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AP0 Sen Francisco, 96&17

AVDR-D20P ISRt IOITS

SUBJECT: Quarterly Report- Lessons Lesrned

SEE DISTRIBUTION

1. Reference, 23D Infantry Division Reg 525-15, dated 8 April 68; subJetray”
ebove

2., IAR abovevrggérence addresses will submit an Operations Report- Lessons.

YTearned (ORLL) for the period 1 Nov 1970 - 30 Apr 1971. Report should be pre-

pared in seven (7) copies and gubmitted to this headquarters, A!TN, AVDF-BAOY
#0 as to arrive NLT 1700 hrs, 28 Apr 1971.

3. ORLL should include lessons ledrned in one or more of the following areas:
personnel, operations, training, organigation, intelligence, logistics a: a/
or other pertinent areas, Format for the report skould follow that as indiczate
in Appendix YI of the above reference.

4. Drigade staff gections will gubmit feeder reports to the Brigade $-3 MLT
1700 hrs, 28 Apr 1971, in three (3) copies.
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. DEPARTMENT (F THE ARMY |
Headquarters, 1st Battalion, 20th Infantry
11th Infantry Brigade, 23rd Infantry Division
AP0 San Francisco 96217

AVIF_BCT 26 April 1971
SUBJECT: Operations Report — Lessons Learned (ORLL)
Commanding Of ficer

11th Infantry Brigade
ATTN: AVIF-BAOP

1e¢ Reference:

a, 23rd Infantry Division Regulation 525-15, dated & April 1968,
subject as &bove,

b. 11th Infantry Brigade letter, subject same as above, dated
21 kpril 1971,

2. This unit submits a negative report, N

4 Peporg | ~
JOHN S. PEPPERS
MAJ, Infantry
Commanding
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AViFL 4-HE i Seri-Annual .eport - Lessons Learned

TO . o
Z Corm anding Officer

1t

CwTi

Corianding OFf cer
59th 1730
AFQ 55 96217

April 1971
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This urdt suciits a ne_ative reort on the above subject.
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Commander's Ouservaticas, Evelusticis 2.4 Hecomwenlations
PERSONNEL
(U) Subject: Rotation "“fiump'" of Communicatiowns Personnel,

Observation: During the reporting period, 30 communicetions personuel
departed the 11lth Infeantry Lrigide's Communication Platoon on Deros or ve-
essignment. Since this unit is only suthoriged 28 personnel, this represeuts
more than 100% turnover of communications personnel in a2 six month period or
twice the normal tate for RKVIN.

b. Evaluation: Since continuity of operations and the development of expeLtis
emong assigned personnel is one of the paramount considerations in an efficiecnt/
responsive communications oxganigation, the rotational "hump' descrxbeu.'oovc

should not have been 2llowed to occur. While such & "hump' is detriment:l to
the combat effectivencss of & infantry unit, it is by no means as criticel
pecsuse there is only one dominant MOS, 11320, as apposed to the Drigade
Communications Platoon where & considerable cross section of communications
MOS's are represented., Accordingly, current signcl operations in this brifade
suifer from a marked short:ge of experienced operztor personnel. This situztion
ic megnified conaldecdbly when senior personnel lezve without replacement, ©
dresting 2 void 2t the supevvisory level. A4 YPRC in charge" can never hoje to
replace the RCOIC, unless he iRas prior serV1ce/exper1enCe andfor extr.or inecxr
fermel training on the equipment he operstes znd in the operational zrez 2z
suzervises. If newly zssiined communications persopnel asre allowed a normzal
breck-in/training overled with more experiencc’ personnel, this expertise cin
be develoned internally. Wren denied this coporiunity the experience fecior
suffers, efficiency declincs, ond the subscrilcr/user ¢ orcanic commu:icctions

ts less than he deserves in terms of quality endé continuity of commusic:iious.

c. Recommendztion: Thot Communications dersonnel losses be monitored vory
scly to ensure continuity of operation and supevvision. When it develowes

2t wmore than 25% of cssigned personnel will DEROS or Le re-assigned during ool
tee month deriod, tie records of a2ll communicziions nHersonnel to the 8
or even Division should e screened to determine wiere internal reshuf’Ii;, o
personnel might be used to breck up an imvendiny: rotational "humd' to tie
mutuzl benefit of all communicztions elements concerned.

1. Command Action: The records of assigned personnel are being scresenes? oo

determine where intern:l reshuffling of personnel mlght be used to breck uu
rotational 'humps'

2. (U) Subject: Expandel onerctions without versonnel zugnentation.
Observation: The 1llti: Inf Dde Communicctions Platoon mans two operstiouii
arecs for which no personuel ere provided by TOE or current MIOE: & MARS

stetion and 2 four terminal 4-Channel VHF site (using AN/GRC 163 rajloa). Mo
less thén 8 personnel would be considered normel to men these operation:zl erezs.

Iiuclosure Y.



