Nation Assistance in Kuwait

By Brigadier General Ralph V. Locurcio

In the aftermath of Desert
Storm, the U.S. Army Corps of
Engineers played a central role in
reconstructing Kuwait’s in-
frastructure. The mission of re-
establishing life support systems
that provided for the safety and
security of Kuwaiti citizens was a
successful one, and may well be a
model for the future. That is,
American military assistance to
third world countries, followed by
nation assistance to restore inter-
nal security and enable reform, or
preferably, nation assistance in
lieu of military assistance to ac-
complish similar objectives. What
follows is an analysis of engineer
activities in Kuwait that can be
applied to future nation assistance
operations.

Background

nticipating extensive dev-
tation from the Iraqi oc-
cupation and subsequent combat
action, the Emir of Kuwait
formed a government committee
known as the Kuwait Emergency
Recovery Program (KERP) to
manage recovery operations.
With functions similar to the
Federal Emergency Management
Agency (FEMA) in the United
States, the committee was head-
ed by Dr. Ibrahim Al Shaheen,
who was later named a national
minister.

After considering several
private contractual options, Dr.
Shaheen advised the Emir of
Kuwait to ask President Bush for

recovery assistance from the
Corps of Engineers, with all costs
to be reimbursed by the govern-
ment of Kuwait. The Corps had
recent experience in natural dis-
aster recovery after Hurricane
Hugo and the San Francisco
earthquake. Additionally, it had
extensive experience working in
the Middle East, along with
knowledge of the construction en-
vironment and culture. Dr. Sha-
heen and his advisors assumed
that Corps professionals could just
as successfully apply their exper-
tise to the devastation wrought by
a military disaster. They were
right.

On January 14, 1991, as the air
attack began and plans for the
ground attack to liberate Kuwait



were being finalized, the Corps
signed a $45 million Foreign Mil-
itary Sales (FMS) agreement with
Kuwait to begin the process of as-
sistance. The Corps launched the
recovery operation from its Transat-
lantic Division Office in Winchester,
Virginia, formerly known as the
Middle East/Africa Projects Office,
which also provided command, con-
trol and logistical support through-
out the operation.

Following the liberation of
Kuwait in February, the recovery
task force, dubbed the Kuwait
Emergency Recovery Office
(KERO), moved into Kuwait from a
staging area in Saudi Arabia. Once
in Kuwait, KERO operated under
the local direction of the Defense
Reconstruction Assistance Office
(DRAO) which, in turn, reported to
the Department of Defense (DOD)
and the U.S. Ambassador to

“A nation assistance
task force cannot
operate in a
vacuum—even
though...constrained
by time...”

Kuwait for guidance and direction.

The KERO team entered Ku-
wait on March 4, 1991, to com-
mence recovery operations. In the
300 days following liberation, this
team, which averaged 140 Amer-
ican and 60 Kuwaiti professionals,
placed over $300 million in repair
work through contracts with
major American and foreign con-
struction firms. Working seven
days a week and an average of

12-14 hours per day, they sur-
veyed, repaired, and restored to
operation major infrastructure
systems and facilities such as the
national network of 300 kilovolt
(kv) electrical distribution lines.

They also worked on electrical sub-
stations, water mains and pumping
units, the highway network, sanitary
mains, two seaports, the internation-
al airport, and more than 150 public
schools. Other projects included over
750 public buildings, including police,
fire, medical, other service facilities,
ministerial headquarters and some
defense facilities. The details of the
scope and magnitude of this success-
ful operation have been reported in
several accounts by national and in-
ternational media.

