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1. Reference: AR 1-26, Senior Officer Debriefing Program (U) dated 3
November 1966,

2, Transmitted herewith is the report of COL Frank A. Gleason, Jr., sub-
ject as above,

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

4, Information of actions initiated under provisions of AR 1-26, as a
result of subject report should be provided ACSFOR OT UT within 90 days
of receipt of ccvering letter.
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DEPARTMENT OF THE ARMY
HBADQUARTERS US ARMY SUPPORT COMMAND, CAM RANH BAY
APO San Francisco 96312

AVCA CB-CO - 28 July 1969

m
( ﬂ‘f/ DEBRIEFING KEPORT

PREFACE ,
o i ot
TG

™
(J) This report covers the highlights of the eight-month period of
mand:gf Cam Ranh Bay Support Command, from 3 December 1968 to 2 August 1969,

(U) " Included herein are comments, observations and suggestions for future
improvements in the logistical support system within the Republic of Vietn;nf

Q@M 6% ‘
9 Incl: FRANK A GLEASON, JR 9’\'
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1. REFERENCES:
a, Army Regulation 1-26, dated 4 November 1966,
b. USARV Regulation 1-3, dated 1 June 1968.

2, SCOPE: This report covers the operation of a corps-type logistical
command in support of United States Forces, Korean Forces, Australian Forces,
and Vietnamese in the counterinsurgency operations in the Republic of Vietnam
from the period 3 December 1968 to 2 August 1969,

3. MISSION AND FUNCTIONS: The US Army Support Command, Cam Ranh Bay, 1s one
of the four major subordinate commands of the lst Logistical Command: The
misslon i1s to provide supply, malntenance, service support, including trans-
portation to United States and other free world forces located in the lower
half of the II Corps tactical zone, The area of responsibility covers about
15,500 square miles (Incl 1), Logistical support is provided to approximately
77,000 troops and civilians, The general breakdown of type units supported is
shown in Incl 2. The US Army troops represented less than half of all those
Who recelve support from this commitment, This support command provides backup
support to the three support commands, The ammunition safety level of the Qui
* Nhon and Da" Nang Support Command is stocked in the Ammunition Depot at Cam Ranh
' Bay. The organiration'is charged with recelpt, storage, assembly, proofing,
and shipment of 'the various electronic intrusion devices utilized by the com-
vat units, ‘The requirements placed on this unit originate from MACV,

4. HEADQUARTERS, US ARMY SUPFORT COMMAND, CAM RANH BAY: The Headquarters, US
Army Suppor: Commerd, Cam Ranh Bay was reorganized under "The Administrative
Support '‘heater Army (TASTA-70) (Modified)" concept during December 1968, The
then exls irg oxganization consisted of a mixed general and director staff and
8" xto sive special staff, The director staff was aligned along both functional
and ~ommculty lires as 1s shown on Incl ] to this section. Formerly the

gererai staff was limited to a Chlef of Staff and Assistant Chief of Staff for
Pargonnel.; security, plans and operations; and comptroller activities. The or-
ganizat’ »n implemented in December 1968, as shown on Incl 4, created a function-
&lly orlented general staff, The principal deviation from the TASTA-70 concept
was ciesaving the Office of the Assistant Chief of Staff, Ammunition rather than
corsolldating this function with other supply-type functions and also creating
the Assistant Chief of Staff Transportation. The rationale for this deviation
was that the scope, magnitude and complexity of ammunition and transportation
operatloas at Cam Ranh Bay Justified the retention of these two more definitive
staff elsments.

G0l oFFIIAL KE onLY
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~ Phan-Thlet, 1In addition this command provides pllot service to ships entering- -
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5. MAJOR SUBORDINATE COMMANDS: l

a. The 124th Transportation Command (Terminal A) operates Cam Ranh Port,
outports at Phan Rang and Nha Trang and conducts over the beach operations at

* or departing Cam Ranh Bay and operates a unigqus vessel, the barge discharge-
lighter, John U.D. Page. The principal elements of the 124th Transportation
Command, as shown by Incl 5, are the 10th and 24th Transportation Battalions
(termiml service)., The former is organized for port operations and includee
“two' termlmal service companies, a heavy boat company and a terminal service
detachment. ' The latter is organized fur port clearance and includes a medium -
truck company, a light truck company, and three separate light truck platoons,

b, The 500th Transportation Group (motor transport) was activated on
1 January 1969. Although organized as a motor transport group, the mission and
staffing of the 500th is far more diversified. This is evidenced its over
all organization as shown by Incl 6, which includes the 34th TC Battalion
(motor transport), the 191st Ordnance Battailon (ammunition), the 262d Quarter-
maeter Battalion (POL), and a provisional augmentation which accomplishes poet,
camp, etation, and administrative support functions on the Cam Ranh Penlinsula,
Operational functions performed by this group include line haul of bulk cargo
and POLy port and beach clearance on request; bulk and package POL receipt,
storage and issue; ammunition receipt, storage, icsue, and surveillance; and
exploslive ordnance disposal.

c. The 34th General Support Group located at Nha Trang, Vietnam is prin-
cipally engaged in direct support logistics throughout the mission area assigned
to US Army Support Command, Cam Ranh Bay. Its major organizational assete (see
incl 7) include the 69th Maintenance Battaiion, the 2lst and 148th Supply and
Service Companies, the 59th Field Service Company, and a provisional augmenta-
tion whick accomplishes post, camp and station functions in the Nha Trang area.
Operationally, the majur part of the 54th GS Group‘'s resources are organized im
into fi- 2 provisional loglstic support activities (LSA's). Each LSA draws teams
from i3 mzintenance battalion, the QM POL battalion, one of the two supply and
service ~ompanies, or the fleld service company, A typical LSA provides POL
storage and issue, laundry and bath, direct support malntenance, gravee regls-
tration, ration btreakdcwn, Class II and IV supply support and ammunition supply
to customere within its aseigred area. In addition remaining elements of the
supply and servico companies, and particularly the field service company, pro-
vide direst support of all types to 1lst Logistical Command and other unite
loca*ed in or near Nha Trang and on or near the Cam Ranh Peninsula,

