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WADHINGTON, D.C. 20310

". TExpires 7 June 1974

ATTMON OF,

DAAG-PAP-A (M) (23 May 73) DAMO-ODU 7 June 1973

SUBJECT: Operational Report - Lessons Learned, 196th Infantry Brigade,
Period Ending 20 April 1972

"D, SEE DISTRIBUTION S'nction"

(t I. The attached report is forwarded for review and evaluation in

accordance with para 4b, AR 525-15.

2. The information contained in this report is provided to insure
S. that lessons learned during current operations are used to the benefit

J of future operations and may be adapted for use in developing training
, material, as appropriate. This report should not be interpreted as

the official view of the Department of the Army, or of any agency of

the Department of the Army.

should be forwarded to the Deputy Chief of Staff for Military Operations,

ATTN: DAMO-ODU, within 90 days of receipt of this letter.
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AVBF- SC CONFIDENTIAL 1 Mry 1.972

SUBJCT: Operational Report - Leesons Lct'.?nrd, 196th Infantry Brigade,
Period Ending 30 April 1972, RCS CSFOR-65 (03) (U)

II. Secti II, LESSONS LEARED: Conmander's ObservatLons, Evaluation, and
Recommendations (U).

A. (U) Personnel.

1. SUBJECT: Urinalysis Test Procedure.

a. OBSERVATION: Proper urinalysin testing procedurec are essential in
assuring proper results.

b. EVALUATION: Too much lead time in notification of units lad to com-
promising of test dates. Lack of supervision by unit leaders allowed drug
users to cheat on the test or avoid the test.

c. RECOMMENDATION: All unit leaders (Officers and NCOs) must be present
and supervise testing and that knowledge of the test be limited to those with
a need to know.

d. COMMAND ACTION: An LOI, subject: Urinalysis Testing Procedures, was
published standardizing testing procedures and limiting unit notification until
the last possible moment.

2. SUBJECT: Elimination froceediznS.

a. OBSERVATION: Expedient processing of administrative elimination is
essenial in establishing an effective drua proaram.

b. EVALUAT : Confusion concerning the paperwork necessary to eliminate
twice identified drug %,sera led to magnified unit problems and an inefficignt
unit drug suppression 1arogram.

c. RECOMMENDATION: Units should designate an officer with the specific
responsibili!.Y of oupervisin$ administrative processing.

d. COMMAND ACTIN: A Brigade letter was prepared which had an example
case file fr 635-212 elimination. This letter was concise and easily under-

standable and was adopted for use by XIV Corps for all uni.s in MR 1.

3 1 UJECT: Project Transition.

a, OBSERVATION: Pr,)Ject Transition offers the separating serviceman an
excellent opportunity to receive training in a vocational skill that will assist
him in obtaining meaningful employment in a tight job market.
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CONFIDENTIAL
AVBF-1SC l -y 72

SUJECI: Operational Report - Leasons Lenrnad, 196th Inflantry Brigade,,
Period Ending 30 April 1972, Fc.*l SFOR-65 fR3) (0)

b. EVALUATION: (1) The Project Transition program experienced severe
gre-'ng pains during the period 1 November 1971 through I February 1972. No
aceptances were obtained although applications were processed for almost one
hundred soldiers, Four major reasons for rejection were:

(a) Applicants could not meet the requirement of 90-150 days betwp.n
DEROS and ETS (thereafter extended to 75-180 days).

(b) Transition courses ware not published as early as they should

have been, making publicity of the program and processing of applications etrumalydifficult.

() Applicants accepted for the program were not always received
in a timely manner. Several personnel were accepted but had departed the corn-
mand prior to receipt of the acceptance message.

(d) Requests for training were sent to USARV via electrical mas-
sage, which proved to be a slow and unreliable method. Soma messages wsre lost
enroute; others were misdirected at USARV HQ. Since 1 February 1972, eli raquests
have been transmitted telaphonically and acceptance or rejection received im-
mediately.

