Engineers Support the
2nited Nations in YVacedonin

By Major Richard Hook and Patrick Siska

ince July 1993, the United Nations has conducted

peacekeeping operations in the Former Yugoslav

Republic of Macedonia (FYROM). A 500-soldier U.S,
battalion supports the mission from Camp Able Sentry and
12 outlying observation posts along the northern and north-
eastern borders of Macedonia and Serbia. A Nordic battalion
shares the U.N. mission within its sector west and southwest
of the U.S. battalion (see figure, page 8).

U.N. Mission

called the United Nations Protection Force (UNPRO-

FOR). In March 1995, the operation was changed by
U.N. resolutions and renamed United Nations Preventive
Deployment (UNPREDEP). Their peacekeeping mission is
to—

The “Macedonian Command™ operation was originally

B Maintain a U.N. presence at borders with Albania and the
Federal Republic of Yugoslavia (Serbia and Montenegro)
to monitor border areas.

B Strengthen mutual understanding and dialogue among its
political, social, and ethnic forces and groups.

B Assist in advancing social progress and development.

B Promote multicultural and multiethnic cooperation.

U.S. Mission

ight U.S. infantry, cavalry, and armor units have
served six-month tours in Macedonia as Task Force

Able Sentry. Their mission is to conduct peacekeep-
ing operations in support of the UNPREDEP Force. The
U.S. battalion currently there is the 1-63rd Armor, 3rd Bri-
gade, 1st Infantry Division. The supporting engineer pla-
toon (lst Platoon, B Company, 46th Engineer Battalion)
provides carpentry, earthmoving, electrical, mechanical,
and plumbing support at the base camp and observation
posts (OPs).

Task Force Able Sentry accomplishes its mission with
four companies that rotate from the base camp to the OPs
every three weeks. In the western sector, B and D companies
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control five border OPs and one company OP. In the eastern
sector, A and C companies also control five border OPs and
one company OP (see figure, page 8). While in sector, the
companies maintain the OPs with ten soldiers. Patrols moni-
tor the situation along the border 24 hours daily—on foot or
by vehicle or helicopter.

During the task force’s mission in sector, engineers at the
base camp receive work orders from the company OPs to
make repairs at the border OPs, 1st Platoon deploys a “quick-
fix team,” which stays at the site until repairs are com-
pleted—usually one to three days, depending on the diffi-
culty of the work and the weather. Additionally, 1st Platoon’s
heavy equipment squad repairs the vehicle fighting positions
and maintains the roads in sector.

While two of the four companies maintain the OPs in the
task force sector, the third company remains at the base camp
as the Force Protection Company. The fourth company pro-
vides the Quick Reaction Force (the security element) and
rotates its tank crews through the Mobile Conduct-of-Fire
Trainer (MCOFT). This equipment allows the tank crews
from the 1-63rd Armor to maintain basic tank gunnery skills.

The task force engineer, the platoon leader, and the pla-
toon sergeant operate from the base camp. The task force
engineer works with the commander and executive officer to
prioritize, budget, and coordinate projects. In addition to
managing the platoon, the platoon leader and platoon ser-
geant share the task force engineer’s workload. They also
brief high-level civilian and military dignitaries who visit the
area. Some of the projects engineers manage at Camp Able
Sentry and the OPs are shown on page 8.

Engineer Support

Ithough the United Nations approves its mandate to

Macedonia every six months, the engineer assets avail-

able to engineers supporting Task Force Able Sentry
are limited (see figure, page 8). The original allocation of 15
engineers per rotation in 1993 gradually increased to 32 by
1996. But the continual, daily “breakdown maintenance” pro-
gram was beyond the capabilities of the engineer platoon.
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The OfMe of the Depuly Chiefl of Staff for Engincers
(ODHCSENGY) pned the 15t Infantry Division completed sev-
cral studies o determine how o improve base camp Facilities
and upgrade roads leading to the OPs. Because of significant
rescirce  comnsiraints, the UNPREDEP F_nl'lrp,-.t:r Rervices
Section could not help upgrade Camp Able Sentry. In Apnl
|54, as part of @ major mitative o improve a quickly dete-
roTating sitmation, the LS, Army Europe (USAREUR) com-
mander approved the nllocation of 33.2 million to improve
the base camp and seven OF roads. Simce ihe task force staff
could mot monnge all of these projects, both the Facility
Engineer Division and the Military Engineering and Topog-
raphy Office of ODCSENG, HOD, USAREUR, supervised
project management, Started in July 19946, the road wpgmdes
were completed in November, The first phase of base camp
improvements wis finished in December; the second phase
ahouwld be completed by the end of March 1987,

As with all engineer operations and projects, numerous
lessons were learned that can benefit many in the Corps of
Engineers, The lellowing lessons ane provided (o assst engi-
neers on future deplovments o Tesk Force Able Seniry or
similar UM, operations.

