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March 19,2008 BPe #08-0008

The Honorable Public Safety Committee
City of Los Angeles
clo City Clerk's Office
City Hall, Room 395
Los Angeles, CA 90012

Attn: J. White

Dear Honorable Members:

RE: REP AIR AND MAINTENANCE ISSUES INVOLVING LOS ANGELES POLlCE
DEPARTMENT'S HARLEY-DAVIDSON MOTORCYCLES

At the regular meeting of the Board of Police Commissioners held Tuesday, March 18,2008, the
Board APPROVED the Department's report, dated March 12,2008, relative to the above matter.

This matter is being forwarded to you for approval.

Respectfully,

A~ OF POLl COMMISSIONERS
, I

I
PUBLIC SAFETY

Enclosure
MAR 2 6 2006

c: Chief of Police

AI eQUAL EMPLOYMENT OPPORTUNITY - AFFIRMATIVE ACTION EMPLOYER Recycable and made from recycled waste

www.LAPDOnltne.org
www.joinLAPD.com



INTRADEPARTMENTAL CORRESPONDENCE
5P&ff (Jg / (Jo'8 A~D

March 12, 2008
10.1.2

FROM: Chief of Police

RECE~VED
MAR 13 2008

POUCE COMMISSION

;tuI#J~ 3/IJjOgr

TO: The Honorable Board of Police Commissioners

SUBJECT: REPORT ON RESPONSE TO QUESTIONS FROM THE PUBLIC SAFETY
COMMITTEE

RECOMMENDED ACTION

1. That the Board approve and transmit the attached report to the Public Safety Committee.

DISCUSSION

As instructed by Councilmember Zine, Public Safety Committee, during the November 28, 2007
meeting, the Los Angeles Police Department has prepared the attached report detailing responses
to various concerns and questions from committee members Zine and Weiss. The report
addresses the specific questions and areas of concern expressed by the committee members and
facts pertinent to their issues.

If you have questions, please contact Director of Police Transportation I Larry Tagawa,
Commanding Officer, Motor Transport Division, at (213) 485-3495.

Respectfully,

~#/
WILLIAM J. BRATTON
Chief of Police

Attachment (s)



LOS ANGELES POLICE DEPARTMENT

WILLIAM J. BRAnON
Chief of Police

P. O. Box 30158
Los Angeles, Calif. 90030
Telephone: 213-485-3202
TOO: (877) 275-5273
Ref #: 10.1.2
WJB# 07-0089ANTONIO R. VILLARAIGOSA

Mayor

March 5, 2008

The Honorable Public Safety Committee
Office of the City Clerk
Room 395, City Hall
Los Angeles, California 90012

Honorable Members:

The Public Safety Committee requested that the Los Angeles Police Department (LAPD) respond
to a City Council Motion relative to the repair and maintenance issues involving Harley-
Davidson motorcycles during the November 28, 2007 meeting ofthe Public Safety Committee.

Background of Motorcycle Fleet

The Los Angeles Police Department has an active fleet of approximately 427 police motorcycles.
The fleet currently consists of 14 BMW Model R1150 RT-P, 270 Harley-Davidson Model
Electra Glide FLHTPI, and approximately 143 Kawasaki Model KZI000 motorcycles. There are
also approximately 45 Kawasaki and 3 Harley-Davidson motorcycles used exclusively for
training. From 1976 to 2005, the LAPD fleet of motorcycles consisted almost entirely of
motorcycles manufactured by Kawasaki Motors Corporation USA (Kawasaki). This relationship
proved to be very rewarding in terms of technical support, low maintenance costs, vehicle
reliability, and officer safety. In2003, BMW Motorrad USA (BMW) offered a police motorcycle
with anti-lock brakes, and LAPD purchased 14 for evaluation. However, BMW would not
authorize LAPD to perform in-house warranty work, which resulted in additional maintenance
costs and unacceptable out of service times. As a result of these factors and their higher purchase
price, no additional BMW motorcycles were purchased. In2005, Kawasaki stopped production
of their police motorcycle and the only manufacturers who produced a police motorcycle were
BMW, Harley-Davidson Motor Company (Harley-Davidson), and American Honda Motor
Company (Honda). All three of these manufacturers passed the performance tests conducted by
LAPD and the Los Angeles County Sheriffs Department. However, Honda did not offer a
production motorcycle with anti-lock brakes in 2005 and therefore did not meet LAPD's contract
specifications. Honda was subsequently disqualified from the bid. Harley-Davidson's bid met
all of the specifications and was $1,495 lower per motorcycle than BMW. In accordance with
the City's purchasing procedures, Harley-Davidson was awarded a two-year contract in 2005,
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with a third year option. This contract has recently expired with the last order of motorcycles
received in late 2007.

