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THE MILITARY

Ramage: The Military Sea Transportation Service

SEA TRANSPORTATION SERVICE

A lecture dcelivered at the Naval War College

Vice Admiral Lawson P. Ramage, U.S. Navy
on 6 February 1969

It is a real privilege [or me to appear
on this rostrnm, particnlarly sinee yon
already have heard from the [oremost
authority on strategic mobility. ITope-
fully, this is an indication of your
growing interest in sealift.

| have a twofold purpose in coming
here today. Tn the first place, 1 want to
provide information ahout one of the
most important operations in the Navy,
one that is little appreeiated--the Mili-
tary Sea Transporlation Service, more
generally referred to as MSTS. In the
seeond, | wanl lo spcak about the
significance of sealift to onr national
military posture and our overall
economy.

istorically, MSTS has a record in
which we take much pride. It was
cstablished just 20 years ago by a
merger of the Army Trausport Serviec
with the Naval ‘I'ransporlation Service in
a sueeessful altempt to comhine similar

fonetions to achieve greater effieiency
and economy. In those 20 years MSTS
not only has performed routine point.
to-point transportation of personnel,
eargo, and petroleum, hut it also has
been involved in praetieally every mili-
tary emergeney that has taken place: in
Korea, Sucez, Quemoy, Lebanon, the
Congo, the Berlin huildup, Cuba, the
Dominican Republie, and now Vietnam.

As the cxeeolive ageuey for ocean
transportation for the Department of
Defense, MSTS comes nnder the Secre-
tary of the Navy in his capaeity as
Single Manager for Occan Transporta-
tion. And as a major operaling eom-
mand of the Navy, MSTS eomes under
the acgis of the Chief of Naval Opera-
tions. 1 also want to cmphasize that
MSTS is truly a military organization,
and ils primary mission is to be respon-
give to the needs of the combatant
forces wherever they may be overseas.
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To carry out the assigned responsi-
bitities of MSTS, we have four major
area commands around the world in
additiou to our headquarters in Wash.
ington. These arca commands are lo-
eated in New York, San Irancisco,
Yokohama, and Bremerhaven. Within
these four commands are 20 offices
strategieally placed to meet the require-
ments of the military services.

Now there are 152 ships of all types
in what we eall the MSTS “nucleus”
fleet beecause it i the basis of any
expansion that may be required. Unfoz-
tunately, all hut 20 of these ships are
veterans of World War I and hence are
nearing the end of their productive: lives.
The nueleus fleet has many capahilitics,
as represented Dby the variety of its
composition. There are dry-cargo and
small eoastal ships, refrigerator and roll-
on/roll-off ships, aircraft ferries, heavy-
lift ships, tankers, and transports as well
as an assortment of special project ships.
Whenever the resourees of this nueleus
fleet do not meet the requirements
placed upon MSTS, its capabilities are
augmented by chartering the required
tonnage from private owners. The
comhination of nuclcus and chartered
ships 18 what we call the MSTS “eon-
trolled” flect. This fleet now runs to
over 300 ships and atl one period ran as
high as 575.

In addition to the “controlled” {lcet,
MSTS uses space on the established
stecamship lines on regular routes to
carry less-than-shipload lots of eargo.

The mission of MSTS is fourfold:

To provide an immediate sealift
eapahility to support approved coulin-
geney or gencral war plans or other
cmergencies;

To plan for and be capable of
expansion in lime of emergeney or war
as NeCessary;

To provide sea transportation for
personnel and cargoes of the Depart-
ment of Defense; and

To meet all requirements of the
Department of Defense (except Lhose

MSTS 5

met by fleet ships) for purposes other
than trausportation,

Sinee the establishment of MSTS we
bave consistently emphasized the ohliga-
tion imposed hy the first mission to
respond  immediately to requiremenls
for secalift in time of military cmer-
gency.