(2) The IM I Proe-separation Counselling Team atationed at Camp Horn and
consisting of five DA civilians proved to be an oecellent means of publicity for
the progrlam, Two l-diee, Hi=e Mrsh G- y .Z-A 21..z Coo, "=48
for the Project Transition counselling and were primarily responsible for the
success the program has enjoyed since 1 February 1972.

(3) USARV message dated 060920Z April 1972 allowed for a 60 day cur-
tailment in the Vietnam tour of duty to attend Project Transition. Unfortunately
this policy, which could have been instrumental in procuring a larger volume
acceptancem in the November - March time frame, was completely inapplicable when
published. For example, all enlisted men with DEROS of earlier than 1 August
had left o or before 15 April. A 60 day drop from I August would set new DEROS
of I June, ten days after the last scheduled class. It is this incongruency
which has been manifest in the program and has exacerbated the willing applicant.

c. RECONHN4TON Personnel coming to RVN on short tour should be per-
mitted to eimtend their ETS in order to fit the criteria for Project Transition.
Since the mission of Project Transition is to ready separating servicemen for
civilian li.e, there is no obvious reason to disqualify thons men who Are on
the short end of the DERDS-ETS criteria.

d. CgMA ACTMO: Through close coordination with the USARV Ajutant
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AVBF-SC 1 M.y 197^

SUBJECT: Operational Report - Lessons Loorned, 196th Tnfantry Brigas,
Period Ending 30 April 1972, PCS CSFOR--6 (p) (U)

General, Brigade S-1 was able to procure assignments to Project Transition on

an extremely short nvtice. The expedient processing of application was perhaps

the best publicity that the project received and led to an increased awareness

of the program's value by the commanders at all levels. The most important

aspect of the program's effectiveness is emphasis shown by unit commanders.

3. SUBECT: Filing of Enlisted Records.

a. OBSERVATION: On 10 November 1971, the Enlated 9ecords Sectfi.0 changed
the filing system of 201 files. The previous system Was alphabetic by unit,
which was changed to DEROS date by unit. This has corrected many existing
errors in such area& as incorrect DEROS's, extensions, redeployment, assignments
and lost records.

b. EVALUATION: This filing system requires each individual to depart on
scheduled DEROS or for the unit to stat why he did not depart on his DEROS.

c. RECOMM ATIU: That the 201 files continue to be filed by DZROS.

d. CObV=N ACTION: N/A.

4. JFUUCT: Personnel Outprocasing Center. (Multiple ftations)

a. 0_l.pEM.: ased on prior experience gained In the stauddown of the
23d Infantry Division and the 101st Alzrotrm UlvisItm (aML), it has been de-
termined that a personnel autprocsoi fm mutd by clira 9 zho Aj
tant Geaeral's section and linance sectfwm a a V.seaisy #av epid processiM
of praonnal.

b, A No. Sigle station pzcessing r mss mor& time than ultiple
,A po- i because me clerk to required to perform varied toaks all of

which he may Sot be completely familiar with.

c. RE l ATIWn" During standdown outprocessinS, a Mlp6 tation
system should be used. The system allows each station clerk to CcoW_ an expert
in his area of responsibility and thus increases efficiency and rsduce. proces-
sing time. Control is established throush the use of an outproceseing checklist
to insure each individual procesoes tbrouth the correct station sot in the cor-
rect order. Upon completion of processing, individuals may te moved to a secure
holding area with ent4rtaiLnment facilities available to eWit triansrtation.

d. CO M IZE: A processing siti has been selected for use in the
event of inactivation/redeployment and work' orders to improve the facilities
have been approved for implementation if necessary. A personnel outprocessing
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SUBJECT: Operational Report - Lessons L, ea'nad, 196th raiant_; Bri:de,
Period Ending 30 April. 1972. RCS CSPORZ-66 CR3) u)

center can be set up and functioning within 42 hours of notification.

