22 May 00

MEMORANDUM FOR HQ AMC/LGC

FROM:  436 CONS/LGC


 639 Atlantic St.


 Dover AFB DE 19977-5639

SUBJECT:  After Action Report for Operation Silent Promise, AFB Hoadspruite, South Africa

1.  This report is being accomplished IAW AFFARS Appendix CC.  It addresses three separate areas.  These areas are a brief summary of events, problems encountered, and recommendations/lessons learned.  In addition the following information is provided:


A.  Deployed location:  AFB Hoadspruite, Northern Province, South Africa


B.  Deployed CCO:  TSgt. Kenneth Palmer


C.  Duration of Deployment:  29 Feb 00 – 10 Apr 00


D.  Contingency Purpose:  Support 623rd TALCE setting up staging base in support of HUMRO regarding flood relief in Mozambique.

2.  Summary of Events:  

A.  I was notified at 1900 hours on 29 Feb 00 to report to base NLT 2100 hours to deploy.  The report time was soon changed to 2300 hours.  Upon arrival at Dover I was notified I was deploying in support of the 623rd TALCE to AFB Hoadspruite, South Africa.  We left that evening via bus from Dover AFB, DE to McGuire AFB, NJ.  On 1 Mar 00 the finance representative met up with the rest of the group at McGuire’s pax terminal.  We departed McGuire AFB on 1 Mar 00 and landed at Ascension Island on 2 Mar 00.  We remained at Ascension Island for two days awaiting country clearance and other issues on a political level to be cleared up.  We landed at AFB Hoadspruite, South Africa on 4 Mar 00.

B.  Upon arrival at AFB Hoadspruite I discovered there was already a CO on the ground making arrangements for the JTF personnel.  The JTF personnel were scheduled to start arriving the following day.  This CO informed me he had already reserved all available billeting in the area and we could utilize some of those rooms.  He had also coordinated through the embassy to lease 100 cars/vans and cell phones.  During the following weeks another CO arrived for the JTF, a CO arrived with the SOG, and another CO arrived supporting some other independent unit.

C.  The last TALCE and JTF personnel left via military aircraft on 8 Apr 00.  The finance officer and myself remained behind to close out the base phone bill, the remaining cell phones and the remaining automobile leases.  On the evening of 9 Apr 00 we departed via commercial air.  We both arrived at Philadelphia International Airport on 10 Apr 00.  

3.  Problems Encountered:


A.  Dispersed nature of lodging.  The area deployed to consists of farm land and lodges that cater to tourists wanting to experience the “African bush”.  This results in the towns having little to no lodging available other then bed and breakfast type facilities.  These facilities usually had less then 15 beds.  The lodges were dispersed on game ranches and most were about 20 – 45 miles from the air base.  These lodges vary in quality and sleep from 10 – 60 people.  The cost we paid averaged about 400 S.A. Rand (about $65.00) per person, per night.  Based on travel brochures I discovered I believe the normal price should have average about 250 S.A. Rand per night in most places.


B.  Limited rental car availability.  In Hoadspruite there is only one car rental location.  While they are a representative of a large company (Europcar) they still could not meet all our needs when combined with the JTF.  The JTF received their vehicles from Pretoria via the U.S. Embassy.  However, it was still done through Europcar’s office.  However, with 24 hours notice all rental car needs can be met if we are flexible with what we get.


C.  Limited cell phone availability.  Europcar offers a cell phone with each car rented (they don’t volunteer this information) for no monthly fee.  However, they do not have that many phones.  Also, the  phone bills won’t come in until at least 48 hours (I would expect about two weeks) after the phones are turned in.  However, the company takes the IMPAC card so they can be taken care of in this manner.  Another alternative is to ask the embassy for assistance with this (the JTF did this) but there is the same problem with the phone bills.


D.  IMPAC Program.  Most established stores/companies take credit cards.  However, only some of the lodges would take them.  This led to a problem of having cash on hand at the end of the deployment to pay for the lodges (see finance problems).  As with most deployments the exact date we leave is not firm until the last plane actually take off.  This leaves little time (unless CCO remains behind) to settle up with the 10 different lodges personnel may be staying at, not to mention any claims for damages after check out.


E.  Supply Availability.  Hoadspruite has few places to acquire supplies.  Hardware, computer supplies, and other common items can be acquired in town.  Other items will have to be ordered or can be acquired in the near by towns of Phelaboro (about 50 minutes each way) or Tzanin (a little more then 1 hour each way).


F.  Finance Issues.  Several problems arose as a result of the finance representatives lack of  training or the absence of proper guidance to cover circumstances.  While these may be “finance issues” they directly impact our contracting ability.  In addition these are the same problems I seem to encounter every time I deploy in a TALCE type environment.  The “Top Dollar” training may teach finance troops how to set up a 5 man shop in a barren, war time environment, it does nothing to train them how to handle, the much more likely, one deep, HUMRO environment.  The paying agent contacted her home office and AMC finance almost daily asking for guidance.  She always suggested ways to do things and answer she got back was always “no” but they never gave an adequate way to handle the problem.  It appeared there were a lot of “ivory tower” answers that ignored the reality of a deployed situation. 



