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l. The attached after action report condenses the activities of the
"Tropic Lightning" Division in preparing for and executing its rede~
ployment from the Republic of Vietnam., The period covered by the report
is from 1 October 1970, the date the Division was notified it would
redeploy, until 15 December 1970, when redeployment was complete.

2. This redeployment ends a nearly five year period of continuous combat
for the 25th Infantry Division in Vietnam. The Division moved from
Hawaii to Vietnam in early January 19t6 and occupied Cu Chi on the 30th
of that month, Since that time the Division has operated with distinc-
tion throughout MR III and in Cambodian areas contiguous thereto. The
Division leaves its 2d Brigade here in Vietnam, while all other units
return to Hawail at zero strength. In Hawaii, the 4th Brigade of the
Division, redesignated the lst Brigade, will retain custody of the Divi-
sion Colors until it is reconstituted at a later time - "Ready to Strike
Anywhere, Anytime."

3. This report covers the Division's planning, organization and execu~
tion of redeployment. The report is purposely detailed to provide as
much perspective as possible of the experiences of the Division. The
overriding consideration given to all actions of the Division during
redeployment was to depart Vietnam with dignity and professionalism -

the same standards which marked the "Tropic Lightning" through five years

of successful combat,
J. R. THIRMAN IIT

BG, USA
Commanding General

__FOR ot utr r‘v—mn .
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HEADQUARTERS® 23TH INFANTRY DIVISION
APO SAN FRANCISCO 08223
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1. FURPQSE. This report provides a detailed synopsis of the redeploy-
ment activities of the 25th Infantry Division to include the structuring
of the residual Second Brigade as a separate trigade. The report is in-
tended to provide information which will be of assistance to other
organizations required to redeploy.

2. MISSIGN. Gn 1 October 1970, the 25th Infantry Division was potified
that it had been selected as sn elament of the Fifth Increment RVN Rede~
ployment Plan - KEYSTONE ROBIN BRAVO. The Division was directed to
redeploy all organic and attached slemencs, less one brigade, at szero
strength to Schofield Barracks, Hawaii, commencing stsnd-down on 1 Nov-
ember 1970 and completing redeployment by 15 Decembsr 1970. Concurrent
with redeploying the Division (-), the Division was required to struc-
ture the 2d Brigade into a separate brigade to remain in RVN. Personnel
and equipment of redeploying units reverted to USARV control for dispo-
sition. Subsequent instructions directed that a 26~-man Honor Guard be
organized to escort the colors of the redeploying units to Hawaii for
appropriate ceremony and custody.

3. TASK ORGANIZATION.
a, 25th Inf Div (-):
Unit duth Strength
4=9 Inf 920
2-14 Inf 920
2227 Inf 920
2-22 Inf (M) 908
4=23 Inf (M) 908
2-3/ Armor 537
34 Cav (=) 784
2=TT Arty 411
7-11 Arty 526
3-13 Arty 612
25 Awm 423

65 Eng () 807




125 sig (=) 539

725 Maint (=) 681
25 Med (-) 291
25 S&T (=) 315
HHC, 25th Inf Div (-) 144
HHC, ‘ist Bde 128
HHC, 3rd Bde 128
HHB, Div Arty 213
HHC, DISCOM 103
25 Admin (-) 353
25 MIC (=) 48
F-75 Rgr 62
25 MP (-) 149
44 TPSD 28
46 IPSD 28
66 IPSD (-) 13

Total 11,920

b. 2d Bde, 25th Inf Div

Unit Auth Strength
%HHC, 2d Bde 282
#2-12 Inf 882
*3.22 Inf 882
#1-27 Inf 882
%15 Inf (M) 878
*1-8 Arty 639
B/65 Engr 165
D/3~4 Cav 266
125 8ig Co 102
%25 Cubt Spt Bn 643
38 Sct Dog 28
66 Cmbt Tracker 10
F=75 Rgr (~) 61
18 Mil Hist Det 2
Det 25 MI Co 32
Plt 25 MP Co 40
20 PIO Det 5
9 Chem Det 5

Total 5,796

*Units whose authorized strength was changed to effect interna: “ailoring
desirmed to accomodate requirements not normal to bLrigades.
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4o REDEPIOYMENT CONCEPT.

a. The 25th Infentry Division(-) was programmed for redeploy=snt
during the 45-day period 1 November - 15 December 1970. The 30-day
period 1-31 Octcber 1970 was characterized by continued operations in the
Division's assigned AO while concurrently the Division Staff plenned,
coordinated and organized for redeployment. The Division's CPCRD 183-70
for the redeployment of the Division (-) and corstitution of the 2d
Brigade as a separate brigade was published on 15 Cctober 1970.

b. Units to redeploy were moved to stand-down loca:ions from the
field concurcent with the shrinking of the Division's AO's from north
to south, commencing on 1 November 1970. By 18 November 1970, all man=-
euver units had moved into stand-down and the Division occupied only Cu
Chi Base Camp and a small AQ around it for local security. 1-27 Infantry
(=), assigned to the 2d Brigade and OPCON to the Division (-), constituted
the security element for Cu Chi Base Camp during stand-down and roll-up
actions.

c. Stand-down of units was echeduled at two locatiops; Cu Chl Base
Camp and Camp Frenzell-Jones., Units which had rear elements in Cu Chi
stood-down at that location while all others went to Cemp Frenzell-Jones.
The excaption to this was the 2-34 Armor which stood-down at Cu Chi
Base Carp to take advantage of the maintenance facilities available there.
Units were scheduled into the two stand-down sites g0 as to minimize
troop density. Supporting artillery batteries moved to stand-down with
their supported mansuver battalions.

d. Structuring of the 2d Brigade was accomplished concurrently
with the redeployment of the Division (). The units of the Brigade were
designated in the original Keystone message and a personnel ceiling of
5796 spaces was imposed. The 2d Brigade, although not fully constituted,
was activated on 3 November 1570 and placed OPCON to II FFORCEV on that

i 5. DISCUSSIQN.
4 J a. Tactical Operations:

{1) Upon redeployment notification, 1 October 1970, the 25th Infantry
Division was located in three Brigade Areas of Operatioms. The 1st and
3d Brigade Areas of Operations extended north from the Division Base Camp,
located at Cu Chi, to the Cambodian borler. These areas included eastern
War Zoi.c "CM, the Trapezoid, the HoBo and Bol Loi Wocds, the Iron Triangle
and ware pcsitioned astride the Saigon River. The 2d Brigade Area of Oper-
ation was esst of Saigon.

{2) The Division continued combat operations throughout the month
of October with the missions: Grind down SR~1, Control the Saigon River
Corridor, Break MR-7, and Upgrade Territorial Forces.




(3) Enemy activity within the 25th Infantry Division's Area of
Operations remained at a low level during the month of October as enemy
rain and local force units avoided contact.

(4) The 1st Brigade conducted operations in Tay Ninh Province
(eastern War Zone "C"), Binh Long Province and Binh Duong Province. The
Brigade's four maneuver battalions were targeted against the 101st NVA,
165 L'VA and 209 NVA Regiments. Aggressive small unit operations along
the Saigon River Corridor and the Michelin Rubber Plantation denied the
enemy his favorite infiltration routes into Saigon from the "Fish Hook"
on the Cambodian/Vietnamese border.

