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One of 25 pallets of medical supplies donated by Heart to Heart International
being offloaded at the Tashkent International Airport on Dec. 15, 2001.
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Introduction

Our world has changed, and sta-
bility operations are being used more
frequently and in an ever-increasing
number of places. The success of
these operations, however, is critically
dependent on contingency contract-
ing officers (CCOs). These individuals
are usually the first ones to deploy to
countries in crises, often in austere
conditions.

Unfortunately, CCOs usually
deploy on stability operations with
little or no experience in dealing with
the myriad of contracting considera-
tions unique to the local environ-
ment. Private Volunteer Organiza-
tions (PVOs), in contrast to most
CCOs, have often worked in the
region for long periods. PVOs are
nonprofit humanitarian assistance
organizations involved in develop-
ment and relief activities. Unlike
other nongovernmental organiza-
tions (NGOs), PVOs have not applied
for nor received consultative status
with the U.N. Economic and Social
Council. More than 26,000 NGOs and
PVOs spend between $9 and $10 bil-
lion annually assisting 250 million
people.

PVOs contract, perform market
research, and coordinate with other
regional and in-country participants.
PVOs understand the socioeconomic
and market forces affecting contract-
ing and provide a useful model for
contingency contracting. PVYO meth-
ods of training, empowerment, and
networking, if applied to contingency
contracting, can improve perform-
ance, conserve funds, and mitigate
risk.

One of the authors of this article,
John L. Coombs, interviewed CCOs
deployed to Uzbekistan (located in
Central Asia) and members of several
PVOs. The purpose was to analyze
Heart to Heart International and
Samaritan’s Purse. Coombs accompa-
nied Heart to Heart International on
an airlift of $2.3 million in medical
supplies to Uzbekistan in December
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2001. Heart to Heart International is a
Kansas-based humanitarian organi-
zation that focuses on medical aid to
developing nations, regions in crisis,
or areas that have experienced natu-
ral disasters. Samaritan’s Purse is a
major relief organization that pro-
vides a wide range of humanitarian
aid worldwide including disaster
response and refugee assistance. The
author observed Heart to Heart Inter-
national’s negotiations with the De-
partment of State, Uzbek officials,
businesses, and other PVOs.

PVOs appoint project managers
who control all aspects of the human-
itarian operation, including procure-
ment, and can improve the respon-
siveness of contingency contracting
because of the following:

« Project managers are grown;
they have hands-on, forward-
deployed training.

« Project managers are financially
empowered; they have full control of
the purse.

« Project managers network; they
cultivate contacts with numerous
PVOs.

PVO Project Manager Develop-
ment and Training. PVOs “grow” their
project managers, carefully preparing
them to assume full control of an
operation. Project managers begin as
team members, then become assis-
tants, and prove themselves during
several humanitarian missions before
assuming control. This preparation
provides the project manager with a
thorough understanding of the envi-
ronment’s capacities, capabilities,
and business customs essential for
success. Guidelines for conducting
operations are loosely written, inten-
tionally deferring authority and dis-
cretion to the project manager, allow-
ing for maximum flexibility and
responsiveness. When minutes count,
hours are not squandered seeking
approval from an office 12 time zones
away.

In contrast, CCOs receive one
2-week course on contingency con-
tracting—CON 234. They may know
the procurement process, but if this is
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their first deployment, they probably
have little experience with foreign
cultures and immature contracting
environments. Contingency contract-
ing training can be improved through
three methods:

« Send select CCOs on temporary
duty (TDY) (to a contingency opera-
tion area) for 2-6 weeks after com-
pleting CON 234;

« Send select CCOs to internships
with PVOs operating in areas where
the officer is likely to deploy; and

 Develop training simulations
and scenarios for inclusion in CON
234.

Personnel and funding shortfalls
are barriers to implementing intern-
ships or TDYs. Therefore, additional
training should be limited to a select
few CCOs to maximize returns. A
specific qualification code can be
assigned to officers completing the
training. This qualification can be
used to determine the best CCO to
deploy.

Financial Empowerment. The
project manager of a PVO has full
control of funding and the authority
to negotiate and quickly commit
resources without requesting
approval from higher authority.
Extensive training and past experi-
ences provide the project manager
with the skill and judgment to
successfully carry out these
responsibilities.

This same delegation and control
over funding, if granted to CCOs, will
provide the flexibility to better sup-
port the task force during the initial,
chaotic days of a deployment.

Executive Order (EO) 10789 gives
the agency secretary the ability to del-
egate authority for purchases under
$50,000 to whomever necessary in the
interest of national defense, greatly
enhancing financial and contractual
empowerment of the CCO. (EO 10789
authorizes agencies of the govern-
ment to exercise certain contracting
authority in connection with national
Defense functions and prescribes reg-
ulations governing the exercise of
such authority.) This additional

authority should be temporary—only
until the operation stabilizes—and
does not relieve the CCO of require-
ments to properly account for funds.

Despite the obvious benefits, the
full power of EO 10789 is rarely
applied. Leaders must shift from risk
avoidance to risk management and
mitigation. The benefits of empower-
ment outweigh the limited risk of
granting CCOs control of purchases
under $50,000. Careful selection of
CCOs demonstrating financial
accountability, reliability, sound
judgment, and thorough training
will mitigate the risks of financial
empowerment.

Networking. Before PVO person-
nel depart the United States, they net-
work with other organizations, con-
tacting PVOs already operating in the
region and U.S. government agencies
like the United States Agency for
International Development and the
U.S. Embassy.

