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PREFACE

By enrolling in this self-study course, you have demonstrated a desire to improve yourself and the Navy.
Remember, however, this self-study course is only one part of the total Navy training program. Practical
experience, schools, selected reading, and your desire to succeed are also necessary to successfully round
out a fully meaningful training program.

COURSE OVERVIEW: In completing this nonresident training course, you will demonstrate a
knowledge of the subject matter by correctly answering questions on the following: naval tradition, military
conduct and justice; leadership; management information; career information and training; programs and
policies; military requirements; safety and damage control; and security.

THE COURSE: This self-study course is organized into subject matter areas, each containing learning
objectives to help you determine what you should learn along with text and illustrations to help you
understand the information. The subject matter reflects day-to-day requirements and experiences of
personnel in the rating or skill area. It also reflects guidance provided by Enlisted Community Managers
(ECMs) and other senior personnel, technical references, instructions, etc., and either the occupational or
naval standards, which are listed in the Manual of Navy Enlisted Manpower Personnel Classifications
and Occupational Standards, NAVPERS 18068.

THE QUESTIONS: The questions that appear in this course are designed to help you understand the
material in the text.

VALUE: In completing this course, you will improve your military and professional knowledge.
Importantly, it can also help you study for the Navy-wide advancement in rate examination. If you are
studying and discover a reference in the text to another publication for further information, look it up.
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Sailor’s Creed

“l am a United States Sailor.

| will support and defend the
Constitution of the United States of
America and | will obey the orders
of those appointed over me.

| represent the fighting spirit of the
Navy and those who have gone
before me to defend freedom and
democracy around the world.

| proudly serve my country’s Navy
combat team with honor, courage
and commitment.

| am committed to excellence and
the fair treatment of all.”
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INSTRUCTIONS FOR TAKING THE COURSE

ASSIGNMENTS

The text pages that you are to study are listed at
the beginning of each assignment. Study these
pages carefully before attempting to answer the
questions. Pay close attention to tables and
illustrations and read the learning objectives.
The learning objectives state what you should be
able to do after studying the material. Answering
the questions correctly helps you accomplish the
objectives.

SELECTING YOUR ANSWERS

Read each question carefully, then select the
BEST answer. You may refer freely to the text.
The answers must be the result of your own
work and decisions. You are prohibited from
referring to or copying the answers of others and
from giving answers to anyone else taking the
course.

SUBMITTING YOUR ASSIGNMENTS

To have your assignments graded, you must be
enrolled in the course with the Nonresident
Training Course Administration Branch at the
Naval Education and Training Professional
Development  and  Technology  Center
(NETPDTC). Following enrollment, there are
two ways of having your assignments graded:
(1) use the Internet to submit your assignments
as you complete them, or (2) send all the
assignments at one time by mail to NETPDTC.

Grading on the Internet:
Internet grading are:

Advantages to

e you may submit your answers as Soon as
you complete an assignment, and

e you get your results faster; usually by the
next working day (approximately 24 hours).

In addition to receiving grade results for each
assignment, you will receive course completion
confirmation once you have completed all the

v

assignments. To submit your
answers via the Internet, go to:

assignment

http://courses.cnet.navy.mil

Grading by Mail: When you submit answer
sheets by mail, send all of your assignments at
one time. Do NOT submit individual answer
sheets for grading. Mail all of your assignments
in an envelope, which you either provide
yourself or obtain from your nearest Educational
Services Officer (ESO). Submit answer sheets
to:

COMMANDING OFFICER
NETPDTC N331

6490 SAUFLEY FIELD ROAD
PENSACOLA FL 32559-5000

Answer Sheets: All courses include one
“scannable” answer sheet for each assignment.
These answer sheets are preprinted with your
SSN, name, assignment number, and course
number. Explanations for completing the answer
sheets are on the answer sheet.

Do not use answer sheet reproductions: Use
only the original answer sheets that we
provide—reproductions will not work with our
scanning equipment and cannot be processed.

Follow the instructions for marking your
answers on the answer sheet. Be sure that blocks
1, 2, and 3 are filled in correctly. This
information is necessary for your course to be
properly processed and for you to receive credit
for your work.

COMPLETION TIME

Courses must be completed within 12 months
from the date of enrollment. This includes time
required to resubmit failed assignments.



PASS/FAIL ASSIGNMENT PROCEDURES

If your overall course score is 3.2 or higher, you
will pass the course and will not be required to
resubmit assignments. Once your assignments
have been graded you will receive course
completion confirmation.

If you receive less than a 3.2 on any assignment
and your overall course score is below 3.2, you
will be given the opportunity to resubmit failed
assignments. You may resubmit failed
assignments only once. Internet students will
receive notification when they have failed an
assignment--they may then resubmit failed
assignments on the web site. Internet students
may view and print results for failed
assignments from the web site. Students who
submit by mail will receive a failing result letter
and a new answer sheet for resubmission of each
failed assignment.

COMPLETION CONFIRMATION

After successfully completing this course, you
will receive a letter of completion.

ERRATA

Errata are used to correct minor errors or delete
obsolete information in a course. Errata may
also be used to provide instructions to the
student. If a course has an errata, it will be
included as the first page(s) after the front cover.
Errata for all courses can be accessed and
viewed/downloaded at:

http://www.advancement.cnet.navy.mil

STUDENT FEEDBACK QUESTIONS

We value your suggestions, questions, and
criticisms on our courses. If you would like to
communicate with us regarding this course, we
encourage you, if possible, to use e-mail. If you
write or fax, please use a copy of the Student
Comment form that follows this page.

For subject matter questions:

E-mail:  n314.products @cnet.navy.mil
Phone: Comm: (850) 452-1001, Ext. 1826
DSN: 922-1001, Ext. 1826
FAX: (850) 452-1370
(Do not fax answer sheets.)
Address: COMMANDING OFFICER
NETPDTC N314
6490 SAUFLEY FIELD ROAD
PENSACOLA FL 32509-5237

For enrollment, shipping, grading, or
completion letter questions

E-mail:  fleetservices@cnet.navy.mil
Phone: Toll Free: 877-264-8583
Comm: (850) 452-1511/1181/1859
DSN: 922-1511/1181/1859
FAX: (850) 452-1370
(Do not fax answer sheets.)
Address: COMMANDING OFFICER
NETPDTC N331
6490 SAUFLEY FIELD ROAD
PENSACOLA FL 32559-5000

NAVAL RESERVE RETIREMENT CREDIT

If you are a member of the Naval Reserve,
you may earn retirement points for successfully
completing this course, if authorized under
current directives governing retirement of Naval
Reserve personnel. For Naval Reserve retire-
ment, this course is evaluated at 9 points. (Refer
to  Administrative  Procedures for Naval
Reservists on Inactive Duty, BUPERSINST
1001.39, for more information about retirement
points.)
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INTRODUCTION TO MILITARY
REQUIREMENTS AND THE
NAVAL STANDARDS

The United States Navy has always placed
great emphasis on the pride and professionalism
of its personnel. In keeping with this strong
tradition, the Navy has taken a different approach
in teaching military subjects by developing
individual military requirements training manuals.
These manuals are divided into the basic military
requirements (BMR) for apprenticeships and
advanced requirements for third class, second
class, first class, chief petty officers, and senior
and master chief petty officers. These manuals
cover the MINIMUM naval standards required
for advancement in rate.

The purpose of the separate manuals for each
rate is to define more clearly the duties and
responsibilities of the petty officer at each
rate. That simply means if you are studying for
advancement to chief petty officer, you will study
material that applies to the chief petty officer.
This is not to say that a chief petty officer
performs only at the chief petty officer level.
Many times the needs of the service require a chief
petty officer to fill the billet of a more senior petty
officer or a commissioned officer. That has
always been the case and will continue to be true.

Because the manuals have been separated
according to rate, you can now study the required
material at the appropriate e time in your career.

NAVAL STANDARDS

Naval standards (NAVSTDs) are those qualifi-
cations which specify the minimum knowledge

required of all enlisted personnel in the Navy.
Your knowledge of NAVSTDS will be tested on
the military/leadership examination. Unlike the
Navy occupational standards, which state the
tasks enlisted personnel are required to perform,
naval standards, for the most part, state the
knowledge required.

NAVSTDS encompass military requirements,
essential virtues of professionalism and pride of
service in support of the oath of enlistment, and
maintenance of good order and discipline. They
also include knowledges pertaining to the well-
being of Navy personnel that directly contribute
to the mission of the Navy.

NAVSTDS apply to all personnel at the
specified paygrade except where specific limita-
tions are indicated. Primarily two factors make
these qualifications necessary—the basic require-
ments of duty at sea and the requirements of
duty in an armed force. For example, all Navy
personnel must know certain elements of seaman-
ship and must be prepared to assume battle
station duties. Both men and women must learn
the general orders for a sentry, be able to stand
a security watch, and possess certain skills and
knowledges needed for their own protection and
survival. Certain other qualifications, mainly
in clerical and administrative duties, have been
added to the military and seagoing requirements
because knowledge of them is important for all
enlisted personnel regardless of occupational
specialty.

This training manual covers the naval stan-
dards (military requirements) for chief petty
officer.






CHAPTER 1

NAVAL TRADITION

LEARNING OBJECTIVES

Learning objectives are stated at the beginning of each chapter. These learning
objectives serve as a preview of the information you are expected to learn
in the chapter. By successfully completing the nonresident training course

(NRTC), you indicate you have met th

e objectives and have learned the
information. The learning objectives for [chapter 1|are listed below.

Upon completion of this chapter, you should be able to do the following:

1. Identify the challenges to United States sea
power.

2. Describe the mission of the U.S. Navy in
peacetime and wartime.

3. Describe the importance of naval presence, sea
control, and power projection in carrying out
the Navy’s mission.

4. Recognize the various theaters of operations
for U.S. naval forces.

5. Recognize the purpose and importance of arms
control in maintaining a balance of power

between the United States and the Union of
Soviet Socialist Republics (U.S.S.R.).

6. Compare the naval forces of the United States
and the U.S.S.R.

7. Describe the cause and effect of chemical war-
fare in the Middle East.

Today the two major military superpowers in
the world are the United States of America and
the Union of Soviet Socialist Republics (U.S.S.R.).
Both countries have large navies. They use their
navies to meet the national interest and political
goals of their countries. This chapter will provide
an overview of the U.S. and Soviet navies and the
Third World countries having an impact on world
stability.

CHALLENGES TO U.S. SEA POWER

The naval affairs of the United States began
with the war for independence, the American
Revolution. On 13 October 1775 Congress passed
legislation to purchase and arm two ships. This
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legislation created, in effect, the Continental
navy. Congress authorized two battalions of
Marines on 10 November 1775. From these
humble beginnings we have become a force of
over 500,000 personnel and 500 ships capable of
global power projection on a moment’s notice.

NAVAL PRESENCE

Almost every U.S. sailor has experienced some
type of major deployment. In the past several
years, most deployments have been to areas of
the world in which hostilities were in progress.
Naval presence, by simple definition, is having a
naval force in a specific location. We have been
called on countless times in the past years to
“show the flag.” Deployments place naval forces



in positions to achieve three purposes. First, forces
can engage the enemy promptly at the start of
hostilities. Second, they can provide protection
and support to friendly, allied, and U.S. forces
in time of war. Third, they can stop the advance
of the enemy as soon as possible. However, the
positioning of these naval forces for warfare in
sensitive areas of the world also provides a side
benefit known as presence. Because of the inter-
national character of the high seas, deployed U.S.
forces have a unique ability to make U.S. military
presence known in a time of crisis. The United
States can modify that presence to exert the degree
and type of influence best suited to resolve the
situation.

A show of force by U.S. naval warships can
restore stability to a friendly nation that is unable
to control a hostile situation. The U.S. fleet can
remain out of sight, over the horizon, ready to
respond in a matter of minutes to any crisis. Naval
presence can be visible or invisible, large or small,
forceful or peaceful, depending on what best suits
U.S. interests.

Naval forces can remain in a crisis area for
indefinite periods to communicate their capability
for action. Ground and air forces can duplicate
that capability only by landing or entering the
sovereign air space of another nation.

We cannot consider the effectiveness of our
naval presence separately from our warfare
capability. To encourage friends, deter enemies,
or influence neutrals, forces deployed to crisis
areas must possess a fighting capability.

Our naval presence must also reflect the degree
of U.S. interests in the area relative to the number
of naval forces in the area. To be effective in the
presence role, U.S. naval forces must reflect a
ready combat capability to carry out their
mission against ANY implied threat.

THE NAVY'S WARTIME MISSION

Should the United States fail in its peacetime
efforts, the Navy must shift from a peacetime to
a wartime posture. In its wartime posture, the
Navy has two areas of responsibility. It must be
able to function in a hostile environment, and it
must be able to exercise sea control and power
projection. Sea control and power projection are
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essential to our use of the seas to support our
national policies. The concepts of sea control and
power projection are closely interrelated. A naval
force must have some degree of sea control in the
sea areas from which it is to project power,
depending on the type of force to be used.
However, a naval force must have the capability
to project power before it can realize any degree
of sea control.

Sea Control

Sea control is the basic function of the U.S.
Navy. It involves control of designated air,
surface, and subsurface areas. Sea control is
of crucial importance to the U.S. strategy of
using both oceans as barriers for defense and
as avenues to extend our influence overseas. It
does not imply simultaneous control over all
70 percent of the earth covered by international
waters; it is a selective function, exercised
only when and where necessary. Because of new
technology developed in the United States and
in other countries, total control of the seas
for our use and the denial of the seas for the
enemy'’s use are impossible. With continuing
technological developments, such as the strategic
defense initiative, total sea control is expected
to become even more difficult.

Sea control assures the buildup and resupply
of allied forces and the free flow of needed
supplies. Sea control also enhances security for
the nation’s sea-based strategic deterrent.

We must have sea control to conduct sustained
U.S. Army and U.S. Air Force operations abroad.
Modern land warfare requires large quantities
of supplies; most of them must be supplied
by sea.

We maintain sea control by destroying or
neutralizing hostile forces in maritime areas the
United States must use. Hostile forces include
aircraft, surface ships, and submarines that
threaten U.S. or friendly forces operating in those
areas.

The Navy achieves or supports sea control
through the following operations:

1. Locating and destroying hostile naval
combat units



2. Using geographic choke points to prevent
enemy access to open oceans or specific
areas

3. Clearing sea areas by using escorts to
surround ships in transit, such as military
or commercial convoys and amphibious or
support forces

4. Using mines in areas such as harbor
entrances and choke points

Carrier forces and Marine amphibious forces
can project military power to ensure control of
the high seas and the continued safe use of land
areas essential to sea control. That entails
destruction of enemy naval forces at their home
bases or en route to those ocean areas the United
States desires to protect. Power projection also
includes destroying the supply lines of the enemy
and preventing enemy forces from advancing
within range to use their weapons against U.S.
forces.

Power Projection

Power projection is the ability to project
military power from the sea worldwide in a timely
and precise manner to accomplish a given
objective. Naval power projection, as an
independent mission, is a means of supporting
land or air campaigns. An essential element of
power projection is the Navy's amphibious ships
that carry U.S. ground forces to enemy shores.

Power projection covers a broad spectrum of
offensive naval operations. These operations
include nuclear response by fleet ballistic missile
submarines and use of carrier-based aircraft and
amphibious assault forces. They also include naval
bombardment of enemy targets ashore in support
of air or land campaigns.

Naval forces have unrestricted global mobility
based on the traditional and time-honored
concept of the free use of international seas. In
many cases, haval forces can perform assigned
missions while remaining beyond the range of the
local enemy threat. The mobility of naval forces
seriously complicates the enemy’s detection and
targeting capability. Mobility also permits the
concentration of naval forces and the element of
surprise.
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Another major advantage of a naval force is
that it can begin combat operations immediately
upon reaching a crisis location. Land or air
forces often require the construction of staging
areas before they can begin combat operations.
That is especially true when the conflict takes
place in a remote location and when facilities
needed for combat are unavailable. The United
States is diminishing its military base structure
overseas. Therefore, the ability of naval forces
to arrive in an area fully prepared to conduct
sustained combat operations has taken on added
importance.

THEATERS OF OPERATIONS

The Soviet Union confines its power projection
to areas close to the Soviet Union with
one exception. Soviet fleet ballistic missile sub-
marines (nuclear propulsion) (SSBNs) patrol the
sea area off the east coast of the United States.

The traditional U.S. Navy theaters of opera-
tions include Europe, the Middle East, Africa, the
Far East, and the Americas. The continuing
economic and political changes in those areas now
and in the future will have an impact on the
Navy’'s mission and goals.

Europe

With the fall of the Berlin Wall and the
reunification of Germany, Europe has changed.
Many of the old boundary lines that separated east
and west have been removed, which has made
travel between countries easier. Since the outcome
of the changes in Europe is difficult to predict,
let's look at some trends that have taken place
over the last few years.

As the Warsaw Pact navies have been growing
smaller, North Atlantic Treaty Organization
(NATO) naval forces have been maintaining their
size. NATO naval forces have also significantly
upgraded their antisubmarine warfare, antisurface
warfare, and air defense capability. The German
navy replaced its F-104s with the Tornado and
upgraded NATO's defense capability of the Baltic
approaches. U.S. Navy and Marine upgrades
include the F/A-18, F-14D, and AV-8B. The
United States upgrade provides Supreme Allied
Commander, Atlantic (SACLANT), with more
offensive and defensive capability in the
Norwegian and Mediterranean Seas.
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NATO is divided into three areas of
responsibilities: Allied Forces Northern Europe
(AFNORTH), Allied Forces Central Europe
(AFCENT), and Allied Forces Southern Europe
(AFSOUTH) [fig. 1-2). The opposing Soviet
forces are also divided into three areas of
responsibility called theaters of operations (TVD).
They are the Northwestern TVD, Western TVD,
and Southern TVD.

The Warsaw Pact

Soviet President Mikhail Gorbachev has been,
and plans to continue, making force cuts in
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anticipation of future arms control talks.
Although the Soviets may increase future with-
drawals of troops from the European theater, they
still have an impressive reserve and mobilization
capacity. The Soviets are reducing their total force
numbers and using the best of their excess equip-
ment to modernize their remaining forces.

The Soviets have taken on a long-range
strategic nuclear modernization program to
comply with strategic arms reduction treaty
constraints expected in the future. The Soviets are
replacing their large, out-of-date missiles with
newer, more efficient and accurate missile
systems. The Soviets will continue to upgrade their
land- and sea-based ballistic missiles and bombers.

As a whole, the Soviet Union is the maritime
power (refer to[figure 1-3]for assignment of Soviet
forces) of the Warsaw Pact countries. The U.S.
Navy's role in combating that threat is to limit
the Soviet Northern and Black Sea Fleets in their
ability to deploy. Surface ships and submarines
stationed at Severodvinsk must transit the Barents
Straits and one of three other choke points to
enter the Atlantic Ocean. The Greenland-Iceland
gap is the northern choke point, the Iceland-
England gap is the middle choke point, and the
Danish Strait is the southern choke point. These
three choke points are the United States’ and
NATO's last line of containment for the Northern
Fleet.

The Black Sea Fleet in Sevastopol will be much
easier to contain in the event of hostilities. To
enter the Atlantic Ocean, the Black Sea Fleet must
transit the Turkish Straits. Turkey, a NATO
member and ally of the United States, could
contain the Black Sea Fleet by sinking a ship in
the Turkish Straits.

Soviet ships on station in the Mediterranean
must transit either the Strait of Gibraltar or the
Suez Canal to enter open water. U.S. allies
bordering both choke points makes containment
of Soviet ships in the Mediterranean Sea far less
difficult than restricting the Northern Fleet.

When evaluating the Soviet naval force and
the challenge it presents, we would be wise to ask,
What is the primary mission of the Soviet navy?
Until 1953 we viewed support of land-based forces
vice worldwide power projection as the primary
mission of the Soviet Navy. Since 1953 the Soviets
have been developing their navy into a force
capable of worldwide power projection. The
Soviets want the world to view their primary
mission as worldwide power projection, when it
is really the support of land-based forces. The
Soviets have two basic problems in projecting that
image. First, they have a shortage of maritime air
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support when operating outside the range of land-
base aircraft. Second, logistics support is generally
supplied by their merchant fleet vice their navy.

Middle East and Southwest Asia

The Middle East and Southwest Asia [(fig. 1-4)
area of operation includes northeast Africa, the
Arabian Peninsula, and the area of Asia bordering
the Persian Gulf.

The large geographic area of the region
provides for extremes of topography and climate.
It has mountains higher than 24,000 feet and
deserts below sea level. Temperatures range from
130°F or more to below freezing.

This region has many different cultural,
ethnic, and religious groups. At present six major
languages and hundreds of dialects are spoken in
that region. The region and people have a history
of conflict dating back to the Sumarians and the
ancient city of Ur in southern Babylonia (southern

Iraq).

