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9 Aug 00

MEMORANDUM FOR  60 CONS/LGC, Maj Blake

FROM:
60 CONS/LGC

350 Hangar Avenue




Travis AFB, CA 94535-2632

SUBJECT:
AFTER ACTION REPORT (AAR) 

Inspector General Exercise (IGX) 3B

Overview

Air Mobility Command’s Inspector General Exercise (IGX) 3B was conducted at the Combat Readiness Training Center (CRTC) at Savannah International Airport in Georgia from 29 Jul – 3 Aug 00.  The CRTC is a well-established and well-maintained “exercise” area containing dormitories, a dinning facility, and work centers for all deployed functions.  The CRTC is across the active runway from the airport functions.  Travis AFB and Andrews AFB were tasked to supply a K2 package.  The contingency kit taken included all items as required by Appendix CC, to include a laptop computer and a combination fax/copier/printer.

Pre-deployment

Preparation for IGX3B, at Travis Air Force Base, began in early February 2000.  Simultaneously, in-depth training began for the Top Dollar competition team and the two individuals selected to represent Travis in this major inspection.

The individuals selected for IGX3B were SrA Jodi Zachary and myself (TSgt Mark Salyer).  In addition to intense organizational training, a Wing Commander’s Readiness Exercise (CRE) was conducted over the course of about a week at Beale AFB, CA.  Beale AFB maintains a tent city, named “Dragon Town”, that is used to simulate a bare base deployment.  The CRE was a dry run for the 60th Air Mobility Wing of Travis AFB as well as several other organizations from around the country preparing for IGX3B.  Andrews AFB supplied many of the personnel and functions at both the CRE at Beale and at the IGX in Savannah.  

Through-out the preparation phase, there appeared to be a deployment priority conflict with the Comptroller Squadrons both at Travis AFB and Andrews AFB.  During the CRE, which was supposed to be the practice run for all IGX players.  Both comptroller squadrons (Travis AFB and Andrews AFB) allowed a “command level, annual competition” (Top Dollar) take priority over an operational readiness inspection.  

Travis CPTS provided no support for the CRE or IGX, other than providing reconciliation of IMPAC purchase after the exercise was complete.  

The 89th CPTS sent an ill-prepared representative to the CRE at Beale AFB in June with no equipment and no funds (real or simulated), giving the appearance that even sending someone was a last minute decision. Travis CPTS appeared to make no effort to assist with the CRE or IGX devoting all attention and personnel toward the Top Dollar competition.

Weeks and finally days before any IGX departure, contracting personnel from both Travis and Andrews were unsuccessful in several efforts to get funding information from the 89th CPTS.  At the last opportunity, immediately before departure, the contracting personnel from Andrews obtained a certified funding document that would allow the use of their IMPAC card while deployed.

From Andrews AFB, the 89th Contracting Squadron (CONS) sent SSgt Danita Davis and A1C Melissa Whitworth.  Andrews also sent a 3-person team from the 89th Comptroller Squadron (CPTS) combined with one person from the 305th Comptroller Squadron from McGuire AFB.  Travis AFB sent SrA Zachary and myself from the 60th Contracting Squadron to complete the team.

Deployment

As a member of the Advanced Echelon Team (ADVON) I processed through the deployment lines on 26 Jul 00, all bags were palletized on departure day.  Departure was scheduled for 1000 on 27 Jul on a KC-10, it occurred without incident.  In route to Andrews AFB to pick-up additional ADVON personnel, the aircraft stopped at March AFB to pick up Arial Port Squadron personnel.  After reaching Andrews AFB at about 2130 (L), the ADVON Team absorbed additional members from Andrews.  It was during the combined Andrews and Travis briefings on Friday, 28 Jul, that I realized that no Finance personnel were on the ADVON team.  I briefed the deployed command leadership that without funding documents from the Finance personnel, I had no means to support the mission.  The 60th AMW (Travis AFB) deployed without providing any funding despite repeated attempts by both contracting personnel to obtain some sort of funding.  This particular issue prevented me from “hitting the ground running” during the initial 36 hours of the deployment.  Departure from Andrews was 0010 on 28 Jul 00.

The ADVON Team arrived at the CRTC in Savannah at approximately 0200 on 28 Jul 00.  Shortly after arriving, I located a member of the off-going (IGX3A) Contracting team.  I was assigned a room through the in-bound processing center and processed into the installation.  I briefed the on-duty Contracting Officer and Finance personnel that no funding was currently available to my team.  Since Travis was not providing funds, I would have to wait until individuals from Andrews finance team arrived at the deployed location before I would have funds available.  The deploying commander established 0200 and 1400 as the primary shift change hours for the base, others hours could be arranged as needed.  

