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5y &CT: Senior Officer Debriefing Report of Major General John H.
Cushman, RCS CSFOR-74 (U)

THRU: Commanding General
United States Army, Vietnam
APC 96375

TO: Assistant Chief of Staff for Force Development
ATTN: FOR OT UT
Department of the Army
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Country: Republic of Vietnam
Debriefing Report by: Major General John H. Cushman

Duty Azgignment: Commanding General
Delta Regional Assistance Command, USMACYV
Inclusive Dates: 14 May 1971 - 14 January 1972
Date of Report: 14 January 1972

1. (U) Introduction. The establiched purpcse of this report, namely 'to
record and utilize the experience, knowledge, and insight gained by senior
officers, " has led me to deviat« from the suggested format and to set forth
in a reflective vein certain major views held by me at tour's end. These
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SUBJECT: Secnior Officer Debriefing Repcrt of Major General John H.
Cushman, RCS CSFOR-74 (U)

result not simply from the 22 months as an advisor in the Delta which end
with this report, but also from two previous Vietnam tours. The reader
interested in information responsive io the suggested format is referred
to other, and excellent, material already available.

2. (U) The Need for Insight. '"Insight' is mentioned above. All too often
insight is gained too late, and through adverse experience. I believe that
great costs could have been saved in the Vietnam experience if our
individua) and collective insight had been beiter as things were developing.
I claim no particular insight, but I do have some views on how insight can
be gained.

N

Inaight - or the ability to see the situation as it really is - is the most
valuable asset an advisor can have. Intellect alone does not guarantee
insight. Soldierly virtues such as integrity, courage, loyalty, and stead-
fastness are valuable indeed, but they are often not accompanied by
' insight. Insight comes from a willing opeaneas to a variety of stimuli,

from intellectual curiosity, from observation and reflection, from
continuous evaluation and testing, from conversations and discussions,
from review of assumptions, from listening to the views of outsiders,
and from the indispensable ingredient of humility. Self-doubt is essential
equipment for a responsible officer in this environment; the man who
believea he has the situation entirely figured out is a danger to himself
and to his miasion.

I dwell on this because, while insight is the secret of good geaeralship
in any eituation, it is even more a requirement among the intangibles,
nuances, and obscurities of a situation like Vietnam. Certainly the
responsible officer must be a man of decision, willing to settle on a course
of action and to follow it through. But the reflective, testing, and tentative
manner in which insight is sought does not mean indecisiveness. It simply
raises ithe likelihood that the decided course of action will be successful,
because it is in harmony with the real situation that exists. I am convinced
that the subjective insight into the conditions which actually prevail comes
about only in the way I describe.

-
- e ——— = wo— ——

3. (C) The Advisor. The abuve puts a special demand on the selection of
advisors, especially at the level of colonel and above. The qualities which
might make for effective, or ¢ven outstanding, performance s a battalion
or brigade commander are nol neceasarily those which make the best
advisor. A marked empathy i/ith others, an ability to accommodate, a
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certain unmi’itarily philosophical or reflective bent, a kind of waywardness
or independence, and the like - these are often found in outstanding advisors,
but may be frowned on in a troop chain of command situation. While it is
entirely possible to find the man who excels both as commander and advisor,
these men are too rare, and we need to look for good advisors who may not
be all-purpose officers.

As Vietnam winds down, the natural tendency will be to pay less attention
to the selection of senior officers for service there. The years ahead,
however, are crucial ones and good advisors will be needed as much as, or
more than, ever. An informal ''selection board" or screening group, at DA
level, made up of former advisors, which reviewed records and interviewed,
even motivated, likely candidates, would be one way of insuring senior level
advisur quality as well as irdicating highest level interest. Further, the
Military Assistance Institute at Fort Bragg, as the Army's repository of
advisory know-how, could be the location where this ''selection board"
meets, where the performance of succeasgful advisors is made a matter of
record, and where periodic and interesting seminars =nd orientation sessions
for colonel and general officer level advisors could be run.

To further describe how I view the advisory function in the Delta, 1
attach as Inclosure 1 a recent letter of inalructions to the four division/
special tactical zone senior advisors in MR4.

4. (C) Through Vietnamese Eyes. Of course, the advisor must try to sec the
eituation as it looks through Vietnamese eyea; This is part of the innight he
etrivea for - not simply understanding the way Vietnamese in geaeral look

at matters, but also how his Vietnamese, his counterpart, does. What are
the biases, constraints, preasures, and 3o on, that make up his real world?
In all of this, the American has to understand that he is not Vietnamese. He
is only temporarily in the country, and he will be exceptional indeed if in his
tour he understands a small fraction of how Vietnamese look at their-situation
and themselvea. But everything he suggests should be tested against the
question 'how doea this fit into the Vietnamese way? "

Furthermore, it is very important to understand ''ths way things move"
and to take advantage of natural movement. An example: Our Vietnamese
friends want to stop supplies from being infiltrated ashore in coastal fishing
areas. If they do this by denying native {ishermen the opportunity to fish
there, where they have {ished for generationa, and where their livelihood
lies, this is unnatural and in the end self-defeating. But if they bring

3
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territeriyd secamity fo the coastal area, populate it, outpost it, put PF in

the arca  « stablioeh iocal goveroment. and eventually gain the loyalty of the
P population v msltration of supplies will come to an end. Furthermore,
the fish rimen wall be on their sude. Our US advisors must appreciate this
typ- o1 point and make the aatural forces operate to the advantage of the
misgasson

On the othe r hand, we have to recognize that the natural inclinations

of the Victrame 20 will on occasion work against their own objectives. An
cxample Village and district chiefs do not want to redeploy PF from

H pacificd to contosted arcas, this is against the nature of the PF soldier,
‘ who like 3 fo be home, and of the iocal authorities, who like the comfort of
PF nearby  But (f this redeployment outward from secure to imnsecure
arcas dovs nol take place, the war can never be won  So a solution must
be found howev ¢, the solution can still be a '"natural,” or as a minimum
a "least unnatural] solution

The -hemistry of this Vietnamese/US mix - this daily mingling of the
coun‘erpart with his views and the advisor with his - is what makes
advisorship so int-e. sting, and, when it produces a durable and good
result, so rewarding and wortawhile  Each advisor is really alone in his
environment. Because they are so intangible, he is not, as he is in most
jobs, able to share with others his frustrations and his triumphs. (There
are tangible and concrete ways to make things happen as an advisor,
howevar, paragraph 9 of this report gets to that point.)

{ P

5 (U) The Encmy. One area where insight still seems to be especially
shurt is in on- anderstanding of the "enemy.' After all this time, he is
still far from understood, and 1s agam and again capable of surprise. A
i basic reason for this is that "he' is fundamentally different from "us,"
including the Vietnamese on our side, and we do not adequately perceive
) this We knsw few revolutionaries, we are little 1n personal contact with
Communists. and thus we fail to appreciate their remarkably distinct and
different, and :mpressive  qualities. The aatagonist, especially the
cadre, in Vietnam lives in an euvironment completely different from ours,
but by yedrs of adaptation he :s entirely at home, even secure and confident,
in that environment. His environment is one of the hunt<d, yet one in
which he can find protection among the people. It is an environment of
night movement, clandestine communications, secret cadres, anonymity,
rudimentary logistics, cortinual reconnaissance, careful study, patienfly
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waiting for the right conditions, near perfect intelligence about '"our

side)' constant exhortation, a network of secret bases, discipline, fervor,
dedication, alaptation to hardships, pride in not just survival but progress
notwithstanding the other side's possession of artillery, sensors, heli-
coptrs, B-52's, fighter bombers, and other technical equipment of war.

Now, we should give due respect to all these qualities of his, but as
we gain insight into his nature we can also perceive his vulnerabilities.
Perhaps we can vven come to realize that some of the more costly
systems bcing deployed against him in the countryside are, and will
always be, of little effect and we can put our energies and efforts where
the payoff will be greater. For example, within MR4 the campaign to
¢limnate the enemy "mimbases'' in the countryside and to resettle
formerly populated areas long contested or controlled by the enemy is
striking his system in its most sensitive and vulnerable sector and will
¢ventaally be his undoing by depriving him of local guerrilla support.

6. (U) The Vietnamese Must Do It. Probably the hardest thing for an
American (even for advisors) in Vietnam to grasp completely is that, if
our Vietnamese friends cannot bring this thing off, it is not going to get
done. We cannot, and should not, do it for them. The U.S. withdrawal
has finally brought home this basic truth to our U.S. rank and file in
Vietnam. But, even at this stage, it is a hard truth to understand and
accept completely and the full scope of what it means to advisors is still
slow to penetrate. It means not simply that 'the Vietnamese must do it
It also means that we must still try to 'show them how!' The joh of the
advisor thus becomes more complex, in that he has to tigure out what he
has to offer at this stage ot che war. He can offer a great deal - analysis,
systematic programs for achievement of objectives, independent evaluation,
an outsider's critique, plus friendly encouragement - all airmed at ultimate
withdrawal of evea ais support and the Vietnamese doing almost every-
thing on their own.

7. (U} Motivation. If the responsible advisor is reflective, has intel-
lectual curiosity, accepts self-doubt, and the like, this will inevitably
lead him to agk, 'Is this a worthy cause? ' This queastion is fundamental,
especially today when the assertion by figures in respected political,
academic, and media positions that the cause is unworthy, discredited, or
even immoral seems often to be accepted as fact.

