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Execut ive Summary 

Purpose To qu i ck l y dep l oy its forces in wart ime, the Army depends heav i l y on the 
ra i l system to transport its equ i pment from insta l l at ions to ports of 
embarkat i on. The ra i l fac i l i t ies and l oad i ng operat i ons at Army mob i l i zat i on 
stat ions are therefore foca l po i nts for dep l oyment, and they are expected 
to become increas i ng l y cr it ica l to the Army’s ab i l i ty to rap id l y dep l oy its 
forces as un its in Germany, Korea, and other locat ions return to the Un ited 
States. 

At the request of the Cha i rman of the Subcommittee on Read i ness, House 
Committee on Armed Serv i ces, GAO eva l uated the effect i veness of ra i l 
operat i ons at se l ected Army mob i l i zat i on stat ions that dep l oyed ma jor 
combat un its dur ing Operat ion Desert Sh ie l d. GAO a l so determ ined whether 
the Army and the Department of Defense (DOD) had corrected prev i ous l y 
ident if ied prob l ems concern i ng (1) the ava i l ab i l i ty of commerc i a l  ra i l cars 
to support dep l oyment and (2) the supp l y of ra i l - l oad ing mater ia l s and 
equ i pment at mob i l i zat i on stat ions. 

Background The Army Forces Command has des i gnated 47 Army insta l l at ions in the 
cont inenta l Un ited States as mob i l i zat i on stat ions from wh i ch dep l oy i ng 
act ive and reserve un its wi l l l eave for ports of embarkat i on. Forces 
Command is respons i b l e for ensur i ng that these stat ions can meet 
expected mob i l i zat i on and dep l oyment transportat ion requ irements. 

Deter iorat ing ra i l fac i l i t ies at mob i l i zat i on stat ions have been a 
long-stand ing prob l em. In 1986, the Army des i gnated Forces Command as 
its execut i ve agent for manag i ng ra i l fac i l i ty repa ir and rehab i l i tat ion 
pro jects at mob i l i zat i on stat ions, and p l anned to spend about $140 mi l l i on 
on these pro jects dur ing f isca l years 1986 through 1992. 

DOD'S Mi l i tary Traff ic Management Command is respons i b l e for a 
determ in i ng whether the mi l i tary’s transportat ion systems, inc l ud i ng its 
use of commerc i a l  ra i l cars, can meet mob i l i zat i on needs. Under Army 
dep l oyment p lans, movement of un it equ i pment from mob i l i zat i on stat ions 
is expected to i nvo l ve substant ia l  use of commerc i a l  ra i l cars. 

In a 1987 report, Army Dep l oyment: Better Transportat ion P lann i ng Is 
Needed (GAO/NSIAD-87-138, June 18, 1987), GAO found that ra i l fac i l i t ies at 
Army mob i l i zat i on stat ions were in such poor cond it i on that the ir ab i l i ty to 
accomp l i s h mob i l i zat i on movements as p l anned was quest ionab l e. The 
Mi l i tary Traff ic Management Command had not determ ined whether 
suff ic ient commerc i a l  transportat ion resources, inc l ud i ng mi l i tar i ly usab l e 
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ra i l f l atcars, were ava i l ab l e. GAO a l s o found that s ome  mob i l i z at i o n stat i ons 
had excess i v e  amount s  of the mater i a l s  needed for l oad i ng s ome  types of 
ra i l cars, wh i l e  other mob i l i z at i o n stat i ons had none. DOD genera l l y  
concurred w ith the f i nd i ngs and recommendat i o n s  of the 1987 report and 
stated that correct i ve act i ons wou l d  be taken b y  1988. 

Resu l ts i n B r ief At the s i x  mob i l i z at i o n stat i ons GAO v i s i ted, the Army  transported un it 
equ i pment to ports a s  schedu l e d dur i ng the 6-month per i od covered b y  
Operat i on Desert Sh i e l d, but deter iorated ra i l fac i l i t i es at s ome 
mob i l i z at i o n stat i ons constra i ned out l oad i ng operat i ons. Future conf l i cts 
cou l d  eas i l y  requ ire the dep l o yment of the s ame  or greater l eve l s of U.S. 
forces over shorter per i ods of t im e  than occurred dur i ng Desert Sh i e l d. 

T o  repa ir ra i l  fac i l i t i es, Forces Comma n d  in i t i ated a ra i l rehab i l i tat i on 
program in f i sca l  year 1986, but the effect i veness of the program has been 
severe l y l im i ted because of program mana g emen t  prob l ems. After 
in i t i at ing th i s program, Forces Comma n d  changed its gu i d ance regard i ng 
the repa irs to be made,  and d i s agreements ensued w ith the contracted 
program manager over program respons i b i l i t i es and eng i neer i ng des i gns. 
Forces Comma n d  a l s o red i rected program funds to other pro j ects and d i d 
not estab l i s h adequate program mana g emen t  and overs i ght. 

DOD and the Army  a l s o have not corrected ma n y  of the dep l o yment 
prob l ems GAO i dent i f i ed i n 1987. T h e  M i l i t ary Traff ic Man a g emen t  
Comma n d  has not accurate l y determ i ned the number or types of 
c ommerc i a l  f l atcars ava i l a b l e to support dep l o yment. In add i t i on, Forces 
Comma n d  has not determ i ned the amount s  of mater i a l  a nd equ i pment 
needed for l oad i ng ra i l cars dur i ng dep l o yment nor taken suff i c i ent act i on 
to appropr i ate l y d i str i bute these i t ems amon g  mob i l i z at i o n stat i ons. 

A  

Pr inc i pa l  F i n d i n gs 

Equ i pment Reached Ports on Dur i ng Operat i on Desert Sh i e l d, a l l  s i x  mob i l i z at i o n stat i ons GAO v i s i ted 
T ime Dur i ng Operat i on mov e d  un it equ i pment to embarkat i o n ports w ith i n the t im e  frames 
Desert Sh ie l d a l l otted. T h e  s u c c e s s  of the mob i l i z at i o n and dep l o yment dur i ng Desert 

Sh i e l d  wa s  a i d ed b y  the re l at i ve l y sma l l  s ca l e  and extended t im e  frames of 
th i s dep l o yment. T h e  equ i va l ent of on l y  about ha lf of the 11 act i ve Army  
d i v i s i o ns based i n the cont i nenta l  Un i ted States dep l o yed dur i ng the 
operat i on, and the per i od of dep l o yment was  stretched out over a lmost 
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6 months. Thus, the m i l i t ary and c ommerc i a l  ra i l  network was  not a s  
stressed a s  it m i g ht have been for a larger or more t ime-cr i t i ca l  
dep l o yment. 

Deter iorated Ra i l  Fac i l i t i es 
Constra i ned Load i ng 
Operat i ons 

Deter i orated ra i l fac i l i t i es are l i ke l y to ser i ous l y impact future dep l o yments 
if they are not improved. Poor track cond i t i o ns l ed to the c l osure of 
DOD-owned  ra i l l i n es at two cr it i ca l mob i l i z at i o n stat i ons a s  the resu lt of 
heavy use e ither dur i ng or short l y after Operat i on Desert Sh i e l d, and 
caused s l owed ra i l operat i ons at other mob i l i z at i o n stat i ons. 

At Fort Stewart, Georg i a, for examp l e ,  DOD-owned  tracks were i n s u c h  
poor cond i t i on due to years of deferred ma i n t enance and neg l ect that 
tra ins carry i ng equ i pment for the ear l y dep l o y i n g 24th Mecha n i z e d  Infantry 
D i v i s i o n were restr icted to a m a x im um of 10 m i l e s  per hour. Mov i n g  th i s 
equ i pment worsened track cond i t i o ns to the po i nt that th i s ra i l  l i ne had to 
be c l o sed for emergenc y  repa irs between October 1990 and February 
1991. 

Management Prob l ems Have As of f i sca l  year 1991, Forces Comma n d  had rece i ved $47 m i l l i o n for the 
L im ited Ra i l  Rehab i l i tat ion Army’s  ra i l rehab i l i tat i on program. By  then, the tota l est imated program 
Program Effect i veness costs had i ncreased from $140 m i l l i o n to about $184 m i l l i o n, and the 

program had been extended 5 years through f i sca l  year 1997. Forces 
Comma n d  man a g emen t  prob l ems l im i ted the effect i veness of the program, 
and resu l ted i n de l a ys and add i t i ona l  costs. As  of June 199 l-6 years after 
the program began-track repa ir pro j ects (other than emergenc y  repa irs) 
had been started at on l y  4 of 3 1 mob i l i z at i o n stat i ons then targeted and had 
been comp l e t ed at on l y  1 of these 4. 

D i s agreements w ith the pr imary contractor over man a g emen t  A  
respons i b i l i t i es and eng i neer i ng des i g ns l ed to ma n y  de l a ys and i ncreased 
costs. Forces Comma n d  a l s o red i rected at l east $16.1 m i l l i o n of program 
funds to other pro j ects, and its i n adequate man a g emen t  and overs i ght of 
program funds further hampered program effect i veness. 

Forces Comma n d  i s p l ann i ng to spend $16 m i l l i o n at Fort Campbe l l ,  
Kentucky-the mos t  expens i v e  pro j ect i n the program-but d i d not 
adequate l y  cons i der l e ss expens i v e  opt i ons for improv i n g the i nsta l l at i on’s  
ra i l fac i l i t i es. Moreover, it appears that comp l e t i o n of th i s pro j ect a s  
p l a nned w i l l  not resu lt i n a ra i l out l oad i ng capab i l i t y suff i c i ent to meet  Fort 
Campbe l l ’s  peacet ime or mob i l i z at i o n needs. 
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DOD Has Not Adequate l y 
Inventor ied Commerc i a l  
F l atcars 

T h e  M i l i t ary Traff ic Man a g emen t  Comma n d  has not adequate l y  i dent i f i ed 
the number and types of c ommerc i a l  f l atcars ava i l a b l e to support 
dep l o yment. GAO reported on th i s prob l em in its 1987 report. W ithout th i s 
i nformat i on, the Army  cannot be assured that the types of ra i l cars it n eeds 
w i l l  b e  ava i l a b l e to support future dep l o yments. Determ i n i n g the f latcar 
i nventory i s part icu l ar l y important because the number of the type mos t  
often used for transport i ng m i l i t ary equ i pment i s rap i d l y dec l i n i ng. 
A l though a l ternat i ve types of f latcars are ava i l ab l e, mos t  Army  insta l l at i ons 
are not adequate l y  prepared to use them. 

Appropr i ate Amounts and 
Distr ibut ion of Load i ng 
Supp l i es Have Not Been 
Determ ined 

Forces Comma n d  st i l l  h a s  not a s s e s s e d  its needs for the mater i a l s  and 
equ i pment used to l oad m i l i t ary equ i pment on f latcars dur i ng dep l o yment, 
nor has it comp l e t ed correct i ng imba l a n c es i n the d istr i but i on of ex i st i ng 
equ i pment. As  they d i d i n 1987, mob i l i z at i o n stat i ons cont i nue to d i sregard 
pert inent regu l at i ons for (1) determ in i n g the ir requ i rements for the 
mater i a l s  u sed to secure m i l i t ary veh i c l e s to f latcars and (2) stock i n g these 
mater i a l s. S ome  mob i l i z at i o n stat i ons therefore cont i nue to reta in 
excess i v e  stocks of these mater i a l s  wh i l e  others stock none. In its response 
to GAO 'S 1987 report, DOD acknow l e d ged these prob l ems and stated that 
they wou l d  be corrected b y  f i sca l  year 1988. 

Recommend a t i o n s  Becau s e  deter iorated ra i l fac i l i t i es at Army  mob i l i z at i o n stat i ons cou l d  
impa i r future dep l o yments of U.S. forces, GAO r e c ommend s  that the 
Secretary of the Army  take act i ons to improve the man a g emen t  of the ra i l 
rehab i l i tat i on program. In part icu lar, program d irect ion, fund i ng 
red i rect i ons, cost effect i veness, and genera l  accountab i l i t y i s s ues need to 
be rev i ewed and improved. T h e  Secretary shou l d  e ither (1) d irect Forces 
Comma n d  to improve its man a g emen t  of th i s program or (2) cons i der 
des i gnat i ng another organ i zat i on a s  its execut i v e agent for manag i n g  the A  
Army’s  ra i l rehab i l i tat i on pro j ects. 

GAO mak e s  other recommendat i o n s  to the Secretar i es of Defense and the 
Army  in chapters 3, 4, and 5. 

Agenc y  C omme n ts T h e  Departments of Defense and Transportat i on genera l l y  concurred w ith 
GAO ' s  f i nd i ngs. DOD stated that the Army  wi l l  b e  tak i ng var i ous act i ons 
through f i sca l  year 1994 to improve its ra i l ma i n t enance program and to 
address other prob l ems ident i f i ed b y  GAO i n  th i s report. 
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Chapter 1 

Introduct ion 

U.S. mi l i tary strategy requ ires that U.S. forces be ab l e to mob i l i ze and 
dep l oy rap id l y in a conf l i ct. For the Army, th is capab i l i ty re l i es heav i l y on 
the ab i l i ty of its act ive and reserve forces to move from the ir mob i l i zat i on 
stat ions to ass i gned aer ia l and sea ports of embarkat i on. The rap id 
mob i l i zat i on and dep l oyment of Army forces wi l l l i ke ly b ecome 
increas ing l y important as forward-dep l oyed un its stat ioned in Germany, 
Korea, and other locat ions are returned to the cont inenta l Un ited States 
and as the s ize of the Army is reduced in response to chang i ng wor l d 
po l it ica l cond it i ons and reduct i ons in the US. defense budget. 

II 

Transportat i on Is an The Army Forces Command  ( FORSCOM) has des i gnated 47 Army 

Integra l Part of 
i nsta l l at ions as mob i l i zat i on stat ions. These mob i l i zat i on stat ions are a l so 
the h ome stat ions for most of the ma j or act ive Army un its l ocated in the 

Dep l oyment P lann i ng cont inenta l Un ited States. Both act ive and reserve component forces are to 
assemb l e and conduct f ina l preparat i ons at mob i l i zat i on stat ions before 
mov i ng to the ir ports of embarkat i on. 

The Army must p l an in peacet ime how it wi l l meet its dep l oyment 
ob ject i ves when mob i l i zed. An integra l part of th is p l ann i ng process is 
ensur i ng that the necessary transportat ion, both mi l i tary and commerc i a l , 
is ava i l ab l e to move un its to the ir ports of embarkat i on. The Department of 
Defense’s (DOD) Mi l i tary Traff ic Management Command  (MTMC) i s 
respons i b l e for determ in i ng whether the mi l i tary’s transportat ion systems, 
inc l ud i ng its use of commerc i a l  assets, can meet mob i l i zat i on needs. 

Commerc i a l  Ra i l  
-1 

Army po l i cy states that commerc i a l  transportat ion is to be used to the 

Cons i dered We l l Su ited 
max imum extent for mob i l i zat i on and dep l oyment. Th i s po l i cy is i ntended 
to reduce wear and tear on pub l i c h i ghways and mi l i tary veh ic l es and to 

for Mov i n g Army min im i ze the need for support en route (such as food and rest fac i l i t ies for 6 

Forces dr ivers, fue l, secur ity, repa irs, and traff ic contro l) and ma i ntenance 
support at the ports of embarkat i on. 

Army po l i cy genera l l y requ ires that veh ic l es su itab le for h i ghway 
movement (such as trucks and other whee l ed veh ic l es) l ocated more than 
1 day’s trave l i ng d i stance from the ir port of embarkat i on be moved us i ng 
commerc i a l  transportat ion. Veh i c l es not we l l  su i ted for h i ghway movement 
(such as tanks and other tracked veh ic l es) are not to be dr iven more than 
75 m i l es on h i ghways. S ince many mob i l i zat i on stat ions are more than 
75 m i l es from the ir ports of embarkat i on, the Army is heav i l y dependent on 
commerc i a l  transportat ion to accomp l i sh its moves. The Army has re l i ed to 
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Chapter 1  
Introduct i on 

a great extent on ra i l transport to support the dep l o yment of its equ i pment 
because ra i l i s cons i d ered we l l  su i ted to mov i n g  h i gh v o l umes  of large, 
heavy equ i pment. 

T h e  successfu l  a nd eff ic i ent use of ra i l b y  the Army  to mo v e  its equ i pment 
from mob i l i z at i o n stat i ons to embarkat i o n ports requ i res that Army-owned 
ra i l fac i l i t i es at these i nsta l l at i ons be kept i n good repa ir to prevent 
dera i lments and d amag e  to the equ i pment be i n g move d .  Successfu l  u s e  of 
ra i l a l s o requ i res an adequate supp l y  of ra i l cars. T h e  Army  genera l l y  re l i es 
on the c ommerc i a l  ra i l  i ndustry to supp l y  the ma j or i ty of ra i l cars su i tab l e 
for mov i n g  m i l i t ary equ i pment. However, DOD has acqu i red s ome  
spec i a l i z ed ra i l cars, s u c h  a s  heavy duty f latcars for transport i ng tanks, that 
the ra i l i ndustry l a c ks i n adequate n umbers to meet  DOD needs. 

Ob ject i ves, Scope, a n d  At the request of the Cha i rman of the Subcomm i t t e e  on Read i n ess, Hous e  

Me thodo l o gy 
Comm i t t e e  on Armed  Serv i ces, we  eva l uated the effect i veness of ra i l 
operat i ons at Army  mob i l i z at i o n stat i ons dep l o y i n g c ombat  forces dur i ng 
Operat i on Desert Sh i e l d. W e  a l s o rev i ewed FORSCOM 'S  mana g emen t  of the 
Army ’s  ra i l repa ir and rehab i l i tat i on program, and determ i ned whether the 
Army  and DOD had corrected dep l o yment prob l ems we  ident i f i ed i n our 
1987 report.’ Spec i f i ca l l y , these prob l ems concerned (1) the deter iorat ion 
of ra i l fac i l i t i es at Army  mob i l i z at i o n stat i ons, (2) the ava i l ab i l i ty of 
c ommerc i a l  ra i l  cars to support dep l o yment, and (3) the supp l y  of 
ra i l - l oad i ng mater i a l s  and equ i pment at mob i l i z at i o n stat i ons. 

T o  perform our work, we  rev i ewed the Army ’s  mov emen t  of un i ts’ 
equ i pment by  ra i l from mob i l i z at i o n stat i ons to ports of embarkat i o n 
dur i ng Desert Sh i e l d  and eva l uated the effect i veness of Army  efforts to 
repa ir and rehab i l i tate ra i l fac i l i t i es. W e  se l ected s i x  Army  mob i l i z at i o n 
stat i ons that mob i l i z e d ma j o r c ombat  forces dur i ng Desert Sh i e l d: Fort 
Stewart, Georg i a; Fort Benn i n g, Georg i a; Fort Hood, Texas; Fort B l i s s, 
Texas; Fort Si l l , Ok l a h oma; and Fort Campbe l l ,  Kentucky. At these 
i nsta l l at i ons, we  rev i ewed dep l o yment d o c uments  and p l a ns and 
i nterv i ewed off ic i a l s respons i b l e  for determ in i n g dep l o yment 
requ i rements, procur i ng and stor i ng the ra i l - l oad i ng mater i a l s  and 
equ i pment needed, and execut i n g p l a ns for ra i l out l oad i ng. 

At FO IWOM headquarters, we  rev i ewed d o c uments  and i nterv i ewed 
off ic i a l s concerned w ith manag i n g  the Army ’s  ra i l repa ir and rehab i l i tat i on 

‘Army Dep l oyment: BcLLcr Transportat ion P lann i ng Is Needed (GAO/NSIAD-87-138, June 18, 1987). 
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program and prov i d i ng po l i c y and gu i d ance for the procurement, 
d istr ibut ion, and storage of se l ected mater i a l s  and equ i pment needed to 
support ra i l out l oad i ng operat i ons. W e  a l s o i nterv i ewed off ic i a l s and 
obta i ned d o c uments  at other organ i zat i ons i n vo l v ed i n the repa ir and 
rehab i l i tat i on program, i nc l ud i ng the Department of Transportat i on’s  
Vo l p e  Nat i ona l  Transportat i on Sys t ems Center ( TSC) i n  Cambr i d ge, 
Massachusetts, and the Army  Corps of Eng i n eers’ Waterways Exper iment 
Stat i on i n V i cksburg, M i ss i s s i p p i .  

W e  a l s o rev i ewed DOD and Army  efforts to i dent i fy the types and n umbers 
of ra i l cars ava i l a b l e to support mob i l i z at i o n and dep l o yment. As  part of 
th i s effort, we  i nterv i ewed off ic i a l s and obta i ned d o c uments  at 
Headquarters, Department of the Army, and at MTMC.  We  a l so i nterv i ewed 
off ic i a l s and obta i ned ra i l i nventory data from TI’X, a ra i l car l eas i ng firm  
owned by  the c ommerc i a l  ra i l roads, and e i ght ma j o r U.S. commerc i a l  
ra i l roads. Accord i n g to a ‘I TX study, these n i ne c ompan i e s  own 
approx imate l y  90 percent of the nat i ona l  i nventory of ra i l f l atcars norma l l y  
u s ed for transport i ng m i l i t ary veh i c l e s. 

