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The Department of Defense spent $308.5 
million in 1975 for constructing and modern- 
izing bachelor enlisted quarters and, a t  the 
same time, spent $91 million for military 
bachelors to live in the civilian community. 

The military services can greatly reduce the 
money alloted for enlisted bachelors to live in 
the civilian community by managing existing 
quarters better. 
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COMPTROLLER GENERAL OF THE UNITED STATES 
WASHINGTON. D.C. 20548 

B-133316 

To t h e  P r e s i d e n t  of t h e  Senate  and t h e  
Speaker  of t h e  House of R e p r e s e n t a t i v e s  

T h i s  report d i s c u s s e s  how t h e  m i l i t a r y  s e r v i c e s  can  
g r e a t l y  r educe  payments  f o r  e n l i s t e d  b a c h e l o r s  t o  l i v e  i n  
t h e  c i v i l i a n  community t h r o u g h  b e t t e r  management of e x i s t i n g  
onbase  q u a r t e r s .  

The r ev i ew was u n d e r t a k e n  because  t h e  Depar tment  of 
Defense  s p e n t  $308.5 m i l l i o n  i n  f i s c a l  y e a r  1975 to  c o n s t r u c t  
o r  modern ize  b a c h e l o r  e n l i s t e d  q u a r t e r s ,  w h i l e  d u r i n g  t h e  
same f i s c a l  y e a r  $91 m i l l i o n  was p a i d  t o  b a c h e l o r  e n l i s t e d  
p e r s o n n e l  t o  l i v e  i n  t h e  c i v i l i a n  community. 

Our  r ev i ew was made p u r s u a n t  t o  t h e  Budget and Account-  
i n g  A c t ,  1 9 2 1  ( 3 1  U.S.C. 53), and t h e  Accoun t ing  and A u d i t-  
i n g  Act of 1950 ( 3 1  U.S.C. 67). 

Copies of t h i s  r e p o r t  a r e  b e i n g  s e n t  t o  t h e  D i r e c t o r ,  
O f f i c e  of Management and  Budget ;  t h e  S e c r e t a r y  o f  D e f e n s e ;  
and t h e  S e c r e t a r i e s  of t h e  Army, Navy, and A i r  F o r c e  d 

C o m p t r o l l e r  G e n e r a l  
o f  t h e  U n i t e d  S t a t e s  
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COMPTROLLER GENERAL ' S S A V I N G S  POSSIBLE THROUGH BETTER 
REPORT To THE CONGRESS 14ANAGEMENT OF QUARTERS FOR 

ENLISTED PERSONNEL 
ilepa r t m e n t  o f  D e f e n s e  

D I G E S T  

The m i l i t a r y  s e r v i c e s  e i t h e r  p r o v i d e  h o u s i n g  
f o r  e n l i s t e d  b a c h e l o r s  or pay them a l l o w a n c e s  
t o  l i v e  i n  t h e  c i v i l i a n  community. Dur ing  
1975 such payments t o t a l e d  a b o u t  $91.3 m i l -  
l i o n .  T h i s  c o s t  cou ld  be g r e a t l y  r educed  
th rough  b e t t e r  management of b a c h e l o r  en-  
l i s t e d  q u a r t e r s .  

- - - - - -  

M i l i t a r y  i n s t a l l a t i o n s  manage b a c h e l o r  en- 
l i s t e d  q u a r t e r s  by t h e  " u n i t  i n t e g r i t y  con-  
c e p t . "  B l o c k s  of s p a c e ,  s u c h  as a wing or 
f l o o r ,  a r e  a s s i g n e d  to  o r g a n i z a t i o n a l  u n i t s  
and l a t e r  to  personnel. 

Peop le  from one u n i t  c a n n o t  be a s s i g n e d  t o  
t h e  s p a c e  of a n o t h e r  u n i t .  Many p e o p l e  f rom 
u n i t s  whose space is f i l l e d  a re  p a i d  t o  l i v e  
i n  t h e  c i v i l i a n  community a l t h o u g h  s p a c e  is 
a v a i l a b l e  i n  q u a r t e r s  a s s i g n e d  t o  o t h e r  
u n i t s .  (See p. 4 . )  

S a c h e l o r  e n l i s t e d  q u a r t e r s  can  be used t o  
house e i t h e r  permanent  or t r a n s i e n t  p e r s o n-  
n e l ,  b u t  it c o s t s  more t o  house  t r a n s i e n t s  
i n  t h e  c i v i l i a n  community. A p p r o p r i a t e d  
f u n d s  can  be conse rved  by s k i l l f u l  a l l o c a -  
t i o n  of q u a r t e r s  between permanent  and 
t r a n s i e n t  p e r s o n n e l .  M i l i t a r y  i n s t a l l a t i o n s  
do n o t  a lways  do t h i s .  (See p .  8 . )  

T h e  d a t a  needed t o  a c c u r a t e l y  d e t e r m i n e  t h e  
u n n e c e s s a r y  c o s t s  was n o t  c o n t a i n e d  i n  h o u s-  
i n g  r e c o r d s .  However, by u s i n q  t h e  best  
d a t a  a v a i l a b l e  a t  each i n s t a l l a t i o n ,  GAO 
estimated suc ' l  c o s t s  t o  be $3 .4  m i l l i o n  
a n n u a l l y  a t  t h e  11 i n s t a l l a t i o n s  v i s i t e d .  
(See apps. I and 11. ) 

The Army and t h e  Navy do n o t  p r o v i d e  r o u t i n e  
i n f o r m a t i o n  w h i c h  management can u s e  t o  com- 
p a r e  v a c a n c i e s  i n  q u a r t e r s  w i t h  t h e  number 
of p e o p l e  p a i d  t o  l i v e  o f f  base. Such i n f o r -  
mat ion  is n e c e s s a r y  so  t h o  Depar tment  of D e -  
fense  can make t h e  b e s t  u s e  of e x i s t i n g  h o u s-  
i n g  f a c i l i t i e s  and ,  a t  t h e  s a n e  t ime,  r educe  
i t s  hous ing  c o s t s .  ( S e e  p. 11.) 

1 Tear Sheet . Upon removal, the report 
cover date should be noted hereon. 
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GAO informed i n s t a l l a t i o n  o f f i c i a l s  t h r o u g h o u t  
t h e  rev iew of i t s  f i n d i n g s .  Most i n s t a l l a t i o n  
o f f i c i a l s  e i t h e r  improved t h e  management and 
u s e  of b a c h e l o r  e n l i s t e d  q u a r t e r s  or i n d i c a t e d  
t h a t  a c t i o n  would soon be t a k e n .  (See p.  11.) 

GAO proposed  t h a t  t h e  S e c r e t a r y  o f  Defense  re- 
q u i r e  t h e  m i l i t a r y  s e r v i c e s  t o :  

- - Discon t inue  t h e  u n i t  i n t e g r i t y  c o n c e p t  and 
a d o p t  a sys t em t h a t  i n c l u d e s  c e n t r a l i z e d  
room as s ignmen t  w i t h o u t  r e g a r d  t o  each i n-  
d i v i d u a l ' s  u n i t  a f f i l i a t i o n .  (See p .  1 3 . )  

- - P e r i o d i c a l l y  d e t e r m i n e  t h e  s p a c e  a v a i l a b l e  
f o r  permanent  and t r a n s i e n t  p e r s o n n e l  a t  
each installation and allocate q u a r t e r s  ac-  
c o r d i n g l y .  T r a n s i e n t s  shou ld  be housed i n  
c o n t r a c t  q u a r t e r s  when t h i s  a l t e r n a t i v e  is 
more econornical  and when Government q u a r-  
t e r s  are  n o t  a v a i l a b l e .  (See p .  1 3 . )  

- - P r e s c r i b e  r e q u i r e m e n t s  f o r  more comple t e  , 
c o n s i s t e n t ,  and t i m e l y  r e c o r d s  and r e p o r t s  
on t h e  management and u s e  of b a c h e l o r  en-  
l i s t e d  q u a r t e r s . .  ( S e e  p .  1 3 . )  

Defense  o f f i c i a l s  s a i d  t h a t  t h e  u n i t  i n t e g r i t y  
c o n c e p t  is an e f f e c t i v e  way of s a t i s f y i n g  t h e  
m i s s i o n  and d i s c i p l i n e  r e q u i r e m e n t s  of many 
u n i t s  and ,  t h e r e f o r e ,  w i l l  be c o n t i n u e d  f o r  
some u n i t s .  ( S e e  app. 111.) Defense  o f f i -  
c i a l s  r e c o g n i z e d  t h a t  w i t h  u n i t  i n t e g r i t y  
s t r i c t  c o n t r o l s  a r e  needed t o  p r e c l u d e  un- 
n e c e s s a r y  payments  f o r  q u a r t e r s .  The D e p a r t-  
m e n t ,  t h e r e f o r e ,  w i l l  r e v i s e  a p p r o p r i a t e  i n-  
s t r u c t i o n s  t o  c e n t r a l l y  c o n t r o l  b a s i c  a l l o w-  
a n c e  f o r  q u a r t e r s  and pe r  diem a u t h o r i z a t i o n s  
a t  each  r n i l i t a r y  i n s t a l l a t i o n  t o  a v o i d  such  
u n n e c e s s a r y  payments  when a d e u u a t e  q u a r t e r s  
a r e  a v a i l a b l e .  

