
i 
J- 

J 

T TO CONGRESS 

awings Available To The 
y Tightenin Controls 

a 6% o r-P ra i B 
eL762/JA 

Department o f  the Army 

BY THE COMPTROLLER GENERAL 
OF THE UNITED STATES 

JAW.3Ui 1.968 



COMPTROLLER GENERAL OF THE UNITED STATES 

WASHINGTON. D.C. 20948 

B-162771 

To the President of the Senate and the 
Speaker of the House of,Representatives 

The General Accounting Office has reviewed the Army's proce- 
dures for management and use of its tractor-trailer fleet in Europe 
and has made suggestions for improvements to achieve substantial 
savings for the Government and benefits for our balance of payments. 

Day-to-day operations of this truck fleet--under the command of 
the 37th Transportation Group--resemble those of any large trucking 
company. It must make maximum use of its tractors and trailers and 
staff of experienced drivers and mechanics to move personnel, mate- 
riel, and supplies swiftly to meet military requirements. To do so 
the 37th Transportation Group must know precisely at all times the 
location, status, and condition of its equipment. 

We found the Army's management procedures inadequate for the 
37th Transportation Group to maintain positive control over the fleet. 

--Daily inventory reports were insufficient to monitor the status 
and location of its trailers at all times. 

--Control units were not making the required analysis of equip- 
ment use so  that, for example, excess refrigerator trailers could 
not be identified and made available as required. 

--Failure to ensure f u l l  use of available equipment necessitated 
the hiring of commercial carr iers  in many instances at sub- 
stantial increase in costs. 

--There were indications also that costs were increased unneces- 
sarily because Army European commands failed to promptly 
unload trailers and report them as available for further use. 
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Although not wholly in agreement with these findings, the Depart- 
ment of the Army has taken corrective action in accordance with all 
but one of our proposals. We believe that action is needed on this pro- 
posal and, we a re  recommending that available refrigerator equipment 
be transferred and utilized to the maximum extent possible for the 
transportation of frozen food products. 

We are  reporting this matter to the Congress to point out the 
corrective actions that have been taken to improve highway cargo trans- 
portaton in Europe and the need for further action with respect to the 
use of Army refrigerator trailers.  

Copies of this report a r e  being sent to the Director, Bureau of the 
Budget: the Secretary of Defense; and the Secretary of the Army. 

Comptroller Gener a1 
of the United States 
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REPORT ON 

SAVINGS AVAILABLE TO THE ARMY 

BY TIGHTENING CONTROLS OVER 

ITS TRACTOR-TRAILER FLEET IN EUROPE 

DEPARTMENT OF THE ARMY 

INTRODUCTION 

The General Accounting Office has examined into the 
Army's management and utilization of highway transportation 
equipment in Europe. 
1965 through August 1966 was made pursuant to the Budget 
and Accounting Act, 1921 (31 U.S.C. 53), and the Accounting 
and Auditing Act of 1950 (31 U.S.C.  67) .  

Our review covering the period July 

The purpose of our examination was to evaluate the 
policies and procedures for the management of the Army 
highway transportation fleet. Our review included tests 
of the practices and reporting controls used in the daily 
operations of the fleet, including maintenance and parts 
supply as they contributed to equipment availability. In 
making our tests we selected for examination those classes 
of highway equipment providing the greatest cargo-carrying 
capability. 

We found no significant deficiencies in the mainte- 
nance and supply support of the equipment. The truck trac- 
tors had been newly procured during fiscal year 1965. 
tests of the maintenance reports, physical condition of the 
tractors, and the parts support revealed no significant 
problems. The stake and platform semitrailers were being 
completely rehabilitated in a special program. This pro- 
gram was contributing to improved trailer condition and 
availability by the end of our audit. 

Our 



BACKGROUND 

The Transportation Command (TWSCOM) is a functional 
command of the United States Army Communications Zone, 
Europe (USACOMZEUR), which in turn is under the command of 
the United States Army, Europe (USARE;UR). With regard to 
land transportation service in central Europe, USAREUR is 
the component command under the United States European Com- 
mand (USEUCOM) responsible for implementing USEUCOM' s pol- 
icy of developing and managing transportation activities to 
ensure effective and economical transportation services. 

The Movements Control Center (MCC), under TRANSCOM, 
programs and controls movements of personnel, materiel, and 
supplies within the Communications Zone of the European the- 
ater and furnishes information on highway compatible cargo 
(cargo which can be shipped by trucks) shipping requirements 
to the 37th Transportation Group (37th TG) for movement. 
The primary mission of the 37th TG, under TRANSCOM, is the 
operation of a highway transport service in central Europe, 
provided on a nonreimbursable basis as a common service in 
support of other military activities. 

Civilian Labor Group battalion, each having subordinate 
truck companies operating in designated areas in Germany 
and, at the time of our review, in France, These battalions 
operate approximately 4,100 mission vehicles of which there 
are about 2,500 stake and platform semitrailers, 1 2 1  refrig- 
erator semitrailers, and 1,116 related truck tractors in the 
geographical areas serviced. The rest of the equipment corn- 
prises light trucks, lowbed semitrailers, and semitrailer 
vans. 

of 50 additional refrigerator semitrailers assigned to the 
85th and 522d Quartermaster Refrigerator Platoons and the 
3973d Refrigerator Section, Kaiserslautern General Depot. 
The refrigerated equipment is used to support cold stores 
activities in Munich and Kaiserslautern, Germany. 

The 37th TG Headquarters, Operations Section, is re- 
sponsible for highway transport operations including coordi- 
nation of the'daily movement of traffic. It is required to 

The 37th TG has three military battalions and a German 

In March 1966 the 37th TG was given operational control 
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conduct studies of equipment utilization and to maintain 
liaison with MCC and TRANSCOM. This section is also re- 
quired to prepare and submit reports on past performance to 
TRANSCOM and to maintain current information on the dis- 
position of the trailer fleet. 

During fiscal year 1966, USAREUR programmed Operation 
and Maintenance funds of about $10.6 million for commercial 
transportation, including rail, truck, and barge; and about 
$3.6 million for military truck transportation. 

A listing of the principal officials of the Department 
of Defense and the Department of the Army responsible f o r  
the administration of the activities discussed in this re- 
port is shown as appendix I. 
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F I N D I N G S  AND RECOMMENDATION 

IJAPROYED MANAGEMENT OF 
ARMY TRANSPORTATION EQUIPMENT 
COULD HAVE REDUCED 
TRANSPORTATION COSTS I N  EUROPE 

Available Army transportation equipment was not being 
fully utilized to transport highway compatible cargo in 
Europe because the 37th TG did not have adequate procedures 
for promptly identifying idle trailers located at its in- 
stallations or in the custody of using organizations. Uti- 
lization of available Army equipment, rather than commer- 
cial carriers, would have resulted in substantial reduc- 
tions in transportation costs together with corresponding 
benefits to our balance-of-payments situation in Europe. 
We also found indications that additional savings could 
have been achieved if customers and using organizations had 
promptly unloaded trailers and reported them as available. 

The United States European Command has taken action 
both during and subsequent to our review to improve the 
conditions that we found. Also, the Department of the Army 
has advised us of actions taken or to be taken on specific 
proposals presented by us to the Secretary of Defense which 
should significantly increase the effective utilization of 
transportation equipment assigned to the 37th TG. However, 
one of the actions is not, in our opinion, sufficiently 
comprehensive and is the subject of our recommendation. 

We found that the 37th TG had not established a proce- 
dure for maintaining positive control over its fleet of 
stake and platform (S&P)  semitrailers. Instead, it was 
relying solely on daily inventory reports from its units 
and using organizations to determine the status and loca- 
tion of its trailers. 
icant number of trailers were not being reported daily. 
such, many trailers which were empty and available for use 
were not assigned to meet highway cargo movement require- 
ments. 