(1)  Cash Storage.  Finance personnel have no procedures, or they at least aren’t aware of them, to store their cash in the type of environment we deploy in.  AF resource protection guidance addresses this a little but it ignores reality.  I’ve never deployed to a country that allowed us to walk around armed, the finance troop deploys alone, and there are no secure locations to put the safe.  Finance troops are told to take the cash to their billeting and keep it with them at all times.  Walking around high crime areas with $200,000.00 would be stupid at best.  In addition, TALCE’s do not deploy with personnel just to provide a 24 hour guard for the finance officer’s cash.  Typically we have put the safe in the TALCE operations area but there is no guarantee it will be manned 24 hours a day.  However, this is much more secure then any other option.  If they must comply with current guidance the all finance UTC’s should dictate at least three personnel deploy.  Two to guard the money and one to act as paying agent.  Every time we deploy valuable time is wasted ironing this issue out instead of getting lodging, communication and transportation needs.



(2)  Currency conversion.  There is a distinct aversion by paying agents to convert money until the exact amount needed is known.  The problem with this is the exact amount is never known until you are actually making the payment.  This really becomes a problem when the only places to convert back to US are closed on weekends.  We were scheduled to leave on a Sunday.  The paying agent was told she could not come back to the US with South African currency (????).  How were we to know what our final bill would be by Friday at 1400 hours?  After much persistence by the paying agent her office finally told her she could come back to the US with a little South African currency.  It appears to me (a non-finance person) that they are more concerned with not doing additional paperwork back here than supporting the mission and their deployed personnel.  



(3)  Transporting Cash Commercially.  One way we came up with to handle the above problems was for the CCO and paying agent to remain behind and pay all bills.  This way we could ensure we exchanged all currency back and fly home commercial.  The paying agent was told she could not transport more then $10,000.00 home commercially.  This left me in a bind.  However, after much persistence, we discovered you can transport more then $10,000.00 commercially.  When arriving in the U.S. the paying agent has to fill out an additional form at customs (takes about 10 minutes).  

4.  Recommendations/Lessons learned.


1.  The first CO on the ground was told to get set up for only an estimated amount of personnel.  Further, he was being instructed to get set up based on a worse case scenario and to set it up right then. This led him to direct several lodging facilities to take steps to increase (in some cases quadruple) their normal capacity.  This direction was backed up with a promise of payment through the end of March regardless of USAF’s use of the facilities.  This resulted in USAF paying thousands of dollars for many unused facilities and claims from contractors to be paid for unused bed space.  In some cases these claims were for bed space the contractor never had to begin with but “doubled” up at our direction.  The problem with this is that although 500 – 700 people may be coming in, they are not all landing on the first or even third day.  It is a progressive build-up which does allow for more time.  You don’t need to commit to unsuitable lodging on the first day.  Knowing it is there is important but the commitment is often unnecessary.  The CO on the ground was responding to leadership input, being in a area where lodging support was unknown, and undue pressure from JTF leadership.  I’ve also had the benefit of hindsight so this is in no way criticizing the CO on the ground but only here for a “lesson learned”.


2.  Finance personnel must be trained and deploy in adequate numbers to handle TALCE, HUMRO and other types of deployments where they will be on their own.
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KENNETH PALMER









Deployed Contracting Officer

SOURCE LIST

CONTRACTOR
PHONE NUMBER
SERVICES/SUPPLIES

Hammerkopsnes
015-793-3198
Lodging.  Lodging is actually hardened tents with two beds to each.  There is a bathroom and kitchenette attached to each.  Must travel long dirt road to get to.  Recommend 4X4 truck to avoid claims for vehicle damages.  Sleeps 20.  R400 per person, per night.

Riverbend Lodge
015-795-5546
Lodging.  Sleeps @ 16 in 4 houses.  About 30 minute drive to air base.  R250 per person, per night.  

Nirvana Lodge
015-793-1350
Lodging.  Sleeps 30.  Located about 20 minute drive from air base.  Owner not customer oriented.  Threatened “going to media or authorities” every time he wanted payment or claim addressed.  R400 per person, per night.  I located brochure that advertised only R250 for same place?  Don’t recommend using.

Ingwe Lodge
015-793-3678
Lodging.  Sleeps at least 50.  Nicest facility used but a 40 minute drive to air base.  R400 per person, per night.

Kokariba
015-793-1546
Lodging (bed and breakfast type).  R400 per person, per night.  Only 10 minutes from air base.  Nice but cramped.  At R400 per person Ingwe or is a better location.

Blyde River Canyon Lodge
015-795-5305
Lodging.  Sleeps 25.  Group discounted down to R400 per person with two to a room.  Very nice facility.  About 30 minute drive to air base.

Meyer Boshoff

Hoadspruite
015-795-5574

bsfkoos@mweb.co.za
Tractor parts, vehicle batteries, other misc heavy equip. parts.

Foto Kine

Phalaborwa, South Africa
015-781-1755
Misc. office supplies.  Will deliver to base.

Telenet

Hoadspruite
015-793-2360
Computer supplies.  Can order just about anything in.  Cost slightly up but fair and reasonable when compared with driving to larger town or delivery charges.

Eastgate Tours & Safaris
015-793-3678

e-gate@iafricaka.com
Rental vehicles and drivers.  Europcar representative.  Can also get cell phones from here.  Company will point you in the right direction for almost anything or act as “10%” for things they can get.  Good source for hard to find items.