5. SUBJECT: Simplification of the Enlisted Promotion System

a. OBSERVATION: Long arduous hours were required in the manual preparation
of the Lineal Standing Lists and the Promotion Eligibility Report.

b. EVALUATION: With the assistance of AM8, processing promotions would
have been a relatively simple task. The amount of time required for sortJi g;
arranging, and printing the necessary information for the Standing Lists and
the monthly Eligibility Reports could be reduced considerably.

C. pRECMMENDATION: An SO? should be established correlating the efforts
of the Promotion Sect .on and AMB. Through the use of automated machinet, all
the necessary information could be readily available to the Promotions Section.

d. COMMAND ACTIO Action has been takers by AHB to prepare a program
where keypunch cards are sorted by score to provide a lineal listing. Additions
are made by simply adding keypunch cards with the information neieded, T4is
listing is then turned over to the Promotions Section for verificatlon and
final publication of the Standing List. The amount of time spent preparing
this lineal listing has boen reduced by seventykfive (75) percent. Also, a
program has been prepared to utilise sorted keypunch cards to provide a break-
out of each standi,3 list by MOS and score, the information needed to prepare
the monthly Eligibility Reportj Arranging this information by machine has
reduced the preparation tim of the Eligibility Report by fifty (50) percent.

6. M $ K YSr0t ReassjS n Operations of the Redeployment Section.

a. O1sRVATI: With the 4dditional responsibility of assigning ;!ible
Keystone personnel, a method of operations aside from the everyday activitics
of the section was neadedA

b. 14UAT, The system utilixed by the Redeployment Sactiou had to ba
improved to insure accurate accountability and timaly publication of orderj.

c. P.BCODATON: To improve the method of accountability by Me of 4at
cards and rosters.

d. cOMMAND ACTION A system was initiated to prepare redepleant Ota
cards on each individual eligible for reassignment to COhNTS were ooa ined from
the Keystone rosters that Redeployment verified and forwarded to USAPV. Aa-
signment instructions were received via telephone from EQ, USARV in great volume
which resulted in the section coming in rightly to stay on top and ahead of the
operations. Upon recilpt of ss8ninefit instructions, PCS orders were expeditiously
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CONFIDENTIAL
AVB-SC 1 .1971

SUBJECT: Operational Report - eosonS texrrpd, 1M6th Infantry brlJa4.,
Period Ending 30 4prL. 1.972, iCS CSMR-6 CK3) (U)

published. Close coordination with the cells of Keystoning units aided
redeployment immensely in assuring accurate aceountability and timely
publications of orders pertaining to all eligible personnel enroute to
CONUS. The important factor in making this mission a success was util-
zation.of personnel who had ex~arieneed Keystone'Operations at the 23d
Infantry Division and having their "Sense of Urgency" become a reality.

B. (U) Intellipence.

1. SUBJECT: Preparation of Target Lists During ArtiLIkery gaiO 09"ations.

a. OBSERVATION: To achieve surprise, rapid response and accuracy during
the conduct of artillery raid operations, .preplanned target lists must be
carefully prepared.

b. REC4ENDATION: Once target lists have been selected, they should be
prepared as follows:

(1) All grids must be cleared prior to the arrival of vhe btrcery to
preclude loss of time and the possibility of losing some targets entirely.

(2) Data can be prechecked before the raid is actually conducted thus
alloling a time savings during the adjustment phase for each target.

(3) FADAC computers at battalion aW battery fire direction centers
can be prograund and checked prior to ths arrival of the battery In the raid
po sition.

