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TECHNICAL SUPPORT (NATIONAL MAINTENANCE SYSTEM)LOGISTICS 

PROJECT: 730-11-999-378.07
 

I. Historical Summary of the Proect:
 

syoLum u
was determined that the uvv
Based on extensive studies it 


decentralized procurement of repair parts and maintenance 
and repair
 

of vehicles and equipment was not effective nor economical for 
the CTN.
 

Therefore, by letters of agreement signed in late 1965 between 
USAID
 

and the GVN, a plan for a centrelized system of procurement 
and issue
 

of repair parts and a centrally controlled nationwide network 
of main

tenance shops was accepted. The GVN central Repair Parts Depot (RPD)
 

was established under the sponsorship of the GVN Central Purchasing
 

Authority (now Central Logistics Agency "CLA") and became operational
 
After lQ6P


in one warehouse in the Saigon port area in April 
1Q66. 


USAID funding for procurement of repair parts was 
discontinued and the
 

GVN used their own foreign exchange dollars. A USAID contract was
 

awarded to Philco-Ford to staff and operate the RPD from 1966-1969 and
 

to train GVN personnel during the last year of their contract 
(1970).
 

In May 1970 management and operations of the RPD were turned 
over to
 

In 1972 the RPD was completely reorganized utilizing modern
the GVN. 

and efficient inventory and financial accounting systems. 

In 1973 the
 

RPD started their own coibercial procurement of repair.parts. 
This began
 

the phase-out of their reliance on USG supply sources.
 

The Province Maintenance Shop (PMS) network was established 
in 1966
 

under the sponsorship of the Ministry of Revolutionary Development
 

Sites were selected for 46 PMS, the GVN negotiated to obtain
 (MORD). 

the land, and plans for the shop buildings and facilities 

were drawn
 

and approved. Building materials were obtained and shipped to the
 

sites. The PMS construction period began in 1967 and was completed in
 

1970. A cont-actor (Philco-Ford) provided mobile maintenance 
team
 

services and trained GVN personnel to operate and manage 
the shops.
 

The GVN changed
All activities were turned over to the GVN in 1970. 
 to the

their sponsorship of the PMS portion of the project from MORT 


Under MOI a project to consolidate
Ministry of Interior (MOI) in 1972. 


all shop facilities and personnel in each province was begun 
in i;71
 

and completed in early 1974.
 

Only USAID technical advisory assistance was provided to both the P.Fn
 
US legislation
and PMS portions of the project in 1973 and 1974. 


iii May 1'/Li

required termination of all USAID support to this proiert 


although technical advisory asstatance was not programmed 
to phase-out
 

This sudden and early termination of USAID support
until June 1975. 


left two major problem areas for the CV14 still to resolve:
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1. 	 Commercial procurement procedures for repair parts have 1'0' y.I 

been fully developed in order to assure prompt order-shlp time for 

the parts stockage pipeline. Development of an efficient pro,:re

ment system must be the first priority for CLA to be able to 

continue to render efficient service to its customers.
 

Neither the RPD nor the NOI has developed sufficient depth in2. 

technical expertise. Although manpower problems have plagued this
 

project continually due to the wartime situation, the GVN must
 

obtain technically qualified personnel to manage and carry on this
 

project.
 

II.. Malor Accomplishments:
 

1. 	Establishment of an efficient self-supporting central Repair Parts
 

Depot with the capability of procurement, storage, and issue of
 

repair parts to support the civilian vehicle fleet of the GVN minis

tries and agencies.
 

2. 	Establishment of a nationwide network of consolidated province/
 

autonomous city maintenance shops with the capability of servicing,
 

maintaining, and repairing the civilian vehicle fleet of the GVN
 

ministries and agencies.
 

Il1. Maior Constraints Encountered
 

Manpower - there is a shortage of middle management skills and technJ:cal
 

expertise.
 

Disposition of Equipment and Conmodities, and Prospect for GVN Adequately
IV. 

Maintaining Equipment and/or Physical Facilities Funded under the Project:
 

Adequate funds were programed and generated by the project to enable the
 

GVN project managers (CIA & MOI) to maintain the equipment and physical
 

facilities funded under the project. However, the sudden early termina

tion of USAID support to the project, including returns of funds-in-trust
 

with USAID for procurement and withdrawal of FAC funds, will seriously
 

impede further progress.
 

V. 	Participants whose Training is Expected to Extend beyond the Termination
 

of the Project:
 

None.
 