CHOKE POINTS. —The Middle East and
Southwest Asia are the principal sources of oil for
the industrial countries. Located in the Persian
Gulf region is 55 percent of the world’'s known
oil reserves. Oil from this area becomes more
important as the use of oil grows and the world’s
reserves decrease. Hostile countries could use the
Strait of Gibraltar or the Suez Canal as choke
points. That would disrupt international shipping
between the Mediterranean Sea and the Indian
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Ocean or between the oil-rich gulf states and the
rest of the world.

About 10 percent of the world’s sea trade
passes through the Suez Canal at the choke point
of Babel Mandeb. Most of the Persian Gulf oil
passes through the choke point at the Strait of
Hormuz. Persian Gulf states are expanding
overland oil pipe routes to lessen the importance
of commerce through the Straits of Hormuz. The
overland oil pipes will connect to terminals out-
side the Persian Gulf.

POSSIBLE ADVERSARIES. —The United
States’ major goals in this region are to provide
stability and unrestricted seaborne commerce and
to ensure Western access to regional oil supplies.
The United States also has strong ties to Israel
and is committed to ensuring it remains strong
and independent.

Recent examples of the willingness of the
United States to commit assets to the region
include ship escorts from 1987 to 1988 during the
Iran-lrag war. In August 1990 the United States
committed a substantial naval force to the area
in support of Operation Desert Shield and Desert
Storm. The goal of these operations was to deter
Irag from attacking Saudi Arabia and to convince
Iraq to withdraw from Kuwait. Total force
commitment to Operation Desert Shield and
Desert Storm included 6 carrier battle groups and
450,000 combat personnel.

CONTROL OF SHIPPING. —U.S. naval
presence in the Middle East and Southwest Asia
includes the Sixth Fleet in the Mediterranean Sea,
naval units of the Sixth and Seventh Fleets in the
Indian Ocean and Persian Gulf, and U.S. Central
Command (USCENTCOM) forces. During peace-
time our forces in the Mediterranean consist of
1 or 2 aircraft carriers, with roughly 100 embarked
aircraft, or a battleship; supporting cruisers,
destroyers, and frigates; amphibious ships;
supply, fuel, and service ships; and nuclear sub-
marines. The Sixth Fleet also includes a
2,000-member Marine Expeditionary Unit (special
operations capable). USCENTCOM naval forces
in the region, under Commander Middle East
Forces, routinely include a command ship and
four combatants. Additional forces available
for USCENTCOM include 5 Army divisions and
2 brigades; 1 Marine Expeditionary Force
(1 division and air wing); 21 Air Force tactical
fighter squadrons; B-52 bombers; 3 carrier
battle groups; 1 battleship surface action group;
and 5 maritime patrol aircraft squadrons.



The routine standing force ensures inter-
national waterways remain open to shipping in
the region and provides forward deployed U.S.
forces during hostilities. The optional forces
available to USCENTCOM are used in crisis
situations. They were deployed in support of
Operation Desert Shield when Iraq invaded
Kuwait in August 1990.

Africa

Looking at the strategic importance of Africa,
we need to divide Africa into northern Africa and
southern Africa. From a naval viewpoint,
northern Africa is important because it borders
the Mediterranean Sea and the Red Sea. From an
economic or strategic resources viewpoint,
southern Africa is important because of the vast
wealth in minerals it exports to developed
countries.

NORTHERN AFRICA. —Countries receiving
Soviet military aid in northern Africa include
Guinea, Mali, Algeria, Libya, Egypt, and
Ethiopia. Of those countries, only Libya has been
openly hostile to the United States.

For many years Libya openly sponsored
terrorist groups and carried out acts of aggression
in the Gulf of Sidra. However, Libya has
decreased its level of aggression since the U.S.
Navy lead Operation El Dorado on 15 April 1986.

Operation El Dorado was a joint Air Force
and Navy mission composed of strike aircraft
based aboard the USS America (CV66) and USS
Coral Sea (CV43) and F-111 Air Force bombers
based in England. Using a high-speed, low-
altitude approach, 12 Navy A-6Es struck the
Benin airfield and Benghazi military barracks. At
the same time, 12 F-111s struck the Aziziyah
barracks, the Sidi Bilal terrorist training camp,
and the Tripoli military airport. Navy and Marine
F/A-18s destroyed surface-to-air missile sites,
while Navy E-2Ds, Navy and Marine EA-6Bs, and
Air Force F-11 1s provided electronic counter-
measures and command and control support.
Navy F-14s and F/A-18s were on station to
provide fighter support.

The successful attack caught the Libyans by
surprise. Except for sporadic surface-to-air
missiles, the Libyans did not engage the U.S.
strike force. The United States’ display of force
and stated willingness to strike again has played
a major role in deterring Libyan President
Muammar Muhammad al-Qaddafi from sponsoring
further terrorist attacks against Americans.
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The main mission of the Navy in the North
African region is to keep the sea-lanes open. The
secondary mission is to support interest and
political goals in the region. The major challenger
to U.S. sea power in the African theater of
operations is the Soviet Union. Minor challengers
include Libya (31-42 ships) and Guinea (2-3 ships).

SOUTHERN AFRICA. —The Soviets wish to
increase their influence in southern Africa.
Countries currently friendly to the Soviets include
Tanzania, Mozambique, Zambia, Zimbabwe,
Botswana, Angola, and Namibia.

STRATEGIC RESOURCES. —Africa is
among the world'’s richest continents in known
mineral wealth. It has a large share of the world's
mineral resources in coal, petroleum, natural gas,
uranium, radium, low-cost thorium, and other
valuable ores.

The abundant natural resources available in
Africa make it strategically important to Western
nations. The Navy may now appear to have no
role in this area except in the Mediterranean Sea
and Red Sea. However, we may be called upon
to support U.S. interest in the many regional
conflicts happening in Africa. An example of one
of the regional conflicts is the civil war in Liberia,
on Africa’s western coast. President Bush ordered
a Marine amphibious group to that area in May
1990 to evacuate personnel. Through September
1990, the Marines evacuated more than 2,100
people, including over 200 U.S. citizens.

The Far East

Subic Bay Naval Base and Clark Air Base are
strategically important to U.S. interests in the
Far East. We could lose both bases because their
leases must be periodically renegotiated with the
Philippine government. These bases are on the
sea-lanes and air routes to the Indian Ocean and
the Persian Gulf. Both bases played a vital role
in Operation Desert Shield. The bases also play
a vital role in extending the range of U.S. forces.
Much of the world’s oil that travels by ship
through the various straits in the Indonesian area
are within range of U.S. bases in the Philippines.

The U.S. strategic objective in the East Asia
and Pacific area is to deter war. Strategic strike
capability, Pacific Command (PACOM) forces,
bilateral defense treaties, forward deployment and
basing, and weapons technology all contribute to
deterrence in the region. If deterrence fails, the
United States and the Soviet Union could become
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Figure 1-5-Soviet operations in the Sea of Okhotsk and the Northwest Pacific.

engaged in conflict, If that happens our mission
will be to contain the Soviet Pacific Fleet in the
Sea of Okhotsk and the Sea of Japan|[(fig. 1-5)|

THE NUCLEAR THREAT
During the past the major nuclear powers have

done a good job in managing the nuclear threat.
However, newly emerging Third World countries
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have engaged in an alarming trend of acquiring
nuclear-capable ballistic missile systems. Saudi
Arabia, Irag, Iran, Pakistan, Libya, and other
Middle Eastern countries are working hard to
acquire nuclear capability. In contrast to the Third
World countries, the United States, the NATO
countries, and the Soviet Union are working to
reduce the number of nuclear weapons in their
arsenals.



Arms Control

The American quest for stability and the
willingness of the Soviets to bargain have led to
arms control negotiations. That is not a new
effort. A history of arms control agreements
exists between the two superpowers stretching
back to 1959.

The first round of Strategic Arms Limitation
Talks (SALT), concluded in 1972, produced the
Antiballistic Missile (ABM) Treaty that severely
restricts the deployment of ABM systems by either
country. The SALT | also produced the Interim
Agreement on Strategic Offensive Arms that
placed limits on the number of strategic nuclear
weapons. That agreement was to remain in effect
for 5 years, but both countries pledged to abide
by its provisions until further negotiations were
concluded.

In 1974 both countries agreed to maintain an
equal number of strategic delivery vehicles.
Additionally, they agreed to sublimit the number
of delivery vehicles they could equip with
multiple independently targetable reentry vehicle
(MIRV) warheads. Those agreements formed the
basis for the SALT Il agreement in 1979. SALT Il
continued the agreement of equal limits but
lowered the level of limitation on strategic
weapons delivery systems. That new agreement
forced the Soviet Union to dismantle several
hundred missile launchers. In addition, the
SALT Il agreement placed sublimits on MIR V
ballistic missiles in general and on MIR V
intercontinental ballistic missiles (ICBMSs) in
particular. A provision, which accompanies
the basic treaty, imposes restraints on the
development of new and more sophisticated
weapons.

The United States sees arms control as an
important complement to the strategy of
deterrence. We are seeking to reach an agreement
with the Soviet Union on a Strategic Arms
Reduction Treaty (START). Our objective is to
enhance strategic stability through equal and
verifiable limitations on both sides. Despite some
key differences on issues, we are confident an
agreement can be reached.

In negotiations the United States will continue
to try to limit American-Soviet competition in
strategic nuclear forces. The United States will
continue to pursue the basic objectives of strategic
deterrence, adequate stability, and equivalence.
That process began with the SALT | agreement
and has progressed through the SALT Il and
START.
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Present Posture

The Soviet navy could pose the greatest
potential threat to the U.S. Navy. Realistically,
however, small Third World navies now pose
more of an actual threat to U.S. naval forces.
Since the U.S. Navy is primarily prepared to
engage the Soviet navy, we will compare U.S. and
Soviet maritime missions.

The Soviet navy's primary mission is to be
prepared to conduct strategic nuclear strikes from
SSBNs operating in protected waters close to the
Soviet Union. The key to carrying out that
mission is strategic defense of seaward approaches
to the Soviet Union. The Soviet navy, air
force, and army will try to control the Soviet
Union’s peripheral seas and key land masses.
The Soviets’ aim in controlling these areas
is to deny Western access to areas needed to
threaten Soviet SSBNs. The Soviets usually
create sea denial zones up to 2,000 kilometers
from the Soviet mainland. The primary targets
in the sea denial zones are sea-launched cruise-
missile-equipped submarines, surface ships, and
aircraft carriers.

Disruption of U.S. supply lines to Europe and
Asia is another Soviet objective. The Soviets will
attempt to interdict sea lines of communications
(SLOC) and establish sea denial zones. During
conflict the Soviets are expected to attack critical
SLOCs that link the United States and its allies.
The Soviet submarine force plays a primary role
in the disruption of SLOCs.

The U.S. national security strategy is based
on deterrence, forward defense, and collective
security. Forward-deployed U.S. and allied
combat ready naval forces can provide a visible
deterrent to any country bordered by an ocean
or a sea. These forces operate globally in support
of bilateral and multilateral commitments and
project military power in support of national
policy and interest. U.S. naval forces have four
primary peacetime objectives:

1. Defending the continental United States
(CONUS) from attack
2. Assuring freedom of the seas and pro-
tecting important SLOCs from adversaries
3. Providing regional stability by supporting
friends and deterring aggression
Functioning as a visible power projection
force capable of responding to crises and
low-intensity conflicts on short notice
anywhere in the world



Should deterrence fail, the U.S. Navy's
mission is the forward defense of the United States
and its allies. The key objective is protection of
SLOCs from the United States to Europe and
Asia. To accomplish that objective, the U.S. Navy
will engage Soviet naval forces in the Soviet “sea
control” and “sea denial” zones. The overall
objective of the engagement will be to remove the
enemy'’s offensive and defensive capabilities and
ensure freedom of the seas for the United States
and its allies while deterring Soviet use of nuclear
weapons at sea.

SUBMARINES. —The last U.S. diesel sub-
marine, the USS Blueback (SS 581), was
decommissioned on 1 October 1990. The remaining
U.S. attack submarine force is composed of
Sturgeon-, Skipjack-, Skate-, Permit-, and
Los Angeles-class nuclear-powered submarines
(SSNs). The United States SSBNs form the sea
leg of the U.S. Trident nuclear deterrent. The
SSBN force includes the Lafayette-, James
Madison-, Benjamin Franklin-, and Ohio-class

submarines [(fig. 1-6).

The United States has a smaller, but more
effective, submarine force than the Soviets
because of a superior knowledge of submarine
technology. That technology has resulted in
superior submarine quieting systems, combat
systems, and antisubmarine warfare (ASW) open
ocean acoustic surveillance and detection systems.
These systems enable the United States and its
allies to maintain a superior technological and
numerical advantage over the Soviet submarine
force.

The principle Soviet platform for both
offensive and defensive naval warfare is the
submarine. The Soviets use the SSBN as their
principle strategic platform. They use attack (SS
and SSN) and cruise missile (SSGN) submarines
to counter submarine and surface ship threats.
The SS, SSN, and SSGN submarines are the
primary threat to U.S. and allied sea lines of
communications (SLOCs). The Soviet navy has
the world's largest general-purpose submarine
force, totaling about 300 active units. We expect
the Soviets to decrease their submarine force in
number during the 1990s and beyond. That
decrease will occur as they replace older sub-
marines with newer diesel and nuclear-powered
submarines. The decrease in the total number of
submarines will not lessen the threat of their
submarine force because of improvements in
design, stealth, and combat capability.
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SURFACE SHIPS. —The Soviet Union and
the U.S. naval surface forces have different
missions [(fig. 1-7). The Soviets are primarily a
coastal navy emerging into a blue water fleet.
The Soviets can provide only limited long-range
power projection of surface forces or naval air
superiority. These limitations result from their
primary mission of providing protection to the
mainland and defending the ballistic missile
submarine force close to the mainland.

The principle weakness of the Soviet navy is
its relative lack of priority in providing underway
replenishment. The Soviets rely on their extensive
merchant fleet to provide supplies to ships
engaged in sustained long-range operations.

Another weakness of the Soviet surface navy
is the lack of long-range air power like that
provided by a U.S. carrier battle group. That
situation will change somewhat as aircraft carriers
now under construction are brought into service
during the 1990s.

AIRCRAFT. —Soviet shipborne capable air-
craft are primarily limited to helicopters and
vertical/short takeoff and landing (V/STOL)
aircraft. The Soviets are increasing their air
capability with the introduction of the new Thilisi-
class aircraft carrier that will include the new
Yak-41 V/STOL fighter and the Su-27 Flanker.
Despite the introduction of that class of aircraft
carrier, Soviet naval aviation (refer to[table 1-1)
will remain primarily a land-based force.

U.S. naval aviation (refer to[table 1-2) is a
versatile multimission force capable of providing
fleet defense, ASW, and long-range strike and
attack capability. The United States should
continue to retain a significant advantage in
seaborne air power for the foreseeable future.

CHEMICAL AND
BIOLOGICAL WEAPONS

The increase of chemical and biological
weapons has become a global problem. To date,
more countries than ever have chemical and
biological weapons. It is alarming that many of
these countries are in areas of strategic importance
to the United States. In the Middle East the
problem is particularly acute.

Third World countries view the use of
chemical and biological weapons differently than
the United States. The United States’ stance on
chemical and biological weapons is “that it is
abhorrent, reprehensible, and unacceptable that
chemical weapons ever be used against the men
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Figure 1-6-U.S. and Soviet submarine forces comparison.
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Figure 1-7-Soviet Union and United States surface ship comparison.




Table 1-1-Soviet Naval Seaborne and Land-Based Aircraft

SOVIET NAVAL AIRCRAFT - Seaborne

TYPE MISSION
ka-25 Hormone* ASW
ka-27/ka-29 Heli* ASW

Mi-14BT Haze B* Mine sweeping

MIG-29 Fulcrum Fleet air defense

Su-27 Flanker Fleet air defense

Yak-38 Forger Fighter Attack

*Helicopter

SOVIET NAVAL AIRCRAFT - Land-Based

PRIl Tas &

TYPE MISSION

Mi-8 Hip* Transport/assault/Elec-
tronic countermeasures
(ECM)

Mi-14 PL/BT/PS Haze ASW/assault

A/B*

An-12 Cub Intel/ECM

Be-12 Mail Long-range ASW/Recon

11-20 Coot A Long-range Elint/Recon

I1-38 May Long-range Recon/ASW

Su-17 Fitter C/D Antiship/strike-support

Tu-16 Badger Strike/attack/ECM/
tanker/Recon

Tu-22 Binder Recon/Intel/EW

Tu-22M Backfire B/C Medium-range

nuclear/conventional
strike

Tu-95/Tu-142 Bear D/F/J

*Helicopter

Long-range multimission

and women of the armed forces of the United
States or its allies and that the United States will
do all it can to prevent such use.” A statement
made by the foreign minister of Syria is an
example of the attitude of Third World countries.
He said, “It is unacceptable, given continued
Israeli occupation and the disequilibrium existing
in our region, to adopt selective concepts and
methods aimed at disarmament concerning only
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Table 1-2-U.S. Navy and Marine Corps Seaborne and
Land-Based Aircraft

TYPE
UH-IN Twin Huey*

AH-1J/T Sea Cobra*
AH-1W Super Cobra*

HH-46D/E, CH-46D/E,
UH-46D/E*

SH-2F Seasprite*
CH-53D Sea Stallion*

CH-S53E Super Stallion*
SH-60B Seahawk*
SH-3G/H Sea King*

RH-53D Stallion*

MH-S53E Sea Dragon*
KA-6D Intruder Tanker
A-6E Intruder

EA-6B Prowler

E-2B/C Hawkeye

F-14A/A Plus Tomcat

S-3A Viking
S-3B Viking
A-4M Skyhawk
F/A-18 Hornet
AV-8B Harrier 11
A-7E Corsair II

*Helicopter
**USMC

TYPE

B-52G Stratofortress#
KC-130F/R/T Hercules
EP-3E Orion
P-3B/C Oricn

E-6A Hermes/TACAMO

U.S. NAVAL AIRCRAFT - Seaborne

MISSION

Support logistics**
Close support**
Close support**

Support/assault**
/resupply

ASW

Assault/support/
transport

Transport **/support
Medium-range ASW

Carrier battle group
ASW/SAR

Airborne mine counter-
measures (AMCM)

AMCM
Tanker/Strike/Recon
Strike/Recon
EW/Recon

Air defense/strike op
direction

l:‘lfict long-range air
defense

ASW

ASW

Strike**

Strike

Close support**

SAM suppression

U.S. NAVAL AIRCRAFT - Land-based

MISSION

Maritime support
Elint/ TACAMO/tanker
EW/Intel

AQWwW

LRI YY

Communications

#Allocated to maritime support by USAF




one kind of mass destruction weapon without
taking into account the need of disarmament
concerning other forms.” Clearly, these countries
consider chemical and biological weapons as an
economical alternative to nuclear weapons. They
are unwilling to talk of disarmament without
linking chemical and biological weapons to
nuclear weapons.

The rise of chemical and biological weapons
in the Middle East has been linked to Israel and
France. Israel and France were joint partners in
a nuclear warhead development program from
1957 to 1959. France successfully tested a nuclear
device in 1960. Israel used its connection with
France to obtain a research reactor from France.
Israel will neither confirm nor deny that it has
nuclear weapons, but for many years Israel was
thought to possess between 20 to 25 devices of
20-kiloton size. New evidence suggests that Israel
has between 100 and 200 nuclear warheads and
can produce thermonuclear devices. Israel also has
weapons delivery systems in the form of aircraft,
the Lance missile (mobile, 100-kilometer range),
and the Jerico 2 missile (mobile, 1500-kilometer
range).

In an attempt to decrease the number of
nuclear weapons in the Middle East, countries in
that region have conducted preemptive strikes on
nuclear reactors. In September 1980 the Iranians
led a strike against an Iraqi reactor at Osarik. The
attack damaged the reactor but did not destroy
it. The Israelis destroyed the Osarik reactor with
an air strike in June 1981.

The chemical agent most likely to be used by
countries desiring to produce chemical weapons
is the nerve agent Tabun. (Refer to[tables 1-3 &nd
1-4 for a description of chemical agents and
defenses.)

Any country that has the capability of
producing organophosphorus pesticides can easily
produce Tabun. Other types of nerve agents are
more difficult to produce, but could be done with
help from industrialized countries. Countries in
the Middle East with known or suspected chemical
weapons capability include Israel, Egypt, Libya,
Syria, Iran, and Irag.

EMERGENCE OF THIRD
WORLD COUNTRIES

Of the emerging Third World countries, Iran,
Iraqg, Libya, and Syria deserve a special look
because of their past hostility toward the United
States. More alarming than the past hostility
towards the United States is the cavalier attitude
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of the leaders of Iran, Iraq, and Libya in their
use of chemical weapons.

Iran

Iran has been hostile toward the United States
since radical, religious forces overthrew the
government in 1979. Iran is an Islamic Republic
with ties to the Soviet Union, from whom it buys
many of its military weapons.

