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Chapter 1

Introduction

“Progress, far from consisting in change, depends on retentiveness ... and when experience
is not retained, as among savages, infancy is perpetual. Those who cannot remember the past
are condemned to repeat it.”

— The Life of Reason (1905-1906), George Santayana

In his final days, Abraham Lincoln was thinking about reconstruction. The Civil War was
finished, but the nation was in shambles: nearly 2 percent of the population was lost as war
casualties; the government was partially dismantled; supply lines were broken; newly freed
citizens required assistance; and basic services, including law enforcement, medical care, and

a functioning judicial system were lacking. Rebellious and violent factions compounded the
complex question of how to put the country back together, as did racial intolerance and national
anxiety.

Two days after Confederate forces surrendered and three days before his assassination,
President Lincoln delivered his last public speech focusing on reconstruction. He saw that ...
reconstruction... is fraught with great difficulty,” and that *...there is no authorized organ for us
to treat with.” President Lincoln also felt ““...additional embarrassment that we, the loyal people,
differ among ourselves as to the mode, manner and means of reconstruction.”

Lincoln understood the great challenge the nation faced in restoring it to full function, peace,
and prosperity. Nearly a century and a half later, similar concerns faced the nation’s decision
makers when Secretary of State Colin Powell discouraged President George W. Bush from war
in Iraq. In 2002, Secretary Powell told President Bush, “...once you break it, you are going to
own it, and we’re going to be responsible for 26 million people...” While he saw that the initial
conventional warfare “looked like it was extremely successful,” he noted concern about “a lack
of planning for these latter phases.”

The United States Army Corps of Engineers (USACE) Overseas Contingency Operations
Playbook provides lessons learned from more than 10 years serving in Iraq and Afghanistan.
The playbook’s purpose is to capture leaders’ significant experiences, observations, issues, and
perceptions; to share and institutionalize these insights within USACE, the Engineer Regiment,
and the Department of the Army to provide a tool for operating effectively in future contingency
operations.
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During Operation Iraqi Freedom (OIF) and Operation Enduring Freedom (OEF), USACE was
responsible for much of the host nation’s physical reconstruction mission. These operations
were USACE’s only recent experiences with reconstruction on this scale. USACE also learned
that construction itself is easier than integrating it into, and measuring its effects on, the overall
campaign.

Enduring Lesson

USACE faced many unexpected situations and first experiences, which revealed
the need for an innovative and adjustable military contingency strategy that is established,
communicated, and exercised before operations begin.

The USACE Transatlantic Division collected many lessons learned about OIF and OEF from
contributors and interviewees through their experiences and personal stories. Subject matter
experts (SMEs), senior leaders, playbook contributors, and editors collaborated to capture and
articulate the military contingency operations’ enduring lessons. These are the most broadly
applicable, universal, and timeless lessons learned, with potential application across operational
theaters.

Although it is “impossible to predict precisely how challenges will emerge and what form they
might take” (Joint Operating Environment [JOE] 2010), the USACE construction mission will
likely remain a fundamental force multiplier in near- and medium-term future engagements.
USACE initially provides commanders with a nonlethal combat capability to achieve area
stability, enhance host-nation mission ownership, and successfully operate and sustain programs
and projects. USACE integration with combatant command planning before contingencies will
enhance its success in future contingencies. Once a contingency begins, deployed and supporting
USACE organizations will benefit from planning and training.

Contingency engineer district and Headquarters, USACE elements should seek integrated
planning approaches as early as possible in program and project development. Many of the
lessons learned and activities in this playbook interrelate. Leaders should apply them holistically
by considering similarities and differences in conditions and the environment. Best practices or
lessons learned in one functional area may have implications in others.

“Those who fail to learn from history are doomed to repeat it.”

— Sir Winston Churchill

The USACE Overseas Contingency Operations Playbook should enable individuals and
organizations to work more effectively as teams to achieve the objectives of a deployed USACE
organization. It provides USACE members with shared operational guidelines and insights.
Additionally, this playbook can allow leaders of future overseas contingency operations to
operate at a higher level in a shorter amount of time by understanding and applying these
enduring lessons.
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Chapter 2

Concepts and Principles
Introduction

As a contract construction agency, the United States Army Corps of Engineers (USACE) is an
executing agent, working at the direction and funding of other agencies (e.g., Department of
Defense [DOD], United States Agency for International Development [USAID], or combatant
commands [CCMDs]. Much of the USACE Overseas Contingency Operations Playbook focuses
on the contingency engineer district (CED) because this unit is the primary executing agent of
overseas contingency or expeditionary construction. Other organizations enable the CED by
shaping the theater for its success.

USACE organizes the CED from military-civilian teams in response to a specific contingency
mission, expanding USACE’s worldwide reach. The CED provides engineer and construction
management services for military and civil construction, supporting U.S. forces, host-nation
(HN) security forces, and others in the contingency area of operations. These services provide
sustainable infrastructure and positive construction effects supporting decisive U.S. operations.

The CED promotes security and stability with reconstruction and infrastructure development,
in concert with other U.S., coalition, HN, and international nongovernmental organizations,
including the Naval Facilities Engineering Command and the Air Force Civil Engineering
Center. The CED’s role is especially vital if the HN or area of operations lacks capacity or
capability.

This playbook can assist all USACE operating divisions aligned with a CCMD to increase

their focus on planning for and responding to overseas contingency operations (OCO). The
Transatlantic Division (TAD) implemented some of these practices and lessons during Operation
Iraqi Freedom (OIF) and Operation Enduring Freedom (OEF). The lessons learned are especially
important for high operating tempo and prolonged operations, where personnel rotations and
asset transfer may result in continuity problems and institutional knowledge gaps.

1. Concepts
1.1 Permissive Versus Nonpermissive Environments
Responding to a military contingency differs from responding to a civil disaster in the continental

United States (CONUS). In permissive CONUS environments, USACE can provide as much
capability as necessary without encumbering the mission. In contrast, an outside the continental
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United States (OCONUS) environment may be nonpermissive. Sending excessive capability
forward may burden the military command while unnecessarily endangering lives.

A permissive environment is an operational environment in which host-country military
and law enforcement agencies have control as well as the intent and capability to assist
operations that a unit intends to conduct.

— Joint Publication 3-0, Joint Operations

1.2 Contingency

A contingency is a situation requiring military operations in response to natural disasters,
terrorists, subversions, or as otherwise directed by appropriate authority to protect U.S. interests
(JP 1-02, Department of Defense Dictionary of Military and Associated Terms). The DOD may
ask USACE to support a range of international contingencies, including:

* Combat operations. USACE advanced planning teams in a foreign nation during
offensive or defensive operations may evaluate the viable infrastructure and identify
the necessary steps to upgrade the infrastructure to minimum conditions that will meet
the citizens’ basic needs.

+ Stability operations. Various stakeholders generally execute stability operations,
including the HN government, donor governments, international organizations,
nongovernmental organizations, and private sector organizations. USACE’s role
substantially increases during stability operations as compared to offensive and
defensive operations.

* Sustainable development. Post-conflict, USACE may support the resumption of vital
services for the local population, meeting humanitarian needs. The post-conflict period
may not offer a fully protective security setting.

USACE may provide support using one of the established organizations described in Chapter
3, USACE Contingency Elements: Mission, Organization, and Operational Phases, or create
a specialized team to meet a specific need. These teams broadly support U.S. military and
other U.S. government agencies with agile and responsive technical engineering, contingency
planning, and contract construction.

2. Background

2.1 Playbook Sources

This playbook contains raw information distilled from many sources (see Figure 2-1). In 2011,
both the TAD and the Gulf Region District began a formal process to collect and synthesize

lessons learned for the engineer contingency missions in Iraq and Afghanistan. Among other
information, this collected information included:
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* A formal contracted study on USACE in OIF and OEF

» Results from two conferences to collect lessons learned and best practices from
previous senior leadership in Iraq and Afghanistan

» After action reports, informal reports, investigation results, and other written material
from contingency personnel

* The TAD contingency operations standard operating procedure

The Playbook
Sirateglc Production Process

information

S Playbook
e
fome WORKING |
documents GROUP/ L
Author’s EDITORS —
subject
e INTERNAL —
REVIEW
Operational )

information

Figure 2-1. The playbook production process involved distilling strategic,
operational, and tactical information, and a cycle of writing, editing, and review.

Most importantly, experienced civilian and military personnel within USACE with considerable
institutional knowledge and multiple deployments contributed to this playbook as authors,
working group members, and reviewers.

2.2 Playbook Development

TAD began drafting chapters of the playbook while still collecting information. Subject matter
experts, senior leaders, contributors, and editors tried to capture and articulate the contingency
operations enduring lessons. Enduring lessons are relatively universal, timeless, and applicable
across operational theaters. The enduring lessons in this playbook are arranged in tables
according to chapter in the appendix of this chapter. Each enduring lesson contributes to one of
seven contingency engineer mission principles (see Figure 2-2).



CENTER FOR ARMY LESSONS LEARNED

7 Principles

1§

Enduring
Lessons

Raw information

Figure 2-2. Raw information is analyzed from the contingencies and
then developed into enduring lessons, which contribute to the seven principles.

After the subject matter experts drafted each chapter, the working group edited and reviewed
each section, and members of the TAD primary staff reviewed each chapter. The TAD Office of
Counsel reviewed the chapters after all other staff members completed their reviews.

After the TAD review, a team of unique external reviewers with subject matter expertise
reviewed each chapter. Concurrently, the Headquarters, United States Army Corps of Engineers
(HQUSACE) monitored and contributed to the document. Finally, the working group assembled
the final product for a final review from the TAD Office of Counsel.

3. Principles
Table 2-1 describes the seven enduring principles and best practices for USACE military

contingency operations. These principles can apply to any OCO, regardless of location, and are
critical to USACE success in the contingency environment. .
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Table 2-1. Enduring contingency engineer mission principles captured from experiences in
Operation Iraqi Freedom and Operation Enduring Freedom

USACE Overseas Contingency Operations Principles

Provide only the level of service needed to accomplish the mission.

Adapt
Adapt methodologies in stride to meet changing requirements.
Consider program/project hand over and end state early in the process; assume the
) HN will eventually use, operate, and control all projects.
Design
Sustainability

Project success depends on the local population’s needs and abilities. Build facilities
the HN can operate and maintain.

Develop Capacity

Maximize indigenous resources and build host-nation capacity where appropriate.

Integrate Command

Recognize that military and civilian agencies share equities in each other’s initiatives,
programs, and projects. Whenever possible, coordinate, deconflict, network, etc.

Communicate critical observations to those who need to hear them (command, host-

QLG8 D nation officials, customers), even if not part of the standard process.
Fully integrate USACE elements into the theater military command]task force.
Maximize Maximize use of reachback and reduce deployed assets.
Reachback
Maximize use of USACE standard business processes and corporate information
Standardize technology solutions.
Processes
Use standard engineering designs where possible.
Train Train for contingencies during peacetime and establish relationships with supporting

maneuver units and sister agencies.
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4. Appendix A. Tables of Principles and Enduring Lessons
4.1 Principle: Adapt

Table 2 A-1. Enduring Lessons: Adapt

address for property receipt, storage, and distribution.

Enduring Lessons: Adapt Chapter
USACE faced many unexpected situations and first experiences, which revealed the need for an 1
innovative and adjustable military contingency strategy that is established, communicated, and
exercised before operations begin.
Only address issues related to construction projects when engaging with HN leadership. 3
Initial stages of the contingency operation should be direct-funded. 4
The command may wish to consider visits from influential leaders as key leader engagements 4
and treat them accordingly.
Resolve logistical issues before sending personnel to non-USACE supported areas, or daily 8
operations may become inefficient.
Organize the real estate function with a USACE office, if possible. 9
Rules, procedures, and thought processes from home districts may be ineffective in the 10
contingency environment.
Contracting for security requirements places extremely sensitive responsibilities on personnel 11
outside of direct military command.
Determining appropriate battlefield protection posture is a command decision. USACE 11
operations personnel should periodically check the equipment of those leaving the forward
operating base (FOB) for compliance.
When employing private security contractors, a dedicated (full-time), in-theater contracting 11
officer representative is necessary to oversee the contract.
When regulatory compliance is not possible or operationally unwise, the CED commander 11
decides the appropriate course of action and in which areas to accept risk.
Personnel on FOBs may become complacent about security and need reminding about imminent 11
threats surrounding the FOB and training in an emergency situation response.
Tactical communications systems are expensive, and require time and expertise for design, 11
procurement, installation, and maintenance.
Establishing a separate unit identification code and DOD activity address code for each CED 12
office location will simplify property accountability.
Upon arrival in theater, establish a central property receiving point with a proper shipping 12

10
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Enduring Lessons: Adapt (continued) Chapter
Consider requiring contracting officer representative certification for all logistics personnel. 12
Maintaining the IT infrastructure is paramount to keeping the CED mission functioning. 12
Before deploying, contingency contracting officers should understand established procedures in 14

the Federal Acquisition Regulation, Defense Federal Acquisition Regulation Supplement, and
Army Federal Acquisition Regulation Supplement, which are used to expedite the acquisition
process during contingencies.

