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‘Five Things Every Field Grade Officer Should Know

William C. Latham, Jr., teaches
sustainment, force management, and
operational contracting support at the
U.S. Army Command and General
Staff College, Fort Leavenworth, KS.

PHOTO: U.S. Army CPT Jyan Bevalian,
left, a Nuristan Provincial Reconstruc-
tion Team civil affairs officer, and Jalal
Nuristani, right, a contractor with the U.S.
Department of State, give a copy of Voice
of Freedom newspaper to Fazol Rahim,
a village baker, in Nurgaram, Nuristan
Province, Afghanistan, 29 November
2010. (U.S. Air Force, CMSgt Richard
Simonsen)
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Lieutenant Colonel William C. Latham, Jr., U.S. Army, Retired

THE UNITED STATES ARMY cannot fight without contractors. On
any given day, it has too many tasks and not enough troops. Those
tasks come from various sources, including the White House, Congress, the
joint staff, geographical combatant commanders, and an avalanche of plans,
strategic commitments, and contingency requirements. While this mission
load is not new, the Army and its sister services have increasingly relied on
contractors to fill the gaps.

This reliance has become especially dramatic in combat zones, where
contractors now provide American forces with everything from security,
custodial, and food services to gravel, timber, and office supplies. In Afghani-
stan’s Logar Province, for example, one brigade combat team and its attached
units rely on 154 contracting officer representatives (CORs) to manage over
300 service and supply contracts in support of American and Afghan forces.
In addition, project purchasing officers within the brigade administer sev-
eral dozen projects under the Commander’s Emergency Response Program
(CERP).!

Peter Singer of the Brookings Institute has described the Pentagon’s
increasing reliance on contractors as an “addiction.” Indeed, contractors
now outnumber soldiers in harm’s way. As of December 2011, more than
100,000 Department of Defense contractors support U.S. military operations
throughout Afghanistan, compared with 94,000 American troops.® That the
United States or its allies could continue their military efforts without the
support of these contractors is hard to imagine, but the scope and expense
of these contracts have attracted widespread scrutiny and fierce criticism in
Congress and the media.*

This criticism has little impact on the tactical Army. In Afghanistan, field
grade officers with little or no acquisition-related training routinely navigate
myriad regulations and restrictions governing their use of available contract
support. The Defense Acquisition University provides a number of online
courses in acquisition, and the Army Logistics University offers a two-week
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resident course on Operational Contract Support
for nonacquisition personnel. Nevertheless, most
commanders and staff officers receive little or no
preparation for planning or managing this capabil-
ity, aside from previous experience and word of
mouth.

While the process of preparing, justifying, and
managing contract support may be frustrating and
time consuming, the following guidelines can
make that process significantly less painful.

The planning and management of opera-
tional contract support is a command responsi-
bility. In Afghanistan, commanders drive contract
requirements. Done well, these “requirements
packages” can take a great deal of time, effort,
and attention to detail to prepare, submit, and
execute. Once awarded, these contracts support
our counterinsurgency effort by generating sta-
bility, employment, economic growth, and good
will within local communities. Done poorly, these
actions get rejected by higher headquarters, forc-
ing staff officers to spend even more time and
energy. Or they get approved and awarded without
adequate review, wasting money on ill-defined
projects or worse, indirectly funding criminal
activities or enemy forces.’

Stay in your lane. Title 10 of the U.S. Code
gives military commanders broad responsibility
and authority for the training, discipline, and
welfare of their assigned military subordinates.
However, this command authority does not extend
to contract employees. Those personnel provide
goods and services under a contract with the U.S.
government, and only a warranted contracting
officer may initiate, modify, or terminate that
contract.* Commanders may not modify the condi-
tions of an existing contract, and those who do risk
incurring an “unauthorized commitment,” which
can lead to financial penalties and even criminal
charges. This is not to say that commanders have
to endure unsatisfactory results from the vendors

CONTRACT SUPPORT

supporting their mission. They have several alter-
natives, which brings us to our next guideline.

Nominate the right people as CORs. Yes,
being a COR is an additional duty, and there are
only so many good people in an organization.
Still, a unit’s effectiveness may well depend on
the effectiveness of its contract support. The
right people are those officers and noncommis-
sioned officers (NCOs) with the ability and sub-
ject matter expertise to fulfill their obligations in
managing the contract. Company commanders,
first sergeants, and primary staff may be too busy,
and brand new officers and NCOs may lack the
necessary maturity or judgment. Nominees need
the mandatory training (depending on theater guid-
ance), valid appointment orders from the appro-
priate contracting officer, and a copy of the actual
contract (which they should read). A background
in civil engineering, construction, or generator
maintenance is a bonus. These same guidelines
apply to the project purchasing officers (PPOs)
managing your unit’s CERP projects.’