(5) The Second Brigade, with three maneuver battalions, conducted
combined US, ARVH, RF/PF operations east of Saigon in Phuoc Tuy, Long
Khanh and Bien Hoa Provinces. 1In close coordination with the Royal Thai
Army Volunteer Forces the 2d Brigade effectively reduced the enemy's capa-
bility to initiate combat operations in Military Region ~ 7.

(6) The 3d Brigade concentrated the operations of its four maneuver
battalions in Tay Ninh and Binb Duong Provinces to interdict enemy move-
ment of men and supplies down the Saigon River Corridor and to deny the
enemy. access to population and food resources throughout Sub Region - 1.

(7) The Division program of upgrading territorisl forces included
combinad operations, deploying training teams to live and fight along-
side RF/PF soldiers, and formal training of selected individuals at the
Division's Tropic Lightning Academy.

(2) The Division eliminated 110 enemy during the month of October,
accounted for 77 individual weapons, seven crew served weapons and .92 tons
of rice captured or destroyad.

(9) In preparation for redeployment, coordination was effected for
ARV forces to assume control of the 1st and 3d Brigade Areas of Operations.
Elements of the 2d Brigade, ARVN Airborre Division, assumed responsibility
for the northern portion of the 1st Brigade's AO and three Fire Support
Bages on 28«29 October 1970. On 1 November 1970 the 25th ARVN Division
assumed the weatern portion of the 1at and 3d Brigade AO's. The 5th ARVN
Division sssumed three Fire Support Bases and the easte:n portion of the AO
on the same date. The assumption of thege AO's by ARVN forces allowed the
US 25th Infantry Division to begin a phased stand-down on 1 November. The
Division conducted local security operatione in small negotiated AQ's for
the remainder of the disengagement period.

b. Redeployment:
(1) Planning:
(a) Based on USARV OPLAN 183~70 dated 30 April 1970, a

Redeployment Planning Group (RPG) was established. The Group was tasked
with drafting a Division OPLAN for the possible redeployment of the 25th

4
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Infantry Division from Vietnsa., On 1 October 1970 Phase V (Xeystone

Robin Bravo) was directed and fourteen days later the Divigion OPCRD 183-70
was published. This OPORD prov ded detailed guidance and schedules to
wnits redeploying and to unite --d staff agencies supporting the IMvision's
redsployment .

(b) Through close coordination with the Vietnamese III Corpe,
25th ARVN Division, 5th ARVN Diviaion, ané the 2d ARVY Airlorne Brigade a
plan was formuleted for the twrn-ovar of AO's, Fire S.pport Bases, and key
ingtailations. In all areas, ARVN units met dates of turn-over on or ahead
of schedule which typifies the splendid cooperat:on received from ARVN
throughout the Division stand--iown.

(2) Stand-down: The 45 day Division stand-down period began
1 November 1970. Cu Chi, the Division Bace Camp, was the primary stand-
down facility with Camp Frenzell-Jones utilized as the Division alternate
area. The stand-down schedule allowed 15 days for each Infantry battalionm,
20 days for Mechanized Infantry and Armor battalioms, and 23 days for
Artillery battalions to precess completely. Artillery battalions were
allotted additiornal time because of the phasing of batteriss which continued
to support mansuver units throughout disengagensnt.

(3) Personnel Reassignment: The initial analyasis of personnsl
disnosition, based on the redeployment criteria authorizing 6C day curtail-
rents, and a relaxation in the criteria for personnel scheduled to ETS upon
DERCS, indicated that approximately 22% of the Division personnel won?
DEhOS on a normal or accelerated basis during the Division stand-down
period. Approximately 8,000 perscnnel were required to te reassigned
within USaRV  Approximately 5,700 of the remsiring personnel were assigned,
or jdentified for assignment to the 2d Brigade designated to remain in RVAN.

(4) Bquipment Twrn-in: Most of the equipment from redeploying
units was turned in to the XKeystone Processing Point (KPP) at Leng Binh.
The KPP was operated by the 79th Maintenance Battalior of Sajgon Support
Command and accepted equipasnt from the 25th Infentry Division from 15
October thiu 14 December 197C. (n 23 November 1970 a sub-depot was esta-
blished by the 79ib Maintenance Baittalion at Cu Chi for the puwronse of
sccepting Post Camp and Station (PC&S) property to be turmed over to in-
coming ARVN forces in conjunction with the turn-over of Cu Chi Base Camp
(CCBC). Additionally some selected items of squipment wmre laterally
transferred, with USARV approval, vo other US units. The 71st Cavalry
vision {Airmobile) wus the major recipient of this equipmant. Some
equipment was also laterally transferied to residual 25th Infantry DMvi-
sion unite in the 2d 3rigade to satisfy equipment shortages and provide
equipment for rnewly formed units of the Combinad Service Support Battalion,
A total of over 268,000 items of equipment were  urned in or transferred
tr redeploying units of the 25tk Infantry Ddvision.




(5) Base C wp Turn-over: The 4000 “acilitiee, which included
3500 buildings lucated on Cu Chi Base Ciump ware scheduled for turn—gver
to ARVN Forces during an eleven da, period. The base camp was subdivided
‘~to ssclors and as each sector was vecated by US personnel a joint inventory
o1 all facilities within that sector was conducted by representatives of
the Installation Coordinator's Office, PALE, Military Property Construction
077ice and the receiving ARVN unit., Upon acceptance of each sesctor by ARVN,
the area was opened Ifor Vietnsmese occupancy. Dafense of the base camp
remained the responsibllity of US 1orces until 15 December 1970 when the
last area was transferred to ARVN and US personnel departed Cu Chi.

6. LESSONS LEARNED: The following are general lessons lsarmed which apply
to the Divigion': overview of redeployment. Specific lezsons learned
veculiar to General and Special Staff activities will bs contained in
aprropriate annexes,

a. Redeployment Plannirg Group (RPG): The smoothness in which the
execution phase of the Division's rsdeployment was accamplismhed can be
largely attributed to ths FFG, This group was coamposed of selected repre-
santatives from eech cf tie Division's General and Special Maff sections
for the purpose of canducting a datailed study of past unit redeployments
and to draft a mutually supporting scheme of disengageesmt and a stand-down
achedule, The group was further tasked with briefing subordinate units on
redeployment activities as each unit antered into stand-dowm.

b. Keystone Information Center (XIC): As a result of utilieing iwo
saparate stand-down locations and simultaneocusly constructing a separate
brigade the EIC was established to minitor these activities and to insure
that all ascessary coordination wes effected. The KIC was operated full
time by Gl, G3 and G4 representatives and maintained up-to-date charts
which portrayed the redeploymsnt ~+-tus of each unit, The KIC served as an
information and briefing area for commanders, staff and visitors having
interest in Keystone activities,

¢. GCoordination with RVEAF: Early ccordination with RVN MR I1I provided
Vietnamese planners with sufficient information to develop a scheme of re-
rositioning elements of three ARVN Divisions to sssmume respansibility of T3
Areas 0 Operations., Direct coordinsticn was effected with sach of the ARVN
units to detercins thcse Fire Support Bases and installations that would be
occupled by IVNAF upon withdrawal of US forces., The smocth transiticn in
Wnich tiesw AC's and bases were itransferred ‘rom US to ASVN comtrol allowed
73 forces to disengage {rom combat opsrations on 1 Nov 70 and cancentirsie
their efforts on redeployment.

