GCAP: Providing
Vital Services to Soldiers

By Lieutenanr Colonel Nicholes £ Kolar, fr

oniraciing fewr '-.||'|'r|'\-|||'.l. mnd services by the LS, mali-

twry dunmng times of cnsis 15 not new, The practice has

a long history doting hack to the American Bevolution-
ary War, The military's use of civilian comractors in theaters
of war has steadily expanded during all subsequent conflicts,
Operations in suppor of the Yietnam War particularly high-
lighied the peed for civilian controctor capabilities 1o aug-
menl combal support and combal service supporl lorces,
However, il wasn'l wnli] mearly a decads afwr Vietmam tha
the concept [or preplanning for civilian contracior swpparl in
a veartime theater began to tnke shape. In 1985, the Arony (or-
malized the concept as the Logistics Civil Augmentation
Progrnm (LOMGCAP) under the proponency of the Depuly
Chief of Staff For Logistics {DCSLOG),

History

nitially, Army major commanads (MADDMs) individually
I identified and comtracted for tseir supply and service

recpiirements. In 1983, the L5, Ay Corps of Engineers
(USACE) became chirectly mvolved when Third 115 Army
ithe Army compeneal of the S Central Command)
reguested assistance in contracting for o monagement plan 10
construct and makntain twe petroleum pipelines in Southwes
Asia 1o support confingency operafions. The Corps was also
conlracts for dreedging and ohsiacle

preparing  smilag
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removal, sevedoring, transportalion, and morlwary services

These early independent activiihes proveded e genesis ol
ihie cumenl progrnm, [ 19} LOGCAP was restructured 1o
mcoaporaie o singhe, worldwide services contrict oo preplo
for theater Tachtves and |-.L|z|:.||.':-; SUPPTL seTvices |I||r|r|.|![ War
and conlingency operations. Because of previoas LOGCARP
expertise, the THCSLOG designated the S ACE Transatlnnte
Dhvision (now the Transatl antic Programs Center) as contrac
administrator,

[n Augest 1992, & one-vear contract with four one-year
resewal options was competitively awarded to o major
wildwide civilian contractor, the Houston-based Brown &
Rool Sefvices Corporatioan. The contract valoe af wward wis
$39 puillioi. Al that tame, 60 was ool eavisioned that LOG-
CAP would uliimately become such an integral part of o
force projection sirategy, Mo one {incleding the contracion)
wiklld have pguessed thal the contract would soar Lo its cur-
renl level of maore than £750 million

The guiding prnciple of LOGCAP i3 1w preplan for the
wie af global corporate resources as on alternative in support
of contingency operations and o augment combat support
and combat service suppon force structures when identified
shonfalls exisi. LOGCAP's fundamentol goals are io—

B Plan during peacetime for the effective integrotion of
caonlracton support during times of crnsis
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B Levempe existing global and  regional  corpormle
resaurces as facility and logistics support multipliers.

B Provide o quick-reaction capability {0 confingency or ori-
S0% requiremends

B  Provide an alternative capabilily o meel ety and
legistics services requirements,

The contructor pians support in five broad categones:
Facilitics
Supplies
Services

Maintenance

Transpoatation

This seemingly simple scope of work for planning—to
provide basic ffe-suppert and logshcs services 1o our sol-
diers—has proven @ be complex in execution. Al the heart
of the complexity nre two critical ebements: where the ser-
vices are o be performed (often in harsh, desolale environ-
menis with Hitle usable infrastructare b and the speed ot which
the services must be provided (normally concurrent with the
first wave ol troop deployment),

[iring dhe lost five vears, LOGCAP has supported six
conhmgency operalions, refermed o a5 events, and no two
were the same. From the contrci’s [irsl coningency achva-
tion in December 1992 for Opemiion Resiore Hope in 3oma
lia throwgh its current effort o provide a full moge of

engineering and logisties services in support of Operation
Toint Endeavor in the Balkans, the contractor and the Corps
have successfully met the Army's needs despite numerous
difficulties,

The Coniract

sebecting the type of contraet used for LOGCAP Each
contingency operation is created from & different sct of
conditions, Because it s impossible o witle a fimm, detailed
seope of work that will support the full specirem of potential
mithtiry involvemenl, (he l'.'|:|:r|'l~: willed on a coniraciing

