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Nat iona l  Secur ity and 
Internat iona l Affa irs Div i s i on 

B-242623 

May 24,1991 

The Honorab l e Ear l Hutto 
Cha i rman, Subcommittee on 

Read i ness 
Committee on Armed Serv i ces 
House of Representat i ves 

Dear Mr. Cha i rman: 

As requested, we have rev i ewed the mi l i tary’s management of its nontact ica l  veh ic l es. 

As arranged with your off ice, un l ess you pub l i c l y announce its contents ear l i er, we p l an no 
further d istr ibut ion of th is report unt i l 1 0 days from its i ssue date. At that t ime, we wi l l send 
cop i es to the Cha i rmen, Senate Committee on Armed Serv ices, and House and Senate 
Committees on Appropr iat i ons; House Committee on Government Operat i ons; Senate 
Committee on Governmenta l  Affa irs; the Secretar i es of Defense and the Army, the Navy, and 
the Air Force; the Admin i strator, Genera l  Serv i ces Admin i strat ion; and the Director, Off ice 
of Management and Budget. We  wi l l a l so make cop i es ava i l ab l e to others on request. 

If you have any quest i ons concern i ng th is report, p l ease ca l l me  on (202) 276-8412. Other 
ma j or contr ibutors are l i sted in append i x I. 

S incere l y yours, 

Lu 

Donna M. He iv i l i n 
Director, Log ist ics Issues 



Execut ive Summary 

Purpose The Department of Defense (DOD) spent over $330 mi l l i on for f isca l year 
1989 to operate and ma inta in genera l purpose veh ic les, such as sedans, 
stat ion wagons, buses, ambu lances, and trucks, for the mi l i tary serv ices. 
In add it ion, the mi l i tary serv ices were appropr iated about $96 mi l l i on 
for f isca l year 1989 to purchase new motor veh ic les. 

At the request of the Cha irman, Subcommittee on Read iness, House 
Committee on Armed Serv ices, GAO rev iewed the mi l i tary serv ices’ man- 
agement of the ir motor veh ic l es to determine if they conducted cost 
ana lyses that cons idered other means for meet ing the ir transportat ion 
needs. GAO a lso rev iewed veh ic le ut i l i zat ion and spec ia l purchase 
requ irements for mi l i tary veh ic les. 

Background DOD uses commerc ia l l y des igned veh ic les, bought from regu lar produc- 
t ion l ines, to carry passengers and mater ia l. The mi l i tary serv ices gener- 
a l ly purchase the ir motor veh ic l es through the Genera l Serv ices 
Admin istrat ion (GSA) and operate and ma inta in the ir own veh ic l es us ing 
the ir own personne l or contractors. In add it ion, about 28 percent of 
the ir motor veh ic l es are leased from GSA and about 2 percent are leased 
from pr ivate contractors. 

Federa l agenc ies are requ ired by 40 U.S.C. 901 et seq., enacted on Apr i l 
7,1986, to improve the management of motor veh ic l es and to reduce 
agenc ies’ veh ic le costs. These act ions inc lude study ing the costs, bene- 
fits, and feas ib i l i ty of us ing var ious a lternat ives for meet ing the agen- 
c ies’ motor veh ic le requ irements. The a lternat ives to be cons idered 
inc lude us ing GSA or pr ivate contractor veh ic l es to meet transportat ion 
needs. 

Resu lts in Brief The mi l i tary serv ices cou ld better ensure more effect ive and eff ic ient 
operat ion of the ir motor veh ic l es for the fo l l owing reasons: 

l Numerous stud ies show that mi l i tary serv ice convers ion from serv ice- 
owned motor veh ic le f leets to GSA f leets wi l l save mi l l i ons of do l lars. The 
mi l i tary serv ices, except for the Army, have on ly recent ly in it iated 
stud ies that cons ider us ing veh ic l es prov ided by GSA or pr ivate contrac- 
tors to reduce the cost of the ir motor veh ic le f leets. 

l Although serv icewide stat ist ics ind icate veh ic le m i l eage often meets, or 
even exceeds, DOD standards, the low annua l m i l eage of many motor 
veh ic l es ind icates the mi l i tary serv ices may have more veh ic l es than 
needed. 
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. The mi l itary serv ices’ spec ia l  purchase requ i rements (e.g., pa int co lor, 
extra rust proof ing) often resu lt in DOD pay i ng more for the same type of 
veh ic l e purchased by GSA for other federa l agenc i es. 

The Army and other agenc i es have i ncreased the ir use of GSA veh ic l es as 
GSA'S costs are lower. However, th is d emand has stra ined GSA'S f inanc ia l 
resources and its ab i l i ty to prov i de l ow cost veh ic l es. As a resu lt, GSA 

ma inta i ns that w ithout add it i ona l funds it wi l l not be ab l e to prov i de the 
veh ic l es n eeded by the mi l itary serv ices and other agenc i es at the l owest 
poss ib l e cost. Also, GSA off ic ia ls sa i d d ue to Off ice of Management and 
Budget (OMB) proh ib it i ons on the transfer of personne l  pos it i ons to sup- 
port f leet management of added veh ic l es a nd f inanc i ng concerns, GSA 

has suspended conso l i dat i on of the Army f leet and cannot conso l i date 
other f leets. 

Princ ipa l F ind ings 

Motor Veh ic le Costs Cou ld The mi l itary serv ices, other than the Army, wh i ch is conso l i dat i ng its 
E3e Reduced f leet with GSA, have been s l ow to exam ine opportun it i es to reduce motor 

veh ic l e costs. Based on the Army’s exper i ence, s ign if icant cost sav i ngs 
can be rea l i zed by eva l uat i ng and imp lement i ng the most cost-effect ive 
a lternat ive. 

The Army f ina l i zed p l ans for convert ing its motor veh ic l es to GSA'S f leet 
in 1 986 and expects to f in ish the convers i on of its US. f leet by f isca l 
year 1992. The Army est imates the annua l  reduct ion due to th is conver- 
s ion ranges from about $26 mi l l i on to $62 mi l l i on. The Air Force is con- 
s ider ing convert ing about 40,000 of its veh ic l es to GSA management. The 
Navy and Mar ine Corps p l an to study the most econom ica l  way for them 
to manage the ir motor veh ic l e f leets. 

