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COMPTROLLER GEM'RAL'S 
.TL'PORT 11'0 THE Cli,lii;,?ESS 

DIGEST _----- 

WHY THE REVIEW WAS Id!DE 

PROBLEMS BEING EXPERIENCED IN THE DEPENDENT 
SHELTER PROGRAM IN THE REPUBLIC OF VIETNAM 
Department of Defense B-159451 

The Dependent Shelter Program in the Republic of Vietnam is a high-priority 
i under~~~~~~~~~~~~r~~~~~ of Defense. 

--... 
Under the program living quarters, r- 

referred to as shelters, for the immediate families of Republic of Vietnam 
Armed Forces personnel are being constructed at or near Vietnamese military 
installations. The shelters are being constructed in an attempt to raise 
morale and reduce the high desertion rate of the Vietnamese Armed Forces. 

Prior to 1966 the Vietnamese Government independently had constructed family 
living quarters for its servicemen. The Dependent Shelter Program was ini- 
tiated jointly by the United States and the Vietnamese Government in 1966. 
U.S. participation in the program is expected to continue until 1975 and to 
cost the United States about $37 million, (See P* 4.) 

Because of congressional interest in the Dependent Shelter Pro ram and be- 
cause of its high priority, the General Accounting Office (GAO 3 made a review 
to determine: 

--The progress made in achieving program objectives. 
--The manner in which the program had been managed and carried out. 

FINDINGS AND CONCLUSIONS 

U.S. military officials were unable to provide GAO with definitive data show- 
ing whether progress had been made in achieving the objectives of the Depen- 
dent Shelter Program-- that is, to improve morale and to reduce the high de- 
sertion rate of Vietnamese military personnel. 

A test by the U.S. Military Assistance Commands Vietnam, and the Vietnamese 
Armed Forces to determine whether the provision of shelters had reduced the 
high desertion rate of Vietnamese military personnel was scheduled to cover 
the 6-month period which began June 1971. Delays in the construction of 
shelters at the test site delayed the start of the test for several months. 

Implementation of the Dependent Shelter Program has suffered from (1) lack 
of adequate planning and (2) fragmented and ineffective management. These 
circumstances have contributed, and, unless corrected, will continue to con- 
tribute, to a number of problems affecting overall program performance. 
These problems relate to: 
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--Computation of shelter requirements on the basis of assumptions and ' 
incomplete data. (See p. 8.) 

, 

--Selection of shelter sites without formal criteria for determining 
suitability of locations. (See pp. 9 and 10.) 

--Constructicn of zhclt~s i-bat were not in accordance twit? the pre- 
scribed design. (See pp. 11 to 14.) 

--Variances from good to poor, 
(See pp- 16 and 17.) 

in the quality of shelter construction. 

--Delays in shelter construction. (See pp. 17 and 19.) 

--Partial occupancy and improper use of shelters. (See pp. 20 and 21.) 

--Poor maintenance of shelters. (See pp. 21 and 22.) 

--Ineffective management of construction materials. (See pp. 23 to 25.) 

--Absence of effective controls over program costs. (See pp. 25 and 26.) 

During GAO visits to various installations throughout Vietnam, U.S. officials 
stated that a major difficulty they had encountered had been a lack of in- 
terest in the program by the Vietnamese. (See pp. 15 and 16.) 

GAO found no evidence that the program had been reviewed by any Department 
of Defense or military department internal review group. In GAO's opinion, 
had such reviews been made, program problems could have been identified and 
corrected much earlier. (See p. 7.) 

GAO believes that the conditions it found show that the Secretary of Defense 
should evaluate the need to continue or redirect the Dependent Shelter Pro- 
gram before substantial additional U.S. funds are expended. (See p. 27.) 

RECOMMENDATIONS OR SUGGESTIONS 

GAO recommends that the Secretary of Defense direct the U.S. Military Assis- 
tance Command> Vietnam, to develop, and to provide him with, data needed 
(1) to evaluate progress made to date in achieving the program objectives 
and (2) to determine whether continuation or redirection of the program would 
be desirable, and, upon receipt of these data, evaluate program progress and 
the need to continue or redirect the program. 

GAO recommends also that, if the Secretary decides that the program should 
continue, either along its present lines or in a different direction, he 
direct the U.S. Military Assistance Command, Vietnam, and American officials 
having responsibility for managing and operating the program to take firm 
and positive action to overcome the program problems identified in this re- 
port. GAO recommends further that the Secretary direct his Department's 
internal review groups to make periodic reviews of any continuing operations 
under the Dependent Shelter Program. (See pp. 27 and 28.) 
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. AGENCY ACTIONS AND UNRESOLVED ISSUES 

After reviewing a draft of this reports the Office of the Secretary of De- 
fense advised GAO on January 14, 1972, that action to conduct a thorough 
review of this program had been initiated. (See p. 28.) 

