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2. (U) CONTINGENCY: 
Task Force Falcon, Operation Joint Guardian

           



Dates: 18 May 01 – 18 Aug 01

3. (U) OBSERVER’S DUTIES & RESPONSIBILITIES:  Served as a Contingency Contracting Officer and NCOIC of the Joint Contracting Center, Camp Able Sentry, Macedonia in support of Operation Joint Guardian.  Provided contracting support for KFOR operations in Macedonia, Kosovo, and Bulgaria.  Responsible for cradle to grave contracting to include; solicitation, negotiation, award, and administration of contracts in support of personnel assigned to Task Force Falcon and KFOR operating in the AOR, and more specifically the approximate 500 personnel assigned to Camp Able Sentry.  Also responsible for the daily oversight of two (2) local national contract employees.     

4. (U) KEY WORD (S):  USACCE – United States Army Contracting Command Europe, AOR – Area of Operation,  CAS – Camp Able Sentry, TFF – Task Force Falcon, NCOIC – Noncommissioned Officer in Charge, KFOR – Kosovo Forces, CCO – Contingency Contracting Officer, LN – Local Nationals, MIPR – Military Interdepartmental Purchase Request.

5. (U) ITEM TITLE:  Deployment Situation

5a. (U) OBSERVATION (S):

(1) Sustainment Phase

(2) Sensitivity to the current national situation

(3) Instability of the region and the operations at this location

(4) Command levels did not understand the importance and need for Contracting Support

5b. (U) DISCUSSION:  U.S. forces have been operating at Camp Able Sentry for at least 3 years.  As such, there is a lot of certainty of what is needed to carry out the mission, regardless of who (what unit) is providing it.  The continuity of each unit and mission should, at this point, be well documented and used as a reference for new and/or returning units.  At home units, you continually have newly assigned personnel, but this doesn’t mean that standard operating procedures are changed for each new member.  At CAS I believe each unit expects things to work the way they do at their home station or they expect not to have to follow normal guidance and regulations mandated back at their home stations.  This mindset obviously throws up road blocks and obstacles that impede the mission from running as smoothly as it could or should be.  With the current local national situation, it is necessary that we be sensitive to the local nationals and the situation of their country.  We should try to understand what is going on from their point of view and ask questions to help us understand, but try to keep our opinions to a minimum.  We are new to their country and could not possibly understand what they are going though, so our opinions, if stated, could be taken as offensive.  During this deployment there was a great deal of uncertainty about the role and continued residence of U.S. forces at CAS.  However, it appears that U.S. forces will continue to stay at CAS in support of Operation Joint Guardian and now Operation Joint Harvest.  Therefore, I believe it is necessary to think long range and provide long-term support.  When it was determined that non-essential personnel were going to be relocated to Camp Bondsteel, Kosovo due to increased tensions, the higher command was totally unaware of the important role contracting provides in support of the sustainment and possibly closure of a base operation.  Our office had to educate the command of our role in order to validate our need to stay in place as “essential personnel”.    

5c. (U) LESSONS LEARNED:

(1) Standard operating procedures used/established and followed throughout all rotations.

(2) It is necessary the Command levels understand the importance of the Contracting’s role in a deployment.

(3) Learn as much about the region you are deploying to before you go, but don’t rely on U.S. provided information (i.e. CNN, Stars and Stripes, AFN).  You need to understand it from the country’s interpretation as well. 

5d. (U) RECOMMENDED ACTION (S):  Each unit’s continuity files should be passed on to the next and used to help understand the mission and how things operate at this location.  It may be beneficial to have HQ USACCE reacquaint other commands of what our roles and responsibilities are in a deployed location and the important role we play in the mission’s success. 

6. (U) ITEM TITLE:  Contracting Environment

6a. (U) OBSERVATION (S):

(1) TTF still operating with an “Initial Deployment” or “Build-Up” phase mindset

(2) Mature vendor base but little initiative to branch out

(3) Standardization of contract files

(4) Documentation of files

(5) Keeping contract formats and clauses current and appropriate for the situation