2, [0ll-Up Force (RUF): The timely establishment of the AlF was a
zost sfective zeanz for insuring that efficient outrrocessing ~f persomnel
and turt-in of squimment vas accomplisbed, Xey perscnnel ard equirment
were transferred tc the RUT as required to continmus redeplcjment activities,
The T assumed the responsibilities ¢f supply, support and administratioc
:f stand-down units whick permiited rapld reassigmment of personnsl ard twm
in o unit eguimment, Perscannel and equirment sssigned to the AT ore
rolessel when their service was nc longar reguired.

5
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ALEL & (Keyclore Informuticn Center) to 25th Infantry Division's After &
intion Remori reysteone Powin Brave ?
1. BACKGROUND - The 25ta Infantry Division envisicned the redeployment ;
crocess as tzking place in three phases; Phase I beirg the initial planning 2
onese, Phase II the deteiled planning thase; and Fhase III, the executiom 3
thsse. During Phase I, which embodied an in-depth backgrouna study of past 3

reaericyments, the corcept of a centralized control poirt wes developed.

2. DRVEICPIEET - Upon the receipt of redeployment notification, a Redeploy-
ment lannirg Grovp as outlined in Appendix 1 was esteblished. This group's
crimary tesk was to develop a mutually suprorting schere of disengagement
and a sianc-down schedule. The group further wrote and published the Divi-

JF*ion‘s cner=tions ocder, During this period of time two alternatives for
vhie Tuture of tue Redeployment Planning Group were examined:

a. That tre Redeployment Planning Group be established as a "Super
Steff" ir a separate area, and working directly under DISCOM control to
coordins=te the Livision's Redeployment activities.

b. That the Redeployment Plunning Group be dissolved; allow its members
to return to their respective staff sections and assume the duties of redeploy=-
ment actica officers.

The latticr alternative wes adorted by the 25th Infentry Divisicn in a modified
form. This modification resultec from the realization that the magnitude

and corplexity of the redeployment task was such that a centralized comtrol
and information center wes required. This reguirement was fulfilled by the
estetlislment of the Keystcne Information Center (KIC) co-located with the
Division Tactical Cperstiions Center; manned and supervised hy members of

the origiral Redeplcyment Planning Group.

3. IMPLEMERTATICH - The physical juplementation of the KIC wes a phased
operation. Initially the Division FSE was displaced along with the dis-
placement of the G3 Air and ALC Sections. These moves rrovided the space
required by the KIC adjacent to the Division TOC. New comrurication nets
(Appendix 2) to stand-down lccations were established and concurrent with
*his activity the physicsl configuration of the KIC was established. This

1b,onsisted of arranging maps to depict the concept of disengzgement along with
the stund-down schedule. Charts displaying redeployment status were displayed
on the walls arranged by functional area. These charts were briefed to the
Command Grour on a daily basis and were also available for unit commanders'
ingpection on a 24 hour basis. A sketch of the KIC layout and a manning
roster is in Appendixz 3., The visual displays and views of the KIC are at
TABS 4 - E, to Appendix 3.

L. TFUNCTIONS - The iivision's Keystone Information Center performed the
following functions:

A-1




a. The center was manned by peraonne) from the G1, G3, and G4 section:z
on a 2, hour basis and provided a focal point to which units could turnein
daily reports and from which they could gain i{nformation and answers to
their questicns.

b, Since the center was manned by the original Redsployment Planning
Croup personnel, the center carried out individual redeployxent briefings
for each unit prior to stand-down. This procedure had the advantage that
the center persomnel, being intimately acquainted with current unit oroblems
could bring these to the attention of units tc stand-down later.

¢. Personnel Tram the KIC formed the nucleus of the briefing team
which presented all the brisfings concerned with redeployment of the 25th
Infantry Divisiom,

d. The KIC further was tasked with collating and publishing all changes
to ths Division's operaticns crder. These changess, for time-sensitive items,

were published by means of "Frag® orders. Those items vhich were not time-
sensitive were disseminated by means of weekly conference notss.

Appendices
1 - Redeployment Plamning Group
2 « KIC Communicaticns Nets

3 - KIC Layout
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AFPENDIX 1 (Redaployment Planning Group, to A.EX A (Keystone Information
Center) to 25th Infantry Division After Action Report Keyatone Robim Bravo,
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APPENDIX 2 (KIC Commumnisations Nets) to ANNEX A (Keystone Information Cemter)
to 25th Infantry Livision After Action Report Keystone Robin Bravo,
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APPENDIX 3 (KIC Layout) to ANNEX A (Keystone information Center) to 25th
Infantry Division After Action Report Keystcne Robin Bravo,

1 Stand-down Schedule (TAB 4)

2 Map Board Showing Scoheme of Disengagsment

3 Charts on Div Strength During Redeployment (TABs R,C)
and Daily Total of Keystone Turn~in

4 AAE Representative

5 Chairs for Visiting Dignitaries

6 G1 Representative

7 G3 Representative

8 G{ Representative

9 KIC - 0IC

10 G1 Managenent Charts (TAB D)

11 G4 Managemant Charts (TABK)

A-3-1

o oMb B R m o SRt S e e SR e
et Br S A SR, A RS e A

e L

et 3 R R i b




TABS
A - KIC Layout
B - KIC Layout
C = KIC Layout
D - KIC Layout
E - KIC Layout

he3=2
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UNIT REDEPLOYMENT STATUS

TAB C (Unit Redeployment Status) to aszeniix 14 (Keystone Information
Center) t» Annex B (Fersommel and Administration) to 25th Infantry Divi-

sion After Action Heport Keystone Robin Bravo.
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ANNE{ B (Personnel and Administration) to 25th Infantry Uivision After
Action Report Keystons Robin Bravo

S SN S SUCE. S RTer L

-

1. Jenera]l. This anmex addresses the overall personinel aspects of the
redeployment of the 25th Infantry Division (-) and the activation of the
2d Brigade (Separate)(Provisional) as it affected the Division's redeplov-
ment. Soecific and definitive discussion of specialized areas and
activities are contnined in Appeandices 1 through 16 of this annex.

2. Personnel Flanning.

a. The personnel aspects for the redeployment of the Division (-)
and the activation of ths serarate residu=l Brigade were conducted on a
similtaneous and parallel basis. While these two a:tions were considered
poperaie and distinct programs, the Interaction letwsen the two
necessitated careful considerstion of the pogsible effects of each
program agéirnst the other., Additionally, coordination between the
operational/logistical aspects and the personnel aspects of the redeploy-
ment process was continual to insure campatibility and unity of effort.

