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WASHINGTON, D.C. 20310
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SUBJECT: Operational Report - Lessons Learned, 196th Infantry Brigade,
Period Ending 20 April 1972
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1. The attached report 1is forwarded for review and evaluation in
accordance with para 4b, AR 525-15.

2. The information contained in this report is provided to insure °
that lessons learned during current operations are used tc the benefi:
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.
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3, Information of actions initiated as a result of your evaluation
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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- CONFIDENTIAL

AVBP-SC 1 May 1972

SUBJECT: Operational Report - Leescns Learacd, 196th Infantry Brigade,
Period Ending 30 April 1972, RCS CSKOR-63 (R3) (V)

II. Secti .. IT, LESSONS LEARNED: Commander's Observations, Evaluation, and
Recommendations (U).

A, (U) Personnel,
1. SUBJECT: Urinalysis Test Procedure,

a. OBSERVATION: Proper urinalysia testicg procedurec are essential in
assuring proper results,

b. EVALUATION: Too much leed time in notificaticn of unitse 124 to com-
promising of test dates, Lack of supervision by unit leaders allowed drug
users to cheat on the test or avoid the test.

¢. RECOMMENDATION: All unit leadars (Officers and NCO's) must be present
and supervige testing and that knowledge of the test be limited to those with
a need to know.

d., COMMAND ACTION: An LOI, subject: Urinalysis Testing Procedurecs, was
published standaxrdizing testing procedures and limiting unit notification until
the last poszaible moment.

2. SUBJECT: Elimination Frocesdiugs.

e. OBSERVATION: Expedient processing of administrative alimination is
essemial in eatabliahing &n effective drus orogram.

b, EVALUATION: Confusion concerning the paperwork necessary to eliminate
twice {dentified drug :sers led to magnified unit problema and an inefficignt
unit drug suppresgsion {wogram.

c. RRCOMMENDATION: Units should designate an officer with the apacific
responsibility of suparvising aduinistrative processing.

d, COMMAND ACTION: A Brigade letter was prepared which had an example
cage file for 635-212 elimination., This letter was conciese and easily under-
standable and was adopted for usae by XXIV Corps for all uniis in MR 1,

3: BUBJECY: Project Transition.

a, OBSERVATION: Prnject Transition offors the separating servicemau an
excellent opportunity to veceive training in a vocational skill that will assist
him fv obtaining meaningful emsloyment in a tight job market,
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CONFIDENTIAL

AVBP-SC 1 May 1272

SUBJECT: Operational Report - Leagons Leavned, 196th Infantry Brigade,
Period Ending 30 April 1372, Rcd CSFOR-65 (R3) (U)

b. EVALUATION: (1) The Project Transition
groewing pains during the period 1 November 1971 ¢
acceptances were obtained althou
hundred soldiers.

program experienced severe
hrough 1 February 1972. No
gh applications were processed for almost one
Four major ressons for rejection were:

(a) Applicants could not meet the requirement of 90-150 dayz betwezn
DEROS and EIS (thereafter extended to 75~180 days).

(b) Tronsition courses were not publighed as eerly as they should
h

have teen, making publicity of the program and processing of applicatlons extremely
difficule,

{c) Applicants accepted for the program were not always received
in a timely manner. Several persconel ware accepted but had daparted the come
mand prior to receipt of the acceptance message.

(d) Requests for training were sent to USARV via alactrical mcs-
gage, which proved to be § slow and unreliable mathod. Some messages were lost
enroute; others were misdirected 4t USARV H}, Since 1 February 1972, all requests
have been transmitted talephonically and acceptance or rejection received im-
maediately.

(2) The MB 1 Pre-ssparation Coumselling Team otationed at Camp Horn and

consisting of fiva DA civilians proved to bs an eixcellent means of publicity for

the program, Two laddes, Mias Marsha Quy and Miss Jauct Cook, wars respousible

for the Project Transicion counseliing and were primarily responsible for the
success the program has enjoyed since 1 Pebruary 1972.

