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Abstract

Since 2001, contingency operations in the US Central Command
(CENTCOM) theater have established a large number of base camps, of
various sizes. To manage base camps, the Army and other Services have
commonly used the concept of establishing a “Mayor Cell” — the
functional equivalent of a garrison commander at a Continental United
States (CONUS) installation. An adequately staffed Mayor Cell can
effectively manage a base camp up to 10,000 personnel. Larger base
camps or base clusters may require multiple Mayor Cells.

However, over the past two decades, the US Forces’ “organic” base camp
capabilities have diminished, i.e., our forces increasingly come to rely on
costly contract support to supply essential functions and services. This
circumstance, combined with insufficient or non-existent infrastructure,
lack of trained or experienced personnel, and individual stove-piped
systems, contributes to operational gaps that distract commanders from
their primary mission: inefficient operations of base camps; and security,
safety, environmental and health risks to deployed forces. This study was
undertaken to address operations and management (O&M) requirements
requisite for the effective administration and support of a contingency
base camp.

DISCLAIMER: The contents of this report are not to be used for advertising, publication, or promotional purposes.
Citation of trade names does not constitute an official endorsement or approval of the use of such commercial products.
All product names and trademarks cited are the property of their respective owners. The findings of this report are not to
be construed as an official Department of the Army position unless so designated by other authorized documents.

DESTROY THIS REPORT WHEN NO LONGER NEEDED. DO NOT RETURN IT TO THE ORIGINATOR.
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1.1

1.2

Introduction

Background

Since 2001, contingency operations in the US Central Command
(CENTCOM) theater have established a large number of base camps, of
various sizes. To manage base camps, the Army and other Services have
commonly used the concept of establishing a “Mayor Cell” — the function-
al equivalent of a garrison commander at a Continental United States
(CONUS) installation. Most successful Mayor Cells at larger bases are led
by a Lieutenant Colonel and Sergeant Major, ranks commensurate with
their level of responsibility. An adequately staffed Mayor Cell can effective-
ly manage a base camp up to 10,000 personnel. Larger base camps or base
clusters may require multiple Mayor Cells, one cell per additional 10,000
in camp population.

However, over the past two decades, the US Forces’ “organic” base camp
capabilities have diminished, i.e., our forces increasingly come to rely on
costly contract support to supply essential functions and services. This cir-
cumstance, combined with insufficient or non-existent infrastructure, lack
of trained or experienced personnel, and individual stove-piped systems,
contributes to operational gaps that distract commanders from their prima-
ry mission: inefficient operations of base camps; and security, safety, envi-
ronmental and health risks to deployed forces. This study was undertaken
to address operations and management (O&M) requirements requisite for
the effective administration and support of a contingency base camp.

Objectives

The primary objective of this work was to identify O&M requirements for
the effective administration and support of a contingency base camp. This
included:

e identifying and detailing current requirements, processes, protocols,
and procedures being used to operate and manage base camps

¢ identifying and detailing current base camp staffing approaches for
various size camps

e providing recommendations for base camp staffing and training re-
guirements to improve facility planning and operations.
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1.3

1.4

Approach

To accomplish the project objectives, researchers:

1. Conducted an extensive literature search of current and historical docu-
ments on contingency base camps, and documented personal experiences
of study personnel.

2. Reviewed developing, current and historical doctrine, including openly
available literature on base camp operations (e.g., in Vietnam, the Balkans,
Desert Shield/Storm, and current contingency operations in the
CENTCOM theater).

3. Analyzed After Action Reviews and Center for Army Lessons Learned
(CALL) products.

4. Attended relevant base camp related conferences and unit workshops such
as the Regional Support Group Training Advisory Board meetings.

5. Made site visits to training base camps in the Continental United States
(CONUS) and in the CENTCOM theater to observe and or validate current
practices, including:

a. seven contingency base camps in Afghanistan in January 2011:
(1) Bagram Airfield, (2) New Kabul Compound, (3) Camp Phoenix,
(4) Forward Operating Base (FOB) Salerno, (5) Kandahar Airfield,
(6) FOB Lindsay, and (7) Camp Leatherneck.

6. Gathered data on organization and staffing, processes, training issues, and
resource requirements, and to capture lessons learned and recommenda-
tions, conducted extensive interviews of key personnel, including:

b. base personnel, include individuals and units of current and former
mayor cells/staffs

c. Directorate of Public Works (DPW) directors who served in Operation
Enduring Freedom (OEF), Operation Iraqi Freedom (OIF), and the
Balkans.

d. DPW and contracting personnel, and Logistics Civil Augmentation
Program (LOGCAP) providers

e. personnel involved in the support of base camp operations such as en-
gineers, logisticians, contract managers, and contractors.

7. Analyzed the gathered information, drew conclusions and made recom-
mendations to improve the administration and support of a contingency
base camps.

Scope

This analysis applies to all US Army units that may be assigned responsi-
bility for base camp management in a contingency operation. Other ser-
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1.5

1.6

vices may also apply recommended methodologies to fill gaps in their own
doctrine or when engaged in management of joint bases with Army forces.

Mode of technology transfer

This report will be made accessible through the World Wide Web (WWW)
at URLs:

http://www.cecer.army.mil

http://libweb.erdc.usace.army.mil

Terms and definitions
1.6.1 Base camp definition

The TRADOC Base Camp Functional Area Analysis (TRADOC 2009) de-
fines a “base camps” as:

... an evolving military facility that supports the military operations of a
deployed unit and provides the necessary support and services for sus-
tained operations. Base camps consist of intermediate staging bases and
forward operations bases and support the tenants and equipment. While
base camps are not permanent bases or installations, they develop many
of the same functions and facilities the longer they exist. A base or base
camp can contain one or more units from one or more Services. It has a
defined perimeter and established access controls and takes advantage of
natural and man-made features.

1.6.2 Base camp terminology

This study assumes that the term “base camp” applies to all contingency
base locations, and is therefore equivalent to other such designations as:
Forward Operating Base, Combat Outpost, Contingency Operating Loca-
tion, Firebase, and any other terms used in the current theater. Also, mul-
tiple, synonymous terms that denote base camp staffs include: Mayor Cell,
Garrison Commander, Base Support Group, Battlefield Operating System
— Installation (BOS-1), and Camp Commandant.


http://www.cecer.army.mil/
http://libweb.erdc.usace.army.mil/
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1.6.3 Base camp functions

To be considered a base camp, an installation should provide most of these
core functions:

command and control

life support

force protection

power projection

fires support

communications support
reception, staging, onward movement, integration (RSOI) support
maintenance and logistics support
transportation support

training support

MWR

emergency Services.

1.6.4 Base camp sizes

The study uses three standard base camp sizes, based on military popula-
tion only. It should be understood that base camps will also support a siz-
able civilian and contactor population, often equaling or exceeding the
military population:

Brigade: 6000 soldiers
Battalion: 1000 soldiers
Company: 150 soldiers.
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2 History

The Vietnam War saw an extensive base development program. By 1970,
27 major base camps and numerous tactical airfields and firebases had
been built (Dunn 1991, p 136). With the start of forces build up in 1965, the
military initially found itself relying heavily on contractors to execute the
construction program. Gradually, military engineer forces assumed a
greater share of the construction workload (Dunn 1991, p 133). Base camp
management and operation methods and structures varied greatly be-
tween the services. The Army relied heavily on contractor personnel, 80%
of that workforce being Vietnamese. Air Force facilities staffs were mostly
military, using the model of assigning military personnel to CONUS instal-
lations to gain facility engineering skills, then deploying them to theater.
The Navy fell somewhere in between, assigning Seabees to public works
staffs, but using contractor manpower extensively (Dunn 1991, pp 90-91).

At the conclusion of the war, LTG Dunn (1991, p 94) offered several les-
sons learned:

Most officers assigned to facilities engineering duty in Vietnam lacked
former experience, and it normally took much of their one-year tour to
become knowledgeable in facilities engineering regulations and require-
ments. The Vietnam experience has highlighted the need for a broader
base of both officers and enlisted men with facilities engineering training
and experience.

Dunn (1991, p 97) further adds that:

Our experience also clearly demonstrated the need for the Army to main-
tain, in its active force structure, an adequate number of military person-
nel trained in facilities engineering to provide management and supervi-
sion of contractor and direct-hire civilian maintenance forces and to man
sufficient numbers of military facilities engineering detachments to en-
sure continuity of essential operations ...

From the end of the Vietnam War with the emergence of Cold War, Euro-
pean-centric doctrine such as the Active Defense and Air-Land Battle, the
importance of the base camp as component of overall military operations
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effectively disappeared. This doctrine, with its linear nature and reliance
on highly mobile heavy mechanized forces diminished the need to estab-
lish large fixed base camps (Anderson 1990-91). This type of warfare cul-
minated in Operations Desert Shield and Desert Storm, with the heavy
armored coalition forces quickly routing the Iragis through speed and
overwhelming force. Because of the nature of this war and its short dura-
tion, base camps were not required to project or sustain combat power.
Although some short duration camps and assembly areas were used by
combat forces, most fixed base camps were logistics bases or transporta-
tion hubs in rear echelon areas. Because of the mature military infrastruc-
ture in Saudi Arabia, fixed air bases and well developed military cities were
readily available for coalition forces (Anderson 1990-91)

The Balkans saw the reemergence of the use of fixed base camps, neces-
sary in a low-intensity conflict such as peacekeeping. The military devel-
oped a number of enduring base camps such as Camp Bondsteel in Kosovo
and Camp Able Sentry in Macedonia. These bases were used as power pro-
jection platforms as well as providing life support, morale, welfare, and
recreation (MWR), maintenance, logistics and all other vital activities.
Balkans base camp operations also saw the emergence of the “Mayor Cell”
concept, a dedicated staff responsible for the operation and management
of the base camp. This cell was typically staffed by a small number of mili-
tary personnel while receiving maintenance support from the LOGCAP
contractor and from limited capability of organic mission engineer units.
LOGCAP contractors also performed a bulk of base camp construction
(Rector 2010).

