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DEPARTMENT OF THE AIR FORCE

PACIFIC AIR COMMAND (PACAF)










23 Oct 00





MEMORANDUM FOR  HQ PACAF (CMSgt Andrew Wall)




    25 E. Street, Suite 326




    Hickam AFB, HI 96853-5427

FROM:   3 CONS/LGCA


    10480 22nd Street


    Elmendorf AFB, Alaska 99501

SUBJECT: After Action Report, Operation Stabilise‘00 

1. This after action report is prepared IAW AFFARS Appendix CC, paragraph CC-502-4a. (3).

2. The following is information regarding the contingency itself:

Deployed Location:  Darwin Australia and Dili East Timor

Deployed CCOs:  SSgt Kristie L. Keney  

Duration of Deployment:  01 July – 05 Oct 2000

Contingency Purpose: In support of the Joint Military Operations in East Timor. 

3. Potential Sources of Supply: See attached list of vendors, items supplied, phone numbers and POCs.

a. Host Nation Support:  The Australian Government provided Avgas, Petrol for all rental vehicles, dining facilities, medical facilities and billeting when they were available.    

b. U.S. EMBASSY:  The U.S. Embassy was not used for sourcing. The US Embassy makes travel arrangements for re-deployments. 

c. Servicing U.S. Military Installations:  Royal Australian Air Force Base in Winnellie.  This military base was used for the C-12 that was deployed to Darwin; customs, quarantine, dining facilities, petrol station and the armory were also used in support of this deployment. 

d. Problems encountered with the Contracting Process:  

There was no standardized process (i.e. AF Form 9 and Supply) for receiving requirements from Dili, East Timor. Personnel from Dili, East Timor were contacting the Contracting Officer at all hours of the day and night requesting items. The Contracting Officer was finally able to implement the AF Form 9 process for items requested from East Timor. The whole AF Form 9 process was not well received and the Contracting Officer was met with a great deal of opposition but to date the process is still in place.  


The J4 Comptroller was responsible for validating purchase requests from East Timor. Unfortunately personnel by-passed the point of contact and contacted the Contracting Officer directly requesting items.  The J4 Comptroller was left out of the loop. . Most of the items that requested were in support of Morale and welfare issues. (i.e. Domino’s Pizza, Kentucky Fried Chicken, pool sticks, DVD’s, R&R tours for personnel in East Timor while on R&R in Darwin, groceries for various holidays, etc.)  All items that were requested were submitted in crisis management. There was no advance planning in any aspect of this deployment whether it concerned contracting issues, movements, transportation, etc.  The whole operation was run as if in the build up phase and not the sustainment phase of a deployment.  The Contracting Officer established the priority system for requirements and forwarded extensive training material concerning Advance Planning. Unfortunately the advanced planning concept was not widely accepted.   


There was not “one single point of contact” for contracting matters. Several individuals would get involved and contact the Contracting Officer directly requesting items. More often than not these individuals had not coordinated with the J4 Comptroller and the Contracting Officer spent more time trying to determine what was needed, when and where.   The Contracting Officer and J4 Comptroller implemented a one point of contact rule for contracting matters. Unfortunately due to the nature of this deployment (Joint Service) it was widely unaccepted nor adhered to.  This is still an on going problem. 

The Funding for this deployment was from five (5) separate MIPRS and funding was not available until the end of the month. This operation is essentially run in an Anti Deficient manner. The Contracting Officer used an AF 4009 valued at $152,000 to ensure that there was funding when calls were placed against BPA’s.  When Purchase Orders were placed the Contracting Officer contacted the J4 comptroller to request what MIPR this order would be taken from.  At the end of the month the J4 Comptroller had to divide the monthly bills up between the various branches of service.  While the Contracting Officer was in place there were only seven (7) United States Air Force personnel supporting this deployment. The majority of remaining personnel was United States Marine Corps. 

