MEMORANDUM FOR:   Secretaries of the Military Departments

Chairman of the Joint Chiefs of Staff

Under Secretary of Defense for Policy

     

Under Secretary of Defense, Comptroller

Under Secretary of Defense Acquisition, Technology, and

   Logistics

Commander, U.S. Central Command

Commander, U.S. Transportation Command

Commander, U.S. Special Operations Command

Director, Defense Security Cooperation Agency

Director, Defense Contract Management Agency

SUBJECT:  PAIL FMS Task Force Interim Guidance Message #1:  Processes in Support of Building Capacity of Afghanistan and Pakistan Security Forces
REFERENCES:
(a) Deputy Secretary of Defense memo dated 22 July 2009 (“Processes for Building Capacity of Pakistan, Afghanistan, Iraq, and Lebanon Security Forces”) 


(b) Pakistan, Afghanistan, Iraq, and Lebanon (PAIL) FMS Task Force Charter
This memorandum supplements references (a) and (b), which remain in effect.  Pursuant to references (a) and (b), this Pakistan, Afghanistan, Iraq, and Lebanon (PAIL) FMS Task Force Interim Guidance Memorandum provides recommendations for improving processes and procedures related to providing equipment and services under the Afghanistan Security Forces Fund (ASFF) and the Pakistan Counterinsurgency Fund (PCF).  
Identification and coordination of requirements early on and synchronizing acquisition and production with transportation capabilities to meet required delivery timelines is critical to the success of building the capacity of Afghanistan and Pakistan security forces.  The purpose of this memorandum is to codify and implement recommendations regarding the “pseudo” Foreign Military Sales (FMS) life cycle from requirements generation to intratheater delivery.  These recommendations are the result of the work of the PAIL Task Force ASFF and PCF working groups, a Lean Six Sigma (LSS) Rapid Improvement Event, and lessons learned to date from the execution of the ASFF.  These recommendations are to be applied to both ASFF and PCF efforts.
The Secretaries of the Military Departments will work closely with the Director, Defense Security Cooperation Agency (DSCA), and the Commanders, U.S. Central Command (USCENTCOM), and U.S. Transportation Command (USTRANSCOM) to ensure acquisition, contracting, and transportation of equipment and services are appropriately prioritized in accordance with the requirements contained in published USCENTCOM fielding plans.  All efforts will be taken to work these actions as rapidly as possible with the understanding that additional defense services or above standard level of service must be funded.  ASFF and PCF will be used to fund the Military Departments’ efforts to work as rapidly as possible.  

The Commander, USCENTCOM is responsible for developing and maintaining the ASFF and PCF program requirements.   Additionally, the Commander, USCENTCOM is responsible for de-conflicting competing requirements among U.S. forces, Afghanistan forces, and Pakistan forces.  (The Joint Allocation Review Board (JARB) can be used to prioritize conflicting production requirements for items that are required by both U.S. forces and Afghanistan/Pakistan security forces.)  USCENTCOM must work closely with the Military Departments; Director, DSCA; and the Commander, USTRANSCOM to ensure acquisition, contracting, and transportation of equipment and services are appropriately prioritized.  The Commander, USCENTCOM will inform the Deputy Under Secretary of Defense for Policy Integration and Chief of Staff (DUSD(PI&CoS)) if it is not possible to meet agreed-upon timelines for building these capabilities and capacity in as rapid a manner as practicable.  

The Commander, USTRANSCOM is responsible for overall effectiveness, efficiency, and alignment of distribution activities for both Afghanistan and Pakistan in accordance with the priorities established by the Commander, USCENTCOM.  The Commanders, USTRANSCOM and USCENTCOM will work with the appropriate DoD procurement commands to establish feasible required delivery dates for each item, synchronized with the current, approved fielding/requirement plan and deployment/rotation of U.S. and Coalition forces to and from Afghanistan.  Additionally, USTRANSCOM will seek to maximize in-transit visibility to ensure transparency of all equipment moved through the Defense Transportation Service (DTS) to Afghanistan and Pakistan security forces.  This includes the Reception, Staging, and Onward Integration (RSOI) of defense articles and services in the recipient country.  Transportation arranged by other DoD entities shall be coordinated with USTRANSCOM in a timely manner.  
  The Defense Security Cooperation Agency (DSCA) has the authority under the Economy Act (31 U.S.C. § 1535) to execute financially ASFF- and PCF-funded orders through the FMS Trust Fund and associated systems.  DSCA is required to recoup its costs of filling such orders.