MTTERS FOR CONSIDERATION BY THE CONGRESS 

This report demonstrates the need for the Department of Defense to critically 
evaluate the effectiveness and management of the Dependent Shelter Program 
before expending substantial additional U.S. funds. 

Tear Sheet 3 



CHAPTER 1 

INTRODUCTION 

The Dependent Shelter Program in the Republic of Viet- 
nam is a high-priority undertaking by the Department of De- 
fense. Under the program living quarters, referred to as 
shelters, for the immediate families of Republic of Vietnam 
Armed Forces personnel are being constructed at or near 
Vietnamese military installations. The shelters are being 
constructed in an attempt to raise morale and reduce the 
high desertion rate of the Vietnamese Armed Forces. The 
program is expected to cost the United States about $37 mil- 
lion. 

The Government of Vietnam began constructing shelters 
for the families of its armed forces personnel in 1961. In 
1966 the U.S. Army and the Vietnamese Government jointly 
initiated a shelter program for Vietnamese Army dependents. 
The U.S. Navy began a similar program in 1969 for dependents 
of Vietnamese Navy personnel, and the U.S. Air Force under- 
took a shelter program in 1970 for dependents of Vietnamese 
Air Force personnel. 

The Dependent Shelter Program Group--made up of repre- 
sentatives of the U.S. Military Assistance Command, Vietnam 
wxv) p and the Republic of Vietnam Armed Forces Joint Gen- 
eral Staff--was established in November 1969 to centralize 
direction and control over the Dependent Shelter Program. 
The group developed a long-range program to consolidate the 
individual service efforts and to provide a systematic ap- 
proach to overcome the shortage of housing for dependents 
of Vietnamese military personnel. 

The program was divided into two parts--one to provide 
shelters for dependents of Republic of Vietnam Armed Forces 
personnel and the other to provide shelters for dependents 
of the militia in the hamlets. The second part of the pro- 
gram was terminated after only a few shelters had been con- 
structed, because of lack of interest by militia personnel. 

Under the long-range program, it was expected that 
202,000 shelter units would be constructed during calendar 
years 1970 through 1977. The Secretary of Defense later 
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approved an amended version of this plan, which provided 
for construction of 100,000 shelter units--20,000 units in 
each of the years 1971 through 1975. All units constructed 
in 1971 were to be for the Army. Of the units constructed' 
during each of the following years, 80 percent were to be 
for the Army, 10 percent for the Navy, and 10 percent for 
the Air Force. Under this program, the United States is 
to provide $6 million annually for materials and the Republic 
of Vietnam is to provide the additional materials and labor 
needed to construct the shelters. 

Department of Defense officials stated in congressional 
testimony that the average overall cost to the United States 
for each shelter would be about $6OO.l MACV later decided, 
however, that the U.S. contribution to the consolidated 
program would be limited to $300 for the cost of material 
for each shelter. The remaining $300 of shelter cost--for 
additional material and construction labor--would be borne 
by the Government of Vietnam. 

A summary of U.S. funds programmed and the number of 
shelters authorized and completed as of June 1, 1971, fol- 
lows. 

Funds Shelter Shelter 
programmed units units 
(millions) authorized completed 

&my $ 8.9 27,968 7,218 
Navy 3.5 5,833 2,608 
Air Force 1.5 2,460 110 

Total $13.9' 36,261 9,936 

The Office of the Assistant Secretary of Defense (In- 
stallations and Logistics) has primary responsibility for 
monitoring the U.S. participation in the Dependent Shelter 
Program. MACV has responsibility for managing the U.S. 
participation in the program. 

'Military Construction Appropriation Hearings for 1971, Sub- 
committee on Military Construction, House Committee on Ap- 
propriations. 
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CHAPTER 2 --- 

PROGRAM PROBLEMS AND THEIR CAUSES -.-.- --- 

The Dependent Shelter Program was established to im- 
prove the morale and reduce the high desertion rate of 
Vietnamese military personnel. U.S. military officials 
were unable to provide us with definitive data showing 
whether this objective was being achieved. A test by MACV 
and the Vietnamese Armed Forces to determine whether the 
provision of shelters had reduced the desertion rate of 
Vietnamese military personnel was scheduled to cover the 
6-month period which began June 1971. Delays in the con- 
strut-tion of shelters at the test site delayed the start 
of tI% test for several months. 

Implementation of the program has suffered from (1) 
lack of.adecuate planning and (2) fragmented and ineffective 
management. These circumstances have contributed, and, un- 
less-corrected, will continue to contribute, to a number 
of problems affecting overall program performance. These 
problems relate to: 

--Determining shelter requirements and construction 
sites. 

--Managing shelter construction. 

--Occupancy and upkeep of completed shelters. 

--Controlling construction material and costs. 

