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This chapter discusses the roles and relationships of the key elements of installation management. Section I discusses the C2 structure, to include the formal chain of command and emerging efforts to integrate decision making. The next two sections discuss the environments of CONUS and OCONUS installations. Section IV discusses installation management considerations of base camps used by deployed US forces. The last section highlights MACOM differences and refers the reader to Appendix B for a thorough discussion of individual MACOMs.

2-1. Decision making for installations is supported and limited by three key elements. The first is the formal chain of command. The second key element concerns the specific staff organizations that support distinct programs or functional activities managed by the garrison commander. Corporate boards and coordinating committees comprise the third key element of installation policy guidance and decision making. The policy, guidance, and decision-making process for installation management includes these three sources of direction and input from all critical stakeholders. Installation and garrison commanders can provide input to and get feedback from their MACOMs who serve as representatives and voting members on committees.

FORMAL CHAIN OF COMMAND

2-2. The first key element of C2, the chain of command, defines the primary mission for the installation and the relationships with all other supporting elements. Beginning with the Department of Defense (DOD), C2 flows to the Army, then the MACOM, from the MACOM to the installation commander, then to the garrison commander and the various subordinate directorates and programs. This traditional chain of command places responsibility and authority with each commander, who prioritizes within the guidance given to him/her by staff organizations and/or corporate boards and committees. 

2-3. MACOM structures for installation management varied to a great degree in the past because of different mission support requirements. Today most MACOMs have integrated the various functional and technical elements that comprise installation management under one organization in much the same way that the Department of the Army merged many of the functions under the ACSIM. This allows the unity of effort and close communication between highly diverse elements needed to run complex installations efficiently and effectively. The MACOM level organization is the Deputy Chief of Staff for Personnel and Installation Management (DCSPIM) and is composed of human resources (military, civilian and contractor), infrastructure (buildings, roads, ranges and utilities) and services (MWR, well-being programs, postal, banking, laundry, transportation, equipment, etc.). These programs come under the broad umbrella of Installation Management and Base Operations Support. Detail about the organizational structures of each MACOM can be found in Appendix A. 

STAFF ORGANIZATIONS

2-4. The second key element of C2, staff organizations, begins at the Office of the Secretary of Defense (OSD). Staff offices at Army and MACOM levels are responsible for policy guidance and direction for specific programs or functional activities. MACOM program offices coordinate their functional activities with the installation functional staffs. 
 CORPORATE BOARDS AND COMMITTEES

2-5. The corporate boards and coordinating committees that comprise the third key element of installation policy guidance and decision making function as the forum for decision making, coordinating actions, and policy creation. These corporate boards and committees provide the venue for consensus, concurrence, and coordination of policy, direction, and decision making within specific functional areas. Standing committees help staff organizations and the boards they work for with policy and program development and program deployment responsibilities. These boards are made up of representatives for every service at the DOD level or every MACOM at the DA level. They decide on resource priorities, establish policies and standards, and direct strategy and planning. Examples include: 

· MWR board of directors (BOD).
· Military construction BOD.

· Per diem BOD.
· Army and Air Force Exchange BOD.

· Senior environmental leadership committee.
2-6. Figure 2-1 shows the interrelationship of the three key elements of the command structure—the working relations between the chain of command, the staff agencies, and the coordinating committee. The diagram shows how complex relationships are across a spectrum of over 100 activities and functions and the natural tension between these functions, which are often competing with one another for resources. The different funding streams in BASOPS further complicate the decision-making process. In this complex environment, decisions are made for installations in many venues, often conflict with one another, and can be parochial because of the specific functional nature of most committees. 

Figure 2-1. Interrelationship of the Three Key Elements
of the Command Structure
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Integrating DECsions—emerging structure for installations

Corporate decision-making generally involves long-term strategic issues that have impact across the Army. As discussed above, the coordinating methodology used by the functional proponents is a BOD/committee that hammers out conflicting interests and priorities and comes to consensus on the issues and their impact on all organizations. However, today they do that within functional stovepipes.
2-7. Increasing emphasis on efficiency requires integration of decisions made in the over 100 functional areas that MACOMs and garrison commanders manage. Instead of the large number of independent functional boards and committees that operate today, in March 2000 the MACOMs and Assistant Chief of Staff for Installation Management (ACSIM) agreed to establish an installation management steering committee (IMSC). The IMSC provides strategic direction for installations and coordinates the fragmented decision making that can result from stovepipe boards and committees. 