W e  conducted our rev i ew from December  1990 to September 1992 i n 
accordance w ith genera l l y  accepted government aud i t i ng standards. W e  
obta i ned c ommen t s  on a draft of th i s report from the Departments of 
Defense and Transportat i on and i ncorporated t h em in the report where 
appropr iate. The i r c ommen t s  are repr inted i n the ir ent irety i n append i x es I 
and II. 
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Ser ious Ra il Def ic ienc ies 

Dur ing Operat i on Desert Sh ie l d, the s ix mob i l i zat i on stat ions we v is ited 
l oaded and moved un it equ i pment to des i gnated ports of embarkat i on 
with in the t ime frames a l l otted. The ir success was a i ded by the genera l l y 
sma l l er sca l e and l onger t ime frames assoc i ated with Operat i on Desert 
Sh ie l d than those prev ious l y expected for a fu l l mob i l i zat i on and 
dep l oyment, or those that cou l d eas i l y occur in future reg iona l conf l i ct 
dep l oyments. Neverthe l ess, deter iorated track and other assoc i ated ra i l 
fac i l i t ies at mob i l i zat i on stat ions constra i ned ra i l out l oad i ng operat i ons 
dur i ng Operat i on Desert Sh ie l d and resu lted in the suspens i on of ra i l 
operat i ons at two mob i l i zat i on stat ions. 

Desert Sh ie l d D id Not The ra i l out l oad i ng act iv it ies requ i red for mob i l i zat i on and dep l oyment 

Stress the U.S. Ra i l  
Network 

dur i ng Desert Sh ie l d were genera l l y l ess extens i ve than those that wou l d 
have been requ i red for e ither a fu l l mob i l i zat i on and dep l oyment or those 
that m ight be requ i red in response to future reg iona l conf l i cts. On l y the 
equ i va l ent of about 6 of the 11 act ive Army d iv i s i ons based in the 
cont inenta l Un ited States dep l oyed dur i ng Desert Sh ie l d, and no Nat iona l  
Guard d iv i s i ons were dep l oyed. Substant ia l  U.S. forces were dep l oyed from 
Germany i nstead of the Un ited States, but reduct i ons to U.S. forces 
stat ioned in Europe are l ike ly to reduce the number of these that wi lI be 
ava i l ab l e in the future. In add it i on, the dep l oyment for Operat i on Desert 
Sh ie l d was stretched out over a per i od of a lmost 6 months. 

A lthough out l oad i ng cond it i ons var ied at the insta l l at ions we v is ited, most 
were operat i ng at leve ls genera l l y l ess demand i n g than those p l anned for a 
fu l l mob i l i zat ion. For examp l e, at Fort Benn i ng, the fu l l mob i l i zat i on p l an 
ca lIs for dep l oy i ng a l l 2 6 act ive duty un its stat ioned there, mob i l i z i ng 107 
reserve un its, and dep l oy i ng 49 of these reserve un its, a l l w ith in 30 days of 
mob i l i zat i on not if icat ion, Dur i ng Desert Sh ie l d, 24 act ive duty un its were l  

dep l oyed, 41 reserve un its were mob i l i zed, and 20 reserve un its were 
dep l oyed over a 140-day per iod. 

Operat i on Desert Sh ie l d may a l so have been less demand i n g than potent ia l  
future reg iona l conf l i cts m ight be due to factors such as (1) the 
overwhe lm i ng internat iona l and Un ited Nat i ons support for the war, 
inc l ud i ng the contr ibut ion of substant ia l  non-U.S. forces; (2) the U.S. 
ab i l i ty to wage th is war from an a l l i ed country with a we l l  deve l oped 
log ist ica l base; (3) the Iraq i dec i s i on not to cont i nue its in it ia l advance 
beyond the Kuwa it i -Saud i  Arab i an border; and (4) the absence of 
res i stance dur i ng the near ly Q-month bu i l dup and dep l oyment of coa l i t i on 
forces. 
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T h e  need for c ommerc i a l  transportat ion assets i n the cont i nenta l  Un i ted 
States was  therefore l e ss dur i ng Operat i on Desert Sh i e l d  than that wh i c h  
m i g ht occur i n a s im i l a r future dep l o yment. DOD off ic i a l s to l d u s  that the 
operat i on’s  transportat ion requ i rements d i d not d i srupt c ommerc i a l  
act i v i t i es i n the Un i ted States, and off ic i a l s at a l l  but one of the mob i l i z at i o n 
stat i ons we  v i s i ted to ld u s  that the d eman d  for c ommerc i a l  ra i l  cars to 
transport Army  equ i pment to ports d i d not exceed the ava i l a b l e supp l y  at 
the t im e  they were needed. 

Deter i orated Ra i l  Desert Sh i e l d  out l oad i ng operat i ons were constra i ned b y  deter iorated ra i l 

Fac i l i t i es Constra i n ed 
fac i l i t i es at four of the s i x  mob i l i z at i o n stat i ons we  v i s i ted. At two 
mob i l i z at i o n stat ions--Fort Campbe l l  a nd Fort Stewart-the i nsta l l at i on ra i l 

Out l oad i n g Operat i o ns l i n es were temporar i l y  c l o sed a s  the resu lt of dera i lments and poor track 
cond i t i ons, and ra i l out l oad i ng operat i ons were s l owed at others. For 
examp l e ,  dra i nage prob l ems at Fort B l i s s  forced tra ins carry i ng equ i pment 
for Operat i on Desert Sh i e l d  to use tracks that were under water i n p l aces, 
and tra ins at th i s i nsta l l at i on were restr icted to s l ow speeds s o  a s  to avo i d  
dera i lments. 

Ra i l  Prob l ems at Fort 
Campbe l l  Restr icted 
Dep l o yment 

Fort Campbe l l ,  Kentucky, i s the h ome  stat i on for the 1O lst A irborne 
D i v i s i o n (A irmob i l e). T h e  1 O lst was  an ear l y dep l o y i n g un it dur i ng Desert 
Sh i e l d  and i s l i ke l y to have a s im i l a r ro le i n future conf l i cts. Mob i l i z at i o n 
p l a ns for Fort Campbe l l ,  wh i c h  i s l ocated more than 750 m i l e s  from its 
des i g nated embarkat i o n port of Jacksonv i l l e , F l or i da, ca l l  for h eavy 
re l i ance on the use of c ommerc i a l  ra i l  a n d truck transport. Fort Campbe l l  
i s connected to a c ommerc i a l  ra i l  ma i n l i n e  at Hopk i nsv i l l e , Kentucky, b y  
approx imate l y  22 m i l e s  of DOD-owned  and -operated track. 

Wh e n  we  v i s i ted Fort Campbe l l  i n Marc h  199 1, the track on th i s 22m i l e  l  

branch l i ne had deter iorated to the po i nt that it wa s  v irtua l l y unusab l e. 
S ome  of the ra i l wa s  manufactured around 1900 or ear l i er and was  too 
l i ght to e ither meet  current Army  standards or support the l o ads expected 
dur i ng mob i l i z at i on. Severa l  br i dges were i n vary i ng states of d isrepa ir, 
ma n y  cross t i es were rotten, and ra i l road sp i k e s and t ie p l ates secur i ng the 
ra i l s to cross t i es were often e ither l o ose or m i ss i n g. Tra i n s p eeds over th i s 
track were restr icted to 10 m i l e s  per hour or l ess. Insta l l at i on off ic i a l s to l d 
u s  that they were re l uctant to use a recent l y rece i ved 1204on l o comot i v e 
for fear of track breakage. T h e y  a l s o sa i d  that the l oca l  c ommerc i a l  ra i l road 
proh i b i ts its eng i n es from operat i ng on Fort Campbe l l  track because of the 
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poor track cond i t i ons. F i gures 2.1,2.2, and 2.3 i l l ustrate the track 
cond i t i o ns we  found at Fort Campbe l ! . 

F l gure 2.1: Rotten Crow T ier and 
Unsupported Ra i l s at Fort Campbe l l  

4 
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F i gure 2.2: Rottm Crow T lmr and 
Unattached T l o P lato at Fort Campbo l l  
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F l gure 2.3: Deter lorated Br idge (Bu i lt in 
1905) on the Fort Campbe l l  Ra i l  L i ne 

Whe n  the 1O lst was  not if i ed to prepare for Desert Sh i e l d  dep l o yment, Fort 
Campbe l l ’s  transportat ion off icer i n formed the d i v i s i o n c ommand e r  that 
the ra i l s y s t em was  l i ke l y to fa i l  a n d r e c ommend e d  aga i nst us i n g it to 
dep l o y the d i v i s i on. Fort Campbe l l  off i c i a l s to l d u s  that the d i v i s i o n 
c ommand e r  dec i d ed to move  the 1O lst to Jacksonv i l l e  pr imar i l y b y  dr i v i ng 
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i ts equ i pment on pub l i c  h i g hways and b y  us i n g c ommerc i a l  trucks. T h e  
d i v i s i o n thus drove mu c h  of its equ i pment about tw i ce a s  far on pub l i c  
h i g hways as  i s perm itted under Army  po l i cy. Of the 1,07 1 ra i l cars 
subsequent l y  u sed to dep l o y mu c h  of the d i v i s i o n’s  support equ i pment, 
794 were l o aded approx imate l y  22 m i l e s  away  near Hopk i n sv i l l e  s o  a s  to 
avo i d  us i n g the Fort Campbe l l  tracks. 

Wh e n  the d i v i s i o n began return ing its equ i pment by  ra i l after Operat i on 
Desert Storm, poor track cond i t i o ns at Fort Campbe l l  c a u sed a ser i es of 
e i ght dera i lments and resu l ted i n the c l osure of th i s l i ne pend i n g ma j o r 
repa irs. Cons i der i n g the prob l ems encountered i n return ing th i s 
equ i pment, we  be l i e ve the ra i l l i ne wou l d  h ave fa i l ed dur i ng out l oad i ng 
operat i ons had the Army  used it a s  p l a nned to dep l o y for Operat i on Desert 
Sh i e l d. 

In add i t i on, the poor cond i t i on of the Fort Campbe l l  ra i l  l i ne m i g ht have 
had more far-reach ing c onsequences had severa l  favorab l e cond i t i o ns not 
been present dur i ng the 1O lst A irborne D i v i s i o n’s  road march  to 
Jacksonv i l l e . 

l Fort G i l l em, Georg i a, prov i ded a conven i e nt ha l fway stop for the d i v i s i o n 
to rest overn i ght and eat, and a reserve c omponent  ma i n t enance batta l i on 
was  on act i ve duty there to serv i ce a ny veh i c l e s need i n g repa irs. 

l T h e  d i v i s i o n had been i s sued ma n y  n ew whee l e d  veh i c l e s short l y before 
Desert Sh i e l d, resu l t i ng i n a m i n im um of breakdowns. 

l As a l i ght a i r-mob i l e d i v i s i on, the 1O lst had few heavy, tracked, or other 
veh i c l e s that cou l d  not be dr i ven on pub l i c  h i g hways.’ 

l Fort Campbe l l  wa s  ab l e to obta i n more than 500 c ommerc i a l  tractor tra i ler 
trucks to he l p mo v e  the d i v i s i o n’s  equ i pment. Fort Campbe l l  
transportat ion off ic i a l s to l d u s  it wa s  h i gh l y un l i k e l y that these wou l d  h ave 
been ava i l a b l e had Desert Sh i e l d  d ep l o yments not been l im i ted i n s c o pe 
and spread over severa l  mont h s  s o  that other i nsta l l at i ons were not a 
compet i n g  for the use of these trucks. 

Ra i l  L i ne Co l l apse at Fort 
Stewart 

L i e the 1O lst A irborne, the 24th Mecha n i z e d  Infantry D iv i s i on, based at 
Fort Stewart, Georg i a, was  a l s o an ear l y dep l o y i n g un it dur i ng Desert 
Sh i e l d. It was  a l s o one of the f irst to out l oad l arge n umbers of heavy 
tracked veh i c l e s b y  ra i l. Th i s  d i v i s i o n’s  des i g nated port of embarkat i o n was  
nearby Savannah, Georg i a. 

‘Heavy equ i pment stored at Fort Campbe l l  for Army Nat iona l  Guard un its was not dep l oyed. 
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Army off ic i a l s a cknow l e d ged that the ra i l road tracks at Fort Stewart were 
i n very poor cond i t i on due to years of deferred ma i n t enance and neg l ect. A  
Fort Stewart transportat ion off ic i a l  to l d u s  that Fort Stewart had no 
ongo i n g ra i l ma i n t enance and i nspect i on program pr ior to Desert Sh i e l d. 
T o  mo v e  the 24th Mecha n i z e d  D i v i s i o n’s  equ i pment, tra in s p eeds were 
restr icted to 10 m i l e s  per hour or l ess. 

T h e  cond i t i on of Fort Stewart’s  a l ready bad l y  deter iorated tracks worsened 
dur i ng Operat i on Desert Sh i e l d  out l oad i ng unt i l  th i s l i ne had to be c l o sed 
for emergenc y  repa irs between October 1990 and February 199 1. Nat i ona l  
Guard un i ts dep l o y i n g h e avy equ i pment from Fort Stewart to the Nat i ona l  
Tra i n i ng Center a s  part of Operat i on Desert Sh i e l d  were consequent l y  
forced to mo v e  by  h i g hway to off-post c ommerc i a l  ra i l  fac i l i t i es i n order to 
l oad the ir equ i pment onto ra i l cars. 

Conc l u s i o n s We  be l i e ve that the genera l l y  poor cond i t i on of ra i l fac i l i t i es at Army  
mob i l i z at i o n stat i ons threatens the Army ’s  ab i l i ty to rap i d l y mo v e  
equ i pment to ports, and i s l i ke l y to adverse l y  affect any future dep l o yment 
un l e ss the Army  soon repa irs and rehab i l i tates these fac i l i t i es, or f i nds 
su i tab l e a l ternat i ves. 

Agenc y  C omme n ts In c omment i n g  on th i s report, DOD agreed that ra i l cond i t i o ns at Army  
insta l l at i ons have deter iorated over the past 40 years and that poor track 
cond i t i o ns at the mob i l i z at i o n stat i ons we  v i s i ted constra i ned Operat i on 
Desert Sh i e l d  out l oad i ng. 
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Deter iorat ing ra i l fac i l i t ies at Army mob i l i zat i on stat ions have been a 
l ong-stand i ng prob l em, and the Army has acknow l edged that these 
fac i l i t ies need repa ir and rehab i l i tat ion. However, the Army’s program to 
rehab i l i tate these fac i l i t ies has had on l y l im ited success s i nce its i ncept ion 
in f isca l year 1986: on l y one mob i l i zat i on stat ion repa ir pro ject had been 
comp l eted by m id- 199 1. Our rev i ew d isc l osed numerous prob l ems with 
FORSCOM’S management of the program. We  a lso found that the mer its of 
the program’s h i ghest pr ior ity and most expens i ve ra i l rehab i l i tat ion 
pro ject, at Fort Campbe l l ,  are quest i onab l e. 

Army Ra i l  
Deter i orat i on Is a 
Long-Stand i ng 
Prob l em 

Bad l y deter iorated ra i l cond i t i ons at mob i l i zat i on stat ions are the resu lt of 
over 40 years of system ic neg lect. In 1983 and aga i n in 1987, we reported 
on prob l ems with track cond it i ons, the abandonment of feeder l i nes to 
mi l i tary insta l l at ions by commerc i a l  ra i l roads, and the potent ia l  impact on 
insta l l at ion out l oad i ng capab i l i ty.’ At least 5 of the 16 mob i l i zat i on stat ions 
we v is ited as part of our 1987 rev i ew had def ic i enc ies l i ke ly to prevent 
p l anned mob i l i zat i on and dep l oyment out l oad i ng operat ions. As descr i bed 
in chapter 2 of th is report, these cond it i ons were l itt le improved in 
September 199 1 when we comp l eted our v is its to mob i l i zat i on stat ions for 
th is rev iew. 

Army In it iated Ra i l  In 1986, the Army des i gnated FORSCOM to act as its execut i ve agent to 

Rehab i l i tat i on Program 
manage ra i l fac i l i ty repa ir and rehab i l i tat ion pro jects at mob i l i zat i on 
stat ions. The FORSCOM Rai l  Ma i ntenance Program (FORMAP) was in it ia l ly to 

i n 1 9 8 6 spend about $140 mi l l i on dur i ng f isca l years 1986 through 1992. By f isca l 
year 199 1, more than $47 mi l l i on had been appropr iated, and the Army 
p l anned to spend $137 mi l l i on more through f isca l year 1997 at 31 
mob i l i zat i on stat ions. S ince Operat i on Desert Sh ie l d, a DOD study has 
proposed add it i ona l expend i tures for improvements to ra i l fac i l i t ies. 

In 1986, FOHSCOM entered into an arrangement with the Department of 
Transportat i on’s Vo l pe Nat iona l  Transportat i on Systems Center to prov i de 
techn ica l, admin istrat ive, and program management of FORMAP. TSC, i n 
turn, contracted for des i gn support with an arch itectura l and eng i neer i ng 
f irm we l l  k nown for its techn ica l  expert ise on ra i l road pro jects, and 
p l anned to make repa irs us i ng add it i ona l contractors. 

‘Federa l Act ions Needed to Reta in Essent ia l Ra i l Serv ice (GAO/PLRD-83-73, May 20, 1983) and Army 
Dep loyment: Better Transportat ion Plann ing 1~ Needed (GAO/NSIAD-87-138, June 18, 1987). 
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FORSCOM’S arrangement w ith TSC was i ntended to prov i de a so l ut i on to 
prob l ems the Comma n d  had prev i ous l y exper i e nced i n spend i n g funds for 
repa ir pro j ects dur i ng the s ame  year the funds were appropr i ated. 
Operat i ons and ma i n t enance funds not ob l i g ated for expend i ture b y  the 
end of the f i sca l  year i n wh i c h  they are appropr i ated genera l l y  mus t  be 
returned to the U.S. Treasury. S i n c e  TX  operated on a revo l v i ng fund 
bas i s 2 FORSCOM cou l d  ob l i gate FORM appropr i at i ons b y  advanc i n g t h em 
to TSC, and TSC cou l d  then draw on t h em as needed to fund repa ir pro j ects 
w ithout concern for when  they were appropr i ated. In effect, th i s a l l owed 
FORSCOM to bank its FORMAP fund i ng and spend it on repa ir pro j ects a s  
needed rather than b y  the end of the year i n wh i c h  it wa s  appropr i ated. 

F ew Repa i r s Hav e  
Bee n  Ma d e  Under 
FORMAP 

Although FORSCOM had rece i ved over $47 m i l l i o n i n fund i ng for FORMAP 
and forwarded more than $25 m i l l i o n to TSC, b y  m id- l  9 9 1 very l itt le 
progress had been ma d e  toward ach i e v i n g the program’s ob j ect i ves. As  of 
June 199 1, track repa ir pro j ects (other than emergenc y  repa irs) had been 
comp l e t ed on l y  at Fort Carson, Co l orado, and on l y  3 of the 30 other 
i nsta l l at i ons on the FORMAP l i st at that t im e  had started any repa ir work. 
S i n c e  Fort Carson d i d not dep l o y l arge act i ve Army  un i ts dur i ng Operat i on 
Desert Sh i e l d, FORMAP had v irtua l l y n o impact i n ready i ng ra i l fac i l i t i es for 
th i s dep l o yment. 

T h e  l im i ted progress of the ra i l rehab i l i tat i on program appears l arge l y 
attr ibutab le to a comb i n at i o n of FORSCOM mana g emen t  shortcom i ngs and 
techn i ca l  d i s putes w ith TSC. More spec i f i ca l l y, we  ident i f i ed (1) prob l ems 
w ith FORMAP’s d i rect i on and respons i b i l i t i es, (2) d i s agreements over ra i l 
repa ir des i gns, (3) program fund i ng red i rect i ons, and (4) i nadequate 
man a g emen t  and overs i ght of the process for d i sburs i ng FORMAP funds. 
T h e s e  prob l ems resu l ted i n program de l ays, add i t i ona l  costs, and genera l l y  
l im i ted program effect i veness. 4 

Unc lear Direct ion and 
Respons ib i l i t i es 

FORSCOM and TSC representat i ves s i g ned an i nteragency agreement i n 
March  1986 that estab l i s hed TSC a s  program manager for f i sca l  years 1986 
through 1993. Under the terms of th i s agreement, TX  was to prov i de 
FORSCOM with a program imp l ementat i o n p l an i n response to a statement 
of work to be deve l o ped b y  FORSCOM. FORSCOM sent TSC a statement of 

2A lthough part of the Department of Transportat ion, TSC is funded pr imar i l y through funda it rece i ves 
for aerv i cea prov ided. Aa a l l owed by 49 USC. 328, funda advanced to TSC by customers are depos i ted 
into a work i ng cap ita l fund and then drawn down aa needed to fund TSC act iv it ies. Th i s statute prov i des 
that amounts depos i ted in th is fund are ava i l ab l e w ithout f isca l year l im itat ion. 
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work def i n i ng spec i f i c program requ i rements and respons i b i l i t i es i n M a y  
1986, and TSC began p l ann i ng, manag i n g , and imp l ement i n g  FORMAP 'S  
pro j ects. 