The status and location of a signif- 
As 

A l s o ,  w e  found indications that customers and using 
organizations were taking an unreasonable amount of time to 

4 



unload and r e p o r t  these  S&P trailers as a v a i l a b l e  f o r  reuse. 
Fur ther ,  we found that the  37th TG was no t  making requi red  
analyses  of equipment u t i l i z a t i o n  and the re fo re  did not  re- 
spond t o  a reques t  t o  r e p o s i t i o n  r e f r i g e r a t o r  t ra i le rs  re- 
quired i n  t h e  Bremerhaven a r e a  although such t r a i l e r s  were 
a v a i l a b l e  i n  t h e  Ka i se r s l au te rn  area. These f ind ings  are 
discussed i n  more d e t a i l  i n  t he  following sec t ions  of th is  
r e p o r t  

Management and u t i l i z a t i o n  of 
s t ake  and platform semitrailers 

The Operations Sec t ion  of the 37th TG w a s  respons ib le  
€or highway t r a n s p o r t  opera t ions ,  including the assignment 
of a v a i l a b l e  equipment t o  meet the  highway cargo movement 
requirements received from t h e  Movements Control Center of 
t he  Transportat ion Command. The Operations Sec t ion  main- 
ta ined  con t ro l  of S W  equipment by having (1) i t s  d r i v e r s  
submit d a i l y  r e p o r t s  on t r a i l e r  movements, (2) i t s  t r u c k  
terminals  perform d a i l y  yard checks and r e p o r t  t he  s t a t u s  
and l o c a t i o n  of t ra i le rs ,  and ( 3 )  t he  us ing  organiza t ions  
submit Daily I n s t a l l a t i o n  S i t u a t i o n  Reports (DISR) showing 
t h e  s t a t u s  and l o c a t i o n  of t r a i l e r s .  

W e  found t h a t  t he  Operations Sec t ion  used the  d a i l y  
terminal  yard checks and DISRs t o  determine which trailers 
were a v a i l a b l e  t o  meet t r a n s p o r t a t i o n  requirements.  We 
found a l s o  that  these  d a i l y  r e p o r t s  d id  not  account f o r  a l l  
t h e  t r a i l e r s  and t h a t  many t ra i le rs  repor ted  a s  empty and 
a v a i l a b l e  one day were not repor ted  on succeeding days and 
the re fo re  were not  considered €or meeting requirements on 
these days. For example, t he  d a i l y  t ra i le r  r e p o r t s  f o r  the 
6-month period January 1 t o  June 30, 1966, d id  not  account 
f o r  a d a i l y  average of 373 S&P trailers of a f lee t  of ap- 
proximately 2,500 t ra i le rs .  

Fur the r ,  by analyzing o the r  r e p o r t s  a v a i l a b l e  a t  t h e  
Operations Sec t ion ,  we found t h a t ,  f o r  t h e  period A p r i l  
through June 1966, a d a i l y  average of about 49 empty S&P 
t ra i le rs  had not  been repor ted  on the  d a i l y  inventory re- 
po r t s  f o r  over 7 days. These 49 unused S&P trailers were 
i n  t h e  high-density cargo movement a reas  i n  Germany and 
e a s t e r n  France. 

5 



During the period January through June 1966, the 
37th TG refused requests for 2 ,922  S&P t r a i l e r s  i n  the 
high-density cargo movement area,  Since records of the 
37th TG showed tha t  the ava i lab i l i ty  of truck t rac tors  with 
drivers was not a major factor  for the re fusa ls ,  it appears 
t ha t  more accurate knowledge of the S&P t r a i l e r s  actually 
available a t  any time would have permitted the 37th TG t o  
f i l l  many of these requests. 

We vis i ted  two of the 37th TG's eight la rges t  custom- 
ers i n  the area t o  determine i f  highway compatible cargo 
was being shipped by the more costly commercial modes be- 
cause of the lack of knowledge of available S@ t r a i l e r s .  
We found t h a t ,  during the months of June and July 1966, the  
Rhine River Terminal had u t i l i zed  130 commercial r a i l  cars 
and 19 commercial trucks a t  a cost of about $9,200 because 
the 37th TG had been unable t o  provide 246 S@ t r a i l e r s  
when requested. 
a t o t a l  of 155 commercial r a i l  cars and s ix  commercial 
trucks were used for shipments of highway compatible cargo 
during July 1966 because requests for 233 S&B t r a i l e r s  had 
been refused. 

A t  the Nahbollenbach General Depot (NGD) 

More spec i f ica l ly ,  we found tha t ,  on one of the days 
tested a t  NGD, a t o t a l  of '16 S&P t r a i l e r s  were requested 
from the 37th TG t o  t r a n s p o r t  cargo on July 1 2 ,  1966, but 
were not made available,  and, as a r e s u l t ,  commercial r a i l  
cars had t o  be used a t  a cost of about $750. We found tha t  
f ive  S&P t r a i l e r s  had been reported on July 7 ,  1966, as be- 
ing empty and available a t  Heilbronn, Germany. These t r a i l -  
e r s  remained available u n t i l  July 2 1  and could have been 
pulled t o  NGD for  use on July 1 2 ,  1966. However, they were 
not included i n  the dai ly  t r a i l e r  reports during the period 
July 8 through 28. The use of these f ive  S&B t r a i l e r s  a t  
NGD t o  pa r t i a l ly  fill i t s  transportation requirements would 
have reduced shipping costs by about $300. 

We found tha t  a required dai ly  accountability report ,  
which consolidated information from the various daily re -  
p o r t s  received from uni t s  and using organizations of the 
37th TG and showed the las t  reported s ta tus  and location of 
a l l  SW t r a i l e r s  in  the 37th TG f l e e t ,  was being prepared 
only intermittently because of the lack of ADP machine time. 



The Commanding Officer of the 37th TG informed us that, be- 
cause of the lack of available automatic data processing 
(ADP) machine time at the Kaiserslautern General Depot, he 
had requested TRANSCOM to provide equipment for 37th TG's 
use. He informed us also that action was being taken to 
obtain the necessary eFipment. However, at the completion 
of our review, the equipment had not been procured. 

We found also that at various locations in the high 
density area there were additional S&P trailers which were 
shown on selected trailer accountability reports for the 
period April to August 1966 as either loaded outbound or 
loaded inbound €or extended periods of time. 
that it takes no more than 2 days to pull a trailer to any 
location in this area and a maximum of 2 workdays to un- 
load the cargo, these trailers either were empty or should 
have been empty and available for use 4 days after the last 
reported status of the trailer. Had these S&P trailers 
been unloaded promptly and drivers been available, and had 
the 37th TG been aware of their status, they could have 
been utilized to transport cargo which otherwise had to be 
shipped by commercial mode. 
resulted in the availability of about 49 additional S&P 
trailers daily, the use of which would have further reduced 
transportation costs. 

Considering 

We estimate this would have 

In regard to the using activities' failure to comply 
with required trailer unloading and reporting requirements, 
we found numerous instances where the Commanding Officer of 
the 37th TG informed responsible higher commands, such as 
TRANSCOM, USACOMZEUR, and user commands, of trailer ac- 
countability and availability problems caused by ineffec- 
tive trailer location and status reporting. Command ac- 
tions included a Headquarters, USACOMZEUR, letter dated 
July 13, 1965, to the major commands urging adherence to 
the trailer regulations and procedures. The l e t t e r  re- 
sulted from a study evaluating the procedures for the uti- 
lization and reporting of military semitrailers, which 
showed certain trailer reporting and control deficiencies. 
In addition, at MCC we noted several messages in January 
and March 1966 from headquarters command instructing its 
subordinate units to comply with USAREUR Regulation 55-355, 
concerning activities' unloading and reporting on the use 
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of 37th TG S W  trailers. However, we found that current 
information on S&P trailer location and status was still a 
significant problem during the time of our review. 