De fense  o f f i c i a l s  a g r e e d  w i t h  a l l  o t h e r  p ro-  
p o s a l s  and agreed t o  r e v i s e  i n s t r u c t i o n s  t o  
i n s u r e  improved management and use of b a c h e l o r  
hous ing .  

I f  t h e  r e v i s e d  i n s t r u c t i o n s  a r e  p r o p e r l y  i m-  
p l e m e n t e d ,  v a c a n c i e s  i n  b a c h e l o r  u u a r t e r s  
and u n n e c e s s a r y  payments  shou ld  be g r e a t l y  
r e d u c e d .  (See p.  1 4 . )  

i i  



CHAPTER 1 

INTRODUCTION 
1_-- 

One of t h e  p o l i c i e s  of t h e  m i l i t a r y  s e r v i c e s  is t o  
p r o v i d e  hous ing  accommodations f o r  e n l i s t e d  b a c h e l o r s  
p e r m a n e n t l y  a s s i g n e d  t o  i n s t a l l a t i o n s  and f o r  a l l  t r a n s -  
i e n t s  r e g a r d l e s s  of mar i ta l  s t a t u s .  T r a d i t i o n a l l y ,  such  
accommodations a r e  p r o v i d e d  f o r  on base .  However, when 
adequate onbase  hous ing  is n o t  a v a i l a b l e ,  t he se  p e r s o n n e l  
a re  a u t h o r i z e d  t o  l i v e  o f f  base i n  t h e  s u r r o u n d i n g  c i v i l i a n  
community a t  Government expense .  

Pe rmanen t ly  a s s i g n e d  b a c h e l o r s  a u t h o r i z e d  t o  l i v e  o f f  
b a s e  r e c e i v e  a monthly ca sh  a l l o w a n c e  i n  l i e u  of hous ing  p r o-  
v i d e d  by t h e  Government. T h i s  a l l o w a n c e ,  c a l l e d  b a s i c  a l l ow-  
ance  f o r  quar te r s  ( B A Q ) ,  r a n g e s  f rom $ 6 3  t o  $ 1 3 8  d e p e n d i n g  
on pay g r a d e .  T r a n s i e n t  p e r s o n n e l  a u t h o r i z e d  t o  l i v e  o f f  
base r e c e i v e  a d a i l y  a l l o w a n c e  t o  h e l p  d e f r a y  t h e  c o s t  of  
t h e s e  accommodations o r  a re  a s s i g n e d  t o  commercial  f a c i l i t i e s  
under  Government c o n t r a c t .  The  d a i l y  a l l o w a n c e ,  t h e  q u a r t e r s  
p o r t i o n  of per d i e m ,  is $ 1 3 . 2 0 .  The  d a i l y  c o s t  t o  t h e  Gov- 
ernment  of con t rac t  quar te r s  v a r i e s  c o n s i d e r a b l y ,  depend ing  
on l o c a l  c o n d i t i o n s  and terms of t h e  c o n t r a c t s .  I n  most 
cases, however,  it is less t h a n  t h e  u u a r t e r s  p o r t i o n  of p e r  
diem. 

The t y p e  of aua r t e r s  p r o v i d e d  t o  m i l i t a r y  p e r s o n n e l  h a s  
been of c o n t i n u i n g  i n t e r e s t  and c o n c e r n  t o  t h e  Congres s  and 
t h e  m i l i t a r y  d e p a r t m e n t s .  The  m i l i t a r y  s e r v i c e s  have l o n g  
c o n s i d e r e d  t h e  q u a l i t y  of hous ing  an i m p o r t a n t  f a c t o r  i n  re- 
c r u i t i n g  and r e t a i n i n g  p e r s o n n e l .  A s  s u c h ,  t h e  s e r v i c e s '  
emphas i s  on upgrad ing  t h e  q u a l i t y  of onbase  hous ing  h a s  i n -  
creased g r e a t l y  a s  t h e  m i l i t a r y  moved t o  an a l l - v o l u n t e e r  
f o r c e .  

T o  improve t h e  q u a l i t y  and h a b i t a b i l i t y  of e n l i s t e d  
b a c h e l o r  hous ing ,  t h e  s e r v i c e s  g r a d u a l l y  have e s t a b l i s h e d  
new and  be t t e r  s t a n d a r d s .  The new s t a n d a r d s  have i n c r e a s e d  
t h e  s q u a r e  f o o t a g e  of l i v i n g  s p a c e  a s s i g n e d  t o  each  p e r s o n  
and advoca ted  u s i n g  p r i v a t e  and s e m i p r i v a t e  rooms i n s t e a d  
of open-bay a u a r t e r s .  

T h e  a p p l i c a t i o n  of  new s t a n d a r d s  h a s  c r e a t e d  b a c h e l o r  
hous ing  d e f i c i t s  by making many e x i s t i n g  open-bay f a c i l i t i e s  
o b s o l e t e  and r e d u c i n g  t h e  c i r p a c i t y  of o t h e r  b u i l d i n g s .  The 
s e r v i c e s  have o b t a i n e d  t h e  Congres s  ' a p p r o v a l  t o  i n i t i a t e  
l a r g e  c o n s t r u c t i o n  and m o d e r n i z a t i o n  Drograms. T h e  f o l l o w i n g  
c h a r t  shows t h e  y e a r l y  d o l l a r  v a l u e  f o r  t h e s e  programs f o r  
t h e  l a s t  5 y e a r s .  

1 
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Dur ing  t h e  same 5- year  p e r i o d  shown above ,  t h e  cos t  of 
h o u s i n g  e n l i s t e d  b a c h e l o r s  off  b a s e  also i n c r e a s e d .  I n  f is-  
c a l  y e a r  1 9 7 1  o v e r  53 ,110  m i l i t a r y  b a c h e l o r s  r e c e i v e d  
$42 .1  m i l l i o n  i n  BAQ payments .  I n  f i s c a l  year 1975 ,  
89 ,438  m i l i t a r y  b a c h e l o r s  r e c e i v e d  $ 9 1 . 3  m i l l i o n  i n  BAQ pay-  
ments .  The t a b l e  below summar izes  t h e  c o s t  of BAQ paymen t s  
by  s e r v i c e  f o r  t h e  l a s t  5 f i s c a l  y e a r s .  The s e r v i c e s '  meth-  
o d s  of r e c o r d i n g  payments  do n o t  show a breakdown of p e r  
d iem cos ts .  

Cost of I_ Basic  A l lowance  for  Q u a r t e r s  
P a i d  t o  E n l i s t e d  B a c h e l o r s  

F i s c a l  y e a r s  
1975 - 
-- 1973  1974  -- 1 9 7 2  

P 
1 9 7 1  -- 

-------------- ( 0 0 0  omitted)--------------- 

Army $10,817 $16 ,794  $19 ,141  $18 ,857  $19 ,885  

A i r  Fo rce  
Navy ( n o t e  a )  22,265 27 ,418  37,357 38 ,447  38 ,441  

9 , 0 0 6  20 ,638  22 ,894  23 ,394  33 ,018  
-__c 

$42 ,088  $64,850 $79 ,392  $80 ,698  $91 ,344  
D_a_ v _I_ P 

T o t a l  

- a / I n c l u d e s  Marine  Corps .  