Without going into a discussion, I simply say that I have thought a great
deal about the gubject and conclude that Vietnam has been, and remains, a
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worthy caus.- - worthy of the ideals, heritage, and efforts of the United
State 5. To remain worthy of U.S. participation, the cffort must be
condn ted along lines which are morally and ethically justifiable.

W. owe 1t to ourselves, our men, and our country to let discussion
of the cavse itself be out in the open and dealt with - so that responsible,
moral, an upright men can be satisfied that their efforts are on the
night trac k. From this enlightenment there proceeds improved motiva -
tion, and 1 sohd and lasting basis for a sustained U.S. effort in this
rountry.

8. (C) The Futaire for Vietnam. As Ileave Vietnam, the North Vietnamese
ar< once again on the offensive in Indochina - pressing hard in Laos and
Cambodia and evidently building ap for something in Vietnam. There will
quite clearly be another time of test. As I look at the overall picture,
albcit from a regional vantage point, it seems to me that, notwithstanding
the carrvent enemy offensive, there 1s movement today in Vietnam along
lines which have a reasonable chance of bringing about a satisfactory
outcome - satisfactory from a (South) Vietnamese, a U.S., a Southeast
Asia, as well as a ''world peace'' point of view. Parts of this mix are in
fair shape, on others a good deal more needs to be done. Elements of the
"program'' are

a. Stability of the Rear. This will come from an extension of pacifi-
cation throughout the populated territory of the Republic of Vietnam,
throagh improvement of the economic and social well being of the
Vietnamese people, and through the growth of effective administration,
of guod local gself-gov:rnment, of local capacity for self-defense, and of
communitly spirit in the hamlets and villages in the countryside.

The se things are happening now, and they must be encouraged in
e~very way possible, so as to establish a durable base from which the
South Vietnamese society can deal with the threat from outside its borders.

b. Redeployment to Mect the Threat. The outside threat will remain
well supported, intelligently conceived, and pressed on with strength,
skill, and determination. The outside threat now represents by far the
greatest threat to the security of the country. For the Vietnamese to
dcal effectively with this threat they must find the intellectual and moral
toughness to prepare their divisions and mobile field forces for hard

6
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fighting, to move these forces ahead of time into the right positions, and
to take the ta-~tical offensive in a war in which they are on the strategic
defensive. R-deployment also means that (at least in the Delta) RF must
be us-d -.wtside provine , so as to free divisions for use on the frontiers,
vut,de. the military region, or in Cambodia or Laos, and that PF must

' vither redeployed to less secure areas or eventually dissolved to
support the vconomy, enter the PSDF, and strengthen local administra-
tion.

¢. Cambodian Vietnamese Cooperation. Two fundamental truths
Jd.ctate that the re must be close cooperation between the South Vietnam -
vve and the Cambodian goverrment. First, to the North Vietnamese the
war 1g, and always have bee:;, an 'Indochina War' in which the theater has
b« on not only Vietnam and Cambodia but Laos as well. Second, the
security of South Vietnam's populous MR's 3 and 4 requires that Cambodia
not be in the hands of the enemy. There has been an eacouraging develop-
ment of cooperation across the borders. Much more remains to be done.
The Umited States 18 in an excellent position to be the catalyst in this
chemistry. The U.S. authorities on both sides of the border are well
aware of this matter and 1 raise the point simply to highlight its great
importance.

d. Stifle Infiltration. Cooperation between South Vietnam and
friendly clements 1n Laos may well be indicated also. In any event,
some feasible and reasonably effective way must be found to limit the
use of Laos territory as a supply and troop movement corridor into the
op+n flank of South Vietnam. The war inside South Vietnam can now be
dealt with, provided that the entry of troops and supplies from outside
can be restricted to a fairly low levei. I have no solution to offer; this
has bean out of my area of responsibility and familiarity. 1 mention it
berause I regard it as an essential component to a satisfactory outcome.
{Coastal infiltration must also be restricted but it represents a more
managecable problem. )

Movement along the above four lines will set up a long term situation
in which it should be possible for the South Vietnamese to contain the
threat indefinitely and for their country to grow in strength even in a
time of hostilities. North Vietnam is prepared to wage war of indefinite
length, in the expectation that South Vietnam is not or cannot be so

7
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prejared  When Sonth Vietnam shows that it is also so prepared, a shift
v the nikelihood of an end to it all wall quite possibly take place, and this
war anend. Bul the outcome is by no means certain.

9 o+ Getting Things Done. While insight and that sort of subjective
a4y ¢ ~1abior of the way things are is important, the payoff in an advisory

cifort iz .~ "gelung things done'' through the Vietnamese. The Delta

ant fi50€y boam tas doveloped a management tool which has been fairly uge -
] . makiny things happen toward Jd.sirable objectives. The nickname of
this +» "REVAMB which stands for "Redoubled Vietnamization and Military
P’rofessionalism. ' In May 1971 we started this project by setting down the
v ral major thrasts which made up our overall mission in the Delta. We
cailed thes. "Lev-1 1 Objectives.' They were:

a. Pacification. (or mor: accurately: Provide Support to GVN Com-
munity Development and Local Defense Programs. )

b. Turnovcr. (By this we meant "systematically turn over to the

Victnamese those things now being done by Americans. ')

¢. Training. (Training is part of all Level 1 Objectives. In addition,
we set it out separately because of its great importance and to achieve more
vmphasis.)

d. Improv: RVNAF Military Operations. (All aspects of RVNAF
military opcorations need improvement. Here our intention was to select
1 relatyy ly small number of lines of action which had high priority and
high payofl pussibijities.)

Cambodia_Cooperation. (Included because of its decisive importance
to mission accomplishment in the Delta.)

f. Orderly Phasedown of the U.S. Effort. (All of the above were to
be. vorducted in a time of reduction of the U.S. presence in the Delta,
both support forcis and advisors, which reduction was itself to be done in
a plannad, orderly, and systematic manner. This is in large part what set
up the intercsting management problem.)

g. Profcssionalism in the Command. (Finally. and during all of the

—— e v e

abovt., it was n.cessary to insure that the mission orientation, well being,
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cominet, app sran.c, and overall tone of U.S. troops, both advisory and
seorl, weose at tne highest standard. This was necessary not only for
our swn s respecet, but also to set an example to the Vietnamese. )

Eu h Lol § Objrctive was broken down into several Level 2
Ob, «t1v- s and sebordinate Level 3 Objectives were developed for most
o3 thuosee A v form and systematic approach was established toward the
artalysis ard o x rcahion of program for these Level 2 and 3 Objectives, as
ws Il aa 4 ~vstem for controlling the overall program.

REVAMP bhas bein a successful management program and a useful
toul for Delta mission accomplishment.
Those who are interested 1n further information on this
managsenent method may address their inquiries to the Chief of Staff,
Delts Regioral Assistance Command, APO San Francisco 96215,

10 {C) The_ Situation in the Delta. Finally, on my departure from
Virtnam, I fini the situation in the Delta encouraging in some respects,
troabling n oth~rs, and satisfactory overall,

Th. Delta strategic plan is along sound lines, and the organization is
good. Pacitication is at work in the countryside and, if pressed on into
the less populated and other still highly contested areas, will inexorably
erode the enomy's guerrilla strength withoul which he cannot survive.
Leadership is generally good - superior at Corps, satisfactory overall
at division/STZ, and, with only one serious excepticn, reasonably good
at pruvince  Problems exist - for example, redeployment lags in pro-
vinces, districts, and villages; shifts in tactics are not coming rapidly
cnoagh, infiltration continues, the village and hamlet levels of adminis -
tration arc still weak, training of forces is far below standard; and
development 1s hampered by unnecessary and self -imposed bureaucratic
tntanglomoent. Unless there is a serious turn for the worse in Cambodia,
a gov-ramental upheaval in Saigon, precipitate withdrawal of U.S. sup-
port, or some similar fundamental adverse change in the situation, I
foresce continu»1 progress in the Delta and eventual full misgion
accoraphishment.

The bust way to describe my views on the situation and outlook for
Military Regior 4 i3( ,provided at the end) for comparison purposes,
¢t xtracts of two letters written by me 1n recent unonths to Lieutenant
General Ngo Quang Truong, Commanding Ceneral, IV Corps and
Military Region 4. The latter letter was my 'farewell assessment. "

9
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». .d state in conclusion that my association as an advisor with LTG
Ti'r » . tas bee» highly rewarding. That this outsianding officer has gained
roe- ... respor,ibility within the Vietnamese armed forces over the gears

one reason ‘or my belief that there is a good likelihood that our Vietnam -
* -: . mnu, be successful in the long run.

//'\/,i' ::""c?-,\
.\/!. H. CUSHMAN
Major General, U.S. Army

Senior Advisor, IV Corps/MR4

10
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Senior Officer Debriefing Report of Major General
John H. Cashman, CG, DRAC, 14 January 1972 (RCS CSFOR-74)

HEADQUARTERS
DELTA REGIONAL ASSISTANCE COMMAND
APO 96215
MACDR -CG 13 December 19371

SUBJECT Letter of Instructions (U)

Senior Advisor, 7th Infantry Division
Senior Adwisor, 9th Infantry Division
Senjor Advisor, 21st Infantry Division
Senior Advisor, 44th Special Tactical Zone

1. (U) This letter of instructions contains my basic guidance for the execu-
tion of your responsibililies as senior advisor. It assembles and expands
upon guidance already issued in other formas.

