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I lonorablc William V. Roth, *Jr. 
Ranking Minority Member 
Committee on Governmental Affairs 
I Jnited States Senate 

Ilear Senator Roth: 

This report responds to your September 12, 1986, request on the impact 
of, and circumstances surrounding, repair parts shortages at the Corpus 
Christi Army Depot, and describes actions that the Army is taking to 
overcome the shortages. The Corpus Christi, Texas, depot overhauls 
most Army helicopters, engines, and components, such as transmissions, 
rotor hubs, and blades. 

IZopair parts shortages have been increasing at the depot causing signifi- 
cant maintenance cost increases and reductions of available aircraft. 
Contribut,ing to the parts shortages were lengthy procurement process- 
ing delays and increasing numbers of defective parts received from con- 
tractors. In fiscal year 1984, the depot experienced 86 shortages for the 
year affecting 1 of every 16 overhaul programs. In 1985, 195 shortages 
for the year affected one of every five programs. For the month of Janu- 
ary 1987, the depot was averaging 393 parts shortages, affecting over 
half of the depot’s 500 to 600 programs. A major factor contributing to 
the shortages was that the Army had not exercised effective manage- 
ment; over the procurement process to ensure that parts were ordered, 
rTW’Il.lf’dcl~~red, or delivered to the depot when needed. This lack of 
of’fcctivc oversight became significant beginning in 1983 when increased 
ttmphasis on competition added new steps to the procurement process 
and increased the time required to award contracts. 

The growing repair parts shortages at the depot increased the labor cost 
01’ overhauling helicopters, engines, and components, because the depot 
had to resort to costly, inefficient actions to work around parts 
shortages such as repairing rather than replacing worn parts. For exam- 
ple, depot officials estimated that labor costs increased by about 15 per- 
cent or $24 million in fiscal year 1985. 

Adding to the depot’s problem, which also was an Army-wide problem, 
was defective parts received from contractors. A primary tool the Army 
uses to eliminate or reduce defective parts is to inspect the operations of 
high-risk contractors-first time producers, and those who produce 
technically complex parts or parts critical to flight safety. An estimated 
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$0 percent of these inspections identify significant quality defects. Hut 
in fiscal year 1985, of the 844 inspections the U.S. Army Aviation Sys- 
tems Command (AVSCOM) believed necessary only 210 were actually 
made, and only 128 of 700 such inspections were made in fiscal year 
1986, due to lack of staffing and travel funds. 

Thus, parts shortages and defective parts decreased the number of over- 
hauled engines and components available to support Army aviation 
units because the depot reduced or stopped its output until parts became 
available again. This grounded hundreds of Army helicopters and, 
according to Army officials, degraded Army readiness. 

AVSCOM, a major subordinate command of the I.J.S. Army Materiel Com- 
mand (AM(:), is responsible for contracting for repair parts and ensuring 
that they are available at the depot when needed. We found that AVSCOM 

did not have an effective internal management control system to alert it 
when repair parts had not been contracted for in a timely manner or 
when the parts would not be manufactured or delivered when expected. 
Consequently, AVSCOM generally was unaware of procurement delays and 
other problems and therefore, could not take corrective actions to pre- 
vent shortages. In addition, AVSCOM did not make all of the high risk con- 
tracts inspections required because of limited staffing and travel funds. 

Although our review was done at the Corpus Christi Army Depot, AMC 
officials said that repair parts shortages are a major problem at the 
other seven maintenance depots as well. AMC officials estimate that 
Army-wide repair parts shortages increased labor costs by between 10 
to 15 percent, or $75 to $112 million in fiscal year 1985. In addition, 
these officials believe opportunities for productivity improvements of 
about 2 percent a year were lost at all Army maintenance depots 
because of the disruptions caused by parts shortages. Moreover, AMC I 
officials told us that the management control and perhaps the quality 
assurance weaknesses we identified at AVSCOM exist to varying degrees 
throughout AMC. 

The Army has planned or taken some actions to improve its manage- 
ment control and oversight of the procurement process by tracking 
procurements and alerting managers when delays occur and establishing 
standards for how long procurement steps should take. AVSCOM's top 
management should be able to intervene and make critical decisions that, 
should reduce the severity of parts shortages. We could not determine 
whether these changes are resolving parts shortages because they were 
eit,hcr planned or recently put into effect. IIowever, because corrective 
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. ..____. ___ -.- ._.____ ._-___-..-_-. ---... 
actions have! been taken or are planned, we are making no recommenda- 
tions in this report. 

In his lcttcr dated October 1, 1987, the Assistant Secretary of Defense 
for l’roduction and Logistics stated that DOD generally agrees with the 
rc!I~or’t (see app. III). IIe noted that action had been taken on many of the 
problems but that additional attention will be required by the Army 
over the next, several months. 

Wo did our work at the Corpus Christi Depot. It is the Army’s largest 
depot and accounts for about 20 percent of its maintenance costs. We 
also did work at AVSCOM, which is responsible for managing the helicop- 
ter fleet and for buying and ensuring that repair parts are available on 
time. We reviewed policies, procedures, and practices for depot over- 
haul, workload scheduling, and parts purchasing. Generally, where esti- 
mates were used, we did sufficient testing to assure ourselves that they 
were reasonable. Our work was done between February 1985 and Janu- 
ary 1 M87 and was performed in accordance with generally accepted gov- 
c!rnmcnt, auditing standards. 

A more detailed discussion of our objectives, scope, and methodology 
appc.!a.rs in appendix I, and appendix II contains a more detailed discus- 
sion of our findings. 

As arranged with your office, we will send copies of this report, 15 days 
after its issuer date, to the Secretaries of Defense and Army; the Director, 
()f’fic:c~ of Management, and 13udget; and other interested parties. 

G(W~ I,. I )odaro 
Associat.0 I.)irc~c*t,or 
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We were asked to (1) report on the impact that repair parts shortages 
had on helicopter, engine, and component overhaul productivity at 
Corpus Christi Army Depot; (2) identify problems and circumstances 
surrounding the shortages; and (3) determine what the Army is doing to 
ovcrcomc these shortages. 

Wc did our work at Corpus Christi Army Depot, the largest of the 
Army’s eight major maintenance depots. In fiscal year 1985, this depot 
accounted for about 20 percent of the Army’s total expenditures on 
depot maintenance. We also did audit work at the 1J.S. Army Aviation 
System Command (AVSCOM) because this command was responsible for 
managing the Army’s helicopter fleet and for ensuring that repair parts 
were available at the depot when needed. 