Ensure sufficient staffing levels to maintain effectiveness during periods of rest and recuperation 14
and unexpected curtailments.

When USACE contracts for services outside its core competencies, it has difficulty resourcing 14
post-award surveillance and oversight for the contract’s life cycle. Service and supply
acquisitions are directed to the cognizant in-theater agency rather than accomplishing it in-
house.

Contracting officers should challenge dependence on cost-reimbursement contracts as the 14
contingency matures.

Including liquidated damages in a contingency construction contract must be based on the 14
government’s best interest.

Difficulty in contract closeout should be anticipated. A special project delivery team should be 14
formed for closeouts focused on requests for equitable adjustments, customer interface, and
reporting.

Provide job position return rights to any federal employee volunteering to deploy. 15

Timing, tour lengths, and number of Schedule A employees must be carefully considered to 15
coincide with the decrease and eventual end of the contingency operations.

Consider using contractor personnel for selected activities to mitigate effects of high personnel 15
turnover.
USACE must tailor command and support relationships specifically for each deployed forward Annex A

engineer support team (FEST), which requires thoughtful consideration of anticipated missions,
threat level, etc.

Consider creating engineer reconnaissance teams able to prioritize in-theater requirements for Annex A
reconstruction. These teams could report to forward engineer support teams—advance (FEST-
As), the leaders of which would, in turn, consolidate their inputs and forward them to the
appropriate headquarters.

Collecting liquidated damages from contractors in the United States Central Command area of Annex B
responsibility is often not effective.

IT support personnel should remain on-site at the area office, ensuring adequate mission support. Annex B

11
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Enduring Lessons: Adapt (continued) Chapter

Only fully trained personnel are deployed during the drawdown — operating tempo precludes Annex B
drawdown on-the-job training.

The CED may want to establish a liaison officer (LNO) closeout position, or a closeout surge Annex C
team dedicated specifically to closing offices at each FOB.

USACE offices should close before their FOB Defense Reutilization Management Office, if Annex C
possible, to avoid transporting equipment for turn-in to other FOBs.

Intermodal storage containers may cause excessive problems during drawdown. These Annex C
containers tend to fill with miscellaneous equipment that requires disposal before the container
may be turned in.

Because ommunications equipment often has special handling, accountability, and disposal Annex C
requirements, and the CED does not have assigned signal personnel, the CED commander may
quickly run into trouble during the drawdown.

Creating cross-functional project closeout teams helps ensure proper physical, financial, and Annex E
contractual closure.

4.2 Principle: Design Sustainability

Table 2 A-2. Enduring Lessons: Design Sustainability

Enduring Lessons: Design Sustainability Chapter

Fairly or unfairly, critics will hold the construction agent responsible for the success and even 3
the usefulness and benefits of the project. USACE personnel should advise customers on
project efficacy, usefulness, and linkage to the overall campaign strategy, as well as engineering
concerns.

Define the project requirements with the customer early to ensure the project will most 3
efficiently achieve its desired effect.

USACE elements must clearly define customer requirements and help customers sustain 6
reasonable expectations.

The ease and simplicity of land disposal largely depends on the thoroughness of the land 9
acquisition.
Establish environmental practices early in the contingency mission to minimize environmental 9

incidents and support consistent, expeditious corrective actions.

Reducing fuel consumption reduces personnel risk and improves operational and fiscal 9
efficiency.
Early in the contingency mission, plan to transition to power distribution grids and centralized 9

power generation plants versus spot generations.

12
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Enduring Lessons: Design Sustainability (continued) Chapter
Create a plan to monitor and collect energy use data early in the contingency. 9
Every major acquisition strategy is examined with great concentration on second- and third- 14
order effects.
The contracting officer must anticipate and oppose contractor corruption and fight insurgency 14
support.
CCMDs are encouraged to develop nation-specific building codes to avoid inappropriate and 14
impractical construction and design specifications.
Explore directly hiring local nationals early in the contingency operation. 15

4.3 Principle: Develop Capacity

Table 2 A-3. Enduring Lessons: Develop Capacity

Enduring Lessons: Develop Capacity Chapter
Successful construction management in high-risk environments depends heavily on local 3
nationals.
Capacity development is fundamental to effective governance, capability enhancement, 10

enhanced ownership, and successful program and project sustainability.

Capacity development efforts must be specifically authorized by law, and will almost always 10
require separate funding that cannot be commingled with dedicated project funds.

Frustration and friction occur when USACE cannot meet the customer’s needs with the local 10
skills and resources available, and when the customer cannot or will not fund the required
training and mentoring.

Determine which projects would be more suitable as capacity development or training vehicles 10
based on delivery timelines and project priority.

As early as possible, inform customers if a project may involve capacity development. For these 10
projects, advise customers that up front training in U.S. methods may ensure best chances for
long-term project success.

Developing nations require time and training to meet U.S. construction standards. 10

Project scope may affect the local contractor’s ability to complete projects; letting numerous 10
smaller projects may be better than letting a single large one to a local firm.

Account for cultural differences when determining a project’s most effective capacity 10
development features.

Contracting with local nationals as quality assurance (QA) personnel brings many benefits to 14
USACE projects and programs.

13
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Enduring Lessons: Develop Capacity (continued) Chapter
The local national quality assurance representatives (LNQARSs) trained by USACE become Annex C
especially important in the CED’s drawdown, because as personnel decrease, visiting project
sites with U.S. personnel becomes more difficult.
The LNQARS can be essential in preventing and reporting HN corruption. Annex C
4.4 Principle: Integrate Command and Effort
Table 2 A-4. Enduring Lessons: Integrate Command and Effort

Enduring Lessons: Integrate Command and Effort Chapter
Although USACE is not ultimately responsible for project selection within the purview of the 3
overall campaign, USACE personnel often possess critical information and perspective that can
predict project success or failure. Communicating this information to stakeholders, formally
and informally at all levels, can greatly enhance reconstruction campaign success.
The supporting missions that are outside of the contingency engineer 4
district’s core competencies come at the expense of quality, schedule, budget,
and safety to the core missions.
Only assume missions supporting the CCMD’s campaign plan, counterinsurgency strategy, or 4
stability operations.
Transparent and clearly understood command relationships are vital to mission effectiveness. 5
Use standard joint doctrinal organizations to integrate deployed USACE organizations into the 5
joint task force.
CEDs must deploy as part of a larger, coordinated effort. Units are not sent into the field 5
without an overarching command.
While each stakeholder has a reconstruction objective influenced by its own perception, 6
successful leaders will understand and communicate the interdependence of these objectives.
Without unity of effort, each stakeholder operates independently, increasing the likelihood of 6
misunderstood requirements, timelines, and objectives.
Reconstruction requires leaders and staffs to establish and maintain an appropriate relationship 6
with the mission proponent, and to communicate with and understand the interdependent
objectives among the various centers, commissions, staffs, augmentations, field offices, and
agencies.
USACE and USAID should develop joint policies for civil works programs to leverage 6
technical capabilities and resources (e.g., water, energy, schools).
USACE elements must clearly define customer requirements and help customers sustain 6

reasonable expectations.
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Enduring Lessons: Integrate Command and Effort (continued) Chapter

Leaders at every level must involve public affairs office staff in key meetings to help focus the 6
communication processes for contingency districts, and their missions and projects.

USACE’s deployed elements must understand and incorporate its branding requirements into 6
external materials and products to the maximum extent possible.

The contingency division should oversee any district social media sites (such as Facebook, 6
Twitter, LinkedIn, etc.) to maintain administrative continuity and ensure adherence to
applicable law, regulation, and policy.

The contingency division and districts must network with participating government offices, 6
bureaus, and agencies to share information, operations plans, and activities to leverage each
other’s efforts.

Program objectives must satisfy both the contingency mission and the USACE and Army 8
campaign plans.

The program manager (PgM) must understand the USACE campaign plan and communicate it 8
to contingency mission leaders.

Because they fully understand the contingency engineer mission, PgMs should help shape 8
communications and public affairs statements relating to the construction mission.

Decreasing delivery times is perhaps the most important value that USACE PgMs can bring to 8
the customer.

USACE PgMs must quickly integrate with clients, customers, and stakeholders to align and 8
integrate program management and create value for those USACE supports.

PgMs should know, monitor, and forecast program workload and the relationship of workload 8
to workforce requirements and project delivery schedules.

The most important aspect of a QA and quality control (QC) program is regular work site visits 8
by the project engineer.

Fully understand all agreements, laws, and policies are fully understood regarding land use in a 9
HN to expedite USACE use and return of real property.

The USACE real estate function typically serves the CCMD and should align in the 9
organization to best serve the CCMD.

The number of USACE-related projects may not accurately represent real estate-related actions 9
because the function involves many more activities than USACE construction.

Real estate professionals should determine the appropriate owner by reviewing the nation’s 9
laws in coordination with internal USACE staff attorneys.

The contingency division should coordinate and guide all USACE operational energy efforts to 9
prevent effort duplication and conserve resources.
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beginning of the operation.

Enduring Lessons : Integrate Command and Effort (continued) Chapter
Strategic relationships enable USACE to communicate its capabilities and skills in relation to 10
customer and battlespace-owner goals and objectives.
Private security company contract success depends on an effectively written performance work 11
statement. All stakeholders (program management, operations, intelligence, legal, logistics, and
contracting) should participate in its creation.
Commanders must identify priority intelligence requirements — information about the enemy, 11
environment, or situation the commander needs to achieve the mission.
USACE personnel, particularly those operating regularly in the field, should become familiar 11
with the local battlespace owner’s priority intelligence requirements.
Analysts should produce intelligence with releasability in mind, developing information at the 11
lowest possible classification level from the start of operations.
Geospatial information system and intelligence, surveillance, and reconnaissance assets help 11
manage all phases of construction projects in austere environments.
Systematically connecting people to information (such as knowledge management) is critical to 11
contingency operation success.
Establishing priority for coordinated logistics support requires negotiation upon arrival in 12
theater. This task should be accomplished as early as possible.
The CED should have a property book officer (PBO) or PBO representative in theater with full 12
permissions to manage the property book.
Sourcing officials are stakeholders in choosing the proper labor category and can highlight 15
advantages of using military and/or contractors for specific functions vice sourcing and staffing
with civilian government employees.
The contingency division should formally present unique support requests to the headquarters 15
G-3 to determine if USACE can support the mission.
Meeting with the contractor inside the secure USACE office compound is key to resolving Annex B
issues identified during the site visits and to establish an effective working relationship with the
contractor.
Pay attention to local HN authorities for indicators about corruption, security, utilities, and Annex B
local sentiment about the project. This knowledge, along with establishing rapport with the
HN’s armed forces and police, can save lives.
The CED must coordinate its own drawdown with the theater operational drawdown. Annex C
The CED should publish its drawdown operation order about a year before its projected closing Annex C
date.
A PBO, or a representative with full permissions, should be in theater with the CED from the Annex C
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Enduring Lessons : Integrate Command and Effort (continued) Chapter

The joint task force mandated overall numbers of personnel in theater. These numbers drive the Annex C
personnel drawdown in the CED, followed by project and program completion.

The Joint Programs Integration Office primarily focuses on programming and integration rather Annex D
than project or construction management.

The CED and enduring district must deliberately map program and project management Annex E
transition processes, anticipating differences between organizations’ structures and assignment
of responsibilities.

A quarterly review of all project beneficial occupancy dates facilitates project status Annex E
transparency and delivery timeline certainty with customers and other stakeholders.

4.5 Principle: Maximize Reachback

Table 2 A-5. Enduring Lessons: Maximize Reachback

Enduring Lessons: Maximize Reachback Chapter

For success, reachback support must be customer-oriented, transparent, responsive, 7
economical, and link together multiple systems.

Minimize workload on deployed staff and resources by engaging reachback mechanisms at the 7
beginning and throughout the contingency operation.

The contingency division should solicit support and initiate non-project funding early in the 7
contingency operation to ensure supporting districts devote personnel, receive training, and
provide reachback support.

Successful reachback requires a smooth and easy request process and rapid response by the 7
supporting unit.

In its oversight role, the contingency division must act as the reachback assignment coordinator 7
between the supported and supporting districts.

Reachback cells provide rapid support using pre-established relationships between the 7
supporting and supported districts.

Use reachback to assist in information management (IM) and IT administrative requirements to 12
keep deployed IM and IT assets focused on the deployment mission.

Reachback is employed early in the contingency to reduce the mission’s risk, hazard exposure, 15
and cost.
The family readiness network prepared deployees’ families to function independently, allowing 15

USACE employees to fully focus on the mission.