LR

b. The objective of the planning proceas -ms to address all possible
contirgencies, and to provide operationmal activities full and complete
guidance for the executiorn of the redeployment. This objective wes not
fully realised within the desired timefreme in some instances becauss
of a lack of information or receipt of conflicting information. 1n a
number of instances action was required to be initiatéd by this Headquarters
tu obtain critical information or to resolve conflicting directives,

c. Specific areas which required definitive planning to facilitate
ar efficlent snd timely execution of the redeployment phase were:

(1) Review of the personnel posture, both qualitatively and
quantitatively, uf the units designated for retention with the residual 24
brigade, and of the rsquirement for the provisional units activated in
support of the separate residusl Brigads. This was an aree requiring
imnediate analysis to provide for the early identification of requirements
and to facilitate the reassignmont of required personnel from redeploying
Division assets tc the separate Brigade. This was in furtherance of the
Divisicn objective to provide the residual Brigade a maximum fill of the
best qualified personnel from organic Division assetc prior to the Brigade
assuming its separate identitw,

(2) The identification and ultimate disposition of persomnel
aasipned to the redeploying units wes an area requiring careful and
definitive planning to provide for sffective Division redeployment.
Iaitial analysie of the persornel disposition, based on the redeployment
criterion authorizing a 60 dey curtailment, indicated that some 4,200
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AL B (Personnel and Administration) to 25th Infantry Division After
Action Repo:rt Keystons Robin Bravo

personnel wiuld DEROS on a normal or accelerated basis during the Division
stand-down jeriod, with the balance of 8,000 personnel being reassigned
within RVN. The total of 12,000 to be redeployed was exclusive of the
5,700 personnel within existing 2d Brigade units or identified for assizn-
ment to the 2d Brigade. Identification of personnel and their ultimste
disposition was dependent of the accuracy of the Division Personnel

Master File (PMF) data bank. In the previous three months a concentrated
effort had been made tec improve the accuracy of the PMF through careful and
extenaive processing of the monthly DPA Roster of Exceptions, Division
generated zero balance rosters, and through an accelerated processing of
personnel status changes. These efforts had optomized the accuracy of

the PMF by commencement of the redeployment. The identification of personnel
and categorizing them into groups based upon their ultimate disposition
was planned through the applicalion of en automated machine program. This
progran catagorized personnel by compeny size units into four groups:

(a) Group I, personnel to DEROS prior to commencement of

(b) Group II, personnel who would depart on mormel DERJS
during stand-dowm.

(¢) Group III, persounel who, based on the 60 day curtailment
criterion, would DERUS during the stand-down period.

(d) Group IV, personnel who would not be eligible for DEROS,

The program produced e machine roster from the PMF with two basic controls:
identification by unit of assignment and categorizaticn by DERCS, which
provided ¢ basis for all personnel dispositions.

(3) Prior planning was mads to identify all special category
personnel and determine other personnel administrative actions requiring
exceptional processing. Personnel in thesa cutegories included those
serving on an extension, pcssesing approved extensions not yet cormenced,
hospitalized, AWOL, and those not expscted to be present for dutly upon
commencement of unit of assiznment stand-down (e.g., emergency, compassion-
ate, or special lsave persomnel)., Disposition of these persomnel was made
IAW USARV guidelines on a case by case basis,

(4) Organization and staffing of the various redeployment personnel
activities wers planned to conform to existing structures insofar as
possible. Specific consideration was given ta the reassignment of' elements
of the Division Staff to the parallel staff organisation in the 2d
Brigade. Reassignments were planned to provide the earliest establishment
of an optimum operational posture.

B-2
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(5) Outprocessin; schedules were planned ic echieve minimun
tarsulence in the opersiional activities of the redeploying units, for
cor-eticility with equipment turn-in activities, and to avoid an excessive
coruletion density in the outprocessing facilities,

. he initial phese in the execution of the personnel redeployment
activities wcs to effect imedietely all intra-Divicion reassignments.
& number »I' tnese reassignments were required to recllocete per-onnel
resources to LICCAi elements for Keystone activities, to staff the newly
activeted 2d 8rizade provisionel units, and to replace projected losses
r.ud current vecencies in the 2d Brigade units, Upon identification of
requirements in these units and activities, orders were published
providin; immediate ZDCSA's with delayed reporting dates based on the
individuel?s aveilebility for release from the losing unit ard date
actually required in the gairning unit. The establishmert of &n imediate
2UCSA fecilitated a responsive updete of the Personnel Master Tile which
wes criticsl to che publication of the Personnel Redeployment Rosters.

c, The second phase of the personnel redeployment process wes
publication end vprocessing of the unit Fersomnel Hederloymernt Zester.
This roster as discussed in para 2¢{(2) above was an autometed mechine-
rroduced roster which categorizea redeploying personnel into four
groups and further divided the groups by separste alphabeticel listings
of officers, senior enlisted and junior enlisted personnel., TIhese
rosters were delivered to each unit to verify accuracy and assign avail-
ability dates for shipment of those personnel reflected in section IV of
the roster (in-country transfers). Shipment availability dezes were not
established for JERCOS personnel re “ected in sections I, II and III of
the roster because outprccessing nstructions were included in individual
FCS orders, Unils were afforded forty-eight hours to accomrlish their
rroceseing and return the rosters to Division Headquarters. Jpon returr
of the rosters to the Division AG, each was reviewed to insure thst
assigned availability dates conformed to the establicshed shirment dates
assizned the unit. Each roster was also reviewed to resolve anr
inaccurscies noted by the unit. These rosters provided the basis for
21l personnel redeployment dispositions. Section IV of the rosters wes
forwarded to H., USARV to obtain assigmment instructions for those
personnel to te reassigned within RVN while sections I, II and III
provided the basis for publication of DERCS PCS ordors. A diagram o the
srocessing of Personnel Redeployment Resters is at Appendix 1.

c. Priority for obtaining assignment instructiones end publishing
orders vas based on the order of stand-down.Accelerated publicsticn of

B-3
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4 NEZ B (Personnel and Administration) to 25th Infentry Divicion After Action
Ze ort Keystone Robin Bravo

acsignment orders for the initial units to steand-down was necessiteted

1r the compressed timefreme between initial notificetion of redeployment
end ectual commencement of stand-down. A small number of DEROS personnel
in the initial units to stand-down were returnsd to CONUS without CONUS
stztion of assignment orders, This situation resulted from unexpected
tour curtailments of up to 60 days and DA's inability to react to requests
for immedilate assignment inatructions. As the timefreme lengthened
between .he requests for assignment instructions and the actual DER.S
dates virtually all personnel had CONUS stetion of assignment orders upon
DEROE, In-country reassignments presented no particulsr nroblems aside
from the exceptionally large number of personnel requiring resssicnment.
The actual number of special orders published to effect the in-country
reassignments was considerably reduced by grouping persomnnel being
reassigned from individual Divisional units to other major USARV units,

d. Zeroing the morning revorts of each Divisional unit wzs zccom-
plished cn schedule. This was because the unit morninz recorts were being
centrally prepared within the Division AG Section.. In vractice, as the
Morning Report Section received reassignment orders, indivicuzl Fersonnel
Data Cards were anmnotated and filed separately. On the seventh day orior
to Jhe last day of each unit's stand-down, the MR section identified all
sereonnel not having reassigmment orders and through coordinetion with
the Cfficer or Enlisted Manezement Branches obtained orders.

4. Awgrds gnd Decorations.

a. [he Normal Division Awards tolicy was maintained durin: the redeploy-
nent -rocess. Recomrendations for Meritorious Achievement were accepted for
ersonnel who would complete four months service prior to or during tre
Nivision stand-down, and recom endations for meriterious service were ac-
cepted for JER0S personnel.

b. Units were required to submi: all recommendations for awerds WLT
15 days prior to the first day of the urit's stand-down. This suspense
faciliteted the publication of swards orders in time for rresentation
ceremonies, and posting of the awards in individuasl o-ersonnel records crior
to the individuals' departure.

c. Arproximetely 9,100 individual awards and 15 unit awerds were tro-
cessed during the period.