UNCLASSIFIED

toe dvaoluniion: The oo

Lwliogystens witt
tommunicrei
Lo Lore an
PEIP oannel, &1l conm:
uous 12 "our shifre
Ficic eney. What's move
or to man the NCu in tlf o

O
:

i fenal burdern atilizing only o=
as suffer proporcionctely. rursonnel operatin,
«

week cannot bc expected to mzintain peck p

‘Lthnal area hes veen left with only one operc
RTT Net on 2 24 hLour 'on=-c~ll™ bosis,

C. Recommendation: Irmedicic action be token to develone en MIOLR consictent
itb the expanded operziions of the Dde Communicotions Platoon. If MTOE .ction
s deemed inappropriate, then ¢ personnel augnenitction team drawn frow division
cgsets be attached for thie durction of the period of expended communic:iions

2

a3 (J

-

G. Command Action: The feozibility for modifyine the MIOE to zugment the
izsde Communicotions Platoon will be studied Curing the Phose IT TAADS updcte

cf the Drigcde Headquavters ond Headquarters Compony MIOE.

3. (U) Subject: Driecfing for uneswly arrived personnel,

€. Observeation: Durinc erxly Jenuary 1971 the 4tk Lottolion 21st Infe.
23 with other battclicns of tiris brigcde, received ¢ substential aumber
i -country” trensfers cnd npewly errived CONUS replacements.

§ . Evaluation: Decause of the wide range of zcquired skills assimil:ic’ Sy
? the in~country transfers os oooosed to the nowly es
| the bettalion institut orientation vrogron t

of both groups. Doth were initiczlly b

normelly in the beatte
sttunced to welcoming
meneral procedurel ox

asrea. This
rtsonnel,

Loth proups wexe

Lettelion's Porward 3¢ v ¢ thorough .

Tiie wre followed oy ¢ genarcl Sriefing cimes ot

axvivals with the perzonnel, religious, and recvecti L1

at ooth the Drigede ond Dottsiion dermanent five boses. The two grouns were

ther: broken down, 4 zov review of Do's rnd Don'i's recordinsg booby s,
n c

cxiillery orocedures, HD? scc ipline was given to
in-country transfcers. Also, ¢ ably the wmost importont esvect of ithe iuu
country transfer briefiag, woe tte cssurance modc L/ the Dattalion CJme”i¢1
timgelf that their prowoticn list Lus, R & I cpnlicetions, pending cwon

recommendations and cssociotad Jcr39un51 ctions would be honored by €le
baztsllon. The grouy of néw1y crrived Lersonmel were given & thorouyl

3

dotion into the Dottalion X & R/Leave policies,

cwomotion policies and
;rienthcipn on those essentisl military subjects of booby treaps, mechan
smeush employment, ND? sascurity, and rucksack discioline. All nersonnel,
susequent to their compaony cesignments were clways picked up by the resucotiv.
Comyony First Sergeant ovx in iiis avsence, a seniow nonrommissioued officer., . &
the company level, the wuew versonnel were giveuw o similar orientation i
received et botitalion level, Lut on z reduced scole and specifically ow Tote
e company. R
2
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UNCLASSIFIED,

~oonenpeny lzvel Tetween newly crrived personnel
and i Zhan those ossocicied with immediste persounnel
actions such os vending R & R, promotion list stctus, etc. Generally this

o W

i
orientation period lasts (for bLoth grou.s) from tihree to five deys. Whenever
20ssible a new arrivel joined hiis compony when it cxrived on the Forwerd Five
uyport Dase for its normcl refit period, thus ~llowing & reasoncble pexiod of
djustment and ‘'shake cdown' es.ccially for tle new stateside arrivels,

[

3 0 5

¢, Recommendation: L rezsonable, procticel oxientation for newly arrived
personnel pays dividends in Loth combat effectiverness and unit espirit. To be
meaningcful for 211 new perscanel it should be broken down into tlhose who are
new to Vietnam and those who Love had a degree of in-country experience. While
this double approach is slishtly wmore tlme POAuuﬁing and requires additioncl
ore:arction it has proven to be more attined to the groups needs, less bLoring
and repetitious and has fecilitcoted immediate intersration, especially for
irn~country transfers, to the Lettelion.

Command Action: Dete

d. i
tinue to insure prover i

led briefing of in-country transfer Dersonnel will
nte

otote cration into this brizade.




CONFIDENTIAL

L3ISSCNS L74R™=EN
CommanAer's Chservations, “valnations and Recommsniations

CPERATICVS
(C) §7"PITCT: Proper use of Mochanical rhmshes,

5. Ohservation: Thoge units who comsistontlv ns» mechanicnl
ambigheg in an of ansive mamer, at least 3MD-400 metors from their
1ocatwons invariably produee mors ensmy casvaltias,

t. Tvaluation: Machenical "mtm@ros ghould ha nl=aced ocut 30
-0 matars alone knom ansmy rovtas of movament, This mekes the
Fochanical amtmsh a scparate amtmish and as such has lass chanes of
being dotected by %n memy, The possihilitv of cormmromiss hw sight,
sm21l or noise is o~liminated and the chancs of the mermy heing cavc%f
nna~ars in g machanical grhush ig immsasvrahly incrrasai,

c. Recommandation: That commanAds conczrn~d vlace incrszasing
cmphasis on ~mploving mochgnical ar™mishes offansivaly.