GSA'S veh ic l e fund i ng capac ity had a l l owed for a f leet i ncrease of about 
10,000 to 12,000 veh ic l es a  year. To hand l e the potent ia l  f inanc ia l stra in 
of convert ing more veh ic l es, GSA out l i ned f ive poss ib l e a lternat ives to 
OMB, i nc l ud i ng borrow ing funds from the Federa l  F i nanc i ng Bank and 
us i ng contract author ity cap ita l i zed l eases, d irect appropr iat ions, mult i- 
year contract author ity cap ita l i zed l eases, and operat i ng l eases. How- 
ever, OMB has not approved any a lternat ive fund i ng method for GSA, 

wh ich wou l d requ ire GSA to use operat i ng l eases-the most expens i ve 
a lternat ive-to f i nance any expans i ons. In add it i on, OMB has imposed 
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add it i ona l l im itat ions on GSA'S ab i l i ty to conso l i date any add it i ona l 
motor veh ic l e f leets, such as the Air Force. On March 21, 1991, GSA 
i n formed the Army that its conso l i dat i ons have been suspended because 
OMB (1) wi l l n o  l onger approve the transfer of personne l  pos it i ons from 
the Army to GSA to manage the f leet and (2) resc i nded GSA'S author ity to 
recogn i ze mu lt iyear l ease costs over more than 1 year. GSA off ic ia ls 
stated that as a resu lt of OMB act ions and a requ i rement for a compre- 
hens i ve study of a lternat ives for meet i ng federa l motor veh ic l e needs, 
a l l conso l i dat i ons of DOD veh ic l es are suspended. OMB off ic ia ls stated th is 
study is necessary to determ ine if GSA'S f leet best meets federa l needs. 

Veh ic les Are Not Used 
Bought Effic ient ly 

and Recent aud it rev iews by Army and Air Force aud it agenc i es have 
reported that the mi l itary serv ices had more veh ic l es than needed, and 
these veh ic l es were often not be i ng used effect ive ly. GAO'S rev iew of 
veh ic l es at se l ected insta l l at ions substant i ated that many veh ic l es d i d 
not meet DOD mi l eage goa l s for effect ive use. 

The mi l itary serv ices purchase most of the ir motor veh ic l es through GSA. 

However, because they inc l ude spec ia l  requ irements, the ir veh ic l es cost 
more than the same type of veh ic l es bought by GSA for other federa l 
agenc i es. GAO be l i eves these requ i rements may be unnecessary as they 
inc l ude spec ia l  i tems, such as parts and techn ica l  manua l s, extra rust 
proof ing, and spec ia l  pa i nt co lor. Ana lys is of three types of veh ic l es 
purchased in f isca l year 1989 ind i cated these requ i rements i ncreased 
the cost of about 5,700 veh ic l es by over $4 mi l l i on, Mi l itary serv ice off i- 
c ia ls sa i d they are cons ider i ng e l im inat ing these spec ia l  requ i rements or, 
if they l ease veh ic l es from GSA, these spec if i cat ions wi l l not be requ ired. 

Recommendat i ons GAO recommends that the Secretary of Defense 

. d irect the serv ice secretar ies to eva l uate the ir veh ic l e use accord i ng to 
estab l i shed DOD standards to ensure that veh ic l es are used effect ive ly 
a nd excess veh ic l es are made ava i l ab l e to act iv it ies need i n g add it i ona l 
veh ic l es, and 

. d irect the serv ice secretar ies to rev iew veh ic l e requ i rements and e l imi- 
nate, where poss ib l e, unnecessary spec if i cat ions so as to enab l e the ir 
veh ic l es to be bought at lower cost. 
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Matter for 
Congress i ona l  
Cons iderat i on 

Since the mi l itary serv ices be l i eve they can save mi l l i ons of do l l ars by 
convert ing from more cost ly serv ice veh ic l e f leet management to GSA'S 

f leet, the Congress may w ish to cons i der rev iew ing the use of one or 
more of the f inanc ia l a lternat ives for hand l i ng any s ign if icant expans i on 
of GSA'S motor veh ic l e f leet. 

Agency Comments In accordance with the Subcommittee’s request, GAO d id not obta i n 
wr itten agency comments on th is report. However, GAO obta i ned 
informa l comments from DOD and GSA off ic ia ls a n d i nc l uded the ir com- 
ments where appropr iate. 
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Chapter 1 

Introduct ion 

The mi l i tary serv i ces requ ire an extens i ve f leet of commerc i a l l y  
des i gned veh ic l es for admin istrat ive, m iss i on, and operat iona l  support 
of mi l i tary funct ions. Many of the veh ic l es are spec ia l  purpose veh ic l es 
such as fork l ifts, cranes, f ire trucks, and ra i l road ro l l i ng stock. The 
ma jor ity, however, are genera l  purpose veh ic l es such as sedans, stat ion 
wagons, buses, ambu l ances, and trucks. Th i s report focuses on genera l  
purpose veh ic l es, ca l l ed “motor veh ic l es” in th is report. 

The mi l i tary serv i ces purchase most of the ir motor veh ic l es us i ng pro- 
curement appropr iat i ons. They a l so use Genera l  Serv i ces Admin i strat i on 
(GSA) and commerc i a l l y  l eased veh ic l es. Tab l e 1.1 shows the sources of 
motor veh ic l es among the mi l i tary serv ices. 

Tab l e 1 .l : Mi l itary Serv icea’ Domest ic 
and Fore ign Motor Veh ic les ao of 
September 30,199O 

Air Force 
Army 
Navy 
Mar i ne Corps 
Tota l 

Serv ice owned GSA leased 
Comrn~v$;~ 

Tota l 
57,547 5,515 1 1 0  63,172 
37,093 40,605 9 9 0  78,688 
35,474 6,026 3,579 45,079 

7,770 2,844 9 3  10,707 
137,884 54,990 4,772 197,646 

Percentage of tota l 7 0  2 8  2  1 0 0  

Motor Veh ic l es Owned  As shown in tab le 1.1, the mi l i tary serv i ces own most (70 percent) of 

by the M i l itary 
Serv ices 

the ir motor veh ic l es. They procure these veh ic l es through GSA but 
operate and ma inta i n the veh ic l es w ith the ir own personne l  or through 
pr ivate contractors. For f isca l year 1989, the mi l i tary serv i ces were 
appropr i ated about $96 mi l l i on to procure n ew veh ic l es. 

The mi l i tary serv i ces spent over $330 mi l l i on for f isca l year 1989 for 
operat i ng and ma inta i n i ng the ir motor veh ic l es at the insta l l at ions. 
These costs do not inc l ude the cost of buy i ng and d i spos i ng of the veh i- 
c l es and overhead costs above the insta l l at ion leve l assoc i ated with 
manag i n g the f leet. 

DOD regu lat i ons set cr iter ia for the mi l i tary serv i ces to rep l ace the ir 
veh i c l es between 6 and 12 years or 60,000 and 300,000 mi l es, depend i ng 
on the motor veh ic l e type. The mi l i tary serv i ces d i spose of the ir veh i c l es 
through the Defense Log ist ics Agency’s Defense Reut i l i zat ion and Mar- 
ket ing Serv i ce and rece i ve no money for the veh ic l es. 
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Introduct ion 

GSA% Motor Veh ic le GSA’S Interagency F leet Management System was estab l i shed in 1 964 

F leet under the Federa l  Property and Admin istrat ive Serv ices Act to prov i de 
econom ica l  i nteragency veh ic l e f leet serv ices. The f leet operates under a 
revo lv i ng fund concept where customers pay a renta l charge to cover 
GSA’s f leet operat i ons costs. Under th is fund i ng concept GSA need not 
rece ive d irect appropr iat ions. 