2 (U) Your mission: You are responsible for advice and assistance, as
apprupriate and within your means, to your counterpart and his command
across the entire range of his responsibilities. Although you are to be
concerned with the effectiveness of day to day operations, your basic
objective is to bring about substantive and sustained improvement in the
advised command and its subordinate elements so that it can perform its
mission well with minimum U.S combat support and eventually with none.
3. (U) You are to keep always in mind that the key to mission accomplish-
ment in the Delta is pacification. You will thus consider the basic function
of your advised command to be support to pacification. This concept is
described 1n the various RVNAF and MR4 campaign plans, with which
expect you to be fully familiar. Your advice on unit employment, on the
disposition of artillery, engineers, and other combat support, on opera-
tional methods, on the use of firepower, and the like, must be offered in
full appreciation of the ultimate objective - the successful pacification

of MR4 1

CONFIDENTIAL




r—v"f e TR T T T T e — R T . w‘“' e T *“w

CONFIDENTIAL

b MACDR -CG 13 December 1971
|
)
J

SUBJECT: Letter of Instructions {U)

4 (U) Although you have neither command nor other jurisdiction over pro-
vince advisory teams in your TAOR, I expect you to assist them in every
pussible way. You should provide a focal point for necessary coordination
; of military operations. You should find ways to support the efforts of

thes tcams, and for your advised command to assist the province and

L district chiefs in its TAOR. You must lead and encourage your counter-
pati to vigit district and province chiefs, to listen to what they have to
54y, to wnderstand their problems, tc contribute to the solution of these
problems, and to counsel them as necessary. While your specific
responsibihities (n the field of pacification are limited, your understanding
and support of the total pacification program must be thorough.

T

5. (C) For tertain mihitary matters, your advised command, and your
adisory team, are in the operational chain between MR4 headquarters
and the sectors, these matters include allocation and control of U.S.
Army aviation assets, tactical air requests, and operational reporting
among others. In sach matters, I expect you to establish professional
opurating procedures and, working with the province senior advisors,
to provide leadership and supervision so that these various systems
operate smoothly and efficiently., In these fields, as well as others,
the way to the desired results is good professional understanding of the
problem, plus communication and a willingness to work out a solution.

o

E 6 (C) U.S. Army helicopter assets operating in the Delta are opcon to me
) as Semor Advisor, IV Corps/MR4, and I in turn make them opcon to you.
They become opcoa lo you upon reporting for their mission. You are
authorized to make them in turn opcon to regimental/group/brigade senior
adwvisors or province senior advisors/deputy senior advisors, or their
duly authorized reprzsentatives. When these assets are under your opcon,
i hold you r-sponsible for what they do. Before making the sssets opcon,
you will insure that lower level senior advisors are properly trained and

) oriented to accept the responsibilities that go with this opcon. You and
they will always have available the advice of the air mission commander,
} and/or the aviation task force (battalion/squadron) commander, Listen
carefully to this advice; disregard it at your great risk. In maiters of
safety of flight and weather limitations, the senior aviation commander
present has the decisive word.

! 7. (U) 1 hold you responsible for meticulous compliance with prescribed
Rules of Engagement. You must take exiraordinary measures to insure
that personnel who have responsivilities in these matters are thoroughly

12
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CONFIDENTIAL

MACDR -CG 13 December 1971
SUBIJECT: Lctier of Instructions (U)

bricted, poriodically tested, and continuously supervised. Further,
vy are to convey to your counterpart this same concern for the pro-
te « fion of nor -ombatants.

8. (CY W are engaged in a strong and systematic program for the improve
me .t of the VNAF, and of ARVN/VNAF working relationships. I expect
i Uy take a personal interest in moving this program in your advised

nmmand. This is a multi -faceted effort involving every type of VNAF
.spport, and an intricate web of ARVN/VNAF operatiag procedures, com-
mand arrang meatg, and staff techniqaes. It involves the total US military
advisory (ffort in th~ Delta. No aspect of your task is more imporiant
thun this., The clearly foresceable reduction in US aviation assets makes
this + Hfort egsential to mission accomplishment in the Delta.

Y. (U) You are¢ to consider yourself asg a trainer much more than an
operator. You should carefully observe the operations of your advised
command, evaluate its basic deficiencies, establish systematic programs
to as,ist your counterpart in the correction of these deficiencies, and then
measure progress and report it to him. Specifically, you will work toward
ymproving command techniques, staff operations, coordination of combined
arms and supporting operations, and the day-to-day training and command
supervision of infantry platoons and companies and artillery batteries.
Your counterpart should look on you aa a consultant on these and other
aapects of his responsibility, and not primarily as a channel through

which he receives support of various kinds. This training emphasis and
your {unction as consultant are a considerably greater challenge to your
professional qualifications and advisor abilities than is the more limited
function of "operator'. You must consider that, through your years of
professional preparation, and as a representative of the United States,

you have important assistance to offer your counterpart and his command.
At the same time you must approach the job with a certain humility, real -
1zing that he knows a great deal more about Vietnam aad his own situation
than do you.

10. (U) The Vietnamese are moving to an era of more austerity. We must
tcach them to ¢conomize, to do more with less, and to find substitutes.
This 15 going to mean some tough decisions on tactics, methods, priorities,
and allocations, and more primitive ways in many respects. Dedicated
trained manpower, moving on the ground, will have to do the jobs of

{3

CONFIDENTIAL




-

= vt~ —

>

MACDR &G 13 December 1971
SUBJECT: Lettst of Instructions (U)

mackines and techai~al gear., One of your main tasks is to develop a
reeslistic 42 3« ptame by your counterpari of these realities, plus the
tacghaass lo meet tue gituation with leas in the face of a determined

SReINY.

1. ‘W) Thec: is on-: coorlinated effort in the Delta. There is not an
‘ARVN War,” a "Sector War,” a '"Navy War,' or '"pacification" separate
1rom other »florts. There issimply a single effort toward overall mission
..-omphshme rt. It falls to you, as the senior advisor to the major

ia tical commansd in your TAOR, to see to it that all aspacts of this

iolal \ flort ave coordinated, especially as to military operations. You

»v 1 yoar statf must provide a coordinating advisory focal point - reach-
ing oul to the: advisors of VNN, VNAF, provinces, and others, and
hriaging abouzt mutual exchange of views, discussion of problem areas,

2+ 1 sulntions. Yo2a must impart the same spirit to yoar counterpart

arad his staff. The RVNAF command relationships are complex and often
anclear. The secre! to success is not to fall back on the written charters
ard to deal with prollems in a bureaucratic way, but to concentrate on
practical workable solutions to concrete problems in a spirit of mutual
coope ration. To achieve this will be a test of your professional ability,
ard to bring about this spirit in your counterpart and his staff will be a
tegt of your sengilisity and advisory skills. It calls for an attitude of
communication, appraciation of other's viewpoints, accommodation,

ard at the same time a fully professional dedication to the mission, and
decisivena:ss.,

2. (U) You must devote considerable effort to motivation of your own
advisoury team. The advisory function is, at beat, difficult to understand
snd appr:ciate. At this stage, when advisory teams are decreasing in
gizo and shifting in emphasis, and when the environment is one of with-
qrawal, it is of paramount importance that each advisor understand his
mission, ani the broader context of our effort. Your task is to insure that
~ach advisor, in fact, has mecaningiul work to perform. You must take
pains to do this. You shonld concentrate especially on the advisors at the
lowest lvel, such as the Mobile Combat Training Team, where frustra-
tions are gr-atest and where the Viethamese emphasis essential to success
i3 often lacking.

13. (U) Your alvisory team must in all things set the example to the Viet-

names:. By oar appearance, discipline, and adherence to established
standards in e¢verything we do, we must convey to our Vietnamese friends

14
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MACDR CG 13 December 1971
SUBJECT: Letter of Tnstructions (U)

an example of rectitude and professionalism that they will emulate. This
melales the simpla soldierly matters of appearance, military courtesy

avi rthe like, bt it extends across all activities - maintenance of our
cJupment, copcern for our men, avoidance of black market ard other
araattorieed practices, attention to duty, dedication to mission, and

ali te 1:st. More than we realize, the Vietnamese look on us as examples
vt how they should proceed. In our everyday conduct, we should go to

g7- at lengths to be sure that they have something worthy to copy.

4 {U) T want your relationship with me and with this headquarters to be
informal and direct. Be sure that you keep us informed of your situation,
ar lrt us know about problems you are unable to resolve on your own. BRe
espreially careful to let me or the Deputy CG know of significant develop -
ments or initiatives of your counterpart, or matters of a sensitive nature
that may have effect beyond your own scope of responsibilities. Do not
hesitate to be in direct touch with members of the DRAC coramand group
on any problem. If you cannot resolve a matter, do not take the weight of
the world on your shoulders. Bring it to me. We are allin this together.

/S/ John H. Cushman

/T/ J. H. CUSHMAN
Major General, USA
Senior Advisor, IV Corps/MR4

15
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___ Senior Officer Debriefing licport of Major General John H.
Cushman, CG, DRAC, 1L January 1972 (RCS CSFOR-74)

REVAMP

1. Origin of REVAIP.

In May 1971, in the Deltas Rogional Assistance Command, a management
program known as RFVAMP was developed. The nickname stands for 'Redoubled
Vietnamization And Military Professionalism.'" The purpose of this manage-
ment program was to bring together in a systematic way the many diverse
elements of the total requirement for advisory mission accomplishment in
MR 4. The REVAMP program had seven "Level 1 Objective" as follows:

(1) Pracification was recognized as a major portion of the advisory
mission which had already been adequately documented and was being
managed in a manner acceptable to the CG, Level 2 and Level 3 objectives
wars therefore not made part of REVAMP.

