Thriving on Base Camps

By Lientenani Colonel Jokn R, Jores

Lowas a prvilege gs well as professaionally rewarchng 1o
Ih.l.'.-e 4.1.|'|'hp||rle|| the soldiers amkl cavelinns volvedd In

Ii_]p-:r:|1|-:ﬂ1 Tenunt Embeavor m the lormer "r'-||g-::-'-:'ll|l.-i:| This
1% the largest mlitary opeénition in the hestory of the NATO
ulliapce, The imitinl ULS. potion of this 60 000-troop
contingent was ahoat 20,000 saldiers, whi formed Thsk
Force Eagle, The 1st Armored Diviston formed the core of
the task force.

To support LS. forces, base comps were quickly planned,
constracied, and sestnined. This wos pcoomplished by the LS,
Armiy Corps of Engineers (LSACE), the 1st Armored Division
Engineer Bngsde (DIVEMG), the Legistics Civil
Augmentation Prognon (LOGCAP) contractor, and the Buase
Camp Coordinating Agency (BOCA). The BCCA served s the
focal point for building, susipining. and decommissicning all
LIS, base camps in Bosnia-Hersepovina and Croatin.

This aiticle deseribes how the BOCA supported the base
camp mission from June through October 1996 during my
temure ns the BCCA chief, Included are some insighls amd
“Mashes of the obvious™ that | believe are key ingredicnts o
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stccesslul misgon execution in the Bulkins My intent 15 thai
these trasights and Mashes of the ohvious will help others in the
vears abweacd

Command and Control

ask Force Engle formed the nondoctrinn] BOC A early
T in the deployment (Tnnwary 1996} to plan, coordinite,
and execute the uwrgem base camp constmichion
mission, The BOCA was ot the confluence of various
organizations. to include USACE, DIVENG, U.S. Army
Europe (Forward), ond the LOGCAF contmctor. To ensure

functionnl  mterdependence, the BCCA  coordinated
extensively with all of these organizations while
simultanesusly toking direction from the Ist Armored

Division Assistant Dviston Commnnder-Support (ADC-5)

Organization

and a USACE resident feld office, was organized into

T he BOCA, a hybrid of a Directorate of Public Wiorks
five branches.
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B The Plaws and Upem.l'a'un.v Branch (ocused on both cur-
rent wid future operations. BOCA planmers @hsured tha
cimp perspectives were integrated into all future Thsk
Force Enple operations. This included tosk force reshap-
ing, support for national elections, redeployment, and
transbieon of mission responsibilities fo the covering
Toree [ 188 Inlaniry Dirvesaon),

B The Emvironmental Branch admimstered USACE envi-
ronmental contracts nnd faciliased the education ond
aasgssment of epvironmental progroms st each bass
camp

m The Bave Comp Asustance Team (BCAT), an “over-
the=road’”™ feam, (ocosed on tnomng, assising, and
assessing all base canips

B The Project Mamagement Branelr, formed laie in the
cpenation, wis responsihle for lunding, cusliimer inter-
face, projec monttoring, trodhieshooting, HEI | r|:|'l.'1rli||p:

B The Real Estate Branch scquired, mannped, and dis-
poacd of lond and focilines. To improve responsiveness,

reduce over-the-rond ime, and provide contmuily of

care, ihe BOCA esiablished two field offices and pusi-
oacad them i the northern amd southern halves of D
LIS, sector
Specinl s@ilT in the functienal areas of preventive
medicine, =afety, ammuonition storage. and fire safety
augmented the BOCA.

Staffing

COA stnlfing atb s peak tolaled 40 pesoancl. 1
B meluded USACE active duy officers and rbiviclaal
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1AD DIVENG units construct tent frames al a LS. base camp in support of Dperation Jaint Endeavar.

mobilization  augmentees, 412th  Engineer  Command
personmel, LIS, Army EBurope and st Armored Division
augmentses, and Department of the Army (DA) civilians, The
civilinns provided expertise in real estate, safety, ammuniion
storge, and envirenmental engineering. Beginning in August
1994, the Anmy Aodit Agency nssisted the BCCA in process
development and validation. As LS force lewels were
redced from Oclober through December 1994, the BCCA

eval vl iabs o learer organicaion,

Base Camp Standards

ask Foree Bagle esablished sondards up frons thot
-I- aldressed living and support focilifies as well as force-
prodecion meisares, Bolh irferim sty {Less than
A days) and fduraiion standasds (more than 30 |Ju.:.-.'|-] Wi
cunblished. The goal was o mprove salely angd provede
condistent and prudent guality-of-life bavels theomghowt the
Ll 5. sector
Interim and duratron iving standards [or the penersl
purpose, medium, fents were 15 and 10 soldiers per ftend,
respectively,  Other  accommodations
facilities and living containers. Additionally, o fowl of six
Force Provider sels (ench howsing and supporting 5500
soldiers) were instnlled on three base comps, For hasty
insertions, Force Provider sets are convenien; however,
malntenance is high as e costs to decommission, clean,
amd repackage thein fof seuse. The duration standard oo