Get the requirements package right. Poorly
defined requirements lead to poorly written con-
tracts. These give vendors too much discretion
to deliver substandard goods and services that
waste money and can lead to mission failure.
Specific language, enforceable standards, accu-
rate illustrations, and valid cost estimates avoid
these problems. Your local contracting officers
can help by sharing examples of what has worked
in the past, highlighting the required ingredients
for your requirement package, and synchronizing
operational and contracting timelines. They won’t
do the work for you, nor should they. Nobody
knows your contract requirements better than you
do. If you can’t explain your requirements, good
luck justifying them to your boss.*

Plan ahead. If your unit is deploying next
year, it will need CORs and PPOs. Identify and
train them.’ If you are replacing another unit,

Commanders may not modify the conditions of an existing contract, and
those who do risk incurring an “unauthorized commitment,” which can lead to
financial penalties and even criminal charges.
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you will probably inherit their contracts. Iden-
tify these existing and pending contracts during
your predeployment site survey, especially any
contracts that will expire or need extensions prior
to your arrival. If the next phase of your operation
requires base life support, helicopter landing areas,
local reconstruction projects, or some other type of
contract support, start developing those requirement
packages now. Acquisition review boards generally
have more requirements than funds, and the prior-
ity of your requirement depends on its validity,
urgency, and cost. The sooner you start identifying
these, the better your chances of timely approval.'

Help is Available

In an effort to better educate leaders on the
basics of operational contract support, the Army
has developed a series of manuals, training
aids, and web-based tools. Most of these are

available at the following website, hosted by the
Assistant Secretary of the Army for Acquisition,
Logistics, and Technology: https://www.us.army.
mil/suite/page/659589. ATTP 4-10, Operational
Contract Support, provides doctrinal guidance,
and the recently updated Army Regulation
715-9, Operational Contract Support Planning
and Management, contains the latest regulatory
guidance on this topic.

The Army’s heavy reliance on contractors
represents a significant change in the American
way of war. The next deployment will probably
depend on field grade officers to anticipate, define,
coordinate, and manage contract requirements.
Moreover, these requirements will probably
generate more than their fair share of headaches.
However, with patience and common sense, the
Army will use contract support to accomplish the
next mission and win the next war. MR

NOTES

1. MAJ Christopher L. Center, chief, Regional Contracting Center, FOB Shank,
Afghanistan, phone conversation with the author, 19 December 2011.

2. Peter W. Singer, “Blackwater: The Roger Clemens of War,” Wired.com, 14
December 2007. Available at <http://www.brookings.edu/opinions/2007/1214_mili-
tary_contractors_singer.aspx> (17 December 2011).

3. Office of the Deputy Assistant Secretary of Defense, Program Support, Fact
Sheet: “Contractor Support of US Operations in the USCENTCOM Area of Respon-
sibility, Irag, and Afghanistan,” 17 October 2011; “US Plans Major Shift to Advisory
Role in Afghanistan,” Los Angeles Times, 13 December 2011, available at <http:/
latimesblogs.latimes.com/world_now/2011/12/us-plans-major-shift-to-advisory-role-
in-afghanistan.html> (17 December 2011).

4. See, for example, the Commission on Wartime Contracting’s Final Report to
Congress—Transforming Wartime Contracting: Controlling Costs, Reducing Risks
(Washington, DC, August 2011), available at <http://www.wartimecontracting.gov/>
(30 December 2011).

5. Memorandum, Commander, International Security Assistance Force/United
States Forces-Afghanistan, Subject: COMISAF’s Counterinsurgency (COIN) Contract-
ing Guidance, 18 September 2011; U.S. Army Field Manual 3-24, Counterinsurgency
(Washington, DC: U.S. Government Printing Office [GPO], 2006), 8-17 through 8-19.

6. Joint Publication 4-10, Operational Contract Support (Washington, DC: GPO,
2008), xiii-xiv.

7. MG Edward Cardon, email correspondence with the author, 21 December 2011;
Center for Army Lessons Learned (CALL) Handbook 08-47, Deployed Contracting
Officer’'s Representative: Tactics, Techniques, and Procedures (Fort Lee, VA: U.S.

18

Army Combined Arms Support Command, 2008), 51-52; Center for Army Lessons
Learned Handbook 08-12, Commander’s Emergency Response Program: Tactics,
Techniques and Procedures (Fort Lee, VA: U.S. Army Combined Arms Support
Command, 2008).

8. MG Cardon, email correspondence with the author, 21 December 2011. CALL
Handbook 09-48, Developing a Performance Work Statement in a Deployed Environ-
ment: Tactics, Techniques and Procedures (Fort Lee, VA: U.S. Army Combined Arms
Support Command, 2009), 3-14. See also Annex H, “Requirements Development
and Acquisition Review Processes,” Joint Publication 4-10, Operational Contract
Support (Washington, DC: GPO).