We reviewed Army policies, procedures, and practices for depot level 
helicopter overhaul and repair. We interviewed officials at the depot, 
AVSCOM, Depot System Command (DESCOM), and 1J.S. Army Materiel Com- 
mand ( AMC) to obtain information on any problems these and other AMC 
major subordinate commands were having procuring sufficient quality 
repair parts for the depot and other Army maintenance depots. We also 
reviewed and took into account two studies by AVSCOM dealing with 
weaknesses in management control over the administrative procurement 
process and with the impact of parts shortages on Army readiness of 
the IJII-1 helicopter fleet. 

At the depot we identified and documented examples of increased depot, 
overhaul labor costs for helicopters, engines, and components caused by 
working around repair parts shortages. To do this, we analyzed 18 spc- 
cific.: repair parts shortages affecting 10 major depot overhaul programs. 
These 18 shortages, according to depot officials, were representative of 
the depot’s most serious repair parts shortages at the time of our Y 
review. At AVSCOM, we examined records and documents for these 18 
rctpair parts to identify what problems had caused the shortages. For 
each of the problems identified, we examined further records and docu- 
mcnts and discussed them with AMC and AVSCOM officials to determine 
whether tho problems were general or restricted to the 18 parts. We did 
not visit any of the other Army commands or government agencies 
responsible for procuring repair parts. 

W hilo wc were able to document some examples of increased labor costs 
caus~i by working around shortages, the depot did not have the infor- 
nmtion for us to determine its total increased labor costs. Consequently, 
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Appendix I 
Ob jectivee, scope, and Methodology 

, .._.. _ ..__.. -. 
we asked Army offic ials  to estimate the percent of the depot’s  overhaul 
labor hours used to work around parts shortages. 

To tes t whether their estimate was reasonable, we analyzed seven depot 
overhaul programs, accounting for 21 percent of its  fisca l year 1985 
program labor budget. W e determined the changes in labor costs  for 
these programs between fisca l years 1983 and 1985. W e then asked pro- 
gram managers to identify  what percentage of these changes were 
caused by working around parts shortages. 
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Pzirts Shorta,ges Cost Helicopter Depot Millions 
id Reduce Aircraft Availability 

Background The Army has about 8,400 helicopters located at bases worldwide that 
play a vital role in the Army’s modern warfare capabilities. Army heli- 
copters are classified into four types: utility, observation, attack, and 
cargo with the first two types the most common. It is critical that these 
helicopters and associated engines and components are overhauled in a 
timely and efficient manner to maintain readiness at the least possible 
cost * 

Most overhauls, major repairs, and other scheduled maintenance on 
Army helicopters are done at Corpus Christi Army Depot. The depot is 
government owned and operated. It employed about 4,400 civilians in 
fiscal year 1986, with an operating budget of $266 million. The depot 
annually overhauls about 400 helicopters, about 1,500 helicopter 
engines, and over 80,000 components, such as transmissions, rotor hubs, 
and blades. In all, the depot performs this work through 500 to 600 dif- 
ferent maintenance programs carried out during the course of a typical 
year. Each type of component, engine, or helicopter, for example, would 
be classified as a program. 

AVSCOM is responsible for worldwide inventory management, procure- 
ment, determining the number of helicopters, engines, and components 
that the depot will overhaul each year, and forecasting the number of 
repair parts necessary to support those overhaul programs. In addition, 
AVSCOM is responsible for ensuring that all the parts are available at the 
depot when needed. 

DESCOM controls funding and workload scheduling for the Army’s eight 
major maintenance depots. Roth DESCOM and AVSCOM are major 
subordinate commands of AMC, which manages the Army’s wholesale 
supply and maintenance system worldwide. 

-- 
A typical helicopter has about 13,000 different parts, any number of 
which may need to be replaced during overhaul. Having these parts 
available at the depot on time and in sufficient quantities is crucial to 
the efficient and productive overhaul of helicopters, engines, and 

duced Depot Output cOmr’onents* 

In recent years, the depot has experienced growing shortages of repair 
parts, increasingly affecting the 500 to 600 maintenance programs car- 
ried out each year. For example, in fiscal year 1984, the depot expe- 
rienced a yearly total of 86 repair parts shortages, affecting 1 of every 
16 overhaul programs. In fiscal year 1985, 195 annual shortages 
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Appendix U 
Parts Shortkges Cost Hellcopter Depot 
MUona and Reduce Aircraft AvaflabHity 

affected one of every five programs. For the month of January 1987, an 
average of 393 shortages affected over half of the depot’s programs- 
sometimes affecting as many as 85 percent according to depot estimates. 

Par$s Shortages Increased Repair parts shortages increased labor costs because the depot worked 
Ovt,~haul Labor Costs around them whenever possible rather than stop overhaul programs. 

Working around shortages added extra steps to the overhaul. Depot offi- 
cials estimated that at least 15 percent of the depot’s overhaul labor 
hours were used to work around shortages. In fiscal year 1985, 15 per- 
cent of the depot’s overhaul labor hours was about 677,000 hours or $24 
million at fiscal year 1985 labor rates. To test the depot’s estimate, we 
analyzed seven overhaul programs which accounted for 21 percent of 
the fiscal year 1985 depot’s labor budget and found that the depot spent 
nearly 18 percent of the labor hours for these programs working around 
parts shortages. This was about $6.5 million in additional labor costs 
which the depot would not have spent if new parts had been available. 

The most commonly used work around procedure was repairing worn 
parts that normally are thrown away rather than repaired. The depot 
usually obtained the worn parts by removing them from helicopters, 
engines, and components awaiting or undergoing overhaul. Depot main- 
tenance officials estimated that it repaired worn parts in about 60 per- 
cent of the depot’s fiscal year 1985 overhaul programs. Again as a test, 
we reviewed 10 overhaul programs from that fiscal year and found 
worn parts were repaired in all 10. 

Before the depot could repair worn parts, it had to remove and evaluate 
them to determine their usefulness. This involved several labor-inten- 
sive steps. In the IJII- 1 transmission overhaul program, for example, 
depot managers estimated that about 7,800 labor hours were used in 
fiscal year 1985, or about $24O,OOO, disassembling transmissions await- 
ing overhaul; removing and evaluating worn parts; and reassembling 
and storing the transmissions until they were scheduled for overhaul. 