2-8. The IMSC serves as a filter for the 4-star Army BOD that has traditionally met only over tactical mission issues. It will be made up of the MACOM staff equivalents to the ACSIM. MACOM staff equivalents to the ACSIM are required to have knowledge and authority over those functions described in Chapter 1.
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Figure 2-2 describes the interrelationships of the IMSC, the MACOMs and staff organizations, and the ACSIM. Ultimately, the IMSC will make recommendations to the Army BOD that will be programmed into the Army budget cycle. 

Figure 2-2. Interrelationships of IMSC, MACOMs and staff organizations, and the ACSIM with the Army BOD

Installation C2
2-9. Local decision making involves balancing command decisions and customer requirements with the delivery of support and services in garrison environments. Installations accomplish everything from refuse collection to force protection to assisting local communities with natural disaster cleanup. Installation C2 has the added dimension of dealing with external entities, such as local governments and regulatory agencies, and in deployment situations with joint commands. Corporate decisions balanced with customer requirements affect decision making in this operational environment for base support. Installation and garrison commanders face the challenge of meeting both corporate demands and user requirements within the constraints of corporate-level policy, funding, and decisions.

2-10. The garrison commander and staff are the focus for all installation management C2. The installation should be organized for unity of effort within the installation, equity with other installations, good communication with MACOM staff, and efficient use of resources. 

Army installations worldwide assume a myriad of roles pertaining to their mission, their geographical locations, the political climate within which they are surrounded, and the personalities of the individuals and organizations with whom they work. Examples of these roles might include:

· Major employer.

· Neighbor.

· Environmental steward.

· Partner for goods and services.

· Provider of domestic support.

· Community leader

· Center of expertise.

· Defender of the Constitution.

This listing is in no way complete. It merely provides a starting point for discussion. Installations have and will continue to play major roles in the communities where they are located. Over time, new roles are developed and existing roles are redefined or discarded. Thoughtful consideration of the roles an installation assumes allows the management of resources (generally time and dollars) necessary to be successful. Each role requires the development of relationships for the benefit of the installation and the surrounding community. This section discusses issues related to the roles and relationships of CONUS installations.

POLITICAL CLIMATE

2-11. The political climate within which an installation functions includes local, state, and nationally elected officials. These representatives sponsor and support laws or policies that impact on the installation’s operational and strategic initiatives. Strong relations with a city council, local police, or regional planning board may strengthen the installation’s mission capabilities. Failure to consider the ramifications of state or federal laws, at best, decreases the ability to accomplish the installation mission and, at worst, may result in fines or incarceration of installation personnel. 

2-12. The political climate includes state and federal agencies such as the State Historical Preservation Office (SHPO), the Environmental Protection Agency (EPA), and the US Army Corps of Engineers (USACE). Positive relationships established on the basis of mutual understanding and trust with the SHPO or EPA region in which the installation is located requires diligence on the part of the installation staff, yet may result in fewer violations of state and federal laws. Building and maintaining relationships with these and other agencies help position an installation for success. 

2-13. To assist installations in their dealings with the political climate, the Army has established several helpful resources. AR 1‑20 sets forth the responsibilities, policies, and procedures of the Department of the Army (DA) for legislative and congressional relations. AR 360-5 serves as the guide for installation PAOs. It specifies installation commander responsibilities for public affairs and describes coordination between the Office of the Chief of Legislative Liaison (OCLL) and installations. It discusses consultations with state and local officials. These two regulations are generally used by the PAO to advise the installation commander. Also, the installation SJA is a valuable source of expertise and advice for installation and garrison commanders in their management of the installation’s political climate and the relationships that flow from that climate. These relationships are in essence partnerships with political agencies that often result in a direct increase in the installation’s ability to execute its missions.

COMMUNITY RELATIONSHIPS

The partnership relationships that installations build with their surrounding communities and their employees are vital to readiness. Following are examples of community relationships that installations are engaged in on a routine basis: 
· The installation or garrison commander’s participation in city council meetings.
· The master planner’s attendance at local/regional planning meetings or city planners’ attendance at installation planning boards.

· Mutual aid packages for sharing fire fighting.

· Emergency response and other mutually supporting services.

· Public safety.

· School liaison.

· Community sponsorship.

· Summer youth programs.

· Emergency response training.

TENANT RELATIONSHIPS

2-14. Installations provide varying degrees of service and support to both their supporting and nonsupporting tenants. These may include some, all, or none of the following:
· Facilities.

· Maintenance and repair.

· Utility services.

· Custodial services.

