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Purpose

The Marine Corps is re-engineering its CONUS garrison food service program by adopting the “Best Business Practices” of commercial industry.   Overhead reductions mandated by the Defense Reform Initiative and as directed by the Commandant of the Marine Corps, require that we aggressively seek greater efficiencies in the way we feed our Marines. 



 To meet this challenge, the Marine Corps has developed the Regional Garrison Food Service Program Plan.  The goal of the regional approach is to consolidate existing food service contracts into two regional contracts and maximize food service efficiencies and technologies.  This effort will continue to provide quality food services while at the same time realize savings over current operating processes.  This is a dramatic change from current practices and will create a more efficient food service operation as well as enhance readiness through improving the manning of the Operating Forces.



Through economies of scale, there is an anticipated savings of over $20 million annually with a manpower realignment of 594 food service specialist structure spaces from supporting establishment messhalls to other occupational fields within the Marine Corps’ end strength.  Recruits at both MCRDs will no longer perform mess duties as a part of their initial training.  This will allow the Marine Corps to devote precious training days teaching warfighting skills. While eliminating 594 food service specialist structure spaces could impact sea/shore rotation, its effect is considered manageable.  Marine food service specialists will still serve in OCONUS garrison messhalls; however, there is an ongoing initiative to replace the military mess attendants with contracted personnel overseas.


Under the Regional Garrison Food Service initiative, the basic concept of operations for field feeding will not change.  Marine food service specialists will still be required to prepare food in the field; however, it will become more efficient and less laborious with the future fielding of the Rapid Deployment Kitchen (RDK) and the Field Sanitation Unit (FSU).  The RDK will replace the existing inventory of the M59 Field Ranges and M2 Burner Units, while the FSU will replace the Immersion Water Heaters.   Depending on the ration mix and the augmentation of Tray Ration Heater Systems, the fielding capabilities could support 650-2000 Marines with two hot meals daily.  This equipment will support designated maneuver elements throughout the Marine Air Ground Task Force Theater of operations.  The Marine Corps’ initial operational capability is scheduled for Fiscal Year 2004 with full operational capability in Fiscal Year 2007.


Background
The Marine Corps began contracting out elements of messhall operations in the mid-1980’s.   Initially, it provided a means to relieve Marines from mess duty responsibilities and return them to their primary duties.  Through this effort, the Marine Corps realized numerous benefits by allowing uninterrupted unit training, thereby “increasing the foxhole strength” of the Fleet Marine Force.  Following this success, contracting efforts were expanded to include a few base/station full food service messhalls operated entirely by contractor personnel.  The intent was and continues to be to promote quality of life for our Marines, to reduce the personnel management burden on commanders, and to enhance mission readiness.



Today, the Marine Corps administers eleven separate base/station food service contracts, performed by nine different contractors covering a variety of services.  This duplication of contracting effort is not only costly, but has resulted in a disparity of services to the Marines and sailors who rely on our messhalls for their daily meals.   



Currently Marine Corps messhalls use traditional “cook-serve” techniques, whereby meals are prepared at individual locations immediately prior to serving.  All messhalls have a similar 28-day cyclic menu.  For example, at Camp Lejeune there are thirteen separate command messhalls preparing the same meal/menu at the same time.  To eliminate labor redundancy and improve quality and consistency of meals, the Marine Corps intends to incorporate advanced food technologies as part of the regional food service contract initiative. 


Innovation
Advanced food technologies such as centralized food production and “cook-chill”, will achieve consistent quality at multiple serving sites.  Cook-chill is the process of centrally producing large quantities of food using pasteurization techniques.  It involves cooking at high temperatures, rapid vacuum packaging, and rapid cooling.  The prepared food is held at near freezing temperatures (28-33 degrees F), and can be stored for about 45 days.  The refrigerated foods are distributed to the individual sites or messhalls for reheating and serving on the scheduled menu day.  This technology is widely employed in the commercial sector.  From banquet facilities to major hotels and from amusement parks to restaurant chains, cook-chill has lowered labor costs, improved food safety, and standardized quality.  The commercial food industry estimates that cook chill operations experience a savings of about 30 percent in labor costs.  Cook-chill is particularly well suited for Marine Corps garrison feeding in CONUS and has been instituted with great success, at Marine Corps Base, Camp Butler, Okinawa.  


Scope

The two regional contracts encompass fifty-five mess halls.  Thirty-four are full food service messhalls (full contractor operated).  Eighteen will be management and mess attendant messhalls  (contract management/mess attendants and military food service specialists).  Three will be management and food preparation brig messhalls (contract management/food preparation and prisoner mess attendants).  



We have chosen a multi-year (a base five-year period and three one-year options), fixed-price incentive (FPI) contract type.  This was considering that a contractor would need to make a substantial investment in advanced food technology early in the contract term to achieve long-term savings.  Under an FPI arrangement, a target cost per meal is established in the contract, and the contractor is awarded greater profit in the event of an underrun (actual costs below target) and less profit should an overrun occur.  Additionally, the contractor will own the subsistence and, during the second year, be responsible for the repair and maintenance of the food service equipment.  Thus the contractor will bear ultimate responsibility for not only the service element as before, but also the supplies (raw and prepared food) in the messhalls and equipment maintenance.  