4. Commend Lction: N/A

2. (C) SURIOT: Use of Montammard RF Soldisrs as (ridzs and Tntor-
prators, '

a. Obsorvation: Subscauant to Jsnvary 1971 the 4th ™zttalion
21st Infanitry has boon re SﬂOﬁSTﬁl“ for conductine op~rations in tha
mountainous torrain well to ths =ost of Mue Pho, RN, Tha nrea is

charactorizged by oxtromely ruesed torrain with four inhahitants, Con-
tact has hoon sporadie, wt once gainad wsg diffienlt to mainialin
Avc te hoth ths megecss of the torrain and tho Pstt-lion's inax-

poricnce in opcrating in that locale,

UQ

he walnstion: To facilitnts ths bettnlion's ori-ontation in
the rr2e g3 to nrovidc 2 enshilitv to interrogats anvr wnirsonnel
the hattalion mev caniursc, an arroneoront wag mads with 7L TC Ms-
trict to attnch € to 10 Yontammord go0ldisrs with o 7S MOT7 fAyisor
to 2 compenyv onorating in the area, Tt Yas immocasnra®lvy B2ipad the
gromA ynit comm-nder in nl-nning »is goareh and clanr onorationsa,
Tha Montammoard ¥ goldisrs hawo angily ad-nted to anting 79 pationg,
have enussd no ~3itional rosupnly romtiramommis -3 in cvarv chso
hnyre provan ')}d’*’\mr'ﬂv nc;qﬁﬂ]_ in oriant-tine a~ it to +‘~orov1cr1'v'1"'
sanrch and clerr 2 givon oron,

c. Recommznd-tion: hon oncrating in mmfamiliny torritory,
an? gegpacinlily ons n nowlaen of ~ ALyt athmic haclkoroun?,
it is haoln™l to iatzgrate A7 I eplMiars of ths gama athnic hooir.
grom? into ths grownd wnit, Scout's arc normelly of Tistn-magn ofmie
hackground an? ~rs rarsly hslofal ia t9s momtoinons farvsin of st
nam, Obtaining th: usc of these RY/PT soldicrs is »rsilv coordin-t-A

Tnclosure 2




CONFIDENTIAL

and ig rocommondaod ags n mosns to incra-sae the cortat offzetivon~as
" of mnits oporating in thesc armose

A, Command ‘etion: /1
3. (€Y S"RITCT: ‘wmsh Tactics,

2. Chaorvation: Duo to = rocent changs in 34 Tattalion 1st
Tnfantryts ambush tactics, the unit has hean ahle to Accoive the
snemy and gain a Azcisive advantags.

he Tvaluation: Py hreakineg the vnits dovm to soction or hels

platoon siz: and stoving vndsr the thick folinge in tha ranv ravines
~nd smll valloys in tha LC, the Patitalion hag incrnasc? friondlyr
initiated contacts hy 507 AnA the nomhor of con”irmsd onomy ¥illed
by 65%, This wnit by cmploving this tactic, plvs reostricting movement
during daylight houvrs to thc carly morning oP lats aftornoon, and
onforcing a strict noisc disciplinc, has achioved 2 marked incremse
in tsctlcal succcssces,

c. RocommznAation: That commands concernsd plrce increesing
cmphesis on smell wnit opsrations that ars cherechtoriged v s+oq1t%
=nd movoment and noisc discipline,

d. Comrend iction: N/L

te (C) STRITCT: FPon ~nd Ink SCT Chengss,

ne Chsorvationt In order to offoct a swooth fr-nsition voon
changa of froguoncizs, c~ll sisng -nAd other SCT met-riel, sufficiont
time must b2 21llowcd for disszminstion to the lower onhr«<won03 loval,

B Tvalnation: Pon and Tnk chengas to ths Divisioe 30T aro

usu~lly tranemitiad by messaee to tho brigads, This inform-tion mist
hon he rotreasmittsd in the hrigads ATT 7s% or mnasssd to the Pattalion
reers, Tho information must thon, depondine voon how oxtomsivye ths
changs and ths avnil-Mlity of sseurs means, ho trengritteod By asccerre
radio or hand carrizd fo the units in tho £i214, Tn tha peost, thore
hes ofton hoon ingufficiont tims bobumon the Inidial notific~tion

and ths ~ffoetive dato/time to accomplish ths Aissaminetion nrocoss,
This rosvlts in confrsion, winscessary oxtromes to accormplish Aic-
tritmiion ~nd covld ragult in the comoromiss of tha meiarie=1 cone
tainsd in the chanso,

c. Rocommondation: A raalistic tims frame ho ostablishad how
twecon rolease and iwolomontetion of Pen and Ink Changns,

1. Command letion: TV/4

CORFL




CONFIDENTIAL

LESSONS LEARIE

Commander 's Observstions, Evelustions and Recormendations,
Training
1. (C) SUBJECT: Sniyers

a, Snipers are required to go to Chu Lei montl:ly for & wseriod of oy roxim:te-
ly 5 days to clean and vezero Lbelr weonons,. Counting travel tirme ba k et
forth, snipers ore often nob available for employmeny for eporoximately one
week each month.

b. Snipers are skilled and highly trzined individuals whose time ie very
valueble to the battalion., It is a waste of ¢ velucble asset to have ecch siizer
gone from the unit for approximetely ons-wosk of oAc¢h month,

. It is recommended that a mobile team be forred :at Division level to trovel
to each unit that has snipers on ¢ monthly basis. This tezm should spend
apyroximately 2 days ot each unit cleaning and cerciring the snipers weanons
and working with- the sniper to rezero his weapon. The team could also icsue
ommunition as required. Only snivers with serious wmcintenance problems wnull ¢
sent to Chu Lei. Thie would increase the availoble time of the saisers by 25 <.