5. Generegl r t A

a. Fifteen days before a unit com-.enced stand-down OER ackets for
each officer in the unit were forwarded to the unit. Units were given
until the first day of unit stand-down to comnlete all rating, indorsing
and review actions. Stringent controls were maintained to insure no officer
departed the com and without completing all OER's {or which he was responsi-

hla, B4
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abil B (. ersonnel and administration) to 25th Infantry Division After sction
zevort Kerstone itobin Bravo.

n. Close and continuous coordination between the *ersonnel Actions
sranch and Officer znd Enlisted llanagement Branches was effected tc insure
tre correct and timely disposition of all special category personnel. These
actions were accam;lished IAW directives contained in USARV OPLAN 183-70
f~e tie disposition of emergency, compassionate and special leave -ersonnel,
hoscitalized cersonnel, personnel pending investigation or court-martial,
and olners whose rersonel circumstances orecluded normal reassignment pro-
cedures. 1.0 problems or difficulties were encountered in this area.

5., Ugveloim i i c i 5

e. Leaves and R & R: Leaves were granted (7 days) bt/ Cormanders pro-
vided the scrsonnel could complete leave before they were scheduled to
outprocecs, The R & X program was continued throughout stand-down.

b, Exchange Service: Appendix 2

c. .eligious Activities: Appendix 3

d. American Red Cross: Appendix 4

e. Education: Appendix §

f. Funds, Clubs, and Cpen Messes: Appendix 6

g. Finance: Appendix 7

h. Civilian Persomnel: Acpendix &

i, Special Services: fupendix 9

j. Postal: Appendix 10
. :aintenance of Discipiine Law and Opder

a. rrovost Marshal: Appendix 11

b. Staff Judge Advocate: Appendix 12

c. Inspector General Activities: Appemaix 13
€. illscellangoup

a. feyrstone Information Center: Appendix 14

b, administrative Services: Appendix 15

c. Out-processing: Appendix 16
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Appendices
1 - Personnel Redeployment Assignment Processing
2 - Exchange Services
3 - Religious Activities
4 - Amsrican Red Cross
5 =« Bducation
6 - Funds, Clubs and Open Messes
7 = Finance
8 ~ Civilian Personnel
9 « Special Services
10 = Postal
11 - Provost Marshal

12 = Staff Judge Advocate

13 - Inspector General Activities
14 - Keystons Informatiou Center
15 - Administrative Services

16 - Outprocessing
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A - Letter of Instrustion for Personnel Processing Rosters
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S .. (Les.er of lniirncilion for Personnel *roceccing .octers) to Anpendix
lederloyment Ascignment irocessing) to Annex B ('ersornel end Abpindstretisn: to
~Ain ;1-cntrj Div1t-on Alter Action .eport Keystoiie -obin 3revo.

DEPARTIENT OF Tis ARMY
fieadcuarters, 25tk Infantry Division
APO Sen Francisco 96225 -

LOJECT:  Letter of Instruetion

1. Aittached is a roster of all personnel currently identified e&s assisned to the
unit on the Divirion Personnel Master File (PIMF). This roster hzs three rurvoses:
(1) to verify, for strenith accountability purposes, all parsonnel £ szizned to the
anit () to mrovide informatiou a8 to the disposition of all per=onnel ukon rede=~
loyma:t/inactivetion of the unit ard (3) to crovide the unit with =z neans to es~
tavlish the aveilebility dates of perconnel wio are to be rezssigned ,iucin Vi .
The sccursie verification o these rosters csn not be overemphzsized z: :hey ere
tiao beelz Tor obtaining assigmment instructions and for the resolution of Jnit
ctrensth accountability differences.

2. he roster is rencrated into four sectinaus based on the disvosition o cersonnel
as follows:

-, ESpetion I - nersonnel in this category will DEROS on comnletion of noml tour
prior to unit stand-down.

b, Section II - nersonnel in this cavegory will DEROS on comdletion of normel tour
during unit stend-do'm,

c. 3Saction III =~ pereonhel in this category will DEROS since ther meet the rede-
-loymont eriteris of having sixty or less deys until completion of normel FST es of the
(_)t dey of unit stand-down,

2, Cection IV - persomnel in this category are those w'o do not neet normel DEXCS
or redeployment curtcilment criteria durins or prior to the unit stend-down neriod and
who will be reassigned to units remaining in RVi by G, USARV,

e. Unite will insure that a1l personnel assigned but not cresent for duty are
included on the roster. Ihe roster will be arnoteted to enter the exnscted date cI
retirn, in the availnhility date column, of personnel who are on or will be on & & R
and emergency or ordinary (compassionate) leave suring the stand-down zeriod.
sereonnel AWOL or on emergency or ordinery (compassionate leave btut attached cending
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SUBJECT- Letter of Instruction

further personrel actions will have "unknown" entered in the availability date
colum. In all cases a remark explaining the absence will be included on the
roster in column H and L.

3. The following instructions will be followed in verifying thess rosters:

a. lrme, SSAr, DEROS, and PMOS appearing on the roster will be verified using
unit Personnel Da*a Cards (DA Form 2475) and if possible a personnel muster of the
unit.

b, Data concerning individuals assigned to the unit but who are not listed on .
the roster will be added into the appropriate Section of the rcster, based on
DFPOS, (ie L, I1, 1il or IV)., Reason for addition will be entered in columm H and
I of the roater. (Example: Asg on MR 15 Oct 70, returned from DFR 10 Oct, etc)

€. individuals appearing on the roster who are no longer assigned to the unit
will be deleted by drawing a line through the entry and entering the reason for de-
letion in column H and 1 of the roster., (Example: DERCS ref MR 15 Oct 70, rsg
USARV Patient Casual Det 17 Oct, DFR 3 Oct, etc)

4. The column titled "Avail Date” will bs complated for all personnel listed in
Section IV only, to provice the date they are available for shimmert from the unit.
Th. number of personnel indicated as available for shipment on a specific date will
conform with the shipping schedule indicated in TAB A, Appendix A, irnex G to 25th
Inf ™v OFURD 183-7u, Fersonnel will be programmed so as to meet a zero strength on
the last day of stand-down. Movement of personnel from the unit stand-down site

to the out-processing facility and their subsequent shipnent to the new unit of
agssignemert will be in consonarce with the assigned availability date. Accordingly,
the availability date for snipment, should be carefully evaluated to preclude the
early loss of key personnel or the retention of perscnnel excess to the neads of

*he unit stand-down process,

5, Personnsl scheduled to DERCS, as identified in Section I, II, and III, of the
attached roster will receive individual out-processing/shipping instructions based
on their individual DEROCS.

6. All ertries on the roster will be ‘ypeuwritten or neatly printed to insure
legibility of all copies.

-

'« This roster must te posted and returned in 2 copies to the AT representative
withir 48 hours of resceipt.

FCR TS T0McALDER:
FETZR H. WALKER
L7C, AC
Adjutant General
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AFFEIDIX 2 (zxchange services) to annex B (Fersornnel and adrinistr-tion) to
25th Infantry Jivision After Action Report Keystone Robin Bravo.