VI. Value to the Project of Past Allocations of Local Currency through the
 

Foreign Aid Chapters of thb GVN National Budget: 

FAC funds enabled the local procurement of parts and services and materials
 
Over VN$185 million FAC funds were nut
for construction of facilities. 


into this project.
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VII. Planned GVN Local Currency Support Subsequent to Termination: 

National maintenance funds have been budgeted for province level 
utilization in the PMS. 

VIII. Other Donor Involvement or -Interest: 

None. 
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II. PERFORMANCE OF KEY INPUTS AND ACTION AGENTS 

A. 	 INPUT OR ACTION AGENT 9. PERFORMANCE AGAINST PLAN C. IMPORTANCE FOR ACHIEVING 
UNSATIS OUT- PROJECT PURPOSE (X)
 

CONTRACTOR, PARTICIPATING FACTORY SATISFACTORY STANDING LOW MEDIUM HIGH 
AGENCY OR VOLUNTARY AGENCY i 2 3 4 S 6 7 1 2 3 4 5 

' Philco Ford RPD X 	 X 

2. Philco Ford PMS 	 X X 

3. 

Comment on key factors determining rating 

Contract terminated in May 1970. See PAR # 730-72-019 for factors determining
 
rating.
 

4.PARTICIPANT TRAINING 

Comment on key factors determining toting 

Traiining for participants was relevant and effective, with two of the three returned to
 
management positions at the RPD. The third was transferred to the CLA staff. There
 
are no other participants planned or in process.
 

E. COMMODITIES 
-- X I 

Cornent on key factors determining rcting 

C,)mmercial procurement procedures for repair parts have not yet been fully d~velopee.
 
The GVN must improve the timely response of its commercial procurement systen for
 
repair parts.
 

I 2 3 4 5 6 7 I 2 3 4 5 
6. COOPERATING a. PERSONNEL X" 
COUNTRY 

b. OTHER Xl 

Comment on key 4actors determining rctlng 

Technically competent manpower is not available in adequate numbers to fully imple-e:n,
 
project plans. This is to a large extent due to inadequate pay and the military s tu!t:-

Capacity to sustain and/or expand project impact after U.S. inputs are terminated is
 
considered low.
 

7. OTHER DONORS NONE 	 2 j 14 js j 1 l16 

Comment on key factors determining rating of Other Donors 

/ 
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IV. PROJECT PURPOSE 

A. 1. Slotemeng of purpose as currently envisaged. 2. Same as in PROP? [ YES Q NO 

Establishment of a reasonably effective coordinat-d system of maintenance and repa-Z for
 
civilian GVN vehicles and equipment.
 

B. 	1. Conditions which will exist wen above purpose 
Is achieved. 2. Evidence to date of progress toward these conditions. 

A. 	Overall deadline rate for A. Adequate reporting on deadline eqpt not ye
customer eqpt (including time available (see Output I.l.c). For rough
 
out for maintenance and repair) estimates, see conditions B.3 and C.7.
 
of 16%.
 

B. 	Repair Parts Depot
 

1. 	Customer-requisition fill- 1. The Customer fill rate from stock has avera
rate from stock of 80%. ged 40% since the cutoff date of the PAR
 

(June 72). Although this rate is below the
 
stated desireability, it is considered
 
progressive.
 

2. Average order-filling time 2. The order-filling time is now averaging 5
 
of 10 workdays for stock days.
 
items (6 in Stock Control
 
Division, 4 in warehouse)
 

3. Deadline-rate for customer 3. Accurate statistics are not availa~le.
 
eqpt awaiting repair parts
 
at 13%.
 

4. 	Full payment by all cue- 4. An improvement is noted in customer paymerts
 
tomers within 45 days of of bills.
 
billing; 100% collections
 
on parts issued (after
 
allowance for 45-days
 
grace period).
 

5. All Depot operations incl. 5. All depot operations are being done by the
 
procurement, carried out GVN but CLA repair parts procurement i. stiA
 
by RPD/CLA or CLA-financed inadequate.
 
contract.
 

6. All operations, incl. 6. All operations are financed by the GVN.
 
needed replacement of
 
repair-parts inventory
 
financed by RPD/CLA. 

7. All GVN civilian agencies 7. All GVN agencies are using the RPD as the-r 
use system as first source first source of supply. 
of comnon-item repair 
parts. 
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C. 	 Maintenance and repair service for
 
non-specialized equipment.
 

1. 47 shops in the provinces and 3 

autonomous cities capable of 

efficient maintenance and minor 
repair. 