 
Transition
Marines currently assigned to the contractor designated full food service messhalls will be reassigned within 90 days of commencement of contractor performance.  Every effort will be made to relocate those Marines within the same geographical area previously assigned.  Some of these Marines will be retained at base/station commands to effect unique command requirements as well as common remain-behind tasks such as equipment procurement; expendable/consumable supply requisitioning; maintenance oversight/coordination; contracting officer representative/quality assurance evaluator duties and responsibilities; special feeding liaison/requirements; and general administrative support.




Eighteen management and mess attendant messhalls will be separately staffed with Marine food service specialists to provide a training ground to ensure skill proficiency when not deployed and to allow a more balanced sea/shore rotation.   In these messhalls, the Marine food service specialists will perform cooking, baking, and fast food preparation processes only.  All management, accounting, and administrative functions will be the responsibility of the contractor.  The senior Marine food service specialist will supervise all other Marine food service specialists under their charge and coordinate with civilian management to accomplish the messhall mission.  


Oversight
During the first year, the Regional Garrison Food Service Contract will be administered by HQMC Contracting Division (Code LB).  It is anticipated that in subsequent years, administration will be performed by the installation Contracting Officers (KO) via a central "hub" at Camps Lejeune and Pendleton, respectively.  HQMC Services Branch (LFS) will centrally manage all funding for the contracts.



The contract will call for quality assurance evaluations.  Quality Assurance Evaluators (QAE) will conduct these evaluations under the guidance of the Contracting Officer’s Representative (COR).  The COR will monitor the quality assurance of the contractor as delegated by the “hub” Contracting Officer (KO) at Camps Lejeune and Pendleton.  The QAE’s are selected from within the food service occupational field based upon their experience and technical qualifications.  They will receive specialized training in contract surveillance methods at the Marine Corps Food Service Courses, U.S. Army Quartermaster School, Fort Lee.  The Food Service Officer, as the commander’s direct representative, will assist both the KO and COR in all areas of contract administration.  



Commanders will remain responsible for the proper feeding of Marines and sailors under their command.  This responsibility does not diminish under a contract scenario.  Although not exercising direct supervision or control over civilian-contracted personnel, unit commanders will exercise their authority by reporting unsatisfactory conditions that do not conform to the highest standards of food preparation, service, atmosphere, and sanitation as specified within the contract and current Marine Corps Food Service directives, to the COR.  Procedures utilized by commanders to observe messhall operations can include: periodic, unannounced visits; solicited comments from patrons; and consumption of at least one meal during regular workdays (to determine the adequacy of the food in both quality and quantity).  To assist commanders in this area, an Officer of the Day Messhall Checklist is available on the HQMC, Installation and Logistics website.  



The installation commanders at Camps Lejeune and Pendleton will have the responsibility to coordinate regional/local contract administration and quality assurance issues, and manage local equipment/material funding and procurement.  



The installation commanders at bases/stations other than Camps Lejeune and Pendleton will have the responsibility to participate in contract administration with the regional offices at Camps Lejeune and Pendleton; manage local equipment/material funding and procurement; and coordinate local quality assurance results with the regional offices. 



The unit commanders, although not having operational control of the messhall, will have the responsibility to: staff Marine food service specialists in designated contractor operated messhalls; retain administrative and operational control of the Marine food service specialists assigned to their unit; and assign a senior Marine food service specialist to interact with the contract mess manager for accomplishment of the feeding mission (the senior Marine food service specialist will assign subordinate food service specialists to prepare food (cooking, baking, and fast food)).  Unit commanders will also coordinate operational vat-canned meal requirements with the contract messhall manager; submit comments and information for contract modifications (if warranted) to the COR; and provide customer comments to the COR regarding contractor performance (customer comments are used extensively in contract administrative files).   



The Program Manager at HQMC (LFS) will conduct conferences at Camps Lejeune and Pendleton prior to contract start date.  These conferences will address many issues, however, the most important will be the contractor transition/phase-in plan, as the contractor will be required to assume responsibility from the incumbent contractor at every CONUS messhall with no break in service.  The Program Manager will also develop and publish commanders’ guidance and informational packets specifically addressing contract procedural issues, and coordinate COR/QAE training.

Future

The Regional Garrison Food Service Contract initiative represents a new approach.  There has been no comparable food service endeavor, in size or complexity, within the Department of Defense. With dwindling resources, we are shaping and redefining the future of military food service programs.  Our requirements are fundamentally new and qualitatively different--we are truly “breaking new ground” in our efforts to improve readiness and our warfighting capability.  This contract essentially buys us a readiness capability that we cannot afford to lose.  
Contract award and performance implementation are targeted for 4th Quarter, Fiscal Year 2001; however, as is the case with any contract of this magnitude, delays may occur as a result of unforeseen events.  Should this take place, timeline changes will be published separately at a later date.
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