n permanent military bases. o Dircctorme of Public
O"i'l-"nl'kh (DPW contrals consinection rropects. The

DWW hlI'IJL"IuIL'—i_'uI'lhi.ﬂllI;‘: aof o I:|I|!i.|.'|r_l.l directior
with I'I'Il'l‘ull_'r civilian tﬁgi.l'lm.'n—w:u- |J.|_'~:|j.||u:d {8 ;rn::-l.-qu:
Constriction support 1w ode hoge in o secung environmment. i
a [Il.ril.‘ﬂll.u]l_'n- hiostile ermvironment such as H::-'-ll::l-H-.'l'n,.'].nwmu
the DHPW :!lr]:rmlj.ﬂ.u[ii!lll is i pracical, Thiere, several bose
Camre—iung ing froin o |'||.ur|u|n-.=:|.n_'|J elerment om a |||||r|1|:| 1§]
o division headguarters housing moee than 20080 people
anc :ipl'i.".li.l over |0 pdles, A mew sireciure was n;u,.||:|r:|;| ITh)
support the diverse multinstional foree,

The Amercen wector of Bosmo, Mualtmmone] Division-
Morth, includes elements from the 152 Armored Thvision, the
Ind Armored Cavalry Regrment, the 401 s Expeditionary Adr
Base Croup, o Norlic'Polish Brigede, a Russian Brigme,
and a Turkish Brigade, American wnits form Task Foree
Eaghe, which is sprend over 13 minn base comps and five hill-
o n stippor of the NATO peacekeeping mission, Bocmess
this satwotion mode e asugl DDEW stroctore irl|1.|1|:;|-|:l;i|.;i|]. lhe
Base Camp Coordinating Agency (BCCA) was ereated in Jum-
iwary 1996, Stalfed mesily by armed malbitiry enganeers with
wp-armored HMMW Vs, the BOCA became a mcticn] DPW
respomnathle for all hase comp factlities and ocoepied hilliops n
Lhee Armerican seclon

The BOCA's soope and responsibilities are similar to thase
of & DPW, bui they are modified or wse in o deployed envi-
romment. The agency supports Operation Joint Guarnd by pro-
widing [ocility enginesr plunning and operations, peoject
minagement, and Joint Acquisition Review Board sdminis-
trstion, The BOCA also pssists with development  and

16 Engineer

muintenance of base camp stondards. base camp assessments,
emvaronmentnl enginesnng. ammunition  surveillance, neal
eslale acquisition, fire inspection and prevention, and fnsncial
aversight of the operation’s sustninment contruct. Locasted in
Tuzle Mun, the BCCA staff mormully ranges from 11 1o 14
personnel. The sgency renched a peak of 24 personnel in Sep-
tember 1996 to facilitabe base comip decommissioning und clo-
sure ‘when the Implementation Porce of 20,000 downsized o
the Stabilization Force of E500. The BCCA currenily is
stiffed by seven sctive duty military personnel on teemporary
change-of-stutbon orders and four civiliuns.

Organization
he BOCCA chief, a lleutenant colonel, serves as & spe-
Tl."l:l.l stafl officer on the Task Force Eagle staff. He is
Task Force Eagle's single point of contmet for oll base
camp fcilities; which are managed by iy organic and thres

noiesrganke sections within the BOCA

Flans Section

Thix section develops plans and osders Tor fuline ofera-
tons, fiecasts necessany constroction support for these oper-
atbones,  amd  coordinstes  with Task PForee Eogle  siaff.
[l.‘ll’.‘l'lllf'_i.'ll‘l[.‘; CETTE l."l'l|.||3|’.‘l||"|3' information. and -|.l-|:1.'|.'||.||:||r|H
courses of scthon are integral pans of the planning process,
When the Operation Joind Guard misson was exiended, a
process petbon team was formed toosel new standands for con-
struction, The team EXPECEs 10 e the level of force pai-
tection and the siandard of living. By proposing and
anelvzing several courses of action, the eam can develop eco-
normical solutions o meet fulure needs in oo less lemporary
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environmenl. The '|'.||_1|1\. seciiom  necently
uL‘qlllrL'J. Aunl AL software, which slliws
il o dvelop standurd designs Tor prgects
stittion b keis,
I'lil!'lil!_'L"a h[_'l-'ll.' |i'¢'|l'l:|_' LU ENINE ™, AF-I,! l,'|'|iIFl
els, In wddition, the section helps ésch base
cump develop a moster plan for ste layou
that wall meel future needs with an orga-
e wnd economical solution,