'I-JL-: expoctation of uncertainty was the driving factor in

e anism thal allows maxionem Mexibaliy for pccomplish
g any Army rrIssicH,

A cost-reimbursement controet is used, with o base and
award fes structore that determines the amount of profit the
contracior shoukd receive. This wpe of contract is commonly
called Cosi-Plies Award Fee. Under the LOGCAP coniract, o
scope of work and an estimated cost of performing the work
are negotinbed for each event. The contracton s reimbursed for
all costs that oee reasonable, allowable, and allocahle under the
combract terms, The contractor 1% assured of o ope percent hase
fee in both planning and event exccution. The award lee plan
cenlers around three focus amess; |u-rI-::r|:|.'|n|.'L-; el control;
and coordimatien, Nexibhity, and responsivensss, The comirg-
tor con eam on award fes wp 1o fAve percent of the contrac
amount for planning ond wp to nine percent for eveni

Meodular unils were provided as housing in the roughes! lermains in Bosnia, as shown here at
Camp Linda.
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execution, depending on the sccomplishments in each focus
aren. The percentoge of award fee is based on the estimated
coat for badh planning and the event. The contractor does nd
carn an additional fee i dee scounl cost of performance exceeds
e edirnated cosl,

Concept of Operations

n imitizl planning requirement was for Brown & Root
A to develop a worldwide plan and 13 country-specific

plans that were designated and priontidzd by the sup-
ported MACOMs. The contractor slso wos required fo
develop and maintain a worldwide database of wvailable sup-
plies ond services. A follow-on requirement reflected the
Ammy's difficubty in predictng the location of contingencies;
it broadened the planning from [3 specific countries o 13
regiciis, All planming efforts are coordinmted with the Comps
and the appropriale MACOM, Under the operational con-
cepl, the contractor has a country o regiondl plin prepaned
when il 15 sctivaled 1o support a contingency evenl. Brown &
Rool s required to respond quickly, relying on their corpo-
rale worldwide presence and pre-gstablished contacts (o pro-
vide immediaie services,

Uneer the genenc contingency scenano used in the mitnl
contract, Brown & Root s required b sef up sea and aeninl
ports of debarkation for deployved personmel. Soldiers are
transporicd 0 a rear-area support base before being further
deploved to forward-asen base camps. [n this scenario, the
contractor is required o begin receiving 1300 sokdiers per day
with less than three weeks of nodilication and is responsible for
providing & full range of fecilities and Life-suppont services.
This scenasio calls for suppon to 20,000 troops, with possible
imcreascs o SOUK, The contractor is also required to moin-
tain the capability of supporting two events concunmently.

A salient contract condition b5 that contractor personeel
are provided security by the deploved U5, forces, While this
appears to be a simple provision, it has proven difficult w0
execule, especinlly a1 the beginning amf end of events,
Therefore, the operntional commander now has an addinonal
security requirement 10 consider in his planning, Since ser-
vices are required up to the Lost soldier’s departure, closs
coordinstion between units and the contrctor is reguined,

Security nlso paralleds a provision thot direcis the contrac-
tor 0 pssume thot oll work w0 be accomplished during an
cvent will ke place in a hostile environment. This assump-
tion has often become a reality:

B In Somalin, handitry and warlord hostilities were perva-
sive. Despite the contractor’s best efforts, a contracior
employves wis injured by small-arms fine.

W [ Haiti, impoverished conditions created their own dan-
gers, Something s simple as transporting trush o the
dump became dangerous when hoards of peer Haitians
tried b elimb on o Stop the trucks wseize the "treasunes™
an bioaed,

m In Bosnaa, the pooliferation of mines and a tenuous peace
have created & unigue set of force protection and secunty
comcems. [t is a credit to the secunty provided by the
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LIS, commanders and the contractor’s excellent security
Judgment that no contmetor personnel have died doe o
hostile activity,

Events over the past five yvears have conlirmed that con-
tingency planning can never be an exact science, The gemeric
operational concepl in the original contracl was generally
used, but rarely did all the pieces fil precisely. Becsuse of
this, contractual wnd contractor Mexibility are critical © the
program’s success, as the following examples show:

W The program was envisioned 1o sopport the Acmy but is
pvailable o other service components (the Navy and Air
Force). It is also osed by the United Mations o supparn
maltmuionnl peacekeeping lorces.

W No country plan was developed for Operation Bestore
Hope in Somalia. This operntion required an expedited
planning and deployment process.

N Insome contingencies. such as those in Zaire {Operation
Supporn Hope) ond Southwest Asia (Operation Vigilant
Wamriar), LOGCAP provided only minimaol levels of
logistees support to the military operations, In other
cages, such as Bosnia, LOGCAP was a primary logistics
service supplier.