What is more important for our
Army today, considering the likeli-
hood of future nation assistance
operations, is an account of the major

Above: Jim Wong, Army Corps of Engineers, and Suhalla Marafi, a Kuwaiti engineer, inspect electrical
damage at Ali Al-Salem Air Base. (Photo by Jonas Jordan)

Far Left: Eman Qaturba, a Kuwaiti observer and Captain Bob Irby inspect power cables damaged by cluster
bombs south of Kuwait City. (Photo by Jonas Jordan)
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decisions and processes which

governed assistance operations in

Kuwait. This article will deal with

these subjects. In particular, the fol-

lowing will be covered:

m Organization and staffing of
KERO

m Programming and budgeting
for the recovery

s Contracting
» Logistics

m Political factors and partner-
ship with the host nation

Staffing

In the case of the KERO opera-
tion, there was not much time
to organize, staff and train the ini-
tial task force of approximately 140
Corps employees. These personnel
were experienced volunteers from
various districts and divisions, who
rotated to Kuwait on a three-month
cycle. To minimize potential dys-
function and confusion caused by
an unfamiliar organizational struc-
ture, a decision was made to use
the habitual Corps organizational

structure for a small district office.

In short, volunteers from
various Corps organizations
would hopefully arrive in KERO
and be comfortable with the work-
ing environment with only a situa-
tional orientation and very little
training. Following this basic
premise, KERO used two struc-
tural variations, each suited to the
particular operations at the time,
but both employing a common dis-
trict headquarters structure.

During the initial survey phase
of the recovery, KERO field offices
were set up according to Corps
Emergency Management practice.
Labeled Damage Assistance
Groups (DAGs), each had a vari-
able number of assigned Damage
Assistance Teams (DATS), depend-
ing on the mission of each group
(Figure 1). For simplicity, DAGs
were aligned with specific Kuwait
Ministry sectors: buildings,
roads, airport, electricity, water,
ports, defense, and so on, accord-
ing to prewar Kuwaiti manage-
ment conventions,

Adoption of these conventions
simplified interface with the host
nation because it made leaders
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and volunteers from these
Kuwaiti ministry sectors readily
available to work with KERO.
This structure was used for about
45 days while damage survey
reports (DSRs) were being com-
pleted and contractors were
mobilizing. Actual construction
during this time was minimal.

During the subsequent recovery
phase, when construction man-
agement became the dominant
operational consideration, a more
conventional Corps project man-
agement structure, with tradition-
al resident offices to manage con-
tractors in the field, was adopted
(Figure 2). This helped ensure
that project delivery and contract
administration were accom-
plished according to the Corps’
quality standards.

Project managers (PMs) were
assigned to each ministry sector in
order to coordinate with the ap-
propriate Kuwaiti officials respon-
sible for that sector. Managers
were tasked with developing a
program for each sector in order to
control all projects for that sector,
from concept to turnover. For
example, all roads projects
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constituted the “roads sector pro-
gram,” which was the respon-
sibility of one PM, who worked
with the Kuwaiti official respon-
sible for roads.

The PM established project
priorities, developed project and
program budgets, and decided
project features and quality stand-
ards. Each PM also monitored
progress through all technical
phases (design, contracting, con-
struction), reported on the pro-
gress of each project and the entire
program, and supervised eventual
project turnover.

Purely technical phases of the
project life cycle were handled by the
appropriate technical divisions with-
in the KERO structure: Engineering
Services (analysis, design, estimat-
ing, specifications, value engineering,
field consultation); Contracting (con-
tract preparation, solicitation, review,
award, small business administra-
tion), and Resident Offices (construc-
tion management, contract admin-
istration, modifications, claims re-
solution). Other professional ele-
ments such as counsel, safety, and
audit were also present on the
KERO team to round out the profes-
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sional package and ensure timely
project completion.

All of these decisions proved to be
correct and advisable for future
operations, but there were a few
problem areas. For example, the con-
version from DAGs to Resident Of-
fices proved somewhat problematic
as new roles and responsibilities
were sorted out. Similarly, the de-
cision to rotate field level engineer-
ing professionals every three months
was a difficult—but workable—staff-
ing concept.

On the other hand, rotation of
key leaders such as deputies,
division chiefs, resident engineers,
the chief of project management,
the resource manager, and the
property book officer, proved ex-
tremely disruptive. In future
operations, key personnel should
be selected for the duration of the
operation, or not less than a six-
month tour with a minimum over-
lap of at least one week.

