
CHAPTER 4

FROM CHALLENGES TOWARD SOLUTIONS

Context
This handbook reports the results of a study aimed at developing tech​niques to help strengthen the fighting skills of the crews of Naval ships under conditions when deployments to high-threat areas are required prior to completion of scheduled preparatory training. The first three Chapters have been largely devoted to descriptions of problems and circumstances that warrant attention. The primary aim of the study, however, has been to de​velop prac​tical on-board proce​dures that can help Commanding Officers to pre​par​e quickly for imminent com​bat with minimal external services. This is the focus of the Chapters that follow.

The overall “corpus” to which this study applies consists of all the personnel aboard all U.S. Navy surface–borne warships, regular and Reserve Force, in​cluding aircraft car​riers, cruisers, destroyers, frigates, amphibi​ous warfare ships, mine warfare ships, underway re​plenishment ships, fast patrol craft, ten​ders, fleet support ships (such as fleet tugs and salvage and res​cue vessels), and prede​ployment cargo ships, as well as Coast Guard cutters assigned to Naval duties. In light of current concepts of Naval strategy, which stress readiness for littoral warfare prose​cuted against Third World nations armed with long-range mod​ern weaponry, traditional distinctions be​tween “combatant” and “auxiliary” units have all but disappeared. Naval units operat​ing in littoral waters may include any of the foregoing types, putting their crews in greater danger than the “combatants” of another day that were intended to operate on the high seas under the presumed threat of massive enemy fleets.

This entire body of ships’ crews comprises, in effect, a single organiza​tional entity composed of perhaps 100,000 people that change by about 30,000 annually. All the people in this body are subject to a standardized composite set of rules governing how each group shall be organized; what primary duties shall be assigned; what collateral duties shall be required; how personnel shall be rated, paid, trained, qualified, evaluated, and promoted; how discipline shall be ad​ministered; what clothing each person shall wear; what levels of personal fitness shall be maintained; what standards of ethics and conduct shall be pursued; what resources may be expended; even how the events of each day shall be arranged. In effect, this is a body whose management is exercised in nearly every detail by authorities outside of the ships. No naval authorities, however, have ever had time, responsibility, or inclination to stand back and look hard at the entire structure they are called upon to manage, particularly in contemplation of the battle situations in which the structure must be able to function at its best.

Some of the Chapters that follow may therefore appear critical of existing or historical Navy tech​niques, proce​dures, or conventions. This is not to find fault or imply blame, but rather to help identify areas of conceivable improvement. None of the procedures suggested below is in gen​eral practice today.

Operational Circumstances
This study started from the premise that Naval ships operating under routine or non-threaten​ing conditions may face ex​traor​di​nary dif​fi​culties when they are sud​denly ordered into com​bat zones. One hint of such difficul​ties is the fact that ma​jor fleet commanders have in the past required that ships complete exter​nally as​sisted “refresher training” in order to be con​sid​ered to have risen above a “basic” level of train​ing. The fact that some ships may not have had time to com​plete “reftra” in case of sudden deployment or​ders (as proved to be the case during Desert Shield and Storm) suggests that, ac​cord​ing to offi​cial crite​ria, ships required to deploy in these circumstances could have started from a level of battle training officially classi​fied as somewhat lower than “basic,” in other words, unqualified for battle.

Some of the battle functions that many ships may find especially dif​ficult to per​form are those likely to be demanded when op​erating in a high-threat condi​tion watch (Condition II or III) with half or less of the crew at temporary fighting sta​tions. This situation means that many op​erating per​sonnel are at sta​tions that dif​fer from their normal duties (such as a Supply Corps Of​ficer in a Combat Infor​mation Center). Neverthe​less, this is the readiness condi​tion in which ships must oper​ate during prolonged periods in combat zones. Ex​amples of difficult condi​tion-watch prob​lems in​clude how to pro​tect off-watch per​sonnel from sudden vi​o​lence (since many have to get to General Quarters sta​tions to don their bat​tle gar​ments) and how (or whether) to shift to battle stations from watch sta​tions after sus​tain​ing mas​sive damage and extensive human ca​sual​ties. 

