
CHAPTER 8

PLANNING BATTLE DRILLS

Premises
As previously discussed, Commanding Officers of U.S. Navy surface ​ships, air​craft carri​ers, and assigned Coast Guard cutters may encounter sub​stantial diffi​culties in developing needed battle skills when faced with emergency deployment or impending combat. One of the most powerful tools available on board to help overcome these diffi​cul​ties is the skill​fully struc​tured battle drill. The concepts of a team-based Battle Organization (Chapter 5) in conjunction with a readily visible Battle Training Feedback Procedure (Chapter 7) can materially assist in planning and conducting battle drills for both General Quarters and other high-threat readiness conditions.

Definitions
Terms used in this Chapter conform with the fol​low​ing explanatory defini​tions:

a. The term Battle Drill will denote an assem​bly of one or more Com​bat or Watch Teams for in​struc​tion or ex​ercise in order to strengthen Bat​tle Skills (recall Battle Skills previ​ously defined as Mis​sion Skills plus Disruption Skills).

b. The term Leading Combat Team will de​note a Combat Team as​signed re​sponsi​bility for plan​ning and supervis​ing drills in​volving co​or​dinated per​for​mance by two or more Combat or Watch Teams.

c. The term Drill Plan Leader will denote an in​di​vidual assigned to think through, in ad​vance, the pro​ce​dures to make the next drill pro​duc​tive (no matter when the opportunity comes along, scheduled or not) and to see to it that all necessary prepara​tions are made be​fore call​ing peo​ple to stations.

Purposes
The central purpose of planning and con​ducting ef​fec​tive bat​tle drills is to ac​quire the skills needed to achieve expert ability to perform all de​signed func​tions un​der conditions of se​vere stress, extreme vio​lence, and/or at​tempted enemy sur​prise. Sur​vival of a ship under com​bat condi​tions be​comes a pri​mary mission only af​ter the ship’s assigned mission has failed, been com​pleted, or been canceled by events.

Battle training encompasses both indi​vid​ual and team skills. However, the cen​tral pur​pose of bat​tle drills is to develop team-level skills. Cer​tain team-level skills call for coordi​nated ac​tion by multi​ple teams and thus for coordi​nated multiple-team drills. Con​ducting effective team-level bat​tle drills re​quires dis​tinctive skills of its own. De​vel​oping these skills should be a prin​ci​pal re​spon​sibility of every commis​sioned officer and every Fleet training fa​cility.

Many types of battle skills tend to dete​rio​rate even during ex​tended for​ward area de​ploy​ments (when training levels are supposed to become “advanced”). The rea​sons in​clude: (1) lack of live exter​nal exer​cise ser​vices; (2) limita​tions on avail​ability of expendable muni​tions; (3) high levels of effort needed to main​tain​ equipment in peak con​dition; (4) re​luc​tance to conduct exercises involving simula​tions that risk equipment casual​ties; and (5) lack of moti​va​tion-to-achieve on the part of per​son​nel sched​uled to de​part from units soon after return to home​ports.

Ideally, effective battle drills call for live external ser​vices and for con​ditions per​mit​ting simulation of dam​age and casual​ties. However, much can be taught and learned about the effects of damage and ca​sualties through simu​la​tion and explana​tion, and much can be taught and learned about operating proce​dures with​out even man​ning sta​tions.

When shipboard maintenance and ad​min​is​trative de​mands are very high, time for battle drills may be hard to come by. Un​der these cir​cumstances: (1) noth​ing should con​sume time on station that can be effec​tively ac​com​plished by thor​ough pre​plan​ning be​fore manning sta​tions; (2) each drill should be planned in ad​vance so that it may be con​ducted on short notice, regard​less of whether previ​ously scheduled; (3) the ob​jectives of each drill should be made so clear in advance that per​son​nel can sense re​sponsibility for indi​vid​ual pre-prepara​tion (“homework”); (4) every op​portunity for drill should be ex​ploited by manning bat​tle or watch sta​tions on every occa​sion in peacetime when they would be so manned in war (such as when en​ter​ing and leaving port in lieu of “Special Sea Details”).