With respect to the second of our
missions, MSTS must be part of all
planning involving logistic movements
overseas. We are, in the final analysis,
the sealift eommand; we are the spe-
cialists; we haye the expert knowledge
of what ships are available and where; of
what ean be loaded and what can be
discharged with ships’ gear; of what
ports and harbors are suitable; of what
the seagoing labor situation is and how
to find crews to man the ships as well as
the hundred-odd additional significant
aspects of ship operation.

In this eonnection, [ have been ap-
palled in rceent months to diseover how
many scnior officers of all services,
partieularly those who are intimately
coneerned with forward planning, have
no real coneeplion of the problems of
moving troops and equipment to the
ohjeetive area. Therefore, 1 want to
emphasize to you the faet that ocean
transportalion is a matter which de-
mands, and must he given, the utmost
thought and careful consideration.

Our ecxperience in Vietnam is an
exeellenl cuse in point. At the start of
the major buildup in 1965, there was an
inimediate demand for large numbers of
ships. TL soon hecame apparent that
sufficient tonnage could not be ob-
tained from our limited maritime re-
sources. Therefore, it was necessary Lo
lurn to the National Defense Reserve
Fleet, and 170 old ships--veterans of
iwo previous wars--were pulled out and
aelivated over Lhe next 2 years.

But even before the shipping situa-
tion cased, we ran inlo even grealer
diffieultics at the otber eud. Saigon, the
only decp-waler port, soon beeame
hopelessly eongested; and ships werce
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forced to wait wecks and even months
to discharge until additional port facili-
ties were constructed. T'o augment these
fucilities, tug and barge service was
added in 1966; and snhsequently, in
July 1967, limited eontainer serviee was
inaugurated to Danang and later in
November to Cam Ranh Bay, with
shuttle service to Saigon and Qui Nhon.
Iiven today, port and terminal services
are barely adequate; delays in dis-
charging ships are not uneommeon, This
i6 duc primarily to the fact that port
taeilities have continually lagged behind
the huildup in shipping.

My third mission, you will recall, is
to provide sea transporlation. To illus-
trate the magnitude of this respon-
sibility, a few statistics arc in order. To
Vietnam alone, our lift of dry cargo
during 1968 averaged 1.1  million
measurement  tons caeh month or
38,000 measnrement tons every day. To
other parts of the world we averaged,
during the same period, an cqual
amount. Compare, as a matter of in-
terest, those figures with that of our
total airlift for the same period. We also
transport vast quantities ol petroleum
produets, the average heing approxi-
mately 18 million harrels per month, It
is signifieant that {or the duration of the
war in Vietnam, over 98 percent of all
the cargo that has been sent there has
gone hy sea and has moved under the
aegis of MSTS.

Finally, MSTS provides the seagoing
platforms in support of the national
spaee program and other seicntific re-
seareh projeets, ranging from missile
traeking and assistance in the Apollo
shots to oceanographic and hydro-
graphie studies. We take appropriate
pride in the remarkable achievement of
the U.S. Nayal Ship Mizar in locating
the remains of the Searpion.

The Mizar is one of 36 speeial projeet
ships we operate [or various Department
of Defense sponsored agencies, In doing
80 we operate under what is known as
the Navy Industrial Fund. This finaneial

arrangement  permits a common-use
agency such as MSTS to eharge ils
customers [or serviecs actually rendered.
It gives the agency the flexihility to
cxpand or contraet its opcrations as
dietated by prudent business manage-
ment. We dilfer from a eommereial
enterprise in that we must make no
profit and sustain no loss [rom our
operations. If our revenuc execeds our
expenscs lo any marked extent, our
hilling tarifl rates are reduced; and,
eonversely, if our revenues are insuffi-
cient to defray our expenses, our rates
must be raised, Speeial projeet ships
and, in unusual cireumstanecs, other
ships are billed either on a per diem
basis or, at the specifie request of the
sponsor, on a reimbursement hasis,