The safety of motorcycle officers is the most paramount concern of the LAPD Motor Transport
Division (MTD) preventive maintenance (PM) program. Motor Transport Division has a very
aggressive and proactive PM program designed to minimize unscheduled maintenance given the
severe demands placed upon the fleet of motorcycles. It is also designed to lower operating
costs, increase reliability, and extend the useful life of each motorcycle. Motor Transport
Division works closely with the motorcycle manufacturers in addressing design deficiencies and
recommending improvements. The four MTD motorcycle shops are in constant contact with
motorcycle officers and value their input in monitoring motorcycle performance.

Repairs and Maintenance of Harley-Davidson

The Los Angeles Police Department has experienced an abnormal number of repairs due to
design deficiencies and poor workmanship in the initial assembly of Harley-Davidson
motorcycles. The problems encountered during the introduction of Harley-Davidsons into the
fleet in late 2005 were manageable. The problems, however, have steadily increased and include
the 2006 and 2007 models. During the last ten months of 2007, some of these design flaws
escalated to unacceptable levels and required all of Harley-Davidson's motorcycles to be taken
out of service for numerous inspections and repairs to ensure officer safety. For example, in mid
2007, the observation of a worn brake line during a scheduled PM led to an inspection of the
entire fleet of Harley-Davidson motorcycles. An analysis and inspection of the brake lines
revealed that on most of the motorcycles, the brake lines were not routed, secured, and supported
properly. This created a condition that caused the brake lines to move, vibrate, and rub against
each other or against other parts of the motorcycle. The number of replacement brake lines
needed to correct the problem were not available from the dealers or manufacturer, which created
major delays in completing repairs. Motor Transport Division has had several meetings with
Harley-Davidson representatives and engineering staff to express our disappointment with their
product and poor response in addressing design issues, warranty work, and parts availability.
Harley-Davidson has still not developed a permanent solution for the brake line defects, which
are inspected diligently during every service or inspection. Another defect is the premature
failure of starters, some of which failed in less than 1,000 miles. Harley-Davidson addressed the
starter problem by replacing the cylinder heads, which lowered the strain of the starter. However,
the replacement cylinder heads were not readily available and caused some motorcycles to be out
of service for as long as two months while waiting for parts. Other examples of design related
failures encountered on the Harley-Davidson motorcycles were shift linkage breaking, exhaust
pipes cracking and falling off, electrical problems, and seat bladder air leaks. There have also
been about 43 major engine failures from what appears to be defective camshaft bearings.
Harley-Davidson believes the type of oil being used could be a contributing factor towards the
engine failures. However, they approved the type of oil being used and have not made any
recommendation to change to a different type or brand of oil.
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The following chart is a summary of the major failures that have occurred on the Harley-
Davidson motorcycles:

Model Year
Number of Motorcycles

Failures
Exhaust Pipe
Electrical - Heated Hand Grip
Electrical - Charging System
Electrical - Starter
Shifter Linkage
Seat - Air System
Engine - Cylinder Head Recall
Engine - Failure
Brake Line
Total

2005
75

53
62
o

20
41
16
o

28
31

251

2006
108

23
22
32
7
9

21
o

10
20

144

2007
87*

3
8
o

39
1

12
116

5
8

192

* Currently in service. Twenty-nine are being built and equipped and are not in service.