Subsequent to our exit conference in June 1966, the 
37th TG, during July and August 1966, conducted a compre- 
hensive study of the accountability for S&P trailers. 
study revealed that the daily accountability reports were 
only 71 percent accuratep with 300 to 350 trailers a day 
being unaccounted for. The cause of this situation was 
identified as the lack of a uniform system of trailer con- 
trol by the using activities and the failure by drivers of 
the 37th TG to promptly report trailer movements. The 
study recommended improvements primarily by the using units; 
however we believe that substantial additional improve- 
ments, as reflected in our proposals to the Secretary Of 
Defense are also necessary 

The 
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Management and u t i l i z a t i o n  
of  r e f r i g e m t o r  semitrailers 

During our review, w e  found no evidence t h a t  t h e  37th 
TG had been performing requi red  analyses  of eguipment u t i l i -  
z a t i o n  t o  determine whether it had unneeded equipment as- 
signed t o  any p a r t i c u l a r  area. We found a l s o  t h a t  t h e  re- 
p o r t s  furnished TRANSCOM were pr imar i ly  a s t a t i s t i c a l  sum- 
mary of tonnage moved and m i l e s  driven and did not p e r m i t  
respons ib le  management o f f i c i a l s  t o  review equipment u t i l i -  
za t ion  t o  determine i f  equipment was a v a i l a b l e  t o  s a t i s f y  
o t h e r  t r a n s p o r t a t i o n  requirements.  A s  a r e s u l t ,  a v a i l a b l e  
r e f r i g e r a t o r  semitrailers i n  t h e  Ka i se r s l au te rn  area were 
not  repos i t ioned  t o  meet requirements i n  t h e  Bremerhaven 
area. 

The Bremerhaven Cold Stores (BCS), i n  t h e  absence of  
m i l i t a r y  highway support ,  expended approximately $405,000 
on commercial highway t r a n s p o r t a t i o n  during t h e  f i r s t  
9 months of f i s c a l  year 1966 t o  d e l i v e r  r e f r i g e r a t e d  food 
products t o  i n s t a l l a t i o n s  and commissaries i n  Germany. 
proximately $221,000 of  t h i s  amount was expended t o  t r a n s -  
p o r t  1,042 s h o r t  t ons  of f rozen beef t o  i n s t a l l a t i o n s ,  
remainder of t h e  funds,  o r  $184,000, w a s  used t o  t r a n s p o r t  
10,900 shor t  tons  of c h i l l e d  and frozen food products t o  
commissaries i n  Germany. 

Ap- 

The 

We bel ieve  t h a t  s u f f i c i e n t  Army r e f r i g e r a t o r  trailers 
could have been repos i t ioned  t o  Bremerhaven t o  t r a n s p o r t  a l l  
t h e  precut  f rozen  beef de l ivered  t o  i n s t a l l a t i o n s  i n  Germany 
and a s i g n i f i c a n t  po r t ion  of t h e  r e f r i g e r a t e d  shipments de- 
l i v e r e d  t o  commissaries by commercial carrier during t h i s  
per iod.  

The 37th TG, f o r  example, had assigned t o  t h e  83d Truck 
Company, during f i s c a l  year 1966,  about 120 r e f r i g e r a t o r  
semitrailers t o  t r anspor t  r e f r i g e r a t e d  food products from 
t h e  Kaisers lau tern  Cold S tores  (YCS) t o  commissaries i n  
e a s t e r n  France and West Germany. 
depending on f l u c t u a t i o n s  f o r  unserviceable  equipment, t h e  
t r u c k  company requi red  approximately 80 t o  92 r e f r i g e r a t o r  
semitrailers t o  support  t h i s  mission, The remaining equip- 
ment was excess t o  t h e  needs of t h e  KCS and could have been 

Our review revealed t h a t ,  



used t o  de l iver  beef t o  i n s t a l l a t i o n s  i n  Germany and t o  re- 
duce the  cost of t ransport ing other  r e f r ige ra t ed  subsis- 
tence from the  BCS t o  the  commissaries. 

The following tabulat ion shows the  number of unneeded 
r e f r i g e r a t o r  semitrailers assigned t o  the  KCS during the  
period: 

F isca l  year 
1966 

1st quarter  
26 
3d 

11 

01 

Assigned Required t o  Unneeded 
equipment support KCS a t  KCS 

117 
120 
1 2 2  

92 25 
92 28 
80 42 

Army o f f i c i a l s  agreed tha t  su f f i c i en t  d r ive r s  and t r ac -  
t o r s  were ava i lab le  t o  p u l l  the r e f r ige ra to r  semi t ra i le rs  
and t h a t  adequate maintenance support could have been ar-  
ranged f o r  the r e f r ige ra t ed  equipment. 
t a t i o n  Bat ta l ion of the 37th TG located i n  Bremerhaven, 
Germany, generally had about 51 uncommitted t r a c t o r s  with 
d r ive r s  da i ly  which could have been used t o  t ransport  re -  
f r ige ra t ed  subsistence from the BCS. The Commanding Off icer  
of the 37th TG s t a t ed  t h a t  uncommitted t r a c t o r s  with dr ivers  
were ava i lab le  and t h a t  attempts had been made t o  re loca te  
some of the  t ruck companies t o  other  areas  for  b e t t e r  u t i l i -  
zat ion.  

The 106th Transpor- 

A l s o ,  we found t h a t  the Army, because of the savings to 
be rea l ized  through using mi l i t a ry  equipment 
augmented the  maintenance f a c i l i t i e s  a t  the  106th Transpor- 
t a t i o n  Bat ta l ion of the 37th TG by assigning r e f r ige ra to r  
mechanics or  by providing addi t ional  t r a in ing  fo r  ex is t ing  
maintenance personnel. 
appropriate  a c t i v i t i e s  t o  furnish emergency maintenance ser- 
vice t o  r e f r ige ra to r  semitrailers encountering operat ional  
d i f f i c u l t i e s  en route  t o  dest inat ions.  

could have 

The Army could have arranged for  

Army o f f i c i a l s ,  as ea r ly  as August 1965, became con- 
cerned about t he  cos ts  of del iver ing l imited quan t i t i e s  of 
beef by commercial t ruck and suggested t h a t  mi l i t a ry  re- 
f r ige ra t ed  equipment. be used ts support the  BCS. However, 
Army o f f i c i a l s  apparently believed t h a t  all re f r igera ted  



highway equipment w a s  being e f f e c t i v e l y  u t i l i z e d  i n  t h e  
Kaisers lau tern  area, For example, a reques t  by t h e  Chief of 
t h e  BCS f o r  r e f r i g e r a t e d  equipment w a s  denied by t r anspor t a -  
t i o n  o f f i c i a l s  i n  November 1965 because a l l  r e f r i g e r a t o r  
semitrailers had been committed i n  t h e  Kaisers fau tern  area. 
We found, however, t h a t  equipment w a s  a v a i l a b l e  t o  f i l l  t h e  
request. 

I n  February 1966, TRANSCOM, as a r e s u l t  of a study of 
r e f r i g e r a t o r  t ra i ler  requirements,  recommended i n  p a r t  t o  
USACOMZEUR t h a t  t h e  37th TG be assigned t h e  t a s k  of t r a n s -  
po r t ing  beef t o  i n s t a l l a t i o n s .  However, no e f f e c t i v e  ac- 
t i o n  w a s  taken t o  implement t h i s  recommendation. I n  com- 
p l i ance  with a second recommendation of t h e  s tudy,  t w o  re- 
f r i g e r a t o r  p la toons  and a r e f r i g e r a t o r  s ec t ion  w e r e  a t tached  
t o  t h e  37th TG i n  March 1966 t o  improve equipment u t i l i z a -  
t i o n  and maintenance and, by so doing, increased t o  53 t h e  
r e f r i g e r a t o r  semitrailers i n  Kaisers lau tern  which w e r e  not  
being u t i l i z e d .  