· Contracting support.
Exchanges and commissaries are examples of tenants who fund and construct their own facilities, yet they must coordinate closely with installation DPWs for siting and coordinating construction. Installations and tenants must identify their specific roles as they build working relationships. The installation must understand the requirements and expectations of the tenant in the same way the tenant must understand the capabilities and limitations of the installation in meeting those requirements. All concerned must work to balance the limited resources for installation management. Open and continuous communications are needed to ensure that roles are identified and the relationship between tenants and installations is healthy and productive.

2-15.  We want to talk reimbursement here.

Army RESERVE AND Army NATIONAL GUARD relationships

2-16. USAR and Army National Guard (ANG) have two-fold implications on roles and relationships of installations. As owners of installations, reserve centers, armories, and camps, USAR and ANG must consider their impact on the local communities and how local, state, and federal laws influence their roles and responsibilities. To underscore the scope of this requirement, one must only consider that 54 percent of the Army is contained in ANG and USAR. USAR operates—

· Three installations—Fort Dix, NJ; Fort McCoy, WI; and Fort Hunter Liggett, CA.

· Two reserve force training areas (RFTAs)—Fort Devens, MA, and Parks, CA.
· Over 1300 reserve centers throughout the US.

ANG owns and maintains 283 training sites and more than 3000 National Guard armories across the country. These installations serve as the image of the Army to a vast majority of the American public. 

2-17. ANG and USAR units are also tenants on active installations. They routinely conduct annual training, participate in weekend drills, and perform mobilization and demobilization functions from active installations. Increasingly, active, ANG, and USAR units are being combined into operational teams for training and deployment. This integration of Army units increases the need to fully anticipate the roles and relationships of USAR and ANG as they pertain to installation management. Installation and garrison commanders set the climate for their installations and establish installation-level planning and prioritization of USAR and ANG requirements for training facilities, housing, and other installation services. This guidance permeates throughout the installation staff and determines the level of support provided.

2-18. The Army shapes the international environment through operations and presence of its forward-deployed forces around the world, robust programs of nation-building, military-to-military activities, and support of arms control initiatives. Funding remains a critical need to maintain a high degree of readiness and support at an acceptable level of well being for soldiers and their families in the OCONUS environment. Well-being depends on adequate infrastructure repairs and replacement of obsolete automation systems. MILCON such as barracks, AAFES exterior upgrades, dining facilities, and housing are vital components in improving the well being of service members. Support of theater master plans allows Army commands to implement long-range plans and ensures readiness while meeting the needs of the Army community in the OCONUS environment. 

INTERNATIONAL ENVIRONMENT

2-19. Most American soldiers stationed overseas are assigned either to US Army Europe (USAREUR) or to Eighth US Army (EUSA), where they provide the critical core of our alliances in these strategic regions. Soldiers stationed in US Army Pacific (USARPAC) support military engagements in the Asia-Pacific region, which contribute to regional stability and crisis response. US Army South (USARSO) areas of operation (AOs) contribute to engagement throughout Latin America and the Caribbean.

2-20. These substantial, forward-deployed and forward-based forces shape the international environment by deterring aggression, leading our response to global threats, and promoting stability through military-to-military and military-to-civilian contacts in key regions. 

2-21. Army commanders must be sensitive to the impact their actions may have on host-nation military and civilian communities and be attuned to host-nation concerns related to common threats, political events, military exercises, joint ventures, and employment of local nationals in the work force. Additionally, commanders must remain abreast of political, economic, social, and military developments in their host countries and the potential impacts on mission readiness. These factors create a complex installation management situation quite different from the living and working conditions at CONUS installations. OCONUS commanders must not only manage their base operations but also work to generate support and cooperation from sovereign host nations on whose territory they are stationed. OCONUS considerations generally must include cooperative agreements between US Army, US Air Force, and US Navy components on many key installation management issues.

Treaties and Agreements

2-22. US overseas presence is regulated and governed by numerous treaties and agreements or legally binding declarations determining the rights and responsibilities of US forces in the countries where they are located. These include the North Atlantic Treaty, the status of forces agreement (SOFA), and a series of supplemental agreements that stipulate the rules, conditions, and responsibilities of US members stationed in the sovereign territory of other member states. These agreements delineate relationships with the host nations and define how member states train, sustain, deploy, and support their forces, including soldiers, civilians, and their families. Moreover, the US is a member of many multilateral and bilateral agreements that delineate rights and responsibilities of OCONUS units.