The costs of procur ing, operat ing, and ma inta i n i ng veh ic l es are recov- 
ered through leas i ng revenues and veh ic l e resa le proceeds. GSA buys its 
veh ic l es from ma jor manufacturers to obta i n quant ity d i scounts, con- 
tracts with pr ivate f irms to perform rout ine ma i ntenance, and fre- 
quent l y re l ies o n the manufacturers’ warrant ies for ma jor repa irs. 
Operators of GSA veh ic l es are i ssued cred it cards for purchas i ng fue l a n d 
o i l a n d  for obta i n i ng minor or emergency serv ices. The day-to-day care 
of the veh ic l e is the operator’s respons ib i l i ty. GSA mon itors veh ic l e use 
and prescr ibes per iod ic ma i ntenance. Accord i ng to GSA off ic ia ls, the ir 
goa l  is to se l l passenger veh ic l es after about 3 years to opt im ize the com- 
b inat i on of sa l es pr ice and avo i dance of later repa ir a nd ma i ntenance 
costs. GSA uses the proceeds from these sa l es to he l p purchase rep lace- 
ment veh ic l es. 

Serv ice off ic ia ls to ld us that due to motor veh ic l e fund i ng shortages in 
recent years, they have i ncreased the ir re l i ance on GSA veh ic l es. Fund i ng 
for equ i pment needed to support miss i l es, sh ips, and a ircraft has 
rece i ved pr ior ity and caused cutbacks in the ir procurement of motor 
veh ic l es. 

Ob ject ives, Scope, and The Cha i rman, Subcommittee on Read i ness, House Committee on Armed 

Methodo l ogy Serv ices, asked us to exam ine the mi l itary serv ices’ management of the ir 
nontact ica l  transportat ion. We  focused on rev iew ing the potent ia l  for 
reduc i ng the cost of motor veh ic l es used by the mi l itary serv ices. We  
rev i ewed the comp let i on of statutor i ly requ ired cost ana l yses compar i ng 
the serv ices’ costs with those of GSA and pr ivate contractors, veh ic l e 
ut i l i zat ion, and spec ia l  purchase requ i rements for mi l itary veh ic l es. 

To determ ine if the mi l itary serv ices were us i ng the most cost-effect ive 
means of operat i ng veh ic l es, we rev i ewed the mi l itary serv ices’ motor 
veh ic l e costs and the ir efforts to conduct cost compar i son stud ies. These 
ana l yses i nc l uded rev iew ing stud ies performed at severa l insta l l at ions 
compar i ng serv i ce-owned veh ic l e costs with the cost of leas i ng GSA veh i- 
c les. We  a lso rev i ewed a number of Army insta l l at ion veh ic l e cost 
stud ies to determ ine if est imated sav i ngs agreed with actua l costs when 
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GSA veh ic l es were used. Genera l l y, informat ion was not ava i l ab l e to 
ver ify the serv i ce-owned veh ic l e costs used in the ana l yses. Informat ion 
on the serv ices’ motor veh ic l e f leets was based on serv icew ide stat ist ics 
and v is its to var ious insta l l at ions recommended by the serv ices as repre- 
sentat ive examp l es of f leet operat ions. We  obta i ned informat ion on 
motor veh ic l e f leets for the fo l l ow ing insta l l at ions: 

. Pres id io of San Franc isco (Army), San Franc isco, Ca l iforn ia; 

. McCle l l an Air Force Base, Sacramento, Ca l iforn ia; 

. Nava l  Weapon s  Stat ion, Concord, Ca l iforn ia; 
l Nava l  Pub l i c Works Center, San Franc isco Bay, Oak l and, Ca l iforn ia; 
. Nava l  Pub l i c Works Center, San D iego, Ca l iforn ia; 
. Miramar Nava l  Air Stat ion, Miramar, Ca l iforn ia; 
l Camp Pend l eton Mar ine Corps Base, Camp Pend l eton, Ca l iforn ia; and 
l Edwards Air Force Base, Edwards, Ca l iforn ia. 

To assess veh ic l e ut i l i zat ion and procurement pract ices, we rev i ewed 
recent aud it reports by the Air Force Aud it Agency and the Army Aud it 
Agency. We  a lso d i scussed these i ssues with off ic ia ls at OMB, DOD head- 
quarters, severa l mi l itary commands, severa l mi l itary insta l l at ions, GSA 
headquarters, and se l ected GSA l oca l off ices. 

We  conducted our work from September 1989 to March 1991 in accor- 
dance with genera l l y accepted government aud it i ng standards. 
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Chapter 2 

Potent ia l I3x ists to Reduce Motor Veh ic le  Costs 

The Congress has passed severa l  l aws urg i ng the effect ive and eff ic ient 
operat i on of motor veh ic l es. Yet, DOD has been s l ow to exam i ne opportu- 
n it ies for reduc i ng motor veh ic l e costs. Based on the Army’s exper i ence 
in turn ing over management of its motor veh ic l e f leet to GSA, s ign if icant 
cost sav i ngs can be rea l i zed by more eff ic ient ly manag i n g motor 
veh ic l es. 

The Army began convert i ng its motor veh ic l es in 1986 and p l ans to 
f in ish convert i ng its cont inenta l US. f leet to GSA by f isca l year 1992. 
The Army est imates the annua l  reduct i on of motor veh ic l e costs due to 
th is convers i on ranges from about $26 mi l l i on to $62 mi l l i on. Based on 
House Committee on Armed Serv i ces act ion due to our pre l im inary 
resu lts, the Air Force, Navy, and Mar i ne Corps in it iated act ions to better 
manage the ir motor veh ic l es. Air Force off ic ia ls sa i d that they are con- 
s ider ing convert i ng about 40,000 veh ic l es to GSA management. The Navy 
and Mar i ne Corps p l an to do stud ies to determ ine the most econom ica l  
way for them to manage the ir motor veh ic l e f leets. 

Leg is lat ion for 
Reduc i ng Veh ic l e 
Costs 

In September 1964, the Congress amended the Federa l  Property and 
Admin i strat ive Serv i ces Act of 1949 by add i ng 40 U.S.C. 491 to 
author i ze the GSA Admin i strator to conso l i date motor veh ic l e poo l s to 
the extent that do i ng so is advantageous to the government in terms of 
economy, eff ic iency, or serv ice. 

The Conso l i dated Omn i b us Budget Reconc i l i at i on Act of 1986, enacted 
on Apr i l  7,1986, added 40 U.S.C. 901 et seq. requ ir i ng federa l agenc i es 
to reduce the cost and improve the eff ic i ency of f leet operat i ons by 
us i ng the most cost-effect ive arrangement to acqu ire, operate, ma inta i n, 
and d i spose of motor veh ic l es. Agenc i es are to cons i der the fo l l ow ing 
opt ions: 

l use the ir ex ist ing f leet management system, 
. use a qua l i f i ed pr ivate f leet management f irm or other pr ivate 

contractor, 
. i ncrease re l i ance on GSA, or 
. use any other means less cost ly to the government. 

