
on Base Camps I 

By Lieutenant Colonel John R. Jones 

t was a privilege as well as professionally rewarding to 
have supported the soldiers and civilians involved in 
Operation Joint Endeavor in the former Yugoslavia. This 

is the largest military operation in the history of the NATO 
alliance. The initial U.S. portion of this 60,000-troop 
contingent was about 20,000 soldiers, who formed Task 
Force Eagle. The 1st Armored Division formed the core of 
the task force. 

To support U.S. forces, base camps were quickly planned, 
constructed, and sustained. This was accomplished by the U.S. 
Army Corps of Engineers (USACE), the 1 st Armored Division 
Engineer Brigade (DIVENG), the Logistics Civil 
Augmentation Program (LOGCAP) contractor, and the Base 
Camp Coordinating Agency (BCCA). The BCCA served as the 
focal point for building, sustaining, and decommissioning all 

successful mission execution in the Balkans. My intent is that 
these insights and flashes of the obvious will help others in the 
years ahead. 

Command and Control 

ask Force Eagle formed the nondoctrinal BCCA early 
in the deployment (January 1996) to plan, coordinate, 
and execute the urgent base camp construction 

mission. The BCCA was at the confluence of various 
organizations, to include USACE, DIVENG, U.S. Army 
Europe (Forward), and the LOGCAP contractor. To ensure 
functional interdependence, the BCCA coordinated 
extensively with all of these organizations while 
simultaneously taking direction from the 1st Armored 
Division Assistant Division Commander-Support (ADC-S). 

U.S. base camps in Bosnia-Herzegovina and Croatia. 

This article describes how the BCCA supported the base Organization 

camp mission from June through October 1996 during my 

T he BCCA, a hybrid of a Directorate of Public Works 
tenure as the BCCA chief. Included are some insights and and a USACE resident field office, was organized into 
"flashes of the obvious" that I believe are key ingredients to five branches. 
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The Plans and Operations Branch focused on both cur- 
rent and future operations. BCCA planners ensured that 
camp perspectives were integrated into all future Task 
Force Eagle operations. This included task force reshap- 
ing, support for national elections, redeployment, and 
transition of mission responsibilities to the covering 
force (1st Infantry Division). 

The Environmental Brarzch administered USACE envi- 
ronmental contracts and facilitated the education and 
assessment of environmental programs at each base 
camp. 

The Base Camp Assistarice Team (BCAT), an "over- 
the-road" team, focused on training, assisting, and 
assessing all base camps. 
The Project Martagement Branch, formed late in the 
operation, was responsible for funding, customer inter- 
face, project monitoring, troubleshooting, and reporting. 
The Real Estate Branch acquired, managed, and dis- 
posed of land and facilities. To improve responsiveness, 
reduce over-the-road time, and provide continuity of 
care, the BCCA established two field offices and posi- 
tioned them in the northern and southern halves of the 
U.S. sector. 

Special staff in the functional areas of preventive 
medicine, safety, ammunition storage, and fire safety 
augmented the BCCA. 

Staffing 
CCA staff~ng at its peak totaled 40 personnel. It 
Included USACE active duty offtcers and Individual 

mobilization augmentees, 412th Engineer Command 
personnel, U.S. Army Europe and 1st Armored Division 
augmentees, and Department of the Army (DA) civilians. The 
civilians provided expertise in real estate, safety, ammunition 
storage, and environmental engineering. Beginning in August 
1996, the Army Audit Agency assisted the BCCA in process 
development and validation. As U.S. force levels were 
reduced from October through December 1996, the BCCA 
evolved into a leaner organization. 

Base Camp Standards 

ask Force Eagle established standards up front that 
addressed living and support facilities as well as force- 
protection measures. Both it~rerim standards ((less than 

30 days) and duration standards (more than 30 days) were 
established. The goal was to improve safety and provide 
consistent and prudent quality-of-life levels throughout the 
U.S. sector. 

Interim and duration living standards for the general- 
purpose, medium, tents were 15 and 10 soldiers per tent, 
respectively. Other accommodations included fixed 
facilities and living containers. Additionally, a total of six 
Force Provider sets (each housing and supporting 550 
soldiers) were installed on three base camps. For hasty 
insertions, Force Provider sets are convenient; however, 
maintenance is high as are costs to decommission, clean, 
and repackage them for reuse. The duration standard for 
showers and latrines was one shower head and latrine per 25 

1AD DIVENG units construct tent frames at a U.S. base camp in support of Operation Joint Endeavor. 
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Twenty-two U.S. base camps were scattered throughout the U.S. sector in Bosnia- 
Herzegovina. One U.S. base camp was located in Croatia, along the Sava River. 

soldiers. Lighting, heating, and hard floors were in all 
duration standard tents. There were facilities on each base 
camp for dining; a chapel; a laundry; and morale, welfare, 
and recreation (MWR) activities. Base carnp population 
determined the number of tents for support and ad- 
ministrative facilities. 

