11 Dec 2001

MEMORANDUM FOR HQ ACC/LGCP 

Douglas St. Suite 120

Langley AFB, VA  23665-2791

FROM:  355 CONS/LGCA

3180 South Craycroft Road

Davis-Monthan AFB, AZ  85707-3522

SUBJECT:  After Action Report, 355 ELS

1.  This After Action Report is prepared in accordance with AFFARS Appendix CC, Paragraph CC-502-4a(3) and CC-502-5.

2.  The following is information regarding the contingency itself:

Deployed Location:  355 ELS, Masirah Air Base, Oman

Deployed CCO:  MSgt Mathew St. Thomas  

Duration of Full Deployment:  11 Oct 01 – 16 Nov 01

Contingency Purpose:  Provide Contingency Contracting support for Operation Enduring Freedom

3.  Potential Sources of Supply:  The 355 ELS was in the build-up phase when I first arrived and is now transitioning into the sustainment phase in it’s efforts to support OPERATION ENDURING FREEDOM.  A tent city was being constructed on the island of Masirah, inside the confines of an Omani Air Base.  The island of Masirah had very little to offer for supplies.  Most of the stores where very small (typical third country) stores that had nothing more to offer then day to day type things such as a limited amount and selection of office supplies and some small appliances.  The nearest major city is Muscat, the Capitol of Oman, which is about a 6 hour drive (including a 1 hour ferry ride) away.  The US Embassy in Muscat provided a list of potential sources in the local area to the Advon team that arrived approximately 25 Sep 01.  Vendors in Muscat were readily available to meet the most of the mission’s requirements. 

4.  Problems Encountered with the Contracting Process: 

A) LOGISTICS – Masirah is an isolated island, the main Contracting Office was located in Muscat.  Going from Masirah to Muscat first requires a 1-hour ferry ride.  The ferry schedule is based on the tide level.  Ferries go once an hour and hold about 15 vehicles.  The level of the tide allows only about 6-10 ferry rides a day to occur.  Once you get off the ferry there is a 5-hour car drive to Muscat through mostly uninhabited wasteland.  Initially directions to get from one location to the next was a hand drawn map that caused more then one person to get lost.  Well-documented maps are now in place.  Having the main contracting office in a location separate from most of the using activities also created many communication problems.  Poor item descriptions and buyers not being familiar with the requested items caused delays.  Communication equipment was scarce, as a result getting in touch with customers proved difficult.  Additionally, cellular phone service on the island did not work in the evening hours for some unknown reason.  Eventually it was decided to periodically send a representative from the major using activities (Trans, CE, Supply and SVS) to Muscat to assist the buyers in locating their items.  This helped tremendously; the open PR listing upon my arrival was over 1800 items, within 2-3 weeks it was down fewer than 500.  Shipping the items to Masirah presented another problem; a WRM contract with Dyncorp was used initially to deliver items to the island.  Their capabilities were being pushed to the limit and sometimes it would take 4-5 days to get bulky items (i.e. 3000 mattresses) delivered.  Dyncorp was also responsible for delivering items north to Pakistan, trying to determine which items were more of a priority was sometimes difficult.  Eventually a line haul BPA was developed.  The transportation unit assigned to SEEB (in support of Northern Watch) agreed to have the items delivered to them and they would in turn have it shipped to the required locations.  This sped up the process, however getting vendors on to SEEB Air Base was difficult.  The Security Forces wanted a 1-day notice of vendors’ arrivals and would not let us escort the vendors onto the base.   They required us to use their escorts (which they admitted were undermanned at the time).  At the time of my departure they were still trying to get contracting personnel authorization to escort vendors onto the base. 

B) GOVERNMENT PURCHASE CARD – We were instructed by CENTAF that we could not use our GPC Cards or if we did our home station might not get reimbursed.  This made things difficult to procure.  CENTAF later changed their position and said they would personally issue us GPC cards and we should receive them within 2 days.  Two weeks later we had still not received the cards and as far as I know they are still not is use.  One of the main concerns of CENTAF was “accountability”.  This is/has been an ongoing sore spot for contingency contracting people since the inception of the contingency contracting card and needs to be addressed at the HQ level.  The word “accountability” implies that there are improper procedures to track the equipment being purchased or the CO is untrustworthy (which is ridiculous since someone trusted us enough to give us a warrant).  Another answer I was told by CENTAF was the GPC is designed to be used when you deployed with your particular base.  I have been on 6 deployments in the past eight years, not one time have I deployed with just my base.  Someone needs to establish the proper procedures for deployed CCOs to use their GPC.      