After determining that worn parts were usable, the depot had to repair 
them. These repairs ranged from cleaning and plating or painting, to 
adding new metal to worn surfaces and remilling them to required toler- 
ances. The labor cost of making these repairs was high. For example, in 
1985, tho depot ropaired 36 fuel cell panels, at a cost of $2,000 each. At; 
that time, the price of a new IJII-1 fuel cell panel was $1,152. In this 
example, repairing worn parts increased the cost to the Army of over- 
hauling I JII-1 helicopters by $30,528. 
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A p p e n d i x  LI  
P a r &  Shot i ,q@ ~  Cost  He l icop ter  D&o t  0  
Mi l l i o~~s  a n d  R e d u c e  Aircraf t  Avai labi l i ty  

A t tim e s , wo rn  par ts  requ i red  such  ex tens ive  repa i rs  th a t d e p o t o ff icials 
h a d  to  o b ta in  a u thor iza t ion  f rom A V S C O M . A V S C O M  g r a n te d  such  a u thor iza-  
tio n s  on ly  a fte r  ex tens ive  tes t ing to  d e te rm ine  w h e the r  repa i r ing  th e s e  
wo rn  o u t par ts  w o u l d  e n d a n g e r  aircraft  safety. D e p o t m a i n te n a n c e  o ffi- 
c ia ls  es t imated th a t th e  d e p o t m a d e  ex tens ive  repa i rs  in  1 0  pe rcen t o f its 
f iscal year  1 9 8 5  ove rhau l  p rog rams , inc lud ing  al l  e n g i n e  ove rhau l  
p rog rams . 

T h e  labor  cost  o f m a k i n g  th e s e  ex tens ive  repa i rs  w a s  h i gh . In  1 9 8 6 , th e  
d e p o t repa i red  7 2  prev ious ly  sc rapped  UH-1  ta i l b o o m  fittin g s  a t a n  
a v e r a g e  cost  o f $ 1 ,0 0 5 . A t th a t tim e , th e  pu rchase  pr ice  fo r  n e w  
ta i l b o o m  fittin g s  w a s  $ 3 6 2  e a c h . Thus  in  th is  e x a m p l e , work ing  a r o u n d  
o n e  par ts  shor tage  inc reased  th e  cost  to  th e  A rmy  o f ove rhau l i ng  UH-1  
he l icopters  by  over  $ 4 7 ,0 0 0 . 

W h e n  it w a s  n o t poss ib le  to  repa i r  wo rn  parts,  th e  d e p o t s o m e tim e s  
m a n u fac tu red  th e m  f rom raw  m a ter ials.  T h e  cost  o f labor ,  r aw  m a ter i -  
als, a n d  spec ia l  too l ing ,  a n d  th e  smal l  q u a n tities  p r o d u c e d , esca la ted  th e  
cost  o f m a n u fac tur ing  par ts  a t th e  d e p o t. For  e x a m p l e , th e  d e p o t s p e n t 
$ 1 3 9 ,2 5 7  in  labor ,  m a ter ials,  a n d  spec ia l  too l i ng  to  m a n u fac ture  2 ,2 0 0  
UH-1  bush ings ,  c o m p a r e d  to  th e  $ 1 8 ,0 0 0  it w o u l d  cost  to  pu rchase  n e w  
o n e s . Overa l l ,  th e  d e p o t s p e n t rough ly  $ 8 0 8 ,0 0 0  in  f iscal year  1 9 8 5  to +  
m a n u fac ture  a b o u t 1 3 8  di f ferent par ts  th a t shou ld  h a v e  b e e n  ava i lab le  
th r o u g h  th e  supp ly  system. 

In  add i tio n  to  fo rc ing  th e  d e p o t to  resort  to  work  a r o u n d  p rocedures ,  
par ts  shor tages  a lso  r e d u c e d  th e  o p p o r tuni t ies fo r  th e  d e p o t to  improve  
its p roduc tivity f rom year- to-year .  Acco rd ing  to  d e p o t o fficials, th e  con-  
stant d is rupt ion  in  d e p o t o p e r a tio n s  c a u s e d  by  work ing  a r o u n d  increas-  
i ng  n u m b e r s  o f repa i r  par ts  shor tages  p reven te d  d e p o t m a n a g e r s  f rom 
m a k i n g  systemat ic  i m p r o v e m e n ts in  ove rhau l  p rocesses  a n d  p rocedures .  

W h e n  th e  d e p o t w a s  u n a b l e  to  work  a r o u n d  shor tages,  it r e d u c e d  or  
s topped  its m o n th ly  o u tp u t o f ove rhau led  e n g i n e s  a n d  c o m p o n e n ts u n til 
par ts  b e c a m e  ava i lab le  a g a i n . O u tp u t a lso  fe l l  b e c a u s e  work ing  a r o u n d  
shor tages  d iver ted workers  f rom the i r  p r imary  d u ties  o f ove rhau l i ng  
e n g i n e s  a n d  c o m p o n e n ts. 

O u r  rev iew o f 1 0  f iscal year  1 9 8 5  ove rhau l  p rog rams  s h o w e d  th a t th e  
d e p o t r e d u c e d  m o n th ly  o u tp u t o f a l l  1 0  p rog rams  a n d  s topped  ove rhau l  
c o m p l e te ly  fo r  m o r e  th a n  a  m o n th  in  4  o f 1 0  b e c a u s e  o f repa i r  par ts  
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A p p e n d i x  I! 
P a rty  S h o rtq p  C o &  H e l i c o p te r D e p o t 
M i l l i o n s  a n d  R e d u c e  A i r c r a ft A v a i l a b i l i ty  

I . 

s h o rta g e s . In  a d d i ti o n , th e  d e p o t c o m p l e te d  o n l y  1  o f th e s e  1 0  p ro g ra m s  
o n  s c h e d u l e . 

A s  d e p o t o u tp u t fe l l  o r s to p p e d , th e  n u m b e r o f o v e rh a u l e d  e n g i n e s  a n d  
c o m p o n e n ts  a v a i l a b l e  to  fi e l d  u n i ts  a l s o  fe l l , T h i s  g ro u n d e d  h u n d re d s  o f 
A rm y  h e l i c o p te rs  a n d , a c c o rd i n g  to  A rm y  o ffi c i a l s , d e g ra d e d  A rm y  
re a d i n e s s . T h e  fo l l o w i n g  e x a m p l e s  i l l u s tra te  th e  a d v e rs e  e ffe c ts  o f p a rts  
s h o rta g e s : 

