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1. (U) Introduction. The established purpose of this report, namely "to 
record and ~ t i l i ~ e  the experience, knowledge, and insight gained by senior 
officers, I '  has led me to deviate f rom the suggested format and to set forth 
in a reflective vuin certain major views held by m e  at tourss  end. These 
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result not simply from the 22  months as  an advisor in the Delta which end 
with this report, but also from two pre-doua Vietnam tours. The reader 
interested in information responsive to the suggested format is  referred 
to other, and excellent, material already available. 
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2. (U) The Need for hsiaht .  "Insight" i s  mentioned above. All too often 
insight i s  gained too late, and through adverse experience. I believe :hat 
great costs could have been saved in the Vietnam experience i f  our 
individual and collective insight had been better a s  things were developing. 
I claim no particular insight, but I do have some views on how insight can 
be gained. 

Insight - o r  the ability to see :he situation as  it really is  - is  the moat 
valuable asset  an advisor can have. Intellect alone doea not guarantee 
insight. Soldierly virtues such as  integrity, courage, loyalty, and stead- 
fastness a r e  valuable indeed, but they a re  often not accompanied by 
insight. Insight comes f rom a willing opemess to a variety of stimuli, 
from intellectual curiosity, from observation and reflection, from 
continuous evaluation and testing, from conversations and discussions, 
f rom review of assumptions, from listening to the views of outsiders, 
and from the indispensable ingredient of humility. Self-doubt i s  essential 
equipment for a responsible officer in this environment; the inan who 
believea he has the situation entirely figured out is  a danger to himself 
and to his mission. 

I dwell on this because, while insight is  the secret of good ge~leralship 
in any situation, i t  is  even more a requirement among the intangibles, 
nuances, and obscurities of a aituation like Vietnam. Certainly the 
responsible officer must be a man of decision, willing to settle on a course 
of action and to follow i t  through. But the reflective, testing, and tentative 
manner i n  which insight i s  sought does not mean indecisiveneaa . It simply 
raises the likelihood that the decided course of action will be aucces6ful, 
because it i s  in harmony with the real  situation that exists. I a m  convinced 
that the subjective insight into the conditions which actually prevail comes 
about only in the way I describe. -. 
3 .  (C) The Advisor. The above puts a special demand on the selection of 
advisors, especially at  the le-!el of colonel and above. The qualities which 
might make for effective, o r  ?veil outstanding, performance a s  a battalion 
o r  brigade commander are  no. necessarily those which make the best 
advisor. A marked empathy t ~ i t h  others, an ability to accommodate, a 
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certain unrnilitarily philosophical o r  reflective bent, a kind of waywardness 
o r  independence, and the like - these are  often found in outstanding advisors, 
but may be frowneh on in a troop chain of command situation. While it i r  
entirely possible to find the man who excels both a s  commander and adviror, 
these men a re  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 leas attention 
to the selection of senior officers for  service there. The years ahead, 
however, are  crucial ones and good advisors will be needed a s  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 
advisor quality a s  well a s  indicating highest level interest. Further, the 
Military Assistance Institute at  Fort Bragg, a s  the Army's repository of 
advisory know-how, could be the location where this "selection board" 
meets, where the performance of successful advisors i s  made a matter of 
record, and where periodic and interea ting seminars and orientation aesslons 
for colonel and general officer level advisora could be  run. 

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

4.  (C) T-gh Vietnamese Eyes. Of course, the advisor muat try to sec the 
situation aa i t  looks through Vietnamese eyes; This is  part of the inaight he 
strives for - not simply understanding the way Vietnamese in gerleral look 
at  matters, but also how his Vietnamese, Sis counterpart, does. What are 
the biases, constraints, pressures,  and d o  on, that make up his real world? 
In all of this, the b e r i c a n  has to understand that he is not ~ r t n a m e s c .  He 
is  only temporarily in the country, and he will be exceptional indeed if  in hi0 
tour he understands a small fraction of how Vietnamese look a t  theirrsituation 
and themaelyea. But everything he suggests should be tested against the 
question "how does this fit into the Vietnamese way? 'I 

Furthermore, it is  very important to understand "the 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 fished for generations, and where their livelihood 
lien, this i s  unnatural and in the end self-defeating. But i f  they bring 
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territorial security to the coastal area ,  populate i t ,  outpost i t ,  put PF in 
the a r e a  establish local government, and evelitually gain the loyalty of the 
population, the Lnfiltration of supplies will come to an end. Furthermore, 
the fishermen will be on their side. Our US advisors must appreciate this 
typ.: af point and make the aatural forces operate to the advantage of the 
mission 

On thc other hand, we have to recognize that the natural inclinations 
of the Vietnamese will on occasion work against their own objectives. An 
example. Village and district chiefs do not want to redeploy PF from 
pacified to contested a r eas ;  this is against the aature of the PF soldier, 
who likes to be home, and of the local authorities, who like the comfort of 
P F  nearby. But i f  this redeployment outward f rom secure to insecure 
areas  does not take place, the war can never be won So a solution must 
be found; however, the solution can still bc a "natural," or as  a minimum 
a "least unnatural" solution. 

The chemistry of this Vietnamese/US mix - this daily mingling of the 
counl:erpart with his views and the advisor with his - i s  what makes 
advisorship so interesting, and, when i t  produces a durable and good 
result,  so rewarding and worthwhile: Each advisor is  really alone in his 
environment. Because they a r e  so intangible, he is  not, a s  he i s  in most 
jobs. able to share wlth others his frustrations and his triumphs. (There 
a r e  tangible and concrete ways to make things happen a s  an advisor, 
howevzr; paragraph 9 of this report gets to that point . )  

5. (U) The-E_~e-m~ One area  where insight still seems to be especially 
short is in o u ~  u1i3e r r  tanding of the "enemy:' After all this time, he is  
still  far f rom understood, and is  again and again capable of surprise. A 
basic reason for this is that "he" is  fundamentally different from "us," 
including the Vietnamese on oar side, and we do not adequately perceive 
this. We kr13ru few rev,>lutionaries, we a re  little in personal contact with 
Communists, and thus we fail  to appreciate their remarkably distinct and 
different, and impr:-3siv.e qualities. The antagonist, especially the 
cadre ,  in Vietnam lives in an environment completely different from ours, 
but by years of adaptation he Ts entireiy at home, even secure and confident, 
in that environment. His environment i s  one of the hunted, yet one in 
which he can find p r~ tec t ion  among the people. It i s  an environment of 
night movement, clandestine communications, secret  cadres,  anonymity, 
rudimentary logistics , continual reconnaissance, careful study, patien* 
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waiting for the right conditions, near pe:fect intelligence about "our 
side," constant exhortation, a network of secret  bases, discipline, fervor, 
dedication, adaptation to hardships, pride in not just survival but progress 
notwithstanding the other side's possession of artillery, sensors, heli- 
copte-s, B-52's, fighter bombers, and other technical equipment of war. 

Now, we should give dut: respect to all these qualities of his, but as  
we gain insight into his nature we can also perceive his vulnerabilities. 
Perhaps we can even come to realize that some of the more costly 
systems being deployed against him in the countryside a r e ,  and will 
always be, of little effect and we can put our energies and efforts where 
the payoff wi l l  be greater .  For example, within MR4 the campaign to 
eliminate the enemy "minibases" in the countryside and to resettle 
formerly populated areas long contested o r  contrclled by the enemy i s  
striking his system in its most sensitive and vulnerable sector and will 
even t~ul ly  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 i s  that, i f  
our Vietnamese friends cannot bring this thing off, it i s  not going to get 
done. We cannot, and should not, do i t  for  them. The 3 . S .  withdrawal 
has finally brought home this basic truth to our U. S ,  rank and file in 
Vietnam. But, evcn at  this stage, i t  i s  a hard truth to understand and 
accept completely and the full scope of what i t  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 t ry  to "show them how!' The job of the 
advisor thus becomes more camplex, in that he has to tigure out what he 
has to offer a t  this stage of the war. He can offer a great deal - malysis ,  
systematic programs for achievement of objectives, independent evaluation. 
an outsider's critique: plus friendly enc~urageinent - all aimed a t  ultirnate 
withdrawal of even this 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 ask, "Is this a worthy carlse? " This question 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 a s  fact. 

Without gojng into a discussion, I simply say that I have ihought a great 
deal about the subject and conclude that Vietnam has been, and remains, a 
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worthy cause - worthy of the ideals, heritage. and efforts of the 3nited 
States. To remain worthy of U.S. participation, the effort must be 
conducted along lines which a re  morally and ethically justifiable. 

We owe i t  to ourselves, our men, and our country to let discussion 
of the cause itself be out in the open and dealt with - so that responsible, 
moral,  an3 upright men can be satisfied that their efforts are  on the 
right track. F rom this enlightenment there pr3ceeds improved motiva- 
tion, and a solid and lasting basis for  a sustained U.S. effort in this 
country. 

8. (C) - The Futlire - - - - - -- far - Vietnam. - -- - As I leave Vietnam, the North Vietnamese 
arc. once again on the offensive in Indochina - pressing hard in Laos and 
Cambodia and evidently building up for something in Vietnam. There will 
quite clearly be another time of test. As I look at the overall picture. 
albeit from a regional vantage point, i t  seems to m e  that, notwithstanding 
the current enemy offensive, there is  movement today in Vietnam along 
lines which ha-~e a reasonable chance of bringing about a satisfactory 
oul:come - satisfactory f rom a (South) Vietnamese, a U.S., a Southeast 
Asia, as  well a s  a "world peace" point of view. Parts  of this mix a re  in 
fair shape; on others a good deal more needs to be done. Elements of the 
"program" a re :  

a. Stability-of -- - the Rear.  -- This will come from an extension of pacifi- 
cation throughout the populated terr i tory of the Republic of Vietnam, 
thraugh improvement of the economic and social well being of the 
Vietnamese people, and through the growth of effective administration, 
of good local self-govs:rnment, of local capacity for self-defense, and of 
community spir i t  in the hamlets and villages in the countryside. 

