
CHAPTER 11 

A TOUR OF KINGS MOUNTAIN

Scene: Weather decks of a U.S. Navy experimental ship in harbor.

Audience seated:

Deputy Secretary of Transportation

Deputy Maritime Administrator

Assistant Secretary of the Navy (Manpower and Reserve Affairs)

Commandant U.S. Coast Guard

Vice Chief of Naval Operations

Commander in Chief, U.S. Atlantic Fleet

Commander in Chief, U.S. Pacific Fleet

Superintendent, U.S. Naval Academy

Chief of Naval Personnel

Commander Naval Surface Force, U.S. Atlantic Fleet

Commander Naval Surface Force, U.S. Pacific Fleet

Commander Naval Air Force, U.S. Atlantic Fleet

Commander Naval Air Force, U.S. Pacific Fleet

Commander Naval Surface Reserve Force

Commander Training Command, U.S. Atlantic Fleet

Commander Training Command, U.S. Pacific Fleet

Commander Naval Sea Systems Command 

Commander Naval Air Systems Command

Surgeon General of the Navy

Director Navy Nurse Corps

Commander Naval Information Systems Management Center

Commander Naval Supply Systems Command

Chief of Naval Education and Training

President Board of Inspection and Survey

Director of Naval Reserve

Commander Mine Warfare Command

Commander Naval Safety Center

Commander Space and Naval Warfare Systems Command

Commander Operational Test and Evaluation Force

Chief of Naval Research

Commander Naval Doctrine Command

Director, Surface Warfare Division, OPNAV

Superintendent Naval Postgraduate School

President Naval War College

Director of Theater Air Defense, OPNAV

Commander Naval Special Warfare Command

Commander Surface Warfare Officers Schools Command

Commander Navy Recruiting Command

Director Surface Warfare Plans/Requirements Division, OPNAV

Master Chief Petty Officer of the Navy

President Navy League of the United States

President Surface Navy Association

Director, Senior Enlisted Academy

The VCNO speaks first:

Captain, we are here aboard your ship at your invitation and with genuine appreciation for your hospitality. As you know, we have two closely re​lated concerns: for the fighting ability of the U.S. Fleets, and for the safety and well-be​ing of our seagoing men and women. We understand that the KINGS MOUNTAIN ex​periment may contribute to both these ends by applying many some the newest principles of management and leadership, but that fol​low-on ef​forts may need Servicewide sup​port. Perhaps we can help. Please tell us your story.
The Com​mand​ing Officer addresses the guests.

Ladies and Gentlemen: again, welcome to KINGS MOUN​TAIN.
 

First, let me thank you for accepting our invitation to don and wear, dur​ing your visit, the bat​tle dress uniform regularly used by our crew during high-threat readi​ness condi​tions. Design and test​ing of a uniform conceived for working as well as fighting, includ​ing where to stow it and how to care for it, is one of the principal objec​tives of our ef​forts, and we very much want your impres​sions.

This morning, we will be getting un​derway in about 30 minutes. As soon as we clear the channel, I will ask you to come with me for a brief tour of the ship, during which I will intro​duce some of the innovative features we have been work​ing on. Following the tour, my officers and se​nior petty officers will be glad to revisit and dis​cuss any area you de​sire. Now let me explain briefly what we’re up to and why.

In prescribing our unusual mission, the Secretary of the Navy stated that he had two major concerns in mind: first, the need to maximize the abilities of our ships to cope with hostile vio​lence on very short notice—that is, with​out normally ex​pectable op​portu​nities for predeploy​ment re​fresher training or for convulsive work-up dur​ing emergency transit to some combat area; and second, the need to minimize the prob​abili​ties of peacetime catas​trophic incidents such as have oc​curred recent​ly in MAD​DOX, PUEBLO, STARK, VIN​CENNES, RANGER, CON​STEL​LA​TION, NIMITZ, IOWA, WHITE PLAINS, and AMER​ICA.
 These incidents all called for perfor​mance under extreme conditions.

