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

DATES: Aug 00 – Feb 01

3. (U) OBSERVER’S DUTIES & RESPONSIBILITIES: Chief of the Joint Contracting Center (JCC), Camp Bondsteel, supporting Operation Joint Guardian, Task Force Falcon, Kosovo.  Provide direct contracting support to joint tactical and operational forces participating in the full spectrum of military operations including peacekeeping and armed conflicts.  Provide support to over 10K military and civilian personnel from the United States, NATO and non-NATO countries performing missions in and out of sector.  Responsible for providing the War Fighter with mission essential supplies, service and construction in minimum time to ensure the War Fighter can successfully accomplish his/her mission.  Unlimited warrant for the United States Army Contracting Command Europe to contractually obligate U.S. Government and special funds.  This rotation was responsible for contract award and administration of over $6M.

4. (U) KEY WORD (S): Deployed Situation, Experience level, Humanitarian Assistance, Engineering support, Manning, Balkans Support Contract future, IMPAC process, Automation, JCC-CMT closure, TFF-JCC. 

5. (U) ITEM TITLE: Deployment situation.

5a. (U) OBSERVATION (S):  The deployment situation was a unique experience.

5b. (U) DISCUSSION:  The overall environment was rather an interesting one I walked into.  I had not really expected to be working 12-14 hour days for 6-7 days a week for the entire six-month deployment.  There was a lot to do with steady state contracting being required along with many instances of immediate mission essential need requirements as well.  Camp Bondsteel is an Army operation with a fairly good quality of life on camp.  However, on camp you stay.  Very little movement off camp other than to get the needed supplies or visit contract sites.   

5c. (U) LESSONS LEARNED: 

(1) The deployment environment at CBS is not one you can really prepare for – you just need to come in with eyes wide open

5d. (U) RECOMMENDED ACTION (S): 

(1) Make early and frequent contact with the person you are replacing here for up to date situational awareness of what is going on both within Kosovo and the office environment

(2) Receive the electronic Continuity Book to better acquaint inbound personnel with expectations

(3) Read up on the Yugoslavian history.  DOD has excellent, country specific books, but are not made available until you are in country.  Suggest using the book in a pre-deployment packet.

6. (U) ITEM TITLE: Experience level of personnel.

6a. (U) OBSERVATIONS: Most personnel showing up are limited in experience.

6b. (U) DISCUSSION:  The office currently consists of an Air Force office chief, an Army Capt deputy, an Army NCOIC, two Marine contracting officers, two local national (LN) procurement assistants, and two LN TRW translators.  Other than the office chief the max contracting experience each person has is 18 months!  50% of my time was spent in training other contracting officers on correct procedures.  The Army uses these positions as a training environment since it is fast and furious.  They are exposed to plenty of supply, service, and construction contracting that they would not normally get in a home station environment.  Fortunately, the environment is mature enough that it’s past the contingency phase and more towards sustainment.  There is time, since there isn’t much else to do, to provide adequate training, but it makes for very long hours.

6c. (U) LESSONS LEARNED: 

(1) You need to come prepared to teach.

(2) Each service approaches contracting training from a different perspective

6d. (U) RECOMMENDED ACTIONS: 

(1) Hone up on basic contracting knowledge at the simplified acquisition threshold.

(2) Bring any training aids your home station may have to assist in furthering instruction.

(3) Army and Marines need to grow their own from the beginning of their careers.  Each service has to understand and acknowledge the importance of the contracting mission – and not as a secondary job.  Start your people out in contracting so they can hit the contingency ground running with little or no supervision from more experienced contracting officers. 

7. (U) ITEM TITLE: Humanitarian Assistance (HA) Projects

7a. (U) OBSERVATIONS: HA projects are their own animal.  There are basic rules of engagement that are followed when awarding and administering HA projects – but here in Kosovo they take on a whole new meaning.