Programming and
Budgeting

When KERO began its
work, there were no

Defence

operational governmental agen-
cies in Kuwait to accomplish the
normal budgeting actions neces-
sary to fund a large-scale nation-
al reconstruction program. It
didn’t take long for KERO to
obligate or expend the original
$46.3 million FMS funding.
Within 45 days, KERO was es-
sentially out of funds and in
need of additional authority to
continue operations.

Extremely cost conscious, as
any nation would be in this situa-
tion, Kuwait requested an ac-
counting of all funds on a monthly
basis. Later, they asked for a com-
plete financial summary prior to
granting any request for addition-
al funds. To meet those requests,
an efficient method of managing
and displaying project informa-
tion and funding status had to be
developed quickly. Similarly, more
than 1,000 damage survey reports
had served to inventory, record
and quantify the damage, but a
system of managing this informa-
tion was needed.

Using standard software pack-
ages and lap-top computers
operating on generator power,
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implemented a computerized
project data base within a few
days of their arrival in Kuwait. A
substantial achievement, this
data base allowed field engineers
to add or modify project informa-
tion as field work, estimates or
construction was completed. This
gave PMs a continuously accurate
information base and the capa-
bility to manipulate the data as
required to prepare budget docu-
ments and reports rapidly.

Project data was sorted by the
Kuwaiti ministry sector and
presented to the appropriate min-
istry representatives for decisions
on priority, timing, and scope.
KERO PMs soon found that their
counterparts, doing their best
despite a lack of time, staffing, in-
formation, and facilities, were un-
able to respond quickly to such
requests.

Working feverishly against time,
KERO PMs and resident engineers
collaborated to organize a prior-
itized line item repair program for
each ministry, based on their ac-
quired understanding of the minis-
try's function and the known
damage. The PMs then presented
these programs to the respective
ministry authorities for approval
Once approved, individual pro-
grams were organized into a nation-
wide KERO repair program and
briefed to DRAO and the KERP
central committee for funding. This
entire process was accomplished in
little more than one week for the
augmented $212 million KERO
budget for 1991-1992.

Later, the KERP committee
reserved the authority to adjust
funding among programs, but al-
lowed KERO some flexibility to
move funds within a program,
provided the committee was
notified. This process was sum-
marized and reviewed in biweekly
meetings with the KERP commit-
tee which also served to monitor
progress, and add or delete
projects.
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project operations and funding
transactions, it was necessary for
KERO and DRAO to hold weekly
in-process reviews (IPRs), similar to
Corps monthly project review
boards. Again, the data which
formed the basis for these reviews
emanated from the project data
base. This was manipulated to form
project management summaries,
bar chart program schedules, key
project fact sheets and other man-
agement documents. This same
automated system of reports was
used to inform higher headquarters,
DOD, the ambassador, Kuwaiti
ministers, and other interested par-
ties on the status of projects and
KERO operations. ‘

Overall, several salient features
of the budgeting operation should
be noted for future operations.
First, a computerized and flexible
project management data base
was needed from the very start of
operations. This system enabled
KERO managers to convincingly
demonstrate their control of
projects and costs. Secondly,
KERO task force engineers were
frequently close to the action and
well versed in project details. Con-
sequently, they were the best
qualified personnel to develop and
defend budget requests.

Finally, frequent communications
with host nation decision makers
were established to obtain program
decisions, ensure acceptability of
plans and operations, provide infor-
mation, develop good working rela-
tions and establish credibility. A na-
tion assistance task force cannot
operate in a vacuum—even though
they, and the host nation govern-
ment, may be constrained by time
as a result of the crisis.

Contracting

Speed and, later, control
were the driving forces in
all KERO contracting operations

from the outset. KERO staffers
planned for a 45-day competitive
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to be executed from Saudi
Arabia. They were eventually
forced to use a 10-day contingen-
cy plan when the war ended
more quickly than expected.