MSgt Greg Hunt / AMC IG identified himself to me as the IG inspector for Contracting.  He explained how he would be conducting his evaluation and how he would be observing our procedures throughout the IGX.  At different times throughout the IGX MSgt Hunt was able to function as a sounding board for real contracting issues.  He would not provide answers to questions or offer solutions, but after presenting our solutions to a particular issue he would approve our decision or guide us toward another direction.

Almost immediately upon arrival I began working with the out-going contracting team on different issues that would transcend from IGX3A into IGX3B.  The first issue was lavatory services (dumping aircraft toilets) for the aircraft that were arriving and departing from the deployment area.  During the evening before I arrived a C-141 Starlifter needed to be serviced.  The contracting personnel located a vendor from the commercial airport service sources.  When the vendor arrived, the worker failed to connect to the aircraft due to incompatibility of plumbing connections, the aircraft mission had to be scrubbed until the service could be completed. A second vendor was located.  Verification was made that the contractor could actually connect to the aircraft, the vendor confirmed they could.  From this point forward this second contractor was the one that was utilized for all aircraft toilet servicing needs. 

The second issue was rental of a high reach man lift (“cherry picker”) used during aircraft maintenance.  Although the equipment was never used by the first IGX team, the Logistics commander who deployed with IGX3B identified the rental of the equipment as a valid need.  Contact was made with the contractor at the earliest point possible to arrange continued use of the equipment.

On 29 Jul SrA Zachary, the second contracting person from Travis, arrived at the CRTC.  She was processed into the base and I briefed her on the current contracting situation.  We arranged for her to come into the office at 0200 to ensure contracting coverage through the night.

On 30 Jul the Contracting team from Andrews arrived.  SSgt Davis and A1C Whitworth were busy almost from the moment they stepped off of the plane.  Since they possessed a funded IMPAC card, they started working to meet requirements right away.  

By late afternoon on the 30th, the Finance team was in place with their full contingency kit, including a safe, and an AF Form 616 with $5,000.  The team was briefed on the current contracting situation and procedures.  The hottest issue was the type of funds that were available. The 89th CPTS appeared to totally disregard the requirements published in the AMC IGX Ground Rules publication (Para 3.24) as well as the Operations Order (Appendix E to Annex E, para 4) message traffic for the IGX.  Both publications clearly directed the deploying CPTS to bring enough “real” cash and treasury checks to fund any actual purchases during the deployment. When the primary team members arrived at the CRTC, in Savannah, they carried neither cash nor checks.  The Finance team arranged to have $1800 in cash wired to them through Western Union and a $3000 treasury check sent to them via overnight delivery.  The contracting team arranged the work schedule to ensure compatible contracting tools and the proper funds were available on the same shift.  The amount of funds did not warrant any special security measures or arming.  The safe was used and secured according AIR FORCE PAMPHLET 65-110 DEPLOYED AGENT OPERATIONS para 4.6.

With the full Contracting/Finance team in place, we declared our Unit Control Center operational at 1800 on 30 Jul.  The actual inspection/war portion of the deployment was scheduled to begin at mid-night on 30 Jul.  Our office was located within a hardened facility.  We were located in the same building as the command element of the deployment, so it was easy to keep the leadership informed on a regular basis.  The deployed commanders were frequently briefed on current acquisitions or problems being encountered.

Throughout the event, the most common problem was the confusion among the customers concerning the proper purchase request documentation.  Because this was an AMC inspection, both “real world” and “simulated” purchase requests should have started on an AMC Form 188 (Inspection/Exercise Communication) coordinated through the requestor’s respective IG inspector.  This form is what was used to request support from the host nation.  During some of the exercise scenarios, had the end user used a Form 188 before bringing an AF Form 9 to Contracting, the inspector may have supplied the item or service from the host nation support without involving the Contracting office. In an attempt to combat this problem, customer education was an on-going process almost to point of departure from the CRTC.  The Contingency Contracting Customer Guide produced by the Air Force Logistics Management Agency was a useful handout to help customers learn how to complete an AF Form 9.  I gave out nearly a dozen and recommended that the end users look through the booklet.