7b. (U) DISCUSSION: Humanitarian Assistance projects become even more interesting in Kosovo due to the fact of the dual ethnic populations within Kosovo.  Some of the cities you will award contracts to have either all Albanian, all Serbian, or mixed ethnic populations.  You have to be careful to whom you award contracts to in each of the towns due to the potentially explosive result of mixed awards.  We have had a little, but not much success of working in the dual ethnic towns from a contracting perspective.  The one exception has been in Vitina where we were able to get an Albanian contractor to hire both Serbs and Albanians to complete a construction project.  HA projects are also subject to the giving and taking away with the wave of a Commanding General’s declaration.  This proves difficult from a contracting perspective to enforce if you are in mid-project or about ready to award.  While I understand the importance of creating the environment that is conducive to the atmosphere of cooperation we are seeking to enforce and reward – it proves sporting for contracting to change directions mid-stream.

7c. (U) LESSONS LEARNED: 

(1) Flexibility is the key to Air and Land Power.  

(2) Learn that early on and you can sail through this HA process.  You have to be able to give the COS and CG sound council on when you truly can and can’t do something in support of their policy for the region.  

(3) Halting contracts mid-stream need to be documented accordingly and press-on.

7d. (U) RECOMMENDED ACTIONS:

(1) Be flexible!

(2) Pay attention to the CG’s comments and keep abreast of any changes in support policy.

(3) Read daily FRAGOs as some policy changes may be in those as well.

(4) Keep close contact with your HA POC for joint directions on what needs to be implemented and/or changed.

8. (U) ITEM TITLE: Engineering Support.

8a. (U) OBSERVATIONS: We sometimes had great difficulty in getting true engineering support of the more technical nature.  There is a Civil Affair team given responsibility for each Opstina (County) in our sector.  They may or may not have the needed expertise to be a good contracting officer representative.

8b. (U) DISCUSSION: Our HA construction projects out in the sector require engineering support to ensure they are being done correctly.  The COR duties generally fall on a CA team member but not necessarily a person skilled in the overall project scope.  The CA team and unit who sponsors the project try and get engineering support but aren’t always successful.  There needs to be someone with at least a civil engineering degree to ensure projects are done correctly.  We need to use all resources at our disposal.  The concern is we are here rebuilding infrastructure and housing for the damage that was done to help these people get back in the right direction, if any of our projects crumble or are not up to US standards we run the risk of doing just the opposite of what we are trying to do.  Creating a negative public relations incident is not in our best interests.

8c. (U) LESSONS LEARNED: 

(1) TFF BCCA, CA, and the JCC need to pursue Architect and Engineering (A&E) services contracts so the pool in which to draw from is greater than the current database.

(2) Col Pelkey, Corp of Engineers CC for Europe was in complete agreement when he came down here in Nov.

8d. (U) RECOMMENDED ACTIONS: 

(1) Exhaust all resources – BCCA, CA, and the TFF Engineers to get the right engineering discipline needed for the type of project being done.  

(2) Pursue A&E contracts - both title I and title II services.  These will be a true force multiplier.

9. (U) ITEM TITLE: Manning 

9a (U) OBSERVATIONS:  Current manning of personnel received at CBS is adequate to handle steady-state workload and the surge during FY end purchasing.  There are times of lull and I would look seriously at reducing at least one military slot in the future.

9b. (U) DISCUSSION: Contingency contracting is not one that you can manage personnel manning based on number of actions or contract dollars.   I’ve seen some reports and comments that say based on the number of actions per contracting officer it appears we’re adequately manned.  The two are not wholly inter-related.  In the constantly transitioning environment you go through a training cycle about once every 4-5 months.  New Task Force operational personnel come in and the last thing they want to pay attention to first thing on the ground is how to do contracting properly.  They want to learn the AOR and all its peculiarities first, than when things settle down some they’re willing to listen.  Hence – our workload lags the Transition of Authority by about one month.

9c. (U) LESSONS LEARNED: 

(1) Due to the increased usefulness of the local national procurement assistants (PA) you can decrease reliability on the military personnel.

(2)  The PAs have extensive historical knowledge not only on contracting projects but on who the good contractors are and who can be trusted.

(3) Due to sustainment mode of the JCC we can reduce military manning.

9d. (U) RECOMMENDED ACTIONS: 

(1) Reduce current manning by one military contracting officer.

10. (U) ITEM TITLE: Balkans Support Contract Future

10a (U) OBSERVATIONS: The future and configuration of the Balkans Support Contract (BSC) is in question.  During this rotation there have been many questions on the need and configuration for the BSC.  Do we need to break it out, reduce the contract services, and change the contract format?  These are all questions that haven’t been answered adequately but are being studied.  The BSC concept is a complex issue.