In addition to the major failures listed, there have been minor recalls on voltage regulators,
ignition locks, and brake line routing at the steering head.

Impact on Availability Rate

Although most of the approximately 600 recalls, repairs, and parts were covered by Harley-
Davidson's two-year warranty, at no monetary cost to the Department, it has been and continues
to be very costly in terms of unscheduled downtime, road service calls, and the impact on
operations. Motor Transport Division has not experienced this volume of warranty repairs and
recalls with other motorcycle manufacturers. Harley-Davidson's standard warranty is two years
with unlimited mileage. As a result of the numerous failures due to engineering defects and
excessive amount of downtime, the Department requested consideration to extend the warranty
period an additional year or for a total ofthree years. Harley-Davidson declined to discuss or
consider this request. They did, however, approve a limited number of repairs on motorcycles
that were out of warranty as a good will gesture. The City Attorney had been consulted to
determine if Harley-Davidson has any legal obligation to extend their warranty. Incontrast,
BMW offers a standard 39 month, 60,000 mile warranty.

Historically, the motorcycle fleet has always had an availability rate of approximately 96 to 97
percent. Beginning in 2006, the motorcycle availability rate, at times, has fallen to as low as 92
percent. This is directly attributed to the on-going failures, recalls, and the lack of parts for
Harley-Davidson motorcycles. The Los Angeles Police Department was forced to retain
additional spare motorcycles to meet operational needs.
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The following is a comparison of the 2005 model year Harley-Davidson and Kawasaki
motorcycles "Days Out of Service" data. Itwas compiled after two years of Department use and
reflects the average number of days one motorcycle was out of service for unscheduled repairs
and recalls. The data does not include modifications, scheduled preventive maintenance, or
traffic collision repairs.

Average Days Out of Service

Model Year and Manufacturer
2005 Kawasaki
2005 Harley-Davidson

First Year
9

16

Second Year
12
42

Average
10
29

On average, the Harley-Davidson motorcycle was out of service 19 days more per year than the
Kawasaki motorcycle, or 190 percent more during the first two years of service, for unscheduled
repairs.

Excessive Engine Heat

Motorcycle officers have expressed strong concerns with the excessive amount of engine heat,
common to Harley Davidson motorcycles, when driving at slow speeds and idling. The engine
and exhaust pipe heat makes the officers very uncomfortable and is most pronounced during
parades and in the summer months. Various types of heat shields were tried with limited
success. Excessive heat appears to be inherent in the design of their engine.

Maintenance Cost Comparisons between the Different Manufacturers

The overall cost for the maintenance, repairs, and parts for the LAPD active fleet of motorcycles
is $0.31 per mile, or an average of$3,720 per motorcycle per year, based on an average of 12,000
annual miles.

Manufacturer Cost Per Mile
BMW $0.30
Harley-Davidson $0.28
Kawasaki $0.34

Avg Annual Cost (12,000 miles per yr)
$3,600
$3,360
$4,080
$3,720

$4,560

Fleet Average $0.31

Harley-Davidson $0.38
(Projected cost after warranty expires)

This cost includes maintenance, repairs, and parts. It does not include fuel, modifications, and
traffic collision repairs/parts. It should be noted that the data of$0.28 per mile on the Harley-
Davidson is based on less than two and a half years of service. Most of the parts and repair costs
caused by design failures noted on the Harley-Davidson motorcycles were covered by their two-
year warranty and are not included in the maintenance cost. As the two-year warranty period
expires on the Harley-Davidson motorcycles, the repairs, labor, and parts cost burdens will shift
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to LAPD and operating costs will increase accordingly. Based on the current maintenance
requirements, failure rate, additional mileage, years in service, it is projected that the average
operating costs for the Harley-Davidson will increase by about 35 percent, to $0.38 per mile, or
$4,680 annually, after the warranties expire. The total annual increased cost to the Department is
estimated to be about $248,000.