It may also be difficult for ship​board leaders, including those in charge of Evaluation and Training Teams, to know what battle skills each watch team is ex​pected to pos​sess or to train to achieve. In forward area ports when a sub​stan​tial portion of the crew is still ashore on liberty, it may be difficult for the Of​fi​cer of the Deck or Command Duty Officer to know when to shift from emergency sta​tions to battle sta​tions—a situation that no ship interviewed has addressed by explicit guidance. These are some of the prob​lems these Chapters will address.

Solutions Examined
Under conditions when time and external training facilities are limited, the procedures described herein can as​sist the Commanding Officer of any sur​face-borne warship to take selected battle skills quickly to the level of "expert." Some of the central dif​fer​ences of these recom​men​da​tions from con​ven​tional pro​ce​dures are:

•• Regularly prescribed shipboard training exer​cises gen​er​ally omit grading cri​teria for per​for​mance un​der con​di​tions of se​vere stress, extreme vi​o​lence, and/or attemp​ted en​emy sur​prise—that is, battle conditions. This guide fo​cuses on eval​uat​ing per​for​mance un​der the latter three circumstances.

•• Regularly prescribed predeployment train​ing may be forced by lack of re​sources or of time to omit training in sub​stan​tial ar​eas. (For ex​ample, Afloat Training organizations may not have time or resources to ex​er​cise ships in coping with a massive con​fla​gra​tion result​ing from hits in​curred during a high-threat condition watch, or they may lack instructors experi​enced in newest ship​board sys​tems). These Chapters will offer a practi​cal me​thod of ad​dress​​​ing all de​signed ca​pa​bili​ties.

•• The Navy’s standard Personnel Quali​fi​cation Stan​dards (PQS) sys​tem may im​pose heavy ad​mi​n​istra​tive work​loads un​der condi​tions of rapid per​son​nel turn​over, such as inevitably occurs in connection with emergency deploy​ments. These Chapters will offer a tech​nique for cre​ating a “team-based PQS” that fo​c​uses on bat​tle con​di​tions and mini​mizes pa​perwork.

•• The standard organization now pre​scribed for ships fo​cuses on distri​bu​tion of re​spon​si​bilities for mainte​nance and ad​min​is​tration rather than for bat​tle and bat​tle train​ing. These Chapters will sug​gest a parallel orga​niza​tional ar​range​ment that fo​cuses on off-sta​tion re​s​pon​​sibili​ties for planning battle train​​ing and for monitoring overall battle readi​ness with​out in​ter​fer​ing with the stan​dard or​gani​zation already in effect. 

•• Currently, Commanding Officers and evaluation and training teams lack fa​cili​ties to keep track of daily changes in ca​p​a​bili​ties for fight​ing or to pro​vide easily vis​ible feedback to crew​mem​bers on progress achiev​ed. These Chapters will describe a simple pro​ce​dure to pro​vide the need​ed visi​bi​lity of team train​ing goals and day-to-day pro​gress.

•• Effective planning and conduct of ship​board battle drills de​mand distinc​tive skills that are not explicitly taught by many Navy training fa​cilities. These Chapters will des​cribe meth​ods de​rived from ex​tensive in​ter​views with person​nel ex​peri​enced in con​duct​ing bat​tle drills.

Thinking in Terms of Systems
Designing techniques to enhance a combat capability requires thinking in terms of complete systems. “Thinking systems” means taking into account all the resources needed to support the new capability, all the environmental conditions anticipated to affect it, and all circumstances in which these resources and conditions can affect each other. For example:

Resources needed may include:

—manpower, knowledge and skills, stamina, organization, sense of satisfaction and purpose (morale), workload, equipment, supplies, structure, material condition, doctrine, communicability, rapidity of execution, cost.