The Secretary has ordered us to de​termine, by interviewing experi​enced pro​fessionals and exam​in​ing related science, what fea​tures of shipboard man​agement would be ideally suited to help​ing war​ship Commanding Officers in their ef​forts to achieve and sus​tain maxi​mum level readiness for com​bat, and then to imple​ment these fea​tures in an inte​grated and systematic way at rea​sonable cost. Evaluation of our tech​niques and of the results is to be car​ried out in​dependently by senior on-board ob​servers and reviewed by the of​ficial chain of command.

All of you who collaborated in conceiving and designing this ship know that you have created the most powerful technical naval weapon in the world. We in KINGS MOUNTAIN believe that we are creating a new naval weapon, one more powerful than any yet conceived: a way to weld a group of human beings into a superbly equipped and trained team more effective and efficient than any yet existent in any navy and without which no set of mechanical and electronic devices could continue to function under extreme conditions.

 
1.  THE OVER​ALL GOAL OF EATF

 
2.  RELIANCE ON MANAGE​MENT PRINCI​PLES

 
3.  SPECIAL FEATURES OF OR​GANIZATION

 
4.  SPECIAL FEATURES OF BATTLE TRAIN​ING

 
5.  SPECIAL FEATURES OF DAILY ROUTINE

 
6.  NOTES ON TOUGHNESS

 
7.  NOTES ON MEASURING RE​SULTS

 
8.  NOTES ON SYSTEM DESIGN

Now for several preliminary remarks to help lay a foundation for our tour. The topics I shall mention are shown on the chart be​fore you.

First, EATF means Expert Ability to Fight. The overall goal of every individ​ual on board is achieve​ment of ability to per​form ex​pertly un​der condi​tions of se​vere stress, ex​treme violence, and/or at​tempted en​emy sur​prise. Our aim here is not just to op​timize ability to operate equip​ment; but to optimize per​formance under intensely adverse circum​stances.

Second, we are relying on the most modern principles of business management and military leadership.
 To the extent we succeed here in finding useful answers, the results may apply to a com​bined body of almost 100,000 people, a body that changes rapidly from day to day.

Third: To support the above principles, we have set up a “Battle Training Organi​za​tion” based on formal designa​tion of Battle Control Systems and smaller units called Combat Teams and Watch Teams, each of the latter un​der a designated Team Leader. This is the structure that will con​trol the ship in battle. It also has a pri​mary, every​day, off-station function: to continu​ous​ly monitor the overall readiness of the ship for fighting.

The first task of the Battle Training Organization was to estab​lish the Designed Capa​bilities Man​ual you see on the table be​fore you. This manual describes every operational capability the ship is de​signed to possess in each readiness condition, for the first time pulling these descrip​tions to​ge​ther in a single docu​ment avail​able to all hands. The DESCAP Manual was cre​ated in one day from the Force Com​man​der’s list of required ex​er​cises. It serves as an indispens​able foundation for our ap​proaches to setting goals and measur​ing progress. I also per​sonally use the Manual to prescribe the levels of skill I de​fine as “expert” in every operational area and to define the battle skills that I require on the part of personnel on watch, neither of which has ever been done before.

Fourth, We regard battle drills as the heart and soul of a warship’s bat​tle training. We use the new Battle Training Or​ganization in conjunction with the De​signed Ca​pabili​ties Manual to plan ev​ery battle drill thor​oughly in ad​vance. No matter when a drill opportunity oc​curs—such opportunities being not only rare but often unschedul​ed and unexpected—we’re ready to use the time to best ad​vantage. At the end of every drill, each team sets spe​cific future targets as a basis for planning.

Fifth, our daily routines are oriented toward constant emphasis on the primary goal of Expert Ability to Fight. In most ships, each day’s tone and spirit focus on the daily work, which is mostly main​te​nance and adminis​tration: indispensable, of course, but not the reason for my warship’s existence.

Sixth, we take extraordinary measures to strengthen physical and psycho​logical toughness: the ability for our people to withstand stress and keep fighting even af​ter we’ve been badly hurt.
 This in​volves more than merely improving “survivability.” The uni​form you have on is a critical ele​ment of both physical and psycho​logi​cal tough​ness: we want our people not only to be well pro​tected but to look and feel like expert warriors. As an​other example, mili​tary history has consis​tently shown that “primary group” cohe​sion, in our case based on what we’re calling Com​bat and Watch Teams, can be a powerful sus​tainer of moral strength under extreme stress.
 The inclusion of about 20% of women in our crew poses extraordinary challenges not just with respect to “integration” during work and deployment, but espe​cially with respect to anticipation of battle under conditions of massive violence. We have found no research or informed ar​gument that ad​dresses the latter circumstance.