T h e  d e p o t re d u c e d  i ts  o u tp u t o f W I-1  h e l i c o p te r m a i n  ro to r h u b s  to  4 0  
u n i ts  p e r m o n th  i n  l a te  1 9 8 5 , fa r l e s s  th a n  th e  1 3 0  u n i ts  p e r m o n th  
re q u i re d  to  s u p p o rt A rm y ’s  s ta te d  n e e d s . E v e n tu a l l y , th i s  s h o rta g e  
g ro u n d e d  1 7 0  h e l i c o p te rs , a b o u t 5  p e rc e n t o f th e  A rm y ’s  U II-1  fl e e t. 
M a i n  ro to r h u b  s h o rta g e s  s e v e re l y  a ffe c te d  th e  A rm y ’s  h e l i c o p te r p i l o t 
a n d  fl i g h t c re w  tra i n i n g  p ro g ra m  a t F o rt R u c k e r, A l a b a m a . In  ,J u n e  
1 9 8 6 , 2 2  h e l i c o p te rs  a t F o rt R u c k e r w e re  g ro u n d e d  d u e  to  a  l a c k  o f m a i n  
ro to r h u b s . 
T h e  d e p o t s to p p e d  o v e rh a u l i n g  T -6 3  e n g i n e s  fro m  D e c e m b e r 1 9 8 5  to  
M a rc h  1 9 8 6 . A s  a  re s u l t, b y  A p ri l  1 9 8 6 , th e  A rm y  h a d  n o  o v e rh a u l e d  
T -6 3  e n g i n e s  i n  i n v e n to ry , b u t h a d  u n fi l l e d  re q u i s i ti o n s  fo r 1 3 0  e n g i n e s  
a n d  7 9 2  u n s e rv i c e a b l e  e n g i n e s  a w a i ti n g  o v e rh a u l  a t th e  d e p o t, A t th a t 
ti m e , 7 9  0 1 1 -6 8  h e l i c o p te rs  w e re  g ro u n d e d  fo r l a c k  o f T -6 3  e n g i n e s . 

T h e  a d v e rs e  e ffe c ts  o f s u c h  s h o rta g e s  o n  A rm y  re a d i n e s s  w a s  fu rth e r 
e v i d e n c e d  i n  a  1 9 8 6  A V S C O M  s tu d y  w h i c h  c o n c l u d e d  th a t th e  o v e ra l l  s u p - 
p l y  p o s tu re  o f th e  1  J II-1  h e l i c o p te r fl e e t w a s  d e te ri o ra ti n g , re d u c i n g  i ts  
o p e ra ti o n a l  re a d i n e s s  b y  d e c re a s i n g  th e  n u m b e r o f m i s s i o n -c a p a b l e  h e l i - 
c o p te rs . D u ri n g  th e  1 8 -m o n th  p e ri o d  c o v e re d  b y  th e  s tu d y , a n  a v e ra g e  o f 
2 9  p e rc e n t o f th e  A rm y ’s  IJ II-1  h e l i c o p te rs , o r a b o u t 9 5 0  o f 3 ,3 0 0  a i r- 
c ra ft, w e re  g ro u n d e d  p ri m a ri l y  fo r l a c k  o f o v e rh a u l e d  c o m p o n e n ts . 
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(I )()I .>  (:o r l l r r z t ! r l t , s  

P  

a n d  th a t. w h e n  th e  d e p o t c o u l d  n o t w o rk  a ro u n d  p a rts  s h o rta g e s , th e  
s i tu a ti o n  c o n tri b u te d  to  re d u c e d  o u tp u t. 
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A V S C O M  D i d  N o t A  m a j o r fa c to r c o n tri b u ti n g  to  re p a i r p a rts  s h o rta g e s  a t th e  d e p o t w a s  

P ro v i d e  Q u a l i ty  P a rts  th a t, A V S ( X ) M  h a d  n o t e x e rc i s e d  e ffe c ti v e  m a n a g e m e n t o v e r th e  p ro c u re - 

W h d n  N e e d e d  
m e n t p ro c e s s  to  e n s u re  th a t p a rts  w e re  o rd e re d , m a n u fa c tu re d , o r d c l i v - 
e rc td  to  th rt d e p o t w h e n  n e e d e d . A l s o , w h e n  th e  p a rts  w e re  d e l i v e re d  
th e y  w c rc  s o m e ti m e s  d e fe c ti v e  b e c a u s e , i n  p a rt, A V S C O M  d i d  n o t m a k e  a l l  

l ’a J # ! I1  G A O /G G D -8 8 -2 0  D e p o t M a i n te n a n c e  P r o d w ti v i ty  
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of the required inspections  to assure that contractors manufactured 
quality  parts. 

AVS(2OM Lacked an 
J3f fe@ iv t? Management 
Contp-01 Sys tem 

W e found that AVS(:OM did not have a management, control s y s tem to 
track parts procurcmonts or to ensure that parts were available at the 
depot when needed, and it had not set s tandards for how long indiv idual 
s teps in the procuromcnt process should take. As a result, AVSCOM gener- 
ally  was unaware of delay s  and other problems and could not take 
action to avoid shortages. 

W hen purchasing parts, a ser ies  of adminis trative s teps takes  place 
after inventory parts managers identify  the need to buy parts. These 
s teps are done in sequence by different AVSCOM offices.  W hen delay s  
occur in any s tep, all subsequent s teps are adversely  affec ted. Knowing 
where and when delay s  occur is  necessary if timely  remedial action is  to 
be taken. 

At AWWM,  the s tatus  of a procurement action, once entered into the pro- 
cess,  could not be readily  determined. To locate a procurement action, it 
was necessary to retrace the action through each s tep until it could be 
found. 

The absence of top management overs ight became a s ignificant barrier 
beginning in 1983. IJntil 1983, AVSCOM had relied heavily  on a limited 
number of prime contractors and subcontractors to supply  repair parts 
for Army helicopters, engines, and components typ ica lly  without comye- 
tition. I’lecauso of highly  public ized problems with overpric ing of spare 
parts, I.IOL)  undertook a ser ies  of correct ive efforts to overcome these 
problems. For AVSWM, these efforts to increase competition and reduce 
prices  added new s teps to the procurement process and increased the * 
time required to process procurements and award contracts. For exam- 
ple, most AVSCOM procurements experienced substantial delay s  in fisca l 
year 198Fi, with large backlogs  of work in both engineering and procure- 
ment offices.  These delay s  substantially increased the time required to 
procure parts. Ik !tween fisca l years 1984 and 1985, AVSCOM experienced 
a 68 percent increase in uncompleted procurement actions of more than 
180 days old. Similarly , the average time from initiating a purchase 
request, to contract award, known as adminis trative lead time, had 
grown from about 100 days in fisca l year 1983 to over 400 days in fisca l 
year 1086. 
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Ap~mcilx I1 
I’nrtn Shortntrgen (:wt Hrlicoptrr Depot 
Millionw and Rrdncr Aircraft Availability 

AVS(:OM has had difficulty adjusting to the new procurement environ- 
ment,. AVSCOM management was not effective in anticipating the impact, 
or in identifying items that should have been procured on an expedited 
basis to avoid harm to the government. IJnder the Federal Acquisition 
Regulation, when the agency’s need for supplies or services is of such 
unusual and compelling urgency that the government would be seriously 
injured, exemption from competitive requirements is permitted. We 
reviewed in detail the events surrounding 18 depot repair parts 
shortages and found that many occurred because the parts procure- 
ments were delayed for months in different offices. In some cases, to 
avoid pricing abuses, procurements were passed repeatedly between dif- 
ferent offices because these offices disagreed as to whether processing 
requirements had been satisfied. In other cases, procurements were 
delayed because office goals, such as obligating funds or competing 
more contracts, took priority over providing parts to the depot on time. 