Then, in accordance with the eharter
of MSTS, the following major funetions
arc assigned by the Secretary of Defense
Lo this command:

To maintain and operate the DOD
oeean transportation system;

To provide oecan transportation
planning support Lo the Joint Chiels of
Staff, the unified and specified com-
manders, and the military serviees as
necessary to implement the plans and
operations of the Joint Chiefs of Staff;

To proeure ships outside the
MSTS fleet by barchoat, time, or voyage
eharter or by alloeation from other
Government agencies, and to produce
cargo and passenger space in commereial
ships; and

To plan the operations of and
schedule MSTS-controlled ships.

We respond to the requircments
levied on us by the so-ealled “shipper
services”--better known to you as the
Army, Navy, Marine Corps, and Air
IForee—-as well as the unilicd and speci-
fied eommanders. U capability is short
or there is a conflict between the
requirements of the services [or oecan
transportation, the Joint Chicfs of Staff
determine the priority of what should
move fiest. In any event, it is our
responsihility to provide the means to
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accomplish the joh Lo the satisfaction of
the shipper.

In the process of matehing require-
ments and capahilities, the shipper ser-
vices provide MSTS with a forceast of
their transportation requirements  for
the cnsuving fiscal year. These serve as
the basis for the MSTS operating force
plan and the MSTS budget. The scrviees
also submit, on the 15th of each month,
the speeific requirements for the suc-
cceding 4 months. These are used Lo
plan for the actual utilization, acquisi-
tion, and disposition of shippiug.

Our experience has been that the
annual forccast is salisfactory for
making up the MSTS operaling foree
plan and estimating transportation
costs, while the detailed requirements
provided to us on the I5th of cach
month are gencrally pretty aceurate for
the suceeeding month. Beyond that, the
information is only uscful as an indica-
tion of fnlure trends and is an aid in
planning,

Cargo destined to the continental
United States from overseas is under Lhe
cognizance of the theater eommanders.
While the same rontine of 4-months
forward planning is followed, the nn-
predietahility of retrograde eargo tends
to nnllify the long-range predictions. It
often works out that cargo heeomes
available on a sporadie, rather than a
planned and foreeast basis. However,
there is always adequate spaee for all
retrograde cargoes.

In addition, at the strategic level we
work closely with the Special Assistant
for Strategic Mohility (SASM) in the
JCS. In the MSTS charter the following
stipnlation is made:

The Joint Chiefs of Staff
will . . . task MSTS singly or jointly
with Military Traffie Management and
Terminal Service (MTMTS) and the
Military Airlift Command (MAC) to
provide such information and assis-
tance, within their respeclive capabili-
ties, resources and areas of responsi-

hility a8 may be required to enable the
Joint Chiefs of Staff and the Speeial

MSTS 7

Assistant for Strategic Mobility to ful-

fill their movement responsibilities and

implement their eapability to act cffce-

tively as the interface betwecn the
military services and the single manager
opcrating ageneies,

In carrying out his relationship, we
have a military member of the MSTS
headquarters staff on permanent assign-
ment as haison officer with SASM. This
has resulted in a mutually produclive
flow of information in both directions.
This linison officer attends the staff
meetings of the Joint Transportation
Board and serves on appropriate work-
ing groups within the seerctariat.

Up to this moment, despite the
heavy pressures of the Vietnam war, the
need for a Defensc Transportation
Agency, which would ahsorb the pres-
ent single manager transportation agen-
cies, has not heen apparent. To restruc-
ture these agencies to fil inte one large
complex wounld he inefficient at this
time. Exactly what effeet the establish-
ment of a Defense Transportation
Ageney would have on the present
procedures for providing sealift for the
military cannot, of eourse, be projeeted
mntil sueh a plan is available for review.

Now [ winl to deserihe the role of
MSTS in support of operations in
Sontheast Asia in some detail beeanse of
the problems enconntered and to indi-
calc some of the solntions we have
developed.