C.)  BLANKET PURCHASE AGREEMENTS – Several BPAs have been awarded.  Most of them have been set up between the US government and only one vendor, as time allows more BPAs will be implemented to allow maximum competition.   

5.  Evaluation of any Host Nation Support Agreement:  N/A

6.  Adequacy of Facilities:

A) WORKING ENVIRONMENT:  There were several contracting offices in place to support this operation.  A small satellite contracting office of 2-3 contracting people work in Masirah to coordinate, review and approve all Forms 9s generated from that location.  That office also administers the base service type contracts (refuse, custodial, and food service), procures whatever small items they can buy locally on the island and works with Supply to consolidate requirements.  There is another 1 man office in Pakistan that serves in a liaison role.  The main office is located in Muscat, approximately 8-10 contracting people work there.  They receive Form 9s from the satellite offices and procure items locally.  Muscat is a metropolitan area that filled most of our needs.

B) LODGING FACILITY:  People at Masirah and Pakistan are located in tents.  People in Muscat are located at the Hyatt Hotel, the US Embassy had approved this location.  Four rooms in the hotel are being used for the Contracting and Finance Offices, they are equipped with computers, printers, fax machines and copiers.  The hotel offered fitness equipment and Internet access.  Several BPAs have been written with local restaurants to allow individuals in the local area (Muscat) to eat on something like a ration card.  This saves the Government a lot of money in per diem expenses.    

8.  Additional Comments:  The Contracting Office in Muscat spent approximately eight million dollars in the thirty plus days I was in country.  The majority of this was accomplished via SF44 purchases or BPA calls.  Less than twenty purchase orders were written in the time I was there.  Ordering things from the states proved very difficult.  The Finance Office could only issue checks in local currency (Omani Riyals) and as stated previously we were not allowed to use our purchase cards.  CENTAF at Shaw AFB stated if we wanted anything that had to be sent from the states we could either issue the purchase order from our location and then send them the SF 1449 and they would take care of getting the vendor paid or we could send them our requirement and they would purchase the item for us.  Usually this was time prohibitive and we found a local vendor to order it from the states for us or we found a suitable substitute locally (can you imagine having to go through all that to buy a $200.00 item?  All this would have been easily resolved by allowing us to use the purchase card).  

(FINAL NOTE):  The majority of contracting personnel deployed to this location lacked the skills/experience necessary to set-up this operation.  Simply because a person possesses an APDP level II does not necessarily make them the right choice to go to a location of this magnitude and support the mission through the initial deployment phase.  I have no doubt that the Contracting Personnel that were at the location from the beginning are tremendous assets to their respective squadrons and at the time I left where doing a fantastic job supporting the mission, however the lack of deployment experience severely hampered the mission from the onset.  When a “real world” contingency such as this happens, somebody needs to look at the experience level (along with the rank) of the individuals that are being tasked.  A typical K-1 package (2 people with APDP Level II, 1 person with APDP Level I and one 5 skill level with no APDP level) could severely hamper a mission during the build-up phase.  You simply don’t have the time to train people in these types of situations.   Sending a K2 package (one APDP Level II and one without APDP certification) is just as ridiculous.  The rank of the individuals being tasked also needs to be considered along with the APDP certification.  People who are sent also need to realize there is going to be a lot of ground work to be done (searching the local area for vendors, driving in a third world country, picking up and delivering supplies, building tents, etc) sending people who are either inexperienced or are high in rank and unwilling to assume those types of roles need to be evaluated before they are sent out.  When an operation is in the build-up phase, experience matters, when the project starts to move into the sustainment phase, that is the time to mix the experienced people with the inexperienced ones.  

MATHEW J. ST. THOMAS, MSgt, USAF

Contingency Contracting Officer

cc:  355 CONS/CC

       355 CONS/LGCX
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