The largest obstacle the Contracting Officer faced was the complete lack of respect for the position.  Marine Corps and Navy Personnel refused to address the Contracting Officer as a Contracting Officer and would call them a  “Contract NCO”.  The outgoing Contracting Officer was even presented his certificate as a “Contract NCO”.  There was more concern for the rank of E-5 than for the position and job title of Contracting Officer.  This created a great deal of difficulty for the CO.  When new polices and procedures were trying to be implemented in accordance with regulations and standard contracting practices they were ignored due to the fact that the CO was only an E-5 and other personnel (Marine Corps and Navy) out ranked the CO.  They refused to listen to someone whom they viewed as inferior to them and their rank.  In order to get the mission accomplished the CO had to request the assistance from one of the C-12 pilots to act as the OIC for contracting matters. Several times the CO tried to inform and train Dili personnel on the duties and responsibilities of a CO.  Each time this information was presented those higher ranking ignored it. The CO was informed that they were an E-5 and would follow their orders. .  This is an on going problem that each CO has and will continue to face.  The only possible solution to this problem is for CINPAC and PACOM to recognize the position and authority of the Air Force Contracting Officer.  Other branches of service are familiar with commissioned officers being CO’s and not enlisted personnel.   There needs to be some training and understanding on the role that the Air Force Contracting Officer plays in the deployment process.  

.


The wearing of Civilian Clothing by CO’s is another issue that needs to be addressed.  While in Darwin the Contracting Officer had to repeatedly defend their right to wear civilian clothes to USMC and Navy personnel.  The CO is consistently downtown in the local community procuring items for East Timor and dealing with customs.  It is imperative that the CO is in civilian clothes in order to be able to carry out their duties as a business adviser and contracting officer.  Unfortunately there still is a great deal of opposition concerning the civilian clothing issue from the US Marine Corps.  It has even been stated that if the CO doesn’t want to wear BDU’s they could wear short sleeved blues.  The CO has tried to educate others about the need for wearing civilian clothing and how it is beneficial in meeting the mission’s requirements.  Unfortunately it has fallen upon deaf ears.  The CO had the Staging Location Darwin commander sign a letter authorizing her to wear civilian clothes based upon the duties and responsibilities.  That was only a temporary fix.  This matter needs to be addressed by the Air Force to other branches of service.

e. Local Transportation, Billeting, and Communication Resource Availability: BPAs were established with local car rental agencies in order to meet the transportation requirements for deployed personnel in both Darwin Australia and Dili, East Timor.  UN drivers were used in Dili due to the hazardous driving conditions. While in R&R status Dili personnel were given rental cars as well. Dili Personnel were the only ones authorized R&R within the USGET.  The purpose of these rental cars was to ensure R&R personnel had transportation to the dining facility on the RAAF Base. Unfortunately they were rarely used for that purpose.  These cars were used for tours and shopping trips.  There were several accidents with the rental vehicles with the majority being from personnel from Dili, East Timor while in R&R status.  This could be attributed to young drivers and many not having the experience in reverse driving conditions.  The damages were paid for under the BPA’s.  The Contracting Officer implemented an internal rental car agreement for personnel coming on R&R.  It stated that all personnel in R&R status were responsible for the vehicles and they were to ensure they were returned clean and fueled up for the next group on R&R.  The reason for this policy was due to the fact the cars were being returned in unacceptable conditions (i.e. trash, food and dirt all over the interior, exterior filthy and no fuel.)  R&R personnel expected the CO to have the vehicles fueled and clean for their use.   This is an on-going problem.  R&R personnel believe that rental cars and hotels are a right not a privilage. They have lost sight that they are in a contingency environment.   

BPAs were established with four of the local hotels for billeting.  All personnel resided downtown in the hotels.  Staging Location Darwin personnel were billeted in the Cullen Bay serviced apartments.  These apartments have small kitchens due to Staging Location Darwin being undermanned, personnel frequently missed meals.  There was no per diem authorized so meals were at the expense of deployed personnel.  R&R personnel were billeted at the Mirambeena hotel for the duration of their R&R (@4-5 days).  The Mirambeena was within walking distance to all the restaurants, nightclubs and shopping centers.  This helped eliminate the drinking and driving situation that was prominent in the past.  Personnel arriving and re-deploying from Darwin and Dili were billeted in the Mirambeena as well until their flights. 