[firat, as | have already mentioned,
we had to augment the capability of the
privalely owned Ameriean merehant
marine by reactivating 170 ships from
the National Defense Reserve Flect. The
first lesson we learned was that many of
these ships werc in worse condilion than
anyone had reason Lo expcel, and the
average eost of retnrning Lhese ships to
aelive scrvice was thercfore extremely
high. In fact, some of the ships were
placed in drydock and inspeeted, ounly
Lo be eondemned there and then as not
fit for service. Twenty-cight other ships
in marginal condition, which were acti-
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vated by reason of necessity have since
been returned to NDRI for serapping.
Their places have been laken by con-
tainerships.

The obvious lesson Lo be drawn here
is that ships built 25 years ago are
obsolcte, relatively incfficient, and un-
predictable in their performance despite
cxtensive repairs and costly overhauls.

Another arca of coneern is that of
personnel. The merchant marine man-
power pool in the United States is
barely adequate to eover the hillets
aftoat. Crew shorlages and consequent
ship delays have heen a continuing
problem almost [rom the outscl of the
Vielnam escalation, Furthermore, our
merchanl scamen are gelling old; a
reeent study showed the overall average
age waz ahout 50. The maritime unions
bave also developed very altraetive pen-
sion plans which permit scafarcrs to
come ashore after 20 years of sca
service, regardless of age. Consequently,
many men have retired, and more are
expecled Lo take advanlage of these
benelits as the demand diminishes for
their services on Lhe Vietnam pipeline.

The lesson here is that we may have
ships in reserve, but we may not have
the manpower to crew them. Al the
present time nol many young men are
heing attracted to this service; and
therefore we can cxpect that in any
[uture contingency, if reserve ships arc
needed, the dilfieultics of providing
qualificd persouncl will he very serious

indeed.
Even with the angmentation of the

merchant flect from the NDRY, il has
been necessary for MSTS Lo charter a
large number of ships from all segments
of the merchant marine. On 10 January
1969 we had a total of 150 ships under
charter. In addition, il bas heen esli-
mated that aboul 40 pereent ol the
capacily of the ships in normal herth
service is devoted to military cargo. The
aggregate of the military lift, therefore,
18 about 00 percent of total capacily.

In this conncction, il scems very

significant that in calendar year 1964
the total participation of U.S. ships in
our walerborne forcign trade was 9.2
pereent, whereas in calendar year 1967
il was down to 5.6 pereent. The conelu-
sion scems warranted that the American
merehant marine is unahle to carry on
its husiness as usual and support a
military operalion of the size of Viet-
nam.

Possibly closcly related to the mili-
tary requirement in explaining the loss
of commereial business is the facl thal
our fleet is old and noneompetitive. We
had a total of 931 ships in the merchant
fleet on 1 January 1969. Of this num-
ber, 670 were 20 or more years old. In
other words, 68 pereent of our aclive
merchanl flect is ohsolete, and the
enlire NDRF is over 25 years ol age.
Consoquently, the reserve flect is a
disappearing asset. The Acting Maritime
Administrator Lold a eongressional com-
mittee Jast April that for the uext 10
years the backhone of the NDRF would
be about 130 ships which would be
“mothballed” when Lhey are released
[rom aelive Victnam service. The 37
Vietory ships not aetivated were cx-
peeted Lo be available only until 1975,
To put it bluntly, by 1978 the NDRI'
will have disappearcd as a source of
augmentation for military scalilt.

There is another lesson to be learned
from our experienee in supporling the
operations in Vietnam. This is that the
so-called “cffcelive U.S. control” fleel
of ships under Panamanian, Liberian,
and Honduran registry is not really
available cxcepl in times of all-oul
mobilization. To understand fully the
significance of this statement, a [ew
words of explanalion arc necessary.