International Relations

2-23. The State Department has primary responsibility for acting on behalf of the Executive Branch in dealing with foreign countries. Portions of that authority are delegated to DOD and have been redelegated by DOD to US commanders abroad. OCONUS headquarters organizations coordinate a number of issues with host nations, such as real estate acquisition and disposal, environmental compliance, and labor relations, to reinforce US rights and fulfill obligations under individual SOFAs and various supplementary agreements. Since host-nation laws and perceptions on issues such as environment and labor relations often differ significantly from those in CONUS, continuous coordination and engagement preclude major disagreements in the conduct of installation management business. 

Note: State Department and OCONUS delegation of authority to coordinate with the host nation varies from country to country. Specific executive agent responsibilities may be delegated to Army, Navy, or Air Force components and generally carry the responsibility to coordinate with all US Forces.

Installation Management Support 

2-24. ASGs, BSBs, and ASTs manage installations within OCONUS. Figure 2-3 provides the USAREUR example, but the concept is similar in other OCONUS areas. In addition to providing traditional installation management support, ASG, BSB, and AST commanders are responsible for host-nation relations at the local installation level. Their responsibilities include representational activities and coordination with local government agencies for routine base support, such as engineer construction, utilities, force protection, and law enforcement. To accomplish this, ASGs are resourced with government relations advisors (GRA) and/or PAOs. BSBs are under the control of the ASG commander and execute installation support programs. 

Supported Units

2-25. CONUS installations host numerous organizations that are either an integral part of the MACOM (supported units) or tenants assigned to the installation for support. The base operations support (BOS) concept is designed to allow tactical and other supported unit commanders to focus on their missions and leave execution of the installation management mission to ASG, BSB, and AST commanders. Supported unit commanders have little day-to-day installation management mission responsibilities or authorities. However, they are provided opportunities through their ASG or BSB commanders to compete for installation management resources during development of installation integrated priority lists and master planning actions. Unit commanders further verify that soldiers, civilians, and family members in the AOR receive installation support according to USAREUR quality-of-life baseline standards. These tactical commanders approve and synchronize all antiterrorism/force protection requirements, plans, training, and operations within their AOR. 

Figure 2-3. USAREUR Concept for Base Operations Support

Tenants

2-26. OCONUS installations also host a number of supporting tenants (often called stovepipe organizations) that provide a particular service. They include:

· AAFES and DECA organizations.

· Department of Defense Dependent Schools (DODDS).

· Health services.

· Criminal investigations.

A number of private organizations are also supported, such as Boy Scouts, Girl Scout, and the Red Cross. These organizations have a major impact on the quality of life in OCONUS and are supported by appropriated funding as part of common-base support; e.g., the Girl Scouts receive office space, utilities, and logistical support for their professional staff.
MISSIONS

2-27. Installations in an OCONUS environment must perform a variety of missions, which include— 

· Conducting installation management operations.

· Providing MWR support and functions for US forces located within the OCONUS location. 

· Receiving, sustaining, and protecting the force. 

· Providing humanitarian relief.

· Transitioning to war.

· Evacuating noncombatants.

Installation Management Operations

2-28. US military infrastructure in the OCONUS environment is aging. Family housing and barracks shortages exist, and those that are available are often substandard. Housing on the local economy can be expensive, may be difficult to obtain, and may not be to US standards. Living quarters allowance (LQA) is authorized for civilians in most OCONUS locations if on-post housing is not authorized and available. This LQA becomes an added base-support cost. Real estate challenges are increasing, as host-nation civilian communities encroach on fence lines. Installations are crowded, with no land available on which to build. Partnerships with the host nation are crucial to meeting real estate needs. Privatizing infrastructure without jeopardizing security is an ongoing challenge.

2-29. The concept of environmental law applicable to DOD installations and facilities overseas is quite different than the well-developed and clearly structured regulatory system that governs our operations in the US. Host-nation environmental requirements applicable to US overseas installations reflect the peculiar balance of sovereignty inherent in the foreign basing of US forces. Often the requirements of executive orders, US domestic and host-nation environmental standards, DOD policy, and international agreements are self-imposed as a matter of policy, rather than mandated by law. For example, in Korea, the strictest standards are applied in order to protect the health of US personnel stationed in the country. Enforcement of standards is mandatory for prevention of serious health consequences.

2-30. Noncompliance poses a health exposure risk to deployed soldiers, civilians, and families and also may damage US relations with the host nation. Identifying, understanding, implementing, and explaining these requirements can be a daunting task for installation personnel. Soldiers may come across indigenous personnel who could carry diseases such as tuberculosis. Construction standards could be lower than US standards, which could pose environmental risks such as exposure to lead-based paint.

