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DEPARTMENT OF THE AIR FORCE

HEADQUARTERS ELECTRONIC SYSTEMS CENTER (AFMC)

HANSCOM AIR FORCE BASE, MASSACHUSETTS 01731-5000









                                   13 May 2002

MEMORANDUM FOR RECORD 
SUBJECT:  After Action Report for Operation ENDURING FREEDOM and SOUTHEN WATCH Contingency Contracting Officer (CCO) Deployment – Seeb Air Base, Sultanate of Oman

1. ITINERARY:

a. 31 Oct 01 – 1700hrs EST – Notified of Tasking, Report NLT 9 Nov 01

b. 1 Nov 01 – Began Out-processing Checklist

c. 6 Nov 01 – Departed Hanscom AFB to Seeb AB Oman

d. 8 Nov 01 – Arrived Seeb AB, Oman

e. 8 Nov 01 – 26 Mar 02 – Contingency Contracting Officer for 320th Air Expeditionary Group, (became 320th Air Expeditionary Wing on 6 Feb 02)

f. 26 Mar 02 – Departed Seeb AB Oman 

g. 28 Mar 02 – Arrived Hanscom AFB, MA

2. SCOPE & EXPLANATION OF THE MISSION:

The Seeb AB mission is to provide intra-theater airlift and aeromedical assets to the Coalition Forces Air Component Commander (CFACC), the Director of Mobility Forces (DIRMOBFOR), and the 320th Air Expeditionary Wing (320 AEW) in direct support of Operations SOUTHERN WATCH (OSW) and ENDURING FREEDOM (OEF).  Before OEF kicked off, we were tasked to provide theater airlift to enforce a “No – Fly” and “No – Drive” zone over Southern Iraq in support of OSW.  Seeb North is now USCINCENT'S only forward-deployed tactical airland, airdrop, and aeromedical capability with assigned aircraft, aircrews, aeromedical evacuation flight crews, and Critical Care Air Transport Teams.

3. TIMELINE DURING TDY:

a. After 11 Sep 01, Seeb AB went from less than 200 personnel to over 850 permanent party and 100-400 transient personnel.  Tent City was erected in late October from available War Reserve Material (WRM) assets in the Harvest Falcon kit by DynCorp (WRM Contractor) and our Base Civil Engineering.  In mid-Nov 01, Contracting was tasked by the Seeb AB Commander to locate and purchase tents to expand base facilities.  We designed and purchased tents from a local tent manufacturer (The Local Tent Factory) for a Fitness Center, Theater/Commander’s Call Facility, Chapel, Passenger Terminal, additional transient billeting quarters, and an AAFES expansion facility.  Seeb AB became the central supply hub for all personnel, supplies, and equipment going downrange (to classified locations in Pakistan, Afghanistan, and Oman).  

b. When I arrived 8 Nov 01, there was only one CCO (a TSgt) assigned to Seeb AB.  She was deployed on an OSW AEF rotation to support the 763rd Expeditionary Airlift Squadron.  She was considerably overwhelmed with the explosive surge although the Muscat Acquisition Center assigned downtown had loaned a CCO (a SSgt) to help with the workload.  Two additional CCOs (a MSgt and SrA) arrived 12 Nov 01.  Approximately 24 Nov 01, I returned the loaned CCO to the Muscat Acquisition Center downtown because four personnel were sufficient to support the Seeb workload and any emergency workload to support troops downrange. [Note: The Muscat Acquisition Center (composed of both finance and contracting personnel) arrived in Oman in Mid-October 2001 to support OEF contracting requirements and was located downtown approximately 25 minutes from Seeb AB Tent City. They provided contract and finance support to Masirah Island, Oman and Jacobabad and Islamabad, Pakistan because these remote locations had limited vendor opportunities.  In early Feb 02, they were additionally tasked with supporting the Coalition Forces Land Component Commander (CFLCC-8), Joint Task Force Rakkasan in Kandahar, Afghanistan.] 

c. By 20 Nov 01, the Seeb office started calming down and we were more into sustainment mode.  Beyond the additional space needed that the tents supplied, the main focus became quality of life items and improvements.  Seeb AB’s basic needs were being met (i.e., food, water, custodial, refuse removal, wastewater removal, office space, and sleeping quarters).  Of course with the influx of personnel, computer and ADPE needs continued to be a priority. 