After  our d iscuss ion  of t h e  progress  of our review on 
May 1 2 ,  1966, t h e  Commanding Of f i ce r ,  37th TG, a t  our re- 
quest, informed t h e  Movements Control Center t h a t  t h e  
37th TG could provide 50 r e f r i g e r a t o r  semitrailers for t h e  
t r a n s p o r t  of beef from Bremerhaven t o  va r ious  us ing  a c t i v i -  
t ies.  On June 3 ,  1966, USACOMZEUR requested t h e  suspension 
of commercial d e l i v e r i e s  on two of t h e  s ix  r o u t e s  e f f e c t i v e  
J u l y  1966 and t h e  use, on a tes t  b a s i s ,  of m i l i t a r y  equip- 
ment. Army o f f i c i a l s  repor ted  t h a t  t h e  tes t  showed t h a t  
m i l i t a r y  equipment could be used t o  d e l i v e r  f rozen  beef t o  
i n s t a l l a t i o n s  i n  Germany, and t h e  commercial service f o r  
t h i s  po r t ion  of t h e  BCS shipments w a s  canceled on Decem- 
ber  1, 1966. 

Our a n a l y s i s  of beef shipments t o  i n s t a l l a t i o n s  i n  G e r -  
many showed t h a t  13 of t h e  r e f r i g e r a t o r  semitrailers, un- 
needed t o  support t h e  KCS, would have been s u f f i c i e n t  t o  
make these  d e l i v e r i e s .  
t ra i le r  w a s  needed f o r  approximately 1 week on each of t h e  
s ix  rou te s .  An a d d i t i o n a l  seven r e f r i g e r a t o r  semitrailers 
were necessary f o r  equipment turnaround and maintenance 
backup. 
used t o  t r a n s p o r t  r e f r i g e r a t e d  food products  t o  commissaries 
loca ted  i n  areas served by t h e  37th TG ' s  106th Transpor ta t ion  

W e  found t h a t  one r e f r i g e r a t o r  semi- 

The remaining unneeded equipment could have been 



Bat t a l ion .  Although some commercial highway t r a n s p o r t a t i o n  
would have been requi red  t o  support t h e s e  commissaries, w e  
estimate t h a t  t h e  Army had s u f f i c i e n t  highway c a p a b i l i t y  t o  
t r a n s p o r t  about 3,200 shor t  t ons  during f i s c a l  year 1966. 
W e  recognize t h a t  t h e  a c t u a l  amount of savings which will 
resul t  from t r a n s p o r t i n g  cargo t o  commissaries with m i l i t a r y  
equipment i n s t e a d  of commercial c a r r i e r s  w i l l  depend on t h e  
rates which can be negot ia ted with commercial carriers for 
t h e  remaining lower tonnage of cargo t o  be t ranspor ted .  



Agency action 

We brought our findings to the attention of the Secre- 
tary of Defense in a draft report dated June 14, 1967. 

We proposed that USEUCOM take the necessary actions 
(1) to obtain €or the 37th TG the data processing capabil- 
ity necessary to establish a system for timely determina- 
tion of equipment location, status, and condition, (2) to 
ensure that utilization reports on highway transportation 
equipment are prepared and used by all responsible levels 
of management, and (3) to establish time standards €or the 
unloading and release of trailers by using organizations 
and a system for comparing standard with actual. 

We proposed also that available refrigerated equipinent 
be transferred to the Bremerhaven area and utilized to the 
maximum extent practicable for transporting refrigerated 
food products. 

In a letter dated August 11, 1967 (app. II), the Act- 
ing Deputy Assistant Secretary of the Army (I&L) commented 
on our findings on behalf of the Secretary of Defense. The 
Department of the Army concurred, in general, with our con- 
clusions and proposals and recognized the need for improve- 
ment in the use of transportation equipment assigned to the 
37th Transportation Group. The Army did not agree that all 
our findings were completely factual ;or that the room for 
improvement was as vast as implied in our report. A point- 
by-point discussion of each of these areas of disagreement 
is attached as appendix 111. 

The Department of the Army advised us of the following 
actions taken with respect to our specific proposals: 

1. The Department of the Army has approved 
USACOMZEUR's request for ADP equipment which was 
pending at the conclusion of our review and which 
in USEUCOM's opinion would give the 37th TG the 
required capability for timely analysis of trailer 
reports. 

2. USEUCOM has developed and issued the necessary di- 
rectives on the preparation of utilization reports 
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on highway transportation equipment and on the use 
of these reports by all responsible levels of man- 
agement. 

3. USEUCOM is currently developing time standards for 
the loading and release of trailers by using 
organizations and will improve policing and enforc- 
ing such standards. 

4 .  After operational readiness and feasibility tests 
gave assurance that support of the Bremerhaven Cold 
Stores by military transport was reliable and cost 
favorable and could be sustained, the commercial con- 
tract was canceled on December 15, 1966. 

Conclusions 

The day-to-day operations of the 37th TG closely 
parallel those of any large trucking company. A s  such, one 
of its paramount guiding principles is, as it should be, to 
seek maximum utilization of its fleet of tractors and 
trailers and its staff of experienced drivers and mechanics. 
To attain maximum utilization of these assets, the 37th TG 
must know at all times the exact location, status, and con- 
dition of its equipment. Without this knowledge, equipment 
will inevitably become idle for extended periods and the 
service to customers will either suffer or have to be 
furnished by substitute means. 

We believe that the actions taken o r  initiated by the 
Department of the Army will result in a significant increase 
in control over the transportation equipment assigned to 
the 37th TG with a corresponding increase in effective 
utilization of such equipment. 
its military transportation equipment in Europe, in our 
opinion, will substantially reduce transportation costs as 
well as United States dollars paid to foreign carriers and, 
as a result, may reduce any future deficit in the balance 
of payments between West Germany and the Government. 
will evaluate the adequacy of these actions in our continu- 
ing reviews of equipment utilization in the Department of 
Defense . 

The Army's maximum use of 

We 
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We also believe, however, that further action should be 
taken with respect to our proposal that available re- 
frigerated equipment be transferred to the Bremerhaven area 
and utilized to the maximum extent practicable for trans- 
porting refrigerated food products. 

The Army's action on this proposal, which they con- 
sidered complete, was applicable only to the hauling of 
frozen beef. The effective date for cancellation of the 
commercial service for this portion of BCS shipments was 
December 1, 1966, rather than December 15, 1966, as stated 
in the Army's reply. (See p. 11 of this report.) A s  
pointed out on page 9 of this report, the BCS also expended 
about $184,000 during the first 9 months of fiscal year 
1966 for the commercial delivery of chilled and frozen food 
products to commissaries in Gemany. We believe that suf- 
ficient Army refrigerator trailers could have been reposi- 
tioned to Bremerhaven to transport a significant portion of 
these shipments during this period. 

Recommendat ion 

We therefore recommend that available refrigerated 
equipment be transferred to the Bremerhaven area and utilized 
to the maximum extent practicable for transporting chilled 
and frozen food products to commissaries in Germany. 
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THE DEPARTMENT OF DEFENSE AND THE DEPARTMENT OF THE ARMY 

RESPONSIBLE FOR ADMINISTRATION OF THE ACTIVITIES 

DISCUSSED IN THIS REPORT 

Tenure of office 
From 

DEPARTMENT OF DEFENSE 

SECRETARY OF DEFENSE: 
Robert S. McNamara Jan. '1961 

ASSISTANT SECRETARY OF DEFENSE 
(INSTALLATIONS AND LOGISTICS) : 
Thomas D. Morris Sept. 1967 
Paul R. Ignatius Dec. 1964 

DEPARTMENT OF THE ARMY 

SECRETARY OF THE ARpn: 
Stanley R. Resor 
Stephen Ailes 

July 1965 
Jan. 1964 

i- ASSISTANT SECRETARY OF THE ARMY ,.I 

Dr. Robert A. Brooks Oct. 1965 
(INSTALLATIONS AND LOGISTICS) : 

- To 

Present 

Present 
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Present 
July 1965 

Present 
Daniel M. Luevano July 1964 Oct. 1965 
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DEPARTMENT OF THE ARMY 
OFFICE OF THE ASSISTANT SECRETARY 

WASHINGTON, D.C. 