(3) USARV message dated 0609202 April 1972 allowed for a 60 day cur-
tailment in the Vietnam tour of duty to attend Projact Transit:ion. Unfortunately
this policy, which could have been instrumantal in procuring a larger voluma
acceptancas in the November - March time frama, was completely inapplicable when
published, For example, all enlisted men with DEROS of earlier than 1 August
had left or: or bafore 15 April. A 60 day dxop from 1 August would get new DEROS
of 1 June, ten days after the last scheduled class., It is this incongruency
which has been manifast in the program and has exacerbated the willing applicant.

c. RECOMMENDATIONS: Personnel coming to RUN on short tour should be per=
mitted to extend their BTS in order to fit the criteria for Project Transition.
8ince the mission of Projact Trangition is to ready saperatinm servicemen for
civilian life, thare is no ohvious reason to disqualify thona men who are on
the short end of the DEROS-ETS criteria,

d. COMYAND ACTION: Through close coordination with the USARV Adjutant
2
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CONFIDENTIAL

AVBP-SC 1 May 107°

SUBJECT: Operational Raport - Lessons Learned, 196th Infantry Brigade, 4
Period Ending 30 April 1972, RCS CSEOR~65 (RIY (V) 1

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

an extremely short nutice. 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. SUBJECT: Filing of Enlisted Racordg.

ROV S .

a. OBSERVATION: On 10 November 1971, the Enlisted Recoxds Sectign changed
the filing system of 201 files, The previous system was alphshetic by ynit,
which was changed to DEROS date by unit. This has corrected many existing
errors in such arsas as incorract DEROS's, extensions, redeployment, assignmeats «
and lost records,

A

b. RVALUATION: This filing system requires each individual to depart on
scheduled DEROS or for the unit to state why he did not depart on his DEROS, i

c. RECOMMENDATION: That the 201 f£iles continue to be filed by DEROS.

d. COMMAND ACTION: N/A.
4, SUBRJECT: Parsonnel Outprocessing Centar. (Multiple 8tations)

a. OBEEBVATION: Based on prior experisnos gained in the standdown of the i
Z23d Infantry Divisfon and the 101st Adrkorns Divisim (AMBL), it has been de-

terminad that & parsonnel Jutprocedsing eERiet wEnved by cleTis £5oa &ha Adju~
tant GCsweral's saction and Vinguce ssctior is & naneeeésy fos Tepid processing

of parsonnsl. i
b, me. $ilugle station precessing consumss more tima thas multiple
Statsen processing bacausa ona clerk {8 requived to perform varied tasks all of 1

which ha may aot bs completely familiar with,.

c. RECOMMENDATION: During standdown outprocessing, a multiple station
system should be used, The system allows each station clerk to become an expert
in his area of rasponsibility and thus increases efficiency and reduces proces-
sing time. Control is establighed through the use of aa outprocassing checklist
to insure sach individual processes through tha correct atation asd im the cor- 1
rect order, Upon completion of procascing, individuals may ba moved to a secure
holding arca with antsrtainment facilities availadble tc aweit tramgportation.

d, COMAND ACTION: A processing sita has been selacted for use in the

evaent of inactivation/radeployment and work orders to improve the facilitias F
have bean approved for implemantation ii necessary, A personnel outprocessing
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AVBP-SC 1 May 1072

SUBJECT: Operational Report - Lessons Leawned, 196th Infiantry Brissde,
Period Ending 3C apvil 1972, RCS C&FOR-6H (R3) (V)

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 sorting;
arranging, and printing the necessary infowmaticn for the Standing Lists and,
the monthly Eligibility Reports could be reduced considerably,

c¢. RECOMMENDATION: An 02 should be established correlating the efforta
of the Promotion Section and &MB. Through the use of automated machines, all
the necessary information could be readily available to tha Promotions Section,

d. COMMAND ACTION: Action has been taken by AMB to prepare a program
where keypunch cards are sorted by score to provide a lineal listing, A4ddirions
are made by simply adding kaypunch cards with the information nesded. This
listing is thev turned over to the Promotions Saction for verificatlon and
final publication of the Standing List. The amount of tima spent preparing
this lineal listing haz haen reduced by savaenty~five (75) percent, Also, &
program has bean prepared to utilise sorted keypunch cards to provide a break~
out of sach standir; 1ist by M08 and acore, the information needed to prepare
the monthly Eligibility Raport, Arvanging this information by machine has
vaduced the preparation tima of tha Bligibility Report by fifty (50) parcent,

6. GUBJRCT: KRYSTONR Resssigument Operations of the Redeployment Saction,

a. OBSERVATION: With the additional reaponsibility of assigning sligible

Kaystone perasonnal, a mathod of operations aside from ths evaryday activities
of the section was needed,

b. EVALUATION: Thae system utilized by the Redeployment Saction had to be
improved to insure sccurate accountability and timaly publication of orders.