During the 8-year Irag-lran war, the United
States supported Iragi President Saddam Hussein
in an attempt to topple the Iranian government.
In a strange turn of events, the United States
asked Iran for support of Operation Desert
Shield.

Also during 1987 to 1988, U.S. warships
ensured freedom of passage to tankers carrying
oil through the Persian Gulf. U.S. forces engaged
elements of the Iranian navy and attacked Iranian
oil platforms in the Persian Gulf.

The Iranians have an arsenal of Soviet SS-1
(Scud-B) missiles and would like to develop
their surface-to-surface missile capability. Iran
wants to purchase the Chinese M-9 missile
(600-kilometer range). The Iranians claim they can
produce their own version of the SS-1. They have
produced a version of the Chinese Type 53
artillery rocket, called the Oghab, that has a
40-kilometer range. Iran is also perfecting an
unguided rocket called the Iran 130, which has
a range of 130 kilometers. These missiles and
rockets can be fitted with chemical warheads
as well as conventional warheads. The United
States believes Iran has a stockpile of mustard
gas and phosgene and may be trying to obtain
nerve gas.

Iraq

Iraqg is a Soviet client state in the Middle East.
From 1980 to 1990 Iraq built up its military until
it became the sixth largest military power in the
world. In August 1990 Iraq invaded Kuwait. The
stated Iraqi reason for the invasion was a policy
difference with Kuwait concerning the price and
production quota of Kuwaiti oil. The United
States intervened on behalf of Saudi Arabia to
stop the lragi advance short of the Saudi oil
fields.

Iraqg is working to purchase the technology to
build nuclear weapons. The customs agents of the
United States and England have worked together
to slow the Iraqi effort. They recently intercepted
a shipment of electronic components, suitable for
use in nuclear weapons, bound for Iraqg.



Table 1-3i-Properties of Chemical Agents

CHEMICAL
AGENT STATE RATE OF PHYSIOLOGICAL
AGENTS| SYMBOL AT 20°C| ODOR ACTION ACTION USE PERSISTENCY
Tabun Colorless | Faintly Very rapid Cessation of Quick-action |Depends upon munitions used
GA to brown | fruity; breathing and casualty agent |and weather. Heavy splashed
liquid none when death may follow. liquid persists 1 to 2 days under
pure average weather conditions.
Sarin Colorless | Almost Very rapid Cessation of Quick-action |Evaporates at about the same
w GB liquid none when breathing and casualty agent |rate as water. Depends upon
> pure death may follow. munitions used and the weather.
g_‘} Soman Colorless | Fruity; Very rapid Cessation of Quick-action | Depends upon munitions used
Z GD liquid camphor breathing and casualty agent [and the weather. Heavily
odor when death may follow. splashed liquid persists 1 to 2
pure days under average weather
VX Colorless | Odorless Rapid Produces casualties | Quick-action | conditions.
liquid when inhaled or casualty agent
absorbed.
Distilled Colorless | Garlic Delayed; Blisters; destroys Delayed-action| Depends upon munition used
mustard to pale hours to tissues; injures casualty agent |and the weather. Heavily
HD yellow days blood vessels. splashed liquid persisis 1 o 2
liquid days in concentrations to provide
casualties of military significance
under average weather conditions,
and 1 week to several months
under very cold conditions.
Nitrogen Dark Fishy or Skins effects | Blisters; affects Delayed-aciion | Depends on munitions used and
mustard liquid musty delayed 12 respiratory tract; casualty agent |the weather. Somewhat shorter
HN-1 hours or destroys tissues; than duration of effectiveness
longer injures blood vessels, for HD.
Nitrogen Dark Soapy in low| Serious Similar to HD. Delayed-action
mustard liquid concentra- |effects same | Broncho- pneumonia casualty agent
& [HN:22 tions, fruity ; for HD; minor | may occur after
E in high con-| effects sooner |24 hours.
wn centrations
Ll
~1 | Nitrogen Dark None if Immediate Similar to HN-2. Delayed-action | Considerably longer than for
A mustard liquid pure effects on casualty agent |HD.
HN-3 contact
Phosgene ox- | Colorless | Sharp; Rapid Violently irritates Somewhat shorter than for HD.
ime Dichloro- | solid or | penetrating mucous membranes Very short duration under hu-
foroxime liquid of eyes and nose; mid conditions.
CX forms weits rapidiy.
Lewisite Dry Variable Prompt eye |Similar to HD plus [ Moderately
L oily may re- stinging; may cause systemic | delayed casualty]
liquid semble delayed poisoning. agent
geraniums | blistering
Mustard Lew-| Dark Garlic Immediate eye| Similar to HD plus | Delayed-action| Depends on munition used and
isite mixture |oily like effect; skin may cause systemic | casualty agent |the weather. Somewhat shorter
HL liquid effects 1/2 poisoning. than that of HD.
to 1 hour
Phosgene Colorless | New-mown | Immediate to | Damages lungs. Delayed-action | Short, however, vapor may per-
CG gas hay; 3 hours, de- casualty agent |sist for some time in low places
green pending upon under calm or light winds and
O corn concentration atmospheric conditions (Inver-
E Diphosgene | Colorless | New-mown | Immediate to | Damages lungs. Dela ed-action sion).
¥ ne linmid havy- 2 hours de- sualty agent
o D¢ liquid hay; hours de alty agent
T green pending upon
@) corn concentration
Chiorine Yellow | Chlorine Immediate Damages lungs. Quick-action
CL gas casualty agent
Cyanogen Colorless | Somewhat | Rapid Interferes with Quck-actions |Short, vapor may persist in
&5  |chloride gas like AC use of oxygen by |casualty agent {jungle or forest for some time
Q |CK body tissues. under suitable weather conditions.
8 Hydrogen Colorless |Bitter Very rapid Interferes with Quick-action | Short; the agent is highly volatile
&y |cyanide gas or aimonds use of oxygen by |casuaiiy ageni |and in the gaseous state it dis-
AC liquid body tissues. sipates quickly in the air.
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The Iragis have chemical weapons and have
used them both inside their country and against
Iran. Iran claimed to be victim to 253 chemical
attacks during its war with lrag. The United
Nations investigated the Iranian claims and found
evidence to confirm lraqg's widespread use of
mustard gas and nerve agent GA (Tabun).

The lraqgis possess a stockpile of SS-1 (Scud-B)
and Frog 7 missiles. They may also have the SS-12
missile, capable of carrying both nuclear and
chemical warheads. The addition of the SS-12
missile has allowed Irag to carry out long-range
missile attacks against its enemies, including
Israel. Iraq has developed two surface-to-surface
missiles: the al-Husayn (650-kilometer range) and
the al-Abos (900-kilometer range).

Libya

Libya openly sponsored terrorist attacks
against U.S. military personnel in Europe. After
the United States attacked Libya in response to
a terrorist attack, terrorist attacks worldwide have
decreased. Libya has not recently challenged the
United States; however, it remains a threat
because of its large chemical weapon capability.

Libya may have used chemical weapons
against Chad in 1986. Libya has also drawn inter-
national attention over its efforts to secure nerve
gas technology. German companies supplying
Libya with technology unknowingly helped Libya
develop its present chemical warfare capability.

Syria

Syria may be the United States’ most formida-
ble opponent in the Middle East because of its
offensive chemical weapons capabilities. Syria is
thought to own a wide range of chemical weapons
including the nerve agent GB (Sarin).

The Syrian arsenal includes the Soviet SS-1,
SS-12 (with warheads for chemical agents
including nerve agent VX), and possibly the
Chinese M-9 missiles.

SUMMARY

Over the last 200 years, the Navy has
progressed from a small force of two ships to one
of the largest navies in the world. The mission of
the Navy includes naval presence, sea control, and
power projection.

The Navy's traditional theaters of operations
include Europe, the Middle East, Africa, the Far
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East, and the Americas. These areas are changing,
and the outcome of the changes could have an
impact on the Navy’s mission and goals.

The United States, NATO, and the Soviet
Union have been negotiating treaties to reduce the
amount of nuclear weapons they own. In contrast,
many newly emerging Third World countries are
trying to obtain the technology to produce
chemical, biological, and nuclear weapons.
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CHAPTER 2

MILITARY CONDUCT AND JUSTICE

LEARNING OBJECTIVES

Upon completion of this chapter, you should be able to do the following:

1. Describe how to conduct a preliminary investi-
gation of offenses.

2. Recognize the purpose and content of U.S.
Navy Regulations.

3. Describe the content of the Standard Organiza-
tion and Regulations of the U. S. Navy.

4. Explain the Status of Forces Agreement
concerning members of the armed forces in
foreign countries.

The topics in this chapter deal primarily with
regulations that senior enlisted personnel should
be aware of to perform their job with consistency.
We will first examine the procedures for con-
ducting a preliminary investigation of offenses.
Then we will introduce you to the purpose and
content of both U.S. Navy Regulations and
Standard Organization and Regulations of the
U.S. Navy. We will close the chapter with a
discussion of the Status of Forces Agreement
(SOFA).

THE PRELIMINARY
INVESTIGATION

At some point in your career, the legal officer
may assign you to serve as a preliminary inquiry
officer (P10). As the P10 you will conduct an
investigation of offenses before a captain’s mast
takes place. You will only investigate relatively
minor offenses that are not under investigation
by the Naval Investigative Service (NIS) or a fact-
finding body.

REPORT AND DISPOSITION OF
OFFENSE(S) (REPORT CHIT)

Naval personnel may be reported for offenses
involving military conduct or justice. A complaint
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against someone goes through a series of steps
from the time it leaves the initiator to the time
of the preliminary inquiry.

The legal officer receives the complaint and
drafts charges and specifications against the
accused on a locally prepared report chit form.
Following the guidelines of part IV of the Manual
for Courts-Martial, 1984 (MCM), the legal officer
writes the charges and specifications using court-
martial language. The charges and specifications
are then typed on the NAVPERS 1626/7, Report
and Disposition of Offense(s) form
and 2-2). The accused's service record supplies
the information required on the front of the
report chit. The legal officer or the person who
submitted the complaint then signs the report.

The legal officer conducts a personal interview
with the accused to inform, the person of his
or her rights under article 31(b) of the Uniform
Code of Military Justice (UCMJ). When the
accused acknowledges he or she understands
his or her rights, he or she then signs the
ACKNOWLEDGED block and the disciplinary
or legal officer signs the WITNESSED block.

THE ACCUSED SHOULD NOT BE INTER-
ROGATED AT THIS TIME. The legal officer
should determine and recommend to the com-
manding officer or executive officer what
restraint, if any, should be imposed at this time.



REPORT AND DISPOSITION OF OFFENSE(S)
NAVPERS 1826/7 (REV. B-81) 8/N 0108-LF-016-263¢

Date of Report:

To: Commending Officer,

1. 1 hereby report the following named person for the offense(s) noted:
NME OF ACCUSED SERIAL NO. SOCIAL SECURITY NO RATE/GRADE AR, & CLASS OIv/0EPT

PLACE OF OFFENSCiS) DATE OF OFFENSE(S}

tine end date of conaencenvat, whether sver

OUETAILS OF orrusns: f"l" by article of UCHJ, (f hnewn. If naagtherized abre info:
of 1D card and/or liberty card, etel):

luave or liberty, tine and dete of apprehension or surrender and arr

nllnu beard,

NAME OF WITNESS RATE/GRADE | O1v/DEPTY NAME OF wiTNESS RATE/GRADE | OIV/DEPT

{B202/Crads/Title ure of person subaitting repert)

I have been informed of the meture of the accusation(s) against me. 1 understand 1 do not have to snawer any questions eor
meke any stetement regarding the offense(n) of which | sm accused or suspected. However, I understand any stetement wmade or ques-
tions snswered by me may be used as evidence against me in event of trisl by court-martial (Article 31, UOA).

¥itness: Acknowledged:
(Sigastare) (Signatare of Accored)

D RESTRICTED: You are restricted to the limits of

5 E

# E in lieu of arrest by
MR- N D order of the CO, Until your status aa 8 resiricied person is terminated by the CO, you may not leave the resiricted
- o l {_] TV nseInReInene limits except with the express permission of ihe CO of XO. You have been informed of ihe iifes and piaces which

you are required to muster.
TSignaturs and TiTle of person inpocing rectraintl ‘ — TSigneture of dccnsed)
INFORMATION COMCERMING ACCUSED
3 3

CURRENT ENL. DATE CXPIRAYION CURRENT DNL. DATC TOTAL ACTIVE I TJOTAL SERVICE EDUCATION
INAVAL SERYICE O BOARD

WIBUTION TO FAMILY OR OTAS ALLOWANT ¥ FIN MONTH (Inclading sea o7 Joreign duty puay,
aat required by lov) if eny}

MARITAL STATUS NO. OUPENDENTS

. ection takea, vlc. Momjudiciol puaichaent iacidento are tu be incladed.)

Figure 2-1 -Report and Disposition of Offense(s) Form (NAVPERS 1626/7) (Front).
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PRELIMINARY [MQUIRY REPORT

From: Commanding Officer Date:
Ta:

1. Trensmitted herewith for preliminary inquiry and report by you, including, if eppropriate in the interest of justice and
discipline, the preferring af auch charges ss sppear to you to be sustained by expected evidence.

REMAAKS OF DIVISION OFFICER (Preforanace of duty, ete.)

NAME OF WiTNESS RATE/GRADE Div/DERT NAME OF Wi TNESS RATE/GRADE Div/DEPT
NECOMMERDATION AS YO DISPOSITION: D REFER TO COURT MARTIAL FOR TRIAL OF ATTACNED CHARGES
{Complete Charge Shoet (DD Form ¥54) through Page 2)
D DISPOSE OF CASE AT MAST D MO PUNITIVE ACTIOR NECESSARY OR DESIRABLE D QTHER

COMMENT (Iaclude date regarding eveilability of witacases, suamery of anpected evidence, con
wiltnesies, docwacntary enidence such a1 sersics recerd eatries in Uk

ts (n evidence, (] expected. Atiach statements of
es, steas of real evidence, eic.)

(Signature of Investigation Officer)

ACTION OF EXECUTIVE OFF ICER

SIGNATURE OF EXECUTIVE OFFICER

DNNISSED D REFERRED TO CAPTAIR'S MASY

"RTORT 1O DEWAND TRTAL BY COURT-RARTTAL

{Not applicable to persong gttached to or eabarked in g vessel}

I understand thet nonjudicial punishment may not be imposed on me if, before the imposition of such punishment, | demand in lieu
thereol trial by caurt-martisl. 1 therefore (do) {(do not) demand trisl by court-martial.

WITNESS SIGNATURE OF ACCWSED

D13M183€ED
OISMISSED WITH WARNIK

ConF. on 1. 2, OF 3 DAYS

CORRECTIONAL CUSTODY FOR _____ DAYS

{Mot considered NJP)

AmouiTion: oa

a Apeiou | 3 REDUL
REPRIMAND: ORAL/tN WRITING REDUCTION TO PAY GRADE OF _____
REST. Yo _____ ____ FoR DAYS EXTRA DUTIES FOR DAYS
REST. TO ___ FORN ___DAYS WITH SUSP. FROM DUTY PUNESHMENT SUSPENDED FOR I
- .
L

FORFEITURE: YO FORFEIT §_____ PAY PER MO. FOR ____ MO($) ART. 32 INYESTIGATION

RECOMMENDED FOR TRIAL 8Y gCM

) SETERTION: VO RAVE § FAY PER M
I (1, 2, 3) MO(S) DETAINED FOR no(3) AWARDED SPCM AVARDED SO

DATE OF mAST: BATE ACCUSED INTORMED OF ABOVE ACTION: SIGNATURE OF COMMANDING OF FICER

It has been explained to me snd I underatand that if [ feel this imposition of nonjudicial puniahment to be unjust or disprapor-
tionate to the offenses charged against me,. I have the right to immediately appeal my conviction to the next higher authority within
15 days.

SIGNATURE OF ACCUSED DATE 1 have explained the above rights of appeal ta the accused.
SIGNATURE OF WITNESS 0ATE
FINAL ADMINISTRATIVE ACTION
APPEAL SOBMITTED @Y ACCUSED FINAL RESULT OF APPEAL:
0ATED
FORWARDED FOR DECISION On
APPROPRIATE ENTRIES MADE IN SEAVICE RECORD AND PAY ACCOUNT ADJUSTEO T [ FILED TN GRIT FURISAMENT 600K :
WHERE AEQUIRED
OATE: (Initials) oaTE (Tartials)

NAVPERS 1826/7 (REV. 8-81{BACK) #U.S. Government Printing OMice: 1982—505-106/8488 2-1

Figure 2-2.-Report and Disposition of Offense(s) Form (NAVPERS 1626/7) (Back).




PRELIMINARY INQUIRY

The legal officer forwards the report chit to
you. Once you receive it, you can begin conducting
the preliminary inquiry of the reported offense.
You should usually conduct the inquiry informally.
Your final report on the preliminary inquiry
should consist of the following items:

1. Report and Disposition of Offense(s)
(NAVPERS 1626/7)

2. Investigator's Report

3. Statements or summaries of interviews with
all witnesses; sworn statements, if possible
fig. 2-4)

4. Originals or copies of documentary
evidence

5. If the accused waives all his or her rights,
a signed sworn statement by the accused;
or a summary of the interrogation of
the accused, signed and sworn to by the
accused; or both

6. Any additional comments you feel are
necessary

Objective
Your primary objective in conducting the

preliminary inquiry is to collect all available
evidence pertaining to the alleged offense(s). Your

INVESTIGATOR'S REFORT IN THE CASE OF

d.
5. Real evidence:
(DESCRIPTION)
a.

1. Read paragraphs in MCM concerning offenses/charges Yes: / 7
2. Witnesses interviewed (not the accused).
signed sumary of
{NAME) {PHONE) statament interview
attached attached
a, / 7 or [/ 7
b. / /] or [/ 7
c. / 7 or [/ /
d. / /] or [/
e. / / or [/ /
f. / 7 or / /
3. Accused's supervisor(s) interviewed: / / or / /
a. / 7 or / /
b. / 7 or / /
4. Documentary evidence:
(ORIG.) (COPY) / (ATTACHED) {LOCATION)
a. /7 o /T /T oor
b. / 7 or / 7 / 7 or
c. / / or / / / / or
/ / or / 7 / 7 or

(NAME OF CUSTCODIAN)

(CUSTCDIAN'S PHQUE)

b

0O WO~

Armmrend taaiuvad hice rishte
o ACCUSEU WalVEL S Liyiico.

-

. Pérm.i.t the accused to inspect Report Chit.

Accused initialed second page of charges (if any) N/A__
. Accused signed Acknowledgement line on NAVPERS 1626/7

. Investigator signed witness line on NAVPERS 1626/7

. Accused made statement {only when #10 is Yes), and

a. / 7 BAccused's signed statement attached.

b. / / Sumary of interrogation attached.

Yes
Yes
Yes
Yes

Yes

ies

lis"r’l%'lg‘&’

Figure 2-3;Investigator's Report.
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first step is to become familiar with those
paragraphs of the Manual for Courts-Martiall,
1984 (MCM) describing the alleged offense(s).
Part 1V of the MCM describes those actions the
military considers offenses. Within each
paragraph is a section entitled “Elements” that
lists the requirements for proof of the offense.
Be careful to focus your attention on the correct
element of proof. Copy down the elements of
proof to help you in your search for relevant
evidence. Your job is to search for anything that
might prove or disprove an element of proof. You
must remain impartial.

Your second objective is to collect information
about the accused. That information will aid the
commanding officer in making proper disposition

of the case. The information will also help the
commanding officer decide what nonjudicial
punishment (NJP), if any, is appropriate. Items
of interest to the commanding officer include:

@ The accused’s currently assigned duties

@ Evaluation of his or her performance

@ The accused’s attitudes and ability to get

along with others

® Personal difficulties or hardships the

accused is willing to discuss

Statements given by supervisors, peers, and
the accused provide the best source of informa-
tion about the accused.

Rame Rank/Rate Social Security No.
Carmmand Division
TAD from/to
until
A oL . Lo i Aan a. o o N
wheleal, LS LOI F=>.9 SU Qayd> rl L

, hereby make the following

statement to

. who has identified

Newport, Rhode Island.

himself/hersel¥ 5 a preliminary inquiry officer for the Naval Justice School,

I swear (or affirm) that the information in the statement above and on the
attached page(s) is true to my knowledge or belief.

{use additional pages 1f necessary)

19

(Witness' Signature) (Date) (Time)
Sworn to before me this date.

19
(Investigator's Signature) (Date) (Time)

Figure 2-4-Witness' Statement.
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Interrogate Witnesses

You can obtain a significant amount of infor-
mation from the witnesses. Start by interrogating
the person who initiated the report and the
people listed as witnesses. You may discover
other persons having relevant information when
questioning these people.

