Chapter C-12

FINANCE 
A. Purpose

1. This chapter outlines the duties and functions of the CTF Finance Officer and the relationship to the Supported Strategic Commander Finance Officer.  The CCTF will designate the CTF Finance Officer as a personal staff officer who works for the CTF Chief of Staff.  The Finance Officer does not work under any other principle staff, but often colocates with the CTF C-4 for efficiency of operations.

2. The purpose of CTF financial management is to support mission accomplishment by coordinating the financial support of all CTF operations.  The Finance Officer is the officer responsible for coordinating the respective nations’ fiscal responsibilities within the CTF.  Some fiscal responsibilities will be a national responsibility and others will be shared.  The CTF Finance Officer manages this mix of responsibilities and resolves funding issues for the CCTF.  Finance operations provide the necessary funds to conduct CTF operations, provide national support, and provide contracting requirements. 

3. It is key to recognize that the Supported Strategic Commander must establish the framework, agreements, procedures, and processes for handling funding issues for a multinational effort.  The CCTF’s primary focus is the actual processing, tracking, and resolution of operational funding actions.  This allows the CCTF to focus on execution actions that directly support mission requirements.

4. It is essential that each participating nation have a dedicated and appointed Finance Officer (may be dual-hatted position) that represents the respective nation within the CTF in terms of funding issues.  Each participating commander must likewise appoint a dedicated finance officer that oversees his respective nations’ funding actions and links with the Supporting Strategic Commander to coordinate national and shared funding actions.  The National Command Element (NCE) within the CTF HQs will be directly involved in all funding actions for their respective nations using their respective finance officers. 

B. Responsibilities

1. Serve as principal financial management advisor to the CCTF and as the focal point for CTF financial management matters.

2. Prepare the financial management appendix to the CTF OPLANs and OPORDs.

3. Establish CTF financial management responsibilities.  Based on the mission and geographic locations of components, the CTF Finance Officer may coordinate the designation of an Executive Agent (EA) for specific financial management functions or special support requirements.

4. Review estimated and actual costs of the operation when available.

5. Establish management controls to ensure the efficient use of resources.

6. Coordinate with CTF C-4 on logistics and contracting requirements to ensure that they complement the financial management responsibilities.  Participate in the CTF C-4 planning groups and boards as required.  Develop a system with the CTF C-4 for prevention of fraud, waste, and abuse.

7. Coordinate with other staff members concerning their financial management requirements and provide them guidance to meet their financial management responsibilities.

8. Determine sources of funding and obligation authority.  Review any applicable agreements that require financial management support.

9. When directed, account for the cost of coalition or other support.

10. Coordinate with contracting officials to verify funding availability for local contracting needs and determine contract payment requirements.

11. Coordinate with the finance units supporting the CTF to ensure early deployment of finance personnel into the CTF.  The purpose is to meet the immediate contracting requirements of the deploying force that are not readily available from supported Strategic Commander resources.

C. Organization
Outlined below is the task force organizational concept for Finance Officers. As shown, each level of command has a designated Finance Officer. The CTF Finance Officer is the critical link for management and control of the funding process.
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Figure C-11-1: Funds Officer CTF Organizational Concept





D. Tasks, functions, and procedures

1. Essential Elements of Resource Management :

a. Provide financial advice and recommendations to the CCTF:  Once approved by the National Command authorities, supported Strategic Commander will issue notification that includes appropriate fiscal and logistics guidance to the CTF and respective participating commanders.  The CTF Finance Officer advises the commander concerning the effective use of available resources.  Financial managers actively participate in planning groups and the planning process.  Early and active participation in the deliberate and crisis action planning processes assists in successful integration of all financial management efforts.

b. Develop Command Resource Requirements :
(1) Budget estimates, operating budgets, and financial plans do not include funds, nor in most cases have funds been reserved for costs incurred in support of unplanned contingency operations.  Funding for an operation will normally be drawn from current appropriations and authority, unless provided by a reimbursable agreement with another government or international organization.

(2) When developing command resource requirements, the appropriate staff section must review any existing agreements.  It is important that the command resource requirements adequately reflect the concept of logistic support.  Multinational support resource requirements include, but are not limited to, contracting, transportation, support to other agencies and international organizations, foreign humanitarian assistance, and force sustainment. 

(3) Host-nation support (HNS) can be a significant force multiplier.  Whenever possible, available and suitable HNS should be considered as an alternative to deploying logistic support from the Supported and Supporting Strategic Commanders.