Environmental factors may include:

—Ambient heat, cold, moisture, electricity, fumes, heavy impacts, humidity, motion, imbalance, fire, gas, radiation, machinery noise, loudspeaker noise, sustained alert (exhaustion), extensive casualties, sickness, psychological stress, social customs, space and weight limitations, corrosion, human limitations, sexual inclinations, constrained or blocked accessways, darkness, power limitations or failures, storm, snow, rain, dust, spray.

Many more could be added. One might assume that efficient designers take all such variables into account, particularly when structuring expensive or human-oriented systems. How then to explain—

· Visual lookouts unable to do their jobs because of lack of doctrine as to whether recognition is required by memory or by document. (The latter would call for protected on-station display, which has never been provided.)

· Anti-air missiles with nuclear warheads ready for launch from surface warships but unable to be used for lack of employment doctrine. (The cost was enormous in both equipment and handling.)

· Life jackets supplied to ships without provision for stowage permitting rapid access. (A situation complicated by availability of special sizes for women.)

· Provision of special protective clothing without incorporating means for stowage and care.

· Aircraft torpedoes stored on fantails of destroyers as ASW weapons without determination as to how they could be launched. (It turned out that crews could not get them into the water.)

· Widespread deficiencies in resources needed for care of wounded crewmembers. (Lack of protection of materials and instruments against severe shock, discontinuation of requirements for ID tags, lack of fresh water on stations for burn first-aid, inadequate main and auxiliary battle dressing stations, inability to move wounded from one deck to another.)

· Lack of a combat uniform. (Fleet recommendations have been ignored.)

· Confusion resulting from assignment of mixed rating groups in shipboard quarters for female crewmembers.

· Vulnerability of ships in port with personnel absent on liberty or duty. (For lack of doctrine for employment of all personnel on board in case of emergency.)

Succeeding Chapters will examine resources needed to help strengthen shipboard organization, human protection, team training, and conduct of battle drills, under environments anticipated in combat.

Sources
The concepts in these Chapters have been gleaned from obser​va​tions of standard proce​dures in 38 ships, including 13 under the author’s former command. Corre​spon​dence has been ex​changed with over 500 ship​board person​nel and other knowl​edge​able profes​sion​als. Ideas have been obtained from more than 50 fleet train​ing in​struc​tors. Ten relevant arti​cles have been pub​lished by the U.S. Naval Insti​tute, elicit​ing valuable pub​lished feedback as well as requests for reprints. A dozen full-length work​ing pa​pers have been widely circu​lated for com​ment, five to all ships of the Fleet. Twenty vis​its have been con​ducted to ma​jor Naval com​mands con​cerned with ship​board pro​ce​dures. Re​quests for materials for visual display of status of team training (explained in a later Chapter) have been re​ceived from (and pro​vided at no cost to) officers and senior petty officers in 188 ships. 

No attempt has been made herein to stay strictly up-to-date with re​spect to detailed hard technolo​gies. If this end were sought, the text would be outdated in a matter of months no matter when it might appear. The objec​tive has been to seek princi​ples that ap​ply regard​less of the changing sophistication of new hardware.

The principal recommendations for Commanding Officers of​fered herein have been re​viewed by all major com​manders, sev​eral of whom have infor​mally encour​aged distribu​tion to subordi​nate com​mands, and none of whom objected to such distribu​tion. All commanders have also acceded to the proposition that these Chapters are consistent with their policies and principles relat​ing to Total Quality Leadership. Nearly all the prin​ciples and proce​dures de​scribed by these rec​om​menda​tions have been actively tested on board ship, and none con​flicts with of​ficial regula​tions.

Recap of Central Premises
The central strategic and management premises underlying this study are abstracted from Chapter 2 as follows:
• The U.S. economy in peacetime or wartime depends on oceanborne com​merce; yet Amer​ica no longer possesses a vi​able merchant ma​rine or ship​build​ing industry.

• Third World nations armed with mod​ern weapons consti​tute a growing threat to Ameri​can ocean​borne com​merce even without war.

• The next conflict involving violence against U.S. ships will occur in “peacetime.”