T h e  d i rect i on of the program then changed. Accord i n g to TSC and FORSCOM 
off ic i a l s, the FORSCOM Directorate of Log i st i cs, w ith support from the 
Eng i neer i n g D irectorate, or i g i na l l y tasked TSC to des i g n and imp l ement ra i l 
repa i rs to meet  the m i n im um requ i rements for support i ng mob i l i z at i on. In 
1987, however, FORSCOM gave its Eng i neer i n g D irectorate i ncreased 
overs i ght respons i b i l i t y for the program. Advocat i n g a more extens i v e 
rehab i l i tat i on program that wou l d  meet  future Army  requ i rements and 
reduce track ma i n t enance requ i rements, the Eng i neer i n g D irectorate sent 
TSC a rev i sed statement of work. In add i t i on, FORSCOM 'S  pr ior it i zed l i st of 
mob i l i z at i o n stat i ons need i n g ra i l rehab i l i tat i on changed at l east f i ve t im e s  
from 1986 to 1991. 

It i s unc l ear whether FORSCOM and TSC ever reached agreement on the ir 
respect i ve FORMAP respons i b i l i t i es l i sted i n the rev i sed statement of work. 
TSC off ic i a l s to l d u s  they found the rev i sed statement of work unacceptab l e  
b ecause of the restr ict i ons it p l a ced on TSC ' s  ro le a s  program manager. 
FORSCOM and TSC records s h ow cont i nued d i s agreement over man a g emen t  
of the program unt i l  Apr i l  1988. A  FORSCOM off ic i a l  to l d u s  that FORSCOM 
a s s umed  TSC was in agreement w ith FORSCOM 'S  rev i sed statement of work 
after that date because no add i t i ona l  ob j ect i ons were rece i ved. TSC off ic i a l s 
to l d u s  they verba l l y  not if i ed FORSCOM of the ir cont i nued ob j ect i ons, but 
rece i ved no response and d i d not pursue the matter further through off ic i a l  
correspondence. A  statement of work s i g ned b y  both part i es was  never 
sought or obta i ned. FORSCOM and TSC off ic i a l s st i l l  d i s agree whether they 
reached agreement on the statement of work. 

Des i gn D isputes 
4 

FORSCOM 'S  Eng i neer i n g D irectorate s imu l t aneous l y  began to quest i on TSC ' s  
eng i neer i ng j u dgment, and d i sputes over repa ir des i g ns ensued. FORSCOM 
then contracted w ith the Army  Corps of Eng i n eers to reassess the repa irs 
needed at mob i l i z at i o n stat i ons and to eva l uate the adequacy of TSC 
eng i neer i ng des i gns. 

Subsequent FORSCOM rev i s i ons to TSC des i g ns often occurred re l at i ve l y l ate 
i n the des i g n process, caus i n g i n creased costs due to s i gn i f i cant rework i ng 
of eng i neer i ng and arch itectura l  draw i ngs and p l ans. T h e  more substant i a l  
a nd expens i v e  track repa irs des i red b y  FORSCOM eng i neers a l s o i n creased 
pro j ect costs. For examp l e ,  TSC or i g i na l l y p l a nned to rehab i l i tate the ra i l 
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fac i l i t ies at Fort Campbe l l  by 1988 at a tota l cost of about $7.6 mi l l i on. 
Management and des ign d isputes, however, de layed th is pro ject’s start 
date unt i l late 199 1. Late in the des ign rev iew process, FORSCOM'S dec is ion 
to upgrade the s ize of rai l used increased costs by $4.2 mi l l i on, and 
add it iona l repa irs to br idges added another $1.6 mi l l i on. These and other 
changes increased the tota l est imated cost of th is pro ject to over 
$16 mi l l i on. As of March 1992, actua l repair work at Fort Campbe l l  was 
st i l l pr imar i ly l im ited to rai l and s id ing repa irs on the insta l lat ion itse lf. 

TSC labor, overhead, and other costs a lso increased as a resu lt of the 
eng ineer ing d isagreements. The percentage of these costs to tota l program 
costs increased as TSC cont inued to charge overhead for personne l 
ass igned to the program whi le await ing FORSCOM'S rev iew of des igns and 
reso lut ion of eng ineer ing d isputes. Although by 1990 FORSCOM had dec ided 
to terminate its re lat ionsh ip with TSC and instead contract rai l repa irs 
through the Army Corps of Eng ineers, no formal not if icat ion of 
terminat ion was g iven to TSC. TSC thus cont inued to charge FORSCOM for 
these expenses whi le FORSCOM approved l itt le actua l repair work, and the 
program gradua l ly ground to a ha lt. 

TSC labor, overhead, and other charges for some years were a h igh 
percentage of program costs. For examp le, dur ing f isca l year 1990, these 
costs accounted for $72 1,2 12 ,oor more than 90 percent of the $798,429 
FORMAP tota l cost for that f isca l year. For f isca l years 1986 through 199 1, 
these costs averaged more than 23 percent of the tota l program cost. 

Redirect ion of F’unds Redirect ion of FORMAP funds by both IWRSCOM and ind iv idua l mob i l i zat ion 
stat ions further weakened the program’s effect iveness. Because FORMAP i s 
funded through operat ions and ma intenance budget accounts, the Army 
can red irect these funds to other purposes. FORSCOM frequent ly red irected A 
FORMAP funds for such th ings as env ironmenta l c leanup, ut i l ity costs, and 
un it tra in ing. Ind iv idua l mob i l i zat ion stat ion commanders a lso frequent ly 
red irected FORMAP funds to cover costs assoc iated with, among other 
th ings, da i ly base operat ions, bu i ld ing ma intenance, and repa irs to 
insta l lat ion ut i l it ies. 

By mid- l 990, FORSCOM had red irected at least $16.1 mi l l i on of the 
$34.5 mi l l i on it had rece ived for FORMAP s ince f isca l year 1986. For 
examp le, dur ing f isca l year 1989 FORSCOM red irected $4.7 mi l l i on of the 
$11.4 mi l l i on it rece ived in program funds. Dur ing f isca l year 1990, the 
entire $9.8 mi l l i on in FORMAP fund ing rece ived was red irected to 
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env i r onmenta l  c l e anup work and for act i v i t i es assoc i a ted w ith Operat i on 
Desert Sh i e l d. Dur i ng l ate 199 1, FORSCOM began rep l ac i ng red i rected 
FORMAP funds w ith unused Operat i on Desert Storm funds, return ing a l l  but 
$1.6 m i l l i o n b y  October 199 11 

Weak  Overs i ght and 
Management of Program 
F u n d s  

Inadequate FORSCOM overs i ght and man a g emen t  of the process for 
d i sburs i ng FORMAP funds a l s o h ampered the program’s effect i veness. TSC 
subm i tted month l y  f i nanc i a l  reports to FORSCOM that reported ava i l a b l e 
fund i ng and expend i tures. However, when  we  began our f i e l dwork at 
FORSCOM i n  ear l y 199 1, FORSCOM off ic i a l s cou l d  not exp l a i n  what was  
i nc l u ded i n ma n y  of the fund i ng expend i ture categor i es l i sted i n these 
reports, or the spec i f i c purpose for wh i c h  certa i n funds were be i n g 
expended. As  of March  1992, FORSCOM st i l l  c ou l d  not reconc i l e  about 
$1.3 m i l l i o n i n FORMAP expend i tures w ith TSC records. 

A l though FORSCOM had ma j o r eng i neer i ng d i s agreements w ith TSC b y  ear l y 
f i sca l  year 1988, the Comma n d  cont i nued to advance near l y a l l  p rogram 
funds to TX  unt i l  at l east f i sca l  year 199 1, b y  then accumu l a t i n g  near l y 
$11 m i l l i o n i n unexpended funds. On at l east one occas i o n, the Comma n d  
forwarded funds to TSC over the ob j ect i on of the FORSCOM off ic i a l  
respons i b l e  for cert ify i ng the appropr i ateness of the ir expend i ture. T h e  
ob j ect i on occurred because no spec i f i c purpose for expend i n g these funds 
had been ident if i ed. 

Wh i l e  th i s process i n effect converted annua l  FORMAP appropr i at i ons into 
mu l t i y ear funds, it a l s o requ i red the ir cont i nued expend i ture through TX. 
Accord i n g to FORSCOM off ic i a l s, FORSCOM was unab l e  to retr ieve these 
funds because unspent fund i ng or i g i nat i ng i n pr ior s i ng l e-year 
appropr i at i ons mus t  be returned to the Treasury. FORSCOM therefore had to 
e ither return the $11 m i l l i o n to the Treasury or cont i nue us i n g TSC desp i te 
man a g emen t  and eng i neer i ng d i s agreements. FORSCOM dec i d ed to reta in 
TSC to comp l e t e the Fort Campbe l l  ra i l  repa ir pro ject, but to use the Army  
Corps of Eng i n eers for mos t  other pro j ects. 

Prob l em s  W ith the Fort Repa i r and rehab i l i tat i on of the Fort Campbe l l  ra i l  l i ne h a s been FORMAP ' s  

Campbe l l  P ro ject 
h i ghest pr ior ity and mos t  expens i v e  repa ir pro j ect s i n ce the program’s 
i ncept i on i n 1986. Fort Campbe l l  repa i rs cont i nue to be affected b y  
prob l ems assoc i a ted w ith FORSCOM 'S  mana g emen t  of the program and 
eng i neer i ng d i s putes w ith TSC. FORSCOM a l s o d i d not adequate l y  cons i der 
severa l  potent i a l l y l e ss expens i v e  ra i l - l oad i ng a l ternat i ves before dec i d i n g 
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to ma k e  these repa irs. Furthermore, it appears that the pro ject, a s  
present l y des i gned, w i l l  not resu lt i n a ra i l - l oad i ng capab i l i t y adequate to 
meet  e ither peacet ime or mob i l i z at i o n needs. 

Fort Campbe l l ’s  ra i l fac i l i t i es are c ompo s e d  pr imar i l y of 10 ra i l - l oad i ng 
ramps, 17 m i l e s  of on-post track and s i d i ngs, and a 22-m i l e  branch l i ne 
connect i n g the i nsta l l at i on w ith a ma i n  c ommerc i a l  ra i l  l i ne at Hopk i nsv i l l e . 
T h e  abandonment of branch l i n es s i n ce the 1960s c l o sed a l l  other a c c e s s  to 
ma i n  c ommerc i a l  ra i l  l i n es and forced DOD to purchase th i s branch l i ne 
dur i ng the 1980s for a tota l of about $523,000. 

Emerg e n c y  repa irs to th i s branch l i ne i n 1986 and 1989 cost FORMAP more 
than $2 m i l l i o n, and, a s  prev i ous l y d i s cussed, the pro j ect’s  tota l cost i s n ow 
est imated to exceed $16 m i l l i o n. A s  of March  1992, on l y  about $4 m i l l i o n 
for repa irs to the track on Fort Campbe l l  i tse lf had been spent, and p l a ns 
for br i dge repa i rs on the l i ne to Hopk i n sv i l l e  h ad yet to be reso l ved. 
Accord i n g to a Fort Campbe l l  off ic ia l , the State of Kentucky i s a l s o n ow 
p l ann i ng to construct a n ew four- lane h i g hway that w i l l  i ntersect th i s ra i l  
l i ne, creat i ng a greater potent i a l  for acc i denta l  co l l i s i o ns between tra ins 
and h i g hway traff ic. 

Less Expens i ve Ra i l -Load i ng FORSCOM p l anned to repa ir Fort Campbe l l ’s  tracks w ithout adequate l y  
Alternat ives Were Not eva l uat i ng other l e ss expens i v e  ra i l out l oad i ng a l ternat i ves. For examp l e ,  
Adequate l y Rev i ewed FORSCOM d i d not f irst study a l ternat i ves s u c h  a s  l oad i ng m i l i t ary equ i pment 

on ra i l cars at nearby s i tes i n Hopk i n sv i l l e  (about 22 m i l es); Nashv i l l e , 
T e n n e s s e e  (65 m i l es); or other s i tes l ocated a l o ng the c ommerc i a l  
ma i n l i n e. T h e s e  opt i ons m i g ht have e l im i nated the need to operate and 
ma i nta i n  an expens i v e  ra i l l i ne to Fort Campbe l l  itse lf. 

Beca u s e  of the poor cond i t i on of the Fort Campbe l l  track, a pr i vate l y A  
owned l oad i ng s i te on the ma i n l i n e  near Hopk i n sv i l l e  wa s  used to l oad 794 
of the 1,071 ra i l cars used dur i ng Operat i on Desert Sh i e l d. Near l y a l l  of the 
10 1 st A irborne D i v i s i o n’s  veh i c l e s, except a sma l l  amount  of eng i neer 
equ i pment, cou l d  mo v e  themse l v e s  b y  road to th i s or s im i l a r l oad i ng s i tes. 
T h e  rema i nder (tracked or heavy veh i c l es) cou l d  be mo v e d  b y  c ommerc i a l  
truck to e ither l oad i ng s i tes or the port of embarkat i on. On l y  a sma l l  
amount  of Army  Nat i ona l  Guard heavy or tracked equ i pment i s current l y 
l ocated at Fort Campbe l l .  

Suc h  a l ternat i ves m a y  be mu c h  l e ss expens i v e  than repa ir i ng or bu i l d i ng 
DOD-owned  fac i l i t i es. For examp l e ,  i n 1988 the Army  rented the l oad i ng 
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s ite near Hopk insv i l l e for use by Fort Campbe l l  at a cost of 50 cents per 
rai l car per day used, with a max imum cost of $5,000 per year, renewab l e 
unt i l Ju ly 1993. Th is s ite conta i ns two load i ng ramps and more than a mi le 
of track. 

-- -..-_ - .-.. -_---_- 
Project Comp let ion May Not Even if comp leted, FOHSCoM's p l a nned $16 mi l l i on pro ject at Fort 
Resu lt in Adequate Campbe l l  may not resu lt in a  ra i l - load ing capab i l i ty suff ic ient to meet e ither 
Rai l-Load ing Capab i l i ty at peacet ime or mob i l i zat ion needs. 

Fort Campbe l l  The Fort Campbe l l  l i ne is connected to the ma in l i ne by 1 mi le of 
i nterchange track in Hopk insv i l l e. Th is track l imits movement between the 
Fort Campbe l l  track and the ma in l i ne to f ive 89-foot cars at a t ime. Its use 
b l ocks traff ic o n ma i n Hopk insv i l l e streets, requ ires at least one Army and 
one commerc ia l  sw itch ing locomot ive, is very t ime-consum ing, and 
invo lves other l im it ing factors such as revers ing tra in d irect ion twice over 
two separate track switches. A 1984 Transportat ion Eng i neer i ng Agency 
study conc l uded that th is i nterchange is i n adequate to meet e ither 
peacet ime exerc ise or mob i l i zat ion rai l n eeds at Fort Campbe l l . 

FOHScOM's p l ans for rehab i l i tat ing Fort Campbe l l  track do not address the 
Hopk insv i l l e i nterchange prob l em. We  found, however, that the 
commerc ia l  ra i l road had subm itted a pre l im inary proposa l  to the Army in 
1 990 with two a lternat ives for bypass i ng the Hopk insv i l l e i nterchange at an 
est imated add it i ona l cost of between $2 mi l l i on a nd a lmost $7 mi l l i on, 
depend i n g on the a lternat ive se lected. A 1984 proposa l  by the Fort 
Campbe l l  D irectorate of Log ist ics suggested not repa ir ing 6  mi les of the 
22-mi l e branch l i ne to Hopk insv i l l e, but i nstead bu i l d i ng a  5-mi le 
connect i on d irect ly cross country to the commerc ia l  ma in l i ne at an 
est imated cost of about $6 mi l l i on. Army and TSC off ic ia ls i nvo l ved in the 
Fort Campbe l l  repa ir pro ject acknow l edged that th is was by far the most 
des irab le, and probab l y the most cost-effect ive, method for reach i ng the A 
ma in l i ne. 

However, such proposa l s were not adequate l y cons i dered by the Army 
because as n ew construct ion, they wou l d have requ ired fund i ng out of the 
mi l itary construct ion account rather than the operat i ons and ma i ntenance 
account. A FORSCOM off ic ia l to ld us that mob i l i zat ion-re lated pro jects 
compet i ng for mi l itary construct ion fund i ng are a lmost never funded when 
they must compete aga i nst mi l itary construct ion pro jects des i gned to meet 
immed iate peacet ime needs at insta l l at ions. For examp l e, Fort Campbe l l  
never forma l ly subm itted the Log ist ics Directorate’s rai l pro ject to 
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FORSCOM for fund i ng because other pro j ects were g i v en a h i gher pr ior ity. 
Beca u s e  FORMAP was  funded ent ire l y out of the operat i ons and 
ma i n t enance account, FORSCOM approached a l l  FORMAP pro j ects w ith a v i ew 
on l y  toward repa ir i ng ex i st i ng fac i l i t i es. L itt le cons i derat i on was  therefore 
g i v en toward n ew construct i on, even at Fort Campbe l l  where it wa s  c l ear l y 
cons i d ered the mos t  des i rab l e so l ut i on. Th i s  pro j ect’s  des i g n therefore 
appears to have been determ i ned more by  fund i ng ava i l ab i l i ty than b y  
cost-effect i ve des i g n or mob i l i z at i o n and dep l o yment needs. 

Choos i n g  an a l ternat i ve that e ither i n vo l v es dep l o yment l oad i ng d i rect l y on 
the ma i n l i n e  or b y p a s s e s  the Hopk i n sv i l l e  i nterchange i s l i ke l y to resu lt i n 
s i gn i f i cant l ong-term sav i n g s to the Army. For examp l e ,  s u c h  so l ut i ons 
m i g ht a l l ow d irect a c c e s s  to Fort Campbe l l  b y  c ommerc i a l  l o comot i v es, 
thus avo i d i n g substant i a l  Army  costs assoc i a ted w ith purchas i ng, 
operat i ng, and ma i nta i n i n g l o c omot i v e s and other equ i pment, a s  we l l  a s  
personne l -re l ated costs. Beca u s e  of the branch l i ne’s  poor cond i t i on, the 
c ommerc i a l  ra i l road current l y proh i b i ts its eng i n es from operat i ng on it. 
W e  noted that the Army  has recent l y purchased two large rebu i l t 
l o c omot i v e s for Fort Campbe l l  at a cost of $449,000 and i s refurb i sh i ng 
fac i l i t i es i n wh i c h  to house and ma i nta i n  them. At most  other Army  
mob i l i z at i o n stat i ons, c ommerc i a l  ra i l road l o c omot i v e s c ome  d irect l y onto 
i nsta l l at i on s i d i n gs to form tra ins and mo v e  t h em to ports. 

Conc l u s i o n s Although the Army  has prov i ded more than $47 m i l l i o n i n fund i ng for 
FOR~IAP s i n ce f i sca l  year 1986, few ra i l improvement pro j ects have been 
comp l e ted. T h e  pro j ects have been de l a yed and sub j e cted to i ncreased 
costs l arge l y a s  the resu lt of prob l ems w ith FORSCOM’S  mana g emen t  of th i s 
program. Chang e s  i n program d irect ion, d i s agreements w ith TSC, fund i ng 
red i rect i ons, i neffect i ve overs i ght and man a g emen t  of program funds, and 
other prob l ems have l im i ted the program’s effect i veness. A  

Ma n y  quest i o ns rema i n  regard i ng the l ong-term su itab i l i ty and 
cost-effect i veness of FORMAP p l ans to rehab i l i tate ra i l fac i l i t i es at Fort 
Campbe l l .  FORSCOM has d i rected its eng i neer i ng efforts toward 
rehab i l i tat i on of the ex i st i ng ra i l l i ne w ithout suff i c i ent l y cons i der i ng l e ss 
expens i v e  a l ternat i ves. Moreover, the Fort Campbe l l  pro j ect w i l l  not 
r emove a ma j o r imped iment to ra i l out l oad i ng operat i ons un l e ss it 
addresses the Hopk i n sv i l l e  i nterchange prob l em. 
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Chapter 3  
Ra i l  Rehab i l i t at i on Pro g r am Has  Ma d e  
L im i ted Progress 

Recommend a t i o n s  We  r e c ommend  that the Secretary of the Army  take act i ons to improve the 
ra i l rehab i l i tat i on program. Beca u s e  of the ser i ous program mana g emen t  
i s s ues we  ident if i ed, the Secretary shou l d  e ither (1) d irect Forces 
Comma n d  to improve its man a g emen t  of th i s program or (2) cons i der 
des i gnat i ng another organ i zat i on a s  its execut i v e agent for manag i n g  Army  
ra i l rehab i l i tat i on pro j ects. In part icu lar, the program’s d irect ion, fund i ng, 
cost-effect i veness, and genera l  accountab i l i t y need to be addressed. 

W e  a l s o r e c ommend  that the Secretary of the Army  suspend the Fort 
Campbe l l  pro j ect pend i n g a rev i ew of the ava i l a b l e a l ternat i ves for 
ach i e v i n g the ra i l - l oad i ng capab i l i t y needed b y  th i s i nsta l l at i on. Spec i a l  
attent i on shou l d  be d i rected at reso l v i ng the i nterchange prob l em that 
current l y restr icts Fort Campbe l l ’s  a c c e s s  to a ma i n  c ommerc i a l  ra i l  l i ne. 

Agenc y  C omme n ts In c omment i n g  on th i s report, DOD concurred w ith the f i nd i ngs d i s c ussed 
i n th i s chapter and w ith our recommendat i o n  that the Secretary of Army  
take act i ons to improve the ra i l rehab i l i tat i on program. DOD i n d i cated, 
however, that the Army  be l i e ves the ra i l ma i n t enance program can be 
rev i ta l i zed best through improvements i n FORSCOM 'S  mana g emen t  of the 
program rather than through des i gnat i ng another organ i zat i on a s  its 
execut i v e agent. 

