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MEMORANDUM FOR HQ AMC/LGCP (CMSgt Willis )




    402 Scott Drive Unit 2A2




    Scott AFB, IL 62225-5308

FROM:  6 CONS/LGCM

              2606 Brown Pelican Ave.


  MacDill AFB, FL 33621-5000

SUBJECT:  After Action Report, OPERATION JOINT FORGE, Sarajevo, Bosnia

1. This after action report is prepared in accordance with AFFARS Appendix CC, paragraph CC-502-4(a)(3).  In addition to the information required, I have also provided additional supplemental information in order to provide a more complete, comprehensive report. 

2. Pertinent Summary Information:

(a) Deployed Location:  Regional Allied Contracting Office (RACO) - Sarajevo, Bosnia and Herzegovina

(b) Deployed Contingency Contracting Officer:  TSgt Kenneth Butler, 6 Contracting Squadron, MacDill AFB, FL

(c) Duration of Deployment:  29 Aug 99 – 04 Jan 00 (120 days)

(d) Contingency Purpose:  To provide contracting support for the NATO Stabilization Force (SFOR) 

3. Introduction:

The purpose of this report is to provide not only the required information in accordance with AFFARS Appendix CC, paragraph CC-502-4(a)(3), but to provide all information necessary to help prepare and ensure the success of future contingency contracting officers for deployments at similar locations.  In addition to the information required in accordance with AFFARS Appendix CC, paragraph CC-502-4(a)(3), I have also included the following additional documents:

A. Quality Assessment Report:  This report provides a fairly comprehensive assessment of the current RACO contracting operation in Sarajevo.  It identifies, by area, RACO’s strengths and weaknesses as well as proposed recommendations  (See Attachment 1).

B. NATO SFOR Information:  In order to help you gain a better understanding of RACO’s role in supporting the NATO SFOR mission, I have included a number of web sites that provide an overview of NATO’s history, organization, and role in Bosnia and Herzegovina. (http://www.dtic.mil/bosnia) (http://www.nato.int/) (http://www.nato.int/docu/facts/2000/what-is.htm) (http://www.nato.int/structur/home.htm) (http://www.nato.int/docu/facts/2000/role-bih.htm) (http://nato.int/docu/facts/bpfy.htm) (http://nato.int/docu/facts/sfor.htm)

C. General Framework Agreement/Dayton Peace Agreement:  This document is the agreement reached by the affected parties that outlines the objectives in bringing peace and stabilization to the region of Bosnia and Herzegovina. (http://www.nato.int/ifor/gfa-home.htm)       

D. RACO Information:  I have included RACO’s welcome letter and the RACO  home page which provides specific information relating to RACO, to include vender list, Allied Command Europe (ACE) Directive 60-70 (NATO Contracting and Finance Regulation), organization structure, and customs procedures.  Because NATO is a multination alliance, the U.S. Federal Acquisition Regulation does not apply.  Before deploying to a NATO location, recommend you read ACE Directive 60-70 in order to become familiar with NATO Contracting procedures.   (http://www.sfor-kcc.org/) 

E. Welcome Guide:  This guide is an excellent source of information you should read in preparing for your deployment to Sarajevo.  This guide gives a good overview of the living and working conditions. (https://wwwmil.usafe.af.mil/bases/16af/16aew/)

F. Reporting Instructions:  You can find the detailed reporting instructions for your deployment to Bosnia at the following web site: (https://wwwmil.usafe.af.mil/direct/foas/usafeaos/aorp/contingency.htm) 

G. SFOR Training:  This is the deployment training you will receive at the Contingency Processing Center at Rhein-Mein AB, Frankfurt Germany prior to your deployment to the theater.  This training will include self-aid/buddy care refresher, dealing with the media, mine/UXO safety, ground safety, public health, law of armed conflict, OPSEC/COMSEC, military gear, weapon, and security.         

(https://wwwmil.usafe.af.mil/direct/foas/usafeaos/aorp/contingency.htm)

H. SFOR Informer:  This is the theater’s military newspaper.  It has a wealth of information relating to the SFOR operation; i.e., articles, maps, photos, and links.