There are 2,018 ships flying the flags
of Liberia, Panama, and Honduras,
However, only 412 ships of this huge
flect are owned by American cilizens
and thercby subject to recall by the
Maritime Administralion in the event ol
national emergency. While these ships
are considered Lo he under “effective
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control,” they are not obligated to
respond except when requisitioning of
American flag ships is directed. How-
ever, no requisitioning of ships has been
authorized since World War IL. I'urther-
more, at the time the Suez Canal was
closed in 1967, we appealed to owners
of these “cffective U.S. control™ ships
for help. Many ships were offered in.
However, when we sorted through these
prospeets we found that only two were
really serious eandidates for possible
eharters.

The lesson here is important. The
“effective .S, control” fleet is not a
bankable asset that military planners
can depend on. FPurthcrmore, since all
these ships are foreign manned, they can
he sailed only to such areas as their
ercws are willing to go.

Now let us look at another eritical
aspeet of sealift. In reeent ycars petro-
leum and its products have hecome
incrcagingly important to military op-
erations; and, therefore, the existence of
a fleet of Ameriean Lankcrs to earry the
fuel needed by the eomnbat forees world-
wide is of major coneern to logistical
planners. Sinee Oetober 1966 there has
heen a shortage of American tankers,
and to effect required deliverics we have
had to charter as many as 35 foreign
tankers. Recently, with the bombing
halt in Vietnam, we have finally been
able to release all of these.

The lesson here is similar to one
already noted. Just as the dry-cargo
merchant fleet is unable to carry on
business as wsual and still support a
Vietnam-size war, so is the tanker {lcet.
Our military airlift as well as combat
operations could he seriously affected
by a shortage of tankers. Furthermore,
it should he reeognized by the military
that the needs of the civilian economy
cannol he overlooked; and, therefore, it
is proper to ask whether in any limited
war there will be sufficient tankers to
meet both military and civilian require-
menlks.

There is one more lesson that de-
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serves your consideration. This relates
to the so-called “containcr revolution™
which is sweeping through the merchant
fleets of the world and, in all proha-
bility, will end in the virtual disappcar-
ance of the hreak-hulk common carrier
whieh has served the ocean trade routes
for s0 many years.

Our logistical support operations to
Victnamm commenced with standard
break-bulk ships. The obvious eeono-
mies of using containers soon attracted
the attention of Pentagon planners; but
the lack of suitable real estate for the
necessary marshalling yards and a short-
age of piers and eranes to handle sueh
ships combined to delay instituting eon-
tainer service umtil July 1967, or ap-
proximately 2 years after the commit-
ment of American combat divisions to
Vietnam. The container movement of
eargo to Vietnam has been extremecly
successful, and we are continually in-
ercasing this service as fast as it can be
accommodated.

This fact, however, should not blind
us to the reality that the military must
have eonventional hreak-hulk ships for
al least some of its cargo for the
long-range future. The increasing suhsti-
tution of the conlainer ship for the
conventional break-bulk ship is reducing
the capability of the military Lo move
its outsized and heavy cquipment con-
veniently in ships of the merchant
marine and may precipitate the decision
to have the Government underwrite, for
military purpose, ships which otherwise
would not be economieally productive
for commereial purposes.

The situation confronling us is quite
obvious. ''he military must bave ade-
quate and suitable shipping to support
our forees overscas. [f the mercbant
marine is unable to provide this kind of
transportation, then the Department of
Defense must find an alternative mcans
of satisfying these requirements. Frank-
ly, | cannol sce our mcrchant marine as
a potential souree for such support
unless there is a drastic change in our
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national maritime policies. Our current
shipbuilding programs of 10 to 15 ships
per year will never fill this void. Like-
wise, rising labor costs and recurrent
strikes are having a devastating effect on
the industry. Consequently, there is
little incentive to build new ships as
long as there is no hope of competing
with the low-cost foreign carriers which
do enjoy full support from their respec-
tive governmentis.