Don't begin the inquiry by interrogating the
accused. The accused has the greatest motive for
lying or distorting the truth—if the accused is
guilty. Leave the interrogation of the accused
until last. Even when the accused has admitted
guilt, you should first collect all other evidence
collaborating the confession of the accused.

Request that witnesses who have relevant
information make a sworn statement. If you
interview a witness by telephone, write a summary
of the interview and certify it to be true.

Elicit all relevant information during your
interview of a witness. One method is to start with
a general survey question. Ask the witness to relate
everything he or she knows about the case. Then
follow-up with more specific questions. After
speaking with the witness, help the witness write
a statement that is thorough, relevant, orderly,
and clear. The substance of the statement must
consist of the witness’s thoughts, knowledge, or
beliefs about the accused. Limit your assistance
to helping the witness express himself or herself
accurately and effectively in writing.

(Date)

FULL NAME (ACCUSED/SUSPECT)

SOCIAL SBECURITY NUMBER

RATE/RANK

INTERVIEWER

carti sy an? arknosledoe <1nn:hv a 1
LL.J-AY and aCKnowieGge uj my signatur anc 1n1t

.
I
before the interviewer requested a statemen chm

(1) I am suspected of having committed the following offense(s):

Initial

(2) I have the right to remein silent;
I do make may be used as evidence against me in trial by

(3) Any statement
Initial

court-martial;

(4) I have the right to consult with a lawyer prior to any questioning.
This lawyer may be a civilian lawyer retained by me at my own expense, or, if I
wish, Navy or Marine Corps authority will appoint a mhtaq lawyer to act as my
counsel without cost to me; or both - Initial

(5) I have the right to have such retained civilian lawyer and/or appointed
military lawyer present during this interview Initial

YAIVER OF RIGTS

I further certify and acknowledge that I have read the above statement of my
rights and fully understand them,---- Initial
and that,

(1) I expressly desire to waive my right to remain silent-—-Initial
(2) I expressly desire to make a statement---—-----—-—---- —Initial
(3} I expressly do not desire to consult with either a civilian lawyer

retained by me or a military lawyer appointed as my counsel without cost to me
prior to any guestioning Initial

do

co

(4) I expressly

85 4 &XPr

this interview

not desire to have su

e

Figure 2-5-Suspect’s Rights Acknowledgment/Statement (Front).
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Collecting Documentary Evidence

Collect documentary evidence such as Shore
Patrol reports, log entries, watch bills, service
record entries, local instructions, or organizational
manuals. Attach the original or a certified copy
of relevant documents to the investigator's report.
Check to see if you, as investigator, have the
authority to certify relevant documents. If you do,
write on the documents the words certified to be
a true copy, and sign your name.

Collecting Real Evidence

Real evidence is a physical object, such as a
knife used in an assault or a stolen camera in a
theft case. Before seeking real evidence, become

familiar with the Military Rules of Evidence
concerning searches and seizures. The Manual for
Courts-Martial, 1984 contains the Military Rules
of Evidence. Take photographs of an object if it
is too large to bring to NJP proceedings. Leave
real evidence in the custody of a law enforcement
agency unless otherwise directed; however,
personally examine the evidence.

Advise the Accused

Before questioning the accused, have the
accused sign the acknowledgement line on the
front of the report chit and initial any attached
pages.

Use the Suspect's Rights Acknowledgment/
Statement form [(figs. 2-5 &nd 2-6) as a checklist

(%) This acknowldgrent and waiver of
by me, and without any pranises or threats having been made to me or pressurc or

rights is made freely and voluntarily

coercior of any kind having been used against me, ~=--====—----—— Initial
SIGNWATURE (AQCUSED/SUSPECT) TDME DATE
SIQWATURE (INTERVIDAER) TIME DATE
SIATURE (WITr&:.S) TIME DATE

The statement which
Wwhich are signed by
provises or threats
having been used against me.

appears on this page (and the follo«mg

A Fy and umh
u:’], 15 mace A.Lt:c..y and voiuntarily u,

havmq been made to me or pressure or coercion of any kmd

page(s) , all of
::vvi without any

ntarily me
me,

SIQWATURE (ACCUSED/SUSPECT)

Figure 2-6.-Suspect’s Rights Acknowledgment/Statement (Back).
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to ensure you correctly advise the accused of his
or her rights before asking any questions. When
you first meet the accused, fill in this page as your
first order of business. You may serve as your own
witness that you advised the accused of his or her
rights by signing this form; no one else is required.

Interrogate the Accused

You may question the accused ONLY IF HE
OR SHE HAS KNOWINGLY AND INTELLI-
GENTLY WAIVED HIS OR HER STATUTORY
RIGHTS. If the accused makes the waiver, record
it on the accused’s statement. If the accused asked
you if he or she should waive his or her rights,
decline to answer or give advice. You are only
authorized to advise the accused of his or her
rights. Never advise the accused on legal matters.
Let the accused obtain a lawyer if he or she so
desires.

After the accused waives his or her rights,
begin the questioning in a low-keyed manner.
Permit the accused to give his or her own version
of the incident. When the accused has finished
presenting the facts, begin to probe with pointed
guestions. Confront the accused with incon-
sistencies in the story or contradictions with
other evidence. Remember, a confession that is
not voluntary cannot be used as evidence.
Any confession that is obtained by coercion,
unlawful influence, or unlawful inducement is not
voluntary.

The following are some examples of coercion,
unlawful influence, or an unlawful inducement:;

® |nfliction of bodily harm, including
guestioning accompanied by deprivation
of the necessities of life, such as food,
sleep, or adequate clothing

® Threat of bodily harm

® |mposition or threats of confinement, or
deprivation of privileges or necessities

® Promises of immunity or clemency as to
any offense committed by the accused

® Promises of reward or benefit, or threats
of disadvantage likely to induce the accused
to make the confession or statement

If the accused desires to make a written state-
ment, make sure the accused has acknowledged
and waived all of his or her rights. You may help
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the accused draft the statement, but you must be
careful not to put words in the accused’'s mouth
or trick the accused into saying something he or
she does not intend to say. If you type the state-
ment, permit the accused to read it over carefully
and make any necessary changes. The accused
should initial any changes, and you should witness
them in writing.

Oral statements are admissible into evidence
against the accused. If the accused does not wish
to put his or her statements in writing, attach a
certified summary of the interrogation to your
report. If the accused makes a written statement
but omits some of the statements made orally, add
a certified summary of items omitted from the
accused’s statement.

U.S. NAVY REGULATIONS

The 12 chapters of Navy Regulations (Navy
Regs) describe the authority and responsibilities
of the offices within the Department of the Navy.
They also describe the regulations concerning the
procedures, authority, and command of those
offices. Navy Regs also covers honors and
ceremonies, the rights and responsibilities of
persons in the Department of the Navy, and the
purpose and force of these regulations.

Each ship and station has complete copies of
Navy Regs available to all personnel. Also
available is an excellent nonresident training
course entitled Navy Regulations, NAVEDTRA
13082, which you are encouraged to complete.
Your educational services officer (ESO) can help
you order this course.

The following sections list articles (with a
condensation of their text, if appropriate) from
United States Navy Regulations, 1990 that senior
enlisted personnel in the Navy should know. This
listing serves only as a starting place for you to
learn about Navy regulations. You are responsible
for learning and obeying all regulations. These
regulations are not punitive articles, but laws
under which the Navy operates. Many exist
for your own protection. Failure to obey any
regulation subjects the offender to charges under
article 92, UCMJ (Failure to obey order or
regulation).

When the article itself is self-explanatory, the
article is presented in block quotation exactly as
stated in Navy Regs; no further explanation is
given. Articles that are lengthy and, in some cases,
difficult to interpret are paraphrased to give you
a brief overview of the contents of the article.



STATUTORY AUTHORITY FOR
UNITED STATES NAVY
REGULATIONS

contains the 0100 article series. This
chapter discusses the origin of Navy Regs, the
statutory authority, issuance of other directives,
and maintenance of Navy regulations.

0103. Purpose and Effect of United States Navy
Regulations

United States Navy Regulations is the
principle regulatory document of the
Department of the Navy, endowed with
the sanction of law, as to duty, authority,
distinctions and relationships of various
commands, officials and individuals.
Other directives issued within the Depart-
ment of the Navy shall not conflict with,
alter or amend any provision of Navy
Regulations.

0107. Maintenance of Navy Regulations

The Chief of Naval Operations is responsible
for maintaining Navy Regulations. Whenever
any person in the Navy believes a change to Navy
Regulations is needed, that person should forward
a draft of the change through the chain of
command along with a statement of the reasons
for the change. The Secretary of the Navy must
approve all additions, changes or deletions to
Navy Regulations.

THE DEPARTMENT OF THE NAVY

covers the 0200 article series. This
chapter discusses the origin and authority of the
Department of the Navy and briefly covers its
mission and composition.

THE SECRETARY OF THE NAVY

covers the 0300 article series. This
chapter is divided into two sections and two
subsections. Section 1 outlines the responsibilities
of the Secretary of the Navy. Section 2 describes
the composition, responsibility, and authority of
the Office of the Secretary of the Navy. Section
2A outlines the responsibilities of civilian
executive assistants within the Office of the
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Secretary of the Navy. Section 2B outlines the
responsibilities of staff assistants within the
Department of the Navy.

THE CHIEF OF NAVAL OPERATIONS
contains the 0400 article series. This

chapter describes the responsibilities of the Chief
of Naval Operations.

THE COMMANDANT OF THE
MARINE CORPS

covers the 0500 article series. This
chapter outlines the responsibilities of the
Commandant of the Marine Corps.

THE UNITED STATES COAST
GUARD (WHEN OPERATING AS A
SERVICE IN THE NAVY)

covers the 0600 article series.
The United States Coast Guard is normally a
component of the Department of Transportation;
however, upon declaration of war or when
directed by the President, the Coast Guard
operates as a component within the Department
of the Navy. This chapter assigns the duties of
the Commandant of the Coast Guard and outlines
the duties and responsibilities of the office of the
Commandant.

COMMANDERS IN CHIEF
AND OTHER COMMANDERS

covers the 0700 article series. This
chapter is divided into three sections. Section 1
describes the titles and duties of commanders.
Section 2 explains the organization of a staff and
the authority and responsibility of the staff
officers. Section 3 outlines the administration and
discipline of the staff of a commander or a
separate and detached command.

THE COMMANDING OFFICER
contains the 0800 article series. This

chapter is divided into three sections. Section 1
describes the general authority and responsibilities
of the commanding officer. Section 2 outlines the
additional responsibilities of commanding officers
afloat. Section 3, divided into two subsections,
covers special circumstances. Subsection A
concerns ships in naval stations and shipyards,
and subsection B contains regulations governing
prospective commanding officers.



0801. Applicability

The provisions of this chapter apply to
officers in charge (including petty officers when
so detailed) and those persons standing the
command duty.

0818. Publishing and Posting Orders and Regu-
lations

1. In accordance with Article 137 of
the Uniform Code of Military Justice, the
articles specifically enumerated therein
shall be carefully explained to each enlisted
person:

a. At the time of entrance on
active duty or within six days thereafter,

b. Again, after completion of six
months active duty; and

c. Again, upon the occasion of
each reenlistment.

2. A text of the articles specifically
enumerated in Article 137 of the Uniform
Code of Military Justice shall be posted in
a conspicuous place or places, readily ac-
cessible to all personnel of the command.

3. Instructions concerning the
Uniform Code of Military Justice and
appropriate articles of Navy Regulations
shall be included in the training and educa-
tional program of the command.

4. Such general orders, orders from
higher authority, and other matters which
the commanding officer considers of in-
terest to the personnel or profitable for
them to know shall be published to the
command as soon as practicable. Such
matters shall also be posted, in whole or
in part, in a conspicuous place or places
readily accessible to personnel of the
command.

5. Upon the request of any person on
active duty in the armed services, the
following publications shall be made
available for that person’s personal
examination:

a. A complete text of the Uniform
Code of Military Justice,

b. Manual for Courts-Martial,

c. Navy Regulations,

d. Manual of the Judge Advocate
General,

e. Marine Corps Manual (for
Marine Corps personnel),
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f. Naval Military Personnel Manual
(for Navy personnel) or Marine Corps Per-
sonnel Manual (for Marine Corps person-
nel).

THE SENIOR OFFICER PRESENT

covers the 0900 article series.
The chapter deals with the duties of both
the senior officer present afloat and ashore.
It defines eligibility for command at sea,
authority and responsibility, and authority
within separate commands within the command.
It discusses relations with diplomatic and
consular representatives and international treaties
and laws. It outlines the actions of U.S. naval
forces within a vicinity of other armed forces.
The remainder of the chapter deals with the
relationships of the senior officer present with
foreigners; readiness and safety of forces;
and general policies such as shore patrol,
leave and liberty, assistance to ships, aircraft
and persons in distress, and admiralty claims.

PRECEDENCE, AUTHORITY
AND COMMAND

[Chapter 10] contains the 1000 article series.
This chapter is divided into four sections. Section
1 describes the precedence of officers and defines
officers as line officers, staff officers, and
warrant officers. Section 2 explains the authority
of officers in the Navy. Section 3 describes the
detailing of officers and enlisted persons. Section
4 contains the regulations pertaining to succession
of command.

1020. Exercise of Authority

All persons in the naval service on active
duty, those on the retired list with pay,
and transferred members of the Fleet Reserve
and the Fleet Marine Corps Reserve are at
all times subject to naval authority. While
on active duty they may exercise authority
over all persons who are subordinate to
them. However, they may not exercise that
authority if on leave of absence, except as
noted in this article; on the sick list; taken
into custody; under arrest; suspended from
duty; in confinement; or otherwise incapable
of discharging their duties.



1021. Authority Over Subordinates

This article gives officers the authority
necessary to perform their duties.

1022. Delegation of Authority

The delegation of authority and issu-
ance of orders and instructions by a per-
son in the naval service shall not relieve
such person from any responsibility imposed
upon him or her. He or she shall ensure
that the delegated authority is properly
exercised and that his or her orders and
instructions are properly executed.

1023. Abuse of Authority

Persons in authority are forbidden to
injure their subordinates by tyrannical or
capricious conduct, or by abusive
language.

1024. Contradictory and Conflicting Orders

An enlisted person who receives an order
that annuls, suspends, or modifies one received
from another superior will immediately relate
that fact to the superior from whom the last
order was received. If, after receiving that
information, the superior from whom the last
order was received should insist upon the
execution of that order, the person must obey
it. The person receiving and executing such
order will report the circumstances as soon
as practicable to the superior from whom the
original order was received.

1033. Authority in a Boat

This article provides the senior line officer
eligible for command at sea the authority over all
persons embarked in a boat. It also delegates the
officer responsibility for the safety and manage-
ment of the boat.

1037. Authority of Warrant Officers, Noncom-
missioned Officers, and Petty Officers

Chief warrant officers, warrant of-
ficers, noncommissioned officers and petty
officers shall have, under their superiors,
all necessary authority for the proper per-
formance of their duties, and they shall be
obeyed accordingly.
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1038. Authority of a Sentry

A sentry, within the limits stated in his
or her orders, has authority over all per-
sons on his or her post.

1039. Authority of Juniors To Issue Orders to
Seniors

No member of the armed forces is
authorized by virtue of his or her rank
alone to give any order or grant any
privilege, permission, or liberty to any of-
ficer senior to him or her. A member is not
required to receive such order, privilege,
permission, or liberty from a junior, unless
such junior is at the time:

a. in command of the ship or other
command to which the senior is attached

b. in command or direction of the
military expedition or duty on which such
senior is serving

c. an executive officer executing an
order of the commanding officer

GENERAL REGULATIONS
Chapter 11 [contains the 1100 article series.

This chapter is divided into five sections. Section
1 covers the topic of administration of discipline.
Section 2 outlines the standards of conduct.
Section 3 contains regulations governing official
records. Section 4 explains the general duties of
individuals within the Navy. Section 5 defines the
rights and restrictions of persons in the naval
service.

1111. Pecuniary Dealings With Enlisted Persons

No officer should have any dealings involving
money with enlisted persons except as may be
required in the performance of the officer’'s
duties or as involved in the sale of personal
property. An officer may be designated by
superior authority to accept deposits from
enlisted personnel for the purpose of safe-
guarding these funds under emergency or
operational situations.

1112. Lending Money and Engaging in a Trade
or Business

Naval personnel are not permitted to lend
money to another member of the armed services
at an interest rate, for the period of the loan,



that exceeds 18 percent simple interest
per year. Personnel may not act as a
salesperson or an agent or engage in a
business on board without permission of
the commanding officer.

1115. Report of Fraud

Any suspicions of fraud, collusion, or
improper conduct in matters concerning supplies
and repairs should be reported to proper
authority.

1125. Inspection of the Record of a Person in
the Naval Service

A person’s naval record is maintained
by the Chief of Naval Personnel or the
Commandant of the Marine Corps. The record
must be available for inspection by that person
or an authorized agent designated in writing by
that person.

1130. Officer’s Duties Relative to Laws, Orders
and Regulations

All officers in the naval service will acquaint
themselves with and obey the laws, regulations,
and orders relating to the Department of the
Navy. They will also, as far as their authority
extends, enforce these laws, regulations, and
orders. They should faithfully and truthfully
discharge the duties of their office to the best
of their ability in conformance with existing orders
and regulations and their solemn profession
of the oath of office. In the absence of
instructions, they will act in conformity with
the policies and customs of the service to protect
the public interest.

1132. Compliance With Lawful Orders

All persons in the naval service are
required to obey readily and strictly, and
to execute promptly, the lawful orders of
their superiors.

1133. Language Reflecting on a Superior

Do not use language that diminishes
the confidence and respect due superior
officers.
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1134. Exchange of Duty

An assigned duty may not be changed
with another person (such as trading
watches) without permission from proper
authority.

1137. Obligation To Report Offenses

All offenses observed should be
reported to the proper authority.

1138. Responsibilities Concerning Marijuana,
Narcotics, and Other Controlled Substances

Personnel may not bring on board any naval
activity, or have in their possession at any
time, marijuana, narcotics, or any controlled
substances.

1143. Report of a Communicable Disease

Personnel should report any suspicions of
communicable disease to their medical represent-
ative.

1144. Immunization

Personnel must take the immunizations pre-
scribed for them as scheduled.

1145. Service Examinations

No persons in the Navy, without proper
authority, should have or attempt to have in their
possession, any examination papers, any part or
copy thereof, or any examination answer sheets.
They also will not obtain, sell, publish, give,
purchase, receive, or reproduce any of these
examination products.

1150. Redress of Wrong Committed by a
Superior

A person who believes a superior exercises
authority in an unjust or cruel manner or is
guilty of misconduct should submit a complaint
to his or her commanding officer.



1151. Direct Communication With the Com-
manding Officer

The right of any person in the naval service
to communicate with the commanding officer in
a proper manner, and at a proper time and place,
shall not be denied or restricted.

1154. Communications to the Congress

Personnel may not, in their official capacity,
apply to Congress for congressional action of
any kind or provide information requested by
Congress. The only exception to this regulation
is such communication as authorized by the
Secretary of the Navy or as provided by
law.

1155. Dealings With Members of Congress

All persons may write to their congressmen
on any subject as long as they do not violate
security regulations or the law.

1156. Forwarding Individual Requests

Requests from persons in the naval
service shall be acted upon promptly.
When addressed to higher authority,
requests shall be forwarded without delay.
The reason should be stated when a request
is not approved or recommended.

1157. Leave and Liberty

Leave and liberty will be granted to the
maximum extent practicable.

1158. Quality and Quantity of Rations

Meals served in the general mess will be
sampled regularly by an officer detailed by the
commanding officer. If the officer finds the
guality or quantity of the food unsatisfactory
or any member of the mess objects to the quality
or quantity of the food, the officer will notify the
commanding officer.
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1159. Possession of Weapons

Personnel may not have any weapons or
explosives in their possession without proper
authority.

1160. Possession of Government Property

Personnel will not possess, without permission,
any property of the United States except what is
needed in the performance of their duty.

1162. Alcoholic Beverages

The personal possession of any alcoholic
beverages aboard any ship is prohibited. The
transportation aboard ship of alcoholic beverages
for personal use ashore is authorized subject to
the discretion of, and under regulations established
by, the commanding officer.

FLAGS, PENNANTS, HONORS,
CEREMONIES, AND CUSTOMS

Chapter 12 covers the 1200 article series. This
chapter is divided into 10 sections and a listing
of tables pertinent to the 1200 article series.
Section 1 contains general regulations governing
honors. Section 2 outlines honors to national
anthems and national ensigns. Section 3 explains
hand salutes and other marks of respect. Section
4 pertains to gun salutes. Section 5 covers
passing honors. Section 6 contains regulations that
govern official visits and calls. Section 7 defines
formal occasions other than official visits.
Section 8 explains the display of flags and
pennants. Section 9 defines special ceremonies,
anniversaries, and solemnities. Section 10 addresses
deaths and funerals.