Report additional personnel and/or funding resources required to implement these guidelines within 30 days of the date of this memorandum.  Please refer to the attached list of required actions and report back to me with your progress within 90 days of the date of this memorandum.  My point of contact for this matter is Lisa Moskowitz at (703) 695-0955.
Peter F. Verga

Attachments:

1) Afghanistan Security Forces Fund (ASFF) Guidance
2) Pakistan Counterinsurgency Fund (PCF) Guidance

3) Process Improvements to be Implemented for both ASFF and PCF

Attachment 1:  Afghanistan Security Forces Fund (ASFF)

The Secretary of the Army has been assigned the responsibility for distributing requested ASFF funds and for providing accounting support to the Combined Security Transition Command-Afghanistan (CSTC-A) through DSCA. The Secretary of the Army is also responsible for proper financial management, fiscal controls, and accountability in accordance with statutes and DoD polices, including the DoD Financial Management Regulation.  

A critical element for the success of building Afghanistan National Security Forces (ANSF) will be the synchronization of the deliveries of defense items requested by U.S. Forces Afghanistan (USFOR-A), USCENTCOM, and CSTC-A with the fielding plan.  The acquisition actions by the Military Departments and timely transportation and delivery by USTRANSCOM or commercial means, as appropriate, is critical for the achievement of timeline goals.  As the supported Combatant Command, USCENTCOM will conduct the necessary coordination and establish a timeline for feasible delivery date requirements for all equipment and services.  The Commander, USCENTCOM will inform the DUSD(PI&CoS) if the processes that support building ANSF are not meeting agreed upon timelines in as rapid a manner as practicable.  

The Commander, USTRANSCOM is responsible for the transportation and delivery of equipment to Afghanistan in accordance with the priorities set by USCENTCOM.  USCENTCOM will work with USTRANSCOM and the Military Department procurement commands to establish feasible required delivery dates for each item that is synchronized with the deployment and rotation of U.S. and Coalition forces into and out of Afghanistan and other DoD-arranged transportation.  In-transit visibility is required for all shipments to ensure transparency for all ASFF materiel being moved through the DTS.  USTRANSCOM must be kept informed of all DoD-contracted transportation moving ASFF-funded materiel into or out of Afghanistan in a timely manner. 
The Under Secretary of Defense (Comptroller) (USD(C)) will provide guidance regarding the execution of the ASFF, to include all coordination required with the Department of State and notification requirements to Congress.

DSCA is responsible for managing ASFF-funded programs as developed and approved by the Commander, USCENTCOM and assigned to DSCA for execution.  DSCA has the authority under the Economy Act (31 U.S.C. § 1535) for financial execution of ASFF-funded orders through the FMS Trust Fund and associated accounting systems.  DSCA is required to recoup its costs of filling such orders.  

Attachment 2:  Pakistan Counterinsurgency Fund (PCF)

The Secretary of the Army has been assigned the responsibility for distributing requested PCF funds and for providing accounting support to the Office of the Defense Representative-Pakistan (ODR-P) through DSCA.  The Secretary of the Army is also responsible for proper financial management, fiscal controls, and accountability in accordance with statutes and DoD polices, including the DoD Financial Management Regulation.  



The Commander, USCENTCOM is assigned overall responsibility for providing assistance to Pakistan’s security forces under the PCF.  The Chief, ODR-P, under the command of the Commander, USCENTCOM, will determine the program requirements, in coordination with the DUSD(PI&CoS), and will have management responsibility for the PCF, including decisions as to which DoD organizations to use for contracting support with respect to particular procurements, in accordance with U.S. export law.  As the supported Combatant Command, USCENTCOM will conduct necessary coordination and establish a timeline for feasible delivery date requirements for all equipment and services.  The Commander, USCENTCOM will inform the DUSD(PI&CoS) if the processes that support building Pakistan Security Force capabilities are not meeting agreed upon timelines in as rapid a manner as practicable.
The Commander, USTRANSCOM is responsible for the transportation and delivery of equipment to Pakistan in accordance with the priorities set by USCENTCOM.  USCENTCOM will work with USTRANSCOM and the Military Department procurement commands to establish feasible required delivery dates for each item that is synchronized with the deployment and rotation of U.S. and Coalition forces into and out of Afghanistan and other DoD-arranged transportation.  In-transit visibility is required for all shipments to ensure transparency for all PCF materiel being moved through the DTS.  USTRANSCOM must be kept informed of all DoD-contracted transportation moving PCF-funded materiel into or out of Pakistan in a timely manner. 