The ; e  thir1g3 a r e  happening now, and they must be encouraged in 
every way possible, so a s  to establish a durable base from which the 
South Vietnamese society can deal with the threat f rom outside i ts  borders. 

b. Redeployment to M-e_e_t-t=h_r-+&. 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 zountry. For  the Vietnamese to 
deal effectively with this threat they must fiad the intellectual and moral 
toughness to prepare their divisions and mobile field forces for hard 
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conduct, appzaran-e, and overall ton<. of U.S. troops, both advisory and 
su.pport, were at  the highest standard. This was necessary not only for 
our ~ w n  self-respect, but also to set an example to the Vietnamese.) 

Each Lev21 1 Obj,>ctive was broken down into several Level 2 
Objzctives, and sabordinate Level 3 Objectives were developed for most 
of those, A uniform and systematic approach was established toward the 
analysis and execatLon of program for these Level 2 and 3 Objectives, a s  
well as  a system for controlling the overall program. 

REVAMP has becn a successful management program and a useful 
tool for Delta mission accomplishment. Inclosure 2 provides additional 
information. Those who are  interested in further information on this 
management method may address their inquiries to the Chief of Staff, 
Delta Regional Assistance Command. APO San Francisco 96215. 

10. (C) -. The Situation - in - - the - Delta. - - - Finally, on my departure from 
Vietnam. I find the situation in the Delta encouraging in some respects, 
troubling .in others, and satisfactory overall. 

The Delta strategic plan i s  along sound lines, and the organization i s  
good. Pacification i s  at work in the countryside and, if pressed on into 
the less populated and other still highly contested areas ,  will inexorably 
erode the eneiny's gu~?rri l la  strength without which he cannot survive. 
Leadership i s  generally good - superior at  Corps, satisfactory overall 
a t  division/STZ, and, with only one serious exception, reasonably good 
at  province. Problems exist - for example, redeployment lags in pro-  
vinces, districts,  and villages; shifts i n  tactics a r e  not coming rapidly 

. enough; infiltration continot?a; the village and hamlet levels of adminis- 
tration a r e  still weak; training of forces i s  far below standard; and 
development i s  hampered by .annecessary and self-imposed bureaucratic 
entanglzment. Unless there is  a serious turn for the worse in Cambodia, 
a govermentrrl upheaval in Saigon, precipitate withdrawal of U.S. sup- 
;rort, o r  some similar  fundamental adverse change in the situation, I 
forssoe continu::* progress in the Delta and eventual full mission 
accomplishment. 

The best way to describe my views on the situation and outlook for 
Military Region 4 i a  to pro-Ale at  hc losur  : 3, for comparison purposes, 
extracts of two let ters  written by me in recent months to Lieutenant 
General Ngo Quang Truong, Co-nding Czneral, IV Corps and 
Military Region 4. The latter letter was my "farewell assessment. " 
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1 sbcialJ, state in r:onclusion that m y  association a s  a n  advisor with LTG 
Trnslzg has been I~ighly  rewarding. That this outstanding officer has  gained 
int:rea:;iay r r : ;pns ib i l i ty  within the Vietnamese a rmed  fo rces  over the years  
is 3 - -  -'-asm fo r  m y  belief that there is a good likelihood that: our  Vietnam- 
e s c  friends ma)- be su<:sessful in  the long run. 

&ajor General. U.S. Army 
Senior Ad-risor, N Corps/MR4 
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HEADQUARTERS 
DELTA REGIONAL ASSISTANCE COMMAND 
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IWCDR-CG 13 December 1971 

SUBJECT: Letter of Instructions (U)  

Senior Advisor, 7th Infantry Division 
Senior Ad.risor, 9th Infantry Division 
Senior Advisor, 21 s t  Infantry Division 
Senior Advisor, 44th Special Tactical Zone 

1. (U) This letter of instructions contains my basic guidance for the execu- 
tion of your responsibilities a s  senior advisor. It assembles and expands 
upon guidance already i s  sued in other forms. 

2. (U)  Your mission: You a re  responsible for advice and assistance, as 
appropriate 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 i s  to bring about substantive and sustained improvement in the 
advised command and its subordinate elements so that i t  can perform its 
mission well with minimum U.S  combat support and eventually with none. 

5 .  (U) Yo11 a r e  to keep always in mind that the key to mission accomplish- 
ment in the Delta i s  pacification. You will thus consider the basic function 
of your ddvised zommand to be support to pacification. This concept is 
described in the various RVNAF and MR4 campaign plans, with which I 
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 riltimate objective - the successful pacification 
of MR4. 
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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 
possible way. You should provide a focal point for necessary coordination 
of military operations. You should find ways to support the efforts of 
these teams, and for your advised command to assist  the province and 
&strict  chiefs in its TAOR. You must lead and encourage your counter- 
part  to visit district and province chiefs, to listen to what they have to 
say, to understand their problems, to contribute to the solution of these 
problems, and to counsel them as  necessary. While your specific 
responsibilities in the field of pacification a r e  limited. your understanding 
and support of the total pacification program must be thorough, 

5 .  (C) For zertain military matters, your advised command, and your 
advisory 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 a i r  requests, and operational reporting 
among others. In s ~ c h  matters,  I expect you to establish professional 
operating 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 a s  others, 
the way to the desired results is  good professional understanding of the 
problem, plus communication and a willingness to work out a solution. 

6. (C) U.S. Army helicopter assets  operating in the Delta a r e  opcon to me 
a s  Senior Advisor, IV Corps/MR4, and I in turn make them opcon to you. 
They become opcon Lo you upon reporting for their mission. You a re  
authorized to make them in turn opcon to regimental/group/brigade senior 
advisors o r  pro-fince senior advisors/deputy senior advisors, o r  their 
duly authorized representatives. When these assets  a r e  under your opcon, 
I hold you responsible for what they do. Before making the assets opcon, 
you will insure that lower level senior advisors a r e  properly trained and 
oriented to accept the responsibilities that go with this opcon. You and 
they will always have available the advice of the a i r  mission commander, 
andlor the aviation task force (battalionlsquadron) commander, Listen 
carefully to this advice; disregard i t  a t  your great risk. In matters of 
safety of flight and weather limitations, the senior aviation commander 
present has the decisive word. 

7. (U) I hold you responsible for meticulous ~ompliance with prescribed 
Rules of Engagement. You must take extraordinary measures to insure 
that personnel. who have responsibilities in these matters a r e  thoroughly 
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briefed, periodically tested, and continuously supervised. Further, 
yo11 a r e  to convey to your counterpart this same concern for the pro- 
tection of noncombatants. 

8. (C) We a re  engaged in a strong and systematic program for the improve - 
ment of the VNAF, and of ARVN/VNAF' working relationships. I expect 
you t; take a personal interest in moving this program in your advised 
command. This i s  a multi-faceted effort involving every type of VNAF 
support, and an intricate web of ARVNIVNAF operating procedures, com- 
mand arrangements, and staff techniques. It involves the total US military 
advisory effort in the Delta. No aspect of your task i s  more important 
than this. The clearly foreseeable reduction in US aviation assets  makes 
this effort essential to mission accomplishment in the Delta. 

9. (U) You a r e  to consider yourself a s  a trainer much more  than an 
operator. You should carefully observe the operations of your advised 
command, evaluate i t s  basic deficiencies, establish systematic prograrns 
to ass is t  your counterpart in the correction of these deficiencies, and then 
measure progress and report i t  to him. Specifically, you will work toward 
improving command techniques, staff operations, coordination of combined 
a r m s  and supporting operations, and the day-to-clay training and command 
supervision of infantry platoons and companies and art i l lery batteries. 
Your counterpart should look on you a s  a consultant on these and other 
aspects of his  responsibility, and not primarily a s  a chanpel through 
which he receives support of various kinds. This training emphasis and 
your function a s  consultant a r e  a considerably greater  challenge to your 
professional qualifications and advisor abilities than i s  the more limited 
function of "operator1'. 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 -  
izing that he knows a great deal more about Vietnam and his own situation 
than do you. 

10. (U) The Vietnamese are  moving to an e r a  of more austerity. We must 
teach them to economize, to do more with less ,  and to find substitutes. 
This i s  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 
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machines and technical gear. One of your main tasks is  to develop a 
realistic acceptance by your counterpart of these realities, plus the 
toughaess to meet the situation with less  in the face of a determined 
enemy. 

11. (U) There i s  one coordinated effort  in the Delta. There is  not an 
"ARVN War," a "Sector War," a "Navy War," o r  "pacification" separate 
from other efforts.  There is  imply a single effort toward overall mission 
accomplishment. It falls to you, a s  the senior advisor to the major 
tactical command in your TAOR, to see to i t  that all aspezts of this 
total effort a r e  coordinated, especially a s  to military operations. You 
and your staff must provide a coordinating advisory focal point - reach- 
ing out to the advisors of VNN, VNAF, provinces, and others, and 
bringing about mutual exchange of views, discussion of problem areas,  
and solutions. You must impart the same spirit  to your counterpart 
and his staff. The RVNAF command relationships a r e  complex and often 
unclear. The secret  to success i s  not to fall back on the written charters 
and to deal with problems in a bureaucratic way, but to concentrate on 
practical workable solutions to concrete problems in a spirit  of mutual 
cooperation. To achieve this will be a test of your professional ability, 
and to bring about this spirit  in your counterpart and his staff will be a 
test of your aensiti-+ity and advisory skills. It calls for  an attitude of 
communication, appreciation of other's viewpoints, accommodation. 
and a t  the same time a fully professional dedication to the mission, and 
decisiveness. 

12.  (U) You must  devote considerable effort to motivation of your own 
advisory team. The advisory function is ,  a t  beat, difficult to understand 
and appreciate. At this stage, when advisory teams a r e  decreasing in 
size and shifting in emphasis, and when the environment i s  one of with- 
drawal, i t  i s  of paramount importance that each adv;sor understand his 
mission, and the broader context of our effort. Your task i s  to insure that 
each advisor, in fact, has meaningful work to perform. You must take 
pains to do this. You should concentrate especially on the advisors at  the 
lowest level, such a s  the Mobile Combat Training Team, where frustra-  
tions are  greatest and where the Vietnamese emphasis essential to success 
i s  often lacking. 