Seventh, we have adopted special ways to measure changes in ability to fight. For example, we have modified the conven​tional grading terms of Out​standing, Excel​lent, Good, Satisfac​tory, Un​sat​is​factory. Performance graded GOOD or SATIS​FAC​TORY is not acceptable for battle conditions, and so these grades are no longer used. Assigned grades are con​stantly reviewed by se​nior officers including myself.

Eighth and finally, we respect the fact that every one of these features af​fects ev​ery other. One of the reasons for this ex​peri​ment is to examine the utility of ad​dressing the prac​tices and equip​ments af​fecting shipboard man​agement as an inte​grated system. We be​lieve the warship should be the pri​mary place in our Navy where leadership and man​agement—skills and tools—come to​gether. This is genuine Total Quality Naval Leadership.

If you will come with me now, we will go first out onto the weather decks, then to our new Ship’s Information Center, then up to the pilot house to observe getting un​derway.

Here on deck, the crew is already at quarters for getting under​way. The ship’s com​​pany as​sembles every morning at quarters for muster and instruc​tion as you see them here: not by Divi​sions or Work Centers as they have for many years, but now by Combat Teams, each team super​vised by its officially designated Team Leader. All hands are wearing their combat uni​forms, the most im​portant uni​form they possess. Muster reports are col​lected and made to the Ex​ecutive Officer by Battle Con​trol Officers, most of whom are also De​partment Heads. Nor​mally, this muster may or may not be followed by a bat​tle drill, or perhaps simply by manning bat​tle stations to check vital equip​ment, depend​ing on the day’s schedule. If no drill is in prospect, the crew proceeds to Work Cen​​ter stations to begin the day’s work.

When the Commanding Officer holds a formal personnel inspec​tion, he may direct as​sembly at quarters either by Combat Teams or by Divisions. No other ship can do this. Also every week, as has long been custom​ary in our Navy, my Executive Officer, my Department Heads and I also conduct a formal material in​spec​tion. Spaces and equip​ments for the ma​terial inspection are prepared and manned by Divi​sions, but wher​ever possible the Com​bat Team Leader most concerned with the battle readi​ness of each area ac​com​panies the in​specting officer.

While you and I are proceeding to the bridge , the crew will be manning stations for leav​ing port. I mentioned that administra​tive and maintenance requirements are so heavy that it is ex​tremely diffi​cult to find time for battle drills. We work toward alleviating this by manning battle sta​tions when en​tering and leaving port, as we would do in war, in​stead of setting the conventional peace​time stations called “Special Sea Details.”

On our way to the bridge, I call your attention to one of our most important new fea​tures: the Ship’s In​formation Cen​ter or SIC. Here, the original ship’s library has been modified to help streng​then​ an es​sential function of leadership: communica​tion with and among our peo​ple. We will visit this space again later; for now, how​ever, let me il​lustrate some of the things that our offi​cers and sai​lors may see here on display screens whenever they wish to. Examples of information available to the crew in this facility are: 

• A computer​ized diagram of the ship’s structure from any cho​sen perspec​tive and at any relative size. This is especially useful in familiarizing new personnel, as well as for teaching the rudiments of damage control;; 

• The overall ship’s or​ganization show​ing all key per​sonnel as​sign​ments;

• The ship’s Watch, Quarter, and Sta​tion Bill rearranged to show the leaders and mem​bers of every Combat and Watch Team; 

• Any selected part of the De​signed Capabilities Manual; 

• The cur​rent level of qualifica​tion of every Combat and Watch Team or combination of teams with respect to any Designed Ca​pa​bility; 

• Ge​ographic maps to dis​play the loca​tion of the ship, its mis​sion areas, and prospective hos​tile for​ces, all as viewed from any selected alti​tude, latitude, and longi​tude; 

• A compre​hensive ma​chine‑readable file of all technical man​u​als, existing offi​cial directives, and rele​vant operation plans and orders, all capa​ble of being machine-searched by key words or phrases. Classified materials re​quire use of spe​cial access codes. 