STANDARD ORGANIZATION AND
REGULATIONS OF THE U.S. NAVY

The Standard Organization and Regulations
of the U.S. Navy (SORN), OPNAVINST
3120.32B, provides regulations and guidance
governing the conduct of all members of the
Navy. This publication specifies duties and
responsibilities of personnel within a unit
organization—from the commanding officer
down to the messenger of the watch.



Failure to comply with the provisions of the
regulatory material in chapter 5 of the SORN is
punishable in accordance with the Uniform Code
of Military Justice ( UCMJ). Regulatory articles
are printed on large posters, which are posted in
conspicuous locations aboard naval units.

When the article itself is self-explanatory,
the article is presented in block quotation
exactly as stated in the SORN; no further
explanation is given. Articles that are lengthy
and, in some cases, difficult to interpret are
paraphrased to give you a brief overview of the
contents of the article.

UNIT ADMINISTRATION

covers the administration of a
unit and the limits of authority of personnel
in management positions. It also discusses
organizational theory and defines terms such as
unity of command, span of control, and
leadership.

100.1 Relationship to Other Guidance

The SORN issues regulations and standard
organizational requirements applicable to the
administration of naval units. Type commanders
or higher authority issues additional requirements
to supplement the Navywide guidance provided
by the SORN. Guidance is intended to assist
commanding officers in administering their unit
in the best possible manner.

142.2 Policy Guidance

The guidance provided by the SORN helps the
Navy set policies consistently. A complete policy
statement concerning the following items is
beyond the scope of this text. You should consult
the SORN for specific details. The following is
a brief look at Navy policies covered by the
SORN; consult the SORN for specific details
about each policy:

EXTRA MILITARY INSTRUCTION (EMI) —
This is instruction intended to correct a deficiency
of a person in a phase of military duty. General
guidelines are as follows:

® EMI will not normally be assigned for
more than 2 hours per day.
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EMI maybe assigned at a reasonable time
outside of normal working hours.

EMI will not be conducted over a period
that is longer than necessary to correct the
performance deficiency.

EMI should not be conducted on a
members sabbath.

EMI will not be used as a method of
depriving normal liberty. Normal liberty
may commence upon completion of EMI.

The authority to assign EMI rests with the
commanding officer. Normally, you may assign
EMI during working hours if the commanding
officer delegates the authority. However, the
commanding officer usually chooses not to
delegate the authority to assign EMI after
working hours; that limits your actions to
recommending EMI. Refer to the SORN and your
command regulations regarding assignment of
EML.

WITHHOLDING OF PRIVILEGES —Tem-
porary withholding of privileges is authorized as
an administrative measure to correct minor
infractions of military regulations or performance
deficiencies when punitive action is deemed in-
appropriate. Privileges that may be temporarily
withheld include special liberty, exchange of
duty, special pay, special command programs,
bases or ship libraries and movies, command
parking, and special services events.

PRIVILEGES CAN ONLY BE TEMPO-
RARILY WITHHELD BY THE PERSON WITH
THE AUTHORITY TO GRANT THE PRIVI-
LEGE —Your action should normally be limited
to a recommendation to the chain of command
to temporarily withhold a privilege. For further
guidance, consult the SORN and local regulations
concerning withholding of privileges.

EXTENSION OF WORKING HOURS —
Deprivation of normal liberty as punishment
except as specifically authorized by the UCMJ is
illegal. However, lawful deprivation of normal
liberty is authorized in certain situations such as
pretrial restraint or in a foreign country when such
action is deemed necessary. Working hours may
be extended for official functions, accomplish-
ment of essential work, or the achievement of the
currently required level of operational readiness.



You are expected to keep your superiors informed
when planning to direct your subordinates to work
beyond normal working hours.

CONTROL THROUGH RECOGNITION
OF PERFORMANCE —You have a basic respon-
sibility to recognize initiative and exemplary
performance of your subordinates. Give public
recognition when appropriate. Make the extra
effort to provide the following forms of
recognition:

® Award letters of commendation and
appreciation or recommend such for
signature of higher authority.

® |nitiate recommendation for higher
awards.

® |pitiate recommendations for sailor of the
month, quarter, year, force, fleet, and
Navy.

® Make recommendations for reenlistment,
assignment to training schools, and educa-
tion or advancement programs; document
exceptional performance in enlisted evalua-
tions.

STANDARD UNIT ORGANI1ZATION

covers the process and basis for a
standard unit organization. It includes require-
ments for shipboard divisions, aviation units, and
concepts of organization. Refer to the following
articles of[chapter 2|for an in-depth explanation:

230.  Promoting understanding of the organ-
ization

231.  Organizational charts
232.  Functional guides

THE UNIT ORGANIZATION

describes the responsibilities of the

various billets within an organization. Refer to
the following articles of[chapter 3| for an in-depth

explanation:

351.  Department duty officer

364.  Division leading chief petty officer
(LCPO)

365. Division damage control petty officer

366. Work center supervisor (other than
aviation units)

WATCH ORGANIZATION

describes the responsibilities of the
watches required for safe and proper operation

of a unit. Refer to the following articles of[chapter]
[4] for further information:

403. General duties of watch officers and
watch standers

404.  Watchstanding principles
405.  Orders to sentries

406.  Circumstances under which deadly
force may be used by security force
personnel

414.  Relieving the watch

420.  The deck and engineering logs
421.  The deck log

441.3 Officer of the deck in-port
441.7 Department duty officer
442.  Quarterdeck watches
443.  Security watches

444, Additional watches
REGULATIONS

Chapter 5 is an extension of Navy Regs that
provides greater coverage on general subjects
required for the smooth operation of a unit.

510.5 Armed Forces ldentification Cards and
Leave Papers

No person without proper authority shall:

a. Have in his/her possession more than
one properly validated Armed Forces lden-
tification Card.

b. Depart on liberty without his/her
own properly validated identification card;
or, in the case of leave, without his/her own
properly validated leave papers and iden-
tification card.



c. Have in his/her possession a false
or unauthorized identification card; or a
mutilated, erased, altered, or not properly
validated identification card; or an iden-
tification card bearing false or inaccurate
information concerning a name, grade,
service number, or date of birth.

d. Return from leave without
depositing his/her leave papers with the
proper authority. Any person returning
without an identification card shall report
the loss to the OOD in person.

510.7 Berthing

No person will:

a. Sleep in any spaces or use any bunk
or berth other than that to which assigned,
except as authorized by proper authority.

b. Sleep or lie on any bunk or berth
while clothed in dungarees or working
clothes or while wearing shoes.

¢. Smoke while sitting or lying on any
bunk or berth, or smoke in any berthing
space during the night hours between taps
and reveille.

d. Remove any mattress from any
bunk or place of stowage or place such
mattress on the deck or in any place other
than a bunk, except as authorized by
proper authority.

e. Create a disturbance or turn on any
white light in any berthing or living space
during the night hours between taps and
reveille, except as required to perform
assigned duties.

f. Fail to turn out of his/her bunk at
reveille, except when he/she is on the sick
list or authorized to late bunk.

g. Be authorized late bunk privileges
unless he/she has had a midwatch or made
a boat trip as a crew member after 2200
the previous day or is specifically author-
ized late bunk privileges by the Executive
Officer or Command Duty Officer. All
late bunk sleepers will turn out at 0700.

510.9 Card Games and Gambling

No person will:

a. Gamble for money with playing
cards, dice, or other apparatus or methods
on board naval units.
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b. Engage in any card games or other
games during prescribed working hours or
during the hours between taps and reveille,
or during divine services.

510.10 Civilian Clothing

You may wear civilian clothing based on the
following regulations unless the privilege has been
suspended.

® You are permitted to wear civilian clothing
when leaving or returning to a naval unit, awaiting
transportation to leave the unit, while on authorized
leave of absence, liberty, or in any off-duty status
on shore.

® Your dress and personal appearance must
be appropriate for the occasion and not bring
discredit on the naval service. Uniform items may
not be worn with civilian clothing except as
provided in U.S. Navy Uniform Regulations.

510.18 Emergency Equipment

NO PERSON shall use emergency
equipment for any purpose other than that
for which it is intended. Emergency equip-
ment includes items such as battle lanterns,
EMERGENCY FIRST AID boxes, shoring,
wrenches, life rings, equipment in life rafts
and boats, portable fire pumps, fire hoses,
and fuel for emergency machinery.

510.21 Government Property
No person shall:

a. Conceal or fail to report to proper
authority the loss, removal, destruction,
or damage of Government property en-
trusted to his/her care or custody.

b. Remove without proper authority
from its regular place of stowage or
location, for any purpose whatever, any
article of Government property, including
hull and damage control fittings, first aid
equipment, life saving and emergency
equipment, and stores and foodstuffs.

c. Have in his/her possession any
article of Government property except as
may be necessary for the performance of
his/her duty or as may be authorized by
proper authority.



510.22 Grooming and Personal Appearance

It is the responsibility of officers in com-
mand to ensure their personnel are neat
and well groomed at all times. (See U.S.
Navy Uniform Regulations, NAVPERS
15665G, for current standards.)

510.24 Hitchhiking

No naval personnel will, on a public
road, street, or highway, endeavor by
words, gestures, or otherwise to beg,
solicit, or hitchhike a ride in or on any
motor vehicle. Accepting rides at established
service personnel pickup stations is
authorized.

510.25 Indebtedness

Since indebtedness brings a discredit
to the naval service, debts shall not be
incurred when there is no reasonable
expectation of repaying them. The Com-
manding Officer's interest in the matter of
indebtedness of personnel attached to a
naval unit will be directed principally to
the establishment of facts so that corrective
or disciplinary measures may be taken.

510.32 Mess Gear

The removal of mess gear from the
mess decks is prohibited. The senior petty
officer in charge of the compartment in
which mess gear is found will ensure its
immediate return to the mess decks.

510.37 Outfits, Uniforms, and Clothing

No person will:

a. Wear frayed, torn, dirty, or other-
wise mutilated clothing.

b. Wear any article of clothing which
is not prescribed as a part of the uniform
of the day.

c. Wear any article of a naval uniform
in a manner that would bring discredit to
the naval service.

d. If that person is enlisted, have any
article of uniform clothing which is not
legibly marked with his/her name and/or
service number; or any article of clothing
or bedding marked with the name and/or
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service humber of another person which
has not been marked “DC” by the Chief
Master-At-Arms and recorded in the DC
clothing record book.

e. Sell, barter, exchange, lend, or give
away clothing, arms, military outfits, or
equipment furnished by the government.
No names, designs, or marks except the
number prescribed for official identifica-
tion will be placed on any foul weather
clothing or other equipment furnished by
the government.

f. Wear or have exposed upon the
uniform, articles such as watch chains,
fobs, pins, jewelry, handkerchiefs, combs,
cigars, cigarettes, pipes, or similar items,
except that tie clasp, cuff links, shirt studs,
and earrings will be worn as prescribed in
Uniform Regulations. Wearing of wrist
watches, identification bracelets, and
inconspicuous rings is permitted. No
eccentricities in dress will be permitted.

510.40 Personal Effects

The command and individuals have a
shared responsibility to safeguard the
personal property of members of the unit.

a. No person will maintain personal
belongings or other articles in any locker
closet, peacoat locker, or space other than
that regularly assigned to him/her or
authorized by proper authority to use.

b. Each person is responsible for
obtaining a lock and keeping his/her
locker locked at all times. Any evidence of
tampering with locks or unauthorized
entry into a personal locker will be
reported to the Chief Master-At-Arms
immediately.

¢. When any enlisted person on board
a naval unit is declared a deserter or
becomes mentally or physically incapaci-
tated to the extent that he/she can no
longer care for his/her personal effects,
they will be collected, inventoried, and
sealed by a division petty officer in the
presence of the division officer and a
master-at-arms and delivered to the Chief
Master-At-Arms for safekeeping and dis-
position in accordance with current
instructions. Only personnel designated
will handle or disturb in any way the
personal effects of another person.



d. The personal effects of an absent or
incapacitated officer will be inventoried
and packed by two officers designated by
the Executive Officer and will be delivered
to the supply office for safekeeping and
disposition per current instructions.

510.44 Photographic Equipment

No person shall:

a. Possess or introduce on board a
naval unit any camera or other photo-
graphic equipment capable of exposing a
photographic plate or film without
permission of the Commanding Officer or
his authorized representative.

b. Make photographs of a naval unit
or its equipment, or of objects from the
unit, without permission of the Com-
manding Officer, and then only of the
objects for which permission was specifi-
cally given.

¢. While on watch or duty as a sentry
or member of a patrol, knowingly permit
the introduction of any camera or photo-
graphic equipment on board a naval unit
unless such equipment is authorized by
the Commanding Officer or authorized
represent ative.

510.45 Plan of the Day

A plan of the day will be published
daily by the Executive Officer or an
authorized representative and will issue
such orders and directives as the Executive
Officer may issue. When the Executive
Officer is absent from the unit it will be
issued by the Command Duty Officer.

a. The Plan of the Day will be posted
on all department and division bulletin
boards.

b. All persons will read the Plan of the
Day each day. They are responsible for
obeying applicable orders contained
therein. In port, the Plan of the Day will
be read at quarters.

510.46 Profane Language

No person will use profane, obscene,
or vulgar words or gestures on board a
naval unit.
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Additional Regulatory Articles of Interest

The following is a list of regulatory articles
you should be familiar with:

510.47 Refuse, rubbish, trash, garbage,
hazardous waste, oils, and oily waste
disposal

510.48 Removal of equipment from ship

510.52 Safe combinations

510.54 Search and seizure

510.59 Smartness

510.61 Special clothing

510.68 Unauthorized articles

UNIT BILLS
provides the guidelines for estab-

lishing administrative, operational, emergency,
and special unit bills.

SAFETY

provides for a safety program and
covers the internal reporting of mishaps and
hazards.

TRAINING
[Chapter 8|establishes the elements and pro-

cedures for an effective training program,

SHIP MAINTENANCE
AND MODERNIZATION

explains the Ship Maintenance and
Modernization program aimed at providing the
maximum operational availability to fleet
commanders.

UNIT DIRECTIVES SYSTEM
Chapter 10|sets forth and explains the pro-

cedures and purpose of the unit directives system
the Navy uses to communicate plans and policies
throughout the Navy.



STATUS OF FORCES AGREEMENTS

Many persons are under the impression that
because they are attached to a ship visiting a
foreign port, they are immune from jurisdiction
of the local government. That is true as long as
they remain aboard or go ashore only on official
business. When they go ashore on liberty,
however, they are subject to the jurisdiction of
the foreign sovereign for any infractions of the
law, whether criminal or civil. The Department
of Defense protects your rights as much as
possible if you are brought to criminal trial by
foreign courts. To be allowed to protect your
rights, the United States entered into agreements
with several of our allied countries. The
agreements are called the Status of Forces
Agreements (SOFAS).

A Status of Forces Agreement contains a
complex package of treaties, protocol, and
executive agreements between the United States
and the individual country involved. It defines the
rights and duties of U. S. service personnel, civilian
components, and their dependents while they are
stationed in that foreign country.

The agreements are by no means identical in
all countries. To a large measure, the differences
in agreements resulted from the contrasting
political realities that faced the negotiators of
different countries.

PURPOSE OF SOFA

The main purpose of SOFAs is to clearly
define the status of one country’s military
personnel stationed in the territory of another.
The SOFAs say, in part, that the country we are
visiting will give up some jurisdiction to the
visiting country in some criminal and civil cases.
Some topics covered by the Status of Forces
Agreements are as follows:

® Freedom of troop movements within the
host country

Passport requirements
Criminal jurisdiction

Taxes

Imposition of customs duties

Regulations covering driver's license

Exchange privileges
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The development of a collective defense in
peacetime requires that forces of various countries
be stationed in the territory of other treaty
countries. Those forces form an integrated force
for the defense of those countries involved. The
forces must be free to move from one country to
another under the demands of strategy. There-
fore, uniformity of arrangements and procedures
governing the status of such forces in countries
other than their own and their relationship to the
civilian authorities is essential. The Status of
Forces Agreements, accordingly, try to regulate
that relationship in two ways. First, they
guarantee the armed forces adequate legal
protection without infringing on the authority of
the military command. Second, they fully
recognize the peacetime rights and responsibilities
of the civilian authorities in the host countries.

The United States must receive consent from
the host country to station troops on that foreign
soil. We must also agree to the conditions under
which our troops may remain.

The original intent of the Status of Forces
Agreements by the United States was to get the
most favorable conditions from the host country
for our own forces.

The agreements apply to personnel belonging
to the land, sea, and air armed forces, as well as
civilian personnel accompanying an armed force.
Article Il of the NATO Status of Forces Agree-
ment sets forth the basic principle to be observed
by any force in a country other than its own:

It is the duty of a force and its civilian
component and the members thereof as
well as their dependents to respect the law
of the receiving State, and to abstain from
any activity inconsistent with the spirit of
the present Agreement, and in particular,
from any political activity in the receiving
State. It is also the duty of the sending
State to take necessary measures to that
end.

DEVELOPMENT OF SOFA

Why does the United States station large
contingents of forces in foreign countries, and
why does the status of these forces have to be
defined by agreements?

The United States has accepted the fact that
the only true security available in this modern
world is collective security. Congress has
demonstrated time and again its recognition of
this proposition. We have entered into alliances



with many countries throughout the world, not
just to protect other nations, but to protect
ourselves. Our NATO allies have raised sizable
military forces. They are producing military
equipment and supplies in significant quantities.
They provide many important ports and bases for
common defense. They are supplying more
military power to supplement and reinforce
American defense efforts than we can find
anywhere else in the world. NATO represents our
first line of defense; the degree of its effectiveness
has a tremendous impact upon the dependability
of our own national defense system.

As part of our contribution to the NATO
partnership, we have stationed a large number of
United States military forces in Europe. While
those forces are a minority of the total, their
presence is indispensable to NATO. In political
and psychological terms, they represent a body
of trained and skilled persons for which no
substitution from European sources is practical.
They operate ports and air bases and other
technical facilities that are vital to effective
defense in modern warfare. Our allies want these
troops to stay in Europe. We recognize the need
to have them there. They are part of an overall
pattern of defense that could not be disrupted
without injury to the entire structure.

The important point for us to remember is that
American troops are not in Europe as a favor to
our allies. They are there because we know we can
get more total protection by combining our
strength with that of other nations than by
standing alone. They are there because we want
to prevent war altogether—to stop it before it
starts. If war comes despite our best efforts to
prevent it, those military forces are in the place
where they can do the most good—where they can
help to halt an enemy attack and to retaliate with
immediate effect. No credit is given today to the
idea that American armed forces can best protect
American citizens by staying at home and waiting
for an enemy to strike the United States.

JURISDICTIONAL ARRANGEMENTS

In peacetime, before 1939, many troops were
stationed in colonies and territories of their own
countries, but military forces were not stationed
in sovereign foreign countries on a large scale.

During World War Il, unprecedented numbers
of military persons were stationed in foreign
countries, particularly those of the Western
powers; but jurisdiction over their alleged
criminal offenses seemed relatively unimportant
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to hard-pressed nations. For example, when the
fate of Britain was at stake, England was in no
position to argue over criminal jurisdiction; and
when a sending state, such as the United States,
insisted on exclusive jurisdiction over all criminal
offenses of its forces and accompanying civilians,
Britain quickly agreed. The same has been true
in other countries.

After the war, large numbers of United States
military forces remained in foreign countries. At
first, they remained as occupying forces. Later,
with the permission of the foreign governments,
they remained while these countries recovered,
economically and politically, from the aftereffects
of the war. Once these countries regained their
independence and sovereignty, the United States
no longer could claim it was entitled to exclusive
jurisdiction over the members of our own-armed
forces.

Today, a basic principle of international law
is that a country has a right to try all offenders
for crimes committed within its territory. There
are a few exceptions to that rule, the best known
one being the immunity of diplomatic personnel
from the jurisdiction of the host country. Some
other exceptions are based on special treaties and
agreements.

We object to trial of United States personnel
in foreign courts. We feel that a member of our
forces, tried in a foreign court under a different
legal system and in a language he or she may not
understand, might not receive a fair trial.

The purpose of the Status of Forces Agree-
ments is not to grant jurisdiction to foreign courts
over cases not normally under their jurisdiction.
On the contrary, in some cases the objective of
the agreement is to gain the same right of
jurisdiction as the foreign court. This equal right
of jurisdiction is called concurrent jurisdiction.
In other cases, the objective of the agreement is
to acquire waiver of jurisdiction by the foreign
court.

Most countries generally yield jurisdiction to
our military courts because of the Status of Forces
Agreements. Therefore, we cannot object too
strongly to the trial of those Americans who have
committed offenses which that country believes
should be under their jurisdiction. We cannot
expect to gain concessions to criminal jurisdiction
within a foreign country nor to obtain guarantees
beyond those available to the citizens of that
country.