R

40 per cent, and should serve to imdcove the eriay uyogran within the Divisie .
Command Action: N/4
2. (C) Use of Training Rances.

Z. Observation: The cverage US soldier does wol recelve proger troining
£o remain tactically proficient in the field.

oodao

L. Evaluation: The men tend to be over-confident due to lock of contean
i the field, thus the unit tacticcl proficiency Jeteriorates. The resulis cre

¥
enemy initiated contacts followed by a voor reaction by the mcaneuver elerent,

¢. Recommendation: Thot units establish a troliing Aroorun the
man to employ his weapon against a variety of x tic rbets. Ermpr

- 2
ti:is type of training, shiould be placed on the i cls saining enthusias,
aspressiveness and tbe irmedicte response to fire. Addit oucl resulits cyre L~
vroved marksmanshin, Iamlllnrlt’y\; with th~ ' iAALTI A3l weanon and tho Acvyaloprant

of team work within the squad,

d., Command Action: Quick fire znd squad reaciion training are incor.

into battalion treining during Lefit znd Retfaip Heriods

<

Inclosure YIIX.
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DEPARTMENT OF THE ARMY

" HEADQUARTERS 11TH INFANTRY BRIGADE. AMERICAL DlVlSléN
APO SAN FRANCISCO 96217

AVDF-BACA 26 April 1971

SUBJECTs Quarterly Report - Lessons Learned

TO0: Commanding Officer
11th Inf Bde
ATTN: S-3

APO 96217

1, Reference, letter dated 21 Apr 71 subject as above.

2. For the reporting period this section has a negative report.

=T




. DEPARTEISNT OF THS AR
Headquarters, 4th 3attalion, 21st Infantry
11th Infantry Brigede, 23d Infantry Division

: APO San Francises 95217

AVDFR-2AT-CP 25 April 1971
SU3J3CT: @Quarterly Revort - Lessons Learned

Comanding Officer

11ith Infantry Brigade

ATy .;VDF—BAO?
AP0 San Francisco 96217

1. REFEEICE: Lbr, HQ, 11th Inf Bde, Subject as above, dtd 21 April 1971.

2. ZIRSONHEL:

a. QObservation: DBriefing for Newly Arrived Personnel., }\“
' )
Y. EBEvaluation: During early Jamuary 1971 this battalion, as others within —

the Brigade, bemn recelving a substantial mmber of both Tinecountry™ transfers

and newly arrived CONUS replacements. Because of the wide range of acquired skills

asginilated by the in-country transfers as oopposed to the newly axrived stateside
ransfers the hattalion instituted an orientation progran designed to satisfy the

needs of both grouwms. DBoth groups were initially briefed by the Battalion Commander.

normally in the battalion rear area. This initial briefing was one generally gituned

to welcoming the new personnel, outlining the battalion history and a general
arocedurgl orientation. Both grouns were then transvorted to the Battalion's

Forward Fire Base for a thorough Operations/Intelligence Briefing., This was

followed by a general briefing aimed at familiarizing all of the new arrivals with
he 2ersonal, religious, and recreabional facilities agvailable at both the Bll*‘a,de
and Battalion permanent fire bases. The two grouds were then broken down. 4

general review of "Do's and Don't's" regarding booby traps, artillery procedures,

D Seeurity and rucksack discipline was given to the in-country transfers. ‘Also,
and probably the most important aspect of the "in-country™ transfer briefing, was

the assurance mede by the Battalion Commander himself that thelr promotion list
stetus, RER applications, »vending award recommendations and associated personnel
actions would be honored by the Battalicn. The groud of newly arvived personnel

were ziven a thorough indoctrination into the Battalion ReR/Leave policies,

promotion policies and additionmal orientatioh en those essential military subjects

of hooby traps, mechanical ambush employment, IDF security, and rucksack discinline.

411 ersonnel, subsequent to their comdany assigments were always Dieked up by

the respective Comdany First Seérgeant or in his absence, a senior noncomissioned

officer., At the company level, the new personnel were given a similar orientation

to that received at battalion level, but on a reduced scale and swpecifically

oriented to that company. No differentation was made at the comvany level between

nevwly arrived Dersonnel and in-country transfers other than those associated with

immediate personnel actions such as pending RéR, »romotion list status, etc. ,

Generally this orientation period Lasés (for both groups) from three to five days.” ™

Vherever ‘:)oss:l,ble a new srxival Jo:med his condany when ik arlived on the Forwaxd M:“J

«,/f;«f



F1~e Sugpo:t Ba.se for its norma.l refit Period, thus allowing a reascnable
aclimatization a.ml_“shlce down' period, especially for the new stateside arriwels.