CONUS-based personnel recruiting and hiring are used to allow deployed assets to focus on the 15
contingency mission.
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Enduring Lessons: Maximize Reachback (continued) Chapter
Contingency-specific hiring processes are included in deployment training for supervisors. 15
Use an Administrative Personnel Processing Office to standardize and centralize personnel 15
processing in support of OCO missions.

4.6 Principle: Standardize Processes

Table 2 A-6. Enduring Lessons: Standardize Processes

Enduring Lessons: Standardize Processes Chapter

Division-level leaders retain authority to accept programs on behalf of USACE. 5
When the contractor establishes a comprehensive QC plan and executes that plan completely 5
and systematically, the result is quality construction while easing the QA burden on the
government.
Properly identifying the authority having jurisdiction over the building code for a project 5
before construction begins can prevent costly retrofitting later.
Consistently employing standard designs is key to streamlined project management and QA in 5
a contingency operation.
Provide clear guidance for photograph archiving procedures, including information 6
by date, location, and primary persons in photographs.
Develop processes early to identify and retain historical materials relating to contingency 6
district mission, staff, and operations.
Maximizing USACE standard business processes and reachback streamlines operations, 7
reduces the footprint forward, and ensures information continuity.
Use and train on a common project management tool (such as the Project Management 7
Business Process Automated Information System Austere) available for use in CONUS and
OCONUS.
Enforce use of standard engineering designs. 7
Use the Theater Construction Management System to reduce design and operations and 7
maintenance costs for the HN.
Always deploy contingency districts with a suite of integrated standard business processes. 7
The contingency division and districts will not use USACE financial management system to 7
process financial transactions for any other agency.
Early in a contingency, USACE must establish the means by which the program will be 8

governed, including reporting format and frequency, situation reports, project management
reviews, steering committee, etc.
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Enduring Lessons: Standardize Processes (continued) Chapter

Use the established contingency program management review briefing format as a starting 8
point for reporting construction status during future contingencies.

Early in the program, the PgM should plan and conduct a checkpoint review of the financial 8
management apparatus and identify the program’s specific needs and requirements.

Develop standard business practices and continuity books with lease forms early in the 9
contingency.
Use existing contracts to assist and standardize operational energy efforts, especially during 9

initial deployment stages when energy requirements are still maturing.

USACE should establish clear standards for when spot generation should cease and centralized 9
power generation begin.

USACE must maintain appropriate property accountability and stewardship of government 12
equipment. Assign a PBO and establish property accountability early.

Prioritized equipment moving into theater to avoid overtaxing the transportation system, 12
distribution channels, and the on-FOB storage capacity.

Data backups are critical to support information requests that may come weeks, months, or 12
years after the mission’s end.

Standard fiscal law principles remain unchanged during contingency operations. 13
USACE may only obligate funds in accordance with its own authority. 13
Standard contracting rules continue to apply during contingencies; contracting professionals 14

must adhere to these rules even when under operational pressure to obligate and award.

HQUSACE and the contingency division should establish a standard and consistent 15
deployment policy for all USACE elements.

Haphazard accountability procedures during the stand-up and sustainment phases create Annex C
negative consequences during the drawdown as property receipts are reconciled. Avoid costly,
potentially career-damaging financial liability investigation for property loss by maintaining
good property stewardship throughout the operation.

Most logisticians agree that using the FOB-provided life support offers the greatest simplicity, Annex C
especially during drawdown.

Without appropriate information archiving and knowledge management, even the most basic Annex C
information about USACE’s contingency contributions may be difficult to discern later,
including number of projects, program values, personnel involved, and combat losses of
contracted personnel.

Locating appropriate project documentation is often the most difficult closeout task. Annex E
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Enduring Lessons: Standardize Processes (continued) Chapter
Mandating USACE Resident Management System use or all project recordkeeping can Annex E
significantly mitigate the frustration of locating closeout documentation.
The CED should establish the timeline for final project delivery as early as possible, allowing Annex E
time to consider whether completing the project as awarded, descoping, or terminating the
contract is in the best interest of the government.

4.7 Principle: Train
Table 2 A-7. Enduring Lessons: Train
Enduring Lessons: Train Chapter

Commit embedded planners (e.g., field force engineering, LNOs) to military and interagency 3
organizations during non-contingency periods.
Between active contingencies, maintain a division structure to continue minimal operations and 5
be able to surge to meet future contingencies.
USACE and DOD must codify and exercise USACE battlefield structure before supporting a 5
contingency.
Integrating the theater engineer commands with USACE on the battlefield requires exercising 5
this operation in peacetime and ensuring the theater engineer commands’ deployable command
posts are written into CCMD operations plans.
USACE divisions must sustain relationships and interactions with key interagency partners 6
between contingencies.
Whenever possible, USACE electrical engineers should also have generator experience. 9
USACE must communicate, plan, and train with its military CCMD partners in peacetime to 11
ensure it is included in CCMD-level operations plans.
Codify the support relationship between USACE and supporting commands or agencies in the 12
CCMD and subordinate elements’ operation plans.
Conduct weekly secure video teleconferences with the FEST-A to disseminate information Annex A
and lessons from previously deployed teams, address concerns, and provide visibility and
assistance in predeployment requirements.
The FEST commander should distribute the specific predeployment duties among the team Annex A

members, ensuring the burden does not rest solely on the team leadership.
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Chapter 3

USACE Contingency Elements:
Mission, Organization, and Operational Phases

Introduction

This chapter provides an overview of the United States Army Corps of Engineers’ contingency
elements (UCEs) used to respond to overseas contingency missions and created in response to
past contingencies. It also introduces UCEs’ functions, organizational structures, and how they
function within the joint operational phases. The main United States Army Corps of Engineers
(USACE) operational activities — stand-up, sustained operations, and drawdown — are also
introduced.

1. Responding to Contingency Requirements

Capability (organic and contractual) and readiness are the two functions required to meet military
contingency operation requirements. During a contingency operation, the supported geographic
combatant command (CCMD) usually formulates and then communicates mission requirements
to the Headquarters, United States Army Corps of Engineers (HQUSACE). HQUSACE then
analyzes the mission and may deploy small teams of subject matter experts (SMEs). The SME
teams either satisfy the mission requirements or determine the requirement’s magnitude, and
communicate this to HQUSACE. HQUSACE then deploys the appropriate teams and/or units
into the contingency theater to fulfill the mission. USACE’s support to the contingency mission
can range from providing engineering solutions using the reachback process to stand-up multiple
contingency engineer districts (CEDs).

1.1 USACE Organizational Structure to Support Military Contingency Missions

Operation Iraqi Freedom (OIF) and Operation Enduring Freedom (OEF) presented USACE with
immediate and significant reconstruction missions. During these operations, USACE gained
experience and clarified its operating concepts and principles for overseas contingencies. Based
on this experience, USACE developed five UCEs to respond to contingencies and meet the
mission requirements. These five UCEs included:

1. Forward engineering support team-advance (FEST-A) or reconnaissance team
(RT). USACE will send one of these two teams forward to respond to the contingency
mission’s initial stages. Annex A, Forward Engineering Support Team-Advance,
discusses forward engineering support teams (FESTs) in greater detail.
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2. Advanced echelon (ADVON) team. The ADVON team deploys after the initial
elements if the mission requires increased capacity. The ADVON team may initially be a
small element that could grow into a CED.

3.CED. The CED is the primary USACE element that responds to major military
contingencies. Chapter 4, Contingency Engineer District, includes the CED organization

and mission. Many of the other chapters in this playbook give greater detail on specific
CED functions.

4. Contingency division. The contingency division provides command oversight and
major subordinate-level control over the district and any other deployed UCE. Any of the
USACE divisions may become a contingency division if a military contingency occurs
in their area of responsibility (AOR). Chapter 5, Mission Command and the Contingency
Division, discusses the contingency division’s organization and mission.

5. The Joint Programs Integration Office (JP1O). The JPIO forms from an initial
HQUSACE augmentation team that integrates the USACE construction mission with
the joint task force (JTF) and host-nation (HN) mission and requirements. The JPIO
interacts with JTF command and staff elements, and ensures the USACE construction
efforts appropriately integrate with other theater construction efforts. Annex D, Program
Integration Above the Contingency Division, further discusses the JPIO organizational
structure.
1.2 Capability
Each overseas contingency mission will have unique characteristics, including indigenous
resources, culture, local capacity, etc. The USACE Overseas Contingency Operations Playbook
discusses how USACE assigns responsibilities and distributes functions among the UCEs, how
it responds to contingencies, and how it provides support and services to military operations and
the HN. The UCEs support the warfighter with:
» USACE technical expertise

* Roads, water, and power (counterinsurgency operations success depends on
infrastructure development)

* Contract construction authority and capability
+ Contingency experience and expertise

* Ability to manage a large volume of work

» Expeditionary civilian workforce

» HN support capability

» Developing water resource capabilities

Each UCE mission nests within the mission of its higher organization.
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1.3 Organizational Structures

The CED’s organizational structure evolves with mission stages; the response depends on the
mission. Figure 3-1 shows a typical progression of contingency operations. The initial elements
analyze the mission and determine if it warrants a larger element. The CED’s organizational
staffing structure incrementally increases as the contingency evolves. Generally, the first

step is deploying an initial element that analyzes and responds to immediate theater mission
requirements within its capabilities. This initial element should contain all the basic USACE
district operational elements needed to establish initial operating capability. It could be an RT or
FEST-A attached to the supported military unit with a composition tailored to the mission. As
requirements increase beyond the initial element’s capacity, it transitions in size and structure
from initial operating capability into full operational capability. The initial operating capability
element provides initial, limited support. Once fully staffed and operational, the CED can support
the full spectrum of construction and engineer mission requirements.

T Increased capacity

Contingency
Engineer
ADVON District
® team

e FEST-Aor
Recon team

Increased deployment time required

>

Figure 3-1. Organizational progression of the contingency engineer district
Reconnaissance Team

The RT (see Figure 3-2) may deploy to support military contingencies or humanitarian missions.
The RT has no organic force protection or transportation assets, and fully relies on the supported
command for these services. While not an RT member, the mission integrator works to integrate
the RT into the mission, facilitating support agreements with the ground forces and assisting the
supported command to define its engineer requirements.
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Critical Service L.
SME Mission Integrator
Team Lead 06/COL
Blanncr Civil/Structural Intelligence Any additional
Engineer Specialist required SME

Figure 3-2. Standard reconnaissance team composition
Forward Engineer Support Team-Advance

The FEST-A organization (see Figure 3-3) may serve as the initial element in a military
contingency or humanitarian mission and defines the mission for the follow-on force. The FEST-
A’s mission integrator is not organic to the team, but integrates the FEST-A into what could

be the initial stages of a major military contingency. The FEST-A prepares for the potential
establishment and arrival of the CED ADVON team. In addition to preparing for follow-on
elements, the FEST-A can manage projects within its capacity.

Mission
O|C1(2'\BAAJ) Integrator
06/COL
NCOIC (SFC) |
12H40
[ | I I I 1
: ; ; Civil/ -
Electrical Topographical Mechanical . Civil/Structural
- : ; : Environmental :
Civil Engineer Engineer Engineer . Engineer
: Engineer
Engineer

Figure 3-3. Standard forward engineer support team-advance composition
Advanced Echelon Team

If the contingency mission demands more capability than the FEST-A can manage, the
supporting USACE division may request to deploy a complete engineer district forward. In this
case, the first step to deploying the CED is to the send its ADVON team into theater (see Figure
3-4); the ADVON team only deploys if HQUSACE expects to stand up a complete district in the
theater of operations. The ADVON team comprises the initial elements of the CED and prepares
for the CED’s arrival.
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ADVON CED (2)
1x06 CDR
1x E9 SGM

HHD (5)
1x04
1xE8
1 X PBO/LOG Tech (GS 1640 12)
1 xRE Tech (GS 1170 12)
1 x ENVST Tech (GS 0801 12)

. Mission Support (8
Programs (5) Business () e e A 1xHR (GS 03?): 12/1(3))
. X
. 1 x Director (GS 0801 14/15) 4 x Project Engr (GS 0801 12/13)
1 x Director (GS 0801 14/15) 4 x KO (GS 1102 11/12)
2 xRM ( GS 0505 12/13) 4x QA/QC (GS 0809 9/11)
4 x Prog Mgr (GS 0340 12/13) 1x1M (GS 2210 12)

1xPAO (GS 1035 11)
1xIntel (GG 013212/14)

Figure 3-4. Standard contingency engineer district advanced echelon team composition

Contingency Engineer District

As the mission progresses, the ADVON team integrates additional personnel as necessary
and becomes a fully operational CED (see Figure 3-5). Its organizational structure resembles
a typical USACE district with augmented military personnel in several key positions that
require military expertise, engagement with resident military units, and management of
military members (see Figure 3-6). These positions include the headquarters and headquarters
detachment, the area and resident office officers in charge, and others.

Figure 3-5. Contingency engineer district personnel at the Transatlantic Division
Afghanistan Engineer District-South

27



CENTER FOR ARMY LESSONS LEARNED

Information Mgmt.

