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1. Reference:     AR  1-26,   subject,  Senior Officer Debriefing  Program (U) 
dated 4 November   1966. 

2. Transmitted herewith Is the report  of COL Orman E.  Hicks,  subject  as 
above. 

3. This  report  Is provided to Insure  appropriate benefits are realized 
from the experiences of  the author.     The  report  should be reviewed  in 
accordance with paragraphs 3 and 5,  AR  1-26;   however.   It  should not  be 
Interpreted as  the official view of the Department of the Army, or of 
any agency of  the Department of  the Army. 

4. Information of actions Initiated under provisions of AR  1-26,   as a 
result of  subject  report,   should be provided ACSFOR 0T UT within 90  days 
of  receipt  of covering  letter. 
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DKPARTMCNT OF THE  ARMV- 
HBAOQUARTIRS. UNITKO STATK» ARMY VIKTNAM 

APO SAN  PRANCISCO    ••378 

AVHGC-DST 

SUBJECT:   Senior Officer Debriefing Reportby Colonel Crman E.  Hicks 

Assistant Chief of Staff for Force Development 
Department of the Army 
Washington,  D. C.    20310 

1. (U)    Attached are three copies of the Senior Officer Debriefing Report 
prepared by Colonel Orman E.  Hicks.    The report covers the period 
6 January 1969 through 21 December 1969, during which time Colonel 
Hicks served as Commanding Officer,  Aviation Material Management 
Center and Commanding Officer,  34th General Support Group (Aircraft 
Maintenance and Supply). 

2. (C)   This headquarters does not agree with all comments contained in 
paragraph 3,  subject report.    Mission performance with concurrent security 
responsibility is a problem not peculiar to aviation units and has previously 
been addressed in Unit Operational Report Lessons Learned by this head- 
quarters.    All organisations of this command have adequate strength to 
perform unit security responsibilities during non-duty hours without a se- 
rious derogation of operational capability.    Redeployment phase down 
planning includes the elimination and consolidation of base areas to reduce 
security requirements. 

3. (U)   Colonel Hicks is recommended as a candidate guest speaker at 
appropriate service schools. 

FOR THE COMMANDER: 

1 Incl 
as 
2 cy wd  HQ,   DA ^ f>1 

f\   D,  MURRAY/^ 

CONFIDENTIAL Re9raded unclassified when separated 
. from classified inclosure. 
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DIPARTMBtfT OF THE ARKY 
HEADQUARTERS, 3^TH GENERAL SUPPORT GROUP (AKa^S) 

APO 96309 

AVGF 
14 DEC 19^ 

SUBJECT 1 Ihbrlcfing Report, Colonel Orman E. Hicks 

Commanding General 
United States Any Vietnam 
ATT-'Ji AVHGC-D3T 
APO 96375 

It References1 

a. Letter, Headquarters, U.S. Any Vietnam, AVHAOFO, Subject 1 Senior 
Officer Debriefing Program, dated 5 May 1969. 

b. AR 1-26, Senior Officer Debriefing Program (u), dated U November 
1966. 

0. USARV Regulation 1-3» Senior Officer Debriefing Program (u), dated 
1 June 1968. 

2. In accordance with reference la, my end of tour debriefing report is 
forwarded herewith. The report responds to paragraph 1, reference b, and 
in accordance with paragraph 5» of referenca/fo^ reflects ay views on Maint- 
enance and supply problems facing aviation/In a/oeuater-insurgency environment. 

» • 

71/ 
IN E. HICKS 

Colonel, TO 
Commanding 

Ragraded unclassified whan saparatad 
11      from classified Indosura. 
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DEBRIEFING REPORT 
(RCS-CSPOR-74) 

COUNTRYi    Vlrtnwi 

DEORIEFTNG REPORT BYi    Colonel Oraan E. Hick« 

DUTY ASSIOmENTi    Coiwanding Officer at U.S. Army Aviation Materiel Kanage- 
■ent Canter and Coaaanding Officer of 34th General Support 
Group (AH4S)(GS) 

INCLUSIVE DATES i    6 January 1969 to 21 December 1969 

DATE OF REPORT i      21 December 1969 

1. DeacriPtion of Duty Aaaiginent 

The undersigned has occupied two assigned poaitiona in Vietnam since 6 
January 1969« 

a. Commanding Officer, U.S. Army Aviation Katerlel Management Center 
(6 Jan 69-16 Get 69). a subordinate unit of the 34th General Support Group, 
mich serves aa the inventory and Stock Control Canter for all Army Aviation 
assets in Vietnaa. 

b. Coaaanding Officer, 34th General Support Group (l6 Oct 69 - 21 Dec 
69), responsible for the Direct Support (DS; Maintenance for units not havinr 
OS capability, for General Support Maintenance of all Any Aviation in Viet- 
naa, and fox both wholesale and retail, countrywide aviation aupply support. 