Working nearly around the
clock and without specific
knowledge of the conditions in
Kuwait, the KERO staff, with
their Kuwaiti counterparts, com-
pleted necessary project scoping,
solicitation, prequalification, and
proposal evaluation actions. They
awarded eight letter contracts
worth approximately $25 million
within this extremely compressed
time period. These letter contracts
were further defined after mo-
bilization, once the actual scope of
the repair mission was known.

To divide the work among the
contractors, Kuwaiti projects
were organized into either func-
tional or geographic work sectors
according to prewar work man-
agement conventions. Conse-
quently, the eight contracts were
divided among the following
areas: general building repair
(in three areas of the city); road
repairs; sewer/water pipe re-
pairs; port surveys; electrical
repairs, and specialized building
repairs. Because this scoping fol-
lowed pre-war conventions, the
Kuwaiti government manage-
ment structure was perfectly
aligned to participate in deci-
sions and to later take control of
operations.

Because these letter contracts
were essentially cost-plus instru-
ments, a precise method of con-
trolling and documenting the flow
of work to the contractor was re-
quired once construction opera-
tions began. For control and con-
tract administration, the original
DAGs were converted to standard
Corps’ resident offices once mo-
bilization was complete and con-
struction began in earnest.

For the purpose of passing
specific work requirements to the
contractors, the DSRs prepared
during the survey phase were
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Construction crews repair Nulseeb Road near the Saudi border. {Photo by Jonas Jordan)

converted into work orders. These
documents resided in the project
data base. They were reviewed and
medified to define the exact scope
and estimated cost of work orders,
and serve as the plans and specs
during construction. They ultimate-
ly provided the basiz for final
negotintions on price and time,

As the operation progressed,
larger projects were individually
advertised to enhance competition
and encourage participation of
both American and Kuwaiti amall
businesses. However, this conver-
sion to individual competitive con-
tracting was extremely difficult
with the limited KERO staff. By
this time, more than $100 million
in cost-plus contracts, with well
over 150 active modifications,
were in progress. In addition, the
time required to formulate, adver-
tize, and award a competitive,
fixed-price contract to an uncer-
tain group of bidders was both

The system of dividing the
country into work sectors served
reasonably well during the early
stages of the Kuwait recovery and
kept the contractors geographical-
Iy separated. However, in future
operations this geographical
orientation should be discarded
after a brief period of construction.
Additionally, more general con-
tractors should be employed
during the middle to later stages
of the recovery to enhance com-
petition, That is, if the projected
work flow and funding ean justify
the cost of additional contractor
maobilization. If this is possible,
proposals for individual work or-
ders could be offered to competing
contractors for greater cost
efficiency.

As arule of thumb, each general
contractor must see a potential
worlkload of $50 to $100 million to
justify mobilization. In the case of
Kuwait, the contracting operation

riskj,_r anld prﬂhihitivﬁly t_ime con- I was initially sized for a $50-§100

information available at the time
and guidance from Kuwait, The

-~ eventual $300-F400 million work-

load could not have been fore-
casted accurately encugh to justify
the risk of additional mobilization.
In fact, as many as ten contracts
were considered at one point, but
the option was discarded because
the cost of mobilization would
have consumed an inordinate per-
centage of funds available for
construction,

Another contracting method
worthy of consideration is job
order contracting. This method
awards an indefinite delivery,
general construction contract
based on competitively bid, fixed-
unit prices. Actual quantities are
specified in the field via delivery
orders generated from damage
survey reports or similar docu-
ments, The unit prices are fixed
upon award, except for out-of-
scope work, which is negotiated as
a modification.
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up-front work involved in prepar-
ing the unit price contract
specification for solicitation, a-
ward, and administration is time
prohibitive unless this data is al-
ready available and computerized
from prior work experience in the
region.

Second, as with other fixed-
price contracting, the method
presumes at least general knowl-
edge of the scope, cost and
availability of materials, labor and
other factors which mitigate the
risk of a fixed-price bid. In the case
of Kuwait, even if the voluminous
specifications could have been
prepared and distributed in time,
it is doubtful that contractors
would have accepted the consider-
able risk of a fixed-price contract
since virtually all pricing factors
were unknown.