When ships in high-threat areas must op​erate mainly in condi​tions of readi​ness lower than General Quarters, battle drills for con​dition Watch Teams as​sume a level of impor​tance even higher than training for Combat Teams. It may then be​come par​ticularly im​por​tant—and par​ticu​larly diffi​cult—for condition watch battle drills to fo​cus on pro​ce​dures for shifting sta​tions and con​tinuing effective op​erations after having suffered major damage and extensive casual​ties during a condi​tion watch.

As briefly addressed in Chapters 5 and 6 with respect to shifting stations un​der stress, it has taken years to develop tech​niques to train ships to cope with “massive conflagra​tions” starting with crews at bat​tle stations. Afloat Training orga​niza​tions say that it is nearly impossible to deal with this prob​lem start​ing with major hits received at condition watch sta​tions. Never​theless, the latter is the condition in which most ships must spend most of their time in high-threat areas of opera​tions and during which they are most likely to be hit. Ships’ per​son​nel of​fer different re​sponses as to their intended actions in case their ships are hit during a condition watch, some saying they would hurry automatically to bat​tle sta​tions, others saying they would stand back and let on-watch personnel deal with the problem. Personnel proceeding to battle stations, and those whom they re​lieve—who must in turn pro​ceed to their own bat​tle stations elsewhere—face prob​lems that are enor​mously complicated if severe dam​age and casualties have al​ready been in​curred. 

A few Commanding Officers have estab​lished firm policies in this regard with re​spect to CIC teams. Some, for example, have directed that CIC people should be relieved au​tomatically in case of emer​gency (without waiting for the word to be passed), and oth​ers have directed that on-watch person​nel in CIC should continue their duties uninter​rupted. Even in the lat​ter case, how​ever, it often remains unclear as to what GQ personnel who do not au​to​mati​cally take over their stations from the watch​standers are expected to do with themselves.

Attainment of high degrees of profi​ciency in large num​bers of battle skills over a lim​ited time period (such as during emer​gency transit to a high-threat operat​ing area) de​mands extraordi​nary motiva​tion-to-achieve on the part of all hands con​cerned.

Development of high motivation-to-achieve calls for “high in​volve​ment lead​er​ship,” which in turn calls for de​pend​able mea​surement of skills demon​strated, par​ticipa​tive goal-setting and plan​ning, and contin​uous feed​back of re​sults achieved.

The following procedures can strengthen motiva​tion of per​sonnel to​ward achiev​ing expert ability to fight through battle drills:

a. Active participation by personnel at all levels in set​ting goals in terms of battle skills to be achieved. This partici​pation requires feed​back as to ca​pa​bilities so far achieved as de​scribed in Chapter 7.

b. Using opportunities for drill to ex​plain the current mis​sions of the ships and the threats to mission ac​com​plish​ment.

c. Keeping personnel continuously in​formed of the Battle Efficiency Com​peti​tion scores ob​tained by other compet​ing ships, so that the score is known during the game, not just after the game is over.

Principles
The following principles per​tain to strengthening battle drills:

a. Effective instruction during drills requires skilled in​struc​tors. The skills of shipboard per​son​nel with previous instruc​tional experi​ence in Navy training facilities should be carefully kept track of on board ship.

b. Effective battle drills also re​quire good teach​ing equip​ment. This in​cludes “classroom” equip​ment, such as video pro​jection de​vices that do not re​quire compli​cated assembly or special op​era​tors, and suffi​cient voice am​plifi​ca​tion to over​come blower and ma​chinery noise during in​struction peri​ods. 