1, Upon notification of rederloymert, tr: 25th Infantry Divisicn eichunge
system consisted of two main stores (Cu Chi and Dau Tieng), three izprest
funds, one snack tir and thirty-two concessions. After determining tart no
other US units would take operational control of either Cu Chi or Jzu Iieng,
the foliowing actions were taken:

zo The aCofs, Gl made a detailed plan for inactivatlon utilizing a sequence
of events cn:rt, .11 dates for closing facilities were bzsed on the goal of
the Jivision to rrovide the best vossible exchenge service to tre troops com-
mensurzte with the scheduled reductlion In troop density while xinizizing
inventory variances -nd cxchange losses. 1he closizg date deterzined for
Cu Chi w s 1C days prior to base cacp turnover; the Jau Tieng excrenge closed
5 doys prior to turnover.

b, Using tne inactivation chart as a basic guide, Gl elements com’:.:ted
the exchunge officers and instellation coordinators to confirm dates fu.:
closing inventories, closing of concassions and closirg of the snack bers and
main stores. The respective exchange officers prepared a list of transporta-
tion requiremenis (tvpe, number ané arrival date of required trucks) tn retro-
grzde gererzl rerchandise, beer/soda, {ixed assets and conex cornt:irers,
Transportation requirements were cocrdincted with the Jivision Transportation
Cfficer.

c, after linalizing the inactivation tlam a3 meeting w=s held with the
Comiander end rrincipsl staff o7 Southern Area Exchange (SAZ;. The 3outhern
Area oxchange Comr:wnder designated —embers of his staff to crovide tecanicel
assistznce on a deily basis. estiors as to when firzl payment would be
rade to employees, dztas when “ixed asset o°ficers would conduct their
inventories, etc., were resolved.

d. After neces:a-y coordinatizn had been established with sSouthern area
txchange the incctivation stirted -cco.ding to schedule., T:re only deviation
“ran the schedule wns some acceleration in closing dates wrich posed no sig-
nificunt problaas,

2. The orderly inactivatior of the Uivision Zixchange System w s facilitated
by:
Co Trepuring a thorough irnactivation plan

- IS ani P OLEEIREY S I~ > ~d
5. wternining and reguvcting necessary transportziion

ance, advice =nd support given by the Cozmandar, soutrzern area
d. ually liaison anl coordination among exchange officers, Jivision

S

Irznsportation (fficer, southern Area Exchinge and the AColS, Tl

;mtion roperts, inciuding e chromological sequence of svents
Tiery ixchanges aypear at TAD A & 3,

‘U
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A - Cu Chi PX Inactivation After Action Baport

B - Dau Tie.g FX Closure
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TaB & (Cu Chi r/ Iraciivation after Action .. -ort) to Aspendix 2 (izchange
Services) to inex 3 (tersonnel and .dainistration) to 25tk Infenir Jivi-
sion After action Zeport Keystone ‘icbin Brevo,

1. Actions.

. Cu C.1 was the last of the 25th Infantry Division Exchanges to cliose
out, The lessons learned “rom Tay inh and Dau “ierng were put to use during
the iractivation of Cu Chi. .t Cu Chi special empnasis was placed cn proper
count of rerchandise and accuracy of transfer vouchers. Transfer --ouchers
for fized assets were prepared by the Cu Chi txchange rather thcn 5.3 Zngineer
which resulted in better control enc e-sier accountability of the fixed assets,

b, n 11 Cectober 1970 it wes tertztively detercined that the Cu Chi
Snack ber would close on 30 November and the main exchange store 2nd conces-
sions on 4 Jecember,

¢. Un 12 Oct 70 a meeting was held with LTC Cox, Commander of the
Southern irea Exchange and all his section managers. It was determined
that the snack bar would discontinue night cperations i-mediately and thzt
a large shipm nt of merchandise for Cu Chi exchainge would be cancelled,

d. On 13 Oct 70 the retail orer:tion end the food operati-n Zaentified
their axcess merchandise and started reducing and revising tze retail end
feod requirements for Cu Chi.

g. On 24 Get 70 the 25th Infantry Uivision =nd -outhern - rs:z Zixchange
representatives held a meeting to coordinate and establish 7:ir— dates for
closing facilities at Cu Chi exc Dau lieng., The followirg d2tes were estab-

lished:

Porte Kamp
8th Aerial - Can Tho 7 Nov 70
12th Evac Sospital - Can Tho 7 Nov 70
2424 Muleskinner 7 Nov 70
PX Housing 7 Nov 70
Inventory whse, etc 10 Nov 70
Dau Tieng personnel arrival 10 Nov U

Turn=in PX annex et 12th Evac 11 Nov 70
and return mdse to main store

Turn-in S-4 items 13-15 Nov 70
Pixed Assets Inventory 16 Nov 70
BuldewA-1




TaB A (Cu Chi 7X Inzctivation After Action Report) to Appendix 2 (Zxchange
Services) to Annex B (Persommel end Administration) to 25th Infantry Divi-
sion After iction Heport Keystone Robin Bravo.

Clean expendable whse 25 Nov 70
Clear all annex whse 26 Nov 70
Clean Snack Bar items 30 Nov 20

Housing Porta Kamp to Long Binh 1 Dec 70

Close Main Store & Concessions 4 Dec '10
Vacate quarters 5 Dec TO
Final Fayment of SB emp 5 Dee 0

Close ccncessions and move all 5 Dac M
ndse to Saigon

Finel Check of FX area of respon- & Dec 70
sibility

Final Payment of PX employees 8 Dec 70

The retrograde of merchandise to Cholon and Tan Son Nhut was conducted
throughout the inactivation with spscial attention on merchandise account-
abilit}'o

f. 2 Nov 70, SAE coordinated with Cu Chi for the re~assijmment of local
nationals, OSAE coordinated interviews and formalized all perscnnel actions.

g. 10 Nov 7C, The Dau Tienz Exchange Officer and =ix FX military
employees arrived at Cu Chi to essist in the inactivation,

h, 12 Nov 70. After a noticeable increase in employee pilferage, addi-
tional security help wes requested from SAE. SAE security conducted a loss
prevention study which resulted in improved procedures and practices.

i. 16 Nov 70. Since sales were declining at twice the rate anticipated,
palletizing all remaining merchandise for retrograde to Cholon and Tan Son
Ihut was begun.

J. 18 Nov 70. SAE Engineers conducted an AAFES fixed asset inventory
and scheduled the retrograde operation.

BeadeeArs2




e CAri e b SR

T TG AR T et 1835 e

e e s e A

RO e e

TAB 4 (Cu Chi PX Inactivation After Action Report) to Appendix 2 (Exchange
Services) to Annex B (Fersonnel and .dministration) to 25th Infant~y Divi-

sion After Action Rerort Keystone Robin Bravo.
k., 6 Dec 70, Final turn-over of real property.

1. 5 Dec and 8 Dec 70, Final psyments made to lacal nationals by the
SAE accounting and personnel sections.

2. Obgervationg.

a. Beer and soda sales were expected to double dus to stand-down unit
parties, However, sales remained about the same., Zeasons for this are:

(1) Units traveling between long Binh and Cu Chi daily mede it easy
to purchase from other exchanges.

(2) Clubs were clearing accounts and free issuing beer and sods.

b. The PACEX five ton van proved to be the sasiest =rd most efficient
way to transport all types of merchandise. No banding wes required; no
tarps were required for weather protection and the merchandise wes secured.

¢, SAE and VRE staff personnel conducted frequent visits to Cu Chi
and provided much assistance to the Cu Chl maragement.