In 2001 with the initiation of OEF in Afghanistan, the need for fixed base
camps to support combat operations became critical. After the fall of the
Taliban, it was necessary to establish FOBs throughout the country from
which to launch combat operations and sustain coalition forces. US and
coalition forces established major base camps at Bagram Airfield (BAF) in
the north and Kandahar Airfield (KAF) in the south, both of which were
former Soviet air bases with some usable fixed facilities and runways ca-
pable of supporting air resupply and combat operations.

At these bases, the first assigned units dedicated to base management and
operations came from the Army Reserve’s Facility Engineer Group. These
seven person Facility Engineer Teams (FETSs) were charged with establish-
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ing public works operations responsible for the master planning, project
design, and construction oversight. FET personnel included a lieutenant
colonel, two majors, two captains, and two senior NCOs. The peacetime
mission of the FET was to provide engineering and design services to Ar-
my Reserve facilities and installation DPW. Initially FETs reported directly
to the Coalition-Joint staff in theater. Eventually, OEF bases introduced
garrison commanders, the precursor to mayor cells. At some bases, the
FET and its DPW operation were brought under the oversight of the garri-
son commander, similar to the relationship in a CONUS installation.

As the theater developed, theater commands and special operations forces
developed other FOBs and fire bases, especially along the Pakistani bor-
der. These smaller bases were often self-supporting, but typically received
facility support on an area basis through ad-hoc mobile support teams
dispatched from KAF and BAF (Anderson 2002).

Prior to the invasion of Iraq in 2003, a number of semi-permanent camps
were built in Kuwait, serving as training and jumping off locations for po-
tential operations in Iraq. Camps such as New York and Virginia were es-
tablished in 2002 as training camps and future staging areas for US forces.

After the initial invasion operations concluded, the military established
FOBs throughout Iraq, generally located at captured critical facilities such
as airfields and Iraqi military bases, or simply at a base where a combat
unit had stopped and consolidated. Major bases included Victory Base, Al
Asad Air Base, and Anaconda. Facility Engineer Teams and Detachments
were again deployed to establish DPW operations at the major base camps.
Soon after, Mayor Cells began to appear at these bases, responsible for
overall base management and operation. Mayor Cells were typically ad-
hoc from mission units and received little to no training on base camp op-
erations. Often, other combat arms units such as Field Artillery were spe-
cifically assigned the Mayor Cell mission.

As the base camps and the management requirement matured, Area Sup-
port Groups (ASGs) and their functional successors, Regional Support
Groups (RSGs), began to assume this mission. Other units such as Maneu-
ver Enhancement Brigades and Brigade Combat Teams (BCTs) were also
given base camp management responsibility.
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3.1

Base Camp Support to Operations

Base camp functions

As defined earlier (Section 1.6.3, p 4), a base camp and its staff must pro-
vide specific functions to tenant units and their soldiers.

3.1.1 Command and control

A base camp staff must be able to provide command and control to units
assigned to the base camp. These may be units augmenting the camp staff
or tenant units with no other designated higher headquarters. Base camp
staffs typically are responsible for terrain management within the camp
perimeter.

3.1.2 Life support

This includes living areas, dining facilities, latrines and showers, and
laundry services.

3.1.3 Force protection

The camp must provide active and passive force protection measures. This
includes maintaining the secure perimeter, entry control points, personnel
bunkers, and other forms of protection from direct and indirect fire. The
base camp staff may also have responsibility for operating the Base De-
fense Operations Center (BDOC) and a Quick Reaction Force (QRF).

3.1.4 Public works and engineering support

All base camps require provision of potable water, waste water collection
and treatment, solid waste collection and disposal, power production and
distribution, environmental management, and facility planning, design,
construction management, and maintenance.

3.1.5 Power projection

In a non-linear battlefield, the base camp serves as a power projection
platform for combat forces that operate outside the wire.
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3.1.6 Fires support

A base camp may have to provide both space and logistics to support for
indirect fire assets such as artillery and mortars.

3.1.7 Communications support

A base camp may have to establish or support basic communications in-
frastructure.

3.1.8 RSOI support

Larger bases are often designated as RSOI facilities, providing support for
arriving and departing units.

3.1.9 Maintenance and logistics support

Tenant units must be provided with unit maintenance areas; motor pools;
vehicle wash racks; petroleum, oil, and lubricants (POL) storage and dis-
tribution; and other supply storage areas (Class 11 Package, Class 1V,
Class IX, etc).

3.1.10 Contract management

A base staff could be expected to use a large number of supply, service, and
construction contracts. Staff personnel often serve as a Contract Officer
Representative (COR) for one or more contracts.

3.1.11 Transportation support

Most bases operate, manage and maintain significant fleets of non-tactical
vehicles for on base use or ground transportation capability for movement
among bases in a base cluster.

3.1.12Training support

This may include operation and maintenance of training areas and weap-
ons ranges.

3.1.13 Morale, welfare, and recreation

Operate and maintain gymnasiums and sports fields, recreation centers,
internet cafes, phone centers, Post Exchange (PX) support, local vendor
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3.2

bazaars, American Forces Network (AFN) support, and other soldier mo-
rale activities.

3.1.14 Emergency services

These include military police and fire protection.

Base camp staffing units and resources
3.2.1 Dedicated unit

A base camp can be staffed by a dedicated unit with a specified mission of
base camp management. These units are typically assigned to brigade size
and larger camps. The principal unit with this specified mission is the Re-
gional Support Group. For the largest bases or base clusters, a Maneuver En-
hancement Brigade may be assigned this mission. A combat arms unit such
as a Field Artillery Battalion may be designated a “Provisional” support unit
and be assigned the base camp management mission for a specific location.

3.2.2 Regional Support Group (RSG)

The RSG is a Reserve Component Unit found in both the Army Reserve
and Army National Guard. RSGs evolved primarily from previous Corps
and Area Support Groups. The RSG is the only unit with base camp man-
agement in its Mission Essential Task List (METL).

METL: Provide Base Camp Sustainment (ART 4.1.4.3) Provide base camp
sustainment facilities and services to Soldiers and other authorized per-
sonnel conducting full spectrum operations. Provision of this support to
authorized individuals and units occurs regardless of their physical loca-
tion within or external to a base, facility, installation, camp, or station.

RSGs are allocated to brigade size base camps and larger. The RSG is a
Colonel-level command and staff. Depending on its assigned location, the
RSG will likely require functional augmentation cells or modules to meet
mission requirements. These may include engineer teams, contract man-
agement or additional mayor cells. The RSG structure is still evolving with
the draft, proposed modification table of organization and equipment
(MTOE) shown in Figure 1.
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Figure 1. Draft, proposed regional support group MTOE.

At Kandahar Airfield in 2011, the 645t RSG (US Army Reserves [USAR])
provided command and control of the US portion of the North Atlantic
Treaty Organization (NATO) base. The RSG had significant augmentation
in engineers, logistics and contracting personnel to meet the complex re-
guirements and large population of the base (US population >20,000).
Specified missions included RSOI support, contract management, MWR,
facility engineering and DPW operations and non-tactical vehicle fleet
management (645th Regional Support Group 2011).

At Victory Base Complex, Iraq in 2009, the 326t Area Support Group
(USAR) assumed the base camp management mission. The ASG is the
predecessor organization of the RSG, with a similar mission, but with a
more robust structure and greater organic capabilities. ASGs have since
been deactivated or transformed into RSGs. Victory Base Complex (VBC)
is a mega-base consisting of a number of separate camps combined into a
single complex. The base has a total population of approximately 80,000,
of which contractor personnel comprised 50-60%.

To provide adequate management capability for the entire base, the ASG
created six separate mayor cells each led by a Lieutenant Colonel and Ser-
geant Major. Each cell consisted of approximately 17 total personnel. The
ASG used a single large DPW operation to provide support to the entire
VBC. Each mayor cell did have a small DPW support cell to provide inter-
face and response to tenants and maintain work order status (326th Area
Support Group 2011).
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3.2.3 Maneuver Enhancement Brigade (MEB)

The MEB is a large, versatile organization commanded by a Colonel in ac-
tive component units and a Brigadier General in the reserve component.
The MEB has a large staff, a number of critical functional sections vital to
base camp management such as engineers and military police. It can be
further augmented into a task force capable of assuming control of a large
mega-base or base cluster.