A c c o r d i n g  t o  t h e  A i r  Force, t h e  $10 m i l l i o n  i n c r e a s e  i n  f i s c a l  
y e a r  1 9 7 5  is a t t r i b u t a b l e  t o  t h e  A i r  Fo rce ' s  d e c i s i o n  t o  p e r-  
mit more e n l i s t e d  p e r s o n n e l  t o  l i v e  o f f  b a s e  i n  ' l i e u  of a s-  
s i g n i n g  t h e s e  p e r s o n n e l  t o  quar te r s  c o n s i d e r e d  i n a d e q u a t e  f o r  
t h e i r  r ank .  

Because  of t h e  l a r g e  e x p e n d i t u r e s  fo r  (1) b a c h e l o r  hous-  
i n g  c o n s t r u c t i o n  and m o d e r n i z a t i o n  and ( 2 )  o f f - b a s e  h o u s i n g  
a l l o w a n c e s  and b e c a u s e  of t h e  c o n t i n u i n g  i n t e r e s t  e x p r e s s e d  
by Members of C o n g r e s s ,  GAO r ev i ewed  t h e  management and use 
of e n l i s t e d  b a c h e l o r  and t r a n s i e n t  h o u s i n g .  

3 



CHAPTER 2 

IMPROVEMENTS NEEDED IrJ MANAGING 

--I- 

BACHELOR ENLISTED QUARTERS 

T h e  Department  o f  Defense  ( D O D )  and t h e  m i l i t a r y  s e r v i c e s  
d i d  n o t  o b t a i n  optimum use of q u a r t e r s .  T h i s  r e s u l t e d  i n  
c o n s i d e r a b l e  u n n e c e s s a r y  c o s t s  f o r  b a s i c  a l l o w a n c e  f o r  uuar- 
t e r s ,  pe r  diem, and c o n t r a c t  q u a r t e r s  a t  t h e  11 i n s t a l l a t i o n s  
w e  rev iewed.  Unnecessary  c o s t s  were i n c u r r e d  because  t h e  
i n s t a l l a t i o n s  (1) f o l l o w e d  a management p o l i c y  w h i c h  r e s u l t e d  
i n  payment of BAQ w h i l e  q u a r t e r s  were v a c a n t ,  ( 2 )  s e t  a s i d e  
t o o  many q u a r t e r s  f o r  permanent  p e r s o n n e l  and ,  t h u s ,  had t o b  
few q u a r t e r s  f o r  t r a n s i e n t s ,  and ( 3 )  l a c k e d  t h e  i n f o r m a t i o n  
n e c e s s a r y  f o r  e f f e c t i v e  management of q u a r t e r s .  

The  d a t a  needed f o r  a c c u r a t e l y  d e t e r m i n i n g  t h e  amount of 
u n n e c e s s a r y  c o s t s  was n o t  c o n t a i n e d  i n  h o u s i n g  r e c o r d s .  How- 
e v e r ,  by u s i n g  t h e  b e s t  d a t a  a v a i l a b l e  a t  each  i n s t a l l a t i o n ,  
w e  e s t i m a t e d  t h a t  s u c h  c o s t s  amountec? t o  abou t  $ 3 . 4  m i l l i o n  
a n n u a l l y  a t  t h e  i n s t a l l a t i o n s  w e  v i s i t e d .  (See apps. I and 
11.) We compared t h e  numbers of persons.  r e c e i v i n a  SAZ,  and 
2er d i e m  w i t h  r e p o r t e d  v a c a n c i e s  i n  b a c h e l o r  e n l i s t e d  qua r-  
t e r s  f o r  s e l e c t e d  p e r i o d s .  The i n s t a l l a c i o n s  w e  v i s i t e d  
were s e l e c t e d  because  t h e y  i n c u r r e d  s i z e a b l e  %A? c o s t s  
a l t h o u g h  l a r g e  numbers of onbase  q u a r t e r s  were vacant .  They 
do n o t  n e c e s s a r i l y  r e p r e s e n t  a l l  m i l i t a r y  i n s t a l l a t i o n s .  

J N I T  INTEGRITY INTERFERES 
~ ~ I T H  OPTIMUM USEOF OUARTERS 

Each  i n s t a l l a t i o n  w e  v i s i t e d  a s s i g n e d  and managed i t s  
b a c h e l o r  e n l i s t e d  q u a r t e r s  by t h e  u n i t  i n t e g r i t y  c o n c e p t .  
Under t h i s  a p p r o a c h ,  a b lock  of s p a c e ,  such as a wing,  f l o o r ,  
or e n t i r e  b u i l d i n g ,  is a s s i g n e d  t o  each  o r g a n i z a t i o n a l  u n i t .  
Each u n i t  t h e n  a s s i g n s  i t s  p e r s o n n e l  t o  a room or  bed w i t h i n  
t h e  a l l o c a t e d  space .  Space  a s s i g n e d  t o  each  u n i t  is used 
e x c l u s i v e l y  f o r  h o u s i n g  p e r s o n n e l  a s s i g n e d  t o  t h a t  u n i t .  
The  c h a r t  on paqe G i l l u s t r a t e s  t h e  u n i t  i n t e g r i t y  c o n c e p t  
and shows space  a l l o c a t i o n s  on t h e  second  f l o o r ,  b u i l d i n g  
U-20, :Java1 A i r  S t a t i o n ,  N o r f o l k ,  V i r g i n i a .  T h e  484  s p a c e s  
on t h e  f l o o r  a r e  d i v i d e d  amonq 7 u n i t s .  

Accord in4  t o  DCD and t h e  s e r v i c e s '  p o l i c i e s ,  u n i t  i n-  
t e g r i t y  is p e r m i s s i b l e  p r o v i d e d  it d o e s  n o t  i n t e r f e r e  w i t h  
maximum U s e  of q u a r t e r s .  However, a t  t h e  i n s t a l l a t i o n s  w e  
v i s i t e d ,  m a i n t a i n i n g  u n i t  i n t e g r i t y  g r e a t l y  reduced  t h e  u s e  
of a v a i l a b l e  q u a r t e r s .  When a u n i t ' s  a l l o c a t e d  space was 
€ i l l e d ,  a d d i t i o n a l  p e r s o n n e l  r e p o r t i n g  t o  t h e  u n i t  were s e n t  
o f f  b a s e  and a u t h o r i z e d  BAQ even though o t h e r  u n i t s - - s o n e -  
times i n  t h e  same bui ld ing- -had  v a c a n c i e s .  
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Managing q u a r t e r s  by t h e  u n i t  i n t e g r i t y  c o n c e p t  
i n t e r f e r e s  w i t h  maximum use because  

- - b u i l d i n g s  used f o r  h o u s i n g  e n l i s t e d  b a c h e l o r s  were 
d e s i g n e d  and c o n s t r u c t e d  f o r  i n d i v i d u a l s ,  n o t  u n i t s  
o r  a c t i v i t i e s ,  c a u s i n g  t h e  number of  s p a c e s  t o  r a r e l y  
match t h e  number of p e r s o n n e l  i n  a u n i t  r e q u i r i n g  
h o u s i n g :  

- - housing needs  of i n d i v i d u a l  u n i t s  change  c o n s t a n t l y  
because  t h e  number of p e r s o n n e l  a s s i g n e d  t o  a u n i t  
f l u c t u a t e s ;  and 

- - the mar i t a l  s t a t u s  of p e r s o n n e l  r e p o r t i n g  t o  or  l e a v-  
i n g  t h e  u n i t  a f f e c t s  i t s  need f o r  b a c h e l o r  h o u s i n g  
s p a c e .  