(2) Turn Over of programs and activities currently performed by US
advisors to the Vietnamese.

(3) Training of RVNAF in order to create a skilled base of trainers

who would develop and conduct quality training programs afier departure
of advisory personnel.

(&) Improve RV&E Military Operations by focusing the advisory effort
on those areas in whic solf-s ciency was required in a rela-

tively short time frame.

(5) cambodia Cooperstion: Included because of its decisive importance
to mlssion accomﬁﬂsﬁrznenf In the Delta.

(6) Orderly Phasedown of the US Effort, directed toward insuring that
the drawdown of US forces 1s adequate ed and executed, The
emphasis here is in the word "orderly."

(7) Professionalism in the Command, aimed at improving the "tone"
of US forces in the Delta.

2. To provide a clearer understanding of how REVAMP has been managed,
selected REVAMP documents are attached,

a, REVAMP Information Bulletin No. 8~71, 28 August, which explains
the program,

b. A blank REVAMP worksheet and a worksheet sample, filled out.

¢. REVAMP Summary Sheet format.

16
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d. Semp’ Summary Sheei, filled out,

e. “eve' 2 and Level 3 objectives for each of the Level 1 ovbjectives,
Jess Pacificaticn, as of January 1972,

3. 1he t-:chnique by which the G, DRAC, monitored and motivated this proe
gram was tc meet for a total of L-5 hours each week, 30 minutes at & time,
wiLth s:l2cted acticn officers to raview the status of their progr:ms and

te give yidarce. The RIW4MP Coordirator staff kept records of the actions
Taken )L euch mecting, and norminated to the CG candidates for the following
week's weeting, Summary sheets wyere monitored by the REVANP Coordirator
5Tarf, and updat.¢ «s necessery to ref'lect a new situation or accomplishments.
The vhjectivus of “Cambodia Cooperation” and "Professionalism in the Command®
nad only lLavel 2, =nd no Level 3 objectives, The summary sheat znd review
procedusrs wer: vvan less formal for these two objectives,

17
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HEADQUARTERS
DELTA REGIONAL ASSISTANCE COMMAND
AP0 96215

" " [R=CR-~PPR 28 August 1971
A FNT:  REVAMP INFORMATION BULLETIN NO, 8-71

O See Distribution

"» PURIOSE:  The purpose of tris information bulletin is to explain the
RE7:/.P Trogram with emphasis on fostering an understanding of the program
at th» iction officer level.

2, G NEPAL: Throughout the past two months, all units in the Delta have
rndsrgony . period of considerable parsonnel turnover. Many new assigneea
were hipaer ranking field grade officers, who assumed positions as staff
iisision chiefs and, as a part of their inprocessing briefings, received

“n oricrtation on the REVAMP Program. Other new staff officers, mosat

1381 'nec at the action officer level within this same timeframe, had

i +i~ firsc exposure to REVAMP when faced with the responsibility of
writing - summary sheet update by scmeone called a "REVAMP COCHDINATOR".
ibis infcrmation bulletin is designed to clarify the often asked question,
"Wh:.t is REVAMP?®

2. PRYGNAM DEVELOPMENT:

a» Origin: Upon assumption of command in May 1971, the Commanding
ler .l recognized A nced to unify the advisory effort in terms of the
itrection it was to take during his tenure. There were a number of
~easons for this. They included: the rapid pacification progress
achirved during the 1569-1971 timeframe; the ever present problem of
norsonnel turbulence caused by the 12 month tour; and the problem of
1irverfacing the activities of all staffs and units in the Delta in order
L6 insure that coordinated programs, covering all aspects of a problem,
~orr Jeveloped. With these goals in mind, a management program was
4 v-lopad under the acronym of REVAMP (Redoubled Vietnamisation and
Military Professionalism) which focused on those areas of CG DRAC's broad
ind diverse mission which he felt were most critical to the success of
tr.e advisory effort, These objectives were not all-pervasive, but
discriminatzly chosen as the moat oritical aspects of the advisory
fuaetion. They included the fQllowiegs

(1) Turn Over of programs and activities currently performed
by U5 advisors to the Vistnamese,

(2) Training of RVNAF in order to create a skilied base of

trainers who would develop and conduct quality training
progrars aftcr departure of advisory personnel.

18
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(1) v'omotlng Effective RVNAF Military Operations by focusing the
4dviscry effort on those areas in which RVNAF self sw’ficiency
was required in a relatively short time frame.

{i) 1lmproving the "tone" of the command by insuring that all
members of it had a meaningful function to perform, were
aware of the importance of this function, and were willing to
cororm it in a professional manner. This objective also
«~-v2d ¢n negative aspects such as drug suppression and
viegay activities, These broad areas were aimed primarily

. % fhrces and were grouped under the category of
rofzssionalism in the Command.

{:. Orderly Phasedown of the US Effort which is actually the
“aninztion of the other L programs and is directed toward
insuring that the drawdown of US forces is adequately planned
wnd executed. The emphasis here is on the word "orderly",

{¢) Pacitication was recognized as a major portion of the advisory
mission which had already been adequately documented and was
ceing managed in » manner acceptable to the (G,

‘. Jmeenization: During the latter part of May and early June, the
Comm w g senaral developed the REVAMP idea through a group he had
sl r'v? t. worilnate the program. Recognizing that he alone could not
Susyrviae tie entire program, he developed an organizatiorn of program
cunervyiorn snd program managers, To fit these more precisely into the
rroy. o fesign, a series of levels were developed in order to categorise

305 trves. A level 1 goal equated to one of his 6 command objectives.
then esch level! L category, there were several level 2 goals which
ronsisted of a major activity in the program category. Level 2 goals had
Serizir s ot .c operatine objectives whirh contributed to their accomplishe
ment ol these were desigrated lYevel 3 goald, To hypothesims, assume that

a level 2 pual under the level 1 goal of TURN OVER was Turn Over of
Pacific-ticr and Development, Reporting. A logical level 3 goal would

then b the Turn Over of the Hamlet Evaluation System (HES). In supervising
the im lemen?ation of the program, CG, DRAC appointed key members of the
command gy as Program Supervisors for each level 1 goal. Their role

wes tu tnsuare that the programs developed moved forward and that a con-
tinuous rev.rw was made of program data for accuracy and adequacy. A
Prograr Manager was also assigned to perform the day to day monitorship of
related actrvity; collect the summary sheets, updates etc, and provide
whatever guidance was necessary to the agencies responsible for actually
develeping specific goals (level 3's), The Program Manager then wus key to
succescrul 1mplementation of the REVAMP concepts Only through his discerning
judgment and creativity could imaginative level 2 and level 3 objectives be
devoleoped. 4 cocrdinating committee was also created to vrovide technical
sdvice unag assistance in the mechanics of REVAMP,

¢. Data Deve.cpment: During successive Sundays in June, a major topic
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at the Commanding General's Conference was REVAMP and its implementation. -

Through this medium, level 2 and 3 goals were developed. Commensurately,
staff agencies having functlonal responsibllity for a given area were
normally assigned as the action agency. To assist in developing usable
data, a worksheet was constructed for use by th~ action officery

This worksheet was solely for his use and was not to leave his office. To
manage activities, summary sheets were developed for level 3 objectives
using the worksheet as a basis. The instructions for completing a summary

sheet are attacheds Summary sheets are made in 6 copies,
Distrioution is made as follows:

(1) Original - Action Officer

(2) 1st Carbon ~ Program Manager

(3) 24 Carbon - PP&R Division, CORDS
(4) 3d Carbon - DCG, DRAC

(5) bth Carbon - DEPCORDS

(6) Sth Carbon - CG, DRAC

Five copies are submitted to the Prcgram Manager, who retains one
and forwards the remaining four to CORDS, PP&R for posting to the appro~
priate binder. The binders are then used by the Command Group to monitor
progress. As changes occur or target dates pass, action agencies are
required to submit progress reports, In this way

the program continues to move forward and a chronology of progreas is
maintained.

s CURRENT STATYS:
a2, Summary sheet binders have been prepared, analyzed and presanted

to the Cormand Croup in every area except Pacification. Updates of this

data have occurred on 3 separate ocoasions and presently, one is pending.

Due to rotation, considerable change has transpired in program managers,

supervisors, and most importantly, in action officers. RZVAMP has had a

number of benefits accrue from it. Mors direct coordination and cooperation

is evident within the DRAC Staff. A direct coordination relationship has

been e ‘ablished with the Air Force Advisory Team and Navy Klements.

Joint problems are aired in open discussion and joint sclutions to them

are developed. Within the DRAC staff, REVAMP has caused progrems to be

definitized, This has resulted in a moras effective transition between

old and new staff members during a period of high personnel turbulence.
Further, it has insured program continuity.

b, There are a number of problem areas which have surfi.ed, not the
least of which is a tendency to adopt a short range approach to establishe
ing programs for attaining objectives. Additionally, some agencies have
indicated a reluctance to cite & specific program for fear of being held too
closely to target dates so established. The utilisation of command letters,

20
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directives etec., without a corresponding program to insure they are im-
plemented, has been noted az a common deficiency in summary sheets,
Similarly, when a given level 3 objective is attained, there has been a
reluctance to shift to another area and establish a new objective.