According to Field Manual (FM) 3-90.31 (HQDA 2009), the MEB is a
unique multifunctional C2 headquarters designed to perform maneuver
support (MANSPT) operations for the echelon it supports. Task organiza-
tion is based on identified mission requirements for the echelon it is sup-
porting. It may be placed in support of Army, joint, interagency, or multina-
tional headquarters. The headquarters is staffed and optimized to conduct
combined arms operations integrating a wide range of MANSPT related
technical branches and combat forces. The MEB can organize, provide, or
employ unique battalion Task Force (TF) and company team combined
arms technical experts to conduct MANSPT operations across full spectrum
operations. Figure 2 shows the Maneuver Enhancement Brigade Organiza-
tion.

In 2010-2011, TF Rushmore, comprised primarily of the 196th MEB from
the South Dakota National Guard, was assigned to provide command and
control of the Kabul Base Cluster, consisting of seven separate bases in the
Kabul metropolitan area. The MEB provided overall command and con-
trol, logistics, and security coordination to the base cluster. Each individu-
al base was assigned its own Mayor Cell that reported to the MEB TF.
Mayor cells at both Camp Phoenix and New Kabul Compound (NKC) were
comprised of 16 personnel led by a lieutenant colonel and sergeant major.
The Mayor Cell leadership had higher rank commensurate with their level
of responsibility (Appendix A, pp 42, 43).
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Figure 2. Maneuver enhancement brigade organization.

Mayor cells assumed primary responsibility at their respective bases for:
billeting, emergency services, force protection, escort and badging, terrain
management, dining facility (DFAC) supervision, work order and mainte-
nance management, contract management, self-help coordination,
LOGCAP services coordination, and MWR (Wiesner 2010-11, NKC Mayor
Cell 2010).

The MEB created a robust DPW capability by augmenting the existing en-
gineer structure with additional engineer soldiers and civilian contractors.
Two officers were professionally registered engineers. This 17-person cell,
while physically located at Camp Phoenix, provided support on an area ba-
sis to all base camps in the Kabul Base Cluster. TF DPW cell performed the
following functions: operations (operations and maintenance [O&M] and
LOGCAP coordination), environmental, billeting (capacity and force flow
for base cluster), facility design, construction management (project devel-
opment and quality assurance), land management to include master plan-
ning and property leases, mapping (Appendix B, p 48) (Bruce 2011).
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3.3

Base camp management as secondary mission
3.3.1 Brigade Combat Team

A BCT may be required to provide base camp management, especially when
establishing a new operating location. The BCT has limited base camp man-
agement capability depending on functional augmentation. Most of this ca-
pability could come from the Brigade Special Troops Battalion (BSTB),
which has combat engineers, military police, and other specialized units.
The Brigade Support Battalion (BSB) has capabilities for life support of and
logistics of organic elements. Figure 3 shows the BCT organization.

3.3.1.1 Capabilities

The BCT can provide many of the following base camp management capa-
bilities: command and control, infrastructure survey, minor construction

and repair, force protection, organic power generation (tactical, spot gen-
erators), basic life support and sustainment, and basic environmental.

X
=
I T T . T T 1
1 Ll L 11 un 1
D D @O —{ BSTB| [ BSB
1 1 | | 1 1
- { HHC | H HHC | H HHB | H HHT | H 8¢ | H HHC
1 1 1 L
| il i - : . caHsHT%) |
FLD
| F s | Pl — @ | — 1 n A
1 1
— OO 1 M
L L 1 1
|| NSC || ®
_@ | FSI‘:C
K;AB)_
- FSIC
(RS)
- FSIC
(FIRES)

Figure 3. Brigade combat team (HQDA 2009).
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3.3.1.2 Augmentation

Support of additional camp population from outside the BCT is generally
not feasible without additional augmentation of such functions as DPW
Operations, contract management (Construction, LOGCAP), and certain
logistics requirements (water production, laundry, billeting for contrac-
tors). Below are potential functional modules that can augment BCT capa-
bilities.

e mayor cell

e DPW or Facility Engineer Team

e Contracting cell

e preventive medicine

e emergency services (fire protection, military police [MP])

e materiel handling.

3.3.1.3 Bagram Airfield

At Bagram Airfield, a facility with a population of greater than 30,000 and
a large coalition and contractor population, base camp management re-
sponsibilities were assigned to the 38t IBCT (TF Red Bulls). Because the
BCT also had responsibility for their International Security Assistance
Force (ISAF) mission outside the wire, they created TF Archer to execute
the base camp management mission. The Brigade Support Battalion (BSB)
was augmented with elements from the BSTB and a more robust engineer-
ing section.

Given the size of BAF, the largest base in Afghanistan, TF Archer was the
largest mayor cell in theater. Consisting of 65 personnel and led by the
BSB command element (LTC and CSM), the TF managed the following
functions (Task Force Archer 2010—11):

e command and control

e transportation management

e Dbilleting

e base engineering and public works
e land management

e joint RSOI

e force protection

e food service oversight

e Joint Visitor Bureau
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e MWR.

TF Archer was significantly augmented with engineer personnel to execute
the base engineering and public works mission. Led by an engineer LTC not
organic to the BCT, this cell consisted of personnel from the BSTB engineer
company with an attached civilian master planner and a Facility Engineer
Team for a total of 22 personnel (Appendix A, p 44). Functions included:

e project and construction management

e contract management for gravel, concrete, fencing, paving, etc.

e management of Joint Acquisition Review Board (JARB) and Installa-
tion Facility Use Board (IFUB) processes

e master planning

e coordination with LOGCAP, Defense Contract Management Agency
(DCMA), US Army Corps of Engineers (USACE), US Air Force (USAF)
Prime base engineer emergency force (Prime BEEF)

e work order management

e LOGCAP oversight.

TF Archer was successful in managing assigned functions at BAF, but at a
cost to the BCT’s overall mission. The BSB command group spent a majority
of their time managing the base camp rather than overseeing support opera-
tions of his organic companies to infantry units executing the ISAF mission.

3.3.1.4 FOB Salerno

At FOB Salerno, with a camp population of approximately 5600, base
camp management fell to TF Rakkasans, a BCT from the 101st Airborne
Division. The BASEOPS (base operations), or mayor cell was created from
the BCT Headquarters Company. The cell was minimal, consisting of the
HHC commander (CPT), company Executive Officer (1LT), the company
1SG, a repair and utilities non-commissioned officer (NCO) (SSG), and an
administrative clerk (SPC). BASEOPS coordinated minor maintenance
work orders with LOGCAP, managed billeting, and the IFUB process.
Many base management functions fell to organic brigade staff sections
such as S4 for supply, transportation and contract management, and S2
for antiterrorism/force protection (AT/FP).

Base engineering support was provided by the brigade engineer section
consisting of two majors, one captain, three NCOs, and augmented with
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four civilians. Base engineering was responsible for project and construc-
tion management and quality assurance, master planning input and en-
forcement, and contract management. Attached civilians were responsible
for environmental management, preparing contract scopes of work, and
electrical safety and power management (McCracken 2011).

3.3.1.5 FOB Lindsey

FOB Lindsey is a smaller base camp adjacent to Kandahar Airfield with a
population of 1200 soldiers. The base is occupied by a cavalry squadron
responsible for providing training support to an adjacent Afghan National
Army compound. Camp mayor duties were assigned to the squadron
Headquarters Troop, and consisted of two captains, the troop first ser-
geant, and a small number of NCOs and soldiers to provide administrative
support. Functions included work order management, terrain manage-
ment, master plan input and enforcement, LOGCAP coordination, and
construction oversight. Master planning and design engineering support
was provided by the Prime BEEF Squadron at KAF. The Lindsay mayor
cell was given full responsibility and authority by the squadron to execute
their base camp management mission, allowing them to effectively man-
age the camp (Kelly 2011).

3.3.2 Marine Expeditionary Force (MEF)

Camp Leatherneck is a Marine Corps base with a population of approxi-
mately 20,000 in southwest Afghanistan whose base camp management
was assigned to the MEF. BOS-I or mayor cell responsibilities were divid-
ed among the Camp Commandant, the MEF Headquarters Group (MHG)
and the Regional Command-Southwest C7 (Engineer) cell. The comman-
dant had responsibility for LOGCAP oversight, project management,
maintenance work orders, base master planning, and contract oversight
(per the COR). The MHG oversaw safety and preventive medicine. The Re-
gional Command Southwest (RC-SW) Assistant Chief of Staff (C7) provid-
ed most of the engineering functions including camp construction plan-
ning and facilities management.

The MEF assumed this mission without any engineer or other functional
augmentation. A MEF does not have a robust engineering capability, with
mostly combat engineers dedicated to combat operations. The Comman-
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dant has small engineer platoon primarily dedicated to tactical power gen-
eration and distribution.

During interviews with the MEF, Marine personnel outlined several rec-
ommendations for organizational changes to facilitate base camp manage-
ment. The primary recommendation is for the Camp Commandant to be-
come the de facto mayor cell. The first change would be to fill the Camp
Commandant slot with a Lieutenant Colonel instead of a Captain to provide
an appropriate rank level. Other organic MHG functions such as billeting,
hazardous materials (HAZMAT), and transportation would be reassigned to
the commandant. The other was to augment the MEF with a significant en-
gineering capability to assume the base engineer and public works mission.
This would free the RC-SW C7 to manage engineer operations in their as-
signed region. Total strength of the Camp Commandant cell would be 85
personnel (Appendix A, p 45) (MHG, Camp Leatherneck 2011).