The Under Secretary of Defense (Comptroller) (USD(C)) will provide guidance regarding the execution of the PCF, to include all coordination required with the Department of State and notification requirements to Congress.

DSCA is responsible for managing PCF-funded programs as developed and approved by the Commander, USCENTCOM and assigned to DSCA for execution.  DSCA has the authority under the Economy Act (31 U.S.C. § 1535) for financial execution of PCF-funded orders through the FMS Trust Fund and associated accounting systems.  DSCA is required to recoup its costs of filling such orders.    

Attachment 3:  Process Improvements to be Implemented for both ASFF and PCF
1. Transparency and Coordination
Ensure transparency and coordination among all organizations that are responsible for processes supporting the Afghanistan Security Forces Fund (ASFF) and Pakistan Counterinsurgency Fund (PCF). 

· Effective immediately, the Security Cooperation Management Suite (SCMS) shall be used as the common operating picture for the Foreign Military Sales (FMS) program, (includes both pseudo FMS and Foreign Military Financing (FMF)); 
· No later than 60 days from the date of this memorandum, DSCA will conduct an SCMS user conference to ensure the system works optimally;
· No later than 180 days from the date of this memorandum, update the Security Assistance Management Manual (SAMM) and other guiding documentation with a comprehensive description of the pseudo FMS process;
· Effective immediately, convene regular fielding plan Interim Progress Report (IPR) meetings with key organizations (e.g., CSTC-A/ODR-P, USCENTCOM, USTRANSCOM, OSD (to include DSCA), the Joint Staff, Military Services, etc.) to include financial review and changes to fielding plans;
· No less than 30 days after FMS/pseudo FMS case implementation, a description of each FMS/pseudo FMS item to be purchased on that case must be provided;

· Modifications involving changes in shipments must be communicated within 15 days of the modification;
· No later than 180 days from the date of this memorandum, develop systemic military personnel rotation among CSTC-A/ODR-P; USCENTCOM, DSCA, and encourage the placement of organization liaisons;
· No later than 180 days from the date of this memorandum, develop a communication plan to ensure transparency among applicable organizations.

2. Streamlining Requirements Definitization and Prioritization
Ensure sufficient early coordination with the Security Assistance/Security Cooperation community during the requirements generation and acquisition phases to prevent delays in the supply chain process.  

· No less than every 30 days, CSTC-A/ODR-P will provide through USCENTCOM to DSCA, informing applicable Military Departments and USTRANSCOM, when directed, a prioritized list of items/materials required through FMS/pseudo FMS should funding become available;
· No less than every 30 days, coordinate among CSTC-A/ODR-P, OSD (to include DSCA), USCENTCOM, USTRANSCOM, and the Military Services on financial and activity plan activities of anticipated FMS/pseudo FMS requirements;
· Effective immediately, institute routine coordination and greater transparency among CSTC-A/ODR-P, OSD (to include DSCA), USTRANSCOM, and the Military Services on spend plan activities of anticipated FMS/pseudo FMS requirements;

· No less than 180 days in advance of required delivery, CSTC-A/ODR-P, at a minimum, will provide sufficient detail of FMS/pseudo FMS requirements (describe nature of order/item, including quantity and required delivery dates);
· No later than 90 days after the date of this memorandum, CSTC-A/ODR-P will describe and document the process and methodology for establishing a fielding plan for clarity among participating organizations, for continuity, and for future operations;
· At least six months in advance of required delivery, U.S. Special Operations Command (USSOCOM) will ensure its forward elements provide sufficient detail on its associated requirements in order for CSTC-A/ODR-P to describe the nature of the order (to include delivery timeline);

· No later than 180 days after the date of this memorandum, USCENTCOM will develop a long-range plan to educate host nations on the U.S. FMS acquisition system in order to help facilitate host nation self sufficiency in FMS acquisition.
3. Optimizing procurement and acquisition

