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On 12 Jun e 1999, U.S . forces moved into Koso vo in 
support o f the NATO peacekeeping operatio n. That 
was the beginning of extremely intense ope rations by 

the total Engi neer Reg iment, which wa s co mpos ed of Army 
engineers, Seabees , Corps of Engineers civilians, and a Co rps 
contractor (Brow n & Roo t Serv ices of Houston , Texas). In less 
than 90 days, the Reg iment accomplished a minor mir acle: It 
built enoug h So ut he ast Asia (SEA) hu ts (la rge pl ywood 
buildings based on a des ign originally used in Vietnam) to 
house Task Force Falc on throug h the bitter Ba lkans winter. Of 
course, the real winners we re the men and women of the task 
force. The Regim ent did not rest on its laurel s but forged ahead 
to co mplete the base cam ps and establish an enviable qualit y 
of life for the American forces. 

Brown & Root was a sign ificant fac tor in the success ofthe 
Eng inee r Regiment and Task Force Falcon . Thi s en gin eer 
success , combined with the requisite contracted logisti cs 
support, has clearly established a template for rapidly providing 
temporary faci lities and services in future opera tions other 
than war. 

Brown & Root' s ope rational sco pe was large and diverse. 
Fro m 12 .r une to 30 September 1999, the contracto r provi ded 
15,559 trusses and 7,22 2 sidewalls for SE A-hut construc tio n 
(prefabricated in Macedonia and trucked to the Koso vo camps) ; 
assembled 192 SEA huts in conj unction with Army and Navy 
eng ineers ; and erec ted two temporary (Tier nr tents) dining 
facilities, 13 helipads, 2 avia tion-maintenance clamshells , 12 
tempor ary mess-k itc hen -tra ile r dini ng faci li ties , and 37 
temporary showe r uni ts. While Brown & Root supported this 
inten sive temporary construction effort, it also supp lied task ­
fo rce me mbers w ith log istic s services th at contribu ted 
immeasurably to troop morale and mission readiness: 1,134,182 
high-q uality meals, 55 ,544,000 gallons of water, and 383, 07 1 
ga llon s of diesel fuel (DF) 2. Th e contractor also serviced 67 1 

by Brown & Root, but the list is by no means all-incl usive. 

The Corps' s Transatlantic Programs Center (TAC), on behalf 
of the U.S. Army Euro pe ' s Deputy Chief of Staff for Logistic s 
(USAREUR DCSLOG) . awarded and are administe ring the 
Brow n & Root co ntract. The TAC receives exte nsive suppo rt 
from the Defense Con trac t Management Agency (DCMA). the 
Defense Con tract Aud it Agency (DCAA) , and the Base Camp 
Coordinating Agency (BC CA). Simp ly put, these agencies ' roles 
in overseein g the Brown & Root contrac t are as foll ows: 

•	 The TAC provides the program management, funds control, 
and contrac ting -officer ove rsight. 

•	 The DCMA provi des the administrative contracting officers 
(ACOs) in the Balkans, along wi th quality-ass urance and 
property -con trol teams. The teams are coordinated out of 
the DC MA's so uthern Europe headquarters. Th e DCMA 
also pr ovides an ACO at Bro wn & Root ' s corpora te 
headquarters to revi ew and approv e corporate fu nctions 
re lated to the contract. 

•	 Th e DCA A pro vides indep endent veri fication of all costs 
incurred by Brown & Root. 

•	 Th e BCCA perform s many of the same function s that are 
performe d by the Directorate of Publi c Works at a regu lar 
Army insta llation, plu s the BC CA ass ists the DCM A ACOs 
with assuring the qua lity of Brown & Root 's const ruction. 
Th e curre nt BCCA groups are pro vided by the Corps 's 
North A tlan tic Di vision and superv ised by the Co rps 's 
Europe District. 

With so many di ffer ent organizations invol ved in the 
admini stra tio n of o ne co ntract. inten sive communications and 
coordination are required to ensure the smooth flow of logi stics 
se rvices to the task force. 

Contracting in the Balkans 

porta ble latrines a total of 3 1,037 times, co llected 89,228 cubic he nu mbers capturing Brown & Root 's suppo rt to 
meters of trash , and loaded/offloaded 4,229 conta iner s. These Task Force Fa lcon are impre ssive , even for the short 

numbers represent a snapshot of some of the serv ices provided time per iod mentioned above. However, the contractorT
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has provided logistics services in the Balkans region since 
December 1995, when U.S. forces were committed to the NATO 
peacekeeping operation in Bosnia-Herzegovina. From then 
through May 1997, the services were provided under a contract 
aw arded by TAC to support the Arm y's Logi sti cs Civil 
Augmentation Program (LOGCAP), which provides contracted 
logistics services durin g milit ary contingency operations . The 
Arm y expended $546.6 milli on for services supporting the 
peac ekeeping operations in Bosnia. 