" Recommendation: It has been this Battalion's experience that a reasonable,
’Jractlca.l orientation for newly arrived versonnel vays dividends in both combat
effectlveness and unit esplr:Lt. To be meaningful for all new Personnel it should
~be broken down into those who are new %o Vietnam and those who have had a degree
af . z.n—country experience. While this double apnrcach is slightly more time
consuming and requires additional preparation it has prsven to be more attuned to
the groups heeds, less boring and repetitious and has facilitated immediate
integration, esvecially for in-country transfers, to the Babttalion.

3, orwogs/: WIELLICENDR s

e Observa.tlon- " iission Briefings.

b, Dvaluation: This Battalion has feund that a thoroush mission bdriefing is
essential for a company prior to that company moving off the Battalion Fire Base
into an operational area. While this type of briefing as it pertains to the
operational aspects is nomally SOP in any unit, we have attempted to add all the
useful intelligence available in a given area. While much of this intellipgence is
gleaned fron APD, Uight Hawk and Air Cavalry missions in the area we have found

hat a thorough evaluation of previous unit locations, points of previous contacts,
nechanical anbush detonation locations, woccunied way stations and base camps to
Ye extremely useful infommation, This procedure requires’ the Battalion Tactical
Onerations Center to plot and record in some detail IPFP!'s, MA locations, points
of contacts, way stations, etc., This information can then be transferred on a
daily basis to a map "flip" or overlay and quite graphically reflects how an ares
has been worked over the course of a number of months, It Doints out old P
nositions to be gvoided and conversely vhere previous units have had results with
Mi's. It is not intended to, and does not replace hard intelligence, but it does
provide a useful orientation to a particular area and the battalionis exrperience
in that area over a veriod of tine. . »

c. decommendations: None,

4. O2ZRLTIONS:

‘a. Observation: TUse of llontagnard RF Soldiers as Cuides and Interdreters.

be _Jva;y_@"blon- Subsequent to January 1971 this Battalion has been resdonsidle
for conducting operations in the mountanious terrain well {o the west of Duc Pho,
AVE. The area is characterized by extremely rugsed terrain with few inhabitants.
Contact has Dbeen sporadic, but once gained was difficult Yo mainbain due to both
the misgedness of the terrain and the Battalion's inexperience in everating in

hat locale. To facilitate the battalion!s orientation in the area and to »rovide
a capability to interrogate any personnel the battalion may capture, an arrangement
was nede with BA TO District to attach 8 to 10 liontagnard soldiers with a US iliCV
Advisor to a comdany operating in the area. This arrangement has provided the
wnit on the ground with an instant interrogation capability with the ethnic group
in the area. It has immeasurably helped the ground unit commander in planning his
search and clear onerations. The Hontagnard RF soldiers have easily adanted bo
eatinb US rations, have caused no additional resupply requirements and in every
case have Droven extrenely useful in orientating a unit to thoroughly search and
clear a given area.




Recomnendation: Vhen ogeratlnb in unfamilar” territory, and especially

‘one uith a povulace of a different ethnic bacxground¢ it is holnful to lntegrwte

RF or PF soldiers of the same ethnic background into the ground unit. XCS's ave
normally of Vietnamese ethnic background and are rarely helpful in +the mountainous
terrain of Vietnam. Obtaining the use of these RF/PF soldiers is easily coordinated
and is recommended 28 a means to increase the combat effectiveness of units

orerating in these areas.

.BILLY Je OQR
17 ey
Adjutant
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1, Roference: Itr, HQ, 11th Tut Bdo, AWDF-BA-OP, dtd 21 Am 71, StbJ: as sbove

ISPE 1O! ( W"R’EM
" 7 & & J & b7 o

For use of this form, see AR ‘34'0-f 15;the propoaeﬁl

’f';gehcy is Thévi\dfufant General's Office.

2. The' following ia the Brigais Signal fesder report or the ORLL covering the
‘Period 1 Nov 1970 - 30 Amr 1971, , | -

A, Persomnel
1o Subject: Rotation "Hump" of Commmications Persommel,

""(a) Observation: During the reporting period, 30 eommunications =
persomnel departed this camand on DEROS or resssignment,  Sinee the 11th Brigsd
Communications 38 only authorized 28 personnel, this represents mors than a 100% -
turnover of commmications personnel in a 6 month period or twice the norml rate

" for RVN, ; :

T (b) BEvaluation: "Since continuity of operations and the development of
expertise among assigned persomnel is one of the paramount considerations in an™
efficient/résponsive cormmications ‘organization, the rotational "hump™" described
above should not hive been allowed to ocecur. While such a "hump® ‘is detrimental -

.. to the combat effectiveness of an infantry wnit, it.is by no reans as’ ceritisal

.. because there is only one dominant MOS, 11B20, as apposed to the Brigede

~ Commmnications Platoon where a considerable cross section of commuriications MOS's
are represented. Accordingly, current signal operations 'in this brigede suffer
from a marked shortage of experienced operator personnel.