¢+« The key tn continuipg REVAMP as a viable program rests with two
individuals; the action offirer who develops the level 3 objective, and
the Program Manager who analyzas ‘those level 2 and 3 objectives for which
he is responsible, and adds to or subtracts from them in order to keep
the program moving. AS programs progress, new areas arise which are
suitable as level 3 objectives and they should be automatically included.
The action officer must take the initiative in this regard and continuously
analyze bis area with a view toward developing new areas of concern and
incorporating them into the program,

5. SUMMARY: To sum up, REVAMP is a management program specifically
tailored by the Commanding deneral toward goals which he considers
important. The concept is geared toward management by objective in order
to focus on specifics and provide continuity within program catagories.
The program is working and tangible results have been achieved in every
area, Continued viability is dependent upon you ~ the action officer -
if the program is to be dynamic and adjust tc changes in ths direction of
the advisory effort in the Delta.

/7

ARTHUR W, FINFHOUT

LTC AD

Program Coordinator
DISTRIBUTION:

-~ Commanding General

- DEPCORDS

-~ Deputy Commanding General

~ Chief of Staff, DRAC

- CO, 16Lth CAG

- CO, 34th Engr Gp

~ CO, JLSA

.» Headquarters Commandant

- CO, 52d Signal Bn

- 00, Delta Naval Forces

- CO, 6255th Air Base Squadron

- £0, 3d Surg Hosp

~ Military Senior Advisor, CORDS

~ Director, Phung Hoang, CORDS

- ACofS, G-l

-~ AlofS, =2

- ACofS, G-3

- 1CofS, G-

- ACofS, G=6

- Fngineer, DRAC

- Deputy Zone Coordinator

- DRAC Community Relations Officer
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- Director, TFD, CORDS

- Director, Public Safety Div., CORDS
- Director, Public Health Div., OCRDS
= Director, Public Admin Div,, CORDS
~ Director, War Viotims Div,, OORDS
- Director, New Life Dev., CORDS

- Director, Land Reform Div., CORDS
- Director, PR&R Div,, CORDS

- Director, PSYOPS Div., CORDS

- Director, chieu Hoi Div., CORDS

- Artillery Advisor, DRAC

~ Opsrations Advisor

= G-3 Plans Advisor

- (-2 Plans Advisor

- G-l4 Plans Advisor

- Information Officer

- G~3 R&A Adviscr

- Inspactor General, DRAC

- Provost Marshall, DRAC

- NAVLE

~ SA, AFAT L

- Civilien Personnel Officer
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REVAMP SUMMARY SHEET FORMAT

v iortitotbocss

"REVAMP" is typed the top center of the page. Bensatih it, centered, is
the title of the summary sheet composed of the short titles of the level

1 and level 2 objectives involved and the number of the level 3 objectivs.
Eg: Phasedown, Disposal of Real Property Facilities, Objective #l.

OBJECTIVE: A clear and concise statement of the level 3 objectivs not to
exceed one sentence in length.

Situation ( Day, Month, Year of initial or updated summary sheet )

This paragraph summarizes the status of the objective and the facts
bearing upon 1% at that point in time when it was initially included in
the REVAMP program, Whenever significant progreas is achieved, a target
date is met, or six weeks have elapsed since the last update, the summary
sheet should be updated. This situation paragraph will then be expanded
to include an evaluation of the progress made toward the uttainment of the
objective. Specific mentiun will be made of target dates and what was
accomplished as of those dates, The progress since the lant update will
be clearly stated. As the objective approaches attainment the "Program
for Attainment" and "Target Datea" paragraphs will become progressiva.
shorter., When the objective is attained the final update is submicted
consisting of the objective statement and a situation paragraph sum-
marizing the history and completiun of the program.

PROGR:M FOR ATTAINMENT OF OBJECTIVES

a, The “hows™ from the worksheet are stated in outline form, in
simple, direct language.

b. These statemsnts set forth in logical sequence the stepa
necessary for attainment of the objective, using the situation as a
start point.

c, When the swmmary sheet is updated the completed steps are omitted
and any additional steps found necessary for the progri- are added.

d., The program should include mid and long rangs objectives and not
restrict itself to a short range approache

HOW PROGRESS 1S MEASURED

a. 7The means for measuring progress towards each step and the
program as a whole are listed in outline fomm,

be These measurement tools may be absolute numbers, ratios,
percentuges, subjective qualitative judgments, or whatever is applicable.
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¢~ If a measurement tool refers to a step which has besn completed

and omitted from the updated summary sheet, it will also be omitted on
the updat:d summary sheet,

The dates when the steps of the program are expected to be
complatsd are stated in outline form, Essentially, these are the dates
from ther "shan'" column on the worksheet, Dates included may be keyed to
the appropriate paragraph in the program for attaining the objective.
“hen this is done an appropriate remark to that effect will be included.

b. If the steps are of a recurring nature, the date of the initial
action and tnhe basis of recurrence are stated. Eg: Reports will be

submitted on 31 July and the end of the first month of each quarter
tnereaft.r.

¢. If key dates are unknown at the time the program is planned, it
is so indiczted and a D-day is assumed for planning purposes. If key
dates are highly classified then a reference is made to where the dates
may be found and a D-day is assumed for planning purposes. The ateps in
the Prog.aum tor Attainment of the Objective ars then given target dates
plus or minus ¥ many days from the assumed D-day. Eg: D-day: the day
construction is completed (unknown at this time)., On D#5 all office
furnitur> will have been moved into the new facility.

d. “'hon 4 target date is reached an updated summary sheet is
submitted t> “hoe Program Manager as soon as possibles. Past target dates

are omitted Urom the updated summary sheets and new dates are added if
new steps hav. been added in the Pragram for Attaining the Objective.

25
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TURN OVet, PACLELIATION AND DEVELOPMENT REPORTING, OBJECTIVE 1

OBJECTIVE: To turn over the Hamiet Evaluation System (HES) to the Vietnamese.

SITUATION, 30 September 197L: CPDC has developed a tentative plan for
gradual adoption of a HES reporting system and the training of necessary
perscinnel to operate it, In Mid-May, the Vietnamese appointed province
HES committee members country-wids; and on 21 May, each MR-4 Province
HES Committee Chairman was directed to establish and implement an initial
training program for his cummittee and the district HES officers.
Province HE3 comnittse members include:

as Doputy Province Chief for Aamin - Chairman
be Deputy Commander for Sector

¢. Conief of Cvoralvation Center, PPDC

d.  Calel of Provincial RD cadre

e, Ud wuis Orficer, Prevince Advisory Team

The function of tne Sistrict HES officer will be performed by the former
district P&D offivar, ie will pertform similar duties as are now performed
by D3A's. Final determination of HES ratings will be made by the Province
HES Committee, The month of June will be used by the VN for training and
practice, and commencing on 1 July, gradual responaibility for reporting
will be assumed by thea, Tnitial districts selectedfor this program nave

no advisory team pressot ar the MR DEPCORDS has requested that (VN aasume
the reporting respensitility,

By 1 July 1971 provirce ang dastrict svaiuvation teams had been formed and
the reportiny respursibility in ten districts had been azsumed by the
Vietnamess. bDuring mid-July CPDC rejuested that no reporting responsibili-
ties be turned vver on 1 August 1971, so that they would havs the
opportunity to evaluate and rsact to the reports submitted by the diatricts
which assumed reporting rasponsibilities on 1 July. This request was
granted, aad 20, DRAC directed that the US also perform an evaluation

on the 15th of sach month folowing the turn over of reporting responsibili-
ties., The reporty of the ten districts which assumed the HES reporting
responsivilities un 1 July were evaluated and found to be accurate. On

1 September 12 more districts assumed the reporting responsibility. Since
the last update thess were evaluated and found to be accurate.
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g FI . 47, aTNMENT OF OBJECTIVE:

sradually tui:. over HES reporting responsibility as districts
meet the prescribed criteria.

Tvaluate t™e quality of tne submissions to determine areas
where more quidancs is requived for correct preparation of
whe repert

Monitor and assist Vietnamese in crder to insure timely arrival
nf reports in Saigon and to effect a smooth and orderly transfer
of HTS reporting responsibility.

OW 1 POGRESS 13 MPASURED:

dreuracy of HES reporting in districts where VN have assumed
tre responsioility

":meliness of arrival of rsports in Saigon-
Sumber of districts which assume reporting responsibility.

Nunler of dastricts in which DSA has to reassume reporting
resyonsbility after program initiation.

TARGET DATES:

A

bv
Cy
ds

e.

Anilyza and evaluate the quality of the reports being submitted
vy the districts by the 15th of each month.

10 districts assume reporting responsibility by 1 October 1971
U3 districts assume reporting responsioility by 1 November 1971

0S5 districts assume reporting responsibility by 1 December 1371

Racript of additional guidance from MRCCORDS and development of
plans for turn over of reporting responsibility to remaining
51 district: by 1 December 1971,
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Turn

Obj.
0bj -

Turn
DY
Obi.
Ovj.
o)
Obj-
Tir-

Turi

Ob} .
Obs .

Turn
Turn

0bj-
00j.

Turn

Obj

obi.
Ob3.
Cbj.
oh3 .
Obj.

Turn

Obje
Obj.