Facility engineers

Dedicated facility engineering support can come from a variety of sources
and from all three services.

3.4.1 USAR facility engineer teams and detachments

Up until 2010, the primary source of Army facility engineers was the Facil-
ity Engineer Group (FEG). The FEG was a unit consisting of 30 seven-
person FETs and 16, 15-person Engineer Facility Detachments (EFD). A
majority of FET/EFD personnel work in the civilian engineering and con-
struction fields. The FEG as a command was deactivated in 2010, with
FETs converting to FESTs and EFDs transferring to the USAR engineer
brigades. Figures 4 and 5 show the Engineer Facility Detachment organi-
zation and the Facility Engineer Team, respectively.

TLIC
(12D)
| | | ]
TV SCPT TVSG 7 OFC 755G
(12D/B) (12D/B) (1227) (12H) (12H)

Figure 4. Engineer facility detachment.
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Figure 5. Facility engineer team.

3.4.2 US Army Corps of Engineers field force engineering
3.4.2.1 Forward Engineer Support Team Advance (FEST-A).

FEST-A provides technical engineering support to contingency operations.
FEST-A is normally a five- to eight-person team that consists of a military
team leader (Major), geographic information system specialist, and civil,
mechanical, and electrical engineers. The team can be augmented with
structural, environmental and other engineering skills. FEST-A has an al-
location of one per four BCTs. It conducts initial critical infrastructure as-
sessments to include sewer, water, environmental, academics and trash
assessments, technical engineering and design assistance, limited con-
tracting support, and real estate acquisition support to include reachback
capabilities (Ting 2011, HQUSACE Undated-a).

3.4.2.2 Forward Engineer Support Team - Main (FEST-M)

FEST-M is the largest type team in the Forward Field Engineering (FFE)
program and provides technical engineer planning and design, contract
construction, environmental and geospatial engineering support and real
estate acquisition and disposal. Consisting of 36 or more military and
Corps civilian personnel, FEST-M has design capabilities from various dis-
ciplines to include electrical, mechanical, civil, and environmental engi-
neers; and logistical and contracting and resource management. The Con-
tingency Real Estate Support Team (CREST) can provide real estate
planning and acquisition support to a base camp (HQUSACE Undated-b).

3.4.2.3 Base Camp Development Team (BDT)

The BDT is a non-deployable district-based team that can quickly provide
base development engineering, master planning and facilities design for
staging bases, base camps, FOBs, displaced persons camps, and any simi-
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lar requirement. Each BDT can provide: theater facilities design, force pro-
tection engineering, environmental assessment and engineering, assess-
ment of theater utility systems, and cost estimating (HQUSACE Undated-

C).
3.4.3 US Air Force

The Air Force has extensive facility engineering capability through facility
engineer teams and Rapid Engineer Deployable Heavy Operational Repair
Squadron Engineers (REDHORSE) Engineer Units. The USAF also de-
ploys military personnel who are assigned to Base Civil Engineer Squad-
rons at both CONUS and outside continental United States (OCONUS)
permanent installations. These active duty personnel have come up
through a facility engineer career track and are well trained in public
works operations.

Expeditionary Prime BEEF [Base Engineer Emergency Forces] Group
(EPBG) and Expeditionary Prime BEEF Squadrons (EPBSs) have been
used extensively in OEF for master planning, engineering design, project
management, and light troop labor for minor construction and repair.
EPBS units now produce the “ultra-light” master plans for each base camp.
This new format has proven exceptionally useful to the base camp and is
easily updated when required. The EPBG and two EPBS were effective in
providing this support on a theater wide basis (Oshiba 2011).

3.4.4 US Navy

Naval Mobile Construction Battalions (NMCBs or Seabees) have a well de-
veloped public works capability. Seabee units contain a high density of
trained engineers and construction trade professionals. Naval officers can
also rise through a facility engineering career field, serving in both Seabee
units and on naval base public works staffs. Seabee units can also provide
facility construction and repair and water well drilling (Merry 2010).
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4.1

Other Base Camp Management and
Support Organizations

Other base camp management and support organizations include the US
Army Materiel Command (AMC), DCMA, and the US Army Installation
Management Command (IMCOM).

AMC provides extensive support to base camp operations through its
LOGCAP contract. LOGCAP contractors provide essential base camp services
to include facility operations and maintenance, logistics support, minor con-
struction, food services, and environmental strategies. LOGCAP has become
indispensable to the effective management of contingency base camps.

DCMA can provide base camp support through the acquisition and man-
agement of specific base support contracts. It typically requires that base
personnel provide the COR for a specific contract.

As some contingency base camps develop into an enduring camp or per-
manent facility, the Army is evaluating the feasibility of IMCOM assuming
control of the facility, much like a CONUS installation. Soto Cano Air Base,
Honduras is under a pilot program to test this concept.

Base camp staffing and organization

Much of contingency base camp staffing and functions is analogous to a
CONUS installation.

4.1.1 Base Commander

Unlike a CONUS installation, the base camp commander is likely the sen-
ior mission commander at that location.

4.1.2 Mayor and Mayor Cell

The base camp mayor cell is the functional equivalent of the garrison
command. Although the mayor cell is not a doctrinal or formally designat-
ed organization, it has become the de-facto structure and staff for base
camp management.
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4.1.2.1 Mayor and Non-commissioned Officer in Charge (NCOIC)

Through interviews with current and former mayor cells staffs, the most
successful cells had a Lieutenant Colonel serving as the mayor and a Ser-
geant Major as the Senior NCO. This high rank structure is commensurate
with the level of responsibility and gives them sufficient rank to enforce
standards and ensure compliance with camp policies. It also allows the
mayor to be more effective in establishing cooperative command-support
relationships with higher commands and the numerous tenant organiza-
tions on a base camp (CALL 2008).

4.1.2.2 Functions

Although individual mayor cells will have the latitude to organize for the
mission, it should fulfill these functions:

e DPW
e logistics
e security

e contract management

e force protection

e terrain management

e MWR

e Dbilleting

e tenant activates (landlord)
e emergency services

e life support/quality of life.

4.1.2.3 Span of Control

A fully staffed and fully functional mayor cell should contain about 20-30
personnel. This count includes the DPW staff as a part of the cell. Depend-
ing on the camp size and mission, many functions could be handled by one
person. This cell has the ability to manage a camp of around 10,000 per-
sonnel (military and contractor). As camp populations increase, an RSG or
MEB may require additional mayor cells as an augmentation.

4.1.2.4 Operations

These functions are often the responsibility of Mayor Cell Operations:

¢ information management (non-tactical)
e badging
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e RSOI support

e MWR

e terrain management
e range management.

4.1.2.5 DPWs must be able to manage these functions:

DPWs must be able to manage these functions:

e master planning

e design and project management

e construction management and quality assurance

e water distribution

e waste water disposal

e power distribution

e solid waste management

e environmental management to include hazardous waste
(HAZWASTE).

4.1.2.6 Logistics

The Mayor Logistics cell should be prepared to execute these functions:

e LOGCAP coordination

e Dilleting

e supply, including POL operations

e transportation (non-tactical vehicle fleet)
o DFAC.

4.1.2.7 Security

These functions may the responsibility of the security section:

e BDOC
o AT/FP
e emergency services (fire, law enforcement).

Figure 6 shows the recommended Base Camp Management Structure.
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4.2
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Figure 6. Recommended base camp management structure.

Support of smaller base camps

Base camps smaller than brigade size, such as battalion (600) and compa-
ny (150) should not expect to have a robust, dedicated base camp man-
agement staff. Although smaller camps will have similar functional re-
guirements as larger camps, the resources needed are scaled down. The
type of operation, amount of existing infrastructure, and duration of pres-
ence will dictate the level of support required. Several approaches can be
applied to support these smaller camps.
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4.3

4.2.1 Mayor Cell

A Brigade-size base camp (1000-5000 personnel) will likely require a
mayor cell to operate the base camp. A camp of this size could likely func-
tion with a light mayor cell of 5-10 personnel. This could be less rank
heavy with a major or captain serving as mayor and a master sergeant or
sergeant first class serving as NCOIC. Individuals will likely have multiple
functions within the cell.

4.2.2 Organic Support

Smaller camps may have to rely heavily on organic assets and support
from parent units for many base camp support functions. These include
quality of life, many classes of supply such as food, POL, and maintenance.

4.2.3 Functional Augmentation

Smaller base camps may be augmented with small functional elements
such as facility engineer support teams, LOGCAP contractor support, or
local support contracts for water supply or waste disposal services. Cur-
rently in Afghanistan, a base camp size of 150 triggers LOGCAP support
(Wolf 2009-10).

4.2.4 Area Support

Smaller base camps may be augmented with small functional elements
such as facility engineer support teams, LOGCAP contractor support, or
local support contracts for water supply or waste disposal services. Cur-
rently in Afghanistan, a base camp size of 150 triggers LOGCAP support
(Wolf 2009-10).