(4) Once a course of action (COA) is selected, the CTF Finance Officer develops the financial management appendix to the OPLAN or OPORD that provides the resource management policy and guidance.  This appendix must also include which respective participant is funding any unique aspects of the operation.  The financial management appendix should adequately reflect support of logistics requirements.  

(5) Identify Sources of Funding.

(a) Funding the operation can present a challenge because of diverse fiscal requirements, sources, and authorities of funds.  Multiple funding sources (e.g., the Supported Strategic Commander and supporting Strategic Commander, United Nations, and other participants) may be used to accommodate the constraints imposed by fiscal law.  The CTF Finance Officer should work closely with the legal advisor when making these determinations.  

(b) Resource managers must also be aware of extraordinary measures, including emergency funding authorities, which may be used to incur obligations in excess of, or in advance of, available appropriations.  A thorough understanding of sources and authorities can provide resource managers with a means of remaining within the limits of the law and a method to develop alternative funding options to best accomplish the mission.  To the extent that a specific funding source has not been identified for a CTF operation, components should pursue additional funding authority, reprogramming, and / or  supplemental appropriation requests to minimize the effect on the readiness of their component.

c.   Determine Costs:

(1) For emergent operations, preliminary cost estimates are developed before or early in the deployment of military forces.

(2) Preparing the estimates involves making assumptions about a variety of factors such as the operation’s duration, logistic support, force size, environmental conditions, transportation, and special pay and allowances.

d. Acquire Funds:  Once potential sources and authority of funds are determined, the component resource managers will request use of various funding authorities.  In many cases, contingency operations require supplies and services not available to the CTF through the normal funding process.  One example is funding for transportation required in support of humanitarian relief operations.  In such cases, component resource managers will seek separate obligation authority through the appropriate channel.

e. Distribute and Control Funds:  Normally the distribution and control of funds remains with each participating nation.  Procedures will adhere to each participating nation’s laws, regulations, and applicable policies even when resource management functions may be temporarily suspended due to high intensity conflict.  Effective and efficient fund control and certification is critical in the conduct of financial management operations.
f. Track Costs and Obligations:  Upon notification of an impending a CTF operation, each participating nation will  capture and report costs to their national chains of command (NCE elements within the CTF HQs and the Supporting Strategic Commanders financial staff).

g. Procedures to Capture Costs:  Resource managers will establish reporting procedures for units to report their estimated and/or actual commitments, obligations, reimbursable costs, and estimated future costs.  Reporting procedures should be simple and flexible enough to ensure accurate reporting under any circumstances.  Coalition resource managers must be able to account for and receive reimbursement for the costs of supporting contingency operations by meeting two conditions.  First, follow consistent and approved procedures in determining and calculating baseline and incremental costs recorded in accounting records.  Second, use special interest and/or program accounting codes  to trace costs.

h.  Reimbursement Procedures:  Reimbursable costs may occur from providing support to organizations such as the UN, Host Nation, nongovernmental organizations (NGOs), private voluntary organizations (PVOs), or other agencies.  Throughout operations, careful consideration must be given to funding, accountability, tracking costs, and tracking support received.  This is necessary to determine the detailed costs of an operation and to support the process of billing for reimbursement at all levels.

i. Establish a Management Control Process:  The CTF Finance Officer should coordinate internal controls throughout the CTF AO that will provide reasonable assurance that obligations and costs comply with applicable laws; funds and other assets are protected; and proper accounting is kept of all expenditures.  This management control process should be established as soon as possible, but not at the expense of operational or tactical considerations.

2. Essential Elements of Finance Operations:

a. Provide Financial Advice and Recommendations:  Early and active participation by the CTF Finance Officer in the deliberate and crisis action planning processes is critical to successful integration of all coalition finance operations.  The CTF Finance Officer must obtain and analyze the economic assessment of the CTF AO. The CTF Finance Officer will recommend CTF AO financial management policies and develop the concept of finance operations support outlined in the financial management appendix to the OPLAN/OPORD.

b. Support the Procurement Process: Support of the logistics system and contingency contracting efforts is critical to the success of all coalition operations.  Coalition finance units, when required, will provide funds for the local purchase of goods and services.  Normally, it is more economical to purchase locally than transport from outside the CTF AO.  A large percentage of the unit’s contingency effort could be directed towards execution of such support functions if the financial aspects of effective and efficient mission accomplishment are not factored into the CTF Planning Process (PLANS, FOPS, and COPS)..

c. Currency Control and Support.  The CTF Finance Officer, when required, is responsible for coordinating local currency procurement and control in support of CTF requirements.  The CTF may set conversion limits and policies.  Currency support includes supplying currency, military scrip, and, in some operations, precious metals (gold, silver) to multinational forces in the CTF AO.  

