C02 TEAM QUALIFICATION SYSTEM

EXPRESSED CONCERNS AND POTENTIAL ADVANTAGES REGARDING DEVELOPMENT OF SHIPBOARD FACILITIES FOR IMPROVING VISIBILITY OF TRAINING GOALS AND PROGRESS OF COMBAT 'TEAMS IN CONDITIONS  I, III, AND V

In the June 1984 issue of the Naval Institute Proceedings (page 24), it was reported that officers in ninety-five ships had requested prototype "Team Qualification System" (TQS) materials for trial in training hull damage control teams.  By later correspondence, officers in thirty-six ships indicated that they would consider TQS displays useful for "topping off" team training for one or more of the following types of combat and watch teams (in addition to Hull Damage Control) in case of sudden or imminent hostilities:
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The teams most frequently mentioned were:

Damage Control Central  (29 times)

Engineering Damage Control (26 times)

In-port Emergency (22 times)

CIC (17 times)

Ship's Self Defense (16 times)

Main Propulsion (16 times)

CONCERNS EXPRESSED REGARDING IMPLEMENTATION OF A TEAM TRAINING INFORMATION SYSTEM

The following concerns have been expressed during communication with ships* personnel and higher level commanders regarding the feasibility and utility of a technique similar to TQS.  In each case I have added what I believe to be an appropriate Response:

1.  Concern.  TQS would constitute "another new system" which could confuse ships' companies.

Response.  TQS should serve only to provide a simple means of imparting better visibility to team training methods and criteria already in use.

2.  Concern.  Existing performance criteria are inadequate or non-specific.

Response.  Often true.  TQS should not undertake to develop new performance criteria; however, it should afford the commanding officer a vehicle by which he could readily inject his own criteria into his training programs,

3.  Concern.  Collecting the existing performance criteria which apply to each team would impose an unacceptable administrative burden upon ships.

Response.  Most performance criteria have already been collected by Fleet Training Commands.  Documentation in the format called for by TQS Qualification Cards could be readily accomplished by "task groups" for each ship type instead of separately by each ship.  For example, TQS Cards suitable for battle training of Main Propulsion Teams in every Spruance class destroyer could be prepared by a task group of about three people in half a day. (2000 postscript: Objective Based Training now meets this need. However, performance criteria still remain invisible to ships' crews.)

4.  Concern.  There is insufficient time for on-board team training.

Response.  Often true.  However, TQS would offer a useful tool to help make continuous progress by having a specific objective ready for any opportunity for on-station drill no matter how brief or unanticipated.

5.  Concern.  TQS concept would place new and extraordinary responsibilities on team leaders.

Response.  There is no reason why leaders of battle station and watch teams should not, and could not, assume substantial off station responsibilities for improving and maintaining the ability to fight of their teams.  Further, development of local team leadership is highly desirable for effective performance in battle.

6.  Concern.  Attempting to achieve continuous progress in team training would be inconsistent with existing regulations governing shipboard training procedures.

Response.  This may be true and needs to be examined.

7.  Concern.  Evaluations of training progress would be "subjective."

Response.  Visibility of standards and evaluations would permit them to be kept consistent with the commanding officer's judgment.

8. Concern.  Proposed TQS evaluation procedures may conflict with existing instructions for reporting training readiness under UNITREP.

Response.  On the contrary, TQS provision for maintaining up-to-date status of training evaluations should give the commanding officer an effective basis for injecting his own judgment into UNITREP evaluations, as he is called upon to do.

9.  Concern.  Most ships already use Fleet Training Group check sheets to keep track of on-board team training.  TQS would simply duplicate this procedure.

Response.  FTG checksheets are too voluminous and unwieldy to be useful for making team training goals and progress continuously visible to crewmembers.  Direct observation confirms that FTG checksheets are in fact rarely used in this manner on board. (Postscript: Again, computer-based OBT helps to overcome this problem.)
10. Concern.  TQS displays may reflect a state of training which is higher or lower than "actual."

Response.  If this appears to be the case, TQS evaluations of state of training can be methodically tested for validity (conformance with recognized standards) and reliability (consistency among different evaluators or at different times).