2-31. Issues such as water quality, hazardous waste abatement, ozone depleting chemical (ODC) phase-out, leaking underground storage tanks, and solid-waste disposal must be treated with sensitivity toward US forces and host countries to maintain a safe environment while avoiding potential international incidents. Soldiers in an OCONUS environment face a different culture and a difficult language, sometimes resulting in isolation. Dependent children OCONUS generally attend DOD schools.

Morale, Welfare, and Recreation Programs

2-32. MWR programs are used extensively in overseas locations to give US soldiers and their families a sense of home away from home. By helping families adjust to living in a foreign country, these programs help soldiers to focus on their missions. However, significant reduction of AAFES dividends, changing values of host-nation currency, and aging facilities can reduce funding to these programs and jeopardize the morale of soldiers overseas. 

2-33. Labor costs are increasing and are complicated by the use of host-nation military and civilian forces. A-76 studies are complicated by cost sharing of labor based on SOFAs. A-76 studies do not complicate the special measures agreement (SMA) in Japan. Enforcing the DOD five-year overseas tour limitation increases civilian personnel turnover and permanent change of station costs. The theater master plan, Army master plan, and subsequent installation master plans are critical in developing a vision for power reception platforms and quality facilities and services. The installation plan must incorporate neighborhood concepts, city management, and partnering with local communities, as well as become an environmental role model for the host nation. However, many master plans do not currently recognize that USAR units do not deploy from standard PPPs OCONUS. Many USAR soldiers and units deploy from the military location that is closest to their USAR center location.

Reception, Sustainment, and Protection

2-34. Soldiers arrive in the OCONUS AOR under several scenarios. They may be individual replacements for units assigned to the OCONUS command, or they may be members of whole units assigned to/transiting through the OCONUS command. Whatever the scenario, receiving, sustaining, and protecting soldiers have significant installation management requirements, which must be included in OCONUS strategic plans and tracked through to completion. 

Humanitarian Relief

2-35. In recent years, the US has provided humanitarian relief to a number of countries. USAREUR, USARPAC, and USARSO have all been involved in these efforts. The ability to plan for and execute these humanitarian relief efforts has taxed the resources of the OCONUS commands and their staffs. While these short-notice missions are distracters to the daily missions of the commands, they serve to promote US prestige and are expected to continue. Tracking the expenditures required to accomplish these missions has enabled the Army to receive supplemental appropriations to repay at least a portion of the installation management expenditures.

Transition to War

2-36. While the bulk of Army forces are now CONUS-based, OCONUS commands serve as staging grounds and resupply points for military actions by the US. The ability of the OCONUS commands to transition to war is essential to US security. This transition intensively tests the installation management abilities of the commands. 

Noncombatant Evacuation Operations
2-37. Noncombatant evacuation operations (NEOs) are conducted to evacuate civilian noncombatants and nonessential military personnel from locations in a host nation during time of endangerment to a safe haven. NEOs are normally conducted to evacuate US citizens whose lives are in danger from a hostile environment or natural disaster. NEOs may also include evacuation of dependents, selected citizens of the host-nation, third-country nationals, and nongovernment organization (NGO) personnel. 

2-38. NEO plans consider host-nation assets as the primary source of security, transportation, and temporary facilities. If host-nation assets are inadequate or unavailable, US military resources are used to fill the shortfall.

2-39. Installation, garrison, and ASG commanders must remain sensitive to perceptions of the local population during NEO to avoid unnecessary violence and confusion. They must coordinate with combat units on securing assembly areas and evacuation sites, establishing defensive perimeters, and locating and escorting evacuees. They must ensure dissemination and enforcement of clearly defined rules of engagement (ROE). They may be required to provide medical, logistics, MP, or transportation assistance.

2-40. In some environments, noncombatant evacuation operations may entail the issue of weapons and ammunition to evacuation forces personnel. Commanders must be prepared to deal with large numbers of displaced civilians and noncombatants, both US and other, which may include setting up and operating temporary holding camps. Regardless of the environment, the commander must plan for the possibility of change in this volatile situation. For additional information on NEO operations, refer to FM 90‑29.

HOST-NATION partnerships

2-41. US strategic principal of collective security resulted in alliances and coalitions with national contingents, NGOs, and private voluntary organizations (PVOs). These partnerships blend capabilities and political legitimacy to make certain operations possible that the US would not or could not conduct unilaterally. To maximize effectiveness, these partnerships must be based on the following:

· Mutual confidence.

· Rapport.

· Respect for different cultures.

· Understanding the capabilities of each partner.