showers and larines was aone shower Pend amd latrine per 25

e Iniadedd [15scl
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Twenty-two LS. base camps were scaliernsd

thraughout the U.S, sector in Bosnia-

Hereegovina One U5, base camp was |ecated in Craatla, along the Sava River,

saldiers, Lighting, heating, and hard floors were inoall
duration standord tents. There were facilities on each base
camp [or dining; o chopel; a loundry; and morale, welfare,
and recrention (MWER) activities Base camp populstion
detormined  the number oF fents for support and  ad-
mninsstealive fncalitae,

Tisk Force Eogle's lorce-protection stumdards ensired
that every soldier lud access w o busker of fighting posiion,
The sk lorce also developed stondards dor permseler
lighting, fencing, suard towess, pmmunition holding arcas,
and helipads. Base camp sife selection crilerin addressed
items such gs trafficabilicy, Diving and modor park spoce,
deferdability, communications, waler source, amd main

supply roule accessibabity,

U battnlion, a 1.5, Air Force RED HORSE hatalion.
nnd the LOGFC AP contractor (Brown & Rool Services

Corporation) shared responsibility for constriucting 23 base

camps in the U5, sector. USACE (specifically the

Base Camp Construction
&, Ammy engineer battalions, o LS, Mavy Seabes

I8 Engineer

Tronsatlantie Program  Center in Winchester, Virgining
admikwistered the LOGCAP contemcl (Engieeer, March 1997,
page 2.

LOGCAL an Army progrant, sses o civiling contneion o
perfonm selected services o sugment U8, forees during a
military operation. Tapmag o s program sllowed the
best use of owr engineer resoues, For Opertion Tomn
Endeavor, Brown & Root provided base camp comsirsction
ancl sustmpment services as well as some bogistics support
sefvices [Le, transporiation, mumnlenance, supply, loundry,
aml IthIiL'IE facthiies), Bach hase camp hied 2 Brown & Roni
rAniger and stall o fuliill comstrecton, sastunmen, amd
|,1|:1:|1mm'isxi-e:-r|.1ng contrectunl Teduarements Herculenn of-
forts by the entire engrmeer leam ensured tal constroclion
wins execufed to stimlnl with no compromise of (he
soldiers” safety or gquality of life.

Base Camp Leadership

enior base camp lesders, the BOCA, and Brown &
Root  shared  responsibility  for il
maintenance, There were 22 base camps in

Gl 1091
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Base Camp Coordinating Agency

Chial, BOCA
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Organizational siructure of the Base Camp Coordinating Agency (BCCA)

Bosta-Hevee goving and one In Crodtia, each housing from
N 2500 saldiers
corntander appoinied 4 “mayor” o assume cunp lesdership

responsibedilles, The s worked ril_l'\l’.‘!rlu' willi the Brown

Each senior hase cump tochcal

e R camip inanaper, the MVENG direst support il and
ithe PCCAL Since mavors regquired the knowledge 1o “run” a
basg camp, the BOCA developed and sponsored necessary
raming (e couwrse [ocused on operaticns and mointenance
and the othér on decommissioning. Topics included real
envounmental  progrems,  operations o
iiileimmge, local contracting proclices, LOGCAP mles,
DIVENG  moles, civil-miliiory  alTairs, safety, propeny
acoountability,  Force  profection, prevenlive  medicine,
ammunition slorgs, and MWER responstbilities.
T every twir weeks of vanous base camps throeghoot the
seclor Thess provided o forum for
discussion and problem solving Attendees included the
ALCR, the BCCA chief, buse camp mayors, and senios
mctcal commander representatives  {usonlly  brigsde ard
balahon executive officarsy, the Tosk Force Engle G2 amd
Preperty Book Officer, Brown & Root camp maonagers,
BECA project managess and renl estate specialisis, fonce-
prodecion and safely expers, and represcoiatives from
PIVENG and MWR. These command-sponsened svents

encotrged dialoguee, built ruse, and allowed issues o bhe
addressed quickly,

T

.-'|||'.lr1.ll fo07

eslile,

Town Hall Meetings

e ICUA facahibaied r|.'|,|:i|'-n.:|l RETE I 551 oeetings

e lings

Business Practices

ask Fomce Eagle established o Jotsl  Acqguistion
Review Board (JARE) This comimon-sense, betier-
business-pructices group incheded the BOCA chicl