Logistics Mgmt.
District

Commander Human Resources
Public Affairs
G2 Deputy District
Yeputyblsuice Program Command Movement Control
Commander 3
Manager Sergeant Major
Safety
HHD Program Business Eneineey Internal Review

Services

Commander Management Management
Management

Operations/Intelligence

Engineering Construction

Area Office A Area Office B Area Office C Area office D

Resident Office Resident Office Resident Office Resident Office Resident Office Resident Office Resident Office Resident Office Resident Office

Figure 3-6. Standard contingency engineer district composition.
Contingency Engineer Division

OIF and OEF helped USACE establish its process to stand up and deploy a contingency engineer
division. Although the playbook mostly discusses experiences of the Transatlantic Division
(TAD) in the United States Central Command (USCENTCOM) AOR, all USACE divisions

are potentially contingency divisions if an emergency occurs in their associated CCMD AOR.
For example, a contingency mission in United States Africa Command AOR would involve the
North Atlantic Division rather than TAD. However, certain aspects of any outside the continental
United States contingency mission would remain with TAD if so directed by HQUSACE.
Chapter 5, Mission Command and the Contingency Division, discusses the division in greater
detail.

Joint Programs Integration Office

Directly supporting the theater engineer, the JPIO manages JTF Title 10 programs, directly
linking with stakeholders, including USCENTCOM, United States Army Central Command,
Assistant Chief of Staff for Installation Management, the U.S. Embassy, United States Agency
for International Development, in-theater USACE elements, and reachback districts and
centers. The JPIO focuses on programming and integration rather than project or construction
management.

Establishing the JPIO occurs in steps. At the beginning of contingency operations, USACE uses
an element called the HQUSACE augmentation cell to initially source the contingency division.
The augmentation cell is the initial deployable team that shapes the deployed contingency
division forward.
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After the contingency division presence is established, personnel from the augmentation cell
form the JPIO. More information about the JPIO is included in Annex D, Program Integration
Above the Contingency Division.

1.4 Readiness

Readiness is the second key component of USACE’s success in the contingency operation.
Because USACE is primarily a civilian-staffed organization, maintaining deployment readiness
creates unique challenges compared to standard military units. Contingency operating tempo may
not allow sufficient time to deploy all required skills into theater. Many USACE employees who
are willing to deploy may be unavailable because of work on priority projects or programs in
their home offices. USACE divisions should maintain and periodically update a personnel roster
that includes required contingency skill sets (e.g., electrical, petroleum, water, environmental)
and individual deployability. USACE personnel can be battle-rostered at large against the CED
table of distribution and allowances.

As the contingency matures, the CED mission and structure evolves. Planning and preparing for
different phases of the contingency early in the process can mitigate uncertainty and risk, and, in
turn, enhance the CED’s capability and readiness to respond.

2. Mission Integration

During operations in Iraq and Afghanistan, USACE discovered it held a pivotal role as both a
formal and informal integrator in stability operations. During OEF, USACE established the JPIO
to formally interact with the JTF and customers and stakeholders on the program and campaign
levels. The JPIO is critical for ensuring USACE’s role in the HN’s reconstruction efforts is
integrated with the roles of other stakeholders and interagency partners.

Before the JPIO’s establishment, a member of the USACE team would sometimes discover that
another in-theater agency had a similar planned or ongoing project co-located with USACE’s
project. The JPIO is able to deconflict these projects, eliminate redundancy, and reduce waste by
communicating with other construction partners at a campaign level.

Enduring Lesson

Although USACE is not ultimately responsible for project selection within the
purview of the overall campaign, USACE personnel often possess critical information
and perspective that can predict project success or failure.

Communicating this information to stakeholders, formally and informally at all levels,
can greatly enhance reconstruction campaign success.

2.1 Adyvising the Customer on Engineering Effects

USACE must advise the customer on potential engineering effects, and ask the customer
questions about the linkage of a project to the campaign strategy (see Figure 3-7, showing the
life cycle of a USACE project). Because USACE is a contract construction agency, it does not
strategically plan stability operations, nor does it decide which construction projects provide the
greatest benefit to the HN and/or the JTF campaign.
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Customer/stakeholder determines a priority for nation building and
construction.

Feedback Customer/stakeholder engages USACE as its contracted construction agent. (
to No
customer ( feedback
and stake- . . . )
holders . ' USACE contracts, manages, oversees, and delivers a major project, probably //
funded by U.S. taxpayers.

I Final product turned over to customer/host-nation recipient.

Possible
outcomes

Customer and
possibly

taxpayer funds
A wasted A

Probably /  US. : Local

little media [ taxpayers ERE
coverage Sanenedhuiin lose faslth in
fundsuse | us.

Feedback mitigates potential project failure

Figure 3-7. Flow chart showing the life cycle of a USACE project

The customer who provides the project funds is responsible for assessing the project benefits.
During OIF and OEF, USACE engineers and leaders often found they possessed unique
perspective and critical information that could predict project failure or success. Passing

this information to the stakeholders, both formally and informally, is key to project and
reconstruction success. While the JPIO fulfills USACE’s formal integration role, USACE team
members at all levels can enhance project success by communicating potential project issues and
efficacy to the appropriate person.
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Enduring Lesson

Fairly or unfairly, critics will hold the construction agent responsible for the
success and even the usefulness and benefits of the project.

USACE personnel should advise customers on project efficacy, usefulness, and linkage
to the overall campaign strategy, as well as engineering concerns.

2.2 Project Selection and Execution

During OIF and OEF, investigators and the popular media criticized USACE for expending
resources, effort, and funding, and endangering lives building projects that, ultimately, the
HN did not use. However, USACE’s formal role is ensuring the customer’s project is built to
standard, on time, and within budget — not deciding what the customer should build.
Although the decision to commit funds is ultimately the customer’s, USACE professionals
should ask questions and discuss the project with the customer before project initiation. Some
discussion topics may include:

* Addressing critical planning elements (i.e., the “Six Pack™). These elements are used
to guide the project delivery team from initiation and planning to request for proposal
development and, ultimately, to contract award. These elements include:

o Agreement on scope of requirements

o Appropriate project site

o Validated funds available

o Available water supply and other utilities such as electrical, gas, and sewer
o Physically accessible location

o Situationally secure construction location

* Asking the customer how the planned project links with the overall campaign and
stability operations strategy

» Asking the customer how a given project fits with the local commander’s plan

 Using appropriate designs that the HN can sustain

Enduring Lesson

Define the project requirements with the customer early to ensure the project
will most efficiently achieve its desired effect.
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3. Mission Command Versus Customer Relationships

USACE must leverage its authorities and organization to flexibly complement the overseas
contingency operations organization, changing to adapt to operational conditions and demands.
USACE reports to the supported command as well as to its internal USACE chain of command.
JTFs are organized under the supported CCMD. The engineer command structure within the JTF
must provide comprehensive situational awareness including logistics, intelligence, and staffing.
USACE, the Air Force Civil Engineering Center, Naval Facilities Engineering Command, and
military construction forces’ resources should be responsible to, if not assigned and reporting to,
the supported command to support the vision. The different joint and interagency organizations
must participate to achieve unity of effort. Chapter 5, Mission Command and the Contingency
Division, and Chapter 6, Unity of Effort and Stakeholder Engagement, further discuss mission
command.

3.1 Command Relationships

USACE divisions may become operationally controlled by their supported CCMD during a
contingency. The operational area commander will assume operational control (OPCON) of the
initial USACE elements and will define the mission requirements for the initial deployed team
and the CED. The supporting USACE division retains administrative control of all elements
related to its mission so it can provide USACE-specific administrative support requirements.

The JTF or theater commander retains OPCON of the deployed assets and may further delegate
the command relationship to subordinate commanders. Table 3-1 shows a mission command
structure for USACE’s deployed assets.

Table 3-1. Typical mission command structure for USACE’s deployable assets

Mission Command Structure, USACE Deployable Assets

Unit Relation To Delegated To

FEST-A OPCON *JTF Direct support OAC

RT OPCON *JTF Direct support OAC

ADVON OPCON *JTF TACON Supporting
USACE
division

CED OPCON *JTF TACON Supporting
USACE
division

The supporting USACE division retains administrative control responsibility for USACE-specific support
requirements for the FEST and the RTs. Because of their direct support to the operational environment owner, the
operational environment owner will provide all logistical requirements to support their mission. The district and
the ADVON team logistical requirements are all project reimbursable.

*If the mission does not use a JTF, an element would be assigned to the senior theater command.
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3.2 Customer Relationships

USACE’s reimbursable business model dictates that its customers often include high-level
institutions such as other U.S. government agencies and governments of foreign nations. Though
appearing similar, command relationships and customer relationships are inherently different.

Enduring Lesson

Only address issues related to construction projects when
engaging with host nation leadership.

4. Monitoring and Oversight

Division-level oversight is similar in contingency and noncontingency environments.
Appropriate oversight requires a forward command presence. Any USACE division may
ultimately act as a contingency division if an operation occurs in its AOR. Unlike the
noncontingency environment, the contingency USACE leadership must have clearly defined
roles and relationships with the tactical engineer commanders in theater. Contingency elements
should maintain the standard USACE monitoring and oversight model from HQUSACE division
(major subordinate command) districts.

The JTF’s joint engineer (J-ENG) cell oversees the tactical engineer elements in theater. The
contingency division commander and the J-ENG director must interface seamlessly to ensure
consistent mission command. The JPIO represents USACE and external engineers at meetings
but may call on district staff through the contingency division.

The JTF determines the specific maneuver engineer oversight structure; this element will likely
be the Joint Force Engineer Command organization or similar theater command structure. The
USACE contingency division and the engineer maneuver units must link solidly within the JTF
structure (see Figure 3-8). More information about the command oversight structure can be
found in Chapters 4, 5, and 6, and Annex E.
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Figure 3-8. Engineer organizations in a contingency operation

5. Combatant Command Operational Phases

USACE’s role in the contingency operation changes with very distinct phases, differing greatly
from one another. Generally, the contingency can be categorized in six CCMD/USACE phases;
UCE activities overlap and roughly coincide with these phases in three general processes that

consist of stand-up, sustained operations, and drawdown (see Table 3-2).
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Table 3-2. General alignment of combatant command and USACE phases and USACE
contingency element activities

PHASE | PHASEI | PHASEII | PHASE | PHASEIV | PHASEV
0 I
Enable

ChIY Shape Deter Seize Dominate Stabilize civil

Phases i

authority
USACE Deploy Deploy Dep!oy -
Shape engineer engineer main Transition Redeploy
Phases
team detachment body
UCE Sustained

Activities SHid Operations DI

The following sections introduce the phases and refer to other locations within the playbook
for further details. The three UCE processes are highlighted first, followed by a more specific
discussion of the six CCMD phases. Each contingency has specific trigger points that carry
the operation from one phase to the next. While these triggers vary with the operation, some
potential trigger points are included at the beginning of the section.

5.1 USACE Contingency Element Stand-Up

The UCE stand-up activities coincide with the first four CCMD operational phases.

Trigger Point: Receipt of Mission

Although this phase begins with the receipt of the contingency mission, pre-contingency
planning, training exercises, and mission rehearsal exercises are crucial to preparation.
Participating in planning, coordination, and training allows the contingency division and CED to:

 Understand, develop, and identify triggers

* Identify and request funding

* Integrate the contingency division and CED into the CCMD plan

* Develop initial engineer organization (relationship with the JTF)

(Note: Liaison officers can perform many of these functions for USACE elements.)
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Enduring Lesson

Commit embedded planners (e.g., field force engineering liaison officers) to military and
interagency organizations during non-contingency periods.

The initial entry of a USACE organization in a contingency operation sets conditions for a larger,
more capable, follow-on organization. The initial engineer organization may be a reconnaissance
element or FEST. The contingency division must plan with its CCMD to identify the appropriate
initial engineer organization and integrate it with the JTF in theater, while also considering how
the CED will integrate into full-spectrum operations. Chapter 4 discusses the initial USACE
elements and their transition to a fully operational CED.

Transitioning from the Initial Element to the Contingency Engineer District
Determining the transition triggers from an initial organization to a full CED requires
deliberate planning to match the anticipated mission requirements to resources and capabilities.

Considerations include the following:

* Indentifying who has the Department of Defense-directed contract construction
mission in the AOR

 Anticipated operational duration
 Specific USACE expertise required (e.g., contract construction, real estate)
» Reachback functionality and capability

» Other lead engineering elements in theater such as the Theater Engineer Command/
deployable command post or another service acting as the lead agency

« Sufficient workload to support an entire district
Phase 0: Shape — Assess and Coordinate

Phase 0 is a pre-initiation phase and includes all planning efforts. This phase is sustained until
the plan is executed at which time Phase 0 ends. The objective and desired effects are to integrate
USACE processes into the CCMD and the CCMD’s contingency plans and to implement
USACE engineer capabilities.

