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l 'he Honorable 

UNITED STATES GENERAL ACCOUNTING 10FFICE 

WAIHINGTON, D.C. 20l4I 

FEB 10 1975 

The Secretary of Defense 

Dear Mr. Secretary: 

According to information provided by Headquarters, United 
States Army, Europe (USAREUR), the military services have in-

. curred potential costs of over $1 million during fiscal year 
1974 for delays in unloading seavans at the Kaiserslautern 
Cold Stores (KCS) warehouse in Germany. Because of increases 
ln current seavan delay charges, the costs for fiscal year 1975 
could exceed $1.8 million. 

we believe the causes for this problem are essentially 
(1) the warehouse has insufficient storage capacity and (2) the 
agencies involved in the distribution system--the Defense Per
sonnel Support Center (DPSC), the Eastern Area Military Traffic 
Management Command (EAMTMC), the Military Sealift Command (MSC), 
and USAREUR--are not coordinating their actions to insure an 
orderly flow of goods to the warehouse. 

BACMiROUND 

·rhe KCS warehouse, constructed in 1959, was designed to 
store 440 short tons of refrigerated cargo. Since then the 
amount of goods to be stcred there has expanded considerably, 
principally because of increases in the amount and number of 
items stocked. 

Presently the warehouse can unload 15 seavans a day. When 
the amount of goods to be unloaded exceeds the capability to 
unload and store them, the aeavans must be detained in the KCS 
unloading yard, the German rail yards, or tne ocean carrier port 
facilities. uepending on the type of transportation contract 
involved, ocean carriers allow 3 to 4 days for unloading the 
seavans wi thou.t a penalty charge. Delays oeyond that are 
chargeable at rates up to $60 a day. 
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~EQUISITIONING PROCED~RE 

The United States Army Material aanagement Agency Europe 
(USAM~AE) consolidates requisitions from commissaries and troop 
supply activities and forwards them to OPSC in Philadelphia. 
DPSC processes the orders to the depots and vendors in the con
tinental United States and obtains movement instructions from 
EAMTMC. MSC arranges for ocean transportation to Europe. 
USAREUa coordinates the movement of the vans to the f in~l desti
nation. 

A large oacKlog occurred in late 1973 and early 1974 when 
USAREUR requisitioned, and DPSC procured, excessive quantities 
of chicken. In the summer of 1973, USAREUR ordered very lar3e 
quantities of chicken in anticipation of an increased demand 
due to nigh oeef prices. 

In late summer 1974, USAREUR was told that the German 
riealth Ministry would require certification, effective Novem
oer l, 1~74, to restrict the import of frozen chicken. Again, 
USAREUR ordered large quantities of cnicken. ~he German Govern
ment delayed implementation of the requirement, but tne chicken 
shipments could not be stopped. Unless such large orders are 
coordinated through the entice system, KCS has an unmanageable 
workload and considerable seavan delay costs are incurred. Some 
temporary relief has become availaole with the leasing of com
mercial refrigerated storage space in dremerhaven. 

FINDINGS 

During Octooer and ~ovember 1973, the backlog of KCS sea
vans was aoout 145 a day. The seavans were held at KCS, German 
rail yards, and the carriers' port facilities. As a result, 
USAREUR instituted a blanket "port stagingn policy which pro
vided that KCS seavans be kept at the port until called forward. 
Even with this extensive backlog, seavans continued to be shipped 
to the wacenouse and actions taken by the involved agencies did 
not solve the problem. 

On certain occasions, the ocean carriers attempted to cor
rect the problem. Sea-Land, for instance, placed an embargo on 
seavan oookings for KCS wnenever the in-country level reached 
125 seavans. 

On two occaaions, July and October 1974, the backlog. dropped 
to a manageable level, assuming a daily backlog of not more than 
55 seavans for KCS is manageable. We oelieve, however, that lack 
of procurement funds, not managerial actions, causad the drop. 
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Until mid-1974 most of the seavans for KCS were delivered 
by ra1~. KCS is designed to unload seavans oy rail on one side 
of the wareho.use and to load Array trucks on the other side. 
Since mid-1974, however, carriers have been delivering seavans 
by truck and little use has oeen made of the rail side. 