ithe JARE president] and dhe Task Force Easgle resoomce
manager, 4, G and a Stall Judge Adjutent ndvisor. AN now
hnse camp work required JARB review nsd ADC-5 approval.
Any soldier er unit could initiate & work arder, Then it went 1o
the base camp mayor for approval amd on o DIVEMO
{usunlly the engineer batialion in direct support o that base
campd for review and action. [MYENG could recommend
disapprovul. execote the work order, or forward it o the
TARB. Work orders costing more than £2 5080 fequired JARB
review and approval; those less than £2, 5000 were acted on by
the BOCA chiaf. The 1@k foree [ =g Y R rOcEss a.u:'.'-ﬂd MnHReY,
II 1 =C sl

siandnndised Flr'.h.'l.'l'll.l:ﬂ'."-, 4!-|,:1.'|:||1|1¢|.| Tq'n.,'l,ii.'“l

solutions (o reguests, and promeded safely and consistent

guality of lile on base comps
T sustalnment  camps  avery  [our  weeks and  de-
CoMnImissicning camps every 1o o thied weeks On
tluese widits, tlse team concentrated op education, truinkng, amd
nssisiance, althowgh it also conducied a base camp assessmen
ond repored to the Task Force Eagle command group afier
gvery visit, Based on poblished smndords and approved
definitisns, the BOAT sssassed (oor mafor areis:

Base Camp Assistance Visits

he Bnse Camp Assistunce Team (BCAT) wisited

Force protection—local natlonal screening, perimeter
integrily, nsk sesessment, ammombon  slosage, ond
weaApois secunty

Environmental program—spill prevention, spill response,
hingandous-wasle amd bozardons-matenal  disposal, and
petroleum, oil, wnd lubricamts (POLY transfer epertions.
Freventive meealicine—fining Gcility operations, water sup-
ply. amd vector pnd modent control and repellent systems.
Safeiy—iire safely, living nren safety, motor ponl safety,
and necident prevention progrun
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An example of a U.S. base camp facilities site plan, exclusive of site perimeter and force

proteciion measures.

Coupling outstanding base camp leadesship wilh BCAT
wisits ensured that all base comps complied with estublished
Thak Force Eagle standasds.

Environmental Program

he Tusk Force Eagle environmenta] program was
T proactive and highly effective. BCAT team  visis
ilways mcluded a BOCA environmental represen:
tative whoe promoted, tmined, and enforced the sstablished
environmental standurds (Engineer. March 1997, page 12}
Every BCAT wvisil nnd fown hall mesting stressed ilems such
s spill prevention, hazardous-wasle and harardows-malenal
management, safe POL transfer point operations, and spill
respofisg capabbities. Belore o base cump was occupied, an
envirpmmental bhaselineg surviéy wos dope o poquire A
benchimark, A final survey was condected when the camp was
decommissioned. Thsk Force Eagle then ook approprinte
aclions o mitipste differences between the two surveys.
Proof of this effective envionmeninl progrom  was
reflected in the minimal comective environmental sctions
required when base camps were decomirissioned.

Base Camp Decommissioning

& the US. reduced its presence n Bosnpia-
A Herzegoving, B decommissioned base camps in 2

delibernte, safe, ond disciplined monner, using a

20 Engineer

process developed by DIVENG and BOCA, Forve protection
and stewardship of povermment property were cntical The
semior base camp toctical commanders responsible for
decommissioning their camps applied lessons thal were
lensned early in the operatlon, Base camp complextly,
location, and size dewermined the decommissioning time and
effor, but the phased process usualy wok about siy weeks
The decommissioning team consisted of feanm  units,
DIVENG assets, and the LOGCAP contructor. Base camp
lenders, with the advice aml assistapce of BOCA amd
DIVENG, orchestrated the wark.

The phased decommissioning process collapsed the camp
in on itsell. Soldier support facilities. (the shopetie, chapel,
ey, and MWER facilities) were removed fiest, followed by
life-support facilitics (dinmg facilities, tents, showers, and
lnirincs ). Bure esscalial life-support focilities and force-
protectien infmstructure (concerting wire, guard towers, and
fighting positions) were removed lnst. BCAT closure team
visils 1o base camps anticipated and solved problems as they
nrose and assessed and monitored progress, On the final
vigil, a cleammnee checklis (similar to a range control
checklist) gerved as the cleamnce documen. Harvesting
material from decommissioning hase comps was deliberute
ane swved money, Essentially, oll base camp expansions and
improvements after June 1996 were completed at lifile cost
using harvested muterials (gravel, lumber, tents, shower and
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lntrine focilities, lorce-protection moterial, and electrical and
plambing equipment) from decommissioning base camps,
BCCA served as the clenring house for ofl harvested
materials. Onoe ilems wene identified as bose camp excess,
they went o the harvest list for ransfer o o base camp with
a valid meed.