Military commanders of overseas commands
have reported that the jurisdictional arrangements
in the countries under their responsibility have



worked well in practice. They have had no adverse
effect upon the military mission of the armed
forces or the morale and discipline of its members.
PUNISHMENTS IMPOSED

When we hear the term Status of Forces
Agreements, many of us think of the trial of our
military personnel by foreign courts for crimes
committed overseas. That association of thought
is natural. Criminal jurisdiction is one of the most
important aspects of the Status of Forces
Agreements, and certainly the one that has always
received the most publicity. Each publicized report
of an American service member being tried for
a serious crime by a foreign court brings public
outcry from Americans. Most Americans believe
the offender should be tried by United States
military authorities.

Comparisons have shown that normally a
sentence imposed by a foreign court has been
extremely lenient. There have been no instances
of cruel or unusual punishment. If you consider
the large number of United States personnel
stationed overseas and the small number of
persons confined in foreign jails at any one time,
you can see that the number confined is minimal.
In all but the most serious offenses, confinement
is suspended and the offender is returned to the
United States for reassignment or discharge.

CONFINEMENT AND CUSTODY

Equally lenient has been the attitude of the
foreign governments with regard to confinement
and custody. Most SOFAs provide that the United
States military authorities may retain custody of
an accused military member until all judicial
proceedings, including the appeal, have been
completed. If a person is eventually sentenced to
confinement in a foreign prison, American
authorities are permitted frequent visits to ensure
the person is being well treated. In addition, the
person is allowed to receive health-benefitting
items, items of comfort, and food items
considered a necessary part of an American's diet.

RIGHTS OF SERVICE MEMBERS

The Department of Defense protects to the
maximum extent possible the rights of American
personnel who may be subject to trial by foreign
courts and imprisonment in foreign prisons. One
of the most significant safeguards afforded a
military member is the right of the United States
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to have an official observer (legal representative)
at the trial. (The legal representative’s duty is to
determine whether the accused military member
received all the rights guaranteed by the Status
of Forces Agreement.) The legal representative
also determines if the member received all other
rights of due process of law that the person would
have had if tried in a U.S. state court.

A military member tried in a foreign court has
one significant advantage over fellow military
members facing trial in the United States.
Congress has passed legislation that allows the
armed services to pay attorney fees and court costs
as well as to provide bail in appropriate cases. The
Department of Defense has liberally followed that
statute, and large numbers of military members
have taken advantage of its provisions.

When you are in a foreign port, remember you
are a guest in that country and are subject to
that country’s laws and legal procedures. Also
remember that whatever privileges service
members possess, as compared with ordinary
visitors or tourists in that country, they possess
them only by special consent oft he host country.
Because of the host country's special consent, you
are allowed to drive in that country based on your
U.S. driver’s license. You do not have to pay
customs duty or taxes when bringing household
goods and personal belongings, including your
car, into the host country. You are allowed to
enter and leave the country on military orders
alone without a passport or visa.

Remember that as a guest in a foreign country,
you are subject to that country’s criminal laws and
procedures. If you violate those laws, you may
find yourself on trial before a foreign court.
Only by the consent of the host country can you
be tried by the courts of your own service for
offenses committed on foreign soil. That is
permitted only because of the Status of Forces
Agreements, not as a matter of absolute right.

SUMMARY

The preliminary inquiry is an important part
of the premast procedure. You are an impartial
investigator and should seek to find all the
relevant facts of the case. Your job is to provide
the commanding officer with all the information
so that he or she can make a decision concerning
the accused.

United States Navy Regulations, 1990
describes the procedures, authority, and com-
mand of offices within the Department of the



Navy. It also discusses honors and ceremonies,
the rights and responsibilities of persons in
the Navy, and the purpose and force of the
regulations.

Standard Organization and Regulations of the
U.S. Navy contains regulations to supplement
Navy Regs and provides standard administrative
and organizational guidelines for naval units. The
regulations and guidelines are designed to increase
the organizational and administrative effectiveness
of naval units.

Status of Forces Agreements clearly define
the status of one country’'s military personnel
stationed in the territory of another country. The
host country usually gives up some jurisdiction
to the visiting country in some criminal and civil
cases.
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CHAPTER 3

LEADERSHIP

LEARNING OBJECTIVES

Upon completion of this chapter, you should be able to do the following:

1. Describe how to apply sound leadership
practices to managerial abilities.

2. Interpret command or departmental instruc-
tions and documents used to formulate
division work requirements.

3. Analyze division material and personnel
readiness.

This chapter addresses the topics of leadership
and management. The chapter should provide you
with an introduction to the fundamentals of
leadership and management required at the chief
petty officer level. Topics covered in this chapter
include effective management, leadership, personal
characteristics, and Total Quality Management
(TQM). An in-depth discussion of the topics
presented in this chapter is beyond the scope of
this text. However, Management Fundamentals:

SET VISION/GOALS

DETERMINE REQUIREMENTS
TO MEET GOALS

4. Identify the steps necessary to monitor the
progress of overall division work efforts.

5. ldentify the methods used to determine
division timelines.

6. ldentify the methods used to monitor the
assignment of division personnel.

A Guide for Senior and Master Chief Petty
Officers, NAVEDTRA 10049, gives an excellent
general overview of leadership and management
fundamentals used by chief petty officers.

SUPERVISORY RESPONSIBILITIES

Within the formal Navy management structure,
management begins at the chief petty officer level
(fig. 3-1). Top-level management is composed of

TOP

MANAGEMENT \ CO/XO AND ABOVE

D.0. - SETS DIVISION GOQALS
CPO - SUPERVISES GOAL COMPLETION

OPERATING PERSONNEL
COMPLETE GOAL/TASK

MIDDLE

MANAGEMENT DEPARTMENT HEADS
OPERATING

MANAGEMENT DIVISION OFFICER/CPO
OPERATING

PERSONNEL LPO AND BELOW

Figure 3-1-Levels of management.



executive officers and above. Those officers are
responsible for setting the direction and vision of
the command. In short, they set the major goals
the command is to accomplish.

Middle management is composed of department
heads. The department heads determine which
elements of their department are required to meet
each of the specific goals set by upper manage-
ment. Department heads also assist in coordinating
action between their divisions or interaction with
other departments.

Operating-level management is composed of
division officers and chief petty officers. Personnel
at that level are responsible for fulfilling the super-
visory function of management. The operating
level of management is responsible for taking the
goals and determining a plan of action to
accomplish the goals. The operating level is also
responsible for ensuring the workers accomplish
the goals in a timely manner. The elements of
management chief petty officers are involved in
include planning, staffing, controlling, organizing,
and leading.

PLANS

Plans are methods devised to achieve a goal.
They are like road maps—they set the course the
command will follow. All levels of management
are involved in one type of planning or another.
At the chief petty officer level, you will probably
be involved in only one type of planning.

All plans fall into one of three general groups:
strategic plans, standing plans, and single-use
plans. Although you will normally be involved in
single-use plans, understanding all levels of
planning will help you meet your planning require-
ments.

Strategic Plans

Strategic plans involve activities that will take
place in 2 to 5 years. The type commander
(TYCOM) or higher authority uses the strategic
plans of an organization to set its organizational
mission and objectives. The commanding officer
may set additional organizational objectives such
as receiving the Golden Anchor Award or pass-
ing the operational propulsion plant examination
(OPPE) with no discrepancies.

ORGANIZATIONAL MISSION. —The
organizational mission states the intended purpose
of the command. The Ship’'s/Command’s
Organization and Regulation Manual (SORM)
contains the organizational mission.
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ORGANIZATIONAL OBJECTIVES.
Organizational objectives are long-range objec-
tives. They serve as the goals for management in
achieving the organizational mission. The type
commander or squadron-level commanders set
organizational objectives. You can find those
objectives in your command’'s five-year plan,
yearly schedule, and quarterly schedule. Examples
of organizational objectives are the board of
inspection and survey (INSURV), the operational
propulsion plant examination (OPPE), the
operational readiness inspection (ORI), and
deployment schedules.

You can use those long-range objectives to
assist you in planning your work center objectives.
An example of a work center objective is preparing
for an upcoming board of inspection and survey
(INSURV) visit.

As a work center supervisor, you will probably
discover an upcoming inspection the month before
it occurs. You could, however, find out the
approximate date of the inspection 2 or more
years in advance so that you could begin correcting
or documenting discrepancies. That type of planning
eliminates crisis management.

Standing Plans

Standing plans are those the Navy uses for
recurring or long-range activities. They include
United States Navy Regulations, 1990 (Navy
Regs), Standard Organization and Regulations of
the U.S. Navy (SORN), SORM, SECNAYV
instructions, OPNAYV instructions, captain’s night
orders, technical manuals, and so forth. Chief
petty officers use standing plans to determine
routine work requirements within the division or
work center.

POLICIES. —Policies are broad general
statements of expected behavior. You should
become familiar with the command policies stated
in the SORM. You could be tasked with helping
the division officer develop divisional policies.
Divisional policies involve areas such as the com-
mand sponsor program, extra military instruction
(EMI), extension of work hours, and routing of
request chits. As a general rule, your division will
already have division and command policy state-
ments; your job is to ensure your subordinates
carry out those policies.

PROCEDURES. —Procedures are detailed
standing plans. Procedures define the exact steps
in sequence personnel should take to achieve the



organizational objective. Examples are an
electrical tag-out procedure, a maintenance
requirement card (MRC), or a command check-
in/out sheet. Ensure personnel comply with your
division’s established procedures, and submit
requests for correction whenever a procedure
becomes outdated or is in error.

RULES AND REGULATIONS. —Rules and
regulations are standing plans that specifically
state what personnel can and cannot do in a given
circumstance. Commands use them to ensure
personnel adhere to policy. Navy Regs, SORN,
and command regulations fall into this category.

Although you should enforce rules and regula-
tions, you don't have to place everyone who
violates a rule or regulation on report. As a chief
petty officer, you have some latitude in applying
corrective measures, depending on the severity of
the infraction.

Single-Use Plans

Single-use plans are those used for short-range
nonrecurring activities. You should excel in this
area of planning. Make short-range planning a
part of your daily activity. Use strategic plans and
standing plans to determine short-range planning
requirements. Short-range plans should include
monthly, weekly, and daily plans. Types of single-
use plans you will develop include programs,
projects, and budgets.

PROGRAMS. —Programs are single-use plans
that state a specific goal and give the major steps,
the timing of those steps, and the resources
required to meet the stated goal. Examples of
programs include the Personal Excellence Program,
the National Apprenticeship Program, and the
Overseas Duty Support Program.

PROJECTS. —Projects are the separate tasks
you must plan to meet program goals. When you
make plans to paint divisional spaces, you are
planning a project required to meet the goals of
the Habitability Program. When you fill out a
training schedule, you are planning a project
required to meet the goals of your command training
program.

Become familiar with the Navy's programs.
Doing so can help you to lead and manage your
work center more efficiently because you will be
aware of what is expected of you. You will also
have steps to follow in reaching program goals.
You can then devise projects to meet those goals,

BUDGETS. —Budgets are planned revenue
and expenditures of money, time, personnel,
equipment, and so forth, expressed in numerical
terms, usually by category and over a period of
time. Most people think of budgets only in relation
to money. You should think of a budget as a
detailed plan of how you will use all of your
resources,

When you plan a project, make a budget of
the time allowed, the personnel assigned, and the
material resources and funding required.

MANAGEMENT BY OBJECTIVES

Management by objectives (MBO) is a fancy
term for the type of management most commands
use. MBO means supervisors and subordinates
take part in setting overall goals for the organiza-
tion. Each individual has a responsibility for
meeting a major area of the goal. The command
expresses that responsibility as those steps it
expects individuals to take in meeting those goals.
The command then uses those expectations as a
measuring device to gauge the successful
completion of the job.

The Navy Leader Development Program
(NAVLEAD) is based on MBO. It teaches Navy
leaders to set goals. The leaders use management
and supervisory skills, outlined later in this
chapter, to achieve desired results in the work
center or division.

Objectives

The purpose of MBO is to set clearly defined
goals that all participants can easily understand.
MBO helps managers plan, define jobs, motivate
subordinates, interact with subordinates, evaluate
worker performance, and link command objectives
to division or work center objectives.

Basic Principles

MBO is based on two basic principles. The
first is that if you get people committed to a goal,
they are more willing to work toward that goal.
The second is that if you allow people to set the
goal, they will do everything possible to achieve
that goal.

As a manager, your first job is to get people
committed to a goal through joint decision
making. When done correctly, your subordinates
will have a personal interest in accomplishing the
goal. The goal will no longer be just what the chief
wants to do, but what your subordinates told you



they were capable of accomplishing. At that point
the goal has become the personal goal of your
subordinates.

Your second job is to work with your
subordinates to set a goal. Goals should be
realistic and attainable. When subordinates
participate in goal setting, they help to set the
standards and criteria you will use to evaluate their
performance in reaching that goal.

Advantages and Disadvantages

MBO provides some advantages over other
types of management styles. It involves subor-
dinates in setting goals, forces leaders to focus on
important objectives, increases communication,
and establishes measurable performance goals.

However, MBO also has some disadvantages.
An organization can use it only in certain
situations. It requires more time to use, increases
paperwork, and may overlook objectives that
cannot be measured. In addition, MBO will work
only if top leaders support it and people
communicate as required. When leaders don't
support MBO, the disadvantages can cripple an
organization.

DETERMINING WORK
REQUIREMENTS AND
SETTING PRIORITIES

One of the most difficult and often overlooked
jobs of the chief petty officer is to determine
divisional work requirements and priorities. You
will find the work requirements in your division’s
strategic plans, rules and regulations, and single-
use plans. Once you have determined the require-
ments, you must determine the tasks needed to
complete them. Then you will set priorities based
on the order in which the division needs to
complete each task.

Determining Work Requirements

To determine work requirements, you need a
starting point to establish what your division is
presently accomplishing (the real situation) in
relation to what the division should be accom-
plishing (the ideal situation).

The work requirements your division should
be accomplishing are outlined in your command’s
strategic, standing, and single-use plans. You
should compare these work requirements to what
your division is currently accomplishing. You may
find your division is not following the work

requirements outlined in your command’s various
plans. In this case, you need to revise the
division work requirements to conform to the
command’s plans. Or you may find your division
has the correct work requirements, but the goals
for those requirements are not being met. In this
case, you need to revise the division’s goals for
accomplishing the work requirements.

The real-ideal model[(fig. 3-2) is a flow chart
you can use in setting new goals for your division’s
work requirements. The exact sequence of setting
goals for work requirements should be done in
the following order:

Recognize the real situation in your
division.

Review strategic, standing, and single-use
plans to determine the ideal situation for
your division.

RECOGNITION VIEW OF
OF REAL (th;DE:; it

th it is)

(the way it is should be)

Y

IDENTIFY
DISCREPANCY

y

IDENTIFY NEED
FOR CHANGE

Y

MAKE A
COMMITMENT
TO CHANGE

Y

SET/CHANGE
GOALS

y

DEVELOP AND
IMPLEMENT

ACTION DI AR
AL TIUN FLAN

Figure 3-2.tReal-ideal model.



b Identify the differences between the real

and ideal situation.

®  Determine if the gap between the real and
ideal is large enough to require corrective
measures.

®  Make a commitment to change if so
required.

® et the goals for accomplishing the change.

e Develop a single-use plan to implement the
change.

After your goals for the work requirements
are set, you should review them to ensure they
will be effective. Effective goals for work require-
ments should meet four criteria:

1. Be behavior specific—specify the necessary
action to take

2. Be measurable—specify criteria or check-
points for accomplishing the goal

3. Be realistic but challenging—test your
ability, but have at least a 50-percent
chance of being attained

4. Be time-phased—provide a time schedule
or deadline for reaching the goal

Priorities

You should now have determined your
division or work center work requirements by
using the real-ideal model. The next step is to
prioritize the work requirements. To determine
priorities, ask the question What is the purpose
of my division? Then use the answer to this
guestion to set your number one priority.

Next, at the top of a sheet of paper, write two
headings: ROUTINE and NONROUTINE. In the
routine column, list tasks that take place on a
recurring basis. In the nonroutine column, list
tasks that do not occur often and need your
special attention. Within each column, label each
task Important, Urgent, or Important/Urgent as
appropriate. Important/urgent tasks require
immediate attention; do those first. Do the Urgent
tasks next and the Important tasks last. Some
tasks may not fit any of the categories; do those
tasks when you have time.

You have now divided all tasks into two
columns and prioritized them. Which tasks do you
do? You do only those which require your special
skills. Delegate the tasks in the routine column
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to subordinates. Delegate those in the nonroutine
column if possible; however, monitor job progress
closely.

Ensure you have trained your subordinates
before delegating any work to them. When you
delegate work, let your subordinates know you
are available to help with any problems.

STRENGTHS, WEAKNESSES,
OPPORTUNITIES, AND THREATS
(SWOT)

You can use the strengths, weaknesses,
opportunities, and threats (SWOT) analysis to
help you determine the needs of the division. The
objective of the SWOT analysis is to help you
identify those areas in which the division (1) needs
improvement (2) has available opportunities and
(3) must overcome certain obstacles.

To perform a SWOT analysis, first take an
objective look at your division. Make a list of its
strengths. Those are the areas in which the
division does a good job. Second, make a list of
the division’s weaknesses. Those are the areas in
which the division needs to improve. Third, make
a list of opportunities. Those are areas that could
help the division, such as unfilled school quotas,
surplus supply funds, personnel due to report, and
maintenance availabilities. Last, make a list of
threats. Those could be upcoming inspections,
personnel losses, and cuts in funding. Perform the
SWOT analysis before the beginning of each
quarter, and then use it in developing your short-
range plans.

STAFF

Every job the Navy has requires people. Each
person is important to the overall mission of the
Navy. Therefore, the staffing of personnel is an
important part of your job. In determining
personnel needs and qualifications to keep your
division running smoothly, remember that people
are your most important resource.

Personnel Needs

You will assist the division officer in reviewing
the ship manning document to determine future
manning requirements. Since your command may
periodically request additional billets to cover
personnel shortages, be sure to document your
division’s personnel requirements to justify those
requests.



Additionally, you may be required to solicit
or provide additional manpower from or to other
divisions to accomplish assigned tasks. Careful
planning and cooperation with other divisions can
result in benefits for both divisions. Never ask
for more people than you need, but be sure you
have enough people on hand to meet special
requirements.

Personnel Qualifications

You need more than just people to accomplish
tasks—you need qualified people. Review
personnel qualifications to ensure you assign
qualified people to do jobs. When people are not
qualified, assign a qualified person to help them
in task accomplishment.

When reviewing personnel qualifications,
make sure their service records document those
qualifications. A person is not qualified until the
required entries have been made in his or her
service record. Don't put yourself in the position
of having to endure a mishap investigation
because your people were unqualified.

CONTROLLING

Controlling is another term for monitoring.
Control ensures the Navy and your command,
department, and division meet their goals. You
must use different types of control to maintain
stability within your division.

Feedforward

Feedforward control is a way of trying to
anticipate problems and make adjustments before
the problems occur. You try to foresee possible
problems and apply a solution to prevent them
from occurring. The planned maintenance system
(PMS) used aboard ship is an example of feed-
forward control.

Concurrent

Concurrent control involves making changes
while an event is taking place. You constantly
make little changes to keep your division moving
toward your stated goal. An example of this type
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of control is when the officer of the deck
(OOD) makes course changes during navigation
detail.

Feedback

Feedback involves making corrections after an
event has happened. You monitor the event and
then evaluate how to improve the outcome the
next time. Examples of this type of control
include performance evaluations, inspections, and
captain’'s mast.

Inventory Control

The Navy supply system is designed to be an
effective inventory control system when used
correctly. However, most supervisors often
overlook inventory control until they go to
supply to request a part. Make sure you perform
inventory control by monitoring division supplies.
Ensure your coordinated shipboard allowance list
(COSAL) is current and that supply has all the
spare parts or required supplies listed in your
COSAL inventory.

Quality Control

Quality control is a method of ensuring that
your customers receive a product that meets
performance expectations. Your customers are
divisions or departments that use your division’s
work output. Your customers also include other
commands and the American taxpayer. A basic
quality control system involves some or all of the
following measures:

® Setting standards so that quality goals can
be established and then measuring or
evaluating those goals

Inspecting and comparing materials, parts,
and services to a set standard

Using statistics to measure deviation and
determine if quality is within set standards

Using measurements or inspections to
evaluate or compare actual quality to
division goals for quality



FEEDFORWARD QUALITY CONTROL. —
Feedforward control, when used as a quality
control device, is an inspection of the raw
input for defects. An example is when you
check parts received from supply to ensure
they are of the correct type and number
and are free of defects. If you find a problem,
you should try to determine where it occurred.
Did your division order the wrong part,
wrong quantity of parts, or wrong style
of part? Does the supply system have a
quality control problem that should be iden-
tified and passed on to higher authority for
action?