LEVEL 2 AND LEVEL 3 OBJECTIVES

TURN OVER
Qver Pacification and Development Reporiing

1 «~ HES Reporting
2 - TFES Reporting

Qver Medlcel Program

1 « Rlimination of MILPHAP Teams {Delsted, Monitorship Function).
> - Medica’ Facilitios {Delsted, Monitorship Function).

3 - Surgery (Deleted, Monitorship Function).

)y - Dust Off

5 - 3d Surgical Hospital

Mrer Phung Hoang Activities (Completed and Withdrawn).

Over G~2 Cperational Responsibilities

~

1 -~ Intelligence Production
2 - Corps Interrogation Center (Completed and Withdrawn).

Jrer Stagefield, Rearm/Refuel Points
O-er Combat Support Activities

1 ~ Heliccpter Fire Support
2 - Naval Operations

Jvar Communications

1 - Corps Ares Communications System

? « Ppase Out DCAT/STZ Commcenters

3 - Phass Out DRAC/TOC Commcenters

i - Replace Wide Band AUTOSEVOCOM

5 - Turn Over ICS to Federal Electric Corporation

6 ~ Turn Over ICS from Federal Zlectric Corporation to RVNAF

Over Surveillance and Police of Rules of Engagement

1 ~ Obtain ARVN Cormand Emphasis
2 ~ Secure ARVN use of ROE
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1,

2.

3.

N L

TRAINING

Improved Training Management

Obje 1 ~ Training Program Directive
Obj. 2 - Training Center Evaluation
Obj. 3 - Improve qndividual and Unit Training

Conduct Special Training Programs

Obje 1 -~ Territorial Forces Refresher Training
ObJo 2 - m 70"51

Objs 3 ~ Staff In-Place Training

Obj. 4 - Command and Control School

Obj. 5 - Rules of Engagement

Obj. 6 - FANK Air/Ground Training

P

Improve Small Unit Effectiveness Through the Use of xobm co-m ﬁ-dninc

Teams {MCTT!s)

1,

2.
3.
L.

5e

Obje 1 - Tth, 9th, 21lst Division and Ranger MCTT's

Obje 2 =~ Artillery MCIT's B
Obje 3 - Armor MCTT's et
Obj. 4 - Territorial Forces MCIT's U TN

PROMOTE EFFECTIVE MILITARY OPERATIONS

Improve VNAF Rotary Wing Combat Support

Obj. 1 - Improve Monitoring of VNAF Helicopter Operetions '
Obje 2 ~ Develop a VNAF Night Airmobile Asssult Cepability
Obj. 3 = Improve ARVN/VNAF Airmobile Operational Techniques
Improve VNAF O-1A Coxbat Support

Improve VNAF Tactical Air Fire Support

Improve Effectivensss of ARVN Infantry and Renger lutunoiu

Objs 1 - Increase Recruiting, Decresse Desertions, Increase. M'Jtmth

Obj. 2 - Increase Small Unit Capability to couduct. (montionl thru Training -

Obj. 3 = Improve Battalion Level Ludorahip
Throttle Overland Infiltration

Obje 1 - Cross Border Spoiling Gperations o
Obj. 2 ~ Border Surveillance and Denial Operations . KR
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r " 0Obj. 3 - Anti-In"iltration Defense in Depth TAgagghout the Delta Infil-
; tration Zone :
| Obj. It = Joint and Combined Anti-Infiltration Intelligence Program

] Obj. 5 - Special Anti-Infiltration Operations on the Mekong River
#, Obj. 6 ~ Deny the Fnemy the Ability to Infiltrate Across the III/IV Corps
Boundary

6., Throttle Coastal Infiltration

Obje 1 - Improve VNN Conduct of Surfaze Coastal Surveillance

Obj. 2 - Obtain and Improve VNAF Support of Coastal Surveillance Operations
Obj. 3 ~ Complete ACTOV RAD Sites

Obj. 4 - Develop a Command, Control, Coordination and Comsunication System
Obj. 5 - Establish Territorial Control over the 700 KM of MR« Coastline

/
7« Improve Management of Ammunition Resources

Ub3e 1 - Reduce Over-Stockage nt Depot (Completed and Withdrawn)
Obj. 2 - Increase Depot Storags Capability (Completed and Withdrawn)
Obj. 3 -~ Improve Ammunition Surveillance at Depot Level

Obj. LU - Reduce Stock at SMDSL Centers

' Obj. 5 = Lot Number Accountability at SM&DSL Centers

Obj. 4 -~ Improve Ammunition Maintenance at SMkDSL Centers
Objs 7 =~ (Completed and Withdrawn)
Obj. 8 - Improve Storage, Care, and Handling at Artillery Positions.

8. Improve the Capability of ARVN Divisions to Conduct Mobile Operations
(Under Prepamtiong :

9. Improva Artillery Fire Support

' Obje 1 - 6 Train RVNAF Artillery
Obj. 7 - Redistribute Artillery Assets, and Improve Cosmand and Control
Obj. 8 = Improve Artillery First Round Accuracy

10, Improve Functioning of ARVN Staffs

k Obje 1 ~ Improve ARVN Information Processing

ObJs 2 ~ Improve ARVN Planning

i 0bje 3 - Improve ARVN Decision Process

Obje 4 - Improve ARVN Staff Supervision and Feed Back

1l. Develop an Effective ARUYN System for the Prevention of the Diversion of
Military Supplies into Non-Authorised Channels.

; Obj. 1 - Identifiable Supplies
Objs 2 - POL

12, Improve Sensor Opsrations

Obje 1 - Operational Usage
Obj. 2 ~ Maintsnance 31
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RVNAF/FANK CAMBODIA COOPERATION %

1. Operation of DRAC Support Operations Coordination Center (SCCC)
2, Exchange of Liaison Officers |

3. Periodic Tripartite Meetings

L. Weekly Coordination Conference

5. Joint Operations FANK/RVNAF

6. Pacification Exchange

7. Air Ground School

8. Intelligence Seminars
PROFESSIONALISM IN THE COMMAND

le Improve Job Satisfaction
2. Improve Living Conditions

3. Improve Recreational Opportunities
4o Improve Drug Rehabilitation

5« Improve Drug Law Enforcement
.6+ Motivate and Trein Junior Officers
7. Strengthen NCO Performance
8. Expedite Administration of Courts-Martial and Administrative Disoharges
S« Improve Inter-Person Communication
104 Improve Personal Standards
11l. Good Order and Discipline
12, Improve Troop Information
13. Improve US/VN Relations
1, Wipe Out the Black Market
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PHASEDOWN

Reduction of Advisory Personnel

Obj. 1 - Corps Troop Advisory Division

Obj. 2 - Corps Headquarters Advisory Personnel

Cbi. 3 - CORDS Personnel

0Obj. 4 - Assumption of Support Function by Local Nationals

Return of US/RVN Titled Rquipment to Wholezale Supply Channels

Obje 1
Obje 2

Identify and Dispose of Excess aquipment
Consclidate Property Records

Digposal of Real Property Facilities

Obj. 1 -~ Terminate DRAC Leases

Obj. 2 ~ Return LUC's to GVN Central

Obj. 3 ~ Turn Over US Base Complexes to RVIAF
Obj. 4 - Minimize New Construction

Obje 5 - Maximize Tarmination of USAID Leases

Maintain the Security of the Command

Obj. 1 - Installation Security Planning

Obj, 2 - Plan for Transfer of Installation Security to RVNAY
Objs 3 - Tranfer Installation Security to RVEAF

Obj. L4 - Asaist USARV Installation Security

Phasedown of Non-Appropriated Fund Activities
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CUNFIDENTIAL

. . ur General
enior Orficer Detriefing Report of Major
I:‘:m i, Cushman, CG, DRAC. 14 January 1972 (RCS CSFOR-74),

Assegsument of the Situation, MR4

The following are extracts from two "assessment'' memoranda written
to the Commanding General, IV Corps/Military Region 4 by the Senior
Advisor. The first memorandum was dated 5 October 197). The seccnd
was dated 12 January 1972, and was a 'final assessment..

L. (C) Introductory paragraph:

We are making pregress in the Delta, but I think that you will agres
with me that August and September did not show as much proyress as
we would like. Mauy sctions have been postponed until "after the
elections, " Now that the elections are over, I would like tc address
what, in the opirdon of your advisors, must be done in MR4 in the next
six to nine norths. These will be critical menths of {urther phasedewn
foc U.S. forcas. I estimate that someiime ina July to October of 1972,
the U.S. sapport in Vietnam will level off at a stable, udequate, ajthongh
much reduc.ed level. I mesn that it will be adequate, provided the
Vietnamede do what is required by them. (5 October 1971)

* * * * %

On 5 October 197!, 1 wrote you a memorandum osutlining fourteen
actions whick in my opinion it was essential either to accemplish or to
move ahead on sabstantially in the ensuing six to mine monifis, if Delta
mission accomplishment were to advance satisfactorily dur ng ‘hat peripd.
In this, my final memorandum to you as your Senior Advidor, I weuld like
to review ycur pregressy on these actions. I will aleo comument cn soeme
matters which affect even more fundameatally whether thers is to be a
satisfactory outcome to this wazr. (12 January 1972)

2. (C) Specific noints:

a. Close out the U-Minh.