(https://www.nato.int/sfor/index.htm)

I. Cable New Network, Inc. (CNN):  This is another excellent source of information relating to Bosnia.  (www.cnn.com/WORLD/Bosnia/index.html) 

4. Background:

Why are we in Sarajevo?  What’s our mission?  In answering these questions, we first need to understand the history of Bosnia.  Bosnia and Herzegovina and the surrounding former Yogoslavian territories are comprised of a people with many differences in regards to religious (Muslim, Orthodox, Roman Catholic), ethnic, historical, language, traditional, and political backgrounds.  For centuries, this region has been in constant turmoil due to religious, territorial, and political conflicts.  In 1992, Bosnia and Herzegovia voted to secede from the Socialist Federal Republic of Yogoslavia in order to gain autonomy and segregation.  As a result, on 5 April 1992, Sarajevo was attacked by the Bosnian Serbs and Croats.  For three and a half years, Sarajevo was at war.  During this time, many casualties, atrocities, and ethic cleansing resulted.  In an effort to end the hostilities, the United Nations (UN) provided humanitarian aid and a protection force.  In December 1995, as a result of persistence and negotiations, the General Framework Agreement for Peace in Bonia and Herzegovia was signed and a cease-fire was declared.  As a result of this agreement, the Republic of Bosnia and Herzegovia, the Republic of Croatia, and the Federal Republic of Yogoslavia agreed to a cease-fire and a settlement of their differences (Specific details of the agreement can be found at the web site listed above under paragraph 3.C.).  Based on UN resolution, NATO was assigned the responsibility of implementing the military aspects of the agreement under the name of Implementation Force (IFOR).  After one year of operation, IFOR successfully completed its mission.  However, after further review, NATO determined that a reduced military presence was still needed in order to provide continued peace and stability.  As a result, on 20 December 1996, Stabilization Force (SFOR) was activated.  And this brings us to RACO’s present mission, which is to provide contracting support for the current NATO SFOR.  For more details regarding NATO, IFOR, and SFOR, you can visit the web sites provided above under paragraph 3.B.

5. Site Survey Information Update:

RACO has been operating in theater for a few years and is now considered to be in the sustainment phase of the deployment.  As a result, RACO has established a fairly extensive database of sources.  Most items and services are available in the local market; i.e., construction supplies and services, office supplies, food services, grounds maintenance services, billeting, utilities, office equipment repair, and vehicle repair.  However, there are some hard-to-find items that are procured from other nations such as Germany, England, and the United States; i.e., nation flags, traffic wands, and dining ware.  You can find the current RACO vender list on RACO’s home page listed above under paragraph 3.D.   

6. Problems Encountered with Contracting Process:

A. Local Customs:  Since we were mostly restricted to the base with limited access to the local community due to security concerns, I could not adequately assess the local customs.  However, from the limited exposure to the contractors and the local nationals on the compounds, I found no local customs that would significantly impede the contracting process.  The only customs that I found that could affect the contracting process were those due to religion.  Bosnia is comprised of several multiethnic and religious groups, i.e., Muslims, Orthodox Serbs, and Catholic Croats.  The Muslims have different holidays and daily prayer requirements.  However, we did not experience any significant difficulties as a result of these differences.  Most of the contractors and local nationals we worked with were not advocate Muslims that observed the Muslim daily prayer requirements.        

B. Shortages of Supply:  As stated above, most items and services are available in the local market.  However, those that were not, were procured from other NATO nations.  The only concern we experienced was that for ground fuel.  Due to the unique specification requirements and the high cost of transporting the fuel, only one local contractor (from Croatia) could fulfill our requirements.  RACO is currently exploring alternatives in having their fuel requirements procured under an existing DLA contract.    

C. Local Political/Diplomatic Impediments:  As a result of the recent civil war and the implementation of the Dayton Peace Agreement, this region has experienced and is experiencing many political changes.  Specifically, Bosnia and Herzegovina are in the beginning stages of building a new government, i.e., elections, presidency, legislature, courts, and constitution.  As a result, RACO needs to be cognitive of this somewhat fragile political system in planning their acquisitions.  No significant political/diplomatic impediments were experienced during my deployment.  However, the potential for future impediments does exist.                

D. Language Difficulties:  Some language difficulties were experienced not only with the contractors, but also with the participating NATO nations.  However, these difficulties were overcome with the help of the RACO local nationals and the cooperation of the participating NATO nations.  The RACO local nationals are bilingual and provided interpreter services when dealing with the local contractors that did not speak English.  Not all NATO country members spoke English, but each functional office did have a bilingual member that assisted in providing interpreter services when needed.              