Phase I: Deploy Reconnaissance Teams to Validate and Assess Engineer Requirements

Phase I begins upon deployment of the first RTs. Phase I is sustained during the conduct of
their mission. The RT’s recommended action for future deployment teams will determine if this
mission will transition to Phase II. Phase I ends upon issuance of a “prepare-to-deploy’ order
for the ADVON team. The objectives and desired effects are to deploy SMEs to assess the on-
ground situation. The assessment includes the operational environment for follow-on forces and
the requirements for follow-on USACE capabilities.
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Phase II: Deploy Advanced Echelon Team to the Area of Responsibility

Phase II begins upon issuance of prepare-to-deploy order for the ADVON team. This phase is
sustained throughout the mission until the arrival of the main body into theater at which time
Phase II ends. The objectives and desired effects are for the engineer detachment team to deploy
to:

Establish a forward base for follow-on USACE capabilities
» Refine the current mission requirements

+ Initiate the engineer common operating picture by recognizing the current tasks

Fulfill other requirements where USACE can assist and determine a rough order of
magnitude for future USACE capabilities

Phase III: Deploy the Engineer Detachment Main Body to Assume Mission Command of
USACE Elements in the Area of Responsibility

Phase III begins with the main body’s arrival in theater. This phase is sustained throughout the
mission until the construction has reached a period where new construction is no longer initiated.
Any residual construction project continues the transition to its end, but the projection of no new
construction triggers the end of Phase III and the beginning of Phase IV, though existing projects
continue through completion. The objectives and desired effects are to deploy the main body of
the required capability (the size and composition may range from a single project office up to and
including one or more CEDs). The required main body’s capability can vary.

5.2 USACE Contingency Element Sustained Operational Phase

The CED enters the sustained operational phase when it can deliver sustainable engineering and
construction services meeting the theater campaign plan’s goals and objectives. Potential trigger
points for determining sustained operations include the following:

* An 80 percent personnel staffing level

» Number of project pre-awards is less than or equal to the number of projects in
execution

* The threat situation allows for expanded operations
» Other trigger points as determined by the command

Most of this playbook discusses the role of the CED in the sustained operational phase.

Enduring Lesson

Successful construction management in high-risk environments depends
heavily on local nationals.
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The CED must conduct sustained operations while remembering its ultimate goal to depart
the HN and leave the construction work in the care of the local nationals. To transfer the
operation successfully, the CED should integrate local nationals as much as legally possible in
the developing organization, which may include hiring, training, or mentoring local nationals.
Program and project planners should account for the possibility that HN personnel may need
training on how to operate and maintain construction projects turned over to the HN. UCE
sustained operations corresponds with CCMD operational Phase IV.

Phase IV: Transition the Construction Mission (Completed or in Progress) to the End User
and Host Nation

Phase IV begins when the CED accepts no new contracts and the on-going construction is
pending completion before transition to the end user, a HN entity, or an enduring USACE
presence in the HN, such as an area office. Specifics of this phase depend greatly on the
individual contingency and HN ability. The JPIO would have a significant role in deciding how
best to transition the construction mission.

This phase is sustained throughout the project transition process, and personnel attrition and
office location changes occur as projects are transitioned. This phase ends when all construction
has been completed and transitioned to the subsequent construction entity, and offices and
personnel begin the final redeployment process. The objectives and desired effects are to
transition current and completed construction projects where the end user assumes operations
and maintenance of transferred facilities.

USACE elements could potentially transition the construction mission seamlessly to a similar or
“shadow” element comprised of HN personnel. This element could be one that USACE created
and developed during the contingency, or one that existed previously within the HN government.

Annex C, Logistics Drawdown of the Contingency Engineer District, contains more detailed
information on drawdown.

5.3 USACE Contingency Element Drawdown
Potential triggers for the UCE drawdown may include:
» Approaching a known operational end date.
* Number of projects in execution exceeds those in pre-award.

* Decreasing number of projects requires reducing commensurate number of personnel
to maintain affordability.

* Other triggers as determined by the command.

The UCE drawdown activities coincide with CCMD operational Phase V.
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Phase V: Redeploy USACE Capability

Phase V begins when all construction projects have been transitioned. The redeployment process
objective is only to return all personnel home and close all deployed offices supporting the
contingency. This phase is sustained until all personnel have redeployed and there is no enduring
mission in the HN. This phase will be considered complete when all personnel have returned
home or the enduring mission has transitioned to something new or different. The desired

effect is for the residual mission to be transitioned to an enduring USACE entity and all others
redeploy.
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Chapter 4

Contingency Engineer District
Introduction

The contingency engineer district (CED) is USACE’s main functional unit to conduct major
reconstruction operations in a contingency environment. This chapter discusses the CED’s
formation, organization, mission, and operational characteristics as a stand-alone unit.

1. Mission

The CED’s mission statement is: On order, the contingency engineer district deploys into

any location worldwide to support military operations with general engineering services and
capabilities across the full operational spectrum, supporting U.S. and coalition deployed forces,
other governmental agencies and host nations as directed in the Army action plan for stability
operations.

The CED draws its mission essential task list (METL) from the mission statement. A mission
essential task is one the CED can perform based on its design, equipment, manning, table of
distribution and allowances (TDA), and mission. The METL compiles all the mission essential
tasks (see Army Doctrine Reference Publication [ADRP] 7-0, Training Units and Developing
Leaders). The METL provides the framework from which the CED can respond to mission
requirements. Directed missions may require the unit to add additional specified tasks to the
METL. Table 4-1 shows the CED’s draft METL.

The CED’s core responsibilities in a contingency environment remain the same as in the
peacetime continental United States (CONUS) environment, but accomplishing them in a
contingency requires two additional skill sets that deal with conflict-related missions and
coalition missions. The combination of the three skill sets encompass all the skills required for
accomplishing the CED’s mission in nonpermissive environments (see Figure 4-1 for the three
CED mission subsets). Paragraphs 1.1 through 1.3 discuss each mission subset in more detail and
outline where in the playbook the skill sets are covered.
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Table 4-1. Draft mission essential task list for the contingency engineer district

General Mission Essential Tasks
Mobilize
Conduct pre-deployment activities

Conduct reception, staging, and onward
integration activities

Demobilize
Conduct redeployment activities
Command the Mission
Plan an operation
Prepare for an operation
Execute an operation
Assess an operation
Provide Sustainment
Conduct logistics/life support
Conduct maintenance
Provide human resources support

Provide information technology and
information management support

Protect the Force
Employ survivability measures

Employ chemical, biological, radiological,
and nuclear protection measures

Conduct personnel recovery operations

Provide mobility operations

Core Capabilities Mission Essential Tasks
Provide technical engineer support
Conduct engineer reconnaissance
Conduct engineer estimates

Conduct engineer support in the operational
decision cycle

Design and plan projects
Execute contract construction
Control project quality

Conduct environmental assessment and
operations

Provide engineering advice on construction
effects

Discuss project efficacy

Provide stakeholder feedback during
construction

Manage construction
Acquire/dispose of real estate
Conduct USACE business management functions
Contract projects
Manage financial resources

Provide legal support for contract
construction

Conduct safety and operational health

Conduct logistics operations (manage bill of
materials)

Closeout/turnover projects
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CONTINGENCY ENGINEER DISTRICT MISSIONS

Core Missions
Chapters 7,8 , 9, 13, 14

Background and
Context

Chapters 1- 4,
Annexes

Conflict Related

Missions - Coalition Missions
Chapters 5, 6, 10

Chapters 11, 12, 15

Figure 4.1. Contingency engineer district mission subsets
1.1 Core Missions

CED core missions are listed on the right side column of the METL in Table 4-1. The most
fundamental of the CED’s core missions is executing contract construction, but this is only

one core mission. In addition to those listed, the joint task force (JTF) or Headquarters, United
States Army Corps of Engineers (HQUSACE) may require the CED to conduct other tasks for a
specific mission. Although all chapters of the playbook contain information about core missions,
the following chapters include information specific to core mission execution:

» Chapter 7, Reachback, Engineering, and Business Processes

Chapter 8, Project and Program Management

» Chapter 9, Supporting Missions: Real Estate, Environment, and Energy

Chapter 13, Authorities, Authorizations, and Funding

Chapter 14, Acquisition
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1.2 Conflict-Related Missions
Conflict-related missions involve additional skills the CED requires to perform its core missions
in the combat or nonpermissive environment. The following chapters are specific to conflict-
related missions:

» Chapter 11, Conflict-Related Requirements: Operations and Intelligence

» Chapter 12, Conflict-Related Requirements: Sustainment and Information Technology

* Chapter 15, Personnel Sourcing
1.3 Coalition Missions
Coalition missions include additional skills the CED requires to perform its missions in the
joint or coalition environment. These skills include interacting with unified action partners.
These partners include military forces, governmental and nongovernmental organizations, and
private sector elements (see ADRP 3-0, Unified Land Operations) with whom the CED plans,
coordinates, synchronizes, and integrates during the contingency mission. The following chapters
discuss the coalition mission:

 Chapter 5, Command and Control, and Major Subordinate Command Oversight

» Chapter 6, Unity of Effort and Stakeholder Engagement

» Chapter 10, Capacity Development

1.4 Missions Performed During Operation Iraqi Freedom and Operation Enduring
Freedom

Enduring Lesson

Only assume missions supporting the combatant command’s campaign plan,
counterinsurgency strategy, or stability operations.

The contingency divisions and districts performed widely varying missions during Operation
Iraqi Freedom (OIF) and Operation Enduring Freedom (OEF). As the missions matured,

the CEDs were able to better define what might constitute an appropriate mission for CED
execution. One of the major lessons learned during these operations was that USACE
encountered tremendous and unanticipated difficulties when assuming responsibilities for
missions outside of its core areas of expertise.

Enduring Lesson

The supporting missions that are outside of the contingency engineer
district’s core competencies come at the expense of quality, schedule, budget,
and safety to the core missions.
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Table 4-2 identifies some of the missions the CEDs executed during OIF and OEF. The table
categorizes the missions as follows: those that went well and CEDs should endure in the future;
those performed with difficulty that CED’s should decline; and those that USACE did not
perform but probably should have. Alhtough USACE subject matter experts generally agreed on
the services described as successful, not all subject matter experts agreed on those described as
difficult that should be declined in the future.

Table 4-2. USACE missions and lessons learned in Operation Enduring Freedom and

Operation Iraqi Freedom

Successful Performance:
(Sustain for future contingencies)

Performed with Difficulty:
(Consider declining in future)

Not Performed:
(Consider assuming
in the future)

Military construction, both
environmental and facilities

USACE business model applied to
minor construction projects

Programmatic oversight through an
enduring division

*Real estate

Service contracting

Basing master planning

Persistent, embedded planning
using forward engineer support
teams

Capacity development as a separate
program (not integrated within
each project)

Afghan National Security Forces
construction

Construction management of
remote and unsecure projects

Reachback

Assuming responsibility for
missions not assigned

Subject matter experts forward
(i.e., hydrological assessments)

Operations and maintenance, Army
construction

Water supply development

Supporting the Department of State
mission

Environmental baseline surveys
and other environmental oversight

Infrastructure development and
nation building

*Personnel within USACE disagree whether real estate is a USACE mission or if USACE supports the mission
(in accordance with Army Techniques Publication 3-34.40 [Field Manual 3-34.400], General Engineering,) with
USACE providing subject matter experts.
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1.5 Core Missions Versus Other Accepted Missions

Assuming missions beyond the CED’s core competencies (such as operations and maintenance
[O&M], banking for other entities, etc.) may result in unanticipated consequences, including vital
resources diverted from the CED’s most fundamental missions. Although each CED METL may
differ depending on the contingency operation, eliminating mission creep begins with defining
the core missions and understanding how they nest into the overall campaign requirements.
Reinforcing this concept must come from the top down using the project management business
process workload acceptance process.

CED must possess the skill set to understand and provide true resource-loaded program
and project management. Each potential assignment must be reviewed for its effect on the
existing workload on the functional elements involved. The command and project manager
must understand their roles in reprioritizing affected actions and informing customers and
stakeholders.

1.6 Operation-Specific Requirements

Each contingency will have geographical and environmental challenges or differences. In
addition to core USACE competencies, leadership from each contingency should anticipate what
the JTF may request (e.g., oil, electricity, water, O&M, capacity development, etc.). USACE
must collaborate with other responsible agencies such as United States Agency for International
Development (USAID), nongovernmental organizations, and the Logistics Civil Augmentation
Program to effect rapid construction execution with supporting sustainment processes. USACE
leadership must insert itself in the JTF process early and pre-plan and train for the requisite roles
and responsibilities as the field construction expert.

Although the METL for the CED requires contingency construction (with design support from
reachback), the OIF and OEF JTFs did not mobilize adequate service and agency components
required to support capacity development, O&M, public works management, and service
contracting. As a result, the JTFs often turned to USACE to support these missions, which
reduced the core mission’s quality, schedule, budget, and safety.