Ce RECOMMENDAIION:K To improve the mathod of accountability by use of data
cards and roaters,

d., COMMAND ACTION: A systom wae initiated to prepars redepleyuent data
cards on each individual eligible for reaasignment to CONUS were obtained from
the Keystons rostars that Redeploymant verified and forwarded to DSARV. As-
signment instructions ware receivad via telephona from ¥Q, USARV in great volume
which rasulted in the saction coming in rightly to stay on top and ahead of the
oparationa. Upon racaipt of assignment instructions, PGS orders were expeditiously
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AVBF-SC 1 May 1972

SUBJECT: Operational Repoxt - lessong Lesrmed, 196th Infaﬂtry brigade ,
Period Ending 30 fpril 1972, RCS CSPOR-65 (R3) Cb‘)

published. Close coordination with the cells of Keystoning units aided
redeployment immensely in assuring accurate accountahility 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 exparienced Keystons Operations at the 23d
Infantry Division and having their "Sense of Urgency" become a reality.

B. (U) Intelligence,
1. SUBJECT: Preparacion of Target Lists During Artillery Kaid Opecatious.

a. OBSERVATION: To achieve surprise, rapid response and accuracy during
the conduct of artillery raid operaticns, .preplanned target lists muat be
carafully prepared,

b. RECOMMENDATION: Once target lists have been selacted, they should be
prepaved as follows:

(1) All grids must ba cleared prior to the arrival of the batlery to
preclude loss of time and the posaibility of losing soma targets entirely.

{2) Data can be prechscked befors the raid is actually conducted thus
allowing a time savings during the adjustment phase for each target.

(3) PADAC computers at battalion and battery firs diraction canters
can ba programmed and checked prior to ths arrival of tha battery in the raid
position,

(4) The use of the template aystam in the artillery battalion FOC hes
proven valuable in the conduct of raids bgcause it allows tha use of one battery
center location and one sat of deflection indices, and thus preserves o high
degree of accuracy and diminishes the chances of error that would prevail with
the conventional construction of new centers and indices for each location,

ce COMMAND ACTION: N/,
2, SUBJECI: Effactive Use of Targat Acquisition Davicas.

a. OBSERVATION: The requirement to rapidly placa f£ira ou enemy targets
detacted by thae organic artillery battalion's target acquisition devices re-
quired a realignmant of tactical and technical control.

b, EVALUATION: Increasea emphasis on employment of target acquisition
devices for detacting targete in the Brizade TAOI rasulted in a complate

MPARPAMTIAL |
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AVBF-3C 1 Mavr 1972

SUBJECT: Operational Repert - Lessons Lacrned, 196th Infantry Sragzde,
Period Ending 30 April 1972, RCS CSFOR-65 (R3) (U)

realignmant of tactical and technical comtrol. JIntarnally, the artillery
battalion organized an §2 operations section co~located witk the fire direction
center, to Facilitate the respensivenesgs of artililery fire against targets de-
tected, to expedite the diesenination of nightings and for tactical contrel of
target acquigition devices. Externally, direct communications, through ARVN
interpretera at Hill 327 ard Hill 55, was eatablislied with ARVN £ire support
coordination centers at lst Special Brigade and Hill 5% respectively, to reduce
the reaction time of ARVN artillery engaging targets which can not be fired by
US artillery. The target acquisition platoon alsc maintained a command post ot
Rill 327 for tachnical 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 availabla to the
battalion included the following:

(1) Confirmation of a tarpet was achieved by the uge of a gsecond davice,
other than the initial one acquiring the target., This process was usad whenever
two devices could obgerve the same target. In addition to confirming the exise
tenee of the targat, the target location wzs refined resulting in a more accurate
delivery of artillery fire on the targat,

(2) Predicted locations of radar moving targets were used to facilitate
the accurate and timcly engagement of targaets and to offest clearance dalays.
Hormally. the TP8 58 provided an initial grid and divection of movemant, and a
15 to 20 minute projected grid location depsndent upon the aniticipated time.

(3) The increasged TPS 58 radar surveiilance capability, as well as
systemisad reporting proceduras has resulted in a slight incraase in the number
of sightings and tha number of targets fired.

¢. RECOMMENDATION: That & &imilar system ba established by other US
artillery units to insure rapid artillary response to detacted encmy targets.

d, COMMAND ACTION: N/A.

C. (U) Opsratious,
i. SUBJECI: E-8 C§ Riot dispansars mounted on vehicles.,

a. OBSERVATION: An E«8 riot dispenser mounted on an M113Al ARC or an
M151A2 provides aum excellent weapon for mob control operationa,

b, EVALUATION: While covering the standdown of tha 23d Infantry Division,
one battalion of the Brigade encountared unarmed Vietnamese civiifans breeching
the tactical wire in orxder to acquire building materisls. To combat thia activ-
ity R-8's wars mounted and sandbagged on jeeps and APC's. A firin3 device was
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AVBF-SC 1 Moy 1972

SYBJECT: Operational Report - Lecsons Egarncd, 19éth Infantry Brigade,
Period Endinp 30 April 1972, BCS CSFOR-65 (R3) (U). _

e

rigged such that the E-8 could be fired from 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. RECOMMENDATTON: E-8 riot dispensers mounted on jeeps and/or APCls
produces a psychological effect that should be utilized in mob control operations.