11 AUG 1967 

Mre C, M. B a i l e y  
Act ing  D i r e c t o r  
Defense D i v i s i o n  
United S t a t e s  General  Accounting O f f i c e  
Washington, D ,  C. 20548 

Dear M r ,  B a i l e y :  

T h i s  i s  i n  r e s p o n s e  t o  your l e t t e r  of 14 June  1967, t o  t h e  S e c r e t a r y  

of Defense r e q u e s t i n g  comments on your d r a f t  r e p o r t  t i t l e d :  "Need For  

Improvement I n  The Management of T r a n s p o r t a t i o n  Equipment - Department of 

t h e  Army". (OSD Case #2618). 

The i n c l o s e d  s t a t e m e n t  p r o v i d e s  t h e  Department of t h e  Army p o s i t i o n  on 

your  r e p o r t  - 
This r e p l y  i s  made on behal f  of t h e  S e c r e t a r y  of Defense.  

Vincent  P.  Huggard 

(Mater i e  1 S y s  t e m s  ) 
1 I n c l  Act ing  Deputy A s s i s t a n t  S e c r e t a r y  of t h e  Army (ISCL) 

Army P o s i t i o n  Statement  

I 
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DEPARTMENT OF THF, ARMY POSITION 

on 

GAO DRAFT REPORT, DATED 14 JUNE 1967 
"Need For Improvement I n  The Management 
of Transpor ta t ion  Equipment i n  Europe, DA" 

(OSD Case R2618) 

I P o s i t i o n  Summaries 

a. GAO P o s i t i o n  Summary 

Avai lable  t r a n s p o r t a t i o n  equipment w a s  not  being f u l l y  used t o  
t r a n s p o r t  highway cargo i n  Europe because t h e  37th Transpor ta t ion  Group 
(37th TG) d id  not  have adequate procedures f o r  promptly i d e n t i f y i n g  i d l e  
t ra i lers  loca ted  a t  i t s  i n s t a l l a t i o n s  or  i n  t h e  custody of using organiza-  
t i o n s .  The 37th TG w a s  r e l y i n g  s o l e l y  on d a i l y  inventory r e p o r t s  from i t s  
u n i t s  and using organiza t ions  t o  determine the  s t a t u s  and loca t ion  of i t s  
t r a i l e r s  bu t  a s i g n i f i c a n t  number were not  being r epor t ed .  Customers and 
using organiza t ions  were tak ing  an  unreasonable amount of t i m e  t o  unload 
and r e p o r t  t ra i lers  as a v a i l a b l e  f o r  reuse .  Fu r the r ,  t he  37th TG w a s  no t  
making requested ana lyses  of equipment used and t h e r e f o r e  did no t  respond 
t o  a r eques t  t o  r e p o s i t i o n  r e f r i g e r a t o r  trailers r equ i r ed  i n  t h e  Bremer- 
haven area al though such t ra i lers  were a v a i l a b l e  i n  t h e  Ka i se r s l au te rn  
area. 

Examples of t h e  r e s u l t s  of t hese  d e f i c i e n c i e s  were: (1) during 
t h e  f i r s t  s ix  months of 1966, a n  average of 373 trailers of a f l e e t  of 
more than 2,500 were not  accounted f o r ;  (2)  during t h e  per iod A p r i l  t h r u  
June 1966, a d a i l y  average of 49 empty t r a i l e r s  t h a t  could have been used 
t o  meet au thor ized  t r a n s p o r t a t i o n  requirements i n  t h e  h igh-dens i ty  cargo 
movement areas i n  Germany and Eastern France had not  been r epor t ed  on the  
d a i l y  inventory r e p o r t s  f o r  over seven days; (3) dur ing  t h e  per iod January 
t h r u  June 1966, t h e  37th TG r e fused  r eques t s  f o r  2 , 9 2 2  t r a i l e r s  i n  t h e  
high-densi ty  cargo movement area, although it  appears t h a t  more accu ra t e  
knowledge of those  t ra i le rs  a c t u a l l y  a v a i l a b l e  a t  any t i m e  would have 
permit ted f i l l i n g  many of t h e s e  r eques t s .  During t h e  months of June and 
J u l y  1966, t h e  Rhine River Terminal had used 130 commercial r a i l  cars and 
19 commercial t rucks  a t  a c o s t  of $9,200 because t h e  37th TG had been 
unable t o  provide 246 t ra i lers  when reques ted .  
General  Depot (NGD) a t o t a l  of 155 commercial r a i l  cars and 6,commercial 
t rucks  were used f o r  shipping cargo during J u l y  1966 because r eques t s  f o r  
233 trailers had been r e fused .  The Bremerhaven Cold S tores  (BCS), i n  t h e  
absence of m i l i t a r y  highway support ,  expended approximately $405,000 on 
commercial highway t r a n s p o r t a t i o n  during t h e  f i r s t  n ine  months of FY 1966 
t o  d e l i v e r  r e f r i g e r a t e d  food products t o  i n s t a l l a t i o n s  and commissaries 
i n  Germany. It a p p e a r s  t h a t  s u f f i c i e n t  Army r e f r i g e r a t o r  t ra i lers  could 
have been repos i t ioned  t o  Bremerhaven t o  t r a n s p o r t  a l l  of t h e  f rozen  beef 
de l ive red  t o  i n s t a l l a t i o n s  i n  Germany and a s i g n i f i c a n t  po r t ion  of t h e  
r e f r i g e r a t e d  shipments de l ive red  t o  commissaries by commercial carrier during 
t h i s  per iod ,  

A t  t he  Nahbollenback 
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The GAO concludes  t h a t  the day-to-day o p e r a t i o n s  of the 37th TG 
c l o s e l y  p a r a l l e l e d  t h o s e  of one l a r g e  t r u c k i n g  company and as  such  it needs  
t o  know a t  a l l  times t h e  exact l o c a t i o n ,  s t a t u s  and c o n d i t i o n  of i t s  equip-  
ment. While t h e  framework of t h e  3 7 t h  TG management system is  in tended  t o  
provide  such informat ion ,  i t  i s  n o t  working w e l l  f o r  several r e a s o n s .  Of 
p a r t i c u l a r  s i g n i f i c a n c e  i s  t h e  absence of adequate  h i g h  speed d a t a  process-  
i n g  equipment w i t h  which t o  h a n d l e  a v e r y  s u b s t a n t i a l  volume of i n d i v i d u a l  
d a i l y  t r a n s a c t i o n s .  Another major under ly ing  cause  seems t o  b e  t h a t  
customers  o u t s i d e  t h e  o r g a n i z a t i o n a l  c h a i n  of t h e  3 7 t h  TG may r e t a i n  equip-  
ment f o r  long p e r i o d s  w i t h  no i n c e n t i v e  t o  release i t .  

C o r r e c t i n g  these d e f i c i e n c i e s  t o  provide  f o r  maximum use of 
a v a i l a b l e  Army equipment , r a t h e r  t h a n  u s i n g  commercial carr iers ,  should 
r e s u l t  i n  s u b s t a n t i a l  r e d u c t i o n  i n  t r a n s p o r t a t i o n  c o s t s  t o g e t h e r  w i t h  
cor responding  b e n e f i t s  t o  t h e  U.  S .  b a l a n c e  of payments s i t u a t i o n  i n  
Europe. While t h e  European Command h a s  t a k e n  a c t i o n  t o  improve t h e  condi -  
t i o n s  found,  i t  i s  b e l i e v e d  t h a t  f u r t h e r  a c t i o n s  are  n e c e s s a r y .  