As a result of the continuing U.S. commitment in Bosnia, 
USAREUR asked TAC to award a follo w-on, sustainment­
services contr act to Brown & Root. This contract, with a value 
of $413 .5 mill ion , was effective from May 1997 through May 
1999. The contract was not part of LOG CAP, which is now 
administered by the U.S. Army Materiel Command. (See art icle 
"LOGCAP : Providing Vital Ser vices to Soldiers," Enginee r, 
March 1997.) 

The co ntinued U.S. inv olvem ent in the Balkans region 
prompted the competitive award of the current logistics-support 
contract, which became effec tive in May 1999. The contract 
was awarded for one year, with four one-year option periods 
that can be awarded at the government's discretion . Servic es 
are pro vided for U.S . forces deployed to support ­

•	 Operation Joint Forge, the U.S. portion of the NATO-led 
peacekeep ing operation designed to help stabil ize Bosnia 
foJlowingthe 1995 Dayton Peace Accords. U.S. military units 
also SlJPP0I1 Joint Forge at locations in Hungary and Croatia. 

•	 Operation Joint Guardian, the U.S. portion oftbe NATf,1ed 
military force whose aim is to achieve a secure environment 
to ensure peace and stability in Kosovo. U.S. military units 
also support Joint Guardian in neighboring Macedonia. 

The contract is a cos t-reimbursement, indefinite-deli very/ 
indefinite-quantit y contract, with task orders issued to the 
contractor to match custo mer requirem ent s. This type of 
contract is used whe n the gov ernment canno t spec ify in 
adva nce a firm quantity of se rvices becau se of ch anging 
mission requ irements. Having this contrac tual flexibility has 
been a key elementof providing logistics services in the Balkans, 
wh ere mission requirements m ay chang e frequent ly , 
Additi onally , the contrac t is structured so that it can be used 
to support othe r operation s in the region at USARE UR 
DCSLOG's request. 

From May 1999 through early April 2000, providing services 
cost in excess of$625 million. Most of that went for the intense 
build-up operations in Kosovo ($389.2 million) and Macedonia 
($75 million), with the rema inder support ing susta inme nt 
operations in Bosnia, Hungary, and Croatia ($161.6 million). 

Deciding to Contract 

AC was requested by its customer to competitively 
award the current logistics-support contract because 
USAR EUR DCSLOG determined that this cont racting 
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SEA huts in Tuzla, Bosnia 

support is critical for meeting soldiers' needs in the theater. 
However, the genesis of providing contracted logistics services 
predates the Balkans operations by well over a decade . 

Wh y did the Army decide to use a civilian contractor to 
pro vide logistics-supp ort services to U.S. forces ove rseas ? 
And what considerations, decisions, and requirement s are 
required to manage a contract of this magnitude? 

Obviously, the optimal solution to providing logi stics 
servi ces for any operat ion is to have a robust uniformed force 
structure in an uncon strain ed environment-a scenario that 
would give the field commander full control of his logistics 
assets . It' s just as ob vious that in today's constrained budget 
and for ce- structure enviro nments , that sc ena rio i s 
extraordinarily unlikely,The Armyenvisioned these constraints 
in the 1980s, before the fall of the Berlin Wall and the Gulf War, 
and developed a plan that would use civilian contractor s to 
augment the Army's logisti cs capability durin g contingency or 
wartim e operations. 

Sin ce then , two factors have forced the Army to use 
contrac ted se rvices even mor e hea vily than ori gin all y 
envisioned : a greater-than- anticipated reduction in the force 
structure and the limited size of the military footprint in overseas 
milit ary opera tions. Thus , the Army has come to rely heav ily 
on co ntrac ted serv ices in the areas of life support (food, water, 
she lte r, sani ta tio n , and laundr y), t r an sp ort ati on , a nd 
maintenance. This enables the footprint of U,S. forces to consist 
primarily of combat units. 

As the Army began developin g thi s plan , it reviewed 
industry 's support of past military operations and looked at 
the potential for continued support. The 1980$and 1990s have 
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Brown & Root provides container-handling services for U.S. Army 
operations in Bosnia. 

produced several robust co rporations with exten siv e global 
net works. Prudently engaged, these corpor ation s are prepared 
a nd practiced in ind epen dentl y deli vering logi sti c s-type 
services in a vast spec trum of environments and location s. 
This competitive en viron ment places corpora tions in a positi on 
to re spond rapidly to com mercial needs which, in turn , can be 
ex tended to support the need s o f combat so ldiers in military 
missions around the world . 