· Perception of missions as appropriate, achievable, and equitable in terms of burden and risk sharing. 
Political considerations and the ability to communicate in the other nation’s language cannot be overemphasized. This is necessary to coordinate with local authorities, civilian transportation coordinators, refugee and relief centers, hospital staffs, legal offices, and local police forces.

2-42. Partnering with host countries is accomplished through country-to-country agreements, such as SOFAs, and host-nation support agreements.

Status of Forces Agreements

2-43. The SOFA defines the legal relationship of the host nation and joint military, to include Army forces deployed in the territory of a friendly state. These agreements may be bilateral or multilateral. The provisions of such agreements describe how the authorities of a visiting force may control members of that force and the amenability of the force or its members to the local law or to the authority of local officials. 

2-44. The SOFA may also address claims procedures, contracting for goods and services to support operations, and arrangements relating to filling local labor requirements of US forces. For example, the Korean Service Corps (KSC) is a US Army TDA organization established under the SOFA between the US and the Republic of Korea (ROK). The KSC assists the war efforts of the US armed forces in Korea by maintaining company- and battalion-level organizations, which provide mobility and flexibility essential to the US-ROK mutual defense effort. KSCs are indirect hires paid by US funds and labor cost-sharing contributions from the ROK government. They provide manpower in jobs ranging from common laborers to specialized skills in combat support (CS) and CSS functions, such as heavy equipment operators. 

Host-Nation Support Agreements

Civil and/or military assistance rendered by a nation to foreign forces within its territory during peacetime, crises or emergencies, or war, based on agreements mutually concluded between nations
JP 1-02

2-45. Host-nation support (HNS) plays a critical role in future installation operations, both within and outside the logistics community. Efficient use of HNS can be used to augment the deployed sustainment force structure. HNS may be planned based on negotiations between the host nation and the sending nations or ad hoc, through requests during crisis or war that were not identified, planned, or agreed upon during peacetime. Examples of support provided by the host nation include but are not limited to:

· Supply.

· Maintenance.

· Recovery and evacuation.

· Transportation.

· Hospitalization and medical evacuation (MEDEVAC).

· Construction.

· Engineering and technical support.

· Facilities.

· Contracting support.

· Ammunition management and security operations.

· Other BOS functions, to include utilities, labor, personnel management, and international postal support. 

HNS may come from host-nation governments, civilians, military units, or facilities and are broken down by function or area support. HNS agreements can be numerous and complex, requiring deliberate and continuous coordination among national contingents. However, maximizing HNS can result in shorter lead-time support to the forces. HNS may also benefit the local area economy. For a description of the process for entering into and concluding negotiations for HNS agreements and a list of items that may be included in an HNS agreement, refer to FM 100-8, Appendix D.

2-46. The Japan Facility Improvement Program (JFIP) is a separate informal agreement on HNS not part of the SMA. The JFIP is subject to change by the Government of Japan (GOJ). Facilities are replaced and built by GOJ. Components recommend projects and priority; however, GOJ determines which projects are funded.

2-47. The SMA provides labor and utility financial support for stationing US forces in Japan. Specific support includes local national labor, construction, land rent, and public utilities. Labor cost sharing is based on actual average strength for the prior three years applied to an average salary. GOJ refunds yen based public utility costs for electricity, gas, water, propane, sewage, kerosene, and heating fuels. The refund is based on a utility ceiling of average consumption for the prior three Japanese fiscal years for each utility. The SMA is renegotiated every five years.

ALASKA AND HAWAII

2-48. Alaska and Hawaii are the only states not part of the contiguous US. As such, they have issues with remoteness, weather, and termites. Because of the vastness of Alaska, adequate transportation is essential. Not all base-support operations are available year round because of the winter season. The tropical climate of Hawaii offers constant exposure to salt air, causing equipment and vehicles to become susceptible to rust, thus increasing maintenance and repair costs.

TENANTs OF AN EXPEDITIONARY FORCE

2-49. In situations where US forces deploy to a host nation as an expeditionary force, they become tenants, with specific areas and facilities of the host-nation installation made available to them. The commander should plan and develop the US portion of the installation to accommodate the deployed forces, including requirements for renovation, maintenance, and repair of existing facilities and infrastructure. SOFAs, HNS agreements, or other country-to-country agreements dictate tenant and host responsibilities throughout deployment. In developing these requirements, commanders are responsible for soldier well being and meeting force-protection requirements whether the situation is hostile or friendly.

2-50. The commander should plan and develop a comprehensive package to ensure all infrastructure aspects of the deployment are met. Normally, the host nation and the US agree to the provision of land, facilities, and other infrastructure to meet the deployment mission’s needs. Conditions may range from full utility and infrastructure support to nothing but a bare piece of land. Besides land and facilities, host-nation agreements may specify labor, supplies, equipment, and BASOPS services that the host nation provides.