During our visits to various installations throughout 
Vietnam, U.S. officials told us that a major difficulty they 
had encountered had been a lack of interest in the program 
by the Vietnamese, 

We found no evidence that the Dependent Shelter Program 
had been reviewed by any Department of Defense or military 
department internal review group even though the United 
States had been actively engaged in the program from 1966. 
In our opinion, had such reviews been made, program problems 
could have been identified and corrected much earlier. 
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CHAPTER 3 

DETERMINING SHELTER REQUIREMENTS 

AND CONSTRUCTION SITES 

ESTABLISHMENT OF QUESTIONABLE 
SHELTER REQUIREMENTS 

The validity of the computations of shelter requirements 
appears questionable since they were based, in large part, 
upon assumptions and incomplete data, 

Records were not available to show how the U.S. Army had 
decided the number of shelters to be constructed under the 
program begun in 1966. For the Navy shelter program, U.S. 
Navy Forces, Vietnam, computed shelter requirements on the 
basis of data provided by the Vietnamese Joint General Staff. 
The U.S. Navy estimated that 50 percent of all Vietnamese 
Navy personnel at each base were married and that they all 
would require shelters for their families. No effort was 
made to determine whether some of the married personnel would 
have their families living away from the bases, as had been 
the case. 

The U.S..Air Force computed shelter requirements for its 
program using both its own data and data obtained from the 
Vietnamese Air Force. U.S..Air Force officials recognized 
that the data used were estimates without factual support. 
Nevertheless no effort was made to verify the accuracy of 
these data. 

Early in 1970 the Dependent Shelter Program Group began 
developing a consolidated long-range program that included 
a determination of shelter requirements for each military 
service. The group computed the requirements by using, in 
large part, assumptions relating to such factors as future 
military manpower levels and the number of Vietnamese mili- 
tary personnel who would not want their dependents living at 
or near military installations. The group's requirements 
computation indicated that about 202,000 shelters should be 
constructed. 



The Secretary of Defense, however, approved construction 
of only 100,000 units at a rate of 20,000 units annually from 
1971 through 1975. In April 1970 the Vietnamese began a 
study to validate, and, if necessary, revise, the group's re- 
quirements computation. We were informed by an official of 
MACV that the results of the study were considered unreliable 
and that the original computation would be used until more 
reliable data were available. 

QUESTIONABLE SELECTION 
OF SHELTER SITES 

MACV officials informed us that, for the earlier indi- 
vidual service programs, there had been no written criteria 
either for selecting shelter sites or for determining the 
number of shelters to be constructed at each site. We found 
no evidence, in the records that were available, that the 
suitabilit>- of the locations-- from the standpoint of accessi- 
bility to schools and markets-- or the permanency of the mili- 
tary installations had been considered in selecting sites. 
The U.S. Navy Public Works Officer at Cam Ranh Bay stated 
that Vietnamese Navy personnel had told him that, when Ameri- 
can forces left that installation, the Vietnamese might aban- 
don the site because of its desolate location. 

The Dependent Shelter Program Group directed that prior- 
ity be given in 1970 and 1971 to reducing the shortage of 
shelters in those locations where morale was most seriously 
affected. The group recmended that generally the order of 
priorities for satisfying shelter requirements be for fami- 
lies of personnel in: 

1. Combat units of all services with preference being 
given to those Located away from areas that could 
support the dependent-housing needs of the units. 

2. Combat-support units. 

3. Logistical units. 

4. Regional forces. - 

5. Other Vietnamese Navy and Air Force units. 
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This order of priorities has not always been followed. 
For example, in 1971, white dependents of some Vietnamese 
Army personnel assigned to combat units were without shel- 
ters, the Vietnamese Joint General Staff selected sites for 
shelter construction at such locations as the Animal Agricul- 
ture Camp at Bien Hoa, the National Geographic Service at 
Da Lat, and the 2d Recruiting and Induction Center at Nha 
Trang. 
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CHAPTER4 

MANAGING SHELTER CONSTRUCTION 

FAILURE TO COMPLY WITH 
STANDARD SHELTER DESIGN 

Before the Dependent Shelter Program Group developed 
a standard shelter design in August 1970, shelters of vari- 
ous designs were built under the individual service programs. 
Photographs we took of some of the earlier constructed 
shelters appear on page 12. After the services were di- 
rected to use the standard design, the Army complied but 
the Navy and Air Force did not. 

The standard design provided fbr construction of a 
one-story building consisting of 10 adjoining shelter units 
having compacted-earth floors. Each unit was to measure 
46 feet by 11-l/2 feet and to consist of one room, a con- 
necting courtyard, a sheltered kitchen, and simple toilet 
facilities. The shelters were to be constructed with 
wooden frames, concrete-building-block siding, and sheet- 
metal roofs. Photographs we took of shelters constructed 
to the standard design appear on page 13. 

Shelters constructed for the Vietnamese Navy after the 
standard design was developed included concrete floors and 
basic utilities, although the design did not provide for 
these features. MACV tried to force Navy compliance by 
limiting funds to the cost of materials required to con- 
struct shelters to the design. The Navy circumvented this 
restriction and reportedly still stayed within the funding 
limit by using excess materials and a labor force made up 
of U.S. Navy personnel. 