Whether suppo rti ng a large combat o perat io n or an 
ope ration other than war. the logistic s-support requirem ent s 
are ximilar. ln both cases, so ld iers need food and she lter. 
tran sport ati on to and in the theater of o perations. mater ials 
pr ocu red and delivered . and heavy equipment m aintained. 
Co ntrac ted logistics pr ovide field commanders with ano ther 
tool for meeting these needs. If commanders are capped by 
force-stru cture limit s. they can rely on a contrac tor that can 
hire people or aw ard subco ntrac ts to me et basic needs. Thus, 
field commanders have additional flexibility for acco mplishing 
their mission , 

With any military ope ration, the "fi ve Ps' prevail: Prior 
plan ning prevents poo r performance. The co ntra cto r mu st be 
integr ated into the plannin g process, or maj or disconnec ts will 
occ ur during the military ope ra tion when it' s time to deliver 
logistics support. 

Selecting the Contract Type 

W hen the A rmy as ked the Corps of Eng inee rs to 
manage the co nt rac ting effort [or the LOGCAP. 
the first step was to determine the bes t contractua l 

ve hicle for this logistic s sup po rt. The Corps de term ined that a 
cost contrac t wa s the only veh ic le fle xibl e and respon sive 
eno ugh to meet the need s of maneu ver co mma nde rs. 

It is ins tructive to compare a cost co ntract to a fixed -price 
instrum ent. With <1 fixed-price contract, the price is known (fixed), 

because the sco pe of work is relativ ely well­
detailed with no known pricin g contingencies. 
With th is milch detail, the contractor ass umes 
the cost and performance risks. 

With a cos t co ntract, the exact pri ce is not 
kn own , becaus e the gove rn m e n t ca nnot 
completely define the scope o f work. The 
government assumes th e cos t ri sk and 
negotia tes an estimated pri ce [or the work. 
Th e governme nt mu st pay the co ntrac tor unti I 
all services are performed or unt il available 
fund s are expe nded . However. cos t contrac ts 
require intens ive oversight by the go vernment 
to identi fy and cons train scop e-of-wor k creep 
and cost gro wth in a timely mann er. 

In determining the co ntrac t typ e , the 
gove rn men t knew it requ ired imm ediat e 
respon se fro m the contrac tor but could not 
defin e th e scope of work a nd cost. The 
go vern me nt knew tha t the variables wo uld 

be different for each milit ary operation: number of troop s, length 
of dep loym ent, and actua l serv ices required. Becau se of these 
va riables, the govern me nt knew it could not app ly a cookie­
cutter app roach to providing logistics suppo rt for o verseas 
military operations . 

The Co rps not only de ter mi ned that a cos t-type con tractua l 
vehicle would best su it the needs but also that a se lf-s ufficient 
co ntractor with a global presen ce was required , for the reasons 
sta ' ~d earlier. Most criti cally, thi s contractor had to have the 
finL\ cial c a pac ity to opera te up to 60 d a y s w it ho ut 
reimbursem ent. Sin ce the co ntrac tor must respond imm ed iate ly 
to an .undefin ed requirem ent , there was no tim e to full y define 
the scope of wo rk nor se t up complex fin an cial sys te ms h<:/o r(' 

the start of se rvice s. Accordingly. the 60 -day win dow allowed 
tim e fo r the cash flow to begin while delivering serv ices 
immediately to our troops. 

The Corps required a self-sufficient contractor for two other 
reasons: 

•	 S ince th e Corps soug h! a co ntrac to r to pr o vide thi s 
capabi lity. there would be minimal ass is tance from the 
go vernmen t in executing the contractual requirem ent s . 

•	 Th e co ntractor would need to develop it, ow n line s or 
co mm unic atio n and supply and ma ximi ze th e use of 
co mme rcial seaports and air fi elds. This is critica l wh en the 
gove rnment 's lift capabilities arc consu med in moving the 
maneuver force int o the area of operations . 

Th e Corps developed a gener ic scope of work for contract 
perfor ma nce with rive major areas of effort: develop fac ilities, 
run supply operations, pro vide l i fe-SUPPOH service s. perform 
maintenance. and pro vide tra nspor tation services . 