E. Currency Exchange Rate Fluctuations:  The currency for Bosnia and Herzegovina is the Kovertible Marka (KM) which is equivalent in value to the German Mark.  Due to their limited faith in the value of the KM and the Bosnia banking system, many contractors preferred to be paid in German Marks; a more established, stable currency.  However, in an effort to restore their faith in the value of the KM and in accordance with SFOR finance policy, all contractors were paid in their local currency.  In addition to the KM, we also worked with a number of other country currencies, i.e., England, Germany, Croatia, and the U.S.  In keeping abreast of the many currency rate fluctuations, the Supreme Headquarters Allied Powers Europe (SHAPE) provided us weekly hard copy currency charts listing the current currency rate of all participating nations.  However, in an effort to reduce the risk in currency calculations, recommend the currency charts be provided in an electronic format with formulas that automatically calculate equated currency values.

F. Security Issues/Concerns:  Relatively speaking, in comparison to other deployment sites, the security threat for Sarajevo is considered low to moderate.  All personnel were required to be armed, in groups of at least two, and in uniform when they were off the compound.  In addition, all vehicles had to be attended at all times.  Although most purchases were procured from the contracting office, the security requirements made it difficult, but not impossible, to visit vendors and perform market research.  Due to OPSEC/COMSEC requirements, additional security information will be provided to you in theater.

G. Continuity:  During my deployment, military members’ tours were for a period of four to six months.  However, due to the recent adoption of the new Aerospace Expeditionary Force concept, tours are now for periods of only three months.  Due to the management problems outlined in the attached Quality Assessment Report, recommend longer tour periods for the theater contracting officer and the RACO chief; 6-months or longer.  In addition, recommend the assignment of qualified, experienced local nationals for the position of RACO deputy chief and for the administration of the more complex contracts.  These recommendations should provide the necessary continuity for management of RACO operations.  For the simplified acquisitions, three-month tours should be ample time to fulfill these requirements.

H. Training:  Due to the high turn-over rate of military personnel, the broad NATO regulations, and the unique multinational environment, RACO has experienced some problems in a number of areas (problems outlined in attached Quality Assessment Report).  In correcting these problems, recommend focusing on developing a formal training program for contracting personnel, customers, and contractors (See specific recommendations in the attached Quality Assessment Report).

I. ACE Directive 60-70 (NATO Contracting/Finance Regulation):  In comparison to the U.S. Federal Acquisition Regulation (FAR), this directive is very broad; only consisting of approximately 60 pages.  This has both advantages and disadvantages.  The advantages are that you have greater flexibility in the award and administration of contracts; i.e., options, terminations, surveillance, advertising, labor laws, etc.  However, some disadvantages are limited guidance and specific procedures.  The best rule of thumb I found to be successful was to use the FAR as a guide as long as it did not conflict with ACE Directive 60-70.  Another difference between the FAR and the NATO ACE Directive 60-70 is that the finance officer shares responsibility with the contracting officer in the decision to award a contract.  I find this somewhat disturbing.  The finance officer should only be concerned with funding issues, not with contracting officers’ decisions.  The finance officers have very limited knowledge and no formal training in contracting.  Some contracting decisions were overturned by the finance officer during my deployment.  This is a serious issue that needs to be addressed.                      

7. Resource Availability (Transportation, Billeting, Communications):  

A. Transportation:  The transportation system in Bosnia was severely damaged during the war, to include railroads, roads, airports, trolleys, and ports.  However, reconstruction of Bosnia’s transportation system is a priority and progress is being made.  Due to the security concerns, NATO members do not use the public transportation system.  All of NATO SFOR’s vehicle requirements are fulfilled through the procurement and leasing of vehicles on the market and are readily available.

B. Billeting:  Relatively speaking, the billeting accommodations are more than adequate considering that we are located at a deployed location.  Most billeting accommodations are provided in old hotel complexes located on the compounds with 4-6 persons to a room.  Some billeting accommodations are provided in Cormacs.  However, permanent dorm facilities are presently under construction.  Once construction is complete, the members living in the Cormacs will be transferred to the new dorms.  Overall, the billeting accommodations are better than the alternative; tent city!    

C. Communications:  Due to the severe damage sustained during the war, Bosnia’s telecommunication system is poor and extremely limited.  However, reconstruction of Bosnia’s telecommunication system is a priority and progress is being made.  As a result, we experienced difficulty in obtaining good phone or fax connections.  In addition, Bosnia’s postal system is basically nonexistent.  Thus, all correspondence had to be by phone, fax, or in person.     

8. Evaluation/Impact of Agreements:

During my deployment, I requested copies of all applicable agreements, i.e., Host Nation Support Agreement, Status of Forces Agreement, interagency agreements, inter-service agreements, local labor laws, and Dayton Peace Agreement.  However, since I did not obtain any of these agreements, except for the Dayton Peace Agreement, I can not intelligently provide an evaluation of these agreements at this time.  In order to assure that we comply with all laws and agreements as well as have all the information necessary to make intelligent informed decisions, recommend these agreements be obtained and added to RACO’s database.  I have obtained the Dayton Peace Agreement, which is located at the web site listed above.  Under this agreement, SFOR has unimpeded freedom of movement, control of aerospace, and status of forces protection.                