Deploying CCOs should contact
PVOs prior to deployment, collecting
market information to incorporate
into procurement planning and coor-
dinating operations where warranted.
CCOs can locate NGOs and PVOs
operating in an area via ReliefWeb
(http://www.reliefweb.int/w/rwb.nsf)
or InterAction (http://www.
interaction.org). Proper coordination
and cooperation can assist the CCO
in providing cost-effective and effi-
cient support to forward contingency
operations.

Similarities

Although military forces and
PVOs may seem different at first
glance, they do have similarities.
Members of both groups value serv-
ice, dedication, and self-sacrifice.
Often they have the same obijectives;
the route to those objectives may dif-
fer, but the destination is the same.

PVOs and military forces also
have funding similarities. The meas-
ure of fiscal success for PVOs, like the
military, is to expend funds effi-
ciently, effectively, and responsibly to
accomplish the mission. Effective
stewardship of funds is essential for
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continued contributions and/or
funding.

The environment for both groups
is also typically austere, and goods
and services are scarce. The security
threat may be high. Essential tasks
are similar for military forces and
PVOs. Both organizations use avail-
able personnel, equipment, and sup-
plies to accomplish tasks rather than
produce products, and both are
assigned to remote locations with
minimal logistical support and rap-
idly stage to conduct operations.

Procurement under these con-
ditions presents similar challenges
for both PVOs and military forces.
Because of these similarities, human-
itarian organizations have developed
procurement methods that the mili-
tary can successfully incorporate.
They are outlined below and contrast
with CCOs.

Policy And Doctrine

Presidential Decision Directive
(PDD) 56 directs government agen-
cies to better coordinate the U.S.
response to foreign crises. PDD 56
requires the military to work with
civilian agencies and international
organizations. Joint Publication 3-08,
Interagency Coordination During
Joint Operations, Volume 1, encour-
ages cooperation with PVOs, noting
they have information “essential to
the success of the military operation,”
including the needs of the popula-
tion, culture and practices, historical
perspective, local politics, security
threat, and capabilities of the
government.

The Joint Warfighting Center’s
Joint Task Force Commander’s Hand-
book for Peace Operations also
encourages coordination with PVOs.
The handbook adds that PVOs are
aware of railheads, storage facilities,
and freight-handling firms that could
prove invaluable to logistics planners.

The Army Federal Acquisition
Regulation Supplement Manual Two,
Contingency Contracting, notes that
local culture and business practices
have a considerable impact on con-
tracting. It lists PVOs as organizations
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that CCOs “may require interaction
with,” but it does not elaborate on the
nature or purpose of PVO interaction.
It appears that although policy and
joint doctrine have recognized that
PVOs can provide valuable informa-
tion, this concept has not been effec-
tively incorporated into contracting
guidelines.

A Need For Cooperation

CCOs arrive in immature con-
tracting environments with minimal
market information. PVOs can pro-
vide CCOs essential market data,
including but not limited to wages
paid for translation services, prices
for consumable supplies and con-
struction materials, availability of
contractors, warehousing and trans-
portation sources, contractor past
performance, local business and
banking locations, cultural norms,
and influential government officials.

A 1996 study by the Center for
Naval Analyses—titled Logistics and
Engineering Requirements for
Humanitarian Operations—found
that contingency contracting proce-
dures often lead to artificially inflated
prices when the military and PVOs
bid against each other. This prices
PVOs out of the market, increases the
cost of U.S. deployments, and inhibits
relief efforts. According to the study,
price inflation remains after the mili-
tary leaves and continues to hinder
NGO/PVO procurements. If CCOs
had a means of interacting with PVOs
prior to negotiating procurements,
artificial price inflation could be
reduced. Suppliers that encourage
bidding wars could be identified and
avoided.

Joint Doctrine

Joint Publication 3-57, Joint Doc-
trine for Civil-Military Operations,
explains that civil-military operations
“establish and maintain positive rela-
tions” between U.S. forces, multi-
national forces, the host govern-
ment, PVOs, and influential civilian
businesses.

The primary means to interact
with PVOs during stability operations

is via a civil-military coordination
cell. At the task force level, this is the
Civil-Military Operations Center
(CMOC). The CMOC is the conduit
for coordination between the military
force, the United Nations, the host
nation government, and PVOs. The
CMOC is located within the secure
perimeter of the task force, away from
sensitive areas, and close to an
entry/exit point to easily admit visi-
tors. The contracting cell should be
located adjacent to the CMOC, giving
CCOs ready access to PVOs. In addi-
tion to exchanging information with
PVOs, CCOs could capitalize on their
proximity to civil affairs officers—per-
haps the only other segment of the
military continually interacting with
the local populace—to exchange
information gathered on local busi-
nesses, the local culture, and socio-
economic conditions.

Conclusion

The world is ever changing. The
CCO must be successful to ensure the
needs of the operational command-
ers are met. Training similar to what
PVOs receive, financial and decision-
making empowerment, and capitaliz-
ing on the PVO'’s experience base will
dramatically improve the efficiency
and effectiveness of the contingency
contracting officer.

CPT JOHN L. COOMBS, U.S.
Army, is a Student in the Acquisi-
tion and Contracting Program of
the Graduate School of Business
and Public Policy, Naval Postgrad-
uate School, Monterey, CA. Previ-
ously, he served 11 months in
Bosnia-Herzegovina as the Civil-
Military Liaison for the 1st
Armored Division's Aviation
Brigades.

CDRE.CORY YODER, U.S.
Navy, is a Lecturer for the Gradu-
ate School of Business and Public
Policy at the Naval Postgraduate
School. He has an M.S. in manage-
ment from the Naval Postgraduate
School and an M.A. in national
security and strategic studies from
the Naval War College.

September-October 2002