The GAO recommended t h a t :  

(1) The European Command t a k e  t h e  n e c e s s a r y  a c t i o n s  t o  
(a) o b t a i n  f o r  t h e  3 7 t h  TG t h e  au tomat ic  d a t a  process ing  c a p a b i l i t y  neces-  
s a r y  t o  establish a system f o r  t i m e l y  d e t e r m i n a t i o n  of equipment l o c a t i o n ,  
s t a t u s  and c o n d i t i o n ,  (b) i n s u r e  t h a t  u s e  of r e p o r t s  on highway t r a n s p o r t a -  
t i o n  equipment are  prepared and used by a l l  r e s p o n s i b l e  levels of management, 
and (c) e s t a b l i s h  t ime s t a n d a r d s  f o r  t h e  unloading and release of t r a i l e r s  
by u s i n g  o r g a n i z a t i o n s  and system f o r  comparing s t a n d a r d s  w i t h  a c t u a l .  

(2)  A v a i l a b l e  r e f r i g e r a t i o n  equipment be t r a n s f e r r e d  t o  t h e  
Bremerhaven area and used t o  t h e  maximum e x t e n t  p r a c t i c a b l e  € o r  t r a n s p o r t i n g  
r e f r i g e r a t e d  food p r o d u c t s .  

b .  Army P o s i t i o n  Summary 

The Department of t h e  Army concurs  i n  p a r t  w i t h  t h e  GAO f i n d i n g s  
c o n t a i n e d  i n  t h e  r e p o r t  and concurs  g e n e r a l l y  w i t h  the c o n c l u s i o n s  and 
recommendations. Army does n o t  a g r e e  t h a t  a l l  t h e  f i n d i n g s  are comple te ly  
f a c t u a l  o r  t h a t  t h e  room f o r  improvement i s  as vast  as impl ied  i n  t h e  r e p o r t .  
Army views i n  t h i s  r e g a r d  are d i s c u s s e d  i n  S e c t i o n s  11, 111 and IV f o l l o w i n g .  

I1 Background For  Army P o s i t i o n  

The highway r e s o u r c e s  of t h e  m i l i t a r y  t r a n s p o r t  u n i t s  a s s i g n e d  t o  t h e  
United S t a t e s  Army Communications Zone, Europe (USACOMZEUR) are normally r a t e d  
as c a p a b l e  of s a t i s f y i n g  26% of t h e  t o t a l  movement requi rements  i n  C e n t r a l  
Europe, b u t  a c t u a l l y  moved 29.7% of t h e  t o t a l  m i l i t a r y  requi rement  d u r i n g  t h e  
p e r i o d  January  - June  1966. I n  f a c t ,  u n i t s  of t h e  3 7 t h  TG moved 87,884 o r  
10% more t o n s  i n  t h i s  p e r i o d  t h a n  were moved d u r i n g  t h e  same p e r i o d  of t h e  
p r e v i o u s  y e a r .  The GAO f i n d i n g s  t h a t  a d a i l y  average  of 49 t r a i l e r s  were 
a v a i l a b l e  b u t  had n o t  been r e p o r t e d  o r  used t o  m e e t  a u t h o r i z e d  t r a n s p o r t a -  
t i o n  requi rements  i g n o r e s  such f a c t o r s  as  l o c a t i o n  of t h e  c a r g o  t o  b e  moved 
versus l o c a t i o n  of t h e  empty t r a i l e r  and o t h e r  e q u a l  c o n s i d e r a t i o n s .  For  



APPENDIX I1 
Page 4 

example, t he  r epor t  (pages 6 and 7)  states t h a t  on a c e r t a i n  da te ,  f i v e  
trailers,  a v a i l a b l e  i n  Heilbronn, could have been pul led  t o  Nahbollenback 
f o r  use on 1 2  J u l y  1966. An a n a l y s i s  of t h i s  p a r t i c u l a r  s i t u a t i o n  revea led  
t h a t  t h e  f i v e  trailers were used f o r  a l o c a l  commitment r a t h e r  than  a n  
empty and c o s t l y  movement over an extended d i s t ance .  The l o c a l  moves were 
completed on 11 J u l y  1966; t he re fo re ,  movement of t h e  t ra i le rs  t o  Nahbollen- 
back f o r  t h e  1 2  J u l y  requirement w a s  not  p r a c t i c a b l e  o r  f e a s i b l e .  Aside 
from t h e  above c i t e d  f a c t o r s  and cons idera t ions  it  should be pointed out  
t h a t  t he  a l l e g a t i o n  t h a t  49 t ra i lers  were a v a i l a b l e  but not  used a c t u a l l y  
c o n s t i t u t e s  1.9% of t h e  t ra i le r  f l e e t  and is  i n d i c a t i v e  of t h e  e x i s t i n g  
l e v e l  of v e h i c l e  use .  B e t t e r  use i s  seldom m e t  by t h e  more e f f i c i e n t  
commercial t r a n s p o r t a t i o n  concerns.  

The GAO r e p o r t  does not  g ive  cons ide ra t ion  t o  s e v e r a l  f a c t o r s  t h a t  
adverse ly  a f f e c t e d  opera t ions  of t h e  37th TG during the  review period.  I n  
summary these  f a c t o r s  w e r e :  

(a) The assigned s t r e n g t h  of t h e  37th TG was reduced by about 
500 personnel as a r e s u l t  of p ro jec t  DRAWDOWN during FY 1966. 

(b) During the  review period,  numerous c l a s s i f i e d  requirements 
precluded use of a s i g n i f i c a n t  po r t ion  of t h e  t ra i ler  f l e e t .  One of t hese  
requirements involved t h e  i d e n t i f i c a t i o n ,  pick up and t r a n s p o r t a t i o n  of a l l  
Roll-on/Roll-off vans d ispersed  throughout Western Germany and France. 
vans had t o  be taken t o  Bremerhaven f o r  r e h a b i l i t a t i o n  and shipment t o  CONUS 
and Southeast  Asia. This  requi red  a s i g n i f i c a n t  number of t r a c t o r s  and 
d r i v e r s  which d i s rup ted  normal opera t ions .  

These 

(c) The r e l o c a t i o n  of s tocks  and f a c i l i t i e s  i n  France (FRELOC) 
w i t h i n  the  allowed t i m e  frame requi red  maximum use of m i l i t a r y  t r a n s p o r t  and 
i n  the  i n t e r e s t  of Gold Flow, w a s  a h igh  p r i o r i t y  commitment t h a t  demanded 
use  of trailers a t  a f a s t e r  than  normal ra te .  

(d)  The c a p a b i l i t y  of t h e  Operations Sect ion of t h e  37th  TG 
w a s  reduced due t o  t h e  lower grades and l imi t ed  experience of personnel 
ass igned  t o  the  Sec t ion  p r i o r  and during the  GAO review. For example, t h e  
need f o r  t h e  use of m i l i t a r y  r e e f e r s  t o  support  Bremerhaven Cold S to res  w a s  
recognized by t h e  command sometime p r io r  t o  t h e  GAO review, but  a c t i o n  had t o  
be delayed u n t i l  necessary s t u d i e s  and j u s t i f i c a t i o n  could be developed f o r  
cons ide ra t ion  by higher  a u t h o r i t y .  