Early in the Air Force program, the Vietnamese Air 
Force asked that concrete floors be included in shelters 
constructed for its personnel. Initially the Air Force pro- 
gram did not provide concrete floors because the Dependent 
Shelter Program Group ruled that waivers to the standard 
compacted-earth floors would not be granted. In February 
1971, however, the Air Force began providing concrete floors 
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SHELTER DESIGNS USED PRIOR TO THE 
ESTABLISHMENT OF THE STANDARD DESIGN 

Shelters constructed near Da Nang, Military Region 1, for dependents of Vietnamese 
Army personnel 

Vietnamese Navy domed shelters at Ben Luc, Military Region 3 
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STANDARD DESIGN SHELTERS 

Front view of standard-design shelters 

Rear view of standard-design shelters 
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because of continuing pressure from the Vietnamese. In the 
opinion of one U.S. A&r Force official, this concession was 
made to stimulate Vietnamese participation in the program. 

” 
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DIFFICULTIES IN OBTAINING VIETNAMESE 
INTEREST AND PARTICIPATION IN THE PROGRAM 

U.S. officials informed us that a major difficulty en- 
,countered in the Dependent Shelter Program had been a lack 
of interest and participation by the Vietnamese. 

U.S. Navy policy was to develop the Vietnamese Navy's 
construction capability. American personnel were to be 
used, but only in the ratio of one American to every two 
Vietnamese. Nevertheless construction was performed by U.S. 
Navy personnel with a minimum of Vietnamese participation. 
On the average, during the 12 months ended April 1971, 567 
Americans and 122 Vietnamese were involved in the construc- 
tion of shelters. -. ., . . 

Y Records showed that-the Vietnamese Navy was‘ reluctant 
to commi-t its personnel to shelter construction. Officials 
said that 25 percent of their personnel were undergoing 
training and that they were unable to fight a war and build 
houses at the same time. In several instances Vietnamese 
participation was terminated because American officers were 
unable to get productive work from the Vietnamese laborers. 

Because of the withdrawal of U.S. Navy construction 
personnel from Vietnam and because of the lack of active 
Vietnamese Navy participation in the program, work on Navy 
shelters came to a virtual standstill during our review. 
In fact, between May 15 and June 30, 1971, no shelters were 
constructed. 

When the Air Force shelter program was approved, the 
Vietnamese Air Force Commander decided that he could not 
supply the installation personnel needed to construct shel- 
ters. He asked that a Vietnamese Air Force civil engineer- 
ing company be assigned the construction task. In rejecting 
this request the Vietnamese Joint General Staff said that 
the shelter program was a self-help program and that civil 
'engineering companies could not be provided. The Joint Gen- 
eral Staff, however, later allowed the Vietnamese Army to 
construct the Air Force project at Da Nang. The Vietnamese 
Air Force made arrangements with Vietnamese Army construc- 
tion groups to produce windows and wooden doors for the Air 
Force projects. , 
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In an early afternoon visit to Nha Trang, we observed 
that most construction activity had ceased for the day. U.S. 
Air Force advisors said that there was a lack of interest in 
the program and attributed this condition to the attitude of 
a senior Vietnamese official. Also they said the Vietnamese 
laborers felt that construction work was womenls work and 
therefore was degrading to men. 

Available data did not show the extent and nature of 
difficulties encountered in obtaining Vietnamese participa- 
tion in the construction of shelters for dependents of Viet- 
namese Army personnel. It appears that limited manpower re- 
sources and competition for the use of these resources, in- 
cluding the diversion of construction personnel to meet com- 
bat requirements, were factors contributing to the failure 
of the Vietnamese to actively participate in the program as 
well as to the stated lack of interest on the part of Viet- 
namese military leaders. 

VARIANCE IN QUALITY OF CONSTEUCTION 

The quality of constructed shelters varied from good 
to poor. Navy shelters built primarily by U.S. personnel 
appeared to be well constructed. Some Army and Air Force 
shelters were poorly constructed. 

The quality of the concrete building blocks used in the 
shelters determines, to a large extent, the shelters' struc- 
tural soundness. No uniform standards had been established 
to ensure that the blocks being used were of equal quality. 
The quality of the blocks made for Army and Air Force shel- 
ters ranged from good to poor; the quality of those made 
for Navy shelters generally was good. 

Vietnamese Air Force and Navy standards require that 
concrete blocks withstand about 700 and 800 pounds of pres- 
sure, respectively, per square inch (p.s.i.). Blocks made 
to these standards were believed to be structurally sound. 
The Vietnamese Army Office of Chief Engineer standard is for 
blocks to withstand structural failure of 120 p.s.i. 