EAMTMC has held numerous meetings with the agencies, but 
the problem remains. Tnere is a need for direct command com
munications between the agencies and DOD to resolve the problem. 

The backlog proolems have cost the U.S. Government over 
$1 million a year. Tne Army and Air Force Exchange Service had 
similar problems during 1972 which caused them to institute a 
seavan control procedure. (See enclosure.) This procedure 
greatly reduced seavan detention at Army and Air Force Exchange 
Service warehouses in Europe and might alleviate the ~CS problem. 

We recommend that DOD 

--review the stock structure and space requirements at KCS: 

--review the communicationu and coordination procedures be
tween DPSC, EAM'.I'MC, and U3AREUR to insure the oest 90ssiole 
flow of goods to KCS: 

--establisn, as necessary, direct command communications 
between the agencies: and 

--determine if more space and seavan unloading capability 
could be obtained at less cost than the continued seavan 
detention costs. 

We would appreciate being advised of the actions taken on 
these matte·rs. As you know, section 236 of the Legislative Re
organization Act of 1970 requires the head of a Federal agency 
to submit a written statement on actions he has taken on our 
recommendations to the House and Senate Committees on Government 
Operations not later than 60 days after tne date of the report 
and to the Souse and Senate Committees on Appropriations with the 
agency's first request for appropriations made more than 60 days 
after tne date of the report. 
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~e are sending copies of this report to the Director, Office 
of Management and Budget:, the Chairmen, Senate and House Commit
tees on Appropriations, Armed Services, and Government Operations; 
and the Secretary of the Army. 

Enclosure 
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Sincerely yours, 

. :. ~ • · • . '!, .. .. .. ~ 
• J.." · 1..;)l~.1•' - - ! 

T. E. Sullivan 
Director 
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RIPIRINCI. 

--llCIAL llAVAN •LOADING POLICY 
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PURfOll AND AWLaCMIUTY. 

E~CLOSURE 

" .ES8 No. 133 f ~5) 

• • ,~,.,4 

2. 1Nt dlrtettw ~www._ • pallcy. r 111 a tlilllllty, Md;......... ID""'lnt •.,... wl Mii 111•111t of....,.. ..................... ,.,. ............ 
. .... 

I. 11le PMflionl of tltfl ..__ .. wH11lll1 to IU MPEIOWlf•1 ln"'""'°"'llfWld bf ..,..clll ._m MtVlol. 
1'* dirtcdw doal ROI ........ lftllitlfy ..... t0ntlillarl _.. • MILVANS end CONIXU. 

DIPINITIONJ. 

C. lalv41ft ia thl •HillrY tarw1 tNI idantifill • intlrlllOdal • .....,,. ......., owned•..._. bf a COMIMrCtll ocean 
Clffier. 1"1t "'1!' "eon.-"• UMd in 1he lftlritilM tredl II lntlfet ....... with t.• '1rm ......... 

.. POLICY. 

I. MFES ?OlicY 11 IO ....... _,.. •Ylftl I\ ....,.. cm1in1tlofta In "" ............. llllOUftt of lime In .. ....,,.,. 
. witat IO&lftCI KOnOf'ftical 11111 ........ ional functions, 'Thmfwe. dw INllimulft ift.caunlly IHWM "'91, ....... int<I in 
.... a wttft ~- 7, la ,.., to ... .,.-.ct '" ....... oPtr• ... 11w91. ,._..,,..._ ........ wl NIMMinfJ o~ 
llllPIY ""'" 9QUl11111Mt • ..,.... will: • . . . 

a. Pncl'* ..,. ~ and Mlid ................... beint ...... •...,.. .......... • AAFES 0!<tr1N 
canal.-. by OCllft carrlln ....... , ........... . 

~. · "event ....,,,. ...,._ Oft ..,,,,.· -~ ..r WES ..., ......... In .... of CDntraewd 
tunHmund tirnt. 

c.· lxp1Cfit1 NCllipt of llllnhlndita IMO MFIS WUbili1Y and ..,c.;;.. IV'*" with 1n Ind res. .. .1f · 
n&linUinlnt •~ty ..... Ind ilt-t.a Polition. 

HIPONllllLITIU. 