4. The US Army Depot, Cam Ranh Bay was constituted as a TDA organization
on 1 Aug.st 1968 with an authorized strength of 105 officers, 11 warrant offi-
cers, "471 enlieted men, 11 Department of the Army civilians and 182 local
rational civilians for an aggregate strength of 3180, In addition, the Depot
La3s & wuarterraster aerial delivery company, & quartermaster air drop and
£<.vice detachment, two englneer gas generating detachments, and a heavy mater-
‘sl storage detachment. The depot ie organized as ehown at Incl 8. Thie

Incl
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depot has the responsibility to receive, store and issue all classes cf supply
except’ medical, cryptographic mater*~1, aviation, avionics, POL and ammunition,

8, The US Army Marine Maintenance Activity, Vietnam is a TDA activity
with an authorized strength of nine officers, 11 warrant officers, 476 enlisted
men, and 12 local national civilians for an aggregate sirength-of 508, The
unit has fielded four provisional marine maintenance detachments with “three
belng assigned to US Army Support Command, Saigon, ard the fourth to US Army-
Support Command, Qui Nhon, The remainder of the wnit (slightly over 200 per-
sonnel) including the headquarters accomplished general support marine maint-
emance at Cam Ranh Bay, The employment of this unit is somewhat unorthodox in-:
that the detachments are assignmed rather than attached to the aforementioned

support commands, Organization is as shown at Incl 9,

6. OPERATIONS:

a. Port Operations: The seale of the 125ih Transpuriation Command s
operation is extensive in both scopu and variety. At the port of Cam Ranh Bay
alone, facilities valued in excess of $80 million and three thousand men are
engaged in the movement of all types of cargo - general, ammunition, reefer,
vehicles, containers - at an average rate of 200,000 S/T a month, The out-
ports of Nha Trang, Phan Rang, and Phan Thiet move an additional 45,000 S/T
per month,

(1) Cam Ranh Bay has five deep draft plers capable of working ten vessels
simultaneously. The capabilities of these plers vary considerably., Although
Plers 1, 4 and 5 are efficient, Piler 2 is too short (300 feet in length) and
Piet 3 1s too narrvow (39 feet in width). Shallow draft operations are con-
ducted at six LST ramps, onec barge pier ard one sunken LST hull which is capa-
ble of working either a ltarge or an LST.

(2) *. Cam faun Bay, the 124th Transportation Command has the responsi-
bility fur nanaging ihe entire port complex, for assigning berths for vessels,
. Tor providing tugs and pilots to aseist vessels in berthing, and for providing
securiir for the port's terminal facilities., Additionally, the command's respan-
6ibili'ies include coorulnating and supervising the operations of two civilian
stevedore contractors and monitoring the operations of one MSTS contractor in
shallow draf+ operations,

(3) Virnell Corvoration, lam Brothers Corporation, and the loth Transpor-
tatton Pattalion (terminal) perform stevedoring operations for all deep draft
vessels., Vinnell is an American corporation with American supervisors and
Korean laborers. They furuish twolve hatch gangs per ten hour shift and work
two shiTis por day. In addition, they operate the US Army BD6655, a 100-ton
floaling crans., Lam Brothers is Vietnamswe-owned and employs only local nat-
ional civilians. They furnish ten hatch gangs per ten hour shift and work two

| SoR oFAUAL USE oLy
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(4) The 124th Transportation Command completents these civilian operations -
by—the use of 1ts‘military’stevedores from the 10th Battalion, concentrating on
-~military efforts in the discharging and outloading of reefer and ammunition cargo.

The 10th Battalion is composed of the 870th Transportation Company (TS), the
155th Transportation Company (TS), and the 97th Transportation Company: (heavy
boat). The 10th Battalion also operaies a stevedore training school for local
nationals,

(5) The Alaska Barge and Transport Company (AB&T) performs ehallow draft:
stevedoring., AB&T is AmBrican-owned and employs American, local, and third-comm-
try nationals. They also perform all shallow draft stevedoring at the outports
of Nha Trang and Phan Rang.

(6) Outport operations are generally shallow drait. At Nha Trang, for
‘example, the bulk of iis monthly load of 24,000 S/T af eargn is moved over twn
LST ramps and three barge plers. Deep draft operations are conducted, however,
by the use of lighterage. In addition, all ROK ‘deployment (an average of two
troop vhips per month) is handled through this outport.- At Phan Rang, on the
other hand, there are no deep draft operationss 11,000 short tons per month are
moved over two LST ramps and one sunken barge pler. Finally, Phan Thiet is
entirely shallow dxaft, landing craft utility, the USAV John U.D. Page, and
-LSTS can work the open beach, tide permitting. Recently, the Army Corps of
Engineers constructed a ramp at Phan Thiet; LSTS and the Page can use this ramp,

(7) Tonnage Handled: Average monthly figures based on January through
June 1969 follow:

CAM RANH BAY

Deep Draft 134,835 S/T

Shallow Draft 65,290 S/T

TOTAL1 200,125 S/T
NHA TRANG ‘ 26,584 S/T
PHAN RANG 11,789 S/T
PHAN THIET | 5,646 S/T

TOTAL: 44,019 S/T
TOTAL COMPLEX 204,144 /T

b, US Army Depot Cam Ranh Bay Operations: Prior to August 1968, the 504th
Field Depot had the mission of recelving, storing, and issuing all of the old
classes of supply, i.e., Classes I, II & IV, III and V. In addition, the depot
provided field maintenance support through the 69th Maintenance Battalion, The

Sp Az Y
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depot conslisted of five battalions and a headquarters company with an overalj
strength of 5984 military perszonnel. In August 1968 the 504th Field Depot /
ordered to inactive and organized under TDA P5WO4DAAOD, establishing the Carp
Ranh Army Depot (CRAD)., In September 1968 the 96th S&S-Battalion and the 278
5&5 Battallon were inactivated and personnel assigned were used to fill the/
spaces provided ln the TDA. - The three battalions responsible for ammuniticn
(1928t Ord Bn), POL (2624 QM Bm); and ‘DS/GS Maintenance (€9th Mnt Br) left |
depot control in November 1968, A reviced manning level was impos- 4 by an
MTDA in Uctober 1968 and is the structure wunder which CRAD is operating at
this time. /
/