Task Force Eagle's force-protection standards ensurcd 
that every soldier had access to a bunker or fighting position. 
The task force also developed standards for perimeter 
lighting, fencing, guard towers, ammunition holding areas, 
and helipads. Base camp site selection criteria addressed 
items such as trafficability, living and motor park space, 
defendability, communications, water source, and main 
supply route accessibility. 

Base Camp Construction 

Transatlantic Program Center in Winchester, Virginia) 
administered the LOGCAP contract (Engitteer, March 1997, 

page 2). 
LOGCAP, an Army program, uses a civilian contractor to 

perform selected services to augment U.S. forces during a 
military operation. Tapping into this program allowed the 
best use of our engineer resources. For Operation Joint 
Endeavor, Brown & Root provided base camp consh-uction 
and sustainment services as well as some logistics support 
scrvices (i.e. transportation, maintenance, supply, laundry, 
and dining facilities). Each base camp had a Brown & Root 
manager and staff to fulfill construction, sustainment, and 
decommissioning contractual requirements. Herculean ef- 
forts by the entire engineer team ensured that construction 
was executed to standard with no compromise of the 
soldiers' safety or quality of life. 

.S. Army engineer battalions, a U.S. Navy Seabee 
battalion, a U.S. Air Force RED HORSE battalion, 

Base Camp Leadership 

and the LOGCAP contractor (Brown & Root Services S enior base camp leaders, the BCCA, and Brown & 
Corporation) shared responsibility for constructing 23 base Root shared responsibility for operations and 
camps in the U.S. sector. USACE (specifically the maintenance. There were 22 base camps in 
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Base Camp Coordinating Agency 

Organizational structure of the Base Camp Coordinating Agency (BCCA) 

Bosnia-Herzegovina and one in Croatia, each housing from 
200 to 2,500 soldiers. Each senior base camp tactical 
comrnandcr appointed a "mayor" to assume camp leadership 
responsibilities. The mayors worked closely with the Brown 
61 Root camp manager, the DIVENG direct support unit, and 
thc IICCA. Since lnayors required the knowledge to "run" a 
base camp, the BCCA developed and sponsored necessary 
training. One course focused on operations and maintenance 
and the other on decommissioning. Topics included real 
estate, environmental programs, operations and 
maintenance, local contracting practices, LOGCAP rules, 
DIVENG roles, civil-military affairs, safety, property 
accountability, force protection, preventive medicine, 
ammunition storage, and R4WR responsibilities. 

(the JARB president) and the Task Force Eagle resource 
manager, G4, G3, and a Staff Judge Adjutant advisor. All ncw 

base camp work required JARB review and ADC-S approval. 
Any soldier or unit could initiate a work order. Then it went to 
the base camp mayor for approval and 011 to DIVENG 
(usually the engineer battalion in direct support to that base 
camp) for review and action. DIVENG could recommend 
disapproval, execute the work order, or forward it to the 
JARB. Work orders costing more than $2,500 required JARB 
review and approval; those less than $2,500 were acted on by 
the BCCA chief. The task force review process saved rnoncy, 
standardized procedures, developed practical low-cost 
solutions to requests, and promoted safety and consistent 
quality of life on base camps. 

Town Hall Meetings Base Camp Assistance Visits 

he BCCA facilitated regional town hall meetings 
every two weeks at various base camps tl~roughout the 
sector. These meetings provided a forum for 

discussion and problem sollring. Attendees included the 
ADC-S, the BCCA chief, base camp mayors, and senior 
tactical commander representatives (usually brigade and 
battalion executive officers), ttie Task Force Eagle G4 and 
Property Book Officer, Brown & Root camp managers, 
BCCA project managers and real estate specialists, force- 
protection and safety experts, and representatives from 
DIVENG and MWR.  These command-sponsored events 
encouraged dialogue, built trust, and allowed issues to be 
addressed quickly. 

Business Practices 

he Base Camp Assistance Team (BCAT) visited 
sustainment camps every four weeks and de- 
commissioning camps every two to three weeks. On 

these visits, the team concentrated on education, training, and 
assistance, although it also conducted a base camp assessment 
and reported to the Task Force Eagle command group after 
every visit. Bascd on published standards and approved 
definitions, the BCAT assessed four major areas: 

Force protectiotz-local national screening, perimeter 
integrity, risk assessment, ammunition storage, and 
weapons security. 