GSA, i n consu ltat i on with GAO and OMB, i s sued Temporary Regu lat i on, 
G-48’ govern i ng the estab l i shment and operat i on of systems to ident ify, 

‘Or ig i na l l y i ssued o n  August 6,1986, a n d  current l y extended through June 30,199 l . 
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Potent ia l Ex ists to Reduce Motor 
Veh ic le Costa 

co l l ect, and ana l yze cost data. Th is regu lat i on spec if i es that the agen- 
c ies’ stud ies sha l l  compare the fu l l costs, benef its, and feas ib i l i ty of 
re ly ing o n the a lternat ives descr i bed above. 

Army Is Conso l i dat i ng In 1986, the Army f ina l i zed p l ans for convert ing Army-owned veh ic l es 

Its Motor Veh ic les 
Under GSA 

to GSA veh ic l es by f isca l year 1992. The Army wanted to acqu i re n ew 
veh ic l es s i nce approx imate ly 4 0 percent of its f leet exceeded DOD’S 

veh ic l e a g e and m i l eage cr iter ia. At the same t ime it n eeded to compen- 
sate for the lack of procurement funds for veh ic l es. To determ ine the 
benef its and feas ib i l i ty of re ly ing o n GSA veh ic l es, GSA prepared insta l la- 
t ion cost stud ies. It prepared these stud ies to prov i de a bas i s for a 40 
U.S.C. 491 determinat ion. Sect i on 491 g i ves GSA the respons ib i l i ty for 
rev iew ing and ident ify ing i nteragency opportun it i es for conso l i dat i on of 
motor veh ic l es into its f leet. 

In a l l, 1 2 7 of the 133 stud ies comp l eted as of June 6,1989, showed GSA 
costs wou l d b e lower than us i ng Army-owned veh ic l es. One study 
showed the commerc ia l  sector to be more cost-effect ive, and f ive stud ies 
i nd i cated the Army’s operat i on was least cost ly. As a resu lt, GSA 
rece i ved approva l  from OMB to use a h istor ica l average cost sav i ngs 
factor for compar i sons eva l uat i ng cost sav i ngs by conso l i dat i ng Army 
veh ic l es into the GSA f leet. Cost compar i sons are n ow based upon an 
average sav i ngs of $606 per veh ic l e at the insta l l at ion leve l. The Army 
est imates that about $460,000 in study costs wi l l b e  saved by us i ng th is 
standard cost sav i ngs factor for future convers i ons. 

The Army’s p l an to convert its cont inenta l U.S. motor f leet to GSA veh i- 
c les by f isca l year 1992 invo lves approx imate ly 7 0 percent of the 
Army’s wor ldw ide f leet as of September 30,199O. Use of GSA veh ic l es 
reduces the Army’s cap ita l i nvestment in veh ic l es a nd re lated support 
equ i pment, as we l l  as reduc i ng costs assoc i ated with fac i l ity ma in- 
tenance, veh ic l e ma i ntenance, and management of the Army’s domest i c 
f leet. A lthough these sav i ngs are offset by the cost of leas i ng from GSA, 
the Army est imates a tota l annua l  cost reduct ion of about $62 mi l l i on 
(based on f isca l year 1989 do l lars). Th is represents an est imated 
average annua l  sav i ngs of $1,260 per veh ic le, about $645 more than the 
sav i ngs ident if ied at the insta l l at ion leve l. Accord i ng to Army off ic ia ls, 
th is sav i ngs wi l l b e  ach i eved by reduc i ng personne l  a n d fac i l ity costs, 
The $606 per veh ic l e sav i ngs at the insta l l at ion leve l wou l d resu lt in a n 
annua l  cost reduct ion of about $26 mi l l i on. 
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In January 1991, an Army  off ic i a l  sa i d  the Army  i s rev i ew i ng its veh i c l e  
f leet, i nc l ud i ng overseas l ocat i ons, for add i t i ona l  convers i o ns to GSA 
where it i s cost-effect i ve and has a l ready ident i f i ed 13,000 veh i c l e s for 
poss i b l e  convers i on. 

W e  rev i ewed cost stud i es conducted at severa l  Army  insta l l at i ons, T h e s e  
i nsta l l at i ons were se l ected on the bas i s  of hav i n g 6 or more month s  of 
GSA charges and 100 or more veh i c l e s and be i n g comparab l e  to the f leet 
or i g i na l l y stud i ed. Tab l e  2.1 s ummar i z e s  the resu l ts of these stud i es. 

Tab l e 2.1: Compar i s on of Army and GSA Veh i c l e Costs 

Insta l l at ion 
Fort J a c k s o n  --.- l l l l ~ l". l ._.I.~ 
Fort McPhe r s o n  
Wes t  Po i nt -- ..__. __......_. --.-.-- l _-_____ - 
Fort Kno x  
Fort McC l e l l a n  3 3 7  1,225,947 1,048,851 1 7 7 , 0 9 6  5 2 6  -_-- --.-_ - .._ __...-- ..~---.- 
FortRucker 4 1 0  1,806,270 1,418,325 3 8 7 , 9 4 5  9 4 6  

Number of Annua l  cost Annua l  sav i ngs 
veh i c l es Serv i ce GSA est imate Tota l  Per veh ic l e 

5 2 7  $2,165,249 $1,809,251 $ 3 5 5 , 9 9 8  $ 6 7 6  
1 4 7  5 3 5 , 5 1 4  2 1 3 , 5 1 8  3 2 1 , 9 9 6  2,190 
3 7 9  2,049,918 1,154,527 8 9 5 , 3 9 1  2,363 
9 1 4  4.060.250 2.576.419 1.483.831 1,623 

We  then compared the l e ase charges after convert i ng to GSA veh i c l e s 
w ith the i nsta l l at i ons’ or ig i na l  transportat ion costs and the o&pro- 
j ected cost used for est imat i ng potent i a l  sav i n gs. As  s h own in f igure 2.1, 
the average annua l  veh i c l e  cost after convert i ng to GSA veh i c l e s h as 
decreased. GSA off ic i a l s attr ibute the i ncreased charges over the ir or ig- 
i na l  study est imates to a 4 percent rate i ncrease s i n ce the ir or ig i na l  
stud i es were performed and charges for deferred ma i n tenance. 
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F igure 2.1: Compar iron of Veh lc lo Coats and Charges 

Avamge Anma l Vah lo lr hot, In Do l l an 

Fort Jackmom Fort MaPhomon 

Any Inaa lktha 

ForI Knox Fot l Ruckor 

I l nata l lat ion veh lde cost 
Eel imated GSA wh lde charge 

Actua l GSA veh ide charge 

Accord i ng to Army headquarters and insta l l at ion off ic ia ls, bes i des lower 
costs, convert ing to GSA veh ic l es prov i des qua l i ty of l ife a nd other cost 
reduct ion benef its. They sa id that GSA veh ic l es are newer, safer, and 
more comfortab le, as we l l  as prov id i ng better gas m i l eage and reduced 
emiss ions. They a lso ment i oned that GSA prov i ded them with veh ic l e use 
reports, wh i ch he l p them manage the ir f leet. In add it i on, Army off ic ia ls 
sa i d that by us i ng GSA’S veh ic l es, they have reduced the number of veh i- 
c les needed at some insta l l at ions because the ir serv i ce-owned f leet veh i- 
c les were often much o lder and unava i l ab l e a  h i gher port ion of the t ime 
due to ma i ntenance and repa irs. A transportat ion off ic ia l sa i d that h is 
insta l l at ion reduced the motor veh ic l e f leet by about 12 percent after 
convert ing to GSA veh ic l es because the f leet downt ime was reduced. 