Echelons Above Corps Lessons Learned
(ODCSENG, HQ, USAREUR)

Coordination With Local Contractors

Discussion: Most host nutions welcome UN. operations.
Developing countries are very hospitable and wanl 1o estal-
lish a strong macket economy with clese western Ges, Ther
desire 1o be friendly and avoid problems may challenge the
interpersonal skills of any engineer. Megtings with local
contracions musl socur o least once o week and on the same
day of each week The goals of the meetings must be ol
fined prior to the meeting. After the meeting, providing the
controctor with n summary of what was pgreed (or dis-
agreed} upon will help if istoues resurloce two or three
mionths loter Workers in Mocédonia are nod well paid, so it
is not in their best interest fo complete a project on time. The
diwily work hours mre short (0900 to [500) howrs) and the
workers” productivity is low. The contracting officer's rep-
resefdative must always be visible so the contractor can ask
guestions and workers can see thal someone is pushing the
project e completion.

Reconmmendation: Develop o comprehensive coniracior
assezsmend plon For the durntion of the contrel, Consuder
incentives such s award-ype contracts so contractors will
provide quality and timely performance.

Coordimarion With the Host Natlen Minisiey of Defenie

Ihipesession: The civilian engineer staff found that having
a “green suiter” present when coordinating with the Muge-
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dontan Ministry of Defense helped develop a successfl
working relationship. For example, on a waler line project
outside of the base camp, the Minisery of Defense wanted o
contred the peoject, so they awarded the contmet. When the
contracior had financial problems, another company was
contrscied o furnish pipeline materials. This was & difficult
project 1o manage and often required that UNPREDEP mili-
tary ledaders apply appropriaie political pressure o resolve
prodiems and keep the project moving.

Recommendation: Deploying units should coordinate
closely with civil affars units or miliary linison teams in the
host country. These elements can provide accurate informa-
tion on departments of personngl o support the planning pro-
cess. They can also assist with complicated  political
contrsciupl agreements,

Project Scheduling and Puality Confrol/Assessment

Digcuszion: In many parts of the world, the democratic pro-
cess is still in its infancy. The work ethic in these countries dif-
fers significantly from what we expect from contraciors. in the
L5, or MATO countries. Engineers must be realstic in devel-
oping project ime lines. Extended research on how contrac-
tors in the host nation work will save o lot of headnches, For
example, examing projects o condractor has completed or
review recommendations from other sources when selecting o
controglor, The project manager must set goals hased on
known capabilities of the host nation's mansgers and workers,
Finally, question the contractor on other projects that it 15 con-
ducting. You may find that trucks bringing gravel o your
roads actually belong ot another project site!

Recommendation: The project manager must guickly
learn the capabilities of potential contractors, fdentify com-
panics with potential money problems of cormuption due 1o
many layers of “management.” Question contractors i detuil
about therr quality-control measures,

Profect Status Reports

Necussion: Develop status reports for ongoing projects,
The reporting officer must ensure thal coordination occurs
with budget, intelligence, logistics, and operations staifs 1o
uvoid confusion over ongoing or compleled sctions, Most
headquaniers will want reports two or thres times 2 week.
Continuous cosrdinaton with all saffs on the reporting for-
mat ensures that the project manager does not allow a
reported problem o get out of control. Checking with the
vanous staffs on incoming and ouigoing personnel helps
ensure that pew personnel understand the reports,

Recommendarion; When developing project reports,
ensure thot all staff agencies agree with the format, Have
them provide telephone. fax, and e-mail sumbers'addresqes,
RBesolve any misunderstandings on reported items.
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Snowplow Tralning for Winter Operaiions

Discission: After spending 52,4 million on seven obsee-
vafion posi roads, the ODCSENG staff realined the need for
claszes on snowplow equipment opemiion and muinienance
w0 that the roads would not be desteoyed during oe winker.
The siaff coondinated with the Directorate of Logistcs, in
Baomholder, and the Cold Regions Research Engineer Labo-
ratery (CRREL) for classes. Condocted in Oetobee 1996, the
trnining helped engineer soldiers understand the operational
and maintenance requirements of the fow Ceoman-made
Schmich plows assigned to the sk force. The CRREL repre-
sentalive also |1'r|.|1.':|.1|.'-:l an dsseskivient of additional snow-
1:'-||;_:¢'l.l.' |:|_'||_|:i|'|rm:-:1! the il necided

Hﬁ'u.lr.'l.llrrr:n.l'u.'m.'l. Before |J|:'|'|||::-:.-||1gh I an area with a
podential lor winler opertons, request soldier and wnit train-
ing packages from CRREL, The labomtery staff s very
respomsive Io redquests For mining materials

Unit-Level Lessons Learned
{1st Platoon, B Company, 46th Engineer Batialion)

Predeployment Training and Turiaover of Engilueer
Responsibilities

Dizcuxwion: Engineers supporting Task Force Able Sentry
fnced two challenges: deploving from the continental United
Stntes and conducting hame station training compatible with
the USAREUR desigrated trmning tasks 1o validate the wnil
entering the theater The previous engineer unit (A4
Engmeer Batialion] rotated two plotoons through two mols-
fons a Task Force Able Seniry and was Tomilar with the
LSAREUR predeploymenl irmprng andl validation recuine-
ménls, Thsk orce ru.:r_u;:-ml:'] senl a '.r.m:inu pncb;;jgu 1+ B
46th Engineers, who completed the tsks a1 Fort Rucker,
Algbama Once in Macedonia, a sergeont from A%th Engi-