•· lwcisint P'Udln• ....... ,..... ....,of of 11 a,......,_. to Wll •"'-port of ....... 

b. Mainttinlnt -..elftu .. ~ with lltffitlty pen and ''""'*"''°" .......... • Wiii • wi• oaan urrier 
rlPfUQnt1&i\'H, in ordlf to identify and retolwt probllN lffMlint IN recelpe and~ mo .._,,of MFES c.'90· 

c. !1t1:»•:wnt 1 ma•itftutft 1c r J ..._ in~ .._. of INdllt ....,. tar e-" actiwlty NClhine •ww. • 
prcMdtd in SN''t'IPh 1. 

d. A1u;ciC).1tiftg.,. nauiwl lllW.ln backloe condhion by IW\°;.,.vint tr1nlGlhld or hlrd411PY ....t mMiffttl •nd 
tlltin~ irtrntchtl! 1Ction to a.oid ••~siw t>Kklot or ~" thlt •~•. 

1 
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t:NCLOSURE 

t. Aeponing container becklOf' in ICCOfdlftce with the prowilion1 of this bulletin . The appropriate exchange 
rqion hcldquatttrs wilt be dttigfllltd n "INFO:" lddrtHH on reP:OrU from offthOft uch1nges. 

PROCEDURES .. 
7 • . TM m1xirnum 1Ccept1ble in-country level of lcNded NIYIM wm be tstlblithtd by using the following proc.dures : 

1. Dlttrmine the number of d1YS notfNfly rtoquirftl for •1Vans to bt delivered to the ltceiving ectivity after 
dilcharlf from the vessel 1t the pot1 of deblfkltion. ': 

b. In conjunction wit" the tOCll port comrnlnd9r. determine the frn time authorized for wnlolding •tvan1 
without pen"ty. NDrmatty, the frH tifnl 1Ulhorind for unlolcfint ...,,ens is thrtt ct.vs; howewr, in IOfN .,,. the ti~ 
M9W VMY from • fit* as 41 hours to • mudt • 240 hours. 

c. Dewrmine the moimu1n daily SllWlft unlolding Cll)lbility that un bt tNint•ined on • IUl&aintd and continuinv ...... 
ct. QMnputt the maximum ace»pUbile ilMGUl'try • .., .. ltwl by ldding the normlt in ·trensit time (lubplrll'aph 1) 

Ind authorized unlcNding lime bubplr•IPh b) lf'd mult;pfyifte IN sum bot the daily unto.Ma up1bility (lubpar.1ph 
c). 

EXAMPLE: 

11) Normal m·trantit time from port • 1-. 

C2) AutNrind un1oec1int time • 3 dlyl 

C3t Deily ""'°9dine usilbility • 10 ...,_ 

I') Cmftputa&ion: 5 days plus 3 d9y1 tilnls 10 ••lftl • IO-.w1n1. 

I. Whlrt the maximum ICICllpClble ift.clountry ...., .. lewt ii nceedtd ll tM clow ot business for lfty calend• welk 1nd 
the txCIM cannot bl unlOldld within the tonowing liven~ days. the data \hown below IACS: AAFES.1170) will 
be turntshtd HQ AAFES. ATTN: Oistri&lution Division, by lllllype. Subllqutnt noporu W\-ill be rtndtred tech week untif 
the .. ce• bld&log has been ctelred. Reports wiH bt con11CUtiwty ~ 1t•1ina with "1 ." When the b3cklog hn been 
dtared, the !At ;•port wilf lt'OW ,.,. word "fNI" following the report number. A 11""" rtpor1 ;, tflOW" at Annell A. 

1. Number of .. .., ... on hand on the fint d9y of •IPO'tint -"· 

c. Number of ....,_ unao.ded during Wiik. 

d. Number of ••~on hind Ind dl19 of lilt dly of "'°""'9 Wlellr 

t. Eltablished ~ •ev&n llwtf. 

f. Dlily .. evan unloeding cllNbility. 

I · SurMwy of actions bttng liken '° ,....,._ the b1dllG1-

h. Pro;.ct.d ct.te when btcklog wilf bt tliminai.d. 