Ensure the procurement and acquisition processes comply with requirements and suit the needs of CSTC-A/ODR-P. 
· No later than 30 days from the date of this memorandum, the Defense Contracting Management Agency (DCMA) will establish standard language to use in contracts for less release units/release units (non-rolling stock less than container load);
· Effective immediately, requests for Proposals (RFPs) will include a requirement for production scalability;
· Effective immediately, leverage the Joint Rapid Acquisition Cell (JRAC), as required;
· Effective immediately, enforce compliance with existing business/contracting rules (e.g., proper coding of information, including requirements for electronic tagging of shipments, contract receipt and review prior to purchase at procurement command);
· No later than 30 days from the date of this memorandum , AT&L will issue a compendium of business/contracting requirements

· Transportation Control Number (TCN) compliance;
· Radio Frequency Identification (RFID) requirements will be included in contracts;
· Ensure project code information is included in the contract;
· Provide contract to respective Security Assistance Command for review prior to award;
· Effective immediately, CSTC-A/ODR-P will provide detailed information regarding requirements as early as possible with Military Service Implementing Agencies (IAs), through USCENTCOM, to refine cases with as much clarity as possible in order to enable acquisition feasibility studies and advanced coordination for optimal implementation;

· Effective immediately, CSTC-A/ODR-P will coordinate with Military Service IAs during case writing to clarify detailed requirements;
· The Military Departments will conduct pre-award contracting activities by procurement command prior to contract award, in accordance with legal parameters.
4. Coordinating Transportation and Delivery
Optimize equipment movement to meet CSTC-A/ODR-P fielding requirements.

· No later than 90 days from the date of this memorandum, USTRANSCOM will identify and repair shortfalls in the existing interface between the Integrated Booking System (IBS) and Global Air Tracking and Execution System (GATES) to maximize the transfer of Transportation Control and Movement Document (TCMD) data, and to minimize date re-entry requirements; 

· Effective immediately, USTRANSCOM will ensure all less-than-container-load cargo bound for Afghanistan and Pakistan is consolidated at a single CONUS location; 

· Effective immediately, USCENTCOM will coordinate transportation feasibility with USTRANSCOM Joint Operation Planning and Execution System (JOPES) office;
· Effective immediately, DoD shipping activities will ensure that documentation required by the Defense Transportation Regulations (DTR) and the Security Assistance Management Manual (SAMM) is provided to CSTC-A or ODRP;
· Effective immediately, DoD shipping activities will ensure that e-mail notification for each ASFF/PCF shipment is provided to the respective designated central e-mail address at CSTC-A or ODRP.
	Action
	Office of Primary Responsibility
	Office of Coordinating Responsibility
	Due Date

	Requests for Proposals (RFPs) will include a requirement for production scalability.
	AT&L
	
	Effective immediately

	Leverage the Joint Rapid Acquisition Cell (JRAC), as required.
	AT&L
	
	Effective immediately

	Enforce compliance with existing business/contracting rules (e.g., proper coding of information, including requirements for electronic tagging of shipments, contract receipt and review prior to purchase at procurement command).
	AT&L
	
	Effective immediately

	Issue a compendium of business/contracting requirements:
- Transportation Control Number (TCN) compliance;

- Radio Frequency Identification (RFID) requirements will be included in contracts;

- Ensure project code information is included in the contract;

- Provide contract to Security Assistance Command for review prior to award.
	AT&L
	
	No later than 30 days from the date of this memorandum 

	Describe and document the process and methodology for establishing a fielding plan for clarity among participating organizations, for continuity, and for future operations.
	CSTC-A/ODR-P
	USCENTCOM
	No later than 90 days from the date of this memorandum

	Convene regular fielding plan Interim Progress Report (IPR) meetings with key organizations (e.g., 
CSTC-A/ODR-P, USCENTCOM, USTRANSCOM, OSD (to include DSCA), the Joint Staff, Military Services, etc.) to include financial review and changes to fielding plans: 

- No less than 30 days after FMS/pseudo FMS case implementation, a description of each FMS/pseudo FMS item to be purchased on that case must be provided;
- Modifications involving changes in shipments must be communicated within 15 days of the modification.
	USCENTCOM
	CSTC-A/ODR-P, DSCA
	Effective immediately