W Some events were supporied concurently (Operations
Uphold Democracy in Hait and Vigilant Warrior), Dur-
i this zame time perod, the contracter also was called
on 1o retrograde military equipment left in Somala for
LLM, use under Opertion Bestore Hope,

B  During Operation Deny Flight in Ialy, LOGCAP pro-
vided only Tacilities support,

LOGE AR was sometimes osed (a3 in Hoith and Somalia) o
supplement logistics support provided to LS. forces deployed
under United Mobtions pescekeeping missions [ollowing the
conclusion of ULS. operabions. Under these conditions, the
UN. contract provisions wenz below the quality-of-life stan-
dards for our deployed forces. For example, the UM, food ser-
vices contract oply provides o basio ration of meat, vegetables,
wnd rice or other starch per person on the deployed team. Indi-
vidual country suppon crganizations must badget for cooking
the rations and sdditbonal ems (auch as dairy products, des-
seris, and special meal provisions).

What did these differences in execution mean 1o the
Transatlantic Programs Center as contract pdministrator?
The keys to success were flexibilily and good staff coondina-
thon, Our contracting officers and primary stafl were familkae
with the contract texms and often were the first (o educate the
cusiomer about the appropriate wse of the contmct, Each
event required exlensive coordination with the Army [H25-
LOO siaff, the MACOM stalls, hosi-nition officials. the
Corps team in theater, and the Defense Contract Manige-
ment DistrictIntemational (DCRMID,

A memorandum of understanding between DHEMDT and
the Transatlantic Progrmms Cenler provides field contract
adfministmtive services for other than facility construction
support during the execution of LOGCAF events. In this
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capacity, DUMDI provides administrative contracting offi-
cers, cost and price analysts, quality assurunoe representi-
fives, and industrial properly management specialists o
ensure proper oversight of the contractor and protect the pov-
emment’s mterests, Durnng opemiions where no logistics
services were myolved {Opermtion Deny Flight), support
from DCMDE was nod necessary.

In addition to project management and controct adminis-
tration coordination, managing LOGCAF requires signifi-
cant legal review and financial management services,

Operation Joint Endeavor

upporting operations in the Balkans for Operatien Joint

Endeavor would have required 3 much more  robust

combal support and combad service support military
organization had it not been for the use of LOGCAP From
the very start of this operation, LOCGCAT hos provided most
of the critical legistics and engineering services, with costs
exceeding $460 million for the first yeor's effort. Use of
LOGCAP allowed the deployed combat units to focus on
critical operationnl missions and the deployed sngineering
umnits io focus on horizonial construction.

On 26 November 1995, Brown & Root wos activated bo
provide an intermediote staging base at Kaposvar pnd Taszar,
Hungary. There was no opportunity for o reconnuissance or
advance Tacilities placement or services, On | December, the
contrecior eniered the theater concurrent with the military
units, Although mobilized 10 Kaposvar, the contractor was
unable 10 begin operations and award subcontracts unnl $
December, when negotiations between the LS. Armmy and
the Hungarian government were concluded, The inital work
focused on renovating old communist karacks to bring them
to minimum standords for use by ULS. saldiers, Then, work-
ing wiith the soldiers. the contractor's steff braved the same
hiarsh weather and site conditions to provide warm lents, hot
food, and sdequate sapiary fecilitics during the ston-up of
operstions throughow the thester,

Afier establishing the mtermedmate staring base, the con-
tracior was tasked to support the 15t Ammored Division's
Toask Force Eaple by sefting wp and operoling camps in
Croatia and Bosnia, The original deployment plan envi-
sioned one camp in Croatin and 12 camps in Bosnin. During
execution, the number of comps in Bosnia grew o 24 main
camps ond severn] smaller locations, becoose the rough ter-
rain did not sccommodate lorge camps, These life-suppor
areas were set up in shandoned (octories and war-damaged
buildings: on parking lots, formlands, snd felds: and in UN.
camps Laken over by the United States. All sites mequired sig-
nificant upgrades.

In order to complete all the Bosnia camps by March 1906,
Brown & Rool was inlegraled with other Army engineer
units, Mavy Seabees, and Air Force Red Horse enginesrs on a
lust-iracked scenario. Specifically, Brown & Rool's tasks
were ha—

B Selop 12 camps
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®  Provide flooring materials for the Army, Navy, and Air
Force engineer units charged with setting wp all other
CUmpS.

W Upgrade all camps to mest the Army's sustaining base
standards by replocing soft-side, canvas lenls with hard-
back tents or modular buildings (in areas with the harsh-
et copditons),

m Provide all basic life-support services, such as food ser-
vices, loundry, water delivery, garbage collection, wnd
shower and sunitery focilities.

B  Provide other logistics services, such as wransponation
and cargo handling, vehicle maintenance il washing,
port operations, road repair and mamienance, and stor
nge vards,

The work was executed under the supervision of a Corps
team led by the Trnsatlantic Programs Center, Europe,
hemlquoriered in Wiesbaden, Germany., The center estab-
lished a cell to suppor the forward element of the LS. Army
Europes Deputy Chiefl of Stff for Engincering, Besides
LOGCAP support, the Corps cell provided engineering and
environmental services and real estate nssistunce (o lease
arens used for base comps and to support other military oper-
ntions, Additionally, the center helped coordinate the activi-
ties of other USACE elements supporiing operations in the
Balkans.