These deli verables have re ma ined co nstant in the thr ee 
logistics-support co ntrac ts managed by the TAC, two of which 
have suppo rt ed Balkan s operations solely. In all instances. the 
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Aerial view of Camp Bondsteel, Kosovo 

field comma nde r determines the level of co ntrac ted support. 
Often, as the military footprint redu ces during an operation , 
the co ntrac tor will s tep in to provide still- nee ded suppo rt 
services. These may include flight-line operations; fire fightin g; 
and reception, staging, and onwar d movement. Whil e the scope 
of work was generic, it was written 10 provide maximum flexibility 
in meeting the logistics needs-from the basics that have been 
m e nt ion ed to ot he r se r vices . suc h a s mortuary and 
environme nta l. 

Cost-t ype contracts carry a number of impli cation s. Th e 
go vernment mu st reimburse all cos ts incurred by the co ntrac tor 
during the co ntrac t performance, provided certain conditions 
arc met ; the costs must be reasonabl e, allo cable , and allowable. 

•	 A cost is reasonable if it do es not exceed that which a 
prudent per son would incur while conducting a co mpetitive 
bu sin ess. Wh at is re asonable dep ends on a varie ty of 
co nsideratio ns, including wheth er the cost is recog nized as 
or dinary and necessary for conduc ting bu s ine ss or for 
performin g tasks under the co ntract, Does the work meet 
acceptable so und busin ess practices? Does it meet federal 
and state law s and regulations? Does the work significantly 
de viate from the co ntractor 's estab lish ed pra ctices ') 

•	 A cost is allocable if it. is incurred specifica lly for the contract 
or if it is necessary to the overall operation of the business. 

•	 A cos t is allowab le if it is reasonable , allocable, meets the 
term s of the contrac t. and is not spec ifically disallowable . 
So me ex amples of di sallow able cos ts are those incurred for 
enterta inment, fines and penal ties, lobbyin g, and pol itic al 
ac tivities. 

Ano the r critical co mponen t of a cos t contract is the fee or 
profit. Within the Depa rtment of Defense contracting laws. 
options ex ist for these fee payments. A cost contract may have­

•	 A base fee, no matter ho w the contrac tor perform s. 
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•	 A n ince ntive fee , whe re the co ntracto r and go vern ment 
have a target cost, and the fee is adj usted up or down based 
on how close the co ntractor is to the target , 

•	 A n award fcc, w hic h is a su bjec tive fee based o n a 
performance evaluation. 

Th e Corps chose to have a low base fee (l percent ) with a 
higher award fee as an incentive for outs tanding performance . 
Thu s, the co ntrac to r can earn up to an 8 percent awar d fee for 
premium performance. Th e Corps , in conjunc tion with the 
customer (USAREUR DCSLOG) , chose the 8 percent awa rd fee 
to maximize performance. 

The contractor is rat ed three times ann ua lly, using a 
num er ical scorin g system, w ith eva luation in three areas: cost 
co ntrol and funds managem ent , per formance , and flexib ility 
and coordination. Participating in this process me the end users, 
the ACOs wh o direct the work in theater, the co ntracting officer 
in th e TAC headquarters, and any othe r c ustome rs with 
significant interac tion . Th e contracto r mu st sco re abo ve 70 
percent to earn an award fee . 

Using the Contract 

m <~ or co nce rn of the joint-task-force comma nder is 

A the co mmand and co ntro l o f the operat io na l ele­
me nts cr itical to mi ssion su ccess. In joint operational 

doctrine, the joint-tusk-force comma nde r con trols all aspects 
of the operations and the support necessary to ens ure success . 
However, within U.S. military co ntrac ting regulation s, author ity 
to adminis ter this type of logistics-support co ntract tra ve ls 
through the co ntrac ting chai n of the co ntracting organization 
to the ACOs in the field . Hen ce , the ope rational co ntrol and 
contractua l autho rities for logist ics support flow th rou gh two 
separate cha ins. T hey inter sect in the theater of ope rations 
with the ACOs. 
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In a sense, the ACOs have two mas ters to serve. While they 
m ust support t he task- forc e commander in the mi ss io n 
accomplis hment, they also must administer the contract 
according to all appropriate laws and regulations. It is necessary 
tha t both the maneu ver commander and contracting off icers 
unders tand each others ' roles and resp on sib ili ties and have an 
integrated process to resolve co nflicts in mission requirements 
and con tractual obliga tions . 

Coo rdination is key. It is critical that the ACO s communicate 
d irec tly and frequ entl y with the task-force commander so that 
the co ntrac tua l ca pabi litie s and the co ntracti ng officer 's 
authorities are clearly understood by the maneuver forces . With 
so many participan ts , there's pl enty o f room for 
mis understanding, es pe c ia lly in the harried days when a 
deployment is fresh. For that reason , work ing a logistics-support 
contractor into an exercise scenario is an extremely effec tive 
way of ed ucati ng co m mande rs o n the capabil i ties and 
restrict io ns of the co ntractor. In circ umstances whe re the 
con trac tor cannot be integ rated into exerc ises, coordination 
becomes even more cri tica l. Co mmanders invo lved wit h the 
contract must comm uni ca te freq ue ntly and fully to mitigate 
any possible disconnects. 