I . Slpet11e lftd distinct from \ht report idlfltifitd in ........ I. 1 "*'II' teport CACS: AAFES· 1214) will a. 
ditp1tched to HQ AAHS. AnN: Oistributton Division. 1adt W9ek outlining the 1tJtus of"' cont1ineu not rttUtntd to 
the control of ocean carriers ~ dlYI 1t1er \he t•pir1tion of me ''trH timt" allowtd i1' the local art1 . Eich report will 
pro\ttdc the ctn• ~wn below. Each reporl wi1' bt contteutiwtly numbtftd ttlf t int with .. 1 .. f0t tht initi.t reoort . A 
ump&. ffPOft is lho\'fn at Ann .. B. 
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·•. Cont1i"" numblrls) Md OCIMft cirrilr. 

b. NllN of vesMf lftd "Ylll nulMlr. 

.. OM. welMI dilc:Nrtad CIDMlinlri. 

d. ·Number of dlvl hM dilchlrlt to,..... ... 

f. ~dlt1of...._of......,_ .. __._.,,._..,.., 

ENCLOSURE 

,. 

10. When 11awtn1 .,. lhipped ''°"' ... ..,... ..,. to • ..._ trlr'Ait ..,.,,,for...,.. and relcNdint on• fte< 
ntMfC.t for .. lwry to tN ult""- ............. I .... IFllMftl •itll ... CMrlM Nltivinl tllCNngel to control ~ 
1Ptaintrl. The ultimate dlltinltioft ,..ion wAt ...- 11111 ....,... d'9 .._..ioft Ind Clll farWlrd each INMn in t 
t11Nit port. For UllftPlit • .._. _ ......... ...a ......... lft .... "-I. 1 trwit PMt tor TNiland Retie>: 
bchan;e. will bl comroled by the ""'6land ,........ ~ llld alld torward on 1 fint-ift, flnt-out bait. Whene· 
llfV IPICific ll9Vln r.fMinl in 1 .,_,, part '°""' .... M .._ 1 "'*' Cf'CS: AAF!S.1211) will bl forwerded 
fMINll OfD each Wiik to HQ ANH. An'N: OillritauMR Oi¥illan. llllt NPOt1 will .. -..cutiwely numbtNd a 

"'"'c.-:.ntain the datl lhown below in 1N fonNt --... -- c. 
.. Container numblr(ll lftd .... Clrrilr. 

'· OrilinMint .... and'°'"' ........ . 
c. Transit part. 

d. Ont..,, cfttdwotd • ., .... , ...... 

•• Number of divs,,_. dlldwwl to report ... 

f; RlllOn for in-trlftlit dllly. 

.. Projeaed dlte of"-'' with f9ldlr ....rt,...., . 
h. Projected ... of 1nival et dlpot. 

i. ltojlacd date of,._ of con\liMr(I) to...,...,.., .. ...,.., 
FOR THE COMMANDER: 

Qc /lt.s M 1'..,. 
V'~~C~ ~MILLAN 

Cofonel, USA 
Chief of Staff 

OPR: DD 
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UNCLASSIFIED ____ . ._. _______ ...,. ________ ..,.. __ ..,... ____ _,, __ _...,. ____ ~ ...... ----;....;.;--------------------
IWffl II rMUllllCI LW CUle ........... ~"'°"9 CCJn'lllt ON'-'1 

llMM&I ,.. ,_. 1 11•• 
01 w 01 RR I RR WW 

_, ...... ....,.....,,....,_. 

,.. CDIPIE CLARI Al Pl //PIEL/ I 

• HQ AAFU //DO// 

INPO: CDIPACEI MICIAM API HI //8L// 

UN CLAS 

SUBJECT: RCS: AAFES-1170 UPCllT J«>. l 

A.. IS ON 9 DEC 72. 

•. 11 

c. 30 

D. 13 ON IS DIC 72. 

·E. 60 

'· 5 

.. 

1 ---nM& ,.......,", 
J I I 

-· C. 16 laS OVERTIME PEI WDH FOi RECEIVIJli AHD STatACE PERSONNEL. 

I 

• I 
I 
1 
I 

INCREASED SEAYAll tO\'EM!NT FRClt PORT. 

H. 21 DEC 72. .. 

_J 

........................................................................................... 