13. (U) Your advisory team must in al l  things se t  the example to the Viet- 
namese. By oilr appearance, discipline, and adherence to established 
standards in everything we do, we must convey to our Vietnamese friends 
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an example of rectitude and professionalism that they will emulate. This 
includes the simple soldierly matters of appearance, military courtesy 
and the like, hut i t  extends across al l  activities - maintenance of our 
equipment, concern for our men, avoidance of black market and other 
imatithorized practices, attention to duty, dedication to mission, and 
al l  the rest .  More than we realize, the Vietnamese look on us as  examples 
of how they should proceed. In our everyday conduct, we should go to 
gr.-at lengths to be sure that they have something worthy to copy. 

14. (U) I want your relationship with me and with this headquarters to be 
tnformal and direct.  Be sure that you keep us informed of your situation, 
and let  us know about problems you a re  unable to resolve an  your own. Be 
especially careful to let me o r  the Deputy CC know of significant develop- 
ments o r  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 command group 
on any problem. If you cannot resolve a matter,  do not take the weight of 
the world on your shoulders. Bring i t  to me. We a re  all in this together. 

/S/ John H. Cushman 

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

(This Page is Unclassified) 
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INCLOSURE 2 t o  Senior Officer Debriefing E o p r t  of Major General John H. 
Cushman, CG, CRAC, 14 January 1972 (RCS CSFOR-74) 

REVAMP - 

In May 1971, i n  t he  Delta Rogional Assistance Comnand, a management 
program known a s  RrTAMP was developed. The nickname stands for  l%&ubled 
Vietnandzation And Mili tary RofessionaUsm." The purpose of this manage- 
ment program was t o  br ing together i n  e systematic way t h e  many diverse 
elements of t he  t o t a l  requirement f o r  advisory mission accomplishment in 
Mi l+. The REVAMP program had seven ''Level 1 Objectiven a s  follows: 

(1) Pacification was recognized a s  a major p r t i o n  of t h e  advisory 
mission which had already Seen adequately documented and was being 
nmnaged i n  a manner acceptable t o  t he  CG. Level 2 and Level 3 objectives 
were therefore  not made part  of FEVAMP. 

(2) T u r n  Over of programs and a c t i v i t i e s  currently performed by US 
advisors t o e t n a m e s e .  

( 3 )  Trainin of RVNAF in order t o  c rea te  a sk i l l ed  base of t r a ine r s  
who muld  d eve op and conduct qua l i ty  t r a in ing  programs a f t e r  departure 
of advlsozy personnel. 

(L) Improve R V W  bli l i tary Operations by focusing the advisory effor t  
on those areas  i n  which RVNAF self-sufficiency was required i n  a rela- 
t i v e l y  short  time frame. 

(5 )  Cambodia Cooperation: included because of i ts decisive imprtancc 
t o  ndssion accomplishment in t h e  Delta. 

( 6 )  Orderly Phasedown of t h e  US Effor t ,  directed toward insuring that  
t he  drawdonn of US forces  i s  adequately planned and executed. The 
amph~~sis  here i s  i n  t h e  word "orderly.I1 

(7) Professionalism i n  t h e  Comnd,  aimed a t  impiaving t h e  %onet1 
of US forces in the  Delta. 

2. 'lb provide a c learer  understanding of  how REVAMP has been managed, 
selected REVAMP documents a r e  attached a s  Tabs to t h i s  Inclosure: 

8.  RF(1AMP Information Bul le t in  No. &71, 28 August, which explains 
t he  program. (Tab A) 

b. A blank REVAMP harksheet and a mrksheet sample, f i l l e d  out. (Tab B )  

c. IiGVAMP Surmnary Sheet format. (Tab C) 

Inc l  2 
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" 
, , smp? I= S u n m y  :heel,, f i l l e d  out. (Tab D) 

. Level 2 md Level 3 ohjectivxi for each of the  Level. 1 objectives, . ::-. ' , tc i f ics t icn,  as  of .J,snuary 1572. (Tab 6 )  

. .  '3. technicil? by which the CG, CWC, monitored and motivated t h i s  pro- 

. .:?s t o  me.? f o r  a tot>: of b-5 hours each week, 30 minutea a t  i time, 
: !  ; .!.ect:--.d :;:tion of f icers  to  review the s t a tu s  of t h e i r  progrnms and 

. : :.,.; ,= ~ . * j d a r ~ c o .  -. The R Y f i i P  Cocrdir.:itor staff kept records of the actions 
. . - .  . - .  . aach meeting, and nomina.ted t o  the  60 candidates f o r  the following 
. . -: : i ea t ine .  Summary sheets m r o  monitored by the  REOA1.P Coordicstor 

:!'. and urdatrd a s  nncensary t o  r e f l e c t  a new s i tua t ion  o r  accomplishmonte. 
'! - .!I j t~ci ive5 ~f !':ambodid Coope:ration" and *Professionalism in  the Connnand" 

I I . ~ ~  n i y  :,ev?l 2., 2nd no ! ~ v l  2 objectives. The sumnary sheflt and revlaw 
... -. .>. 31.ircs \ tr? f.\.cn 1e.y.; f o l m i  fo r  t.hsse two objectives. 



U N C L A S S I F I E D  

HEADQUBP.TERS 
DELTA REGIONAL ASSISTANCE C m  

AW 46215 

.SUBZECT: W M l P  INFOmfATION BULLETIN NO. 8-71 

TO: See Distribution 

1, XImSE: The purpose of this information bul le t in  is t o  explain the 
?.FJ>&P Program with emphasis on fostering an understanding of the  program 
a t  the  xction of f icer  level.  

2 ,  GaERAL: Throughout the past  two months, a l l  units in the Delta have 
u n d e r g o n e 1  period of considerable psrsonnel tunover .  Many new assignees 
-$err hianer ranking f i e l d  grade off icers ,  who assumed positions as s t a f f  
d i f i s icn  ch iefs  and, a s  a par t  of t h e i r  inprocessing briefings,  received 
an or ientat ion on the  REVAMP ?meram. Other new s t a f f  o f f icers ,  most 
assisned a t  the action o f f i ce r  l eve l  within t h i s  same timeframe, had 
t k . ~ i -  first exposure t o  W W 4 P  when faced with the  responsibi l i ty  of 
m i t i n g  3 summary sheet update by someone cal led a nKEVAMP COORDINATOR1'. 
This information bu l l e t in  i s  designed t o  c l a r i f y  the often asked question, 
"'.st i s  ~ ~ P ? *  

0 Upon assumption of command i n  May 1971, the Commanding 
:>en?:-zl recognized a need t o  unify the advisory e f f o r t  i n  terms of the 
direstion it was t o  take during h i s  tenure. There were a number of 
?.;ason5 f o r  t h i s .  They included: t h e  rapid pacif icat ion progress 
zchieved lur ing the 1569-1971 timeframe; the  ever present problem of 
personnel turbulence caused by the  12 month tour; and the problem of 
i r te r fac ing  t h e  a c t i v i t i e s  of a11 s t a f f s  and uni t s  i n  the Delta in order 
t o  insure t h a t  coordinated programs, covering all aspects of a problem, 
were dsveloped. With these goals i n  mind, a management program was 
devcioped under t h e  acronym of iZEVkMP (Redoubled Vietnamization and 
'4 i l i t t ry  ~rofessional ism) which focused on those areas of C5 DRAC's broad 
and diverse mission vfiich he f e l t  were most c r i t i c a l  t o  the  success of 
thc zdvisory e f fo r t .  These objectives were not all-pervasive, but 
@.isc:.bFnntaly chosen as  +,he mnst. c r i t i c a l  aspects of the advisory 
fun.:t.ion. They included the  fcjUmbqp 

1 )  Turn Over of programs and a c t i v i t i e s  current ly  perfonnd 
by US: advisors t o  the Vietnamese. 

(2) Training of 3NAF i n  order t o  create  a sk i l led  base of 
t r a ine r s  who would develop and conduct qua l i ty  t ra ining 
programs a f t e r  departure of advisory personnel. 

i n c l  2 
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( 3 )  Promoting Effective INNAF Military Operations by focusing the 
advisory e f f o r t  on those areas i n  which RVNAF se l f  sufficiencv . 
was required i n  a re la t ive ly  short  time frame. 

(L) Improving the ll'tonell of the comand by insuring t h a t  a l l  
members of it had a meaningful function t o  perform, were 
aware of the importance of t h i s  function, and were v i l l ing  t o  
perform it i n  a professional manner. This objective a l so  
keyed on negative aspects such as  drug suppression and 
i l l e g a l  ac t iv i t ies .  These broad areas were aimed primarily 
a t  US forces and were grouped under the category of 
Professionalism i n  the Command. 

( 5 )  Orderly Phasedown of t h e  US Effor t  which is actually the 
culmination of the other ir Droarams and is directed toward 
insuring t h a t  the drawdown bf US forces is adequately planned 
and executad. The emphasis here i s  on the mrd "orderlyN. 