2-51. Even if there is no specific requirement to use HNS, at most locations local nationals provide services such as refuse and hazardous waste collection, construction equipment rental, supply delivery, custodial support, and varying degrees of construction, installation maintenance, and utility systems support. The commander should clearly define standards and requirements and ensure that these are enforced. Host-nation constraints must be accounted for during support planning, as local laws and customs may limit access to local resources. Advance planning, coordination, and training can minimize the impact on operations.

Camps are classified as major base camps (population over 150 and continuously operated), as remote sites (permanent population of less than 150), or as forward operating sites (checkpoints or observation posts). Base camps are further differentiated as—
· Continued US Presence. Receives support equal to that provided to personnel at permanent locations, including all upgrades and improvements.

· Undetermined Occupation. Receives minimum support and no upgrades until final plans are known, except essential force protection measures.

Americans in 1950 rediscovered something that since Hiroshima they had forgotten: you may fly over a land forever; you may bomb it, atomize it, pulverize it and wipe it clean of life – but if you desire to defend it, protect it and keep it for civilization, you must do this on the ground, the way the Roman Legions did it by putting your young men in the mud.”

T. R. Fehrenbach, This Kind of War 

Command and Control

2-52. The US Army component of the DOD unified command (geographic MACOM) is responsible for administrative and logistical support whether deployed troops are organic or provided by other MACOMs. The geographic MACOM deploys forces stationed within its own footprint and sustains, protects, and redeploys forces into and out of the theater of operations. Commanders of deploying troops have direct contact with the geographic MACOM for all issues affecting administrative and logistical support.

2-53. Task force commanders generally select base camp locations. This decision depends on a number of factors: strategic position, lines of communication, political sensitivity of host nations, and so on. Field engineers, logisticians, and real estate experts are key to the determination of the actual site selection. On-the-ground, available assets and topography are major criteria, but vital issues are force protection; availability of water and electricity; and accessibility, capability, and condition of ports, airfields, railheads, roads, and bridges.

Resources

2-54. Geographic MACOM staff offices provide initial staffing for basic functions. These military, DA civilian, and contractor technical experts are deployed on temporary duty. Generally, MACOMs centrally fund most base-support requirements, although some funds are transferred to task force and support elements with mission-support requirements. Funding for contingency operations is generally authorized by supplemental appropriation. Since such funds are intensely scrutinized, geographic MACOMs must quickly establish stewardship and fail-safe mechanisms to account for all costs.

Prioritization of Needs

2-55. Facilities are primary concerns of commanders in the early stages of deployments. As deployments progress, other quality of life (QOL) issues become increasingly important to the morale and welfare of the force. Geographic MACOMs need to consider all aspects of BASOPS to determine which functions are necessary and establish standards. 

Standards

Lessons learned from recent deployments indicate commanders need to establish infrastructure and facility standards. Standards provide commanders a means to identify minimum facility requirements and QOL services that can be met quickly under varying conditions. Standards also serve as tools for planning and defining resource requirements. Standards are required for—

· Soldier housing.

· Unit facilities (aviation, company, battalion, brigade, fuel and ammunition storage, motor pools, and so forth). 

· Soldier support services (dining facilities, chapels, mail rooms, finance, post exchange, laundry pick-up, and so forth).

· MWR services.

· Infrastructure, to include roads and utilities.

Master Planning

2-56. Geographic MACOM policy needs to stress the importance of base-camp master planning. This process brings together all interested parties to address the need for -specific facilities and services to best satisfy the mission. Each camp needs a base-camp planning board to review and prioritize all improvement projects.

2-57. A master plan is the commander’s comprehensive strategy for orderly and efficient management and development of real property assets, infrastructure, and support services. Execution of this plan—

· Improves operational readiness, personnel safety conditions, and living and working environments.
· Enhances use of limited resources.
· Contributes to the QOL for soldiers while enhancing force protection proper zoning, layout of facilities, and a prudent investment strategy,.

Services

2-58. Installation management services in base camps generally include provision of food, lodging, workspace, heat, and light to all US military personnel. The basic level provides a safe and healthy living and working environment. Levels of support beyond the basic level vary by geographic location, duration of the operation, and intensity of engagement. In a deployed environment, with unit rotations and unaccompanied tours, standard services for families do not exist. Services such as child care, youth services, personnel property shipments, and so forth, which are tied to the permanent duty station, are not base camp considerations. 