The US Government owned the Cellular telephones but the cellular phone service was rented through Telstra. . The cellular phones allowed us to stay in touch with all personnel.  Unfortunately access to cell phones allowed individuals to call at all hours of the day and night requesting items like games of Twister and trash bags.  Open communication was vital to the success of the deployment but there were too many people getting involved in areas that did not concern them and they were unfamiliar with.  There was no communication between Dili personnel so you would receive several calls from several different people on the same topic and none of the information would coincide with one another.  

f. Adequacy of Facilities: Staging Location Darwin was originally five (5) trailers (demountables) that housed seventeen (17) personnel.  By the middle of July the operation was reduced to six (6) personnel (3 C-12 pilots, 1 Operations planner, 1 Contracting Officer and 1 J1 administrator) and two (2) trailers (one was a double trailer).  There were adequate phone lines and LAN lines to meet the mission requirements.  There was a BPA established for the rental of the trailers.  .

g. Deployed Commander Support: The Contracting Officer received little support from the USGET Deployed commander and the Staging Location Darwin site commander.  The USGET Commander was based out of Dili East Timor and did not get involved with the everyday operations at the CO’s level.  This authority was delegated down to the Staging Location Darwin Site Commander who was actually a C-12 Pilot.  The Staging Location Darwin Site Commander had no experience as a commander of enlisted personnel, had never worked with a Contracting Officer and was not interested in learning or getting involved.  When situations were brought to his attention they were addressed in a less than acceptable manner.  One of the other C-12 Pilots noticed the lack of support that the Contracting Officer and the Operations Planner were receiving and assisted them by insuring things were taken care of when Dili personnel refused to assist and work with them.  

h. Specific Problems Anticipated at Location:. The greatest problems anticipated with this deployment is the minimal manning at Staging Location Darwin.  The Contracting Officer also acted as the Disbursing Agent, Transportation NCO, Supply NCO, alternate armorer, Load Master for the C-12, driver for personnel arriving and departing the theatre at all hours of the night and day, Passenger and Cargo Movements NCO along with any other duty that arose.  Due to the minimal manning issue the Ops Planner and the Contracting Officer had a total of three (3) days off in a three-month deployment.  There was no down time.  It is understandable that while in a contingency situation a Contracting Officer maybe called upon for additional duties but for this deployment the Contracting Officer and the Ops Planner carried all duties except flying the missions and the J1 Administrator duties.  PACOM deleted positions that were vital to the overall operation and this action had the potential to cause serious harm to the mission.  The lack of respect for the other branches of service and the heavily rank conscious attitudes hindered the mission greatly.  It was difficult to meet the mission requirements when fellow military personnel refused to respect one another’s position and rank.  It caused a great deal of stress and there was no unit cohesiveness between Dili, East Timor and Darwin, Australia.  There was more focus on individual personal needs and wants than for the mission at hand, the rebuilding of the infrastructure of East Timor.  There was more concern about ensuring they received KFC and DVD’s when the mission was to provide humanitarian aid to a country that was destroyed but hate and greed.  Many US military personnel lost sight of their mission. 

4. Overall, this was a very good learning experience.  The Engineering teams, the Optometry and Dental teams that went to Dili, East Timor gave of themselves selflessly and worked to improve the conditions of a country that was ravaged by hate and greed.  They made a huge impact on the lives of the East Timorese.  The J4 Comptroller was outstanding to work with and gave of himself above and beyond the call of duty.  The success of the mission was his top priority.  Unfortunately this operation could have been more successful if there had been better understanding of the combined forces rank structure and job titles. I understand there will always been competition between the different branches of service but that does not allow individuals to treat their fellow military members as inferior nor does it allow for individuals to show disrespect for one another’s position and rank.  We are all members of the same organization; The United States Armed Forces and all members should be mature and professional enough to respect one another. The behavior that was displayed during this deployment was completely unprofessional.  I have the lessons from this deployment and will ensure that if and when I deploy with another joint forces operation I will be better prepared for obstacles such the ones I encountered.  This was a great learning experience and I am fortunate to have been given this opportunity.   

5.   If anyone has any questions or needs further information about this deployment, please contract SSgt Kristie L. Keney at DSN 552-5605 or commercially at (907) 552-5605.

KRISTIE L. KENEY, SSgt., USAF




Attachments:

1. Vendor List 
List of BPAs

Contractor



Item


BPA number

Songtan Tourist Hotel


Lodging

F08620-00-A8311

Phone #: 333 666-5101

POC:  Mr. Shin

Korea Hotel



Lodging

F08620-00-A8310

Phone#: 333 662-3926

POC:  Mr. Yi






Jong Jin Co



Vehicles/Cell phones
F08620-00-A8313

Phone #:  AV  723-4600



POC:  Mr. Han or Mr. Moon


Diamond Water


Water


IMPAC

Phone #:  AV 784-3031



POC:  Sunny


Mustang Mart (GSA Store)

Misc. Supplies

IMPAC

Phone #:  AV 784-4975

Attachment 1

Any Time . . . Any Place
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