d. The C-130 aircrew swap-out of Pope AFB team and Dyess AFB team occurred the first week in December 2001.  This was a stressful period as the new team rotated into the tents and the other team rotated out of (vacated) the Government leased quarters, the Shatti’s, in downtown Muscat.  

e. On 20 Dec 01, Seeb AB and the US Embassy, and all other bases in the AOR, went into force protection condition (FPCON) Delta as it was end of the Muslim Ramadhan holiday and beginning of the Eid Festival (to celebrate the end of Ramadhan fasting).  Historical reports show that during this three-day period, the potential for incidents and/or attacks is higher; therefore, it is recommended to be extra vigilant and cautious.  As a result of moving to FPCON Delta, the Muscat Acquisition Center was ordered to move to and reside in Tent City.  After FPCON Delta was lifted, Acquisition Center personnel continued to reside in Tent City, but maintained their offices downtown

f. On 1 Feb 02, we were informed by higher headquarters—Joint Task Force Southwest Asia (JTF-SWA) Contracting (LGC) located at Prince Sultan Air Base, Saudi Arabia—that the Muscat Acquisition Center’s contracting personnel (7 CCOs) and Seeb AB’s contracting personnel (4 CCOs) would merge on 10 Feb 02.  We were also informed that both offices would fall under control of the Seeb AB Commander.  That same week, the 320th Air Expeditionary Group (320 AEG) became the 320th Air Expeditionary Wing (320 AEW).  Col John Tappan replaced Col Gerald Sawyer as the Seeb AB Commander.  Col Tappan was briefed how the combined contracting office would set up and continue to support downrange locations.  During this time, there was significant delay of Seeb contracting operations because, in addition to the merger, the Muscat Acquisition Center was in the process of moving offices from a downtown hotel to two Shatti apartments (Government leased quarters).  The move from the hotel to the apartments took longer than expected because necessary phone, fax, and computer cables had to be installed.  The decision by JTF-SWA LGC to merge contracting offices was logical since the Muscat Acquisition Center was being tasked more by downrange organizations and the Seeb AB contracting office was in sustainment.  

g. Before 10 Feb 02, the contracting office fell under the Seeb AB Commander on Group Staff (320 AEG/CONS) and reported directly to the Deployed Commander as it states in Appendix CC during the initial deployment and build-up stages.  After 10 Feb 02, the new contracting office shifted from Command Staff to the Expeditionary Logistics Group (320 ELG) and became a Contracting Squadron (320 ELG/CONS or 320 ELGC).  

h. In mid-March 2002, after the wing organizational shift and office merger, the 320 ELG Commander determined that the downtown contracting office would close and relocate to Seeb AB so that all CCOs would operate out of one location.  Technical experts from Vehicle Operations, Transportation, Maintenance, Civil Engineering, Services and Communications (vital to supporting downrange customers) were all located at Seeb AB.  

4. DUTIES PERFORMED:

a. Responsible for all acquisition needs for Seeb AB and some acquisition needs for Masirah, Oman and Jakobabad, Pakistan that although have CCOs assigned, they often have to act as “ordering officers” because their locations are not as rich in vendors as Muscat. 

b. Supports four other downrange locations with acquisition requirements as needed, including locations in Pakistan and Coalition Forces Land Component Commander (CFLCC-8) at Kandahar, Afghanistan.

c. Administers over 30 Blanket Purchase Agreements (BPAs), supplying all requisite water for entire AOR until other bases got their own water sources, off-base food (while on official business only/program canceled 8 Mar 02), billeting (for visiting Distinguished Visitors), ramp services for assigned aircraft, electrical parts, office and cleaning supplies, hardware, specialized tools, dining/mess attendant services, custodial, wastewater removal, refuse/trash pick-up services, pharmaceutical supplies, and hospital waste services. 

d. Negotiates, awards, and administers all contracts/purchase orders for construction, services, and supplies. 

e. Holds CE/CONS meetings once a week to discuss contract/purchase order status. 

f. Attended Deputy Commander’s staff meeting three times a week and Commander’s Battlestaff meeting once a week.  After 10 Feb 01 contracting merger, attends Logistics Squadron staff meetings and Commander’s Battlestaff meeting once a week. 