10b. (U) DISCUSSION: The BSC has been in existence since the start of the Bosnian and Kosovo conflicts.  The soldiers have come to expect the level of support provided by the contractor and it is excellent.  The efficiency of the BSC is open for debate.  A recent GAO report has highlighted some deficiencies that need to be addressed, and are by the current leadership of Task Force Falcon.  Unfortunately the process is long and the changes may be needed sooner than later if any true savings are to be realized.  The program manager for the BSC resides in DCSLOG Germany; the PCO resides back in the US.  There are many questions yet unanswered if the contract is to be broken up: 1) Who will administer the individual contracts if not DCMA?, 2) will USACCE stand up the administrative expertise to ensure this more complex contract gets administered correctly? 3) What is the true cost for each recurring services under the BSC? Brown and Root Services (BRS) tends to allocate costs in a spread screen fashion so getting a true apples to apples market research comparison will be difficult.  You may just have to bite the bullet and decide to compete and see if BRS wants to compete head to head in a FFP environment.

10c. (U) LESSONS LEARNED:

(1) Don’t upset the apple cart; the bureaucracy doesn’t like it.  In 15 years of Air Force contracting I have never been threatened by contractors and program managers about procurement integrity and economic espionage like I have been subjected to here in Kosovo.  What monetary windfall and job security are they truly protecting?

(2) After 5 years in Bosnia and 18 months in Kosovo I would think we have enough actual data to create viable FFP contracting vehicles that would save the US Government precious contingency operation dollars.

(3) The BSC is a very lucrative contract for BRS.

10d. (U) RECOMMENDED ACTIONS:

(1) Actively pursue breaking up the BSC – small chunks at a time so they are win-win scenarios.

(2) Ensure you have the contracting expertise to handle the different type of contracting instrument you will put in place.

(3) If any award and administration is done – it should be done down range.

11. (U) ITEM TITLE: IMPAC Process

11a. (U) OBSERVATIONS: The IMPAC process can and needs to be improved.

11b. (U) DISCUSSION: IMPAC usage at Camp Bondsteel is substantial.  Our vendor base is not quite as established as to what the units’ needs are.  Out of an average of 120 actions a month we use the IMPAC for about 50 of those items.  Due to the rotational nature of contracting officers and lagging of the IMPAC bills it proves difficult to reconcile accounts.  We’ve tried to have COs not use their card 45 days out from their projected rotation but operational necessity has shown us that is not practical.  We have trained our Procurement Assistants and this should alleviate a large portion of our problem – but not all.

11c. (U) LESSONS LEARNED: 

(1) Having the certifying official for our cards at CAS was counter productive, moving it to CBS helped tremendously.

(2) It is in the best interest of CBS to actively monitor IMPAC card issuing.

11d. (U) RECOMMENDED ACTIONS: 

(1) Ensure inbound COs have their card processed with enough time so the card is waiting for them upon arrival.

(2) Follow-up with USACCE to ensure all paper work is complete and processed for IMPAC ordering.

(3) Ensure the LNs keep current on IMPAC policies and procedures and keep their cards current.

12. (U) ITEM TITLE: Automation

12a (U) OBSERVATION:  The current automation footprint at JCC-B is adequate for the needs of our office.

12b. (U) DISCUSSION:  The last TFF COS wanted to create a TFF automation baseline that would ensure no units had to bring computer systems with them during their deployment into the AOR.  We were queried and asked what we would need to bring our standards up to date for the office.  We requested and received six new 966MHZ systems.  Along with the three other 566MHZ systems we now have a fairly up to date automation configuration.  We have also purchased a multi-page scanner.  JCC-B lacks for nothing to carry out its mission in the automation department.

12c. (U) LESSONS LEARNED: 

(1) When items are being purchased in bulk for the Task Force ensure you follow-up with the ordering and cognizant office.  Many times we were dropped off the list or configuration changed from desktops to laptops.

12d. (U) RECOMMENDED ACTIONS:

(1) Track system obsolescence and ensure you have a plan to replace the three older  systems once they start becoming a burden on repairs.

(2) Create a web site as the infrastructure increases to improve vendor base and access for both internal and external customers.