c. Effective advance planning of battle drills calls for set​ting explicit objec​tives. Setting objec​tives calls for effec​tive proce​dures for mea​sur​ing the cur​rent ca​pa​bilities of Com​bat and Watch Teams in com​par​i​son with their ex​pected ca​pa​bilities, as ex​plained in Chapter 7.

d. A major difficulty in coping with extensive shipboard dam​age lies in the area of on-scene com​munica​tions, such as when ambi​ent noise is very high or un​der condi​tions of darkness or heavy smoke. Loud and prolonged use of an​nouncing systems during emer​gencies can present massive im​pediments to effective on-scene ac​tion. This is particu​larly true when ship com​mand in​sists on repeatedly broad​casting deck, frame, and compart​ment numbers to identify lo​ca​tions of damage. These potential difficulties merit spe​cial atten​tion dur​ing battle drills.

e. The following conditions affect​ing human pro​tection should be empha​sized during battle drills:

(1) Securing bedding to reduce flammability;

(2) Keeping battle dress close at hand during high-threat readi​ness condi​tions;

(3) Protecting equipment in battle dressing stations against disrup​tion by violent physi​cal shock;

(4) Training all hands in movement of wounded from one deck to an​other and from damage scenes to helo pads or ships along​side;

(5) Training all hands in treat​ing severe burns using clean water at sta​tions;

(6) Considering physical condi​tion when re​porting manned and ready.

f. It can be useful to pre​scribe standard “drill calls” for an​nounce​ments of sta​tions to be manned for battle drills, so that it is un​neces​sary to man all sta​tions in order to drill a se​lected portion of the ship’s company, and so that ev​ery mem​ber may know clearly whether and when to man his sta​tion. Such a procedure is greatly assisted if each Combat and Watch Teams is desig​nated by an explicit title and ex​plicit mem​bership as sug​gested in Chapter 5.

g. The following procedures dur​ing battle drills will strengthen com​muni​ca​tions used for battle control:

(1) Minimize use of announcing systems for con​trol of dam​age and ca​sual​ties as noted above;

(2) Develop standard hand sig​nals, light sig​nals, and sound signals for in​terper​sonal com​munications when direct voice or tele​phone commu​nica​tions are unfeasi​ble;

(3) Emphasize use of simple, plain language descriptors instead of compart​ment num​bers in calling away damage control teams (repeated use of compartment numbers over general announcing systems can seriously interfere with on-scene person-to-person communications);

(4) Clearly mark every bulk​head and deck area to show the con​tents of spaces on op​posite sides (including exteriors), regard​less of whether such spaces contain hazardous materi​als.

Exhibit 8-1 outlines a suggested pro​ce​dure for plan​ning battle drills. Ex​hibit 8-2 suggests drills for condition watches.

EXHIBIT 8-1

A RECOMMENDED DRILL PLANNING PROCEDURE

A Drill Plan Leader (DPL), officer or enlisted, should be named by the Team Leader after each drill to think through, in advance, the procedures to make the next drill produc​tive; to see to it that all necessary prep​ar​a​tions are made be​fore​hand; and to make sure that the drill is ef​fective and that drill time is not wasted on activities that could just as well be accom​​​plish​ed off sta​tion. The DPL's responsi​bility ends at "Se​cure" from the drill he has helped to plan and when another person is given a turn as DPL.

When a drill or exercise requires coordinated ac​tion by two or more Teams, then the cog​nizant Battle Control Offi​cers (see Chapter 5) must en​sure coordinated planning by DPLs from all Teams con​cerned, guid​ed by a DPL from the Leading Com​bat Team. 

A Drill Plan need not be a written document in any for​mal sense. It can be en​tirely in the DPL's head or scribbled in rough notes on a piece of scratch paper. In any case, it will comprise a first class ex​ercise in man​age​ment and lead​​ership. Following is a shot​gun list of items for the DPL to take into ac​count:

· Exactly which Teams will drill together? On station or at some in​struc​tion lo​ca​tion?