1.7 Liaison with Operational Commanders

Another important element of focusing on the CED’s core competencies is ensuring direct
liaison with operational commanders. Ideally, USACE elements should co-locate with regional
commanders and operational area commanders at many different levels of the coalition to
support them effectively.

Direct interface and aligning area offices with tactical commanders’ areas of responsibility
(AORs) can help battlespace owners understand the benefits USACE brings to the campaign,
potential benefits to the operational commander, and USACE’s cost-reimbursable business
model. Co-location and close interface with local tactical units can help mitigate sweeping
priority changes caused by changes in their leadership due to unit rotations or moves.
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Liaison Officers

In addition to co-locating with commands, placing dedicated liaison officer (LNOs) within
critical offices of the JTF helps communicate the USACE capability and fosters relationship
building among unified action partners. LNOs must explain to customers/stakeholders the effects
of accepting a workload outside of CED’s core competencies. LNOs must understand resource-
loading scheduling and the work breakdown structure tools for determining the true effects of
accepting work.

LNOs are not authorized to accept work per the USACE workload acceptance process and must
be diligent to not lead the customer to assume that work will be accepted. Work acceptance is the
command’s role and responsibility, executed through the project manager.

2. The Contingency Engineer District Structure

The CED organizational structure resembles a typical USACE district with augmented military
personnel in several key positions that require military expertise, engagement with resident

military units, and management of military members. These positions include the headquarters
and headquarters detachment (HHD), the area and resident office officers in charge, and others.

The final CED composition depends on the mission. The district leadership must consider

the number of income- producmg prOJects required to maintain the district’s structure and
affordability. The contingency missions in Iraq and Afghanistan demonstrated that the CED
structure must account for and differentiate between administrative and mission requirements,
and allocate resources accordingly.

The structure in Figure 4-2, and key positions outlined in Table 4-3, provide the district with
an HHD, giving the district commander the ability to delegate administrative authorities
(inventories, security, life support, location of camp issues, etc.) to the HHD commander,
allowing the district commander to focus on the construction and engineer support to the local
tactical commander.

Information Mgmt.
Logistics Mgmt.
District

[ Commander Human Resources
Public Affairs

D Distric
5;’,‘:,‘,‘:,3,'?;;',“ :Amgram Comman d Movement Control
Safety

HHD. Program Business E"E'"E:S' Internal Review

Operations/Intelligence

Area Office A Area Office B Area Office C Area office D

Resident Office Resident Office Resident Office Resident Office Resident Office Resident Office Resident Office Resident Office Resident Office
AL A2 Bl B2 c1 2 c3 D1 D2

Figure 4-2. Standard contingency engineer district composition
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Table 4-3. Contingency engineer district key personnel

Group Quantity Position

Command 1 06, CED commander
1 E9, Command Sergeant Major

Support 1 04, HHD Commander
1 ES8, HHD First Sergeant
1 Property Book Officer/Logistics Technician (GS 1640 12)
1 Real Estate Technician (GS 1170 12)
1 Environmental Support Team Technician (GS 0801 12)
1 Information Manager (GS 2210 12)
1 Public Affairs Officer (GS 1035 11)
1 Intelligence (GG 0132 12/14)

Programs 1 Director (GS 0801 14/15)
4 Program Manager (GS 0340 12/13)

Engineering and 4 Project Engineer (GS 0801 12/13)

Construction
4 Quality Assurance/Quality Control (GS 0809 9/11)
1 Administrative Officer (GS 0301 12/13)

Mission Support 4 Contracting Officer (GS 1102 12/13)

2.1 Headquarters and Headquarters Detachment
The CED establishes a base where USACE employees work and live during their deployment,
support ongoing construction, assess and award new construction, and support the operational
area commander’s mission with engineer services, as required. The district commander focuses
on delivering the construction mission while the subordinate HHD commander manages
administrative and military operational requirements for personnel assigned to accomplish the
construction mission. Some of the HHD commander’s responsibilities are to:

» Establish and manage the information management network

* Account for property and manage logistics to sustain the base camp

 Assure force protection
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» Coordinate operations and intelligence

» Manage personnel accountability human resource cell

» Implement external and internal communications role through the public affairs office

» Coordinate movement control

* Implement a safety program

* Coordinate with the operational area commanders
3. Contingency Engineer District Duties
Paragraphs 3.1 through 3.10 discuss some of the CED’s major requirements.
3.1 Host Nation and Local National Engagement
The supported command guides the deployed teams early in the mission and defines their
requirements. Some construction requirements for the benefit of the HN may require HN
leadership engagement and coordination with the Department of State (DOS) and local tactical
commander (see Figure 4-3). A key point in meeting with HN leadership and local government is
that USACE representatives must only address issues related to the construction project. The HN

must address any issues outside of the construction project with the representative of the DOS
and/or the battlespace owners.

Enduring Lesson

The command may wish to consider visits from influential leaders as
key leader engagements and treat them accordingly.
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Figure 4-3. More than 30 local Iraqi leaders representing tribes, military, police, and
the governances joined USACE for a key leader engagement at Camp Mitica (part of
Contingency Operating Base Adder), Tallil, Iraq. (Photograph by Alicia Embry)

3.2 Engineering

All USACE deployed assets have specific areas of expertise and limitations. If a deployed team
faces a requirement for which it lacks capacity, the reachback process is available to leverage
capabilities in CONUS. For example, engineering design capacity only becomes available

in theater when the CED becomes fully mission capable. If the initial deployed team or the
advanced echelon (ADVON) team requires engineering design, the team can coordinate with its
supporting division’s engineering and technical services section or submit a formal reachback
request.

3.3 Operations, Security, and Intelligence

Although the term “operations” in a military unit usually encompasses all of the unit’s mission
requirements, USACE separates its core tasks (engineering, contracting, resource management,
etc.) from its military operations tasks. As such, operations and security responsibilities
encompass only those tasks inherent to performing the USACE mission in a nonpermissive
environment.

During the early mission stages, the deployed teams rely on the supported command to provide

security, movement, intelligence, and force protection. As the CED becomes more fully
functional, it may perform these tasks internally if the supported command cannot provide them
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due to other mission requirements. The ADVON team focuses on establishing the basic district
operational functions and growing these abilities as the unit reaches full strength.

Contracted Security and Intelligence

During the Iraq and Afghanistan contingencies, USACE CEDs relied heavily on integrated
contracted security and intelligence. Future contingencies need to determine if they will address
security and intelligence requirements using contractors, organic U.S. military, or other methods.
Athough the use of security contractors offered some advantages, including personnel longevity
in theater and flexibility, their use also introduced significant disadvantages related to cost,
oversight, and political considerations.

Although a Soldier is required to follow all legal orders, falling under the purview of the
Uniform Code of Military Justice, a security contractor is only required to fulfill obligations
within the terms of the contract and must ensure criminal acts are not committed (contract
personnel are subject to the Military Extraterritorial Jurisdiction Act for U.S. crimes committed
overseas during contingency operations). Potentially serious conflicts can arise if USACE
military leadership gives the contractor direction in a hostile situation that the contractor does not
wish to follow.

Because contractors often are not U.S. citizens, collecting and releasing intelligence to them also

becomes problematic. Most contractors do not possess a SECRET security clearance, preventing

them having full access to intelligence collected within the operational area. Chapter 11, Conflict-
Related Requirements.: Operations and Intelligence, discusses these issues in greater detail.

3.4 Acquisition and Contracting

The deployed district has organic contracting capabilities and additional support available via
reachback. Contracting expertise is one of the core USACE competencies and is overseen by the
USACE Directorate of Contracting. The mission for the initial entry teams and the ADVON team
is to identify contract construction requirements and prepare the contract package requirements
for the contracting support personnel. As the ADVON team progresses into a full district,
contracting capacity increases commensurately. Chapter 13, Authorities, Authorizations, and
Funding, discusses the CED’s contracting and acquisition role in detail.

3.5 Program, Project, and Construction Management

By reviewing the different project requirements and their sources of funding, the programs
section separates the categories of projects into programs. Like the other sections, programs
capability increases during the transformation from the forward engineer support team — advance
(FEST-A)/reconnaissance team mission to the CED at full operational capability (FOC). The
programs section must interface considerably with the local military units, the DOS, USAID, and
intergovernmental agencies involved in the district’s projects.

Based on the project locations, the district’s area offices receive project assignments and then the
area office officers in charge assign each project to a resident office. The resident office assigns
qualified engineers to the project. The engineers normally live at the resident office where they
work with construction managers to monitor the project. The construction managers develop the
project’s quality assurance plan, monitor construction progress, and work with the contractor to
sustain the quality assurance plan.
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The initial deployed team may be required to perform limited project and construction
management, provided it possesses organic expertise for such tasks. Because its capacity is
limited, the amount of construction and project management assumed by the initial team often
depends on the task’s urgency. In some cases, the initial team initiates a process to be taken over
as a more permanent staff arrives in theater. For further information about program management,
project management, and construction management, refer to Chapter 8, Project and Program
Management.

3.6 Personnel Sourcing

HQUSACE and the supported division human resources team sources all the deployed teams to
find the best suitable personnel for the required task. Because the CED is stood-up and sourced
when the contingency mission demands, it also means district members have not previously
worked together as a team nor trained as a team. This situation presents unique and difficult
challenges for the CED. In addition to the CED team not being together as an integral unit before
the contingency, many of the slots in the CED are sourced with Schedule A employees, who may
or may not have ever had USACE experience previously.

FEST-As must maintain 100-percent strength with its two assigned full-time military personnel
and six battle-rostered volunteer civilians. Reconnaissance teams and FEST-As must be
accessible and available to deploy within 7 to 10 days. Their CONUS units must identify and
battle-roster each team slot in order to maintain deployable teams. Sister divisions identified by
HQUSACE will source each team, affording the opportunity to establish training events and
readiness exercises to ensure teams are deployable at all times. If personnel sourcing capacity
diminishes as the contingency matures from the supporting sister division, recruitment actions
will then be advertised and filled enterprise wide.

3.7 Resource Management

Resourcing funding for the CED has been complicated and difficult during the Iraq and
Afghanistan contingencies, not only because of the large costs involved with the USACE
reconstruction effort, but also because the USACE funding streams were not designed for
wartime operations.

Because USACE is project-funded, deploying teams early in the process was problematic.
These teams had no established funding source because projects were not yet underway and not
generating funds. Currently, USACE is exploring the possibility of obtaining direct funding for
initial operational stages.

Enduring Lesson

Initial stages of the contingency operation should be direct-funded.

After the initial stages, project and mission requirements define the funding sources available.
For example, Congress approves funding for U.S. military construction and some HN
construction, like the Afghanistan National Security Forces projects in Afghanistan and the
Commander’s Emergency Response Program. The CED defines programs based on the funding
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sources. The supervision and administration percentage charged by various disciplines in support
of the district’s projects fund the district’s management costs. In-depth resource management
procedures are discussed in Chapter 13, Authorities, Authorizations, and Funding.

3.8 Capacity Development
USACE Engineer Regulation 5-1-16, Capacity Development, defines capacity development as:

... the building of human, institutional and infrastructure capacity to help societies
develop secure, stable and sustainable economies, governments and other
institutions through mentoring, training, education, and physical projects, the
infusion of financial and other resources, and most importantly, the motivation
and inspiration of people to improve their lives.

Many of the projects USACE builds, by definition, increase the capacity of the HN by improving
its infrastructure. In addition, provided appropriate legal authority and funding exist, USACE
team members may be tasked to train HN engineers or construction team members, therefore,
contributing to capacity development. In effect, the CED contributes to capacity development
each time a project is completed and turned over to the HN. The DOS also engages in capacity
development — often described as nation building — under various economic development
authorities.

During the Iraq and Afghanistan contingencies, the HN often lacked appropriate experience to
sustain and manage the facility upon project completion and turnover. Therefore, developing
the HN engineer skills was required to properly transition the responsibility for completed and
turned-over projects. USACE was often tasked with integrating training of local nationals during
project construction. The intent was that after conclusion of the contingency mission, trained
local national engineers could provide the required O&M expertise to the HN government
agencies. Chapter 10, Capacity Development, discusses capacity development in detail.
3.9 Information Management and Knowledge Management
Because of USACE’s unique communication requirements, developing, maintaining, and
archiving a robust information network is critical to mission accomplishment. This process
includes the following:

 Establishing the hardware and physical computing network

* Installing appropriate and standard software

* Maintaining the accuracy of the information entering those systems

 Safeguarding government information to prevent improper dissemination or disclosure

* Establishing data management standards across the division, to include file naming
conventions and database structures
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USACE uses the Project Management Automated Information System and the Resident
Management System to document project-related information. In addition, the Reachback
Acceptance Monitoring System tracks all projects supported by reachback districts and division
elements. The CED communicates information to the local tactical commander through the unit’s
organic information management infrastructure. The initial deployed teams must coordinate
accessibility to the tactical unit’s network and establish the communication link with the
supported operational area commander as it becomes available. Information management in the
CED is discussed more completely in Chapter 12, Conflict-Related Requirements: Sustainment
and Information Technology, and the standard business software is discussed in Chapter 7,
Reachback, Engineering, and Business Processes.