Teaching facilities in the SIC in​clude simple overhead projec​tors, video​tape projectors, computer screen projec​tors, electronic “blackboards,” and micro-com​puter​ized tac​ti​cal trainers.

As we reach the bridge, let’s return to how we conduct battle drills. To es​tablish objectives for our drills, we modify much of the Navy’s Per​son​nel Qualifi​ca​tion Stan​dards (PQS) sys​tem to create a new structure: a “team-based PQS,” which we call a Ship​board Battle Training System. Every team’s cur​rent sta​tus is tracked by means of a visual display of every capa​bility the team—or some combination of teams—should ideally pos​sess. The visual display feature is concep​tually simi​lar to the Navy’s standard Planned Mainte​nance Sys​tem.
 As I men​tioned earlier, these techniques depend on our new Designed Ca​pabi​li​ties Manual to estab​lish a “universe” of designed capa​bili​ties. Each team’s most recent exercise scores can be exam​ined at any of the ship’s networked computer monitors.

Many of our drills focus on shifting stations under conditions of severe dis​rup​tion and ca​su​al​ties, similar to the condi​tions that faced the USS STARK when she was hit by two Exocet mis​siles in the Persian Gulf. This morning, the crew will shift from Readi​ness Condition I to one of the three watch sections of Readiness Condition III while we’re still in the channel. As we ap​proach the open sea, we will as​sume the ship has been hit by two cruise missiles fired from a submarine per​haps 500 miles away. The crew will then have to shift back to Condition I as best it can after many members have been presumed killed or wounded and com​muni​ca​tions widely disrupted. The damage will be presumed to extend to a massive ship​wide fire, which we call a “mass conflagration.” Coping with a mass conflag start​ing from Condi​tion I is ex​tremely diffi​cult; do​ing so from a lower readiness condition with fewer people at their operating stations (and many perhaps still asleep)—again, the situation that con​fronted the STARK—is a challenge for which few ships even try to train, but a chal​lenge we be​lieve team-based training and well de​signed drills can success​fully meet.

While this traumatic event is going on, observe what is hap​​pen​ing here on the bridge. The bridge team’s members come from a mixture of the standard De​part​ments and Divisions; and each team’s composition is differ​ent in each watch sec​tion of each readi​ness condition. More than half the watch teams throughout the ship have the same problem. Imagine the com​plexity that re​sults in ships that use many more different readi​ness condi​tions, each com​posed of two to five watch sec​tions, sometimes with officer sections that rotate differently from enlisted sec​tions.

Something else to notice on the bridge is our automated graphic display of up-to-the-moment changes in battle ca​pabilities through​out the ship, based on electronic trans​mis​sions from each Combat Team. For years this display has been created by a sailor wear​ing a telephone and using a grease pencil on make​shift plastic charts, an archaic pro​cess that is being contin​ued even in our newest ships today. The dis​play you see here is dupli​cated in the Com​bat Infor​mation Center for the information of the Command​ing Officer and for further transmis​sion to higher authorities in what​ever form he may direct. It is the only major new hard​ware de​vice in our experi​mental pro​gram, this one having been in​stall​ed for test by a com​mer​cial firm.

Before we leave the bridge, I should mention that here on the starboard wing is where Cap​tain’s Mast is held to consider rec​om​mended commenda​tions or possible disci​plinary infractions. In ev​ery such case, the crewmem​ber concerned appears with not only his Division Officer and Work Center Supervisor but also his Com​bat Team Leader.

As today’s drill ends, we will proceed now on a quick tour of several spaces that will help you visualize other spe​cial features cur​rently being eval​u​ated.

First, the signal bridge, by no means obsolete as some may have pre​sumed. Our Sig​nal Gang has been augmented to enable a constant watch for infrared call-up from other ships without having to be alerted by tactical voice radio. Also, here we have the Navy’s first systematically de​signed vi​sual lookout stations, equipped to enable lookouts to verify the identities of objects they see by using visual aids, and also to enable them to con​tinue their duties in event of chemi​cal attack.. 