(1) The depot manages an-imvemtory of approximately $500,000,000, cru-
posed of approximately 115,000 line 1tems ‘stored in silx areas on the Cam 'Ranh
Peninsula, 1.e., the main depot complex, engineer yard, engineer annex, as-
phalt storage area, th# unserviceable pr0pe¢ty yard, and the property disposal
yard, Altogether, the depot covers about 255 acres of land, 35 gencral ware-

houses, eight subsistence warehouses (four of which are cold storage),/and 39
sheds.,

(2) The depot has three contracts with the Vinnell Corporation ' employing
617 US, third country, and local national civilians, to o erate the Englneer

Constructlon Materiel Yard, the Care and Preservation Activity, ard the vehicle
park for major end items, :

(3) Tie depot also na: four atiached uuits with 377 military personnel,
These are the 109th Quartermaster Company (aerial delivery), the 67th and the
68th Engineer Gas Generating Detachments, ard the 194th Quartermaster Detach-
meat which inspects and classifies aerial delivery equipment.:

(4) The depot utilizes, an T3K 7010 and a 1460 computer system in managing -
its supply operatlons and procesess about 50,000 requisiticns a month with
about 86% cemard/a~comuiations and 767 demand/satisfaction over the past six
mortns. The ware ouse denial rate is running 2-3% per month. On an average
the depot chips ahout 65,000 tons & month and recelves about 40,000 tons per
month. The total on hand tornage 1s approximately 216 600 tons valued at
8lightiy over one-half tillion dollars,

(jf o "improve spzratlons a’ tne depot, the strndard supply system Vietnan
(3377 rez been imprems ted, wail-io-wall trvenicrias are perforned to provide
an accwraie data base, =torage arias have teen improved with some rewarehousing

of s ocks made to preclude deterloration of stocks, procedures have been initia--

ted to increase capacily for haracling mors tornage with less dellvery time to

custceruers, and &n agsressive retrograde program ts underway to move excess stocks

ou’t of “letram. In summary, the depot command has devoted many man-hours for
the purpose of achieving an accurate inventory, valid demand data, and appropri-
ata management so as to utilize thie accuracy and validity to meet combat re-
swirenen.s effeotively and economically whenever and wherever required,

ok OFACIAL USE ONLY
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¢, Direct Supply Support Activities:

(1) Direct supply support is provided to the supported units of the South=
“ern II Corps tactical zone by five logistical support activities (LSA's) in the
‘outlying areas: Dalat, Phan Rang, Phan Thiet, Bao Loc, Ban Me Thuot; and by two
‘Class II, IV and VII direct supply support units: ths 148th 5&S Company at Nha
Trang and the 21st S&S Company at Cam Ranh, The LSAs provide direct Class I,
IIT and IV supplies to the supported units on demand. In addition there are 15
fast moving expendable items that are stocked at the 1.SAs to meet customer re-
qulrements, These include paper products and barrier material, Class II and
VII items are requisitioned from the supporting DSU's, A service stock consist-
ing of - fast moving Class IX items of supplies are also maintained at the LSA and

Class IX items are requisitioned from the supporting DSU through the LSA maint-
enance detachments.

(2) Two of the LSAs, Phan Rang and Phan Thiet, are located at coastal
ports and can be resupplied by ship, alrcraft and convoy, The other three
LSAs are located inland and are resupplied by aircraft and convoy. Resupply
to the LSAs from Cam Rarh Bay, using all modes or transportation available,
allows this command to maintain stocks at the required management levels and
to reduce to & minimum the poesibllity of the supported units running out of

thelr required supplies. Direct supply support 13 furnished through this sys«- -

tem to all free world military assistance forces =nd the Air Force and Navy
units  in the Southern IT Cerps area (approximately 60,000 customers), During
this period, reorganization of supply support occured in this command, The
number of supported units requlsitioning on the U~ Army Depot-Cam Ranh was
decreased by approximately 90 tc a "wholesale" customer group of approxi-
mately 50. This resulted in the incressed capability of the USAD-CR to pro-
vide supply support to the DSUs, which in turn have been able to build a mure
effective stockage ani thus reduce ihe Hrder ship time for the “retall"” cus-
tamer requirements, h« fotal amount ot material furnished to the supported
unlts has actually experienced an increase under this operational concept.
Addi?jonally. each Ciaes I1 & TV DSU operates a self-service supply center
{SHSC; wiich furnishes sclected expendable materlal to supported customers
upon: demand., The continuous emphazis p aced upon more effective supply sup-
port can be seen in the increased effectiveness of the support provided by
the “Ibl 10 its oustomers (incressed customer satisfaction)., Organizational
cloihing and eculprent is provided by the central issue facility located at
Cfam Fan for all incoming personnel. Fach DSU operates a direct exchange
facility for these items which enables the support to the individual to be
more effective,

(3) Class I refrigerated and dry rations are distributed through this
same hasic system, Alrcraft are used exclusively to provide refrigerated
ra‘ions and ice to the I.SAs from the Class I supply points at Cam Ranh and Nha -
Tzt The dry rations are delivered by elther convoy or ship dependent upon
losaller of the LSA, Milk and ice cream are produced at the Meadow Gold Dairy
al- Can “a~h and flown with the "R"™ rations to the LSAs for distribution to the

OR OFFACIAL 6\)56 onNLY
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customers in the field, Jhe command stockage objective of balanced rations is
nmaintained at 31 days for USAD-CR, ten days at the Class I supply points and -
seven days at the LSAs, The effective utilization of all modes of transporta-
tlon to provide the necessary subsistence support to the field units has made
the supported units the best fed field troops in Vietnam, Additionally, this"
command’ has initiated the program of Class I cash bulk sales. Unit Funds and
other authorized organizations can now make bulk cash purchases of food c¢n a
non-recurring basis from the commisearies at Cam Ranh Bay, Phan Rang, and Nha
~Trang., The authorization for such purchases will defiinitely contribute to
“morale of the troops in the lower II Corps tactical zone,