The c h a r t  a l s o  i l l u s t r a t e s  t h e  second f l o o r  of  b u i l d i n g  
U-20, N o r f o l k  Naval  A i r  S t a t i o n ,  w i t h  80 s p a c e s  a l l o c a t e d  t o  
t h e  Anti- Submarine H e l i c o p t e r  Suuadron  No. 32. The s p a c e s  
c o n s i s t  of 5 two-man rooms, 1 0  three-man rooms, and 1 0  f o u r -  
man rooms. The c h a r t  a l s o  shows t h a t  81 a d j a c e n t  spaces, 
a l l o c a t e d  t o  t h e  F lee t  Compos i te  Squadron ,  cons i s t  of  3 
two-man rooms, 1 3  th ree- man rooms, and 9 four-man rooms. 
The  r ema in ing  spaces on t h i s  f l o o r  a r e  a l l o c a t e d  t o  f i v e  
o t h e r  o r g a n i z a t i o n a l  u n i t s .  Dur ing  t h e  w e e k  of J a n u a r y  20,  
1975,  f i v e  e n l i s t e d  b a c h e l o r s  r e p o r t e d  t o  t h e  Ant i- Submarine 
H e l i c o p t e r  Squadron .  The squadron  had no v a c a n c i e s  i n  i t s  
a l l o c a t e d  space and ,  c o n s e q u e n t l y ,  app roved  BAQ a l l o w i n g  per- 
s o n n e l  t o  l i v e  o f f  base. Dur ing  t h i s  same w e e k ,  1 6  of  t h e  
81 s p a c e s  a l l o c a t e d  t o  t h e  F l e e t  Compos i te  Suuadron  were 
v a c a n t .  I n  a d d i t i o n ,  a v e r a g e  v a c a n c i e s  fo r  a l l  u n i t s  as-  
s i g n e d  t o  b u i l d i n g  U-20 exceeded  165  d u r i n q  t h e  w e e k  of J a n -  
u a r y  2 0 ,  1 9 7 5 .  Basewide ,  a v e r a g e  v a c a n c i e s  f o r  t h e  same 
p e r i o d  t o t a l e d  a b o u t  675. 

S imi la r  s i t u a t i o n s  e x i s t e d  a t  a i l  bu t  one of t h e  i n -  
s t a l l a t i o n s  w e  v i s i t e d .  For example: 

--On J a n u a r y  2 7 ,  1975 ,  8 Langley  A i r  F o r c e  i3ase bach-  
e l o r s  were g r a n t e d  BAQ because  s u f f i c i e n t  s p a c e  was 
n o t  a v a i l a b l e  i n  t h e i r  u n i t ' s  a l l o c a t e d  s p a c e ,  even 
though the re  were 300 v a c a n c i e s  i n  b a c h e l o r  q u a r t e r s  
basewide .  During January , ,  F e b r u a r y ,  and March 1975 ,  
69 Langley  A i r  Fo rce  Base p e r s o n n e l  were g r a n t e d  BAQ 
b e c a u s e  of lack of s p a c e  even  though v a c a n c i e s  a v e r-  
aged 277 basewide.  

--On May 9 ,  1975 ,  Davis-Monthan A i r  F o r c e  Base  approved  
BAQ f o r  11 b a c h e l o r s  f r o 3  5 d i f f e r e n t  u n i t s ,  even  
though there  were 152 v a c a n c i e s  basewide .  The  r e a s o n  
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p r o v i d e d  f o r  each  a p p r o v a l  was l a c k  of  s p a c e .  For 
t h e  3-month p e r i o d  ended J u n e  3 0 ,  1975 ,  over 200 
Davis-Monthan p e r s o n n e l  were a u t h o r i z e d  BAQ f o r  lack 
of space. Basewide v a c a n c i e s  ave raged  352 f o r  t h a t  
p e r i o d  . 

- - At  For t  S r a g g ,  1 3 3  BAQ a u t h o r i z a t i o n s  were g i v e n  
f o r  lack of s p a c e  d u r i n g  J a n u a r y ,  F e b r u a r y ,  and 
March 1 9 7 5 .  Sasewide  v a c a n c i e s  d u r i n q  t h i s  p e r i o d  
exceeded  1 , 0 0 0 .  

Reasons  f o r  m a i n t a i n i n q  
u n i t  i n  t e g r  i ty -- 

Accord ing  t o  t h e  m i l i t a r y  o f f i c i a l s ,  we i n t e r v i e w e d ,  
u n i t  i n t e g r i t y ,  as it a p p l i e s  t o  a s s i g n i n g  q u a r t e r s ,  is nec- 
e s s a r y  t o  (1) m a i n t a i n  e s p r i t  de  c o r p s  and ( 2 )  f a c i l i t a t e  
emergency or c o n t i n g e n c y  m o b i l i z a t i o n s .  We a g r e e d  t h a t  o f f i -  
cers and e n l i s t e d  p e r s o n n e l  l i v i n g  t o g e t h e r  as a u n i t  prob- 
a b l y  form a common bond of e s p r i t  de c o r p s  and a r e  e a s i e r  
t o  m o b i l i z e .  I n  t h e  u n i t s  w e  reviewed o f f i c e r s  and e n l i s t e d  
p e r s o n n e l  d i d  work t o g e t h e r .  However, t h e  m a j o r i t y  of u n i t  
p e r s o n n e l  d i d  n o t  l i v e  w i t h  t h e i r  u n i t .  

For example,  a t  most i n s t a l l a t i o n s  t h e  l a r g e s t  p o r t i o n  
o f  p e r s o n n e l  l i v e d  w i t h  t h e i r  d e p e n d e n t s .  I n  a d d i t i o n ,  o f f i -  
cers and b a c h e l o r  s e n i o r  e n l i s t e d  p e r s o n n e l  were n o t  r e q u i r e d  
t o  m a i n t a i n  u n i t  i n t e g r i t y .  Even t h e  e n l i s t e d  b a c h e l o r s  who 
o r d i n a r i l y  a re  a s s i g n e d  t o  q u a r t e r s  by u n i t  a f f i l i a t i o n  were 
g e n e r a l l y  not r e q u i r e d  t o  l i v e  i n  t h e i r  a s s i g n e d  q u a r t e r s .  
These p e r s o n n e l  can l i v e  o f f  base a t  t h e i r  own expense  and 
many of them elect  t o  do so. 

To d e m o n s t r a t e  t h e  e x t e n t  t o  w h i c h  u n i t  i n t e g r i t y  is 
m a i n t a i n e d ,  a s  it a p p l i e s  t o  r e s i d e n c e ,  w e  o b t a i n e d  t h e  f o l -  
lowing  i n f o r m a t i o n  on t h e  r e s i d e n c e s  of 93 ,563  p e r s o n n e l  as- 
s i g n e d  t o  452 u n i t s  a t  t h e  i n s t a l l a t i o n s  w e  v i s i t e d .  
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R e s i d e n c e  of U n i t  P e r s o n n e l  

Number P e r c e n t  

1 4  1 3 , 0 5 7  I 

Off ice rs  ( n o t e  a )  

En1 i s t e d  : 
Not r e s i d i n g  w i t h  u n i t :  

L i v i n g  w i t h  d e p e n d e n t s  41 ,040  44 
O f f  b a s e- - s i n g l e  BAQ 3 ,508  4 
O f f  base--own e x p e n s e  2 ,527 3 
Onbase--women's q u a r t e r s  1 , 0 6 6  1 

t e  rs  9 05 1 
1 

Onbase- - senior  men ' s q u a r  - 
O t h e r  ( n o t e  b) 1 , 4 4 4  - 

54 
-c 

50 ,490  

R e s i d i n g  w i t h  u n i t :  
Onbase--men's q u a r t e r s  29 ,350  31  

1 

32 

- Onbase--wonen's q u a r t e r s  666 

30 ,016  - 
1 0 0  - 93 ,563  - T o t a l  

- a / O f f i c e r s  are housed  i n  separate q u a r t e r s .  