In February 1971 a pressure test of blocks used at 
Dong Tam was made by the U.S. Army. Two sample'blocks were 
tested; one cracked at 45 p.s,i. and crushed at 67 p.s,i. 
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The other block crushed at 85 p.s.i. fit the Army's Dong Tam 
and Sa Dee shelter sites, some concrete blocks could be 
broken by a kick. 

Examples of poor construction follow. 

1. 

2. 

3. 

At the 50-unit Army site near Due My, some concrete 
blocks in shelter walls were broken and cracked and 
others were cemented unevenly into the walls. 

At the 120~unit Army site at Can Tho, weak concrete 
blocks were used. Although the shelters had re- 
cently been completed, doorframes in some unoccupied 
units had become loose and others had fallen off. 

At the 300-unit Air Force site at Nha Trang, there 
were cracks and patchwork in the shelter walls. 

Photographs we took showing poor quality construction 
and defective concrete blocks used in shelters are shown on 
the following page. 

DELAYS IN SHEL,TER CONSTRUCTION 

Each of the military services experienced delays in the 
construction of dependent shelters. At the time of our re- 
view, the Army and Air Force were behind schedule and the 
Navy program had virtually halted. The delays occurred pri- 
marily because of (1) the lack of necessary equipment, ma- 
terials, and experienced construction personnel, (2) higher 
priority work, and (3) reported indifference to the program 
by some Vietnamese commanders. 

At June 1, 1971, only 1,600 of the 2,190 Army shelters 
scheduled for completion in 1970 had been completed and none 
of the shelters scheduled for 1971 were completed. OnlY 
2,608 of the 4,200 Navy shelters scheduled for completion 
by June 30, 1971, and 50 of the 2,400 Air Force shelters 
scheduled for completion by December 31, 1971, had been com- 
pleted. 

In the early years of the Army program, some delays OC- 
curred because of military situations which necessitated 

17 



EXAMPLES OF POOR QUALITY OF CONSTRUCTION 
AT THE MHA TRANG AIR FORCE SHELTER SITE 

Poor quality block used in the construction of Air Force shelters at Nha Trang 
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withdrawal of Vietnamese personnel from construction projects. 
In some instances the United States did not provide materials 
as they were needed or did not provide adequate transporta- 
tion of materials to construction sites. Material shortages 
occurred throughout 1969, 1970, and the early months of 1971. 
Available records do not show why the shortages occurred. 

Higher priority construction requirements have delayed 
and, in some instances, caused cancellation of shelter con- 
struction, For example3 construction at Thu Due stopped be- 
cause of redeployment of the U.S. Navy construction team 
from that site in February 1971 and because of the inability 
of the Vietnamese to assume the construction work because of 
higher priority military commitments. Plans for eonstruct- 
ing shelters at Mam Can were canceled because U.S. Navy per- 
sonnel were assigned a higher priority project and because 
the Vietnamese did not have the required construction skill. 

Delays occurred in the Air Force program primarily be- 
cause of (1) the reported indifference of Vietnamese Air 
Force Base Commanders, (2) labor problems, such as the lack 
of an experienced Vietnamese labor force, and (3) the lack 
of necessary construction equipment, 

Although the U.S. Air Force tried to accelerate con- 
struction of shelters for dependents of Vietnamese Air Force 
personnel, during our review construction progress still was 
being hampered by the lack of equipment and qualified con- 
struction personnel and, according to U.S, advisors, the in- 
difference to the program by Vietnamese base commanders. 
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OCCUPANCY AND UPKEEP OF CQPl'PLETED SHILTERS 

PARTIAL OCCUPANCY AND IMPROPER USE OF SHELTERS 

At several Navy sites and one Army site, many completed 
shelters were .not being used. %n a number of cases, shelters 
that had been constructed for dependents of Vietnamese Navy 
personnel were being used improperly. 

No uniform criteria were established for assigning shel- 
ters to families of Vietnamese servicemen. Each Vietnamese 
service had one or more methods of making shelter assign- 
ments. For the most part these methods provided for shelter 
assignments on a point-system basis, which allowed a certain 
number of points for such factors as the servicemembergs time 
in service, size of family, and rank0 

At the Lam Son National Training Center, 14 of the 20 
units were boarded up and apparently had not been lived in 
for some time. Vietnamese officers told us that the units 
were not sccupie because the site temporarily was without 
water. The occupants had purchased water from a truck which 
periodically visited the site, but the truck had been damaged ' 
during an enemy attack and had not been repaired. 

Shelters that were completed and turned over to the 
Vietnamese in February and Birch 1971 at some Navy sites were 
only partially occupied as of May 15, 197l.,or had never been 
occupied e At An Khanh none of the 94 shelter units had been 
occupied. At Ben Luc only 106 of 174 units had been occu- 
pied. At Dong Tam only 62 of 285 units had been occupied. 

The Base Commander at Bong Tam told us that most of the 
Navy families lived in a nearby city and did not want to 
leave their homes and be housed at the military installation. 
Also the people were reluctant to move to Bong Tam because of 
the possibility of enemy attack and because of the lack of 
markets, schools, churches9 and transportation. 