(6)  Pacification was recognized as a major portion of the advisorg 
mission which had already been adequately documented and was 
being managed i n  a manner acceptsble t o  the CG. 

b. 0 anization: During the  l a t t e r  pa r t  of May and ear ly  June, the 
CWananding --m Gener eveloped the REVAMP idea through a group he had 
selected t o  coordinate t h e  program. Recognizing t h a t  he alone could not 
supervise the  en t i r e  program, he developed an organization of program 
sopervisors and program managers. To f i t  these more precisely i n t o  the 
p r o g m  design, a se r ies  of leve ls  were developed i n  order t o  categorize 
objcntives. A l e v e l 1  goal equated t o  one of h i s  6 conunand objectives. 
:Tithin each l eve l  1 category, there were several  l e v e l  2 goals which 
-:onsisted of a major ac t iv i ty  i n  the program category. Level 2 goals had 
cer ta in  specif ic  opera tin^ n h i e c t i v ~ a  which contributed t o  the i r  accaaplish- 

. -. 
ment and these were desigi ate& Pevel 3 go&$. To hypothesize, assume t h a t  
a lave1 2 goal under the  l e v e l  1 goal of TURN OVER was Turn Over of 
?acification and Dwelopment Reporting. A log ica l  l eve l  3 goal would 
then be the  Turn Over of the Hamlet hraluation System (HES). I n  supervising 
the implementation of the program, COY DRAC appointed key members of the 
connnand group as  Program Supervisors f o r  each l eve l  1 goal. Their role 
ws t o  insure t h a t  the  programs developed moved forward and t h a t  a con- 
tinuous rwiew was made of program data f o r  accuracy and adequacy. A 
Program Manager was also assigned t o  perform the day t o  day monitorship of 
re la ted ac t iv i ty ;  col lect  the summary sheets ,  updates etc,  and provide 
whatever guidance was necessary t o  the agencies responsible f o r  actual ly  
developing spec i f ic  goals ( l eve l  31s). The Program Manager then was key t o  
successful implementation of t h e  IlEllAMP concept. Only through h is  discerning 
judgment and c rea t iv i ty  could imaginative l eve l  2 and l m e l  3 objectives be 
developed. Acoordinating conunittee was a l s o  created t o  provide technical 
advice 2nd assistance i n  the  mechanics of REV&&fP. Inclosure 1 graphically 
portrays the present organization. 

c. 2ata Development: During successive Sundays i n  June, a major topic 

- 2 -  
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itt the Commanding General's Conference was REPAMP and i t s  implementation. 
Through t h i s  medium, level  2 and 3 goals were developed. Commensurately, 
staff agencies having functional responsibi l i ty  f o r  a given area were 
normally assigned as  the action agency. To a s s i s t  i n  developing usable 
data,  a worksheet was constructed f o r  use by the action of f icer  (Inclosure 2). 
This worksheet was solely f o r  h i s  use and was not t o  leave his office.  To 
manage a c t i v i t i e s ,  summary sheets were developed f o r  leve l  3 objectives 
using the  worksheet as a basis. The instruct ions f o r  complet* a summary 
sheet a re  attached a s  Inclosure 3. Summary sheets are  made i n  6 copies. 
Distrioution i s  made a s  follows: 

(1) Original - Action Officer 

(2) 1st Carbon - Program Manager 

3 2d Carbon - PPbR Division, mRDS 

) 3d Carbon - DCG, DRAC 

(6) 5 th  Carbon - CG, DRAC 

Five copies a r e  submitted t o  the Prrgram Manager, who retains  one 
and forwards the  remaining four  t o  CORDL, PPdJt f o r  posting t o  the  appro- 
p r i a t e  binder. The binders a r e  then used by the Command Group t o  monitor 
progress. A s  changes occur o r  target  dates pass, action agencies a re  
required t o  submit progress reports shown a t  Inclosure 3. I n  this w a y  
the  program continues t o  move forward and a chronology of progress i s  
maintained. 

&. CURRENT STATUS: 

a. Summary sheet binders have been prepared, analyzed and presented 
t o  the  Command Group i n  every area except Pacification. Updates of t h i s  
data have occurred on 3 separate occasions and presently, one is pending. 
Due t o  rotation, considerable change has transpired in program managers, 
supervisors, and most importantly, i n  action officers.  KEYAMP has had a 
number of benefits  accrue from it. More d i r e c t  coordination and cooperation 
i s  evident within the DRAC Staff .  A d i rec t  coordination relationship has 
been e Cablished with the  A i r  Force Advisory Team and Navy Elements. 
Joint  problems a r e  a i red  in open discussion and joint  solutions t o  them 
aire developed. Within the DRAC s t a f f ,  REVAMP has caused programs t o  be 
definit iaed. This has resulted i n  a more e f fec t ive  t rans i t ion  between 
o ld  and new s t a f f  members during a period of high personnel turbulence. 
Further, it has insured program continuity. 

b. There a r e  a number of problem areas which have surfaced, not the 
l e a s t  of which i s  a tendency t o  adopt a short  ranee approach t o  establish- 
ing programs f o r  a t ta ining objectives. Additionally, some agencies have 
indiczted a reluctance t o  c i t e  a spec i f i c  program f o r  f ea r  of being held too 
closely t o  ta rge t  dates so established. The u t i l i za t ion  of command l e t t e n ,  

- 3 -  
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di rec t ives  e tc , ,  without a corresponding program t o  insure they a re  im- 
plemented, has been noted as  a common deficiency in summary sheets. 
Similarly, when a given l eve l  3 objective is attained, there has been a 
reluctance t o  s h i f t  t o  another area and establ ish a new objective. 

c. The key t o  continuing REVAMP as  a viable  program r e s t s  with two 
individuals; t he  action o f f i ce r  who develops the  l e v e l  3 objective, and 
the Program Manager who analyzes :hose l e v e l  2 and 3 objectives f o r  which 
he i s  responsible, and adds t o  o r  subtracts  from them i n  order t o  keep 
the program moving. A s  programs progress, new areas a r i s e  which a re  
su i t ab l e  as l e v e l  3 objectives and they should be automatically included, 
The act ion o f f i c e r  must take the i n i t i a t i v e  i n  t h i s  regard and continuously 
analyze h i s  area  with a view toward developing new areas of concern and 
incorporating them in to  the program. 

5. SUlBIhRY: To sum up, REVAKP i s  a management program spec i f ica l ly  
t a i l o red  by the  Commanding General toward goals which he considers 
important. The concept is geared toward management by objective i n  order 
t o  focus on spec i f ics  and provide continuity within program catagories. 
The program i s  working and tangible r e s u l t s  have been achieved i n  every 
area. Continued v i a b i l i t y  i s  dependent upon you - t he  action o f f i ce r  - 
i f  the  program i s  t o  be dynamic and ad jus t  t o  changes i n  the direct ion of 
the advisory e f f o r t  i n  the Delta. 

3 Inc l  
as 

1 - Commanding General 
2 - DEPCORDS 
1 - Deputy Commanding General 
& - Chief of S ta f f ,  DRAC 
& - CO, 16bth CAG 
k - COY 3bth mr Gp 
11 - CO, DLSA 
2 - Headquarters Connnandant 
h - CO, 52d Signal Bn 
& - CO, Delta Naval Forces 
b - CO, 6255th A i r  Base Squadron 
2 - 20, 3d flrrg HOSP 
1 - Vi l i t a ry  Senior Advisor, CORDS 
1 - Eirector,  Phung Hoang, CORDS 
li - ACofS, G-1 
b - ATofS, G-2 
IJ - ACofS, G-3 
& - LCofS, G-L 
2 - ACofS, G-6 
1 - Fnginaer, DRAC 
& - Deputy Zone Coordinator 
1 - DRAC Community Relations Officer 

MZTHUR !J. FINJXOUT 
LTC AD 
Program Coordinator 

- Director, TFD, CORDS - Director, Public Safety Div., CORDS - Director, Public Health Div., CORDS - Director, Pub13 c Admin Mv., MRDS 
1 - Director, War Victims Div., CORDS 
1 - Director, New Life Dev., CORDS 
1 - Director, Land Reform Div., CORDS 
1 - Director, PP&R Div., CORDS 
1 - Director, PSYOPS Div., CORDS 
1 - Director, qhieu Hoi Div., CORUS 
2 - ArtiLlery Advisor, DRAC 
1 -Operations Advisor 
1 - 0-3 Plans Advisor 
1 - G-2 Plans Advisor 
1 - G-L Plans Advisor 
1 - Infomation Officer 
1 - C-3 %I, Advisor 
1 - I n s ~ e c t o r  General. DIMC 

L - SA, -AF'T L 
1 - Civi l ian Personnel Officer 
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REVAMP SUMMARY SHEET F O M T  

*REVAMPss is typed the top center of t he  page. Beneath it, centered, is 
the t i t l e  of the sununary sheet composed of t he  shor t  t i t l e s  of the leve l  
1 and l eve l  2 objectives involved and the number of the l e v e l  3 objective. 
Eg: Phasedown, Disposal of Real Property Fac i l i t i e s ,  Objective &. 

OBJECTIVE: A c l ea r  and concise statement of the l e v e l  3 objective not to  
exceed one sentence i n  length. 

Si tuat ion ( Day, Month, Year of i n i t i a l  o r  updated summarg sheet ): 

This paragraph summarizes the  s t a t u s  of the objective and the f a c t s  
bearing upon it a t  t h a t  point i n  time when i t  was i n i t i a l l y  included in 
the REVAMP program. Whenever s ign i f ican t  progress i s  achieved, a ta rge t  
da te  is met, o r  s i x  weeks have elapsed since the l a s t  update, the sununary 
sheet should be updated. This s i tua t ion  paragraph wi l l  then be expanded 
t o  include an evaluation of the progress made toward the attainment of the 
objective. Specific mention w i l l  be made of ta rge t  dates and what was 
accomplished as of those dates. The progress s ince  the last update w i l l  
be c lear ly  stated.  A s  the  objective approaches attainment the  "Program 
f o r  Attainmentst' and "Target Dates" paragraphs w i l l  become progressively 
shorter.  When the objective i s  at ta ined the f i n a l  update is submitted 
consist ing of t he  objective statement and a s i t ua t ion  paragraph sum- 
marizing the h i s tory  and completion of the  program. 

PIDGRAM FOR ATTAINMENT OF OBJECTIVE: 

a. The nhows" from the worksheet a r e  s t a t ed  i n  out l ine  form, i n  
simple, d i r e c t  language. 

b. These statements s e t  fo r th  i n  log ica l  sequence the s teps  
necessary f o r  attainment of the  objective, using t h e  s i tua t ion  a s  a 
s t a r t  point. 

c. men t he  summary sheet i s  updated the completed s teps  a r e  omitted 
and any addit ional s teps  found necessary f o r  the program a r e  added. 

d. The program should include mid and long range objectives and not 
r a s t r i c t  i t s e l f  t o  a short  range approach. 

HOW PRMiRESS IS MEASURED 

a. The means f o r  measuring progress towards each s tep  and the 
program a s  a whole a r e  l i s t e d  i n  ou t l ine  form. 

b. These measurement too ls  may be absolute numbers, ra t ios ,  
percentages, subjective qua l i ta t ive  judgments, o r  whatever is applicable. 