~_ This situation is mignitied considerably when senior personnel leave without
replacement, thius creating an intolerable woid at the supervisiey level, A
TPFC-in~Charge" can never hope to replace the NCOIC, unless he has prior service/

- experience and/or extracrdinary formal training on thé equirment he operates and
in the operational area he supervises, If newly assigned commmiecations personnel
are allowed a norml break-~in/training overlap with more experienced persomnel,
“this expertise can be developed internally, When denied this opportunity the -
experience factor suffers, efficiency declines, and the subseriber/user or orgenie
commmnications gets less than he deserves in terms of quality and continuity of
commmiecations, : ' C L

() Recommendation: That Commmieations personnel losses be monitored very
closely to ensure continuity of operation and supervision.. When 4t developes that
more. than 25% of assigned persomnel will DEROS or be reassigned during any three
month period, the records of all communications personnel assigned to the Brigade
L. Or even the Division be sereened to determine where internal reshuffling op
Personnel might be used to bresk up an impending rotational "hump™ to the
mutual benefit of all commmications elements concerned,

P
& Ay
*w\_,.(:
e
F REPLACES DD FORM 96, EXISTING SUPPLIES OF WHICH WilL BF \
DA 1 F‘:E)g%2 2496 ISSUED AND USED UNTIL 1 FEB 63 UNLESS SOONER EXHAUSTED. -
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SIBJECT: Continued -

2. Subject; Expended operations without persomel augmentation,
“"(a) Observation: The 11th Inf Bde Comminications Platoen mans ans two o
operational areas for which no ‘personnel are provided by TOE or. current ' MI.’QEg a
MARS statich and & foir terminal 4=Chann 'e‘l"VHF""s;it‘e‘(ﬁsing“AN/GRc-163" rédi'o‘s‘)."""'
Yo less than 8 personnel would be considered normal to man these operational areas.

"~ "(b) Evaluation: The operation of extraordirary communications systems
without personnel augmentatiorn places an intolerable drain upon a commumications
organization. "~ When an already understrength unit is- forced ‘tb’“bea’r’"axi"'é.dditiohal
operational burden utilizing only assigned. persomel, all commnications suffer -
proportionately. Personnel operating continuous 12 how shifts seven days & week
cannot be expevted to mrintain peak proficiency. What's more, one operational
ares has been left with only one operator to man the NCS in the Bde RTIT Net on

a 24 howr Mon-call™ basis.

, (¢) Recommendation: Immediate action be taken to develop an MPOE consistent
with the expanded operations of the Bde Communications Platoon. If MIOE action
is deemed inappropriate, then, personnel augmentation team drawn from Division
assets be attached for the dwration of the period of sxpanded commmications
operations,

B. Operations , ,
1. Subject: Extended operations are a Tdr_fain" on organic equipment.

(a) Observation: During the recent operation lam Son 719, the 11th Bde -
Communications Flatoon was required to support a fwd TOC, a TAC TP or ™ jump®-TOC,
ard certain requirements for the "stay behind" element at its permanent base,”
F3B Bronco, This created a serious overextension of organic equipment assets,

(b) Evalwtion: The expanded operations described above required stretching
organic resources to the 1limit. Normal equipment failures often created a
requirement for special runs by organic air assets to redistribute communications
equipment Just to maintain continuity of operations. Standard communieations
doctrine calls for a reasonable amount of back-up equipment of each type to ‘
held on site to provide continuity of operations. If this doctrine is violated,

it can only result in a diminution of comunications posture and possibly cause
a missj.on to fail or be aborted.,

" (e) Recommendation: That-any future operations requiring commmications in
excess of authorized quantities, with reasonable back-up, be supported by
temporary loan eguipment from Division or higher assets,
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SIBJECT: Contimied

2. Subject: Pen and Ink SOI Changes ‘_
" (a) Obeervation: In order to affeét a smooth transition upon ¢hangs of — -
frequencies, ¢all signs and other SOI miterial; ~sufficient time must be allowed
for dissemination to the lowest operational lepel, - . : . »

(b) Evalustion: Pen and Tnk changes to the Division SO0I are tsually
transnitted by message to the brigade, This information mist then be retréns-
mitted in the Bde RTT Net or passed to the Batallion rears. 'The information ~ =
must then, depending upon how extensive the change and the availahility of secure
means, be transmitted by secure radio or hind carried to units in the field, Im~
the past, there has often been insufficient time between the initial notification
and the élfective ‘da‘te’/ﬁime” to accomplish the dissemination prossess, "This results
in confusion, unnecessapy extremes to accomplish distribution and could result
in the compromise of the material contained in the change.