Although the shelters had been constructed to house de- 
pendents of Vietnamese military personnel, we observed a num- 
ber of instances where shelters at Navy sites were being used 



for other purposes. For example, at Phu Cuong, although ser- 
vicemenes families were waiting to occupy shelters and, ac- 
cording to the U.S. Navy Dependent Shelter Project Officer, 
there was a need for about 90 more shelters, we observed that 
one lo-unit complex was being used as a mess hall, social 
club, and quarters for U.S. Navy personnel; another lo-unit 
complex was being used by the Vietnamese for office space; 
two buildings were being used as barracks for Vietnamese Navy 
personnel; and other buildings were vacant or were being used 
as a dispensary, classroom, and storeroom. At Nha Trang, 
about 50 Vietnamese servicemen and their families were wait- 
ing to occupy shelters while two units were being used as 
transient quarters for visiting dignitaries and five units 
were being used as officers" quarters. 

Neither the Vietnamese Army nor the Vietnamese Air Force 
maintained statistics on2 or reported to higher commands, the 
occupancy rates of completed shelters, The Vietnamese Navy 
prepared a monthly report showing the number and percent of 
shelter units occupied in relation to the number of units 
completed and turned over by the United States. This report, 
however, was misleading, since it did not differentiate be- 
tween shelters occupied by dependents of Vietnamese Navy per- 
sonnel and shelters used for other purposes. Consequently 
MACV officials and American advisors had no reliable data 
showing the extent to which completed shelters were being 
used by the families of Vietnamese military personnel. 

POOR SHELTER MAINTENANCE 

Although the Government of Vietnam had budgeted funds 
for routine maintenance of armed forces facilities, only the 
Vietnamese Navy had established a program for maintenance and 
repair of dependent shelters. 

During our visits to Army shelter sites, we observed 
sanitation problems which had not been corrected. Filled and 
overflowing septic tanks caused toilet facilities to operate 
improperly. Since the toilet facilities were adjacent to 
cooking and dining areas, this condition was a potential 
health hazard, as well as a constant source of discomfort to 
the shelter occupants. 



Vietnamese Navy housing regulati.ons rcqxxire what a main- 
tenance fund be set up at each shelter site. Oc~~upd~~~t s pay 
into the fund, which is managed by an ridmitl.i si;rative commit- 
tee, a monthly fee in an amount determjncd by tbc col,=-.iinity. 
Although the maintenance fund is to be used for general main- 
tenance and repairs, upkeep of individual units is the re- 
sponsibility of the occupants. 

At one Navy site we noted that sewer pipes were plugged 
and that erosion had started without any corrective action's 
being taken,, A senior U.S. Navy official told us that, al- 
though the Vietnamese had maintenance responsibility, they 
were waiting for the Americans to make the repairs, 

The Vietnamese Air Force tried to set up a trash collec- 
tion service at one site, but the project was discontinued 
because the shelter occupants objected to paying the monthly 
fee for the service. The Vietnamese Air Force had not placed 
any requirements on shelter occupants to keep the units in 
good repair. 
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CHAPTER 6 

CONTROLS OVER CONSTRUCTION MATERIALS AND COSTS 

INEFFECTIVE MANAGEMENT OF 
CONSTRUCTION MATERIALS - 

Many practices employed by the U.S. military services 
to control construction materials used in the initial Army, 
Navy Y and the current consolidated shelter programs have 
been inadequate and ineffective. We found no major defi- 
ciencies in the management of shelter materials used in the 
Air Force program, 

Controls over material receipts and issues 

We were unable to determine the quantity of materials 
received and issued prior to 1971 for the initial. Army pro- 
gram because material control records were incomplete or 
had been destroyed. The Army had established material con- 
trol procedures requiring that shelter program materials 
be requisitioned and accounted for separately from supply 
depot general stock and that all transactions be recorded 
manually. We observed that these procedures, for the most 
part, were not being followed. For example 9 at the Army's 
Da Nang depot, shelter materials were commingled with gen- 
eral stock. This practice could result in issuance and use 
of shelter materials for purposes other than the shelter 
program. 

Procedures established by the Navy for control of ma- 
terials for its shelter program appeared to be adequate, 
but we found weaknesses in the implementation of these pro- 
cedures. For example, receiving documents frequently were 
missing and receipts often were not posted to inventory 
records. All inventory records prior to November 1970 had 
been destroyed, which resulted in an incomplete history of 
receipt and issue transactions. 

Moreover the Navy's Da Nang supply yard did not have 
a complete list of materials required for any of the proj- 
ects it was supplying, nor did it maintain accurate usage 
records by location. There was no way of determining whether 
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proper quantities had been issued. At the Saigon supply 
yard 2 records of shipments were not always complete and in 
some cases quantities in excess of established requirements 
were being supplied; quantities issued were not being de- 
ducted from inventory records; and many issue and transporta- 
tion documents were missing from the project files. 