Wit,hout an effective management control system, AVSCDM management 
did not have information it needed to show which procurements were 
delayed, where they were delayed, and why they were delayed, and con- 
sequently could not act effectively. As delays increased at AVSCOM, 
shortages increased at the depot, cascading into more inefficient, work- 
around activity there. 

In December 1985 a Procurement Review Planning Group (PIZIY;) formed 
by AVS(:oM also noted these weaknesses in AVSCOM'S management control 
system. The PIZIY; study report concluded that deviations, shortfalls, and 
delays within the acquisition process were not readily detectable and 
that, this lack of’ information had contributed to the command’s inability 
to support the depot with repair parts. 

“,,,*,,1”,“1”1 ,,,,.” ,,,,, “” “” “.1__.” _...” I.... ..-_ .-....-I--.. _  1--. “.---*. “-.1_-.--.- -.-. ~I---.~ 
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I >C)J’) Chmments I)OI) agreed that AVSCOM lacked an effective management control system 
for the procurement of spare parts. DOD said that PLZIY~ had made recom- 
mendations Lo address the problem and that these recommendations, 
spanning the full gamut of the acquisition process, have all been imple- 
mented. Implementation should enable AVSCOM to identify and address 
t,he problems noted. 

I)(H) also agreed that competition initiatives played a major role in the 
shortages. For example, DOI) said that implementing the Competition in 
Contracting Act, (MA), spare parts breakout, reducing unpriced contrac- 
tual actions, and having too few personnel resources, increased A~S(:OM'S 
procurement, acquisition lead time. DOD said that implementation of (:I(IA 
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1’art.n Shortages Cont. Helicopter Depot 
Millions and Reduce AircrdI Availability 
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had a greater effec t, on AVS(X)M because it had the highes t, pcrcont,~~gc! of 
noncompetitive procurements of any Army command. 

. . - .  _ , , _ - .  __-ll-l--.-.l_-II __---_.--1_. _. II_-__ 

AV$COM Dic l Not Assure 
All ~ Parts Met Contract 
Qu$lity  Ikquirements 

AVSCOM also is  responsible for assur ing that repair parts motet quality  
requirements. For most contracts, AvsW M  relies  on the Defchnsc C~ont,ra.~~t. 
Audit Service ( M:AS), under the direc tion of the Dcfensc Logis tic s  
Agency (ILA), to inspect contractor operations and product,s. llowt~vcr ,  
under I’ederal Acquisition, Department of Defense, and Army rc~gula- 
tions , AVSCUM is  rcquircd to inspect operations and products f’or con- 
tracts which involve abnormally high ris k  of quality  problems, such as 
contracts involv ing new producers, or technica lly  complex  parts, or 
parts c r itica.l to flight safety. According to AVSC;OM, about 80 percent of 
these inspections  identify  s ignificant quality  dcfccts in contractor 
processes or products. Nevertheless, as workload increased from 1984 
through 1986, s ignaling the need for s taff incrcasos,  s t,affing for quality  
assurance work actually decreased. 

AvSC:OM has not been making all the required inspections . In fisca l year 
1986, ASW O M  detormincd that 844 high ris k  candidales  required on+&! 
inspections  of contractor operations and products, but then only  made 
2 10 of them, or about 25 percent. AVSCOM made even fewer inspections  in 
fisca l year 1986-l 28 or 18 percent, of over 700 high ris k  candidat,t!s . 

According to AVSCOM offic ials , the failure to inspect c :ontrM.or opctra- 
tions  or products for all higher ris k  contracts has cont;rih..W tl to an 
increase in det’c?ot,ivc~ repair parts received Army-wide. Senior AVS(VS(OM 
offic ials  advised us that AVSW M  did not perform all required inspections  
btreausc it l>t(:kMl suf’f’ic :ic?nl, s taff’ and funds to handle its  incrctas ing 
workload. 

““_“,“_l__lf”l____l____I -__.-., ““,““““.l I._-- .______._ i_ ._._ --__-._ll .“--_~-.- -----..--..-.....--..-.... _..11_-. --- - ..__... ._. ^. I ._.... .__ _.____ _-_____ ___.___.__ __ .-. _.... -” ..___._ _.- 

I >OD Comments 1.x)1) agreed that that lac k  of inspect ion dis c ipline by AVS(:( )M and I ) (  :AS 
inc rcasc  the ris k  of low quality  spare parts. It sa id the Army nods Lo 
ensure t,h& measures art? taken to so lve this  problem, inc luding ;-lddrc!ss- 
ing issues such ;LS quality  assurance inspections , s taffing rt:qllirornont.s , 
and fund short;agc?s. 

In comment,ing on the increase in defective parts rocc ivcd  Army-wide, 
IXM said that a s ignificant reason for the increase was an extcnsivo 
effort by AMC; to promote more and better reporting of’ dofcctivc! mat,clriol 
throughout, t;he Army. I’)c)I) sa id there were no s tudies  Lo irrdicatt! t,hiLl; it 
s ignificant degradation in quality  had occurred, or that there is  any link  
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between increased reported defective materiel to recent procurement 
legislative reforms 

We agree that the reported increases in defective materiel could have 
resulted from AMC'S increased emphasis on reporting, and our report has 
been revised accordingly. As noted earlier, AVSCOM officials said the fail- 
ures to inspect contractor operations and products were contributing to 
an increase in defective parts Army-wide. However, we recognize that 
how much of the problem was poor reporting versus an actual increase 
in defective parts is not known. 

Part@ Shortages Cause While we limited our review to parts shortages affecting Corpus Christi 

a Pr(jblem Army-Wide Army Depot, repair parts shortages are a major problem at other Army 
maintenance depots as well according to senior AMC officials. They said 
that repair parts shortages are the greatest problem they face managing 
depot overhaul programs. Overall, these officials estimate that working 
around repair parts shortages increases overhaul labor costs for major 
Army weapons systems and associated components by 10 to 15 percent 
or $75 to $112 million in fiscal year 1985, 

In addition, according to AMC and DESCOM officials, working around fre- 
quent repair parts shortages deprives the Army of the benefits of 
annual productivity improvements. These officials estimated that elimi- 
nating shortages would allow depots to realize an additional 2 percent 
improvement per year. Had the Army been able to achieve that 2 per- 
cent per year of additional productivity improvement, output by its 
maintenance depots would have increased by $46.5 million between fis- 
cal years 1984 and 1986. 