· Instruction location arranged?

· What will be the drill's  objectives?

· What skills will be exercised?

· Who will do the teaching? What will he need?

· What Starting Condition? What Drill Condi​tion? What Secur​ing Condition?

· What Drill Calls will be used to get people to sta​tions?

· If the Drill Condition is to be General Quar​ters or a high-threat readiness condition, what problem will be set up be​fore​hand? Who will set it up? Is he ready?

· Who will observe? What materials will they need?

· What special materials will be needed? (Examples: marker​boards, lesson plans, source documents, smoke bombs, flash​lights, area mark​ers, blind​folds, arm​bands, vi​sual aids, films and projection de​vices, computer pro​grams, wound mou​lages, stretch​ers, stop​watches, clip​boards, writing tools.)

· What "homework" or other special prepara​tions should be ac​com​plished by Team members in advance?

· How will the Officer of the Deck be kept in​for​med of the status of the drill?

· Should the drill be noted in the Plan of the Day? Has this been re​quested?

· What arrangements are needed to make sure any in​ter​ruption of ship's work is an​tici​pated by Divi​sion Offi​cers and Department Heads?

· At the end of the drill:

· Debrief personnel. What happened?

· What qualifications were achieved?

· What objectives will you suggest for the next drill after the one you've just plan​ned?

· How soon should the next drill occur?

· Who should be the DPL for the next drill?

· Consult with the Team Leader and mark the vi​sual dis​play to show cur​rent state of Team quali​fication.

EXHIBIT 8-2

DRILLS FOR CONDITION WATCHES

Ships in littoral combat zones will necessarily spend long hours in high-threat readiness condi​tions lower than GQ. By defini​tion, these are periods when hostile ac​tion is considered possible or likely; at the same time, the fighting abil​ity of the ship is re​duced below the ability it may possess when all hands are at General Quar​ters. 

It is of immense importance to the battle readiness of the ship that Watch Teams be thor​oughly trained to cope with sudden emergencies involving major dis​ruption before battle stations can be manned. How​ever, Battle Con​trol Officers and Watch Team Lead​ers in sev​eral watch sections may also be less qualified than General Quarters personnel in know​ing how to plan and con​duct effective drills. Condition watch leaders will need to develop their own repertoires of good drills in consul​tation with each other and un​der the guid​ance of Battle Control Officers and Combat Team leaders. The following types of drills are sug​gested as starting points.

· Identify and operate equipment blindfolded.

· Develop and practice hand signals for use when tele​phones fail.

· Use optical stabilized firecontrol instruments to verify ship’s posi​tion astro​nomically.

· Have a repair party man another repair party’s locker and check equip​ment.

· Conduct surprise “anti-PC” firing at an inflatable surface target released by another ship (Surface Target Balloon, Radar Sensitive FSN 1H6920 868 9847).

· Have a Watch Team inspected by corresponding Combat Team leader.

· Practice care for serious burns, including ob​taining potable water.

· Practice moving wounded from one deck to an​other and into battle dressing sta​tions.

· Review status of battle skills and decide next drill.

· Have a team member simulate violating a safety pre​cau​tion and have other members dis​cuss.

· Have gun and missile magazine or handling room opera​tors count and re​port types and quantities of ammunition on hand blindfolded.

· Respond to threatened CBR attack, especially in pilot house and for vi​sual lookouts and signal bridge.

· Use a darkened compartment and a flashlight spot beam to have visual look​outs practice using​ standard terms for re​port​ing target bearings and position an​gles.

· Conduct telephone talker drills by transmitting a message through sev​eral circuits in succession and comparing final and original ver​sions. Try the following scheme:



(The first time the above game is “played” there may be much amusement over the confusion and garbles among messages sent compared with those received. But repetitions will show im​provements, and with good debriefs there are many lessons to be learned here about the im​portance of communication accuracy and enhanced team​work.)
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