Baseline manning requirements

Based on current successful practices in OEF and OIF, a fully staffed
mayor cell is required for each increment of 10,000 in total base camp
population. An RSG alone is sufficient to staff a brigade size camp, but
would require augmentation of an additional mayor cell for each addition-
al 10,000 increase in camp population. At a large base cluster, such as the
Kabul Metro Area, an MEB may be the most suitable unit. Each separate
base would have its own mayor cell or be supported on an area basis. Table
1 lists base camp baseline manning requirements.
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Table 1. Base camp baseline manning requirements.

Size MEB | RSG | Mayor Cell | Mayor Cell (light) | Area Support
Large Base Cluster 1 1 per base

Brigade & Larger 1 1 per 10K

Brigade (-) or Battalion 1 X
Company X

Contractor support

Contractor support is essential to base camp operation and management.
Contractors can replace soldiers for routine camp functions, freeing them
up for mission requirements.

4.4.1 Elements of contractor Support

Many elements of contractor support are indispensable to mission accom-
plishment:

e base camp maintenance and repair
e construction

e DFAC operations

e power generation

e water treatment

e waste disposal

e HAZMAT.

4.4.2 Contractor Population

Data from the theater shows that the larger the camp, the greater the per-
centage of contractor population. At camps of Brigade (-) size, contractor
population may be 40%, at Brigade size up to 50%, with the percentage
approaching 60% at the largest camps such as Victory Base Complex, Iraq
(326t Area Support Group 2011).

4.4.3 Contract Management

Contract management at contingency base camps can be challenging. Of-
ten, multiple contracts serve a single camp. For some contracts such as
LOGCAP, a military LOGCAP planner resides at the base to perform COR
duties. Most MILCON construction projects will be managed by the Corps
of Engineers. However, numerous contracts are awarded by other agen-
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4.5

cies, but must be managed by base personnel. The contracting officer may
not even be in theater. It is imperative that the mayor cell have a number
of COR trained and qualified individuals that can be appointed to manage
specific contracts at the camp, especially for DPW and logistics support
operations.

Training
4.5.1 Pre-Deployment

Of all the base camp staffs interviewed, none received extensive formal
pre-deployment training on base camp operations and functions. Some
units on their own initiative arranged for informal training with local mili-
tary installations to gain information on facility management and process-
es. Many units foresaw the need for contract management and obtained
training to certify select personnel as COR. While all unit staffs received
formal Battle Command Training through the 75t Division, constructive
and simulated scenarios do not adequately represent the types of missions
and situations that a base camp mayor staff may face. In OIF, the CALL
observed that units tasked with base camp operations were generally dis-
satisfied with the pre-deployment training received (CALL 2010).

4.5.2 METL Based

RSGs, the only units to have base camp management as part of their
METL, have made some efforts to develop training for their units. The
RSG Training Advisory Board meets annually to share AAR lessons
learned, presented by recently deployed units.

4.5.3 Public Works

Most units that were augmented by Reserve Component (RC) engineers
for public works and construction management relied on those engineers’
already acquired civilian skills. Engineer augmentation elements tended to
be ad-hoc and were self taught in DPW operations. Some received infor-
mal training from CONUS military installations or Installation Manage-
ment Command on facility operations. While useful to a degree, most
CONUS processes are not directly transferable into a contingency envi-
ronment. Engineer personnel also recognized the importance of having
COR trained personnel on staff. Very few engineer personnel tasked for
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construction oversight were trained in government quality assurance pro-
cesses.

4.5.4 Logistics

Very few personnel received formal training on LOGCAP capabilities and
contract limitations. This resulted in great frustration as base personnel
learned of these restrictions as they encountered specific issues. Although
LOGCAP contract managers were well versed and present at most loca-
tions, they were not expected to oversee daily operations of the contract.

4.5.5 Recommendations
4.5.5.1 Pre-deployment

The 75t Division was making a good effort by sending Observer-Controller-
Trainer personnel into theater during the PDSS process to gain greater
knowledge of base camp operations. This will greatly enhance scenario de-
velopment for Battle Command Training exercises. The 75t should continue
this process as well as coordinate with TRADOC base camp proponents to
ensure that BCTP is consistent with emerging doctrine.

The Center for Army Lessons Learned recommends deployed units assist
follow-on units by providing experienced personnel and focused situation
training during pre-deployment train up. Training should reference exist-
ing continuity books and SOPs. (CALL 2010)

4.5.5.2 METL

As the RSG METL continues to be refined, supporting tasks for base camp
O&M should be developed and integrated into unit pre-deployment train-
ing and BCTP.

4.5.5.3 Public Works

A training program for DPW operations needs to be developed that focus-
es on contingency base camps, not CONUS installations. Key elements
would include master planning, contract management (to include COR
training), construction management (to include quality assurance), IFUB
and JARB processes, work order management, and environmental man-
agement.
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4.5.5.4 Logistics

Logistics personnel should receive formal training in contract manage-
ment (to include COR training) and LOGCAP capabilities.

Continuity of operations
4.6.1 Transfer of Authority (TOA)

A well planned, well executed TOA is critical to effective continuity of base
camp operations. This ensures the transfer of critical information such as
the policies, base master plan, and contracts. It also provides the necessary
familiarization of the camp for the incoming staff.

4.6.2 Planning

Planning for the TOA begins with the PDSS by the incoming unit to learn
the mission and area of operations. CONUS pre-deployment training
should include constructive Battle Command Staff Training to allow the
staff to operate in a simulated theater environment. To the maximum ex-
tent possible, the incoming unit should mirror the functional organization
of the outgoing staff, ensuring that there is no gap in the TOA.

4.6.3 TOA Execution

Most successful TOAs last 7 to 10 days. It must be well planned and event
driven. Many units have found it beneficial for selected volunteer person-
nel from the outgoing staff extend in theater. Contractor personnel also
can fill gaps and provide continuity during and after TOA. It is also critical
that outgoing units prepare detailed continuity books.

4.6.4 Rotation of Personnel

Another model that can enhance continuity and minimize RIP/TOA issues
is to rotate personnel on a 25%/50%/25% staggered method. This avoids
the complete turnover of corporate knowledge in a short period (CALL
2010).
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5.1

5.2

Summary and Recommendations

Summary

To identify O&M requirements for the effective administration and sup-

port of a contingency base camp, this work has provided an historical con-

text for base camp development (Chapter 2), and has:

¢ identified and detailed current requirements, processes, protocols, and
procedures being used to operate and manage base camps (Chapter 3).

e identified and detailed current base camp staffing approaches for vari-
ous size camps (Chapter 4).

Recommendations

The following recommendations are made for base camp staffing and
training requirements to improve facility planning and operations.

5.2.1 Guidance

The Army should prepare more formal guidance on required base camp
core functions and staffing, including capabilities for sources for function-
al augmentation if required. Units designated for base camp management
missions should know and understand the core functions. The Regional
Support Group should maintain this function on their METL. The Maneu-
ver Enhancement Brigade should also consider including base camp man-
agement in their METL.

5.2.2 Training

The Army should develop a more formal training program for base camp
management. Units assigned a base camp management mission should
receive appropriate training in the areas described Section 4.5.

5.2.3 Large enduring bases

Large enduring bases should be staffed by a provisional organization with
a permanent military and civilian staffs rather than by rotating military
units. These enduring bases should fall under the organizational structure
of IMCOM. Planning for individual replacements to the staff to occur on a
staggered schedule would allow greater continuity of corporate knowledge,
more consistent application of guidance and standards, and free up com-
bat units to execute their primary missions.
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Acronyms and Abbreviations

Term
AFN

AMC
ASAALT
ASG
AT/FP
BAF
BASEOPS
BCT
BDOC
BDT
BEEF
BOS
BSB
BSTB
c7
CAV
CDR
CEERD
CENTCOM
CERL
CONUS
COR
CREST
CSM
DCMA
DFAC
DPW
EFD
EPBG
EPBS
ERDC
FEG
FEST-A
FET
FFE
FM

Definition

American Forces Network

US Army Materiel Command

Assistant Secretary of the Army for Acquisition, Logistics, and Technology
Area Support Group

Antiterrorism/Force Protection

Bagram Airfield

Base Operations

Brigade Combat Team

Base Defense Operations Center

Base Camp Development Team

Base Engineer Emergency Forces

Battlefield Operating Systems

Base Support Battalion

Brigade Special Troops Battalion

Assistant Chief of Staff

Cavalry

Commander

US Army Corps of Engineers, Engineer Research and Development Center
US Central Command

Construction Engineering Research Laboratory

Continental United States

Contract Officer Representative

Contingency Real Estate Support Teams

Command Sergeant Major

Defense Contract Management Agency

Dining Facility

Directorate of Public Works

Engineer Facility Detachments

Expeditionary Prime BEEF [Base engineer Emergency Forces] Group
Expeditionary Prime BEEF [Base engineer Emergency Forces] Squadrons
Engineer Research and Development Center

Facility Engineer Group

Forward Engineer Support Team Advance

Facilities Engineering Team

Forward Field Engineering

Field Manual
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Term Definition

FOB Forward Operating Base

HAZMAT Hazardous Materials

HAZWASTE Hazardous Waste

HHC Headquarters & Headquarters Company
HHT Headquarters & Headquarters Troop
IBCT Infantry Brigade Combat Team

IFUB Installation Facility Use Board

IMCOM Installation Management Command
ISAF International Security Assistance Force
JARB Joint Acquisition Review Board