Army and GSA off ic ia ls to ld us that when the Army’s veh ic l es are con- 
verted to GSA veh ic l es, GSA wil l i nc l ude the Army’s veh ic l es in its stud ies 
to fulf i l l the requ i rements of 40 USC. 905. 
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Air Force Plans to Air Force off ic ia ls to ld us that to comp ly with 40 U.S.?. 906 they 

Conso l i date Its Motor pr imar i ly re l i ed o n stud ies performed under OMB Circu lar A-76, “Per- 
formance of Commerc i a l  Act iv it ies.” However, they exp l a i ned these 

Veh ic les Under GSA A-76 stud ies d i d not cons i der a lternat ive means for motor transporta- 

Where Advantageous t ion needs, such as GSA or pr ivate contractors, because the ir A-76 
requ i rements spec ify use of serv i ce-owned veh ic l es. Air Force off ic ia ls 
sa i d they are in the process of chang i ng h ow they study the ir motor 
veh ic l e costs and wi l l n o  l onger use A-76 stud ies to meet sect ion 906 
requ irements. 

The Air Force prov i ded us with three stud ies performed under 40 U.S.C. 
491 where use of GSA veh ic l es was cons i dered. Tab l e 2.2 summar izes the 
resu lts of these stud ies and shows the potent ia l  sav i ngs ident if ied by 
us i ng GSA veh ic l es. 

Tab le 2.2: Veh ic le Cobt Compar isons 

Insta l lat ion 
Edwards Air Force Base 

Number of Insta l lat ion Est imated Annua l sav ings 
veh ic les cost GSA cost Tota l Per veh ic le 

5 9 4  $ 2 , 6 2 9 , 2 8 6  $ 2 , 0 8 4 , 4 4 8  $ 5 4 4 , 8 3 8  $ 9 1 7  _.. --.--..-. 
Vanden b e r g  Air Force Base 5 4 8  1,167,241 9 2 1 , 2 6 4  2 4 5 , 9 7 7  4 4 9  -.---l l”_ .~ “_-. -.- 
Patr ick Air Force Base 7 3 6  1 3 2 4 . 9 1 1  1.020.238 3 0 4 . 6 7 3  4 1 4  

Note: These costs ana l yses were done in f isca l years 1985, 1985, and 1988, respect ive ly. 

Edwards Air Force Base converted to GSA veh ic l es in 1986. Air Force 
off ic ia ls to ld us that Vandenberg Air Force Base has converted 37 per- 
cent of its motor veh ic l es to GSA- leased veh ic l es. Patr ick Air Force Base 
d id not convert because the Air Force wou l d not transfer personne l  
spaces to GSA. Air Force off ic ia ls exp l a i ned that when an insta l l at ion is 
converted to GSA veh ic l es, c iv i l i an personne l  spaces are transferred to 
GSA for admin ister ing the insta l l at ion’s f leet. The personne l  are trans- 
ferred to GSA at a rat io of one fu l l -t ime-equ iva lent per 100 veh ic l es con- 
verted. Air Force off ic ia ls sa i d that in the future they p l an to use 
author i zed but unfunded c iv i l i an personne l  pos it i ons to sat isfy the 
transfer of personne l  to GSA. When  that occurs they expect Patr ick Air 
Force Base to convert to GSA- leased veh ic l es. They are work i ng with GSA 

to conso l i date Patr ick Air Force Base motor veh ic l es with GSA'S f leet. 

Air Force off ic ia ls to ld us that on the bas i s of the informat ion we pro- 
v i ded to the Subcommittee on Read i ness, House Committee on Armed 
Serv ices, in June 1990, together with the Committee’s dec is i on to reduce 
Air Force appropr iat i ons for n ew veh ic l es for f isca l year 1991, they are 
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cons ider i ng convert ing about 40,000 veh ic l es to GSA. Th is p l a nned con- 
vers ion represents a lmost a l l of the Air Force’s cand i date veh ic l es for 
GSA conso l i dat i on in the Un ited States. 

Navy and Mar ine The four Navy and one Mar ine Corps act iv it ies we rev i ewed had not 

Corps Plan Stud ies to performed cost ana l yses compar i ng the ir motor veh ic l e costs with the 
cost of re ly ing o n GSA for the ir motor veh ic l e needs. As with the Air 

Determ ine Best Force, Navy and Mar ine Corps off ic ia ls to ld us they have re l i ed o n the ir 

Alternat ive for Motor A-76 stud ies to comp ly with sect ion 905. We  obta i ned cost data on 

Veh ic le Management 
veh ic l e operat i ons from three of these act iv it ies, wh i ch is summar i zed in 
tab le 2.3. We  d id not obta i n cost data on one act iv ity we v is ited, Concord 
Nava l  Weapon s  Stat ion, because its veh ic l e operat i ons were recent ly 
taken over by the San Franc isco Bay Pub l i c Works Center. At the other 
insta l l at ion we v is ited, Miramar Nava l  Air Stat ion, informat ion was not 
read i l y ava i l ab le. 

Tab le 2.3: lnrta l lat lon Veh ic le F leet Costs 
for Firca l Year 1989 Number of Veh ic le cost 

lnste l lat lon veh ic les Tota l cost Annua l Per mi le 

San Franc i sco Bay Pub l i c 
Works Center 1 , 2 5 9  $4,261,851 $3,385 0.45 

San D i ego Pub l i c Works 
Center 

Mar ine Corps 
Camp Pend l e ton 

2,785 6,401,660 2,299 0.44 

1 , 4 5 7 a  5,878,565 4,035 0.53 

‘Est imate based on informat ion prov ided by the Mar ine Corps. 

Based on the Army exper i ence of convert ing to GSA, the average GSA 
annua l  charge for Army insta l l at ions was about $3,372 per veh ic l e a n d 
the average cost per mi le was about $0.39. Army f igures ind icate that 
the ir average cost per mi le was $0.31 for a l l veh ic l es l eased from GSA for 
the month end i ng May 7, 1990. The Mar ine Corps costs ind icate that th is 
insta l l at ion may be a cand i date for convers i on to GSA due to its re la- 
t ive ly h i gh veh ic l e expense. 