Forces are available to close¢ out the U -Mixh in the next dry seaseun.
However, from what I have seen of the plamning, it does aot appear that

CONFIDENTIAL
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anyone, =i cither province or division, is making provisions for outposting,
restoring the population, and establishing territorial control in the entire
strip of excellent farmland between the coast and the U-Minh forest. There
is a0 doubt that some battalions of divisional forces will be required to man
outposts if this is to be done. I am very much afraid that your commanders
will not face up to this requirement, and that Jurde of 1972 will arrive with-
out MR4 having established territorial control over this vital ground. If

vou do not do so, the enemy will still be able to live in the U-~Minh, and your
campaign to close out the U-Minh will have failed. (5 October 1371)

* * * * »

Some progress is being made. However, unless there is considerably
better use of territorial forces, especially in the An Xuyea/21lst Division
plan, the dry season will end without territorial security being established
or: the peripbery and along the waterways of the U -Minh, the U-Minh plan
will have reached neither its goal nor its full pocential, and the enemy will
atill be able to keep main forc:e units in the U-Minh. This objective is still
within reach. However, to attain it some stern RF and PF redeployment
measures have to be taken, the 9th and 2last Divisions will have to use

limited forces in outposts temporarily, and highly skillful pacification-

oriented action will be especially required by the 21st Division and An Xuyen.
{~2 Jangary 1972)

b. Deny the en2my coastal infiltration.

The measures I nave just described will coatribute to this objective.
However, there is also the need to move against the Dam Doi and Nam Can
secret zones, and to coordinate the VNN, VNAF, and your subordinate
divis:on and sector commanders in a comprehensive plan for effectivaly

deaying the enemy the ability to infiltrate supplies scross the seaceasts.

We have made some recommendations to yoy or this, and your advisersdn
the Delta are ready to assisi. (5 October 1971)

* * * * *

The most troubesome problem in this objective is the pacification of
coastal territories. You and the Regional Pacification and Development
Council will have to work hard to achieve this. The extension of territorial
sz2urity to the water's edge seems to be fairly well planned in Vinh Binh
and Kien Hoa. However, the slippage noted in paragraph s above, in
pacifying the coastal territory west of the U-Minh, will be detrimental to
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this objactive. VNAF-VNN coastal surveillance cooperation is growing,
and yjour staff is working well on an SOP for improved command control -
communications ~coordination of all forces - ARVN-VNN-VNAF -Sector -
Police - which have coastal surveillance, protection, and reaction
responsibilities in the Delta. This is encouraging. (12 January 1972)

c. Deny the enamny ov=rland infiltration.

Maintaining a strong block against infiltration from Cambeodia ia
critical to succesys in the Delta. This depends eatirely on establishing,
with the Cambodians, working arrangements that deny the enemy any base
areas in n:arby Cambcdia, and which severely limit his ability to move
personnel and supplies across Cambodia and into Vietnam. That you have
aot yst achieved this goal is evident by the fact that the enemy has been
able in the past months to reinferce his forces in the Delta. I helieve
that a much greater sense of urgency is required on the part of your
responsible border commanders, and that you nyad even better working
relationships with the Cambodian forces and authorities. (5 October 1971)

* * * * *

The TG, 44th STZ, will preseat to you later this month his overall
coun‘srinfiltration plan. This will be a good opportunity for you and your
staff to focus on this very important objective. Somne improve.nent has
beesn notsd recently, especially since the 44th STZ has been assigned full
border responsibility and its forces have been piaced in an excellent
structure along and across the border. My main concern in this objective
is that the snemy is increzsing his control over Cambodian territory
opposite MR4, and there is insufficient Cambodian awareness of this
threat. In addition, the tactics of border units require particular attention
to increase offensive ambushes, small unit patrols, intelligeace emphasis
and the other well known techniques for defeating an infiltrating enemy.
(12 January 1972)

d. Redeployment of RF.

The war in the Delta has now bacome a war for the control of new
territory which is not thickly pojulated. If you are to succeed, you must
be able to generate RF from th~ heavily populated, pacified areas and
deploy them as needed in less populated, unpacified areas. MR4 has
some good plans for this, alreacdy proposed to the JGS. More planning
remains to be lone. But everything depeads on whether your province

CONFIDENTIAL

36




PP —

S T cwmzmm

chiefs in the pacified provmces like An Giang and Ga Cong today and Sa
Dec and Chau Doc later can gensrate the nscessary companies. if they
.do not, miszion accomplishment in the Delta is in serious troubie. It is
tlear that you will have to put pressure on your province chiefs. (5 Octo-

bar 1971) . .
' * % & * *

v +This action is going well. The gradfnl elimim tion of enemy mini-
bages is taking place in the Delta countryside, as RF from the more
pacified provinces rnovz to help other less pazified provinces. If MR4

soon receives the requested authority to convert PF to RF, it will be

possibie for yuu o us: thiz BF radeplovment techniqus to put unbearable
presaure on the enemy by July or August. Ard if minibase slimination
can be followed by movement of the populaiioa into formerly cultivated

but now fallow land, you are on the road io success in the Delta.
{12 January 1G72)

e. Raodepioyment within provinces and districte.

Village chiefs and local authorities in pacified areas do not want to
lose th2ir PF, or to eliminats the outposts that give theam such comfort.
Your district and province chiefs must be very tough-minded and over-
come these objections. Tha forces available are sufficient. They must,
however, be managed well, and movs3 from where they are not needed
to where they ars nesdod. Everything depands oxf it. (5 October 1971)

s & &
Your district and province chiefs are still lagging in the tough-minded
shifting of territorial forces, especially PF, many of which are stagnant

are

’ "and inactive in areas which can be secured by PSD}¥ and police. Your

RPDC and G3 staff must devsiop soms analytical/evaluation techniquss.
.~ which will expose ihose district and province chiefs who fail to redeploy .
+ and will focus your conwnand attention on this. This will do a great deal
to geaerate the {orces neelad to keep up the momentum of pacificaticn.

(12 January 1972)

3

;,.,

f. Establish realistic pripriﬁu ﬂlocuto forces wisely. ' _“'

You have many areas thit nead attention, suck as the Ba Kuyon-Phong
" ~Dinh-Sorde ry central Chuong Thien, southers Dinh Tunng, and western
Vinh Binh. But you can mobilize to solve these problem areas. If you
gcaerate the forces that it is possible to generate, you can psse these
forces into these areas in a schedule over the nezt nine months. The
provinces must prepare good, systomatic plans to support the pacifica-
tion ={fort in each of these areas, and tc xestore fallow land ‘o prodaction
and empty hamlets to life. I am confident that most of theae areas can
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be rastor-d to a healthy cundition by the end of June 1972. [he ¢ssential
element i> sound, realistic, and compreheasgive planning, carried out
with gkill and dctermination. (5 October 1371)

% % * * *

No comman ler ever has all he aeeds to do everything at once. Success -
fil rommar ters get priorities and then systematically put their resources
to + rik on these tasks, economizing elsewhere. Adequate manpower and
oths ¢ regources are available in the Delta. The problem is one:pf manage-
ment, At the province/ TAOR meeting on 5 January tha'Prime Minister
:Jearly vatlined pacification priorities for the coming year, He stressed
the ¢limination of enemy forces and the VCI, the need for training of village
and hamlet cfficials, the nead for upgrading of local gevernment, the aced
tor more and better training of RF and PF, and the nead to carry approved
snd funded development projects quickly to completion. Your task is to
iine ap these and other priority tasks and thea to set up step-by-step pro-
xrams which use the available forces and other resources toward their
o:derly accomplishment. This is of course sfmply a description of ''goed
management. ' Your advisors are ready to assist. (12 January 1972)

g. Raige the strength of forces.

Determination and zeal on the part of your province, district, and
village chiefe is also going to be required if you are to bring the ARVN and
rerritorial forcea to full strength. The anforcement of the conscription
decrees has had to wait un*il after the elections. The alections are over,
and 1t is time to move strongly "n this critical problem. This will be a

severe test of the province chiefs, but they cannot afford to fail. (5 Octo-
ber 1671)

* * * * *

I congratulate you on yodr recent courageous and decisive actions to
strengthen manpower procurement and use in the Delta. Successful
execution of youar curreat plans will have a good effact not only in MR4 but
in other MR 's as well. ! wish you continued success in getting province
chiefs to make the tough decisions required by them. (12 January 1972)

h. Bring the VNAF to full effectiveness.

The VNAF in ths Deita is capable of more than it is doing. One reason
the VNAF does not perform as well as it should is ihat your commanders
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- r2ly too much on U.S. aviation - gunships, slicks, L-19's, and Black
Ponys. These U.S. assets are leaving. A year from now they will be
greatly reduced. We have presented to you a program by which the
performance of the VNAF can be substantially improved. I urge youto
got with Colonel Anh and to give this your personal emphasis. (5 Octo -
ber 1971)

You~ programs in this area are going along fairly well. My main
cencern 1s that there is still insufficient command and staff attention on
the offective ugse of VNAF tactical air in the Delta; as a result this
power(ul means is not being employed to ite full potential. (12 January
1372)

i. Traming of all forces.