Envirot~mer~talprogram-spill prevention, spill response, 
hazardous-waste and hazardous-material disposal, and 
petroleum, oil, and lubricants (POL) transfer operations. 

Preverttive medicitie-dining facility operations, water sup- 

ask Force Eagle established a Joint Acquisition ply, and vector and rodent control and repellent systems. 
Review Board (JARB). This common-sense, better- Safety-fire safety, living area safety, motor pool safety, 
business-practices group included the BCCA chief and accident prevention program. 
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An example of a U.S. base camp facilities site plan, exclusive of site perimeter and force 
protection measures. 

Coupling outstanding hase camp leadership wilh BCAT process develnped by DIVENG and BCCA. Force protection 
visits ensured that all hase carnps complied w ~ t h  estahlished and stewardship of government propeny were critical. The 
T ~ s k  Forcc Eagle srandards. senior base camp tactical commanders responsible for 

decommissioning their camps applied lessnns that wcre 
Environmental Program learncd carly in the operation. Base camp compIexity, 

T 
location, and size determined the decommissioning ti~nc and hc Task Force EagIe environmental program was 
effort, hut the phased pmccss usuaEly took ahout six weeks. 

proactive and highly effective. BCAT ream visits 
The decommissioning ream consisted of tennnl units. 

always included a BCCA cnvirnnmental represen- 
DWENG assets. and the LOFCAP contructor. Base camp 

latlve who promoted, {rained. and cnforced the estahlished 
leaders, with thc advice and assistance of  BCCA and 

envirnnnlental standards ( E n ~ i n ~ e r .  March 1997, page 1 2) .  
DIVENG, orchcstsared the work. 

Every BCAT vi.;i~ and town I~al I meeting stresserl items such 
;a spill prevention. h37nrdnus-wa~te and hazardous-m:~terin I 
rnanqernent, safe POL transfer point operations. and spill 
tespclnw capah~Ii t~es.  Before 3 haye c:inrp was occup~ed,  nn 

environmentnl basoline survcy was done to acquire a 
benchmark. A f i n d  survey was, conducted when [he camp was 
decnrnmissioned. Task Force Eaele thcn tonk nppmprintc 
aclions to mitipate differences between the two surveys. 

Proof o f  this effective cnv~ronmental program was 
reflected in rhe minimal corrective environolenrnl actions 
rcquircd when hasc camps were decommissioned. 

Base Camp Decommissioning 

A s tho U.S. reduced its presence in Bosnia- 
Herzegovina, ir decommissioned base camps in a 
dcliherate, safe, and disciplined manner, using a 

Thc phased decornrnissionin~ proocss collapsed tllc camp 
in  on itself. Soldier wpport facilities (the shopette. chapel, 
1ibr:iry. and MWR Ihcilit~es) were removed first. fnlluwcd by 
IiTc-supporl fiicilitics (dining facilities. teiits, showers, and 
latrines). Bare essential life-support facilit i ts  and force- 
protection infrastructure (concert~na wire, guard towers, and 
fightin? positions) were removed last. &CAT ctosure team 
visits ttl base camps anticipated and solved problems as they 
arose and assessed and monitored progress. On the final 
visit, a clearance checklist (similar to a range control 
checklist) served as the clearance document. Harvesting 
material from decommissioning hase camps was deliberate 
and saved money. EssentinlIy, all 'base camp expansions and 
improvemenu after June I996 were compIeted w little cost 
using harves tcd materials (gravel, lumber, tents, shower and 
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Inuinc FaciIi ties, force-protect ion  maferinl, and eleu trical and nssistancc vis~ts :~nd town hall meetings encourage dia- 
plumbing equipnient) from clecornmissioning base camps. 
RCCA scrvcd as the clearing housc for all hnrve~ted 
rnatcrials. Once item5 were identifieci base camp excess, 
Ihcy wen1 on thc h n n ~ c q ~  list for transfer to a base camp with 
a vaIid nccd. 

Base Camp Transition 

T hc outgoing 1st Armorcd Division ant1 the Incoming 
1st InFantsy Division dctclopcd a memorandurn of 
acrccmenr that addressed which hiise camns would hc 

kept. thcir rcspctivc capatitic.; and uapnhrlitics, transfer 
dntc.;, ant1 wllicll unit wnultl accept respon%ihility for each 
ciimp. The BCCA played an  important role during the 
transition pnlccss to cnsurc lhat incoming I ID lcndcrs 
undcrstnod rhe hnsc camp rniscion. 

Thc units developed [ransition plnns l'or tach base camp 

to he retained. Outgoiny and incorninp leaders executed 
rIiese plans to standard, which inotitded training (~ponmrcd 
by BCCA), a 100-perccn~ propcrty inventory hctween 
mayors, transitioning thc basc camp smart hook. and 
cnnducting a joint walk-through. 