3.10 Internal and External Review

External organizations frequently conduct audit activities during the contingency mission,
including the Government Accountability Office, Department of Defense Inspector General,
Special Inspector General for Reconstruction, U.S. Army Audit Agency, members of Congress,
and others. The review process is often extensive because of the significant appropriated fund
expenditure associated with post-conflict reconstruction and the potential for funds misuse or
mismanagement as large amounts of money change hands. Administrative, civil, and criminal
investigations may proceed from these reviews. All government personnel are required to
cooperate with U.S. government audit officials performing authorized audit activities.

Although USACE commanders are responsible for ensuring that periodic internal reviews

are performed as required by the regulations governing each aspect of the CED, the external
review process is largely reactive. A special staff member, generally an internal review auditor,

is included in the CED composition to analyze and forward any requests for information or
investigations to the appropriate CED functional area. The supporting division will also initiate
internal review actions in coordination with HQUSACE. In addition to the formal review
processes, members of the U.S. press corps are often interested in reporting on the reconstruction
process. Articles written for publications with large readerships may have disproportionate
influence with populations back in the United States. Because the press corps is independent and
free, its members may draw their own conclusions about any aspect of the reconstruction process
and subsequently publish those opinions.

4. Stand-Up

The Transatlantic Division’s (TAD’s) TDA has three notional contingency districts as
subordinate elements. The districts are notional because Congress authorizes HQUSACE to

fill the positions only when a contingency is exercised. Any USACE division could use these
authorizations to stand up a contingency district worldwide. TAD is only responsible to exercise
mission command of any contingency element deployed in the United States Central Command
(USCENTCOM) AOR. When a contingency operation requires the stand-up of a CED outside of
the USCENTCOM AOR, HQUSACE will use the CED authorizations on the TAD TDA and fill
those positions based on the contingency operation requirements. TAD assumes a support role to
the sister division engaged in the contingency in this event. The initially deployed reconnaissance
teams or FEST—As stand up according to the CCMD needs in coordination with HQUSACE.
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The USACE chain of command notifies personnel who were previously battle-rostered and
identified as possessing required skills and begins their deployment preparation. The identified
personnel are selected from the existing USACE capabilities matrix and stand ready to deploy
within 7 to 10 days. In order to deploy the unit, several steps must take place to include the
following:

* The supporting CCMD must specifically request the FEST—A to deploy.

* USACE must receive authority from the Department of the Army to use a modified
table of organization and equipment unit for the mission.

The team will stand up until the mission ends or until it transitions to a more robust construction
element, whichever occurs first. If the CCMD determines that it requires a CED to fulfill the
mission, the FEST—A will transition project requests to the CED ADVON team before moving to
another mission or standing down.

Stand-up of the CED begins when the mission requires more complete and immediate project
management. The ADVON team deploys first to transition requirements from the FEST-A unit
in theater. Upon reaching initial operational capability, the ADVON team requests additional
personnel from the division’s human resources element through which personnel are recruited
and deployed. The CED becomes FOC when personnel have arrived and are fully supporting the
construction mission.

It is important for USACE leadership to consider the joint operational phases when deploying
each element of the CED. USACE elements must appropriately synchronize with the joint
operational campaign events (see Figure 4-4). In this required synchronization, personnel from
these engineer assets must be included in the time-phased force and deployment list that allows
forces to flow into theater.
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Figure 4-4. Typical flow of USACE engineer assets during the joint operational phases
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USACE must align these initial assets with a maneuver unit that can initially provide
transportation until USACE can provide its own. In addition, these supporting units must always
provide security to ensure freedom of maneuver in areas where engineer capabilities are required.

During Phase 0 of a contingency, HQUSACE must identify all deployable personnel for a
reconnaissance team or FEST-A and the CED ADVON team, allowing the responding division
to begin deploying specific personnel to the contingency immediately. When Phase 0 transitions
to Phase I, the initial team deploys with the maneuver unit to the area of operation. This team
will rely on the deputy commander forward in theater to further integrate it into the mission as
required.

During Phase I, HQUSACE notifies and prepares the CED ADVON team for deployment in
coordination with the supporting major subordinate command. When Phase I transitions to Phase
II, the CED ADVON team deploys to a forward staging area with follow-on forces, and remains
in the staging area until follow-on forces move to the AOR. Concurrently, the supporting division
human resources function begins recruiting for CED positions, if needed. These recruited
personnel flow into theater as the CED ADVON team moves to the AOR and becomes FOC
during Phase IV.

5. Drawdown

Generally, the drawdown consists of collapsing the project and resident and area offices, and
reducing the in-theater footprint. There are four key components to a smooth drawdown:

* A clear, timely vision of the end state, ideally at least a year before the end date

 (Careful planning early in the process, establishing expectations for staff actions and
event synchronization

 Frequent in-progress reviews and persistent, firm adherence to suspense dates
* Increased logistical support

Annex C, Drawing Down the Contingency Engineer District, reviews the CED drawdown
processes in depth.
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Chapter 5

Mission Command and the Contingency Division
Introduction

Responding to a military contingency is different from responding to a civil disaster within

the continental United States (CONUS). CONUS environments are permissive, and the United
States Army Corps of Engineers (USACE) can provide as much capability as necessary without
encumbering the mission. In contrast, military contingencies outside the continental United
States (OCONUS) are often associated with nonpermissive environments. Sending too much
capability forward can burden the military command.

A permissive environment is an operational environment in which the host country military
and law enforcement agencies have control as well as the intent and capability to assist
operations that a unit intends to conduct.

— Joint Publication 1-02, Department of Defense Military and Associated Terms

Mission command relationships are one of the more complicated and nuanced elements of the
contingency engineer mission. This chapter outlines some innate issues facing contingency
engineer units and explores previous methods USACE used to address them in Iraq and
Afghanistan.

Enduring Lesson

Transparent and clearly understood command relationships are vital to mission effectiveness.

Providing freedom of action is the ultimate objective of all military engineering tasks. The

four primary lines of engineer support emanate from this objective. These four primary lines

of engineer support include assure mobility, enhance protection, enable logistics, and develop
infrastructure (Field Manual 3-34, Engineer Operations). Although the USACE contingency
mission supports all of these lines, it focuses on developing infrastructure (see Figure 5-1).
Additionally, USACE organization, skills, and capabilities differ from tactical engineer units (see
Table 5-1).
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Figure 5-1. An electrical substation outside of Erbil, in northern Iraq. This under-
construction substation has eight fedders and two 10-MVA transformers that supply

electrical load to three area villages and supply power to local industrial customers.
(Photograph by Jim Gordon)

Table 5-1. Comparison of tactical engineer units and the USACE contingency engineer
district

Category Tactical Engineer Unit Corps of Engineer District
Construction skill set Generally rudimentary Great technical depth
Construction equipment Organic equipment None; rely on contractors
Construction effects Small scope Large, complex scope
Construction duration Generally short Generally long
Turnover (personnel) Low, but new unit every 9-15 months Approximately 41 percent per quarter; but

enduring unit

Project initiation Unit initiates Customer initiates
Project development Rudimentary, unit performs Complex; District or reachback
Contract administration Limited Full spectrum

Furthermore, USACE must coordinate with entities outside the normal communication channels
to leaders of other organizations. For example, a district commander may interface directly with
the U.S. Ambassador to the host nation (HN) (or the security cooperation officer), leaders of

the HN government, and entities within other areas of the U.S. government. Because of these
complicating factors, transparent and clearly understood command relationships are vital to
mission effectiveness.
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1. Contingency Engineer Division
Operation Iraqi Freedom (OIF) and Operation Enduring Freedom (OEF) helped USACE
establish its process to stand up and deploy a contingency engineer division. Although this
publication mostly discusses experiences of the Transatlantic Division (TAD) in the United
States Central Command (USCENTCOM) area of responsibility (AOR), all USACE divisions
are potentially contingency divisions if an emergency occurs in their associated combatant
command (CCMD) AOR. For example, a contingency mission in United States Africa
Command’s AOR would involve the North Atlantic Division rather than TAD. However,
certain aspects of any OCONUS contingency mission remains with the TAD if so directed by
Headquarters, United States Army Corps of Engineers (HQUSACE).
1.1 Contingency Engineer Division Roles and Responsibilities
The division is the major subordinate command (MSC) within USACE, providing six major
combat multipliers to the mission on the ground beyond the district’s inherent capability (see
Figure 5-2), including:

1. Mission command

2. Oversight, including regional governance boards

3. Cultivating and maintaining strategic relationships

4. Program management

5. Quality assurance and quality control

6. Hiring actions

HQUSACE identifies the funding sources for contingency MSC activities.
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Figure 5-2. Contingency division tasks

Mission Command

The division provides mission command for the subordinate USACE elements in country
(forward engineering support teams [FESTs], contingency districts, subject matter expert (SME)
teams from USACE labs, etc.) (see Figure 5-3). In addition to the actual commander, the division
provides purpose, direction, and guidance to achieve a multilevel unity of effort. The supported
division is the only USACE entity to provide a mission command role to USACE elements in
theater. HQUSACE must designate the supported division early in the contingency. HQUSACE’s
options include:

1. TAD

2. The supported division (division in whose AOR the contingency occurs)
3. A hybrid of both the supported division and TAD

4. A new contingency division stood up to support the mission (unlikely)

TAD could also train another contingency division.
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Figure 5-3. The contingency division provides mission command for all forward
subordinate elements. In this photo, the Transatlantic Division commander, MG Michael
Eyre, inspects a project site in Farah, Afghanistan, June 2012.

(Photograph by Karla K. Marshall)

Planning is also an important part of the mission command that the contingency engineer
district (CED) cannot provide. The executing CED can probably plan six months into the future.
Beyond this, the division can provide planning guidance within the legal and policy constraints
associated with its funding.
Division Oversight
The contingency division works USACE-related problems in theater that the CED is unable
to solve. These areas may include facilitating legal advice, resource constraints in funding and
personnel, technical reachback assistance, contract consulting, or other areas for which the
district lacks internal ability.
Regional Governance Boards
The division provides a host of regional governances to enhance mission accomplishment,
discussed further in Chapter 7, Reachback, Engineering, and Business Processes. The four
universal governance structures throughout USACE are:

1. The Regional Acquisition Strategy Board

2. The Regional Program Budget Advisory Committee

3. Regional Management Board

4. Regional Command Council
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The Regional Acquisition Strategy Board generally meets twice annually, while the other boards
meet once quarterly. At these meetings, specialists gather to discuss salient issues, forcing
conversations at the regional level, allowing the division to emplace overarching strategies for
subordinate commands.

Acquisition and Contracting

The contingency district predominantly performs acquisition and contracting functions.

The contingency division contracting section assists with overseeing contracting processes,
procedures, and policy. In addition, the division staff can assist in recruiting additional
contracting capabilities through the Directorate of Contracting to ensure timely completion of
contract actions. For detailed contracting and acquisition requirements and capabilities for a
contingency operation refer to Chapter 14, Acquisition.

Resource Management

Every contingency mission should have authorizations for employment and/or appropriations
allowing USACE to fund and support the mission. Projects and programs against which the
division staff can charge will partially comprise the financial resources for future contingencies.
The contingency will be at least partially direct-funded, based on the congressional
appropriations established at the time of the contingency. Early programming efforts will assist
in acquiring funds in time to employ division staff for the mission requirements. For detailed
procedures on division resource management and programming practices refer to Chapter 13,
Authorities, Authorizations, and Funding.

Information Management and Knowledge Management

One of the division’s critical tasks is to retain and properly manage information and knowledge.
Accessibility to project information is crucial to properly and accurately report mission
completion. The deployed division must sustain standard business systems and procedures

for project management and knowledge management. Districts use the Resident Management
System and the Reachback Acceptance Monitoring System (RAMS) to track project information
and reachback requests. The division manages, assists, and coordinates any information
management system requirements. Chapter 8, Project and Program Management, details the
management of project information and the reachback processes.

Internal and External Review

During the initial phase of a contingency deployment, HQUSACE supports all internal review
requirements because the division will not have organic capability to conduct internal reviews

or respond to external reviews. However, division activities are always subject to external

audits from entities such as the Government Accountability Office, the Department of Defense
Inspector General, the United States Army Audit Agency, and the Special Inspector General.
HQUSACE internal review management supports coordination with external audit organizations.