9. MAJ Christopher L. Center, phone conversation with the author, 19 December
2011. For further information on predeployment requirements, see Execution Order
048-10, Pre-Deployment Training for Contracting Officer’'s Representative Candidates
and Commander’s Emergency Response Program Personnel.” Headquarters, Depart-
ment of the Army, Washington, DC, 25 November 2009.

10. MAJ Christopher L. Center, “Operational Contract Support: A Nonlethal
Enabler, Armor (U.S. Army Armor Center, Fort Knox, KY: January-February 2010),
34-6; Annex H, “Requirements Development and Acquisition Review Processes,” Joint
Publication 4-10, Operational Contract Support (Washington, DC: GPO).

11. U.S. Army website, “OCS Community of Practice Site,” available at <https://
www.us.army.mil/suite/designer> (3 January 2012); Army Tactics, Techniques and
Procedures 4-10, Operational Contract Support (Washington DC, Department of the
Army, 7 July 2010); Army Regulation 715-9, Operational Contract Support Planning
and Management (Washington, DC, GPO, 20 June 2011).

May-June 2012 ¢ MILITARY REVIEW




<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /All
  /Binding /Left
  /CalGrayProfile (Gray Gamma 2.2)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Warning
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages false
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.1000
  /ColorConversionStrategy /sRGB
  /DoThumbnails true
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo false
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo false
  /PreserveFlatness false
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Remove
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages false
  /ColorImageMinResolution 100
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 100
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 1.30
    /HSamples [2 1 1 2] /VSamples [2 1 1 2]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 10
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 10
  >>
  /AntiAliasGrayImages false
  /CropGrayImages false
  /GrayImageMinResolution 150
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 100
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 1.30
    /HSamples [2 1 1 2] /VSamples [2 1 1 2]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 10
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 10
  >>
  /AntiAliasMonoImages false
  /CropMonoImages false
  /MonoImageMinResolution 300
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 100
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects true
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /CreateJDFFile false
  /Description <<

    /BGR <>
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e5c4f5e55663e793a3001901a8fc775355b5090ae4ef653d190014ee553ca901a8fc756e072797f5153d15e03300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc87a25e55986f793a3001901a904e96fb5b5090f54ef650b390014ee553ca57287db2969b7db28def4e0a767c5e03300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /CZE <>
    /DAN <>
    /DEU <>
    /ENU (Use these settings to create Adobe PDF documents best suited for on-screen display, e-mail, and the Internet.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
    /ESP <>
    /ETI <>
    /FRA <>
    /GRE <>

    /HRV <>
    /HUN <>
    /ITA <>
    /JPN <>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020d654ba740020d45cc2dc002c0020c804c7900020ba54c77c002c0020c778d130b137c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /LTH <>
    /LVI <>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor weergave op een beeldscherm, e-mail en internet. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /POL <>
    /PTB <>
    /RUM <>
    /RUS <>
    /SKY <>
    /SLV <>
    /SUO <>
    /SVE <>
    /TUR <>
    /UKR <>
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /BleedOffset [
        0
        0
        0
        0
      ]
      /ConvertColors /ConvertToRGB
      /DestinationProfileName (sRGB IEC61966-2.1)
      /DestinationProfileSelector /UseName
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure true
      /IncludeBookmarks true
      /IncludeHyperlinks true
      /IncludeInteractive true
      /IncludeLayers false
      /IncludeProfiles true
      /MarksOffset 6
      /MarksWeight 0.250000
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /NA
      /PageMarksFile /RomanDefault
      /PreserveEditing false
      /UntaggedCMYKHandling /UseDocumentProfile
      /UntaggedRGBHandling /LeaveUntagged
      /UseDocumentBleed false
    >>
    <<
      /AllowImageBreaks true
      /AllowTableBreaks true
      /ExpandPage false
      /HonorBaseURL true
      /HonorRolloverEffect false
      /IgnoreHTMLPageBreaks false
      /IncludeHeaderFooter false
      /MarginOffset [
        0
        0
        0
        0
      ]
      /MetadataAuthor ()
      /MetadataKeywords ()
      /MetadataSubject ()
      /MetadataTitle ()
      /MetricPageSize [
        0
        0
      ]
      /MetricUnit /inch
      /MobileCompatible 0
      /Namespace [
        (Adobe)
        (GoLive)
        (8.0)
      ]
      /OpenZoomToHTMLFontSize false
      /PageOrientation /Portrait
      /RemoveBackground false
      /ShrinkContent true
      /TreatColorsAs /MainMonitorColors
      /UseEmbeddedProfiles false
      /UseHTMLTitleAsMetadata true
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [600 600]
  /PageSize [612.000 792.000]
>> setpagedevice