Navy headquarters and pub l i c works center off ic ia ls sa i d that veh ic l e 
operat i ons and ma i ntenance costs at pub l i c works centers are compet i- 
t ive with GSA costs as they operate under a cost re imbursement system 
simi lar to GSA%. Under th is system the pub l i c works center’s customers, 
l ike GSA's, are charged for the transportat ion serv ices prov ided. Each of 
the pub l i c works centers we rev i ewed are set up to support a number of 
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Navy act iv it ies in the ad j acent area and charge these insta l l at ions for 
serv ices prov ided, wh i ch i nc l udes support i ng the ir transportat ion needs. 
Accord i ng to pre l im inary resu lts of a Navy study on the costs of the San 
Franc isco Bay Pub l i c Works Center, 1,607 veh ic l es wou l d cost the center 
$5.72 mi l l i on a  year, wh i l e GSA’S costs wou l d b e $5.77 mi l l i on a  year. The 
Navy is a l so current ly conduct i ng a veh ic l e cost study at the pub l i c 
works center in San D iego. Navy off ic ia ls expressed concern about the 
t ime and cost to conduct these stud ies at every insta l l at ion. It p l ans to 
conduct stud ies at se l ected insta l l at ions represent ing the d ifferent types 
of Navy act iv it ies. 

Mar ine Corps off ic ia ls attr ibute the h i gh cost for operat i ng and ma in- 
ta in i ng the ir veh ic l es to the f leet’s age. A Mar ine Corps off ic ia l empha- 
s ized that the overa l l  costs may not be excess ive l y h i gher than other 
serv ices because the Mar ine Corps reta ins its veh ic l es longer. Our rev iew 
of Camp Pend l eton’s motor veh ic l e f leet showed that the operat i ng and 
ma i ntenance costs were h i gh and many veh ic l es were o lder than the rec- 
ommended DOD rep l acement age. A Mar ine Corps off ic ia l to ld us they 
p l an to use a pr ivate consu l tant to perform cost stud ies to compare the ir 
motor veh ic l e costs to the cost of us i ng GSA or a pr ivate l eas i ng 
contractor. 

Potent ia l  Sav ings 
Seem Ava i l ab le 

Ana lys is of the mi l itary serv ices’ overa l l  expenses for operat i ng and 
ma inta i n i ng veh ic l es shows the ir costs are often s ign if icant ly more than 
GSA’S. These expenses inc l ude d irect and ind irect costs for such items as 
fue l a n d lubr icants, rep l acement parts, ma i ntenance personne l , a nd 
insta l l at ion f leet management. F igure 2.2 compares the mi l itary ser- 
v ices’ costs with GSA charges for these expenses. 
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F igure 2.2: Compar ison of Operat ion and 
Ma intenance Coat8 for Flrca l Year 1989 55 AwmgoooMpwmik, l nco~ 
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Potent ia l  sav i ngs us i ng the Army’s cost reduct ion est imates for the ser- 
v ices’ U.S. f leet ind i cates that sav i ngs cou l d range from $60 mi l l i on to 
$123 mi l l i on annua l l y. The l ow range pro ject ion is based on the Army’s 
est imate of an annua l  $ 6 06 sav i ngs per veh ic le. The h i gh range pro jec- 
t ion is based on the Army’s est imate of an overa l l  annua l  sav i ngs of 
$1,260 per veh ic le, wh i ch i nc l udes personne l  a n d other sav i ngs not con- 
s i dered at the insta l l at ions. 

Inadequate Funds 
L imit GSA Veh ic le 
Conso l i dat i ons 

GSA's veh ic l e fund i ng capac ity a l l owed for a f leet i ncrease of about 
10,000 to 12,000 veh ic l es per year, accord i ng to GSA off ic ia ls. GSA'S com- 
mitment to convert the Army’s f leet, at a rate of about 7,000 veh ic l es 
per year, had p l aced an added burden on its expans i on capac ity. Also, 
GSA i n formed the Army on March 21,1991, that conso l i dat i ons have 
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been suspended because (1) OMB has dec i ded they wi l l n o l onger approve 
transfer of personne l  pos it i ons from the Army to GSA and (2) OMB'S Bul- 
let in 91-02, i ssued October 18, 1990, resc i nded GSA 'S author ity to recog- 
n i ze mu lt i year l ease costs over more than 1 year. GSA stated that it 
cannot absorb the rema in i ng Army veh ic l es, an est imated 14,400 un its, 
w ithout the transfer of these pos it i ons. Accord i ng to GSA, the use of mu l- 
t iyear l eases has a l l owed it to rep l ace veh ic l es and perm itted cost-effec- 
t ive veh ic l e acqu is i t i on. Under OMB Bul let in 91-02, GSA must now 
cons i der the fu l l ob l i gat ion of its mu lt i year l eases in the f irst year of the 
lease, with offsett ing i n come l im ited to 1 year’s worth of l ease charges. 
GSA off ic ia ls sa i d that the imba l ance between ob l i gat ions and i n come 
resu lts in insuff ic ient budgetary resources, wh i ch prec l udes execut i ng 
n ew mu lt i year l eases. GSA off ic ia ls sa i d that even in the absence of th is 
c ircu lar, if the mi l i tary serv i ces were to request the convers i on of the ir 
f leets at a more acce l erated rate, GSA cou l d not accommodate these needs 
without add it i ona l cap ita l resources. 

On August 23, 1989, GSA wrote to the Director of OMB concern i ng re l ief 
for the potent ia l  stra in on its Genera l  Supp l y Fund if aa many as 
176,000 veh ic l es were converted to GSA ' s  Interagency F leet Management 
System. GSA out l i ned f ive poss i b l e ways to a l l ev iate the f inanc ia l stra in: 

l f i nance veh ic l e purchases by borrow ing needed funds from the Depart- 
ment of Treasury’s Federa l  F i nanc i ng Bank, wh i ch has been estab l i shed 
to coord i nate the sa l e of cred it i nstruments, such as bonds, between fed- 
era l agenc i es and the pub l i c; 

. use contract author ity cap ita l i zed l eases, whereby GSA wou l d be per- 
mitted to enter into f ixed-term mu lt i year contracts; 

l obta in needed funds from d irect appropr iat i ons; 
. use mu lt i year contract author ity cap ita l i zed l eases, whereby GSA wou l d 

be perm itted to ob l i gate on l y the f irst year’s costs under the contract 
and subsequent costs in the years they occur; and 

. use operat i ng l eases, whereby GSA contracts for, but does not own the 
veh ic l e, thus los i ng the advantage of d i sposa l  sa l es to the pub l i c to 
offset government costs. 

For i l l ustrat ion purposes, GSA assumed that the veh ic l es wou l d be kept 
for 3 years and then so l d and that 25,000 veh ic l es wou l d be acqu i red (or 
leased). The least cost ly a lternat ive was d irect appropr iat i ons purchase 
with an annua l  charge to GSA 'S renta l customers of about $30.4 mi l l i on. 
The most expens i ve method was annua l  operat i ng l eases with an annua l  
customer renta l fee of $68.7 mi l l i on. Each of the a lternat ives has advan- 
tages and d i sadvantages that need to be cons i dered in choos i ng the best 
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method for f i nanc i ng GSA 'S f leet expans i on. GSA off ic i a l s to ld us the most 
expens i v e opt ion, operat i ng l eases, is the on l y a lternat ive current ly 
ava i l ab l e to GSA. 