Moreover, AMC and DEKOM officials told us that the management control 
weaknesses we identified at AVSCOM exist to varying degrees throughout 
AMC. This view was supported by a recent DFSCOM study which showed 
that none of AMC'S major subordinate commands could effectively track 
and coordinate the delivery of repair parts purchased by other Army 
commands or government agencies for depot overhaul programs, 

AMC; and DES~OM officials also said that the quality assurance weaknesses 
we identified at AVSCOM may exist in other AMC commands. Quality assur- 
ance staff and funds have been cut throughout AMC. For example, 
between fiscal years 1986 through 1988 DESCOM quality assurance staff, 
which is about a quarter of AMC'S total quality assurance staff, is being 
cut by 14 percent. At the same time, workload is increasing. Thus t,he 
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A p p e n d i x  II t 
P & a  S h o r t a g e s  Cost  He l icop ter  D e p o t  
Mi l l ions a n d  R e d u c e  Alrcraf t  Avai labi l i ty  

cond i t ions  th a t resu l ted  in  A V S C O M  m a k i n g  on ly  a  smal l  pe r cen ta g e  o f 
requ i red  qual i ty  assu rance  inspect ions,  acco rd ing  to  th e s e  o fficials, 
p robab ly  exist  th r o u g h o u t A M C . 

I)(H) genera l l y  a g r e e d  th a t repa i r  par ts  shor tages  occur red  a t a l l  o f th e  
A rmy’s d e p o ts a n d  ma jo r  subord ina te  c o m m a n d s . It sa id  th e  shor tages  
cou ld  b e  t raced to  inaccura te  r equ i r emen ts d e te rm ina tio n s , excess ive  
p r o c u r e m e n t l ead  tim e s , a n d  qual i ty  p rob lems.  r)or)  o u t l ined a  n u m b e r  o f 
ac t ions wh ich  A M C  h a s  ta k e n  to  a ttack  th e  factors c o n tr ibut ing to  th e s e  
shor tages.  ( S e e  c o m m e n ts o n  p a g e  2 2  fo r  speci f ic  ac t ions i den tifie d .) 

/ 
A q m y A ctio n  to  Dur ing  ou r  rev iew,  w e  d iscussed  wi th o ff icials a t A M C , A V S C O M , a n d  

C lrd rrec t P a rts I N S W M  ou r  find ings  o f inc reas ing  par ts  shor tages  a t th e  d e p o t, p rob lems  

S h Irta g e s  a n d  Q u a lity 
in  m a n a g i n g  th e  p r o c u r e m e n t process,  a n d  th e  receipt  o f d e fect ive parts.  

P r(3 b lems A s  a  resul t  o f s u g g e s tio n s  w e  m a d e , A V S C O M  a n d  D IS S C O M  b e g a n  tak ing  
act ions to  improve  the i r  m a n a g e m e n t c o n trol system. In  recogn i t ion  th a t 
a  b e tte r  ,jo b  o f m a n a g i n g  repa i r  par ts  p r o c u r e m e n ts is n e e d e d , A V S C O M  
h a s  es tab l i shed  s tandards  o n  h o w  l ong  in te rmed ia te  p r o c u r e m e n t s teps 
shou ld  ta k e  a n d  h a s  i m p l e m e n te d  a  sys tem to  track ind iv idua l  p rocure -  
m e n ts aga ins t  th e s e  s tandards.  D E S C O M  is work ing  to  d e v e l o p  a n d  imp le -  
m e n t a n  a u to m a te d  sys tem th a t wi l l  a l low al l  A M C  subord ina te  
c o m m a n d s  to  m o n i to r  cri t ical par ts  shor tages  fo r  ove rhau l  p rog rams  a t 
a l l  A rmy  m a i n te n a n c e  d e p o ts. 

B e c a u s e  th e s e  correct ive act ions we re  e i ther  p l a n n e d  or  recent ly  imp le -  
m e n te d , w e  cou ld  n o t assess  the i r  e ffect  o n  cor rect ing o r  reduc ing  th e  
impac t, o f repa i r  par ts  shor tages.  I, 

IZcgard ing  th e  inc reas ing  n u m b e r  o f d e fect ive par ts  rece ived  a t th e  
d e p o t a n d  th e  A rmy’s fa i lu re  to  inspect  c o n tractors m a n u fac tur ing  th e s e  
parts,  th e  A rmy  recogn izes  th is  p r o b l e m  is c a u s e d  by  staff ing a n d  t ravel  
fu n d  shor tages,  b u t exp la ins  th a t o the r  p rog rams  h a v e  h ighe r  priori ty. 

I I( l,i 1  (:o m m c!n ’t,S ’ 
_ . .._ _ . _ _ -... -_- -_ .----~ _ - ^ ._ ...._  - _ -__  ~ --~ - 

IM U )  a g r e e d  wi th th e  d iscuss ion  o f A rmy  act ions ta k e n  or  u n d e r w a y . It 
po i n te d  o u t, th a t wh i le  INScOM'S  Crit ical  M a i n te n a n c e  Repa i r  P a r ts Sys-  
te m  h a s  ach ieved  favo rab le  resul ts fo r  t)l,A - m a n a g e d  ite m s , improve-  
m e n ts a re  n e e d e d  fo r  ite m s  m a n a g e d  by  A V S C O M . 

P a g e  1 0  G A O /G G D - 8 8 - X l  D e p o t  M a i n t e n a n c e  Produt*t . iv i ty 
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Appendix II 
Partlr Shortages Cost Helicopter Depot 
Mlllloru and Reduce Aircraft AvailabilIty 

1 

Con/-.Yus ions  
I 

I 

The Army could increase its  depot maintenance output and increase the 
number of mis s ion-capable helicopters by ensuring that repair parts are 
ava.ilable when needed at Corpus Chris ti Army Depot. The depot cannot 
overhaul helicopters and assoc iated engines and components effic iently  
and in required numbers without repair parts, W hile work around pro- 
cedures enabled the depot to compensate to some extent for parts 
shortages, these procedures increased labor costs  per unit overhauled. 

&solv ing parts shortages or correct ing defects after they are discovered 
at the depot is  unworkable-by then it is  s imply  too late. The depot 
needs to know well in advance of impending delay s  in the purchase or 
delivery  of parts in order to plan and sw itch to alternate repair pro- 
grams effec tive ly . 