I Englneer

A Baumhaoldes DEH
employes leaches
engineers from B
Company, 46th Enginecr
Battalion, how (o operate
and maintain a
snowplow.

meers spent i week with the task force engineer, the platoon
keader, and the platoon sergeant from BA6h Engineers o
E.l.|.‘||.uu‘| e engineder mrssons and the siafus of pf.'_:-jul.:lx. The=
mast important aspect of the turmnover was thal the early coor
dination between the twoe units pllowed B Company o
quickly fake owver the Task Force Able Senlry engineer ms
sion. Loter, the tnsk force engineer and the plaioon leader
developed o tramng plon Tor the follow-on engineer unit,
which deploved fo Macedonin in March 1997,

Recommendanion: Units deployed 10 support any LN
eperation should develop a “smart book™ or “scrapbeok™ of
coordinated sctions, points of contact, wnd other information
that may help follow-on units as they assume the same
dutses. Develop detniled checklists on work orders and
project management o assist engineer leaders in briefing
their follow-on counterparts,

Engineer Equipment Dnder ULN. Controf

firensame Another important nspect of early coordma-
tion beiween the outgoing and incoeming engineer uniis is
understanding the types and quuntities of cquipment on hand.
LImits must bring o robust prescribed foad list (PLL) to sup-
port the LLN. enginser equipment already there, The fipure
on page B shows the engineer equipment allocaled for Tosk
Fomce Alkle Senlry,

Recommendotion; Before deployment, requeest a PLL
froam the curreml enginesr wml, with suggestions on items thal
might be most entical duning the melation. The logistis assis
tnnce officer con nodify units il cerlzim purts miss b= puar
chased locally or '-|11.'|.‘|..:| ordereu Iram the Uniled Siaies

Englneer Perseonnel

Iscussion: The task force connot change the allecuon af
engineer persennel above the 32 comrently designoted, The
bwo most important skills required for supporting Task Force
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The Facilities Engineer Division slafl checks the concrote work on the Camp Able Sentry water tank.

Able Sentry are those of the eleciriciins and plumbers, The
Engineer I.'.qlJiFIl'IH:ﬂ[ mechanic has the next mosl eritical skill
The two mechames allocated 1w the previdus ik [orces
could not keep up with the inlense repair reguirements of the
fow-density enginéer equipmeni.

Recommendation! Enginesrs dr.'pl-:pg.l:lng i BTUEINSET -
sions must assess the types of horizontal and vertice] tnsks
required in the nrea of operations. Engineer equipment is
used often wnd takes a bealing on job sites. Engineer platoons
I]L"'|'.|||:I!|II1II!,: o Macedonia peed theee mechanics

Repairing Electrical/Mechawical Eguipment

Discusrion: Englnm:n-: musd allen repar glecineal and
mechamenal equipmient that i eritical for the 125k force 1o Sios
tain operations, For example, engineers in Macedopia
repaired water, sump, and condensation pumps; dining facil-
ity equipment; and components for heating and water sys-
tems. Many of these repairs were on eéquipment that is
considered outdated in the United States.

Recommerdarion: Engineers should receive more training
o electrical and mechanical componenis and systems during
Moncompisioned Officer Education Sjn"iitm {NCOES)
courses, Additionally, unis deploying to countries with alder
engineer equipment and systems should work with the Civil
Adfairs personnel to identify local firms with knowledpe o
that particular equipment or machinery

Extablishing a Baze Operations Contract

Diivensiton: The greatest manogement challenge for engi-
neers supporting a task force in Macedenia is balancing the
work orders for the 12 outlying OPs with the facility maimte-
nance requirements of Camp Able Sentry, The lask force
commander's priority is to maintain the carpentry, electrcal,
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plumbing, and water requirements af all of the OPs, Unfortu-
nately, things continue to break on the four boildings that
serve as hesdgquarters and Dving quarters of the base camp as
well, The tosk Force engineer. plotoon leader, and plntoon
sergennt muest find supplies on the local economy to repair
fems ai the OFs pnd the base camp,

Recommendavion: Engineers deploying o fixed sites,
sich as Camp Able Sentry, need the capahility to organize a
basc operations comract. This capability would allow the
task force engineer to contract locally for o 'I'.-1|||||11||:5 il
nnnce contrclor who would report daily for emergency and
routing elecineal, plumbing, sewer, nnd waber repairs. Swch o
contract wibuld allow task {orce engineers to focus more
uHEnion od repairs o |1|:|II:,-'|r|.g P

Conclusion

£ with all enginesr operations, the lists of lessons
learned from Macedonia ore fong and voned. This
article provides some of the most beneficial lessons
b assist engineers on future deployments to Thsk Force Able
Sentry or to similar ULN. operations. Many civilian and mili-
tary members of the U5, Corps of Engineers coniributed 1o
the suecewy of the Task Force Able Senlry 1!I!]'|||.I-:|'IIIEI.'I[h. Ticw
them, wi aay “F::-M'_l,'-:lnsl"
Rad
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