Next is our Combat Information Cen​ter, or CIC. Newsphotos rarely show peo​ple in this space wearing any sort of battle dress; yet recall that STARK’s CIC people were severely burned, and note that every crewmem​ber, regardless of where sta​tioned, is sub​ject to se​vere head in​jury from be​ing smashed bodily against sharp struc​tures—the main reason for protective headgear. In CIC, every op​era​tor’s chair is fitted underneath to hold a combat uniform packet for use in high-threat readiness con​di​tions. Note also the sealed con​tainers of potable water for emer​gency treat​ment of severe burns. 

We come now to a typical office area. Observe here that every cabinet, bookrack, desk, and chair is firmly se​cured to the deck or a bulkhead by ei​ther permanent de​vices or temporary lash​ings of wire rope and clamps. Ev​ery fixture or equipment on board, re​gardless of weight, could be picked up by a heavy explosion and tossed like a small toy although as dangerous as a high velocity projectile. I have had to maintain a consid​er​able on-board supply of cable and C-clamps because the number of loose items that can haz​ard crewmem​bers, dam​age sensitive equipment, or start fires in case of violent physical shock seems al​most un​lim​it​ed.

The chief petty officers’ mess in the KING, as in many other ships, is ca​pable of con​version for emergency use as a battle dress​ing station. The ar​rangement you see here is nevertheless uni​que. The tables in here have been fitted with removable cov​ers that con​tain pockets and beckets to hold medi​cal instruments in place regard​less of violent physi​cal shock or radical mo​tion of the ship. Also, the furnishings have been arranged so as to permit convenient trans​fer of wounded personnel to and from stretchers.

The messdecks in KINGS MOUN​TAIN, as in other ships, be​ing larger than most spaces, are useful as teaching areas. Here we have installed TV monitors, pro​jection de​vices, voice ampli​fiers ca​pable of overriding blower noise, and electronic blackboards in​terconnected with the Ship’s Informa​tion Cen​ter that we visited ear​lier. 

Now take a careful look at this damage control locker. As origi​nally de​signed, it was so tiny and so crammed with gear that ac​cess to any particular tool or device without nearly emptying the whole locker was almost im​pos​sible. Is was pro​gram​med to be​come even more crammed be​cause of planned installation of the power unit for a wire-free telephone sys​tem. These lockers are being similarly un​der​de​signed in even our newest ships. We have expanded this one at the expense of adja​cent spaces. 

Closely associated with the subject of damage control is this de​contami​nation locker, origi​nally designed to provide cleansing showers for male and female personnel subjected to radiation or hazardous chemi​cals. Tak​ing a cue from the damage control trainers at some of our Naval Re​serve Centers, we have outfit​ted this locker so that it can be flooded, filled with smoke, or have its electrical fittings en​ergized at various levels in or​der to help train our people to cope with structural disruption in a real​istic environment.

Let’s move on now to a typical living space. Mattresses and bedding can be not only formid​able fire hazards but emitters of toxic fumes, something we learned in WWII that led to adoption of flame resis​tant bunk covers. In this compartment you see bunks cov​ered with the same mate​rial as used for our combat uniforms: light​weight, flameproof, easily secured and easily re​moved. My doctrine is to have them put on only during high-threat readi​ness situations.

Farther aft we come to the sick bay. This facility has a video linkup with all battle dressing sta​tions, damage con​trol central, and all damage control stations. I have reinsti​tuted wearing of “dog-tags” by all hands, and sick bay has an embossing machine to keep the tags up to date. Ev​ery mem​ber of the crew, of course, has a panoramic dental X-ray and a DNA record on file ashore to help identify disfigured casualties. Again you will note fa​cilities for keep​ing medical instruments safe, se​cure, and ac​cessible under violent condi​tions. We keep constantly in mind that wher​ever physi​cal damage occurs, there will the most human ca​sual​ties prob​ably also oc​cur.

We’ll go below now to a main machin​ery space. Noth​ing very different here from other hi-tech spaces: the basic combat uni​form is still appropriate, sealed potable water is on hand, and a local SBTS visual display and trans​mit​​ter show the current level of com​bat ca​pability of each Watch Team. 