wisch #%  pecheal  ald

Chperations Section

Thas section comdwcts doy-1o-doy operi-
tivns for the BOCA ond ¢odleols detwiled
information  on base cump  popalistion,
capucifies, |ife-support  copabilities,  wd
other key Fuctors affectng the ssecess o
Tesk Force Bagle, The section wlso devel-
ops and mainmains the Base Cawpe Sran-

darly, o document thit governs base cump
fucilitics und services and defines the mink-
o comnstrection stendords puthorized within the lmits of
good fiscal stewardship, This document is contimiedly up-
duted 1o conform 1o current concitions, military niseds, and
pvailable resources, based on the changing mission of Opera-
tion Joint Guard.

Project Management Scethin

Constiuction projects are processed throwgh this sectaon,
which validates the need for new work uaough stesaction
wath the custoaner. Secton peesonmel determing ihe scope of
wiwk needed and ensure (hat the work complies with Base
Canigr Staadels, The section also prosvides 1echnical con
stidchion e perise and slenihes econpimcnl wiys o meel
requiremants, Afler determining requirements, seciion per
sunne| [l ey ~.|1-;'|:il1|.'.|ll-:l||.'- and drawings 1o conlrcling e
ers o malilary engineess (or execubion. [hey also track
projects on 2 theater-wide databise and hold weekly in-
progress reviews with the contractor o LI:_h.L'lll.' sdiviuses ol
sy potentil proslems

Hmse l.":llnp Assessment Team (BOAT)

The BOAT mspects each base comp ansd occupied hilltop
minthly (o ensure thid ocdupants comply swith stosidards
Praveling o comaoy of four ap-armaored. FIMMW Vs, ihe
Lz locses ik ImspeEciions on foree protection. emvanen-
ekl compliance, safety. fine prevention, and anminition
slirage. Adber -:'|||11|1|:_'I|r||__r in inspection, the BOUAT comdiscts
an aufhbnehig with the base damp moyor und fochcil com-
mignidirs, The teiwm provides guniance ind assstance (o unit

repressnlilives in ench ared ||1ur-::_1::d_

Envirgmmental Section

[tus section provides techmcnl oversighi of Task Force
|':i|j_l||.' operlicns o emsure tha LS gu_'-|~;|||1n|_'| comduct oper-
atvons o manner that prisects hamon health, complies with
appropnte enyvirenmental regulations, ond is consistent with
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Multinational Division-Morth soldiers construct a 100-man bunker,

respoksible environmental stewardship. A Corps of Engineers
civilian envirnnmental specialis) provides guidance on hae-
ardous materials and hazaidous wasie management. pollution
presention, and waste minomization, He also oversees sivi-
rompniittal baseline and closure studies amd pernodic sampling
of Task Force Eagle sitgs. For new construction, the environ-
idemtifies
develops courses of action to address those conceris

micntal  specialist envitoamental concerns

Contingency Real Estate Support Tenm (CREST)

These civilion members of the Corpis of Engineers secuie
ledses Tor lamd o support operitional requergmeants and swork
with landowners o adidress thelr concerns, Team members
winlle leases, mvesiigaie property Diles, and assess damages 1o
!n.-lp sefrle clinms