(4) This command provides common iteme in Class III (POL) through the
same distribution channels as the other classes of supply. The primary stor-
age sltes are Cam Ranh and Nha Trang, Bulk fuels entering the command from
out-of -country arrive at the terminal of Nha Trang and Cam Ranh Bay aboard
MSTS and commercial vessels. The Phan Rang facility is supplied with JP-4 and
AVGAS by a T-1 class tanker (ship), with MOGAS and diesel being supplied by
truck from thea CRB storage facility. Phan Thiet is supplied by a varlety of
modes including "Y" class tankers, a roll-on roll-off system using 5,000 galloa
tank trucks aboard the barge lighter Lt Col John U.D. Page, and alr shipments,
Inland supply points are supplied via convoy (tank trucks) and air using blad-
der birds (C-130 and C-123 aircraft having collapsitle bladders installed) and
500 gallon collapsible drums., Gia Nghia, an inland supply point for POL only,
must be supplied entirely by air. Drummed fuels in 55 gallon drums are re-
celved from commercial corn.racteors in Mna Trang, while the other packaged pro-
ducts (oils ani lubricants) are received from CONUS sources and commercial
contractors in Nha Be. These products are distributed from Nha Trang and Cam
Ranh Bay to the I.3As primarily by the surface modes.,

(5) The T-5 jetly at CUB whish was piaced in operation on 17 Jan 69, is a
nost unrique foatwre of ine Marine Yeruinal Macility, Extending 1600 feet into
the harhor, .. wan accept tankerc- up to and including super class with 55 feet
of dxaf', whe: e installaticn of breavting dolphins in completed, the jetty
Will be vapable of simultanevusly off-loadiug a T--5 super class tanker while
backloading a T-2 or 11 class tankex for transshipment to other RVN ports.

The supervisior cf suppl: opsratiens and planning for supply operations in this
comma’ & veslet 1n 2ne staff slement., The ACofS, supply has this responsi-
bilitr, which ¥Inciudes conducting continuous liaison with the supported units
o ins:xe effective cnpply Tesponelveness., With cre staff element responsible
for ths s.pervision and coordination of cupply operations, less ammunition,
from **e depot to the customer, an exiuwmeiy efficient and knowledgeable staff
opera’icr has bewn achleved, Problems :-laling to the distribution of -supplies
can be coordinated and recolved mor- expeditiously and with a minimum of effort
ani coonitnation, "¢ insure ithe moot exposa!ilous cecelpt of supplies by the
supporied unlis, a technique of “push® has beern developed and refined in this
command, By the use of supply directives the ACofS, Supply is able to respord
©0 the tactlical requirements of the field units and is able to insure contin-
uc s maintenance of stockage levels at the LSA with a minimum of lapsed time.
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- Btockage levels and unit operations are monitored critically by the supply per-
sonnel’ and when requirements are indicated supply directlves are prepared to
"push” “the materlal forward to the user. The user will present his requisition
to tis LSA personmel for his material rather than having to pass it through the:
system for action. This avoids placing a large gquantity of material in the
forward ‘areas, yet provides the supported units with their requirements in a
most rapid manner,

(6) This command has also developed the technique of "asset visibility”s
items in critical short supply that effect the combat operations and combat- -
support operations of units 'in the command are identified and intensive sup-
ply management is applied, This hasc resulted in the identification in the
past six months of over 300 critical items which have been acted upon under
"asset  visltility", Approximately 3500 items are maintained in authorized
stockage by the Class I, II, 1II, IV and VII direct support units (1ess the
LSAs), These items have been determined to be the ones most common to the
total requirements of the user. One of the problems that has hendered the
total accomplishment of the maximization of supply support has been the lack
of alrcraft dedicated upon a daily basis, or on call, to provide the expe-
dited shipments required by the supported units, It has been determined that
a dedicated aircraft, either C7?A or heavy 1ift helicopter, is essential to
insure that maximum of supply support by this command, Additionally, a heli-

copter is needed to transport supply and maintenance customer assistance
teams,

d. Maintenance Operations: Direct and general support maintenance is pro=-
vided on all types of equipment and materiel except crypto devices, medical ms
materiel, aircraft and avionice equipmsnt, Maintenance on ground materiel is
performed by the 49th Maintenance Baitalion (general support) with a head~
quarters and filve hetrogeneous companies,

(1) (Sik Mainterance Battalion (GS)

fa) 178+nh Signal Company (depot), (am Ranh Bay

(b) 129th Main Support Company (DS), Nha Trang

(e} 135th Light Maintsnance Ccmpany (DS), Cam Renh Bay
(3) Z/7th Ligit Maintenance Company (DS), Cam Ranh Bay

3} &57th Light Maintenance Company (DS), Cam Ranh Bay and LSAs: Phan
Reniz, “han Thiet, Bao Loc, Dalat and Ban Me Thuot,

(2) “innell Corporation in CRB has a contract to perform backup direct
support maintenance for the 69th Maintenance Battalion, GS overhaul on-% and
j/b +on trucks and % tor. mules, compornent rabulld and direct support malnte-
narce on commercial designed equipment.
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© (3) At the beginming of the period, the maintenance organization differed

= greatly from the present organization. The 136th Light Maintenance Company

“arrived in March 1969 to replace the 135th Heavy Equipment Maintenance Company
(G8) which was located in CRB. The loss of the 135th HEM Company left Vinnell
Corporation as “the only general support activity for maintenance in the sup-

port command area with the exception of signal itens.