KAF Kandahar Airfield

LOGCAP Logistics Civil Augmentation Program
LTC Lieutenant Colonel

LTG Lieutenant General

MAJ Major

MANSPT maneuver support

MEB Maneuver Enhancement Brigade

MEF Marine Expeditionary Force

METL Mission Essential Task List

MHG Marine Expeditionary Force (MEF) Headquarters Group
MP Military Police

MTOE Modification Table of Organization and Equipment
MWR morale, welfare, and recreation

NATO North Atlantic Treaty Organization

NCO non-commissioned officer

NCOIC Non-Commissioned Officer in Charge
NKC New Kabul Compound

OCONUS outside continental United States

OEF Operation Enduring Freedom

oIC Officer In Charge

OIF Operation Iraqgi Freedom

POL Petroleum, QOil, and Lubricants

Prime BEEF Prime base engineer emergency force
PX Post Exchange

QRF Quick Reaction Force

RC Reserve Component

RC-SW Regional Command Southwest

REDHORSE Rapid Engineer Deployable Heavy Operational Repair Squadron Engineers
RSG Regional Support Group
RSOI Reception, Staging, Onward Movement, Integration
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Term
SF

SPC
SSG
TF
TOA
TR
TRADOC
us
USACE
USAF
USAR
VBC
www
X0

Definition

standard form

Specialist

Staff Sergeant

Task Force

Transfer of Authority
Technical Report

US Army Training and Doctrine Command
United States

US Army Corps of Engineers
US Air Force

US Army Reserves

Victory Base Complex
World Wide Web

Executive Officer
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Appendix A: Base Camp Mayor Structure
Examples
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Example base camp mayor structure from the Operation
Enduring Freedom Joint Engineer Operations August 2010 Initial
Impressions Report

Appendix 8 to Chapter 4:

Example Mayoral Cell Structure
Example Mayor Cell Mission Statement: To provide and coordinate a synchronized

effort of support and service to ensure safe and secure living and working conditions for
service members and civilians of FOB “XYZ.” To ensure that all interactions with our
office reflect our dedication to the improvement of these conditions on FOB “XYZ.”
TACON for base operations includes areas such as force protection, life support billeting
and good order and discipline. The base commander has the ability to task tenant units
with the exception of Special Forces, for base operations issues.

Example Mavor Cell Task Organization for a Medium-Large Size FOB (-BDOC
organization)

NCOoIC

Deputy Mayor
csm

OPS NCOIC

Supply NCOIC £7

Assistant OPS
R&U NCO
E5
RSOI Billeting Permanent Party

NCOIC Billeting NCO
E6 £ Admin NCO

Es Assistant
Projects
Water Distribution

RSOINCO E4
ES

ROLES and RESPONSIBILITIES
OIC Mavor Cell
Provides and coordinate a synchronized effort of support and service to ensure safe and
secure living and working conditions for service members and civilians of FOB S.
Ensures that all interactions within the mayor reflects a dedication to the improvement of
conditions onFOB 8

— Member of long range planming conmittee/ work order committee /force

protection. working group
—  Primary interface with PMO, Contractors, tenant units
U.S. UNCLASSIFIED

REL NATO, GCTF, ISAF, ABCA
For Official Use Only

1ol
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— Contract disputes/ break in services.
— Space issues / facility management
Interface with LSO on LOGCAP issues
NCOIC Mavor Cell
—  Assists the FOB Mayor in his duties
— Controls tenant taxes and VIP room
= Resolves tenant issues at senior NCO level (PAD SherilT meetings)
= Primary agent for approval of Daily Bulletin/ FOB S All e-mails
— LN vendor selection for on FOB Shops

Operations NCO:
Coordinates, hattle tracks and spot checks force protection, terrain management, MWR
facilities and contractors. Manages daily battle rhythm for mayor Cell. Ensures
information is disseminated to higher and lower. Reacts to daily unforeseen situations
(lost weapons, work orders, FOB operations) Oversees admin requirements for Mayor
Cell personnel (Training, PT, Quality of life, Accountability)

— Tracking daily operations of contractors, TCN Escorts, for quality of

work

— Issues FOB S All updates based on Mayors CCIR

— Range NCOIC coordinates rang us

— Monitors black, white, and grey water and trash trucks

= Coordinates allocation of MHE. NTV LN

(Busses, cranes, forklifts, general laborers, excavators, generators, and
heaters)

Issues keys
Controls Range issue and recovery of range equipment
R&U / Hazmat NCO:
Manages public works projects on FOB § in conduction with EFD. Coordinates with
Safety Office to ensure proper storage and disposal of all waste materials. Coordinates
with LOGCAP contractor, AMC for hazardous material spill Mitigation.

— Responsible for Mayor Cell construction projects

= Assist with MIIE

= Assist with the daily operations of the Mayor Cell

— Supervision and training of LN assigned to Carpentry Shop

—  Oversight on DRMO Yard

IMO:
Assist the Operations NCO with admin requirements of Mayor Cell
—  Responsible for AFN distribution to tenant units.
—  Maintain a distribution map of all AFN devices updated quarterly (FOB
BDE G6 shop will provides equipment)
= Maintains mayor Cell’s webpage.
= Ensures all IT equipment is updated and working
—  Assist COR in ordering need I'T equipment
—  Maintain a distribution map of all civilian internet services

U.S. UNCLASSIFIED
REL NATO, GCTF, ISAF, ABCA
For Official Use Only
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Maintains JAMM Systems at DFAC

HR Specialist / Admin:

Assist the Operations NCO with admin requirements of Mayor Cell personnel, maintains

accurate admin records for Mayor Cell daily operations.

PERSTAT POC

Operates the Mayor Cell Service Counter

Tracks TCNs and LNs coordinates with COR on LN contract issues.
Daily bulletin

Key custodian, conducts monthly physical security inventory
Administrative duties as assigned

Coordinates MWR activities, programs, related to FOB and Mayor Cell
MWR COR

Supply NCOIC:

Responsible for managing Mavor Cell property books, Conducts monthlv inventories of

all TPE

Mayor Cell property book
Issuing bulk supplies on FOB

Laundry Soap Beds Tents /Lighting
Bottled Water Cots Class IX parts
Class IV

Beds MWR Equipment

Mattresses Washer & Dryer

MWR Rep works with Admin

NCOIC in absence of CSM

Works with COR Billeting on supply issues and concerns
Vehicle status

Assistant Supply NCO:

Assists Supply

NCO with duties and responsibilities of managing TPE

Responsible for water distribution

Supports the Supply NCOIC

Assist in the daily operations of the Mayor Cell

Accountability and maintenance of TPE and contracted (NTV MHE)
vehicles

Billeting NCO:
Manages all living quarters in hard stand structures, RLB and tents for transient and
permanent parties. Recommends Life Support Areas (LSA) improvement projects on

FOB S (tent, R

LB, and LSS replacement)
Primary POC for all RIP/TOA billeting needs

U.S. UNCLASSIFIED
REL NATO, GCTF, ISAF, ABCA
For Official Use Only
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— Tracking and assigning billeting on FOB, focused on adherence to Sand
Book Standards.

—  Weekly PERSTAT collection and data base management.

— NTV Vehicle registration for FOB

Billeting Assistant RSOI:
Assists billeting NCO with assigned duties
—  Conducts white water chlorination
— Direct oversight of RSOI
— PERSTAT collection and database management

U.S. UNCLASSIFIED
REL NATO, GCTF, ISAF, ABCA
For Official Use Only
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Base camp mayor structure from the New Kabul Compound

TASK FORCE RUSHMORE-NEW KABUL CLUSTER BSG

Director:

LTC Kirk Oldre -Mayor

MAJ Thomas Krull -XO/Deputy Garrison QIC

1LT Cody Byrum -COR

1LT Margaret Bendorf - ATO OIC

MSG Terry Helget - Garrison NCOIC

SFC Russell Thompson -Staff NCOIC/Garrison/COR/Badging
SSG Lorrie Cressy -Staff NCOIC/Garrison/DEERS/COR/
SSG Dennis Lauseng -ATO NCOIC (Anti-Terrorism Officer)
SSG Christopher Montileaux —DEERS NCOIC

SSG Clay Rees -Billeting NCOIC/ COR

SGT Clyde Linker -Billeting NCO/Garrison Supply NCOIC
SPC William Allen -Log Clerk/Lay Yard Manager

SPC Jason Buller - DHR Specialist

SPC Sean Hanson -Fueler- Class 1 Manager

PFC Amy Major -PAO/Safety Officer

PFC Stephen Wudel -DES/LN Escort

SPC Richard Preston- PAQ/ Safety Officer

MISSION STATEMENT

(V)

34

12 June 2010-Present

12 June 2010-Present

12 June 2010-Present

12 June 2010-Present

02 June 2010-Present

12 June 2010-Present

12 June 2010-Present

12 June 2010-Present

12 June 2010-Present

12 June 2010-Present

02 June 2010-Present

12 June 2010-Present

12 June 2010-Present

12 June 2010-Present

30 August 2010-Present

12 June 2010-Present

12 June 2010-19 Aug 2010
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Base camp mayor structure from the Bagram Airfield
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Proposed base camp mayor structure from Camp Leatherneck
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Appendix B: Department of Public Works
Structure Examples
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Department of public works structure example from Task force
Rushmore - Kabul Base Cluster