DOD noted that FORSCOM has n ow near l y re imbursed the ra i l ma i n t enance 
program for red i rected funds and that FORSCOM has improved its ’ 
man a g emen t  of th i s program as a resu lt of Operat i on Desert Sh i e l d  and our 
rev i ew. DOD noted that FORSCOM has rea l i gned program execut i o n from TSC 
to the Army  Corps of Eng i n eers and that the Army  expects these changes 
w i l l  resu lt i n better man a g emen t  of the program and fac i l i tate its 
comp l et i o n, wh i c h  i s n ow schedu l e d for f i sca l  year 1994. 

DOD concurred w ith our recommendat i o n  regard i ng the Fort Campbe l l  ra i l  
s i tuat i on, stat i ng that reso l ut i on of th i s prob l em i s i ncreas i ng l y important 
s i n ce the Army  Strateg i c Mob i l i t y Program has estab l i s hed more aggress i v e 
dep l o yment t ime l i n e s  for un i ts dep l o y i n g from Fort Campbe l l .  
Consequent l y , beg i nn i n g i n the f irst quarter of f i sca l  year 1993, M TMC  i s  
schedu l e d to rev i ew the ent ire ra i l s i tuat i on at Fort Campbe l l  to determ i ne 
the mos t  eff ic i ent and effect i ve a l ternat i ves to meet  dep l o yment 
requ i rements, i nc l ud i ng the a l ternat i ves d i s c ussed i n th i s report. Pend i n g  
the comp l e t i o n of th i s rev i ew, wh i c h  i s expected dur i ng the th ird quarter of 
f i sca l  year 1993, the Army  wi l l  not award any n ew contracts for repa irs to 

l  
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Chapter 8  
Ba l l  Rehab i l i t at i on Pro g r am Ha e  Ma d e  
L im i ted Progress 

the Fort Campbe l l  branch l i ne. Ma j o r repa i rs to th i s l i ne begun i n f i sca l  
year 199 1 w i l l  cont i nue. 

T h e  Department of Transportat i on c ommen t e d  that th i s report accurate l y 
descr i bed TSC ' s  i n teract i ons w ith FORSCOM.  

4 
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Chapter 4 

DOD Has Not Determ ined the Number and Type 
of Ra il F latcars Ava i la b le for Dep loyment 

DOD has not accurate l y determ ined the s ize of the commerc i a l  ra i l f latcar 
f leet su itab le for support i ng dep l oyment. W ithout th is informat ion, the 
Army cannot deve l op mob i l i zat i on and dep l oyment p l ans that both meet 
requ i rements and are with in the capab i l i t i es of the U.S. transportat ion 
network. Our 1987 report a l so ident if ied th is prob l em. Accurate ana lys i s of 
the f latcar inventory is l i ke ly to become increas ing l y important because the 
number of f latcars of the type norma l l y used for carry ing mi l i tary 
equ i pment is rap id l y dec l i n i ng, and the Army is unprepared to use 
a lternat ive types. 

MTMC Efforts to 
Inventory F latcars 
Rema i n  Incomp l ete 

Our 1987 report po i nted out that MTMC had not performed an adequate 
ana lys i s to determ ine if the nat iona l ra i l car inventory was suff ic ient to 
meet DOD'S needs for mob i l i zat i on and dep l oyment. In response to th is 
report, DOD agreed that such an inventory was important and d irected 
MTMC to make a deta i l ed assessment of the commerc i a l  transportat ion 
sector’s capab i l i ty to support U.S. mob i l i zat i on requ i rements. 

MTMC subsequent l y performed two stud ies that together eva l uated the ra i l 
transportat ion assets ava i l ab l e to support dep l oyment. One study 
addressed heavy l ift f latcars (used for transport ing heavy equ i pment such 
as tanks),’ and the second study addressed a l l other commerc i a l  
transportat ion assets, inc l ud i ng other types of f latcars.2 MTMC off ic ia ls to ld 
us that chang i ng f latcar requ i rements have inva l i dated the f irst study’s 
conc l us i ons, and we found that the latter study conta i ned methodo l ogy 
prob l ems that led MTMC to overcount the number of f latcars ava i l ab l e to 
support dep l oyment. The latter study a l so had not been off ic ia l l y f ina l i zed 
or approved by MTMC at the t ime of our rev iew. 

Chang i ng Requ i rements 
Affect MTMC Study 
Conc lus ions 

In its heavy l ift f latcar study, MTMC conc l uded that the nat iona l i nventory of 
these ra i l cars was suff ic ient to support fu l l mob i l i zat i on and dep l oyment 
for a ma j or conf l i ct w ith the former Sov iet Un i on in Europe. Our rev i ew 
conf i rmed that MTMC had adequate l y determ ined the nat iona l i nventory of 
heavy l ift f latcars ava i l ab l e to support such a dep l oyment. 

However, MTMC off ic ia ls to ld us th is study’s conc l us i ons were not 
app l i cab l e to the changed requ i rements under n ew DOD p l ans for 
dep l oyment in response to reg iona l conf l i cts. They to ld us that the Army 

‘Defense Fre ight Ra i lway Interchange F leet F latcar Study (Apr. 1989). 

‘CONUS (cont inenta l Un ited States] Commerc i a l  Transportat ion Requ irement i (Ju ly 1989). 
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DOD Has  Not Determ i n e d  the Numbe r  a n d  
T y p e  of Ra i l  F l a tcars Ava i l a b l e  for 
Dep l o yment  

be l i e ved the pace of dep l o yment for s u c h  conf l i cts wou l d  requ ire the 
purchase of add i t i ona l  h e a v y l ift f l atcars b y  DOD. We  d i d not rev i ew the 
su itab i l i ty of the ex i st i ng i nventory to meet  the n ew requ i rements because 
Army  p l a ns and requ i rements were st i l l  under deve l o pment. 

MTMC  F latcar Study 
Conta i ns Methodo l ogy 
Prob l ems 

M TMC  conc l u ded i n its c ommerc i a l  transportat ion requ i rements study that 
the overa l l  i nventory of m i l i tar i l y usab l e  f l atcars i s suff i c i ent to support 
dep l o yment. T h e  study ident i f i ed a c ommerc i a l  i nventory of 32,900 
m i l i tar i l y usab l e  s i ng l e- l eve l  f l atcars ava i l a b l e to meet  a peak day 
dep l o yment requ i rement of approx imate l y  15,400 cars. T h e  Army  prefers 
and p l a ns to use s i ng l e- l eve l  f l atcars for dep l o yment because th i s type of 
car can be l o aded “c i rcus-sty l e”- a method  of rap i d l y l oad i ng a ser i es of 
f latcars from a s i ng l e end r amp (see f ig. 4.1). 

F i gure 4.1: C ircus-Sty le Load i ng 

MTMC 'S  32,900 f latcar tota l i n c l u ded 19,200 norma l l y  u s ed for transport i ng 
h i g hway tra i l ers and 13,700 genera l  purpose f latcars. W e  found, however, 
that the 19,200 tra i l er-carry ing f latcars were not read i l y su i tab l e for 
dep l o yment. V irtua l l y a l l  of these cars are owned by  ‘FIX, a ra i l car- l eas i ng 
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DOD HIM Not Determ i n e d  the Numbe r  a n d  
‘Qp e  of aa l l  F l a tcars Ava i l a b l e  for 
Dep l o yment  

firm  owned by  the ma j o r U.S. ra i l road carr iers. TI’X  off ic i a l s to l d u s  that 
wh i l e  these cars were su i tab l e for c i rcus-sty l e l oad i ng, they were not 
equ i p ped w ith t i e-down po i nts or cha i n s for secur i ng m i l i t ary veh i c l e s to 
the ir decks. Beca u s e  these f latcars wou l d  requ ire mod i f i c at i o ns s u c h  a s  
we l d ed t i e-down po i nts, it i s not appropr i ate to i nc l u de t h em in the 
i nventory of f latcars read i l y ava i l a b l e to meet  DOD 'S needs. 
M TMC  a l s o overcounted the number of m i l i tar i l y usab l e  genera l  purpose 
f latcars owned by  the c ommerc i a l  ra i l road carr iers and TI 'X. M TMC  
attempted to count these cars pr imar i l y b y  extract i ng i nventory data from 
the Assoc i a t i o n of Amer i c a n  Ra i l r oad’s  Un i f orm Mach i n e  Language 
Equ i pment Reg i ster f i le. 

In an attempt to ver ify MTMC 'S  data, we  requested f latcar i nventory data 
from e i ght c ommerc i a l  ra i l road carr iers and TI’X. Together, these 
c ompan i e s  own and operate a lmost 90 percent of the U.S. commerc i a l  
s i ng l e- l eve l  f latcar f leet that i s m i l i tar i l y usab l e. T h e  data they prov i ded u s  
i nd i cates that the c ommerc i a l  i nventory of these f latcars i n ear l y 199 1 was  
about 10,245 cars, compared w ith 13,700 s h own in MTMC 'S  1990 study. 
S ome  of the d i fference m a y  be the resu lt of f latcar ret i rements dur i ng the 
per i od between MTMC 'S  count and our count. 

As  a consequence of these ad j u stments, the actua l  i nventory of m i l i tar i l y 
usab l e  s i ng l e- l eve l  f latcars, i nc l ud i ng those owned by  DOD, i s  about 
11,400 cars. M TMC  off ic i a l s be l i e ve a s  mu c h  as  10 percent of the i nventory 
m a y  be out of serv i ce at any one t im e  due to ma i n t enance and repa ir needs, 
or engaged i n essent i a l  c i v i l i a n act i v i t i es. T h e  number of f latcars actua l l y  
ava i l a b l e therefore cou l d  be about 10,300 cars, or 5,100 fewer than the 
peak day requ i rement of 15,400 used i n the M TMC  study. 

M TMC  off ic i a l s to l d u s  that the peak day requ i rements were i n the process 
of be i n g changed i n response to changes i n the former Sov i e t Un i o n  and 
subsequent changes i n U.S. dep l o yment p l ans. T h e  current i nventory m a y  a 

or m a y  not be adequate depend i n g on h ow dep l o yment requ i rements are 
changed. Mob i l i z at i o n stat i on transportat ion off ic i a l s to l d us, however, that 
the f latcar i nventory was  suff i c i ent to meet  the mov emen t  requ i rements 
assoc i a ted w ith Operat i on Desert Sh i e l d. 
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Chapter 4  
DOD HM  Not Determ i n e d  the Numbe r  a n d  
T y p e  of Ra i l  F l atcars Ava i l a b l e  for 
Dep l o yment  

Army Has  Not Our ana l y s i s  of the U.S. f latcar i nventory i nd i cates that the nat i ona l  

Respo n d e d  to the i n ventory of m i l i tar i l y usab l e  s i ng l e- l eve l  f l atcars su i tab l e for support i ng 
dep l o yment has cont i nua l l y  dec l i n ed s i n ce the 1970s. If th i s trend 

Dec l i n e i n S ing l e-Leve l  cont i nues, the i nventory of these cars m a y  b e c ome i nadequate to meet  

F l atcars dep l o yment needs. A l though Army  off ic i a l s are aware of th i s trend, they 
have ma d e  few preparat i ons to use a l ternat i ve types of f latcars. 

Ret ired Commerc i a l  &,tcars As  commerc i a l  f l atcars su i tab l e for m i l i t ary use reach the end of the ir 
Are Not Be i ng Rep l aced usefu l  l i v es and are ret ired, they are often not be i n g rep l aced. Instead, the 

ra i l roads are i ncreas i ng the ir u s e of spec i a l i z ed f latcars that often are not 
su i tab l e for transport i ng m i l i t ary veh i c l e s. Two  of these spec i a l i z ed f latcars 
are s h own in f i gures 4.2 and 4.3. 

F i gure 4.2: Bu l khead F latcar Used for 
Tranrport lng Woo d  Products 
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F lgure 4.3: Spec ia l i zed F latcar Used for 
Transport lng Tra i l ers 

Accord i ng to data prov i ded by the Assoc i at i on of Amer i c an Ra i l roads, the 
commerc i a l  ra i l road i nventory of genera l  serv i ce f latcars, a c ommon  type 
of mi l i tar i l y usab l e s i ng l e- l eve l  f latcar, dropped from more than 32,000 
cars in 197 1 to about 6,300 cars by 199 1. Our ana l ys i s s h ows that the 
nat i ona l  i nventory of s ing l e- l eve l , mi l i tar i l y usab l e f latcars, i nc l ud i ng those 
owned by DOD, had decreased from about 19,100 in 1987 to about 11,400 
in 199 1. ‘ITX and commerc i a l  ra i l road off$ ia l s expect the mi l i tar i l y usab l e 
s i ng l e- l eve l  f latcar i nventory to cont i nue to dec l i ne, but at a reduced rate. 
DOD off ic i a l s to ld us that 628 of the 1,194 f latcars owned by DOD wou l d 
c ome to the end of the ir usefu l  l i fe by 1993 and wou l d  be ret ired. a 

Mult i l eve l F latcars Cou l d 
Al lev iate Potent ia l F latcar 
Shortages 

Greater use of mu lt i l eve l  f latcars cou l d he l p a l l ev i ate potent ia l  shortages of 
s i ng l e- l eve l  f latcars. These cars are used commerc i a l l y  for transport ing 
automob i l e s and are ava i l ab l e i n l arge quant it i es. Mu lt i l eve l  f latcars are 
i l l ustrated in f i gures 4.4 and 4.5. 
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F l gure 4.4: End V l ew of BI- leve l F l atcar 

, d id 
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F i gure 4.5: inter ior V i ew of M- leve l  F l atcar Lower Deck 

Our 1987 report s h owed that the need for s i ng l e- l eve l  f l atcars cou l d  be 
reduced b y  a s  mu c h  as  36 percent, depend i n g on un it type, if DOD used 
mu l t i l e ve l  cars for transport i ng m i l i t ary veh i c l e s to the m a x im um extent 
poss i b l e, However, few mob i l i z at i o n stat i ons i n 1987 had the mu l t i l e ve l  
r amps needed to l oad these cars, and ex i st i ng r amps were not d i str i buted 
amon g  mob i l i z at i o n stat i ons i n accordance w ith out l oad i ng needs. 
In c omment i n g  on that report, DOD stated that FORSCOM was assess i n g  the 
requ i rements for and d istr i but i on of l oad i ng r amps and that, if needed, a 
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correct i ve p l an wou l d  be comp l e t ed for execut i o n i n f i sca l  year 1988. As  of 
February 1992, however, FORSCOM had not comp l e t ed these assessments, 
red istr i buted any ramps, or procured add i t i ona l  r amps. 

Conc l u s i o n s M TMC  st i l l  h a s  not adequate l y  eva l uated the number and types of f latcars 
that are ava i l a b l e to support dep l o yment. Whether the nat i ona l  i nventory of 
f latcars i s suff i c i ent to meet  dep l o yment needs therefore rema i n s unc l ear. 
T h e  current i nventory does not appear adequate to support peak day 
requ i rements for fu l l  mob i l i z at i o n and dep l o yment, and m a y  not be 
adequate to prov i de t ime l y  support for rap i d dep l o yment to reg i ona l  
conf l i cts. It was  adequate to support the l e ss d emand i n g  requ i rements 
assoc i a ted w ith Operat i on Desert Sh i e l d, but the i nventory of s i ng l e- l eve l  
m i l i tar i l y usab l e  f l atcars i s dec l i n i ng. DOD i s  aware of th i s dec l i n e but has 
not responded w ith act i ons des i g ned to m it i gate the effects of th i s trend. 

Recommend a t i o n s  We  r e c ommend  that the Secretary of Defense d irect the M i l i t ary Traff ic 
Man a g emen t  Comma n d  to per i od i ca l l y i nventory the number and types of 
c ommerc i a l  f l atcars ava i l a b l e to support dep l o yment. MTMC 'S  methodo l o g y 
for i nventory i ng these cars shou l d  be rev i sed to exc l u de those types of 
f latcars not read i l y su i tab l e for dep l o yment and to more accurate l y 
determ i ne the s i z e of the usab l e  i nventory. 

W e  r e c ommend  that the Secretary of the Army  d irect Forces Comma n d  to 
requ ire that mob i l i z at i o n stat i ons (1) deve l o p p l a ns for us i n g mu l t i l e ve l  
f l atcars for dep l o yment and (2) test these p l a ns dur i ng exerc i ses. 

Agenc y  C omme n ts DOD c ommen t e d  that subsequent to our rev i ew M TMC  comp l e t ed its 
c ommerc i a l  ra i l car f leet study and forwarded it to the Transportat i on a 
Comma n d  and FORSCOM.  DOD agreed that the i nventory of m i l i tar i l y usefu l  
ra i l cars i s dec l i n i n g and that mu l t i l e ve l  cars cou l d  be used to mo v e  more 
equ i pment. 

DOD concurred w ith our recommendat i o n s, stat i ng that b y  September 
1992, the Army  wou l d  d irect M TMC  to (1) i nventory tr ienn ia l l y the 
ava i l ab i l i ty of the c ommerc i a l  f latcar f leet and a s s e s s  its ut i l i ty for m i l i t ary 
use and (2) rev i ew its i nventory procedures to determ i ne the best 
methodo l o g y for conduct i n g an accurate assessment. DOD noted that th i s 
methodo l o g y i s schedu l e d to be determ i ned b y  the th ird quarter of f i sca l  
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year 1993 and wi l l i nc l ude parameters to exc l ude s ome f latcar types not 
su itab le for support i ng dep l oyment. 

DOD a l so stated that by September 1992, the Army wou l d d irect FORSCOM 
to deve l op p l ans for us i ng mu lt i l eve l f latcars for dep l oyment and to test 
the ir use dur i ng exerc ises. 
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Ra il Car Load ing Mater ia ls and Equ ipment 
I/ Cont inue to Be Ineff ic ient ly Managed 

The ready ava i l ab i l i ty of mater ia l s and equ i pment needed to l oad ra i l 
cars-such as b lock i ng, brac ing, pack i ng, crat ing, and t ie-down (BBPCT) 
mater ia l s; ra i l car spanners; ra i l hand too l k its; and portab le end ramps- i s 
cr it ica l to the Army’s ab i l i ty to mob i l i ze its forces.’ But the Army has not 
accurate l y determ ined the types and amounts of mater ia l s and equ i pment 
needed to dep l oy by ra i l or proper ly d istr ibuted these i tems among 
mob i l i zat i on stat ions. A lthough the Army appears to have more than 
adequate amounts of these mater ia l s and equ i pment overa l l , s ome 
mob i l i zat i on stat ions have excess i ve amounts wh i l e others do not have 
enough. We  ident if ied these same prob l ems in our 1987 report. A lthough 
FORSCOM took some correct ive act i ons in response to the resu lts of our 
1987 rev iew, the Command’s po l i cy gu i dance for some BBPCT mater ia l s is 
out-of-date. In add it ion, mob i l i zat i on stat ions ‘have not fo l l owed FORSCOM 
gu i dance for determ in i ng the ir BBPCT requ i rements and stock i ng mater ia l s. 
Last ly, M)RSCOM has not comp l eted its efforts to d istr ibute ra i l - l oad ing 
equ i pment in accordance with the needs of mob i l i zat i on stat ions. 

Determ in i ng BBPCT 
Requ i rements 

The FORSCOM po l i cy gu i dance for the peacet ime acqu is i t i on and storage of 
BBPCT mater ia l s needed for mob i l i zat i on and dep l oyment is i ntended to 
ensure that (1) requ ired mater ia l s are ava i l ab l e in t ime for un its to comp l y 
with mob i l i zat i on and dep l oyment orders and (2) BBPCT mater ia l s read i l y 
obta inab l e from loca l sources are not stocked. Mob i l i zat i on stat ion 
commanders and reserve component commanders are respons i b l e for 
determ in i ng BBPCT requ irements. Once the mob i l i zat i on stat ions have 
determ ined and reported the ir requ irements, they are requ ired to survey 
the loca l commerc i a l  market to determ ine the ava i l ab i l i ty of BBPCT and to 
stock on l y those i tems not ava i l ab l e with in the t ime frames needed for 
dep l oyment. 

Our 1987 Report 
Identf ied Excess i ve 
Stocks of BBPCT 
Mater ia l s 

a 
In 1987, we found that the Army had procured excess i ve amounts of BBPCT 
mater ia l s at the mob i l i zat i on stat ions we v is i ted and that a lmost $10 mi l l i on 
in add it i ona l BBPCT mater ia l s FORSCOM p l anned to acqu i re dur ing f isca l 
years 1986 through 1991 m ight not be needed. We  reported three factors 
that led to these excess i ve stocks: (1) FORSCOM'S methodo l ogy for 
determ in i ng BBPCT requ i rements d id not cons i der that many f latcars come 

‘BBPCT mater ia ls such as stee l cab le, cab le c lamps, and cab le gu ides are used to secure mi l itary 
veh ic les to some types of rai l cars and to protect them dur ing sh ipment. Rai l car spanners are sma l l 
br idg ing ramps that a l l ow mi l itary veh ic les to dr ive from one f latcar to another dur ing load ing. Rai l 
hand too l sets conta in the too ls needed to app ly BBPCT and secure mi l itary veh ic les and other 
equ ipment to some types of f latcars. Portab le end ramps are movab l e meta l ramps that enab le veh ic les 
to dr ive onto the end of a f iatcar from ground leve l. 
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with the ir own t i e-down dev i c e s and do not need b l ock i ng, brac i ng, and 
t i e-down mater i a l s;” (2) s ome  mob i l i z at i o n stat i ons hav i n g l itt le need for 
BBPCT  mater i a l s  neverthe l ess procured l arge quant i t i es; and (3) s ome  
mob i l i z at i o n stat i ons acqu i red and stored BBPCT  mater i a l s  that were read i l y 
ava i l a b l e from l oca l  c ommerc i a l  sources. 