I n c l  2 
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c, If a measurement too l  refers  t o  a s tep  which has been completed 
and omitted from the updated summary sheet,  it wi l l  a l so  be omitted on 
the updated summary sheet. 

s. The dates when the s teps  of the program are  expected t o  be 
completed are  s ta ted  i n  outl ine form. Essentially,  these a r e  the dates 
from che "br?lenl* column on the worksheet. Dates included may be keyed t o  
t he  appropriate paragraph i n  the program f o r  a t ta ining the objective. 
men  t h i s  i s  done an appropriate remark t o  t h a t  e f fec t  w i l l  be included. 

be I f  the s teps  a r e  of a recurring nature, the  date of the i n i t i a l  
action and the  bas i s  of recurrence a re  s ta ted.  Eg: Reports w i l l  be 
submitted on 31 July and the end of the  first month of each quarter 
thersaf te r ,  

c ,  If key dates a r e  unknown a t  the  time the program is planned, it 
is so indicated and a D-day is assumed f o r  planning purposes. I f  key 
dates a r e  highly c l a s s i f i ed  then a reference i s  made t o  where the dates 
may be found and a D-day is assumed f o r  planning purposes. The steps in 
the ?rogiaam f o r  'ttainment of the  Objective a r e  then given ta rge t  dates 
plus o r  minus :: many days from the assumed a-day. Eg: W a y :  the day 
construction i s  completed (unknown a t  t h i s  time). On D*5 a l l  off ice  
furn i ture  w i l l  have been moved i n t o  the new f a c i l i t y .  

d. .&en a t a rge t  date  is reached an updated summary sheet is 
submitted t o  t he  Program Manager as  soon as possible.  Past t a rge t  dates 
are  omitted from the updated summary sheets and new dates are  added i f  
new steps have been added i n  the Program f o r  Attaining the Objective. 

-2'- 
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R E V A M P  - - - - - - 
TUPX OVEF,, PACIFICATION AND DEVELOPMENT REPORTING, OBJECTIVE 1 

OBJECTIVE: To turn over the Hamlet Evaluation System (HES) t o  the Vietnamese. 

SITUATION, 30 September 1971:: CPDC has developed a ten ta t ive  plan f o r  
gradual adoption of a HES reporting system and the training of necessary 
perscnnel t o  operate it. I n  Mid-May, the  Vietnamese appointed province- 
HES committee members country-wide; and on 21 May, each MR-b Province 
HES C o d t t e e  Chairman was directed t o  es tabl ish and implement an i n i t i a l  
t ra ining program for  h i s  committee and the d i s t r i c t  HES off icers .  
Province HES committee members include: 

a. Deputy Province Chief f o r  Admin - Chairman 

b. Deputy Commander f o r  Sector 

c. Chief of Coordination Center, PPDC 

d. Chief of Provincial RD Cadre 

e. US HES Officer, Province Advisory Team 

The function of t he  D i s t r i c t  HES of f icer  w i l l  be performed by the former 
d i s t r i c t  P&D of f icer .  He w i l l  perform similar  du t ies  as a r e  now performed 
by DSA's. Final  determination of HES rat ings  w i l l  be made by the Province 
HES Committee. The month of June w i l l  be used by the VN f o r  training and 
practice,  and commencing on 1 July, gradual responsibi l i ty  f o r  reporting 
w i l l  be assumed by them. I n i t i a l  d i s t r i c t s  se lectedfor  t h i s  program have 
no advisory team present o r  the MR DEPCORDS has requested t h a t  GVN assume 
the reporting responsibil i ty.  

By 1 July  1971 province and d i s t r i c t  evaluation teams had been formed and 
the  reporting responsibi l i ty  i n  ten d i s t r i c t s  had been assumed by the 
Vietnamese. During mid-July CPDC requested tha t  no reporting responsibil i-  
t i e s  be turned over on 1 August 1971, so t ha t  they would have the 
opportunity t o  evaluate and react  t o  the  reports submitted by the d i s t r i c t s  
which assumed reporting responsibi l i t ies  on 1 July.  This request was 
granted, and CG, DRAC directed t h a t  the  US also perform an evaluation 
on the 15th of each month folowing the  tu rn  over of reporting responsibil i-  
t i e s .  The reports of the ten d i s t r i c t s  which assumed the HES reporting 
respons ib i l i t i es  on 1 July were evaluated and found t o  be accurate. On 
1 September 12 more d i s t r i c t s  assumed the  reporting responsibil i ty.  Since 
the l a s t  update these were evaluated and found t o  be accurate. 

I n c l  2 
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Pi!D2?&4 F3R ATTAINMENT OF OBJECTIVE: 
. , 

I '.', 

a. Gradually tu rn  over H E 3  reporting responsibi l i ty  as d i s t r i c t s  
meet t he  prescribed c r i t e r i a ,  . . .  . . . . .  ,.. 

b. Evaluate the  qua l i ty  of the submissions t o  determine areas 
where more guidance i s  required f o r  correct  preparation of 
the  reporto  

c. Monitor and a s s i s t  Vietnamese i n  order t o  insure timely ar&val 
of reports i n  Saigon and t o  e f f ec t  a smoot:? and orderly t ransfer  
of H E  reporting responsibil i ty:  

. Accuracy of HES reporting in d i s t r i c t s  where VN have assumed 
the responsibi l i ty .  

J. Timeliness of a r r i v a l  of r rpor t s  i n  Saigon- 

: Number of d i s t r i c t s  which assume reporting responsibi l i ty  

c : .  Numbar of d i s t r i c t s  i n  which iEA has t-, reassume reporting 
responsbil i ty a f t e r  program i n i t i a t i a n -  

:i. Analyze and evaluate the qua l i ty  of the reports being submitted 
by the d i s t r i c t s  by the 15th of each ~ o n t h .  

. 10 d i s t r i c t s  assume reportinz responsibi l i ty  by 1 October 1971 

c .  08 d i s t r i c t s  assume reporting respons i .~ i l i ty  by 1 November 1971 

d. 05 d i s t r i c t s  assume reporting responsibi l i ty  by 1 December 1971 

c. Receipt of addition& guidmcc from MXCCORDS and development o f '  
pl&s f o r  turn over of reporting respons ib i l i ty  t o  remaining 
51 d i s t r i c t s  by 1 December 1971. 

- 2 -  
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TUPJ O W 2  

1. TErn , 3 ~ e r  ratification and 3evelopment Reporting 

:7';5. L - ::li:lin:ti.sn of pi::.?'i!:P ? e m s  (Pc7lted,  '.lonitorship Function), 
P'L + ~ ; 
I -'u - Ikfdi;.' Fac i l i  t , i  2s (:e:?ted, :.;mi t s r s h i p  Function). c.< 3 - z.G; ..,,...., 

L.a , _., (EeXated, mi t o r s h i ~  Plrl-tion!. 
C3j. =. &st ZfS 

., 
Ob2. :; - 3d Larz icnl  Yospi t r l  

&,:r-, ?rnr  Fhung H o x ~  L c t i v i t i e s  (Com?l?tad a d  ::ithdrawn). 

- 05: 1 - -n te l l igance  Production 
Cb:. ? - Jorps m t e r r o g a t t o n  Tenter (Completed 2nd :iithdrawn), 

5 ,  "urn :;er Ytagr-fi-ild, R e z ~ . / ~ e f u e l  Points  

352 1 - 3e:iccnter P i r e  Support 
C 3 J .  2 - Ni7r31 >ppr :~t ions  

O b j  1 - Gorp .r? Somntunications System 
O b i .  2 = ?h;se 'Cat DCAT/JTZ ",om-enters 
Obj- 3 - ?hzs-. Zut ?PAC/T:: Commc?nt?rs 
d b j .  I; ; :ieplscc ;Tide Band !.U?OS7T3COX 
Gbj j - Turn h?"r I S  t o  redera1  E l e c t r i c  ro rps r? t ion  
G b j .  6 - ;urn Casr TZS from Federa l  E l e c t r i c  2oorooration t o  RVNAF 

P.. Turr! i''r'2.' P l u r r ~ i l l m c s  aqd ? o l i c =  of Rules of %.g2gement 

L7'c j . 1 - '.>bt.ain :.':,JN Somma~d Brphasis 
35j 7 - Zarure .;Tim use of F.OE 
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TRAINING 

1. Improved Training Management 

Obj. 1 - Training Program Directive 
Obj. 2 - train in^ Center Evaluation 
Ob j . 3 - Improve tndividual and Unit Training 

2. Conduct Special Training Programs 

Obj. 1 - Ter r i t o r i a l  Forces Refresher Training 
Obj e 2 - RI 70-51 
Obj. 3 - Staff  In-Place Training 
Obj. & - Command and Control School 
Obj. 5 - Rules of Engagement 
Obj, 6 - FANK Air/~round Training 

3. Improve Small Unit Effectiveness Through the Use of Mobile Combat Training 
Teams (MCTT~S)  

Obj. 1 - 7th, 9th, 21st Division and Ranger MCTT's 
Obj. 2 - Ar t i l l e ry  MCTTts 
Obj. 3 - Armor MCTT I s  

Obj. & - Ter r i t o r i a l  Forces MCTTfs 

PFQMOTE EFFECTIVE MILITARY OPERATIONS 

1. Improve VNAF Rotary Wing Combat Support 

Obj. 1 - Improve Monitoring of VNAF Helicopter Operations 
Obj. 2 - Develop a VNAF Night Airmobile Assault Capability 
Ob j. 3 - Improve ARON/VNAF Airmobile Operational Techniques 

2. Improve VNAF 0-lA Combat Support 

3.  Improve VNAF Tactical  A i r  F i re  Support 

. Improve Effectiveness of ARVN Infantry and Ranger Battalions 

Obj, 1 - Increase Recruiting, Decrease Desertions, Increase Paddy Strength 
Obj. 2 - Increase Small Unit Capability t o  Conduct Operations thru Training 
Obj. 3 - Improve Battalion Level Leadership 

5. Thrott le Overland I n f i l t r a t i o n  

Obj. 1 - Cross Border Spoiling Operations 
Obj. 2 - Border Surveillance and Denial Operations 

- 2 -  
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Obj. 3 - Anti-Inl i l t ra t ion Defense in Depth T@k@ghout the Delta Infil- 
t r a t i o n  Zone .. 