Nonorganic Seciiong

r'-.|1|:||'-||:;:|n|-; sechions that work I.'I'::l'hl.'!l:r wilh the BOUA
mclucle o priTne pevwer plilmllrl i rn||||:i|1-ln.' hre-hghting |'||:|
foon,  pnel @ |,||.|.1|||:_':,' ARKUTINCE ‘\.|1I,'J.'|i|!|'\-||, AmraniieEn swe
velllunee (QASAS) represenialive The prime poer nil
openites the lchical power nlant for Tuzla Muim and provides
linisons fo the BOCA 1o assist with eleciricnl projects. Fire
hghters participote m BCAT Inspections, develop the fre
hghting plin For Task Force Eagle, and provide expertise m
hre-protection standards  for  contingency  projects,  The
QASAR representotive serves on BOATs and helps plan
ammunition holding areas

Construction Projects
he BOCA dvides constrsction work issigmiments into
three cotegories; froop [abor Brown & Boot Services
Corpomtion, which holds the sustainment contract or

Operation Joint Guanl; and local comtroctors, Military con-
simuction  assets  located im0 Multiinationnl  Dhivision-Mogh
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ichisbe elements fromn i mechinized combat engineer buttal-
b arwd an attached Navy Seabes company, The engineer bal-
talion reviews all approved constmaction requests before the
BCCA gives them o a conimactor o determine il it hos the
fissets regquined for the job, 1 the engineer battalion docs not,
projects are grven 1o Brown & Bool, The BOCA ocoasionally
deals directly with bscal contractors,

Construction projects origingle with work requests From
unils, buse camp mayors, or division stofT members. The
prevect momagement section valideies the reqoests, assipns &
prioviey o them, and fraoands them o military engineers or
the Defense Contracting Manngement Command for execu-
ticm by Brown & Koot Projects costing less thon 52,500 ore
executed immedintely under the autharity of the BCCA chief,
For those costing more than 52,500, 0 Roogh Order of Map-
mitugle i prepared and sent o the Joinl Acquisition Review
Baard for consideration. The board recommends approval or
disapproval o the division chiel of staff, who hobds approvil
nuthority for projects costing up to 554,000 Projects excecd-
iy S50,000 are approved by the United States Army-Europe,

Foreign nation support is unother type of constraction
resgueest, Foreign unifs in the American sector sesmetimes mast
rely on Brown & Rool for constraction support. As long os
Amercans do not bepetit from the project. this type of
reques! reguires ne approval ond 35 poid for by the foreizn
antion. Adter o Bough Order of Magnitude is prepared, o rep-
resentalive from the nation signs an agreement (0 reinibarse
the Umited States for expenses,

The BOCA handles o variety of projects, such os lorce-
protection upgrsdes, gquality-of-life improvements. and mis-
sion syppasrt, Base camp design is focused on force protec-
tion fo withstand terrorist atiocks a5 well as provide o safe
working environment [or soldiers. Several projects involve
hordening structures with o force-protection wall of bastions
umgd constrseting bunkers. crush-resistont gates, and fighting
positions. The aversge tour aof duty in Bospia ranges Trom 6
i 12 months, so quality-of-life improvements wre crtical fo
muiintpining morale. Current quelity-of-life projects inchsde
upgrading 48 living fens 0 wooden seahuls (512-sgunre-
foud, plywood, one-room structures with electmcal outlets and
i heating., ventilsticn., amd gir-conditioning unit), constructing
i omeorple, welfire, and recreation tent for soldiers; and
upgrading gyms and TWizeme moms. Mission  suppor
mcludes o wide runge of construction projects—{rom a rmil-
head loading site to o life-suppor area for o gunnery mnge.