T h e s e  prob l ems occurred l arge l y a s  the resu lt of i n adequac i e s i n 
FORSCOM 'S  po l i c y gu i d ance for determ in i n g the amount of mater i a l s  
needed, a s  we l l  a s  poor program execut i o n at mob i l i z at i o n stat i ons. In 
c omment i n g  on the 1987 report, DOD agreed w ith our f i nd i ngs and stated 
that FORSCOM wou l d  correct the prob l ems we  ident if i ed. T h e  Army  a l s o 
p l a ced a ho l d on purchases of BBPCT  mater i a l s  pend i n g reeva l uat i on of the 
need for these i t ems and the ir d istr ibut ion. DOD stated that these correct i ve 
act i ons and reeva l uat i ons wou l d  be comp l e t ed b y  f i sca l  year 1988. 

FORSCOM Has Bee n  
S l ow to Update Its 
Gu i d a;nce for 
Determ in i ng BBPCT  
Requ i r em e n ts 

FORSCOM rev i sed its po l i c y gu i d ance i n response to our 1987 report, 
i nstruct i ng mob i l i z at i o n stat i ons to determ i ne the ir BBPCT  requ i rements 
based on the assumpt i o n  that on l y  ha lf of the f latcars used wou l d  need 
these mater i a l s. Th i s  wa s  rough l y cons i stent w ith the port ion of the 
m i l i tar i l y usab l e  f latcar f leet-about 42 percent3 -that we  found needed 
these mater i a l s  i n 1987. 

Wh e n  we  v i s i ted FORSCOM i n  ear l y 199 1, FORSCOM off ic i a l s to l d u s  they had 
not rev i sed th i s formu l a s i n ce 1987, even though they suspected that the 
nat i ona l  i nventory of f latcars need i n g b l ock i ng, brac i ng, and t i e-down 
mater i a l s  m i g ht be rap i d l y dec l i n i ng. FORSCOM off ic i a l s sa i d  one of the 
reasons they had not updated the gu i d ance #was  that M TMC  had not off ic i a l l y 
determ i ned the extent of any changes i n the nat i ona l  f latcar i nventory nor 
determ i ned what percentage of the i nventory needed these mater i a l s. 

A  
Short l y thereafter, FORSCOM off ic i a l s rev i sed the po l i c y gu i d ance to state 
that mob i l i z at i o n stat i ons shou l d  determ i ne the ir requ i rements for 
b l ock i ng, brac i ng, and t i e-dowh mater i a l s  b y  a s s um i n g  that 10 percent of 
the f latcars used wou l d  need them. A  FORSCOM off ic i a l  to l d u s  they chose 
th i s percentage because 93 percent of the f latcars used dur i ng Operat i on 

‘These mater ia l s, wh i ch i nc l ude w ire rope, c l amps, cab l e gu i des, and var ious types of na i l s and wood 
products, are used a lmost exc lus i ve l y for secur i ng mi l i tary veh i c l es and other equ i pment to ra i l f latcars, 
whereas pack i ng and crat ing mater i a l s are used for a l l types of out load ing. 

“These percentages are ca lcu l ated on the bas i s of f latcar deck feet rather than numbers of f latcars 
because f latcar lengths vary. 
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Desert Sh i e l d  were equ i p ped w ith cha i n  t i e-down dev i c e s and therefore 
needed l itt le b l ock i ng, brac i ng, and t i e-down mater i a l s. 

Our ana l y s i s  s h ows that a s  of 1991, about 30 percent of the m i l i tar i l y 
usab l e  f latcar f leet needed b l odk i ng, brac i ng, and t i e-down mater i a l s. 
Insta l l at i on off ic i a l s to l d u s  that few f latcars need i n g these-mater i a l s were 
used dur i ng Operat i on Desert Sh i e l d  b e cause f latcars w ith cha i n  t i e-down 
dev i c e s were the preferred type and the i nventory of these was  suff i c i ent to 
meet  Operat i on Desert Sh i e l d ’s  needs. T h e  FOHSCOM po l i c y therefore 
i nstructs mob i l i z at i o n stat i ons to ca l cu l ate requ i rements for b l ock i ng, 
brac i ng, and t i e-down mater i a l s  at a rate that wou l d  be i nadequate to meet  
needs if the tota l i nventory of f latcars i s u sed i n a future dep l o yment. 

Mob i l i z at i o n S tat i ons None of the s i x  mob i l i z at i o n stat i ons we  v i s i ted were proper l y fo l l ow ing 

Are Not Fo l l ow i ng 
FORSCOM regu l at i ons for determ in i n g BBPCT  requ i rements and stock i n g 
appropr i ate amount s  of these mater i a l s. S i n c e  our 1987 report, none of the 

FORSCOM Regu l a t i o ns s i x  had annua l l y  determ i ned BBPCT  requ i rements for dep l o yment as  
requ i red b y  FORSCOM regu l at i ons. Two  had not determ i ned BBPCT  
requ i rements at a l l  a n d were not stock i n g a ny BBPCT  mater i a l s. Of the four 
that were stock i n g BBPCT  mater i a l s, none had changed the ir stock l eve l s 
s i n ce at l east 1986, desp i te the dec l i n e i n the number of f latcars need i n g 
these mater i a l s. 

Mob i l i z at i o n stat i ons cont i nue to perform i nadequate surveys of the l oca l  
market to determ i ne the ava i l ab i l i ty of BBPCT  mater i a l s. In 1987,6 of the 
17 mob i l i z at i o n stat i ons we  v i s i ted that were stock i n g BBPCT  mater i a l s  had 
performed these surveys. Our current rev i ew sh owed that of the s i x  
mob i l i z at i o n stat i ons we  v i s i ted, the two that were not stock i n g BBPCT  
mater i a l s  a l s o had not performed a market survey to ensure the mater i a l s  
wou l d  be ava i l a b l e when  needed. Of the rema i n i n g four, one was  not a 
conduct i n g these surveys, and the surveys performed at the other three 
were e ither sporad i c or i n comp l ete. 

S ome  mob i l i z at i o n stat i ons we  v i s i ted were buy i n g BBPCT  to rep l ace stocks 
used, even though we  reported i n 1987 that overa l l  these i nsta l l at i ons had 
excess i v e  stocks of these mater i a l s. For examp l e ,  i n 1987, Fort Campbe l l ’s  
BBPCT  i n ventory was  far i n e x c e s s  of dep l o yment needs. Wh e n  we  rev i s i ted 
Fort Campbe l l  i n 199 1, we  found that BBPCT  requ i rements had l ast been 
determ i ned i n 1986 and that n ew BBPCT  had been purchased to rep l ace that 
used dur i ng Operat i on Desert Sh i e l d. T h e s e  pract i ces not on l y  cont i nue to 
resu lt i n e xcess i v e  BBPCT  stocks, but a l s o c o n s ume warehouse space and 
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cou l d  resu lt i n the deter iorat ion of overf l ow stock that mus t  be stored 
outs i de. F i gures 5.1 and 5.2 i l l ustrate the BBPCT  storage cond i t i o ns we  
found at Fort B l i s s, Texas. 

F l gure 5.1: Overf l ow of BBPC 
at Fort BIIer Warehouse 

:T Mater l a l e 
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F lgure 5.2: Ins lde Storage of Excem 
BBPCT Mater lah at Fort 61100 

D istr ibut ion of 
Ra i l -Load ing 
Equ i pment Rema ins 
Imba l anced 

Our 1987 report descr i bed h ow FORSCOM spent over $2 mi l l i on for rai l car 
spanners, rai l h a n d too l sets, and portab le e nd ramps to enhance l oad i ng 
operat i ons at mob i l i zat ion stat ions, and h ow FORSCOM p l a nned to spend 
a lmost $7 mi l l i on more dur ing f isca l years 1986 through 199 1. We  
reported that FORSCOM requ i rements for th is equ i pment were overstated 
and that the equ i pment a lready purchased had not been d istr ibuted to 
mob i l i zat ion stat ions in accordance with the ir needs. 

In comment i ng on the report, DOD agreed that a reassessment of the 
requ i rements for th is equ i pment and its d istr ibut ion among mob i l i zat ion A 

stat ions was needed. FORSCOM was to comp l ete a reassessment of BBPCT 
and other ra i l - load ing equ i pment needs dur ing f isca l year 1987 and 
imp l ement any changes or red istr ibut ions needed dur ing f isca l year 1988. 

FORSCOM had not comp l eted any of these reassessments or taken any 
act ion to correct imba l ances in the d istr ibut ion of ra i l - load ing equ i pment 
when we first v is ited FORSCOM dur ing th is aud it in February 199 1. S ince 
then, FORSCOM has taken some act ions to reassess the need for these items 
and has red istr ibuted rai l car spanners among some mob i l i zat ion stat ions. 
However, these efforts rema in far from be i ng comp lete. 

Page 4 3  GAO/NSIAD-93-30 Operat i o n Desert Sh ie l d 



Chapter 5  
Ra i l  Car  Load i n g  Mater i a l s and Equ i pment  
Cont inue to Be  Ineff ic ient ly Managed 

T h e  Federa l  Manager’s  F i nanc i a l  Integr ity Act of 1982 requ i res 
departments and agenc i e s to report mater i a l  weak n e s s e s  i n the ir 
operat i ons and descr i be the ir p l a ns for correct i ve act i on. Army  off ic i a l s, 
however, have not reported prob l ems w ith BBPCT  mater i a l s  and ra i l - l oad i ng 
equ i pment. 

Conc l u s i o n s FORSCOM has not adequate l y  corrected the ra i l - l oad i ng mater i a l  a nd 
equ i pment prob l ems ident i f i ed i n our 1987 report. FORSCOM 'S  efforts to 
rev i se BBPCT  regu l at i ons have been s l ow and were imped e d  b y  MTMC 'S  
fa i l ure to prov i de i nformat i on on the f latcar i nventory. Ma n y  mob i l i z at i o n 
stat i ons are not fo l l ow ing FORSCOM regu l at i ons for determ in i n g the ir BBPCT  
requ i rements. S ome  consequent l y  cont i nue to acqu i re and store excess i v e  
amount s  of these mater i a l s, wh i l e  others m a y  not have enough to meet  
dep l o yment needs. It i s l i ke l y that prob l ems w ith excess i v e  i nventor i es of 
these mater i a l s  at s ome  mob i l i z at i o n stat i ons have worsened s i n ce 1987 
because of the cont i nued dec l i n e i n the i nventory of f latcars that use these 
mater i a l s. 

A l though DOD 'S c ommen t s  on our 1987 report i nd i cated that FORSCOM 
wou l d  reassess mob i l i z at i o n stat i ons’ needs for BBPCT  mater i a l s  and 
ra i l - l oad i ng equ i pment and correct any imba l a n c es i n the d istr i but i on of 
these i t ems, FORSCOM had not done th i s when  we  began our aud i t and was  
far from comp l e t i n g these act i ons when  we  comp l e t ed our work i n 
September 1992. 

Recommend a t i o n s  We  r e c ommend  that the Secretary of Defense d irect the M i l i t ary Traff ic 
Man a g emen t  Comma n d  to (1) determ i ne the percentage of the f latcar f leet 
need i n g spec i a l  mater i a l s  for secur i ng veh i c l e s dur i ng dep l o yment as  part 
of th i s c omma n d ’s  per i od i c i nventory of ra i l cars su i tab l e for support i ng A  
dep l o yment and (2) prov i de th i s i nformat i on to Forces Comman d .  

W e  r e c ommend  that the Secretary of the Army  d irect Forces Comma n d  to 

l (1) mod i f y  its regu l at i ons s o  that gu i d ance on ca l cu l at i ng the mater i a l s  and 
equ i pment needed for l oad i ng ra i l cars dur i ng dep l o yments accurate l y 
ref lects the percentage of the f latcar f leet need i n g these mater i a l s  and (2) 
ensure that mob i l i z at i o n stat i ons c omp l y  w ith regu l at i ons for determ in i n g 
the need for these mater i a l s  and for stock i n g them; 
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l comp l ete its reassessment of needs for ra i l - l oad ing mater i a l s and 
equ i pment and d istr ibute these i tems among  mob i l i z at i on stat i ons as 
needed to meet requ i rements; and 

l report the process for determ in i ng ra i l - l oad ing equ i pment supp l y needs, 
the ir d istr ibut ion, and pract i ces regard i ng the ir storage as a mater i a l  
weakness in the Army’s next assessment of interna l contro ls, as requ i red 
by the Federa l  Manager’s F i nanc i a l  Integr ity Act. 

The last recommendat i o n is the resu lt of recurr ing prob l ems with FORSCOM 
i n act i on in th is area. W e  d i d not i nc l ude the rest of FORMAP i n th is 
recommendat i o n due to correct i ve act i ons in i t i ated by the Army as the 
resu lt of th is report and Operat i on Desert Sh ie l d. 

Agency Comments  In comment i n g  on a draft of th is report, DOD acknow l edged that the 
prob l ems assoc i ated w ith ra i l - l oad ing mater i a l s and equ i pment we 
ident if i ed in 1987 rema i n unreso l ved and that the Army has not comp l eted 
correct i ve act i ons for these prob l ems that it prev i ous l y sa i d wou l d  be 
comp l eted by f isca l year 1988. 

DOD concurred w ith a l l  our recommendat i o ns and stated that by September 
1992, the Army wou l d  d irect MTMC to determ ine, as part of its survey on 
the ava i l ab i l i ty of mi l i tar i l y usab l e ra i l cars, the rat io of ra i l cars requ ir i ng 
b l ock i ng and brac i ng mater i a l s. Th i s data wi l l  b e forwarded to FORSCOM to 
be used to (1) ad j ust stockage l eve l s of these mater i a l s at mob i l i z at i on 
stat i ons and (2) ad j ust ra i l car factors in movement p l ans, regu l at i ons, and 
gu i dance. Accord i ng to DOD, the next survey wi l l  b e comp l eted by 
September 1994. 

DOD stated that FORSCOM i s resurvey i ng the need for ra i l car l oad i ng 
equ i pment and wi l l  take appropr i ate red istr ibut ion act i ons by March 1993. 
The Army wi l l  a l so d irect FORSCOM to conduct a survey of ma j or Army 

. 

c ommand s  and the other serv i ces for the purpose of cross- l eve l i ng 
b l ock i ng and brac i ng mater ia l . Accord i ng to DOD, th is effort wi l l  b e 
comp l eted by Ju l y 1993. 

DOD a l so stated that by September 1992, the Army wou l d  d irect FORSCOM 
to estab l i sh a process for determ in i ng ra i l - l oad ing equ i pment supp l y needs, 
the ir d istr ibut ion, and pract i ces regard i ng the ir storage. DOD added that 
th is i s sue wi l l  b e reported as a mater i a l  weakness in the next assessment of 
interna l contro ls, as requ i red by the Federa l  Manager’s F i nanc i a l  Integr ity 
Act. 
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Comments From  the Department of Defense 

ASSISTANT SECRETARY OF DEFENSE 
WASHINGTON. DC 2OSD1-2000 

September 1, 1992 

(L/TP) 

Mr. Frank C. Conahan 
Ass istant Comptro l l er Genera l 
Nat iona l Secur ity and Internat iona l 

Affa irs Div is ion 
Wash ington, DC 20548 

Dear Mr. Conahan: 

Th is is the Department of Defense (DOD) response to the Genera l 
Account ing Off ice (GAO) draft report, II OPERATION DESERT SHIELD: 
Prob lems in Dep loy ing by Rai l Need Attent ion," dated June 25, 1992, 
(GAO Code 393433), OSD Case 9115. 

The Department genera l l y agrees with the f ind ings and 
recommendat i ons conta ined in the report. The deta i led DOD comments 
are prov ided in the enc losure. The Department apprec iates the 
opportun ity to comment on the report. 

acere ly, 

Enc losure 
A 
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GAO DRAF T  REPORT- -DATED JUNE 25, 1992 
(GAO CODE 393433) OSD CASE 9115 

"OPERATION DESERT  SHIELD: PROBLEMS IN DEPLOYING BY 
RAIL NEED ATTENTION" 

DEPARTMENT  OF  DEFENSE CO iMZNTS 

FINDINGS 

gINDING A: Ra i l  Fac i l i t i es at Mob i l i zat i on Stat ions. T h e  GAO 
reported that Forces Comman d  has des i gnated 47 Army insta l l at ions in 
the cont inenta l Un ited States as mob i l i zat i on stat ions from wh i ch 
dep l oy i ng act ive and reserve un its wi l l  l eave for ports of 
embarkat i on. T h e  GAO noted that Forces Comman d  is respons i b l e for 
ma inta i n i ng the capab i l i t i es of these stat ions to meet expected 
mob i l i zat i on and dep l oyment requ i rements. 

T h e  GAO observed that deter iorat ing ra i l fac i l i t ies at 
mob i l i zat i on stat ions have been a long-stand ing prob l em. The GAO 
reported that, dur ing FY  1986, the Army: (1) des i gnated Forces 
Comman d  as its execut i ve agent for manag i n g ra i l fac i l i ty repa ir and 
rehab i l i tat ion pro jects at mob i l i zat i on stat ions, and (2) p l anned to 
spend about $140 mi l l i on on these repa irs at 42 mob i l i zat i on stat ions 
dur ing the per iod f isca l years FY  1984 through FY  1992. 

T h e  GAO further reported that the Mi l i tary Traff ic Management 
Comman d  is respons i b l e for determ in i ng whether the mi l i tary 
transportat ion systems, inc l ud i ng its use of commerc i a l  ra i l cars, can 
meet mob i l i zat i on needs. T h e  GAO noted that movement to and from 
mob i l i zat i on stat ions is expected to invo l ve substant ia l  use of 
commerc i a l  ra i l cars under Army dep l oyment p lans. T h e  GAO c ited a 
1987 report: "Army Dep l oyment: Better Transportat ion P lann i ng is 
Needed" (GAO/NSIAD-87-138, June 18, 1987) (OSD Case 7220), in wh i ch 
it found: (1) ra i l fac i l i t ies at Army mob i l i zat i on stat ions to be in 
such poor cond it i on that the ir ab i l i ty to accomp l i s h mob i l i zat i on 
movements as p l anned was quest ionab le, (2) the Mi l i tary Traff ic 
Management Comman d  had not determ ined whether suff ic ient commerc i a l  
transportat ion resources, inc l ud i ng mi l i tary f latcars, were 
ava i l ab le, and (3) excess i ve amount of mater i a l s needed for load i ng 
s ome types of ra i l cars at s ome mob i l i zat i on stat ions. (pp. 2-3/GAO 
Draft Report) 

DOD Response: Concur. 

Enc losurt 

4 
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Nowonp.10. 

Nawon pp. IO-11 

mrtat ion Tcr An Intaara l Part Of Dera l ovmant, 
w  The GAO reported that Forces Comman d  has des i gnated a 
tota l of 47 Army insta l l at ions as mob i l i zat i on stat ions. T h e  GAO 
noted that both act ive and reserve component forces are to assemb l e  
and conduct f ina l preparat ions at mob i l i zat i on stat ions before mov i n g 
to ports of embarkat i on. 

T h e  GAO stated the Army must p l an in peacet ime how it wi l l  meet 
its dep l oyment ob ject i ves when mob i l i zed. T h e  GAO further stated 
that an integra l part of th is p l ann i ng process is ensur i ng that the 
necessary mi l i tary and commerc i a l  transportat ion is ava i l ab l e to mov e  
these un its to the ir ports of embarkat i on. (p. g /GAO Draft Report) 

DOD Rerwnse; Concur. 

F INDING CL Sy 
~orcea, T h e  GAO reported Army po l i cy states that commerc i a l  
transportat ion is to be used to the ma x im um extent for mob i l i zat i on 
and dep l oyment. Th e  GAO ind icated that the po l i cy is i ntended to 
reduce wear and tear on pub l i c h i g hways and mi l i tary veh ic l es, and to 
m i n im i z e the need for en route support and ma i ntenance support at the 
ports of embarkat i on. 

T h e  GAO further reported Army po l i cy genera l l y requ ires that 
veh i c l es su itab le for h i ghway movement (such a3 trucks and other 
whee l ed veh ic l es) l ocated more than one-day trave l i ng d i stance from 
the ir port of embarkat i on be move d  by commerc i a l  transportat ion. T h e  
GAO a lso reported that veh i c l es not we l l  su ited for h i ghway movement 
(such as tanks and other veh ic l es) are not to be dr iven more than 
75 m i l e s on h i ghways. Th e  GAO conc l uded that, s i nce man y  of the 
mob i l i zat i on stat ions are more than 75 m i l e s from the ports of 
embarkat i on, the Army is heav i l y dependent on commerc i a l  
transportat ion to accomp l i s h its moves--espec i a l l y ra i l 
transportat ion. 

