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

DATES: 14 Feb – 16 May 2001

3. (U) OBSERVER’S DUTIES & RESPONSIBILITIES: Formerly Deputy, and currently Chief of the Joint Contracting Center (JCC), Camp Able Sentry, supporting Operation Joint Guardian, Task Force Falcon, and Camp Bondsteel, 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 600 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.  

4. (U) KEY WORD (S): Deployed Situation, Experience level, Transfer of Authority (TOA), Engineering support, Manning, IMPAC process, Automation, JCC-TFF. 

5. (U) ITEM TITLE: Deployment situation.

5a. (U) OBSERVATION (S): This deployment provided many challenges and new experiences.

5b. (U) DISCUSSION:  Camp Able Sentry is situated adjacent to the Petrovic Airport, the primary military and civilian airport for Macedonia.  Camp Able Sentry is located 17 Kilometers East of Skopje, the capital city of Macedonia.  Living conditions on Camp Able Sentry can be categorized as above average.  All personnel that are not transients are in hard billets.  As an Air Force member I live in the Air Force compound, which has conex containers.  The living arrangement for Air Force members is excellent.  There are MWR facilities, a Cappucino Bar, Burger King, and excellent dining facilities.

5c. (U) LESSONS LEARNED: 

(1) This environment demands proactive problem solving and constant flexibility.

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

(1) Plan ahead before you leave.  Contact the person you will replace and get details on what items to bring and what to expect when you arrive.  Do your homework to prepare yourself, i.e., watch the news, and know the historical, political, and tactical environment you will soon be a part of.

(2) Provide incoming personnel with continuity books. 

(3) Review CON 234 course materials

(4) Pre-coordinate passports well in advance prior to departure from home station.  Passports are essential for carrying out duties as a Camp Able Sentry contingency contracting officer.  Regular travel outside of Macedonia is required to support task force and CAS operations.

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

6a. (U) OBSERVATIONS: The experience level of personnel is generally low.

6b. (U) DISCUSSION:  The office currently consists of an Air Force office chief, an Army legal advisor, a Marine NCOIC, and two local national (LN) procurement assistants. The office is expecting an additional Air Force contracting officer in two weeks.  None of the current contracting officers have been in a contingency contracting environment before.  The average amount of time in contracting is 4 years.  This deployment provides personnel with a broad range of experiences ranging from mission critical commodity items to sustainment service contracts. 

Contingency contracting officers have the opportunity to travel to Greece and Bulgaria to support mission requirements.  A large portion of the workload is coming from the ongoing Transfer Of Authority (TOA).  This operation involves the rotation of over 6,000 soldiers.  This office has awarded contracts that support the Bourgas Port Operations in Bulgaria, which directly supports the TOA.  

6c. (U) LESSONS LEARNED: 

(1) Experienced personnel need to assist new personnel to quickly get them up to speed to support the mission.

(2) Contingency contracting officers need to be empowered to make decisions at the lowest level possible.

(3) Procurement assistants must be utilized to maintain continuity, standardization of the contract files and database, and to assist in providing training to new personnel. 
(4) Different perspectives from the different services are highly beneficial in this environment. 

6d. (U) RECOMMENDED ACTIONS: 

(1) Review simplified acquisition procedures.  

(2) Bring any tools from home station that can simplify work.

(3) I highly recommend starting Army officers in the acquisition corps as second lieutenants.  This would provide Army officers assigned as chiefs with a broader experience base in running contingency offices. 

7. (U) ITEM TITLE: Transfer of Authority (TOA) Operations

7a. (U) OBSERVATIONS: TOAs are large-scale operations that require significant contracting support.  The sheer volume of personnel and equipment greatly impacts CAS daily operations.   

7b. (U) DISCUSSION: JCC-CAS is involved with many aspects of the TOA from inception to completion.  The last TOA came through Thessaloniki, Greece and the location was later changed to Bourgas, Bulgaria for the TOA we are presently involved in.  Initially we set up contracts at the APOD in Bourgas, Bulgaria and the alternate APOD in Sophia, Bulgaria.  We encountered many challenges setting up contracts at the new APOD.  This had never been done in Bulgaria before!  Contracts for bomb dogs, lodging, communications, patrol boats, security, divers, transportation, medical services, and airport serves were awarded at the Port of Bourgas.  Most awards were coordinated through the Bulgarian National Logistics Co-coordination Center (NLCC).  This quasi-military organization assisted us in finding contract sources for our requirements and acted as an intermediary in contract issues.  

7c. (U) LESSONS LEARNED: 

(1) Requirements change daily and Murphy’s law is in effect.   

(2) The NLCC did not like to be circumvented.   We contracted directly with a Bulgarian company and this caused problems.

(3) Customers often changed requirements with no notice.

(4) For safety reasons, two individuals are required to travel from CAS to Bulgaria to support operations downrange.