Construction Challenges

olitical, military, and environmental conditions in
Busnin-Herzegovina cause severnl engineering chul-

lenges. Therefore, the BOCA mast constantly re-evalusic
and improve constrection designs qo ensure they are compori-
e wiath the ever-changing environment, As with all engi-
neering projects, the overriding factor is cost, and the goal is
10 pchiewe the best solution for the bowest price.
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Temporary Construction

Ammy engineers st restore lond 1o its oniginal state after
losing o base camp, 50 0 major engineenng challenge for the
BOCCHA = that all construction mus be tempomry. As a result,
conerele s used only eccusiomally m prefabricated slabs or bar-
rers, Gravel over geotex is often substituted for concrete
becaise it is easily removed. Most stroctures alsa ore empomry
and mre easily removed—such ns tents, wooden scahuts, or con-
minenzed units—but 4 few are pre-existing permment faeili-
tes. When o buse comp closes, construction materials are
reharvesied for future projects. An environmental survey is then
conducted and compared o the baseline survey  conducted
hefore aocupntion. while the CREST ieam gathers pholographs
b nssist in settling dumage clwims with landowners,

Wimtcrization

Duae fo the extremely oold winters in Bosnin-Herregovin,
winterization techniques are incorporsed in construction
projects. For guard toweers, o sliding plexiglass window that cam
be closed v condwin beat or opened during emergencies is
instolled on each wall. Theee coats of paini ore applied o
wionden strusctures o protect them from rain, snow, ond ice.
Tents are wpgraded fo fier three standards, which include ply-
winedd flosors und walls. roof trusses (o suppon snow [oads, elec-
trical owtlers, and lights. They are heated with two kerosene
heaters. Tents thut are not ocoupied for a few davs—and there-
fore nat heated—aften require repairs due to heavy snow boads
that accumulote ool rsses,

Coround Conditions

A high waber table pnd poor soil conditions in Bosnie also
presemt chollenges. Sond for sandbags and sodl foe fill matenol
st b purchased wed trnspomed 10 comstrecton sites. Perhups
the lorsest eost associabed with most construction progects is the
enormens amsdnts of gravel used o stobilize soil, Bunkers ond
fightimg positions must be corstrecied aboveground, and all st
tures misss hove large footings on o thick foundation of grovel,

Utility Costs

Since Operation Joint Guard his been extended. the BCCA
is secking wuys 1o reduce wility costs. Ome method under con-
siderution is to convert from peneralssr (o commercial power
where feasible and use generstors. for bockup poswer in critical
arens, Anather option is o comvert o well water nither thun ise
botiled potable water and nonpotable water delivered by Brown
& Rool The BCOA is imvestigating the feasibility of digging
test wells ot seme base camgps. For force-protection reasons,
hrwewer, o water source utside the base comp s nit pructical.
Tir sawe heating costs while upgrading soldiers™ quality of life,
the BOCA msy discontinue wsing tier three tents and se
seahats or comtninerized living units, which are electiically
heated, Finally, mobile generutor-powered seis on hase caomp
perimeters are being reploced with Axed poles with lights that
operate from commercial power or & central genemor

Coirdination
When o project is assigned o both Brown & Root und mili-
tury engincers, the BOCA musl ensure that they coordinaie
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etwesn  comsirucisen I:I"|iHr|,!\. I|'|m|,|:'|_J1
preconsirucisom conferences and  n
[ICHETERS VRS, Detabs are seorked ol
wilh a representative fnen the engineer
batialion amd o Brown & Boot lalson,
andl amy conflicts are resobved, For exam-
ple, spprocimately one  mallion  land-
mines and vanoos wnexploded  ond-
ninces  memn  in Bosnia-Hersegoviny
froan the wur, Mew consiruction sites thal
huve not been clenred of mines regquire
surfuce chearnnce. Before Brown & Root
can sfurt @ onew propect inoan uncleared
ured. they must coordinute through the
BOCA o hove military engineers clear
the aroand.