Considering the Cost 

s the flexibili ty tha t the Ar my gains with the Brow n & 
Root logist ics-supp ort contrac t worth the cost of that 
contrac t, cons ide ring that the Arm y has spent more than 

$600 million for contracted logistics support in Kosovo alone? 

Advantages. Whi le not an exact compar ison , a study by the 
Logistics Managem ent Institute (based on its ex amination of 
contracted logistics support in Bosnia) prov ides insigh t. The 
institute estima ted that it would have taken 8,900 support troops 
to provide the same se rvices that Brown & Root provided wi th 
some 6,700 emp loyees for operations in Bosnia. As in previous 
operatio ns, many of these emp loyees were local nation als. 
Obviously, it is much cheaper to hire the m than it is to keep a 
soldier on the books full-time wi th all the necessary support. 

Us ing the lo gi stics-supp ort contract produces o the r 
benefi ts. It helps to avoid mobilizing large numbers of National 
Gua rd and R ese r ve un it s to s up por t th e se as pec ts of 
deployment missions. In the area of foreig n rel ations, hiring 
per son s on the local econ om y provides seve ral spin- offs. First, 
this ac tio n im mediatel y start s p umping revenu e into th e 
depressed local economies, which in tum provides a favorabl e 
impression of the U.S . mili ta ry presence. Second, with the 
number of U.S. military troops mini mized, the re is less of a 
perce ption tha t the country is being occupie d. 

Disadvantages. While contracting for logi stics services 
pro vides se vera l econo mic and po litica l advant ages , some 
drawbacks ex ist. Th e U.S. military recognizes and antic ipates 
that contrac tors will continue to play a critical role on the 
battl efield ; however, th is heavy reliance does not necessari ly 
mean that contracted suppo rt will be ava ilable in all cases . The 
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Army mu st ma intain a capability for operating with out 
contracted logistics sUPPOtt. In a heavy combat environment, 
the ab ility of a contrac tor to move into and operate wi thin the 
theater of opera tions will be severe ly restricted . Likewise , will 
the contractor be there in a Iull-sc ale war? How far can we 
extend the use of contrac tors in a hostile environme nt? And at 
what point does this opti on become nonviabl e? 

Two other significant considerat ions merit mention: Firs t, 
co ntracted logistic s support re q uires intense co ntrac t 
admi nistra tion becau se the co st risk is on the U.S . gov ernment. 
Second, the Uni ted S ta tes mu st prov ide securi ty fo r the 
co ntractor. Thi s is a recurring co ntentious issue; maneuver 
com ma nders do not want to use their limited combat struc ture 
to guard the contractor, and it is usually illeg al for the contractor 
to hir e its ow n secur ity. 

T
Applying Lessons Learned 

here are so me cr it ical lesson s learn ed from Kosovo 
tha t should be applied to subseque nt op erations . 
Firs t, it is critica l that all age ncies and organiza tions 

un der st and th e ir ro les, respon sibilit ies, and authoritie s in 
the administ rat io n of logi st ics-su ppor t co ntracts . Thi s may 
be an obvi ous req uirement ; howe ver , there is no wri tten 
doctrine abo ut thi s type of contrac t, so man y ind ivid ua ls 
operate from in adequ at e knowledge or misp er ceprion s 
ge nerated by experience with fixe d- price contracts . W he n 
at all po ssible , these rel at ion shi ps sho uld be estab lished in 
a wo rking con feren ce before the operatio n . Also , con­
tract ing offi cers mu st have co nsiderable experie nce wi th 
cost- type co ntract s an d mu st underst and the fa s t-p ac ed 
tempo of conti ngen cy ope rations. 

Restrictions in the forc e structure and the military footprint 
in many overse as ope rations make using a logistics- support 
contractor like Brown & Root almos t mandatory. All parties 
ga in by this rel ationship. The United Sta tes is able to leverage 
the g lo ba l pre sen c e a nd ca pab ili ties of large ro bu s t 
corpo rations and limit the amount of forces it mus t devote to 
the logistical tail of an operation . Corporatio ns ga in a very 
reliable customer (albeit a sometimes difficult one) with a health y 
workload. U.S. forces gain an accep tabl e qualit y of life at a 
reasonable cos t. The citizens of the United States gain more 
effec tive and efficient arme d force s supporting democracy 
aro und the world. III 
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