CONCURRENT QUALITY CONTROL. —
Concurrent control, as a quality control device,
uses inspections to identify potential defects
while the work is taking place. An example is
when you inspect surfaces to be painted before
painting.

FEEDBACK QUALITY CONTROL. —Feed-
back, when used as a quality control device,
occurs after the task has been completed. This
technique is useful to improve future quality.
However, if you omit feedforward and concurrent
control and only rely on feedback, many tasks
may require complete rework because of problems
in quality.

STATISTICAL ANALYSIS. —When the
number of items produced is too large for an
inspection of each item, statistical analysis
is used. Random samples are taken and
measured against the stated quality goal.
If the samples fail to meet expectations,
then the entire batch or lot could have
failed to meet quality goals. An example is
a periodic planned maintenance system inspection
by the type commander (TYCOM). TYCOM
might make random maintenance inspections
and use the results to form conclusions about
overall maintenance within the command.

QUALITY CIRCLES. —Quality circles consist
of small groups of workers within each division
who look for ways to reduce defects, rework, and
equipment downtime. The workers also make
recommendations concerning morale, working
conditions, and worker recognition for superior
performance.
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ZERO DEFECTS. —Zero defects is a type of
guality control that is based on the theory of
doing the job right the first time. Supervisors
encourage workers to stop work to seek a solution
when they identify a problem and to suggest
methods of improvement. Supervisors follow up
on suggestions and put into effect those which are
feasible. Workers who practice this type of
control save time because they do not have to
rework a task.

Measurable and Nonmeasurable Control

To achieve control, you can use two methods:
(1) measurable and (2) nonmeasurable.

MEASURABLE CONTROL. —You can use
measurable control to determine the quality and
quantity of the work output. This method of
control involves the use of specific information
and measurements, such as budgets, audits or
inspections, Gantt charts, and performance
evaluation and review techniques (PERT).

NONMEASURABLE. —You can use non-
measurable control to measure overall division
performance while performing other functions
such as planning, staffing, organizing, and
leading. You can also use it to control the attitudes
and performance of workers. This method of
control involves the use of techniques such
as discussions with workers, oral or written
reports, performance evaluations, inspections,
and observations of work.

TYPES OF MEASURABLE CONTROL. —
Most of the nonmeasurable controls are built
into the Navy system or are self-explanatory. We
will limit this discussion to the measurable
methods of control most people may not be
familiar with. These methods are the plan of
action and milestones, Gantt chart, program
evaluation and review technique (PERT), and
critical path method (CPM).

Plan of Action and Milestones. —A plan of
action and milestones (POA&M) could be
considered a budgetary type of control. You use
the POA&M to budget time, personnel, and
resources necessary to complete a task. The basic
POA&M defines the job to be done, resources
required, steps to be taken, and progress expected
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PLAN OF ACTION AND MILESTONES

OVERALL RESPONSIBILITY

(N

e

ME)

START DATE

REVIEW DATE

REVIEW DATE

REVIEW DATE

COMPLETION

ACTION STEPS/

TASKS DATE DATE
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Figure 3-3:-Sample Plan of Action and Milestones (POA&M).

at specified times (see_figure 3-3]1for a sample
POA&M). The POA&M is commonly used in

commands throughout the Navy.

Gantt Chart. —The Gantt chart shows planned
and accomplished work in relation to each other
and in relation to time. The Navy uses it as the
basis for more complicated charts, such as PERT
and CPM. You will find the Gantt chart
particularly useful in planning and controlling
operational-level tasks.
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The side of the chart indicates work output,
and the top of the chart is divided into units of
time. Refer td figure 3-4] The left side of the chart
lists tasks to be completed. The top of the chart
shows the time allotted for task completion. The
unshaded bars represent the time allowed for each
individual task. The solid bar represents how
much of each task has been completed.

Program Evaluation and Review Technique. —
The Navy developed the program evaluation and
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Figure 3-4.:Sample Gantt chart.

review technique (PERT) while constructing the
Polaris fleet ballistic missile. It focuses on key
points and steps that may present potential
problems. You will find PERT helpful when
scheduling complicated nonrepetitive tasks and as
a device to evaluate and report progress.

The PERT uses a line chart to show the
relationship of tasks and the time required to
complete each task. The chart contains lines and
nodes (circles) that represent the start and
completion of tasks.

When using the PERT, you apply a mathe-
matical formula instead of guesswork to figure
the time needed to perform a task. You need three
time estimates to complete the formula. First,
estimate an optimistic time (T,) based on a
minimum of difficulties that could occur. Second,
estimate a pessimistic time (T, based on the
maximum difficulties that could occur. Third,
estimate a normal completion time (T,) based on
the average time you could expect to complete the
task. The formula for figuring estimated PERT
time (T, is as follows:

_To + T, + @T,

T, p
To construct a PERT network, follow the six
basic steps applied to all PERT projects. First,
identify the component task you will perform.
Second, define the order in which you need to

complete the component task. Third, analyze and
estimate the time required to complete each
component task and for the entire project.
Fourth, find the critical path. The critical path
is the longest path from the beginning component
task to the ending component task. Fifth, look
for ways to improve the project though modifica-
tions. Sixth, control the project. See[ figure 3-5|
for a sample PERT chart.

Critical Path Method. —The critical path
method (CPM) is very similar to the PERT. The
major difference is the PERT focuses on time
without regard to cost. The CPM focuses on both
time and cost. The CPM and PERT have three
major differences. First, the CPM only requires
a one-time estimate. Second, the CPM includes
a cost estimate as well as normal and crisis time
estimates. Third, the CPM is based on the
assumption that you have at least some experience
with the work needed to complete each component
task.

Elements of Effective Control

Control systems such as quality control or
inventory control need certain elements to be
effective: controlled work activities, timeliness,
effectiveness, accuracy, and acceptance. These
elements of control influence how the work will
be accomplished and how long work will take.
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ACTIVITIES. —Your subordinates expect
you to control their work by comparing it to a
set standard. When they know you will exercise
that control, they will try to meet that standard.

TIMELINESS. —Since managers need time to
take corrective action when tasks deviate from the
normal standard, subordinates must make a timely
report of those deviations. The “timeliness” of
reports depends on the amount of time a manager
designates as adequate—it could range from
minutes to months. Therefore, when designing
your control system, specify the amount of time
you consider to be timely.

EFFECTIVENESS. —Control systems may
involve additional cost. You should work to
reduce the cost of your control system, while still
retaining an effective system. Additional costs
could result from the need for additional people,
material, equipment, or time. Evaluate your
control system to eliminate or modify needless
costs .

ACCURACY. —Your control system monitors
progress and serves as the basis for corrective
action. Therefore, you should ensure it provides
you with accurate information from which to
make decisions. Be aware that since people are
human, errors will occur in the reporting process.
Also realize some people will present information
in a manner that will reemphasize the negative
while accentuating the positive. People usually
present information in that manner to try to make
themselves look good.

ACCEPTANCE. —People usually resist con-
trol. The strongest resistance comes when people
perceive the control to be excessive. Excessive
control gives the impression you do not trust your
subordinates.

To avoid resistance, explain the purpose of the
control system to your subordinates. Make them
feel they have an interest in the success of the
system. By explaining the purpose and generating
interest in the control system, you have a greater
chance of convincing subordinates to accept it.

ORGANIZATION

Organization is the process of arranging
material and personnel by functions to attain
the objective of the command. Organization
establishes the working relationships among
command personnel and establishes the flow of
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work, It promotes teamwork and identifies the
authority, responsibility, and accountability of
individuals within the command.

An in-depth discussion of organization is well
beyond the scope of this text. Therefore, this
chapter will touch on only a few basic ideas and
concepts of which you should be aware. Those
ideas and concepts include types of organizations,
organizational concepts, delegation of work, and
authority and power.

Types of Organization

Of the many different types of organization
used today, the Navy uses three specific types:
line, staff, and functional.

LINE. —Line organizations refer to the major
departments responsible for accomplishing the
mission of the command. These departments are
usually Deck, Engineering, Operations, Weapons
or Combat Systems, and Air.

STAFF. —Staff organizations refer to person-
nel who advise, assist, counsel, and serve the line
departments. Staff usually does not have authority
over line departments. Examples of staff include
the Supply Department, 3-M Coordinator, educa-
tional services officer (ESO), and drug and alcohol
program advisor (DAPA).

FUNCTIONAL. —Functional organizations
refer to special departments that are neither line
nor staff. Usually a functional organization starts
out filling a staff function and becomes so
important to the success of the command that it
is given special status. The manager has the
authority to ensure all parts of the command
perform as necessary to carry out that function.
Examples of functional organizations include the
Medical, Safety, Legal, and Administrative
Departments.

Organizational Concepts

At certain times you must report items such
as personnel readiness or material readiness to
higher authority. The method used to make these
reports will vary from command to command.
However, certain basic concepts are common to
all methods: the chain of command, unity of
command, span of control, and specialization.

CHAIN OF COMMAND. —The chain of
command is the order of authority among Navy



members. The chain of command begins with the
commanding officer (CO) and flows down to the
seaman recruit. All members use the chain of
command when they communicate about orders,
responsibilities, reports, and requests from higher
to lower authority or lower to higher authority.
Members also use the chain of command when
they communicate with others who have the same
level of authority, such as a counterpart in another
division.

UNITY OF COMMAND. —Unity of command
is the order of control of an organization. It gives
one person control over one segment of the
organization. It ensures that a person reports
directly to and receives orders from only one
individual. The person in control issues all orders
and receives all reports from his or her segment
of the organization. To ensure all personnel know
whom they direct and to whom they report,
commands should have clearly set lines of
authority.

Use of the chain of command and an
organizational chart will help you maintain unity
of command. Be sure you clarify your position
both to your superiors and subordinates.

SPAN OF CONTROL. —Span of control
refers to the ideal number of people one person
can effectively supervise. The ideal number is
based on the scope of the assigned functional
responsibilities and the time available to the
supervisor. Normally a supervisor is responsible
for at least three but not more than seven people.

SPECIALIZATION. —Specialization refers
to the division of work. The organizational chart
normally shows the division of work. Work
centers are highly specialized by ratings. Divisions
usually contain personnel in similar ratings, and
departments contain personnel in ratings that
perform similar tasks.

Delegation of Authority

The American citizens delegate authority to
the President, who, in turn, delegates authority
down the chain of command to you. You delegate
authority to the lowest level competent to handle
the specific responsibility. Although you may
delegate authority for a task, you have the final
responsibility for the completion of that task.

When you delegate authority to your subor-
dinates, let them make their own decisions about
how to handle problems that arise. If they make
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wrong decisions, they will learn from their
mistakes. However, encourage and train your
subordinates to come to you if they need help in
making a decision. Since you are training your
subordinates to fill a higher position of authority,
help them, but do not do the delegated work
yourself.

WHY YOU SHOULD DELEGATE.
Delegating allows you to accomplish more than
if you try to complete every task yourself. It allows
you to focus your attention where it is most
needed and to train and develop subordinates.
Delegation also allows you to make good
decisions outside your area of expertise. For
example, because of specialization, you may not
have the knowledge level required to make the
correct decision about how to complete a task.
In that case, you would be wise to delegate the
task and have the subordinate report back to you
with alternative courses of action. You would then
review the alternatives and make your decision
based on the information presented.

FAILURE TO DELEGATE. —Many super-
visors fail to delegate, or they delegate poorly.
Some people refuse to delegate because they feel
more powerful when they make all the decisions.
Others avoid delegating because they think subor-
dinates might exercise poor judgement. Some
supervisors have a fear of letting subordinates
make decisions they will be responsible for. Some
supervisors are afraid the subordinate will be more
effective and thus threaten their position. Still
other supervisors do not believe subordinates want
the opportunity to have more authority and
decision-making responsibility.

Make sure you train your subordinates
through delegation of authority. Both you and
your subordinates will be happier and have more
time.

SUBORDINATES’' ROLE IN DELEGA-
TION. —When you delegate the authority to
complete a task, your subordinates’ role is to
accept that authority. Along with that authority,
they must accept the additional responsibility and
accountability that go with it.

Subordinates sometimes are unwilling to
accept authority for the following reasons:

e They don't want to risk making a decision.

b They have a fear of being criticized.



b They have a lack of self-confidence.

® They want to avoid the pressure of addi-
tional responsibility.

Counsel any of your subordinates who show
these signs of unwillingness. Help them overcome
their fears and learn to accept authority and
responsibility.

AUTHORITY AND POWER

With authority comes power. Power is the
ability to influence people toward organizational
objectives. However, you have limits on your
authority and power. View your authority and
power as a funnel, broad at the top and narrow
at the bottom. Always assume you have enough
authority and power to meet your obligations, but
do not exceed that limit.

Authority

Authority only exists when subordinates
accept the idea that the supervisor has authority
over them. Subordinates can fail to recognize
authority through disobedience, denial, or work
delays. Subordinates usually accept authority
readily; however, abusing your authority as a
supervisor can make you ineffective.

Although most authority in the Navy results
from a member’s rank or position in the chain
of command, many types of authority exist. Most
authority in the Navy is delegated.

LINE AUTHORITY. —Line authority is the
authority you have over subordinates in your
chain of command. This type of authority
corresponds directly to your place within the chain
of command and does not exist outside the chain
of command.

STAFF AUTHORITY. —Staff authority is
the right of staff to counsel, advise, or make
recommendations to line personnel. This type of
authority does not give staff the right to give line
personnel orders that affect the mission of the line
organization.

A chief from another work center or division
could, by virtue of his or her rank, exercise staff
authority over a person in your work center or
division by counseling or advising him or her to
get a haircut. Failure to follow the advice or
counsel may result in nonjudicial punishment
(NJP) for the subordinate. The other chief would
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not, however, have the authority to enter your
work center or division and make changes that
only you and your superiors have the authority
to make.

FUNCTIONAL AUTHORITY. —Certain staff
organizations are granted functional authority to
direct line units within the area of the staff's
specialty. Examples of staff organizations with
functional authority include the Legal, Equal
Opportunity, and Safety Departments.

Power

In conjunction with your authority, you use
power to influence others toward the accomplish-
ment of command goals. You can use power for
personal gain or for the good of the organization.
However, if your subordinates believe you use
power for personal gain, you will soon suffer an
erosion of that power. On the other hand, if
subordinates believe you use power to accomplish
the organizational goals, your power to influence
them will become stronger. Your power will also
become stronger when you share it through
delegation of authority.

Of the six types of power—reward, coercive,
legitimate, informational, referent, and expert—
you may use one or more in various combinations.
Each situation will determine the one or ones you
use.

REWARD POWER. —Reward power stems
from your use of positive and negative rewards
to influence subordinates. Positive rewards range
from a smile or kind word to recommendations
for awards. Negative rewards range from corrective-
type counseling to placing a person on report.

You will find one of the best ways to influence
your subordinates is through the use of your
reward power. As a chief, you are responsible for
starting the positive reward process. First, write
a recommendation for the award. Once the
recommendation is typed in the command’s
standard award letter format, forward it up the
chain of command for approval. Your job does
not end here. Always follow-up on the recommen-
dation, using your influence and persuasion to get
the award to the proper command level.

Frequent use of positive rewards will amplify
the effect of a negative reward. Give positive
rewards freely, but use restraint in giving negative
rewards. If you use negative rewards frequently,
subordinates will begin to expect a negative
reward. Their expectation of a negative reward
will lessen your power.



COERCIVE POWER. —Coercive power
results from the expectation of a negative reward
if your wishes are not obeyed. For example,
suppose you have counseled a subordinate twice
for minor infractions of regulations. At the third
counseling session, you threaten the subordinate
with NJP. At the next occurrence of the un-
desirable behavior, you place the subordinate on
report.

Coercive power works, but is not the preferred
method of leading subordinates. It works best if
used when all else fails and you feel sure you can
carry through with a threat. Before giving a
threat, you should have some insight as to how
the CO will handle the case. You do not want to
recommend maximum punishment only to have
the CO dismiss the case at mast.

LEGITIMATE POWER. —Legitimate power
comes from the authority of your rate and
position in the chain of command. You use this
power in day-to-day business. Although legitimate
power increases with added responsibilities, you
can decrease that power if you fail to meet all of
your responsibilities.

To increase your legitimate power, assume
some of the division officer's responsibilities. At
first, the division officer will be glad to have the
help. In time, the division officer will view the
responsibilities as yours and formally delegate
additional authority to you. That would increase
your legitimate power without diminishing the
power of the division officer.

Just as you can increase your legitimate power
by assuming more responsibility, you can decrease
that power by losing responsibility. For example,
if you permit the division officer to assume some
of your responsibilities, the division officer will
eventually begin to view your responsibilities as
his or hers. You will then have less legitimate
power. However, when a subordinate wishes to
assume some of your responsibilities, formally
delegate those responsibilities to the subordinate.
That makes the subordinate accountable to you.
You then increase the subordinate’s power while
retaining your power.

INFORMATIONAL POWER. —Informational
power depends on your giving or withholding of
information or having knowledge that others do
not have. Use informational power when giving
orders to subordinates. Give orders in such a
manner that your subordinates presume the order
originated at your level. When forced to comply
with orders you do not agree with, don't introduce
the order by saying "The division officer
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said. Phrase and present the order in a
manner that leaves no doubt you initiated it.
Rely on your own resources to stay fully informed
instead of depending on others. Subordinates may
present unreliable information in a manner that
makes it appear to be true. Superiors may become
so involved with projects they forget to keep you
informed of tasks being assigned or upcoming
inspections. Information is power. Stay informed!

REFERENT POWER. —Referent power
derives from your subordinates’ identification or
association with you. You have this power by
simply being "the chief." People identify with the
ideals you stand for.

The chief has a pre-established image. You can
enhance that image by exhibiting charisma,
courage, and charm. An improved image increases
your referent power. Always be aware of how
others will perceive your actions. A negative image
in the eyes of others will lessen your power and
render you ineffective. Maintain a positive image!

EXPERT POWER. —Expert power comes
from your knowledge in a specific area through
which you influence others. You have expert
power because your subordinates regard you as
an expert in your rating. Subordinates may also
have this type of power. When you combine
expert power with other types of power, you will
find it an effective tool in influencing others.
However, when you use it by itself, you will find
it ineffective.

LEADERSHIP

Good leadership is of primary impor-
tance in that it provides the motivating
force which leads to coordinated action
and unity of effort. Personnel leadership
must be fused with authority since a leader
must encourage, inspire, teach, stimulate,
and motivate all individuals of the organi-
zation to perform their respective assign-
ments well, enthusiastically, and as a team.
Leadership must ensure equity for each
member of the organization. Concerning
actions in his or her area of responsibility,
the leader should never allow a subordinate
to be criticized or penalized except by
himself or herself or such other authority
as the law prescribes.

—Standard Organization and
Regulations of the U.S. Navy




Leadership is often talked about and discussed
without thoroughly being explained. Exactly,
what is leadership? Are leaders born or can they
be trained? Management specialists have been
searching for the correct answers for over 90
years.

The Navy defines leadership as the ability to
influence others toward achieving the goals and
objectives of the organization. Leadership
involves inspiring, motivating, and developing
others.

Many theories have been developed to explain
the leadership process. The theories range from
Douglas McGregor's Theory X and Theory Y to
William Ouchi’'s Theory Z. The Japanese used
Theory Z to develop the Total Quality Manage-
ment (TQM) leadership style, discussed later in
this chapter.

Based on Theory X, the leader assumes people
are basically lazy; will avoid working if possible;
must be coerced, controlled, directed, or
threatened; wish to avoid responsibility; have no
ambition; and want security. People who base
their leadership style on that theory use threats
to motivate subordinates.

Theory Y proposes that the leader assumes
people like to work; will seek additional
responsibility when the proper work environment
exists; will exercise self-direction and self-control;
and have a high level of imagination, ingenuity,
and creativity. People who pattern their leadership
style after this theory help subordinates perform
work assignments.

According to Theory Z, people who don't fit
either Theory X or Theory Y are really a
combination of the two. People who develop a
leadership style based on Theory Z use different
styles of leadership with different people,
depending on the situation.

Relation to Management

Civilian management sees leadership as just
one of its five functions. It expects its managers
to plan, organize, control, staff, and then apply
leadership to motivate employees. The Navy sees
leadership as all-encompassing. The Navy leader
first and foremost motivates subordinates. The
Navy then applies the management functions of
planning, organizing, controlling, and staffing as
needed to meet organizational goals.

Although the views of the civilians and the
Navy seem to be different, both have one element
in common. Effective leadership involves planning,
organizing, controlling, and staffing. Good
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leaders plan well, establish an effective organiza-
tion, set up an efficient and effective control
system, and staff required jobs with the right
people. Finally the leader excels at inspiring and
motivating subordinates.