The foree deployed for Task Force Eagle was the largest
combat force deployed outside a war zone since World War
Il. To facilitage the development and susiainment of the
array of bases réquired [n Bosnia, & new organization
naimed the Base Camp Coordinahon Agency (BOCA) was
creatéd., This organization is still operating and is o nondoc-
trinal hybrid Direciorale of Public Works and USACE resi-
dent office organization. The speed at which the BCCA way
formed and its composition truly reflect the engipesrs'
mivtto— “One Corps, Ope Regiment, One Fight," (An article
deseribing the BCAA will ke pullivhed in the April issue of
Engineer}

In December 1996, the peacekeeping mission transfemed
from the 15t Ammored Division to the Ist Infanty Division,
and the name of the operntion changed to Joint Guoard. The
Corps presence ensured o seamless transfer of responsibdlity
and trmining of new leaders on camp operations. While ink-
tinlly intended to last only a year (until 26 November [ 996),
LOGEAP-type services are now expecicd o continae [or an
additional [8 months,

At the peak of Operation Joint Endeavor, the Corps had
60 military and civilion personnel operating in the Balkans,
Brown & Root hud spproximately 6,000 workers, most of
whom wene hired locally,

As the Corps and the Army staffs have worked logether
on LOGCAP operations, they have identified the following
program sirengths:

B Provides responsive comrmctor suppon dunng eagly
deployment.
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Photo by Robert Graves

Temporary facilities were built in Haiti to support Operation Uphold Democracy. These buildings
typically housed dining areas, showers, latrines, and recreational areas such as libraries.

®  Exploits civilian resources, supplies, and transportation,
and does not compete with strategic lift.

B Improves peacetime planning for contingency
operations.

®m Ensures contract and government team continuity
because of greater exposure during planning, military
exercises, and contingency operations.

® Frees military manpower for use in combat and other
critical tasks.

m  Satisfies early entry, sustainment, and redeployment
requirements. The program's flexibility allows for the
rapid addition or deletion of logistics requirements,

® Costs less than if the military had performed the tasks
without LOGCAP assistance, according to a report pre-
pared by the Logistics Management Institute.

Lessons Learned

ach LOGCAP event has produced a unique set of les-
sons learned. But each event had the same synchroniza-
tion challenges: defining the contract’s scope of work
(in conjunction with the user) and funding the work.
The following lessons can be applied toward making
LOGCAP more effective in meeting the needs of our forces
during contingency scenarios;

B Train the leaders who will use LOGCAP services. They
must clearly understand what services can be provided
and the mechanisms for getting them, including the cost.

B The contractor is a member of the deploying force and
should be treated accordingly. His senior managers must
deploy early. He must attend the commander’s meetings
with the government's contracting officer.

B The government must better identify government-
furnished equipment and materials that will be available
for the contractor’s use.
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® Incremental funding of an operation where costs and
duration are known poses administrative problems that
could be avoided for the contracting entity.

B Quality-of-life standards are changing. For a lengthy
peacekeeping deployment, such as Operation Joint
Endeavor, commanders want their soldiers to have an
acceptable living standard that includes good food, a
warm place to sleep, and some forms of recreation.

Looking Ahead

s LOGCAP evolved over the past five years, logistics
A services dominated the military’s needs under the con-

tract. In April 1996, the Army designated that the
logistics umbrella contract should be under a logistics com-
mand, the U.S. Army Materiel Command (USAMC).
USAMC assumed program management responsibilities on 1
October 1996, although the Corps retains responsibility for
the existing contract through August 1997 and for close-out
activities of the current contract. The two organizations
developed a memorandum of agreement for the transition
period to ensure that essential LOGCAP services are pro-
vided during planning and contingency operations. USAMC
awarded a new contract on 30 January 1997.

After five years of managing this contract on behalf of the
Department of the Army, the Corps of Engineers is proud to
have participated in this important program. It has provided
critical services to our deployed service members. Rad

Lieutenant Colonel Kolar is deputy commander, Transatlantic
Programs Center, Winchester, Virginia, where he oversees adminis-
tration of LOGCAFE. He previously served as facilities plans officer,
Facilities Engineering Division, Logistics/Security Assistance Direc-
torate, for the Commander in Chief, U.S. Pacific Command. LTC
Kolar is a graduate of the U.S. Military Academy at West Point and
has three master s degrees. He has been awarded the deFleury medal
[from the Society of American Military Engineers.
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