AVSCOM is  improving its  management of the procurement process by 
tracking the progress of parts procurements, alerting responsible mana- 
gers when delay s  occur and establishing s tandards for how long pro- 
curcment s teps should take. If s taff and travel funds permit, AVSCOM 
could also s trengthen its  quality  assurance program by making more 
required inspections  of high-ris k  contracts. 

The improvements planned or recently implemented should provide 
Army managers with the information to help them identify  shortages 
earlier and to take action to resolve them or schedule other overhauls 
until parts are available. This  information, on an exception basis , should 
also make repair parts shortages and their effec ts  more v is ible to top 
management, allowing these offic ials  to become more involved in resolv -  
ing these problems. 

Hecause of the Army’s  planned and recently-implemented improve- 
mcnts, we arc making no recommendations at this  time. 
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Clkkments From the Depa?tment of Defense 
-- 

ASSISTANT SECRETARY OF DEFENSE 
WISHINGTON. D t 20301-8000 

PRODUCTION AND 
LOGISTICS 

(L/SPM) 
OCT 11987 

Mr. Frank C. Conahan 
Assistant Comptroller General 
National Security and 

International Affairs Division 
US General Accounting Office 
Washington, DC 20548 

Dear Mr. Conahan: 

This is the Department of Defense (DoD) response to the 
General Accounting Office (GAO) final report, "DEPOT MAINTENANCE 
PRODUCTIVITY: Problems in Procuring Helicopter Parts Result in 
Shortages and Added Costs," Dated July 17, 1987 (GAO Code 
410511), OSD Case 7357. The DoD generally agrees with the report. 
Comments relative to each of the findings raised in the report 
are enclosed. 

Prior to the initiation of this audit, many of the problem8 
were well known by the Army. In fact, action had already been 
taken to addrese many of the iseuee. Actions, however, are still 
continuing, and additional Army management attention will be 
required over the next several months, 

Sincerely, 
/ 

Y 
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DEPJWTMENT OF DEFENSE COMMENTS ON 

GAO DRAFT REPORT - DATED JULY 17, 1987 
(GAO CODE 410511) OSD CASE 7357 

"DEPOT MAINTENANCE PRODUCTIVITY: PROBLEMS IN PROCURING 
HELICOPTER PARTS RESULT IN SHORTAGES AND ADDED COSTS” 

FINDINGS 

FINDING A: Helicopter Parts Shortages Have Increased Labor 
Coets. The GAO reported that the Corpus Christi Army Depot 
performs moat overhauls, major repairs and scheduled maintenance 
on Army helicopters. The GAO found that in recent years the 
depot has experienced growing shortages of repair parts, with an 
increasing affect on maintenance programs. The GAO found that to 
deal with these shortages, the depot attempted to work around 
them rather than stop the overhaul programs. According to the 
GAO, the most commonly used work around procedure was repairing 
worn parts that otherwise are normally thrown away. The GAO 
reported that such work around procedures add extra steps to the 
overhaul, such as removal, inspection and repair of the parts. 
The GAO alao found that sometimes extensive, costly repairs were 
required, while at other times it was not possible to repair the 
worn parts, requiring the depot to manufacture its own repair 
i terns. The GAO reported that depot officials estimated that at 
least 15 percent of the depot’s overhaul labor hours were used 
to work around shortages. Based on this estimate, the GAO 
reported that at least 677,000 labor hours, costing $24 million, 
was required for work around procedures, The GAO concluded, 
therefore, that the parts shortages experienced by the Corpus 
Christi Army depot have increased overhaul labor costs. (PP. 
L-2, PP. ll-15/GAO Draft Report) 

DoD Response: Concur, 

FINDING B: Parts Shortages Reduced Depot Output. The GAO 
found that when the depot was unable to work around the parts 
shortages, it reduced or stopped the output of overhauled engines 
and components until the parts became available. The GAO found 
that as a result, the number of overhauled engines and components 
available to units also fell, grounding hundreds of Army 
helicopters. The GAO noted that, according to Army officials, 
this has degraded Army readiness. According to the GAO, a 1986 
study by the Army Aviation Systems Command (AVSCOM) also 
identified this situation. The GAO reported that during the 
18-month period covered by the AVSCOM study, an average of 29 
percent of UH-1 helicopters were grounded, primarily for lack of 
overhauled components. The GAO concluded that repair parts 
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Comments From the Department of Defense 

See omments on page 13 

shortages have resulted in reductions in aircraft availability. 
(PP. l-2, PP. 15-17/GAO Draft Report) 

DoD Reoponsea Concur. 

FINDING Cr The AVSCOM Lacked An Effective Management Control 

SF=* 
The GAO reported that when purchasing parts, a series 

consequential steps is performed by various AVSCOM offices. 
The GAO noted that it is necessary to know where and when any 
delays occur in this process to enable remedial action to be 
taken, The GAO found, however, that at the AVSCOM the status of 
a procurement action, once entered into the process, could not be 
readily determined. According to the GAO, the absence of such a 
system became a significant management barrier for the AVSCOM 
beginning in 1983, when new steps were added to the procurement 
process to increase competition and reduce prices. The GAO 
found, for example, that mOst of the AVSCOM procurements 
experienced substantial delays in FY 1985, increasing the time 
required to procure parts. The GAO also found instances where 
parts procurements were delayed for months in different offices 
for various reasons. The GAO reported that a recent internal 
AVSCOM study also noted these management control weaknesses at 
the AVSCOM. The GAO concluded that without an effective 
management control system, the AVSCOM management did not have 
adequate information on procurement problems and, therefore, 
could not act effectively. The GAO further concluded that as the 
AVSCOM procurement delays increased, shortages at the depot 
incraaeed, cascading into more inefficient work around activity 
At tll‘3 %?f)Ot. m  (PP. L-3, PP. 17-21/GAO Draft Report) 

Do0 Response: Partially c0'1cur. The DOD agrees that the 
AVSCOM lacked an efEective management control system for the 
procurement of spare parts. As recoyni!?.e~L by the GAO (see 
Finding F), however, actions have been taken, and further actions 
are planned, to improve the parts management process. The draft 
GAO report highlights a well known problem, and one that was 
already being addressed when the GAO auditors visited the AVSCOM. 
A  Procurement Review Planning Group (PRPG) was formed in 
September 1.985, and made 149 specific recommendations by December 
1985. These recommendations spanned the full gamut oE the 
acquisition process, and have since all been jmplemented. Some 
of the areas addressed by the recommendations include paperwork 
processing, breakout et'forts, procurement work directive (PWI)) 
prioritization, establishment of a technical review group to 
expedite procurement packages, accountability improvements, a 
line stopping item forecasting system, and improvements to the 
Procurement Aging and Staging System (PASS). (Although t11~ PRSS 
system had long existed to track the location and status of 
procurement actions, action was necessary to improve the systems 
integrity and add additional milestones.) These actions wiI1 
significantly improve the AVSCOM management controL nyStem. 