A

—
I

d. COMMAND ACTION: N/A.

2. SUBJECT: Machanical Ambush Safety Measure.

Zges o

JL

a, QOBSERVATION: During recent operations, several persomnel were injured
by mechanical ambushes after bacuming disoriented at night whila moving about
the night defenaiva perimster,

b« EVALUATION: As & safety mecasure to prevent personnel from wallting into
mechanical ambushes, several combat units of the Brigade have placed a length of
commo wire about waist high around night defensiva positiona between the perimeter
and mechanical ambushas. This safety measure alerts digorisnted personnel of the
presenca of mechanical ambushes 4u the avea,

c. RECOMMENDATION: The uga of commo wire to alert disoriented personnal of
the praeeanca of machanical ambushae ahould be adopted by othez combzs units to
prevent machanical ambush casualties.

d. GORMAND ATTION: N/A.

3., SUBJECT: Secondary Water and Power Systems.

—aa

et T =

a. OBSERVATTON: A & vesult of Typhoon Heater, a need for secondary water 1
and power syatems developed, Howevar, the atorm seriously damaged the secondary,
as well as the primary systems vaquiring the use of tertiary power systems and
extensive water hauling over great distances.

i b. EVALUATION: Secondary or smargency back-up systems were insufficieatly

revated to prevant damage during severe storms. The water supply syatem which

i is dependant upon numerous pumping stations, also wam severly damaged duse to 1
inadequate revetmant,

¢, RECOMMENDATION: Secondary water and power aystams should be aVailable

i and operaticnzl during seveve storms. Jecondary communication facilitles ghouvld

also be availsble and oparational, The sacondary or emaxgency syctems should be P
L' located and revatad to prevant severs gtorme from damaging them and denyiog their

f uss, Pariodic tests of these systems‘siould be scheduled,
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CONFIDENTIAL

AVBP-SC . 1 May 1272

SUBJECT: Operational Report - lessons Learmed, 196th Infantry Brigade,
Perfod Ending 30 April 1972, RCS CSFOR-65 (R3) (1)

d., COMMAND ACTYON: MN/A.

4, SUBJECT: Submission of Damage Assessment Reports.

a8, OBSERVATION: The submission of early damage asscesment reports
following Typhoon Herter was casily accomplished, However, later in the
recovery effort, goma criticiem was made upon the changes made to recovery
material needs.

b. EVALUATION: Dama,: assessment reports, although necessary immadiately,
should bz considered intarin and a reasonable amount of time allowed for prep-
aration of an accurate damage assessment report. The pyschological impact and
the inherent confusioa during storm damage emergencies precludae the praparation
of an accurate assessment of total damage too scon,

¢. RECOMMENDATION: As a guide, a waek to ten days should be allowed for
a complete damage asaesement report, Wor initial plamning purposrs the interim
report would suffice. However, the total recovary ecffort nuet be based ou &
thorough accurate damage assessment,

4, COMMAND ACTION: N/Ae

S5, SUBJECT: Uee of Long Range Raconnaissarce Patrol {LRRP) Rations during
Monsoon Bsasons,

a. OBSERVATION: During the monscon season, bi-weakly resupply of units
in the f£isld are not always posaibls, Rssupply helicopters are not always able
to fly due to poor visibility and heavy rain.

b. EVALUATION: To insure a unit can continug its mission if not resupplied
Eor several days, rations should be carrisd for a 7 to 10 day peciod,

¢, RECOMMENDATION: LRE® rations, because of thair light weight, can be
carried in a greater abundance than "C" rations. It is recommendad that units
carry half 'C" rations and half LRRP rations during the monsoon seaaor..

d. COMMAND ACTION: N/A.