Under the new consolidated program, U.S. advisors at 
the Vietnamese area logistics commands are required to re- 
port to PIACV the total cumulative material receipts as of 
the end of each month. This information is to be reconciled 
to the total material issues reported by Headquarters, U.S. 
Army, Vietnam. As discussed in the following paragraph, 
this procedure was not bein effectively followed at the 
time of our review. 

Little information was available on how reconciliations 
were made by the U.S. Army of differences in quantities of 
materials shipped from U.S. depots for the consolidated pro- 
gram and received at Vietnamese area logistics commands, 
but we noted that significant differences had been found. 
For example, a comparison of depot shipments with receipts 
by the Qui Nhon Area Logistics Command for the 6-month 
period ended March 1971 showed quantity differences valued 
at about $13,500 for six items. We were told by a U.S. 
Army official that these differences were reconciled in 
April 1971, but, since we found no written record of the 
reconcilation, we were unable to determine how the recon- 
ciled quantities had been determined. 

Imbalances between the Navy's 
physical and recorded inventories 

Our physical. inventory of 25 selected items at the 
U.S. Navy's Saigon supply yard showed variances of 10 per- 
cent or more from recorded quantities for 16 items. For 
example, stock records showed that 20,264 insulators were 
on hand; however, we found only 71 insulators during our 
physical inventory. 

which 
At the Navy's Da Nang supply yard, the only item for 

the quantity on hand differed significantly from the 
quantity shown on the records was cement. Of the 15,750 
bags of cement shown on the stock records, only 480 bags 



were in the warehouse. Navy officials said that the bal- 
ance was held by an American contractor because of a lack 
of storage space at the Navy's supply yard. The cement 
was not physically separated from the contractor's own 
stock, and the contractor said that more than 10,000 bags 
of cement were being held but he could not confirm the ex- 
act amount. 

Materials and funds used for 
other than program purposes 

Documents at the U.S. Naval Support Activity, Saigon, 
revealed instances where program materials and funds ear- 
marked to purchase program materials had been used for pur- 
poses unrelated to the Dependent Shelter Program. Examples 
follow, 

--Program funds of about $2,500 had been used to pur- 
chase materials, including a hot water heater, shower 
assembly, fluorescent fixtures and lamps, and plexi- 
glass,for constructing a Vietnamese Navy Commander's 
residence. 

--Program materials valued at more than $1,500 had 
been issued for construction of dog kennels, pigpens, 
and chicken coops. 

--Program materials costing about $200 had been used 
to construct an office at the Saigon supply yard. A 
previous request for funds to construct the office 
had been disapproved by the U.S. Naval Support Activ- 
ity, Saigon. 

ABSENCE OF EFFECTIVE CONTROLS 
OVER PROGRAM COSTS 

No effective system for identifying and managing pro- 
gram costs was established. We believe that, in the absence 
of such a system, it is doubtful whether the actual cost of 
the Dependent Shelter Program ever will be known. 

Since the inception of U.S. participation in the pro- 
gram0 MACV has not provided guidance to the several U.S. 
services on how to identify and account for program costs. 
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Consequently each service developed its own cost accounting 
system, and none of these has been adequate for ensuring 
appropriate identification of, and accounting for, costs of 
operating the program. 

For example, although each service's accounting sys- 
tem was designed to record the costs of material purchased 
for the program, the costs of military labor, excess ma- 
terial, and equipment used to construct shelters usually 
were not being recorded. 
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CONCLUSIONS, RECOMMENDATIONS, AND AGENCY ACTION 

During our review MaCV officials were unable to pro- 
vide us with definitive data showing whether progress had 
been made in achieving the objectives of the Dependent 
Shelter Program--that is, to raise the morale and to reduce 
the high desertion rate of the Vietnamese Armed Forces. A 
test by P.KCV and the Vietnamese Armed Forces to determine 
whether the provision of shelters had reduced the desertion 
rate of Vietnamese military personnel was scheduled to cover 
the 6-month period beginning June 1971. Delays in the con- 
struction of shelters at the test site delayed the start of 
the test for several months. 

This report shows that there have been many problems 
associated with the management and operation of the pro- 
grams and, according to U,S. officials, there have been 
many instances of disinterest in the program by the Viet- 
namese. We believe that these conditions show that the 
Secretary of Defense should evaluate the need to continue 
or redirect the program before substantial additional U.S. 
funds are expended. 

RECQHMENDATIONS 

We recommend that the Secretary of Defense direct MACV 
to develop, and to provide him with, data needed (1) to 
evaluate progress made to date in achieving the program 
objectives, and (2) to determine whether continuation or 
redirection of the program would be desirable, and, upon 
receipt of these data,evaluate program progress and the 
need to continue or redirect the program, 

We recommend also that, if the Secretary decides that 
the program should continue either along its present lines 
or in a different direction, he direct MACV and American 
officials having responsibility for managing and operating 
the program to take firm and positive action to overcome 
the program problems identified in this report,. We recom- 
mend further that the Secretary direct his Department's 
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internal review groups to make periodic reviews of any son- 
tinuing operations under the Dependent Shelter Program. 