In any case, the Department of De-
fense must assume a greater share of this
responsibility if it expects to get a piece
of the action. Over the past 20 years
MSTS has never acquired a single ship
through any Navy shipbuilding program.
Our only new dry-cargo ships, the USNS
Comet and the USNS Sealift (both
roll-on/roll-off types), were funded
under special legislation. Our other
fairly modern ships were obtained from
the Maritime Administration.

Under the circumstances, MSTS has
had to resort to the only other alterna-
tive available--a charter and build pro-
gram. This is an arrangement where we
provide a long-term charter for a ship to
be built to our specifications by private
capital. The gas turbine ship Adm. W.
M. Callaghan was the first such venture.
This ship is owned and operated by the
Sunexport Company exclusively for

MSTS.
In 1967 we went the same route for

five new tankers. The first one has
already been delivered; the remaining
four are expected to be on berth by the
end of the year. And we are currently
negotiating for nine more tankers. All
these ships are destined to replace the
old T-2 tankers in our nucleus fleet.
Then, as you know, the DOD has
been attempting to get approval for 30
Fast Deployment Logistic ships as an
adjunct to the the C-5A’s in support of
its strategic mobility concept. For 2
successive years Congress has refused to
fund the FDL program. Accordingly,
this program has been revised downward
to 15 FDL ships plus 30 merchant types

to be acquired by MSTS. In this year’s
budget submissions the DOD is seeking
funds for three FDL’s and authorization
for MSTS to charter and build 10 of the
cargo ships as a first increment in this
prug‘ram.

So, in appraising the usefulness of
the MSTS active nucleus fleet, it must
be remembered that included in the 152
ships are 36 special project ships op-
erated for other Government agencies,
three transports, 10 specialized carriers,
plus 42 tired old LST’s which provide
shuttle service between ports in the Far
fCast. In essence, then, the real heart of
our fleet is comprised of only 39 dry-
cargo ships of all types and 26 tankers. 1
must say the future holds little promise
of any great improvement. As presently
planned, acquisitions will be primarily
replacements for the nucleus fleet.

Projecting our merchant fleet as it
exists today forward to 1978, without
any replacement program and assuming
no attrition except that caused by time,
we will have 182 ships that will he
serviceable and 799 that will be over 25
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years old. There will, of course, he some
new construction, hut how much is
unpredictahle at this time. And, finally,
the National Defense Keserve Fleet will
be wiped out by 1978,

Everyone will admit to a keen aware-
ness of this situation, yet an apathetic
attitude generally prevails. Ocean trans-
portation s just taken for granted.
Thanks to the massive building program
just before and during World War 1I,
there has becn no real shortage of ships
to date. Sealift has been provided in a
timely and adequate fashion. But this
industry, which has served so honorably
and well, is now gravely sick. It is being
kept alive primarily by large injections
of Government-sponsored cargoes. But
this is not enough. Ultimate survival will
require major surgery through lcgisla-
tion as well as large transfusions of ncw
blood. It’s time that our patient be

RCTINS IR
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placed in a private ward and subjected
fo intensive care.

The merchant marine has often been
referred to as the fourth arm of defense,
which may account for it being treated
as a useless appendage. It is rather the
basic pedestal or foundation upon
which our whole defensc posture rests.
Without sealift it is impossible to move
or support our combat forces overseas.
Sealift has played a major role in every
military engagement this eountry has
undertaken since the turn of the cen-
tury. It is needless to add that future
planning that does not make provisions
for adequate sealift will be totally in-
valid. Therefore, the needs of the mili-
tary must be stated positively and
emphatically; and programs must be
prepared and supported by which sea-
lift, so vital to our defense posture, will
be available when needed.

The naval strength of the enemy should be the first objective of the
forces of the maritime Power both on land and sea.

Colonel G.F.R. Henderson, 1854-1903
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