In retrospect, it appears that
some form of cost-plus contracting
is inevitable in an operation such
as this. The instrument must be
flexible enough to shape the scope
of the work as it becomes known,
responsive enough to meet the ur-
gency requirements of the crisis,
and yet controllable enough to en-
sure cost efficiency. Staffing plans
must consider these factors and
allow sufficient government staff-
ing for adequate contract super-
vision, administration, and—most
certainly—audit.

The role of auditors very early in
the contract operations scenario
cannot be overemphasized for
cost-type contracting. While en-
gineers are supervising contract
execution, the auditors can shape
the allowable range of contract
overhead and specify the level of
cost and pricing data required to
support the contractor’s costs. The
sooner these parameters are es-
tablished, the sooner an efficient
flow of modifications, negotiations
and eventual contract close outs
can be established.

LIOFISLICS

Engineers are not logis-
ticians, and even great and
dedicated engineers cannot do a
day’s work, let alone several
months of intensive work in a
hostile environment, if they can-
not eat and sleep properly. For
example, the valuable data base
previously mentioned required
computers, generators, copiers,
paper, cartridges, and spare
parts on a daily basis. In short,
the success of an operation of
this magnitude and duration
revolves around the efficiency
and effectiveness of its logistical
operation.

The KERO planning team,
working with Transatlantic
Division, had to assume that noth-
ing would be available for use in
Kuwait, except perhaps a building
shell to serve as a shelter. Since
KERO was an ad hoc TDA or-
ganization which did not exist
prior to this operation, it had no
organic equipment and no proper-
ty book. Further, since all costs
were to be borne by the Kuwaiti
government, new equipment
would have to be purchased on
short notice with Kuwaiti funds
and subsequently turned over to
Kuwait when the mission was
completed.

Everything needed to sustain
KERO operations for 30 days,
from vehicles to copiers, and per-
sonal hygiene products to food and
water, had to be purchased in
Saudi Arabia in the same 10-day
period mentioned earlier, and
loaded on semi-trailers for the
journey to Kuwait. It's hard to
describe the expression on a local
automobile dealer’s face when a
KERO purchasing agent walked
into his showroom on 18 January
and purchased 62 4x4 vehicles for
immediate delivery. Overall, vir-
tually nothing was forgotten in
over 4,000 line items needed to
support operations.

As a result, the KERO team was

operations almost immediately on
arrival. However, even the best
planned operation is not perfect. A
rapid resupply base must be avail-
able to replenish critical items
which cannot be found locally, or to
satisfy new requirements which
develop as the operation matures
and changes. This function was ac-
complished by Transatlantic
Division in Virginia, using com-
mercial air cargo resources via a
sister office in Dhahran, Saudi
Arabia.

Two aspects of this logistics tale
deserve special consideration in
future nation assistance opera-
tions. First and foremost, the
equipment used by the team is
host nation property and must be
treated as such. Accountability,
maintenance and repair, and the
general condition of host govern-
ment property are all key com-
ponents of the image of quality
performance which the task force
seeks to leave behind. The reputa-
tion of the Corps and the U.S.
Army is at stake.

Similarly, the crisis situation
notwithstanding, the host govern-
ment does not want a rag-tag out-
fit operating in its country, ex-
posed to its own population and
the world media. Both of these fac-
tors are political indicators of the
strength of the host government
and its recovery operation, and
deserve careful monitoring.
Translated into day-to-day opera-
tions, this means strict care of
equipment and rapid attention to
repairs, housekeeping, uniforms
and the like.

Another logistical considera-
tion which deserves careful at-
tention is “the cost of doing busi-
ness.” Again, notwithstanding
the crisis environment, the
recovery operations must be suf-
ficient for quality operations but
not extravagant.