Strategic Relationships
A division headquarters assists the supported command, maneuver units, and other governmental

agencies understand USACE capabilities. It defines programmatic construction for CED
execution, and communicates USACE’s construction and contractual services benefits. The
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division works with the theater command to define USACE’s potential contributions to the
major construction programs (Afghan National Security Forces [ANSF], military construction
[MILCON], etc.). Communication with CCMDs should be at the division/MSC level (TAD or
the other supported division). See Chapter 6, Unity of Effort and Stakeholder Engagement, for
more information.

Program Management

The division is always responsible for appropriately overseeing construction programs and
facilitating consistent program application (see Figure 5-4). The division translates the customer
program into construction execution through its own internal program management process.

For example, to enhance efficiency, the division might require all subordinate units to execute
projects of a certain type (for example, MILCON) similarly throughout the theater or consider
awarding all MILCON projects on a certain forward operating base using a particular acquisition
strategy.

A
Figure 5-4. U.S. Navy LCDR Frank Carroll, resident office engineer,
assigned to the USACE, Mosul, looks over floor plans with the contractor at a
construction site in Mosul, Iraq. Engineers came out to visit the site to ensure that
construction is being performed to standard and is running on time.

Program management’s ultimate goal is achieving greater USACE capability than if projects
were managed individually. The division’s program management requires acquiring the
appropriate resources, coordinating with customers to ensure the program’s intent and
coordinating with the construction district. Program management is a life cycle process, often
lasting for four to eight years for a given project. By nature, CEDs are short-term focused, and
close years before all projects are closed out. The division provides overarching oversight and
management.
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Often, customer coordination occurs at a fairly high level outside the theater of operations.

For example, MILCON customers for the USCENTCOM AOR, United States Army Central
Command (USARCENT), United States Air Forces Central Command (USAFCENT),
USCENTCOM, Special Operations Command Central (SOCCENT), and Assistant Chief of Staff
for Installation Management are all located in CONUS. While the division coordinates at this
level, the executing district coordinates with end users and installations in theater.

Sometimes proper program management requires balancing subordinate units’ workloads.
Work may migrate to a single subordinate element over time, and the division may need to shift
workloads among all subordinate elements, especially those managing specific projects.

USACE application of specific programs must be synchronized with the operations tasks and
objectives of the CCMD. Individual construction projects should complement tactical objectives
and lines of operations, or they may not be well-integrated into the local plan.

Reachback

Appropriate project management includes identifying necessary work for reachback versus what
the forward element must accomplish locally. A division commander can effectively establish
reachback and in-theater policies for everyone in the command, ensuring all MSC entities

share ownership of the downrange projects. Conversely, the executing organization may avoid
reachback in favor of on-hand assets and within the commander’s direct control. The division
must ensure the contingency district places appropriate business into the reachback process, that
the assistance request reaches the reachback providers, and the provider is resourced and capable
to complete the work.

Enduring Lesson

Contingency engineer districts must deploy as part of a larger, coordinated effort.
Units are not sent out into the field without an overarching command.

For the current USCENTCOM contingencies, the USACE Reachback Operations Center and
RAMS provide the working platforms for reachback requests. These systems provide effective
communications between the contingency operators (project managers), engineers, and the
CONUS-based reachback providers. For future operations, at least four possibilities exist on how
reachback could be managed:

1. TAD runs reachback operations by USACE policy for all supported divisions.
2. The supported division manages reachback.

3. HQUSACE tasks TAD to manage reachback for the supported division by individual
mission.

4. HQUSACE tasks TAD to manage the contingency as a whole (including the reachback
processes).

HQUSACE would need to decide early in the process which of these options to employ.
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Engineering

On occasion, and depending on the task, the division’s engineer technical services can respond
with organic capabilities in support of a mission. Refer to Chapter 7 for a discussion of
contingency division supporting engineering functions.

Authority to Accept Work

The Regional Business Center is a concept for how the supported division operates. Chapter 8
outlines guidance on work acceptance and authority to commit USACE to execute programs. The
CED commander then executes these missions, projects, and programs. The division oversight
and guidance ensures that the projects to which the USACE commits are in keeping with the
overarching USACE campaign plan and the CED mission essential task list.

USACE should send CEDs to the operational area as part of a larger organization. Without

this coordination, extremely costly commitments can be made, requiring the United States’
participation over many years that may or may not align with its long-term goals. For example,
in Afghanistan, the CED committed to an operations and maintenance (O&M) mission requiring
years of continuous effort that may not be sustainable. In Iraq, the CEDs committed to executing
hundreds of minor construction projects and services contracts that probably would have been
better executed by other agencies and organizations.

Districts do not have the authority to volunteer for new programs. The district can volunteer
or sign up for projects within a designated program (e.g., a new or existing building within
the ANSF program).

The district should not create new programs such as:
* O&M for a compound or ANSF, because it will require new funding
* Capacity development of local nationals, which also requires additional funding and
is not part of the core USACE mission, but is the mission of United States Agency for

International Development (USAID) and other nongovernmental organizations

The CED should focus on project execution, while the division should be concerned with long-
term program management, funding, and close-out.

Enduring Lesson

Division-level leaders retain authority to accept programs on behalf of USACE.
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Capacity Development

HN capacity development is a core competency for the Department of State. Capacity
development is not a core competency for USACE, but HN capacity and capabilities may receive
tangential benefits through appropriately funded USACE activities such as:

 As part of standard pre-solicitation outreach efforts, providing guidance to interested
offerors on how to submit responsive proposals

» USACE assisting HN partners in determining whether opportunities exist for training
relevant to facility maintenance

However, USACE offices must work closely with resource management and the office of counsel
to determine whether any proposed activities are permissible (e.g., whether appropriate funding
is available that may legally be used for the intended activity). Refer to Chapter 10, Capacity
Development, for information.

Quality Assurance and Quality Control

The division establishes policies and specifies construction and performance standards that
must be met to attain quality construction. The quality assurance (QA) program is executed
when the CED evaluates construction and performance against these standards. The district
also evaluates the contractor’s quality control (QC) plan and the execution of that QC plan. The
districts execute the QA program to ensure that each project attains the required quality at each
milestone and when the project is completed, which includes the enforcement of QC procedures
by the construction contractor. The district QA and QC program ensures completed engineering
projects:

* Are safe for the occupants
* Achieve purpose for which they were designed
* Are useful to the client
* Manage resources conservatively
In addition to project quality control, the division provides a QA and QC oversight program for

resource management, as well as for project closeout. Chapter 8 provides a detailed explanation
of the QA and QC process.

Enduring Lesson

When the contractor establishes a comprehensive quality control plan and executes
that plan completely and systematically, the result is quality construction while easing
the quality assurance burden on the government.
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Tailoring and Standardizing Design

Projects must be appropriate in size and functionality for the end user. All projects built for
HNs must consider sustainability and complexity level given the HN capacity and capabilities.
Technical requirements in contract specifications must comport with HN realities or difficulties
that may arise.

Some avoidable issues that became USACE challenges in Afghanistan included:

» USACE projects contained locking doors. An Afghan who loses a door key cannot
create a replacement, resulting in Afghans breaking down the locked doors.

 Placing mechanical equipment, such as an air conditioner, in areas where local
nationals cannot operate or maintain it. Such cases waste resources used to acquire
and place the equipment.

Design standards must meet fire, earthquake, or other appropriate building standards as required
by the Department of Defense, the Department of the Army, the HN, and/or the CCMD (e.g.,
United States Central Command Regulation 415-1, Construction and Base Camp Development
in the USCENTCOM Area of Responsibility: The Sand Book).

Enduring Lesson

Properly identifying the authority having jurisdiction over the building code for a project
before construction begins can prevent costly retrofitting later.

Managers must clearly identify the authority having jurisdiction (AHJ) for building codes for
each construction program, and then ensure the construction is designed and built to comply with
AHJ directives. For MILCON and other projects for U.S. use, the AHJ is usually clear. For off-
forward operating base projects that may be used by the HN, the AHJ may be much less intuitive.
Properly identifying the AHJ before construction begins can prevent costly project retrofitting
later.

Enduring Lesson

Consistently employing standard designs is key to streamlined project management
and quality assurance in a contingency operation.

Using a single or standard design adapted to the specific job site can conserve engineer resources
as well as make use of previously developed QA standards. For example, if a customer requires
many guardhouses across the operational area, resources may be protected by using a single
design and adapting it to specific job sites.

Historically, USACE maintained standard designs for a wide variety of CONUS-based
construction projects between the late 1930s and the late 1960s. Expeditionary construction in
World Wars I and II appears adapted to local climatic conditions. Although engineers sometimes
want to create their own designs, commanders and project managers should employ standard
designs to the fullest extent possible.
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Hiring Actions

The division is responsible for the contingency elements’ hiring actions, including identifying
candidates, hiring, vetting backgrounds, and deploying them to the operational area, which
closely follows the standard Army model where the division headquarters is generally
responsible for providing personnel to operational entities. The division assists with acquiring
support from other MSCs to supply the right personnel for the contingency mission. More
information on personnel sourcing is in Chapter 15, Personnel Sourcing.

The contingency division structure (as identified for 2015) will most likely not possess the
internal capability to staff the forward deployed division element with organic assets. HQUSACE
augments the division with the HQUSACE augmentation staff, with authorizations identified on
the current approved table of distributions and allowances.

HQUSACE will identify a sister division to provide personnel sourcing for these positions.

The augmentation staff then establishes the in-theater division forward element to meet the
immediate mission requirements. Consequently, upon establishing the division forward cell, the
HQUSACE augmentation team will change focus and initiate mission integration. Volunteers
from across the enterprise will staff the contingency division to full operational capability. Sister
divisions provide personnel to staff the deployed division without impeding their mission. Refer
to Chapter 15 for more detailed information about sourcing.

1.2 The Contingency Division’s Directorate Missions

Although future contingency divisions may align differently, the information in this section
describes the TAD’s directorate missions. The director of Programs Management Directorate
(PMD), a member of the senior executive service (SES), manages, integrates, develops, oversees,
and analyzes division-wide engineering and constructions services programs. The Military
Integration Division chief and the Engineering Technical Services chief, also part of PMD,
directly engage with customers and stakeholders in support of the commander.

Programs Management Directorate

The PMD team integrates and oversees program execution and advises the commander on

all program, engineering, and construction activities within the supported AOR. The PMD

also monitors life cycle project management for joint, interagency, intergovernmental, and
multinational customers and provides technical support and management for all of the division’s
customer programs. In addition, real estate technical services provide interagency customers with
real estate acquisition, management, disposal, and appraisal throughout the CCMD AOR.

Contingency Business Directorate

The director of the Contingency Business Directorate, a member of the SES, manages, integrates,
and develops the division’s business operations. The director, the Business Resource Division
chief, and the Business Management Division chief provide analytic support to the strategic
customer engagement development plan. In coordination with the commander and the PMD, this
plan recommends strategic customer outreach activities (see Figure 5-5).
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Figure 5-5. Representatives from more than 20 Iraqi companies and college staff members
participate in USACE’s Gulf Region South District’s Urban Planning and Regeneration
Program pre-solicitation conference, May 2009, Basra, Iraq. (Photograph by Al Bahrani)

The Contingency Business Directorate uses three key tools to illustrate project resources
stewardship to customers:

» Continuous business practices process improvement
» Automated project information and data management for customer use
* Disciplined budgeting and budget execution
Deputy Commanding Officer and Plans, Operations and Intelligence Division

The division deputy commanding officer oversees the plans, operations and intelligence
division (G-3). The G-3 manages current operations, future operations, and plans in support of
all operations and services. In addition, the G-3 integrates USACE capabilities, conducts crisis
action and deliberate planning, develops and publishes orders, and provides the division and
its supported and supporting elements with intelligence preparation of the battlefield (Army
Techniques Publication 2-01.3, Intelligence Preparation of the Battlefield/Battlespace).

1.3 The Division Forward

The deployed contingency division’s organization will mature and grow if program needs begin
to exceed a single CED’s capabilities. The division’s composition requires dual locations or
footprints. The first element remains in CONUS to coordinate support for contingency districts,
as required, provides mission command for ongoing noncontingency missions, and sustains
permanent presence upon the contingency’s completion. The second element is the division
forward, providing mission command of all USACE assets in theater and overseeing all major
contract construction in the designated AOR. Among other factors, the contingency’s intensity
dictates which division location will be dominant.
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Administrative, Operations, and Logistical Support

A deployed contingency division operates independently from the operational division sustained
during peacetime. This division forward element normally locates near the supported joint task
force (JTF) command headquarters. The closest operating CED headquarters and headquarters
detachment provides administrative, operations, and logistics support. Life support could be
obtained through the Logistics Civil Augmentation Program process. If this is not tenable, the
division element may be able to operate autonomously, emplacing its own contracted security
and transportation. If the theater prohibits contract security and transportation, this support must
be coordinated through the maneuver commander, Department of State, and HN authorities.
Refer to Chapter 11, Conflict-Related Requirements.: Operations and Intelligence, for more
information about security and operations; refer to Chapter 12, Conflict-Related Requirements:
Sustainment and Information Technology, for a discussion