Additionally, competition initiatives such as the 
implementation of the Competition In Contracting Act ((:lCA), 
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See c+mrnsnts on page 14. 

emphasis on spare parts breakout, the reduction of Unpriced 
Contractual Action@, and inadequate resources (personnel) 
increased the AVSCOM Procurement Acquisition Lead Time (PALT). 
The implementation of the CICA had a greater effect on the 
AVSCOM ability to procure spares in a more timely manner because 
that Command had the highest percentage of noncompetitive 
procurement requirements in the Army. 

FINDINQ Dr Parts Quality Requirements Not assured. The GAO 
reported that the AVSCOM is responsible for assuring that repair 
part.6 meet quality requirements, According to the GAO, for most 
contracts the AVSCOM relies on the Defense Contract 
Administration Service (DCAS) to inspect contractor operations 
and products. The GAO reported that where abnormally high risk 
of quality problems exist, however, regulations require the 
AVSCOM to inspect the operations and products. The GAO found 
that the AVSCOM has not been performing all the inspections 
reyui red. The GAO reported, for example, that the AVSCOM has not 
been performing all the inspections required. The GAO reported, 
for example, that the AVSCOM performed only about 25 percent of 
the required inspections in FY 1985 and about 18 percent in FY 
1986. The GAO also reported that AVSCOM officials cited the lack 
of sufficient staff and funds as reasons why all the required 
inspections were not done. The GAO reported that AVSCOM 
officials also stated that the failure to inspect contractor 
operations or products for all higher risk contracts has 
contributed to an Army-wide increase in defective repair parts 
received. The GAO concluded that the increase jn defective 
repair parts ia another factor that decreased the availability of 
overhauled engines and components to support Army aviation units. 
(pp. 2-3, pp. 22-23/GAO Draft Report) 

DoD Rtw onset 
3.zJzkn FonCUr- 

The DOD agrees that the lack of 
iscipllne by the AVSCOM and the DCAS increases the 

of low quality spare parts. The Army needs to ensure that 
measures are taken to solve this problem, including addressing 
issues such as quality assurance inspections, staffing 
requirements and fund shortages. The GAO made the assumption 
that the 25 percent increase in the number of reported instances 
of defective materiel. indicated a degradation in the quality of 
helicopter parts. It should be noted that a significant reason 
for this increase was an extensive public relations effort by the 
Army Mat.eriel Command (AMC) to promote more and better reporting 
throughout the Army. The 25 percent increase at the AVSCOM is 
consintltnt wi t.h a 30 percent AK-wide increase during the same 
t ime for all. commodities. There are no known studies to indicate 
that there was a significant degradation in quality based on an 
increased number of reported instances of defective materiel, or 
that there is a link to recent procurement legislative reforms. 

FINDING Ez Part6 Shortages And Problems Are Not Limited To The 
AVSCOM The GAO reported ~~ ’ that Army Materiel Command (AMC) 
oFficiale stated that repair parts-shortages is the gieatest 
problem affecting the management of the depot overhaul program. 
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According to the GAO, AI% officials estimated work around efforts 
increased overhaul labor costs by between $75 million and $112 
million in FY 198.5. The GAO reported that both AMC and Depot 
System Command (DESCOM) officials also believe that opportunities 
for productivity improvements of about two percent per year were 
lost at all Army maintenance depots because of the disruptions 
caused by parts shortages. The GAO further reported that, 
according to AMC officials, the management control and perhaps 
the quality assurance weaknesses the GAO identified at the AVSCOM 
(Findings C and D) exist to varying degrees throughout the AMC. 
The GAO concluded that the repair parts shortages and their 
causes is a problem Army-wide. (p. 4, pp. 23-25/GAO Draft. 
Report 1 

DoD Rea onser 
* Concur* 

The DoD acknowledges that all of the 
epots and the AMC major subordinate commands (MSC) 

experienced certain degrees of repair parts shortages that can be 
traced to inaccurate requirements determination, excessive 
procurement lead times, and quality problems. The AK!, however, 
has taken action to attack the factors that contribute to depot 
maintenance repair part shortages. These act ions include: 

- quarterly review of the parts explosion process for improved 
requirements determination: 

- increased use of the National Stock Number Master Data Record 
(NSNMDR) file data on all repair parts used in the overhaul of 
weapon eys tems, regardless of logistic assignment, to allow 
commands to inform each other of impending programs that will 
draw repai I’ i),~“’ ; 

- attention by depots and depot maintenance contractors to 
report all repair parts consumed during depot repair or 
overhaul, regardless of source, to provide more timely failure 
rate updates: 

- semi-annual AK Headquarters requirements determination 
compliance reviews: and 

- completion of an extensive study of currerlL Imintenance 
requirements, workloading, and program execution to further 
enhance the requirements determination process. 

FINDING F: Army Actions To Correct Parts Shortages And Quality 
Problems. The GAO reported that, in recognition of the parts 
shortages and problems discussed, the Army has taken, or is 
planning to take, several corrective actions. According to 
the GAO, the AVSCOM has established standards on how long 
intermediate procurement steps should take and has implemented a 
system to track individual procurements against these standards. 
In addition, the GAO reported that the DESCOM i a working to 
develop and implement an automated system that will allow all the 
At-K! subordinate commands to monitor parts supplies for overhaul 
programs at all Army maintenance depots. The GAO further 
reported that the Army recognizes that staffiny and fund 
shortages caused the defective parts and inspection problems. 
The GAO reported, however, that the Army explained that other 
programs have higher priority. The GAO concluded that the 
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improvements taken or planned should provide Army managers wj th 
the information to help them identify shortages earlier, and to 
take action to resolve them or schedule other overhauls until 
parts are available. The GAO further concluded that this 
information, on an exception basis, should also make repair parts 
shortages and their effects more visible to top management, 
thereby allowing them to become more involved in resolving these 
problems. (P. 4, PP. 25-2l/GAO Draft Report) 

DoD Response : Concur. The DESCOM monitors critical parts 
shortages through the Critical Maintenance Repair Parts System. 
This automated report is provided to the DLA and the MSCs. 
Although this system is achieving significantly favorable results 
for DLA managed i terns, reports sent to the AVSCOM on the AVSCOM 
managed items indicate improvement is needed. (Also see Army 
actions to improve the availability of depot maintenance repair 
parts cited above under Findings C and E.) 
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