For comparison purposes, the 2005 model year Harley-Davidson and Kawasaki motorcycles
"Cost Per Mile" data was compiled after two years of Department use. The data reflects the
average cost per mile for one motorcycle for repairs and maintenance. It does not include
warranty repair costs, modifications, or traffic collision repairs.

Average Cost Per Mile

Model Year and Manufacturer First Year Second Year Avg per Mile Avg Annual Cost
2005 Kawasaki
2005 Harley-Davidson

$0.19
$0.19

$0.37
$0.41

$0.28
$0.30

$3360
$3600

Lack of Response to Brake Line Failures

The failure of the front brakes of one Harley-Davidson motorcycle in mid- 2007 led to the
immediate inspection of all the brake lines on all of the Harley-Davidson motorcycles. The
failure was due to the improper routing and securing of the brake line and clutch cables. The
clutch cables rubbed against the brake line until it wore through and leaked brake fluid. During
the inspection of the other Harley-Davidson motorcycles, it was observed that there was no
consistency with the routing of the brake lines. The MTD technicians discovered about 59
motorcycles with worn brake lines. The routing of the brake lines on each motorcycle was
different; some of the lines were unsecured, and some lines were bundled together with electrical
tape, which was starting to fail. The MTD technicians correctly routed and temporarily secured
the brake lines. The brake lines are diligently inspected every time the motorcycles are in the
shop for service or repairs. This safety problem was immediately brought to the attention of
Harley-Davidson's corporate office and engineering staff. Harley-Davidson's fleet sales
representative and their engineering staff met with MTD personnel in October 2007 to inspect
the motorcycles and discuss solutions to this problem. There was no positive response or
communication from Harley-Davidson to address this very serious safety issue until just recently.
On March 4, 2008, Harley-Davidson informed LAPD that they initiated a safety recall campaign
related to the brake lines. The bulletin outlined the defects and stated in some cases, this
condition has caused brake fluid leaks, which could lead to loss of brake function, which could
lead to a crash resulting in injury or death. The repair kits will be shipped to dealers starting in
Apri12008. This slow response is of grave concern to LAPD. Until Harley-Davidson can
provide the repair kits and the recall campaign is completed, all the brake lines are required to be
inspected during each service and repair. This continues to add about twenty minutes to each
service. Based on the MTD labor rate, it costs the LAPD about twenty dollars more for each
service, or an additional $7,000 every three months.
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The safety of our officers is our most important concem. It is difficult to tolerate what appears to
be Harley-Davidson's delayed response in addressing this officer safety concern.

Other Police Departments

Harley-Davidson stated they have about 5,000 police motorcycles in service and provided a list
of some of the police agencies that purchased the Electra Glide model police motorcycle.

Harley-Davidson Electra Glide

Agency Number of Motorcycles
Denver 50
Las Vegas 140
Tampa 20
Indianapolis 40
Indiana 10
lllinois 50
Milwaukee 60
Fairfax County, VA 20
LAWA 16
Torrance 16

A list of agencies that use the BMW police motorcycle was obtained from their web-site and is
enclosed for your reference.

Motorcycle Make, Model, Year, Mileage, and Maintenance Cost

Enclosed for reference is a list of the LAPD fleet of active motorcycles by their unit or shop
number, manufacturer, model, year, mileage, parts and labor costs, total maintenance cost,
in-service date, and cost per mile as of December 20, 2007.

Should additional information be required, please contact Director of Police Transportation I,
Larry Tagawa, Motor Transport Division, at (213) 485-3495.

All the best,

WILLIAM J. ON
Chief of Police

Enclosure
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