T h e  GAO asserted the successfu l  and eff ic ient use of ra i l by t.he 
Army to mov e  its equ i pment from mob i l i zat i on stat ions to embarkat i on 
ports requ ires that Army-owned ra i l fac i l i t ies be kept in good repa ir 
to prevent dera i lments and d amage to the equ i pment be i ng moved. T h e  
GAO noted that the Army genera l l y re l i es on the commerc i a l  ra i l 
i ndustry to supp l y the ma jor i ty of the cars. (p. l o /GAO Draft 
Report) 

DOD Reawnse; Concur. 

gINDING D: Desert Sh ie l d D i d Not Strew the W.S. Ra i l  Network. The  
GAO found that the ra i l out l oad i ng act iv it ies requ ired for 
mob i l i zat i on and dep l oyment dur ing Desert Sh ie l d were genera l l y l ess 
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extens i ve than those that wou l d have been requ ired for a fu l l 
mob i l i zat i on and dep l oyment. For examp l e, the GAO noted that on l y 
the equ iva l ent of 6 of the 11 act ive Army d iv i s i ons based in the 
cont inenta l Un ited States dep l oyed dur ing Desert Sh ie l d, and that 
the ir dep l oyment was stretched out over a per iod of a lmost 6 months. 
T h e  GAO conc l uded that the need for commerc i a l  transportat ion assets 
was, therefore, substant ia l l y l ess dur ing Operat i on Desert Sh ie l d 
than that expected for fu l l mob i l i zat i on and dep l oyment. Th e  GAO was 
adv i sed by DOD off ic ia ls that the Desert Sh ie l d transportat ion 
requ i rements d id not d isrupt commerc i a l  act iv it ies in the Un ited 
States. (p. 4, pp. 13-14/GAO Draft Report) 

p oD Nemxm6e;  Concur. 

F INDING E: Q&er ioratod Ra i l  Fac i l i t i es Con&ra i ned Out l oad i ng 
i on8 Dur i na -rat ion Derert Sh ie l d. T h e  GAO reported that a l l 

the mob i l i zat i on stat ions it v is ited effect ive ly move d  un it equ i pment 
to ports of embarkat i on with in the t ime frames a l l otted after 
rece iv i ng the ir movement orders. T h e  GAO found, however, that 
Operat i on Desert Sh ie l d out load i ng operat ions were adverse l y affected 
by deter iorated ra i l fac i l i t ies at most of the mob i l i zat i on stat ions 
v is ited. T h e  GAO noted, for examp l e, that at two mob i l i zat i on 
stat ions, Fort Campbe l l  and Fort Stewart, the insta l l at ion ra i l l i nes 
were temporar i l y c l osed as a resu lt of dera i lments and poor track 
cond it i ons. 

T h e  GAO found that the Fort Campbe l l  track deter iorated to the 
po int that it was v irtua l l y unusab l e. T h e  GAO further found, that as 
a resu lt of the deter iorated cond it i ons, that the 1O lst D iv i s i on 
drove muc h  of its equ i pment about tw ice as far on pub l i c h i g hways as 
is perm itted under Forces Comman d  po l i cy. T h e  GAO reported that, 
when the d iv i s i on began return ing its equ i pment by ra i l after 
Operat i on Desert Storm, a ser ies of e ight dera i lments on the branch 
l i ne to Fort Campbe l l  resu lted in the c losure of the l i ne for ma j or 
repa irs. T h e  GAO conc l uded that the dera i lments cou l d have occurred 
dur ing the out load i ng operat ions had the Army used it as p l anned to 
dep l oy for Operat i on Desert Sh ie l d. T h e  GAO asserted that the poor 
cond it i on of the Fort Campbe l l  ra i l l i ne m ight have had more 
far-reach ing consequences had severa l favorab le cond it i ons not been 
present dur ing the 1O lst D iv i s i on road march to Jacksonv i l l e. 

T h e  GAO further found that the ra i l road tracks at Fort Stewart 
were in very poor cond it i on due to years of deferred ma i ntenance and 
neg lect. T h e  GAO reported that, accord i ng to a Fort Stewart 
transportat ion off ic ia l, Fort Stewart had no ongo i ng ra i l ma i ntenance 
and inspect ion program pr ior to Operat i on Desert Sh ie l d. T h e  GAO 
ind icated that the cond it i on of the a lready bad l y deter iorated tracks 
worsened dur ing Operat i on Desert Sh ie l d out load i ng unt i l the l i ne had 
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to be c l osed for emergency repa irs between October 1990 to February 
1991. 

T h e  GAO reported that track cond it i ons at the other four 
mob i l i zat i on stat ions v is ited var ied, but ra i l fac i l i t ies at two of 
these appeared unab l e to support the leve l of ra i l out l oad i ng 
expected for a  fu l l mob i l i zat i on and dep l oyment. Th e  GAO further 
reported that at Fort B l i ss off ic ia ls c ommented that dra i nage 
prob l ems forced tra ins carry ing equ i pment for Operat i on Desert Sh ie l d 
to use tracks that were under water in p l aces. T h e  GAO conc l uded 
that the genera l l y poor cond it i on of ra i l fac i l i t ies at Army 
mob i l i zat i on stat ions threatens the ab i l i ty of the Army to mov e  
equ i pment to ports rap id ly, and is l i ke ly to affect any future 
dep l oyment adverse l y un l ess the Army soon repa irs and rehab i l i tates 
these fac i l i t ies. (p. 5, pp. 14-2O/GAO Draft Report) 

w  Concur. T h e  DOD agrees that poor track cond it i ons on 
the mob i l i zat i on stat ions v is ited by the GAO constra i ned Operat i on 
Desert Sh ie l d out load ing. T h e  prob l ems were espec ia l l y ev i dent at 
Forts Campbe l l ,  Kentucky, and Fort Stewart, Georg i a, for the reasons 
c ited in the report. In 1987, the DOD acqu i red the 22-m i l e 
commerc i a l  ra i l track lead i ng to Fort Campbe l l  to ma inta i n ra i l 
connect iv i ty for mob i l i zat i on purposes. T h e  track was in poor 
cond it i on and schedu l ed to be abandoned. T h e  DOD a l l ocated 
$1.2 mi l l i on in 1988 for emergency track repa ir a l ong the corr idor, 
wh i ch mad e  it marg i na l l y usefu l for dep l oyment. However, the 
corr idor deter iorated thereafter. In 1991, as a resu lt of c omman d  
interest generated by Operat i on Desert Storm and the GAO rev iew, 
Forces Conmtand, act ing on beha lf of the Army, a l l ocated an est imated 
$9.0 mi l l i on to repa ir the Fort Campbe l l  ra i l bed and track. T h e  
repa irs wi l l  be comp l eted in December 1992, and wi l l  exceed Federa l  
Ra i lway Admin i strat i on standards. Add it i ona l l y, the Army has 
d irected that n o  further contracts invo lv i ng the Fort Campbe l l  ra i l 
corr idor be awarded pend i ng comp l et i on cf an Army-d i rected rev i ew and 
ana l ys i s of a l l ra i l out l oad i ng opt ions at Fort Campbe l l ,  espec ia l l y 
those suggested by the GAO. The Army rev i ew wi l l  be comp l eted in the 
3rd Quarter FY  1993. At Fort Stewart, Georg i a, the cond it i on of the 
ra i l and roadbed d id affect Operat i on Desert Sh ie l d out l oad 
requ i rements. Wh i l e  dera i lments d id occur, none resu lted in persona l  
in jury or s ign if icant property damage. In September 1991, Forces 
Comman d  a l l ocated $3.5 mi l l i on to fund ra i l improvements at Fort 
Stewart, wh i ch are schedu l ed for comp l et i on in September 1992. There 
n ow is a cert if ied track inspector emp l o yed at Fort Stewart, as we l l  
as a l l other Forces Comman d  insta l l at ions. T h e  DOD has funded an 
add it i ona l $57 mi l l i on through FY  1994 to perform ma j or repa irs of 
ra i l l i nes at other mob i l i zat i on insta l l at ions, inc l ud i ng 
$2.9 mi l l i on to improve track, r ight-of-way, and dra i nage at Fort 
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Bl i ss, Texas. T h e  Fort B l i ss improvements are schedu l ed to be 
f in i shed in December 1992. 

Ia A  Lena-Stand i na PxQ&&& The 
GAO reported that bad l y deter iorated ra i l cond it i ons at mob i l i zat i on 
stat ions are the resu lt of over 40 years of system ic neg lect. T h e  
GAO noted that in 1993, and aga i n in 1987, it had reported prob l ems 
with: (1) track cond it i ons, (2) the abandonment of feeder l i nes to 
mi l i tary insta l l at ions by commerc i a l  ra i l roads, and (3) the potent ia l 
impact on insta l l at ion out load i ng capab i l i ty (OSD Cases 6211 and 
7220, respect ive ly). T h e  GAO had ind i cated that cond it i ons were 
l itt le improved by the t ime they comp l eted the v is its to mob i l i zat i on 
stat ions in September 1991, for the current rev iew. (p. 2 1 /GAO Draft 
R9port) 

DOD Ream Concur. T h e  DOD agrees that the ra i l cond it i ons on 
Army  i nsta l l at ions have deter iorated over the last 40 years. In 
ana l yz i ng the prob l em, Forces Comman d  surveyed the ra i l cond it i ons at 
every dep l oyment insta l l at ion. T h e  resu lts of the survey generated 
the Forces Connnand Ra i l  Ma i ntenance Program to correct the prob l ems 
by FY  1994, g i ven current fund ing leve ls. In add it ion, Forces 
Conrkand inst ituted a track inspect ion cert if icat ion program so that 
each insta l l at ion wou l d have a track inspector ava i l ab l e to ident ify 
potent ia l prob l ems and appropr iate correct ive act ion. In add it i on to 
comp l eted pro jects at Fort Carson and Fort Lew is, contracts on seven 
other insta l l at ions are be i ng executed-- i.e., Fort Campbe l l ,  Fort 
Stewart, Fort Bragg, Fort Hood, Fort Bl i ss, Fort Pickett, and Camp  
Roberts. Ca l i forn ia. 

a d  -on Prw i n  m  
a T h e  GAO observed that, in 1986, the Army des i gnated Forces 
Comman d  as the execut i ve agent to manage  ra i l fac i l i ty repa ir and 
rehab i l i tat ion pro jects at mob i l i zat i on stat ions. T h e  GAO reported 
that Forces Comman d  Ra i l  Ma i ntenance Program in it ia l ly was to spend 
about $140 mi l l i on dur ing the per iod FY  1986 through FY  1992. T h e  
GAO noted that by ear ly 1991, more than $47 mi l l i on had been 
appropr iated, and the Army p l anned to spend $137 mi l l i on more through 
FY  1997 at 31 mob i l i zat i on stat ions. T h e  GAO noted that s ince, 
Operat i on Desert Sh ie l d, a DOD study has proposed add it i ona l 
expend i tures for improvements to ra i l fac i l i t ies. 

T h e  GAO reported that, in FY  1986, Forces Comman d  entered into an 
arrangement with the Transportat ion Systems Center, a contractor for 
the Department of Transportat ion, to prov ide a so lut ion to prob l ems 
the Comman d  prev ious l y had exper i enced in spend i ng funds for repa ir 
pro jects dur ing the s ame year the funds were appropr iated. (The GAO 
exp l a i ned that operat ions and ma i ntenance funds not ob l i gated for 
expend i ture by the end of the f isca l year in wh i ch they are 
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appropr iated must be returned to the U.S. Treasury.) T h e  GAO 
reported that, s i nce the Transportat ion System Center operated on a 
revo lv i ng fund bas is, Forces Comman d  cou l d ob l i gate its ra i l 
ma i ntenance program appropr iat i ons by advanc i ng them to the Center. 
T h e  Center cou l d then draw on them as needed to fund repa ir pro jects 
without concern for when they were appropr iated. (P. 6, 
pp. 22-23/GAO Draft Report) 

p oD Reavoonk~; Concur. On beha lf of the DOD, Forces Comman d  
contracted w ith the Transportat ion Systems Center to execute the ra i l 
ma i ntenance program. The intent was to use the Center expert ise for 
qu ick l y comp l et i ng the i ntended ra i l programs without de l ays or rap id 
end-of-year fund ing execut i on requ i rements. A  large pro ject, such as 
that at Fort Campbe l l ,  cou l d then be comp l eted under one contract 
us i ng severa l years’ appropr iat i ons that, in and of themse l ves, wou l d 
be insuff ic ient to mak e  substant ia l  progress on ra i l repa irs and 
upgrades. Pend i ng comp l et i on of the ex ist ing contract for ra i l 
repa irs at Fort Campbe l l ,  Forces Comman d  wi l l  let exp ire its 
contractua l re lat ionsh ip w ith the Transportat ion Systems Center for 
further execut i on of its Pa i l  Ma i ntenance Program. S ix of the seven 
contracts noted in F i nd i ng F  are n ow be i ng executed by the Army Corps 
of Eng i neers. 

F INDXNG K; J p ow R~D&XII I iw8 w  the Force8 Camn a n d  Ra i $  
Proqup~ T h e  GAO reported that Forces Comman d  had 

rece i ved $47 mi l l i on in fund i ng for the ra i l ma i ntenance program and 
forwarded more  than $20 mi l l i on to the Transportat ion Systems Center; 
however, by m id-1991, very l itt le progress had been mad e  toward 
ach i ev i ng the program ob ject ives. T h e  GAO found that, as of June 
1991, track repa ir pro jects (other than emergency repa irs) had been 
comp l eted on l y at Fort Carson, Co lorado, and on l y three of the 
43 other insta l l at ions on the l ist at that t ime had started any 
repa ir work. 

Th e  CA0 conc l uded that the l im ited progress of the ra i l 
rehab i l i tat ion program appears large ly attr ibutab le to a comb i nat i on 
of Forces Comman d  management shortcom ings and techn ica l  d i sputes w ith 
the Transportat ion Systems Center. T h e  GAO ident if ied: (1) prob l ems 
with the Forces Connmand Ra i l  Ma i ntenance Program d irect ion and 
respons ib i l i t i es, (2) d i sagreements over ra i l repa ir des i gns, 
(3) program fund ing red irect ions , and (4) i nadequate interna l 
contro ls. T h e  GAO asserted that those prob l ems resu lted in program 
de lays, add it i ona l costs, and genera l l y l im ited program 
effect iveness. 

T h e  CA0 ind i cated that it is unc l ear whether Forces Comman d  and 
the Transportat ion Systems Center ever reached agreement on the ir 
respect ive ra i l ma i ntenance program respons ib i l i t i es l i sted in the 
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rev i sed statement of work. Th e  GAO found no record of agreement as 
of Apr i l  1988. T h e  GAO reported that, accord i ng to a Forces Comman d  
off ic ia l, it had been assumed the Center was in agreement after that 
date because no add it i ona l ob j ect i ons were rece ived. T h e  GAO further 
reported, however, that accord i ng to Transportat ion Systems Center 
off ic ia ls, Forces Comman d  was verba l l y adv i sed of the ir cont i nued 
ob ject ions--but rece i ved no response, and d id not pursue the matter 
further through off ic ia l correspondence. T h e  GAO conc l uded that 
off ic ia ls at Forces Comman d  and the Center st i l l d i sagree whether 
they reached agreement on the statement of work. 

Th e  GAO found that the Forces Comman d  Eng ineer i ng Directorate 
s imu l taneous l y began to quest i on the eng i neer i ng j udgement of the 
Transportat ion Systems Center and d i sputes over repa ir des i gns 
ensued. T h e  GAO noted that cormnand rev is i ons to the Center des i gns 
often occurred re lat ive ly late in the des i gn process, caus i ng 
i ncreased costs due to s ign if icant rework i ng of eng i neer i ng and 
arch itectura l draw ings and p lans. In add it ion, the GAO found that 
overhead costs i ncreased as a resu lt of the eng i neer i ng 
d i sagreements. T h e  GAO reported that, i n  1 9 90, Forces Comman d  
dec i ded to term inate its re lat ionsh ip w ith the Center. However, 
s i nce no forma l not if icat ion was g iven, the Center cont i nued to 
charge for overhead expenses even though l itt le repa ir work was 
approved. T h e  GAO found that, for the per iod FY  1966 through FY  
1991, overhead averaged more than 23 percent of the tota l program 
cost, even though everyone agreed it shou l d not norma l l y exceed 
10 percent of the tota l program cost. 

T h e  GAO reported that the red irect ion of Pa i l  Ma i ntenance Program 
funds by both Forces Comman d  and ind iv i dua l mob i l i zat i on stat ions 
further weakened the effect iveness of the program. The GAO found 
that the Army frequent ly red irected those funds for such th ings as 
env i ronmenta l  c l ean-up, ut i l ity costs, and un it tra in ing. T h e  GAO 
obsenred that, by m id-1991, Forces Connnand had red irected at least 
$16.1 mi l l i on of the $47.2 mi l l i on rece i ved for the Pa i l  Ma i ntenance 
Program s ince FY  1986. 

T h e  GAO conc l uded that i nadequate Forces Comman d  overs ight and 
management of the process for d isburs ing Ra i l  Ma i ntenance Program 
funds further hampered the effect iveness of the program. The GAO 
reported that the Comman d  cou l d not exp la i n what was inc l uded in man y  
of the fund ing expend i ture categor ies l i sted in the reports. T h e  GAO 
further reported that, as of March 1992, the Comman d  st i l l cou l d not 
reconc i l e about $1.3 mi l l i on in program expend i tures w ith the 
Transportat ion Systems Center records. T h e  GAO po inted out that, in 
effect, the process converted the annua l  Pa i l  Ma i ntenance Program 
appropr iat i ons into mu lt i year funds-- it a l so requ ired the ir cont i nued 
expend i ture through the Transportat ion Systems Center. T h e  GAO a lso 
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po inted out that Forces Comman d  was unab l e to retr ieve these 
funds--$11 m i l l i on--because unspen,t fund ing or ig inat ing in pr ior 
s ing le-year appropr iat i ons must be returned to the Treasury or 
cont i nue to use the Transportat ion Systems Center desp ite management 
and eng i neer i ng d i sagreements. T h e  GAO observed that the Comman d  
dec i ded to reta in the Transportat ion Systems Center to comp l ete the 
Fort Campbe l l  ra i l repa ir pro jects, however, in Ma y  1992, the Comman d  
in it iated f ive repa ir pro jects at mob i l i zat i on stat ions through 
contracts w ith the Army Corps of Eng i neers. (pp. 23-27/GAO Draft 
Report) 

POD Rsrwnc l a; Concur. T h e  Army entered into a contract w ith the 
Transportat ion Systems Center to rehab i l i tate the ra i l capab i l i t i es 
at des i gnated mob i l i zat i on insta l l at ions. T h e  work i ng re lat ionsh ip 
has not proved sat isfactory for the reasons noted by the GAO. As a 
resu lt, that re lat ionsh ip wi l l  exp ire at the comp l et i on of the 
current Fort Campbe l l  contract. New ra i l ma i ntenance contracts wi l l  
be executed by the Army Corps of Eng i neers. T h e  Forces Comman d  Ra i l  
Ma i ntenance Program, des i gned to upgrade and repa ir ra i l capab i l i t i es 
at mob i l i zat i on insta l l at ions, is schedu l ed to be comp l eted in FY  
1994. 

T h e  DOD agrees that, in the past, funds were rea l l ocated from 
ra i l ma i ntenance progrsms and app l i ed to cover coats of other 
h igh-pr ior ity pro jects such as env i ronmenta l  c l eanup and un it 
tra in ing. That s ituat ion has been rect if ied, and the ra i l program 
has been near ly re imbursed for the red irected funds. In FY  1991, 
Forces Comman d  budgeted $12.7 mi l l i on for ra i l ma i ntenance and 
expended $25.2 mi l l i on. After, FY  1991, insta l l at ions d id not have 
access to the Pa i l  Ma i ntenance Program funds: thus, cou l d not d ivert 
them to other programs. 