Leadership Styles

What's your style of leadership? Do you
practice one style of leadership all the time, or
do you vary your actions according to the
particular situation or type of people with whom
you are working? You might have asked yourself,
How do | maintain respect for my position of
authority and at the same time allow my people
to voice their opinions? How can | take the time
to get their point of view when I'm under pressure
to get the job done? These questions are puzzling,
and they have no easy answers. A leader must
walk a tightrope when it comes to solving these
dilemmas of leadership.

As a leader, you can practice leadership in
many ways. Research on leaders and leadership
has identified several leadership styles. Most
people have a preferred range of styles. No one
leadership style is right or wrong; the appropriate
style depends on the people being led, the
situation, and the requirements of the job.

In any situation, a leader must perform six
tasks that in some way involve or affect subor-
dinates. A good leader takes the following actions:

® |istens to subordinates to diagnose or
solve problems

® Sets goals and develops short- and long-
range action plans

® Gives directions about who is to do which
tasks to what standards

® provides feedback on task performance

® Rewards or disciplines task performance
and personal characteristics

® Develops subordinates

The way these six tasks are handled at any one
time varies with the nature of the jobs. A different
leadership style should be used for routine tasks
than for innovative tasks or for situations that
require crisis management. Similarly, tasks of
short duration often warrant a different style from
those that extend over long periods.



You can adapt the six different leadership
styles (coercer, authoritarian, affiliator, demo-
cratic, pacesetter, and coach) to meet the
requirements of different situations.

COERCER. —In this style of leadership,
subordinates are expected to do the job the way
the leader tells them to do it. Coercer leaders
provide clear directions by telling subordinates
what to do and how to do it. They don't listen
to the subordinates nor permit much subordinate
input. They expect immediate compliance and
obedience to orders, and they control the jobs very
tightly. This style of leadership requires many
detailed reports on the job, including progress and
problems with the job. Coercer leaders give more
negative and personalized feedback than positive
feedback and frequently resort to name calling to
accomplish the job. They motivate their subor-
dinates by threats of discipline or punishment.

AUTHORITARIAN. —Authoritarian leaders
are firm but fair. They tactfully provide clear
direction but leave no doubt about what is
expected or who makes the final decisions. They
solicit some input from subordinates on how to
do the job and ways to make the job easier.
Authoritarian leaders see their influence as a key
part of their job. They persuade subordinates to
do the job by explaining the “whys” behind
decisions. They monitor all jobs closely and
provide negative and positive feedback to their
subordinates.

AFFILIATOR. —In this leadership style the
people are the leader’s first concern. Affiliator
leaders consider concern for subordinates and
personal popularity as the most important aspect
of their job. They don't provide clear direction,
standards, or goals. They provide for job security
and fringe benefits to keep their subordinates
happy. Affiliators avoid conflicts that might cause
hard feelings. They reward personal characteristics
rather than job performance, and they rarely
punish subordinates.

DEMOCRATIC. —This style of leadership
relies on participation of the group. Democratic
leaders believe subordinates should take part in
the decision-making process. They base decisions
on the consensus of opinion of the entire group.
They consider specific direction and close super-
vision unnecessary in completing the job when
trust has been established. They frequently hold
meetings and listen to their subordinates.
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Democratic leaders usually reward average
performance and rarely give negative feedback or
punishment.

PACESETTER. —Pacesetter leaders would
rather do the job themselves. They set high
standards, and they lead by example. They are
loners. They expect self-direction of themselves
and others. Pacesetter leaders have trouble
delegating because they believe they can do the
job much better than their subordinates. They
become coercive when their subordinates have
difficulty or when things go wrong. Pacesetter
leaders don’t develop subordinates because they
are continually taking away the subordinates’
responsibility and exerting their own authority.

COACH. —In the coach style of leadership,
leaders are concerned with the development of
their subordinates. They are concerned with high
standards but have trouble communicating these
high standards to subordinates. Coach leaders see
their job as developing and improving the
performance of their subordinates. They direct
by having subordinates set their own goals. They
get their workers to develop plans and identify
solutions instead of giving them clear, concise
instructions on what to do and how to do it.

Advantages and Disadvantages
of the Leadership Styles

Each of the six leadership styles has advantages
and disadvantages. Usually a good leader is a
combination of several of these styles. You must
tailor your personal leadership style to fit each
situation.

The coercer style is especially effective during
a wartime situation when the command is in
combat or under fire. However, this style of
leadership can have some negative effects if the
command, work center, or individual is performing
at a high rate of efficiency. Subordinates will not
respond well to the repeated use of threats during
normal situations.

You might find the authoritarian leadership
style useful when seeking information on a particular
situation or before inspections. However, it is
normally not a good style to use in personal
counseling sessions. This leadership style doesn't
allow enough flexibility to provide alternative
solutions to subordinates’ personal problems.
Using this style by jumping in and taking over in
situations when you have technically competent
workers is counterproductive.



The affiliator style of leadership is especially
well adapted to the role of counselor. It is also
effective when you need to recognize someone for
doing a good job. However, the affiliator has a
negative effect when the work center has a tight
deadline or when you are in a leadership role for
long periods.

People who use the democratic leadership style
listen to subordinates. Therefore, you could
benefit from this style when showing a new
maintenance procedure or how a new piece of
equipment works. You would also find it helpful
when planning social events based on a consensus
of opinion. Using this style when preparing for
an inspection would be harmful because you
would lack control. It would also be harmful
during drills or combat because you would not
have time to hold meetings. You would have to
tell subordinates what to do or the entire
command could be lost.

Using the pacesetter style of leadership is
helpful when you are working with a new work
center or teaching a new maintenance procedure
by example. However, if you begin doing other
people’s work, rather than training, monitoring,
and developing subordinates, the pacesetter style
becomes harmful to the work center.

The coach style of leadership is helpful when
a worker is attempting to learn a new procedure
or master a new technique. It is also effective
when you need to counsel a subordinate who
frequently arrives late at the work center.
However, this style of leadership has no effect on
a subordinate who knows how to perform a job
or task but refuses to do the work.

Factors Affecting Leadership Styles

The following six elements interact to deter-
mine your leadership style:

® Motives and values
Past experiences
Past and present supervisors

Jobs or tasks

Organizational culture and norms

Situations

MOTIVES AND VALUES. —Your leadership
style reflects those motives and values you see as
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important. If power is important to you, you may
emphasize the coercer style of leadership. If you
value friendship, you may tend to emphasize the
democratic or affiliator style of leadership.

PAST EXPERIENCES. —If a particular
leadership style has worked in the past, you will
probably use it again in similar situations. If a
certain style didn't work, you will avoid using it
again. Therefore, past experiences influence your
leadership style.

PAST AND PRESENT SUPERVISORS. —
Since supervisors serve as role models, subor-
dinates frequently imitate their behavior;
therefore, your supervisors influence your
dominant leadership style.

JOBS OR TASKS. —The job or task your
work center performs affects your leadership
style. A new procedure or the installation of a
piece of equipment may call for the pacesetter
style of leadership. An emergency situation may
cause you to be coercive.

ORGANIZATIONAL CULTURES AND
NORMS. —Civilian businesses provide a service
or product to society. Since the products and
services provided by businesses differ, the needs
and requirements of their workers also differ. The
same is true for the Navy. The Navy provides a
service to its country. Each organizational level
of the Navy performs a specific job or provides
a product that contributes to that service.
Therefore, the needs and requirements of the
workers at each level also differ. This difference
creates different work environments (cultures) and
different relationships (norms) between the
workers. The culture of your organization has a
great impact on your leadership style. Your
leadership style changes to fit the organizational
culture of your work center. In short, you will
change your leadership style to meet the
expectations of your superiors.

SITUATIONS. —Specific situations determine
your leadership style because each one could
involve a different number of people and a
different amount of pressure or stress. For
example, you might use the democratic style when
assigning a daily task because you would have
time to explain the "why" of doing it. However,
you would be unable to use that style during an
emergency. Can you imagine explaining why you
want the electrical power secured during a fire
aboard ship?



Management and Supervisory Skills

Maintaining an effective and efficient work
center or division requires five management and
supervisory skills. Those skills are a concern for
standards, a concern for efficiency, planning and
organizing, supervising for effective performance,
and monitoring. Develop these skills in super-
vising your people.

CONCERN FOR STANDARDS. —Emphasize
the importance of doing a job right and enforce
high standards by doing the following:

b Ensuring tasks are done safely and
according to regulations

b Seeing that required documentation is
updated

b Being intolerant of poor performance

CONCERN FOR EFFICIENCY. —Define
and organize each task to best use your work
center’'s or division’s time and resources as
follows:

® Identify inefficiencies.
™Y | .. ..
mprove the efficiency of existing systems.
b Delegate tasks to improve efficiency.
L

Encourage superiors to use efficient ways
to accomplish tasks.

® 5uild preparations for inspections into the
day-to-day routine of the work center or
division.

PLANNING AND ORGANIZING. —Take
the following steps to carefully and systematically
develop thorough and specific plans and
schedules:

® Set priorities, goals, and deadlines.

® Develop detailed, step-by-step plans.

b Develop schedules that optimize the
allocated manpower.

® Coordinate schedules with others.

® Anticipate obstacles and plan accordingly.
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Use the skills of planning and organizing to
determine the status and impact of your division
work on the work of other divisions. Become
proficient in your planning of divisional work by
applying the strategic, standing, and single-use
plans discussed earlier in this chapter. Become
efficient at setting goals, and then analyze your
plans to reach those goals by using the SWOT
analysis.

SUPERVISING FOR EFFECTIVE PER-
FORMANCE. —Get the best results from your
subordinates by coordinating their actions. Set
challenging standards and demand high levels of
performance; then supervise your subordinates’
performance as follows:

® et and clearly communicate your expec-
tations for the level of performance in your
work center or division.

®  State up front the consequences for
violations of conduct or nonperformance.

® old subordinates accountable for poor
performance.

®  Match people and jobs to get the best
performance.

® bromote cooperation and teamwork for
effective performance.

MONITORING. —Develop the habit of
routinely gathering information and keeping track
of ongoing work to monitor work center progress
by doing the following:

® Observe procedures and processes.

® Monitor and

resources.

records, equipment,

® sk guestions to assess the readiness of
your subordinates.

Monitoring is a control function of manage-
ment, as previously discussed in this chapter. You
can use inventory control, one of the six types of
quality control, or a control method such as the
POA&M, the Gantt chart, CPM, or PERT to help
you in monitoring.

Effective Leadership

To be an effective leader requires certain skills.
The Navy has identified six skills effective leaders



have in common. These skills area commitment
to the command’s mission, self-image as a leader,
communication, influencing, development of
others, and a concern for subordinates. Let’s look
at how you should apply those skills in leading
others,

COMMITMENT TO COMMAND’'S MIS-
SION. —Take the following steps to show subor-
dinates you have a strong dedication to the Navy,
the command, and the work center:

® Act with the best interest of the command
in mind.

® byt the Navy, the command, and the work

center needs above concern for any

individual.

SELF-IMAGE AS A LEADER. —Ildentify
yourself as a leader and a key factor in the
successful performance of the command or work
center as follows:

® Clearly define your role and respon-
sibilities to both superiors and subor-
dinates.

® e yourself as a leader.

®  Set the example for subordinates.

L

See yourself as someone who makes things
happen.

COMMUNICATION. —Use the chain of
command to provide and receive information to
help all levels of the chain of command under-
stand task-related issues more easily. Improve
communication throughout the chain of com-
mand in the following ways:

® Keep others informed.

® Give clear directions and assign specific
responsibilities when delegating.

Listen to suggestions from subordinates.

Make yourself available to answer
questions.

INFLUENCING. —Influence others toward
task accomplishment by using a variety of
strategies, such as the following:

® Persuading others by pointing out how
they will benefit

® Using threats or your authority to
influence others

® Presenting logical reasons or information
to persuade

® Using the proper setting and timing for
optimum impact

® Acting to motivate subordinates
® Giving reasons for your decisions

@ Devising and using a strategy for influ-
encing others

DEVELOPMENT OF OTHERS. —Use routine
tasks to train division personnel to function
effectively in your absence. Give enough guidance
to the leading petty officer (LPO) to allow him
or her to complete delegated tasks proficiently.
Train the LPO to assume your job so that when
his or her turn comes to make chief, he or she
will be ready. Develop the performance of your
subordinates through the following methods:

® Making training opportunities, different
jobs, and expert help available

® Providing constructive feedback

® Using delegation as a tool to develop
subordinates

® Using the opportunities presented by
routine tasks to train subordinates

CONCERN FOR SUBORDINATES. —Actively
support subordinates who must overcome problems
by showing concern for them as follows:

® Expressing positive expectations
® Taking the action required to provide
rewards, recognition, or special liberty for

your subordinates

@ Helping your subordinates in overcoming
problems

Effective Personal Characteristics
Successful chief petty officers exhibit certain

personal characteristics that support command
leadership and management policies. You should



develop these characteristics and make them part
of your personality profile. Effective personal
characteristics include concern for achievement,
analytical problem solving, interpersonal aware-
ness, initiative, persistence, and assertiveness.

CONCERN FOR ACHIEVEMENT. —If you
have concern for achievement, you seek new
challenges and work to reach higher levels of
accomplishment. Four traits show you have a
concern for achievement:

® Taking on new challenges with enthusiasm

@ Trying to persuade your work center or
division to outperform others or to exceed

the set standard

Assessing the work center’s level of per-
formance using comparative measures

Feeling frustrated when situations or other
people prevent you from completing your
assigned task in a timely and effective
manner

ANALYTICAL PROBLEM SOLVING.
Analytical problem solving involves analyzing
complex situations and evaluating information to
choose the best solution to a problem. The follow-
ing are some traits you will exhibit when using
analytical problem solving:

Identifying the causes or central issues
involved in a problem

hd Weighing the pros and cons of each alter-

native course of action

b Drawing inferences and seeing the implica-

tions of problems and solutions

® Relating present situations to similar past

experiences

INTERPERSONAL AWARENESS. —When
dealing with subordinates with whom you have
problems, try to anticipate their behavior before
deciding on a course of action. Anticipating their
behavior requires a sense of interpersonal awareness
through which you gain insight into what is causing
the behavior. The following traits show that you
have a keen sense of interpersonal awareness:

® Thinking about the impact of your actions
or the actions of other people

® Trying to assess the motives or perspectives
of other people
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INITIATIVE. —Taking the initiative means
you are a self-starter who sees problems and takes
action to correct them without being told. If
needed, you take action to make changes in
work center operations. You don't hesitate to
investigate and tackle difficult situations. The
following are some other traits that show you have
initiative:

b Searching out information needed to
accomplish tasks or make decisions

b Developing new plans, procedures, or
systems

® Taking calculated risks

® Taking an active role in critical situations
and exhibiting the pacesetter style of
leadership when required

PERSISTENCE. —You show persistence
when you expend extraordinary effort to complete
a task or overcome an obstacle. You usually get
your own way by showing persistence because
people become tired of listening to you and will
do anything to help solve your problem. The
following traits show you are a person with
persistence:

® Doing whatever is ethically needed to
complete a job

® Taking repeated action to overcome
obstacles and ensure your goals are met

L

Making yourself and your subordinates
available to work the hours needed to
accomplish your goals

ASSERTIVENESS. —When you show assertive-
ness, you confront issues directly and insist others
recognize your place in the chain of command.
You do not become emotionally involved in
stressful situations and show restraint when
required. The following traits indicate you are a
person with assertiveness:

® Addressing key issues and conflicts you
have with other people

Acting forcefully and with confidence
when you are dealing with superiors or
peers



b Always insisting on having full respon-
sibility for each task you are assigned

® Demonstrating self-control in a conflict or
when you are provoked

Total Quality Management (TQM)

A major problem facing the armed services
today is a lack of money. The budgets of our
forces are not going to increase in the foreseeable
future. Indeed, they will probably continue to
shrink. Although our present system of doing
business is adequate, it doesn’'t allow for many
improvements in productivity. We have done an
excellent job with our present system. To wring
any more bang from our buck, however, will
mean a change in the way we do business.

Management by objectives is a time-honored
principle of management. However, we now must
change our objectives. Today's managers must set
their sights on a larger, system-wide objective.
That objective is increased productivity through
better quality.

The Department of the Navy (DON) has
recently adopted the concept of Total Quality
Management (TQM) as the means of meeting
DON needs into the 21st century. Executive Order
12637, signed April 27, 1988, establishes the
Productivity Improvement Program for the
federal government. TQM IS THE NAVY'S
ANSWER TO THAT ORDER. The Navy has
adopted the civilian TQM concept and changed
the name to a more military sounding name—
Total Quality Leadership (TQL).

TOM, What Is It?

TQM focuses on the process by which work
gets done. The person most familiar with that
process is the individual worker responsible for
making it work. Often, a process is either
unmanageable or just plain unworkable. In a rigid
bureaucracy, for workers to persuade upper
echelons of a need to change a procedure is
nearly impossible. Under TQM, management is
responsible for making a particular job as easy
as possible for workers. Supervisors and managers
monitor the work process and respond to
suggestions from the work force concerning
unworkable procedures. Sailors in particular are
infamous for coming up with nonstandard (but
workable) solutions to problems. In some cases,
this results in unsafe practices. However, these
solutions are often extremely practical. We must
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develop the ability to ferret out these improve-
ments and incorporate them into standard
procedures. That serves a dual purpose. First, it
ensures the recommended improvement is usable
and meets all applicable standards. Second, the
improved method is made available to everyone
involved in that process. Both of these purposes
serve a practical application of "working smarter,
not harder."

Benefits of TQM

A popular myth among military managers
holds that increased quality results in increased
costs and decreased productivity. In reality,
improved quality ultimately results in decreased
costs and increased productivity. How can this be?
A focus on quality extends the time between
failures on equipment and improves the efficiency
of our operations. It reduces rework requirements
as well as the need for special waivers of
standards. It also reduces mistakes and produces
monetary savings through more efficient use of
scarce resources.

Direct benefits of TQM are as follows:

® |ncreased pride of workmanship among
individual workers

® Increased readiness

® Improved sustainability caused by extended
time between equipment failures

®  Greater mission survivability

® Better justification for budgets because of
more efficient operations

®  Streamlined maintenance and production
processes

The bottom line of TQM is “more bang for
the buck.”

The Concept of Quality Management

The concept behind quality management
revolves around a change from management by
results to management by process (quality)
improvement. Managers are tasked with con-
tinuously improving each and every process
in their organization. That means combining
quantitative methods and human resource manage-
ment techniques to improve customer-supplier



relations and internal processes. This cultural
change in management practices has certain basic
elements:

® Management must clearly state the
organization’s mission. It must state the
mission clearly and make it available to all
employees, suppliers, and customers. A
clear, public-mission statement prevents
individuals from generating their own
definitions of work priorities.

Managers and supervisors must ensure
their actions clearly support the organiza-
tion’s mission. This support includes
setting priorities and assigning tasks.

Management must focus its efforts toward
a common goal. This focus is an important
part of team building.

Management must make a long-term
commitment to quality improvement. In-
dividual managers must set an example by
providing consistent, focused leadership.

TQM Focus on Process

Quality management achieves results by
focusing on the procedures and processes that get
the work done. Under TQM, management must
strive continuously to improve the work process.
The primary emphasis of this effort is the
prevention of defects through quality improve-
ment rather than quality inspections. Quality
cannot be inspected; it must be managed from the
beginning. Conforming to established specifica-
tions is only part of quality improvement.
Management must not be satisfied with minimum
standards. As standards are met, we, as managers,
must look for new ways to improve our product.
Find the means to further tighten standards and
improve quality. That's your job.

Customer-Supplier Relationship

Another aspect of the TQM concept is the
necessary relationship between customer and
supplier. No matter what your job, it probably
involves a customer-supplier relationship. The
Intermediate Maintenance Department of a
command is a customer of and supplier to the
Supply Department. Aircraft squadrons and
supply departments have the same dual roles. At
one point, a supply department must establish a
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working arrangement with a squadron that clearly
defines each department’s needs and realistic
expectations. A career counselor must ensure
customers’ needs are met. On the other hand,
customers must have a realistic understanding of
the service the career counselor can render. This
mutual understanding of needs and capabilities
is needed to achieve customer satisfaction.

Leadership and TQM

The essential ingredient of TQM success is
leadership involvement. Management controls the
process that accomplishes the mission. Quality,
however, is in the hands of the workers who do
the job. Management, therefore, has the respon-
sibility to drive out the natural fear of change and
innovation that is part of most people’s basic
psychology. TQM must be supported from the top
down. That doesn't mean the department head
level. TQM must start with SECNAV/CNO-level
support and be supported and carried out all the
way to the bottom of the chain of command.
From admiral to deck seaman, TQM requires a
total effort.

SUMMARY

Effective management involves the use of
planning, staffing, controlling, organizing, and
leading. Planning is the use of strategic plans,
standing plans, and single-use plans. Effective
planning requires you to determine work require-
ments; set priorities; and use the strengths,
weaknesses, opportunities, and threats (SWOT)
analysis.

Staffing is a means by which you match the
correct person to the job for optimum 