(4) Vinnell's FY69 contract called for much more end item general support
work, In addition to backup direct support they were preforming GS overhaul
‘on MHE and englneer construction material,

(5) In December 1968 the operation of the maintenance detachments in four
of the LSAs was placed in the 557th LM Company with Ban Me Thuot coming under
the 129th until early June when the 557th assumed complete maintenance respon-
sibllity for all of the LSAs, This was done to centralize control of the LSAs
and to provide a single source of Class IX supply for the outlying-areas, As
a light maintenance company is not authorized all the MOSs needed to support
the various types of equipment found in the outlying areas, the 557th was
augmented by personnel from other units within the 69th Maintenance Battalion,

(6) As stated previously, with deactivation of the 135th HEM in February
1959, Vinnell Corporation assumed the entire general support mission for
wheeled vehicles, MHE and engineer construction equipment; however, the biggest
problem caused by the loss of the 135th was the loss of MHE and heavy engineer
repalrmen ano most ¢r our &rtillery repairmen.

(?) In February, the "Return and Recuperation" (R&R) program for self pro-
pelled artillery was started. Vehicles and crew are brought into the shops
wilh the artillery piece and it 1s gone over completely. As of now, eighteen
vehicles have been completed and a nineteenth is in process, This has been
extremely effective in upgrading the artlllery weapons. The crews have an
oppor’ ..ty of working diractly with high-level, trained mechanics on their
own weaponsg, notlveilon is high and results show 1t,

{3) 1In March, a prepunched PLL program was also started. Every unit
which has submitted a PLL to iis supporting tech supply now can order PLL

‘s on a prepunched DA Form 2765, These forms save time and trouble for the
using nit because the only informa‘ion to be written on the card 1s document
nunber, priority and quantity. They reduce processing time in the DSU because
less iditirg znd less manual keypunculng must he done, The opportunity for
incorrectly writing in the nine diget stock numbsr is greatly decreased.

(9) 1Increased emphasis on an orsanizational maintenance program has reduced
the vehicle deadline rate dractically, The moet dramatic drop has been in the
5-ton rate which went from around thirty percent to less than ten percent,
Several methods are used to increase the effectivensss of organizational maind
enancet 1, Supply and maintenance conferences are held monthly. 2. Assist-
ance teams are sent out from both the support command headquarters and the 69th
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- maintenance Battalion, 3. Classes are given by field maintenance techniclans
on varlous-types of equipment; and 4. Monthly newsletters are published by
Support Command and the 69th Maintenance Battalion.

(10) As the effectiveness of organizational maintenance has increased, thé
workload in direct and general support activitles has decreased in most areas.,
However, a problem remains with respect to special purpose equipment for which-
trained- operators and maintenance parconnel are not available in'the numbers
needed, Material handling equipment has required special emphasis on driver
© ~trainming-and organizational maintenance., Technical supply operations have

- gshown steady improvements. The microfild reader with its varlous tapes of the

~Army Master Item Data File have proved invaluable, These machines are in all

“direct suppurt units, Vinnell Corporation and Pacific Architect and Engineers -
(R&U Contractor), Additlonal requirements exis* for a key punch machine at
PALE and the engineer construction battalions, Veriflers are needed in all
DSUs to ensure key punch operators are accurate.

7. MAJOR PROBLEM AREAS ENCOUNTERED DURING THE PERIOD FROM 2 DECEMBER 1968 TO
2 AUGUST 1969:

a. The lack of organic aircraft in the command has caused delays in get-
ting repairmen and parts to some of the outlylng areas,

b, The overall eccndition of the MHE Fleet, the lack of trained operators
and organizational mechanics, the necessity for almost continuous operation.
and the nonavallability of repair parts are all factors in the high MHE dead-
line rate experienced by this command.

c¢. The loss of a requisiticning basy for certain MOS's which occurred
when the 135th HEM was de¢activated has forced maintenance units within the
command 1o repalr squipnent using relatively untrained personnel, Hardast
Fit areas ace MM, englneer construction equipment, small arms and tracked
vohicle repair,

8. M {HE MAINTENANCE F_OTHPATIONS: The malintenance of all floating plants
such as varge tugs, 1joatiug crares, reefer barges, and outboard and inboard
mo*c. boats in performsd by the Marine Maintenance Activity Vietnam (MMAV),
This organizaticn has its headquarters and main operating base at Cam Ranh

Tar W' operating detachment: in the Saigon and Qui Nhon Support Commands.
Approxizately $104 million dollars worth of floating plants are on hand from
svall propeller driven craft up to the unique vessel LTC John U.D, Page - beach
discharge iighter, and ore hundred ton cranes. USAMMAY provides Marine sup-
port waintenance for all US Army watercraft a d amphiblans in Vietnam. The
total density of standard US Army watercraft and emphiblans in 519 vessels

ith a total dollar value of $99,780,449,00, The total density of non-stand-
ard watercraft, l.e,, patrol river boat, hurricane aircat boat, and Boston
whalers is 586 for a total dollar value of $4,594,785.00, Since 1 January
1969 a *otal of 25 US Army watercraft were overhauled at the Vinnell Shipyards,
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Cam Ranh' Bay for a total cost, to include government furnished repair parts,of
- $1,321,899,00. During the same period a total of 34 vessels wers shipped out-
‘of-courrtry for overhaul for a total average coet of $1,495,000 J0. Presently,
58 vessels still remain out-of-courmtry and have not been complieted; however,
some of this number were shipped more than one year ago., Approximately 48% of -
marine repalr is performed in-country and 52% by out of country comtract repair
at Okinawa, Japan, the Philippines, Taiwan, and Singapore. The out-of-country -
repalr has been costly in loss of assets over long perlods due to travel, "timg-
and” contractual processing coupled with a shortage of repalr parts for many
Pleces of 0ld and obsolete equipment., At this time some'58 vessels are not of
country for repailr, In-couniry facilities would-have saved valuable time Just - -
for travel alone, not counting long periods required to-negotlate contracts to -
" have repalrs-done, There is an obvious need for modernization of the fleet to
ensure efficlent and responsive harbor operations and cost of hauling in any
future commitments.,