In KERO operations, the target
was to hold pure overhead costs to
less than 10 percent of all expendi-
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tures. KERO engineering salaries
were charged to projects as direct
costs wherever possible. Conse-
quently, actual overhead costs
came in around 8 percent, which
was eminently satisfactory to the
Kuwaiti government. This figure
does not consider the salvage
value of approximately $2 million
worth of vehicles and equipment.
They will ultimately be returned
to the Kuwaitis to produce a final
overhead figure of around 7
percent.

Politics and Partnering

There is no question that
operations like this have
political overtones at all levels
which must be carefully managed.
Engineers are dealing with vast
cultural differences which, in spite
of the unbridled goodwill exhibited
by all participants, could easily
result in disagreements and last-
ing misperceptions. After all, aside
from the humanitarian relief af-
forded by the nation assistance ef-
fort, the only lasting benefit for
American national interests is the
goodwill and lasting working
relationships generated by the en-
gineering management process.
These are political rather than
construction products.

The first and foremost con-
sideration for a lasting profes-
sional image was the quality of
construction provided. Early on,
during the heat of the crisis phase,
there was tremendous political
pressure to conduct only emergen-
cy repairs to facilities so that
limited funds could be spread over
many project areas. Experience
has shown that for all but the
smallest repairs to facilities, this
tolerant “crisis” attitude will sub-
side long before the completion
date of the work.

Consequently, in the calm, post-
crisis environment, the user may
not recognize this emergency scop-
ing as quality construction, and he
will complain bitterly that he has

been served with shoddy work.
Such problems need to be resolved
immediately, on the ground, with
the customer—preferably in his
favor—rather than through ad-
ministrative appeals. This is espe-
cially true for major programs
which affect large groups of
citizens, as these projects jus-
tifiably receive close scrutiny and
media coverage. Here, a strong,
involved, and active public affairs
officer can ensure balanced
coverage so that such problems do
not receive undue attention.

A corollary of this concerns
project selectivity. All projects do
not have equal value in light of
U.S. political and national
security objectives and values.
The same is true for the host na-
tion population. Progress will un-
doubtedly be reported by the
American media, and consequent-
ly every project in the Corps pro-
gram must appear as beneficial to
Americans as to the host country.
The validity of the support pro-
vided must always appear justifi-
able and humanitarian to the sup-
ported population, and to the
American taxpayer. These media
observers, who shape political
decisions through public opinion,
often will not give sufficient con-
sideration to the intricacies of the
project approval process.

In general, projects acceptable
for U.S. government construction
will suffice for the host nation
population. In other words,
projects which support major
population segments, versus
those which satisfy the goals of
special groups, are usually ac-
ceptable.

On the other hand, planners
should not be complacent and say
“it’s their money, they can do what
they want with it.” Some citizens
of host countries may easily accept
the use of government labor to
work on private projects as one of
the perks of high office. It may
even be sanctioned legally, but
such practice would never be con-

doned or understood in the U.S,,
and should be avoided. For ex-
ample, work on private residen-
ces, ornate buildings, and VIP
facilities should be avoided unless
there is an overriding and unmis-
takable social value. In Kuwait,
reconstruction of the national par-
liament involved very special and
expensive construction and fur-
nishings. But the overriding value
of providing a necessary and
suitable facility for the return of
democratic government in Kuwait
was universally acceptable in both
the U.S. and Kuwait.

As a general rule, U.S. forces
should always be used for the
“highest and best” purposes which
afford the maximum positive
image and the least risk, political
or otherwise, to our government
and our personnel. Projects which
do not fill this criteria should be
recommended for construction by
private contractors working di-
rectly for the host government.
Close cooperation with the U.S.
ambassador and his staff will
serve to provide the political sen-
sitivity necessary to properly
screen projects.

A second consideration for con-
struction managers is the political
problem of “who’s in charge” of the
nation assistance effort. Clearly,
the host nation must be in charge,
and U.S. elements must keep this
steadfastly in mind. This is not as
trivial as it appears because en-
gineering judgments, which we
make routinely and frequently
without asking, are often driven
by our own cultural imperatives—
which may not be valid in the host
nation.