13. (U) ITEM TITLE: JCC-CMT Closure

13a. (U) OBSERVATIONS:  When I got on the ground at JCC-CBS there was a JCC at Camp Montieth (JCC-CMT) as well with one Army Capt, and 2 LN procurement assistants.  The JCC-CMT was opened 1 OCT 99 due to the high volume of Humanitarian assistance contracts and needs for CMT proper.  

13b. (U) DISCUSSION: Slowly over time the need for the on-site contracting office at CMT diminished greatly to the point that when I showed up 95% of what JCC-CMT was buying was for CBS.  We promptly pushed all Morale Welfare and Recreation purchasing to CMT for a single point of contact and better utilize the JCC-CMT.  Subsequent discussions with the Chief JCC-CMT and USACCE we put together a proposal to close JCC-CMT and consolidate assets at JCC-CBS.  The plan was presented to USACCE/CC and CD on 17 OCT 00 and formal approval was given 31 Oct 00.  We briefed the CMT/CC and Operations officer on the drawdown plan and continued support for CMT was assured.  We were able to terminate two non-personal service procurement assistant contractors at CBS, and have a better surge capability due to the increase of one military contracting officer.  JCC-CMT officially closed its doors 11 Nov 00.

13c. (U) LESSONS LEARNED: 

(1) If you’re going to make any major changes in office structure ensure you implement just before TOA.  The incoming unit won’t know it to be any different.

13d. (U) RECOMMENDED ACTIONS:

(1) None, informational only.

14. (U) ITEM TITLE: TFF-JCC

14a. (U) OBSERVATIONS: Communication flow between JCC-CAS and JCC-CBS is negligible at best.

14b. (U) DISCUSSION: Task Force Falcon has two separate and autonomous contracting offices supporting it.  One is JCC-CAS located at Camp Able Sentry near Skopje, FYROM, the other is JCC-CBS located on Camp Bondsteel in Kosovo.  Distance between the two is approximately 50 miles and 1-½ hours travel time.  Our mission statements are the same – “provide contracting support for supplies, services, and construction to Task Force Falcon.”  The major support is of course to our individual base camps but there is no reason we should not be working as a contracting team to best support the Task Force.  CAS is located near a large metropolitan center of 600,000+ people and its entire associated infrastructure, services, and vendor base.  Each office has its own personality as far as how it goes about doing business.  CAS receives its PR&Cs ultimately from the Resource Management Office at CBS.  Items to be used at CAS are generally purchased by JCC-CAS.  They make runs into Skopje approximately two times per week to pick up needed purchases.  Very few, if any, stateside purchases are made via the internet.  At JCC-CBS we purchase approximately 40% of our supply items from stateside sources via the internet or phone orders, and the rest from local Kosovar sources.

In addition, contracting officers arriving in the AOR have different levels of contracting expertise and experience.  If a JCC-TFF were in existence, having the flexibility to move people around between JCCs to better meet the needs of the Task Force would increase its worth to the warfighter.  

14c. (U) LESSONS LEARNED: 

(1) Unless the Army creates a Task Force Falcon JCC cooperation and working as one is personality dependent on one or both offices.

(2) The vendor base in Skopje needs to be better understood and exploited by JCC-CBS
(3) Comparative analysis between the two offices would improve best value contracting to the Task Force.
(4) Trying to make your higher headquarters understand the atmosphere is difficult.  They acknowledge the disparity and that problems exist but haven’t taken steps to empower or directed one or the other office to be the JCC-TFF.
14d. (U) RECOMMENDED ACTIONS:

(1) Declare JCC-CBS the JCC-TFF and have JCC-CAS as a subordinate unit or Detachment.

(2) Staff  JCC-CBS with the senior contracting officer assigned and the second senior should be assigned to JCC-CAS.
(3) If the Air Force is going to continue to support Task Force Falcon they should be assigned the office chief’s position at CBS due to average experience level of AF contracting personnel versus the other services.
(4) Due to sustainment contracting and purchasing at or below the SAP the AF should seriously consider the need to have AF contracting people in the AOR supporting a 98% Army run mission.  If the Balkans Support Contract picture changes that may have to be reevaluated, but this operation could and has been run solely by Army personnel.
8