..... __________________________________ i-. __________________ __ 

OllA• ~p '"~---. Ttf._a ,_,,l'C ... ,....,_ ...... a OATli: 

Y.ESDELL RIOM>ND, AC/PAl!L 
15 OF.C 72 

EXT JI 

: ('••CO OOAlllC , TtT~C . Oll'll'ICI t•weo._ •- ··-· 
" I !!ltl..\Cf. KROG ER' C/PREL EXT 47 ,.,___ 
: 11• • -c •~ ·.,.,c 

~. I 
••c-•r• c11.• ... ••••"•• .. 

U~Lt\SSIFlf:D 

DD .~~,.173 •&•11.•CCa ....... lfl. I .fVll. M , •MICll ••11.11. •& WMe. 

4 

............... , •... 



JOINT' MllMIUOllll l 
N'.C""' . I w.Aellnc:ATION 

UNt:LASSIFIED . 

01 ., 01 • I •• uuuu ... , 
aa ur EIS • IUISLIP E.'lil.M'D - HQ WES //rJO// .. 

lllPO: cm as .,.rat GlmMIY 110011 

UHCLAS 

SUBJECT: RCS: WES-1214 UPOIT NO. 1 

A. 16071 SP.A-WI> 

8. SEA-LAND McLEAN • VOYAGE A-1061 . . 
c. 10 JUNE 1973 

D. 10 DAYS. 

E. DEPOT CLOSED FOR ANNUAL INVENTORY 

F. 23 JUNE 1973. 

G. 26 JUNE 1973. , 

A. 46201 U S LINES 

I. LICHTNJNG • VOYAGE A-1732 

c. 15 JUNE 1173 . 
D. S. DAYS 

b 
DEPOT CLOSED FOR INVllft'OIY i E. .. 

a "· 23 JUNE 1973 . 
I 
l G. 26 JUNE 1973 _J 
D -
o,_ ... ~------~ ... ._ ................................................. __ _. 

OltUTP\''flllC:a.._. , Tt'l'UL, • ..... ~ ........ . 
I 

tl>RACE WIL~, AC,'DD. EXT 26 
! T'f••:a ....... . r ••1.11: , o•••c• • ., ... ~ ........... 
;. JO!f'.'-4 smTH, C/DD IXT 45 
......... ,..,.c 
\ 

~ ! UNCl.ASSIFIF.O -DO I~~ .. ~· 173 •••t.•C•• •~ ., .... ua. 1 """ •• . ... ,,. a 1i.. 1. •• vaao. 
A•EXI . . 

s 

·--· •• ,. ••• • t Ya 1tt .. 
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Ei~CLOSURE 

•~ncu~no. 

U~CLASSIFIED 

f
-, 
~ .. 'l;.: tlWft• ... ~""" LAI' 

llUMCI 1Uft Kr I .ft 
CIC ,.,. ... ~u CllfTlttlCO .. MUNtC.tftOfilS CU.TEI' o .. "" 

Ol 0 ;r OJ RRI llJt uuuu 
--la00i41 

CDR TRE IANCKO;: 
.. - tq AAFES //'!fl// 

INFO: CDRPACEX HICKAM Afl tll //OL/ / 

t;;·;CLi\S 

SUBJECT: RCS: MF£S-U15 REPORT NO. 1 

A. 17876 SEA-LAND SERVICE, JNC. 

I. Plfl I.ADELPHIA - P-6722 

c. 00.~ KOHC 

D. 20 JUNE 1973 

E. 16 

F. VESSEL DAMAGED - IEING REPAIRED. 

c. 6 .Jur.v t 973 - S/S CLAUDIA 

H. lS JUl..Y 1973 

I. lft JULY 197 3 

I .....,. .. ._ - TtMt i 1110 .. 0t l y;f 

I I I 

.. 

_J 

............. ~ .... ----------------------.................................. ._ Dllr..i 

_J~· llTH, AC/S'O EXT 21 
~ I • • '- "' ... ....... . t 1~ • 1 . o•••c• ..... .-n" ... u --• 
: ~ -·= ;~cs t ~~RY . C/S~O ~f~:~~T-~~~~~~~~~~~~~~~~~~~~~~~ 

1 1

• , 1 · . · .~ 1., .. , 
11&CW"lf't C'-•l .. ll'tCAta... t••tl ,_. &• ~,. 

~ ! 11 ••rt &. C.~ Ji. t fO 

•C.P'-•' • .. •-.,. · • •. • "'"' M . •••C• ••t..t.. •• v•&o. •... : "',.. 
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