For example, Americans, as a
general rule, value time more than
money—especially in crisis situa-
tions. Eastern cultures are much
more patient. Cost and perceived
value are more important than
time, and this difference can cause
major disagreements and the
misperception that Americans are
not good managers.
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A corollary to this example is
the role of true partnership with
host nation managers. In the case
of Kuwait, the host nation
managers were adamant about
having a partnership with the
Americans. This desire stemmed
from their need to direct their own
destiny in a professional way, and
from their sincere desire to learn
the American way of managing a
project.

True partnership was relatively
easy to achieve in field engineer-
ing activities through the use of
Kuwaiti volunteer engineers who
were assigned to KERO. These en-
gineers worked side by side with
their American counterparts
throughout the entire recovery
operation and shared every ex-
perience. Consequently, the Ku-
waitis and Americans developed a
mutual understanding of each
other, and from that came the
respect and trust which formed a
true partnership.

That is not to say that problems
didn’t exist. There were many dif-
ferences in work practices, com-
pensation, privileges, and housing
arrangements—all of which were
potential areas for discord. These
were discussed as each case arose
and a conscious effort was made to
ensure that both Kuwaitis and
Americans followed the same
rules and practices.

At the managerial level, the
partnership was equally impor-
tant but harder to achieve because
of the complexity of managers’
responsibilities, and the time con-
straints on their respective
schedules. The individuals in-
volved had to make a concerted
effort to include their counterpart
in any and all decisions pertaining
to the recovery program.

This usually caused a time
delay and additional discussions.
But the time was well spent be-
cause it prevented later misun-
derstandings and delays during
construction. In fact, in almost
every case where consensus on
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policy was not achieved prior to a
construction decision, there were
misunderstandings and delays
during the critical—and more
costly—construction cycle.

Finally, the task force com-
mander can also expect consider-
able attention from DA, DOD and
the U.S. Congress. These agencies
all require current and accurate
information on all operations to
fulfill their responsibilities and
answer constituent questions.
Consequently, a comprehensive,
rapid, and preferably automated
reporting system must be de-
veloped early on.

In Kuwait, both Transatlantic
Division and the Defense Recon-
struction Assistance Office (DRAO),
utilizing reports from KERO, inter-
acted directly with these agencies
to provide accurate information,
answer inquiries and relay sen-
sitivities to KERO. This allowed
KERO to concentrate on engineer-
ing and construction activities rath-
er than external coordination.

Conclusion

l I Io sum up the Kuwait ex-

perience in a few words is
difficult. There were so many les-
sons learned that this article can
only scratch the surface. Some
general thoughts are important,
however.

First of all, as an intergovern-
mental operation, the Kuwait ex-
perience was a tremendous suc-
cess. The humanitarian spirit of
the participants easily bridged
cultural and professional differen-
ces and paved the way for close
cooperation and good working
relations. What resulted from this
cooperation was the prospect of a
long-term relationship—based on
trust and goodwill—that is prob-
ably more important than the
operation itself. Of paramount im-
portance to these excellent work-
ing relations was the responsive
and accountable support of the en-
gineering management structure

in KERO. Budget documents and
funds accountability were precise
and convincingly accurate. This is
of cardinal importance to the es-
tablishment of trust with the host
nation.

Second, a true and honest
partnership in all engineering
decisions eliminated potential
misunderstandings which could
easily have delayed construction
and undermined the completion of
key projects.

Finally, free and open com-
munications with all parties en-
sured that both U.S. and Kuwaiti
government officials—and their
constituents—understood exactly
what was happening as the re-
covery progressed.

The Kuwait recovery was a
satisfying and professionally ex-
citing experience for all who had
the opportunity to participate. As
an intergovernmental experience,
it holds promise for future applica-
tion, not only in the aftermath of a
conflict, but potentially as a con-
flict management or conflict
reduction mechanism which war-
rants serious consideration. had
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