(6) “Business as Usual” attitude

6b. (U) DISCUSSION:  U.S. Forces have been at CAS for at least 3 years in support of Operation Joint Guardian.  This contingency has moved well into the sustainment phase and should therefore be focused on file documentation and cost reduction.  Based on my experience here, our customers are still operating in a “just-in-time” manner which could be costing the Government more.  This is not beneficial with relation to expense in dollars and manpower.  Longer term contracting arrangements should be considered and utilized to minimize the administrative workload and associated costs.  Emphasis should be on improving statements of work and clearly identifying requirements to avoid unnecessary costs.  “Reach back” capability should be established with home bases or Contracting Offices in the vicinity but outside the AOR.  Most of the units that are here have been here before.  And since these units simply replace the outgoing units but generally continue the same mission, the requirements are usually the same.  Funds expended to support these units are primarily TFF funds and items and services purchased are by policy supposed to remain in the AOR.  The vendor base is quite mature, however it is not apparent that new sources are sought out.  Simplified acquisitions don’t require competition if the price is determined fair and reasonable but little effort has been made to seek out additional vendors and spread the wealth.  It appears that there is no standardization for the set up of contract files, both simplified acquisition and formal contracts.  It has been my experience that there is a standard format at least from office to office.  Documentation of files by the contracting specialist/officer cannot be overstated.  The simplest purchase order will be the one that has a problem after the buyer is no longer there to confirm or deny information.  The only action the new administrator can do is read through the documentation to determine how or why the order was placed or any other important information.  If the documentation is not there, the follow-up becomes extremely time consuming if not impossible.  It’s better to say too much than not enough.  Including email correspondence is just as important.  Along with format and documentation, content of the contract wording and/or clauses is not reviewed and checked for currency and applicability.  As we know, contracting changes daily with new requirements and authorities to assist us in our job.  But these changes need to be reflected in our contracts.  It appears that CO after CO takes the process at face value and never questions, reviews, or researches to determine if it is current, correct, or if there is a better way.       

6c. (U) LESSONS LEARNED:  

(1) Don’t be afraid to ask “Why” or “Why not”.

(2) Seek out information about the environment you’re in and about your customers and their mission(s).

(3) Be open to new and different ideas, especially with regard to how the different services operate.

(4) Don’t give into the idea “if it isn’t broke, don’t fix it”, as continuous reevaluation is part of our ever changing environment.  Just because it works doesn’t mean it couldn’t work better or more efficient.

6d. (U) RECOMMENDED ACTION (S):  Question things; not to prove that they’re wrong but to determine that they’re right.  Dive into your work and determine the how’s and why’s of each contract.  If it cannot be determined, due to lack of documentation, always ask the local nationals.  Their continuity cannot be overstressed.  However, try to then go back and document the file and/or the office continuity file with the rationale so that others are aware in the future.  Discuss alternatives with your co-workers and your customers.  There is so much flexibility, especially in a contingency operation that you may be able to improve the service, find a better price, and/or just find a better way of “making it happen” that becomes a win/win situation for everyone involved.   

7.  ITEM TITLE:  Working Relationship with Finance and Resource Management  

7a.  (U) OBSERVATIONS:

(1) Finance and Contracting don’t operate as a team

(2) Continuity between Finance, RM and Contracting records needs improvement

(3) Resource Management changes requisition numbers 

7b. (U) DISCUSSION:  There does not appear to be a strong team concept between Finance and Contracting.  This is not the case on a personal level, but is the case when viewed at an organizational or operational level.  However, these two components are so closely tied together that one cannot operate efficiently without the other.  Where there is one, the other should be as well.  To provide the customers and the vendors with the best support, these two functions must be joined at the hip and have the same data at the same time.  During this deployment, the “team” was separated when Finance was moved to Camp Bondsteel.  Although we fought to keep them in place, even if in smaller numbers, our request was denied.  This caused a degradation in the mission for our office to support the customers and our vendors were affected as well, most obviously in the promptness of their payments.  In this unstable environment, vendors don’t have access to lines of credit with their banks and payments for supplies and services are their “bread and butter”.  They live payment to payment and delays in making payments to them could decrease their willingness to work with the Government in the future.  It was apparent that Finance and RM were not receiving or keeping copies of contracts and/or modifications and that additional workload was placed on Contracting to provide copies over and over with each payment.  Apparently, in the past, distribution was not made until an invoice and receiving report were received, because the paperwork would just be “lost” by finance and we would have to resubmit it anyway.  This appears to be a Finance problem that needs correction.  We must distribute contracts and modifications at time of award to ensure all applicable parties are aware of the status of the requirement.  It is the responsibility of the receiving parties to manage their files appropriately, pending payment and obligation and finalization of the contract.  Additionally, it was noted that although we send these offices copies of the contract and more specifically modifications, they do not read or heed the changes affected by them.  Therefore, their records don’t reflect the data in ours (i.e. increases and decreases in total contract amounts).  It was also identified during this deployment, that in quite a few cases, RM has changed the requisition number of the PR&C or MIPR after distribution to our office and did not notify the customer of this change.  This makes it almost impossible to track a requirement, unless the office personnel happen to remember the item by description, or do extensive research.  Also in many cases, a letter O is written as a number zero (0) or vice versa, causing tracking problems.   

7c.  (U) LESSONS LEARNED:

(1) Office chiefs must communicate and address these issues to resolve 

(2) Command levels must understand the direct link and operations requirements between Finance and Contracting

(3) A level of trust and communication must be developed between these offices and continue throughout the different rotations

(4) Always keep your customer informed

7d.  (U) RECOMMENDED ACTIONS:  A rapport and team concept must be developed and nurtured throughout rotations between these two offices.  The only way to do this is to communicate.  Brief at higher levels the direct link between Finance and Contracting.  Ensure proper distribution of contracts and modifications on a timely basis.  If requisition numbers are changed, RM should ensure that all applicable parties receive prompt notification of the changes.  And to avoid errors in identifying the requisition number, zero should have a slash through them and the letter O should have a line over it so there is no confusion.