E. Considerations

a. Clear identification of national funding responsibilities and  shared funding responsibilities early on in the activation phase of the CTF will greatly assist in achieving a timely initial response that is coordinated and has fiscal responsibilities clearly designated.

b.   A multinational funding management process for coordinating, planning, transferring, accounting, and tracking of funding issues is an action that is critical for maintenance and furtherance of unity of effort over time.  The Supported Strategic Commander plays an essential function establishing the overall framework for the funds processs, and in turn, minimizing the amount of time and resources the CCTF must allocate for this function.
F. Planning rhythm.  The Funds Section will align its planning rhythm with the CTF Battle Rhythm (see Chapter C-7).
G. Checklists

1. Predeployment and Lodgment Phase

a. Financial resource management Operations

(1) Provide resource management advice and assistance.

(2) Analyze all support agreements for resource management implications.

(3) Ensure that an executive agent has been designated, when appropriate.

(4) Maintain an awareness of costs; participate in the staff estimate and joint planning process.

(5) Prepare financial management appendix and review OPLANs, to include the concept of support.

(6) Review requirements for resource management support and establishment of funding responsibility, to include contracting and procurement.  Ensure that a mechanism for cost capturing is established.

(7) Review interagency financial support agreements.

(8) Determine if support is required for other agencies, such as morale, welfare, and recreation ,  IOs,NGOs, and public affairs.

(9) With the CTF C-4, determine availability of HNS and/or assistance-in-kind (AIK)support and establish reporting and reimbursement requirements.  With the CTF C-4, and staff engineer, initiate wartime military construction requests or reprogramming action.

(10) Determine any unique reimbursement procedures through the UN, if necessary, to capture incremental costs.

(11) Request special appropriations, if required.

(12) Implement procedures to track multinational support costs and review billing procedures.

(13) Review cost estimates, when required.

(14) Coordinate with the CTF Legal Officer to ensure that legal considerations are reviewed.

b. Finance Operations

(1) Prepare finance portion of the financial management appendix and review OPLANs to develop the concept of support.

(2) Consolidate and analyze economic assessment within the CTF AO.

(3) Provide financial advice and assistance.

(4) Determine which currencies are to be used and their correct exchange rates.

(5) Develop requirements for check cashing, emergency payments, funding or paying agents, currency conversion, solatium payments, recording of cost data, travel, civilian pay, funds disbursement, and other pay support.

(6) Publish guidance, when required, on UN entitlements, leave, and observers to peacekeeping organizations.

(7) Determine, if necessary, accounting, and central funding support necessary for the operation.

(8) Determine banking support requirements.

(9) Determine appropriate quantities of currencies and formalize resupply procedures.

(10) Provide, if necessary, currency funding support to respective participating nations.

(11) Prepare for solatium payments and payments for other claims.

(12) Coordinate with CTF Legal Officer to ensure legal considerations are reviewed.

2. Combat and Engagement Phase

a. RM Operations

(1) Coordinate financial management aspects of HNS and AIK.

(2) Capture costs, when required.

(3) Provide reports, including those needed for reimbursement by host nation, coalition nations, NGOs, and/or PVOs, or other agencies.

(4) Coordinate with CTF Legal Officer to ensure legal considerations are reviewed.

(5) Perform, central funding and accounting support.

(6) Support contracting and local procurement requirements.

(7) Control currency.

(8) Provide pay support to coalition forces as well as designated civilians.

(9) Coordinate with CTF Legal Officer to ensure legal considerations are reviewed.

3. Follow-through and Post Hostilities Phase

a. RM Operations
(1) Identify additional sources of funds to continue sustainment of the operation.

(2) Determine requirements, when necessary, for civic assistance funding.

(3) Coordinate with CTF Legal Officer to ensure that legal considerations are reviewed.

b. Finance Operations
(1) Provide pay support to CTF and coalition forces as well as designated civilians.

(2) Provide local procurement and/or CVS support.

(3) Establish pay support procedures for remaining forces in the AO.

(4) Coordinate with CTF Legal Officer to ensure legal considerations are reviewed.

4. Redeployment Operations

a. Coordinate and develop financial management requirements for redeployment support.

b. Close out contingency funding operations and conduct hand-off procedures with responsible agents.

H. Reports.  Contingency Cost Reporting Formats for the CTF (to be developed by the Supported Strategic Commander/CCTF.
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