The va r ious  s ta tements  throughout t h e  r e p o r t ,  e.g. An average of 
49 t r a i l e r s  were a v a i l a b l e  d a i l y  l ack  d e f i n i t i o n  with r e spec t  t o  t i m e  
per iods,  geographical  l oca t ion ,  s t a t u s  of movement requirements i n  p r i o r i t y  
sequence, s e c u r i t y  movements, weather-route  cond i t ions  and o ther  l i ne -hau l  
requirements .  Proper ana lyses  of m i l i t a r y  highway c a p a b i l i t y  r e q u i r e s  f u l l  
and d e t a i l e d  cons ide ra t ion  of a l l  t hese  f a c t o r s  i f  f i nd ings  as t o  inadequate 
use  are t o  be considered v a l i d .  

2 4  
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I11 Army P o s i t i o n  on GAD F i n d i n g s  

While t h e  Army concurs  w i t h  most of t h e  GAO f i n d i n g s ,  t h e  f o l l o w i n g  
comments are submi t ted  w i t h  respect t o  s p e c i f i c  f i n d i n g s  c o n t a i n e d  i n  t h e  
r e p o r t :  

(a)  The s t a t e m e n t  t h a t  t h e  37th  TG w a s  r e l y i n g  s o l e l y  on 
d a i l y  i n v e n t o r y  r e p o r t s  from i t s  u n i t s  and u s i n g  o r g a n i z a t i o n s  t o  de te rmine  
t h e  s t a t u s  and l o c a t i o n  of i t s  t r a i l e r s  i s  n o t  e n t i r e l y  t r u e .  I n  a d d i t i o n  
t o  t h e s e  r e p o r t s  members of t h e  3 7 t h  TG Opera t ions  S e c t i o n  make r o u t i n e  
v i s i t s ,  t e l e p h o n e  ca l l s  and perform d a i l y  p h y s i c a l  checks of d e p o t s ,  and 
o t h e r  major u s e r s  i n  a c o n t i n u i n g  e f f o r t  t o  improve t r a i l e r  r e p o r t i n g  and 
t u r n  around.  A l so ,  t h e  3 7 t h  TG Headquar te rs  and i t s  b a t t a l i o n s  c l o s e l y  
monitor commitments of r e e f e r  u n i t s ,  i n c l u d i n g  d a i l y  a v a i l a b i l i t y  and main- 
tenance  performaoce and t h e i r  c a p a b i l i t y  of performing emergency m i s s i o n s ,  

(b)  I n  f o u r  of i t s  f i n d i n g s  t h e  GAO cites r e f u s a l  of r e q u e s t s  
f o r  numerous t r a i l e r s  and s ta tes  t h a t  s p e c i f i c  d o l l a r  c o s t s  could  have been 
avoided by more a c c u r a t e  knowledge of t h e  a v a i l a b i l i t y  of Army trailers.  
While Army cannot  r e f u t e  t h e s e  da ta  it  i s  p o i n t e d  o u t  t h a t  t h e  t e r m  " r e f u s a l "  
does n o t  prove c o n c l u s i v e l y  t h a t  t h e  c a r g o  w a s  moved commercial ly  o r  t h a t  
t h e  c o s t  d a t a  are n e c e s s a r i l y  v a l i d .  The t e r m  "refused" merely means t h a t  
t h e  c a r g o  w a s  n o t  accepted  a t  t h e  t i m e  of r e q u e s t .  Some movements are 
d e f e r r e d  because o f :  (1) h i g h e r  p r i o r i t y  r e q u i r e m e n t s ,  ( 2 )  c o n s o l i d a t i o n  
of c a r g o  i n t o  s i z e a b l e  l o a d s ,  (3 )  i n a b i l i t y  of d e s t i n a t i o n  t o  o f f l o a d ,  
and ( 4 )  d e l a y s  i n c u r r e d  i n  a t t e m p t i n g  t o  u s e  trailers inbound t o  a p a r t i c u l a r  
depot w i t h  a requi rement  f o r  subsequent  outbound movement. Based on t h e s e  
and o t h e r  f a c t o r s  such as weather  c o n d i t i o n s ,  thaw b a r r i e r s ,  and empty h a u l s  
i t  would a p p e a r  t h a t  t h e  computat ions of c o s t  avoidance p o t e n t i a l  i s  h i g h l y  
q u e s t i o n a b l e .  

I V  Army P o s i t i o n s  on Conclusions and Recommendations 

The Army concurs  g e n e r a l l y  w i t h  t h e  c o n c l u s i o n s  and recommendations 
c i t e d  by t h e  GAO and r e c o g n i z e s  t h e  need f o r  improvement i n  t h e  u s e  of t h e  
t r a n s p o r t a t i o n  equipment a s s i g n e d  t o  t h e  3 7 t h  TG. 

The Army p o s i t i o n  on each recommendation and t h e  c o r r e c t i v e  measures 
i n i t i a t e d  and t a k e n  are  a s  f o l l o w s :  

2 4  
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(a) That USEUCOM take  t h e  necessary a c t i o n  t o  ob ta in  f o r  t h e  
37th Transpor ta t ion  Group t h e  automatic  da t a  processing 
c a p a b i l i t y  necessary t o  e s t a b l i s h  a system f o r  t imely 
determinat ion of equipment loca t ion ,  s t a t u s  and condi t ion .  

Af t e r  cons iderable  s tudy t h i s  problem was e s t ab l i shed  as 
a p ro jec t  of special i n t e r e s t  t o  the  Commanding General,  
USACOJ!iZEUR i n  January 1966. The over r id ing  commitment 
t o  t h e  t a s k  of r e l o c a t i n g  USACOMZEUR and the  very  substan- 
t i a l  weight of command s tocks  from France has delayed t h e  
refinement of systems requirements and t h e  development of 
t h e  j u s t i f i c a t i o n  requi red  by r egu la t ions .  A reques t  f o r  
ADP equipment w a s  u l t i m a t e l y  forwarded t o  USAREUR on 
22 November 1966 
approved by HQ DA. 
That USEUCOM take  t h e  necessary a c t i o n  t o  i n s u r e  t h a t  use 
of r e p o r t s  on highway t r a n s p o r t a t i o n  equipment are prepared 
and used by a l l  r e spons ib l e  l e v e l s  of management. 

and on 93 Pkurch 1963 ADBE request was 

(b)  

USEUCOM has developed and issued t h e  necessary d i r e c t i v e s .  

( c )  That USEUCOM take  necessary a c t i o n  t o  e s t a b l i s h  t i m e  
s tandards  f o r  t h e  loading and release of t r a i l e r s  by us ing  
organiza t ions  and a system f o r  comparing s tandards  wi th  
a c t u a l .  

HQ, USEUCOM i s  c u r r e n t l y  developing these  s tandards  and 
w i l l  improve pol ic ing  and enforcing same. 

(d)  That a v a i l a b l e  r e f r i g e r a t e d  equipment be t r a n s f e r r e d  t o  
Bremerhaven area and used t o  the  maximum e x t e n t  p r a c t i c a b l e  
f o r  t r anspor t ing  r e f r i g e r a t e d  food products .  

Action on t h i s  problem has  been completed. Af te r  ope ra t iona l  
r ead iness  and f e a s i b i l i t y  tests made during t h e  la t ter  p a r t  
of calendar  year 1966 gave assurance t h a t  support  of t h e  
Bremerhaven Cold S tores  by m i l i t a r y  t r a n s p o r t  was r e l i a b l e ,  
c o s t  favorable ,  and could be sus ta ined ,  t h e  commercial 
c o n t r a c t  w a s  cance l led  on 15 December 1965. 
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DETAILED DISCUSSION OF AXEAS OF DISAGREENEXT 

RAISED BY THE DEPARTMENT OF THE ARMY 

IN COMMENTING ON OUR FINDINGS 

The Department of the Army concurred, in part, with our 
findings contained in this report and concurred, in general, 
with the conclusions and proposals. 
that all the findings were completely factual or that the 
room for improvement was as vast as implied in the report. 
A discussion of the areas of disagreement follows. 