- b / D e t e n t i o n  f a c i l i t i e s ,  a b s e n t  w i t h o u t  l e a v e ,  etc.  

p e r s o n n e l ,  by m i l i t a r y  s e r v i c e ,  l i v i n g  w i t h  t h e i r  u n i t .  
The  char t  on page 9 shows t h e  p e r c e n t a g e  of t h e  above 

INSUFFICIENT ALLOCATION OF QUARTERS - FOR TRANSIENTS RESULTS I N  
INCREASED HOUSING COSTS 

DOD and  t h e  s e r v i c e s '  i n s t r u c t i o n s  p o i n t  o u t  t h a t  s av-  
i n g s  are poss ib l e  t h r o u g h  optimum a l l o c a t i o n  of u u a r t e r s .  
Bachelor u u a r t e r s  a t  an i n s t a l l a t i o n  can be used t o  house  
permanent  or t r a n s i e n t  p e r s o n n e l  or a c o m b i n a t i o n  of  t h e  two. 
Pe rmanen t  p e r s o n n e l  who a r e  n o t  housed  on t h e  i n s t a l l a t i o n  
r e c e i v e  BAQ; t r a n s i e n t s  who a re  n o t  housed  on t h e  i n s t a l l a -  
t i o n  r e c e i v e  per diem or are a s s i g n e d  t o  commercial q u a r t e r s  
under  c o n t r a c t .  Permanent  p e r s o n n e l  r e c e i v e  f r o m  $63 t o  
$138 per month,  d e p e n d i n g  on pay g r a d e ,  t o  l i v e  off  base. A 
t r a n s i e n t  c o u l d  r e c e i v e  per diem of a b o u t  $13.20 each day or 
a b o u t  $395 each month t o  l i v e  off base. T h e s e  amounts  are 
l o d g i n g  cos t s  o n l y  and do n o t  i n c l u d e  meals. 
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Because  of t h e  d i f f e r e n c e  i n  c o s t s  t o  house  permanent  
and t r a n s i e n t  p e r s o n n e l ,  it is n e c e s s a r y  to  a l l o c a t e  q u a r-  
t e r s  i n  t h e  most economica l  way; however,  w e  found t h a t  t h i s  
was g i v e n  l i t t l e  a t t e n t i o n .  For example ,  Langley  A i r  F o r c e  
Base  had over  2 , 1 0 0  s p a c e s  a v a i l a b l e  f o r  hous ing  e n l i s t e d  
p e r s o n n e l  d u r i n g  t h e  y e a r  e n d i n g  March 31 ,  1975. These  
s p a c e s  were a l l o c a t e d  among v a r i o u s  u n i t s  f o r  permanent  p e r-  
s o n n e l .  No s p a c e s  were set  a s i d e  f o r  t r a n s i e n t s  d u r i n g  
most of t h e  y e a r .  For t h e  most p a r t ,  t h e y  were lodged  o f f  
base  and p a i d  pe r  diem or p l a c e d  i n  c o n t r a c t  q u a r t e r s .  
O v e r a l l  f o r  t h e  y e a r  end ing  March 31,  1975 ,  an a v e r a g e  of 42 
t r a n s i e n t s  a day l i v e d  o f f  base  on pe r  d i e n  or  i n  c o n t r a c t  
q u a r t e r s ,  c o s t i n g  t h e  Government $ 1 7 1 , 0 0 0 .  Dur ing  t h i s  same 
p e r i o d ,  t h e r e  was an a v e r a g e  of a b o u t  275 v a c a n c i e s  i n  t h e  
2 , 1 0 0  s p a c e s  a l l o c a t e d  f o r  permanent  p e r s o n n e l .  A b e t t e r  
a l l o c a t i o n  of hous ing  assets  a t  Langley- - the d e s i g n a t i o n  of 
4 2  s p a c e s  t o  meet t h e  a v e r a g e  d a i l y  t r a n s i e n t  1oa.d--could 
have saved  a b o u t  $85,500 i n  t r a n s i e n t  hous ing  c o s t s .  (See 
app .  11.) 

S imi l a r  s i t u a t i o n s  e x i s t e d  a t  s i x  o t h e r  i n s t a l l a t i o n s  
w e  v i s i t e d .  For example: 

- - For t  Gordon had no s p a c e s  d e s i g n a t e d  f o r  t r a n s i e n t s  
d u r i n g  most of t h e  y e a r  e n d i n g  J u l y  31 ,  1975,  a l t h o u g h  
per diem was a u t h o r i z e d  f o r  an a v e r a g e  of 31 e n l i s t e d  
t r a n s i e n t s  each  day. During t h i s  p e r i o d ,  t h e r e  was 
an a v e r a g e  of 1 , 1 0 0  v a c a n t  s p a c e s  on t h e  b a s e .  I f  
F o r t  Gordon had d e s i g n a t e d  some of i t s  q u a r t e r s  f o r  
t r a n s i e n t  u s e ,  about  $ 7 4 , 0 0 0  i n  pe r  diem c o u l d  have 
been saved .  

--Pope A i r  F o r c e  i3ase had se t  a s i d e  some, b u t  n o t  
enough,  of i ts  1 ,437  hous ing  s p a c e s  f o r  t r a n s i e n t s .  
For t h e  y e a r  e n d i n g  March 31, 1975 ,  an a v e r a g e  of 67 
t r a n s i e n t s  were a s s i g n e d  each  day t o  c o n t r a c t  q u a r-  
t e r s  a t  a c o s t  of over  $ 1 6 8 , 0 0 0 .  W e  es t imated t h a t  
a t  l e a s t  $ 8 4 , 0 0 0  of t h i s  c o s t  cou ld  have been a v o i d e d  
t h r o u g h  b e t t e r  a l l o c a t i o n  of q u a r t e r s .  

- Using c o n t r a c t  qua r t e r s  
t o  f u r t h e r  r e d u c e  t r a n s i e n t  
h o u s i n g  cos t s  - 

When a l l  t r a n s i e n t  q u a r t e r s  a r e  o c c u p i e d ,  t h e  A i r  F o r c e ,  
u n l i k e  t h e  Army and t h e  Navy, e n c o u r a g e s  u s i n g  c o n t r a c t  q u a r-  
t e r s  r a t h e r  t h a n  p e r  diem as t h e  p r o p e r  a l t e r n a t i v e  f o r  p ro-  
v i d i n g  t empora ry  l o d g i n g  f o r  t r a n s i e n t s .  When c o n t r a c t  guar- 
t e r s  are used t h e  s e r v i c e  member f o r f e i t s  t h e  $13.20 u u a r t e r s  
p o r t i o n  of per diem. Most A i r  Fo rce  i n s t a l l a t i o n s  i n c l u d e d  
i n  our  r ev i ew n e g o t i a t e d  l o d g i n g  r a t e s  w i t h  m o t e l s  i n  t h e  
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l o c a l  community. When onbase  space was u n a v a i l a b l e  f o r  
t r a n s i e n t s ,  t h e y  were s e n t  t o  one of t h e s e  m o t e l s .  The i n-  
s t a l l a t i o n s  were n o t  o b l i g a t e d  t o  send  a minimum number of  
p e r s o n s  t o  t h e  m o t e l s  d u r i n g  a g i v e n  p e r i o d ;  t h e  m o t e l s  p ro-  
v i d e d  l o d g i n g  s t r i c t l y  on a s p a c e- a v a i l a b l e  b a s i s .  

A t  t h e  i n s t a l l a t i o n s  u s i n g  c o n t r a c t  q u a r t e r s ,  t h e  a v e r -  
a q e  d a i l y  cost  of l o d g i n g  a t r a n s i e n t  o f f  b a s e  was much lower  
t h a n  t h e  $13.20 q u a r t e r s  p o r t i o n  of p e r  diem. A t  Lang ley  
A i r  F o r c e  Base, f o r  example ,  t h e  a v e r a g e  c o s t  of c o n t r a c t  
q u a r t e r s  was abou t  $5.00 a day f o r  each  p e r s o n .  

LACK OF INFOFtMATION IMPEDES 
EFFECT I v E A N A G E M E N  T 

Accurate and t i m e l y  r e c o r d s  and r e p o r t s  a r e  n e c e s s a r y  
f o r  e f f e c t i v e  management of b a c h e l o r  e n l i s t e d  quar te r s .  I n-  
f o r m a t i o n  on t h e  occupancy of q u a r t e r s  and t h e  number of  p e r-  
sons l i v i n q  o f f  b a s e  is needed f o r  day- to- day management and 
pe r fo rmance  e v a l u a t i o n s .  

T h e  A i r  Force r e p o r t i n g  sys t em p r o v i d e s  such  in fo rma-  
t i o n .  I t s  r e g u l a t i o n s  require  each  i n s t a l l a t i o n  t o  m a i n t a i n  
d a i l y  a u d i t a b l e  r e c o r d s  on t h e  u s e  of b a c h e l o r  e n l i s t e d  quar- 
ters.  These r e c o r d s  a r e  summarized i n t o  q u a r t e r l y  r e p o r t s  
which are  s u b m i t t e d  t o  Air F o r c e  h e a d u u a r t e r s .  The r e p o r t s  
show i n f o r m a t i o n  on t h e  number of p e r s o n s  b e i n g  p a i d  t o  l i v e  
o f f  b a s e ,  which can be compared w i t h  unused h o u s i n g .  