Ob j , 4 - J o i n t  and Combined Anti-Inf i l t r a t i o n  Intel l igence Program 
Obj. 5 - Special  Anti-Infi l trat ion Operations on the Mekong River 
Obj. 6 - Deny the Ehemy the Abili ty t o  I n f i l t r a t e  Across the  III/IV Corps 

Boundary 

6 .  Thrott le Coastal I n f i l t r a t i o n  

Obj. 1 - Improve VNN Conduct of Surface Coastal Surveillance 
Obj. 2 - Obtain and Improve VNAF Support of Coastal Surveillance Operations 
Obj. 3 - Complete A3TOV RAD Si t e s  
Obj. h - Develop a Command, Control, Coordination and Conrmunication S y s t a  
Obj. $ - Establish Te r r i t o r i a l  Control over the 700 KM of MR-b Coastline 

7 .  Improve Management of Ammunition Resources 

Obj. 1 - Reduce Over-Stockage a t  Depot (Completed and Withdrawn) 
Obj. 2 - Increase Depot Storage Capability (Completed and Withdrawn) 
Obj. 3 - Improve Ammunition Surveillance a t  Depot Level 
Obj. 1, - Reduce Stock a t  SI4UlS.L Centers 
Obj. 5 - Lot Number Accountability a t  S&EL Centers 
Obj. 6 - Impmve Ammunition Maintenance a t  %%IS& Centers 
Obj. 7 - (Completed and Withdrawn) 
Obj. 8 - Improve Storage, Care, and Handling a t  Ar t i l l e ry  Positions 

8.  Improve t h e  Capability of ARVN Divisions t o  Conduct Mobile Operations 
(Under Prepamtion) 

9 .  Improve Ar t i l l e ry  F i r e  Support 

Ob j . 1 - 6 Train RVNAF Ar t i l l e ry  
Obj. 7 - Redistribute Ar t i l l e ry  Assets, and Improve Command and Control 
Obj. 8 - Improve Ar t i l l e ry  F i r s t  Iiound Accuracy 

10. Improve Functioning of ARVN S ta f f s  

Obj. 1 - Improve ARVN Information Processing 
Obj . 2 - Improve ARVN Planning 
Obj. 3 - Improve ARVN Decision Process 
Obj. h - Improve ARVN Staff  Supervision and Feed Back 

11. Develop an Effective ARVN System f o r  the  Prevention of t he  Diversion of 
Mil i tary Supplies i n to  Non-Authorized Channels. 

Obj. 1 - Ident i f iab le  Supplies 
Obj. 2 - POL 

12,  Improve S n s o r  Operations 

Obj. 1 - Operational Usage 
Obj. 2 -Maintenance 

- 3 -  
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R V N A F / F ~  CAM IDDIA COOPERATION 

Operation of DRAC Support Operations Coordination Center (SOCC) 

Exchange of Lia ison  Of f i ce r s  

Per iodic  T r i p a r t i t e  Mcetings 

Meekly Coordination Conference 

J o i n t  3pera t ions  FANX/F~~IN!,? 

?s:ification Exchage  

A i r  Ground School 

In te l l igenc*  S e e n a r s  

Imprcve Job S a t i s f a c t i o n  

Improve Li-rinz Canditi.ons 

Improve R e c r ~ a t i o n a l  Cpportunit ies  

Impro-~e ?rug 3ehar:il i tation 

Irr.??o-~e Drug Law Cnforc~ment 

: l a t i r a t e  a d  Train Jun io r  Off icers  

E t r - n ~ t h e n  N29 Perfomance 

G ~ n d i t e  Xdministration of Courts-1Larti::l and Administrat ive 3ischarges 

- -n!pr3-~'3 Inter-Person !:oinmunic~tion 

7 Lmprov? ? s r s o n d  5t:indards 

1:oc.l >"d*r and Di:;: i p l i n ?  

;my:-ox Troop J n f o m s t i o n  

Imp-ove 5'3/VN E e l z t i m s  

c.,: ..-p,.? ??1t the  a lack  !4zrket 

- l l -  
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PHASEWWN 

1. Reduction of Advisory Personnel 

Obj. 1 - Corps Troop Advisory Division 
Obj. 2 - Corps Headquarters Advisory P e r s o ~ e l  
Obj. 3 - CURDS Personnel 
Obj. k - Assumption of Support M c t i o n  by Local Nationals 

2. Return of US/RVN Ti t led Equipment t o  Wholesale Supply Channels 

Obj. 1 - Ident i fy  and Dispose of Excess Equipment 
Obj. 2 - Consolidate Property Records 

3.  Disposal of Real Property F a c i l i t i e s  

Obj. 1 - Terminate DRAC Leases 
Obj. 2 - Return LUC's  t o  GVN Central 
Obj. 3 - Turn Over US Base Complexes t o  RVNAF 
Obj. - Minimize New Construction 
Obj. 5  - Maximize Termination of USBID Leases 

k.  Maintain t h e  Security of the  Command 

Obj. 1 - In s t a l l a t i on  Security Planning 
Obj. 2 - Plan f o r  Transfer of In s t a l l a t i on  Security t o  HVNAF 
Obj. 3 - Tranfer In s t a l l a t i on  Security t o  RVNAF 
Obj. h - Assist USARV In s t a l l a t i on  Security 

5. Phasedom of Non-Appropriated Fund Act ivi t ies  

- 5 -  
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INCLOSURE 3 to Senior Officer Debriefing Report of Major General 
John H. Cushman, CG. DRAC, 14 January 1972 (RCS CSFOR-74). 

Assessment of the Situation, MR4 

The following a r e  extracts f rom two "assessment" memoranda written 
to the Commhding General, N CorpslMilitary Region 4 by the Senior 
Advisor. The f i r s t  memorandum was dated 5 October 1971. The second 
was dated 12 January 1972, and was a " f ina l  assessment.." 

1. (C) Introductory paragraph: 

We a r e  making progress in the Delta, but I think that you will agree 
with me that August and September did not show as  much progress as 
we would like. Many actions have been postponed until "after the 
elections. ' I  Now that the elections a r e  over. I would like to address 
what, in the opinion of your advisors, must be dune in MR4 in the next 
six to nine imnths. These will be critical months of further phasedown 
for U.S. forces. I estimate that sometime in  July to October of 1972, 
the U.S. support i n  Vietnam will level off a t  a stable, adequate, although 
much reduced level. I mean that it will be adequate. ~ r o v i d e d  the 
Vietnamese do what i s  required by them. (5 October 1971) 

On 5 October 1971, I wrote you a memorandum outlining fourteen 
actions which in my opinion i t  was essential either t4 accomplieh o r  to 
move ahead on substantially in the ensuing six to nine -ads, if Delta 
f i s s i o n  accomplishment were to advance satisfactorily during that period. 
In this, my final memorandum to you a s  your Senior Advisor. I would like 
to review y o u  progress on these actions. I will also comment on some 
matters which affect even more fundamentally whether there i s  to be a 
satisfactory outcome to this war. (12 January 1972) 

2. (C) Specific points: 

a. Close out the U-Minh. 

Forces a r e  available to close out the U-Minh i n  the next dry  season. 
However, from what I have seen of the planning, it does not appear that 

Incl 3 - GP4 
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anyone, a t  either province or  division, i s  making provisions for outposting, 
restoring the p3pulation, and establishing terr i torial  control in the entire 
str ip of excellent farmland between the coast and the U-Minh forest. There 
is  no doubt that some battalions of divisional forces will be required to man 
outposts i f  this i s  to be done. I a m  very much afraid that your commanders 
will not face up to this requirement, and that Jurie of 1972 will arrive with- 
out MR4 having established territorial control over this vital ground. If 
you 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 Nil1 have failed. (5 October 1971) 

Some progress i s  being made. However, unless there is  considerably 
better use of terr i torial  forces, especially in the An XuyealZlst Division 
plan, the dry season will end without terr i torial  security being established 
on the periphery and along the waterways of the U-Minh, the U-Minh plan 
will have reached neither its goal nor i ts  f u l l  potential, and the enemy wi l l  
still be able to keep main force units in the U-Minh. This objective i s  still 
within reach. However, to attain i t  some s tern  R F  and PF redeployment 
measures have to be taken, the 9th and 21st 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. 
(12  January 1972) 

b. Deny tho enemy coastal infiltration. 

The ~neasu re s  I have just described will contribute to this objective. 
However, there is  also the need to move against the Dam Doi and N a m  Can 
secret  zones, and to coordinate the VNN, VNAF, and your subordinate 
division and seztor cornmande~s in a comprehensive plan for effectively 
denying the enemy the ability to infiltrate supplies across the seacoasts. 
We have inade some recommendations to you on this, and your advisors i n  
the Del taare  ready to assist.  (5 October 1971) 

The 'nost troublesome problem in this objective i s  the pacification of 
coastal terr i tories.  You and the Regional Pacification and Development 
Council wil l  have to work hard to achieve this. The extension of territorial 
security to the water 's edge seems to be fairly well planned in Vinh Binh 
and Kien Hoa. However, the slippage aoted in paragraph a above, in 
pacifying the coastal terr i tory west of the U-Minh, will be detrimental to 



this objective. VNAF-VNN coastal surv5illance caopkration i s  growing, 
and your staff i s  working well on an SOP for improved commandcontrol- 
communications -coordination of al l  forces - ARVN-VNN -VNAF-Sector - 
Police - which have coastal surveillance, protection, and reaction 
responsibilities in the Delta. This i s  encouraging. (12 January 1972) 

c. Deny the enemy overland infiltration. 