WX; 
The GAO found that the repa ir and rehab i l i tat ion for the Fort 
Campbe l l  ra i l l i ne has been the Forces Cosnnand Pa i l  Ma i ntenance 
Program’s h ighest pr ior ity, and moat expens i ve repa ir pro ject s i nce 
the incept ion of the program in FY  1986. T h e  GAO asserted, however, 
that Fort Campbe l l  repa irs cont i nue to be affected by prob l ems 
assoc i ated with: (1) Forces Comman d  management of the program, and 
(2) eng i neer i ng d i sputes w ith the Transportat ion Systems Center. T h e  
GAO further asserted that the Conmnand  d id not adequate l y cons i der 
severa l potent ia l l y l eas expens i ve ra i l - load ing a lternat ives-- i.e., 
l oad i ng mi l i tary equ i pment on ra i l cars at pr ivate ly-owned, nearby 
s ites--before dec i d i ng to mak e  these repa irs. Furthermore, the GAO 
conc l uded that it appears that the pro ject, a s  present ly des i gned, 
st i l l wi l l  not resu lt in a ra i l - load ing capab i l i ty adequate to meet 
e ither peacet ime or mob i l i zat i on needs. 
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T h e  GAO reported that, s i nce the 196Os, the abandonment of branch 
l i nes c l osed a l l other access to ma i n  commerc i a l  ra i l  l i nes and 
forced the DOD to purchase the Fort Campbe l l  to Hopk insv i l l a, 
Kentucky, branch l i ne dur ing the 1990s for a tota l of about $523,000. 
T h e  CA0 noted emergency repa irs to the branch l i ne in FY  1986 and 
FY  1989 cost the ra i l ma i ntenance program more than $2 mi l l i on, w ith 
the tota l pro ject n ow est imated to exceed $16 mi l l i on. T h e  CA0 
conc l uded that, even if comp l eted, the p l anned $16 mi l l i on pro ject at 
Fort Campbe l l  ma y  not resu lt in a ra i l - load ing capab i l i ty suff ic ient 
to meet e ither peacet ime or mob i l i zat i on needs. T h e  GAO c ited a 
1994 Transportat ion Eng i neer i ng Agency study that determ ined the 
i nterchange track in Hopk insv i l l e is i nadequate to meet e ither 
peacet ime exerc i se or mob i l i zat i on ra i l needs at Fort Campbe l l .  T h e  
CA0 found that Forces Comman d  p l ans for rehab i l i tat ing Fort Campbe l l  
track do not address the Hopk insv i l l e i nterchange prob l em. The CA0 
asserted that proposa l s to bu i l d n ew track have not been adequate l y 
cons i dered by the Army--because, as n ew construct ion, they wou l d have 
requ ired fund ing out of the mi l i tary construct ion account rather than 
the operat ions and ma i ntenance account. T h e  GAO conc l uded that the 
des i gn of the pro ject appears to have been determ ined more by fund ing 
ava i l ab i l i ty than by cost-effect ive des i gn or mob i l i zat i on and 
dep l oyment needs. T h e  GAO further conc l uded choos i ng an a lternat ive 
that e ither i nvo l ves dep l oyment load i ng d irect ly on the ma in l i n e or 
bypasses the Hopk insv i l l a i nterchange is l i ke ly to resu lt in 
s ign if icant l ong-term sav i ngs to the Army. (p. 6, pp. 27-3 l /GAO 
Draft Report) 

v Concur. Fort Campbe l l  requ ires ra i l to perform i ts 
mob i l i zat i on and dep l oyment m iss i on. T h e  1984 Transportat ion 
Eng i neer i ng Study conc l uded that: (1) the Wopk i nsv i l l e  i nterchange 
cannot hand l e peacet ime exerc i se traff ic nor can it hand l e an a l l 
ra i l mob i l i zat i on, (2) the i nterchange is capab l e of hand l i ng a ra i l 
mob i l i zat i on of nonroadab l e veh ic l es, and (3) for a n y  ra i l traff ic to 
safe ly use the Hopk insv i l l e i nterchange, the tracks between Fort 
Campbe l l  and the i nterchange must be upgraded to meet at l east 
Federa l  Ra i lway Admin i strat i on C lass II standards. T h e  latter is 
i ncreas ing l y important as the Amy  Strateg i c Mob i l i ty Program has 
estab l i shed more  aggress i ve un it dep l oyment t ime l i nes for un its 
dep l oy i ng from Fort Campbe l l .  Aa ment i oned in the DOD response to 
F i nd i ng E, beg i nn i ng in 1st Quarter FY  1993, the Army wi l l  rev i ew the 
ent ire ra i l s ituat ion at Fort Campbe l l  to determ ine the must 
eff ic ient and effect ive a lternat ives to meet the insta l l at ion 
dep l oyment requ i rements, inc l ud i ng the a lternat ives proposed by the 
GAO. Ma j or repa irs tota l l i ng $9.0 mi l l i on, begun in FY  1991, 
cont i nue on the Fort Campbe l l  l i ne. On Ju ly 9, 1992, pend i ng the 
outcome of the rev i ew of a lternat ives, the Army requested that Forces 
Comman d  let no n ew contracts for repa ir to the Fort Campbe l l  
connector l ine. Regard l ess of the study outcome, the DOD is requ ired 
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to ma inta i n the Hopk insv i l l e Be lt l i ne (wh ich goes through the c ity), 
in order to protect the commun i t y  and property. 

Came n d  Effortr to Inventory 
cats &lear i o I n c@@&& T h e  GAO conc l uded that the DOD has not 

accurate ly determ ined the s i ze of the coranerc ia l  ra i l f latcar f leet 
su itab le for support ing dep l oyment. Th e  GAO aga i n c ited its 1987 
report (OSD Case 72201, wh i ch po i nted out that the Mi l i t ary Traff ic 
Management Comman d  had not performed an adequate ana l ys i s to 
determ ine if the nat iona l ra i l car inventory was suff ic ient to meet 
the DOD need for mob i l i zat i on and dep l oyment. Th e  GAO po inted out 
the DOD agreed that such an inventory was important and d irected the 
Mi l i tary Traff ic Management Comman d  to mak e  a deta i l ed assessment of 
the capab i l i ty of the commerc i a l  transportat ion sector ab i l i ty to 
support U.S. mob i l i zat i on requ i rements. T h e  GAO asserted, however, 
that a change to f latcar requ i rements inva l i dated the conc l us i ons of 
the f irst study and the second study address i ng a l l other cormerc i a l  
transportat ion assets conta i ned methodo l ogy prob l ems and, therefore, 
was never off ic ia l l y f ina l i zed or a p p r o v e d  by the Mi l i tary Traff ic 
Management Command .  The  GAO reported that the p a c e  of dep l oyment in 
response to reg iona l conf l i cts wou l d requ ire the purchase of 
add it i ona l heavy l ift f latcars for ownersh i p by the DOD. The GAO 
found that the actua l i nventory of mi l i tar i l y usab l e s ing le- leve l 
f latcars, inc l ud i ng those owned by the DOD, is about 11,439 cars and 
not the 32,900 f latcar tota l reported by the Army. The GAO reported 
that, accord i ng to Mi l i tary Traff ic Management Comman d  off ic ia ls, the 
peak-day requ i rements were in the process of be i ng changed in 
response to changes in the former Sov iet Un i on and subsequent changes 
in U.S. dep l oyment p lans. (p. 6-7, pp. 33-36/GAO Draft Report) 

, POD --Qa&a. Part ia l l y concur. At the t ime of the GAO rev iew, the 
Mi l i tary Traff ic Management Comman d  had not comp l eted its study. 
However, on June 29, 1991, the report was comp l eted and forwarded to 
the Un ited States Transportat ion Cormnand and to Forces Conznand. By 
September 1992, the Mi l i tary Traff ic Management Comman d  wi l l  be 
d irected to: (1) inventory tr ienn ia l l y the commerc i a l  ra i l status and 
assess its ut i l ity for mi l i tary use, and (2) rev i ew its inventory 
procedures to determ ine the most re levant methodo l ogy to ach i eve an 
accurate inventory. T h e  methodo l ogy rev i ew wi l l  be comp l eted in the 
2nd Quarter, FY  1993. 

ING K; 3 T@ J&& Us  Not I@g g g&e d  to the Dec l i n e  i n S i na l a -Leve l  
-cars,. T h e  GAO ana lys i s of U.S. f latcar inventory revea l ed that 
the nat iona l i nventory of mi l i tar i l y usab l e s ing le- leve l f latcars, 
wh i ch are su itab le for support ing dep l oyment, has cont inua l l y 
dec l i ned s i nce the 1970s--from 19,100 in 1971 down to 11,400 f latcars 
in 1991. T h e  CA0 po inted out that, if the trend cont inues, the 
inventory of the s ing le- leve l f latcars ma y  bec ome i nadequate to meet 
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dep l oyment needs. T h e  GAO noted that 628 of the 1,194 f latcars owned 
by the DOD wi l l  c ome to the end of the ir usefu l l ife by 1993, and 
wi l l  be ret ired. T h e  GAO observed that, a l though Army off ic ia ls are 
aware of the c ited trends, they have mad e  few preparat ions to use 
a lternat ive types of f latcars. 

T h e  GAO reported that the ra i l roads are increas ing the ir use of 
spec ia l i zed f latcars, wh i ch often are not su itab le for transport ing 
mi l i tary veh ic l es. T h e  GAO noted that mu lt i l eve l  f latcars cou l d be 
used dur ing a dep l oyment to a l l ev iate potent ia l shortages of 
s ing le- leve l f latcars. T h e  GAO stated that Mi l i tary Traff ic 
Management Comman d  off ic ia ls i nd i cated that the Army cou l d a l l ev iate 
the impact of any s ing le- leve l f latcar shortages dur ing dep l oyment by 
load i ng mu lt i l eve l  f latcars. T h e  GAO conc l uded, however, that such 
spec ia l i zed f latcars genera l l y cannot transport mi l i tary veh i c l es 
larger than a two and one-ha lf ton truck. 

T h e  GAO po inted out that, in its 1987 report, it had conc l uded 
that the need for s ing le- leve l f latcars cou l d be reduced by as muc h  
as 36 percent, depend i ng on un it type, if the DOD used mu lt i l eve l  
cars for transport ing mi l i tary veh i c l es to the ma x im um extent 
poss ib l e. T h e  GAO noted that, in 1987, on l y a few mob i l i zat i on 
stat ions had the mu lt i l eve l  r amps needed to l oad such cars. T h e  GAO 
further po inted out, however, that the DOD comments in response to 
the 1987 report, ind i cated that Forces Comman d  was assess i ng the 
requ i rements for, and d istr ibut ion of, load i ng ramps and any 
necessary correct ive act ion wou l d be imp l emented by 1988. T h e  GAO 
found that, as of February 1992, Forces Connnand st i l l had not: 
(1) comp l eted the assessments, (2) red istr ibuted any ramps, 
(3) procured add it i ona l r amps , and none of the mob i l i zat i on stat ions 
v is ited were adequate l y prepared to l oad substant ia l  n umbers of 
mu lt i l eve l  cars in a dep l oyment. (pp. 37-4Q/GAO Draft Report) 

DOD Reswnse; Concur. T h e  DOD agrees that the inventory of mi l i tary 
usefu l ra i l cars is dec l i n i ng and that mu lt i l eve l  cars cou l d be used 
to mov e  more equ i pment. A  Mi l i tary Traff ic Management Comman d  Study, 
comp l eted in Ju l y 1992, of 21 insta l l at ion dep l oyments dur ing 
Operat i ons Desert Sh ie l d and Storm revea l ed that 4 percent of the 
tota l n umber of ra i l cars used by the insta l l at ions were l oaded w ith 
tra i lers (tra i ler-on-f latcar). At two insta l l at ions, approx imate l y 
20 percent of the ra i l cars used were mu lt i l eve l  f latcars. Overa l l , 
approx imate l y 5 percent of a l l ra i l cars used were mu lt i l eve l. Dur i ng 
peacet ime, un it rotat ions to the Fort Irwin Nat iona l  Tra i n i ng Center, 
Fort Hood, Fort Carson, Fort Stewart, and Fort R i l ey current ly use 
89-foot, b i- leve l ra i l cars on a regu lar bas is. By September 1992, 
the Army wi l l  d irect Forces Comman d  to ensure that the use of 
mu lt i l eve l  ra i l cars is bu i lt i nto exerc i se and dep l oyment p l ans where 
app l i cab le. Further, the Mi l i t ary Traff ic Management Comman d  study 
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requested informat ion on ramp fac i l i t ies, usage, and the use of 
portab le ramps. No s ign if icant prob l ems were surfaced by the 
insta l l at ions. Some  serv ic i ng ra i l c ompan i e s prov i de ramps and 
support equ i pment when mu lt i l eve l  ra i l cars are prov ided. Forces 
Comman d  is resurvey i ng the need for ramps to l oad mu lt i l eve l  ra i l cars 
and wi l l  cross- leve l or procure equ i pment, as appropr iate, by Ju l y 
1993. 

ING L: Detenn i n i no B lock i nu. Brac ina. Pack i na. Cratt ina. and 
&-Down Paou i r@m~n~ The GAO reported that Forces Comman d  po l i cy 
gu i dance for the peacet ime acqu is i t i on and storage of b lock ing, 
brac ing, pack i ng, crat ing, and t i e-down mater i a l s needed for 
mob i l i zat i on and dep l oyment is i ntended to ensure that: (1) requ ired 
mater i a l s are ava i l ab l e in t ime for un its to comp l y  w ith mob i l i zat i on 
and dep l oyment orders and (2) mater i a l s such as stee l cab l e and cab l e 
c l amps read i l y obta i ned from loca l sources are not stocked. T h e  GAO 
po inted out that mob i l i zat i on stat ion c ommanders and reserve 
component commanders are respons i b l e for determ in i ng the b lock ing, 
brac ing, pack i ng, crat ing, and t i e-down requ i rements, as we l l  as 
determ in i ng the ava i l ab i l i ty of the mater i a l s in the loca l commerc i a l  
market. (p. 7, pp. 4243/GAO Draft Report) 

Epp Ramonse: Concur. 

087 GAG Peoozt Ident if ied Excers i ve Stookr of B&Q&&& 
Cr& ina. urd T i e -Down Mate&&.&& The GAO aga i n 

c it i ng i ts 1987 rev iew, in wh i ch it had conc l uded the Army had 
procured excess i ve amounts of b lock ing, brac ing, pack i ng, crat ing, 
and t i e-down mater ia l s, quest i oned the need for the Army p lan to 
procure an add it i ona l $10 mi l l i on of mater i a l s FY  1986 through FY  
1991. T h e  GAO ind icated that pr ior rev i ews had c ited the fo l l ow ing 
factors: 

- the methodo l ogy for determ in i ngthe requ i rements for the 
mater i a l s d id not cons i der that man y  f latcars c ome with the ir own 
t ie-down dev i ces; 

s ome mob i l i zat i on stat ions hav i ng l itt le need for the 
mater ia l s, neverthe less, procured large quant it ies; and 

- s ome mob i l i zat i on stat ions acqu i red and stored the mater i a l s 
that were read i l y ava i l ab l e from loca l commerc i a l  sources. 

T h e  GAO ind icated that those prob l ems had occurred large ly as the 
resu lt of i nadequac i es in the Forces Comman d  po l i cy gu i dance for 
determ in i ng the amount of mater i a l s needed, as we l l  as poor program 
execut i on at mob i l i zat i on stat ions. T h e  GAO noted that the DOD 
agreed i n its response to the 1987 report, and ind i cated that 
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correct ive act ions and reeva luat i ons wou l d be comp l eted by FY  1988. 
(p. 7, pp. 43-U/GAO Draft Report) 

DoD Concur. As a resu lt of the GAO rev iew, Forces 
Comman d  has re inforced its estab l i shed wr itten po l i cy and procedures 
to improve the management of b lock ing, brac ing, and t i e-down 
mater ia l s. Insta l l at ions are n ow requ ired to survey the surround i ng 
commun i t y  for b lock ing, brac ing, and t i e-down stocks. Insta l l at ions 
are n ow requ ired to ma inta i n on l y suff ic ient b lock ing, brac ing, and 
t i e-down mater i a l s for mob i l i zat i on and dep l oyment unt i l adequate 
mater i a l s can be obta i ned commerc i a l l y . T h e  Army wi l l  survey a l l its 
c ommand s  and the other Serv i ces to determ ine the ir b lock ing, brac ing, 
and t i e-down equ i pment needs. T h e  resu lts wi l l  d ictate where 
econom ica l  cross- leve l i ng can and wi l l  occur. T h e  survey wi l l  be 
comp l ete by Ju l y 1993. In Ju l y 1992, the Mi l i tary Traff ic Management 
Comman d  Transportat ion Eng i neer i ng Agency comp l eted a study 
ind icat ing that 98 percent of the f latcars used dur ing Operat i on 
Desert Sh ie l d dep l oyment were the cha i n t i e-down type. 

Has l&f&g&@ to t?o&&# 1tr EyLQ lrrc* fa 

s T h e  GAO reported that, after i ssuance of the 1987 GAO 
report, Forces Comman d  rev ised its po l i cy gu i dance to instruct 
mob i l i zat i on stat ions to determ ine the ir mater ia l  requ i rements based 
on the assumpt i on that on l y ha lf of the f latcars used wou l d need such 
mater ia l s. T h e  GAO found, however, that in 1991, Forces Comman d  
off ic ia ls had not further updated the gu i dance, even though they knew 
the nat iona l i nventory of f latcars was rap id ly dec l i n i ng. T h e  GAO 
noted that one of the reasons prov i ded was  that the Mi l i tary Traff ic 
Management Coannand had not off ic ia l l y determ ined the extent of any 
changes in the nat iona l f latcar inventory, or determ ined what 
percentage of the inventory needed the mater ia l s. T h e  GAO stated 
that, short ly thereafter, Forces Comman d  off ic ia ls rev i sed the po l i cy 
gu i dance to state that mob i l i zat i on stat ions shou l d determ ine the ir 
requ i rements assum i ng that 10 percent of the f latcars used wi l l  need 
the mater ia l s. T h e  GAO found, however, that about 30 percent of the 
mi l i tar i l y usab l e f latcar f leet n ow needs b lock ing, brac ing, pack i ng, 
crat ing, and t i e-down mater ia l s. T h e  GAO conc l uded that Forces 
Comman d  po l i cy, therefore, n ow instructs mob i l i zat i on stat ions to 
ca lcu l ate requ i rements at a rate that wou l d be i nadequate to meet 
needs if the tota l i nventory of f latcars were used. (pp. 44-45/CAO 
Draft Report) 

DoP Part ia l l y concur. In a Mi l i tary Traff ic Management 
Comman d  Transportat ion Eng i neer i ng Agency Report, "Dep l o yment at 
CONUS Insta l l at ions Dur i ng Operat i on Desert Storm,1V the Comman d  found 
that insta l l at ions were ab l e to use 98 percent cha i n t i e-down cars 
for dep l oyment. Th e  current excess b lock ing, brac ing, and t i e-down 
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equ i pment c ited in F i nd i ng M, the reduct ion of mi l i tar i l y usefu l 
ra i l cars requ ir ing b lock ing, brac ing, and t i e-down dev i ces, and the 
potent ia l to use mu lt i l eve l  ra i l cars, are ind icators that 10 percent 
is a rea l i st ic p l ann i ng f igure for ra i l cars requ ir ing b l ock i ng and 
brac ing mater ia l s. T h e  Army wi l l  request however, that every three 
years the Mi l i tary Traff ic Management Comman d  rev i ew the makeup of 
the commerc i a l  ra i l f leet and assess its ut i l ity for meet i ng current 
DOD dep l oyment requ i rements. That informat ion wi l l  be used by Forces 
Comman d  to update ra i lcar rat ios for b l ock i ng and brac ing 
requ i rements. 

F INDING 0: &&$ l i zat i on Stat ion8 Are Not Fo l l ow ina ' Forcee Ccmzaan d  
Regu lat i ons, T h e  GAO found that none of the s ix mob i l i zat i on 
stat ions it v is ited were fo l l ow ing the c omman d  regu lat ions proper ly 
for determ in i ng b lock ing, brac ing, pack i ng, crat ing, and t i e-down 
mater ia l  requ i rements and stock i ng appropr iate amounts of those 
mater ia l s. T h e  GAO a lso found that mob i l i zat i on stat ions cont i nue to 
perform inadequate surveys of the loca l market to determ ine the 
ava i l ab i l i ty of mater ia l s. T h e  GAO further found that s ome 
mob i l i zat i on stat ions, such as Fort Campbe l l ,  were rep lac i ng the ir 
stocks of mater ia l s, even though the 1987 GAO report c ited excess i ve 
stocks of such mater ia l s. (pp. 45-46/GAO Draft Report) 

r ise: Concur. As noted in the DOD response to F i nd i ng M, 
the Army wi l l  be conduct i ng a survey of its ma j or c ommand s  and other 
Serv i ces to estab l i sh a base l i ne for econom ica l  cross- leve l i ng of 
excess DOD-owned b lock ing, brac ing, and t i e-down equ i pment. Th e  
process wi l l  be comp l ete in Ju l y 1993. As part of the process, the 
Army wi l l  d irect that the resu lts of loca l b l ock i ng and brac ing 
ava i l ab i l i ty surveys be requ ired from Forces Comman d  i nsta l l at ions 
w ith ra i l dep l oyment m iss i ons as an attachment to the DD 1726, m  

tarv Insta l l af ion and Rec e&& Caa 
Beport, an annua l  report suhn ltted i n February of each year. 

ING P; &#&W&&I Of mt  Rrna i ne 
s T h e  GAO aga i n referenced its 1987 report, in wh i ch it 
found that Forces Comman d  requ i rements for ra i lcar spanners, ra i l 
hand too l sets, and portab le end ramps were overstated, and that the 
equ i pment a lready purchased had not been d istr ibuted to mob i l i zat i on 
stat ions in accordance to the ir needs. T h e  GAO po inted out the DOD 
agreed that a reassessment of the need for th is equ i pment and its 
d istr ibut ion among  mob i l i zat i on was needed. T h e  GAO found, however, 
that as of February 1991, none of the .reassessments have been 
comp l eted or any act ion taken to correct the imba l ances in the 
d istr ibut ion of ra i l - load ing equ i pment. Th e  GAO ind icated that, s i nce 
then, Forces Comman d  has taken s ome act ions, but po inted out those 
efforts are far from be i ng comp l ete. (pp. 41-48/GAO Draft Report) 
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DOD I lrm Concur. As noted prev ious ly, the Army is tak ing 
act ion to reasse8s and red istr ibute ra i l - load ing equ i pment, but those 
act ions are not comp l ete. Forces Comman d  is resurvey i ng the need for 
ra i l - load ing equ i pment and wi l l  conduct cross- leve l i ng act ions by 
March 1993. Current ly, there are 15 insta l l at ions w ith mu lt i l eve l  
r amp capac ity. Other insta l l at ions ind icate that the serv ic i ng ra i l 
c ompany prov i des ramps and support equ i pment when mu lt i l eve l  ra i l cars 
are used. 