N e i t h e r  t h e  Army nor  t h e  Navy r e p o r t i n g  sys t em p r o v i d e s  
d a t a  w h i c h  can  be r o u t i n e l y  used t o  compare v a c a n c i e s  i n  
quar te r s  w i t h  t h e  number of p e r s o n s  b e i n g  p a i d  t o  l i v e  o f f  
base. The Army requires  q u a r t e r l y  r e p o r t s  on t h e  use of 
quar t e r s ;  however,  t h e s e  r e p o r t s  show o n l y  occupancy  as o f  
t h e  l a s t  day of each  q u a r t e r .  The Navy requires an a n n u a l  
r e p o r t  on t h e  u s e  of q u a r t e r s  which shows occupancy  on o n l y  
1 day d u r i n g  t h e  y e a r .  N o  o t h e r  r e p o r t s  on t h e  use of uua r -  
ters  a r e  r e q u i r e d  by Army o r  Navy h e a d q u a r t e r s ,  a l t h o u g h  w e  
i d e n t i f i e d  v a r i o u s  a d d i t i o n a l  l o c a l  r e q u i r e m e n t s  a t  t h e  i n -  
s t a l l a t i o n s  w e  v i s i t e d .  

IMPROVEMENTS MADE OR P L A N N E D  
TO REDUCEHOUSING COSTS 

Throughout  our r ev i ew w e  informed i n s t a l l a t i o n  o f f i -  
c i a l s  of our  p r o g r e s s  and f i n d i n g s .  Most o f f i c i a l s  e i t h e r  
improved t h e  management and u s e  of b a c h e l o r  e n l i s t e d  q u a r-  
t e r s  o r  i n d i c a t e d  t h a t  a c t i o n  would be t a k e n  i n  t h e  n e a r  
f u t u r e .  
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For example,  f i v e  i n s t a l l a t i o n s  took  s t e p s  t o  r e d u c e  
t h e  c o s t  of hous ing  e n l i s t e d  b a c h e l o r s  and t r a n s i e n t s .  F o r t  
Bragg i n s t r u c t e d  a l l  u n i t s  t o  r e c a l l  p e r s o n n e l  r e c e i v i n g  BAQ 
to a v a i l a b l e  onbase  hous ing .  Lanqley A i r  Fo rce  Base and 
F o r t  Gordon t e r m i n a t e d  a combined t o t a l  of 250 BAQ a u t h o r i z a -  
t i o n s  and a s s i g n e d  t h e  p e r s o n n e l  i n v o l v e d  t o  v a c a n t  Govern-  
m e n t  q u a r t e r s .  S i m i l a r  a c t i o n s  t o  reduce c o s t s  were t a k e n  
a t  t h e  N o r f o l k  Naval  A i r  S t a t i o n  and F o r t  Sam Houston.  I n  
a d d i t i o n ,  Langley A i r  F o r c e  Base and N o r f o l k  Naval  A i r  S t a -  
t i o n  i n c r e a s e d  t h e  amount of s p a c e  a l l o c a t e d  t o  e n l i s t e d  
t r a n s i e n t s  a s  a means of d e c r e a s i n g  c o n t r a c t  q u a r t e r s  and 
pe r  diem c o s t s .  

T h r e e  i n s t a l l a t i o n s  p l anned  t o  improve b a c h e l o r  h o u s i n g  
r e c o r d s  and management i n f o r m a t i o n .  The N o r f o l k  Naval  A i r  
S t a t i o n  p l anned  t o  s t a r t  d a i l y  occupancy  r e p o r t s  f o r  i t s  
b a c h e l o r  e n l i s t e d  q u a r t e r s ,  and t h e  J a c k s o n v i l l e  Naval  A i r  
S t a t i o n  p l anned  t o  s t a r t  c o l l e c t i n g  i n f o r m a t i o n  on t h e  amount 
of pe r  diein a u t h o r i z e d  f o r  t r a n s i e n t s .  F o r t  Bragg p l a n n e d  t o  
s t a r t  p e r i o d i c a l l y  comparing t h e  number of b a c h e l o r s  d rawinq  
BAQ w i t h  t h e  number of v a c a n c i e s  i n  b a c h e l o r  q u a r t e r s .  
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CHAPTER 3 - - 
CONCLUSIONS, PROPOSALS, AND AGENCY COMMENTS 

CONCLUSIONS - 

The 11 i n s t a l l a t i o n s  we v i s i t e d  a u t h o r i z e d  b a s i c  
a l l owance  f o r  q u a r t e r s  and p e r  diem payments  t o t a l i n g  a b o u t  
$ 3 . 4  m i l l i o n  d u r i n g  a 1- year  p e r i o d  even  though  s p a c e  was 
a v a i l a b l e  t o  house t h e  p e r s o n n e l  i n  auar te r s  on b a s e .  

These  u n n e c e s s a r y  c o s t s  r e s u l t e d  from: 

--Managing q u a r t e r s  by t h e  u n i t  i n t e g r i t y  c o n c e p t ,  an 
a p p r o a c h  which i n t e r f e r e s  w i t h  maximum u s e .  

--Not a l l o c a t i n g  a v a i l a b l e  q u a r t e r s  i n  p r o p o r t i o n  t o  
t h e  need f o r  h o u s i n g  permanent  and t r a n s i e n t  p e r s o n-  
n e l ;  c o n s e q u e n t l y ,  quar te r s  a l l o c a t e d  f o r  use by p e r-  
manent p e r s o n n e l  a r e  o f t e n  v a c a n t  w h i l e  t r a n s i e n t s  
a re  p a i d  t o  l i v e  o f f  base .  

- -Lacking i n f o r m a t i o n  (Army and Navy) on t h e  occupancy  
of q u a r t e r s  and t h e  number of p e r s o n s  l i v i n g  o f f  
b a s e ,  which is needed f o r  e f f e c t i v e  management. 

I n  a d d i t i o n ,  w e  b e l i e v e  t h a t  Army and Wavy i n s t a l l a t i o n s  
have n o t  t a k e n  a d v a n t a g e  of t h e  s a v i n g s  p o s s i b l e  by u s i n g  
c o n t r a c t  q u a r t e r s  t o  house t r a n s i e n t s .  

PROPOSALS 

W e  p roposed  t h a t  t h e  S e c r e t a r y  of Defense  r e q u i r e  t h e  
m i l i t a r y  s e r v i c e s  t o  

- - d i s c o n t i n u e  managing by u n i t  i n t e g r i t y  and a d o p t  a 
s y s t e m  which i n c l u d e s  c e n t r a l i z e d  room a s s i g n m e n t  
w i t h o u t  r e q a r d  t o  each  i n d i v i d u a l ' s  u n i t  a f f i l i a t i o n ;  

- - p e r i o d i c a l l y  d e t e r m i n e  t h e  optimum m i x  of permanent  
a n d  t r a n s i e n t  p e r s o n n e l  s p a c e  a t  each i n s t a l l a t i o n  and 
a l l o c a t e  q u a r t e r s  a c c o r d i n g l y ;  

--house t r a n s i e n t s  i n  c o n t r a c t  q u a r t e r s  when Government 
q u a r t e r s  a r e  n o t  a v a i l a b l e  and when t h i s  a l t e r n a t i v e  
is more economica l  t h a n  pay ing  per d i e m ;  and 

- - p r e s c r i b e  requirements f o r  r e p o r t i n g  on t h e  manage- 
m e n t  and u s e  of b a c h e l o r  e n l i s t e d  u u a r t e r s ,  empha- 
s i z i n g  more c o m p l e t e ,  c o n s i s t e n t ,  and t i m e l y  r e c o r d s  
and r e p o r t s .  
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AGENCY COMMENTS AND OUR EVALUATION 

Defense  o f f i c i a l s  (see app.  111) s a i d  t h a t  t h e  c o n c e p t  
o f  u n i t  i n t e g r i t y  is an e f f e c t i v e  way t o  s a t i s f y  t h e  m i s s i o n  
and d i s c i p l i n e  r e q u i r e m e n t s  of many u n i t s  and ,  t h e r e f o r e ,  
w i l l  be c o n t i n u e d  f o r  some u n i t s .  Defense  o f f i c i a l s  recog-  
n i z e d  t h a t  w i t h  u n i t  i n t e g r i t y  s t r i c t  c o n t r o l s  a re  needed  
t o  p r e c l u d e  u n n e c e s s a r y  SAQ and p e r  d i e r  payments .  The D e-  
p a r t m e n t  o f  Defense ,  t h e r e f o r e ,  w i l l  r e v i s e  a p p r o p r i a t e  i n-  
s t r u c t i o n s  t o  p r o v i d e  f o r  c e n t r a l  c o n t r o l  of BAQ and Per 
diem a u t h o r i z a t i o n s  a t  each  m i l i t a r y  i n s t a l l a t i o n  t o  a v o i d  
s u c h  u n n e c e s s a r y  payments  when a d e q u a t e  u u a r t e r s  a re  a v a i l -  
a b l e .  