(4) The use of the template system in the artillery battalion 'OC ans
proven Valuable in the conduct of raids because it allows the use of one battery
center location and one sat of deflection indicei, and thus prearve, a ht;h
degree of accuracy and diminishes the chances of error that would prevail vith
the conventional construction of new centers and indices for each location,

c# CCZ4A1D AflTIti~ N/A.,

2. SUBJEOT: Effective Use of Tarst Acquisition Devices,

a. OBSERVATION: The requirement to rapidly placa fire on emy targets
detected by the organic artillery battalion's target acquisition cevtces re-
quired a realigumant of tactical and technical control.

b, EVALUATION: Increasea emphas. on employment of target acquisition
davices for detecting targets in the Brigada TAOI resulted in a complete

Unr -I DEMI AL
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CONFIDENTIAL
AVBF-SC 1 ?'r- 1972

SUBJECT: Operational Report - Lessons Laarn d, 196th Infantry BrLpde,
Period Ending 30 Apr1l 1972, RCS CSIPOR-65 (93) (U)

realignmant of tactical and technical control. )ntarnally, the artillcry
battalion organized an 62 operationn section co-located xitk ths fire direction
center, to facilitate the resp nsivense of artillery fire ogain3t targctn d'-
tected, to expedite the dipsemainotion of oightings and for tactical cortrol of
target acquisition devices. Externally, direct cozmunications, through ARVj
interpreters at Hill 327 a,;J Hill 55, was established with AKVN fire support
coordination centers at 1st Special Brigade and Hill 55 respectively, to reduce
the reaction time of ARVN artillery engaging targets which can not be fired by
US artillery. The target acquisition platoon also maintained a command post at
Hill 327 for technical control of target acquisition devices and for assuming
tactical control should the need arise. Procedural innovations developed to
achieve maximum effective use of target acquisition devices available to the
battalion included the following:

(1) Confirmation of a target was achieved by the use of a second device,
other than the initial one acquiring the target. This process was used whenever
two devices could observe the same target. In addition to confirming the exis-
tence of the target, the target location was refined resulting in a more accurate
delivery of artillery fire on the target.

(2) Predicted locations of radar moving targets were used to facilitate
the accurate and timely engagement of targtas and to offest clearance- delays.
Normally. the TPS 58 provided an initial grid and direction of movement, and a
15 to 20 minute projected grid location depedJent upon the aniticipated time.

(3) The increased TPS 58 radar surveilance capability, as well as
systemised reporting procedures has resulted in a slight increase in the number
of sightings and the number of targets fired.

c. RM9M TAM: That 4 similar system be established by other US
artillery units to insure rapid artillery response to detected enemy tar.ets.

d. COMmACT : N/A.

C. (U) OnrationIs,

I. S ECT E-8 CS Riot dispensers mounted on vehicles.

a. 0BSMVATIOM: An E-8 riot dispenseir mounted on an Mll3AI AC or atn
M151A2 provides ha excellent weapon for nxmb control operations.

b. EVALUATION: While covering the standdown of the 23d Infantry Division,
one battalion of the Brigade encountered unarmed Vietnamese civiliana breeching
the tactical wire In order to acquire building materials. To combat this activ-
ity X-8's were mounted and sandbagged on jeepa and APC's. A firin3 devi , was

CONFIDENTIAL
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CONFIDENTIAL
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SbBJECT: Operational Report -L.osons carncld, 196th Tnfantry Brtg24e
Period Endinp. 30 ADrit 1972 o .CS?07-.6$ C93) U)__

rigged such that the E-8 could be fired fro inside the vehicle. The mobility
of this innovated system provided a psychological effect that significantly de-
creased the number of incidents. In addition, there was no injury to civilian
populace.

c. RECOMMENDATION: E-8 riot dispensers mounted on jeeps and/or APC's

producesa psychological effect that should be utilized in mob control operations.

di. COM%=N ACTION: N/A.

2. SUBJECT: Mechanical Ambush Safety Measure.

a. OBSERVATION: During recent operations, several personnel were injured
by mechanical ambushes after becoming disoriented at night while moving about
the night defensive perimeter.

b, EVALUATION: As a safety measure to prevent personnel from walking into

mechariical ambushes, a3ieral combat units of the Brigade have placed a length of
comao wire about waist high around night defensive positions between the pcrixeter
and mechanical ambushes. This safety measure alerts disoriented personnel of the
presence of mechanical ambushes in the area,

c. REG_.D%&AT.: The ute of como wire to alert disoriented personnel of
the presence of mechanical ambushes should be adopted by oth; combd tmunts to
prevent mechanical ambush casualties.

d . fgk AC7M N/A.