9. Adequacy of Support Facilities/Supplies/Services/Equipment:
In general, the facilities, supplies, services, equipment, and other support provided by the deployed commander are adequate for sustaining operations.  However, some areas could be improved:

A.  Vehicles:  All vehicles are presently standard-shift.  Because everyone does not know how to operate standard-shift vehicles, recommend the procurement/lease of at least one automatic-shift vehicle.  This is a concern not only for the time required to learn how to drive a standard-shift vehicle, but safety as well.

B.  Phone System:  Presently, contracting personnel are answering all phone calls whether it is their own phone or the phone of an unattended desk.  This is an unnecessary interruption and inefficiency for many of the phone calls are for another person or in a different language.  Recommend the purchase and installation of a voice mail system.  The costs saved in time and effort far outweigh the cost of the voice mail system.  Also, in order to provide full 24-hour coverage for emergencies and during travel, recommend the purchase of cellular phones.  In addition, due to the difficulties in obtaining good connections by phone or fax, recommend brainstorming with the communication folks to find a solution; possibly add more system trucks or dedicated lines.

C.  Computers:  Presently, we have an assortment of personal computers and laptops with varying capabilities, capacity, and reliability.  Many of these computers have limited memory and speed that require more time to perform tasks in comparison to newer computers with faster processors.  Recommend the procurement of newer model computers with faster processors and more memory.

D. Office Building:  The office facility is sufficient for performing contracting

operations, except its location.  RACO is presently located at the Tito Barracks Compound, separate from HQ SFOR which is located at the Ilidza Compound; 25 minutes away.  Recommend locating RACO in closer proximity with its major customers, HQ SFOR, Budget Office (BUDFIN), Finance Office (FINCON), and the Civil Engineering Offices (ESS and REO).
 

10. Specific Problems Anticipated in Support of Extended Operation at Site Location: 

Since this operation is considered to be in the sustainment phase and in an effort of avoiding redundancy, this section is addressed under paragraph 6 above, Problems Encountered with Contracting Process. 

11. Special Requirements:

A. Rank:  The theater contracting officer position is a Navy Captain (O-6), the RACO chief position is an Air Force Major (O-4), and the deputy RACO chief position is an Air Force Captain (O-3).  Due to the level of responsibility and the interaction required with the other NATO functional units, I agree that the first two positions should be filled with the current officer levels.  However, for the deputy RACO chief, I recommend an experienced 7-level, level II certified Sergeant be assigned to this position.  Whatever rank these positions are filled with, it is paramount that these persons have both management and operational-level contracting experience.      

B. Gender:  The RACO local nationals are mainly female.  In addition, two female sergeants were recently assigned.  From personal observation, there appears to be no problem in regards to gender. 

C. Skill Level:  For the theater contracting officer position and the RACO chief, I recommend operational-level contracting experienced, level III officers.  For the position of deputy RACO chief, I recommend an experience 7-level, level II sergeant.  For the other military contracting positions, experienced 5-level, level I members would be adequate to perform the simplified acquisitions and administrative tasks.  One problem noted was that the assigned United Kingdom (U.K.) members only had logistics experience; no contracting experience.  These members were issued limited warrants.  I recommend that the assigned U.K. members not be issued warrants due to their limited or nonexistent contracting experience.  However, they could assist with administrative contracting tasks and simplified purchases with review by a warranted contracting officer.     

D. Contingency Kit:  Since this operation is in the sustainment phase and all items are available in theater, a contingency kit was not required.   

E. Individual Clothing:  Due to security requirements and nature of mission, civilian clothing off-base was not authorized.  BDU’s, flak jacket, helmet, A and C bags are required.

F. Equipment:  M-9 is required.    

12. As stated in the introduction, my objective was to provide a complete, comprehensive report that provided all relevant information necessary to help prepare future contingency contracting officers for successful deployments at similar locations.  I hope you find this information useful.  If you have any questions, concerns, or comments, please do not hesitate to call me at DSN: 968-1870 or e-mail me at: kenneth.butler@macdill.af.mil.

     //SIGNED//







KENNETH A. BUTLER, TSGT, USAF







Contingency Contracting Officer

Attachment:

Quality Assessment Report

cc:  SMSgt Marc Duval (6 CONS Superintendent) 
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