De fense  o f f i c i a l s  c o n c u r r e d  w i t h  a l l  o t h e r  p r o p o s a l s  
and a g r e e d  t o  r e v i s e  i n s t r u c t i o n s  t o  i n s u r e  improved manage- 
ment and u s e  of b a c h e l o r  hous ing .  W e  b e l i e v e  t h a t ,  i f  t h e  
r e v i s e d  i n s t r u c t i o n s  a r e  p r o p e r l y  implemented ,  v a c a n c i e s  i n  
b a c h e l o r  q u a r t e r s  and u n n e c e s s a r y  3 A Q  and per diem payments  
s h o u l d  be reduced s u b s t a n t i a l l y .  
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CHAPTER 4 

SCOPE OF REVIEW 

We evaluated t h e  e f fec t iveness  of t h e  m i l i t a r y  s e r v i c e s '  
use of bachelor e n l i s t e d  housing. We reviewed Department of 
Defense, Army, Navy, and Air Force regu la t ions ,  d i r e c t i v e s ,  
and records and discussed the p o l i c i e s  and procedures f o r  
bachelor and t r a n s i e n t  housing management w i t h  key m i l i t a r y  
o f f i c i a l s  a t  headquarters and i n s t a l l a t i o n  l e v e l s .  Our e x-  
amination a t  each i n s t a l l a t i o n  included a d e t a i l e d  a n a l y s i s  
of off-base housing cos t s  and re l a t ed  use of onbase quar t e r s .  

The i n s t a l l a t i o n s  were se lec ted  because prel iminary i n -  
formation showed t h e y  incurred s i zab le  basic  allowances f o r  
q u a r t e r s  cos t s  although l a rge  numbers of onbase q u a r t e r s  
were vacant. The i n s t a l l a t i o n s  w e  v i s i t e d  were 

--Davis-Monthan Air Force Base, Arizona; 

--Eglin A i r  Force Base, F lor ida ;  

--- --Fort Bragg, North Carolina; 

--Fort Gordon, Georgia; 

--Fort Sam Houston, Texas; 

- - Jacksonville Naval Air S t a t i o n ,  F lor ida ;  

--Langley A i r  Force Base, Virg in ia ;  

--Norfolk Naval Air S t a t i o n ,  Vi rg in ia ;  

--North Is land  Naval Air S t a t i o n ,  Ca l i fo rn ia ;  

--Pope Air Force Base, North Carolina; and 

--San Diego Naval S t a t i o n ,  Ca l i fo rn ia .  
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ESTIMATED ANNUAL SAVINGS IN BASIC ALLOWANCE FOR QUARTERS PAYMENTS TO ENLISTED BACHELORS 

M z 
tl 

Y. 
H 

H 

INSTALLATION 
(note a) 

ESTIMATED 

(note b) 

ANNUAL BAQ NO. RECEIVING NO. RECEIVING AVERAGE ANNUAL 

(000 OMITTED) ALL REASONS LACK OF SPACE ON BASE 
PAYMENTS BAQ - BAQ FOR VACANCIES 

(000 OMITTED) 

DAVIS-MONTHAN AIR FORCE BASE $ 643 
EGLIN AIR FORCE BASE 197 
FORT BRAGG 956 
FORT GORDON 381 
FORT SAM HOUSTON 258 

JACKSONVILLE NAVAL AIR STATION 308 
LANGLEY AIR FORCE BASE 372 

NOR FOLK NAVAL AIR STATION 541 
NORTH ISLAND NAVAL AIR STATION 437 

P 
cn 

SAN DIEGO NAVAL STATION 

637 

181 
914 
370 
242 
282 
369 

530 

479 

561 383 $ 386 
181 31 3 197 
704 1,199 
263 1 ,I 25 
225 291 
166 261 

27 3 277 
440 630 

307 658 

736 
270 
240 
182 

237 
449 

280 
29 1 262 186 222 206 

$3,183 - -- TOTALS $4,384 4,266 3,306 5,359 - 
a We did not estimate savings a t  one installation because the amount of BAQ paid was insignificant. 

Computat ion of exact amounts was not possible because records were not available. In preparing these estimates, w e  used the best data 
available at  each installation to compare the number of persons receiving BAQ with reported vacancies in bachelor enlisted quarters. 



INSTALLATION 
(note a) 

ESTIMATED ANNUAL SAVINGS IN PER DIEM AND CONTRACT QUARTERS COST 

EGLIN AIR FORCE BASE 
FORT GORDON 
FORT SAM HOUSTON 
LANGLEY AIR FORCE BASE 

NORFOLK NAVAL AIR STATION 

POPE AIR FORCE BASE 
SAN DIEGO NAVAL STATION 

P 
4 

AVERAGE 

AVERAGE 
VACANCIES 

ON BASE 

ANNUAL COST OF NO. OF 
PER DIEM AND/OR TRANSIENTS 

CONTRACT QUARTERS PAID TO LIVE 
(000 OMITTED) OFF BASE DAILY 

$ 13 
148 
13 

171 
36 

1 68 
26 

3 
31 
3 

42 
7 

67 

31 3 
1,125 

291 
277 
630 
269 

5 222 - 

ESTIMATED 
ANNUAL SAVINGS 

(note b) 
(000 OMITTED) 

$ 6.5 
74.0 
6.5 

85.5 
18.0 
84.0 
13.0 

TOTALS 158 - - 3,127 - - $287.5 - 
a We did not estimate possible per diem savings a t  al l  installations we visited because the total cost of per diem was insignificant a t  two 

installations and a lack of adequate records prevented proper analysis and estimation a t  two other installations. 

The estimated annual savings i s  one-half of the total annual cost of per diem and/or contract quarters. Since actual data was not available, 
we assumed that the daily number of transients requiring housing follows a normal distribution. Accordingly, if an installation allocates 
enough space to  accommodate the average number of transients, then one-half of the time al l  transients could be housed on base saving one- 
half of the annual per diem and/or contract quarters cost. A greater percentage of per diem and contract quarters cost could be saved by 
developing and analyzing actual data and computing the optimum number of spaces which should be set aside for transients. 
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APPENDIX I11 APPENDIX I11 

ASSISTANT SEiRETAiiY CF DEFENSE 
WASHINGTOH, D.C. 90301 

IH 
lJ.(STALLAtlONS AND L'3GIS31CS 

26 APf i  1 9 7 6  

a.  F. J. Shafer 
Director, Logistics and 
Communications Divisior, 

General Accounting Office 
Washington, D. C. 20548 

Dear Mr . Shafer : 
The Secretary of Defense has asked me to comment on the General Accounting 
Office (GAO) draft report, dated February 25, 1976, "Considerable Savings 
Possible Through Better Management of Enlisted Quarters - Code 945425" 
(OSD Case N o .  4231-8). The major conclusion of this draft report is that 
the Military Departments have incurred large amounts of unnecessary costs 
for Basic Allowance for Quarters (BAQ) and per diem payments as a result 
of faulty management practices. 

The following recommendations were made by GAO to achieve better manage- 
ment. 

a .  Discontinue the concept of unit integrity and adopt a system 
of centralized room assignment. 

b. Periodically determine optimum mix of permanent party and 
transient personnel and allocate quarters accordingly. 

c. Utilize contract quarters if more economical than paying per 
diem when government quarters are unavailable. 

d. Establish an improved system fo r  reporting on management and 
utilization of quarters. 