Flashes of the Obvious 

Whcnyourhos~asksyout~rg0d0~c i11 th ings inaTar-  
away land. go for zt. 

1 Nothing is mote imponnnt than applying corntnon sense 
and keeping t h i n ~ s  simple-so tired and conlused peo- 
ple can undcrstnnd ant! quickly pi on with the task at 
lranrl. 

1 Racl news seldom irnproves with aye. IF you have n 

prnhlem you cannrlt resolve, surface it. Trsk Force 
E:igle r;lrely shot the messenger and quickly addressed 
ISSUCF. 

View ohstncles as a tmnsiunl state-~ornething to he 
solved along the pathway tn cxccllence. Prcss [lie fight. 

Establish base camp standards carry, and cnforcc them 
ronsistcntly. The desire t o  improve basc ramps above 
e~tathished standards was immense. hut established and 
understood standards helped squelch that desire. 

Underwrite honest mistakes. Perfectionists in the Bal- 
kans did not do wcll. Planning, preparing, and rchcnrs- 
ing paid dividends and eliminated most mistakes. 
Don? demand exactness. Don't chisel decisions in 
smne, Re willing to change as  time unfolds and circtlm- 
stances change. 

U Gather information and critical itcms of interest by talk- 
ing ro people and visiting base camps. Don't hidc behind 
your cornpuler or tclephonc. Get near the action to listen 
and Learn, but  don'^ micromanage the actinn. Base camp 

Foguc and build Irus!. 

M Make liecisions quickly. Orten there isn't t i n ~ c  to sleep on 
an issue. Working in this environment brings n new 
mc;lning to decision making. 

Plan ahcitd. Focus your atccntion on thc ncxt fcw days, not 
the ncxt few minutes. This atfvicc is not always possible. 
hill kcus on the iri~p~stant things. 

Military operatinns cosi a lot ot money, lnlplcrncnl cost- 
snvinp measurer such as ,joint acquisition hoards, better 
business processe?, and m:ltcrial-harvesting programs. 
Three equals one ia lhe Balkans. It usually took thrrc 
times as much efSnr~, persistence. and time to cxeorltc 
missions in  Bosnia-Merzc~flvin,?.conn as in o~ller  placcs 1 hsvr 
senlcrt. Plnn accordinyly and _ret over all the obt;iclesl 

Remetnhcr, a Znsk is not finichcd until the soldier I S  I ~ v ~ n g  
i n  il or using i t .  

I Teamwork is crucial-it's an attitude. 

Estimates arc only cstima2t.s to the person nlaki ng them; 
every one elsc hcars a rixcd pricc or absolute cc hcdt~te. 
Thc listener hears only thc low end. 

Stay proactive. The champion-to-chump cyclc can bc 
short in this type of environment. Keep your head in ihc 
game. 

II Activated reservists, DA civilians. and the 1,QGCAP 
contracttor did a supcrb job. 

Summary 

aqe camp accnrnpl~shments were rnnny. Efrnflrls by Tisk 
Forcc Eagle, USACE, DIVENG. and Bmwn Rr Root 
were extraordinary a5 they construc[ed, sustained, find 

decnmmissinncd bnse camp<-safely, qu~ckly, and to standard. 
The safety and quality nf life in these camps receivcd high 
markr. En~inccr efforts havc plnycd a large part in  the success 
thus far of Operation Joint Endeavor, hut another factor 
deserves n significant portion of the crcdit: the professionalism 
and selncss service of Task Forcc Eagle soldiers, DA civilians, 
activated rcsctvfs~~. and uonmctars. The men and women who 

are serving proudly and tirelessly are true patrivtr who have 
made a lasting difference to this war-tom region. w 

Lietlter~rrnt Cutorre1 Junrs iis rhe Depr~ty Conrmuttdul; Sf. 
Coi l is  District, U.S. Army Corps qf EngEnet-rs. In irdditiotr to 

serv in~ as chf~f of the RA.TP Catrlp Coosditlcrtin~ Agrtzq itr 

srrppon of Bpernrinn Joinr Endeavor; he hcr.~ compl~ted tol4r.T 

wifh / / I P  3rd Arnroretl Division, Gen11nn.y; N~nv York Di~rrict, 
IJSACE; the 130th Engineer Brigullr.; nnd Oprmtiorl Desert 
Ski~ld/D~scrr Srorn?. LTC Jortrs hnlis n  master:^ d ~ g r c e  in 
civil engirreeringfmm Penrr.wlvmriu Strife hriversip nnrf i.7 n 

rrgistcred professinrlol engkeer in Missouri. 