9. SERVICES: Services consist of graves registratlon, laundry, bath, engin-
eering, internal supply, food services, and property disposal activitles. Graves
reglstration collecting pointsare established at Cam Ranh Bay, Nha Trang;  Fhan
Rang, Phan Thiet, Bao Loc and Ban Me Thuot. The deceased and his personal
effects are rapidly moved to the Salgon Mortuary for processing and movement ®
to CONUS. This important function operates well,

a, Laundry Operations: Fisld laundry has averaged in excess of 800,000
pounds per mnnth and contrass laundry has been averaging over $135,000 per
month, If many soldliers did not use the local mama-san type laundry ladles,
the facilitles would be severely taxed,

b. Englneering: There are no orgaric engineer troops in this command for
repalrs and utllities or construclion, As a result ve have experienced ex-
treme difficulty 1n effeciing necessary upkecp of present plant and effecting
essential improvemenis. Installation -- R&U is provided by Pacific Architects
and Enginserc under the contract supervision of US Army Construction Agency
Vietnam. New construction 1s provided by engineer troop labor or by contract
with RMK-BRJ., Over a $20,000,000 MCA construction program has been developed
to lmprove the facilities ir this loglstical complex.

c. rroperty Disposal: Property disposal at Cam Ranh Bay and Nha Trang
1s opera*ed by a small etaff of 22 and 200 personnel, respectively, This func-
tlon operates wilh few problems, except geitiing buyers to rapidly move the-
property purchased away from out faclilitles.

ds ood Servicer Focd Service adviscrs provide ascistance vo some 78 food
facilities. Close attention 1s provided tc ensure top flight food preparations
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10, CONFRACTS: In this military actlon more than any of its size and magnitude,
we have-relied on comtructors to help us accomplish out mission., Comtractors

"are beimg used in stevedoring, depot supply operations, care and preservation

and maimtenance. Seven contractors with approximately 4,300 persormel--made * -
up of Umited States, third country amd local natiomal personnel. In-the maim,

" this arrangement has been highly satisfactory. The ounly apparent weakaees has
" been possible work stoppages-due to labor problems whith have  threatemed on

two occasioms. Contract performance~1s closely mormitored to encure that the
contract persormmel meet desired standards, The contractor's efforts are
thoroughty coordinated, supsrvised and completely integrated with the efforts
of organic elements; ~The primcipal areas in which contractors are employed-
are-maxlmtenance; depot operations and stevedoring.. The Commsnd is also re<
sponsible “for supervising sizable contracts for dailry products and laundry
services, More than 4300 personnel are engaged in the contracted effort and
total ‘cost exceeds $34,000,000, The contract maintenance includes both &
fleld maintenance shop and a dry dock operation. The fleld maintenance re-

" presents ‘backup for direct support and a 100% of the Commeznd"s- capability

for gemeral support, while the marine maintenance represents most of the
Command*s general support and all of the Command'c depot malutenance in the
marine area, The duiry ccntract provides all milk, cotSage cheeso and ice
cream wsed in II Corps South Zone. It also provides some milk and cottage
cheese to elements external to Il Corps Scuth, The daily preduction under
this contract is approximately 18,000 gallons of milk, 24,000 gallons of ice
cream and 2,500 1lbs of cottage cheese, Contracted stevedoring is indispen-
sable in the Support Oemmand’s port operations. Currently, nearly 90% of the-
Command 's stevedoring capability 1s in contracted effort., Contractual laun-
dry service provides the principal laundry capabllity for the Command's pop-
ulace,

11, {C) LOCAL DEFENSE RESPONSIBILITIES:

a, In September 1968 a MACV special investigaiing team surveyed existing
physical security and ground defense programs on Cam Ranh Peninsula., This
team found that a lack of irter-service coordlnation and security weaknesses
made the peninsula susceptible to pilferage and enemy sapper attacks. As a
direct result of this investlgation, the Commanding Officer, US Army Support
Command, Cam Ranh Bay was appointed installation coordinator for the Cam Ranh
Peninsula and the waters of the bay vice the Commanding General, 18th Engineer
Brigade, in December 1968,

b. In December 1968 the Cam Hanh Zay Suppori Command began implementa-
tion of a tri-service defense program, By 2% January, a coordinated penin-
sula ground defense plan was issued, On J February, a Peninsula Jolnt Defense
Operations Center was lnaugurated. By mid.-February, subordinate elements of
the Command and major peninsula service command had implemented supporting
plans, From February to June 1969, continual modification and improvemen was
made t> the defense system, inter-service coordiration and physical barrier
systems. To keep pnce with a rapidly improving defense coordinating system-apl
to take advantage of lessons learned during the formative phases of the de-
fensive system, a revised ground defense plan was published in June 1969,
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¢. ‘Between 1 January 1969 and 15 July 1969, a total of six subsequent
inspections of Cam Ranh Peninsula physical security/ground defence systems
- were ccrducted by MACV, 'USARV, 1FFV, IFFV Artillery and lst Logistical Com-
mend, © A1l inspecing teams noted significant improvement in the peninsula
- defense-posture and the elimination of weaknesses noted by the September 1968
MACV inquiry,

d. The following couments are offered concerning development of an in-
stallation defense coordination system at Cam Ranh Bay.

(1) Upon appointment as an installation/installation defense coordinator,

' & combat support or combut service support commander must be given adequate
persomrel amd equipment support to accomplish this additional missions The
~diversion of personnel from normally assigned duties adversely affects mission
accomplishment and the lack of sufticient equipment, particularly controlled -
items such as communications equipment, delays the rapid implementation of

the defense plan.