We do not concur with the recommendation that the military services be 
required to eliminate unit integrity by adopting a "hotel systen" of 
centralized room assignment without regard to each individual's unit 
affiliation. We believe that the concept of unit integrity is a prac- 
tical and operationally effective way of satisfying mission and 
discipline requirements of many military units. We f u l l y  endorse 
continuation of this concept for some units while at the same time 
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recognizing that strict controls must be established to preclude 
unnecessary BAQ and per diem payments. In this regard, we are revising 
Department of Defense (DoD) Instruction 4165.47, "Adequacy, Assignment, 
and Occupancy of Bachelor Housing", to centralize control of BAQ and 
per diem payment authorizations at each installation. Generally, these 
payments will not be authorized at any time when adequate housing is 
available on the installation. 

We concur with the other three recommendations. Appropriate policy 
changes will be incorporated in the impending revision of DoD Instruc- 
tion 4165.47 to implement these recommendations and assure improved 
management and utilization of bachelor housing. 

We appreciate the information developed by this review of DoD bachelor 
housing practices and the opportunity to comment on the GAO 

Sincerely , 

findings . 

Defense 
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APPENDIX I V  

PRINCIPAL OFFICIALS 

APPENDIX I V  

RESPONSIBLE FOR ADMINISTERING 

ACTIVITIES D I S C U S S E D  I N  THIS REPORT 

I 

T e n u r e  of o f f i c e  
From To 
--- 

_I 

DEPARTMENT OF DEFENSE 

SECRETARY OF DEFENSE: 
D o n a l d  H .  R u m s f e l d  Nov. 1 9 7 5  
James R. S c h l e s i n g e r  J u l y  1 9 7 3  
W i l l i a m  P. C l e m e n t s  ( a c t i n g )  May 1 9 3 3  

ASSISTANT SECRETARY OF DEFENSE 
( INSTALLATIONS AND LOGISTICS ) : 

F r a n k  A. S h r o n t z  Feb. 1 9 7 6  
J o h n  J .  B e n n e t t  ( a c t i n g )  Apr. 1 9 7 5  
A r t h u r  I .  M e n d o l i a  Apr. 1 9 7 3  
Hugh McCul lough  ( a c t i n g )  J a n .  1 9 7 3  
Ba r ry  J.  S h i l l i t o  F e b .  1 9 6 9  

ASSISTANT SECRETARY OF DEFENSE 
(MANPOWER AND RESERVE AFFAIRS) : 

Will iam K. Brehm Sept.  1 9 7 3  
Ca r l  W. C l e w l o w  ( a c t i n g )  J u n e  1 9 7 3  

DEPARTMENT OF THE ARMY 

SECRETARY OF THE ARMY: 
M a r t i n  R .  Hoffmann 
Norman R. A u g u s t i n e  ( a c t i n g )  
Howard H .  C a l l a w a y  

ASSISTANT SECRETARY OF THE ARMY 
(INSTALLATIONS AND LOGISTICS): 

Harold R. Srowman 
Edwin Greiner  
E u g e n e  E. B e r g  
V i n c e n t  P. Huggard  ( a c t i n g )  
D u d l e y  C. Mecum 

P r e s e n t  
Nov. 1 9 7 5  
J u l y  1 9 7 3  

P r e s e n t  
Feb .  1 9 7 6  
Mar. 1 9 7 5  
Apr. 1 9 7 3  
Jan .  1 9 7 3  

P r e s e n t  
Aug. 1 9 7 3  

Aug . 
J u l y  
May 

O c t  . 
Aug . 
Nov. 
A?r . 
O c t  . 

197  5 
1 9 7 5  
1 9 7 3  

1 9 7 4  
1 9 7 4  
1 9  73 
1 9 7 3  
1 9  7 1  

P r e s e n t  
Aug. 1 9 7 5  
J u l y  1 9 7 5  

P r e s e n t  
O c t .  1 9 7 4  
J u l y  1 9 7 4  
Nov. 1 9 7 3  
Apr. 1 9 7 3  
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T e n u r e  of office 
Froin To - I 

DEPARTMENT OF THE ARMY ( c o n t ' d )  

ASSISTANT SECRETARY OF THE ARMY 
(MANPOWER AND RESERVE AFFAIRS): 

D o n a l d  G. Brotzman Mar. 1 9 7 5  
M. Dav id  Lowe Feb.  1 9 7 4  
Carl  S. Wallace Mar. 1 9 7 3  

CHIEF OF STAFF: 
Gen. F r e d  C .  Weyand Sept .  1 9 7 4  
Gen. C r e i g h t o n  W. Abrams O c t .  1 9 7 2  

DEPARTMENT OF THE NAVY 

SECRETARY OF THE NAVY: 
J .  Wil l iam M i d d e n d o r f  I1 
J o h n  W. Warner 

ASSISTANT SECRETARY OF THE NAVY 
( INSTALLATIONS AND LOGISTICS ) : 

J a c k  L .  Bowers 
Robert  D. Nesen  
C h a r l e s  L .  I11 

ASSISTANT SECRETARY OF THE NAVY 

J o s e p h  T. M c C u l l e n ,  J r .  
James E.  J o h n s o n  

(MANPOWER AND RESERVE AFFAIRS): 

CHIEF OF NAVAL OPERATIONS: 
Adm. James L .  H o l l o w a y  I11 
Adm. E l m o  R. Zumwal t ,  J r .  

COMMANDANT OF THE MARINE CORPS: 
Gen. L o u i s  il. Wilson 
Gen. R o b e r t  E .  Cushman,  J r .  

Apr. 1 9 7 4  
May 1 9 7 2  

J u n e  1 9 7 3  
J a n .  1 9 7 3  
J u l y  1 9 7 1  

S e p t .  1 9 7 3  
J u n e  1 9 7 1  

J u l y  1 9 7 4  
J u l y  1 9 7 0  

J u l y  1 9 7 5  
J a n .  1 9 7 2  

DEPARTMENT OF THE A I R  FORCE -- - 
SECRETARY OF THE A I R  FORCE: 

Thomas C.  Reed J a n .  1 9 7 6  
James. W. Plummer ( a c t i n g )  Nov. 1 9 7 5  
J o h n  L .  NcLucas J u n e  1 9 7 3  
Dr. R o b e r t  C. Seamans, J r .  J a n .  1 9 6 9  

P r e s e n t  
J a n .  1 9 7 5  
J a n .  1 9 7 4  

P r e s e n t  
S e p t .  1 9 7 4  

P r e s e n t  
Apr. 1 9 7 4  

P r e s e n t  
J u n e  1 9 7 3  
J a n .  1 9 7 3  

P r e s e n t  
S e p t .  1 9 7 3  

P r e s e n t  
J u l y  1 9 7 4  

P r e s e n t  
J u n e  1 9 7 5  

P r e s e n t  
J a n .  1 3 7 6  
Nov. 1 9 7 5  
May 1 9 7 3  

2 1  



APPENDIX I V  A P P E N D I X  I V  

I_ 

Tenure  of o f f i c e  
TO - From 

DEPARTMENT OF T H E  A I R  F O R C E  - ( c o n t ' d )  

A S S I S T A N T  SECRETARY OF THE A I R  
FORCE ( I N S T A L L A T I O N S  &TD L O G I S -  
mcs) : 

J . Gordon Knapp 
F r a n k  A. S h r o n t z  
R i c h a r d  J .  Keegan ( a c t i n g )  
L e w i s  E .  Tu rne r  ( a c t i n g )  

A S S I S T A N T  SECRETARY OF THE A I R  
FORCE (XANPOWER AND R E S E R V E  
A F F A I R S  ) : 

David P. Taylor  
J a n e s  P. Goode ( a c t i n g )  

CHIEF O F  S T A F F :  
Gen. David J o n e s  
Gen. George S. Brown 
Gen.  J o h n  D .  Ryan 

Mar. 1 9 7 6  
O c t .  1 9 7 3  
A u g .  1 9 7 3  
O c t .  1 9 7 2  

J u n e  1 9 7 4  
J u n e  1 9 7 3  

A u g .  1 9 7 4  
Aug. 1 9 7 3  
A u g .  1969  

P r e s e n t  
Feb. 1 9 7 6  
act.  1 9 7 3  
&ug. 1 9 7 3  

P r e s e n t  
J u n e  1 9 7 4  

P r e s e n t  
J u l y  1 9 7 4  
July 1 9 7 3  
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