	Provide through USCENTCOM to DSCA, informing applicable Military Departments and USTRANSCOM, when directed, a prioritized list of items/materials required through FMS/pseudo FMS should funding become available.
	CSTC-A/ODR-P
	USCENTCOM
	No less than every 30 days

	Coordinate among CSTC-A/ODR-P, OSD (to include DSCA), USCENTCOM, USTRANSCOM, and the Military Services on financial and activity plan activities of anticipated FMS/pseudo FMS requirements.
	USCENTCOM
	
	No less than every 30 days

	Provide detailed information regarding requirements as early as possible with the Military Service Implementing Agencies (IAs), through USCENTCOM, to refine cases with as much clarity as possible in order to enable acquisition feasibility studies and advanced coordination for optimal implementation.
	CSTC-A/ODR-P
	USCENTCOM
	Effective immediately

	Coordinate with Military Service IAs during case writing to clarify detailed requirements.
	CSTC-A/ODR-P
	USCENTCOM
	Effective immediately

	Institute routine coordination and greater transparency among CSTC-A/ODR-P, OSD (to include DSCA), USTRANSCOM, and the Military Services on spend plan activities of anticipated FMS/pseudo FMS requirements.
	USCENTCOM
	CSTC-A/ODR-P, DSCA, Military Services
	Effective immediately


	No less than 180 days in advance of required delivery, provide sufficient detail of FMS/pseudo FMS requirements (describe nature of order/item, including quantity and required delivery dates). 
	USCENTCOM
	CSTC-A/ODR-P, DSCA
	Effective immediately

	Develop a long-range plan to educate host nations on the U.S. FMS acquisition system in order to help facilitate host nation self sufficiency in FMS acquisition.
	USCENTCOM
	CSTC-A/ODR-P, DSCA
	No later than 180 days from the date of this memorandum

	Coordinate transportation feasibility with TRANSCOM Joint Operation Planning and Execution System (JOPES) office.
	USCENTCOM
	USTRANSCOM
	Effective immediately

	Establish standard language to use in contracts for less release units/release units (non-rolling stock less than container load).
	DCMA
	
	No later than 30 days from the date of this memorandum

	The Security Cooperation Management Suite (SCMS) shall be used as the common operating picture for the Foreign Military Sales (FMS) program, (includes both pseudo and Foreign Military Financing (FMF))
	DSCA
	
	Effective immediately

	Conduct SCMS user conference to ensure the system works optimally. 
	DSCA
	
	No later than 60 days from the date of this memorandum

	Update the Security Assistance Management Manual (SAMM) and other guiding documentation with a comprehensive description of pseudo FMS process.
	DSCA
	
	No later than 180 days from the date of this memorandum


	Develop a communication plan to ensure transparency among applicable organizations.
	DSCA
	
	No later than 180 days from the date of this memorandum

	Develop systemic military personnel rotation among CSTC-A/ODR-P, USCENTCOM, and DSCA, and encourage the placement of organization liaisons.
	Joint Staff
	OSD Policy
	No later than 180 days from the date of this memorandum


	Conduct pre-award contracting activities by procurement command prior to contract award, in accordance with legal parameters.
	Military Departments
	
	Effective immediately

	Provide sufficient detail on associated requirements in order for CSTC-A/ODR-P to describe the nature of the order (to include delivery timeline).
	USSOCOM
	CSTC-A/ODR-P, USCENTCOM
	At least six months in advance of required delivery

	Ensure all less-than-container-load bound cargo bound for Afghanistan and Pakistan is consolidated at a single CONUS location.
	USTRANSCOM
	
	Effective immediately

	Identify and repair shortfalls in the existing interface between the Integrated Booking System (IBS) and Global Air Tracking and Execution System (GATES) to maximize the transfer of Transportation Control and Movement Document (TCMD) data, and to minimize date re-entry requirements.
	USTRANSCOM
	
	No later than 90 days from the date of this memorandum

	Ensure that documentation required by the Defense Transportation Regulations (DTR) and the Security Assistance Management Manual (SAMM) is provided to CSTC-A or ODRP.
	DoD shipping activities
	USTRANSCOM
	Effective immediately

	Ensure that e-mail notification for each ASFF/PCF shipment is provided to the respective designated central e-mail address at CSTC-A or ODRP.
	DoD shipping activities
	USTRANSCOM
	Effective immediately
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