The flow of purchase requests began to increase as the various work centers became operational and started developing actual requirements.  As Contracting received each purchase request we would log it into the office and begin developing sources.  When a particular request was part of a scenario, MSgt Hunt would watch for our sourcing procedures and what documentation was produced.  On occasion he would simply ask what purchase instrument would be used in a given situation and then terminate the purchase request.  Each work shift of the contracting office would make at least one purchasing run into Savannah.  All purchases were made either by IMPAC or by Standard Form 44 with payment in cash by a Finance team member.  

Less than $3,000 total was spent during IGX3B.  Items purchased included auto parts, flagging tape, equipment rental, aircraft lavatory service, Gatorade, popsicles (ice cream).  Items where actual price research was done but purchase was simulated included heavy equipment rental and Jersey barriers (cement road dividers) and some other miscellaneous items.

A primary focus of this IGX was Ability To Survive and Operate (ATSO) in a Nuclear/Biological/Chemical (NBC) environment.  Since the temperature and humidity in Savannah were so high through the day, ASTO exercises were very limited.  MSgt Hunt did conduct several question and answer sessions covering ATSO, self aid – buddy care, and contracting issues.  MSgt Hunt was also the inspector for the Finance team.  He involved the Finance team in all scenario sessions and spent a comparable amount of time inspecting the Finance team as he did the contracting team.

On the nights of 30 & 31 July, the base population that worked during the hours of darkness / cooler temperatures, endured several hours in the chemical suit (MOPP 2).  As much as 3 hours at a time was spent in full gear (MOPP 4), to include the gas mask.  The Contracting and Finance team did not have any heat related injuries during IGX3B, as compared to the CRE in June when we lost 3 of 5 personnel in one evening.
Redeployment

By the evening of 1 Aug, the IGX was beginning to wind down.  Although the IGX was not terminated until all teams arrived back at home station, the redeployment back to home station began early in the morning on 2 Aug.  Since all purchases were micro purchases, no formal contract closeout procedures were needed.  Arrangements were made with the contractor who supplied the “cherry picker” to pick it up on 4 Aug after our departure.  All other acquisitions were essentially complete at the time of purchase.  During the redeployment phase, a primary concern was again the availability of funds.  Since the IGX operated under the “first in / last out” departure flow, the portion of the contracting team that had IMPAC available was among the first scheduled to leave Savannah.  Also scheduled for an early departure was the Finance team who had the cash available to use with the SF 44’s.  The solution to this (to their disappointment) was to delay departure of those personnel until the last possible time.

The real-world contracting mission continued up to the last moments of the deployment.  The deployment commander requested food for the troops since all other messing options had been exhausted during the redeployment phase and all departing flights were delayed for several hours.  After some quick “double checking” with Finance folks at home base, 40 large pizzas and bottled soft drinks were purchased and delivered for the troops. 

On the evening of 3 Aug, the last aircraft carrying personnel from IGX3B departed the Combat Readiness Training Center in Savannah, Georgia.

Lessons Learned / Points to Ponder

Only 1 out of 4 CCOs possessed a funded (certified AF Form 4009) IMPAC card. Both Travis CCOs possessed cards but they were funded.  All CCOs should have an IMPAC card loaded with funds before departure from home base, or the ability to load funds against it after arrival at deployed location. 

Finance squadrons need to treat exercise deployments with more seriousness by sending all funds as directed in the operations order/IG ground rules and sending knowledgeable personnel (not just a warm body like on the CRE).  We fight like we practice.

Weapon qualification needs to be consistent between all bases and IAW AFFARS Appendix CC.  Some contracting personnel were 9mm qualified and not M-16; others were M-16 and not 9mm.

Ensure APDP level deployed matches the level required in the tasking.

Develop standard “warrant statements” for the SF 1402 for all CCOs.  CCOs from Andrews and Travis had warrant statements that were not even similar.  In fact, each statement was left open to interpretation by the inspector.

Ensure AFI’s, DAD disk, and any other reference material contained in the kits are the most current available.  AF Publication CD should be included in the kit.

Ensure some Finance and Contracting personnel are “first in, last out” to provide the ability to support the mission until it is terminated. 

The computer and printer used by the Travis team worked well.  Internet access was available on a limited basis to access the AF Pubs site or whatever was needed at the time.  The LAN administration personnel at Travis provided limited support to setup the computer so email and access to the base server was non-functional.  Internet access software should be mandatory so it can be used if connections are available.  Our job has become almost totally electronic.  The Internet is a large part of the electronic job, even if it is only used for reference materials.

Electronic versions of forms, regulations, and sample formats should be acceptable for the CCO kit.  This would eliminate several pounds of paper from the kit.















MARK A. SALYER, TSgt, USAF















Contingency Contracting Officer
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