3. Escommendgtiong.

&. That Exchange Branches be provided sufficient PACEX five ton vans
to facilitate retrograde of merchandice,

b. Continue close liaison with SAE and VRE staff personnel.

c. Establish a firm and realistic schedule of events which czn be
graphically presented to all personnel involved providing them with an easily
identifiable status of progress towards inactivatiam.

BuZwdm3




T&B B (Dau Tieng }X Closure) to ~ppendix 2 (Exchange Services) to innex B
(Fersonnel end Administration) to 25th Infentry Division After Action Report
Keystone Robin Bravo.

1. A4ctions.

a., On 11 October 1970, the Division Exchange Officer, the retall man-
ager Cu Chi Exchange, the Assistant Retail Operations Manager and the Dau
Tieng E:change Officer conducted the first inactivation meeting at Deu
Tieng Exchange. At this time the closing date for the Dau Tieng Exchange
and its concessions was established. Assuming s date of 20 Nov 70 for the
inactivation of the Base Camp, 9 Nov 70 was chosen as the closing date for
Dau Tieng Fost Exchange. It was determined that 45 S&P trailers were re-
quired to move all conex containers and excess beer & soda from Dau Tieng
to Cu Chi EXChangeo

b. 12 Nov 70 was tentatively agreed upon =3 the starting date to back
haul conex containers from Dau Tieng wiin the mmber of S&Ps required and
the unit to be committed determined after conference with the Division
Transportation Officer,

c. An inspectlon of all merchandise, condition and quantity was conducted
by the retail manzger. Based on previocus sules, rrojected troop strength
and quantity on hand, determination was made of the items and quantities
needed for the remaining period. A4ll excess merchandise would be shipped
to the Cholon Exchange. Cu Chi Zxchange would serve as the sup-lier for any
merchandise needed to sustain operations for 30 days.

d. An inspection was conducted to determine the amount of inactivation
funds necessary to clear the exchange system of all damaged and unsaleable
merchandise.

6. On 11 Oct 70 the lst Brigade was informed of the closing date. No
problems were encountered and it was agreed thet the Exchange System would
require no assistance form the 1lst Brigade,

fo On 12 Oct 70, the Division zZxchange Cfficer informed SAZ of the
final inactivation date. SAE accepted responsibility for moving and inventor-
ying all fixed assets. FPlans were finalized for a staff visit to assist in
the closing of the Dau Tieng facility. 4 date for an Accounting Assistance
team visit and inactivation audit was not available at that time.

g, On 13 Oct 70 the Uivision ixchange Cfficer and the Division Trans-
portation Officer established final transportation requirements for Dsu
Tieng. 25th S&T Battalion was given the committment of 2 SiPs to Dau Tieng
dailly to remove conex containers to Cu Chi Exchange. The finzl week of
movement would be supported with 4 S&Fs.
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TAB B (Dau Tieng PX Closure) to Appendix 2 (Exchange Serviced to innex B
(Personnel and Administration) to 25th Infantry Division After Action Report
Keystone Robin Bravo.

h. On 20 Oct 70 the SAE Chief of Perscnnel took compiete control of the
inactivation of Dau Tieng personnel and one Local National from his staff
remained at Dau Tieng to finalize all necessary forms. An inspection of all
nerchandise was conducted. All case lots were to be shipped to Cholon
Zxchange and the remsinder to Cu Chi. All beer and soda would be snivved to
Cu Chi betwsen 5-12 Nov. Dau Tieng Exchange possessed one (1) five ton
PACEX ven whick would psrform the bulk of the merchandise transfers. Inacti-
vation funds of $20,000 were given to Dau Tieng to dispose of all old beer
and sods and all damaged and unsaleable merchandise. The disposition of all
questionable merchandise was resolved at tihis time. The final inventory
date was changed at this time from ¢ Nov tc 26 Oct.

i, The Division Exchange Officer devised the inactivation schedule for
Dau Tieng. All peopls concerned at SAE were notified well in sdvance of the
date their assistance was desired and all dates confirmed.

jo On 26 Oct the closing inwventory was conducted at Deu Tieng.

k. On 30 Oct 70 the fixed assets inventory officers arrived to inventory
Dau Tieng's fixed assets, An inventory was corducted, plans were formalized
for 5-ton vehicles to arrive at Dau Tieng on 12 Nov and remove all fixed
assets to the fixed asset warehause.

1. As of 3 Nov 70 all comex contaimers had been removed from Dcu Tieng,
the warehouse dismantled and the majority of excess merchandise shipped to
designated locations. Working with these and related facts the military
command decided to change the final closing date of Dau Tieng 32se Comp from
20 to 15 Nov. New closing dates were established of 6 Nov for tre PX, 8 Nov
for all concessions and final clearance of 10 Nov for all exchange proverty.
Schedules were adjusted accordingly and minimum difficulties were encountered.

m. Cn 5 Nov 70 a closing audit of Dau Tieng Exchangs was conducted. No
major problem areas were uncovered by this audit.

n., DBetween 6=10 Nov all merchandise was repscked, removed and trans-
ferred to Cu Chi Exchange., All merchandise was removed from Dau Tieng by 8
Nov 70,

o. On 10 Nov 70 personnel at Dau Tieng packed for shipmant -1l remain-
ing fixed assets, Ths final operation of the Dau Tieng Eitchange proceeded
efficiently und the personnel and remaining fixed assets nad “wven returmed
to the fixed asset warehouse and all accounts were zerved.
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TAB B (Dau Tieng FX Closure) to Appendix 2 (Exchange Services) to Ainmex B
(Personnel and .dm nistration) to 25th Infantry Division After Action Report
Keystone Robin Bravo.

p. The change fund of $5,000.00 and the remaining petty cash fund of

$375.00 was devosited in the American Expresa Bank at Cu Chi on 12 Nov 70,
A1l remaining merchandise reports and files were returned to SAE on 13 Nov 70,

2. Cbgarvations.

a. Transportation problems continmued to arise with limited assets
avallable for use by the Fxchange.

b, Visits by SAE and VRE staff personnel wers too infrequent,

3. Becommendations.

&. A1 Exchanges of this type doing over $300,000,00 per month be given
a retail manager.

b, All transfer vouchers for fixed assets be compiled by the shipping
unit and not the receiving unit to provide greater control over fixed assets.

¢. Each outlying exchange be provided a PACEX 5-ton van to prevent
constant out~of-stock positions,

d. SAE and VRE staff personnel visit their outlying facilities fre-~
quently to ensure close liaison and necessary assistance.
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APPENDIX 3 (Religious Activities) to Annex B (Persomnel and Administration)
to 25th Infantry Division After Action Report Keystone Robin Bravo,

1. Actions.

e« Upon notification that the 25th Infantry Division would stand-down,
the Division Chaplain's Office began planning for the continuation of
religious coverage during the transition period. The first thrust of such
planning was to insure that Chaplains would contimue to be available to all
personnel of the Divisiun, both £0r the camduct of religious services and
individual counseling as needed. The second major area of concern wes au
orderly disposition of property being used by individual Chaplains on hand
receipt from their units and also property owned by the Division Consoli-
dated Chaplains' Fund,

b. By continuing the concept of area coverage with mutual cooceration
among Chaplains, religious services were available to meet the needs of the
Division and of those individuals seeking counsel. Disposition of property
wee made with the assumption that the remaining Brigade and its Chaplains
would be given, where possible, whatever equiment and propert¥ would aid
them in the eccomplishment of {heir mission. In some specific situations,
FSN rroperty held on hand receipts frum individual units wzs laterally
transferred to the propert, books uf the 2d Brigade for use by Brigade
Chaplains. The Division Consolidated Chaplains' Fund turned over its
assets to the newly-estasblished 24 Brigade, 25th Infantry Davision, Chap-
lains!' Fund.