Base Camp Transition

he outgoing Ist Armored Division ansd the ineoming
T Ist Infamtry Ddivision developed a memoramshiom of

ngreement that addressed which base camps would bhe
kept, their respective cupacities ond capabilities, transfer
dates, and which unit would accept responsibility for each
cump. The BCCA ployed an importani role duning jhe
transition process to enswre that ineoming 1D leaders
undersiood the buse camp mission,

The units developed transation plans Tor each base camp
i be retwined. Cutgoing aml incoming leaders execuled
these plans o standard, which included training (sponsored
by BCCA), a 100-percent property invenlory between
mayors, transitioning the base camp smart book, and
conducting a joint walk-through.

Flashes of the Obvious

W When your boss asks you 1o go do greal thimgs i a far
wway lamd. go for i,

m  MNothing ia masre imporiand than applying common senss
and keeping things simple—so tived and confused peo-
ple can understand and guickly get on with the task
hand,

m  Bad pews seldom improves wath age. If yoo hove o
problem you cannod fesolve, surface il Task Foree
Eigle mrely shot the messenger and quickly nddnessed
sy,

W View obstacles as a transient stle—something o be
solved plong tee pathway 1o excelleace. Press the light,

®m  Esiablish base comp stondards early, and enforce them
consistently, The desire to improve base camps above
catablished standards was immense, but estnblished and
understond standands helped squelch that desine,

B Underwrite honest mistales. Perfectionisés in e Bal-
kuns did not do well. Planning, preparing, and rehears-
ing paid dividends and eliminaed most mistakes,
Don't demand exactness. Don't chisel decisions in
sione, Be willing to change as time unfolds and circum-
stinces change.

B Cather informotion and critical ilems of mteres) by lk-
ing o people and visiting base comps. Do’ hide behin
your compuier ar lelephone, Get near the action t |isten
and learn, but don't micromannge the nction. Base camp

April [2R7

assistanee visits and 1own hall mectings encoarage din-
liviae anid Budlel triasi,

B Maoke decisions guickly. Often there isn't tme to sleep on
an issue. Working in this environment brings a new
meaning to decision moking.

B Plan ahend. Focus your nttention on the nexi few days, not
the nexit fesw minaies. This advice s not plways possihle,
but focws on the important things.

| Military operatons cost o lol of momey, lmplement cost-
saviiny measises weh as [oial scquasiton boards, better
business processes, and moterial-harvesting programs

B Thiee cquals one in the Balkans. It wsually took three
times as misch effort, persistence. and time o axecule
miaslons i Bosnis- Hersegoving as im other places | have
sepved. Plan accordingly and get over all the obsincles!

B Femenber, a ek s nol Boished wniil the soldier is living
in bt or wsing i

W Teamwork is crucial—it's an attitude,

B Esbrnabes are only estimales (0 the person miaking thei,
everyone else hedrs a fingd price or absolute schedule,
The listener hears only the low end.

W Stay preactive. The champion-tochump eycle can be
short in this type of environment. Keep your héad in the
Fame.

m  Activited reservists, DA civilions, and the LOGCAP
contractor did n superh job,

Summary

sz camp sccomplishments were many, Effors by Task

Force Eapgle, USACE, DIVENG, ond Browm & Rooi

were extrnordinary os they constructed, sustuined, wnd
decommissioned base camps—sufely, quickly, and o sinndard,
The safety ond quality of life in these cumps received high
miarks. Engineer efforts hove ployed o large part in the sisccess
thus far of Operstion Joini Endeavor, bui another Factor
deserves a significant portion of the credit the professionalism
and sellless serviee of Task Force Eagle soldiers, DA civilians,
activated reservists, and contmetors. The men and women who
are serving proudly and tirclessly aré e patriols who have
made a lasting difference to this war-lom region. el

Lientenant Colone! Jomes ix the Deputy Conimacrder 55
Lenels Digteier, U5 Ariy Corpa of Englnesta In addition fo
serving ax chief of the Bage Camp Coordinating Agency in
support of Operation foint Endeavar ke has completed fours
with the 3rd Armored Division, Germany, New York Diarrici,
USACE; the 130th Engineer Rrigade; and Operation Desert
ShieldiDesers Stowmi, LTC Somes halds o mostery degree in
crvil engrneering from Penrrytvanio State Dnivernity and i o
registered professional engineer in Mizsowri
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