(2) A major problem encountered in attempts to improve defenses near cri-
tical Army facilities was the inability to rapidly obtain material and con-
struction support. The lack of available engineer support and funding for
projects delayed corrective action on major defiencles cited by investigating
teans,

(3) The assignment of a senior combat arms officer as a special assistant
to the Support Command Commander for combat sccurity matters proved invaluable
in the discharging of defense coordination and tactlcal eecurity responsibili-~
ties. The expertise provided by khis officer assisted greatly in the fourmative
phases of defensive planning, the physical implementatilon ol the defense plan,’
and periodic checks upon the effectivensss of defensive systems,

12, (C) SECURITY FOR LOGISTICAL SUPPORT ACTIVITIES:

a, The US Army Support Command Cam Ranh Bay was responsible for the phy~
sical security and ground defense programs for loglstical support activitles
(LsA's) at Ban Me Thuot, Dalat, Phan Rang, Phan Thiet and Bao Loc. Support
Command Headquarters was responsible for ensuring that adequate internal se-
curity arrangements for the protection of the LSA's. Close supervision of
internmal security arrangements was maintained through staff visits and com-
mand inspections,

b, The following comments are offered concerning LSA security:

(1) The installation coordination system is entirely dependent upon the
cooperation of all commands involved inasmuch as the area defense coordinator
does not have command authority over temant unlte, As such, the success of th
the system evolves to a great degree around the personalities of the individual
commander and the approach takea by the coordinator. An aggressive program, if
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not-hamled with extreme tact and a cooperative attitude, often leads to an
allenation of tenant units and a degredation of the effort,

(2) A eiguificant problem arva concerned providing adequate port, hare
bor amt-cutpurt sscurlty. In major port arcas such as Cam Runh ‘Bay ard Nha
" Trang, tme exigtence of US Naval harbor defense elemenie contributed greatly
to effective, responsive security. In minor ports, such as Phanm Rang and
~ Phan Thiet, however, only limited support could be provided by US Navy surveil-
lance craft, Harbor security responsibilities for these areas were areigned
to Cam'Ranh'Sugport Command, which did not have adequate organic assets i¢
perfrom this miscion. Repeated attempts to ottaln assistance in the form of
US Naval swift boats and military police craft were negated by a higher pri-
© ority demand upon these assets,

(3) Improvement is required in the responsiveness of the supply system
to requeste for equipment in support of defensive responsibilities., " Because
of the very nature of logistical support activitlies; personnel and equipment -
‘requirements for there elements were established at an absolute minimum, -
Conseqeently, LSA's lacked the necessary equipment and manpower needed- to
respond to a defensive mission assigned by the local defense coordinator and
a requisitioning base for internal defensive improvements,

13. (C) COMMAND RELATIONSHIP:

a, Cam Ranh Bay Support Command had direct relationship with non-let
Togisvical Command units in its role as Cam Ranh Peninsula Installaticn De-
fense Cocrdinator and as the senlor headquarters for logistical support acti-
vities,

b. Relationshilps with tenaut US Alr Force, Navy and Army unite on Cam
Ranh Peninsula were characterized by a recognition of the common effort and
an extremely cooperative attitude. The effective rupport ¢stablished at the
working level during the development of the joint defente effort was cuppke-
mented by vigorous tri-service command emphasie, Jolnt service reaction to
incidents was both rapld ard etfective, with each service contributing eesete
to a common goal.

c. Relationships with area installation defense coordinators were for
the most part effective in solving LSA security prohlems. In some cases,
however, delays in the initiaticn of effective corrective actions were ex-
perienced due to the lack of ciear derfinition of coordinator responsibilities,

14, (U) RELATIONSHIPS WITH OTHER FREE WORLD FORCES: We provide supply eup-
port to the Republlic of Korea Forces. These include the 9th ROK Divielon,
the ROK Field Force Headquarters, and the 100th Logistical Command. We also
provide supply support to a squadron of Australians at Phan Rang., The 30th
ROK Regiment of the 9th POK Division provides security at the upper end of
the peninsula at Cam Ranh Bay and on the Can Tho Peninsula, the western part
of the harbor area, C(lose cooperatlon and coordination is effected by per-
sonal contact. I am unaware of any difficwulty.
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15, REGATIONSHIP WITH THE VIETNAMESE GOVERNMENT: We work clowsely with the
Mayor -uf-Special Cam Ranh Sector, the local police and the national police,
‘Meetings &re held sc least monthly to discuse mutnal probltems of recurity, -
discipline, law, order and civil affalrs. During January 1969, the civil
affailrs program within the command wae extremely active. A community rela-
tione council and a friendship counncll were cstablished to provide for the -
overzll guidance for the prngram and to secure local acceptance and suyport
amd -tne mumber of projects initiated in this area incluicd: constiuction or -
repalr of four schools, distributien of over 200 books to local 'schools, emd -~ -
trainimg of local population in skille essential to the national effort. To -
ald in it economic development of this area, the Command has support two

swine assuclations as part of the GVN animal husbandry program which hae en- - - -

abled Caun Ranh City to become self sufficient in pork producticn. A sewing
centex for war widows and a craft orphanage for children left parentless by
the conflict have been started. 1n addition, a fishing and boat dock pier
for commerce has been built, viliage roads are being lmproved, a .recreation
park has been planned, and a security lighting system has been apprcved for
the snhoreline, Refugee camps have recelved intensified help and assistance
in their search for a better 1ife. Operation between US and GVN is at an
all time high. For the first iime, the GVN has submitted a list on their
proposed projzcts to the US for comment and support. Combimed MEDOAP's are
reaching the 8:,000 Vietnamece in Cam Baoh City area on a monthly basis, A
combination medical teaching facility and OB/GYN Ciinic has been duilt for
the GVN in an attempt to reise the level of expertiss of the local health
officials. 1n all, a total of 6,737 man days and $200,000 in supplies have
been capended in thils untiring wffort and have materizlly assisted in the
realizatlon of the aspiraiions of the local population,