“(¢) Recommendation: 4 realistic time firame be extablished between release
and ixqp:_l.emgntatipn of Pen and Ink _SQI_Changes. o e

3. Subject: Iack""'of Power _Genegating Equipment for Montezuma Signal Si“be.‘

- (a) Obgervation: An tmsatisfactory power source is currently used to
power Montegums Signal Site., A power geneérating system equal to the demand
" must be found to satisfy the regu:‘r_@z;e\nts_._

" " (b) Evaluation: Montezuma Signal Site is the backbone of most 11th
Infantry Brigade and subordinate unit communicaticns. The major signal commit-
ment on the hill is that of the 11th Bde (™ relay, h-chennel VHF, and MARS) and
523rd Signal (VHF radio amd carrier termimals), but a nuiber of other units
operate communications terminals and/or relays in support of their mission. -
The power for this site is currently provided by fésder lines off Phileo Ford
power generating equipment located at the base of the hill, This arrangement
provides power for both the operational and administrative electrieal require-
ment on Montezuma Hill, Historically, three 30 KW generators had been used
to satisfy the operational site requirements, but these were removed when the
USASTRATCOM wnit {62nd Signal) vaccted the area,

(¢) Recommendation: That a separate and independent power generator
gsystem be developed for the operational load on Montezum Signal Site, The
current power requirement would easily justify the commitment of 45 KW ‘
generators, Such generators would reguire a full-time generstor man assigned
for operationst/w intenance,
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siB JEGT. Contimzed

b. Subject: Frequency Limitatlons of Aircraft Radios.'

“(a) Observation: The frequency range covered by the FM radics in regular ‘
use by the infantry is 30 to 75:95 ¥Hz. "The range of the FM radiocs used in’ o
Army helicopters is only 30 to 69.95 MHz, The deperdence of ground combat forces
unon &ireraft for close suppdrt mekes the apparently minor discrepancy in-
frequency range very signifleanb

"(b) Evalwation: The assigmnent of frequencies in the Division i8 @ very

~laborious and critical process. Because of the limited number of frequencies

alloted to the Division, the inability to assign even a small nunber of
frequencies, because they are not compatible with aireraft type radios, only-.
serves to further congest an already erowded frequency spectrum, Ironica‘.lly, the
frequencies excluded, 70 to 75.95MHz, are dctually the best 1n the entire band
covered by the Infantry radios; they hive the least interference and allow
transmission for the greatest dlstance.

(¢) Recommendation: Aircraft M radios be modified to conform exacétly to
the expanded frequency band of the Infantry. An interim solution being the
development of an SOP for frequency assignment to infantry units which would
exploit the full potential of the FM band from 70 - 75,95 MHz while still assir-
ing a complete coordination capability for aircraft operating in close support
of ground elements.

C, Traini__ng - None
D, Intelligence o
1. Subject: Use of homing (directional finding) antenmas.

(a) Observation: Battalions are cften bothered by interference of unknown
origin, These interfering signals my well be delibérate jJomming or accidental
Joint use of a "bootleg" frequency by an enemy force. 7

" (b) Evaluation: While the above is the c&se in only infrequent instances,
it can still not be ignored as an invaluable intelligence gathering vehicle

‘and extend the capability of other agencies as an addition2l means to find and

fix the enemy. A triangulation performed by two or more Bde/Bn elements could
easily pinpoint the origin of an unknown radio signal, This information could
be used to call in artillerypdir strikes and/or plan future operations and the
deployment of more sophisticated surveillance media, Care would, of course, be
required to get clearance from all-allied FPorces onerating in the area to confirm
the intruding signal were, in fact, that of an enemy transm:L’ouer.

Iven if found to be a station oparated by i‘riendlies, there could be bene-
ficial by-products. For instance, coordination could be affected to eliminate

mutual intérference or friendly forces uncertain of their location could be
reoriented,

4
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SUBJECT: Gont.inued | -

~ "(¢) Recommendation: ~Homing anternas (AT-784/FRC) be placed in the hands’

of Battalion/Company personnel operating in"the field; such an authorization

currently exists, but no¥® organic battalions have this equipment on hand.”™ ™

Also, that an SOP be developed Division wide for perPorming tra.angu]atians in o

response to all reported radio n'equency interferenoe. v :

2, Subject: Compromise of USKAC materials, Opéerations Codes, and classirled
Anformation oonceming U.S. operations.

(a) Observation: The practice of severely restricting the distribution of
USKACs and Operations Codes is self-defeating. In the &bsence of the aids for p
passing claggified or non—perishable information, ‘unauthorized practices are
followed which can onl¥ result in the compromise of informatlon which requires
protec‘bmn. B

(v) Evaluation' "USKAC material and Operations Bodes were deveIOped to end
the use of unauthorized shackle codes, point-of-origin codes, double talk
messages and other ine¥fective means contrived to pass information. " These new
devices have proven extremsly effictive and, when properly used, meet all
criteria established by the various security agencies for survivebility.
Because of the administrative headaches involved whén & compromise 6f such
material does occur, higher headqusrters are prone to unduly restrict the distri-
bution of these items; this is essentially like the ostrich with his head in
the sand. In the absence of authorized material/devices, a G.I. is powerless
below company level (the lowest echelon authorized the KY-38 secwre divice) to do
anything except pass informtion in the clear or devise wisatisfactory alter-~
native means. Such feeblé attempts at deception ean be easily broken to plain
text by a trained analyst. ~When this information is ultimntely encoded for
further dissemination as prescribed, it only manages to compromise the sgystem
intended to protect it. This places in Jeopardy all information encoded there-
after using that system.

(c¢) Recormendation: A 'more realistic approach be taken on distribution of
USXAC's and Operations Codes. Although administrative problems result from the
increased distribution, anything that protects information at the lowest
operational level is in the best interst of all concerned.