ATTACHMENT 1: Quarterly Historical Report
First Quarter: 26 June 2010 - 31 August 2010

TASK FORCE RUSHMORE - DIRECTORATE OF PUBLIC WORKS (DPW)

MAJ Trent Bruce 7 May 2010 - Present
DPW Director

MAJ Charles Hauck 7 May 2010 - Present
DPW Deputy Director

MSG Gary DeVries 7 May 2010 - Present
DPW NCOIC
MAJ Brian Phinney 7 May 2010 - Present

Land Manager / Master Planner

CPT Robert Small 10 Aug 2010 - Present
Operations & Environmental Officer

CW5 Leon Ewert 7 May 2010 - Present
Construction QIC

MSG Travis Vallery 7 May 2010 - Present
Construction NCOIC

SFC Brandon Vcss 7 May 2010 - Present
Operations NCO

SSCG Andrew Hanson 7 May 2010 - Present
Mapping NCO

SGT John Shyne 7 May 2010 - Present
Billeting NCO

SPC Samuel Morse 7 May 2010 - Present
DPW Technician

SPC Chase Blair 7 May 2010 - Present
DPW Technician

SPC Chad Hamman 7 May 2010
DPW Technician

Present
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8SPC Jason Schumacher 7 May 2010 - Present
DPW Technician

8PC Thomas Grady 7 May 2010 - Present
Mapping Clerk

CIV Jeffrey Study 20 Aug 2010 - Present
Statement of Work Writer (CACI)

CIV Samuel Moncada 13 Sep 20190 - Present

Statement of Work Writer (CACI)

*We lost two personnel to support the Camp Blackhorse CSC mission in the second
guarter (1 November 2010).

Organizational Chart

DPW Director
MAJSruce

DFW KCOIC
MSG DeVries
1
Canstruction, Land
Mianage ment.
CPTSmall =
MA) Phinney
1

DFW Deputy Diredor
MAS Hauck

-

n_

I !

[
a  Comphance NCO
Vacant

Billeting
SGTShyne

LOGCAP Technicans
— SPCMarse
SPCRlmr

L Technician
SPCSchumacher

*Currently assigned a 3 pax Survey
& Design Team (534" EN DET) until

approximately 1 MAR 2011

OperatiansNCO appiy | CIOML and Management NCD) Desigs Eagineering * Bindrution:
o SGT Hanson
SfCVoss SPCGrady Vacant Vacant WS Bwert

ConstruchonNCOIC
MSG Vallery

Technician
SPCHamman

SOW Writers
Mr. lelf Study
Mr Samuel Moncade

Department of public works structure example from 645t RSG,

Kandahar Airfield
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Chief, Directorate of Public Works

Direct the performance of the Directorate of Public Works (DPW) in providing infrastructure
development and limited garrison sustainment operations for the US Garrison in support of
United States Armed Forces and US-government contracted personnel on Kandahar Air Field
(KAF), Afghanistan. Host the Base Camp Planning Board and the KAF All Meeting. Host the
Deep South Development meeting. Provide Master Planning for the US Garrison

NCOIC, Directorate of Public Works

Supervises general engineering activities related to all construction and utility operations;
assists DPW Director in construction planning, scheduling, and material estimating; assists in
the preparation of operation orders, standing operating procedures, and contingency plans;
provides staff supervision and principal noncommissioned officer direction to units engaged in
performing general engineering missions; inspects construction and training activities;
supervises performance of combat engineering missions.

A. Master Planning and Base Operations Division

OIC:

Directs and supervises the planning, development and maintenance of the built environment
(buildings and infrastructure) on US controlled area of KAF. Controls US real property.
Responsible for the Maintenance and Revision of the US Master Planning/Zoning documents.
Chairs the US Base Camp Planning Board that has first review of all proposed projects on
KAF. Coordinates with LOGCAP for maintenance and repair projects. Supports in-progress
and final acceptance inspections of maintenance and repair projects. Coordinate with the
FCCE Division to develop JFUB packets for projects that have been approved by the US Base
Camp Planning Board.

Land Management - Base Operations NCO

Manages, coordinates all Base Infrastructure activities with COMKAF and NAMSA. Assists the
Land Management/Operations OIC with the Base Camp Planning Board and KAF Infrastructure
meeting. Conducts site visits to determine availability and use of land on KAF. Provides
technical support for in-progress inspections and maintenance requests of electrical, minor
construction, HVAC and plumbing projects. Reviews all project proposals for compliance with
established requirements for design and maintenance of utilities. Provides environmental
oversight of projects and advice to tenant units in the US footprint; assisted with JARB packets
for US Garrison projects.

B. Facility Contracting and Construction Division
Facilities Construction Contract Management Engineer, 21D

Develops future projects. Responsible for preparation of engineering designs, plans,
specifications and detailed cost estimates. Coordinates with customers in the development
of project packets for submittal to JARB and JFUB boards. Act as the SME for the customer
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in the development of PWS, site location map, project drawings and IGC. Facilitates in-
progress and acceptance inspections of construction projects.

Contracting NCO:

Assists the OIC in the development of future projects, cost estimates and PWS. Serves as
the SME to assist the customer with contract development. Responsible for preparation of
engineering designs, plans, specifications and detailed cost estimates.

Construction NCO:
Assist the OIC in the development of future projects, specification, and inspection plans.

Serves as the SME to provide the customer expertise in electrical, HVAC, Etc. Responsible
to review plans for technical correctness and ensure compliance with utility standards.
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Appendix C: Example Ultralight Master
Plan Produced by 577t EPBG



54

ERDC/CERL TR-13-18

A B
wisa £
g T
iy £l
i o
patiag | o asl
poiesg | s
g ™
s | et sy o g L op g an
s 5 0wl SRR Y 3440 G
e

il

SRR O3 R T 2 By

T fupnay lill._ln

oNEnsfauL |

‘Xed 0007 1340 10} 5331126} dNV/¥NY BulinpLa Pnssuo) +

S0l0sd NO N Aaey Bugup . ...
gﬁiﬂ?gnﬂ?%ﬁhﬂ . s s
Y et s s oy et Wl
s 1410y s o amonsses o 7 o o @ .
P35 sy 13 pang o uosuen ) o e s
9544300110 33| UO SIS PORIPPR NEPOUKOY + s, S i,
SAARNEIU| pUE Sluleljsuo) awdojanaa S .

vy usgessny @) 3w )

wHysn @ Amsuany masuod ¢13 €D

}B!iqz:@ gé%ini@

eany pasnpun v (@ Buney M (1)

\a.l.llr.lrrrr o duey vy 68 dajdny dum (3)
== sy openwo @ 0 240 dum ()

| l|lr.1I/r.,.... j00g i ) s jopeiuo) (i)
o > dhusey yepuex g (2)
spuny ewpe)E (7)

i sy Jasemien @
g mannos (5)

/ Ayppey Bujuesy gy (5)
ey a0 ) (7)

\ vs1ae due (7)

(san)iPe) Bupsyxa) A3

</
¢/ B HEEEoan

o

ue|d J3)Se|A] JUAWAO0|INI(Q

MO L] 3seq [euoleN-RINIA



55

ERDC/CERL TR-13-18

il s ol s Ll

|

[

xed 00Oz 1340 10§ SANIE) dNY/YNY BulinpuUa 1INAISUDY «

nuu_u..._.zao.__z Auproey Bujuip
PUE ‘UOHES 31l /YSEID 'WORNGUISI 3Ny ‘Jua waleuew 3sem pljos

AUBWIEaN SVEMaTsEm Losde 7TH Aemuni Buiinpus Juawadw)

ABMUNI §O IPIS LAIOU 01 YIN0S oL Sliof

-tiado 7K 0 a%i&is\giiﬂg .
 PUBLILIDY ISP UE|[EASNY/ 'S’ 03 YAING LWOJ LORISURR S1R|dWo3) =

‘aseq anc-ying Apiie| uo sIUALANbA) [PUDIIPRE MEPOWMIOIIY +
SAARE(YU| PUE SJujeASUO) JuBWdojRAR0

120 (8D sald (@

sheies gy 1oL @ duise) yuiny e easY (F3)
uoddns 714 gv2 101 D) sy e (1)
2018V —® E(EE!E@

aivi (@ puRwweD N1 G

wany Butuper, 312 () wady s pul pusgoy e i)
by suodeay Aseas ) Busnan puegos dusey ()
1 umgrisazesauni () e fany puegoy dusey (31)
sty Buriiy ([ pomy weos (§)

iy uspessiry (@5 o3 ven )
wHysn & Amsiany s ¢ €D

1eod soiop vy @ ?i.&%at!«ii@
eany pasopu) wy @B Guryied i (D)
dums vy (59 dajcy s (G)

vy joneavad () 40 aje) e ()
1004 1019 () LI IO @®

Ayjpey Bupues] any (7)
vy 13 a3 (7)

w510 duwes ()
(sanioey Bupsixa) A3N

\..\ mm&l EEE ] own
Ve

ue|d 1215e|] uawdojanag

spafoig Juawdolanag Aay

IMO) ulie] 3seg [euoneN-1}NA



56

@ ceewe e TTOT MENUET dno.D 4336 Awiid Aeuonipads] 92104 1)y a3 jo Juauiliedeg

* VNI 500 SR N 410 e 50 e
IR OIS Y T 1 VRO S0 DN 2 O R A el Y T OGN
e ] | SV L B — — ELE SR WL A Lot )4 S e s

TOERE N0 1R

V=218 Ao gdihy Eo e s LR
g L 53| 5 . 3 e
iy aunianes weay = Iﬂ.f:uﬂﬁ e e | il !J_.-..&