8. (U) ITEM TITLE:  Customer Responsibility 

8a. (U) OBSERVATIONS:

(1) Education level of customers

(2) Contracting did the customers job for them

(3) Customers don’t read or follow through on the actions they are required to do as part of the acquisition process

(4) Customers don’t understand the acquisition process or pass it along to their replacements

(5) Customers are not accurately tracking of MIPR’s/Bulk Funds

8b. (U) DISCUSSION:  The customers do not take the initiative to learn their role in the acquisition process, nor do they take note for future reference.  They simply expect the contracting specialists to do the work for them on a continuing basis.  Customers are given written documentation to assist them in their role, but either don’t ask for clarification or disregard entirely and come back the next time for assistance.  We see repeat mistakes over and over from the same customers.   It became apparent that CO’s in the past did the customers job for them.  Most apparent was that Contracting prepared the receiving reports (DD 250’s) for the customers on several of the continuing service type contracts.  Although training was provided, it was identified that it was more hassle than it was worth to have the customer provide the necessary paperwork.  However, this added to the workload of this office.  Additionally, it becomes a problem of accountability.  Requiring the customer to acknowledge receipt and acceptance of a supply of service puts the responsibility on the customer.  We don’t know that they received the supply or service, so if we prepare the receiving report for them, they could come back later if an item is questioned and simply say, “I just signed it because you told me I had to.”  We need to keep the responsibility for certain actions at the level where they belong.  Customers need to be aware of their responsibilities in this process.  They need to understand what they’ve bought, how to receive it, and how their acceptance of it authorizes payment for it.  Although it takes time to train our customer, that is part of our job.  If they’re trained properly, the process should flow smoothly.  Customers who request supplies or services using a bulk MIPR (Air Force) or bulk fund, should be tracking the current balance.  When we have bulk funds identified to us and kept on file, we are tracking each purchase.  However, what we discovered is that the USAF used one MIPR for 3 separate purchases.  The orders were purchased over a wide range of time and so the buyers were not aware that the other orders existed.  They made the purchases believing they had adequate funding based on the amount of the order(s) and the MIPR amount.  However, they had exceeded the amount available because they were unaware of a previous order using the same MIPR.  The unit obviously was not tracking their purchases either and used the MIPR as a blank check.    

8c. (U) LESSONS LEARNED:

(1) Educate your customer

(2) Don’t accept excuses from your customer

(3) Don’t do your customers job for them.

(4) Validate funds available on a bulk fund/MIPR   

8d. (U) RECOMMENDED ACTIONS:  Develop your customer training program.  Make tools, templates and samples readily available to them.  Major Rand completely updated our customer information board, and we used the information continually to train our customers and provided them with the tools to get the supplies and services they required.  Don’t allow a customer to continually fail to provide the required information or documentation in a timely manner.  Channel any concerns up through the customers chain of command.  Have the customer provide you with a copy of their tracking sheet for all purchases place against their MIPR/bulk fund and have them validate the amount currently available.  On USAF purchases, ensure you get a copy of the MIPR, MIPR acceptance, MIPR increases or decrease and the acceptance of them, and a copy of their funding tracking sheet along with their purchase request (letter). 

10. (U) PERSONAL OBSERVATIONS AND SUMMARY:  The items identified above are only observations made during my very short time in the office.  Although, I have identified areas of concern or areas to be improved, the office is functioning quite smoothly.  Significant improvements can be seen over the past two years worth of records kept at CAS.  Major Rand made significant contributions by updating the continuity book and the customer training.  If the following office chiefs continue to do the same, the office should only continue to improve its operations.  Again, I must restate the importance of the local nationals and the large part they play in the continuity of this office.  Although I believe that the Air Force’s 3-month rotation is a good idea, it does not allow the opportunity to make significant contributions to the office.  I personally believe I just got my feet wet and got comfortable enough with the operation and then it was time to go.  However, I do believe that input from previous contracting officers, such as observations identified in after action reports could be useful to enhance operations, not only at this office but other JCC offices as well.  This was my first deployment, but I believe anyone with basic contracting training and knowledge could perform most of the necessary operations here.  Experience only comes with doing the job.  The true test is whether the personnel in place request assistance if faced with a situation for which they are unfamiliar with.  This is why we have Legal support and “reach-back” capability.  Research is key.  If it doesn’t feel right, then it probably isn’t and it should be looked into further until the CO is comfortable in their decision(s) and final actions.  I’ve enjoyed my tour and the folks with which I’ve had the opportunity to work with.  I’ve learned a lot in a very short time and have enjoyed working with the Army.  Hooah!  

REGINA M. MORRIS, TSgt, USAF

Contingency Contracting Officer
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