5. LIVING CONDITIONS:

a.   
Base Facilities:  All personnel are billeted in tents.  All tents have six bunk beds with a capacity of 12 people per tent.  Some tents have the top bunks filled, but most do not so you can use your top bunk for storage. Shower and latrine trailers were purchased in early Dec 01.  These are much more hygienic and private than the shower and latrine tents we had when I first arrived.  They are also easier for CE to maintain.  The dining facility is fully operational and provides four hot meals per day, breakfast, lunch, dinner, and midnight meal.  There is a great fitness center with treadmills, bikes, elliptical trainers, rowers, and free weights.  Circus tents were purchased and erected to accommodate the Chapel, theater, fitness center, AAFES, and additional transient quarters.  

b.         
Communication:  The population in Oman overwhelmingly Arab, but significant minorities of Indians, Pakistanis, and East Africans are found in the principal ports. The majority of the population is Muslim.  Arabic is the official language.  There was not much of a language barrier here at all because most of our vendors are from Pakistan and India and speak English fluently.  Understanding and communicating over the phone is harder to do than in person.   We have one vendor, the Local Tent Factory, who is Omani.  The owner speaks Arabic and only limited English, but we have had only few communication problems.  Seeb AB has a full-time Arabic interpreter who provided translations for our Arabic vendors and assists Contracting and the Commander when dealing with the Royal Air Force of Oman (RAFO).  Although females play a more active and visible role in society in Oman than in most of the Arabian Peninsula, most of our vendors are male.  I had no problem being a female CCO and interacting with any of our vendors—and neither did the other female CCOs here.    

c.   
Supply Availability:  Muscat is the capital of Oman and the closest large city to Seeb.  It provides 90% of our needs.  Our vendor list has over 100 vendors to choose from.  There are more than ten vendors that can supply everything from cleaning supplies and digital clocks to chairs and comforter sets.  When you ask them what they specialize in, they say everything.  There are “Wal-Mart”-type, electronics, and computer stores that accept the Government Purchase Card (GPC).  A few items were difficult to find, like GSA safes, and had to be ordered through Supply and shipped by boat.  Other items not available locally had to be ordered over the internet with GPC and shipped to an APO or DHL/FedEx’d to the Seeb North Supply address.  Normally heavy items were brought in by ship with a TCN number.  On 5 Dec 01, GSA safes were ordered through Supply.  Hamilton was so backlogged that they still had not arrived by 26 Mar 01 when I departed (I did hear that 4 of the 6 we ordered arrived Apr 01 after I left).  Computers and ancillary equipment was also cumbersome.  This type of equipment must ship through Omani Customs and sometimes gets held up for weeks.  

6.  EVALUATION OF AGREEMENTS:

There are no Host Nation Support or Status of Forces Agreements in place.  We are here as guests of the Omani Government and the Royal Air Force of Oman (RAFO).  Every project for minor construction, or that might otherwise change the appearance of our facilities, must have an official request in Arabic and must be approved by RAFO before we could begin work, installation, or construction (e.g., when we needed a digging permit, when we wanted to build any kind of temporary structures, when we installed shower and latrine trailers, when we built the Liquid Oxygen storage facility, when we installed office trailers, and when we constructed a perimeter fence around Tent City).  RAFO can be quite slow with their approvals so make sure the paperwork is sent through the Linguist and signed by the Commander as soon as possible.

7.  SPECIAL PERSONNEL REQUIREMENTS:

As the Chief of the Office, my position demanded every bit of my nine years in contracting and previous deployment experience.  Operational Contracting experience, common sense, creativity, and energy are a must to meet the high mission demands.  It also helps to have a sense of humor, thick skin, and strong backbone.  You will be pushed to the limits by ALL of your customers and by the Base Commander.  

Must have knowledge of administering and awarding BPAs.  Must be ready and willing to negotiate because the opening price is almost never the final price—and it is expected by our Mid-East vendors.  A current, valid US driver’s license is MANDATORY and the CCO must ensure it will not expire while TDY (we had one CCO arrive without a driver’s license.  She was confined to the base while waiting for an on-line renewal or had to wait for other drivers.  She was actually told by her PRU before deploying that she did not need one.  The PRU was sadly misinformed).  Driving in Oman can be quite challenging, but it is necessary to do market research, pick up supplies, and meet with vendors.  I highly recommend that CCOs know how to drive a manual/stick shift vehicle, rather than an automatic one.  Most vehicles outside of the USA are manual, not automatic.  Additionally, no CCO should deploy without having completed CON 234, Contingency Contracting Course and bringing their Contracting Officer Warrant (we unfortunately had one Lieutenant arrive without a CCO warrant and little training.  Our other CCOs had to take time out explaining how to fill out basic documents such as SF44s and 1449s.  An actual contingency deployment is not the environment to be conducting training).  