* | ey

b 1w gy g

Wi i [ff T I

ERDC/CERL TR-13-18

= TS 0L MUTEU008 Euodas Loddng ¢
it vase ML Lo ey PuE VY B8] e
oLg oi9 4360 S B0 FUEFI) %8 ﬁuﬂ! 1 fadBe 5 "ALDEe
Fd ] o (] ey Ajunaes (eucrias sy LoddiT oy as A0S 3pRAL = : LR Sl b .
op =3 BOY 71 sankiade poysio) e s wunn | fn,
e P LN Pu Annoas peearia a0 Lodins S pey pue AE10 0L . i...‘.ﬂ.a.ﬂtun ilﬂ;uﬂ:%ﬁ-ﬂ!!:“ﬁl; Eﬁﬁiﬂzﬁ
o cy 1 @3 UEE ALY W Ejuailina) i ol seogs Loddng e - - _ --
g € ez S i
1l 19 N3 0v/4 uo|ssiiN ok sy Pt o PSEI0R0 ) 01 S0 00 10U ISHONDTU | gy war 300 107 w0 0.0 @ 00050
oct oet .Iuaew ren B 1 50 | s wgingzap e e jans o s £ |40V 14 PSR 3 P g uf s il
B07 907 ST =
AP wpnm e SEInpUs 0[P e RBUERYNY REUISENS 8 alfians
cth e a._._u F g ettty sl R P 0 1 A 3 | s e et
e s {erasmy) i L) oLy BuaEai] KAy £ 13 S8L7ein rrey rTev e
ooze p0sT e - U A SR YECE flum-pas) pUE TG MEUETANG @ 02 930 o L0000 | i a1 5, 008 > 007 0 ARDO 000 oD L | 43 005 PR AUt e S DY
i L w0, B st E
L g | L a1 El RIUTE d
peunely waun 10 Aq vopEmdog ERTAITY pus 571 4q P mln..._ _w.___ﬂﬂ“...”__. alzal oy : : by ) e e . g ary
mers 2 s i g 1 5ol Ao dimmi v 00t | o e s S
Mgk (0 puR oy Aq PELIBEa[ 19080 | IIND 1R SOT0Z e HULS BN TF s el L]
2y IO 304 Wity MUBLILIL) AEETMUE S3gE ¢ KoMy £ 10T 343 60y 01 PAPHE S 3407 DUIEY FO0T o hi - E]n—l—.m@lﬂﬁ.—l! 45
DURT07) g DA B [ LINSSE U PUE(IOH HLey BappE S5 N 07 & b 1daw ] i ) T TR - _I-_-, ;
AP “.“_r p Adgteg LA, WSt ) UL ST U0y IR oy ) 5 ek i FINL ] e i ges Sy i e suirigag
o oma epl g B sy Ay L) POASINENSS B3I0S WSEL WHD 5] HOUT - — ; ppp—
i g B[00 BASTUN PUT UAIILAE L) ¥ OGN |GG UORY) SSADS 50861 @ % NS e bt
apewp) AoisiH - o oo e
e s e | ua.-”_jin%!ﬁﬂ o sy ou ey Aok | gy ey
_ £ pueg 4¥2001 = barisau == g.]'ié 5
paandaxy SNIEs N1 vttty | (ST TR 2000 SN | SNSRI | wea)
Slamol piend ST ylim Jaiueg 035aH agauliad [N e e e o Ak W e
pasoj3ua ggg ‘AIBPUNOY (UM S2U08 HTTT fealy pue] L 21 ] S e op s e e A Y
00%E@ XVd 0107 Jsquiaaag i i s Bpery P ueped vl Hesuna Lk
YInos-3y uoiday LIS ! bl
ottt IR
- g_g Dk T g (7 D3y SR (BN BT UalE s | sals R | “AEsnisin h
fyanos ‘aauinosd uedznin ‘1PUISIQ MOY uyieL - s! : e : b e
besismat i o0 | i) 0 i) o e e s eyt | sk L oS 0 591 T Y il
IMO) ulie]l aseq |euolieN-1}NIA == e e =

I v v v [ SN E)/S)UBWBLINDAY 310D



REPORT DOCUMENTATION PAGE

Form Approved
OMB No. 0704-0188

Public reporting burden for this collection of information is estimated to average 1 hour per response, including the time for reviewing instructions, searching existing data sources, gathering and maintaining the
data needed, and completing and reviewing this collection of information. Send comments regarding this burden estimate or any other aspect of this collection of information, including suggestions for reducing
this burden to Department of Defense, Washington Headquarters Services, Directorate for Information Operations and Reports (0704-0188), 1215 Jefferson Davis Highway, Suite 1204, Arlington, VA 22202-
4302. Respondents should be aware that notwithstanding any other provision of law, no person shall be subject to any penalty for failing to comply with a collection of information if it does not display a currently
valid OMB control number. PLEASE DO NOT RETURN YOUR FORM TO THE ABOVE ADDRESS.

1. REPORT DATE (DD-MM-YYYY)
17-09-2013

2. REPORT TYPE
Final

3. DATES COVERED (From - To)

4. TITLE AND SUBTITLE

Staffing and Organization

Contingency Base Camp Operations and Management:

5a. CONTRACT NUMBER

5b. GRANT NUMBER

5c. PROGRAM ELEMENT

6. AUTHOR(S)
H. Garth Anderson and Kurt Kinnevan

5d. PROJECT NUMBER

5e. TASK NUMBER
622784T4100

5f. WORK UNIT NUMBER
122G16

PO Box 9005,
Champaign, IL 61826-9005

7. PERFORMING ORGANIZATION NAME(S) AND ADDRESS(ES)

US Army Engineer Research and Development Center (ERDC)
Construction Engineering Research Laboratory (CERL)

8. PERFORMING ORGANIZATION REPORT
NUMBER

ERDC/CERL TR-13-18

US Army Natick Soldier RD&E Center
15 Kansas St.
Natick, MA 01760-5000

9. SPONSORING / MONITORING AGENCY NAME(S) AND ADDRESS(ES)

10. SPONSOR/MONITOR’S ACRONYM(S)
PM-FSS

11. SPONSOR/MONITOR'S REPORT
NUMBER(S)

12. DISTRIBUTION / AVAILABILITY STATEMENT
Approved for public release; distribution is unlimited.

13. SUPPLEMENTARY NOTES

14. ABSTRACT

Mayor Cells.

However, over the past two decades, the US Forces
come to rely on costly contract support to supply essential functions and services. This circumstance, combined with insufficient or
non-existent infrastructure, lack of trained or experienced personnel, and individual stove-piped systems, contributes to operational
gaps that distract commanders from their primary mission: inefficient operations of base camps; and security, safety, environmental
and health risks to deployed forces. This study was undertaken to address operations and management (O&M) requirements requisite
for the effective administration and support of a contingency base camp.

LT3

Since 2001, contingency operations in the US Central Command (CENTCOM) theater have established a large number of base camps,
of various sizes. To manage base camps, the Army and other Services have commonly used the concept of establishing a “Mayor Cell”
— the functional equivalent of a garrison commander at a Continental United States (CONUS) installation. An adequately staffed
Mayor Cell can effectively manage a base camp up to 10,000 personnel. Larger base camps or base clusters may require multiple

organic” base camp capabilities have diminished, i.e., our forces increasingly

15. SUBJECT TERMS

base camp, forward operating bases (FOBs), utilities, waste management

16. SECURITY CLASSIFICATION OF:

17. LIMITATION
OF ABSTRACT

a. REPORT b. ABSTRACT
Unclassified Unclassified

c. THIS PAGE
Unclassified

SAR

18. NUMBER
OF PAGES

66

19a. NAME OF RESPONSIBLE PERSON

19b. TELEPHONE NUMBER
(include area code)

NSN 7540-01-280-5500

Standard Form 298 (Rev. 8-98)
Prescribed by ANSI Std. 239.1




	Contingency Base Camp Operations and Management (Cover)
	Abstract
	Table of Contents
	List of Figures and Table
	Preface
	1 Introduction
	1.1 Background
	1.2 Objectives
	1.3 Approach
	1.4 Scope
	1.5 Mode of technology transfer
	1.6 Terms and definitions

	2 History
	3.1 Base camp functions
	3.2 Base camp staffing units and resources
	3.3 Base camp management as secondary mission
	3.4 Facility engineers

	4 Other Base Camp Management and Support Organizations
	4.1 Base camp staffing and organization
	4.2 Support of smaller base camps
	4.3 Baseline manning requirements
	4.4 Contractor support
	4.5 Training
	4.6 Continuity of operations

	5 Summary and Recommendations
	5.1 Summary
	5.2 Recommendations

	Acronyms and Abbreviations
	References
	Report Documentation Page (SF 298)