E. ZIogistiecs
1. Subjeet: Direct Support Maintenance.

(a) Observation: Direct Support Maintenance as currently conceived, does
not meet the needs of the organization it is intended to support,
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S[BJELT Continued

(b) Evaluation: Excépt for eertain select items of equipment, the —
maintenance’ company ‘supporting this Brigade "'condiicts”a‘"scrb'-a.nd-‘fériard"bperatién;j
As g result, major end items may be deddlined for extended periods of time for the

absence of & relative minor Iten of equipment which could best have been repaired

on-the-spot. There is no better test bed Tor checking a troublesome item of =~
equipment, than its normal mode of employment, What's more, the transportation
and handling of loose equipment often oauses more damsge and misa]igmnem; than ~
the original equipment fault.

(¢) Recommendation: That, whenever possible, rep2ir persomnel meke
Yhouse calls" to repair items comprising an integral part of a major end item.
This should minimize the down time and eliminate unnecessary exposure of equip-
ment to possible damage during shipment to and from the centralized miintenance
facility. Decentralization of repairman of all types could further enhance
the response time of Direct Support Maintenance activities,

F. Organization'- Fone /
RICHARD M, HODSON

Sig C
Bde Sig Officer




(¢) Recommendation: That commands concerned place mcreas:.ng emphasis
on employing mechanical ambushes offensively.

(&) Command Actiont This unit requires that classes on the proper
employment of mechanical ambushes be given each time a unit is available for train-
ing.

d. Organization. None.

e. Training:
(1) TUse of training rangest

(a) Observation:t The average US soldier does not receive proper
training to remain tactically proficient in the field.

(b) Evaluationt The men tend to be over-confident due to lack of
contact while in the field, thus the unit tactical proficiency deteriorates. The
results are enemy initiated contacts followed by a poor reaction by the maneuver
element,

(¢) Recommendation: That units establish a training program that en-
ables each man to employ his weapon against a variety of realistic targets. Emphasis,
in this type of training, should be placed on the individual's gaining enthusiasm,
aggressiveness and the immediate response to fire, Additional results are improved
marksmanship, familiarity with the individual weapon and the development of team work
within the squad.

(&) Command Action: This unit now has in operation an individual
quick fire and squad reaction range.

f. Iogistics. None.

g. Communications. None, i

he Material. None.

FOR THE COMMANDERS

JOSEPH GRANO
CPT, Infantry
Ad jutant




. DEPARTMENT OF THE ARMY
- Headquarters, 3d Battaliem, 1st Infantry
11th Infantry Brigade, 23d Imfantry Diwisien
APO San Francisce 96217

AVDF-BAS 28 April 1971

5 SUBJECT: Operatiems Repert - Lessens Learned

TO: Commanding Officer

‘ 11t Infantry Brigade
APO San Framcisce 96217
ATTN: AVDF-BAQOP

References 23d Imfantry Divisiom Regulatien 525-15 and letter (AVDF—BAOP) HQ,,
11th Infantry Brigade dated 21 April 1971,

A, DPersonmel

[

1. Subject: ©Special Duty Personmel

a. A number ef persemmel assigned to the battalien are being -
utilized by higher headquarters as special duty persenmel, r

RS

be. This results in an inflated battalien stremgth en which replace~
ment and premetien are determined.

v

=

¢ce It is recommended that permanend special duty personnel be re-
assigned te the headguarters in which they are being utilized.

T

B. Intelligence
1. Subject: Snipers

a. Snipers are required to go te Chu Lai menthly fer a peried of
appreximately 5 days to clean and rezero their weapens, Counting travel time
back and forth, snipers are eften not available fer empleyment for appreximately
ene-third ef each month.

O

b, Snipers are skilled and highly trained individuals whose time
is very valuable te the battalion., It is a waste of a valuable asset to have i
each sniper gene from the unit for appreximately one-third of each month, :

c. It:is recommended that a mobile team be formed at Divisien level
to travel to each unit that has snipers oen a menthly basis., This team should
spend approximately 2 days at each unit cleaning and repairing the snipers!
weapens and werking with the sniper te rezere his weapon. The téam could also

'
d“’/"" ~f

R e

.
X,




P

AVDF-BAS 28 April 1971

issue ammunitien as required. Only snipers with serieus maintenance preblems

would be sent te Chu Lai. This would increase the available time of the snipers |

by 25 te 40 per cent, and sheuld serve to impreve the smiper pregram withim the
Divisien,

C. Operatiens

1. It appears that due te a recert change te ambush tactics, this umit has
been able te deceive the enemy and gain a decisive advantags.

2. By breaking the waits dewm to section er half platoon size and staying
under the thick feliage in the many ravimes and small valleys in the A0, we have
increased our friendly imitiated contacts by 50% and the number of confirmed
ememy killed by 65%. This umit by empleyimg this tactic, plus restricting meve-

‘ment during daylight heurs te the early mermimg er late afterneon, arnd enfercing
‘a strict neige discipline, has achieved a marked imcrease im tactical successes,

' D. Qrgaaizatiens Nene

E. Training: Nene

F., Legistics: Nene

G. Cemmunicatiens: Nene
H. Material: None

I. Other: None

JOHN B. LUKE
1TC, Infantry
Commanding
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