3. SULW : Secondary Water and Power Systeas.

a. OBSERVATMN: A a result of Typhoon Heater, a need for secondary water

and power systems developed. However, the atorm seriously damaged the secondary,
as well as the primary systm vequiving the use of tertiary power systems and
extensive water haulirf, over great distances.

b. L eoo.'l novdary or emergency back-up systems were insufficiently
reveted to prevent damage during severe stor-. The watar; upply aystem which
is dependant mpon numrous pumping stations, also was severly damaged due to
inadequate revetment.

a. RECgNDATIO: Secondary water and power systems should be aVailable
and operational during severe storms. .acondary coeiunication facilitlea sOMLd

also be available and operational. The secondary or emrgency systems ehouI4 be
located and reveted to prevent severe otorm from damaging them and deyias their
use. Periodic tests of these system'rhould be scheduled.
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CONFIDENTIAL
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SUBJECT: Operational Report - Lessons Learned, 196th Infantry Brigade,

Period Ending 30 April 1972, RCS CSIFOR-65 (i13) (U)

d. COMMAND ACTION: W/A

4, SUBJECT: Submiasion of Damage Assessment Reports.

a. OBSERVITION: The submission of early damage assessment reports
following Typhoon Herter was easily accomplished. Howcver, later in the
recovery effort, some criticism was made upon the changes made to recovery
material needs.

b. EVALUATION: Dama . assessment reports, although necessary immediately,
should be considered intarim and a reasonable amount of time allowed for prep-
aration of an accurate damage assessment report. The pyschological impact and
the inherent confusio- during storm daeiage emergencies preclude the preparation
of an accurate assessment of total damage too soon.

c. ROEM MATZON: As a guide, a week to ten days should be allowd for
a complete damage assessment report. ?'or initial planning purposrs the interim
report would suffice4 However, the total reovary effort raist be based on a
thorough accurate damage assessment.

d. COMMAND ACTI: N/A.

5. SUBECT: Use of Long Range Raconnaisuarce Patrol (LR?) Rations during
Monsoon Seasons.

a. OBWRVATION.: During the monsoon season, bi-weekly resupply of units
in the field are not always possibla., Resupply helicop~ers are not always able
to fly due to poor visibility and heavy rain.

b. EVALUATI: To insure a unit can continu, Its mission if not resupplied
Zor several days, ratioas should be carried for a 7 to 10 day period.

c. REC ATION: LRRP rations, because of their light weight, can be
carried in a greater abundance than "C" rations. It is reconmeded that unita
carry half "C" rations and half LRRP ratons during the monsoonl season.

d. CO AND ACTION: N/A.

D. (U) Organiation.

1. SUBJECT: Reorganization of Support Battalion.

a. OBSERVATION: The draw down of the Brigade due to Incremenwt X rede-
ployment activities brought about decreased support requirements Within the
Brigade. In recognition of this fact and to offset USARV-wide curtpilziant
policies, a reorganiation of the Support Battalion was roqmire4,
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CONFIDENTIAL
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SUBJECT: Operational Report - Lessons .4arno, 196th Infantry origa4,
Period EndinS 30 4;ril 1972, YXS CORQ65 (3) (U)

b. EVALUATION: The Support Battalion was modified by reorganizing the
Maintenance Company, Supply and Transport Company, and HHC into one unit with
a MTOE tailored to the Brigadels redu,;d support requirements. The elimination
of the administtative overhead of ::wo company headquarte.s steamdlined operations
The elimination of the Brigade Supply Office and Lhe incorporation of its functioAS
into the 83 office conolidated activities and integrated all support missions
along with saving personnel spaces. The ]Hedical Company was al" reduced to
detachment size, Upon completion of reorganization, the Support Battalion was

organized with a battalion hea4quarters, Medical Detachment, Admin Company Ind
a support company consisting of a transportation platoon, supply platoon, an4
maintenance platoon.

c. RECOEDAfTON: That during che conduct of draw down activities, support
battalions of separate brigades be orsanizad a indicated above.

d. COMAND ACTION: N/A.