Maintaining a strong block against infiltration from Cambodia is 
critical to success in the Delta. This dependa elltirely on establishing, 
with the Cambodians, working arrangements that deny the eaeiny any base 
a r r a s  in n:arby Cambodia, and which se-~erely  limit his ability to move 
pcrsome? and supplies across Cambodia and into Vietnam. That you have 
aot yet achieved this goal is  evident by the fact that the enciny has been 
able in the past months to reinforce his forces in the Delta. I believe 
that a much greater  sense of urgene'f i s  required on the part of your 
responsible border commandsrs, and that you x e d  even better working 
relationshipa with the Cambodian forces and authorities. (5 October 1971) 

The CG, 44th STZ, will present to you later this month his overall 
soun?erinfiltration plan. This will be a good opportun!ty for you and your 
staff to focus on this very important objective. Some improve,nent has 
be2n noted recently, especially since the 44th STZ has been assigned full 
border responsibility and i ts  forces have bee2 placed in  an excellent 
structure along and across the border. My main concern in this objective 
i s  that the enemy i s  increasing his control over Cambodian territory 
opposite MR4, and there i s  insufficient Cambodian awareness of this 
threat. In addition, the tactics of border un'ts require particular attention 
to increase offensive ambushca, small u*.t patrols, intelligeace emphasis 
and the other well known techniques for defeating an infiltrating ene.ny. 
(12 January 1972) 

d. Redeployment of RE. 

The war in the Delta has now become a war for the .?ontrol of new 
terri tory which i s  not thickly populated. If you a re  to succeed, you must 
be able to generate R F  f rom the heavily populated, pacified areas  and 
deploy them as  needed in less  populated, unpacified areas.  MFt4 has 
some good >lam for this, already proposed to the JGS. More planning 
remains to be done. But everything Lrpeads on whether your p r ~ v i n c e  
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chiefs in tho pacified provinces like An Giang and Go Gong today and Sa 
Dec and Chau Doc later can gemrate the a?-essary companies. 9f tgd7 
do not, mission accomplishment in the Delta i s  i n  aerioua trouble. P t  i s  
clear that you will have to put pressure on p u r  province chiefs. (5 Octo- 
ber 1971) 

;This action i s  going well. Tho gradual elimimtion of enemy mini- 
bases i s  taking plac- in the Delta corntryaide, a s  R F  from the more 
pacified provinces move to help other less pacified provinces. Ii MR4 
soon receives the requested authority to convert P F  to RF, i t  will be 
possible for you to use thie R F  redeployment tazhniqur? to put unSearable 
pressure on the enemy by J d y  or  Auglalt. And I£ minibase ~lirnination 
:an be followed by movement of the population into formerly cultivated 
but now fallow land, you a re  on the road to oucc.esa in the Delta. 
112 January 1972) 

e. Redeployment with:.n prs-ce s a d  districts.  

Village chiefs and local authorities in pacified areas  do not want to 
lose their PF, or  to eliminate the autposts that givr them s:ach comfort. 
Your district and province chiefs muat be ss ry  tough-minded arnd over- 
come thsae  objection^. The forces available are  sufficient. They must. 
however, be managed well, and m o v d  from where they a re  not needed 
to where they a re  ne?;lt?3. Everything depends on it .  (5 October 1971) 

Your district and ?z-3 rince chiefs a r e  still lagging in the tough-minded 
ahifting of terr i torial  forces, eapezizlly PF, w y  of which a re  stagnant .* 
and inactive in areaa which can be aecureci by PSDF and police. Your 
RPDC and G3 staff must de-rdop Borne analytical/evaluation techniques 
which will elrpose those district and prov";ns2 chiefs who fail to redeploy 
and will  focus your ~ommand  attention on this. This will do a great deal 
to generate the forces rroeda9 to k = e ~  the inomenturn of pacification. 
(12 January 1972) 

f .  Establish realistic p r i o r i t i e ~ a d  allo*=-.ate forces wisely. 

You have many areas  that need attention, such as  the Ba Xu>-.a-Phong 
D i d  %order, central Chwng Thien, southern Dinh Tuang, and western 
Vinh Bhh. But you can mobilize ta solve the3e 2roblem areas .  If you 
geaerate the forces that i t  i a  possible to geaerate, you :an ;shase these 
forces into these areas  in a 3chedule over the next nine months. The 
provinces must prepare good, systematic plans to support the 2acifica- 
tion effort in each of theve areas ,  and to restore fallow land to production 
and empty hamlets to life. 1 a m  confident that most of theae areas can 
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btt restorrd t3 a healthy condition by the end of June 1972. The sssential 
element is  sound, realistic, and comprehoasive planning, carried out 
with skill and determination. (5 October 1971) 

No commander ever has al l  he ,le+;ls to do everything at once. Suc.:ess - 
ful commanders set priorities and then systematically put .their resources 
to wzr k on these tasks, economizing elsewhere. Adequate manpower and 
0 t h ~ ~  resources a r e  available in the Delta. The pr3blem i s  one 3f maniage- 
men:. At the prg>vince/TAOR meeting on 5 January thc'Prime Minister 
clearly outlint?d pacification priorities for  tho coming year. He stressed 
the elimination of eneiny forces and the VCI, the ilezcl for training of village 
and hamlet officials, the nezd for upgrading of local government, the ~ e e d  
for  more and better training of R F  and PF, and the nez l  to carry  appr2vt.d 
and iunded ~levelopment p r ~ j e c t s  quickly to completion. You- task is  to 
line ap these and other priority tasks and thea to set up step -by-step pro- 
grams which use the available forces and other resources toward their 
orderly accomplishment. This is of course simply a description of "good 
management. " Your advisors are  ready to ass is t .  (12  January 1972) 

g. Raise -~ the s t r engh  - of forces. 

Determination and zeal on the part of your province, district,  and 
village chiefs is  also going to be required if  you a re  to bring the ARVN and 
terri torial  forces to full strength. The ?nforcement of the conscription 
decrees lias had to wait uncil after the elections. The elections are over, 
and i t  1s time to move strongly on this critical problem. This will be a 
severe test of the province chiefs, but they cann,>t afford to fail. (5 Octo - 
ber 1971) 

I congratulate you on your recent couragesuv and decisive actions to 
strengthen manpower procurement and use in the Delta. Successful 
execution of your current plans wi l l  have a good effect not only in MR4 but 
in other MR's a s  well. I wish you contin~aed success in getting province 
chief; to make the tsugh decisions required by them. (12  January 1972) 

. ,  h. Bring the ---- VNAF to full effective;less. 

The VNAF in the Delta i s  capable of more than i t  i s  doing. One reason 
thr? VNAF does not perform as  well as i t  shodd is that your ~ommanders  - 
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rely too much on  U.S.  aviation - gunships, s l icks,  L - i 9 ' s ,  and Black 
Pon:13. These 3 . S .  asse t s  a r e  leaving. A year  f r o m  now they will be 
grt?atly seduced. We have p ~ e s e n t e d  to you a p rogram by which the 
pc?rformance of the VNAF can be substantially improved. 1 urge you to 
gctt wlth Colonel Anh and to give this your personal  emphas is .  (5 Octo . 
bc:r 1971) 

You: p m g r a m s  in this a r e a  a r e  going along fa i r ly  well. My main 
,:oncern i s  that there is s t i l l  insufficient command and staff attention on 
:he 5:fective use of V N A F  tactical air in the Delta; a s  a resu l t  this 
powerful means i s  not be:ng employed to i t s  full potential. (12 J a n ~ i a r y  
13'72) 

i . &nii of al l  f e ~ c ~ .  

Your ~ o m m a n d e r s ,  like very  many U.  S. commande zs ,  give made - 
quate attention to training. They concentrate on operat ions.  However, 
fur ther  improvement  i n  e f f e c h v e ~ ~ e s s  of your forces  cannot be made by 
lncr ras lng  the number of units; i t  must  now be made by lmproving 
per<ormance, unlt by unit, through good training. A number of good 
tralning p rograms  have bee.1 put into effect by y J u r  ht?adquarters - such 
a s  the ,Mobile Combat Tralning Teams f o r  regular  and territorial forces .  
What i s  requlred now i s  fo r  your subordinate commanders  to be motivated 
to glvc them the l r  own personal attention - that i s ,  to become "tralnlng 
niindecl". (5 October 1971)  

Although there  has been some small  increase  in  "tralnlny inincl~tdti ? s s " 
by />a;- subordinate commanders ,  I must  say  that this ent i re  a r e a  remains 
n11- .,f thc weakest i n  the Delta, and i s  personally ve ry  troubling to me. 
" T r a ~ n ~ n g "  - and by this I mean the day-to -day review, crit ique: and 
;y3tematic imprnvement of operations - and "command supervision" a r e  
one and thc same  Your commanders  - both divisional and sector  - 
simply $10 not uniers tand thls well enough, they a r e  "operations oriented.  " 
Thl? resu l t s  a r e  un1:zessary casualties and the failw.5 to obtaln the fu:l 
potential of the excellent mil i tary mater ia l  - esper.?ally the foot sold.cr - 
of tho Delta. You must  do better on this objective.  Your advisors a r e  
ready to a s s i s t .  (12 January i'372) 

- 
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YOI- lnust ad-ust your tac t ics  and methods of operation to mak.: u;, 
i:>r iht. 103s o f  U . S .  a s se t s  in the Delta, espe- ia l ly  to thc l o s s  of htili - 
cop:-= yu,x;hip and s l ick suppar t .  In par t ,  you can do this by ir-sistlng 
:hat the VNAF (and you? a r t i l l e ry )  do a better j a b  In a d ~ l ~ t i o n ,  howcv~:r ,  
you ha-:,: to changc. your tact ics  to r e ly  much l e s s  on tho helicopt-r 
YOIL .nust  c lose  out remaining enemy bases  a r e a s ,  populate tht? empty 
~c)u>ltryjidc:, redeploy the R F ,  develop PF and PSDF to dominate thti 
r I o t  t r a in  a l l  these fo rces  in  n2ght o p c r a t ~ o n s .  use r o ~ , l s  
dn(i 8-anals to resupply 100% ra thc r  than 11se hel lcopters  a t  a l l .  Aga~r. .  
y g c  1las.r. no cho~cc.. You- helicopter a s s e t s  will be ?cry l imited,  ant1 
t h ~ .  POL and repa l r  par t s  to support  :he intenslvc flying suc11 a s  donti blr 
U .  5. U ~ I -  t s  will slmply not be available.  (5 October 1971) 