We move now into an ammu​nition magazine. One of the striking fea​tures of this space is the total isola​tion of the men who make up its crew when the ship is closed down tight in mate​rial Con​dition ZEBRA. There is a popular concep​tion that a ship’s crew as a whole makes up an integrated team. True enough in one sense, but many smaller teams within a ship in battle are highly isolated, each with its own interests and con​cerns, some with no outside communica​tions except a tele​phone that can be easily rendered useless. Things can get very lonely and highly stressful for these people. You might be surprised at how many different skills a team like this has to possess in order to func​tion ex​pertly in battle; for example, being able to accu​rately count the number of rounds of each type on hand in total dark​ness (for which they practice blind​folded). 

On our way back to where we started, let’s pause once more at our Ship’s In​formation Center. Some ob​servers of our pro​gram have expressed the feeling that ev​ery​thing here seems too tight: too much unrelenting em​phasis on “fight, fight, fight.” We’ve tried to build infor​ma​tional features into this Cen​ter about pro​mo​tion, fam​ily care, pay and bonuses, fu​ture duty sta​tions—in fact, about as many as possi​ble of the things that can help to al​le​viate hardships, afford relaxation, build a sense of satisfac​tion and pur​pose, and make the Navy perceivable as a reward​ing ca​reer. The Office of Naval Information helps to keep this data base continuously updated even during overseas deployments. Much of this in​for​ma​tion is in forms easy to print out and send home. As Commanding Officer, I make it a point to add per​sonal mes​sag​es that may help my sailors and their loved ones at home to stay emo​tionally close to​gether. I con​tinue to main​tain, how​ever, that strength​ening sense of pur​pose and achievement can be one of the most ef​fective approaches to strength​ening quality of life.

Our next-to-last stop will be here on the quarterdeck where you first came aboard. A word here about several fea​tures to help pro​tect against terrorist intru​sion. Any naval ship is inherently difficult to protect against terror​ism. In particular, a ship’s gen​eral an​nounc​ing system has be​come almost indis​pensable to getting the crew or​ganized quickly to handle emergen​cies, night or day. The system in this ship is wired so that any attempt to tamper with it will set off an imme​diate shipwide alarm. In addition, our sen​tries and se​cu​rity patrolmen—whom you have proba​bly not been able to see—possess wire-free “dead-man switches” keyed to set off the master alarm in case they are in​terfered with.

Finally, ladies and gentlemen, we re​turn now to the wardroom. I leave you with the follow​ing concluding thoughts:

1. An experimental environment like the KINGS MOUN​TAIN can never be truly represen​ta​tive of real life. Every member of my crew knows this is an ex​periment, and they make inten​sive efforts to make innovative concepts work. But this doesn’t mean such innovations will nec​essarily work in normal environments. Long term changes must be initi​ated from much higher levels.

2. Implementation of every concept you have seen here has re​quired in​timate coor​dina​tion among agencies and system commands of the Navy De​partment using specially desig​nated “points of con​tact.” Such coordination rarely occurs in regular practice.

3. Grave questions are being posed by Naval professionals, active and retired, as to whether the Navy’s “organizational culture” can reorient it​self in peacetime toward “expert abil​ity to fight” as a pri​mary ser​vicewide objec​tive. 
 This ship is attempting to answer these questions by attaining stan​dards of fighting ability that are above stan​dards cur​rently practiced throughout the United States Fleets. 
4. The dominant aim of all our work has been to find better ways to strengthen the mental, physical, and moral strengths of our people. Above all, this means being able to take care of them in every conceiv​able envi​ronment, no matter how “routine,” no matter how extreme.

Let me offer a final observation with emphasis and without reserve: If the organi​zation, train​ing, measure​ment, and protec​tive techniques you have seen in KINGS MOUNTAIN today had been avail​able to three particular Commanding Officers, the captain of the STARK might have been able to know be​forehand the precise state of training of his CIC and bridge teams, the cap​tain of the IOWA might have been able to know be​forehand the precise state of training of his turret crews, and the captain of the VINCENNES might have been able to get correct data from his CIC team about Iran Air Flight 655. The mas​sive tragedies involving these three ships might have been averted.
NOTES AND RELATED PUBLISHED MATERIALS

� Kings Mountain: site of continental victory during the American Revolution, October 7th, 1780.