The Army did not agree 

The Army stated that the GAO findings that a daily 
average of 49 trailers were available but had not been 
reported or used to meet authorized transportation re- 
quirements ignore such factors as location of the cargo 
to be moved versus location of the empty trailer and 
other equal considerations. For example, the report 
(p. 6) states that, on a certain date, five trailers, 
available in Heilbronn, could have been pulled to 
Nahbollenback for use on 12 July 1966. An analysis of 
this particular situation revealed that the five trailers 
were used f o r  a local commitment rather than an empty 
and costly movement over an extended distance. The local 
moves were completed on 11 July 1966; therefore, movement 
of the trailers to Nahbollenback for the 12 July require- 
ment was not practicable or feasible. 

Follow-up on this statement revealed that the five trail- 
ers which the Army stated had been used for local commitments 
were different trailers than those used in our example. The 
Army was talking about trailers numbered BB95, W64, AA23, FF12, 
and L68. 
B60, DD74, DD84, and P14. These trailers were empty and 
available at Heilbronn from July 7 until sometime after July 21 
when all were moved in an empty status, 1 to Nahbollenback, 
1 to Nancy, and 3 to Kaiserslautern. 

The trailers used in our example were numbered A48, 

Furthermore we do not agree with the Army's statement 
that we ignored such factors as location of the cargo to be 
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moved verus location of the empty trailer and other con- 
siderations. The daily average of 49 empty trailers, the 
daily average of 49 trailers that were probably empty, the 
available tractors and drivers, and the cargo shipped by 
commercial carriers--which we discuss in this report--were 
all located in a specified high-density area the most dis- 
tant points of which are within 2 days' travel time for an 
empty tractor-trailer rig. This is within the criteria 
for repositioning empty trailers to meet commitments as 
established by the Movements Control Center, USACOMZEUR. 

The Army pointed out that the allegation that 49 trail- 
ers were available but not used actually constitutes 
1.9 percent of the trailer fleet and is indicative of 
the existing level of vehicle use. 
seldom met by the more efficient commercial transporta- 
tion concerns. 

Better use is 

We would like to point out that these 49 trailers rep- 
resent only those that the record clearly indicates should 
have been available for use because they were last reported 
as empty and had not been reported again for at least 
7 days. 
reported as loaded but had not been reported again for over 
7 days and therefore were probably empty and available for 
some of those days. More important, however, is that we 
found an average of 373 trailers each day that were not ac- 
counted for as to location o r  status in the daily trailer 
reports. This represents about 15 percent of the fleet 
which was not considered for use because their status was 
unknown. 

We also cite another 49 trailers that were last 

The Army stated that the various statements through- 
out the report, e.g., "An average of 49 trailers were 
available daily,Is lack definition with respect to time 
sequence, security movements, weather-route conditions, 
and other line-haul requirements. Proper analyses of 
military highway capability require full and detailed 
consideration of all these factors if findings as to 
inadequate use are to be considered valid. 

We refer to our statements above and again point out 
that, with respect to the possible utilization of trail- 
ers that we identified as being empty but unreported, we 
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did consider time and distance factors to the extent pos- 
sible. The loss of trailer movement due to weather, thaw 
barriers, etc., does not appear to be a material factor 
since only 33 driver days were lost because of these con- 
ditions in the entire fiscal year 1966. Also,we were in- 
formed that the l o s s  was substantially less in 1967. 

The Army commented that our statement--that the 37th 
TG was relying solely on daily inventory reports from 
its units and using organizations to determine the 
status and location of its trailers--is not entirely 
true. In addition to making these reports, members 
of the 37th TG Operations Section make routine visits, 
telephone calls, and perform daily physical checks of 
depots, and other major users in a continuing effort 
to improve trailer reporting and turnaround. A l s o ,  
the 37th TG Headquarters and its battalions closely 
monitor commitments of reefer units, including daily 
availability and maintenance performance and their 
capability of performing emergency missions. 

We found that daily physical checks of depots and 
other major users were being performed by only one of the 
four battalions of the 37th TG. This requirement was es- 
tablished during FRELOC. We found a l s o  that weekly phys- 
ical checks were being performed by companies of the 37th TG 
but that these, as well as the routine visits and telephone 
calls, were, as the Army states, primarily for the purpose 
of improving the daily inventory reports rather than of 
making daily commitments of trailers. The daily inventory 
reports from the 37th TG units and using organizations were 
being used by the Operations Section for this purpose. 

With respect to the monitoring of refrigerator semi- 
trailers by the 37th TG Headquarters and its battalions, 
the only report that these units were receiving from the 
operating company that we could find showed only the daily 
refrigerated commitments. It did not show the number of 
trailers used for each commitment, nor did it show the 
number of refrigerator trailers not being used. 

The Army also stated that in four of its findings 
the GAO cites refusal of requests for numerous 



APPENDIX I11 
Page 4 

trailers and states that specific dollar costs could 
have been avoided by more accurate knowledge of the 
availability of Army trailers. While Army cannot re- 
fute these data, it is pointed out that the term !'re- 
€usal!g does not prove conclusively that the cargo was 
moved commercially or that the cost data are necessar- 
ily valid. The term "refused" merely means that the 
cargo was not accepted at the time of request. Some 
movements are deferred because of: (1) higher prio- 
ity requirements, (2) consolidation of cargo into 
sizeable loads, ( 3 )  inability of destination to off- 
load, and ( 4 )  delays incurred in attempting to use 
trailers inbound to a particular depot with a require- 
ment for subsequent outbound movement. Based on these 
and other factors such as weather conditions, thaw 
barriers, and empty hauls it would appear that the 
computations of cost avoidance potential is highly 
questionable. 

We have shown by specific example on page 6 that re- 
fusal to assign a trailer to a cargo movement requirement 
has resulted in the use of commercial modes at additional 
costs. Also, during the period when the 37th TG refused 
requests for 2,922 SdtP trailers in the high-density cargo 
movement area, an average of 56 trailer loads a day were 
being shipped by commercial means. Furthermore, the various 
reasons for deferral of shipments cited by the Army are 
mostly conditions that are considered by the Movements Con- 
trol Center and its subofficesprborto submitting the move- 
ment requirements to the 37th TG for commitment of trailers 
and therefore should not be a cause for refusals. We have 
been informed 011 several occasions by the battalions opera- 
tions sections that the primary cause for refusal is the 
nonavailabibity of trailers. 

We recognize that, in some cases, empty and available 
trailers, even if reported, could not have been used in 
lieu of commercial means to move cargo. However, we believe 
that in most cases they could have been used and at con- 
siderable savings. For exampleg the Transportation Command, 
in endorsing the 37th TG8s request for data processing 
equipment, estimated a cost avoidance potential as high as 
$446,000 annually resulting from increased availability of 
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about 50 trailers a day. This projection was based on a 
net savings from the use of its own trailers of $36 a 
trailer day over the use of commercial trailers. 

Finally, the Army states that our report did not give 
consideration to several factors that adversely affected 
operations of the 37th TG during our review period. Each 
of these factors were brought to our attention by an of- 
ficial of USEUCOM at the conclusion of our review. We con- 
sidered all of these factors and, in fact, did some follow- 
up work in connection with some of them. For example, we 
discussed the classified requirements of the 37th T G ' s  
fleet with the Commanding Qfficer, TRANSCOM. Although he 
would not identify the classified requirements, he estimated 
that these required a daily commitment of 50 to 60 S&P trail- 
ers. He stated that these commitments were disguised in the 
trailer accountability reports in various ways. Since our 
finding is concerned with S&P trailers which were unac- 
counted for in the daily reports, we do not believe this 
factor had any effect on our finding. 
believe that any of the factors cited by the Army had a 
significant effect on the opportunities we found for better 
utilization of equipment by the 37th TG. 

Similarly we do not 

' 
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