In deployed situations, the overlap between installation management and mission support services may become more evident as soldiers often work and live in the same facilities. As a general rule, the following are base-camp services:

· Personnel. Personnel and postal services, casualty assistance, and MWR support.

· Medical. Care and treatment, evacuation, preventive medicine, and dental care.

· Intelligence. Force protection and security assessment.

· Provost Marshal. Law enforcement, criminal and traffic investigations, civil police liaison, and physical security.

· Legal. Legal assistance, claims, and trial defense.

· Logistics. Some supply and maintenance support, some field services such as AAFES, laundry, mass transportation, Class I, and Class III (bulk).
· Contracting Support. Include Logistics Civil Augmentation Program (LOGCAP), USACE, and host-nation contract support.

· Facilities. Power, water, sanitation, refuse disposal, environmental assessment, and hazardous materials (HAZMAT) disposal.

· Religious. Activities, service, and counseling.

· Information Management. Signal planning, telecommunications services, information system security, frequency spectrum management, and communications security (COMSEC).

· Safety. In addition to force protection, conventional safety considerations, such as vehicle, work place, and residential safety, apply to deployed forces. 

· Fire Protection. Fire protection and prevention equipment and personnel.

· Snow and Ice Control. Services as applicable.

· Operation, Maintenance, and Repair. Operation, maintenance, and repair of facilities and infrastructure.

· Other Services. Services such as the provision of news (American Forces Network, Stars and Stripes) and immediate humanitarian contact with families back home (Red Cross) are crucial to morale in deployed locations and need to be added to any deployment inventory. 

Long-Range Strategy

2-59. Standards ensure quality, safe, equitable and affordable working and living conditions for deployed soldiers and civilians. When fully funded, these standards provide minimum acceptable levels for base-camp facilities and services. Constant appraisal of the impact of facility and BASOPS service standards on mission accomplishment and troop morale results in the creation of an optimal deployment environment. 

2-60. Lessons learned dictate that standards are defined early in the deployment so that sufficient resources are available to meet the standards from the onset of the operation. 

2-61. Building future base camps immediately to pre-established standards and providing affordable services at planned capacity are wise decisions. This is particularly true in terms of protecting soldiers. It is also a smart business decision in terms of long-term costs and an essential component to morale, well being, and readiness.

SUMMARY
2-62. Each installation must function and succeed in the environment in which it is located. Whether in a CONUS or OCONUS environment or wartime or peacetime scenario, installation commanders and their staffs must understand key roles and take steps to fulfill the requirements of those roles. An integral part of success is to develop relationships and partnerships that promote cooperation and lasting bonds between the military and its surrounding communities. Commanders are increasingly required to integrate their needs with those of their sister services, to build plans that consider levels above and below the direct control of the installations, and to do their best to prepare for the unexpected. The C2 relationships for installation management continue to change as the Army moves forward in its management philosophy. CONUS and OCONUS installations face unique and common problems that require the sharing of ideas and solutions. Finally, each MACOM faces specific and dynamic challenges that test its abilities to use management principles and lessons learned to complete its missions and to ensure the safety and well being of its soldiers and families. 

SECTION IV – BASE CAMPS





 





SECTION III – OCONUS INSTALLATIONS
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SECTION II – CONUS INSTALLATIONS
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SECTION I –COMMAND AND CONTROL





The Balkan Experience, Environment, and History


During very uncertain times in 1995, the Army deployed over 20,000 US troops to the Balkan Peninsula as part of  implementation force (IFOR). Initially troops were billeted in numerous locations in tent camps with a very basic infrastructure and minimal services. Because of the short duration of the operation, soldiers made do with these circumstances. 


As IFOR evolved into the stabilization force (SFOR), containers replaced original tent facilities and MWR services were enhanced. Millions of dollars were consumed by the acquisition of tents and more improved facilities. Subsequently, substantial additional funding was required to maintain and replace the original temporary structures that did not wear well in the harsh Balkan environment.


With the Presidential decision in June 1997 to station US troops in Bosnia-Herzegovina, Croatia, Macedonia, and Hungary indefinitely, long-range plans were implemented to harden selected camps and close others. Lessons learned from this experience resulted in significant savings in subsequent deployments. Given the reality of a long-term strategy, investing immediately in hardened facilities generates significant cost avoidance in replacement and sustainment costs, while ensuring deployed soldiers a safe, well-protected, and healthy place to live and work. Operational decisions drive the number and cost of facilities required. Early decisions to commit to a long-term mission and stabilize the force in locations that support the operational scheme allow establishment of hardened facilities with a higher quality of life.
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