OMB has not approved any a lternat ive fund i ng method for GSA. In it ia l l y, 
th is was because GSA had not comp l eted its so l i c i tat i ons for pr ivate 
i ndustry part ic i pat i on under 40 U.S.C 906. Now that these stud i es have 
been comp l eted and d i d not resu lt i n any pr ivate i ndustry part ic i pat ion, 
OMB off ic i a l s st i l l  d o not be l i e ve GSA has demonstrated that i ncreas i ng 
GSA 'S f leet is the best way to reduce motor veh i c l e f leet management 
costs. Because OMB be l i e ves GSA 'S approach was over l y restr ict ive, it has 
proposed that an a lternat ive study des i gn be done e ither by GSA or the 
Pres i dent’s Counc i l  o n Management Improvement. 

Conc l us i ons Numerous stud i es have shown that us i ng GSA veh i c l es can s ign i f i cant ly 
reduce motor veh i c l e costs because its operat i on and ma i ntenance costs 
are l ower due to hav i ng newer veh i c l es. However, w ith the except i on of 
the Army, the mi l i tary serv i ces are just n ow beg i nn i ng to ident ify the 
most cost-effect ive mean s  for operat i ng the ir f leets. The Army’s exper i- 
ence i nd i cates that m i l l i o ns of do l l ars can be saved by ident ify i ng f leets 
w ith h i gh costs and convert i ng them to l ower cost veh i c l e management 
a lternat ives. 

GSA 'S fund i ng capac i ty is severe l y l im ited and, wh i l e severa l  a l ternat i ves 
ex i st for hand l i n g any s ign i f i cant expans i on, s ome of the l east expens i v e 
opt i ons requ ire congress i ona l  act i on. OMB i s not conv i n ced that 
i ncreas i ng GSA 'S f leet is the best way to reduce federa l motor veh i c l e 
f leet costs. Therefore, it has not approved any of these opt i ons, wh i ch 
f inanc ia l l y l im its GSA 'S conso l i dat i on of the serv i ces’ veh i c l es. In add i - 
t ion, OMB'S dec i s i on to not a l l ow the transfer of personne l  pos i t i ons from 
the Army to GSA prevents GSA from absorb i ng the rema i n i ng Army f leet 
of about 14,400 veh i c l es. 

Matter for 
Congress i ona l  
Cons i derat i on 

Since the mi l i tary serv i ces be l i e ve they can save m i l l i o ns of do l l ars by 
convert i ng from more cost l y serv i ce veh i c l e f leet management to GSA 'S 

f leet, the Congress may  w i sh to cons i der rev i ew ing the use of one or 
more of the f inanc i a l  a l ternat i ves for hand l i n g any s ign i f i cant expans i o n 
of GSA 'S motor veh i c l e f leet. 
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Mi leage stat ist ics and aud it reports ind icate that some DOD i nsta l lat ions 
have more veh ic l es than needed and are not us ing veh ic l es effect ive ly. 
As a resu lt, the mi l i tary serv ices are incurr ing excess costs for veh ic le 
procurement, operat ions, and ma intenance. Also, we be l i eve that by 
acqu ir ing unneeded veh ic l es the mi l i tary serv ices can incur unnecessary 
costs for veh ic le rep lacement and acqu is it ions that cou ld be fu lf i l led by 
use of ex ist ing, underut i l i zed veh ic les. We a lso found that the serv ices 
pay more than other federa l agenc ies for s im i lar motor veh ic les. These 
excess costs occur because the serv ices’ veh ic le purchase spec if icat ions 
inc lude spec ia l requ irements, such as spec ia l pa int co lor and rust 
proof ing, that appear to be unnecessary. 

Some DOD 
Insta l lat ions May 
Have Too Many 
Veh ic les 

DOD spec if ies ut i l i zat ion standards for motor veh ic l es to ensure that 
veh ic l es are effect ive ly used and that insta l lat ions have the m i n imum 
number of veh ic l es needed for essent ia l transportat ion serv ices. Also, 
how much veh ic l es are used and how they are d istr ibuted serves as a 
bas is for determin ing veh ic le requ irements and the need for add it iona l 
a l l ocat ions. F igure 3.1 compares MOD mi leage standards with the mi l i tary 
serv ices’ average veh ic le use dur ing f isca l year 1989. 
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F i gure 3.1: DOD M l l e ago Standard 
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Although the serv i c es’ f leet stat i st i cs i n f igure 3.1 i nd i cate that they 
often meet  or exceed DOD’S mi l e a ge goa l s, rev i ews and stud i es of veh i c l e  
u s e at var i ous i nsta l l at i ons have s h own that ma n y  veh i c l e s are 
underut i l i zed. 

In a recent report,’ we  observed that at the Nav y ’s  At lant i c Undersea 
Test and Eva l uat i o n Center, the contractor prov i d i ng motor veh i c l e  ser- 
v i c e s was  a l l owed up to 63 veh i c l e s but cont i nua l l y  a dded add i t i ona l  
veh i c l e s w ithout prov i d i ng forma l  j ust i f i cat i on to the Navy. As  of 
August 1990, there were 99 government adm in i strat i ve veh i c l e s on the 
base, far more than the 63 a l l owed under the contract. 

Our ana l y s i s  at one Nav y  insta l l at i on dur i ng th i s rev i ew found that the 
average annua l  m i l e a g e for sedans was  3,686 m i l e s. Th i s  i nsta l l at i on had 

st i es Support: Contro l s  at Nav y ’s Andro s  Is l and Test Ra n g e  Ne e d  Improv ement (GAO/ 
9 1  _  _  76, Jan. 28,199 l ). 

Page 22 GAO/NSIAD91-132 Motor Veh i c l e s 



- 
chapter 8 
Some Veh ic l ea Are Not Effect ive ly Used 
Or- 

13 sedans, and 10 of them d i d not meet the insta l l at i on’s annua l  m i l e age 
goa l  of 6,638 m i l es. The insta l l at i on’s l i ght trucks averaged 4,972 m i l e s 
for the year, a l though the insta l l at i on’s goa l  was 6,008 m i l es. In tota l, 
124 of th is insta l l at i on’s 164 l i ght trucks d i d not meet the ir m i l e age 
goa l s. Insta l l at i on off ic i a l s exp l a i n ed that many  of the ir veh i c l es are 
used to support ma i ntenance funct i ons and are needed, even though 
they i ncur l ow m i l eage. For examp l e, they exp l a i n ed that a ma i ntenance 
truck may  be sent out on a j ob and rema i n at the j ob s ite for the day, 
wh i ch resu lts in l ow m i l eage. However, Navy transportat ion off ic i a l s 
sa i d that effect ive use of l ow m i l e age veh i c l es can be accomp l i s hed by 
proper rotat ion of l ow and h i gh m i l e age veh i c l es, 

In add it i on, recent rev i ews by the Army and Air Force found that these 
serv i ces have more veh i c l es than needed. For examp l e: 

l A January 1989 Air Force aud i t report noted that the average annua l  
m i l e age of veh i c l es rev i ewed at e i ght bases was about 7,000 m i l es, 78 
percent of the f leet goa l  of about 9,000 m i l es. 