D, (U) Organiration,
1, SUBJECT: Reorganization of Support Battalion.

a, OBSERVATION: The draw down of the Brigade due to Increment ¥i rede-
ployment activities brought about dectaased support raquirgments within the
Brigade. In recognition of this fact and to offsat USARVewide curtailmeut
policies, a reorganisation of the Support Battalion was requirvaed,

~ CONFIDENTIAL
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AVBF«3C 1 May 19
* SUBJECT: Operational Report - Lessonc Tearned, 196th Infantry Brlgadc,

Period Eading 30 4pril 1972, RCS ¢SroR«63 (A3) (V)

b. EVALUATION: The Support Battalion was modified by reorganizing the

Maintenance Company, Supply and Transport Company, and HHC into one unit with

a MTIOE tailored to the Brigade'!s redused support requirements., The elimination

of the administtative overhead of Lwo company headquarte.s steamdlined operations

The elimination of the Brigade Supply Office and \he incorporation of its functioas

L into the 83 office comsolidated activities and integrated all support missions
along with saving personnel spaces. The Medical Company was algo reduced to

! detachment size, Upon completion of reorganization, the Support Battalion was

organized with a battalion headquarters, Maedical Detactment, Admin Company and

a support company consisting of a tranmsportation platcon, supply platoon, and
maintenance platoon.

s pow A ot

¢, RECOMMENDATION: That during che conduct of draw down activities, support
battaslions of separate brigades ba organizad as indicatad abovs,

d. COMMAND ACTION: N/A. ‘

2. SUBJECT: Inadequate Personnel for Electronics Shop Office.

separate Infantry Brigade does not authorise TOR personnel to oparatzs a sep-

arate shop office, records section, and shop supply for tha Electronics Main-
tenance PRatoon,

‘ a, OBSERVATION: Tha current TOE for a Maintenance Company supporting a

b, EVALUATYON: Dus to the larger volums cf work requasts for elesctronic
type equipment and tha squipment having to he inapacted for acceptauncs at ths
signal shop, a separate shop offfcs ashould bs established by TOR, Aalso, ¢
separate shop office which handles the vecords and repair parts would mske
the recorda and repair parts more accessible and records easier to maintain,

c. RECOMMENDATION: It is racommended that the TOE for a Maintenaace 1
Company supporting a saparcte Infantry Brigade be modified to inelude a scparate
] ‘ shep office for ths Electronics shop. )

d. COMMIND ACTION: Personnsl required to operate an Electronic Shop
N , Office ave takan from poaftions with mimeion type MOS's,
{ 3. SUBJECT: Inadequate Parsonnsl Authozisation for the Information Section of 1

a Separate Infantry Brigads,

3. OBSERVATION: The parsonncl authorisation for the Information Qffice

‘ was cut considerably when the division offica was inactivated and the frigad¢

! Office sstablished. At the ssms tima, many of the sams functiors were required A
of the Brigade Office, &.g. publicatign of a newspaper and xeporting and photo-

graphfng Brigade activities,

L)
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SUBJECT: Operational Repotrt - lessons Learned, 196th Infantry Brigade,
Period Ending 30 April 1972, RGCS CSFOR-65 (R3) (U)

b. EVALUAFION: Prior to the activation of a Brigade Information section,
the 10th Public Information Detachment Wa$ covering Brigade activities and
reporting to the divisin information office. Staffing of the Brigade lnfor-
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. COMMAND ACTION: N/A.

E. (0) Training,
1. SUBJECT: Quick Pire Techniques.

a. OBSERVATION: During recent coubat operations, combat units have had
a number of ancountars with the ensmy at vanges of lass than one hundred meters
vwith negative conclusive results, As a result, the enemy has managed to suces-
sfully evade.

b. EVALUATION: The low level of enemy activity over the last six months
aud the resultant ilack oi continuad contact engagements with the enemy have not
allowad combat parsonnal to maintain maximum proficiency with their respective
weupons. Additionally, the majority of the psrsonnael, below tha rank of platoon
sergeant, and many officerz, have naver been in hostile contact, 4s a vesult of
this lack of expeTisace, personnal have reacted slowly to these aituations.
Bvary uffort has hesn made, with the time available, to insure tha gero of
parsonal weapons, and the conduct of training on a Quick Pire Range.

¢, RECOMMENDATIONS A Quick Fiwve Rangs fucluding demolition pitg, swoke
pots ar? wsapons simulators is ideally suited to insure & more reslistic gim-
ulation of a combat environment. Thesa rangss should be conatruycted by all
combat units involved {n a counterinsurgancy canvironment.

d. COMMAND ACTION: The 196th Infaniry Brigede constructed gnd utilized
a Quick Pire Range for the ahove purpose.

F. (U) Llogistica. Hona.
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AVBR-SC 1 May 1972

SUBJRCT: Operational Report - Lessons Learnad, 196th Infantry Brigade
Period Ending 30 April 1572, RCS CSFOR-65 (R3) (V)
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