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FOREWORD

The CIVMAN study examined the costs, risks,
capabilities and benefits of manning Navy fleet support
ships, alternatively, with Navy Civil Service Mariners and
commercial contract mariners. This examination, made at a
time of severe fiscal constraint and a potential future
military manpower shortfall, is one of several alternatives
being evaluated in the Navy's total force evaluation.

Other alternatives include the assignment of women to sea
duty and use of naval reserves to augment reduced Navy
military ships.

ISI gratefully acknowledges the assistance of the
Working Group Members, the many people in the Office of the
Chief of Naval Operations, Naval Sea Systems Command, the
Military Sealift Command and the U.S. Maritime Administra-
tion. We are especially indebted to Mr. Irving Blickstein,
(0P-964C), the Project Officer, for his constant advice;
and CAPT Raymond Helms, USN for his counsel during the
conduct of the study. Commanders William Dietrich and
Edward Brewton, USN, were particularly helpful in assisting
the Working Group with their commentary on points of view
that invariably surfaceé¢ during the course of the study.

We also wish to acknowledge the very able assistance of Mr.
Kenneth Hylind, Ms. Betty Ferreira, Mr. Dudley J. Clapp,
Jr., and Mr. Louis Tippett of the Military Sealift Command,
as well as Mr. Arthur Friedberg, Mr. Thomas Connors and Ms.
Esther Love of the U.S. Maritime Administration.



SUMMARY

A total of 95 fleet support ships were considered,
including underway replenishment, repair, towing, salvage,
and submarine rescue ships. The study covered the three
manning alternatives with respect to the following

factors:
a. Operating Policy;
b. Manpower Requirements;

c. Manpower Costs;

d. Total Ship Operating Costs (including maintenance,
overhaul, and reconfiguration costs);

e. Effect on Mission Fulfillment Capability;
f. Risks to the Navy; and

g. Total Fleet and Merchant Marine Labor Market
Effect.

The major findings of the study include:

a. Navy military manning has the highest manning re-
quirement. Navy Civil Service and commercial contract man-
ning are roughly equivalent--differences exist bhecause of
estimating techniques rather than differing requirements.

b. Navy Civil Service manning is always the least-cost
alternative, with annual amortized per ship, per vyear sav-
ings of from $.2M to $4.6M. (Expressed in FY-77 dollars,
based upon a modified life cycle cost analysis with SCN
costs omitted.)

c. Both civilian manning options will result in a re-
duction in capability (e.g., no CIZ, no AAW, reduced damage
control, fewer UNREP stations).

d. Both civilian manning opbtions increase the risk to
the Navy. Although the risk is diZficult to quantify, and
in some cases is only perceived, the study summarized it as
follows:

(1) Militarv Control = reduced in civilian manned
ships.
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(2) Stability of Work Force - potential advantage
in civilian options because over time, a large cadre of
specially trained civilian personnel with fleet support
experience would be available in time of a contingency.

(3) Manpower Availability - at the time of the
study there was a civilian manpower surplus; currently
there are spot shortages, i.e., diesel engineers.

(4) Age of Sailors - civilian mariners older (aver-
age age 48)--however, more experienced in basic maritime
skills. Experience level could fall if a large number of
ships were transferred over a short period.

(5) Ability to Maintain the Ship - no discernible
difference based on MSC operation of 13 fleet support
ships.

(6) Legal - personal services contracting and Gov-
ernment liability under commercial contract manning option
might require legislation.

(7) Potential Strike Threat - Past performance in-
dicates that a strike is improbable. A "no-strike" agree-
ment might be obtainable.

(8) Endurance - small Navy Civil Service and com-
mercial contract crews result in a reduced ability to meet
increased operating tempo conditions during a contingency.

e. The study reports that if all 95 ships studied were
converted to Navy Civil Service manning:

(1) The cost savings to the Navy would be $271M per
year (economic costs) 1if the assumed civilian manning
levels are acceptable. The savings, however, are based on
a quick survey of one representative ship of each type, and
the assumption that the civilian manning levels are accept-
able. These savings would diminish if crew sizes increase
to provide greater capability or if reconfiguration/over-
haul conversion costs are understated.

(2) This would transfer 11,873 jobs to the Civil
Service sector.

(3) This could reduce a total of 27,000 Navy bil-
lets. Similar figures are derived for commercial contract
manning.

The CIVMAN study provided adequate information on
civilian operation of fleet support ships in a peacetim
environment. It did not, however, adequately address t
following items critical during a war or ccntingency:

e
he

iii



a. Crew Endurance - The smaller civilian crews pro-
posed in this study would have difficulty in maintaining
round-the clock operations. Fatigue and loss of stamina in
such operations would directly affect fleet combatant wvul-
nerability during underway replenishment operations.

b. Many ship functions are lost when a ship is demili-
tarized. As a result, a civilian manned ship experiences
such reduced capabilities as lack of combat information
center, lack of anti-air warfare defense, limited damage
control, reduced ability to conduct high tempo task group
operations, and fewer UNREP stations than are currently
specified in the Required Operational Capabilities.

c. With the limited ammunition and nuclear weapon
security projected in the study, vulnerability to terrorist
acitivity may increase.

While some of the reduced capability, outlined above, can
be restored with additional civilian or military manpower,
such a crew increase could have an impact upon reconfigu-
ration cost and an manpower costs. A cost analysis,
similar to that performed in the study, would be required
to determine the impact of any change in the capabilities
of these ships.

In conclusion, the study provides the Navy with an
excellent baseline for consideration of increased civilian
manning. However, this study must be considered in con-
junction with the developing concepts for assignment of
women to sea duty and the use of naval reserves to augment
Navy manning to ensure a complete perspective for decision
formulation. Additionally, the significance of the reduced
endurance of civilian crews and the loss of ship functions
which are critical during war or contingency situations, as
well as the other previously noted considerations, must be
evaluated.

iv
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