CCO’s should have the full complement of military uniforms (DCUs); however, under no circumstances will any CCO wear uniforms or uniform items off base.  Recommend adequate change of civilian clothing for 5-7 days.  Others may find it convenient to have more changes of clothing/undergarments, due to the heat.  Appropriate civilian attire for men equates to long pants or jeans and shirts with collars, no baseball caps or earrings allowed.  Females should dress conservatively.  Sleeveless attire is not authorized for females or males.  Females may wear skirts that are long enough to cover the knee or long pants/jeans.  Sandals are permitted; however, some establishments require covered shoes.  Some establishments may also require dress slacks, jacket and tie for males and dresses for ladies.  Lightweight materials are best suited for this area and tight fitting clothing is discouraged.  It is important to present a neat and clean appearance at all times.  Shorts and t-shirts are allowed inside Tent City.  Shorts must not be excessively short, cutoff, ripped or torn.  T-shirts may not exhibit any religious, political, patriotic, vulgar, or sexual slogans or images.  Note: the traditional Omani men’s robe (the disdash), the Omani men’s hat, the Omani women’s dress, or any type of local custom dress must not be worn while in Oman.


While in Oman, personnel should not:  shake a woman’s hand unless you are a woman, argue with a local Omani, enter a Mosque if you are not a Moslem, take pictures of government buildings or Mosques, take pictures of families or people without asking permission, express your political view with a stranger, exceed the 100KM AOR speed limit (tickets are expensive), drive if you have beeb drinking (you will go to jail and they do not contact the US Embassy quickly), drive without taking the local AOR driving course offered by Transportation, or use cell phone while driving (a 50.000 Omani Rial fine, which is $131.00 USD, is imposed). 

8. LESSONS LEARNED:

a. Out-processing.

Observation: I was notified of my tasking at 1700 hrs on 31 Oct 01 and given a DRI of 9 Nov 01.  On 1 Nov, I started my out-processing checklist and was told I was leaving Wed, 7 Nov to get to Oman by 9 Nov.  On 2 Nov, I was told I wasn’t leaving until 14 Nov because I didn’t have an official passport and I could not go to Oman without one.  On 5 Nov, after the weekend, I was told at 0900hrs that I didn’t need an official passport and was leaving again on 7 or 8 Nov. Then, when I came back at 1400hrs, I was told I was leaving in 24 hours on 6 Nov since I had to catch the rotator at BWI.  This was an extremely unorganized and frustrating ordeal.  The process could have gone much more smoothly had all functions been told by the ESC Commander to prioritize personnel who were out-processing.  This is not the type of stress you want to add to an already stressful situation!!

Discussion: 2 Nov 01 was a Friday, it also happened to be “Military Training Day” for the base. I had a Life Skills Center at 0730 and OSI from 0900-1000hrs.  I received the Security Forces CATM instructor’s signature and NBC instructor’s signature at 1100hrs.  Then, I hit my first roadblock at Supply with Individual Equipment Issue.  When I went to pick up my “A” and “C” bags and mask, I was told to come back when I had orders.  They agreed to give me a mask so that I could go to Bio Environmental for mask fit testing, but they would not give me the rest of my bags.  I had to call one of our UDMs to fight this issue while I ran to other out-processing stations.  The UDM called me back and told me that Supply would issue my bags now, even without the orders.  


After getting my fit test, I had an appointment at 1300hrs with the Flight Surgeon.  I was seen around 1330hrs.  When I came out of his office at 1345 with my written prescriptions, the clinic was empty.  They were conducting training and no one had stayed around to see if I needed help afterwards.  The Pharmacy was closed. I was told to come back Monday.  After my appointment, I went back to Supply for my “C” bag and “A” bag equipment, but they didn’t give me another bag for the “A” equipment.  I had to call the UDM on Monday for another two empty bags so that I was able to pack the rest of my gear and civilian clothes.  He selflessly drove to my house to drop off bags at 2145hrs.  


As I was only just notified of my deployment, I did not have DCUs.  Operational Contracting (PKO) ordered them on Friday, 2 Nov, and they were FedEx’d.  Unfortunately, they were lost over the weekend, had to be reordered, and only showed up six hours before my flight.  Luckily, PKO bent over backwards and had the base dry cleaners sew on my nametags and AF tags.  Tags, hats, and boots were the only items PKO was allowed by ESC to order in advance even though they knew CCO taskings would be coming down.   