2. 	Two shops capable of intermediate 

repair and major-assembly overhaul 


3. 	All civilian GVN agencies relying 

totally on system for maintenaice
 
and repair of non-specialized eqpt
 

4. 	85% of customer eqpt given preven-

tive maintenance at regular
 
intervals of one month; 15% within
 
2 months.
 

5. 	Order-filling time at acceptable 

levels, 


6. 	Ability to provide customers with 

supplieN and repair parts needed, 


7. 	Deadline rate for theoretically 

operable customer eqpt due to 

other than lack of repair parts
 
at about 37. 

8. 	Efficient operation.
 

D. 	National Rebuild Center 


1. 	Only 45 shops are physically 'in
 
operation. Two shops suffered
 
extensive war damage (An 'oc F.(?uan-
Trn) and are nperating at a reduced 
level. 

2. 	This condition has been indefinitely
 
postponed in order that all 45 oper
ating PMS can progress to 4th echelon
 
capability.
 

3. 	All agencies are utilizing the PMS.
 

4. 	This condition has been met.
 

5. 	Work order completion times are within
 
acceptable limits.
 

6. 	This condition with its interrelation
ship to the RPD fill rate has not been
 
fully satisfied.
 

7. 	A statistical analysis has not Y-en
 
prepared.
 

D. This condition has been redesigned to
 
utilize contractor services.
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MAJOR OUTPUTS: 


I. 	GENERAL 


1. Develop necessary base data 

on eqpt. 


2. 	Develop data-processing 

capability, 


3. 	Encourage good eqpt management. 


II. 	REPAIR PARTS DEPOT (RPD) 


i. 	Provide physical facilities 


2. 	Manageable and reaponsive stock 

on hand, and effective back-

order practices 


3. 	Other customer-servicing 

capability, 


4. 	Provide adequate skills within 

an effective organizational 

framework, 


PROGRESS TO DATE:
 

I. 	GENERAL
 

1. 	Base data is being constantly
 
reviewed.
 

2. 	Data processing capability has
 
been achi evei.
 

3. 	Good equipment maiagemerit
 
practices have been decreed
 
and being monitored.
 

II. REPAIR PARTS DEPOT (RPD)
 

1. 	The RPD has adequate facilities
 

2. 	The line item stockage at the
 
RPD has been reduc.d to a levP1
 
that is manageable by the WVN
 
and the RPD provides a respornsive
 
supply of repair parts. The RPD
 
is preparing to assume, 4n 1976, 
1On% commercial procuremient of 
repair Parts replacement stoc
age 	and other non-stock procurc
ment. This procurement is
 
completely financet !,. f1h" 
from the RPD revolvin: fuiia. 

3. 	Except for the establishment of 
regional supply points the L,.PFD. 
has improved its other customer
 
service capabilities.
 

4. 	Exclusive of the general natjo-ia 
manpower problem the ?PT has 
obtained adequate skp'ed per
sonnel working wthir,an effecti'., 
institutional framework.
 



III. PROVINCE MAINTENANCE SHOPS 


1. 	Physical facilities 


2. 	Maitenance and repair 

capability, 


3. 	Establish a mechanism for 

the use of the shops by non-

MORD customers.
 

4. 	Provide for adequate stock 

of repair parts and supplies, 


III. PROVINCE MAINTENANCE SHOPS (PMS) 

1. 	All PMS (except 2 which
 
suffered extensive war damage)
 
have adequate facilities and
 
equipment.
 

2. 	All PMS have attained a de-ree
 
of echelon maintenance capa
bility but still require up

dating of their manuals.
 

3. All GVN agencies use the
 
PMS. 

4. The PMS stockage of repair
 
parts is an area requiring.
 
further assistance.
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V. PROGRAMMING GOAL 

A. 	 Staement of Programming Goal 

A rationally distributed and managed fleet of GVN civilian vehicles and equipment
 
adequate to support'effective government activity.
 

B. 	 Will the Ochievement of the proeect purpose make a eignlflcant contlrbution to the programming goal, given the magnitude of the natanal 

problem? Explain. 

As an across-the-board logistics activity, the success of the project -- which
 

covers the bulk of the GVN civilian fleet -- is important to almost all facets of 
government operations, with potential impact on all sectors of the economy. Under 

the less-removed goal stated above, the achievement, as targeted, of a 167% deadline 
rate for project-covered eqpt can be expected to lead directly to attainment of goal
 

if non-project contributions (i.e., rational distribution of fleet among users,
 
disposal of eqpt uneconomical to repair, standardization of fleet and, of course,
 
timely replacement of eqpt when needed) are forthcoming. 
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