Agency Action 

After reviewing a draft of this report, the Office of 
the Secretary of Defense advised GAO on January 14), 1972, 
that astion to conduct a thorough review of this program 
had been initiated. 
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SCOPE OF REVIEW - . 

Our fieldwork in Vietnam was performed during the pe- 
riod Match throug,h August 1971. At that time there were 
197 dependent shelter sites where construction was either 
completed or in process0 We visited and did review work at 
31 of these sites, We also reviewed program records and 
discussed program management and operating procedures orad 
practices with American officials at l&XV, the Dependent 
Shelter Program Group, various supply activities, and other 
U.S. and Vietnamese installations involved in the program. 

Additionally, we met with representatives of and re- 
viewed program records of the Assistant Secretary of Defense 
(Installations and Logistics). 
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L AP!.'ENDIX I 

PRINCIPAL OFFICIALS OF THE DEPARTMENT OF DEFENSE AND 

THE DEPARTMENTS OF THE ARMY, 'WV-Y, AND AIR FORCE 

RESPONSIBLE FOR THE ADMINISTRATION OF ACTIVITIES 

DISCUSSED IN THIS REPORT 

Tenure of office 
From TO - 

DEPARTMENT OF DEFENSE 

SECRETARY OF DEFENSE: 
Melvin R. Laird 
Clark M. Clifford 
Robert S. McNamara 

DEPUTY SECRETARY OF DEFENSE:, 
David Packard 
Paul H. Nitze 
Cyrus R. Vance 

ASSISTANT SECRETARY OF DEFENSE 
(INSTALLATIONS AND LOGISTICS): 

Barry J. Shillito 
Thomas D. Morris 
Paul R. Tgnatius 

Jan. 1969 Present 
Mar. 1968 Jan. 1969 
Jan. 1961 Feb. 1968 

Jan. 1969 Dec. 1971 
July 1967 Jan. 1969 
Jan. 1964 June 1967 

Fe-b, 1969 
Sept. 1967 
DSC. 1964 

Present 
Jan. 1969 
Aug. 1967 

DEPARTMENT OF THE ARMY 

SECRETARY OF THE ARMY: 
Robert F. Froehlke 
Stanley R. Resor 

July 1971 
July 1965 

ASSISTANT SECRETARY OF THE ARMY 
(INSTALLATIONS AND LOGISTICS): 

Dudley C. Mecum Oct. 1971 
J. Ronald Fox June 1969 
Vincent P. Huggard (acting) MZt8:. 1969 
Dr. Robert A. Brooks Oct. 1965 

Present 
June 1971 

Present 
Sept. 1971 
June 1969 
Feb. 1969 
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APPENDIX I 

Tenure of office 
Fnxn TO 

DEPARTME%TT OF THE NAVY 

SECmTARY OF THE NAVY: 
Yohn H, Chafee 
Paul R, Ignatius 
Paua. H, Ktitee 

Jan, 1969 
Aug. 1967 
Nov e 1963 

ASSIS OF THE NAVY 
(IN D l.oGHSTHCS9 : 

rnarles L. Il.1 July 1971 
FraA Sanders Feb I) 1969 
Barsy Y. Shillito Apr. 1968 
Graeme c. Bameman Feb, 1965 

DEPAB NT' OF THE AIR FORCE 

SECRETARY OF THE AIR FORCE: 
Ds, Robert C. Seamans, Jr, 
Dr. HarQld Brawn 

UNDER SECRETARY OF THE AIR FORCE: 
Jdm J, bJHsLucas 
TQWl-mimd HoCbpes 
Noman s. Paul 

Jan. 11969 
Ckt * 1965 

MEL??. 1969 
Qet. 1967 
Qct e 1965 

ASSWSTMT SECRETARY OF THE AIR 
FORCE (INSTALLATIONS AND LOGIS- 
TICS): 

Phillip M. Ba-littaker bY 1969 
Robert H. Charles NOV. 1963 

- 

Present 
Jan, 1969 
June 1967 

Present 
July 1971 
Jan. 1969 
Feb. 1968 

Present 
Jan. 1969 

Present 
Feb. 1969 
Sept. 1967 

Present 
bY 1969 
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Copies of this report are available from the 
U. S. General Accounting Office, Room 6417, 
441 G Street, N W., Washington, D.C ., 20548. 

Copies are provided without charge to Mem- 
bers of Congress, congress i ona I committee 
staff members, Government officia Is, members 
of the press, college libraries, faculty mem- 
bers and students. The price to the general 
public is $1 .OO a copy. Orders should be ac- 
companied by cash or check. 