. A study at an Air Force insta l l at i on found that the average use of motor 
veh i c l es dur i ng f isca l year 1989 was on l y 67 percent of the estab l i s hed 
goa l . For examp l e, the estab l i s hed annua l  goa l  for sedans was 8,228 
m i l es; however, the ir average annua l  m i l e age was 4,604 m i l es. 

l The Army Aud i t Agency conducted rev i ews of var i ous insta l l at i ons’ use 
of Army veh i c l es dur i ng 1989. At these insta l l at i ons, procedures and 
contro l s were not adequate to ensure opt imum ass i g nment and use of 
veh i c l es. For examp l e, 156 of 201 veh i c l es (78 percent) rev i ewed at one 
insta l l at i on d i d not ach i e ve the Army’s m i l e age goa l s. At another insta l- 
lat ion, on l y 463 of 614 veh i c l es (76 percent) were just if ied, and 85 of 
664 veh i c l es rev i ewed were noted as be i ng id l e more than 15 percent of 
ava i l ab l e workdays. 

Air Force and Army off ic i a l s sa i d that un i que s i tuat i ons can cause l ow 
ut i l i zat ion of veh i c l es, but th is i s not character ist i c of the ir f leet. Air 
Force off ic i a l s noted that DOD and the Air Force have m i l e age goa l s, not 
requ i rements, and it i s recogn i zed that s ome base funct i ons wi l l  not 
ach i e ve m i l e age goa l s. These off ic i a l s a l so stated that by re ly i ng on GSA 

to prov i de the ir veh i c l es, they expect veh i c l e ut i l i zat ion wi l l  improve. 
They exp l a i n ed that insta l l at i on c ommanders wi l l  b e pay i ng for GSA 

veh i c l es out of l oca l  operat i ons and ma i ntenance funds, wh i ch wi l l  focus 
more management attent ion on veh i c l e use and better ensure that veh i - 
c l es are effect ive l y used. 
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DOD Spec ia l The mi l itary serv ices often pay more than other federa l agenc i es for the 

Requ irements Increase same type of motor veh ic l es because of the ir spec ia l  requ irements. A GSA 
ana lys i s of three types of veh ic l es purchased dur ing f isca l year 1989 

Veh ic le Purchase i nd i cated that DOD pa i d a n add it i ona l $4.1 mi l l i on for 6,673 veh ic l es, an 

costs 
average of $732 more per veh ic le, for the same types of veh ic l es pur- 
chased by GSA for other federa l agenc i es. F igure 3.2 shows that, 
depend i n g on the type of veh ic l e purchased, the average add it i ona l cost 
ranges from $616 to $1,697 per veh ic le. 

F igure 3.2: Compar ison of Veh ic le 
A6qu is lt lon Costs 
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GSA off ic ia ls to ld us that the mi l itary serv ices requ ire spec ia l  contract 
requ i rements when order ing motor veh ic l es. These spec if i cat ions 
requ ire spec ia l  attent ion from the manufacturers, and GSA must deve l op 
separate inv itat ions for b ids, apart from those used to obta i n GSA’s f leet. 
The spec ia l  requ i rements resu lt in these veh ic l es not be i ng part of GSA’S 
vo l ume purchase agreement with the ma jor veh ic l e manufacturers. For 
examp l e, the Air Force’s spec ia l  pa i nt and mark ing requ i rements are 
est imated to cost about $100 per veh ic le, a nd a set of shop manua l s a nd 
parts cata l ogs cost about $125 when ordered with the veh ic le. Yet, auto- 
mot ive industry representat ives ma inta i n that these manua l s wou l d cost 
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one-th ird to one-ha lf as much if they were ordered separate ly. The spe- 
c ia l requ i rements ment i oned by GSA off ic ia ls i nc l ude 

. the Air Force’s requ i rement for a nonstandard b l ue co lor; 
9 rust proof ing, a l though most n ew veh ic l es a l ready have suff ic ient ant i- 

corros ion protect ion suff ic ient for most areas; 
. extra de l i very documentat i on; 
. requ ir ing ma i ntenance manua l s a nd parts cata l ogs as part of veh ic l e b i d 

so l ic itat ion; and 
. requ ir ing ma i ntenance manua l s a nd parts cata l ogs for each veh ic le, even 

though a number of veh ic l es may be cons i gned to the same locat ion, 

Mi l itary serv ice off ic ia ls to ld us that they are recons ider ing or have 
e l im inated rust proof ing and spec ia l  pa i nt co lor, Also, Air Force, Navy, 
and Mar ine Corps off ic ia ls to ld us they have reduced the number of 
ma i ntenance manua l s a nd parts cata l ogs requ ired. However, serv ice 
off ic ia ls be l i eve they need ex ist ing de l i very documentat i on to ma inta i n 
accountab i l i ty a nd need manua l s to be part of the b id so l i c itat ions 
because separat i ng these purchases wou l d requ ire add it i ona l procure- 
ment and coord inat i on efforts. Also, Air Force off ic ia ls exp l a i ned that 
because they are p l ann i ng to l ease GSA veh ic l es, they wi l l n o  l onger have 
spec ia l  purchase requ irements. 

Conc lus i ons DOD i s incurr ing unnecessary costs for veh ic l e rep l acement and acqu is i- 
t ion that cou l d b e fu lf i l l ed by the red istr ibut ion of ex ist ing, underut i l - 
i zed veh ic l es. Reduc i n g the number of the veh ic l es wou l d have a d irect 
and immed iate effect on decreas i ng the mi l itary serv ices’ veh ic l e pro- 
curement and operat i ng costs. Also, by more effect ive ly us i ng ex ist ing 
veh ic l es, the serv ices may be ab l e to reduce the number of veh ic l es 
n eeded from GSA, thereby reduc i ng the ir l eas i ng expend i ture. 

DOD’S dec is i on not to coord i nate and conso l i date mi l itary serv ices’ 
veh ic l e purchases with GSA’S norma l f leet buy i ng program unnecessar i l y 
contr ibutes to excess veh ic l e costs. Spec ia l  purchase requ i rements resu lt 
in the mi l itary serv ices pay i ng more for the same types of veh ic l es pur- 
chased by other federa l agenc i es. 

Recommendat i ons We recommend that the Secretary of Defense d irect the serv ice secre- 
tar ies to eva l uate the ir veh ic l e use accord i ng to estab l i shed DOD stan- 
dards to ensure that veh ic l es are used effect ive ly a nd excess veh ic l es 
are made ava i l ab l e to act iv it ies need i n g add it i ona l veh ic l es. Also, we 
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recommend that the Secretary of Defense d irect the serv ice secretar ies 
to cont i nue to rev iew veh ic l e requ i rements and e l im inate, where pos- 
s ib le, unnecessary spec if i cat ions so as to enab l e the ir veh ic l es to be 
bought at lower cost. 
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