Your commanders, like vervy many U.S. commanders, give inade-
Juate attention to iraining. They concentrate on operations. However,
further improvement in effectiveaess of your forces cannot be made by
mnceeasing the number of units; it must now be made by improving
per{formance, umt by un‘t, through good training. A number of good
traning programs have beea put into effect by your headquarters - such
as the Mobile Combat Training Teams for regular and territorial forces.
What 1s required now is for your subordinate commanders to be motivated
to give them the:r own personal attention - that is, to become 'training
mnded . (5 October 1971)

* * x * ®

Although there has been some small increase in 'training mindedness"
by s.ur sahordinate commanders, I must say that this entire area remains
oue of the weakest in the Delta, and is perscnally very troubling to me.
"Tramming' - and by this I mean the day-to-day review, critiqug, and
systematic imprevement of operations - and '"command supervision' are
one and the same, Your commanders - both divisional and sector -
s1imply do not uniergtand this well enough; they are "operations oriented. "
The results are uni:cessary casualties and the failure to obtain the full
potential of the excellent military material - especially the foot soldier -
of the Delta. You must do beiter on this objective. Your advisors are
ready to assist. (12 January 1972)

CONFIDENTIAL,
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J. Modification of tactics.

You mmust adjust your tactics and methods of operation to make up
for the loss of U.S. assets 1n the Delta, especzially to the loss of heli-
«opter gunship and slick suppart. In part, you can do this by insisting
that the VNAF (and your artillery) do a better job. In addition, however,
you have ‘o change your tactics to rely much less on the helicopter.

Youn must close out remaining enemy bases areas, populate the empty
comtryside, redeplov the R}, develop PF and PSDF t° lominate the
counatrysile on fyot, train all these forces in night operations. use roals
and «anals to resupply 100% rather than nse helicopters at all. Again,
yow have no choice. Your helicopter assets will be very limited, and
the POL and repair parts to support the intensive flying such as done by
U 5. units will simply not be available. (5 October 1971)

x* % b & 3

While there has been some encouraging shift in tactics to make up
for the impend-ng loss of U.S. assets, this has becn far short of what
can be obtaineds Some very hard decisions are going to be required by
vou and yoar commanders, in the direction of much more primitive,
austere and (I behieve) more appropriate and effective ways of doing
the yJob Time :s short. (12 January 1972)

k  Extension of secondary roads. The economic development of the
Delta has progressed admirably. However, as we move into the country
side the improvement of the LOC's, especially roads, must continue
Secondary roads are the foundation for economic growth, With the start
of the dry season only two months away, your advisors see many problems
in the secondary road program. There are problems of coordination
between MPW and ARVN Enginears, and of timely contracting and place~
ment of materials by MPW, These problems can only be solved by strong
command intarcst and staff action. There are also some problems of
equipment, We will dv everything in our power to obtain the argently
needed \ onstruction equipment for the MPW. Your advisors believe that
this> year is critical for secondary road construction. (5 October 197{)

] * 3 % *

The dry season is well along, but secondary road construction in the
Delta 15 still lagg:ng. One main problem has bean the great difficulty of -
making the bureancratic machinery function between the proviaces and
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the Ministry of Public Works. I believe that you will have to review the
secondary road program in detail personally, and then use your personal
influrnce and prestige to get action going on this program which is so
critical to your mission in the Delta. (12 January 1972)

1. Economy.

A great deal has been done by your command in recent months to
conserve the use of ammunition and other costly material. However,
much more needs to be done, not only on supplies but to conserve
vehicles, weapons, radios, and other items. I predict that the days of
almost unlimited resupply of ammuniticn, fuel, and other materiel are
at an ead. Your advisors are prepared to assist you in applying stringent
controls on supplies, in taking stroag neasures to make equipment last
longer through good maintenance, wnd in preventing the diversion of
supplies into unauthorized channels. Yonr country's future depends on it.
(5 October 1971)

%* %* %* * %

Your Army is wasteful - I regret that in part they have learned this
from the Americans. But your resources in the future will be severely.
reduced from thos = in the past. I strongly urge hard-headed command
programs to improve maintenarce, eliminate unnecessary consumption,
cut the diversion of supplies, and practice economy. Your advisors are
ready to assist. (12 January 1972)

m. Eliminatioa of the VCI,

The program to eliminate the VCI is bringing in too many low level
enemy and not enough important enemy cadre. There are too few target-
ted operations. There is too much meeting of 'quotas’’ with doubtful

claims. Your police operations suffer from insptness and I fear corruption.

Accommodation exists. VCIare able to purchase protection. Toc many
province and district chiefs, and their police officials, do not have a
sense of the tragic end that awaits them if the VC should come to power
in your coun‘ry. As a result, the snemy's control, propaganda, and
logistic apparatus remains resilient and pervasive. It is imperative that
your province, district, village, and police chiefs taks this matter most
seriously. If they do not, it could mean the aventual loss of all that they
have struggled for so hard. (5 Qctober 1971)
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Although Phung Hoang techniques have improved in some provinces, the
same conditions described on my 5 October memorandum still exist, except
that I now add that the enemy use of legal cadre has evidently increased.
1his is a Vietnamese problem, We Americans can o little except to warn
you of it. You must deal with it, Areas of particular concern are motivation,
caliber of personns!, and training. (12 January 1972)

1. Develop good administraticn and cadres at the village level.

The war is shifting to a low level but intensely personal war and the village
and hamlet are now the primary battleground. It is at this level that your
officials and cadres are directly observed b; the people. It is here that a
popular loyalty and a will by each person to commit himaself individually
against the VC must exist. This can be achieved provided that your
subordinate province and district chiefs get themselves out and around the
villages, among the population, in close touch with the people, intent on
meeting their needs, and bringing honest, dedicated, good government to the
countryside, (5 October 1971)

¥ * * * ]

Progress in this field is hard to measure in only three months. Progress
comes only from continued emphasis, and from sustained and purposeful
attention by your province chiefs. I suggest that you direct the RPDC to
outline for you a specific program - along the lines'of a REVAMP objective -
to focus attention on this most critical problem. I would recommend, as part
of the program, a Regional School at Can Tho for village and hamlet officials -
where these all-important people could come for seminars, refresher training,
and periodic guidance. (12 January 1972)

o. Corruption and favoritism.

There is one final and ultimately decisive point. Ileave it to last
because I want to emphasize its enormous importance to yuu'and your country.
This is the problem of corruption and favoritism that is so detrimental, not
only to your coun‘ry's performance but also to its reputation in the eyes of
U.S. people, wlose good opinion of you is essential for your continued sup-
port. You and others like you must take it as your primary objective to see
that competent and honest men are placed in positions of responsibility.
Dishonest and corrupt men must be removed. The Americans cannot do this
for you. There are enough decent, honest, Vietnamese in your country to
provide the leadership your country needs. (5 October 1971)

-
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Americans are not close enough te the situation to tell if there haa
been an improved trend in this area in the past three months. I will
only say that, if your country is to survive, corruption and favoritism
cannot be tolerated at any level,” But this is a problem for the Vietnam-
c3e; your American friends can only point out (probhably with not
sufficient understanding) the proble:ix. You, and others like you, have
to sclve it. (12 January 1972)

5. {C) Concluding remarks:

I recognize that the above is a loag list. It may even be such as to
cause some discouragement. I alse recegnise that I have called each
of those items ''decisive''. By that I mean that your success is in deubt
if each problem is not solved. If all the abave problems are properly
solved, your success is virtually assured. (5 October 1971)

¥ e * * *

You will note throughout the above a Vepeated use of phrases
emphasizing the need for ''realistic apprajsal" - '"tough-mindedness" -
"hard headed actions' and the like. This iy not accideatal. If there
1s any single aspect that is most troualing ' ma, as to the ability of the
Republic of Vietnan to eventually bring uheut a satisfactory outcome of
this war, it is the doubts I often hsve as to whether the responsihle
authorities and senior officials of your country possess the tough-minded -
ness to do what is requived. If they delude themselvas as te the real
situation, and thus fail to take the aciions awcessary for survival, your
country is simply not going to survive. In addition to matters discussed
above, there are two areas in which I ses serious problems if teugh
decisions are not faced up to and made.

a. Redeployment. Redeployment decisions are among the hardest
to make. But the plain facta are that the enemy is mmasuvering fer an
assault on your country, and that, despite this clsar waraing, the RVNAF
may well not be maneuvering adgquataly fo meat it. In MR4 you have
recently moved regimeats apd RF hattxlions te pre empt a threat to Base
Area 470, But in your comntry, the JGE are mot yet redeploying divisions
to reinforce the northern military xregions. The war outside the Delis is
beyond my responsiuilities as an adviser. I hring this up simply te sug-.
gest that you advisc the JGS that they can and sheuld make careful plans
now to redeploy a divisien to the north frem MR¢, axd that they can

CONFIDENTIAL

43

§b




CONFIDENTIAL

probably take a second division later in 1972. (They must give you your
additional RF, however, if they take divisions away.) The same basic
point applies to redeployment at the province, district, and village level.

b. Local administration. Security in the countryside has made the
farmer rich} yet he still goes without paying all but insignificant taxes.
Manpower decrees are largely unenforced at the village level. I
recognize that you have moved on the manpower problem. But until the
governing bodies in your country take some tough-minded action in the
areas of local administration of taxes and manpower management, there
is serious doubt in my mind that what has beea established in your
country deserves to be called a ''government''. Your strong continued
pressure on manpower, and your moral and practical support on taxation,
will be nacessary. Your country must establish a strong and secure
administrative base adequate to defend itself against the attack being
mounted from outside its borders.

4. (U) General Truong, I speak to you very frankly because I respect se
highly your character and your ability, because I love your country and
its people, and because my only concern is mission accomplishment in
the Delta. It has been a groat satisfaction for me to have served with
you in the Delta. Good luckl (12 Jsnuary 1972)
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