Conclusion

he BOCA §s 4 nondocinng orga-
nizatkon that hos served and cod-

tinues b serve i puipose i
support of Dperation Jodnt Guard, The
RECRCY conlinues o assess the evolving
mission and W plan for future reguire-
ments,  while  providing  construction
support amd base canp pssessments o
Task Feee Eagle Facod wih owany
challenges In construction design amd
changes i stonchisds, the agercy nEin-
tving fexildlity and comtimmally seeks
provide the best possible product @ the
lowwest cost, I acoomplizhes this goal by
msntining & chose working reltionship
with Brivwnn & Bodod, the Delense Cones
iracting Management Command, mili-
tary L'IIF.II'I'EL'I"-. hse IR ITHIYINS, amd
the weticnl commanders, The BOCA
esrpranirition provvides o lemplote thit con
b vl bor base ciomp manngement dur-
ing Tuture  maltinational  stability and

U operations, Lad

Captain Winpet iy affepding  the
Ergineer Chficer Advineed Course. He
Wity assigned e the 2000 Engincer Bur-
feefionn, Fs Cervaley Evision, aned wias
on femporeey edders e suppoer e 5
Armiowed Divisionr ax Profect Manager
far the BOCA during Operatton fain
Cevicind, From February o Qivne 1997, fe
sipported Chperarive farrinnle Acior fn
Keawait, CPT Winger v o gpradieene of
thee Lt States Military Acadeny,
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Lessons Learned

The following lessona learnad diing Oparaion Jaint Guard may assisl units
dephoying b aUppor oller siahilty cparations:

Sustaln

O  Ensure (hal inoop anginesr whilts, tha contrmctorn, end the BCCA coordinats daily
I6 reschas probismes ard devselop bettar solufions.

A  Allew roop engingars first choice of evary projnol 0 necuce casls and sustain
il irniring.

A Colocale ihe troop enginoer canstniclion managemern seclion and the BCCA in

the same buiding 1o feoditale information fow and shared pssals and equip-
maenl,

O Szaff the BOCA with officess holding a degree In engineening and wha undar-
stand tmofical cporations.

7 Devsiog a thorough &nd mpular base camp nspaction program o mantan high
levmis of safaty, force protecion, envimnmanial Alandaris, ammunbon saiahg
and fira pressantion

O Estabish a mayor (who 5 nol cooupled wih commantd msponstiity] o be e
singla poind af contact for aach basa camp, That Indvidual will assist in commu-
mication with customar unds and resoha Issuas batwesn units &l each camp

0O Oolein support from she Corps ol Enginears for squipmant, parsonned (el
esiate and amarcnmantal spacialists), and oiher axperiiss.

0 Ensurs that the BCCA warks dirscily for the seriar commander on the ground,
not for @ higher headquariers, 1o ensuie that consiruction supports e com-
mandars irfer,

Improve

M Provide sodiicnal perscnned 5o Me BOCA can expand ite respongibiliies and
pravide a betier product af 8 kwer price. For axample, provide anginasns 1o per-
farm indegentont governmant estimales on prajects and cledcal and sdminiatra-
twe personnel o assist in day-lo-cay operalions eo engineers can focus on
congaction,

0 Creals 8 BOCA siruciure 88 aary a8 possiie in e deplmrment (o mensge ink-
fial base-camp constniction and develon & plan lor overall Bess-camp Eyauls,
Bass camps bull withoul dedsiled plans aftan musl be malocaled &l asdditional
BXpEnss,

7 Devalop o Bechia masksr plan for bass-camp lepout thai alows lor expansion

O  Dederrmine the initisl stnndends of g snd level of force probeclion—in as much
detnil @y possible—end establish o board io review hese standards guariarty o
carsider changes in funding and misson equirsments.

0 Organize personmal inlo beo eams—with all persornel in mach sam fom the
same unil il possibie—and replace anly one team at a time o manian continuiby

A Plan for a minimum overlap of iwo weoks betwssn oulpaing and mplacamae
pamsannol,

A Dalegabe approval authorly for projects costing less San $100,000 1o $w high-
est commander on tha graund, because ha has a befier pictura of he siuabon
ihan higher haadguarters. This mathod aliows or guick approval af high-priority
projects.

0 Ensuro thad all mikary sngneaens in a joint cparmSon (Army, Navy, Alr Force, and
Marines) work fgalbar under ang enginaes commandar for faciiles congtnae-
fion, This algnment facii&ales & conmiinaled engineer afor, masimeaes atficient
usa of assals, and prevents ditfering stendards of living for miléary personnal,
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