RR-TIONS 

The GAO recommended that the Secretary of the Army 
take act ions to improve the ra i l rehab i l i tat ion program, in 
part icu lar, address i ng: (1) the d irect ion of the program, 
(2) fund ing, (3) interna l contro ls, (4) cost-effect iveness, and 
(5) genera l  accountab i l i ty. (p. 7, p. 3 2 /GAO Draft Report) 

POD RasDQILpp; Concur. T h e  Army is tak ing act ions to improve the 
ra i l ma i ntenance program. In October 1991, Forces Comnd  rea l i gned 
program execut i on from the Transportat ion Systems Center to the Army 
Corps of Eng i neers. T h e  ra i l ma i ntenance fund ing has been re imbursed 
to the or ig ina l account: in FY  1991, Forces Comman d  budgeted 
$12.7 mi l l i on for ra i l ma i ntenance and expended $25.2 mi l l i on. By 
September 1992, the Army wi l l  d irect that b lock ing, brac ing, and 
t i e-down equ i pment status be added as a mater ia l  weakness under its 
Interna l Contro l s Program. 

The GAO reconrmended that the Secretary of the Army 
cons i der des i gnat i ng another organ izat ion as its execut i ve agency for 
the Ra i l  Ma i ntenance Program. (p. 7, p. 3 2 /GAO Draft Report) 

Q pW RMPQBLL ;  Part ia l l y concur. T h e  Army des i gnated Forces Comman d  
as its execut i ve agent for ra i l ma i ntenance at the Army mob i l i zat i on 
and dep l oyment insta l l at ions. T h e  des i gnat i on is des i gned to a l i gn 
Forces Comman d  dep l oyment and mob i l i zat i on m iss i on w ith inherent 
log ist ica l support respons ib i l i t i es and requ i rements. T h e  key to 
rev ita l i z ing the Ra i l  Ma i ntenance Program is not redes ignat ing 
another organ izat ion as the Army execut i ve agent for ra i l 
rehab i l i tat ion, but to manage  the ex ist ing program better than it has 
been managed. Forces Comman d  has mad e  s ign if icant manager i a l  
improvements as a resu lt of i ncreased c omman d  emphas i s  brought on by 
ra i l s ystem fa i l ures dur ing Operat i on Desert Sh ie l d, as ident if ied by 
the GAO. W ith the comp l et i on of the Fort Campbe l l  repa ir contract, 
the Forces Comman d  Ra i l  Ma i ntenance Program execut i on is n ow be i ng 
accomp l i s hed by the Army Corps of Eng i neers. T h e  c ited changes wi l l  
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Now on p. 28. 

Nowon p.37. 

resu lt in better management of the program and fac i l i tate its 
comp let i on, n ow schedu l ed for FY  1994. 

B  The GAO recommended that the Secretary of the Army 
suspend the Fort Campbe l l  pro ject, pend i ng a rev i ew of the ava i l ab l e 
a lternat ives for ach i ev i ng the ra i l - load ing capab i l i ty needed at th is 
insta l l at ion--with spec ia l  attent ion be i ng d irected at reso lv i ng the 
i nterchange prob l em that current ly restr icts Fort Campbe l l  access to 
a ma i n  cosnnerc i a l  ra i l l i ne. (p. 3 2 /GAO Draft Report) 

DOD m  Concur. As noted in the DOD response to F i nd i ng I, 
beg i nn i ng in the 1st Quarter, FY  1993, the Army wi l l  rev i ew the 
ent ire ra i l s ituat ion at Fort Campbe l l  to determ ine the most 
eff ic ient and effect ive a lternat ives to meet the insta l l at ion 
dep l oyment requ i rements, inc l ud i ng those proposed by the GAO. It is 
ant ic i pated that the rev i ew wi l l  be comp l eted in the 3rd Quarter, 
FY  1993. T h e  ongo i ng ma j or repa irs on the Fort Campbe l l  l i ne wi l l  
cont inue. On Ju ly 9, 1992, pend i ng the outcome of the aforement i oned 
rev iew, the Army stopped any n ew contracts on the Fort Campbe l l  
connector l ine. However, the Army owns the track that l eads through 
the c ity of Hopk insv i l l e and, therefore, must ma inta i n it to ensure 
commun i t y  safety. 

T h e  GAO recommended that the Secretary of Defense 
d irect the Mi l i tary Traff ic Management Command :  (1) to inventory, on 
a per iod ic bas is, the number and types of commerc i a l  f latcars 
ava i l ab l e to support dep l oyment, and (2) to rev ise the methodo l ogy 
for inventory ing those cars to exc l ude s ome types of f latcars not 
read i l y su itab le for dep l oyment and to determ ine more accurate ly the 
s i ze of the usab l e inventory. (p. 4 1 /GAO Draft Report) 

n8a; Concur. By September 1992, the Army wi l l  d irect that 
the Mi l i tary Traff ic Management Comman d  to conduct a  tr ienn ia l 
i nventory of the ava i l ab i l i ty of commerc i a l l y  usefu l ra i l cars. That 
informat ion wi l l  i nc l ude an ana l ys i s of the ava i l ab i l i ty of cha i n 
t i e-down ra i l cars. T h e  data wi l l  be forwarded to Forces Cormsand to 
affect appropr iate changes to b l ock i ng and brac ing inventory po l i cy. 
T h e  data wi l l  a l so be usefu l in determ in i ng the s i ze and compos i t i on 
of the Defense Ra i lway Interchange F leet. Add it i ona l l y, the Mi l i tary 
Traff ic Management Comman d  wi l l  rev i ew its inventory procedures to 
determ ine the most su itab le methodo l ogy to ach i eve an accurate 
inventory. T h e  methodo l ogy wi l l  be comp l eted by the 3rd Quarter, 
FY  1993, and inc l ude parameters to exc l ude s ome f latcar types not 
su itab le for dep l oyment. 

W- TXQN 5; The GAO recommended the Secretary of the Army 
d irect Forces Comman d  to requ ire that mob i l i zat i on stat ions: 
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(1) deve l op p l ans for us i ng mu lt i l eve l  f latcars for dep l oyment, and 
(2) to test these p l ans dur ing exerc ises. (p. 4 1 /GAO Draft Report) 

PoD Concur. By September 1992, the Army wi l l  d irect the 
Forces Conrnand to: (1) deve l op p l ans for us i ng mu lt i l eve l  f latcars 
for dep l oyment, and (2) to test the ir use dur ing exerc ises. 

OVATION 6; The GAO recommended that the Secretary of the Army 
d irect Forces Comman d  to: (1) mod i fy its regu lat ions so that gu i dance 
on ca lcu lat ing the mater i a l s and equ i pment needed for load i ng 
ra i l cars dur ing dep l oyments accurate ly ref lects the percentage of the 
f latcar f leet need i ng these mater ia l s, and (2) ensure that 
mob i l i zat i on stat ions comp l y  w ith regu lat ions for determ in i ng the 
need for these mater i a l s and for stock i ng them. (p. 4 9 /GAO Draft 
Report) 

DOD M#p o n a ~  Concur. By September 1992, the Army wi l l  d irect the 
Mi l i tary Traff ic Management Comman d  to inc lude, as part of the survey 
on ava i l ab i l i ty of mi l i tar i l y usefu l ra i l cars, a  determ inat i on on the 
rat i o of ra i l cars requ ir ing b l ock i ng and brac ing. T h e  data wi l l  be 
forwarded to Forces Comman d  to be used to: (1) ad just stockage leve ls 
for b lock ing, brac ing, and t i e-downs at mob i l i zat i on stat ions, and 
(2) ad just ra i lcar factors in movement p lans, regu lat ions, and 
gu i dance. T h e  next survey wi l l  be requ ired by September 1994. T h e  
Army wi l l  a l so d irect Forces Comman d  to conduct a  survey of 
ma j or Army c ommand s  and the other Serv i ces for the purposes of 
cross- leve l i ng b l ock i ng and brac ing mater ia l . T h e  survey wi l l  be 
comp l eted by Ju l y 1993. As part of th is process, the Army wi l l  
d irect that the resu lts of the loca l b l ock i ng and brac ing surveys be 
attached and subm itted as descr i bed in the DOD response to F i nd i ng 0. 

B  The GAO recommended that the Secretary of the Army 
d irect Forces Comman d  to: (1) comp l ete its reassessment of needs for 
ra i l - load ing mater i a l s and equ i pment, and (2) d istr ibute those i tems 
among  mob i l i zat i on stat ions as needed to meet requ i rements. 
(p. 4 9 /GAO Draft Report) 

DoR Rernonre; Concur. T h e  Army is tak ing act ion to reassess and 
red istr ibute ra i l - load ing equ i pment, but the act ion is not comp l ete. 
Forces Comman d  is resurvey i ng the need for ra i lcar l oad i ng equ i pment 
and wi l l  mak e  appropr iate cross- leve l i ng act ions by March 1993. 
There are 15 insta l l at ions that have mu lt i l eve l  r amp capab i l i ty. 
Other insta l l at ions ind icate that the serv ic i ng ra i l c ompan i e s 
prov i de ramps and support equ i pment when mu lt i l eve l  ra i l car use is 
requ ired. 

ION 8; The CA0 recommended that the Secretary of the 
Army d irect Forces Comman d  to report the process for determ in i ng 

a  
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ra i l - load ing equ i pment supp l y needs, the ir d istr ibut ion, and the 
pract ices regard ing the ir storage a s  a mater ia l  weakness in the next 
Army assessment of interna l contro ls, as requ ired by the Federa l  
Manager ' s F i nanc i a l  Integr ity Act. (p. 4 9 /GAO Draft Report) 

Da l) Concur. By September 1992, the Army wi l l  d irect 
Forces Coaunand to estab l i sh a process for determ in i ng ra i l - load ing 
equ i pment supp l y needs, the ir d istr ibut ion, and the pract ices 
regard ing the ir storage. T h e  i ssue wi l l  be reported as a mater ia l  
weakness in the next assessment of interna l contro ls. 
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Note: GAO comments 
supp lement ing those in the 
report text appear at the 
end of th is append ix. 

U.S.Departmont of 
Transportat ion 

400 Sevenrn St S ‘N 
Wash ir i q,on DC 212590 

August 20, 1 9 9 2  

Mr. R ichard Dav is 
Director of Army Issues 
Nat iona l  Secur i ty a n d  Internat i ona l  

Affa irs Div is i on 
U.S. Genera l  Account i ng Off ice 
Wash i ngton, D.C. 20548 

Dear Mr. Dav is: 

Enc losed are two cop i es of the Department of 
Transportat i on ' s comments concern i n g the U.S. Genera l  
Account i ng Off ice draft report ent it led, "Operat i on Desert 
Sh ie l d: Prob lems In Dep l oy i ng By Ra i l  Nee d  Attent ion." 

Thank you for the opportun i ty to rev i ew th is report. If 
you have any quest i ons concern i n g our rep ly, p l ease ca l l 
Mart i n Gerte l  o n  366-5145. 

Sincere ly, 

Enc l osures 
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TMP,NT  O F  TRANSPORTAT ION fDOT l  REPLY 

QPERAT ION DESERT  SHIELD: PROBLEXS IN 

DEPLOYING BY RAIL NEED AT TENT ION 

I. j 3 JMMARY OF  GAO F INDINGS AND RECOMMENDAT IONS:  

T h e  GAO found that deter i orated ra i l  fac i l i t i es, own e d  a n d  
operated b y  the Department of Defe n s e  (DOD), h a d  constra i n ed 
out l o ad i n g operat i o ns of Operat i o n  Desert Sh i e l d  a n d  cou l d  impa i r 
a n y  future dep l o yment. T o  repa i r the ra i l  fac i l i t i es, DOD ha d  
in i t i ated a  ra i l  rehab i l i t at i on p r o g r am in 1 986, but the 
effect i veness of the p r o g r am was  l im i ted d u e  to p r o g r am 
man a g eme n t  prob l ems. T h e  report a l s o descr i b es the conduct of 
the i n teragency a g r e ement  b e tween  the Department of the Army a n d  
the Department of Transportat i on ' s  (DOT) Vo l p e  Nat i o na l  
Transportat i o n Syst ems Center (referred to i n the GAO report a s  
TSC). T h e  GAO report ma i n ta i n s that the l im i ted progress of the 
ra i l  rehab i l i t at i on p r o g r am appe a r s  l arge l y attr i butab l e to the 
Army ' s  ma n a g eme n t  shortcom i n gs a n d  d i s a g reements w ith the Vo l p e  
Center over ra i l  repa i r des i g ns. 

T h e  draft report ma k e s  a  n umbe r  of r e c ommenda t i o n s  to the DOD. 
The r e  are n o  r e c ommenda t i o n s  to the Secretary of Transportat i on. 

II. DEPARTME NT: 

T h e  Department h a s  rev i ewed the draft report a n d  found the report 
w ith f ew except i o ns to prov i d e a n  accurate dep i ct i o n of the 
events that transp i red dur i n g the Vo l p e  Center ' s  i nteract i ons 
w ith the Army Forces C omma n d  ( FORSCOM).  T h o s e  except i o ns are 
noted be l ow. In add i t i o n severa l  spec i f i c r e c ommen d e d  text 
c h a n g e s  are prov i d ed i n Attachment 1. 

T h e  FORSCOM contracted w ith the Vo l p e  Center i n 1 9 8 6  to prov i d e 
techn i ca l , adm in i strat i ve, a n d  p r o g r am man a g eme n t  support for 
FORSCOM ' s  Ra i l  Ma i n t e n a n c e  Prog r am ( FORMAP). Throughout the 
Department ' s  i n v o l v ement in FORMAP,  the Vo l p e  Center e n d e a v o r e d  
to the best of its ab i l i ty to fu lf i l l  t he terms of the statement 
of work (SOW). In 1987, FORSCOM ' s  Eng i n eer i n g  D i rectorate 
prepared a  rev i s ed SOW,  advocat i n g  a  d i fferent a p p r o a c h  to the 
ra i l  rehab i l i t at i on program. Desp i t e the Vo l p e  Center ' s  
extens i v e efforts to reach a g r e ement  w ith FORSCOM on  a  rev i s ed 
SOW,  n o  a g r e ement  wa s  reached. As a  resu l t, the Vo l p e  Center 
cont i n u ed to prov i d e its serv i c es to FORMAP accord i n g  to the 
terms a n d  cond i t i o ns estab l i s hed b y  the or i g i na l  SOW.  
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See c omment  1. 

2  

In 1 9 9 0  FORSCOM,  w ithout off ic i a l l y not i fy i ng the Vo l p e  Center, 
un i l atera l l y d i s cont i n ued u s e  of the Center a s  its ra i l  pro j ect 
manag e r ,  w ith the except i o n of the Fort Campbe l l  ra i l  pro j ect. 
At th i s t ime approx imate l y  8 0  percent of the Fort Campbe l l  
pro j ect hacr b e e n  comp l e t e d  a n d  the ant i c i p ated pro j ect comp l e t i o n  
date i 8 November 1992. T h e  Vo l p e  Center ' e  ro l e i n the Fort 
Campbe l l  pro j ect wi l l  b e  c omp l e t e d  w i thout the br i d ge repa i r ,work 
it h a d  des i g n e d  e i n ce the Army Corp a  of Eng i n e e rs d i rected the 
Center not to p r o c e e d  w ith th i s port i on of the construct i on. 

T h e  GAO draft report i nd i c ated that o v e r h e a d  charges for s ome  
yearn of the FORMAP pro j ect were  a  h i g h percentage of p r o g r am 
costs. T h e  Department ma i n ta i n s that the $ 7 2 1 , 2 1 2  "overhead 
cost" f i gure c i ted i n the GAO draft report actua l l y  i n c l u des a  
far greater r a n g e  of act i v i t i ee than those that wou l d  b e  
appropr i ate l y  cons i d e red overhead. Inc l u ded i n that f i gure, a a  
s h own be l ow, are amoun t s  for des i g n, mater i a l s, a n d  contractor 
overs i g ht act iv i t i es. 

(1) Fort Campbe l l ,  KY 

Des i g n  costs assoc i a ted w ith the 
$11,581,996 repa i r pro j ect awar d e d  
the fo l l ow i ng f isca l  year: 6 2 2 4 , 2 8 4  

Sh i p p i n g  free surp l u s mater i a l  
f r om the Ken n e d y  Spa c e  Center to 
Fort Campbe l l  (resu l t i ng i n a  
sav i n g s of $250,000): S  65.00Q 

Subtota l : $ 2 8 9 , 2 8 4  

(2) 

(3) 

(4) 

Fort Carson, CO  

Inspect i o n a n d  mon i t or i n g of 
repa i r work in progress: 

C amp  Roberts, CA 

Comp l e t i o n  of des i g n  p a c k a g e  
in i t i ated i n the prev i o us 
f isca l  year: $ 4,055 

Progr am man a g eme n t  a n d  
adm in i strat i ve support 
i nc l ud i ng p r o g r am superv i s i o n, 
report i ng, a n d  conduct i n g  
p r o g r am rev i ews: 

Tota l : 

.&990 VGLPB CENTER CB FOR FORMAP 

$141 , 6 1 8  
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See commen l 2 .  

Now on p. 20. 

Now on p. 21, 

Nowonp 21. 

Now on p. 27 

Attachment 1  

0 Pag e  22, s e c o n d  paragraph, s e c o n d  sentence - c h a n g e  the word  
"subcontracted" to "contracted"; a n d  c h a n g e  the l ast word  in 
th i s sentence, "subcontractors" to ' *contractors." 

0 Pag e  22, Footnote 2, fourth l i ne - c h a n g e  the word s  "cap i ta l  
work i n g  fund" to "work i n g cap i ta l  fund." 

o  Pa g e  23, f irst fu l l s e n t ence - we  suggest de l et i ng th i s 
s e ntence b e c a u s e  the reader ma y  i ncorrect l y c onc l u d e  that the 
a r r a n g ement b e tween  FORSCOM an d  the Vo l p e  Center wa s  improper. 
T h e  FORSCOM proper l y  ob l i g ated the funds it transferred to the 
Vo l p e  Center. As noted i n footnote 2  o n  p a g e  22, the Vo l p e  
Center depos i t e d the funds i n its work i n g  cap i ta l  f und wh i c h  
b y  statute, 4 9  USC 328, rema i n s  ava i l a b l e  unt i l  e x p e n d e d .  

0  Pa g e  31, "Conc l u s i o ns", f irst paragraph, th i rd sentence, 
c h a n g e  the word s  "pr imary contractor" to "Vo l p e Center." 
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T h e  fo l l ow ing are GAO’S c ommen t s  on the Department of Transportat i on’s  
letter dated August 20, 1992. 

GAO Comme n ts 1. W e  acknow l e d ge that the $72 1,2 12 f igure i n c l u des i t ems not 
documented a s  overhead b y  TSC. For examp l e ,  th i s f igure i nc l u ded 
amount s  l i sted separate l y i n TSC month l y  f i nanc i a l  s ummar y  accounts a s  
labor, overhead, equ i pment, documentat i o n, trave l, supp l i e s, tra in i ng, 
commun i c a t i o n s , and s o  forth. W e  or ig i na l l y l i sted a l l  these i t ems as 
overhead to d i st i ngu i sh t h em from costs pa i d b y  TSC to contractors to 
perform actua l  repa i rs to Army  ra i l fac i l i t i es. 

A l though we  be l i e ve our use of the term overhead to descr i be these costs i s 
genera l l y  appropr iate, th i s i s bas i ca l l y  a  quest i on of term i no l o gy and does 
not affect the mean i n g  of the paragraph i nvo l ved. W e  therefore mod i f i e d 
the report word i ng to refer to these costs a s  “labor, overhead, and other 
costs” s o  a s  to be cons i stent w ith TSC term ino l ogy. 

2. W e  have i ncorporated mos t  of these suggested changes i n our report. 
However, we  d i d not de l ete reference to FORSCOM 'S  ab i l i ty, i n effect, to 
“bank” appropr i at i ons i n TSC ' s  work i ng cap i ta l  fund. T h e  Department 
i nd i cated concern that th i s sentence m i g ht cause the reader to conc l u de 
that th i s arrangement was  improper. T h e  report text conf i rms the l ega l i ty 
of th i s arrangement and c i tes the pert inent statute of the U.S. Code. 
However, FORSCOM forwarded near l y a l l  p rogram funds to TSC for severa l  
years, accumu l a t ed l arge amount s  w ithout spec i f i ca l l y  p l a nned and 
approved pro j ects, forwarded funds to TSC i n  at l east one i nstance over the 
ob j ect i ons of the cert ify i ng off icer, cou l d  not a lways account we l l  for h ow 
these funds were be i n g spent, and cont i nued forward i ng funds desp i te 
ma j o r eng i neer i ng d i s agreements and hav i n g dec i d ed to term inate its 
re l at i onsh i p w ith TSC. Wh i l e  we  cannot s a y  that any funds were i l l ega l l y a  
expended, we  quest i on the use of the TSC work i ng cap i ta l  fund a s  a me a n s  
of reta i n i ng s i ng l e-year appropr i at i ons for an extended per i od w ithout 
spec i f i c p l a ns for the ir expend i ture. 
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