• The principal future threats to U.S. sur​face warships will come from land-based en​emy as​sets.

• In the event of sudden warfare, some U.S. warships will be called upon to at​tain expert battle skills without regularly scheduled prede​ploy​ment training.

• "Expert" battle skills call for capabili​ties to perform de​signed tasks under condi​tions of se​vere stress, extreme vio​lence, and/or attempted enemy sur​prise.

• Expert battle skills are of equal impor​tance for the crews of fleet and prepositioned sup​port ships, including logistic support units, as they are for the “combatants.”

• Battle training of amphibious assault ships is extraordinar​ily difficult be​cause the crews of these ships are most exposed and vulnerable when carry​ing our their primary missions close to en​emy held territory.

• People are and will remain the most criti​cal and the most vulnerable re​source in Naval ships in bat​tle.

• The most powerful human force to at​tain expert battle skills is moti​va​tion-to-achieve.

• Motivation can be enhanced by setting clear, achievable goals and by pro​vid​ing continu​ous feed​back on results achieved.

• Battle training goals can be defined in terms of officially prescribed exer​cise cri​te​ria providing such criteria are expressed in a context of severe stress, extreme violence, and/or the potential for attempted enemy surprise. 

• The most critical battle skills are those to be achieved and maintained by crewmem​bers both on-station and off-station in high-threat condition watches.

• Participatory goal-setting for team train​ing is most effec​tive when team member​ship is clearly de​fined.

• Dependable measurement and feedback of training re​sults are indispens​able to progress.

• Continuous feedback can be provided most effectively by means of contin​uously updated vi​sual dis​plays.

• Responsibilities for battle training should be consistent with respon​sibili​ties for bat​tle con​trol.

• Each section of each readiness condi​tion should incorpo​rate a clear off-sta​tion chain of command and accountability for readiness.

• Human ability to withstand violence de​pends upon both physical and psy​cho​logi​cal stamina.

• The concept of small-team cohesion can enhance human stamina, reduce the effects of fear, and re​duce the ad​verse impacts of personnel turnover upon training.

• Team membership and leadership are often different from mainte​nance group mem​ber​ship and leadership.

• Team cohesion can be enhanced by ex​plicit identification of the member​ship of each team.

• Team-level leadership can provide a valu​able basis for de​centralized con​trol un​der battle condi​tions.

• Achieving and maintaining expert battle skills should be considered the pri​mary duty of ev​ery shipboard lead​er.

• Achieving expert battle skills is of even greater importance in high-technol​ogy ships than in older ships, for the hi-tech ships tend to depend on smaller crew sizes and indispensable human skills.

• Thoroughly planned and skillfully con​ducted battle drills comprise the princi​pal ele​ment of ef​fective bat​tle training.

Summary of Principal Circumstances
Littoral warfare will place greater demands than ever before on human skills and human stamina due to unfamiliar waters, short warning times, long periods of sustained alert, and unprecedented dangers to more types of ships than threatened in most previous environments.

Availability of fewer ships will lead to higher probabilities of emergency deployments, yet probably without declines in frequencies or numbers of months regularly deployed.

When the prospect of battle be​comes im​mi​nent, Naval forces may be or​dered to de​ploy to com​bat zones as rapidly as pos​si​ble, ready to fight. For many units leav​ing home wa​ters, ex​ter​nally as​sisted preparatory training and battle group work-ups of the sort rou​tinely re​quired be​fore de​ploy​ment may have to be shortened or fore​gone. Com​​​mand​​ing of​fi​cers of these units will be called upon to do ev​ery​thing in their power, possibly with​out much off-board help, to prepare their ships rapidly for fight​ing. With or without the ben​efit of externally assisted training, the crews of these ships must quickly become and re​main able to per​form all their de​signed mis​sions with maxi​mum pos​si​ble effec​tive​ness despite se​vere hu​man and structural dis​ruption.

The potential human impacts of the strategy of littoral warfare upon the crews of U.S. Naval ships remain largely ignored by Naval analysts.
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