualifications and test results are symbolized on a master chart, and six months is a practi​cable cycle to run before reevaluating old qualifications.

SHIP'S OPERATING SCHEDULE

The ship's operating schedule should be placed where people can see it, preferably on the same board as the master chart. Fill in the details as far as known or guessed, in pencil. Take one three-week period—"this week" and the next 2-week period—and "magnify" it so that finer details can be entered in pencil. The events of this schedule are entered by the XO and the training officer. The division officers or petty officers enter on cards the training events they desire. A glance at the board before running off the Plan of the Day is enough to complete the training end of the day' schedule.

SUMMARY

One of the most important aspects of this plan is defining clear but important responsibilities for middle-rank petty officers. Each time the PO holds the load, the strength of the Navy grows where strength counts the most.

The long-range value of this plan for combat​ readiness lies in giving a great part of the re​sponsibility to these petty officers. A sound nucleus of capable instructors is one of the strongest measures to combat the effects of heavy turnover.

What asset could a ship possess that is more valuable than men qualified to teach? Perhaps one: an atmosphere of clarity and purpose, with a way to measure progress. In such a ship a sailor can understand that his first job is to be an American fighting man; and that a ship is above all a team of such men, served by a common weapon whose particular power is fully responsive only to their own superior fighting skill.

USS LOYALTY TRAINS FOR COMBAT

Proficiency in battle is the whole ultimate purpose of the ship's existence. The real em​phasis in training should not be so much on what being taught as on what is being learned; not on procedures but on results.

If you read CDR Appleton's article in the Sep​tember 1956 issue of the Training Bulletin entitled "Combat Training in Ships, these state​ments will ring a familiar note. If you didn't, they probably will strike you as extremely simple and penetrating statements of fact.

Now look around you. Is your shipboard training program really geared to produce proficiency in battle--at the expense, if need be, of other desirable but non-vital goals? Does your sys​tem measure results rather than provide detailed (and often gun decked) muster lists of personnel who have been exposed to knowledge in the form of movies, lectures and so forth? If your an​swers to these questions are "yes," read no fur​ther for yours is a truly effective training pro​gram. If, on the other hand, you sometimes have a feeling of wasted motion, of doing what is required to be done without a real sense of progress and achievement, then perhaps this article may point the way to a new and fresh approach to training.

The purpose here is to report on the results of having tested CDR Appleton's proposals the USS LOYALTY (MSO 457) over a period of about a year and a half-a period which included a shipyard overhaul, refresher training and de​ployment to WestPac. No attempt will be made to describe the system again; that was most ably done in the basic article. This discussion will be confined to a short progress report on how practical "Combat Training in Ships" has worked out and to a brief mention of some of the diffi​culties encountered.

In order to make the experiment, as first necessary to obtain the Type Commander's per​mission to depart from his standard require​ments for a shipboard training program. This departure was primarily in the keeping of rec​ords and was a necessary and fundamental step in the process of shifting real responsibility to the "men who man the guns” or more specifically to the petty officers in charge at the various battle stations.

The next hurdle, and by far the most impor​tant to surmount, was to sell the new concept to the crew. This turned out to be much easier than anticipated; once understood, the plan sold itself. It provided definite goals for accom​plishment, it permitted a simple measurement of progress visible to all hands, and it gave the petty officers almost unlimited opportunity to exercise their initiative and leadership. As a result, training in LOYALTY came to life.

As could be expected from any radical change in approach, there were growing pains and prob​lems. These called for independent thinking, for throwing the book away and coming up with new answers. After the initial shock, this was found to be somewhat exhilarating and reward​ing in itself. . . and, solutions were found to most of the problems.

However, there is at least one question still remaining without a completely satisfactory answer. It concerns required exercises. Some of these, in gunnery, damage control, and engi​neering, pose no problem. But others, such as towing, man overboard, and replenishment at sea, are another matter. These exercises are not normally conducted from battle stations, hence they tend to be overlooked in combat train​ing. The tentative solution, and there may be a better one, has been to regard these evolutions as a form of housekeeping which may be neces​sary to get the ship to battle but which funda​mentally are support functions. Experience has shown that, although such skills were not con​sidered primary goals of the combat training program, the general alertness and heads-up attitude engendered by the system produced excellent performance in these support functions as well.

What does the score sheet indicate after a year and a half of trial? With her full share of personnel shortages and rapid turnovers, LOYALTY has met all of her commitments and has risen from last place in her division to become the proud wearer of an "E" for battle efficiency. And it is the shared belief of all hands onboard, from seaman to skipper, that the training program has played a major part in her success.