2. Introduction 

In view of the recant debriefing report submitted by Colonel Alton C. Post, 
the preceding Commander, thia report will not concern itaelf directly with 
the Group aiaaion, organisational structure, or concept of operation.    In- 
stead, it will preaent ay personal comments on tha maintenance and aupply 
support of Army Aviation in Vietnaa.   Listed below are tha four areae of com- 
ment followed by a detailed discussion in the following paragraphs i 

a. Perimeter Defense Requirements 

b. More Stringent Aircraft Retrograde Criteria 

c. CH-47C Modernisation 

d. Aircraft Repair Parta Supply 

xnfil~r CONFIDENTIAL ,^ÄJB
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3. Perlmeter Defense Requireaent» 

All subordinate units of the Group have self-defense retulrements. ;.ost are 
In forward areas which are frequently the target of enemy attacks. Security 
requires that all aeabers of the units suet frequently engage in guard and 
sentinel duties to the obvious detrlaent of mission performance. This pro- 
blem was discussed in the 31 January 1969 Quarterly Operational Report of Les- 
sons Learned submitted by the 53th Transportation Battalion. The rebuttal 
from USARV consisted of a reminder of the ability, as stated In the rOifi, of 
aircraft maintenance units to fight as infantry when required and the respon- 
sibility to properly secure their operational area. This is, of course, true. 
However, 1 fssl strongly that this capability should be required only um-er 
emergency conditions, and that security of the operational area refers nor- 
mally to interior guard. Aircraft maintenance and supply ualts are not full- 
ored or staffed to support the present type security and porimster rcquire- 
ments over prolonged periods of time. Several factors must be kept in mind 
and carefully weighed against what is desired and required from tl.er.e mlts, 
?or examplei 

(a) If a sizable element of the unit must be utilized in juard anc. sen- 
tinel duties, as is presently the case, a loss, in full produutlvity iiust be 
accepteu. The Amy devotes extonsive resources toward the tr:.liiini cm" rt- 
tention of personnel in the aircraft maintenance and supply field,  The 
training of Infantry and military police is less expensive and security djtlec 
are more closely aligned with their normal mission. In my opinion, the ovrr- 
all ability of tne Army to accomplish its theater mission would bo greatly 
enhanced if infantry and military police were assigned to perform the insta - 
latlon security mission, especially as reductions in troop strengths luavc 
aircraft maintenance units as major tenants of large installations. Both 
greatly Increased production and more professional security arrangements woul1 
result. 

(b) It is not economically practical to utilize highly skilled and tbch- 
nically qualified personnel to perform the skills of the basic soldier over 
prolonged periods of time. If the guard and security requirements were lifted 
from the aircraft maintenance and supply units within the 3^th Clroup, we esti- 
mate that an increase of approximately 30% to kOft  In productive man hours 
would result. This figure is based on the total maintenance man-hour cap- 
ability of the 15 General Support and Direct Support units (365,000 maint- 
enance man-hours per month) and the time lost to perimeter euard and other 
non-mission duties (1*46,000 man-hours). 

<t« More Stringent Aircraft Retrograde Criteria 

a. During this period, the airfraae time before retrograde to 301.112 for 
overhaul of all aircraft in Vietnam was extended. The extensions of time 
are outlined in the Closed Loop Manual, Sep 69. The major impact of the ex- 
tensions, from a maintenance point of view, is that the 3^th Group units 
will be required to provide a major share of the maintenance man-hours re- 
sulting from the additional major Preventive Maintenance Periodic (PMP) 
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Inapcetlons that will havt to be performed in-countryi primarily on CH-^?, 
UH-1, and AH-1G aircraft. 

b. 34th Group compared the maintenance man-hour capability of its units 
with the requirements generated by this new program and as a result Initiate' 
a request through USA'.xV  for an augmentation of 201 contract maintenance per- 
sonnel. Final appro/al Has granted, although the initial request was cut 
from 201 to 1^1, T'je personnel are to be broken into PI F teams, physically 
located with, and under OPCON, of 3'tth Group units. L'xperience so far in- 
dicates that it wlj.1 require appro.;lmat<.-.y 3»^00 man-hours for the Ci;-^7 
Tth PMP and 700 man-hours for the UH-I and AH-IS PKP'B. 

c. It is anticipated, however, that even with the augmentation of con- 
tract civilian teams, there will be am increase in backlogged maintenance 
nan-hours, with a corresponding decrease in the operationally ready rate 
throughout Vietnam. The 3^th Group Is constantly updating Its plans to 
Insure that the forcast maintenance man-hours will be stabilized and that 
the Impact on aviation operating units will be minimal. 

5. CH-U7C Modernization 

The T55-L7C gas turbine engine was Installed on the CH-^7^ helicopter from 
the start of production through serial number 69-15^57. The T55-L7L-' was In- 
stalled In lieu of the T55-LU  engine as an Interim measure because of a lag 
In production of the L-ll engine. The L-ll is now being produced In sufficient 
quantity to retrofit all CH-^C's, enabling them to operate at maxlmuin desljn 
capability. This conversion Is programmed to be accomplished at the Air 
Vietnam contract facility. The modernization of the CH-47C consists of the 
Installation of the T55-L]1 engines and other dynamic components designed 
to withstand the maximum torque load produced by the L-ll engines. The basis 
for the decision to accomplish the conversion concurrent with cyclic main- 
tenance at the Air Vietnam facility Is the estimated U,? million dollar 
savings that will be realized. Contract negotiations have been started to 
convert 70 aircraft concurrently with cyclic maintenance at the rate of 5 
per month, with initial input of aircraft In January» 1970. The Input will 
be Increased monthly with füll production beginning In April, '970,    Con- 
version of additional aircraft. If required, can be accomplished as an add- 
on to the present planned program. No problems are anticipated in meeting 
the program schedule provided contract negotiations are finalized on time. 