2. Obaervations.

a. The anticipated need for Chaplain's services did not zatericlize,
It was found tnat the level of counseling, which had been exrected to in-
crease due to personal preblems, was actually lower than during the normal
pre-stand-down operations. Hence, Chaplains found themselves at times with
little to do,

b, FPhasing out the Chaplains' Muni in such a fashion as to rrovice for
an orderly transfer of assets was accomplished in clese ccoperation with
the Chaplain of the 2d Brigade and the USARV 5taf{ Chaplein's office. It
vas decided that the 2d Brigade would establish its own func and that the
assets of the Division Consolidated Chspieins' ™und would be transferred
to it. Some items of fund property were retained by the individual Chap-
lains as needed and taken by them to the custodian of the new fund when
the nesd no longer existed. Certain fund preperty, e.g., pews, nlters,
pulpits, etc., wes, after the receirt of guidance from the USALV Staff
Chaplain's office and necessary coordination through the Division G-5, do-
nated by the new 24 Brigade Fund to the 25th ARVN Divisior which w:s to
occupy Cu Chi Base Camp.
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APPENDIX 3 (Religious Activities) to Annex B (Personnel and Administration)
to 25th Infantry Division Aftsr Action Report Keystone Robin Bravo,

3. Recomaendatdons.

8. Availability of Chaplains for reaassigrment should be closely
coordinated with the units they service and within realistic appraisals
oS the necd for their services,

b. Guidance in the tranafer of Fund property should be sought from
the USARV Staff Chaplain’s office as soon as word is received that a unit
will be standing-down. As to the mechanics of the transfer, it is reconm-
mended that the clerk of the sstablisbhed fund be tranaferred to the unit
eatablishing the new fund; this procedure was followed as the 25th Infan-
try Division stood-down and proved to be of invaluable assistance to the
custodian of the new fund. If no new fund is establisbed or if thes irans-
fer is outside the channels described above, it i3 recommended that both
the cuatodian and clerk of the established fund coordinate closely with those
who will receive the assets of the fund. Recommend that fund property be
inventoried early with a view to droppege vhare possible.

c. Close coordination be maintained between Chaplains so that, wvhere
possible and in accordance with existing procedures and guidelines, desired
property may bes transferred laterally. It is further recammemded that
supervisory Chaplains maintain a close coordination with the USARV Staff
Chaplain's Office.
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APPENDIX 4 (American Red Cross) to Annex B (Personnel and Administration)
to 25th Infantry Division After Action Report Keystones Robin Hravo,

1. Actiqns.

a. The American Red Cross office followsd a stand~down plan that
would insure Red Cross services throughout all phases of stand-down whils
simultaneously phasing out the office staff and the Field Director as
activities diminished.

b, There were only a limited mumber of plans and actions required
with relaticn to the redeployment of the Division., Those were concermed
with continuing service to the 2d Brigade, and establishing a schedule to
tranafer the staf? to other locations cammensurate with the decrease in
activit;. As of 1 December 1970 Camp Frenzell-Jones was staffed with
three assistant field directors, and operated under the jurisdiction of
ths Red Cross Field Offica at II Fleld Force.

2. bgervations.

a. The sudden announcement of the redeployment of the Division
curtailed the Project 70 "Ditty Bag" program, except for the 2d Brigede.
However, tie "Ditiy Bags" had already been mailed from CNUS and were
received through the APO. Approcimately 15,000 "Ditty Bogs"were reair-
ected to other field stations, where many of these "Ditty Bags" will
be received by former 25th Infantry Division personnel at their new units,

b. The number of inquiries fram relatives would have been reduced
significartly had criteria for early DERCS and ETS been firmly established
et tre time of redevioyment notification and given adequate dissemination

© through the Cammands,

3. Zecommendation: That public announcement of redeploymert be made
early; and criteria for DERCS/ZTS be firmly established and disseminsted
a3 30on ss possible,

Bg~1




APPINDIX 5 (Educatiom) to Annex B (Personnel and administrat.om) to 25th
Infantry 3ivisicn ifter Action Report Keystcne Robin Bravo

1.  Actiop.

a., During the initisl phase of redsployment, plans were formulated to
move 2 porta-kamps (mobile clasarooms) and one comex coctairing reference
mamuals end general office asquipment to Czzr frenzell-Junas to suprort the
2d Brigeda (separate) with an education center.

t, n 1 November 1970, the Dau Tieng Ziucation Center ves diszsoclved
and all equimment was turred over to USARV for further dispcuasition,

c. On 27 November 1970, the 25th Infantry Divisiom (Cu Chi) Education
Center closed and all assets, other than the aforementioned equipment
being relocated to Camp frenzell-~Jones, were also turned in to USAV,

2. Obgervatiops. The iractivation of the Gu Chi and Dmu Tieug Education
Centers o2nd the establislment of en educstion center at Camp “renzell-
Jones waa accomplishad without any major problems,

3. Recompendgtiops, Approximately 2 mar days and equimment conzisting of
a crane and an S&P trailer are required in preparing one ports-kamp for
shipment. Therefore, the critical shortages of cranes throughout the
Command must be considered when relocoting porta-kamps.




AF°ENDIX 6 (Funds, Clubs and Open riesses) to Annex B (Personnel and
Administration) tc 25th Infantry Division After Action leport Keystone
Robin Bravo.

l. Gepersl. upon notification of redeployment, plans were prepared for
dissolution and/or transfer of Funds, Clubs and Open Messes in such a
manner &8s to provide these services until the final phases of stand-down,
It became readily apparent that these activities were essential to main-
taining troop morale as the level of combat subsided.

2. t Concepts.

8, AIK Funds. The Division AIK Funds were utilized for mission
sssential activites, e.g. bunker construction, drainage improvements, etc.
Upon notification of stand-down, long term projects were terminated and
the entire 4th quarter allocation (3,500,0008VN) was utilized to assist
unit stand-down activities until the 10th of December 1970, when the custodien
and the remaining funde, (2,200,0003VN) were releaszd to the 2nd Brigeds
(Separate).

b. Domestic Hire Fund. These funds were dissolved at the discretion
of the respective urit, but not later than 5 days prior to tre conpletior
of unit stand-down, Each unit was ckbarged with the responsioility for
inspecting and dissolving its fund. The results of the inspectioc were
submitted to the ACofS, Gl. As uni’s terminated their employess, tte
Frovost Marshal and Civilian “erscanel Officer were rotified t. insure
that the employees' gate passes had been rescinded.

c. Clubs and Open meszses, The 25th Infantry Division Cper dess
System cornsisted of a central accountirg office, whick handled the finan-
cial transacticns of the system end was responsible for the mairtenance
of records, and forty-eight annexes., The annexes vere made cr of ten
officers clubs, twelve NCO clubs, fifteen EM clubs, eight WCC/Em clubs,
two snack bars, and cne civilian club, Al]l the annexes excert ane werc
located at the Cu Chi 5ase Camwp., One annex was located at Iuan Loc to
rrovids facilities to units of tne 2nd Brigade. A deatailed discussion of
the dissolution of the Upen Mess system is at TAB T,
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