My GPC card was also ordered Friday and FedEx’d.  It did not show up before I left and had to be mailed to me (along with the Official Passport that I completed paperwork for the day before I left) in Oman. 

Recommendation:  Deploying personnel should be made a priority while out-processing.  The process would have gone much more smoothly had all functions been told by the ESC Commander to prioritize personnel who were out-processing

b. Delayed GPC Setup.

Observation:  My OEF GPC was did not arrive until early Feb 02 after I had been in country for over three months.  Finance, my Approving Official, had to establish the GPC program so my spending did not start until 14 Feb 02.  

Discussion:  Hanscom funded me with a GPC for $150,000.00.  I spent $26,607.56 on my Hanscom GPC beginning 2 Dec 01 and ending Jan 02.  Had I been without a GPC from Dec 01 to Jan 02, the OEF mission would have been severely hampered.  I was the only one at Seeb AB with a GPC until the very end of December and spent $18,773.20 before the other CCOs’ GPCs arrived.  Our two CCO’s from Luke had their home units fund and mail GPCs to them after they arrived 12 Nov 01.  This took about five weeks.  One month after her arrival, our fourth CCO had her OSW GPC activated as well.  

Recommendation:  GPC program is vital to CCOs in the field.  Finance must have their GPC program established before the CCO can start spending.  Turnover with Approving Officials is mandatory.  Approving Officials do not have to be Finance Officers, but they were at Seeb, and most other sites throughout the AOR, as stipulated by JTF-SWA.  This made reconciliation of the cardholder’s Statement of Account easier.  

c. Paying Agents

Observation:  Only one paying agent was physically located at Seeb AB during the day.  Two other paying agents were located downtown with the Muscat Acquisition Center.   

Discussion:  Having only one paying agent at Seeb AB extremely limited the ability of being able to pay contractors which required immediate payment for services rendered.  This paying agent was also the Chief of Seeb Finance and was out paying contractors for BPA services and cashing checks for airmen.  It was cumbersome to have to call downtown to arrange for a paying agent and not being able to walk into their office and ask face-to-face.  This problem was resolved after both Contracting Offices merged 10 Feb 02, but for three months, we had to compete with CCO’s from the Muscat Acquisition Center for support. 

Recommendation:  Increase the number of paying agents available to Seeb AB by allowing for specific times to support both Contracting Offices.  Paying agents must be readily available and provide direct support to all CCOs.  

d. Invoice Tracking/Payment Procedures.

Observation:  Invoices from contractors were received either directly or by fax.  SF 1449s or DD Form 250s, Material Inspection and Receiving Report, were then filled out by the customer/receiver.  Both a copy of the invoice (contractor retained original) and the SF 1449 or DD Form 250 were forwarded (usually faxed) to Finance downtown to allow for payment. There was no central log to track which invoices had been received and paid by Finance.  CCOs would then have to track down final SF 1449’s or SF 1034’s for final voucher payment signed off by the Finance Officer (instead of checking a log) so that contracts/purchase orders could be closed out properly. 

Discussion:  Having to fax documentation to an off-site Finance Office was burdensome and confusing in and of itself.  Lack of a log increased this burden and confusion (e.g., some invoices were lost when fax machines on both ends would break, run out of paper, or be switched off, or when multiple invoices from several contractors arrived simultaneously). Oftentimes, the faxing and research would have to be repeated until lost paperwork could be found and the situation/file could be sorted.  Contracts/purchase orders could not be properly closed out until these discrepancies were reconciled and verified with the Finance Officer that payment had been made.  

Recommendation:  Contracting Office should create a central invoice log listing contractor, date received, amount, and purchase order number as a minimum.  Finance Office must fill in the date when the invoice was paid and verify that the amount paid was what the Contracting Office had listed.  

7. CONCLUSION:

This deployment was extremely beneficial and rewarding.  It gave me a better understanding and appreciation of the relationship between finance and contracting and the need for them to work together.  In Oman, I learned about the local customs and courtesies and how to adapt and adjust to different and unusual circumstances.  This deployment reiterated to me what it means to be a Contingency Contracting Officer.  Being deployed didn’t just mean supporting my fellow airmen, it also meant supporting soldiers and marines located with me and downrange.  I found that the key to a successful deployment was to develop good, solid relationships by working closely with my customers and the Base Commander and by concentrating on their needs.  









//signed 13 May 02//

ALICE W. TREVINO, Capt, USAF

Contingency Contracting Officer
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