6, Aircraft Repair Parts Supply 

a. The 34th General Support Group provides wholesale aircraft repair 
parts support to all Army aircraft in Vietnam. The Aviation Materiel Man- 
agement Center (AKHC) operates a centralized Inventory control center and 
two aviation depots at •jui Nhon and Saigon to support approximately 4,400 
aircraft. In addition the group operates 10 Direct Support Supply Activit les 
(DSSA's) to provide retail support to non-divisional aviation units. The 
OSSA's are located throughout Vietnam - from Da Nang in I CTZ to Vinh Long 
in IV CTZ. 
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b.    Thert has been steady laproveaent In the supply posture of Army 
Aviation In Vletnaa.    AMMC deaand accoaodatlon (the percentage of requis- 
itions Batching the ASL) now stands at 91',  while deaand satisfaction 
(ttie percentage of matching requisitions that are filled immediately) Las 
risen to 63/'.    Hore significant,  however,  is the effect of the improve- 
aent upon the operationally ready rate of RVH aircraft.    For example,  in- 
tensive aanageaent and dally contact with AVSCOK has reduce«1 the number 
of parts grounding ten or acre aircraft from as many as ?k parts (prouadln 
4^5 aircraft In June,  1969, to a period in early October,  ivO. when no 
parts were grounding ten or sore aircraft.    The hed   «11 rate, or percent- 
age of aircraft grounded due to requisitions redballei! to CUJl'J reached u 
temporary high of ZU,}' on B June,  1969.    Intensive aana^Ment anc' com..aid 
eaphasis, to Include lateral search of DSuA's,  use of the FW.lt for 'V ri- 
catlnc parts, exploitation of Interchan^e.-vMlity and subetltutablllty (latü, 
and daily communication with AVSCOK reduced this figure to an all-time 1.. 
of U,2*i on 31 October 1969.     Specific improvement In two previously "prc- 
blem" aircraft Is documented in the table below. 

MUMBFH OF AIBCBAH GROUNDED 

DATE :H-47 

Oct 68 
Apr 69 
Sep 69 
11» Oct 69 
22 Oct 69 

113 
ICO 

29 

ÜH-6 

109 

12 

c. In addition to improvement In the basic mission of keeping alrcruit 
flying, notable progress has been made in other areas.  Increased emphasis 
on elimlnaticn o.? excess resulted in 51>^53 lines being retrograded to the 
depots and 1^,1^3 lines being retrograded to COIIUS during September and 
October 1969t A third generation computer, model yo/50  has been installe. 
and will be operational soon. It will provide the capability for a cycle 
every second day rather than currently every sixth day. « recent analysli 
of D3SA zero balances resulted in securing 'iJA.'V approval to increase the 
order-ship tlae used In computing stockage levels from 15 days to JO  days. 
The more realistic figure should materially reduce the zero balances und 
HP's generated by the DSSA's, The Group Aircraft Gupply Astiistance Teaw 
(ASAT) has been extremely activei visiting and assistlnf most of the Cjroup 
DSSA'si the ist Gav Division and the Americal Division.  The teau 1E OX- 
trenely well received and is our primary tool used to insure quality per- 
formance at the DSSA's. 

d. There are a few "lessons learned" in the aircraft supply businsu 
that require constant reiteration a.nt are listed below. Iy tour in Vitt- 
nam has reinforced my conviction that they are absolutely essential to an 
efficient, smoothly funct'onir, , effective aviation supply system. 

1, Dedicated airlift for in-country distributio.i insures a re- 
sponsive transportation system.  EDP shipments from Saigon to far north 
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custoMrs In October and November averaged 3.1 days. From  iul Nhon ED? 
shipments averaged 7.1 daya. Thir. is unacceptable. The dedicated Caribou 
which the lUth Trane Bn operatea between Qul Nhon and Plelku and haa been 
outstandingly auceeaaful. Thla principle needa to be greatly expanded. 

2. One-atop aupply aupport la another eaaentlal feature of a re- 
sponsive syatem. Thla requlree that all parts essential to the weapons 
system be available at a single DSSA. 

3. The aoat important jingle leaaon learned during ay cour la that 
cantrallaed, "vertical" management of critical, expentlve weapons systems 
Is a must if we are to have high availability rates. This capability is 
proviaed by ^th Group on a theater wide basis, and an organisation of this 
type, with organic aviation supply companies, should be an integral part 
of future aviation T04E planning. The auceeae we have had in lowering 
theater aircraft EDF rates is almost entirely attributable to thla system 
of Intensive management of specific weapons system. 
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