11. Concern.  Display frames would be costly to manufacture and provide to ships.

Response. The same objection was raised when the Planned Maintenance System was first conceived.  This particular cost would prove insignificant compared to the benefits resulting from visibility of goals and progress.

12. Concern.  TQS would duplicate PQS.

Response.  PQS does not address many team-based capabilities, nor does it address skills needed to perform assigned duties effectively under conditions of violent disruption.  Further, although PQS keeps track of selected qualifications of individuals, it does not keep track of whether battle and watchstations are manned by personnel with correspond

POTENTIAL ADVANTAGES OF ADOPTING A SHIPBOARD TEAM TRAINING INFORMATION SYSTEM

On the basis of inquiries and Responses to date, a shipboard training resource similar to TQS could be developed to afford the following advantages to the commanding officers of ships:                                      °

1.  Strengthen motivation of personnel to achieve excellence of ability to fight. This most important of all potential advantages could be afforded by improving awareness of goals and by providing feedback on progress toward goal achievement. 

2.  .Develop battle leadership  junior officer and senior petty officer levels.  At present, team leaders have few explicit responsibilities for leadership.

3.  Ensure consistency of performance criteria throughout the shipboard chain of command, this by providing convenient means for updating performance criteria to conform with prescribed standards and for cross-checking evaluations of qualifications achieved.

4.  Keep. track of the status of  battle training of general quarters and watch teams as currently assigned to stations, thus assisting shipboard Planning Boards for Training.                                                     °

5.  Accomplish the foregoing essentially without paperwork, since all TQS record keeping would be accomplished on visual displays.

6.  Help to cope with the deleterious effects  personnel turnover.  While individual assignments vary for a host of reasons, the identity of teams remains constant.  When some team members change, other members can help to fill team weaknesses (as would occur during battle) as well as help to train new or less qualified members.

7.  Make. Optimal use of opportunities for on-station drill.  Since immediate training objectives are always known, team leaders can pre-plan drills, even assign off-station responsibilities for planning and learning, so as to be ready whenever the next drill opportunity comes along.

8. Help to prepare for shakedown and post-overhaul refresher training, since TQS materials would be initially derived from FTG checksheets.

9.  Possibly remove some necessity for interim RFT availabilities.  Using TQS, many commanding officers should be able to demonstrate a high state of training without need for Fleet Training Group assistance.  Two additional advantages could accrue:  (1) reduction of present overload on FTGs; (2) improved ability to top off battle training without FTG assistance in case of sudden or impending hostilities.

10. Develop the. moral strength and stamina needed to deal with fear and violence, this through the mutual support of members of close-knit teams   In many teams at present, personnel have no way of knowing who their teammates are or even who their leader is.  (Example:  ask your Condition III Section lookouts who is on their team and who their team leader is.)

11. Assist  in maintaining readiness for emergencies in port including threats of. terrorism.  This is the most difficult training talk facing shipboard leadership.  It can only be managed through organization and training by teams.

SUMMARY CONCLUSIONS

1.  Present practice calls for scheduling an interim refresher team training availability prior to a ship's scheduled deployment.  The very existence of this practice implies an assumption by higher command that ships are generally unable to attain or maintain effective states of team training without outside assistance.  Many commanding officers confirm that despite their best efforts the state of combat training of many types of teams tends to deteriorate radically following refresher training.  Since RFT would not be available to most ships in case of sudden hostilities, one could reasonably conclude that in case of emergency up to two-thirds of the Fleet could be inadequately trained to fight.                                                      

2. There is an urgent need to provide ships with better resources for self-training.

********************************************************************

If you wish to comment, please use the attached response sheet as follows:

1.  Mark any statement which you consider particularly significant, using a √  if you agree or an   X   if you disagree.  Use two checks for extra emphasis.

2.  Check any of the listed types of teams for which you think TQS materials could be useful.  (If you check "Ship Control." I will send you a set.)

3.  Add any desired comments.

4.  Return to  CAPT Daniel S. Appleton USN Ret, 850 Coast View Drive,  Laguna Beach, CA 92651.

This is not a profit-making enterprise.

Note:  The above format was used in obtaining the views of commanding officers who had offered to test the Team Qualification System. 131 commanding officers responded.