16, RELATTONSHIP WiTH U,S, COMMANDS: The Support Comuand of Cam Ranh Bay is
under the direct command of the lst Logistical Command. We opsrats in ac-
cordance with polleies and directions of that headquarters, primarily, Never-
thelecss, within the southern half ot the 1T Corps tactical zone wo are the
logirtical npsratorr yho provide combat support to all elements in ths area,
We are rerponsive to the desires of the Commander of IFFV on matters of de-
fensc, discipline, law and order and such other matters not in conflict with'
lst Logisticel Command directives. We work in close cooperation with 18th
Engineer Brigade, lst Signal Brigade, the Ldith Medical Brigade, MP Brigade,
Alr Force, Navy and MACV elementz, Our job is tu support and as such we are
anxious to eonsure that owr customers are well served. By close coopsration
and persoral contact most problems are sliminated. It ir clearly evident that
combat, combai cupprri and cviner vrdi commandeTs are @xtremely ccoperative in
improving supply ana malnterance operations, ‘Lhe only weak peoint 1s aviation
suppost. A comiand of this sizs shonid not be required to depend on uncertain
alrcralt ailocation to accomplich ite Jjob. Flim alrcraft conmitments cannot
be made until 1800 hours ths previcus nighu, Commanders and staff officers
must get out, suppliee must be delivered, repairables murt be retrogradad.
Convoys must be monitored; all these requirements should be recognized to
Justify responsive alr travel. Many etfortc have been made to IFFV for dedi-
cated aircraft without success., This problem should be resolved.
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17, LESSONS LEARNED:

a, Effect of Enemy Actlon con our Operatlons: The enemy auvtivity in
our ared of respornilbillity bas had littie effect on our operations. We'have
sustained losses of POL at Phan Reng by reprvated demolition of the pipeline
which extvrds for some 12 milec from the beuach to the tank farm ivside the

-perimeter of the AF Bare. We have received three rocket/mortar attacks on
the peninsula during February and March 1%9, and in June we have sustained-

* intermittent attacke at the end :stations and & sporadic "pot shot" type action
against convoys, We have had .one swimmer attack in the harbor which was wi-
successful, In the most part all attacks have been more harrassment than
dealing a seriouc blow to cur logistical faclilities or sperations; Neverthe-
‘lese, “the actlvity experlenced in other areas by let Logistical Command troops
aml others have energlzed us to improve our defenses and voordinate closely -
with all concerned. The important object lessons to be learned are that de-
fenses agalnst enemy attack--either stand off type or grourd assauli--must-be
thoroughly developed and implementsd throughout., Frequent inspsctions and -
CPX's are required to eliminate weak aspscts of defense plans as well as the
ground defensive unit themselves. All personnel must be constantly motivated
to prevent complacency during quiet perigds., Close cocperatlon between combat -
forces and logistical units is essentiall It must be recognized that logis-
tical units have little capability for defensive security. Adequate provi-
slons should be made to augment logistical installatlons with combat security
elements.

b, Loglstical Personnel: Overall 1g an ever lncrearing nesd to upgrade
the caliber of the officer and enlisted men in the logistical system, DMNore
thorough selection in supply, maintenance and transpcrtation is escential,
Soldlers assigned to Jobs in an aciive theater must be able to function imme-
dlately vpon arrival. Learning period on the job must be minimai.

c. Logistical Organization anl Procedures: Organization and procedures
must be standardized throughout the Army. DPersonnei who functlon in Germany
or CONUS must be able to pick up in Vietnam without learning & new system or
techniques, The project initiated by the Commanding Gencral of the 1let Logise
tical Command, under projJect SAME, would satisfy the requirwvment in Vietnamj
but this has application Army wide if we are to be rwsponsive to future re-
quirements or future conflicts.

d., Supply: Nunerous ruggertionsg hsave been submitted in owr periodic
operations lescons learned reports which deserve study and analysiuj howsver,
there are a few major points which stand out to me ne the Commarder;

(1) The requirement of having to go through an inventory control center
should be carefully examined., Overcentralization does not neceesarily mean
efficlency or economy., I feel that each suppori command at depot level can
function as ite own inventory contrcl center with authority to requieition
from CONUS within limitations of theater Army pelicies. Crossleveling can

~be effected by monitoring other depots and a system of inter-servicing each
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(2) Inventory in Motlon - the concept of counting inventory which-is in
transit g part of stockage objective desires careful study. If this can de-
velop-more clearly and definitively, the requirements for stock in forward
areas can ‘be markedly reduced.

(3) Interchangeabllity and substitute items: More work is required to .
fully develop adequate information for customers and supply managers,

(4) Identification: Iltem nomenclaturs on shipping containers must be
expanded to make them meaningful to survly managers and particularly for
storage personnel. Example: FSK 2815-911-3645 Engine for 5-ton multi-fusl
is more meamingful tharm just engine. Needless to say, too brief nomenclature
ceusesgreat confusion,

(5) Maintenance: The most vivid lesson to be learned in my opinion is
that more attention is required for modular replacement across the board.
The level of mechanical skill to cope with lncreased equipment compenent &o-
phistication point in this direction, Coupled with this is the need to stand-
ardize on components such as hydraulic pumps, electrical and electriecal guagess, -
fittings and the 1ike to provide maximum interchangeability amd a decrease in -
the total number of line items. Within this concept; care of maintenance
should be again emphasized to ensure that the maintenance is effected rapidly
and =imple, The personnel focr maintemancs should be funetionelly trained amd- -
no!t by type equipment, 1.e., «ngineer equipment repairman and wheeled vehicle
mechanic. We thould have mechanius who are system trained im internal cembus-
tion englines--diesel and gas, hydraulic specialiste, and electrical systems.

e, Transporiation:

(1, Port Operations - There 1s no substitute for efficient materials hand-
1ing "equipment to effect rapld off loading and back loading of ships.

(zf Contaluer type ships are a logistician's dream. The Sgaland type van
in use in Vietnam has proved succeszful beyond our expectatlons, To be able
to load and back load 12,000 S/T of cargo in 350 to 36 hours is remarkable.

The doctrine for employment of this type container in future overseas opera-
tions needs full development, The concept of inventory in motfon is fully
realized with a container. We can see where a contalner can be loaded in
CONUS and transportsd directly to P. forward area without intermediate hand-
ling, The use of these containers cen bhe 1lkened to moving dspots.

(3) Advanced manifests - an lmportent need exists for ki wing cargo by
line item and quantity on each versel well in advance cf arrival in port,
This will jubilate off loading, transporraion and receipt planning.,
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" US ARMY ' 3¢,814
US AIR FORCE 18,346
US NAVY s 2,265
US COAST GUARD 8
REPUBLIC OF KOREA FORCES 14,721
ROYAL AUSTRALIAN AIR FORCE 285
REPUBLIC OF VIETNAM NAVY 125
CONTRACTOR & OTHER SUPPORTED ACTIV1TIES 4,289

76,853
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