W h ~ l e  t h ~ ~ r t ?  has been some  encouraging shift  in tact ics  to makc $ 1 ~  

for  th~.  ~rnpcndrng loss of U .  S .  a s s e t s ,  thls has  been far sho r t  of what. 
< a n  hc ,,btalnt?:l Some v e r y  hard rlrcisions a r e  going ?o be roqlllrt>il h-; 
i u u  ~ n c l  YULI:. commanders ,  in the l i r ec t ion  of mu, :?~  m u r e  pr imit iv . .  
aus t e r e :  and ( i  bchevt?) m o r e  appropria te  and effective wa-ru of doing 
the :ub Time i s  sho r t .  ( 1 ) .  January  137Lj 

k.  E x t e ~ l - s ~ ~ _ o f _  see_cl?_nfia_ry-~clads_. The .-:conomic rlcvc!opment of tha. 
Delta has  pr,>grr_$secl admirab ly .  However, a s  we move into thc c . ~ u i ~ t r v  
,:,Le. :hv impr.~vs.ment  of thr? L O C , s ,  espe:iallv r o a l s ,  m u s t  c t ~ n t l n i ~  
S < : ~ . a n - l ~ r y  roads a r e  the :oun.iation for economic growth With t'lv s t a r t  
of the. l r y  season  only two months away, your advisors  s e e  many p i  jhl 
i n  the  szc~mrlary  road p rog ram There  a r e  problems of coord~nat ion  
hr:?wt~:il M P W  anil ARVN Engineers ,  and of t imely  contracting anti pla:., 
i n tn t  o f  ma te r i a l s  by MPW.  Thesc  p rob1e .n~  can  only be aolveJ hy ;t.rw:g 

L,.nmanrl ;nt;.ri.st and staff a,:tion. T h e r e  a r e  a l so  some  problzms of 
qi i ipnent  We wlll do .,verything in ou r  power to obtain the argt,ntly 

n t  . < l \ . : J  \ o n j t r u c t i o n  . i ~ u - p m e n t  for  the MPW.  Your a d - ~ i s o r s  Sc.l~c-;v :hat 
t i j  ;-cdr 1 s  c r i t ~ c a l  f o r  se-ondary road constru~:tion.  (5  Octob6:r i 9 7  ! I 

The, I r y  season i s  well along, but secondary road a:onstrut.t.ion ;n tht~ 
13t.lta is s t i l l  1agg:ng One main problem has  be+,? the grt-dt d:fflc~r:ty u f  

making thv bureaucrat ic  m a c h i n e ~ y  function be:ween the provinces anti 
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the Ministry of Public Works. I believe that you will havo to re.riaw the 
secondary road program in detail personally, and thoa rise yola: ~erso i ia l  
influent- acd prestige to get action going on this program which is  so 
critical to yocar q i ss ion  in the Delta. (12 January 1972) 

A great deal has been done by your command in recint month2 to 
*-:omserve thc zse  of ammunZ,tion and other cos tZy material. However, 
mm:h more 3 t e ~ t 1 3  to be done, not o d y  on sapplies but to conserve 
~ch:c;es, weapons, radios, and other items. I predict that the days of 
almost unlimited resupply of ammunition, fuel, and other materiel are  
~t an t;;ld. Yola? a d . ~ a o r s  ;;re prepared to ass is t  you in applying stringent 
zsntrols on slzpplies, in faking strong measures to make equipment last 
long.2r throrzgh goofl maintenance, and in preventing the diversion of 
;upplies into unauthorized chann.1~. Your colrntry's future depelds on it. 
(5 Octobr:~ 1'371) 

Your Army i s  wasteful - I regret that in par t  they have learned this 
from the Americans. But your resources in the future w i l l  be severely 
re&a%-.ed from thed . in the past. I strongly urg* hard-headed zommar,d 
programs to imsruve naintenanca, eliminate unnecessary consumption. 
cut the diversion ~f supplies, and practice economy. Your advisors are  
rpa3jr to assist.  ( 1 2  Janllary 1972) 

m. Elimixiation -- of tho VCZ. 

The p o g r a m  to eliminate the VCI is bringing in too many low level 
Jnl?.ny and .:nt ennwgh important enemy cadre. There are  too fzw target- 
ted operations. There i s  too much meeting of "quotas " with doubtful 
claims. Your police operations suffer from ineptness and I fear :orrnptian 
Aci:xnmodaiion tsx:sts. VCP a rc  able to purchase pr3tection. Too many 
?rovZar:r and i istri 'zt  chiefs, and their police officials, do not hay? a 
-;enso r f  the tragic end that awaits them if the VC should come to pswer 
n o r  : As a result, the enemy's control, propaganda, and 
: -~gis t ic  apparatus remairs resilient and pervasive. It i s  imperative :hat 
- r .ligtrict. village, and police chiefs take this matter most 
Jerio~~rsly. Z c  they .la not, i t  could mean the e ~ e n t u a l  loss of all that they 
havz str~agglec? for so hard. (5 October 1971) 
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Although Phu-3 Hoang techniques have improved in same provinces, the 
same conditions described on my 5 October memorandum still exist, axcrpt 
that I now add that the eaemy uae of legal cadre has evidently increased. 
This i s  a Vietr-amese problem. We Americans can .is little ex-.-pt to war% 
you of it. You must deal with it. Areas of particular concern a r e  motivation, 
caliber of pezsonn?l, and training. (12 January 1972) 

p.. Develop good administration and ----- cadres a t  the v i l l a s e v e l .  -- 
The war i s  shifting to a low level but intensely personal war a n d  the :<llag:.e 

and hamlet a r e  now the primary battleground. It i s  a t  this level that your 
officials and cadres a r e  directly observed b/ the peaple. It is  here that a 
popular loyalty and a will by each person to commit himself individually 
against the VC must exist. This can be achieved provided that your 
subordinate province and district chiefs get themselves out and arounl the 
-Allages, among the population, in close touch with the peaplt, intent on 
meeting their needs, and bringing honest, dedicated, good govermezlt to the 
countryside. (5 October 1971) 

Progress  in this field is  hard to measure in only three .months. Progress 
comes only f rom ~ontinued emphasis, and from sustainei and purposeful 
attention by your province chiefs. I suggest that you direct the XPDC to 
outline Tor you a specific program - along the lines of a REVAMP objective 
to focus attention on this most critical problem. I would recommend, as  part 
or' the program, a Regional School at Can Tho for village and hamlet official3 - 
where these all-important people could come for seminars, refresher traicirg, 
and p6riodic guidance. (12 January 1972) 

o. Corruption and favoritism. 

T h e ~ c  i s  one final and ultimately decisive point. I leave i t  to last  
because I want to emphasize its enormous importance to yuu and your ,:omtry. 
This is  tho problem of corruption and favoritism that i s  so detrimental, not 
only to yvur coun"ryls performance but also to its reputation in the eyes af 
U. S. people, whose good opinion of you is  essential for your contin~ae.3 sup - 
port. You and others like you must take i t  a s  your primary objsctive to eee 
that competent and honest men a re  placed in positions of responsibility. 
Dishonest' and corrupt men must be removed. The Americans cannot do this 
for  you. There a r e  eaough decent, honest, Vietnamese in your country to 
pravide the leadership your country needs. (5 October 1971) 
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Americans are not close enough to the situation to tell i f  there has 

been an improved trend in this a r ea  i n  the past three months. 1 will 
only say that, if your country i s  to survive, corruption and favoritism 
cannot be tolerated a t  any level. But this is  a problem for the Vietnam- 
eae;  yous American friends caa only point out (probably with not 
sufficient understanding) the problem. You, and others like you, have 
to solve it. (12 January 1972) 

3. (C) Concluding remarks: 

I recognize that the above i s  a long list. It may even be such as  to 
cause some discouragement. I also recognize that I have called each 
of those items "decisive". By that I mean that your success i s  in doubt 
i f  each problem is not solved. If al l  the above problems a r e  properly 
solved, your success i s  virtually assured. (5 October 1971) 

You will note throughout the above a repeated use of phrases 
emphasizing the need for "realistic appraisal" - "tough-mindedness" - 
' k r d  headed actions" and the like. This is not accidental. If there 
i s  any single aspect that is most troubling to me, a s  to the ability of the 
Republic of Vietnam to eventually bring about a satisfactory outcome of 
this war, it i s  the doubts I often have a s  to whether the responsible 
authorities and senior officials of your country possess the tough-minded - 
ness to do what i s  required. If they delude thelnselves a s  to the real  
situation, and thus fail  to take the actions necessary for survival, your 
country is simply not going to survive. In addition to matters discussed 
above, there a r e  two a reas  in which I see  serious problems i f  tough 
decisions a r e  not faced up to and made. 

a. Redeployment. Redeployment decisions a r e  among the hardest 
to make. But the plain facts a r e  that the enemy is maneuvering for an 
assault on your country, and that. despite this c lear  warning. the RVNAF 
may well not be maneuvering adequately to meet it .  In MR4 you have 
recently moved regiments and R F  battalions to p r e e m p t  a threat to Base 
Area 470. But in your country, the JGS a r e  not yet redeploying divisions 
to reinforce the northern military regions. The war outside the Delta is 
beyond my responsibilities as  an advisor. I bring this up simply to sug- 
gest that you advise the JCS that they can and should make careful plans 
now to redeploy a division to the north f rom MR4, and that they can - 
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idditional RF, however, if they take divisions away; ) The s a m e  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 a r e  largely unenforced a t  the village level. I 
recognize that you have moved on the manpower problem. But until the 
govexing bodies in your country take some tough-minded action in the 
areas  of local administration of taxes and manpower management, there 
i s  serious doubt in my mind that what has k e n  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 nezessary. Your country must establish a strong and secure 
administrative base adequate to defend itself against the attack being 
mounted f rom outside its borders. 

4. (U) General Truong, I speak to you very frankly because I respect so 
highly your character and your ability, because I love your country and 
i ts  people, and because my only concern is mission accomplishment in 
the Delta. It has been a great satisfaction for me to have served with 
you in the Delta. Good luck! (12 January 1972) 
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