� Lightweight, flame-resistant, 2-piece, joinable at waist by Velcro to form a full coverall, attached anti-flash hood, no buttons or zippers, many pockets, gloves in sleeve pockets, Velcro at collar and cuffs, col�lapsible helmet for impact protection, helmet used as carrying case. Carried when directed by CO and nor�mally worn by watchstanders during hi-threat readiness conditions.


� The scenario assumed for this article is fictional. However, the Commander Naval Military Personnel Command, speaking for the Secretary of the Navy in a letter to this writer dated 11 September, 1989, af�firmed the necessity for warship Commanding Officers to possess the capability to achieve expert readiness to fight without benefit of refre�sher training or time for “topping off” battle training during transit to a com�bat area.


� For in-depth discussion of related leadership and management concepts, see previous articles in U.S. Naval Institute Proceedings by present author as follows: 


—readiness for littoral  combat on short notice—“Endgame” (April 1985); 


—training on team basis— “Shipboard Training: The Team’s the Thing” (October, 1983); 


—shipboard battle organization—“Organizing Ships for Battle” (July, 1986); 


—goal-setting and feedback on training progress—“Warship Battle Training” (June and July, 1988); 


—human performance under extreme conditions—“America’s Next Naval Battle” (July, 1989); 


—conducting battle drills under severe time constraints—”Planning Shipboard Battle Drills” (November 1999).


� Pertinent research in these areas is usefully summarized in E. A. Locke and G. P. Latham Goal Setting: A Motivational Technique That Works (Prentice-Hall, 1984); E. E. Larson and F. M. J. LaFasto TeamWork (Sage Publications, 1989); and E. E. Lawler I High Involvement Management (Jossey-Bass, 1986).


� Crewmembers fighting fires in CONSTELLATION in 1988 had to borrow flight deck jerseys for skin protection.


� For excellent discussions of psychological toughness, see S. C. Sarkesian (ed.) Combat Effectiveness (Sage Publications, 1980).


� The Planned Maintenance System evolved from the Navy’s only previous shipboard management exper�iment. See “Navy’s Floating Lab Studies Technique of Modern War” in San Diego Union, April 1, 1962, p. a27.


� The Commanding Officer of the SAMUEL B. ROBERTS noted that the shock of an exploding MO-8 mine is “incredible.” The mine that hit ROBERTS broke the ship almost in half. In the case of STARK, crew exits from living spaces were sometimes blocked by loose furnishings outside of hatches.


� For a valuable discussion concerning readiness for treatment of shipboard battle casualties, as pertinent today as when it was written, see H. J. Alvis (LCDR, MC, USN) “Medical Battle Bills” in November 1943 U.S. Naval Institute Proceedings. 


� For a typical list of ammunition handlers’ idealized skills, see The Gunnery Drill Guide (NavPers 10885) by  present author.


� For a thorough treatment of related theory, see Schein, E. H. Organizational Culture and Leadership (Jossey-Bass, 1985).





Basic concepts for integrating battle training, measurement, and feedback of progress: Shipboard Training: The Team's the Thing (Training and Education essay contest winner Proceedings Oct 1983. [Following publication, requests for feedback display materials were received from, and provided at no cost to, officers and senior petty officers in 188 ships.]) (Extensive comments on this article were published in 1984 Proceedings issues of Jan (p. 26), Apr (p. 96), Jun (p. 24) and Nov (p. 176.)


Hazards to warships and maritime commerce in littoral waters and how naval effectiveness depends on human fighting abilities: Endgame. (Arleigh Burke essay contest winner) (Proceedings Apr 1985).


Concepts of Battle Systems and Combat and Watch Teams. Organizing Ships for Battle (Proceedings Jul 1986.)


Explanation of interactions between battle organization and battle training. Warship Battle Training Part 1 (Proceedings Jun 1988).


Explanation of Team Training Feedback Procedure and distinctions between battle skills and operational  skills. Warship Battle Training Part 2  (Proceedings July 1988).
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