(5) Supporting TOA port operations and CAS requirements can strain this small office. 

(6) Cell phones are critical while in Bulgaria for coordination and safety.   

(7) Many customers do not know the contracting process.

(8) Some Bulgarians will not sign U.S. contracts and some require us to sign their contracts to provide service.       

7d. (U) RECOMMENDED ACTIONS:

(1) Flexibility is key.

(2) Educate customers as early as possible on the contracting process and what capabilities we can provide.

(3) Fight for requirements from your customer as far out from TOA as possible.  

(4) Be proactive in understanding requirements and get clarification on unclear requirements.  Use a common sense approach to give each requirement a “reality check”. 

(5) Fight for funding up front and ensure adequate funding.

(6) Take new Contracting Officers downrange to familiarize them with the route and operating locations.   

(7) Establish a primary POC for this operation for all customers to interface with.

(8) Be polite but firm with contractors on what you need , when, and how U.S. contracts are awarded. 

8. (U) ITEM TITLE: Engineering Support.

8a. (U) OBSERVATIONS: Engineering support at CAS is non-existent.  This made it nearly impossible to support construction requirements from our customers.  All work related to construction went to Brown and Root Services for this reason..

8b. (U) DISCUSSION:  Many Macedonian contractors showed interest in the possibility of bidding on CAS construction projects.  JCC has the capability to support small-scale construction projects.   

8c. (U) LESSONS LEARNED: 

(1) JCC has the ability support construction projects, we just need engineering/QA support.

8d. (U) RECOMMENDED ACTIONS: 

(1) CAS needs BCCAs or TFF engineers who can do quality assurance for construction projects.

9. (U) ITEM TITLE: Manning 

9a (U) OBSERVATIONS: The current JCC-CAS manning is sufficient for routine CAS support.  Our primary mission is to support CAS and this mission is degraded when we are required to deploy to Bulgaria or Greece.  We normally have three contingency contracting officers (one of which is the Chief) and two local nationals.  If two personnel go downrange to support TOA or other operations our work force is effectively cut in half.   

9b. (U) DISCUSSION: Dollar amounts and numbers of contracting actions are not the best metrics to use to determine manning in this environment.  Manning should be based on a comprehensive review of our role in the big picture.  Elements that must be considered include our geographical AOR, the current political/tactical environment, and the multitude of additional things our office does beyond awarding contracts.   These elements must be weighed with dollars and actions to determine the composition of the office. 

9c. (U) LESSONS LEARNED: 

(1) Local national procurement assistants (PA) are a huge asset.  Our PAs both have over 5 years of experience.  They are our continuity in this high turn over environment.  

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

(3) We need an additional military contracting officer.  This will ensure that there are always two contracting officers available to support CAS while another pair can deploy down range as necessary to support other customers in our AOR.

9d. (U) RECOMMENDED ACTIONS: 

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

(2) Continue usage of Procurement Assistants.

(3) The CAS mission warrants an O-3 as the office chief and an O-3 legal officer.  Higher rank in this office is overkill.  

(4) The legal advisor should be located at Bondsteel to support the forward.  The legal workload here does not warrant a field grade officer.  

11. (U) ITEM TITLE: IMPAC Process

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

11b. (U) DISCUSSION: IMPAC usage at JCC-CAS is substantial.  We use IMPAC for approximately half of our commodity buys.  With regular turnover of contracting officers, there have been some difficulties in rectifying accounts after people leave.  

11c. (U) LESSONS LEARNED: 

(1) If used and tracked properly, IMPAC cards are a valuable asset.

11d. (U) RECOMMENDED ACTIONS: 

(1) None

12. (U) ITEM TITLE: Automation

12a (U) OBSERVATION: The current automation at JCC-CAS is adequate, but could use improvement.

12b. (U) DISCUSSION: We have outdated computer systems and need better backup capability.

12c. (U) LESSONS LEARNED: 

(1) We need a second laptop to support down range missions.

12d. (U) RECOMMENDED ACTIONS:

(1) Replace all desktop computers in the office.  Purchase computers with CDRW capability for data backup.

(2) Create a vendor database.

14. (U) ITEM TITLE: TFF-JCC

14a. (U) OBSERVATIONS: A combined JCC-CAS and JCC-CBS would best serve TFF.

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.” 

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) Comparative analysis between the two offices would improve best value contracting to the Task Force.
(3) 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 Detachment.

(2) Staff JCC-CBS with the senior contracting officer assigned to the AOR and the JCC-CAS will have an OIC.
(3) An experienced Air Force chief would best serve a JCC-TFF.
(4) Due to sustainment contracting and purchasing at or below the SAP, the AF should seriously reconsider the need to have AF contracting people in the AOR supporting a 98% Army run mission.  The army needs and enlisted contracting force!
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