2. SUBJECT: Inadequate Personnel for Electronics Shop Office.

a. 21MTAN: The current TOE for a Maintenance Company oupporting a
separate Infantry Brigade does not authori e TOE personnel to operate a sep-
arate shop office, records section, and slop supply for the Elctronics Main-
tenance flatoon.

b. M4JtUa_: Due to the larger volume of work requests for electronic
type equipment and the aquiqWt havilg t# be tuspacted for bcceptnac at ths
signal shop, a sparate. shop office shou14 bo etablished by TOi. ALSO, V
separate shop office which handles the records 9nd repair parts would wke
the records and repair parts more accessibls and r crds easier to maintain.

c, .A It is racom cnded that the IDS for a HaIntennace
Company 6upportig a separote Infantry Brigade be modified to include a scparate
shop office for the Electronics shope

d. =MR 01a: persone4 required to operate an Electronic Shop
Office are taken from positions with mission type )DS's,

3. SUBJET: Inadequate Personnel Authorization for the Inforration Sction of
a Separate Infantry Brigada,

a. OBMfRVATI_: The personnel authorization for the Information 0rTfh
was cut considerably when the division of ice was inactivated and the OGrwfiC
Office established. At the saMe tim, many of the same function* "re requirsd
of the Brigade Office, e.g. publicatUn of a newspaper and reportigan pO Phot o.
graphing Brigade activitil.

CONFIDENTIAL
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SUBJECT: Operational Report - lessons Learned, 196th Infantry Brigade,
Period Ending 30 April 1972, RCS CSFOR-65 (R3) (U)

b. EVALUATION: Prior to the activation of a Brigade Information section,
the 10th Public Information Detachment Waa covering Brigade activities and
reporting to the divisim information office. Staffing of the Brigade Infor-
mation office with a major, a master sergeant and a clerk-typist does not
provide for publication of a newspaper or for photographic support.

c. RECOMMENDATION: That the Brigade Information section TOE be modified
to include a CI officer, and four combat correspondents.

d. C MD ACTIO4N: N/A.

E. (U) Trainin.

1. SUBJECT: Quick Fire Techniques.

a. OBSERVATONM: During recent coubat operations, combat units have had
a number of encounters with the enemy at ranges of less than one hundred otters
with negative conclusive results. As a result, the cueay has ranaga4 to succe.,
sfully evade.

b. EVALUATI: The low level of enemy activity over the last six months
aud the resuitant lack oi cozt~nuad contact engagements with the enemy have not
allcmad combat personnel to maintain aximum proficiency with their respective
,eapons. Additionlly, the majority of the personnel, below the rank of platoon
sergeant, and many officers, have never been in hostile contact* As a result of
this lack of xperi*nc, personnel have reacted slowly to these situations.
Every offort has bean aide, wth the time available, to insure thG zero of
personal weapons$ and the conduct of training on a Quick Pire Range.

c. BECW a T * A Quick Firs Range Including demolition p1tfi swwke

pots ar-  izpons simulators is ideally suited to insure a more reet.litic ' im-
ulatieu of a combat environment, These ranses should be constructed bV all
combat units involved in a counterinsurgency -nvironmento

d. C*AND ACTION: The 196th Inf.n~ry Biitgde constructed end utilized
a Quick Fire Range for the above purpose.

CONFIDENTIAL
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AVF- CONFIDENTIAL 1 May 1972

SUBJECT: Operational Report - Lessons Learned, 196th Infantry Brigade
Period Ending 30 April 1972, CS CSFOR-65 (R3) (U)

G. (U) C2 ications, None.

H4 (U) Ugtgrial, None,

t. (U) Other. None.
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